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The Business M
odel Canvas 

W
RI is looking to develop a sustainable funding 

m
odel 

by 2019 
that 

w
ill 

yield 
at 

least US 
$1,000,000/year in a w

ay that rem
ains aligned 

w
ith W

RI’s com
m

itm
ent to transparency and 

open data and rem
aning cutting-edge. 

W
RI values: 

“Count it” , “Change it”, “Scale it”

I. Raise Prices  on Advisory Services so Closer to M
arket Price

3. Develop Subscription Based Analytics

Background

The Aqueduct  W
ater Risk Atlas tool uses global 

data to produce online w
ater risk m

aps so that 
organizations can understand w

ater risks and 
opportunities. The original funding for  the tool 
cam

e from
 corporate donations but this is not 

sustainable putting this valuable program
 at a 

high risk .

2. Sensem
aking

Sources of Revenue:  

1) Advisory Services engagem
ents w

ith 
corporations, w

hich charges 2x - 4x less than 
traditional consultancies 
2) Aqueduct Alliance (a consotium

 of corporate 
and other donors) w

hich is their m
em

ber service 
arm

. M
em

bers decide annual donation rate, 
varies for m

em
eber 

3) Com
bination of above

3. W
hat’s getting in the w

ay? 
• O

ptim
al challenge: This is a “Push” rather than a “Pull” system

. 
The AQ

 team
 is too short on staff. 

• Connecting hum
an chain: Groups in W

RI not alw
ays sharing 

learnings/failures from
 business m

odel initiatives
• W

RI w
orried w

ill lose institutional good-w
ill by charging too 

m
uch 

• Reconciling intention and activity: Trade-off betw
een cutting 

edge w
ork w

ith top 5%
 of firm

s and scaling to rest of 95%
 

players. W
RI only w

ants to w
ork on innovative projects w

hich 
lim

its them
 to top perferform

ing players

4. S-Lab Team
’s Execution Plan 

to Develop and Refine Business 

Phase 1: Conducted Interview
s and Gathered D

ata 
• Conducted 14 Stakeholder Interview

s from
 different M

arket 
Segm

ents
 

- Consultancies (Antea Group, W
SP, D

eloitte, Anthesis)
 

- Corporate (M
ars)

 
- Rating Agencies/D

ata Providers (Bloom
berg, M

SCI) 
 

- N
GO

 (Ceres, W
RI)

 
- Governm

ent (N
etherlands) 

• W
eekly m

eetings w
ith Paul and Eliza

• Consulted w
ith M

IT experts 
• O

nsite W
RI visit

Phase 2: D
eveloped 4 M

inim
um

 Viable Products (M
VPs)

Phase 3: Test and Refine M
VPs

5. Three Proposed Business M
odel Ideas 

• Segm
ent: Com

panies/Govt’s 
• M

eets 45%
 of Financial Goal

• W
RI Value: “Change it”

Risks:
Lose business w

ith existing clients because too expensive--need to 
com

m
unicate reasoning  

Benefits:
U
se funds to invest m

aintaining tool and in additional capabilities, 
e.g. data analytics, staff, data linkages
Signals prem

ium
 services 

2. Aqueduct Certification/Pipeline Program
 

Pipeline of O
pportunities Exists

• Segm
ent: Consultants

• 65%
 of Financial Goal

• W
RI Value: “Scale it”

Risks:
“D

eath by Certification”:  saturation of N
GO

 certifications
Lack of interest by consultancies if not enough “positive leads”

Benefits:
Provides a m

echanism
 to scale

Accreditation com
m

unicates reliability and consistency
AQ

 team
 learns about w

ater risk needs & trends

• Segm
ent: Com

panies/Govt’s
• 10%

 of Financial Goal
• W

RI Value: “Count it, “Scale it”

Risks:
W

ill com
panies be interested?

D
eveloping new

 analytics capabilities w
ill cost 1-2 ppl 

for 6-12 m
onths

Benefits:
D
ata is still open but tool that can be custom

ized to the 
private sector
Can add m

odules w
ith m

ore functionality over tim
e and 

charge m
ore

Reduces inbound requests for advisory services 

Guideline:
1) Any solution m

ust align w
ith transparency and open 

data  com
m

itm
ent

2) N
o short-term

 solutions that don’t w
ork long-term

 
3) M

ore W
RI cross-group and involvem

ent of stakeholders 
the better
 6. W

hat did w
e learn?

• Aqueduct tool is  very highly regarded - considered 
“gold-standard”

• W
RI undercharging or providing high-value services 

for free and value extracted by consultants 
• Project m

otivated staff to discuss ideas across W
RI, 

connecting hum
an chain

Next Steps...
W

RI should  gather m
ore data on custom

er w
illingness 

to pay to benchm
ark price charged, and develop greater 

understanding of costs, including saving $ by instituting 
across W

RI’s  groups. 


