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Chapter 1. Introduction

Chemical Factory Osnova, founded in 2012 in Dnipro, operates in the Ukrainian water and
wastewater treatment market and provides its comprehensive solutions, which are developed to meet
the specific needs of industrial clients. The current business model is based on direct B2B sales of
customized engineering systems, internally developed reagents, and lab services. The company carries
out a full cycle of operations, encompassing in-house research and development, chemical production,
engineering design, laboratory diagnostics, installation support, and ongoing maintenance. This way,
Osnova controls a significant portion of the value creation process and maintains a strong reputation in
the industrial market. The company’s mission is to provide reliable water-treatment solutions based on
a professional engineering approach, while strategically, it aims to strengthen its status as a leading
Ukrainian manufacturer of standardized and customized water-treatment solutions.

At the same time, Osnova operates in a market context that is changing structurally. In Ukraine,
the deterioration of the centralized water supply infrastructure, war-related damage, increased
regulatory pressure, and uneven recovery rates across regions have led to a growing need for
decentralized and flexible water treatment solutions. Demand for such solutions is now coming not
only from industrial customers but also from smaller commercial and institutional clients who require
systems that are faster to implement, easier to use, and more standardized. In such conditions, new
strategic opportunities are opening up for companies capable of combining technical reliability with
scalable supply models.

Despite its strong capabilities, Osnova’s current model contains strategic limitations. Growth is
constrained by dependence on customized projects, long sales cycles, and the founder’s significant role
in building and maintaining client relationships. Each sale usually requires significant engineering
involvement, technical negotiation, and adaptation to the customer’s specific needs. As a result, the
business remains tied to a limited number of large clients and projects, while part of its production and

organizational capacity remains unused to its full potential.



However, this constraint is also a clear opportunity. If Osnova can add to its operations a more
standardized and partner-enabled model, it can access a broader client base without increasing internal
complexity, despite its growth logic moving away from direct sales. The opportunity is based on using
existing capabilities to develop modular water-treatment systems and bring them to market through
installer partners - middlemen who already control access to commercial projects and maintain trusted
relationships with end customers.

The goal of this project is to develop a strategic roadmap for Osnova’s entry into the Ukrainian
commercial water-treatment market through an installer-led business-to-business-to-X (B2B2X, where
X is an end user) model. The research will determine the extent to which this model is strategically
sound, organizationally viable, and economically feasible; identify the most promising target segments;
and propose the operational logic, partnership framework, and market entry strategy necessary for its
implementation. This way, the project aims to help Osnova diversify its revenue streams, increase
capacity utilization, reduce its reliance on sales that depend heavily on the founder’s involvement, and
establish a more scalable foundation for future growth in today’s Ukrainian market conditions.

The main assumption is that an installer-led B2B2X model built around standardized modular
systems, technical support, and recurring revenues is the most scalable and strategically aligned path

for Osnova’s expansion beyond its current direct B2B model.



2.1 Object of the analysis

Chapter 2. Analytical section

The object of the analysis of this capstone is to identify a scalable growth model for Chemical

Factory “Osnova” within the Ukrainian market under existing structural and operational conditions. As

described in the introduction section, the current business model of the company enables high-quality

delivery and strong retention of the existing customers, yet limits its scalability due to the need for

proportional increase of sales and engineering efforts as the business grows. A deep dive into the

company’s operations, presented in Table 1, has shown a few structural bottlenecks.

Table 1. Key Structural Bottlenecks of Osnova’s B2B Business Model

Bottleneck

Description

Strategic implication

Dependence on senior
leadership in sales

Sales to large industrial clients
rely heavily on direct,
relationship-based engagement
led by senior management,
specifically the founder.
Acquiring one client may
require 2+ months of direct
stakeholder management.

Limits the number of deals that
can be developed
simultaneously and makes
growth dependent on a narrow
managerial one-person
bottleneck

High degree of customization

The current industrial offering
is heavily customized before
client pitching, requiring
significant engineering
involvement for each project

Constrains scalability and
efficiency, as each new project
requires additional internal
technical input. Scaling requires
a proportional increase in
engineering staff, which is
scarce in the current conditions
of the war

Underutilized production and
laboratory capacity

Operational reports indicate that
the current number of
large-scale industrial projects is
insufficient to fully load
Osnova’s production and
laboratory capabilities.

Reduces efficiency and
indicates the need for expansion
into a broader market that can
better utilize existing resources

Geographic concentration of the
clients

A substantial share of the key
industrial clients of the

The geographic exposure
creates revenue concentration
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company are concentrated in risk, as disruptions affecting
the Southern and Eastern one region can simultaneously
regions of Ukraine, creating impact multiple clients.
exposure to war-specific Diversification across the
disruptions customer segments and
geography is needed to improve
revenue resiliency and stability

Source: Authors’ own elaboration based on company operational reports and management interviews,
2026.

As shown in Table 1, the key limitations of Osnova’s current business model are concentrated in
4 areas: sales dependence on senior management, a high degree of customization, underutilization of
internal resources, and geographic concentration. Taken together, these factors limit the company’s
ability to scale and point to the need for an additional business model that allows for growth without a
proportional increase in the strain on internal resources.

The identified constraints indicate that the current business model of B2B industrial sales is not
designed to support an expansion into fragmented, smaller-scale markets. Therefore, the analytical
focus in this paper is directed towards identifying a feasible business model transformation that would
allow the company’s growth without a proportional increase in internal resource dependency. The
analysis goal is to determine how Osnova can leverage its existing human and production capabilities
to effectively capture growing demand for decentralized water treatment solutions, while maintaining

operational efficiency and alignment with the overarching growth strategy.

2.2 Data collection methodology

Research methodology employed in this project combines triangulation of data with quantitative
and qualitative approaches, which enabled the reliability and validity of findings. Applying a
mixed-method approach allows for understanding of market structure and behavioral dynamics within

the water-treatment market, often without credible data available in public access.
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Qualitative data were obtained from semi-structured interviews with stakeholders, collecting
information from the company’s management and employees, potential end customers, like developers,
representatives of the hospitality sector, production companies, and target clients in the installer
segment. These interviews provided insights about the decision-making process and structure,
operational challenges, and needs of the end-client and target customer groups, and market-established
practices. In particular, interviews helped understand the influence of installers as a central group in
purchasing decisions and shaping demand in the market, which will be visualized and presented in the
forthcoming sections.

Quantitative data were collected through the survey-based research that was distributed across
multiple stakeholder groups and assessed demand patterns, preferences for water treatment solutions,
key decision drivers, and criteria that influence supplier selection (for the survey link, please refer to
Appendix A). The results were then translated into a comparative scorecard that evaluated the
attractiveness of segments across 10 dimensions like demand aggregation power, standardization
potential, recurring revenue potential, and others, which were chosen based on the current company’s
priorities and strategy. (For a detailed discussion about our approach to grading, see Appendix B). The
results collected from the survey and interviews will be described in the further parts of the analytical
section.

Secondary data was obtained from government resources, like Ukrstat, and was used to provide
macro-level context. These include industry reports, public datasets, and infrastructure assessments,
which highlighted the deterioration of centralized water systems and resulting growth in demand for
decentralization, which fueled our research. The analytical section will provide regional construction
and infrastructure assessment graphs to further support evidence of sustained demand in specific
geographic areas of Ukraine.

Employing triangulation of quantitative valuation, qualitative insights, and secondary data

ensures that the analysis presented to the C-level of the company and in the paper captures both
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structural characteristics of the market and behavioral patterns and drivers. As a result of this approach,

the conclusions derived are empirically grounded and strategically relevant.

2.3 Company Overview and Strategic Positioning

Chemical Factory “Osnova” is a leading Ukrainian company specializing in providing
engineering expertise in the full-cycle water treatment system space, operating on a B2B scale, mainly
with industrial clients and water-chemical regime management. It was established in 2012, and since
then, the company has evolved into a fully integrated research and development facility, focused on
chemical production, engineering design, installation of the system, and lifecycle service support.

The core value proposition of the company lies in its positioning as an integrated engineering
and research-based solution provider that delivers comprehensive solutions. These solutions combine
fully in-house developed proprietary reagents, technical expertise, and an integrated system that serves
to optimize industrial water usage, energy efficiency, and equipment lifecycle. Overall, the value is
meant to be created on the measurable operational outcomes for clients rather than the pricing position.

The current business model of the company is characterized by vertical integration and
developed in-house capabilities, including the operation of its own production facilities, certified
laboratory, and trained engineering team (see Fig. 1). This range of services and processes allows the
company to guarantee product quality and performance of its solutions. Its services span and cover the
whole value chain, and contribute to the full-cycle approach that leads the company to establish
long-term partnerships with its new and current clients, and embed deeply into their operational
processes. As a result of such control and coverage of the operations, Osnova shows a high level of
client retention, namely 85-90% of the clients stay for the cooperation that exceeds 2-3 years (Osnova,

internal data).



Key Partners

Chemical suppliers
Equipment and component
suppliers
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suppliers

Domestic and international

technical partners

Dealers and intermediaries

Salaries

CURRENT BUSINESS MODEL CANVAS

Key Activities

Chemical production
Sales and marketing
« Development of new products and

technical solutions
* Manufacturing of water-treatment
equipment

Water chemistry control and
adjustment
Laboratory testing and diagnostics

« Import of selected goods and
components

« Installation, commissioning, and

servicing of water-treatment

systems

Logistics and consulting

Customer support

Key Resources

In-house production facilities
« Certified laboratory

Proprietary formulations and

tested solutions

« Qualified engineers and
laboratory specialists

« Direct supplier relationships

Technical know-how in

industrial water treatment

« Portfolio of completed

projects and client references

Cost Structure

Raw materials and chemical inputs
Production and laboratory operating costs

Equipment, installation, and servicing costs
Logistics and import-related costs

Sales and marl(eﬁng expenses
Administrative and overhead costs

Value Propositions

* End-to-end water treatment
solutions tailored to industrial needs

* Lower operating and maintenance
costs through optimized water
chemistry and system efficiency

« Reduced equipment downtime and
longer asset life

« In-house expertise across chemicals,

engineering, laboratory diagnostics,
and service support

Customized technical solutions
designed around client-specific
operating conditions

Reliable performance through

.

integrated supply, installation,
commissioning, and maintenance

Faster problem identification and
resolution through laboratory testing
and technical audits

Improved operational efficiency

through staff training and ongoing

technical support

« Access to proprietary reagents and
internally developed treatment
solutions

* One-stop provider for design,

implementation, and servicing of

water treatment systems

¢ Sales of reagents and chemical products

Customer relationships

« Direct personal relationships with
clients

« Ongoing technical and service

support

Consulting and system audits

Long-term cooperation with

regular customers

Dealer programs

Feedback-based relationship
management

Dedicated support during
operation and maintenance

Channels
« Direct sales and personal
meetings
« In-person presentations

Word of mouth and existing
business relationships
Tender platforms

Dealers and partner network
Online advertising

Industry journals and trade

publications

« Trade exhibitions and industry
associations

* Website and specialized articles

Revenue Streams
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Customer segments

Industrial companies
using open and closed
cooling systems
Companies operating
steam and hot-water
boilers

Businesses using
membrane-based water-
treatment systems
Customers implementing
water-treatment systems
in new construction and
reconstruction projects
Food and feed
manufacturers

Dairy farms and dairy
processing plants

* Sales of water-treatment equipment and components

¢ Design and calculation of water-treatment systems

¢ Installation and commissioning services
¢ Maintenance and technical support services

. Loborofory services and d\agnosfics

Fig. 1. The Business Model Canvas illustrates the company's current value proposition and operational

structure; "Current Business Model Canvas"; Internal Proprietary Documents; Osnova, 2026.

The company serves predominantly medium and large enterprises in the key industries that

include energy, metallurgy, food and beverage production, chemical sectors, and municipal utilities.

Clients like these exhibit high and stable water consumption, production processes that require

consistent water quality, and have internal teams that are capable of interacting with the comprehensive

engineering solutions supplied by the described company. Observed decision-making in these

companies usually exhibits centralized approvals among chief engineers, energy managers, and

production technologists, which further presents the importance of having technical credibility and

long-term reliability as the core drivers of value.
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The product and service mix of the company is diversified, and the core offerings can be
segmented into three main streams - internally developed chemical reagents, water-treatment systems
and their integrations, and engineering and laboratory services. Reagents that include coagulants,
anti-scalanes and disinfectants serve as a stable and recurring revenue base that is complemented by the
scale of water treatment systems. Regarding the systems, these constitute the highest value, but less
frequent transactions, and include equipment like dosing stations, membrane-based purification, and
monitoring equipment. Additionally, there is a range of high-value services like system diagnostics,
techno-economic assessment of the projects, system design, supplying the equipment, further
installation of it, commissioning, and ongoing maintenance after the deployment. This derives both
recurring revenue and reinforces the demand for reagents and equipment. Overall, this portfolio
reflected the focus on the integrated, lifecycle-based solutions and the company’s direction to develop
in the “Water-as-a-Service” (Waas) model, where clients pay for the performance outcomes.

From the financial and performance perspectives, Osnova is characterized by steady growth and
further scaling ambitions. The firm, with a team of 20 specialists, has delivered a portfolio of 150+
large-scale projects implemented over the past few years, and currently holds a single-digit share of the
total water-chemical regimes and hygiene of the food industry market. It was able to achieve 2x annual
revenue growth over the span of the past 3 years, from 2022 to 2024. This growth was detected to be
driven by improvements in process efficiency, standardization of the processes, and transformation of
certain aspects of the business model.

The company’s mission is to serve as a scientific and engineering center that develops as well as
integrates innovative solutions for efficient and environmentally sustainable operations of industrial
water systems. Reduction of energy and water consumption, minimizing environmental impact, and
ensuring the stable system performance of the full lifecycle of the equipment are all of the priorities for

Osnova. As for the vision, the trajectory of the technological hub is further reinforced by the direction
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of development of standardized solutions, creation of a partner ecosystem, and movement into scalable
and autonomous operations.

Transitioning to strategic development, Osnova is focused on achieving its stable growth
through the standardization and institutionalization of the processes and transformation of the described
business model. By 2027, the company aims to achieve a structure of operations where at least 70% of
the projects are supported by the internally developed standardized methodologies, best practices, and
processes. This goal is linked to a broader need for operational autonomy, meaning that the founder's
engagement should be reduced in the day-to-day decisions. Because of this aspiration, the direction of
the company for 2026 includes the target to establish a system where the majority of projects can be
delivered without the direct involvement of the founder, and this is planned to be achieved by the
internal knowledge system, training of the personnel, and formalization of the processes. The two other
goals are connected to the objectives of becoming an R&D hub focused on high-value activities and
proposing Water-as-a-Service solutions, which rely on the company leveraging automation,
standardization, and growing the partner network. Taken together, all of these strategic priorities are
coherent and focused on the transformation from the founder-driven and project-based engineering to a
platform with scalability and a focus on the system as a combination of standardized solutions,
partnerships, and recurring revenue logic.

Despite the rapid development of the company and a viable value proposition, Osnova faces
two structural constraints. One has already been described before, and it is a dependency on the
founder's engagement in the sales generation and technical decision-making. The other one is the
predominance of highly customized, project-based solutions. Both of these things impact the
scalability, growth ambitions, and operational capacity to deliver the projects, and will be addressed in
the hypothesis and recommendations in the following sections.

In conclusion, Osnova is an expert and engineering-driven firm that is currently undergoing a

critical phase of strategic transformation and is open to exploring the alternatives of improving its sales
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cycle and processes. While current capabilities are strong foundations for growth, it needs refinement
in the business model and organizational structure. The B2B2X model, introduced in the next part, is
fully aligned with the company’s mission, vision, strategic priorities, and structural needs to deliver

sustainable growth.

2.4 Evolution of the Hypothesis: from B2B2C to B2B2X

Entering the analysis stage of the project, the initial hypothesis was that Osnova could scale
through entering into a business-to-business-to-consumer (B2B2C) or expanding business-to-business
(B2B) models, which would target multiple client groups, like installers with a focus on residential
clients, developers, hotels, restaurants, and cafes (HoReCa) operators, and food manufacturers. The
initial idea was to address these segments with tailored value propositions for each, proposing
standardized, modular water treatment solutions (for a photo of the systems, please refer to Appendix
C). This inference was based on the country’s structural need for clean water and high exposure to risks

related to water quality supply from centralized systems.

In parallel with the B2B2C direction, a separate hypothesis was developed around direct
engagement with commercial end-customers such as real-estate developers, HoReCa operators, and
food manufacturers. The reasoning was that these segments represent the fastest-growing source of
demand for decentralized water-treatment solutions in the Ukrainian commercial market, and that
Osnova could approach them directly with tailored, customer-specific value propositions instead of
relying on intermediary actors (Bukatiuk, “Punok Ha necarku minbsspaiB”). The intent was to evaluate
whether direct relationships with these end-customers could provide a more controlled and

higher-margin channel of access compared to the B2B2C route.

The empirical findings that were collected through the live interactions with industry insiders

and quantitative data analysis contradicted and challenged these assumptions. Qualitative interviews
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have indicated that client groups like developers and HoReCa place water treatment decisions as
reactive, and rarely as strategic and early-stage. These customer segments require point-of-use, rather
than centralized solutions, and the system design, installation, and servicing interactions are often
outsourced to specialized companies, like installers, as indicated in the interviews. Manufacturing
companies, while reassuring their need for technical, easy-to-use, and service solutions, with a strong
willingness to pay, have shown a tendency for long, senior-level decisions, which would revert the
company back to the long-term cycles and production inefficiencies. At the same time, the other
customer group of installers indicated pain points like labor shortages and low technical proficiency,
making them look for standardization and engineering capabilities outsourcing. Additional insight from
the interview was that this market is largely reputation and relationship-based, with installers holding
entries for many long-standing partnerships, acting as gatekeepers. These inferences about the behavior
of target clients indicate lower feasibility of entering the market through dispersed value propositions,
targeting multiple client groups at once, and switching to one focused channel.

Quantitative analysis further strengthened this conclusion. The segment attractiveness was
assessed through the scorecard, pieced together from the survey data and interviews (for a detailed
breakdown of each component grading, refer to Appendix B). It revealed that while multiple outlined
segments demonstrate strong demand, the accessibility of working with each channel directly and
scalability differ significantly (see Table 2). Overall, market segments that rely on intermediary actors,
installers in particular, show higher feasibility and growth potential compared to those with direct
engagement.

Table 2. Scorecard assessment for the defined target client groups (Authors' own data)

Installers Developers Hotels Food manufacturers
Standardization potential |4 3 3 1
Recurring revenue 4 2 3 5
potential




18

Demand aggregation
power

Sales scalability

Capability Fit

Switching costs

Geographical coverage

Price sensitivity

Market growth

Competitive / substitute
intensity

Total

Source: Authors’ own elaboration based on primary survey data and expert interviews, 2026 (see
Appendix B for the grading methodology).

Note: Scores (1-5) indicate strategic favorability; 1 represents low compatibility/high risk, while 5
represents optimal alignment and market attractiveness. The darker the color, the higher the
attractiveness. The lighter the color, the lower the attractiveness.

As a result, the research focus and hypotheses evolved towards a business-to-business-to-X
(B2B2X) model, where “X” can represent consumer, another business, or municipalities, that would be
accessed through installer partnerships. These findings shift the research from a demand-centric
perspective to a channel-centric strategy. Positioning installers as key partners in the sales and

installation processes in a new model aligns with the existing market structure and demands.

2.5 Installers as a Structural Bottleneck and Source of Market Constraints
Shifting the focus to researching installers as a key customer group, a new business model was
presented with the central finding that the companies that fall in this customer segment play a dual role

in the Ukrainian water treatment market. They act as a primary access point to the commercial demand
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and as a limiting factor in its realization. Within the existing value chain, installers serve as an
important intermediary between the system and equipment suppliers and end-clients, including those
described above, developers, hospitality operators, and industrial users. This market tendency was
discovered and proved through the qualitative interviews with developer and hotel operator companies,
indicating that purchasing decisions for water treatment systems are rarely made by the end customers
(for transcripts of the calls, refer to Appendix D). Instead, installers are carrying out supplier selection,
system specifications, and managing implementation processes, effectively controlling which solutions
and trends reach the market. This structural positioning defines installers as key gatekeepers to demand
and scalability, concluding that attempts to scale market access and relationship-building without
engaging them are inherently constrained and infeasible in the sales process.

On the other hand, while installers have leverage in market access, their current model of
operations is limited given the current wartime conditions and evolving market needs, restricting the
market’s ability to fully realise its demand and implementation potential. One of the primary constraints
is the lack of technical, standardized, and ready-to-use solutions. Installers often rely on assembling
systems from multiple suppliers and components on the client's site, which increases complexity,
human error rate, and prolongs installation time. Interviews with the companies in this market have
shown that they are trying to adapt to the increased customer needs and requirements for technical and
engineering solutions by looking to adopt more modularity and standardization. In parallel, the shortage
of qualified technical labor, driven by mobilization and low educational capacity, further limits their
ability to execute projects at scale. As construction activity and demand for water treatment solutions
increase (for more details, see 2.7 Market Demand and Regional Opportunity Assessment), the supply
of skilled technical workers does not grow proportionally, causing a very pronounced mismatch
between demand and execution capacity. Furthermore, installer credibility is largely dependent on
reputation and operational performance, making them highly vulnerable to system failures and

inefficiencies. These reasons reinforce their need to adopt predictable, low-risk solutions that would
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close their operational vulnerabilities and appeal to the growing customer and regulatory pressure on
the market (EUR-Lex, European Commission)

Taken together, the dynamics described above position installers as an enabling and
constraining group at the same time. On the one hand, these companies provide the most credible,
scalable channel through which one can access the demand in the market. On the other hand, the
operational constraints they are facing mismatch the needed and present speed, consistency, and
volume of project execution. The dual role creates a structural inefficiency, where demand for
decentralized water treatment is strong and continues to grow, yet its realization is a bottleneck, with
limited capacities and complexity of execution. Therefore, it was found that installers should not be
viewed merely as a distribution channel, but as a point of leverage for Osnova in the market. A
foundation for an expansion into a B2B2X model supported by modular, standardized solutions with
technical support can be built through leveraging a constrained position of installers to unlock

synergistic, scalable growth for both parties.

2.6 Attractiveness of the B2B2X model

Alignment with the current structure of the Ukrainian water treatment market and the ability to
address the key external and internal constraints make the B2B2X model attractive for Osnova. Most
importantly, the model implies leveraging installers as a primary channel of access to the market
demand. As analyzed through the interviews and survey, installers control supplier selection and client
relationships, which makes them the central interface between the supply and demand sides. Building
the model that engages installers as key partners enables access to the demand without the direct
engagement with each customer, appealing to the sales and operational constraints of the current
business model.

From the internal perspective, the model improves scalability, reducing the dependency of

growth on internal resource constraints. Under the current B2B model, expansion requires proportional
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growth in engineering and sales capacities, while it is a core of this company and value proposition, it
does not allow for alternative business development routes. In contrast, the B2B2X approach
outsources client-facing and installation responsibilities to external partners, allowing Osnova to
preserve and develop technical expertise with scaled volumes without a corresponding increase in
internal labor. The company handles system engineering and technical construction, things that are at
the core of its specialty and value proposition, while third-party partners are engaged in the relationship
management and on-site support processes. This directly addresses the identified bottleneck of
dispersed human resource capacity and a reliance on founder-led sales processes. An updated business
model canvas with the highlighted areas of change is presented in Figure 2.

In addition, the model provides an opportunity for resilient growth and increased sales
efficiency by reducing dependence on long, relationship-driven sales cycles. Demand generation for
installers comes from established networks and ongoing project flows, which allows for faster and
more predictable deal generation compared to direct B2B engagement. Shifting to this model of
operations would improve the business’s throughput and reduce time and managerial effort to convert
negotiations and pitching into projects.

Importantly, the model is fully compatible with the company’s goals and strategy to transition
towards modular and standardized systems. As installers face constraints related to labor shortages,
execution complexity, and operational risk vulnerabilities, switching to modular systems addresses
these hurdles by establishing faster, more predictable installation, while reducing the need for highly
specialized labor. This alignment can be a key to increased adoption of these systems and support for
repeatable usage across different projects.

Overall, the attractiveness of B2B2X is centered around its ability to address market access,
scalability, operational efficiency, and risk diversification parameters under a single frame. A
structurally viable direction to sustainable growth can be achieved by addressing market needs and

increasing the efficiency of internal capabilities.
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Customer segments
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authors based on internal company data, Mar. 2026.

2.7 Market Demand and Regional Opportunity Assessment

created by the

Through the analysis and strategic sessions with the top management of the company, it was

determined to take construction activity as a leading indicator of where new demand for water

treatment solutions will be in the coming years. The data shows a gradual recovery in key real estate

segments, including residential, hospitality, and industrial, after a severe drop at the start of the

full-scale invasion (see fig. 3) ("Start and Completion of Construction Indicators").
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Ukrainian Construction Activity: Annual Volume of Total Square Meters Built
and Y-0-Y Growth (2021-2024)
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Fig. 3. Ukrainian construction activity, 2021-2024; "Start and Completion of Construction Indicators";
State Statistics Service of Ukraine; 2026,
stat.gov.ua/en/datasets/start-and-completion-construction-indicators.

These sectors present the most demand for water treatment system installations, as new
facilities require water infrastructure to start and maintain their operations. A more detailed breakdown
of construction activity per region indicates that Western and Central Ukraine demonstrate
distinguishably higher construction intensity (see Table 3) (Nechytailo, "Regional Distribution of
Construction Activity in Ukraine"), driven by the internal migration of population and businesses,
environmental conditions, and proximity to the EU (“Penoxais 6i3Hecy B yMOBax BiifHHU: Yy 5IKi PETiOHU
nepeKKarTh mianpueMcTBa’), suggesting a higher concentration of upcoming projects and a more
favorable development pipeline in the future.

Table 3. Regional Distribution of Construction Activity in Ukraine by Sector, 2024 (in Square Meters)


http://stat.gov.ua/en/datasets/start-and-completion-construction-indicators

Residential Industrial Hotel Construction

Kyiv oblast

Kyiv

Lviv Oblast
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Odesa Oblast

Khmelnytskyi Oblast

Rivne Oblast

Chernivtsi Oblast

Zakarpattia Oblast

Dnipropetrovsk Oblast

Volyn Oblast

Zhytomyr Oblast

Ternopil Oblast

Poltava Oblast

Cherkasy Oblast

Kharkiv Oblast 1817 774

Chernihiv Oblast 1 659 095

Kirovohrad Oblast 665 523

Sumy Oblast 584 673 34 697

Zaporozhye Oblast 478 599 7901 0

Donetsk Oblast 386 857 0

Mykolaiv Oblast 356 010 72 002

Kherson Oblast 80 246 0

S | © | © | ©

AR Crimea 0 0
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Luhansk Oblast 0 0 0
Sevastopol 0 0 0
Total 145 937 267 10 744 615 968 156

Source: “Start and Completion of Construction Indicators.” State Statistics Service of Ukraine, 2026,
stat.gov.ua/en/datasets/start-and-completion-construction-indicators.

Note: Figures are square metres of construction started in 2024. Western and Central oblasts (Lviv,
Ivano-Frankivsk, Vinnytsia, Khmelnytskyi) show the highest combined residential and industrial
activity, supporting the regional focus of the entry strategy.

It should be noted that construction activity alone does not lead to a direct inference about the
distribution of demand for water cleaning systems. Analysis of water treatment expenditures by regions
further supports the inference and shows that spending is consistently high and growing, regardless of
differences in construction intensity (see Fig 4) ("Costs of Environmental Protection"). The main
spending actors are categorized as agriculture, mining and extraction, manufacturing, construction, and
utilities. In several cases, regions with lower or moderate construction demand have presented high
spending on water treatment, suggesting that the demand is not limited to the new builds only (for a
detailed regional breakdown, refer to Appendix F). Instead, it is also substantially driven by the need to
upgrade, replace, and maintain the existing systems. As a result, demand persists even in periods of
slower construction growth, making it more resilient and predictable (for the list of selected regions,
see matrix on Figure 5). The paper will further focus its analysis on the pre-selected Western and
Central regions that provide more favorable conditions for business development, infrastructure

recovery, and growth prospects.


http://stat.gov.ua/en/datasets/start-and-completion-construction-indicators
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Annual Expenditures on Water Treatment with
Exponential Growth Projection, 2019-2024
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Fig. 4. Trend of increasing expenditures on water treatment and environmental protection measures;
"Costs of Environmental Protection"; State Statistics Service of Ukraine; 2026,

stat.gov.ua/en/datasets/costs-environmental-protection.
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Quadrant Analysis of Construction vs Water Treatment Spending by Region
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Fig. 5. Quadrant analysis of construction vs water treatment spending by region, 2024; created by the
authors based on "Start and Completion of Construction Indicators" and "Costs of Environmental

Protection," State Statistics Service of Ukraine, 2026.

