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EXECUTIVE SUMMARY 

The BRIDGE Initiative Business Models Working Group (BM WG) brings together participants from 88 Horizon 
Europe energy research and innovation projects to develop shared frameworks, tools and knowledge resources 
that support the commercialisation and market uptake of project results. This Annual Activity Report covers the 
work carried out during the 2025-2026 period across two main areas: the investigation of tools for capturing and 
building business models (Task 1), and the identification of promising and marketable BRIDGE products and services 
through a pilot repository (Tasks 2+3, merged for this period). 

Task 1: “Investigation of the tools for capturing and building business models” followed a structured, participatory 
methodology built around the SV² Multilevel BMI framework. It engaged project teams from across the BRIDGE 
portfolio through a kick-off webinar, a diagnostic survey and a set of three co-design workshops on strategic 
positioning, value proposition design and value chain design respectively. The central output of this work is a 
taxonomy of four strategic archetypes, the Citizen-centric Energy Community (CEC), the Flexibility-driven 
Aggregator (FdA), the Municipality-enabled Transition Hub (MTH), and the DSO/TSO-orchestrated System Flexibility 
Market (SFM), and nine associated value proposition pathways, which together form the empirical foundation of 
the forthcoming Business Model Handbook (BMH). Key findings confirmed that awareness of business model 
development is growing across the portfolio, that interactive co-design formats significantly outperform passive 
information sessions in generating usable outputs, and that regulatory fragmentation and funding gaps represent 
the twin systemic blockers to business model viability and market uptake across the BRIDGE community.  

Task 2+3: “Identification of promising and marketable bridge products and services” focused on the design, 
population and initial analysis of a pilot repository of promising and market-ready BRIDGE products and services. A 
structured questionnaire was distributed to 28 mature projects, of which 18 contributed data covering a total of 25 
reported products and services. The repository captures information across six categories: product 
characterisation, governance, partnerships, market potential, business model features and supporting evidence. 
Analysis of the initial dataset reveals a portfolio strongly anchored in digital infrastructure, with energy 
management systems, data spaces and interoperability platforms, and AI-based forecasting tools dominating the 
technology distribution, and a near-uniform average TRL of between 6.75 and 7.0 across technology categories, 
with three solutions reaching TRL 8, all owned by established industrial actors. The two most prevalent 
commercialisation challenges reported across the portfolio are regulatory and market barriers (48% of solutions) 
and securing additional funding (44%), both structural and external to individual projects.  

The General Assembly held in Brussels in March 2026 provided an opportunity to present the outcomes of both 
work streams to the broader BRIDGE community and to collect feedback, reinforcing the findings of the co-design 
process and validating the direction of future activities. Next steps include finalisation of the Business Model 
Handbook, expansion of the repository through additional data collection rounds, and improvements to 
governance, automation and public accessibility of the repository in coordination with the BRIDGE DM WG. 
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1 INTRODUCTION 

The Working Group on Business Models aims at establishing common language and frameworks around business 
model description and valuation. It identifies and evaluates existing and new business models from the project 
demonstrations or use cases.  

The working group focuses on two areas:  

● Designing tools to evaluate the benefit and values of the services and solutions developed by the projects. 
This includes the investigation of the tools to capture and build business models and the quantification 
methods for business models benefits of services and solutions under various use case scenarios. 

● Designing a business model that better incorporates the data value chain and the monetisation of data, 
where better observability creates additional social value.  

These overarching objectives were addressed in 2025 by 2 tasks: 

● Task 1 investigates the tools for capturing and building business models, with the overall objective of 
encouraging a sustainable value creation mindset for research and innovation and equipping participants 
with the essential tools to develop successful business models. The task addresses key questions about how 
projects integrate business model design and innovation into their work plans, covering topics such as BM 
design, with a focus on: 

▪ strategic positioning;  
▪ customer relationship models and value propositions; 
▪ BM frameworks; 
▪ example applications, 
▪ best practices.  

Using the SV² Multilevel BMI framework as its methodological backbone, the task combines interactive 
online events, stakeholder consultations and co-design workshops to engage participants. Its main 
expected outcomes are structured project business models and a Business Model Handbook (BMH) 
compiling useful templates, best practices and project examples. 

● Task 2+3 identifies promising and marketable BRIDGE products and services with the overall objective of 
enhancing the visibility, accessibility and exploitation potential of these solutions, thereby supporting their 
uptake by industry, policymakers and other key stakeholders. The task aims to improve the discoverability 
of project outcomes, foster collaboration across BRIDGE working groups, and contribute to the generation 
of policy-relevant insights for the European Commission starting with the creation and maintenance of a 
repository of mature project solutions. The repository outlines key success factors that enable solutions to 
come close to market, as well as key challenges and needs to scale up solutions. Additionally, the reposiotry 
also postions itself as a disemmination tool for successful and mature solutions, paving the way for 
improved comunication and advertisement to external stakeholders.  