Overall, the water treatment market is characterized by stable and increasing demand that is
supported, but not dependent, on the construction activity. Western and Central parts of Ukraine offer
the most attractive conditions for business entry, as they have active construction pipelines, as well as
sustained levels of water treatment spending. Effective entry into the modular systems market requires
focusing on the regions where both indicators are present at a high level, allowing for broader

penetration and more reliable demand.

2.8 Key Findings for the Recommendation Section
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The conducted analysis identifies four strategic findings that inform directions for Osnova’s
further growth.

Firstly, the Ukrainian water treatment market demonstrates structurally resilient growing
demand, sustained by both construction activity and water treatment expenditures across regions.
Demand for the systems is not limited to new installations, but is significantly fueled by infrastructure
degradation and system replacement needs - sales are continuous rather than cyclical. However, the
demand is not directly and easily accessible to the manufacturers and is mediated through the installer
companies.

Second, installers in the medium-sized market act as gatekeepers of demand, taking charge of
supplier selection, configurations, and client relationships across key client segments. Our findings
suggest that accessing segments through the installers makes the business model more feasible and
scalable compared to direct engagement, due to the internal and external characteristics. As a result, the
market access for the supplier companies is dependent on installer integration.

Third, installer operations present an execution bottleneck, including labor shortages, a lack of
standardization, and high operational complexity. The demand in the market has shown significant
growth; however, the capacity of installers to execute projects does not scale proportionally, causing a
mismatch between demand and implementation capabilities. This limits the effectiveness of traditional
business models, with long-winded system preparation and implementation processes, and requires
innovation in the market.

Lastly, the market exhibits a clear shift towards modularity and standardization in solutions, as a
response to the constraints described above. Installers indicate a preference for solutions that help them
reduce complexity, installation time, and exposure to execution risk, demonstrating that modular
systems are not an optional improvement of operations, but a required variable for scalable growth.

Overall, the findings on the structure of demand, constraints of market access, and limitations of

execution capacity define the boundaries for the viable strategic options. A scalable growth model has
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to operate through the installers, reduce dependency on internal engineering and labor resources, and

match the industrial trend towards modular and standardized solutions.
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Chapter 3. Recommendations

3. 1 Strategic configuration of the B2B2X model

The analytical section concluded that an installer-led B2B2X model is the most suitable
direction for Osnova’s expansion into the commercial water-treatment market. Therefore, the goal of
the recommendation section is to define its strategic configuration, operational logic, and
implementation pathway. The analysis has shown that while demand for water treatment systems in
Ukraine is strong in a variety of sectors, access to this demand is mediated through installers, who, in

turn, face scalability constraints because of labor shortages and engineering complexity.

The remaining strategic decision concerns the configuration of the B2B2X model itself, which
can take one of two forms: an exclusive partnership with a single installer company, or a non-exclusive
partnership network involving multiple installer partners in parallel. To support this comparison, both
options were scored against the same five criteria used at the earlier evaluation stage: scalability under
labor scarcity, sales cycle efficiency, organizational feasibility, risk diversification, and compatibility
with modularity and recurring revenue (see Table 4 for evaluation results). Scores from 1 to 3 were
assigned based on management interviews, customer interviews, and desktop research (see Appendix H

for the detailed grading methodology).

Table 4. Evaluation Matrix of Two B2B2X Configurations

Modularity | Total

Risk

Strategic Scalability Sales Organizational

option | under cycles feasibility diversification | & recurring

Criteria scarcity of efficiency revenue
labor

Exclusive 2

B2B2X

Non-exclusi
ve
partnership-
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based
B2B2X

Source: Authors’ own elaboration based on management and customer interviews and desktop research

(see Appendix H for the grading methodology).

Note: Scores (1-3) indicate strategic favorability; 1 represents low compatibility/high risk, while 3
represents optimal alignment and market attractiveness. Scores were obtained from the interviews with

the management of the company and customers, as well as desktop research.

The non-exclusive partnership-based B2B2X configuration received the higher aggregate score
and outperformed the exclusive configuration on the criteria most relevant to Osnova’s growth logic,
particularly scalability under labor scarcity, sales cycle efficiency, and organizational feasibility. The

reasoning behind these results is explained below.

The exclusive partnership model with a single installer partner was viewed as a possible way to
ensure control and consistency of execution when working with water treatment systems, while sharing
risk during entry into a new market. While this approach offers benefits in coordination and alignment
of capabilities, it also introduces the risk of becoming dependent on one partner’s sales process,
regional coverage, and operational capacity. Given the fragmented nature of the Ukrainian water
treatment market, relying on a single partner would restrict access to demand and reduce Osnova’s
flexibility in decision-making and market development. Additionally, an exclusivity agreement could

limit the broader adoption and promotion of modular systems at the regional scale.

The non-exclusive B2B2X model, in contrast, presents the most viable strategic configuration
for the company. It implies engaging installers as intermediaries responsible for sales and installation,
while Osnova remains responsible for engineering, technical support, and chemical reagent provision

for system servicing. This model aligns with the structural role of installers as gatekeepers of demand,
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while avoiding the limitations of exclusivity and direct-to-consumer approaches. By engaging a broader
network of installers, the model allows Osnova to access fragmented demand at scale, reduce
dependency on internal sales capacity and founder-led relationship building, and diversify across
regions and customer segments. Thus, a non-exclusive installer partnership network is recommended as

the strategic configuration for Osnova’s B2B2X growth model.

3.2 B2B2X model description, value, and design

The recommended strategy implies adding a network of non-exclusive installer partnerships to
Osnova’s growth model, where installers take the client-facing role, and Osnova positions itself as a
technical and operational backbone. This expansion of the company’s business represents a shift from a
fully integrated engineering contractor model to a firm proposing platform-based architecture services
with the coordination of standardized solutions and external execution capabilities. The division of
responsibilities is planned to reflect the actual dynamics of the Ukrainian water treatment market,
where installers hold client relationships and influence supplier selection, and manufacturers provide
technical expertise and reliable systems. In more detail, installers are responsible for customer
acquisition, installation, and routine maintenance of the systems, while Osnova holds control over
system configuration, engineering expertise, warranty governance, reagent supply, and technical
escalations.

The model is non-exclusive by design to avoid the dependency risk, enabling an expansion
geographically to Central and Western Ukraine through multiple local end-clients. Also, to keep
non-exclusivity followed by partner long-term motivation, the proposed strategy includes a
“priority-based pricing” structure: when more than one installer is interested in partnership regarding
the same project, the first partner to register the opportunity receives partner pricing, while the second

request receives standard pricing. A model like this is widely employed among the suppliers of other
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components of the water treatment market, and it has proven to keep motivation for partnering without

pushing exclusivity.

The target profile of the partner is a commercially active installer organization with a stable
project flow and sufficient capacity to work with standardized systems, obtaining value from the
installation of speed, reduced complexity, and predictable servicing. A partner is expected to be the one
who commits to standardized protocols, training requirements, documentation, and basic service
capacity that Osnova requires for its operations to be completed on the highest level of expertise. The
partnership scope includes commercial projects where modularization provides the biggest value:
HoReCa, commercial facilities, and the construction field, focused on Central and Western Ukraine, as
well as the Dnipro region. It is important to note that not only can traditional installer companies
become partners, but also plumbing contractors, HVAC integrators, engineering service providers, and
specialized water treatment distributors. Overall, these actors are not expected to be innovation-driven
organizations, but execution-oriented intermediaries. This condition makes them compatible with
modular solutions that are aimed at reducing complexity and reliance on the engineering expertise of
system customization.

The attractiveness of the B2B2X model is grounded in the value exchange. For installers, the
model reduces operational uncertainty through the standardization of the systems, documentation
guidelines, structure, and access to technical support. It has an additional impact on the economics of
the projects, reducing installation time and labor requirements. The delivery of the project is intended
to become more predictable and allow partners to participate in the projects without the in-house
engineering expertise for system design and technical failures. Quality is guaranteed by Osnova’s
exclusive partnerships with European and Chinese suppliers, the use of high-quality materials, and fully
pre-made modular systems that are shipped ready to install on the client sites. For Osnova, installers

provide access to a diversified client base in different segments, reduce customer acquisition costs, and
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allow for the creation of a distributed sales network that brings orders without the direct involvement of
a founder. Overall, the relationship is sustained through operational interdependencies, and switching
costs primarily arise from training, system familiarity, access to warranty and technical support, and

integrated service processes.

However, the proposed model involves a strategic risk that must be identified and minimized in
a timely manner. This refers to a potential strategic shift in focus, whereby a portion of the company’s
resources and management’s attention could gradually be redirected toward the new channel at the
expense of Osnova’s core B2B business, which remains the company’s primary source of revenue. That
is why the B2B2X model, focused on installers, should be viewed as an additional, rather than a
replacement, growth channel. To maintain this balance, Osnova must clearly define the boundaries
between channels from the outset, build a clear portfolio structure, and ensure a controlled allocation of

resources.

3.3 Operationalization of the B2B2X Model

A successful launch and operation of the B2B2X business line requires the creation of an
operational layer that would help monitor consistency, quality, and scalability across a network of
independent partners. The project is expected to be formalized through the development of the Installer
Enablement Platform, which is intended to function as a governance mechanism for the management of

the execution and presentation of technical standards.

The Installer Enablement Platform is recommended to contain a structured training program for
the staff of the installer companies, standardized documentation templates, and digital support tools that
integrate principles into a unified system that is easy to monitor. Training is designed to upskill
installers to work with modular systems architecture and operations protocols to deploy quickly on site,

reduce variability in execution, and minimize the risk of errors. A central component of the Platform is
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a digital system for supporting installers, which is based on a Telegram bot interface connected to a
structured knowledge base. A system like this allows the installers to escalate issues quickly, following
the predefined troubleshooting logic, technical documentation, and installation guidelines in real time.
Additionally, autonomous access to the knowledge base reduces the need for direct engineering
intervention. The platform helps separate routine issues from the complex cases that require escalation,
preventing the emergence of new bottlenecks in technical support and boosting the efficiency of
internal resource allocation. The communication and process flow of an envisioned solution was

developed in collaboration with the founder of Osnova and visualized in Table 5.

Table 5. Communication and Process Flow between the Installers and Internal Staff

Step |Process Phase [Action Method Used Key Artifacts
- Client requests a service .
Heijunka
- Manager documents the request Prioritization
1 Request & in the CRM (automated logic that Information entry
Prioritization |- Manager prioritizes the order & into CRM
. . removes human error
by tiers S1 (Critical) to S4 in categorization)
(Optimization request) &
- The manager assigns an Heijunka Crr
2 Assignment engineer to the request based on [methodology on the ggl\:éj?e]gg:fi
their availability and competency |capacity board pacity
- The assigned engineer
familiarizes themselves with the Google Drive:
request and the client Standardized Chr (;gnolo ical,
. - Uses the internal library of Preparation (Using nolog
3 Preparation . Servicing Journal,
knowledge to extract the needed |internally created Internal
information data sources) Knowledee Base
- Reviews service entries of this &
client in the journal




- Required equipment to service Storage Facility
the request is prepared in the System;
Equipment storage facility Automated
Logistics - Checklist for servicing is Poka-Yoke checklist through
automatically generated through the Internal
the internal system Knowledge Base
- Engineers/technicians perform
the work on site, following the
checklist o On-site Tablet
Execution - STOP Codes are available to glgzcél;hsts, STOP with Checklists
signalize the moments where and Stop Codes
service has to be stopped or
reconfigured
- On-site work is documented by
filling in the results in the Jidoka (automatic .
. . . . . Checklists;
Quality checklist to verify the quality of |quality gates that .
Technological
Control work prevent defect Cards
- Technological cards are filled [creation)
to finalize the request completion
- Worker reports by submittin Departure
. rep y MRS Standardized Work  |Certificate;
Reporting & |standardized documentation and . )
oo (documentation Required
Departure submitting the departure .
. s template) Documentation;
certificate to Google Drive !
Google Drive
- The worker and the client
provide feedback on the process
Fle51gn and potential . Kaizen Feedback
Improvement |improvements Kaizen Lo
- The engineer/technician &
received feedback during the
weekly meetings
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Source: Authors’ own elaboration based on Osnova’s internal service-governance documentation and

the founder’s process methodology, 2026

Another element of the operation model design is warranty governance that helps define the
boundaries of the installer and Osnova’s responsibility. Warranty coverage is suggested to be
conditioned upon adherence to standardized protocols, completion of training by the installer,

documentation of installation processes, and usage of reagents recommended by Osnova. This structure
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protects the company’s reputation by ensuring adherence to quality standards and that enforced

discipline is served by the independent partners.

Lastly, partner recruitment is conducted through a structured and controlled process starting
during the initial rollout phase. A dedicated partnership manager who needs to be hired is responsible
for identifying, recruiting, and onboarding installers based on the predefined criteria, including project
volume, operational reliability, and alignment with the technical standards. The geographical focus for
partnership development is the Central and Western parts of Ukraine, plus the Dnipro region, where
demand density and construction activity provide the most favorable climate for initial launch and
scaling. For the long-term sustainability of partnerships, monitoring mechanisms on compliance have
to be implemented. The installers have established goals for the quarterly number of orders, installation
quality, documentation compliance, reagent reorder consistency, and warranty claim patterns. These
indicators serve as early signs of underperformance or capabilities mismatch that help reduce

operational risks, as well as increase transparency and partnership benefits for the installers.

3.4 Marketing Strategy

The marketing strategy for the B2B2X market entry prioritizes partner acquisition over
engagement with the direct consumers. Given that the installers are the primary channel for accessing
demand, the objective is to secure the first qualified partners at the model launch stage to generate a
project deployment portfolio and establish a minimum level of market credibility before scaling further.
At the same time, the strategy accounts for building indirect awareness among the end-customer
segments like HoReCa, developers, and food manufacturers, informing them about the benefits of
modular systems and ensuring that the demand is routed to the partner installers.

The primary target audience for marketing is the experienced installers, engineering companies,
and plumbing contractors that have an established footprint in the Western and Central Ukraine areas.

These actors are chosen as they have direct control over the project pipeline and client relationships.



38

Secondary audiences for marketing efforts are the end customers, who are not approached by Osnova
for direct sales, but serve as a source of credibility and demand for the systems, which should reinforce
the company’s positioning as technical leverage while maintaining the sales integrity of the partner-led
model.

A value proposition that was stated in the previous section has to be translated into the
marketing efforts. For installers, the key drivers that need to be highlighted are the improved project
economics, operational simplicity, and reliability. Partner installers receive preferential pricing,
allowing them to capture margin on the retail, complemented by partner conditioning, including
technical support, clear timelines, training, and standardized documentation. For the end customers, the
presented value is in reliability and technical credibility, supported by Osnova’s experience and
in-house engineering expertise.

The implementation of the strategy is structured in phases. The first phase is focused on
capturing a small number of installer partners and completing multiple projects to build a portfolio of
tested cases. The goals of this stage are to operate with the targeted outreach, relationship building
handled by the manager, and creation of credibility assets through the successful systems deployment.
The second phase, after 6+ months of the launch of the model, shifts towards scaling the partner
network and stabilizing the project, which is supported by the refined systemic onboarding processes
and increased focus on the recurring revenues coming from reagents and maintenance services.

The selection of channels for market entry is driven by the need for precision and efficiency.
Targeted outreach to the installers serves as a primary acquisition method at the early stages of the
model, as it allows for the controlled partner selection and initiation of cooperation. The direct
approach is complemented by search-based advertising to capture investors looking for suppliers and
partnerships, and to guide them to the company’s dedicated partner landing page. Additionally, offline
channels like industry events, memberships in societies, and public presentations provide high-quality

contacts and are crucial for trust-building. These efforts should also be supported by credibility-focused
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channels, like the publication of case studies and a dedicated website selection for installers. The
described elements help strengthen trust among partners and end customers, facilitating organic growth
through awareness and referral programs.

Overall, the marketing strategy was designed in full alignment with the B2B2X model growth,
intended to serve as a mechanism for building the installer network, validating the approach through
the early cases, and focusing on the controlled and scalable expansion.

However, the launch of the marketing strategy may be constrained by the difficulty of recruiting
a sufficient number of right-fit installers in the initial period. This risk is particularly relevant in a
market shaped by trust-based relationships, existing supplier loyalties, labor shortages, and broader
wartime disruptions. For this reason, the effectiveness of partner acquisition should be monitored
through funnel-based indicators, including the number of contacted installers, response rate,
qualification rate, onboarding conversion rate, and the share of onboarded partners that proceed to real
pilot projects. Tracking these metrics will allow Osnova to evaluate which acquisition channels and
methods generate the strongest results and to concentrate managerial attention and budget on the most
effective ones. At the same time, the previously conducted market analysis indicates that installer

demand for lower-risk, standardized, and technically supported solutions is structurally present.

3.5 Sustainability of the B2B2X model

The long-term sustainability of the B2B2X model is achieved through organizational discipline,
economic alignment, and structural compatibility with the market conditions.

From the company’s perspective, the main factor of sustainability is the controlled growth
trajectory, where installers are functioning as a complementary mechanism of the business model rather
than the primary driver of revenue. The channel’s revenue contribution and capacity utilization should
be capped at a rate of 20% of operations to prevent the strategic drift from the core model and preserve

the focus on the high-margin industrial projects. Operational sustainability is achieved through the
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standardization of production and cost efficiency. The use of modular systems significantly reduces the
variability and ambiguity in the system design, shortening lead times and stabilizing the cost structure,
while allowing for replication of the same blocks across multiple projects. At the same time, recurring
revenue treatment via reagent sales opens the opportunity for predictable cash flows and makes the
economic foundation of the model stronger. The latter is presented in the economic justification section
of this paper.

From the installer's perspective, sustainability translates into a combination of economic
incentives and operational benefits. Modular systems significantly reduce installation time and
specialized labor dependency, which allows the installers to achieve efficiency and lower risk in project
completion. Osnova provides access to structured documentation templates and digital support tools,
reducing the administrative burden and improving service quality, while the existence of a warranty
increases the credibility and trust in the client relationships. The model is designed in a way to create a
stable and mutually beneficial partnership structure, where both partnership sides have opportunities to
derive sufficient value from continued operations.

At the market level, the model is aligned with the identified market trends, including labor
shortages, the trend of switching to standardized solutions, and the fragmentation of the regional
markets. The proposed B2B2X model directly leverages these trends, aligning with the dynamics of the

industry that guarantees the sustainability of the proposed growth strategy.

3.6 Resource Requirements for the Model Implementation

The addition of the B2B2X model to Osnova’s portfolio requires reconfigurations of the
resource base across multiple dimensions. For the list of added responsibilities, see Table 6, and for the
distribution of resources, refer to Table 7.

Firstly, a human resource perspective, where hiring a dedicated partnership manager is needed

to institutionalize partner acquisition and management processes. This role is aimed at replacing
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founder-led interactions and sales with structured and accountable management of the relationships.
Introducing a manager should lead to scalability and consistency across the internal and sales
processes. In addition, Osnova requires an outsourced IT specialist to support the digital infrastructure
of the new channel, particularly the CRM customization needed for installer management and the
development of the partner landing page with integrated lead capture. For a more detailed breakdown
of the human resources required for implementation, an Organizational Breakdown Structure was
developed. The OBS includes the CEO, Sales Manager, Technical Support Engineer, Operations
Manager, outsourced developer, HR Manager, and the installer partner. The structure describes the key

responsibilities required for entering the B2B2X market and makes ownership clear across all phases of

implementation.

Table 6. Organizational Breakdown Structure for the B2B2X model

Role within the Title of the Scope of work Key responsibilities

B2B2X model responsible person

Strategic Owner CEO + Founder B2B2X Final approvals; strategic
programme reviews; channel portfolio
governance discipline decisions; escalation

policy approval; investment
decisions (including internal
LLM)

Commercial Lead | Sales Manager Installer Outreach; onboarding; partner
acquisition and communication; enforcing deal
relationship registration discipline;
management coordination of training

schedule; follow-ups and
partner commercial routines

Technical Lead Technical Lead Technical Configuration validation;
governance and | commissioning rules and
configuration acceptance criteria; escalation
control triage; warranty eligibility

logic; approval of technical
materials

Service Delivery | Service Engineer Complex cases Handling non-standard cases;




Lead and on-site field intervention when
interventions required; final technical
resolution support; feedback
into troubleshooting materials
Production and Operations Manufacturing Modular system production
Procurement Manager and supply chain | planning; component sourcing;
inventory readiness; delivery
coordination with partner
timelines
Digital Outsourced Platform and Partner landing page; Telegram
Infrastructure Developer CRM bot automation; CRM
development customization and dashboards;
tooling support for
documentation access
(including LLM integration)
Knowledge and Tech Engineer for | Enablement Training modules, checklists,
Training Technical Support | content creation | troubleshooting guides, video

walkthroughs, knowledge base
updates, and version control

coordination for
B2B2X

Finance and Financial Director | Commercial Pricing approvals support;
Administration and Accountant control and invoice tracking; profitability
(optional but payment tracking for the channel;
recommended) discipline partner payment discipline
monitoring
Installer Partner External (Installer | On-site Installation execution;
company) execution and documentation submission;
client first-line troubleshooting using
communication | platform materials; client
communication
Talent & Delivery | HR Manager Staffing and Hiring process for Sales
Support contractor Manager; sourcing, screening,

and contracting the outsourced
developer; coordinating
interviews and offers;
onboarding support; tracking
progress and contractor
delivery milestones

Source: Authors’ own elaboration based on Osnova’s current organisational structure and the

requirements of the B2B2X model.

Table 7. Required resources for B2B2X model creation and sustainability
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Resource Existing resources Resources to be expanded Strategic purpose
category
Technical - CRM and inventory - Installer enablement platform | To provide a
and management systems - Technical support scalable ecosystem
Information | - Internal tools for infrastructure with standardized
automated reagent and - Al-backed knowledge service delivery
equipment selection management standards,
- Company website - CRM expansion to include management of the
- An internal knowledge | analytics of the installer recurring revenue
base relationship flows, and
- Facilities for production | - Guidelines and tutorials stored | data-driven control
and laboratory processes | at the documentation repository | across the whole
- Engineering and water | for external usage installer network
treatment expertise - Case library with successfully
- Communication installed solutions
platforms - Reporting and service
- Semi-automated coordination capabilities
production line
Financial - Cash reserves needed - Initial investment resources, To build a financial
for the expansion of the such as for the CRM and foundation for the
business into a B2B2X website expansion, staff hiring | launch and scaling
segment and training, hardware of the B2B2X
- Production assets purchases, and legal expenses model, along with
- Operational - Operational fixed and variable | the maintenance of
infrastructure resources for converting the ecosystem and
salaries, raw materials, relationships
marketing, subscriptions,
utilities, insurance, logistics,
and maintenance
Organization | - Standardized - Standards for partner To smooth out the
al and installation procedures onboarding transition from the
Governance |- Communication flow - Warranty mechanisms pure

and internal coordination
capabilities

- Training guidelines

- Technical support
framework

- Managerial and
technical expertise

- Customer relationship
building experience

- Production processes
and standards

- Service and installation
management and controlling
processes

- Performance monitoring
systems

- Communication channels with
the installers

- Improvement of the training
system

- Partnership management
capabilities

relational-based
operations to a mix
with the
standardized and
system-oriented
ecosystem to
sustain the
long-term
partner-led growth
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- B2B2X model governance
structure

Source: Authors’ own elaboration based on an internal audit and interviews with the company’s

technical and operational staff

After the analysis of the current and needed resource base, it is concluded that the company has
the financial capacity to sponsor the creation and expansion of needed resources, having already a solid
starting point. All of the needed things can be obtained through the creation of new infrastructure, and
also through the adaptation of the existing operational capabilities. Technically, the company does not
expect to change the production for the business line, which is why the majority of the capabilities, like
laboratory, manufacturing, and engineering resources, are the basis for the B2B2X model. The primary
focus in the first months should be dedicated to obtaining the digital infrastructure to create proper
coordination and partner management. From the financial perspective, while the exact numbers for the
cash reserves cannot be disclosed, it was disclosed to be sufficient to fund the upfront investment and
ongoing operational expenditures. The majority of physical assets needed for the new business line are
already established in Osnova, which is why it needs only an incremental part of them, and the
operational costs will be related to the training and scaling of the system. Lastly, from the
organization's perspective, there should be work done internally on the standardization of the practices
of working with the partners, accountability features, and performance monitoring. Overall, all of the
resources that exist or should be obtained will benefit the whole organization and will be aimed at

strengthening the coordination and long-term growth of the ecosystem.

3.7 Change Management Considerations
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To ensure that the implementation of the B2B2X model does not create avoidable disruptions
during rollout, a separate change management component was developed. Its purpose is to define how
Osnova can integrate an installer-led partner format into its operations in a controlled way. The model
introduces new rules for partner interaction, documentation requirements, CRM discipline, escalation,
and warranty logic, as well as new internal responsibilities, most notably the dedicated Sales Manager

role for the B2B2X channel.

Accordingly, the Change Management Strategy table outlines what is added for each internal
and external stakeholder group, where resistance may emerge, how critical it is for successful
implementation, and what actions Osnova should take to reduce it. Overall, the mitigation logic is
based on two priorities: first, clear rules and responsibility boundaries through gate logic, RACI,
conditional warranty, and CRM discipline; second, practical tools that make these rules easy to apply in
everyday work, including templates, checklists, the knowledge base, the bot, and standardized
onboarding (for RACI matrix, refer to Appendix J). Together, these measures are intended to help
Osnova launch the model in a structured way and preserve quality and manageability as the partner

network grows. For the full Change Management strategy, please refer to Appendix K.

3.8 Risks and Mitigation Strategies

A transition to an installer-led B2B2X channel improves scalability under labor constraints, yet
it also creates operational, reputational, and governance risks across organizational boundaries. As
discussed above, Osnova relies on external partners to manage client-facing activities, while retaining
control over technical governance, system integrity, and warranty logic. As a result, the most
significant risks arise at the boundary between partner execution and Osnova’s internal technical

responsibility, as well as at the portfolio and financial-management level.
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To systematize these risks, a risk table was developed. Its purpose is to identify in advance

which risks may have the greatest impact on the launch and early operation of the model, and to define

the mitigation logic required to reduce either their likelihood or their consequences. For each risk, the

table specifies the category, probability, expected impact, and corresponding mitigation measures.

Although risks may evolve during implementation, the table focuses on those identified as most

critical for the first phase of launch based on the conducted research and the specific logic of the

proposed B2B2X partnership model. The risks are presented in prioritized order in Table 8.

Table 8. Risk Assessment and Mitigation Plan for the B2B2X Model

Reputation

incorrect partner

Risk Type Main Risk Content | Probabili | Impact | Mitigation Logic
ty
Strategic and | Strategic drift from | Medium | High - Define clear limits between the core
Portfolio core B2B, portfolio B2B model and the installer channel.
Risks imbalance, capacity - Link installer-channel growth to
crowding-out, available capacity.
uncontrolled - Review expansion based on
installer-channel revenue, margin, repeatability, and
growth, and capacity use.
dependency on one - Monitor concentration risks by
client group or client group, region, and project type.
region.
Operational | Weak demand Medium | High - Enforce mandatory deal registration
and Process | visibility, incomplete | to High and standardized documentation.-
Risks documentation, Run regular CRM-based pipeline
inconsistent reviews.
installation - Require commissioning checklists
execution, support and installation records.
overload, and - Use the bot, knowledge base, and
partners bypassing templates as the first support layer.
self-service tools. - Track escalations and update
support materials based on recurring
issues.
Legal, Unclear warranty Medium | High - Standardize contracts, warranty
Regulatory, responsibility, terms, and commissioning
and non-compliance, documents.

- Make warranty eligibility
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Risks claims, inconsistent conditional on training, protocol
messaging, and adherence, and full documentation
possible damage to submission.

Osnova’s reputation. - Use approved partner materials
only.
- Train partners on compliant
communication and technical claims.
- Apply audits or restrictions for
repeated non-compliance.

Market Difficulty recruiting | Medium | High - Prioritize warm leads through

Entry and right-fit installers, referrals, events, communities, and

Commercial | trust-based market existing networks.

Risks barriers, partner - Use clear partner selection criteria
skepticism, and low based on the installer ICP.
activity after - Follow the initiation-phase
onboarding. marketing strategy.

- Offer early-partner incentives tied
to onboarding or first projects.

- Define active-partner thresholds
and track activity in CRM.

- Use early pilot cases to build trust.

Execution Platform delays, Medium | Medium | - Set a hard gate: no onboarding

and premature to High [ before the platform is tested

Implementati | onboarding, Sales end-to-end.

on Risks Manager hiring - Run an internal simulation of the

delays, weak
internal
coordination, and
insufficient testing
before launch.

installer journey.

- Hold weekly Phase 1 progress
checks with responsible staff.

- Start Sales Manager hiring at the
beginning of Phase 1.

- Track hiring and platform progress
with clear deadlines and escalation
points.

Source: Authors’ assessment of the key strategic risks and mitigation steps design

3.9 Strategic Alignment with the Company’s Development Direction

The proposed B2B2X installer partnership model is strategically aligned with Osnova’s

development trajectory, as it directly contributes to resolving the company’s core structural constraints

and reinforcing the long-term strategic priorities. The model opens a scalable growth opportunity

without increasing the dependence on founder-led sales and engineering labor on every project, aspects
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that were identified as the core bottlenecks. Osnova converts into a scalable technical and R&D hub for
the water treatment market by transferring customer acquisition and installation responsibilities to the
installers, while retaining the technical governance.

One of the main goals for the whole company’s growth direction is the increase in the share of
standardized solutions. The B2B2X model directly aligns with it by putting modular systems at the core
of the value proposition and introducing them in use through installer training, documentation, and
governance. This contributed to the company's target of increased standardization for small and
medium-scale projects. At the same time, the model also allows for reduced founder dependence,
which is a critical strategic objective. In the current B2B model, sales generation and operational
decisions are primarily carried out by the founder. The introduction of a partnership manager, a library
of internal knowledge, and CRM-based deal tracking transforms the issue of dependency into an
institutionalized process.

On the client relationships side, Osnova has a priority of building long-term partnerships with
its clients. This aspect was accounted for in the business model design, and the B2B2X structure
creates continuous interactions with the installers through the warranty, recurring sales, and
opportunities for training installers’ internal staff. Revenue logic is designed in a way to become
lifecycle-based, where the partnership generates revenues for both parties beyond the initial system
installation.

Importantly, the B2B2X model is not intended to replace the existing B2B segment, but is a
complement to it within the overall portfolio structure. The installer channel is positioned as a
capacity-loading and diversification mechanism, structurally capped at 20% of total revenues. This is
done intentionally to ensure that the high-margin industrial projects are at the core of the business, and

the B2B2X channel brings additional volume, geographical reach, and access to smaller-scale projects.
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Overall, the described model represented a coherent expansion of Osnova’s strategic

foundation. It integrates standardization, partnership development, operational autonomy, and recurring

revenue generation into a comprehensive model, providing a pathway towards sustainable scaling.

3.10 Strategic Goals and Performance Targets

The adoption of the B2B2X model should be guided by clearly defined short- and medium-term

goals that reflect both operational and financial priorities. This paper outlines the proposed targets over

one- and three-year horizons (see Tables 9 and 10).

Table 9. 1-year strategic goals

Goal Visionary target Description

Validation of the To achieve a stable and Within the first 6 months, the model has to pass

commercial recurring revenue stream the proof of concept of the partner-led growth

potential of the from the installer partners engine. It is needed to demonstrate that Osnova

B2B2X model can generate volume and demand from this
channel without being directly involved in every
transaction

Buildout of the To build a functioning and | The internal team has to create a structured and

partner ecosystem

credible network of
qualified partners in the
prioritized regions

manageable network of partners that are capable
of delivering the standardized modular solutions
that are of high-quality and aligned with Osnova's
technical standards. A partner is defined as
onboarded and ready to install the systems when
they commit to the documentation and
installation standards and undergo the training
program

Establishment of
lifecycle revenue
model

To integrate the reagent and
recurring services elements
in the majority of installer
systems

The model has to yield lifecycle-based revenue
logic, moving away from the one-time earnings
from the project delivery. The base is to have
each installation generate a continuous value for
Osnova through the recurring consumption and
service

Formalization of
the knowledge and

To formalize the description
of the technical,

Internal expertise of the company should be
easily scalable to the system level to reduce the
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delivery processes

commercial, and
operational processes

reliance on individual employees by embedding
standardized tools, documentation, and enabling
systems

Governance and

To obtain full visibility and

Execution should be documented in the system.

operational tracking of the partner—led | Tools like reporting, deal tracking, and
transparency sales and execution monitoring systems will be implemented to
processes support decision-making with the data
Operational To provide partners with Validation that the partners not only obtained
autonomy tools to minimize the training, but also can independently deliver

reliance on Osnova’s
internal engineering teams
in the execution process

solutions using the standardized protocols with an
acceptable quality and minimal need to intervene
in the process

Risk-controlled
growth

To maintain a balanced
distribution of sales across
partners to avoid
concentration risk

Overdependence on a single actor should be
mitigated for the sake of long-term scalability
and flexibility, and is implemented through
building a partner structure of guardrails on the
total share of orders

Source: Authors’ own elaboration based on the operational structure of the B2B2X model and

alignment with the company’s priorities; approved by the CEO

Table 10. 3-year strategic goals

Goal Visionary target Description

Growth of To achieve the adoption of | Modular solutions should become best practices
standardized the modular system on a for the company, transforming them into one of
solutions large scale across multiple | the operational engines for the benefit of

priority regions

replication, speed, and efficient expansion

Expansion of
lifecycle revenue
share

To increase the recurring
revenue as a portion of total
income

The revenue model should prioritize growing
service, reagent, and maintenance to become a
significant share of value creation

Margin expansion
and economic

To get a more stable and
higher gross margin

Transition to the high-efficiency operating model
is suggested as a medium-term priority to

efficiency strengthen unit economics with optimized
production and procurement processes

Geographic To expand the presence of | Having built a mature partner ecosystem that has

scaling the business into other proven its viability, Osnova is recommended to

high-potential regions
within Ukraine that are

leverage this to achieve scalable geographical
expansion without increasing the operational
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beyond the initial pilots

complexity internally

Partner ecosystem
that is sustainable
and retained

base

To maintain and support a
committed and
high-performing partner

Long-term value creation for both interested
parties of installers and Osnova can be created
with their mutual alignment of incentives -
quality, guidance, and successful deployment,
where parties should continuously collaborate,
and processes should be actively managed

Source: Authors’ own elaboration based on the operational structure of the B2B2X model and

alignment with the company’s priorities; approved by the CEO

To translate these priorities into measurable implementation criteria, a 24-month KPI dashboard

was developed, presented in Table 11.

Table 11. Operational KPI Framework for Monitoring B2B2X Model Performance

Area KPI description 1-year target | 3-year target Measurement method
Revenue | Monthly revenue [ > $60k/month | > $700k/year What: closed deal value
from the installer from system sales | (systems)
channel (system Who: Sales Manager +
sales) Finance Department
How: CRM deal value
report reconciled with
monthly financial reports
Capacity | Modular systems [ 5 160 modular What: number of systems
utilization | sold via the medium-sized | systems installed | installed
installer channel systems/mont | cumulatively by | Who: Sales Manager +
h the end of Year 3 | Operations + Technical
Support Engineer.
How: CRM closed deals and
commissioning
documentation count (1 pack
= 1 installed system)
Partner Installer partners | 3-5 installer | Partnerships What: partner status +
network onboarded in partners active in 3 region tags
priority regions onboarded additional regions | Who: Sales Manager

and trained
within Year 1

beyond the initial
pilot

How: CRM partner profiles
(active status, region
coverage) and onboarding
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completion checklist

Enableme | Installer Fully Platform What: platform readiness
nt Enablement operational maintained as the | checklist
platform | Platform readiness | by Month 2 operating Who: Technical Support
(before 1st standard with Engineer + Developer +
installer continuous CEO for approval
onboarding) | updates How: internal QA checklist
(Drive access, bot routing
works, templates available)
Recurring | Reagement 90% Maintain >90% What: % installed systems
revenue attachment attachment using Osnova reagents
from Month 6 Who: Sales Manager +
(for active Operations Manager
partners) How: CRM installed base
with reagent linkage +
reorder records
Recurring | Reagent reorder 70% reorder | >85% average What: reorder on expected
revenue compliance and compliance reorder rate cycle
continuity within the Who: Sales Manager
first 6 months How: CRM reorder
monitoring (expected vs
actual) + invoice
confirmations
Quality Warranty <10% <5% by the end What: % cases requiring
and escalation rate (trained of Year 3 Osnova engineer
support requiring Osnova | partners + involvement. Who:
load engineer protocol Technical Support Engineer
involvement compliance + How: escalation log in CRM
full (tagged cases) + service visit
documentatio records.
n + Osnova
reagents)
Process Deal registration 100% Maintain 100% What: % installations with a
discipline | compliance compliance registered deal before
by Month 6 execution. Wheo: Sales
among active Manager + Operations
partners How: CRM audit:
installations matched to
registered deals
Risk Concentration risk | Routine live | Maintain routine; | What: partner share of
control monitoring by Month 6; | concentration channel volume.
flag >70% triggers reviewed | Who: Operations Manager

single-partner

consistently

for tracking + CEO for
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volume for
strategic
review

review

How: CRM dashboard with
volume distribution + trigger
alerts

Regional | New regions Year 1: pilot | Active What: number of regions
scaling activated regions only | partnerships in> | with active partners +
(baseline 3 new regions completed installations.
established) | beyond the initial | Who: Sales Manager.
How: CRM region
monitoring + commissioning
documentation count by
region
Financial | Additional Baseline Additional 30% What: reagent +
structure | revenue share established in | of system-sales maintenance revenue vs
from reagents and | Year 1 revenue is system sales
maintenance generated from Who: Finance + CEO
reagents and How: financial reporting
maintenance. segmented by revenue type +
CRM linkage to installed
base
Profitabili | Gross margin Baseline +10 percentage What: gross margin % vs
ty improvement vs gross margin | points vs current | baseline. Who: CEO +
baseline recorded and | baseline Finance + Operations.
tracked (standardization | How: monthly, quarterly,
+ production and yearly P&L
efficiency +
procurement
optimization)
Partner Partnership Baseline >80% active What: renewals vs churn
stability renewal rate established partnership Who: Sales Manager +
after Year 1 renewal rate by CEO.
(tracking the end of Year 3 | How: CRM partner status
starts) history + renewal log

Source: Authors’ own elaboration based on the strategic goals; approved by the CEO.

3.11 Closing Remarks of the Recommendation Section

The proposed non-exclusive B2B2X installer partnership model represents a structurally

grounded and operationally feasible solution to the constraints and opportunities identified in the

analytical section. The evaluation of the strategic alternatives has shown that this model aligns with the
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actual tendencies of the water treatment market in Ukraine, where installers control access to demand,
while facing their own operational constraints, which can be alleviated by standardization and technical
support.

The strength of the recommendations lies in the fact that the model does not rely on isolated
initiatives and add-ons, but integrates its design, governance, marketing strategy, and risk management
into the company-wide framework. In the partnership channel, the company leverages its core technical
competencies while outsourcing execution and acquisition-intensive activities, which are needed for
scalable growth without the proportional increase in internal resources. At the same time, the
recommendation ensures that the strategic discipline is adhered to by setting operational boundaries and
mechanisms. The installer channel is a complementary growth driver with structural limits on its
contribution and performance metrics.

Overall, the model is aligned with the company-level objectives and broader market dynamics.
It appeals to the needs and objectives of transitioning towards modular solutions, reduction of founder
dependency, and introduction of the lifecycle-based revenue model. At the market level, it matches the
existing trends of labor shortages, fragmentation, and installer-led decision-making to emerge as
potential solutions for wide acceptance and sustainable growth.

Building on the established strategic recommendations, the following section evaluates the
economic feasibility of the proposed model. It is going to cover detailed cost and revenue structures
and investment requirements by assessing the key financial indicators. The analysis will be intended to
ensure that the recommendations are not only strategically reasonable, but also capable of generating

sufficient returns that are attractive for investment and financially viable.
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Chapter 4. Economic justification

4.1 Introduction and Analytical Framework

The following section provides an economic justification for the suggested strategic
recommendations. It integrates cost-benefit analysis, investment assessment, break-even calculations,
and sensitivity testing into an analytical framework for data-backed decision-making. The objective is
not only to assess the financial viability of the model, but also to evaluate scalability, resilience, and
risk exposure to the key factors under realistic market conditions.

It is important to highlight that the financial outcomes presented in this section are directly
derived from the strategic design and recommendations of the proposed B2B2X model. The described
methodology is applied to ensure a full alignment between the strategic framework and economic
feasibility. Particularly, cost structure and revenue dynamics are derived from the partner-based
distribution assumptions, scalable customer acquisition, and progressive expansion with the number of
partners and regions.

The analysis of this section is based on the detailed financial model developed in Excel (see
Appendix M) which covers a 31-month projection horizon, spanning from June 2026 to December
2028, for the ease of forecasting and reporting, and directly incorporates the operations assumptions,
pricing logic, and macroeconomic considerations that are described in the analytical and

recommendation parts, as well as expected country-wide dynamics (Chupak, The Ukrainian Week).

4.2 Assumptions underlying the financial model for economic justification

The assumptions that are based on the strategic recommendations are focused on the logic of
revenue generation, allocation of costs, and the structure of the financial behavior of the company. A
conservative approach to margins and expenses was used to adjust and hedge the forecast from the

uncertainty associated with the launch of the business line and geopolitical fluctuations.
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The key assumption of the recommendation and the financial model is that the new business is
using the existing excess capacity of the manufacturing, meaning that the B2B2X model is launched as
an extension of the current operation and not as a standalone business. Only the incremental and the
allocated portion of costs were accounted for, such as the percentage of the salaries for the current staff,
equipment, land, and training costs. The model assumes that a new business line will take 20% of the
total capacity, so for all of the existing items, this percentage was taken as well. This approach was
taken to mitigate the risk of achieving overly optimistic assumptions, and it was decided to allocate the
opportunity costs and additional depreciation in the model calculations. Later in the chapter, it becomes
visible that such an approach leads to higher efficiency in the financial returns, which should be

interpreted as improved existing asset utilization.

4.3 Revenue structure

On the revenue side, the business has four main streams that correspond to the monetization
logic mentioned in the recommendation section and are translated into the financial model. The
decomposition of the share of each of the revenue streams is presented in Figure 6 and Table 12. Table

13 covers a detailed explanation of the growth of the number of systems sold.

Revenue inflows structure
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m System sales = Reagents
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Fig. 6. Revenue inflows structure of the B2B2X business model for an average month according to the

project's financial assumptions; created by the authors based on company inputs, assumptions, and

public information, Apr. 2026.

Table 12. Revenue model assumptions and operational drivers

Revenue stream

Key assumption

Scaling logic

System sales

The business line of modular system
sales is limited to 20% of total
production capacity to avoid quality
dilution and cannibalization of the
core operations

Sales start in Month 4 from the launch
with 1 system per month, then scale to
5 systems by Month 11, and reach 7
systems by the end of the 31-month
forecast

Reagent sales

High adoption from the beginning,
given the credibility and quality of
Osnova’s reagents, as well as warranty
eligibility provided by the company, is
conditioned on the usage of these
particular reagents

Attachment rate of the reagent
procurement growth from 70% of the
systems sold to 90% over 2.5 years

Technical
escalations

Installers initially require a very
involved technical team from Osnova
and their support due to the novelty of
the product

Monthly escalation share declines
from 80% to 30% of the total number
of systems, as the installers improve
their training and expertise

Non-warranty
repairs

A small share of systems sold by
Osnova requires servicing outside of
warranty coverage

Repair needs decline from 10% to 3%
over the 2.5 years, as the servicing
quality and market adoption improve

Source: Authors’ financial-model calculations and assumptions, based on company inputs and public

benchmarking, Apr. 2026

Table 13. Projected monthly sales of the modular systems

Period of Number of systems | Interpretation

operations sold monthly

Months 1-3 0 Preparation of resources, hiring of the manager, installer
onboarding, marketing, and operational setup

Month 4 1 The first sale of the system after the manager starts direct
outreach, Osnova enters industry associations and




58

attends events

Month 5 Early growth of sales, driven by market validation, active
marketing, and installer engagement

Months 6-8 Stabilization of the initial demand, acceleration of the
pre-orders, and launch-period marketing activity

Months 9-10 Stronger installer network activity and regional market

for modular systems development

Months 11-16

Ramp-up of the business line to the 20% capacity limit
dedicated to the B2B2X model. Stability is supported by
the bundled value proposition, appeal to the key pain
points, and investment capacity of the Western regions of
Ukraine

Months 17-25

Production optimization and growing market adoption
lead to the expansion beyond the initial operating level

Months 26-31

Target monthly capacity by the end of the forecasting
period, supported by the geographical expansion,
operational efficiency, and standardization of production

Source: Authors’ financial-model calculations and assumptions, based on company inputs and public

benchmarking, Apr. 2026

Sales of the system are a core revenue driver. The number of systems sold was determined by

clarifying the two main drivers - demand and supply. The demand figure is defined as the volume that

the market can buy every month, and was validated through the interviews with the installers on their

purchasing needs and behavior. The supply capacity of Osnova is intentionally limited to avoid dilution

and cannibalization of the core operations by the new business line. The 20% production capacity cap

on the modular systems translates into approximately 5 systems per month at the start of operations.

Commercial sales of the systems are expected to begin from Month 4 since the launch, with one system

sold per month, and gradually scale to five systems by Month 11 of operations. As the processes

optimize and the B2B2X model geographically expands, the sales are predicted to reach a monthly

capacity of seven items by the end of the 31-month forecast horizon. As a result, sales of the system

and growth of the installer base become the core drivers of the business growth, as well as being
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directly related to the recurring revenue streams. The model assumes that the production operates at the
maximum dedicated capacity and all of the output is absorbed by the market through the pre-ordering
mechanism. Sales trajectory shows a gradual growth, driven by the business processes optimization and
the business’s regional expansion. At the same time, pricing assumptions are kept conservative,
involving exchange rate and inflation dynamics, while the margin of the system sales is assumed to be
lower compared to the current level to account for potential pricing pressure in the market entry and
cost fluctuations.

The second revenue aspect is reagent sales, which are modeled as the recurring revenue stream
connected to the number of systems installed and the percentage of systems purchasing this product,
the attachment rate. The rate increases over time as the installer partnership sets a requirement to use
reagents produced by Osnova to be eligible for the warranty coverage. Specifically, the rate of reagent
purchases starts at 70% of the number of systems and gradually increases to 90% over a 2.5-year
forecast horizon. This aspect contributes to the predictable revenue growth and was conservatively
adjusted downward compared to the current statistics to reflect potential variability in the behavior of
the new segment clients. Such assumptions are assumed to be realistic, as the current market situation
shows that internally developed and tested Osnova’s reagents are widely recognized and adopted for
their reliability and compatibility with the systems. Overall, the target for the recurring revenues is to
evolve as a significant driver of customers’ lifetime value, gradually outweighing as a share in the total
revenues compared to the sales of the systems.

The third driver of revenue is the paid technical escalations that are based on the assumption
that the share of installations requires professional involvement from Osnova’s side due to the
installer's capability and technical expertise constraints. At the beginning of the forecasting period, the
model starts with the assumption of 80% of installed systems needing technical escalation support,
which is explained by the system novelty and the limited operational experience of installers. However,

over time, the share is projected to decrease to 30% of the systems, as the installed systems will be
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trained, gain practical experience, and become more operationally independent in servicing the
equipment.

Lastly, non-warranty repairs. They are modelled as a small percentage of the installed systems
that have technical issues not covered by the warranty policy, implying improper exploitation or
maintenance of the equipment. The assumptions for this stream are designed to be conditioned both on
the frequency and margin to avoid inflating the total revenues with this minor aspect. Within the first
year since the B2B2X model launch, approximately 10% of the systems that the installers are going to
deploy are expected to require non-warranty repairs, which is explained for the same reasons as the
high need for technical escalations. This percentage gradually declines to 3% in the medium-term, as
the forecasted horizon approaches the end, as the installers and end customers gain familiarity with the
system, and the servicing procedures become more standardized and established. The assumption of the
low number of repairs is additionally supported by the use of high-quality production inputs for the

systems and internally developed reagents that are credible on the local market.

4.4 Cost structure

The cost structure is a mix of initial investments and operational (fixed and variable)
components. It reflects the incremental expenditure nature of the recommended business line and
implies reliance on the existing infrastructure. The assumptions for the cost segment were derived from
two sources: public market data on the prices of required capital items, and proprietary cost inputs that
were provided by the management and technical staft of the partner company. For the assumption and
calculator logic, please refer to Table 14. After the completion of the full financial model, the
assumptions were validated with the company's management team to ensure that the model reflects the
appropriate reality of the Ukrainian market and has realistic investment and operational requirements.

Important to note that where the market-based assumptions were taken, the model intentionally reflects
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conservative numbers by applying slightly inflated costs in order to protect the model from the

underestimation of future expenses.

Table 14. Cost structure assumptions and logic of calculations

the upfront investment, like the
hardware and equipment

Cost Assumption Calculation logic
category
Initial Upfront expenses on land and 2 scenarios for investments.
investments |equipment acquisition or alternative
costs, development of training In an additional business line scenario, existing
program, software, and legal setup assets are taken as a base, and the opportunity
costs are calculated as 20-30% of the total
asset value. In the standalone business
scenario, the full price for land, real estate,
equipment, and business registration is
included. The majority of the expenses in this
category are incurred in Month 1 of
operations, with insignificant outflows in
Months 2 and 3
Fixed A stable cost category that includes  |Both business scenarios account for full fixed
operating expenses related to the maintenance |costs, except for the salary. In the additional
costs and provision of ongoing operations. |business line scenario, the costs reflect the full
Categories like marketing, salaries, [salary of the new manager hired specifically
insurance, utilities, and subscriptions |for the B2B2X model, and the rest of the
are included here operating staff salaries reflect a 10-30%
allocated portion depending on their
involvement level. In the standalone business
scenario, full personnel costs are included,
assuming that the business hires completely
new people
Variable Expenses mainly associated with the |An expense category that scales with the
operating ongoing production of systems and  |number of systems produced, and
costs reagents, as well as the promotion and |subsequently with the demand for reagents and
servicing of the business line. Include [service requests
raw materials, service and warranty
expenses, employee commission,
delivery, and packaging
Depreciation [Applied to the relevant categories of [Calculated using a straight-line depreciation

over a 5-year useful lifetime
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compensation

Contingency |Added to the fixed cost category to  [Assumed to be 10% of the preceding fixed
buffer account for the unforeseen operating |operating costs
expenses
VAT tax Applied to the revenues and input VAT payment is calculated as a VAT liability
purchases under the Ukrainian LLC  [from the sales minus the VAT credit from the
framework input purchases. Assumed that 70% of
purchases are coming from the other LLCs
(historic company data); thus, this portion is
accounted for in the VAT credit
Corporate Applied after the calculation of 18% operating profit taxation rate
income tax  |VAT-adjusted revenues and deductible
costs
Payroll tax  |Applied to all of the employees' Employer-side taxes are calculated separately

according to the Ukrainian legislation

Source: Authors’ financial-model calculations and assumptions, based on company inputs and public

benchmarking, Apr. 2026

Initial investment structure
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Fig. 7. Initial investment structure of the B2B2X business model for an average month according to the
project's financial assumptions; created by the authors based on company inputs, assumptions, and
public information, Apr. 2026.

The majority of the upfront costs are incurred within the first month and primarily consist of the
allocated portion of investments, rather than full asset purchasing (see Fig. 7). The allocated portion of
existing equipment and land comprises a significant share of the upfront costs, and captures opportunity
costs and increased depreciation of the existing capacity, meaning that the model does not assume the
full asset acquisition. Instead, the B2B2X model assumes that it will use approximately 20% of
Osnova’s existing production capacity, so the existing resource engagement also reflects only 20-30%
of the total costs of these assets. This was done intentionally to reflect the true value of the economic
cost of using the resources, even when there are no new capital expenditures. Other upfront costs
include employee training to launch the business model, legal setup, trademark registration, digital
infrastructure expansion, and the acquisition of the basic hardware. These expenses are concentrated at
the launch period and do not recur over the forecasting period. The total cost of the investment under an
additional business line scenario reaches UAH 12.5 million. Additionally, a standalone business
scenario was developed to test whether the model remains viable financially if the model is launched
separately from the existing infrastructure. In this forecasting case, the full costs of new business
registration, land acquisition, and equipment purchase were estimated, reaching UAH 15 million in
total. The difference between the two scenarios is not very materially significant, as after a consultation
with the firm’s staff, it was found that the model should include only the equipment that is critically
required to produce the modular systems with the same capacity and quality, and there is no need to
duplicate the full set of more automated and advanced production lines than the current infrastructure
has. Part of the initial investments in both scenarios is treated as depreciable assets. The model applies

a straight-line depreciation for these types of assets, assuming a 5-year useful lifetime to reflect the



64

period of economic use of infrastructure. This depreciation is later incorporated into cash flows and tax

calculations, contributing to the tax shield effect.

Fixed costs structure
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Fig. 8. Fixed operating costs structure of the B2B2X business model for an average month according to
the project's financial assumptions; created by the authors based on company inputs, assumptions, and
public information, Apr. 2026.

The next group is fixed costs, presented in Figure 8. They include the combination of personnel,
marketing, operational infrastructure, and contingency buffer. In an additional business line relying on
the existing infrastructure scenario, personnel costs account for a new manager's salary and an allocated
share of the existing technical staff, adjusted for the utilization of their resources, ranging from 10 to
30% of their full salary, rather than assuming full hiring. In contrast, in a standalone scenario, full
personnel costs are reflected, as the business would need to form a completely new team based on the
market capacity. Marketing is a major fixed cost component, and it includes the fluctuating items that

vary depending on acquisition intensity and regional expansion, promotional merchandising, and



65

membership fees for industry associations. Operational costs include the CRM system, automation
tools, workspace software, communication services, the utility costs that are set at the highest level of
needs, and insurance. Lastly, the contingency buffer is set at 10% of fixed operating expenses and is not
linked to any particular operating activity. This is included as a protective adjustment to ensure that
unexpected expenses or price fluctuations are already accounted for in the financial projections and will
not materially affect the business line scaling. As a result, the total fixed costs in the additional business
line are approximately UAH 350 thousand per month, while in the standalone scenario, they reach

UAH 750 thousand, driven by the salary expense.

Variable costs structure

6% 204 1%

57%

®m Raw materials m Taxes
= Service expenses Warranty reserves

Employee comission  Delivery

Fig. 9. Variable operating costs structure of the B2B2X business model for an average month according
to the project's financial assumptions; created by the authors based on company inputs, assumptions,

and public information, Apr. 2026.

Lastly, the variable costs scale proportionally to the volume produced, as shown in Figure 9.

The largest component is raw materials for the system and reagent production, which grows directly
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with the number of units created, making input costs one of the most important operating assumptions
for the company to manage to achieve the profitability targets. Additional costs for the systems include
packaging, delivery logistics, and a warranty reserve, which is assumed to be a fixed portion of
product-related costs to reflect the need for future servicing obligations. An increasing component of
the variable costs is service-related travel that changes with the number of installations and related
support interventions, which shows the need to maintain system quality during scaling. Lastly,
managerial commissions are represented as a fixed percentage of the total revenue from sales and
business travel that is tied to business development and sales activity. In numeric terms, the variable
costs are expected to scale to UAH 3 million per month at the level of 5 systems produced.
Additionally, the model accounts for the taxation structure that is consistent with the Ukrainian
LLC framework, and all of the tax obligations are integrated into the projected cash flows. VAT
taxation calculations are applied to revenues generated from system sales, creating the VAT liability for
the company. On the other hand, the model also accounts for the VAT credit that is obtained by
purchasing inputs from other VAT-registered companies, assuming that approximately 70% of inputs
are procured from other LLC suppliers. As a difference between the two numbers of liabilities and
credits, the effective VAT payment is obtained and is paid to the government. Corporate income tax is
then calculated as the difference between revenues and costs excluding VAT, with operating profit then
taxed at 18%. These tax payments are aggregated on a quarterly basis, creating a periodic reflection in
the cash flows. The model also accounts for the employer-side payroll taxes on the employee
compensation, reflecting the full expected economic costs of labor. Lastly, on taxation, depreciation of
allocated equipment generates a tax shield that partially reduces the taxable amount of income.
Important to note that the assumptions integrate the expected macroeconomic conditions.
Inflation adjustments were applied to all of the revenue and cost components, while exchange rate

expectations obtained from the official Ministry of Finance reports influenced the cost for imported
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inputs and modular system prices (NBU Commentary on Inflation in February 2026, Macroeconomic

Handbook Q1 2026).

4.5 Cost-benefit analysis
Considering costs and benefits jointly, the structure reveals that the model is characterized by
initial intense investments, followed by increasing operational efficiency. As illustrated in Figure 10,

the relationship between revenues and costs evolves significantly over time.