To perform these tasks efficiently, the WG was structured as shown below ( Figure 1.1): 
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Figure 1.1: The governance of the WG on BM 

The WG saw the participation of 88 projects in the horizontal activities to make sure that they provide their insights 
and feedback. The list of projects involved is presented below: 
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Figure 1.2: List of projects involved in the Business Model WG 

Task groups have been further organising separate meetings, knowledge sharing and interviews to identify good 
practices and lessons learnt. The results of each task for the period 2025-2026 are reported below. It is expected 
that these sections will be further extended next year as the BM WG continues to address these tasks with the aim 
of providing standardised approaches and methodologies. This would help the projects to build BMs that highlight 
the revenue and other value streams, and so foster their replication and scaling-up on the market. 
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2 TASK 1: INVESTIGATION OF THE TOOLS FOR 
CAPTURING AND BUILDING BUSINESS MODELS 

Task leaders: Cláudia Antunes Marante (exPEDite); Gonçalo Mendes and Luisa Matos (DriVe2X) 

2.1 Scope of the work 

The primary objective of Task 1 was to support BRIDGE projects in developing robust and structured business 
models. Building on the findings and recommendations of the previous reporting period, the task adopted a more 
structured and action-oriented approach, centred on the SV2 Multilevel BMI framework, a three-level analytical 
model encompassing the Strategic Design Level, the Value Proposition Design Level, and the Value Chain Design 
Level (see Figure 2.1) 

 

Figure 2.1: The Business Model Journey with Three Levels of Analysis 

The scope of the work encompassed three interconnected phases. The first was a diagnostic and awareness-raising 
phase, initiated through a kick-off webinar held on 16 December 2025, and an onboarding survey distributed to 
BRIDGE projects before the co-design activities. The survey, which collected responses from eleven participants 
across nine projects, mapped the current state of business model development across the portfolio, identified key 
barriers, and located each project within its development stage. Results revealed a strong consensus on the value 
of business model development in R&I contexts, while also raising recurring challenges including limited 
understanding and engagement, institutional and regulatory fragmentation, skills and capacity gaps, and the 
difficulty of developing replicable models across diverse national contexts. 

https://expedite-project.eu/
https://drive2x.eu/
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Figure 2.2: Stage of the Projects 

 

 

Figure 2.3: Tools Used to Develop Business Models 

The second phase consisted of a series of three co-design workshops, each targeting a different level of the SV2 
framework: strategic positioning (Workshop 1), value proposition design (Workshop 2), and value chain design 
(Workshop 3). The workshops were conducted online using interactive collaborative tools, combining exercises 
with discussion and exchange of views on the output(s). Each session was designed to build on the outputs of the 
previous one, progressively translating strategic insights into actionable business model components. 
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The third phase comprised the ongoing analysis and synthesis of workshop outputs, with a view to populating the 
Business Model Handbook (BMH), the primary deliverable of Task 1. The BMH is intended to serve as a practical 
resource for EU-funded energy projects, providing structured templates, strategic archetypes, value proposition 
pathways and best practices drawn directly from the co-design process.  

2.2 Methodology 

The methodology employed for Task 1 was structured around the SV2 Multilevel BMI framework and 
operationalized through a staged sequence of knowledge co-creation activities. Rather than a top-down 
dissemination of tools and concepts, the approach was deliberately participatory: participants from active BRIDGE 
projects were positioned as co-designers, contributing their own project experience to the construction of shared 
knowledge. The methodology comprised four interconnected components: a kick-off webinar, a diagnostic survey, 
three co-design workshops, and a cross-session synthesis process.  

Kick-off Webinar and Diagnostic Survey 

The process was initiated with a kick-off webinar, which introduced the task objectives, the framework, and the 
planned co-design sequence to BRIDGE project participants. The webinar served both to raise awareness and to 
open a channel of dialogue with projects about their expectations for the Business Model Handbook. In parallel, an 
onboarding survey was distributed online to collect baseline data on each project’s stage of development, current 
use of business model tools, and perceived barriers to business model development. Data collected informed the 
design of the subsequent workshops, ensuring that the co-design activities were calibrated to the actual needs and 
maturity levels of the participating projects.  

Co-Design Workshop Framework 

The three co-design workshops were structured to progressively guide participants through each level of the SV2 
framework, with each session building directly on the outputs of the previous one. Each workshop followed a 
consistent format: a brief introduction anchoring the session with the broader BM journey, a series of timed 
collaborative exercises conducted on a shared online tool, and a collective output review. Participants were invited 
to work both individually and in small groups, contributing inputs in the form of structured post-it notes that were 
subsequently analysed and synthesized by the task leaders. 
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2.2.1 Workshop 1 – Strategic Positioning 

 

Figure 2.4: The First Stage – Strategic Design Level 

The first workshop, which focused on the strategic design level, addressed the governance and actor dimensions of 
business model design. It comprised four sequential exercises. The External Drivers Sprint invited participants to 
vote on the external factors most influencing strategic decisions across five pre-defined driver categories: market 
evolution, technology evolution, regulatory evolution, grid/data infrastructure, and funding and access to capital; 
as well as on the most relevant complementary assets, actors, and adjacent industries. The Strategic Intent Cards 
exercise asked groups to select and justify the three strategic intents most relevant to their projects from a menu 
of options, including: 

▪ cost reduction; 
▪ local decarbonisation; 
▪ flexibility optimisation; 
▪ citizen participation; 
▪ energy autonomy; 
▪ new revenue streams;  
▪ resilience; 
▪ innovation leadership.  