Monthly Revenue vs Cost Trajectory

12 000 000

10 000 000

8 000000

6 000 000

4 000 000

2000000

Hbq‘fanp:ﬁcnb%bq’b’\'\ﬁ’\ﬂ'\,(\,{\,(\.{,\ﬂ’\’\n’\.—(\?}.—\‘%

13 3

o°

A A A A A A A A A -
& W o g F ‘@ & ¥ ¥ N & F

R
1 RO

S D
A A L
¥ W

=Total revenues ===Total costs

Fig. 10. Monthly revenue and cost trend in the financial forecasting of the B2B2X model feasibility;
created by the authors based on company internal data, public benchmarks from Damodaran, and
proprietary financial forecasting models, Apr. 2026.

In early periods, costs are seen to be exceeding revenues due to the associated upfront

investments in customer acquisition and operational setup. However, as the model scales, over time, the
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revenue growth accelerates at a faster rate than the expansion of the costs, reflecting the emergence of
economies of scale and operating leverage. The described business model is considered a high-margin
business, which further explains the trend. This dynamic is linked directly to the partner-based
distribution logic that reduces marginal acquisition costs and allows for more efficient scaling. The
divergence of revenue and cost curves serves as a representation of the financial viability of the model’s

potential for scaling.

4.6 Investment analysis

The investment analysis of the economic justification section evaluates the financial
attractiveness of the proposed strategy by using key metrics like Net Present Value (NPV), Internal
Rate of Return (IRR), and Payback Period (PBP). It was developed using two implementation
scenarios: the launch of the B2B2X model as an additional business line within Osnova’s existing
operations or the creation of a standalone business with a completely new infrastructure and operational
capabilities. The division of the modelling into the two different scenarios was to test whether the
proposed business model would yield viable results if not launched with the company’s existing
production capabilities, human and operational resources.

The investment metrics were calculated using the annualized free cash flows that were
constructed based on the profit before interest and tax (EBIT), taxes paid, depreciation adjustments, and
capital expenditures (CapEx) line items in the financial model. The assumption was that there would be
no debt financing or interest expense, as the proposed expansion of the business would be financed
entirely through the company's internal resources. The initial investments to launch the business are
incorporated directly into the first-year cash flow calculations, and they reflect the expenditures related
to the production equipment, alternative costs, or purchasing new machines, operational setup, legal
fees, training personnel, and working capital needs. The first-year cash flows result in a negative

number, as while the first revenues are expected to materialize starting in Month 4 of operation, the



concentration of the upfront investments and high operational costs outweigh those inflows. After

transforming monthly cash flows into annualized free cash flow values, they were discounted using the

hurdle rate calculated using the Capital Asset Pricing Model (CAPM) framework. The discount rate

includes the risk-free rate based on the Fisher equation of Ukrainian Hryvnia and US Dollar inflation,

the implied equity risk premium, Ukrainian country risk premium, industry beta assumptions, and

additional small-business risk premium. Once the cash flows were discounted, investment metrics like

Net Present Value (NPV), Internal Rate of Return (IRR), and Payback Period (PBP) were calculated

with the purpose of evaluating the financial attractiveness and long-term scalability of the proposed

strategy.

Table 15. Comparison of investment metrics and projected cash flows for an additional business line

versus a new business launch

Additional business line

Metric (existing business) New business launch

Initial investment 2 12,600,000 2 15,000,000
Year 1 - net cash flow -2 12,900,000 -2 18,000,000
Year 2 - net cash flow 2 12,700,000 2 7,800,000
Year 3 - net cash flow 2 28,500,000 2 23,700,000
Year 1 - discounted cash flow -2 9,800,000 -2 13,800,000
Year 2 - discounted cash flow 2 7,400,000 2 4,500,000
Year 3 - discounted cash flow 2 12,700,000 2 10,500,000
Discount rate 31% 31%
NPV (31-months) 2 10,300,000 2 1,200,000
NPV (5-year) 2 29,000,000 2 16,500,000
IRR 106% 38%
XIRR 99% 37%
Payback period 20 months 25 months

Source: Authors’ own calculations based on project assumptions and public information, Apr. 2026

Note: Some figures have been rounded for ease of perception
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As shown in Table 15, both scenarios exhibit a significant front-loaded investment structure,
which results in negative cash flows in Year 1 that are followed by the positive cash flows resulting
from the improved operating performance in Years 2 and 3. The scenario that is based on adding a new
business line to an existing business presents stronger cash flow recovery and growth, as the utilization
of existing infrastructure and operational capabilities requires lower upfront and operational costs,
while the standalone scenario presents independent resource requirements. Overall, both models are
capable of generating positive discounted cash flows over the forecasted horizon.

The projected NPV over the 31-month forecasted horizon is approximately UAH 10 million.
Additionally, when incorporating the 5-year forecast and discounting it back to the present period, the
total NPV reaches UAH 29 million. A significant gap between the 3 1-month and the total value is
expected and can be explained by the explicit forecast period of 2.5 years, accounting only for the
launch and early scaling of the business. The majority of value, however, is generated through the
long-term recurring cash flows. In 5-year NPV calculations, it is assumed that after 2028, the end of the
explicit forecast, the business continues to operate at the annual growth rate of 5%, derived from the
Ukrainian target inflation rate (National Bank of Ukraine). The methodology to calculate the growth of
cash flows is the Gordon Growth framework, where the value of growing cash flows was obtained and
discounted back to the present 2026 using the hurdle rate. The 5-year NPV is significant to include as it
shows what a business can achieve if it captures long-term scalability and leans on the recurring
revenue flows.

The hurdle rate that was used as a discount factor for cash flows is approximately 31% and is
derived using the Capital Asset Pricing Model (CAPM). Such an approach is appropriate for a given
financial model, as it is assumed that the company’s equity will be used to scale the project, and there
will be no credit money/loans taken. Since the calculations in the model are denominated in UAH,
setting the Ukrainian government bond as a benchmark for the risk-free rate is not viable due to the

embedded sovereign risk. Instead, the risk-free rate was estimated by using the Fisher equation that
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combines the USD risk-free rate with the difference in inflation rate between the US and Ukraine. This
approach yielded a risk-free rate of 7.46% (Federal Reserve Bank of St. Louis). The equity risk
premium component was built using the implied ERP and Ukraine country risk premium (CRP) values
in the Damodaran data set, which reflects the elevated geopolitical and macroeconomic risk
environment. The value of ERP for the model is 19.77%. The next component is the beta assumptions
that were also sourced from the Damodaran website. Given the specifics of the business, where it has
an equal split of chemical production and water services, the average value of these two sectors was
taken, reflecting their balanced contribution. Both betas are below 1, and the average beta turned out to
be 0.96 (Damodaran), showing that the business is less sensitive to fluctuations compared to the
broader market trend. Finally, the cost of equity had to be adjusted for the small-business risk, which
was assumed to be an additional 4.5%. Taken together, the hurdle rate incorporates operational,
country, market, and scale-related risks, which projects a relatively high discount rate with conservative
operational assumptions to improve the defensibility of the valuation results.

The payback period for the model is approximately 20 months, which shows a moderate
recovery of the initial investment. As B2B2X is an incremental business line, rather than a separate
business, it explains such results of the payback period. The investment base is relatively moderate, and
as was previously described, it relies on the existing infrastructure, production capabilities, and
operational workforce. Revenues in this model are assumed to materialize from Month 4 of operations,
so the cash inflows start to gradually offset the cumulative cash outflows, accelerating the recurring
revenue base as the number of installers onboarded increases. The aggregating effect of the recurring
revenues improves the cash flow stability and allows the project to turn into a positive cash flow
generator in slightly more than a year since the launch.

The IRR for the project is 106%, and XIRR is 99%, which presents a highly elevated return
profile. XIRR should be treated as a more reliable metric for this project, as it accounts for the exact

timing when the cash flows occurred, rather than aggregating them on an annual basis, as in the
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situation with IRR. While at first glance the percentage of the return may seem to be unusually high,
they are explained by the economic structure of the B2B2X business line. As stated in the previous
sections, the project requires relatively low upfront investments compared to the launch of a separate
business model, and it can regenerate these investments within the first 2 years of operations, as it relies
on the existing assets. In a nutshell, in the formula for IRR calculation, the upfront investment amount
is the denominator, and the long-term cash generation of the given business is the numerator, which is
substantially larger. Recurring services further contribute to this tendency, as their provision does not
require a proportional increase in fixed investments, so the cash flows continue to increase alongside
the installer base growth. From the business perspective, an elevated IRR can be a reflection of the
efficient utilization of the existing capacities, as this model is designed to increase the usage of the
underutilized assets. At the same time, having conservative assumptions on margins, costs, and taxation
reduces the likelihood that the return metrics are artificially overstated. Overall, the project
demonstrates healthy and significant returns, assuming that it is launched as a supporting business line
for Osnova to improve efficiency and revenue base.

Important to note that the strength of these indicators is directly related to the model’s
scalability. As fixed costs are absorbed and efficiency is improved, the marginal profitability of
additional units increases, producing higher positive cash flows and reinforcing the attractiveness of
expansion. Overall, the investment analysis has confirmed the hypothesis that the proposed strategy is
capable of generating substantial economic value under the baseline assumptions.

As an additional check of the model, another set of calculations was developed that assumes the
creation of the B2B2X model as a new business, and not an addition to the existing company and
capacities. This was done to account for any understatement of the true economic costs of the needed
resources and their utilization, producing a downside scenario that assumes full costs of the equipment,
land, salaries for the employees, and their training. In other words, the purpose of the model was to test

whether the business remains viable if there is no access to existing infrastructure, operational
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capabilities, and other resources. Important to note that the standalone scenario does not assume that
the investments will increase proportionally, as the required production of the modular business
systems needs only a limited portion of the specialized equipment that the firm currently has.
Therefore, the standalone model reflects most of the increase in the fixed costs composition related to
the personnel, training, and operational support rather than a full replication of the full range of
resources that Osnova has. With these assumptions, the financial performance of the model declined
significantly, arriving at a 2.5-year NPV value of UAH 1 million and XIRR decreasing to 37%,
compared to the discount rate of 31%. These results demonstrated that the project remains attractive
and profitable even as a standalone line, not being dependent on the efficiency and infrastructure of the
existing business. As an outcome, the standalone scenario is a stress test for the model, and it is able to

support the resilience and attractiveness of the investment into the proposed B2B2X partnership.

4.7 Break-even analysis

Break-even analysis of this work provides an insight into the minimum scale of operations that
is required for the financial sustainability of this business model. Important to note that the volume of
monthly sales is seen to be gradually growing, as the model does not assume the immediate full
commercialization of the modular systems from the initial month of launch. Due to this assumption, the
first three months of operations will be dedicated to the setup of the infrastructure, preparation of the
resources, and installer onboarding with no sales of the systems. Commercial sales of the modular
systems start with 1 unit in Month 4, followed by 2 in Month 5 and 3 units in Month 6. The break-even
point estimated in the financial model is slightly higher than 2 units, so the business is expected to
break even in Month 6, meaning that all of the operating expenses are covered by the financial inflows
from system and reagent sales, as well as the technical support services. Converting the break-even
point into hryvnia terms, it is roughly UAH 1.5 million in revenue to have the capability to cover the

operating cost base. These numbers indicate that the model can achieve cost coverage at a relatively
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early stage of operations. This relationship is demonstrated in Figure 11. As shown, the intersection of
cost and revenue curves occurs at a low level of output that confirms the model’s ability to reach

operational viability with the gradually growing initial scale.

Break-even Point: Modular System Sales
23500000

2000000

1300000

1000000

500 000

a 1 1 3

=——=Tptal costs  ====Tptal revenue

Fig. 11. Break-even analysis of modular system sales; created by the authors based on company
internal data and proprietary financial forecasting models, Apr. 2026.

Extrapolating this growth tendency beyond the break-even point, it can be derived that
incremental increases in output lead to disproportionately higher profitability, as the cost base is stable,
allowing for scalability in revenue generation. This finding supports the feasibility of a phased
implementation strategy, where the early start with limited scale has minimal risk, and preserves the
potential for rapid expansion. Lastly, it is important to note that the break-even point is primarily
influenced by pricing and acquisition costs, which means that maintaining pricing discipline and

customer acquisition cost efficiency is especially important in this model.
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4.8 Sensitivity analysis

To evaluate the resilience of the proposed business model, a sensitivity analysis was conducted
to measure how NPV responds to changes in the key assumptions. The analysis was done by
independently deviating each of the variables by 10%, increasing and decreasing the values, while
holding all of the other assumptions constant. The results that the model yielded were recorded and
converted into the percentage change from the base case scenario and were presented as a hurricane
diagram in Fig. 12. Additionally, the results were analyzed and explained in Table 16. This approach
provided a view of which variables result in the greatest fluctuations resulting from the macroeconomic

volatility.

Sensitivity of NPV to Key Variables (£10% Change)

Inflation rate
Exchange rate

Attachement rate

Units
System input costs

Cost of equity
-30% -20% -10% 0% 10% 20% 30%
-10% deviation +10% deviation
Fig. 12. Sensitivity of NPV to key variables (£10% change); created by the authors based on company

internal data and proprietary financial forecasting models, Apr. 2026.
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Table 16. Analysis of key variables’ response to NPV changes

Variable |Response to NPV

Inflation  [Inflation rate was tested in response to the volatility of Ukraine’s operating environment

rate and the influence that this parameter has on the costs and exchange-rate-related pressures.
This variable shows how the company can protect its margins under rising costs and
macroeconomic instability. NPV remains relatively resilient to inflation fluctuations,
assuming that the price for the systems will be adjusted as well, and the conservative
margin assumptions are held in the model

Exchange |[The exchange rate was tested separately, as part of the costs and systems price is

rate (USD |expressed in dollars or connected to USD-dominated components. What should be noted

to UAH) [is that the exchange rate decrease results in NPV reduction and vice versa, which leads to
an inference that exchange rate fluctuation in revenues outweighs the ones on the cost
side.

Reagent The reagent attachment rate was included because of its direct connection to the recurring

attachment [revenue base generated by the installed systems. Fluctuations in this rate have been

rate shown to have a medium-sized impact on the long-term monetization per customer, while

also demonstrating a relatively resilient recurring revenue structure

Price of the

Price sensitivity shows how exposed the model is to changes in pricing for the modular

(units) sold

system system. There was a strong direct relationship with NPV identified, demonstrating that
even moderate fluctuations materially influence profitability and long-term value creation
for the business

Number of |The quantity of modular units sold is the primary driver of the adoption and scalability of

systems the business model. The analysis shows that NPV is highly dependent on this variable, as

it has one of the largest positive sensitivities within the assessment, and the company has
to closely manage its relationship building with the installers, their onboarding in the
system, and the sales growth

System
input costs

The strongest inverse relationship was exhibited by this variable, as raw materials for
production account for the majority of total costs. Even moderate changes in these costs
have a significant impact on the project value. This implies that production efficiency and
procurement stability are critical success factors of the model

Cost of
equity

This parameter was tested to see how the model and business value respond to changes in
country risk, business-size risk, and required investor returns. As a result, it showed a
small inverse impact on the NPV, meaning that the valuation remains moderately
sensitive to changes in the market and macroeconomic risks. On the other hand, this
variability is less than the core operational variables.

Source: Authors’ analysis of the variables based on the results that the hurricane diagram produced
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The result of the analysis with the key assumption deviation indicates that the model is the most
sensitive to the fluctuations in system costs and units sold, confirming the focus in the recommendation
to manage operational scale and production economics closely. Even with larger fluctuations of 15%,
NPV remains strongly positive, proving the resilience of the model. On the other hand, inflation and
exchange rate, purely macroeconomic conditions, demonstrated comparatively smaller results on NPV,
resulting from changes accounting for revenue and cost sides, and suggesting that assuming
conservative rates helps absorb some of the macroeconomic volatility. Overall, this analysis shows that
while the project is exposed to the cost and demand side risks, its diversification in revenue base and
conservative assumptions for the costs improve the actual resilience of the model under the moderate
deviations from the base-case scenario.

A separate two-way sensitivity analysis of the key variables was conducted to see how the Net
Income changes under different conditions. Table 17 shows how the parameter changes when the
model deviates from the Year 1 assumptions of 5 systems sold at a base price of UAH 543 750 (after
VAT).

The analysis tests both positive and negative scenarios where the system volume varies by 1
unit at a time, and a price deviates by 10 and 20% from the baseline scenario. The results of this testing
indicate that the model remains highly sensitive to changes in either of these assumptions, where a
decrease in pricing by 10% of the number of systems by 1 unit results in a 30%+ drop in the Net
Income. This demonstrates that maintaining the minimum scale and price resilience is crucial for the
model defensibility, especially in the early stages. A caveat should be added here that the model
demonstrates greater resilience to the model pricing pressure than to the scale of the systems sold,
which suggests that adoption of the modular models is more significant for the long-term value
creation, and the installer acquisition should be prioritized over the price optimization, particularly in
the market-entry phase. An additional finding relates to the importance of production efficiency and the

channel throughput; as with the growth of the model, the business becomes more profitable on a
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per-unit basis. The last implication here is that testing these specific assumptions has shown that the
model retains positive profitability under a broad range of market conditions, which demonstrates its
overall scalability and robustness.

Table 17. Two-Way Sensitivity Analysis of Net Income: System Price vs. Quantity Sold

Quantity sold
(base: 5 units)
3 4 5 6 7
435000 - 114320 -72604  -30889 10827 52542
Price per 1 489 375 19 443 105746 192049 278352 364655

modular system
(base: 2543 750) 543 750 153 205 284 096 414 986 545 877 676 767

598125 286968 462446 637924 813402 988880

652500 420730 640796 860861 1080927 (1300992

The second two-way sensitivity analysis referred to in Table 18 evaluates the interaction
between the unit sales volume and total costs per system, and how Net Income deviates from the
baseline assumptions of 5 systems sold and a unit cost of UAH 384 127. The results show that the
model is sensitive to the production economics, especially at the lower sales volumes. An increase in
the cost of units significantly reduces the profitability and, in extreme cases, when combined with a
decrease in the units sold, produces negative Net Income. At the same time, as the volume of sales
increases, it partially offsets the pressure from the inflated costs, and the business can retain positive
profitability even under the depressed assumption. This demonstrates that operational scale is one of
the key determinants of financial sustainability. Cost control and procurement efficiency are the most
important highlights for the management of this model, as the input costs are the largest component of
the cost structure, which is why it influences profitability on such a large scale. It is suggested to focus
on supplier relationship maintenance, optimization of production, and improvement of inventory
planning.

Table 18. Two-Way Sensitivity Analysis of Net Income: Cost per unit vs. Quantity Sold



79

Cost per unit

(base: 2384 127)

Quantity sold
(base: 5 units)

345 715 384 127 422 540 460 953

247700 153 205 58 710 - 35786
284 096 158 102 32108

257 494 100 002

167 896

The final two-way sensitivity analysis in Table 19 combines the effect of pricing of the systems

and the unit production costs, illustrating how the profitability changes under different combinations of

these factors. The profitability depends on the spread between the costs of the unit and the price for this

system, where the margin compression is one of the biggest risks of the business model. This highlights

the importance of protecting the contribution margin during the scaling phase, which means the pricing

discipline driven by differentiation and added value to the installers, and the operational efficiency for

cost control. At the same time, from the table it is visible that the profitability is possible under a broad

range of assumptions, showing that the overall resilience of the business is strong even under less

favorable conditions.

Table 19. Two-Way Sensitivity Analysis of Net Income: Cost per unit vs. System Price

Cost per unit

(base: 2384 127)

Price per 1
modular system
(base: 2543 750)

435 000
489 375
543 750
598 125
652 500

345 715 384 127

422 540

460 953

-30 889

4.9 Overall evaluation and strategic implication

- 188 381

- 345 873

34557

- 122 936
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The economic justification section results support the feasibility of implementation of the
proposed strategy. The financial model demonstrates the sustainable value creation that can be tracked
in high NPV and IRR indicators, bundled together with early operational viability shown in the low
break-even point. These results were achieved because the model is going to scale on top of the
established business with developed proprietary best practices, capacity, and accounting for incremental
parts of the machinery. The scalability of the modular systems business line is driven by operating
leverage and improving unit economics over time. Sensitivity analysis confirmed the resilience of the
model under a range of scenarios. At the same time, it revealed the key dependencies that have to be
monitored closely, such as customer acquisition and pricing strategy, as well as macroeconomic
volatility.

Finally, it is important to state that the financial results are fully consistent with the strategic
logic of the developed model. The B2B2X approach helps to strengthen market access and has a direct
effect on stable demand and improving the efficiency of acquisition that translates into financial
performance. Economic justification quantitatively shows that the competitive advantage of the

proposed model directly translates into measurable economic benefits for the whole business.
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Chapter 5. Implementation

This section is prepared to serve as a practical management guide for Osnova's team,
summarizing the steps needed to implement the Go-to-Market (GTM) strategy for the successful entry
into the B2B2X market and further expansion. It translates the strategic recommendations developed in
the previous sections into concrete activities, responsibilities, and timelines that can then be directly

followed throughout the execution period.

The plan will cover a 2-year horizon, as this timeline is expected to be sufficient for completing
the required steps. Due to the ongoing war, predicting beyond this period is not feasible given the
unpredictability of the situation and the risks it carries. The plan is structured into 5 sequential phases:
Platform Build, Pilot Launch, Optimization, Expansion, and Stabilization, with each phase supported
by a set of Project Management (PM) tools ensuring explanation of timelines, responsibilities, and

resource allocation.

5.1 Phases of Development (WBS)

The development will be divided into 5 phases, as mentioned above. The phases are structured
using a Work Breakdown Structure (WBS), which helps define the full scope of work, estimate costs,
assign responsibilities, and track progress (see Tables 20 - 24). The starting point is June 2026, as
Osnova will be ready to accelerate implementation by that time.

5.1.1 Phase 1. Foundation and platform build

Table 20. Phase 1. Foundation and platform build (Months 1-2, June - July 2026)

Number Work area | Key activities Deliverables |Owner
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1.1 Phase setup  |Confirm the plan of the initiation, Scope and CEO + HR
assign owners, define the readiness readiness Manager
checklist and acceptance criteria for checklist
every deliverable; contract the approved
outsourced developer for the IT-related
resources needed at the start of Month 1

1.2 Sales Publish the job announcement, look for [Sales HR Manager
Manager and interview candidates, make the Manager hired
hiring selection, run structured onboarding and

(operating model, tools, templates, onboarded
working cadence)

1.3 Partner-led | Define the full installer journey, the Partner-led CEO + Tech
operating standard installation workflow and operating Engineer
model acceptance criteria, commissioning model

package requirements, escalation model [documented
(S1-S4), warranty governance rules, and approved
and the monitoring process

1.4 Enablement [Create training modules, Enablement |[Tech Engineer
content commissioning checklists, content pack [+ Founder

troubleshooting guides, warranty is ready and
explanation packs, and video approved
walkthroughs; validate technically and

approve for publishing

1.5 Google Drive |Set up the folder structure and Google Drive |Tech Engineer
knowledge taxonomy, upload approved materials, |knowledge + External
base and create rules for updates or version |base created |[Developer

control

1.6 CRM Add installer profiles and segmentation, [ CRM External
extension deal registration fields, documentation |extended with [Developer

compliance tracking, escalation the installer
tracking, reagent reorder monitoring,  [module is
and dashboards for the Sales Manager |operational

1.7 Telegram bot [Implement the Telegram bot interface |Telegram bot |External
for installer  |for installers based on the approved usable for Developer
support decision tree and knowledge base installers

index; connect it to the document (tested flows,
repository; set access logic; test and QA |working
document

routing)
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submission; final review and approval.

1.8 Partner Build and publish the “Become a Partner External
landing page [Partner” landing page with benefits, landing page |[Developer
on the eligibility, onboarding steps, support published
company's tools, warranty logic; connect the intake |with analytics
website form to CRM, set basic analytics connected

1.9 Legal Prepare agreement templates and Legal Legal + CEO
framework conditional warranty language tied to  |framework

training completion, protocol reviewed and
adherence, and full documentation approved by

the Founder

Source: Authors’ own elaboration based on the Work Breakdown Structure designed for the B2B2X

model

Transition criteria

Before moving to Phase 2, an internal testing run is conducted to simulate the full installer

journey, meaning the path from landing page submission through CRM entry, bot interaction, document

retrieval, and escalation path. Only after all deliverables are confirmed as functional and internally

confirmed is the platform considered ready for partner outreach.

5.1.2 Phase 2. Pilot Launch

Table 21. Phase 2. Pilot Launch (Months 3-6, August - November 2026)

interest)

Number Work area | Key activities Deliverables | Owner

2.1 Pilot Confirm pilot scope and goals; prepare | Shortlist and | Sales
preparation shortlist of pre-selected installers based | onboarding | Manager +

on selection criteria; assemble full pack ready CEO
onboarding package (links, rules,

templates, commissioning

requirements)

2.2 Market Publish technical articles; join Installer Sales
visibility and | dedicated water treatment contact pool | Manager
installer societies/communities; attend relevant | built
networking industry events to increase exposure (events/com

and meet installers; collect contacts for | munities +
outreach inbound
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2.3 Outbound Execute direct outreach to pre-selected | Installer Sales
outreach installers; schedule onboarding calls; pipeline Manager
track every step in CRM (contacted, tracked in
qualified, confirmed) CRM from
first contact
24 CRM Activate CRM monitoring routines for | CRM Developer
monitoring partner performance, documentation monitoring
activation compliance, escalations, and reagent live
tracking
2.5 Onboarding | Provide access to the Enablement 3-5 certified | Sales
Platform (Drive + bot); conduct training | installer Manager
sessions based on prepared modules partners
registered
and active in
CRM
2.6 First pilot Align with partner on timing, First pilot Engineer +
installations | configuration category, and division of | installations | Technician
responsibilities; perform first executed
installations with full Osnova support
2.7 Documentati | Collect commissioning documentation | At least 1 Technician +
on of first package and project evidence completed Installer
cases (checklists, photos, process proof); installation
store consistently for portfolio use with a full
commissioni
ng
documentati
on package
submitted
2.8 First case Draft, review, and finalize at least one At least 1 Sales
study case study based on the first completed | case study Manager +
installations for official publishing on written, Engineer
the website reviewed,
and ready to
use
2.9 Early Based on the first pilot installations, Initial Engineer +
standardizati | start structuring a library of recurring project Technician +
on of pilot project types, standard documentation | library and Operations
operations elements, and repeatable production first
and installation routines for identifying | standardized
which configuration categories, routines
assembly steps, and documentation documented

requirements can already be
standardized for future scaling.

for recurring
pilot cases.




Source: Authors’ own elaboration based on the Work Breakdown Structure designed for the B2B2X

model

Transition criteria

Before moving to the next phase, 3 conditions must be verified: at least 3 active certified

partners are confirmed and tracked in the CRM, at least 1 installation is fully completed with all

documentation submitted and approved, and the Partnership Manager confirms operational readiness to

begin scaling the partner network.

5.1.3 Phase 3. Scaling & Optimization

Table 22. Phase 3. Scaling & Optimization (Months 7-12, December 2026 - May 2027)

Number Work area | Key activities Deliverables | Owner

3.1 Partner Expand order quantity to 5 in total; 5 active Sales
network maintain partner activity discipline in | partners Manager
expansion CRM

3.2 Onboarding [ Refine onboarding into a standardized | Standardized | Sales
routine routine (same steps, same templates, onboarding Manager
refinement | same requirements) routine

33 CRM Activate CRM monitoring routines for | CRM External
monitoring | partner performance, documentation monitoring developer
activation compliance, escalations, and reagent live

tracking

34 KPI Track KPIs against the 1-year targets; | 100% deal Sales
tracking and | enforce 100% deal registration registration Manager +
discipline compliance compliance Operations

+ CEO

3.5 Pricing and | Optimize pricing approach and reagent | 90% reagent | Sales
reorder reorder process; run reorder follow-ups | attachment Manager
optimization | consistently rate; reorder

process
working

3.6 Revenue Scale channel output to reach the >$60k/month | Sales

target revenue target while keeping revenue Manager
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delivery operations controlled

3.7 Concentrati | Implement concentration monitoring in | Concentration | Operations
on risk CRM and flag cases where one partner | monitoring Manager
monitoring | exceeds 70% of the installer channel live in CRM.

volume for review.

Source: Authors’ own elaboration based on the Work Breakdown Structure designed for the B2B2X

model

Transition Criteria

All 1-year strategic targets must be confirmed as met. This includes 5 active certified partners,

monthly revenue at target, reagent attachment and reorder compliance at defined levels, deal

registration compliance at 100%, and concentration risk monitoring active and functioning.

5.1.4 Phase 4. Regional Expansion

Table 23. Phase 4. Regional Expansion (Months 13-20, June - December 2027)

and referrals

5-8 qualified

contacts

Number Work area | Key activities Deliverables | Owner

4.1 Region Identify attractive regions using Expansion Founder +
selection construction activity and water regions CEO +

treatment spending; approve expansion | approved Operations
priorities (target: 2-3

regions

shortlisted;

minimum 2

selected for

execution

after month

17 of

operations)

4.2 Regional Build warm connections first: attend Warm lead Sales
networking | installer-related events, business trips, | list created Manager
and warm and industry meetups in selected for selected
lead regions; enter local water-treatment regions
generation | communities/societies; collect contacts | (minimum:
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across the 2
selected
regions in 3
months after
the start of
initiation)

4.3

Regional
outreach

After a warm lead base is built, execute
outreach to installers (starting from
warm contacts); run qualification calls;
register every lead in CRM with region
and status

New regional
installer
pipeline
created in
CRM
(minimum:
4-6 qualified
installers in
pipeline)

Sales
Manager

4.4

Onboarding
adaptation

Review onboarding materials and adapt
only if needed for regional specifics;
approve final versions

Refined
onboarding
pack adapted
for regional
needs

Sales
Manager +
Tech
Engineer

4.5

New partner
onboarding

Onboard and train new regional
partners using the standardized routine;
align on documentation, deal
registration rules, and warranty logic

Active
partnerships
launched in
at least 2 new
regions
(minimum: 2
new active
installer
partners, 1+
per region)

Sales
Manager

4.6

Installed
base growth

Launch first installations in new
regions and enforce documentation +
deal registration routines from day one

At least 2
completed
installations
in new
regions
within 2
months after
launch
(minimum: 1
completed
installation
per new
region with
documentatio
n submitted)

Sales
Manager +
Tech
Engineer
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4.7

Production
efficiency
and
optimization

Build on the earlier standardization
work launched in previous phases and
formalize a production efficiency
stream for scaling. Consolidate the
project library and standardized
production routines created earlier and
extend efficiency improvements
through needed robotization, process
standardization, and
procurement/production optimization.
Define the scope of further
improvements, estimate required
investments, and choose the
implementation path.

Production
efficiency
plan
approved
(scope +
investment
estimate +
chosen path);
standardized
production
routines
consolidated;
first
optimization
actions
launched

CEO +
Operations

Source: Authors’ own elaboration based on the Work Breakdown Structure designed for the B2B2X

model

Transition Criteria

Before moving on, 3 conditions are expected to be verified: stable operations are confirmed in

the initial priority regions with no disruption to existing partner activity, at least 2 new regions have

active certified partners with at least 1 completed installation each, and the Sales Manager confirms

that the operational load across all regions is manageable without quality or compliance deterioration.

5.1.5 Phase 5. Stabilization & Consolidation

Table 24. Phase 5. Stabilization & Consolidation (Months 21-24, January - May 2028)

Number Work area Key activities Deliverables | Owner

5.1 Partner Review partner performance, Partner Sales
performance | compliance, and activity; identify performance | Manager
review weak or inactive partners review

completed

5.2 Partner Consolidate the network, manage Stable partner | Sales
filtering and | renewals network; Manager +
renewals >80% partner | Operations
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renewal rate
53 Reagent Refine reorder monitoring and >85% reagent | Sales
reorder follow-up routines to stabilize reorder rate Manager
stability recurring revenue
5.4 Year 3 Prepare the 3-year strategic review 3-year Founder +
preparation and Year 3 plan based on results strategic CEO +
review Team
prepared

Source: Authors’ own elaboration based on the Work Breakdown Structure designed for the B2B2X
model

Transition Criteria

After the 2-year implementation plan, 4 conditions must be verified: the partner network is
stable and renewals meet the target, reagent reorder process is stable and the reorder rate has reached
the Year 3 target level, warranty escalations requiring Osnova engineer involvement are below 5%
thanks to matured partner training and the established support infrastructure, and the 3-year strategic
review and Year 3 plan are prepared and approved. Once these conditions are met, the B2B2X model is

considered fully operational, autonomous, and ready for the next stage of Osnova’s growth.

5.2 Gantt Chart

A 24-month Gantt chart was prepared (see fig. 13). All WBS activities are distributed by
calendar months, starting in June 2026. The chart is color-coded by phase, allowing one to see the
sequence of platform creation, pilot launch, optimization, regional expansion, and consolidation. In
addition, a summary table of key milestones was developed, highlighting the main control points and
defining clear success criteria for each of them for Osnova to track progress and move on to the next

phase only after all the necessary conditions have been met.
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Phase Activities

Jun 2026

Jul 2026

Aug 2026]

Sep 2026

Oct 2026 Lo\‘ 2026{Dec 2026 lan 2027]

Feb 2027]

[Mar 2027]

Apr 2027

May EGZTI Jun 2027

Jul 2027;

Aug 2027]

Sep 2027

Oct 2027)

[Nov 2027

[Dee 2027]

Jan 1028‘}'&' 2028]

[Mar lOZJApu 2028

May 1an

Phase setup
Sales Manager hiring
Partner-led operating model

I Enablement content
Google Drive knowledge base}
CRM extension
Partner landing page

Legal framework

Pilot preparation
Outbound outreach

n Onboarding and certification
First pilot installations
Documentation of first cases

First case study

Partner network expansion
Onboarding routine
refinement

(i KPLiracking and discipline
Pricing and reorder
optimization

Revenue target delivery
Concentration risk monitoring]
Region selection
v Regional outreach
New partner onboarding
Installed base growth
Partner performance review
Partner filtering and renewals
V' Reagent reorder stability

Reduce CEQ involvement

Year 3 preparation

Fig. 13. 24-month Gantt chart; created by the authors based on the custom Work Breakdown Structure

(WBS) aligned with the proprietary B2B2X strategy, Apr. 2026.
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Chapter 6. Conclusion

The project was initiated in response to a strategic limitation observed in the operations of
Chemical Factory Osnova. On the one hand, the company has built, over more than 14 years, a strong
engineering reputation, an experienced technical team, and a laboratory base sufficient to serve major
industrial clients. On the other hand, its existing business model creates growth bottlenecks that
constrain further development: founder-led sales, multi-month negotiation cycles, highly customized
project delivery, and underutilized production capacity. The objective of the project, therefore, was not
to determine whether Osnova should expand, since growth has already been recognized as a strategic
priority by the company’s leadership, but rather to identify how such expansion could be achieved

without reproducing the internal constraints that currently limit scalability.

The main assumption formulated in the analytical section proposed that an installer-led B2B2X
model, built around standardized modular systems, constitutes the most scalable and strategically
aligned path for Osnova’s expansion into the Ukrainian commercial water-treatment market. To
evaluate this assumption, a mixed-methods research design was applied, combining semi-structured
interviews with stakeholders, survey-based quantitative analysis, a comparative segment scorecard, and
secondary data obtained from several sources. The triangulation of these methods was intended to

ensure analytical validity under conditions in which publicly available market data remains limited.

The findings of the analysis confirm that demand for water-treatment solutions in Ukraine is
both structurally resilient and regionally differentiated, supported not only by new construction activity
but also by the continuing deterioration of centralized infrastructure (National Policy Dialogue on
Integrated Water Resources Management in Ukraine). At the same time, the research established that
this demand is not directly accessible to equipment manufacturers. Installers function as structural

intermediaries who control supplier selection, system configuration, and client relationships across the
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majority of commercial projects. Within this market structure, any market-entry strategy that bypasses
the installer segment becomes operationally infeasible. However, installers themselves operate under
significant constraints, including labor shortages, limited standardization, high execution complexity,
and vulnerability to reputational risk, which creates a clear rationale for the adoption of modular and

pre-engineered solutions.

On the basis of these findings, a non-exclusive installer-partnership model was selected as the
most appropriate strategic alternative among the four options considered. The model distributes
responsibilities between the two parties in a way that reflects the actual structure of the Ukrainian
market: installers take responsibility for customer acquisition, installation, and routine service, while
Osnova retains control over engineering, system configuration, reagent supply, conditional warranty
governance, and technical escalation. Key design elements of the model include non-exclusivity to
prevent dependency risk, priority-based pricing to preserve partner motivation, the Installer Enablement
Platform to standardize training and documentation, and the introduction of a dedicated Sales Manager

role to institutionalize partner relationships and reduce dependence on the founder.

The economic justification developed within the project demonstrates that the proposed model
is capable of generating sustainable value under realistic assumptions. Net present value, internal rate
of return, and break-even indicators confirm the financial viability of the model, while the sensitivity
analysis shows that demand-related variables constitute the principal source of risk. This finding further
reinforces the strategic rationale for the partner-based distribution logic, since the installer channel

directly addresses demand uncertainty by providing access to established project pipelines.

At the same time, the scope of the recommendation has been deliberately bounded. The installer
channel is positioned as a complement to, rather than a substitute for, the existing B2B industrial

business, which remains Osnova’s primary source of margin and market reputation. The 20% revenue
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cap, the phase-gate logic of the implementation plan, and the concentration-risk monitoring
mechanisms were introduced specifically to mitigate the risk of strategic drift. The change-management
component of the recommendation, which defines how the CEO, the newly introduced Sales Manager,
the technical team, finance, and external partners are expected to adopt the new operating logic, should

therefore be regarded as an integral element of the model rather than as supplementary content.

In light of the evidence collected through the analytical, recommendation, economic, and
implementation sections, the main assumption formulated at the beginning of the project is confirmed.
The installer-led B2B2X model based on modular systems represents a strategically aligned,
organizationally viable, and economically feasible path for Osnova’s expansion into the Ukrainian
commercial water-treatment market. The implementation plan proposed in the final chapter provides a
structured, phased, and measurable mechanism through which this transition may be realized without

compromising the integrity of the company’s core business.
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Appendix

Appendix A. Survey link

https://qualtricsxmw8kw53vyd.qualtrics.com/jfe/form/SV_2ulhMmcAxOW 1uHs

Appendix B. Criteria for grading customer segments in the scorecard

Standardization potential - the feasibility for both our firm and the client group to directly procure
standardized solutions without additional engineering involvement. This score is based on a
combination of expert interviews with our internal client representative and their experience, as well as
interviews with representatives of each client group. During interviews, respondents were asked
whether they had previously applied standardized solutions and how likely they would be to substitute
customized technical or installer work with standardized systems. A score of 1 indicates that the
segment has never been used and is not compatible with standardized systems; 5 indicates that the

sector is already actively adopting standardized solutions and is moving toward even higher adoption.

Recurring revenue potential - the opportunity for future revenue generation through servicing and
reagent sales to the client group. The score is based on internal expert interviews and survey data
indicating how the defined target groups service their equipment and whether reagent procurement
behavior is reactive or proactive. A score of 1 indicates very low potential for recurring revenue, where
the client group typically neglects system maintenance until failure; 5 indicates that minimal additional
sales effort is required, as the client understands the value proposition and proactively procures

reagents.

Demand aggregation power - the degree to which demand within a specific client group is
concentrated or fragmented. This category evaluates whether we would work with a few large clients

with significant bargaining power or with a fragmented base of smaller, independent firms. The score is


https://qualtricsxmw8kw53vyd.qualtrics.com/jfe/form/SV_2uIhMmcAxOW1uHs
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derived from desktop research assessing market concentration and structural tendencies in relevant
industries. A score of 1 reflects a very high concentration and a limited number of dominant clients; 5
reflects a fragmented market structure with multiple firms and opportunities for gradual scaling as the

market grows.

Sales scalability - the ability of a given client group to generate additional orders beyond the initial
engagement. The assessment is based on desktop research and interviews with target groups regarding
the number of projects implemented annually and their decision-making processes when selecting
water treatment suppliers. A score of 1 indicates low scalability, characterized by stagnant project
pipelines or limited opportunity for recurring partnerships; 5 indicates consistent inflow of new projects

and long-term supplier relationships.

Capability fit - the degree of alignment between client demand and our technological and engineering
capabilities. This assessment is based on internal interviews and survey data evaluating the extent to
which firms value technical sophistication over purely price-driven or simplified solutions. A score of 1
indicates low alignment with our value proposition; 5 indicates that engineering and technological

expertise are central to their operations and strongly valued in supplier selection.

Switching costs - the difficulty for clients to switch from our reagents and service to an alternative
provider. Data for this category was collected through survey responses and interviews with client
groups, including questions about supplier loyalty, contractual arrangements, technical compatibility,
and prior switching behavior. A score of 1 indicates low switching costs, where clients frequently
change suppliers based on price or conditions; 5 indicates high switching costs, with long-term

partnerships and significant operational complexity associated with switching providers.

Geographical coverage - the presence of client groups in priority regions (Western and Central

Ukraine, including the Dnipro region). This parameter is based on desktop research and available



102

regional statistics. A score of 1 indicates low regional diversification or concentration in non-priority
regions (e.g., Eastern or Southern Ukraine); 5 indicates multi-regional presence with strong penetration

in Western and Central Ukraine.

Price sensitivity - the extent to which pricing serves as the primary driver of purchasing decisions.
This assessment is based on survey data. A score of 1 reflects high price sensitivity, where decisions are
driven predominantly by price; 5 reflects low price sensitivity, where technical quality, reliability, and

relationships outweigh price considerations.

Market growth - the growth dynamics of the client’s underlying market. The score is based on
statistical data and desktop research assessing industry trends and forecasts. A score of 1 indicates a

shrinking or stagnant market; 5 indicates a fast-growing and rapidly developing market.

Competitive/substitute intensity - the number and relevance of competitors and substitute solutions
considered before supplier selection. This assessment is based on tender documentation, internal
insights, and client interviews. A score of 1 reflects highly price-driven, near-perfect competition with
limited differentiation; 5 reflects a market where technical reputation, engineering expertise, and

solution quality are the dominant competitive factors.

Appendix C. Photo of standardized, modular systems

Note: the picture was taken in the manufacturing facility of Osnova, and later refined with Al to

remove the background noise
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Appendix D. Transcripts of the interviews

Interview with the installer #1
IpencraBuuk komnanii: Tak, [Ha3sa xommnaHnii].

CrynenTka: J{oOpuit nenb. Mene 3Batu [IM's], s ctynentka KuiBcekoi Llkonu Exonomiku. Maro
3aBIAaHHS JJISl aKaJIEMIYHOTO JOCHTIKEHHS! — BUBYMTH IPAKTUYHI aCTIEKTH pOOOTH PUHKY MOHTAXY
BOJIOIIOCTaYaJIbHUAX CHCTEM. 5] Hidoro He mpopaio. Yn 3MokeTe MPUIUTUTH MEHI JI0 IT'STH XBIJINH IS
KUTBKOX KOPOTKHX 3alIUTaHb 1010 BAIoro 0izHecy?

IIpeacraBuuk komMmnaHii: Xi0a 110 B XBUJIWHU IIIOHAWOLIBIIIE.

Crynenrtka: [[skyro. [lepiie 3anuTaHas CTOCY€eThCS BUTpAT Yacy MijJ yac MOHTaxy. Uu 3aiiicHIOETE BU
MOTIepeIHIO 301pKy CHCTEM JI0 MPUi3Ay Ha 00'€KT, YU BCl pOOOTH BUKOHYIOThCS O€3M10CEPETHBO Y
3amoBHUKA? Ha sikuii eTam 3a3BU4ail BUTpadya€eThCsl HAO1IbIIE Yacy?

IIpencraBuuk komnanii: Haii0Oinb1e yacy norpelye sikicHa MiAr0TOBKA MPOEKTHOI TIOKYMEHTallli, Ha
OCHOBI SIKOT MOHTa)KHA OpraHi3allisi BAKOHye poOOTH. SIKIIO JOKyMeHTallisl po3po0OiaeHa HesIKiCHO,
3HAYHHI Yac BUTPAYAETHCS HA MTOTO/HKCHHS MTPABMIIBHOTO BUKOHAHHS TiIPABITIKH.

CrynenTra: 3posymino. [1logo moganpmoro o6¢cayroByBaHHS: MiCIIsi BCTAHOBIICHHS CUCTEMH KITIEHTH
CaMOCTIMHO 3BEPTAIOTHCS JI0 BAC 32 CEPBICOM Uepe3 MEBHMM Yac, YM Ballll MEHEDKEPH cami 1HIII0I0Th
KOHTaKT? $Ika mpakTHKa mepeBaxae?



104

IIpencraBuuk komnauii: Hapasi G11b1IOCTI KITI€EHTIB HEMae B YKpaiHi, TOMy MEHI Ba)KKO JJaTU TOYHY
BIJIIOBIAb HA II€ 3alIUTaHHS.

CrynenTka: ToO6TO uepes BUi3/ 32 KOPAOH KIIEHTH 3apa3 HE KOPUCTYIOTHCS IIUMHU cUCTeMaMu?
IIpeacraBuuk kommnanii: Came Tak.

Crynentka: Ckaxith, Oy/b JlJacka, 110 MPUHOCUTH HAWOLIBIY YacTKy JIOXOMy: Oe3mocepeIHbO
MOHTaX, OAAJBIINN CEPBIC UM TEPMIHOBI BUI3AH?

IIpeacraBuuk kommnanii: [{e komepiiiiiHa TaeMHHIIS.

CrynenTka: 3po3ymino. Skuii MacmTad Balmmx OCHOBHUX KITi€HTIB? OCHOBHUI 00CST POOIT
3a0e31euyroTh KiJlbKa BETUKHX 3aMOBHHUKIB UM 3HAYHA KUIBKICTh ApiOHMX?

IIpeacraBuuk komnauii: bysae mo-pisHomy. CriBBigHOmeHHs npudiamu3ao 50 Ha 50.

Crynentka: Uu BiuyBaeTe BU 3apa3 KaJipoBui AedinuT y 3B's13Ky 3 BiitHOIO? U 0OMexye HecTada
nepcoHaiy abo JOTICTHKA PO3BUTOK BaIIOi KOMIaHii?

IIpeacraBuuk xkommnanii: Tak, cuTyaris Taka x, K 1 B yCiit KpaiHi.

CrynenTka: Un po3risiiaeTe BU PillIeHHS, SIKi O JO3BOJIMIIM 3MEHIIUTH 3aJIeKHICTh Bl IH)KEHEPHOTO
nepcoHany?

IIpencraBHuk kKoMnaHii: 3BicHO.

CrynenTka: OCTaHHE 3allUTaHHS CTOCY€ETHCS MOCTa4aIbHUKIB. Ha puHKY 6arato pi3HOMaHITHOTO
obnagHanHs. By BigyaeTe nepeBary J10BrOCTPOKOBOMY MapTHEPCTBY 3 IEBHUMHU MOCTaYaIbHUKAMH YK
CXUJIbHI €KCTIEpUMEHTYBATH 3 PI3HUMH CUCTEMaMU?

IIpencraBHuk kKoMnaHii: Mu mparroemMo 31 cTaaTuMu mapTHepaMu Bxe 1o 20 pokis.

Crynentka: [1{o s Bac € HaHBaKIMBIIIUM KpUTEPiEM y BUOOPI TOCTavYaIbHUKA: HAMIHHICTB, I[iHA YH
cepBicHA MiITpUMKa?

IIpeacraBuuk kommnanii: HagiliHicTs.

CrynenTka: /{yxe AIKyr0 3a MPUAUICHUN Yac Ta Balli Bianosigi. ['apHoro Bam aHs.

Interview with installer #2
Crynentka: Ao, 100puii IeHb.
Excneprt: JloOpuii neHb.

Crynentka: Mene 3Batu [IM'st mpuxoBaHo]. S cTyeHTKa yHIBEpCUTETY 1 Hapasi J0CIIIKYHO
MPAaKTUYHI ACTIEKTH MOHTAKy CHUCTEM BOJIOIIITOTOBKHM B YKpaiHi. Sl HIYOro He Mpojaro, a JIUIIE X0Uy
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JI3HATUCS MPO PEATBbHUIA JOCBIl MOHTKHUKIB. Maro KilbKa MUTaHb. Yn 3HAHIETHCS Yy Bac M'STh
XBUJINH?

Excnepr: Tak, s Bac ciryxaro.

Crynentka: [[yxe nsaKyro. Moe nepiie nuTaHHs: s 03HaOMHIIacs 3 BalllUM CaiTOM, aJie XoTiia O
yTouyHUTH. CHCTEMH, SIKi BU BCTAHOBITIOETE, 3/I€01IBIIIONO CXO0XKI MiJK COOOF0, UM MOpa3y iX TOBOAUTHCS
CYTTEBO aJaNTyBaTH IiJ] KOHKPETHHI MTPoeKT? ToOTO BH BUKOPUCTOBYETE THUIIOBI PIllICHHS YU
pOo3po0IIsiETe YHIKAIBHI?

Excnepr: Lle nocuts cknanne 3anutands. CkaxiMo Tak: 1€ YHIKaJIbHI PIICHHS, SKi CKIIAJat0ThCS 3
THUTIOBHX e€1eMeHTIB. L{e 0coOIMBiCcTh 1HXKEHEii.

Crynentka: 3po3ymino. ToOTo iCHYIOTh CTaHIAPTH30BaHI €IEMEHTH, 3 SIKUX 3Tr0I0M (hOPMYETHCS
yHiKaJIbHa CHCTEMA.

Excnepr: Came Tak.

CrynenTtka: /[skyro. Takox xouy 3anurtaru npo cepsic. [1icis BCTaHOBIEHHS CUCTEMH KIIIEHTH
3a3BHYail 3BEPTAIOTHCA CAMOCTIHHO, UM BH 1X CYNPOBOKYETE Ta HAraJayeTe Mpo 00CIyroByBaHHS? XTO
1HIIIFO€ cepBic?

Excnepr: SIKiio roBOpuTH Ipo MPOMHUCIIOBICTb, CEPBICHE 00CTYTOBYBAaHHS 3/1€0LIBIIOTO 3aTHIIAETHCS
3a BUKOHABIEM POOIT. OCKUIBKY KOXKEH MPOEKT YHIKaTbHUHN, HAlKpaIle Horo 3Ha€e TOH, XTO
cnpoekTyBaB. Hampukia, sSKio moTpioHa BOAOMIATOTOBKA JJIsSi XapuOBOTO BUPOOHUIITBA, BUXIHI J1aH1
3aBXKIH BIAPIZHATUMYThCS. [IpOeKTH MOXKYTh OyTH B YOMYCh CXOKHUMHU, aJie 3aBKAHU OylyTh HIOAHCH,
110 BiAPI3HAIOTH OMH 00'€KT Bif iHIIOTO. L{e cTOCYy€eThCs SIK KOMEpLiHHOI OCHOBH, TaK 1 TEXHIYHUX
pillieHb, SKI MOXKHA pealli3yBaTh B MeKax OroKeTy. BinmoBinHo, cepRric 3anumaeThes 3a HaMmu. [licis
eTarry MpOeKTYBaHHS /e eTan BUKOHAHHS poOiIT. 3aBO3UTHCA 00JIaHAHHS, TPOBOIUTHCS MOHTAXK
Toio. bynp-ska iHkeHepHa poOoTa, 0 MOTPeOye MPOEKTY, 3aBKIM Oy/Ie 1HIUBITyaTbHOO.

CrynenTka: 3po3ymina. Xorisna 6 qeTanbHime po3ioparucs B camoMy mporieci. Komn 3aMoBHUK
3aMOBIISIE CUCTEMY, BU Ti0MpaeTe 001aHAHHS BiJl TOCTAYaIbHUKIB, TPUK/KAETE HA MICIIC 1 TaM
fioro MoHTyeTe? Un Bu 30MpaeTe CUCTEMY 3a3/1aJIeTib 1 MPOCTO TPAHCIIOPTYETE 117

Excnept: 3anexuts Bix cutyarii. [IeBHI By31u MoxkHa 310paTu 3a31aeriap. [Him 30upatoThes
6e3mocepeHbO Ha BUPOOHHUIITBI, I1i]] 4aC CTBOPEHHsI BUPOOHMYOT JiHii. 371e011b110r0 00Ia HaHH
BHUTOTOBJISIETHCS PI3HUMH KOMIIAHISIMH: OffHA BUPOOJISIE €JIEKTPOMArHiTHI KJIamaH!, 1HIIIa — KOPITYCH
s GiNBTpalifHUX CHCTEM, TPeTs — 3acobu aBTomaru3ailii. Ham notpiGHo 310paTy 11i KOMIIOHEHTH 3
PI3HHUX 3aBOJIIB 1 BAKOPUCTATH JIJIsI CIIPOSKTOBAHOTO pireHHs. Jlami iie MOHTaX, 3aJ1eKHO BiJl HOTO
ckimagHocTi. [1eBHI pillleHHS MOXYTh 30UpaTucs Ha BUpOOHNYIi 0as3i, a iHIi — Oe3rmocepeIHO Ha
o0'exti. [IpoTe eram MOHTa)Xy Ha MICIll TPUCYTHIH y Oy/Ib-SIKOMY BHITQJIKY.

CrynenTka: Lle myxe xopucHa indopmaitis. S 3po3ymina, m1o 10 Mpolecy 3aIy4eHo 6araro
MMOCTAa4YaJIbHHKIB, 1 BU 00OB'SI3KOBO ITPOBOAUTE pOOOTH Oe3rmocepeHho Ha 00'ekTi. Mato 111e ofHe
3anuTaHHsA. Y1 Moriu O BU OPIEHTOBHO CKa3aTH: B KOMIAHIAX, 110 3aiMalOThCS MOHTaXeM, OijbIa
YJaCTHHA JIOXOAY HAJAXOIUTh BiJl CAMOTO MOHTaXYy, TOJAJIBIIOT0 CEPBICHOTO 00CITyTOByBaHHS UM
TEPMIHOBHX BHi3/1iB HA peMOHT? MeHe LiKaBIATh He TOYHI HU(pPHU, a 3arajibHa TEHICHLIS.
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Excnepr: Lle nocuth ckiagHe MUTaHHS, OCKUIBKH KOMEpIIiiHA CKJIaJ0Ba MOKe POpPMyBaTUCS
no-pizHomy. Bce 3anexuts Big yMoB criBnparii Ta oriar. Konm mu 3axonumo Ha 00'€KT, CIIouarky e
eTar MPOeKTyBaHHS Ta rneperoBopis. [1oTiM BinOyBaeThes TeHAep. 3alIeKHO BiJl YMOB TEHIEPY, YACTHHY
npuOyTKY MOKHA 3aKJIaCTH B MOHTa)KHI poboTH ab60 B ocHOBHE oOnaaHaHHs. [Ticis y3romkeHHs
TEHJIepY MiIMUCYETHCS JOTOBIp HA IMOCTa4aHHS Ta BUKOHAHHS poOiT. L{ei qoropip Moxke 3MiHUTH
MIOTIEPE/THI TOMOBJICHOCTI, OCKUTBKY BiH HECE TICBHI pU3HKU. BUPOOHHUIITBO, JIe BCTAHOBIIOETHCS
CHUCTEMa, MOYKE BUCYBAaTH BJIACHI BUMOTH, 1110 1HII[IIO€ HOBUI €Tall IEPeroBOpiB. Y KiHIIEBOMY
MiCYyMKY TpUOYTOK MOke OyTH 3aKiIaeHHd Ha Oyb-sIKOMY €Tari.

CrynenTka: 3po3ymina. ToOTO 11 CUTYyallisl yHIKaJIbHA I KOXKHOTO OKPEMOTO BUTIAJIKY.

Excnepr: Tak. [Ipote, sIKII0 KITI€HT OTU1auy€e BCi HEOOXiHI MOCIYTH, BAKOHABELb 3a3BHYA
HAMaraeThbCsl OTPUMATH CBOIO MapiKy SKHAMIIBHUIIIIE, [IIe Ha €Tarli Ipoaaxy 00Ia HaHHS.

CrynenTka: 3po3yMisio. A B CepeHbOMY Y Bac 3apa3 OiuIbIle pa3oBUX KIIEHTIB, UM € Ti, XTO 3aMOBIISIE
ycTaHOBKH peryisipHo? Hanpukiaz, 3a0yI0BHUKH Y¥ IPOMHKCIIOBI TianpuemMcTBa. [t HUX mopasy
MPOBOJUTHCS TEH/IEP, YU BH POCTO BUKOHYETE 3aMOBIICHHS?

Excnept: byBae nmo-pizHomy. [HOII € 3aITUT 1 TPOEKT Ha MUTBHOH O3 TeHIepy, a OyBalOTh TEHACPHI
nporno3utlii Ha 15 tucsy. Ile moBHICTIO 3a7€XKUTh BiJl TOJTITHKH CaMOTO 3aMOBHUKA.

CrynenTka: OTxe, 3aMOBIICHHSI MOXKYTb B1JIOyBaTHCS K Uuepe3 TeHEP, TaK 1 3a MPSIMUM KOHTPAKTOM.

Excnepr: Came tak. [TorpiOHO po3yMiTH, 110 HAIll PUHOK BiIPI3HSAETHCS Bijl €BPONEHCHKOTO.
Hanpuknan, onuH 3aB0OI MOXE HAJICKATH OJIrapxy, SKAH Mae BIacHe OauyeHHs CIIiBIpalli 3
BHUKOHABIIMU. [HIIII mMiATpHEMCTBA 13 3aXiTHUMU iHBeCTHIIIMU — 3 Yexii, Himequnnu uun J{anii —
BeIyTh O13HEC 30BCiM iHakme. TyT 6araTo 3aJIeKUTh BiJl BHYTPIITHIX MPOIECIB KOMITIaHii; Y IbOMY
PHHKY TOTPiOHO OPIEHTYBATHCS 3CEPEIUHHU.

Crynentka: S 1ie posymiro. Tomy 1 Hamararocst CIijKyBaTHCs 6€31ocepeHbo 3 GaxiBIsIMH, a HE
MPOCTO IIyKaTu iHpopMaIiio B iHTepHeTi. I, MabyTh, OCTaHHE MUTaHHS. S yCBIIOMITIOIO, 10 HAIIl
PUHOK Mae CBOIO crienndiky, 0coOJMBO B yMOBaxX BiifHH. MeHI 1IKaBo, 1110 3apa3 00OMEXKY€ PiCT BaIIOro
6i3uecy? Lle nedinuT KaapiB yepes BiifHY, CKJIATHOIII 3 JOTICTHKOIO, BAPTICTh OOJIATHAHHS UM 1HIII
bakropu?

Excnepr: Mo6inizanis. be3 ntozeit peanizyBaTu IpOSKTH MPAKTUYHO HEpeabHO. X04 Ou siKi Oynu
YMOBH 4H OIODKET, SKIIO0 HEMAa€ 1H)KEHEPIB /sl BHKOHAHHS POOiT, peatizallis 00'eKTa 3yHHIEThHCS.

CrynenTka: Tak, 11e miaTBepKye MOT mornepeHi npumyiieHHs. Jlyxe asaKyro Bam 3a Biamosii. Lle Bci
Moi 3anuTadHs. Tenep s Maro Habararo kpaiie po3yMmiHHs 11i€i chepu. JlsKyro 3a Barr 4yac.

Excnepr: IIpomry.

CrynenTtka: ['apHOro jaHs.

Interview with the developer #1
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InTeps'ioep: Amo. Jlo6poro panky, [Im'ss mpuxoBaHo].
Pecnonnent: /{oO6poro paHky.

InTepB'toep: Bam 3pyuno 3apa3 po3MoBisiT?
Pecnionpent: Tak.

Inteps'roep: Uynoso. /lyxe 1Ky, 110 TOTOIMINCS Ha A3BIHOK. TPpOXH pO3MOBIM IPO CBOE
TOCHIDKeHHS, a TOTIM TepeiieMo 10 MUTaHb. Sl HaB4aloCs B YHIBEPCUTETI, 1 MOSI METa — BHUBYHTH
3arajioMm, SIK IpaIro€e BOIOMIOCTaYaHHs Ta BOJOOYHIIEHHS y cepi OyniBHUNTBA. [IM'st mpuxoBaHO| 1aB
MEHI Balll KOHTAKT, TOMY MEHi Oyzie Ay’Ke I[IHHO IIOCTaBUTH BaM KiJlbKa UTaHb. Lle He 3aiime OinbIire
20 xBuMH, ane Oyay HaJ3BUYANHO BIASYHA 32 Ballli BIAMOBIII.

InTepn'toep: [IpomnoHyro po3moyaTs 3 TOTO, IO y Bac € 6araro 30yaoBaHux 00'ekTiB y [Micto 1],
[Micro 2] Ta inmux mictax. [{ikaBo mi3HaTHCS, SKi caMe CUCTEMH OYHUIIICHHS BOJIM BU BUKOPUCTOBYETE
Ha CBOIX 00'€KTax JJIsl )KUTIOBOT HEPYXOMOCTI, CIIa-KOMIUIEKCIB Ta OaceiHiB?

PecnionenT: {11 )KUTI0BOT HEPYXOMOCTI MH OE€pPEMO 1 ITOAAEMO BOTy O€3MOCEPEIHBO 13 CUCTEM
MiCBKOTO TOCIIOJIAPCHKOTO BOAOIIOCTauaHHs. | 3anmumraeMo nmpaBo BHOOPY 3a MOKYIISIMU JKHUTIIA MO0
TOTO, SIK CaM€ BOHU XOYYTh YUCTHUTH BOJY Y CBOil KBapTHPI.

InTepB'1oep: f 3po3ymina.

Pecnonient: Boza, sika mocTadaeThes 3 TOCIIOAAPCHKOTO BOJIOIIOCTAYaHHs, € alpiopi YUCTOIO 3Ti/IHO 3
MIPOTOKOJIAMH JTOCITI/PKEHb. MU po3yMieMO, IO € HIOAHCH, aJie OCKUIBKH MU HaMaraeMocs Bpi3aTucs y
IUTACTUKOBI TPYOH, BTOPHHHE 3apayKeHHS MiCIIs OYMCHUX CTaHIIN Maibke BUKIodeHe. Ha erami 3amycky
BOJIONIPOBO/TY BOJIOKAaHAJ MTPOBOAMTH HOTO Nie3iH(eKito, MpounIeHHs Ta mpoMuBaHHs. ToMy Bona
MOJIa€ThCS TaKoIo, 10 BiAnoBigae Bcim BuMoram JICTY. Jlani BmacHUK KBapTHPHU CAMOCTIMHO BHUPIIIYE:
91 BCTAaHOBUTH (PinbTpu rpy0oi ounctku (Big 5-10 MiKpoH), 4i CUCTEMY 3BOPOTHOTO OCMOCY Ha TUTHE
BOZONIOCTa4aHHs. Y HAc Oy/M BUITAJKH, KOJIU BIACHUKHU BEJMKHUX KBAPTUP BCTAHOBIIOBAIH CHCTEMY
3BOPOTHOT'O OCMOCY Ha BeCh 00'€éM BOAM, OUUIIYIOUH i1 B TOMY YHUCII i 11 TOOYTOBUX MOTpPEO.

InTepB'roep: 3po3ymiso.

PecniongenT: Takuii y Hac qocBin. Takok MaeMo JOCBi OymiBHULTBA KIIIHIKK: TaM MU 3a0e31euyBaiu
CHCTEMOIO 3BOPOTHOTO OCMOCY BOJY JUISl IUTHUX (POHTAHYMKIB HA TIOBEPXaX, JIsl TEXHOJIOTTYHHUX
noTped Ta I MPUroTyBaHHs 1Ki. BomHouac 3Bu4aiiHa Boia JJist JyIIOBUX Ta CAHBY3JIIB 3aJIUIIIANIACS
HEOUHUIIIEHOK OCMOCOM, OCKIJIbKH ITOBHICTIO OYHUIIICHA BOJIA € JTY>KE M'SIKOIO 1 TIpIIe 3MUBAETHCA.

InTepB'ioep: f 3po3ymina. A MmoxkHa mie 3anutaru npo ui Bumoru JACTY? Ilix gac 3amycky cuctemMu
BH pOOWJIM BJIACHI aHAJII3W BOAM UM KEPYBAIHCS MPOTOKOJIIAMH 3 BOJIOKaHATY?

Pecniongent: KepyBanucs nporokosnamu 3 BogokaHany. Hampukiaz, mig yac OyAiBHHIITBA TOTEIIO B
[Micro 3], ae € okpeMi 30HHU, TaKi sIK pECTOPaH Ta CIa, BUHUKAIA MMOTpeda po3yMiTH HE JIUIIE
BinmoBiAHICTH Boau ctanaaptam JICTY, a i ii neTanpHMiA XIMIYHHAN CKIIaJ T4 HASBHICTh JOMIIIIOK.
Tomy futst TAKUX BUTIAJKIB pOOMIIHCS OKpEMI TOCTIHKEHHS 1€l BOIU. A TaMm, Jie 11e He MMOTPiOHO 1is
TEXHOJIOT11, TOAATKOBI JOCIIKEHHS HE MIPOBOATHCA, OCKUIBKA KOHTPOJIb TIOKJIAIEHO Ha JIepyKaBH1
OpTraHm.
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InTepB'toep: Tak, nie B npuHIumi sicHo. A sk moa0 cna i 6aceitniB? Tam BigOyBaeTbcs SKOCh KOHTPOIb
SIKOCTI BOJTU TTO-Pi3HOMY UM TaKOX IPOCTO 3 BOJOKAHAIY uepe3 Tpyou?

PecnoneHT: Y KOXKHOMY CIla-KOMILIEKCI Ta 6aceiini nepeadadeHa cucteMa BOAOIIANOTOBKH 1
BTOPUHHOTO OYHINCHHS, aJPKE BOJA TaM [IUPKYITIOE i MA€ BTOPUHHO OYHITyBaTUCs. [[f0 TeXHOJIOTII0
MOBHICTIO PO3pOOJISiE caM MOCTaYaIbHUK 00JIaIHaHHSA. MU 1MoIaeMO HOMY 3BUYaliHy BOJY 3 MICHKOI
Mepexi, a 1aji BiH ii miATOTOBIIOE, BAKOPUCTOBYIOUH (DiIBTPALIil0 Ta TOJATKOBE OO HAHHS, 110 J0/IA€
xJ10p 260 cinb. TakuM YMHOM BOHU MiATPUMYIOTh BIIIOBITHICTH BOAM CBOil TEXHOJIOTIi, TOOTO
HasBHICTH MEBHOTO BiICOTKA XJIOPY Ta IHIIMX JOMIMIOK. [locTauanbHUKK HAJIAIITOBYIOTH 11 CHCTEMH,
KOHTPOJIOIOTH 1X 1 00CITyTOBYIOTh, OCKIJIBKH TaKe 00JIaTHAaHHS IMOTPeOy€e MOCTIHHOTO HATTISY,
peryJIsIpHUX aHaJli3iB Ta J03yBaHHS MpeTaparis.

InTepB'roep: HeBenuuke yrounenHs. Bu ko kaxete "BOHH" TIpo cria, TOOTO CIta ONEPyeThCS HE
[Ha3Ba xomraHii mpuxoBaHa], a 11e MPOAA€ThCs AKIUCh 1HITII KOMITaHii, i BOHH BXKE 1€ poOIATh?

PecnonaenT: Y HamtoMy BUNIAAKY JCSIKUMU CIa YIPABISIEMO MU, a NEIKUMH — BJIACHUKHU ab0
opeHaapi. Ane B 000X BUTIIJKaX MU HE caMi 11e poOMMO, € TpodisIbHI CHIEIIaNICTH, SKi 3aiMaIOThCS
TiIBKY UM. HaMm HeMae ceHcy TpuMaTH BIaCHOTO TEXHOJIOTa, sIKUui Oy/ie CiIiIKyBaTH 3a BciMa
HoBHMHKaMu. Hanpukian, 3apa3 Mu mpoektyemo y [Micto 2] 06'ext st [Ha3Ba kommaHii-mapTaepa
MpuxoBaHa], e Oy/e BemuKa cra-30Ha Ta 0aceitH. Mu 3airy4aeMo TEXHOJIOTIB, sIKI PO3POOIISIIOTH
o0JIaIHaHHS i1 IIO TJIOUTY BOASIHOTO JA3epKaiia Ta 00'eM Bonu. BoHu GpopMyIoTh Ui HaC TeXHIYHE
3aBJaHHS Ha PO3MIpH MPHUMIILIEHHS Ta KOMYHiKallii. Mu #oro BUKOHY€MO, TICJIsl 4OTO BOHU IMOCTavyaloTh
o0saiHaHHs, MOHTYIOTh HOTO, 3aITyCKarOTh BOJY 1 1ajli KOHTPOIIOIOTH MPOIIEC: KOJIU Tpeda MOMOBHUTH
3armacy peareHTIB 1 K pearyBaTH Ha 3MiHU MTOKa3HHUKIB. MU KOPHCTYEMOCS TTOCIyraMu MpodiibHUX
CreniajiicTiB, 00 1€ AKiCHIIIe Ta e(eKTUBHIIIE.

InTepB'roep: S 3posymina. [lyxe 1ikaBo Mi3HATHCS: 32 SKUMHU KPUTEPISIMHA B OOHPaIH IIHX
TEXHOJIOTIB 1 XTO MPHUIMAaE pillIeHHs B KOMITaHii mpo mialip HuX KoMOaHii?

PecnionenT: Y Hac € TCHACPHUN KOMITET, SIKUW 00Mpae MmiapsaAHuKiB. /[0 Kona KaHAuIaTiB
MOTPAIUISIIOTH Ti, KOTO pajsaTh. Hanpukman, muis o6'exta B [Micto 2] MU 3BepHYIHUCS 10 MAPTHEPIB, SAKi
MarOTh IMOHAJT COTHIO TIOJIOHUX KOMIUIEKCIB, 3a MOPaA0I0 MO0 MiAPSTHUKIB 3 IXHHOTO TOCBiTY. Mu
CIIMPAEMOCS Ha Il pEeKOMEHJIaIlil, a TIOTIM MMOPIBHIOEMO JOCBIJ KOMITaHii Ta ixHr0 BapTicTh. Hacnpasai
B YKpaiHi 3aaunimiocs Hebarato AIMCHO MOTYKHUX CHEIaIiCTIB, SIKi MOXKYTh IKICHO BUKOHYBATH TaKy
poboTy, ToMy BUOIp HE BaKKHIA.

InTepB'roep: ToOTO 1€ TeHIEPHA TIPOLIEYPA, 0 AKOI KAaHIUIATH MOTPAIUISIIOTH TIEPEBAXKHO 3a
MapTHEPCHKUMH PEKOMEHAIISIMU Ta TOCBIIOM.

PecnionnenT: Came Tak. PusukoBaHo Oparu mipsigHUKA JTUIIE Yepe3 HU3BKY IIiHY, aJKe TIOTIM MOXXYTh
BUHUKHYTH MpoOsieMu. 3HAYHO HAiMHIIIe MPaLOBaTH 3 JIOIUHOIO, SIKa Ma€ BETUKUI MOpTQeb
00'ekTiB. 3aBKIM MOXKHA 3areie(pOHyBaTH MorepeaHiM 3aMoBHUKaM y [Micto 4], [Micto 5] uu [MicTo
6] 1 3anuTaTH NPO HASBHICTH HapikaHb a00 300iB. [Ipoliec BOAOMIATOTOBKY — II€ JOBFOTpUBAIa
ICTOpIs: MAPSATHUK HATA€ TEXHOJIOTII0, POopMy€e TeXHIUHE 3aBIaHHs JUIsl apXITEKTOPIB, a 3r0I0M
3abe3neyye sIKICTh BOIM B OaceifHi MpOoTAroM 0araTbox pokKiB.

InTepB'1oep: 3po3ymino. A Ui BUHUKAIOTH SIKICh MMPOOJIEMU T1]] 9ac MPOEKTYBAHHS, MOHTAXY,
IyCKOHAJIaro/KeHHs a0 eKcIuTyararii X cucTemM?
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PecnonaeHT: 3arajaoM He BUHHMKA€E, OCKIJILKHA MU TPAIIOEMO 3 TIpodeCioHaIaMH, SIKi 3HAIOTh, K
o0xonuTH rocTpi KyTH. ['ooBHa mpobieMa 3apa3 y KpaiHi — 1e nedinuT aroaei yepes BiiHy Ta
MOO1Ti3a11i10. AJIe 11€ BII4YBa€THCS Y BCIX Taly3sX €KOHOMIKHU, HE JIUIIE Y BOAOMOCTayaHHi.

IntepB'ioep: 100%. A 4u € y Bac SSKUACH MPIOPHUTET 100 (HaKTOPy KOMIIAKTHOCTI oOnaaHanHsa? Un €
BiH KPUTHYHHM, YU 1€ OUIBIIE MOOakaHHS?

PecnionaenT: He MoXy cka3aT, 1110 BiH KpUTHYHHA. MU BUCIIOBIIIOEMO MTOOAKAHHS I110/I0
po3TanryBaHHS Ta MAaKCUMAJIBHOI TIJIOIII, TPOTE PO3yMieMO, 1110 Iie crienudiane oomaaaanHs. L1 miomti
€ KOMepIIHHUMU (3a3BHYall y TiA3eMHUX MMOBepXax). SIKIo0 HaM BAACTbCS BUBUIBHUTH TPOCTIpP, MU
MO>KEMO MEPETBOPUTH HOTO Ha KOMOPHU UM MapKOMICIIS 1 IpojaTH 3 mpuOyTKoM. BiamosigHo, Mu
3alliKaBJIeHI y 3MEHIIIEHH] IJIONI, SIK 1 OpeH/Iap, IKUH CIIadye 3a OpeHAY IbOTO MPUMIIICHHSI.

InTepB'roep: 3po3ymino. ToOTO pakTop KOMIAKTHOCTI Ma€ MPSMUI BIUTUB Ha €KOHOMIKY.

PecnionaenT: Bin BUTigHMI yciM: TiAPSAHUK BUKOPUCTOBYE MEHIIIE MaTepiaiiB IS Ti€l XK 3a/1adi,
OpEHZAp CIUIadyy€e MEHIIy OPEHIY, @ MM MaeMO 3MOTY IPOJIaTH BUBUIFHEHY TUIOLLY.

InTepB'1oep: f 3po3ymina. A gk ¢izuuHO BigOyBaeThCs mporec MOHTaxy? Cuctemu 30MparoThCs
TEXHOJIOTAMH JIeCh 3a3/1aJIeT1/Ib UM MPUIKIKAIOTh 1 MOHTYIOTBCSI Ha MICITi KUJTbKA JTHIB?

Pecnionaent: Bonu 36upatorhest Ha mMici. CUCTeMHU CKITagaroThes 3 Pi3HUX (QUIBTPIB, HACOCIB,
HAKOMMYYBaJILHIUX EMHOCTEH Ta pe3epByapiB s Ximiil. Yce 1e mpuiKInKae Ha 00'€KT sIK OKpeMmi
Moxyii. [IpoTsroM KijbKox AHIB (haxiBIi 3A1HCHIOIOTH iX 00B'SI3KYy TpyOamu, MiAKII0Ya0Th HACOCH JI0
eIIEKTPOMEpEIXi Ta 30uparoTh mady ynpasminas. [licias HadamTyBaHHS, TyCKOHAIATOKCHHS Ta
TECTOBOTO 3aITyCKy BOHM IEPEIAI0Th CUCTEMY BiJIMOBIAANIbHINA 0c001 Ha 00'ekTi. Y pasi moTpedu, SIKIIo
3aKIHYYIOTHCS PEareHTH a0 3'ABIISE€THCS aBapIMHKUI CUTHAI, 1151 0c00a 3BEPTAETHCS /10 MiAPSTHUKIB.

InTepB'1oep: ToOTO Bech cepBic MPOCTO JEKUTH HA HUX. A Te, IO MOHTAXX 3aliMa€ KiJibKa JIHIB — IIe
MPUAHATHO /IS Bac 1Mo TepMiHax?

PecniongenT: Lle Hac >KogHUM YMHOM HE 0OMEXYE, aJKe MapajelbHO MOHTY€EThCS Oararo iHIIOro
obnaxHaHHs. [HOMI CcTPOOY ITYYHO NPUIIBUALIMTY MPOLEC MPU3BOATH 0 TOTO, IO MiAPSAHUKA
JIUIIIE 3aBaYKAIOTh OJJHE OJTHOMY 1 1€ YIOBUIBHIOE POOOTY.

InTepB'roep: Lle mikaBa nmepcrektuBa. Ski pimeHHs a0o MIXOAH 10 OYUIIICHHS BOIU MTOKa3anu cebe
HalKpalie 3 BaIIoro JOCBixy, 1 BU O OIHO3HAYHO BUKOPUCTOBYBAJH iX y MailOyTHbOMY? U icHY€ TIeBHA
cTaHjapTu3aiis?

Pecniongent: Lle 31e6ib10r0 yHiKambHI piteHHs. MU Maiau J0cBix Oy/lIiBHUIITBA CIIA-30H Y TOTESX,
BOJIOOUHIIIEHHS B JIIKapHI, a 3apa3 MpaItoeMo 31 CHOPTUBHUM KOMIUIEKCOM. Pi3HI 3aBIaHHS BUMararoTh
PI3HUX TEXHOJIOTIH 1 pi3HUX MOCTAaYAIBbHUKIB. Y KHUTIOBOMY OyJiBHHUIITBI BOJOIITOTOBKY SIK TaKy MU
He BUKOpHUCTOBYeMO. CTaHIapTHI pillIeHHS iICHYIOTh y MeKaX KOKHOTO OKPEMOTO HaNpsIMKY: ISt
OaceiiHiB, roteniB abo JikapeHs. [IpoTe, OCKIIBKH MU MaJli IOCBiJ peatizallii JIMIIe Mo OJHOMY
00'€KTy 3 KO)KHOTO HaIPsIMKY, MM TIOKH HE MOXKEMO TTOPIBHIOBATH iX MK COOOI0 1 CTBEPIKYBATH, 10
came 1l pillleHHs TOKa3aiu cede Kparle.

InTepB'roep: Oxeid, 51 3po3ymina. Jlymaro, Ha IbOMy MOi mUTaHHS BUuuepnaHi. J{is MeHe 1ie Oyino cymep
KOPHCHO JUTS PO3yMIiHHS OpraHizalii Ta TexHosorii npouecis. [1lupo asaKyro 3a Bam gac i 1mo
MIOTO/IMJIMCS HA PO3MOBY.
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PecniongenT: Ta Hema 3a 1m10. baxkaro BaM rapHoOTO JHS.

InTeps'toep: | Bam gskyro. /o mobaueHHs.

Interview with the company’s representative

InTeps'toep 1: SIki ocHOBHI IpoAyKTH ab0 MOCTYTH Ballla KOMIIaHisg Hapas3l MpoJiae, 1 0 MPUHOCUTH
HailOinb1e puoyTKY?

IIpencraBHuk koMnaHii: Mu HaJjaeMO KOMIUIEKCHI PIIIEHHS JUIsl MIIPUEMCTB y cepl OUUCTKU BOJIU
Ta eHepro3adesneueHHs. Ham nmiaxia nossrae y KOMIJIEKCHOMY BUPIIIEHH] 33/1a4: MU PO3PaXxOBYEMO
KJIFOYOBI [TOKa3HUKH Ta JEMOHCTPYEMO iXHI1i BIUIMB HAa €HEPreTUKY 1 COKUBaHHs Boau. Hanbuipmmit
pa3oBUii NpUOYTOK MM OTPUMYEMO BiJ MIPOJAXKy 00JaHAHHS, TOAL K CTAOUTbHUMA NOCTIHHUM OX1]T
3a0e3MmeuyeThCsl peai3alliclo XiMIYHUX MPOAYKTIB BIACHOT pO3POOKH.

InTepB'toep 1: XT0 € BaimMu OCHOBHUMU KJIIIEHTAMH 3apa3, 1 3 SKUMH TaTy3siMH BH CITiBIIPAIIOETE
Haio11bIIIE?

IpencraBauk KoMmaHii: Mu nparroeMo (HakTHYHO 3 yCiMa rary3siMH, sIKi BAKOPHCTOBYIOTh BOIY Y
cBOixX mponecax. Cepeq HAIMX KITFOYOBUX KIIIEHTIB — BEJIMKI MIAMPHUEMCTBA XapuoOBOi Ta MOJIOYHOT
MIPOMUCIIOBOCTI, M'ICOKOMOIHATH, OJIHHOEKCTPAKIIiiHI 3aBOAM, a TAKOXK BEIUKI I'paBli y cdepi
MeTayprii Ta eHepreTHKy. (Ha3eu Konkpemuux KOMNauiv ma 3a800ie NPUXo8aHo 3 MipKy8aHs
besnexu).

InTeps'toep 1: Sk 3a3BUuail 10 Bac NPUXOAATh HOBI KIIIEHTH?

IIpencraBHuk kKoMnaHii: 3aay4eHHS HOBUX KJTIEHTIB 3/1€01IBIIOTO BiIOYBAETHCS 3aBASIKU €KCTIEPTHUM
pexomenaamisiM. [licast Toro, Ik HaC PpEKOMEHAYIOTh, KOMIIAHIIO 9acTO 3aPOIIYIOTh JIJIsl HAJIATOKECHHS
BOJIHO-XIMIYHHX PEKUMIB 200 I MMOBHOT 3aMIHH 1CHYIOUMX CHCTEM BOJOOYHCTKH Ha MiAIPUEMCTBI.

InTepB'ioep 1: SIki KITi€eHTH € A1 BAC HAHOIIBII BUTITHIMH YH 3pYYHUMH Y CIIBIpAIl, a 3 SKUMHU
NpaIfoBaTH HaliCKIaHime?

IpeacraBuuk kommnauii: PiBeHb KoMpOPTY y CIiBIpaIli He 3aJICKHUTh BiJl KOHKPETHOI Tajy3i, BiH
0a3yeThCs Ha AKOCTI MOOYIOBAaHUX BITHOCHH 13 KJIIEHTOM. MU TOTPUMY€EMOCS IPUHIIUITY, 10 KOXKEH
3aMOBHHUK BHMAara€e BUHSITKOBO 1HJIMBITyaJIbHOTO ITiTXOLTY.

InTepsB'toep 1: Sk Bu OaunTe nmoTeHIiitHe po3mupeHHs y HanpsaMKy B2B2X ta saxi ¢dopmu criBmpaiti
BBAXXAETE PEANiCTUIHUMU?

IIpencraBuuk komnaii: Haii roToBi pillieHHs € BIAMIHHOIO MIATPUMKOIO AJis OydiBEIbHUX KOMMIaHIi
Ta MAPSIHUKIB. MU € eKCKITIO3UBHUMH OQIIiHHIMH TapTHEPaAMH BEIMKOTO MI>KHApPOIHOTO BUPOOHUKA,
TOMY MOYKEMO 3aIPOIIOHYBATH TOBHUH KOMILJICKC XIMIYHUX MPOIYKTIB Ta €KCIIEPTHUI CYNPOBI/I.
OcCKiTbKH HA PUHKY 3apa3 CIOCTEPIraeThCsi HecTaya podoUol CHITH, HAIll HOBHMA MPOAYKT —
CTaHJapTU30BaHE PillleHH Y 11adi 3 HeprKaBiroYOi CTali — 1I6ATBHO 3aKPUBAE IO TTOTPEOy.
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InTeps'toep 2: [lepexonsauu 10 HOCHIIKEHHS PUHKY: Y YOMY BU OauuTe Ballli HACHIBHIII BHYTPIIIHI
pecypcu, a Jie Hapasi € MPOTaJIWHU YU TPYIHOILI?

IpeacraBauk kommnanii: Harow 0CHOBHOO NPOTaIMHO0 3apa3 € neiluT Jrackkoro pecypcey. oo
BHUPIIIATH ITI0 IPOOIIeMy, MU Oyay€eMO BHIIPOOYBaILHUM CTEH]I, JIe BIPOBAKYEMO BCE HAIIIC
ob6nagranHs. le m103BoauTH HaM HaliMaTH (GaxiBIIiB i3 MiHIMAIBHOK €KCIIEPTH300 Ta €()EKTHBHO
HAaBYaTH iX 32 JOMOMOTOIO AETaJbHUX YEKIICTIB Ta TEXHOJIOTIH ITY4YHOTO iHTeNnekTy. [logo cumpHux
CTOpiH, MU POOMMO 3HAYHHI aKIIEHT Ha aBTOMAaTH3aIlil Ta poOOTH3aIlii: BAKOPUCTOBYEMO aBTOMAaTHYHI
3BapIOBAJIbHI armapar, poOOTH30BaHi 3BapiOBaIbHI PYKaBU Ta CUCTEMH aBTOMAaTHYHOI MOPI3KKU METaITy.
Hari kimo4oBi BHYTPINIHI pecypcH — Iie IMO0Ka eKCIIePTHICTh, YHIKAIbHI PIICHHS, sIKI CKJIaTHO
CKOTIIOBaTH, Ta poOOTa 3a MPUHIIUIIOM 3aKPUTOTO IUKITY, III0 OXOIUTIOE BUPOOHUIITBO, CEPBICHUIMA
CYMPOBIJI 1 TOCTAa4YaHHs XiMii.

InTepB'1oep 2: Uu € neBHi 3BiTH a00 JuKepena, SKUMUA BU KOPUCTYETECS ISl OLIHKYA PUHKY
BOJIOOYHCTKH B YKpaiHi?

IpencraBHuk koMnauii: J{7s 1oCHiKEHHS pUHKY MU ITEPEBAKHO TIOKJIATAEMOCS Ha €BPOTEHCHKI Ta
m100abHI CBITOBI 3BITH.

InTepB'toep 2: Un icHy10Th B YKpaiHi IIEBHI 3aKOHO/IABY1 Y1 JIETaJIbHI OOMEXeHHA y chepi
BOJIOOYHCTKH, SIKi MOXKYTh BIUTMHYTH Ha Peai3allilo MPOeKTy?

IIpeacraBHuk komnauii: HalironoBHIIIMIA aclieKT, Ha SIKMI BapTO 3BEPHYTH yBary — i€ Tiri€HivHi
ceprudikaru. Hapasi g cdepa € 611bII1 3aperya»0BaHOI0 ASPKaBOI0, HI’K TOTO 00'€KTHBHO BUMarae
CYy4YaCHUN PUHOK.

InTepB'roep 2: Sk Baii MOTOYHI MOCIYTH MOEAHYIOTHCS 3 BUX0J0M Ha puHOK B2B2X, 30kpema momno
CHIBITpaIli 3 MOHTAKHUKAMH, JIOTICTHUKHU Ta cepBicy?

IIpeacraBHuK KoMnaHii: Mu Bke MaeMO yCHIIITHUI MPUKIIA] B3a€MOIIT 3 TUJIEpaMu: y HAC MPaIoe
KaHaJI IPOJIaXXy 3 TUCTAHLIHHUM HAJaro/KeHHSIM 00JIaJlHaHH, KOJIH KIIIEHTH MPOCTO HAJCHIAIOTh HAaM
3pa3ky BOAM Ha aHai3. Mu 3a0e3neuyemMo napTHEPIB A€TaIbHUMU BiJeoMarepiaiaMu JUis 3aIyCKy
o0JyiaIHaHHs, @ MOHT)KHUKU MOXKYTh 3a MOTIEPETHIM 3allMCOM MPOWTH MPAKTHYHE HABYaHHS Ha
HaIlIOMY HOBOMY BHIIPOOYBajJbHOMY KOMILIEKCi. Kpim Toro, B odici mpalitoe BUAUICHUHA CIICIIICT,
KU 10 TeNe(OHy J1oToMarae KiieHTaM MPOWTH BC1 KPOKHU HAJaroKeHHs, CIIMPAIOYUCh HA YEKIIICTH.

InTepB'roep 2: Yu 11i HOBI pilieHHs OyIyTh CTAaHIAPTU30BAHUMHU, UM Nepea0aYacThCs 1HANBITyaIbHA
KOMITJICKTAITiS 11 KO)KHOTO 3aMOBHHUKA?

IIpeacraBuuk koMmnaHii: Mu poOuMO 4iTKy CTaBKy came Ha CTaHJAapTHU30BaHi pIllIEHHs, 30KpeMa Ha
30ipKy 1O By3Jax.

InTepB'roep 2: fki momaTkoBi iIHBECTHINIT, HAa Bally AYMKY, HEOOX1THI 3apa3 /Il TOBHOILIIHHOTO 3aITyCKY
LbOTO IPOEKTY?

IIpeacraBuuk kommnanii: [Ipoekt He moTpedye MacITaAOHUX JTOAATKOBUX 1HBECTHIIIH. 3a HAITUMU
nigpaxyHKaMu, HeoOXiaHO Onu3bko 15-20 Tucsd qonapiB A7 3aKyIiBIl BUMIPIOBAJIbHOT TEXHIKU. YCi
HEOOX1H1 CKJIaJChKI MPUMIIIEHHS Ta OCHOBHE 00JIafHAHHS y HAC BXKE €.

InTepB'toep 2: SIki perionn YkpaiHu BU pO3IVISIA€TE SIK HAHMEPCIIEKTUBHIII [T BAIIOTO PO3BUTKY?
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IpencraBuuk kommnauii: Ha nanuii MOMEHT MU omepyeMo JBOMa JIOTICTUYHUMHE LeHTpaMu: y JIHinpi
Ta Ha 3axo/i Ykpainu. Haitbinpie 3poctans My (ikCyeMO came B 3aXiIHUX PETiOHaX y
HariBIMOOYTOBOMY CEIMEHTI, SIKMi BKIIFOYa€ HEBEJINKI CHCTEMU OYMCTKH JJISl KOTEIDKIB, IPUBATHUX
Oy/IMHKIB Ta HEBEJMKUX Xap4oBUX mignpueMctB. Taki perionu, sk MukomnaiBcbka un Onecbka o0nacri,
Hapasi He € y Hamomy (okyci.

InTepB'1oep 2: | HAOCTAHOK, SIKUMU € Ballli TOJIOBHI MIPIOPUTETH: MIBUIKICTh BUXOAY HAa PUHOK, SKICTh
MPOIYKTY, MAaCIITa0OBaHICTh, MPUOYTKOBICTh UM IMIJIXK OpeH Ty ?

IpeacraBauk komnanii: Hamr aGcomoTHUI PiOpUTET — 1€ OXOTUICHHS! pUHKY BUCOKOSIKICHUM
MPOIYKTOM Ta MEPEAOBIUMHU TEXHOJOTISIMH, 3 BUKOPUCTAHHSIM BUCOKOSIKICHOT ITPEMiabHOI apMaTypH.
Mu HartiieHi Ha peMiyM-CerMeHT i IparHeMo 3aJIydaTH KII€HTIB, SIKi TOTOBI IJIATUTH OiNIbIIIe 32
0€3KOMIPOMICHY SKiCTh. MH 3/1aTHI €(PEKTUBHO yNPABIATH LIHOYTBOPEHHSM, OCKUIBKHA MAa€EMO MPSMi
KOHTPAKTH 3 TIOCTAa4yaIbHUKAMHU, € TIPEICTAaBHUKAaMH BUPOOHUKIB MeMOpaH 1 31iICHIOEMO BIaCHUH
iMmopT. Takuii migXia TaKoXK T03BOJISIE MOHTR)KHUKAM €KOHOMUTH JOPOTOLIIHHUHN Yac, He BUTpaYaroun
Horo Ha CKJIaJHY 1 TOpoTy 30ipKy Ta 3BaprOBaHHSI.

Interview with the hotel owner

InTepB'1oep: Po3kaxiTh, sIK y BaC OpraHi3oBaHe BUKOPUCTAHHS BOJIM Ta SIKi 30HU € HAHOUTBII
BOJI03aJIC)KHUMU?

IIpeacraBHuk komMmnanii: Yce, 110 moB’s;3aHe 31 ceporo TOCTUHHOCTI, € Bojo3a1exxHuM. Ha Bcix
HAIIMX JIOKAIISAX JIy’Ke XOpoIlla Boja 31 cBepyioBUH ImuOuHoi0 6070 MeTpiB. BoHa He Mae 3amaxy, He
3aJIUIIIa€ HATBOTY 1 HE CTBOPIOE MpobiieM, ToMy crienin(ivHuX BUMOT y Hac Hebarato. ['omoBHe, mo0
BoJIa Oysla HOPMaJIBHOIO JIJIsl TOCTEM: 6e3 CTOPOHHIX 3amaxiB Ta MPUCMaKY, 1 00 y YailHUKaX He
YTBOPIOBABCS HAaKUM. MU HE HIYKAEMO MPEMIaIbHOI SIKOCTI BOJM, HAM JTOCTAaTHBO, 00 BOHA Oyra
CTabUTbHO HOPMAJILHOMO. SIKIII0 TOBOPUTH MPO 30HYBaHHS, TO B OyIMHOUYKAX MOTpiOHA MUTHA BOJA, a HA
KyXHI — BOJIa JIJIsl TEXHIYHOTO 001 THAHHS.

InTepB'1oep: Sk BUIIAAa€E Ballla CHCTEMa BOAOOYHUCTKHU ChOToH1? XTO 11 BCTAHOBUB 1 SIK BU 00Mpan
rnocraJaibHUKa?

IIpencraBuuk komnanii: [lentpanizoBanoi cuctemu (inpTpallii Ha BCiX JOKAIisIX y HAC HEMAE,
OCKUIBKH SIKICTh BOAHM 1 TaK BUCOKA. MU BUKOPHUCTOBY€EMO TOYKOBI PillIEHHS: TIOM SIKIITyBadi JJIst
KyXOHHOTO 00JIa/IHAaHHSI, TAKOTO SIK MOCYIOMUIHI MalllMHU Ta MapPOKOHBEKTOMATH, & TAKOK TTOOYTOBI
CHCTEMH 3BOPOTHOTO OCMOCY 3 OKPEMHM KPaHOM y OyIMHOYKaX. 31e01IbIIOro Taki pillleHHs HAyTh y
KOMILJIEKT] 3 TEXHIKOIO a00 IOKYTOBYIOThCS pPa3oM 13 Her0. BCTaHOBICHHSIM 3aiiMarOThCsl Hallll IITAaTHI
CTeniajicTH, CTOPOHHI CepBiCHI OopraHizaiii My He 3aimydaemo. [loctagansHuk OyB oOpaHuii
ICTOPUYHO, MU MIPAILFOEMO 3 HUM 32 1HEPIIi€0, OCKUJIBKY HAC BIALITOBYE I1HA, HASIBHICTH 3HIDKOK,
3pO3yMiJli YMOBH Ta JIOTICTHKA. TeHAepiB MU HE IPOBOIMMO, 1 BHOIp MOCTaYaIbHIKA 3a3BUYAi
B1/10YBa€THCSI HE HA MOEMY PiBHI.

InTepB'1oep: Sk BinOyBaeTbest BUOip a00 OHOBJIEHHS CHCTEM BOJIOIIITOTOBKU? SIKUMH KpUTEPIsSIMU BH
Kepyetecs?
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IIpencraBuuk komMnauii: Mu qyxe piKo 3MiHIOEMO BUPOOHHKIB ab0 cuctemu. Lle BinOyBaeThes
JIUIIIE TO/1, KOJIM BUHUKAE peaibHa mpobiema. Mu He ®eHeMOcs 3a MPEMIaIbHICTIO YU IHHOBaIlIHHUMU
TEXHOJIOTISIMH ITPOCTO 3apajiv MOKPAIICHHS: SKIIO MIOCh KOIITYE JOPOXKYE, alic He IPUHOCHUTH
KPUTHYHOI KOPHUCTi, MU BiJl IOTO BiAMOBJIsIEMOCS. Hamr miaxia mpocTHii: Ko Bce Mparroe, MU HIYOTO
He yinaemo. [ToreHTriitHa 3MiHa CHCTEMH MOXE 3HAJOOUTHUCS JIUIIIE y BUTIAJIKY, SKIIO HAIlla HOBA
JIOKaIlisl 3HaXOAUTUMETHCS B 30HI 3 MOTAHOIO SKICTIO BOAH. BaXKITMBO 3a3HAYNTH, IO PilICHHS
NPUAMAIOTh MTPOEKTHI MEHEIKEPH, a HE TOITMEHEDKMEHT.

InTepB'1oep: fxi TpynHomIi a00 HE3PYYHOCTI BUHUKAIN OCTAaHHIMU POKaMH y pOoOOTi CHCTEM,
00CITyroBYBaHHI YM MMOCTa4aHHI peareHTiB?

IpeacraBauk komnaxii: CyTTeBuX MpobiaeM He BUHHMKAJIO B3araii. JKOIHUX HapiKaHb Bif
eKCILTyaTaIiiHol CITy)kKOHM Takox He Oyio. Tparuisuimics JIuiie MOOIMHOKI BUTIAIKH, KOJIH BOJa Majia
cirabkuii Harip a0o 3'IBISBCS HEMTPUEMHUN 3arlax, aje TaKi HeJOJMIKA MU IIBUIKO TOMIYalii Ta
ycyBanu. [Ipo6aem i3 mocradaHHsAM (DUIBTPIB UM peareHTiB HEeMae — MH 3aKyITOBY€EMO iX CAaMOCTIHHO.
Cepiio3HUX MOJOMOK 200 CKIIQJIHOCTEH i1 Yac MOHTaXy He 3a(iKCOBaHO.

InTepB'1oep: 3a 110 BU TOTOBI IaTUTH OlnTbie? SIK OIIHIOETE, UM CHCTEMa BUIIPABIOBY€E BUTPATH?

IIpeacraBHuk komnaxii: Mu He TOTOBI eperIaqyyBaTH MPOCTO 32 CTATYC «IIPEeMiym» abo JOAaTKOBI
¢dyskii. OcKiTBPKH Hallla BoJIa 1 TaK HOPMAJIbHOT SIKOCT1, HEMa€ MOTHBAITli IHBECTYBATH y JTOPOXKUi
pimeHHs. MU roToBi IUIaTUTH BUKJIIOYHO 32 T€, 110 PEaIbHO yCyBa€ PU3HKH a00 BUPILIY€E KOHKPETHY
npobnemy. Jliist Hac inprpartis — 1e GyHKIIoOHAIBHA MOTpeda, a He MPOAYKT IS MTOKPAICHHS
camonouyTTa. Ham He moTpiOHa ifeanpHa Bojia s NITEH, HaM JOCTAaTHBO, 00 BOHA Oyrna
koMdopTHOIO Jutsi rocTelt. Taki mepeBaru, Sk 10Hi3allis, MOKpaIieHi MeMOpaHH Yu TTpeMiajibHi
KOMITOHEHTH, HE CTAHOBJISITH JIJIsl HAC I[IHHOCTI.

InTepB'roep: HackibKu JJ1s BaC BaKJIMBI TaKl aCMeKTH, SIK JOBTOBIYHICTh, IIIBUAKE BCTAHOBJICHHS
oOraHaHHS Ta MOBHUH MK CEPBICHOTO 00CITYyroByBaHHS?

IIpeacraBuuk kommnanii: Hapasi Mu He MaeMo tipo0iieM, siKi 6 poOWIIH 111 IHHOCTI KPUTHYHO
HeoOXiTHUMU JiJist Hac. JIOBroBiYHICTh Ta IIBHJIKE BCTAHOBIICHHS — II€ JIOTIYHI MIEpEBary, ajic BOHU HE
€ Ui Hac 00OB'I3KOBUMHU YMOBaMU. [10BHUIA IIUKJT CEPBICHOTO 0OCITYrOBYBaHHS TAaKOXK HE BUKJINKAE
1HTEpecy, OCKIJIbKY BC1 HEOOXiHI pOOOTH BUKOHY€E HAIll BHYTPIIIHIN nepcoHa. Ham roinoBHuit
KpUTepii — o0JagHaHHs Ma€e CTaOLIBHO MpaIoBaTH 0€3 3aiiBOTO BTPYyYaHHSI.

Appendix E. Breakdown of construction growth for each segment
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Residential Construction Activity: Annual Volume of Total
Square Meters Built and Y-0-Y Growth (2021-2024)
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Industrial Construction Activity: Annual Volume of Total Square
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Hotel Construction Activity: Annual Volume of Total Square
Meters Built and Y-0-Y Growth (2021-2024)

5000 000 100%
80%
4000 000 60%
53%
40%
3 000 000
20%
0%
2000 000
20%
1 000 000 -40%
-60%
0 -80%
2021 2022 2023 2024

mm Square meters of new hotel construction in a given year

—Percentage change in hotel construction activity relative to the previous year

Appendix F. Water treatment spending by the selected regions
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Total Water Treatment Spending in Ukraine: Selected Regional Breakdown and Growth
Trends (2022-2024)
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Boauncbka 509 924 655 955 894 428
MuxoJiaiBcbKa 747 565 692 900 866 820
Yepracbka 529 474 695 419 852 930
JloHenbka 458 530 806 573 773 126
IBano-PpankiBcbka 541 031 666 520 698 759
YepuiriBcbka 412918 667 237 698 558
Cymcbka 561 722 643 084 612 243
3akapnarcbka 211 420 462 072 544 009
XepcoHcbKa 2 892 246 553 462 683
Onecbka 404 207 466 435 451 309
Kutomupcbka 216 135 271 631 388 297
YepHiBenbka 237 622 247 440 244 684
TepHonmisibcbKa 25911 114 065 82 121
Jlyrancbka 368 0 0
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Geospatial Distribution of Corporate Relocations by Oblast, 2022-2024 (n=18942)

463 241
363 340
404 -
1047
1298 128
vy 223 2 1545
261 19
306 319
468 -
el -
227 1567 315
1428 128

Appendix H. Description of each criterion for business model selection

Scalability under scarcity of labor evaluates whether the proposed model can grow without requiring
proportional increases in highly qualified engineering or technical personnel. Given the current labor
constraints in Ukraine, particularly the shortage of specialized technical staff, scalability without
expanding the internal workforce is a critical factor for long-term growth. A low score (1) indicates that
scaling the model would require substantial additional hiring of engineers, technicians, or service
personnel and would involve high levels of on-site customization and engineering effort for each
project. A high score (3) indicates that the model enables replication through standardized processes,
reduces the need for on-site engineering involvement, and allows projects to be implemented without
redesigning the system architecture for every client. The evaluation of this criterion was informed by

Osnova’s previous operational experience in comparable segments and by interviews with company
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managers who have direct experience with scaling different business models in the water-treatment

market.

Sales cycle efficiency evaluates whether the model reduces reliance on long, relationship-based sales
processes and direct involvement of the company’s senior management. In Osnova’s current operating
model, a significant portion of sales activities depends on the founder’s personal relationships and
technical negotiations with clients, which creates a bottleneck for scaling. A low score (1) represents
sales processes characterized by long negotiation periods, complex approval structures, and a strong
need for involvement of the CEO or senior engineers. A high score (3) represents shorter sales cycles
that can be handled primarily by sales personnel or external partners without requiring intensive
participation from the company’s leadership. The scoring of this criterion was based on market
observations and commonly observed sales dynamics in the water-treatment and construction-related

sectors.

Organizational feasibility assesses the extent to which each strategic option fits Osnova’s current
operational structure, including production processes, engineering capabilities, and service operations.
A low score (1) indicates that the company would need to introduce substantial internal changes to
implement the model, such as new production lines, additional departments, or significant investments
in marketing or distribution infrastructure. A high score (3) indicates that the model can be
implemented with minimal structural adjustments and mainly requires incremental additions such as
partner management functions, training materials, or documentation processes. The evaluation of this
criterion relied primarily on insights obtained during interviews with the company’s CEO and internal

assessment of the existing operational structure.

Risk diversification evaluates whether the strategic option distributes commercial and operational

risks across multiple partners, customer segments, or channels, or whether it concentrates exposure in a
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single market, partner, or type of customer. A low score (1) indicates high concentration risk, meaning
that the company’s performance would depend heavily on a limited number of clients, partners, or
projects. A high score (3) indicates broader diversification across channels and partners, reducing
vulnerability to fluctuations in individual segments or relationships. The assessment of this criterion
was based on general market knowledge, industry structure analysis, and qualitative risk assessment

conducted during the strategy evaluation process.

Fit with modularity and recurring revenues evaluates whether the model supports the deployment of
standardized modular systems and enables the development of recurring revenue streams, particularly
through the sale of reagents and replacement components. Because Osnova’s long-term strategy aims to
scale modular solutions and increase reagent attachment rates, alignment with this objective is a critical
evaluation factor. A low score (1) indicates that the target market does not naturally adopt standardized
modular systems or that customers are unlikely to generate consistent follow-up demand for reagents
and service components. A high score (3) indicates that the model supports standardization of system
configurations and creates a strong opportunity to build a stable installed base, generating recurring
demand for reagents and maintenance. The scoring for this criterion was informed by insights from the

CEO interview and observations of market practices in relevant customer segments.

Appendix I. Full marketing strategy

Strategic goal and model’s logic

In this section, we will outline the marketing strategy for Osnova’s B2B2X market entry. The strategy
is mostly developed for the first acquisition steps to get installers as partners, given the installer-led
go-to-market model. We focus the marketing on installers because Osnova needs to ensure it has its
first partners before the start of operations. The goal of this strategy at the starting point of the market
entry is to recruit the first installers as the company’s partners, to gather the first successful cases to
build a portfolio before moving to the expansion stage, and to build basic market awareness of
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Osnova’s solution in the target end-user sectors (hotels, HoReCa, developers, and food manufacturers),
while keeping end-customer communication indirect and routed through installer partners.

The primary target audience for the further development of the marketing strategy is experienced
installers, engineering, and plumbing companies. Hotels/HoReCa, developers, and food manufacturers
are not a direct sales target group in this model. Communication towards these segments is used mainly
to build background awareness and credibility for Osnova as a technical provider. If an end client
contacts Osnova directly, the company provides a retail (higher) price, especially in regions where
partner installers operate, so that Osnova does not compete with partners. If the client still prefers to
work directly with Osnova under the higher-price conditions, this option remains possible.

As we mentioned previously in our go-to-market strategy, we focus the target specifically on Western
and Central parts of Ukraine and the Dnipro region. As a starting point for market entry, we emphasize
these areas to develop the B2B2X model as smoothly as possible.

Value proposition

The value proposition is written down for installers and for secondary customer segments. In this
strategy, the focus is on the value Osnova brings to installers as future partners, because the key is to
communicate these benefits clearly so installers are motivated to join the company's partner network.

Installer value proposition

The first value to emphasize for installers is that partnering with Osnova helps them execute more
projects despite the general shortage of labor in the market. Osnova provides technical support and
expertise around system selection, commissioning/start-up, and escalation in more complex cases. This
reduces the workload and risk on the installer’s side and makes project delivery more predictable.

Another important value is partner economics. In an installer-led model, Osnova proposes the
following pricing logic: partner installers receive a dealer price, which is a special price Osnova
provides only to partners. If an end client contacts Osnova directly (especially in regions where partner
installers operate), Osnova communicates a retail (higher) price, so the company does not compete with
its partners and installer economics are protected.

For additional clarity and fairness between installers, Osnova can apply a simple project allocation rule:
if two or more installers approach Osnova regarding the same project, Osnova prioritizes the first
installer who contacted the company and requested support for that project. This helps avoid conflicts
between partners and makes cooperation rules predictable.

The last value for installers is Osnova’s well-prepared partnership conditions, which include transparent
pricing logic, clear timelines, delivery terms, commissioning, and constant support with a structured
warranty approach. The aim of this is to reduce uncertainty for installers and make the collaboration
easy to repeat across multiple projects.
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Secondary audience value proposition

Since the model isn't based on direct sales to end customers, communication to these segments is
supportive: to build fundamental awareness and to position Osnova as a credible technical provider in
the market. For these segments, the value is proposed to be framed around service quality and expertise
behind the solution.

End customers receive an implementation supported by Osnova’s engineering expertise and technical
escalation. Despite the interaction being handled by the installer, end customers typically associate the
solution with Osnova as the manufacturer, and so Osnova remains the main technical reference point.
This increases reliability and reduces risk for the end customer.

Trust is delivered by Osnova’s market experience and successful cases of solutions. The company has
operated in the Ukrainian water treatment market for 14 years and has completed projects for
well-known Ukrainian companies, such as Roshen, Danone, Kernel, and others (Osnova). For end
customers, it can be a potential sign of Osnova’s competence, making them trust the company and its
services.

However, the CTA remains consistent with the model led by installers: end customers are encouraged
to work through a partner installer. Therefore, the communication should use CTAs that encourage
clients to contact Osnova, after which the request is connected to a partner installer for implementation.

Initial marketing strategy plan by phases

We propose to divide the go-to-market marketing strategy into 2 phases of implementation.

Phase 1. Build a portfolio and seed partners

The first phase is focused on getting the first realizations and building a small portfolio of completed
projects, while simultaneously establishing an initial pool of installer partners in the priority regions.
The success of this phase is defined by achieving a minimum target number of completed projects that
will be the base for trust in Osnova’s partnership credibility and benefits. As a minimum critical mass,
we propose that Osnova complete at least 10 successful projects and confirm cooperation with around 3
installer partners. At the same time, the initial targets are set as working ranges rather than fixed
numbers: the focus is on securing 5 early implementations to draft the first portfolio with cases and 4
active installer partners in the priority regions. Those ranges were chosen to keep a high level of
execution manageable at the start, while still being enough to validate the model and support further
expansion.

The main activities in Phase 1 will include finding first contacts of installers, reaching out to them,
building networking in the local community with those in the same field, and creating first credibility
tools such as successful case descriptions, basic technical materials, and clear partner terms to support
further partner acquisition.
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Phase 2. Scale the partner network and stabilize inflow

The next phase is scaling the base of the first partners and building a stable and strong inflow of
projects through installers. This period will be focused on more systematic onboarding of new partners
with clear and established routines, with must-do steps for project commissioning and regular
communication with executing partners. The phase will enhance the recurring part of the proposed
model, which will be about regularity: service, maintenance, reagent supply, and professionalism in
execution - everything that makes clients choose Osnova and repeat their orders. This phase aims to
ensure that installers won’t only bring new projects to work on, but also stay active and continue
cooperation through multiple projects and recurring needs from B2B2X clients.

Channels

For the installer-led B2B2X entry, the marketing strategy won’t focus on huge, aggressive advertising
to end customers, which are target companies, but on building the first partner acquisition structured
approach and creating the fundamental reputation and acceptability among the future partners. We
decided to split the channels into installer acquisition channels and awareness channels that support
trust.

It’s also important to mention execution capacity. Osnova currently has 5 managers distributed across
different departments and responsibilities. However, the company should hire one additional sales
manager for the installer-led model, who will be responsible for building and maintaining installer
relationships. This role is needed because it requires a specific focus on B2B2X partner work: cold
outreach and follow-ups, onboarding and relationship building, handling incoming inquiries about
pricing and system applications, redirecting technical questions to the technical team, and maintaining
regular communication with partners (including reminders and follow-ups on service and reagent
repurchases). For the market entry stage, Osnova is recommended to hire one manager who will focus
specifically on installer outreach, onboarding, and ongoing partner maintenance through a CRM-based
process.

A separate job description for the role of Sales Manager for the installer-led model was prepared as a
practical implementation artifact for Osnova.

Installer acquisition channels

1) Professional communities, associations, and publications.

As a first step, Osnova can start with creating visibility in professional installer and engineering circles.
From the CEQO's words, membership in those types of associations and participation in local
engineering communities work better than large exhibitions, because it creates trust and makes the
company recognizable before direct outreach. One example of an existing professional platform in
Ukraine is Install Fest Ukraine. That's a local Ukrainian-only industry event created specifically for
installers, engineers, and related spheres in the engineering systems professional environment. The


https://docs.google.com/document/d/15qtqRS-VIHCwMk41uFR1agG2_6r0VRJG8OcoaD3jevk/edit?usp=sharing
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event focuses on heating, water supply, plumbing systems, ventilation, and air conditioning, and
typically tries to mix an exhibition format with educational content including seminars, workshops, and
hands-on demonstrations, as well as professional competitions for installers. For this strategy, such
platforms perform as a community belonging where Osnova can become more recognizable to
installers before direct outreach.

Talking about the goal of being there: Osnova can use this type of platform in a way that benefits it, by
attending as a visitor for networking, collecting contacts of installer companies, following relevant
community pages, and then publishing short expert materials around the same topics there. By using
such a strategy, Osnova can make the outreach for installers less cold than it might be, because it would
already be known in the community. The proposed event mentioned before is just one of the examples,
however, there are a lot of options to opt for.

Reference link:
https://installfest.ua/?tbclid=IwY2xjawQSiwhleHRuA2FIbOQIxMOBicmlkETFEFNd2tNaGhLWkjTnVH

MHB6¢3J0YwZhcHBfaWQOMjIyMDMSMTc40DIwMDgSMgABHSILDOr7EJIs461_s8ZbbR3ecc-bK
ad2wtwLKtdI gIRD1ZhnlS8dL.h9ge3LKt aem 431Tqjia7uyBKoxE9TXROQOQ

2) Direct outreach.

At the initiation phase, the most realistic and easiest acquisition channel to prove the demand existence
and installers’ interest in such a partnership is direct outreach. Osnova can build a database of installers
in priority regions by searching Google and Google Maps by keywords “water treatment installation”,
“boiler room installation”, “engineering networks”, “plumbing installation”, as an example. Moreover,
many installation and engineering companies have their own websites and public listings, which can
also be used as a source of contacts. After collecting contacts, Osnova approaches installers directly by

phone/email with a short partner offer and proposes a short intro call.

This channel is important at the beginning of execution because it creates the space for Osnova to select
partners more carefully, while starting first projects faster and building the initial portfolio. Since
outreach requires consistency and regular follow-ups, we recommend hiring a dedicated manager who
will be responsible for this channel for successful launching.

For outreach to be implemented, a few steps should be taken: a short partner offer with cooperation
logic, technical support, and key rules to be formulated, easy flow to join with a landing page about the
partnership and a Telegram bot that includes a “get in contact” option; as well as basic materials with a
one-pager and first short case examples.

We’ve created the first database of potential installer partners for Osnova with their contact details and
basic partner information. It’s recommended to mark and track each installer’s potential to be engaged
in the partnership, so this table can be used and updated by the company as a working database during
the implementation period.

3) Google Search


https://installfest.ua/?fbclid=IwY2xjawQSiwhleHRuA2FlbQIxMQBicmlkETFNd2tNaGhLWkljTnVHMHB6c3J0YwZhcHBfaWQQMjIyMDM5MTc4ODIwMDg5MgABHsLD9r7EJls46l_s8ZbbR3ecc-bKad2wtwLKtdLqIRDlZhnlS8dLh9qe3LKt_aem_43lTqjia7uyBKoxE9TXRQQ
https://installfest.ua/?fbclid=IwY2xjawQSiwhleHRuA2FlbQIxMQBicmlkETFNd2tNaGhLWkljTnVHMHB6c3J0YwZhcHBfaWQQMjIyMDM5MTc4ODIwMDg5MgABHsLD9r7EJls46l_s8ZbbR3ecc-bKad2wtwLKtdLqIRDlZhnlS8dLh9qe3LKt_aem_43lTqjia7uyBKoxE9TXRQQ
https://installfest.ua/?fbclid=IwY2xjawQSiwhleHRuA2FlbQIxMQBicmlkETFNd2tNaGhLWkljTnVHMHB6c3J0YwZhcHBfaWQQMjIyMDM5MTc4ODIwMDg5MgABHsLD9r7EJls46l_s8ZbbR3ecc-bKad2wtwLKtdLqIRDlZhnlS8dLh9qe3LKt_aem_43lTqjia7uyBKoxE9TXRQQ
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Google Search should be used as the main paid digital channel, because installers and engineering
companies often search for suppliers, equipment, and cooperation opportunities through keywords. We
also considered Meta Ads initially, but after comparing both channels, Search seems to work better in
this situation because it captures the demand for this case: the user is already looking for a supplier,
partner, or a technical solution. In Meta, in contrast, targeting is based on interests, so it can be harder
to reach installers at the exact moment they are looking for cooperation. The audience is also quite
narrow and difficult to target precisely on Meta, as basically installers are a small and specific group, so
it is hard to reach the right people without a lot of wasted impressions.

Ads should lead to a dedicated landing page “Partner program” or “For installers”, which will be
developed during the launch and explained more below, with: short key benefits from partnership, a
short form, and a clear next step with the explanation of the future interaction process to become
Osnova’s partner.

The keyword will be chosen when the marketer does the keyword research (semantics). In our initial
research, the best-working keyword examples that are used on EU “become a partner” landing pages in
the water treatment industry include: “water treatment supplier”, “water treatment equipment
wholesale”, “dealer partner program”, “become an installer partner”, and “water treatment for

installation”.

Even if this way of acquisition doesn’t generate a high number of leads, it absorbs the right audience
for Osnova, as Search targets specific people with specific needs that are relevant for Osnova, installers
who are looking for equipment, suppliers, or partnership options. The main step in implementing
effective advertising will be to create a credible and understandable landing page targeted at becoming
a partner for Osnova, with all benefits and prerequisites described.

4) Service marketplaces.

As an additional acquisition channel, Osnova can also test local marketplaces for freelancers such as
Kabanchik or OLX to identify verified installers or small teams with relevant experience. This isn’t the
core channel for building the partner network, but it might help to find first contacts and pilot
cooperation. Similar logic can be applied to OLX, where many installers list their services or portfolio.
If cooperation works well, suitable performers can be converted into longer-term partners through the
official partner offer and onboarding.

Awareness channels

First of all, Osnova needs a dedicated landing page that explains the partner program clearly, because
installers often search online for cooperation opportunities. A visible website section such as
“Installers” / “For partners” makes the offer easier to find through keywords.

Osnova doesn’t have an in-house developer, so the “Partner program” landing page is expected to be
developed through outsourcing by hiring a freelancer. The idea is to create a simple and searchable
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page with an exact offer and an easy application form that doesn’t take a lot of time and is clear
enough.

With that, a page with case studies should also be developed. Even if end customers aren’t the direct
target for sales in this model, even a few successful cases still increase trust and reputation. It works for
both sides, as installers see real implementations, and hotels, HoReCa, developers, food manufacturers,
as the end clients, think of Osnova as a credible provider with already sustained projects.

We suggest including such blocks for the landing page: hero section, who this is for (installer
professional background and priority regions, partner benefits (dealer price, support, clear rules and
long-term cooperation), how cooperation works, what Osnova provides (materials, training, escalation,
warranty logic), cases, application form. Also, it’s recommended to add a block with testimonials once
they become available from installers who already have experience working with the company as
partners.

Reference links (benchmarks for partner-program website structure):
https://ua.solaxpower.com/become-solax-installer.html

https://voltea.com/certified-partner-program/

https://www.navieninc.com/hvac-partner-program

Secondly, once the first partners are onboarded, referrals and feedback can become an organic growth
channel. Installers can bring their colleagues, and they then can bring new projects from their own
network.

Funnel

In this model, the funnel is closer to a short B2B process: the goal is to move an installer from first
contact to the first pilot project, and then to repeat cooperation.

Acquisition stage

Instead of a strict script, we suggest using a short checklist of topics, which we think will capture the
most needed information. The goal of the conversation is to understand whether the installer is a good
match and to introduce the partner offer based on what the installer shares.

1. Quick introduction (Osnova + why calling)
A short explanation of what Osnova is and what it has in the scope of activities, and the reason
the company is reaching out. The dedicated manager should clearly know the benefits, proposal,
and all the details to provide a professional explanation for installers as Osnova’s potential
partners.

The next step is to understand the installer’s situation, meaning where they operate, what type of
objects they work with, team size/capacity, and whether they already work with water-related


https://ua.solaxpower.com/become-solax-installer.html
https://voltea.com/certified-partner-program/
https://www.navieninc.com/hvac-partner-program
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engineering systems to understand the level of clarification and whether the person is suitable for
Osnova’s B2B2X market entry.

If the fit is confirmed, the manager should then present the cooperation main logic, where Osnova fully
supports partners technically, provides clear rules with documentation and warranty logic, and offers
partner terms with dealer pricing model included.

Additionally, the manager needs to explain the benefits of dealers instead of retail pricing in a simple
way and how it protects the installer’s economics, especially in regions where partners operate.

And finally, if the discussion is successful enough, the next step is to send a one-pager with partner
terms, invite to a short follow-up call, or discuss a pilot project if there is a relevant one.

After the installer has agreed to cooperate, the next step is partner onboarding and support. The first
project can be treated as a pilot, where Osnova stays fully involved, and it’s a key point for successful
launching, because it should help with system selection, support commissioning if needed, and align
documentation requirements. Osnova needs to deliver one successful first case and make the next
projects easier and more standardized.

Appendix J. RACI Matrix

RACI (R - Responsible; A - Accountable; C - Consulted; I - Informed)

Below is a RACI matrix prepared to show the level of involvement of each role in key
processes within the phases of adding a new business model for Osnova. Some of the processes do not

require the participation of all employees or functions, so those cells have been deliberately left blank.

Process CE |HR Sales | Tech Opera | Outso | Technici | Installe | Finance
0] Mana | Manag | Enginee | tions |urced | an r Manager
ger er r Mana | Devel partner
ger oper
Platform build and readiness A C R C R I I

gate (Phase 1 scope, checklist,
internal test)

Hiring and staffing Sales A R C I
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Manager and outsourced
developer

Legal framework (partner
agreements & conditional
warranty)

Operating model definition
(journey, workflow, escalation,
warranty, monitoring rules)

Installer Enablement &
knowledge system (content,
Drive KB, bot routing, landing

page)

A/R

CRM system & monitoring
(profiles, deal reg,
compliance, reorders,
dashboards, concentration

trigger)

Lead generation and outreach
(networking + outbound +
pipeline discipline)

A/R

Partner onboarding and
training (rules, tools,
documentation standards)

A/R

Deal registration and
configuration validation
(before installation)

A/R

System assembly and
technical preparation for
installation

Installation execution and
commissioning documentation
package

A/R

Escalation handling and
warranty decisions (S1-S4
triage, warranty eligibility)

(poli
cy)

A/R

Reagent production and
technical preparation before
delivery
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Reagent continuity and I

commercial control

(attachment + reorder
follow-ups + revenue tracking)

A/R

Appendix K. Change management strategy

Stakeholder

CEO

Sales
Manager
(new; hired)

What is added (new
responsibilities)

In this model, the CEO stays the

strategic owner of the programme.
Practically, this means approving the

operating rules (how onboarding,
escalation and warranty work),
confirming phase gates,

and making the final decisions before
the model moves to the next stage.
The CEO also reviews the key risk
signals (e.g., partner concentration)

and decides
on operational investments that

support scaling, such as production

efficiency improvements
(automation, standardization of

production routines or procurement

optimization)

This 1s a new role that Osnova hires
specifically for the B2B2X channel.

The Sales Manager becomes the
main partner-facing owner of the
model:

building the installer pipeline,
running outreach and onboarding,

and keeping discipline in the CRM
from the first contact. The role is also

responsible for making sure
every project follows the same

routine (deal registration, required
templates, documentation package),

and for maintaining commercial
follow-ups that protect

recurring revenue logic and allow the
team to build early portfolio proof

through documented cases.

Possible
resistance
driver

Concerns about:
1. Quality
control may
weaken when
execution is
delegated to
partners

2. The new
channel may pull
attention away
from the core
B2B model

3. Having too
many approvals
and urgent
important
decisions

Concerns about:
1. Not having
deep technical
expertise in
water treatment
and feeling
insecure when
qualifying
installers,
answering
questions or
positioning the
partnership value
proposition

2. Relying too
much on the
technical team
and slowing

Impa

ct

High

High

Mitigation strategy

1) Setting clear phase gates and
“g0 / no-go” rules (using
transition criteria in the Phases
description)

2) Building some easy CRM
dashboards for the CEO with
partner concentration,
escalation rate, deal registration
discipline

3) Defining “red flag” triggers
that automatically may require
CEO review, for example,
partner volume above the
threshold or escalation spike

4) Deciding clearly what is
delegated vs what stays with
CEO approval, so the team
doesn't ask for approvals every
day

1) 1) Run a structured internal
training course with the
Technical Support Engineer,
covering basic water treatment
vocabulary, typical installer
questions,

what Osnova sells and what it
does not, followed by a final
assessment before
partner-facing work starts

2) Give the Sales Manager a
qualification checklist for
installers (must-have criteria,
red flags, and a simple scoring
logic)

3 Prepare a standard outreach
pitch + FAQ sheet so the Sales
Manager does not improvise




Technical
Engineer

In this model, the Engineer becomes

the person who protects technical
standards while scaling through

external partners. Their scope is to

validate configurations,

set commissioning and
documentation requirements, run
escalation triage logic, and apply
warranty eligibility rules
consistently. They also own the
technical content

that partners will use throughout the

collaboration: checklists,
troubleshooting guides, and

structured updates to the knowledge
base based on recurring issues from

the field.

down outreach
decisions

3. Being held
responsible for
issues that are
actually
technical or
operational

Concerns about:

1. Installers
creating
additional
support load
instead of
reducing labour
constraints

2. Partner
mistakes
becoming
Osnova’s
problem and
increasing
warranty
exposure

3. Unclear
responsibility
boundaries in
warranty and
escalation cases
4. Ongoing
requests for
consultation,
customization,
and modular
system
development
taking

too much
technical time

High
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and does not need to “invent”
answers

4) In the first 4-6 weeks, do
joint calls or shadow calls with
the Technical Support Engineer
for the first conversations until
the Sales Manager feels
confident

5) Use strict but simple CRM
rules from day one (minimum
required fields + clear statuses)
and make it non-negotiable

6) Protect the role with RACI:
Sales Manager owns pipeline
and discipline; technical team
owns configurations, escalation,
and warranty decisions

1) Make “self-service first” real:
installers must use the
knowledge base and bot before
calling escalation

2) Define escalation conditions
clearly (what must be checked
first, what evidence is required,
what tier it is)

3) Make warranty conditional:
no protocol compliance or
missing documentation package
means no warranty eligibility

4) Track support load patterns
in CRM (top recurring issues,
partners with repeated mistakes)
and convert them into updated
guides and checklists

5) Use partner performance
triggers: if one partner
repeatedly creates escalations or
documentation failures, start a
review and restrict partner
privileges

6) Train technical staff and
partners on standardized
solutions and routines, so more
issues can be solved without
constant Engineer involvement



Technicians

Finance
Manager

Technicians take on the execution

work that supports scalable delivery

behind the installer channel
Their role will now include

assembling and technically preparing
systems before shipment, producing

reagents according to the
configurations approved by the
Technical Engineer

and following standardized internal

production and quality control
routines, meaning that more work

becomes structured, repeatable and

documented, rather than handled
informally

Finance provides control so the

channel scales without losing clarity
on economics. This includes tracking
system sales separately from reagent

and maintenance revenues,

monitoring payment discipline, and

supporting pricing rules so that
margins do not erode through

exceptions. Finance also will ensure

that CRM numbers match real
financial

results by doing monthly
reconciliation of deal values,

invoices and received payments for

this model.

and limiting
scalability

Concerns about:
1. Additional
workload if
installer demand
grows faster than
internal
production
capacity

2. More
formalized
routines,
documentation
and quality
checks compared
to the previous
way of working
3. Risk of
downstream
field issues that
actually happen
during
installation or
partner misuse

Concern about:
1. Pricing
exceptions and
“special deals”
that are hard to
control

2. Delayed
payments and
higher financial
risk through
partner-based
sales

3. Additional
administrative
workload
(invoices,
reconciliation,
monitoring)

4. Weak
inventory
tracking and
inconsistent

High

Medi
um
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1) Standardize work through
simple production routines,
BOMs, checklists, and batch
rules so technicians don't
depend on verbal instructions
2) Introduce basic production
planning, such as Capacity
planning model linked to
expected installer demand, so
workload spikes are visible
earlier

3) Use quality control
checkpoints before shipment so
field issues are not
automatically attributed to
production

4) Train and support
Technicians on the new model
logic, so they understand how
their work supports scalability
and why consistency matters

1) Lock pricing logic and
payment terms in partner
agreements to avoid ad hoc
“special deals”

2) Introduce a monthly
reconciliation routine: CRM
deal values are checked against
invoices and actual payments
3) Keep reporting simple: track
only the few KPIs needed for
decisions (system sales,
reagent/maintenance revenue,
payment discipline)

4) Set clear rules for when a
partner gets paused due to
payment delays, so the channel
doesn't grow with hidden
cash-flow risk

5) Build on the customized
Excel reporting logic already
introduced by Finance and
develop a standardized



HR
Manager

Installer
partners

HR will own the hiring process for
the Sales Manager and coordinate the

sourcing and contracting of the

outsourced developer. In addition,

HR will track these hires and
contractor milestones against
deadlines, so Phase 1 delivery
doesn't stall due to missing
resources.

Partners are expected to follow

structured routines: deal registration,
documentation package, self-service

first, protocol compliance for
conditional warranty and reorder
discipline

material
write-offs, which
reduce visibility
over actual

stock use, distort
cost control, and
make
replenishment
decisions less
reliable

Concerns about:
1. Unclear
ownership
boundaries,
since delivery
depends on CEO
approvals and
team availability
2. Delays if role
requirements are
not clearly
defined from the
start

3. Risk that the
outsourced
developer misses
deadlines or
delivers
something that
doesn't fully
match what
Osnova needs

Concerns about:
1. A lot of
documentation
pieces to be done
2. Losing
autonomy as a
self-worker

3. Warranty
responsibility

Medi
um

High
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reporting template with
developer support,

so order frequency, order value,
payment patterns, and related
commercial data can be
reviewed in one consistent and
less manual format

6) Improve inventory visibility
through a more structured
system for recording material
use and write-offs, with the
longer-term option of barcode,
RFID, sensor-based or similar
automated tracking solutions
that make stock movements
more transparent

1) Use a hiring plan with clear
deadlines and stages
(publishing, shortlist,
interviews, offer, onboarding)
2) Track progress weekly and
escalate blockers early (for
example: missing job
requirements, delayed CEO
decision)

3) Make contractor work
measurable: define deliverables,
deadlines, and acceptance
criteria before the developer
starts

4) Keep requirements written
and approved early so the
outsourced developer does not
build the wrong thing or waste
time on rework

1) Make documentation easy
(templates, checklists)

2) Clear onboarding explaining
benefits and boundaries

3) First installs with strong
Osnova support

4) Consistent rule application,
no “exceptions”
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and reputation
risk

1) Basic forecasting using CRM

For this model, they need more Concerns about: pipeline where possible
predictable lead times and quality 1. Logistics and Medi 2) Diversify critical suppliers
Suppliers consistency as modular production  price volatility um-H 3) Procurement optimization

scales; procurement optimization 2. Unwillingness igh  stream to reduce volatility
becomes more structured to commit to 4) Maintain minimum safety
timelines/stock stock for critical parts if needed

Appendix L. Job description of the Sales Manager position

Job Title: | Sales manager for the installer-led model

Job The sales manager serves as a face of the company, maintaining the company standards

Purpose: | and policies when serving existing and new customers. A sales manager is responsible
for acquiring relationships with the installers and assisting installers as our customers
are making their buying decisions, system choices, redirecting technical inquiries to our
technical staff, following up with them on reagent repurchases, and identifying and
implementing sales trends and opportunities. A sales manager is a direct contributor to
achieving sales targets, upselling and cross-selling equipment, reagents, and lab
services, and offering and promoting partnership programs

Job - Role model and uphold the company’s established customer standards for new and

Duties & | existing customers by welcoming them on-site and answering calls about the questions

Responsi | they might have about price, availability, and applications of systems and chemicals

bilities: o Using proper vocabulary with established company terminology, treat

customers according to the company’s written values and standards
- Analyze sales data to identify buying trends and opportunities

o Use CRM system with customer data, drive insights about buying patterns, and
identify trends and opportunities based on the generated data
- Stick to established sales standards to meet or exceed sales targets

o Sales managers are required to reach weekly/monthly sales targets by
providing consultations to the clients, upselling and cross-selling the products to the
existing customers, and referring new ones to our company
- Promote partnership programs during interactions with customers

o Inform customers about the partnership benefits, pricing perks, and leverage
they gain with purchasing modular systems
- Utilize visual merchandising strategies to boost sales
- Address customer inquiries or concerns professionally. Consult with the clients after
the sale to gather feedback or provide support

o Contact or redirect clients to the internal technical team support to resolve
inquiries, treat customers with respect, and be willing to help them until customer care
takes the case
- Provide partners with coaching materials and access to the available online support
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systems
- Cooperate with the commercial executive to improve product exposure in the given
regions and online
- Monitor competitors’ pricing, marketing strategies, and offerings
o Utilize CRM to optimize marketing strategies, use the company’s software to
ensure compliance with competitors’ pricing
- Assist customers by suggesting and offering products based on their needs and wants
o Actively listen to the customers to detect their demands, assist with the search
and selection process of the desired products
- Monitor and follow up with clients through the CRM system on system and reagent
procurement, and lab services
- Represent the company at industry events to gain credibility
o 10% of travel is expected from sales representatives to promote the company’s
systems at water treatment shows or the company’s division's meetings, interacting with
colleagues and potential customers
- Reaching out to suppliers and vendors, and negotiating prices

Required | - Must be at least 18 years of age
qualificat | Education:
ions: - Bachelor’s degree in Business, Marketing, Sales, or a related field.
- Associate degree or high school diploma can be acceptable with the presence of
relevant experience
Experience:
- 0-2 years of experience in sales or customer support
Skills:
- Communication and interpersonal abilities
- product knowledge
- Ability to quickly learn the company's segment, technology, and standards
- ability to upsell and cross-sell products
- Knowledge and experience with handling conflicts, inquiries, and managing feedback
- Analytical skills to analyze market, competitors, and customer trends
- Proficiency in Microsoft Office and CRM systems (e.g., Salesforce, HubSpot)
attention to detail
Preferre | - Previous exposure to the water treatment market is a plus
d - Proficiency in English
qualificat | - Commercial sales certification
ions:
Supervis | None
ory
Responsi
bilities:
Working | - Office environment
condition | - 10% travel required

S:

- On-site job
-9 am to 5:30 pm with 30 minutes lunch break
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Karerop | Omnuc ta 000B'si3kn

ist

HasBa Menemxkep 3 nponaxy (Mojaesb poOOTH uepe3 IHCTAISITOPIB)

nocaau

Merta MeHnemkep 3 MPoAaKy € O0THIYSIM KOMIaHi1, 3a0e3Meuyrouu JOTPUMaHHS

NMocau KOPIOPAaTUBHUX CTaHAAPTIB Ta MOMITUK IPU POOOTI 3 ICHYIOUMMHU Ta HOBUMHU
KJIieHTaMu. BiH BiZMOBIa€ 32 HAIaro>KEHHS BIIHOCHH 3 1HCTAJISTOPAaMH Ta HaJIaHHS
iM JIONIOMOTH Ha eTarli IPUHHATTS pillleHb PO MOKYTKY Ta BUOip cucteM. OG0B’ A3KH
BKJTIOUAIOTH MTEPEHAIPABICHHS TEXHIYHUX 3aIUTIB JI0 BIAMOBIIHUX (axiBIIiB,
KOHTPOJIb TIOBTOPHUX 3aKyIIiBEJIb PEAreHTIB, a TAKOXK BUSBJIICHHS Ta BIPOBAKEHHS
TPEH/IIB MPoJaxiB. MeHemKep 0e3MmocepeIHhO BIUTUBAE HA JOCSITHEHHS IUTBOBUX
MOKa3HUKIB NPOAAXKIB, 31HCHIOE Jorponaxi (upselling) Ta mepexpecHi mpojaaxi
(cross-selling) oGmagHaHHs, peareHTiB i Ja0OPaTOPHHUX MOCIIYT, @ TAKOXK MPOCYBAE
HapTHEPCHKI MPOrpaMHu.

Kiawouos e JloTpuMaHHs CTaHJApTIB 0OCIYroByBaHH:: ByTH 3pa3koM y JOTpUMaHHI

i BCTaHOBJICHUX KOMIAHI€I0 CTAHIAPTiB POOOTH 3 HOBUMH Ta ICHYIOUHMHU

000B's13 KJIIEHTaMH, KOHCYJIBTYIOUH iX IIOZO IiH, HASBHOCTI TOBApiB Ta 3aCTOCYBaHHS

KH CHCTEM 1 XIMIKaTiB.

o BukopucrtoByBatH npogeciiiHy TepMiHOIOT1IO Ta B3aEMOJIATH 3
KJIIEHTaMH BIATOBITHO 1O KOPIIOPATUBHUX LIIHHOCTEH.
e AmHaii3 JaHUX MPOJAXKiB: AHANI3yBaTH JaH1 AJis BUSBICHHS CIIOKHBYUX
TPEHIIB Ta MOXKJIUBOCTEH.
o BukopucroByBatn CRM-cuctemy [uist OTpUMaHHS aHATITHYHUX JaHUX
PO MOJIeITi MOBEIIHKH MMOKYTIIIIB.
e BukonanHs rutaHiB npogaxis: JloTpuMyBaTHCsS CTaHIAPTIB MPOAAXKY IS
JOCATHEHHs a00 MepEeBUIICHHS [IIIbOBUX MOKA3HHUKIB.
o IlpoBoanTH KOHCYJIBTALIIT, 3A1HCHIOBATH TONPOAAXKI Ta 3a]y4aTd HOBUX
KITIEHTIB 32 PEKOMEHIAITisSIMHU.
e [lpocyBaHHs napTHEPChKUX Mporpam: IHdpopMyBaTH KII€HTIB PO MEpeBaru
NapTHEPCTBA, LIIHOBI MPUBLIET Ta BUTOJM B MPUAOAHHS MOAYJIBHUX CHUCTEM.
e BisyanbHuii MepUYaHIai3UHT: BUKOPUCTOBYBATH CTpATETii Bi3yalbHOTO
IPEACTaBICHHS TOBAPIB Ui CTUMYJIFOBAaHHS IIPOJIAXiB.
e Pob6orta i3 3anuTamu kiieHTiB: [IpodeciitHo onpanboByBaTH TUTAHHS Ta
3ayBasK€HHS. 3A1MCHIOBATH MICISMPONAXKHUHN CynpoBi 1715 300pY BIATYKiB.
o HapaBaru miaTpumKy abo epeHanpaBISATH KIIEHTIB 10 TEXHIYHOTO
BIJI/ILTY, CYIPOBOIXKYIOUM KEIC 0 MOMEHTY Tepeayl y Biaaiia TypooTu
PO KJIIEHTIB.
e [linTpumka naptaepiB: HamaBaru mapTHepaM HaBUaIbHI Marepiaiy Ta JOCTYI
JI0 CUCTEM OHJIaiH-TIITPUMKH.
e Bszaemomis 3 komepiiiiHIM aupekTopoM: CHIBIIPAIIOBaTH JIsl TOKPAIICHHS
IPEACTaBICHOCTI MPOAYKIIT B pErioHax Ta OHJIANH-IPOCTOPI.
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e MOHITOPUHT KOHKYpEHTIB: BiicTexyBaTu iHOyTBOPEHHS, MAPKETUHTOB1
cTparerii Ta Mpomo3uIlii KOHKYPEHTIB.
e KoHcynsratuBHUH nponax: Jlomomaratu KirieHTaM y BHOOPI IPOAYKIIii Ha
OCHOBI iXHIX MOTpeO.
O AKTHUBHO CITyXaTH KJII€HTA JJIs1 BUSIBJICHHSI 3aIIUTIB Ta JOTIOMOTH Y
mig0opi HeoOX1THUX TOBAPIB.
e Koutpons 3akyniBenb: Uepes CRM-cucteMy BiZICTeKyBaTu Ta HaraayBaTH
KJIIEHTaM TpO TEPMiHH 3aKyIiBIIi CUCTEM, PEareHTIiB Ta J1a00paTOPHUX MOCIYT.
e [IpencraBHUIITBO KOMITaHii: bpaTu y4acTs y ramy3eBux 3axomax Jis
T1JIBUIIIEHHS aBTOPUTETY OpEHTY.
o Ilependaueno 1o 10% pobouoro yacy Ha BiAPsKEHHS (BUCTABKH 3
BOJIOIIITOTOBKHY, BHYTPIIIHI 3yCTpidui KOMMaHi1).
e Po0Oota 3 nmocravyainbHUKaMu: B3aemMois 3 mocTayajlbHUKaMKA Ta BEICHHS
HEeperoBopiB OO IiH.

Heo0xinx

Hi 3arajbHi BUMOIH:
HABHYK o .
" e Bik Bix 18 pokis.

Ocsira:

e Cryninb 6akanaBpa B ranysi 0i13Hecy, MApKETHHTY, IPOAAXKIB a00 CyMIXHHUX
chepax.

e JlurioM MOJIOJIIOTO CreriaiicTa abo cepeaHs OCBiTa 32 YMOBU HASIBHOCTI
BIJIMTOBITHOTO JOCBiTy poOOTH.

HocBia podoru:
e (-2 poxu m0CBiy y pojaxax ado MiATPUMIII KIIE€HTIB.
HaBuukmn:

® Bucoki KOMyHIKaTHBHI Ta M>KOCOOHCTICHI HABUYKH.

e [TnuOoke 3HaHHA MPOAYKTY (200 37aTHICThH MIBUAKO BUBUUTH CETMEHT PUHKY Ta
TEXHOJIOT11 KOMITaHii).

e Bwminns 3aiiicHioBatu nonpoaaxi (upselling) Ta nepexpecHi npogaxi
(cross-selling).

e JlocBix poOOTH 3 KOH(IIKTAMH, 3aTTUTAMHU Ta BiATYKaMH.

e AmnamiTuyHi 3A10HOCTI AJIs OLIIHKU PUHKY Ta MOBEAIHKHU KJIIEHTIB.

e Bmnesnene Bonoainusa Microsoft Office Ta CRM-cuctemamu (Hanmpukiazm,
Salesforce, HubSpot).

® VYBaXKHICTH JI0 JE€TAJIEH.
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Baxani

AKOCTI e JlocBia poOOTH Ha PUHKY BOJAOOUYHUIIICHHS/BOJOIIATOTOBKH Oy/Ie TIepeBaroio.
e BonoaiHHS aHNIHCHKOK MOBOIO.
e HassnicTh cepTudikariB y cdepi KOMEPIIHHUX MPOIAXKIB.

YmoBu Jlokauisi: Po6ota B odici (on-site).

npami I'padixk: 3 9:00 no 17:30, nepepra Ha 0611 — 30 XBHIUH.

Binpsamkenns: /o 10% poGouoro vacy.
Ynpasaincbka BiinoBiiaabHicTh: BincyTHs.

Appendix M. Financial model

Link to economic justification model:

https://docs.google.com/spreadsheets/d/1H9brY 8Thol237-mLUDgm4yvi8RVFGE2PF7JAaaNQb-48/edi

t?usp=sharing

If you are outside of Kyiv School of Economics, please email mnechytailo@kse.org.ua to obtain

permission for file review.


https://docs.google.com/spreadsheets/d/1H9brY8ThoI237-mLUDqm4yi8RVFGE2PF7JAaaNQb-48/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1H9brY8ThoI237-mLUDqm4yi8RVFGE2PF7JAaaNQb-48/edit?usp=sharing
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