 
The Capability Mapping Flash exercise then prompted participants to identify three essential internal capabilities 
and two common gaps, as well as one capability that could be acquired externally. Finally, the Ecosystem 
Configuration Sketch asked each group to outline a typical network configuration by answering four structuring 
questions: who orchestrates, who enables, who captures value and what dependencies are critical.  



 bridge 

 Business Models Working Group  

   Annual Activity Report 2025-2026 

 

14 

 

 

Figure 2.5: The External Drivers Sprint Results 

 

 

Figure 2.6: The Strategic Intent Cards Results 



 bridge 

 Business Models Working Group  

   Annual Activity Report 2025-2026 

 

15 

 

 

 

Figure 2.7: The Capability Mapping Results 

 

Figure 2.8: The Ecosystem Configuration Results 

The synthesis of Workshop 1 outputs produced four emerging strategic archetype families that provided the 
structural backbone for all subsequent activities: the Citizen-centric Energy Community (CEC), the Flexibility-driven 



 bridge 

 Business Models Working Group  

   Annual Activity Report 2025-2026 

 

16 

 

Aggregator (FdA), the Municipality-enabled Transition Hub (MTH), and the DSO/TSO-orchestrated System Flexibility 
Market (SFM). 

 

Figure 2.9: Emerging Strategic Archetypes 

 

2.2.2 Workshop 2 – Value Proposition Design 

 

Figure 2.10: The Second Stage – Value Proposition Design Level 
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The second workshop, focused on the value proposition design level, translated the four strategic archetypes into 
concrete value propositions. Three exercises structured the session. The Market Offer Co-Design asked each 
participant to select one of the four archetypes and map their project’s value proposition along the problem-
solution-outcome chain, addressing what problems the solution solves, what outcomes it enables, what product-
service bundles deliver this value and what makes the offer unique relative to alternatives. The Customer Model 
Sprint then prompted participants to map their primary customer segments, distinguishing between economic 
buyers and end-users where relevant, alongside customer needs and jobs-to-be-done, trust mechanisms, and 
engagement barriers. Finally, the Revenue Model Exploration asked participants to identify how value is rewarded 
across five dimensions: direct revenue, indirect value, market-based value, community-based value and cross-
sector bundles.  

The synthesis of Workshop 2 outputs produced nine value proposition pathways distributed across the four 
archetypes: three pathways for the Citizen-centric Energy Community (Community Flexibility and Energy Sharing 
Service; Local Renewable Generation and Autonomy Bundle; Social Value and Engagement Package), two for the 
Flexibility-driven Aggregator (Demand Optimisation and Energy Arbitrage Service; Forecasting and Grid Support 
Intelligence), two for the Municipality-enabled Transition Hub (Integrated Energy and Mobility Services; Circular 
Economy and Seasonal Services), and two for the DSO/TSO-orchestrated Flexibility Market (Local Flexibility Market 
Enablement, Integrated Grid Services and Digital Infrastructure). 

 

Figure 2.11: Strategic Archetypes X Value Propositions Pathways per Project 
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2.2.3 Workshop 3 – Value Chain Design 

 

Figure 2.12: The Third Stage – Value Chain Design Level 

The third workshop, focused on the value chain design level, explored how the value propositions set out in 
workshop 2 translate into operational and financial reality. Three exercises structured the session. The Delivery 
Model Sprint invited participants to map the processes that must function smoothly to deliver their value 
proposition, identify the biggest operational risks and friction points, and reflect on what would break first in a 
transition from a pilot to full deployment. The Procurement Model Mapping exercise prompted participants to 
identify external resource dependencies, critical supplier and delivery partners, procurement risks and potential 
mitigation strategies. The Financial Model Reflection asked participants to sketch their main cost drivers, identify 
realistic funding mechanisms, articulate financial risks, and consider how to reduce perceived risk for investors and 
public institutions. The session closed with a Go-to-Market discussion covering four dimensions: how to acquire 
attention, how to activate customers, how to retain customers, and how to generate referrals. 

2.2.4 Cross-Session Synthesis 

Following each workshop, a structured analysis of the inputs was conducted to distil key insights, identify cross-
project patterns, and populate the emerging structure of the BMH. This synthesis process was guided by four 
analytical lenses: external drivers, strategic intent, capabilities, and ecosystem configuration in Workshop 1; market 
offer, customer model, and revenue model in Workshop 2; and delivery, procurement, and financial model in 
Workshop 3; progressively building a layered and coherent picture of business model development across the 
BRIDGE project portfolio. 

2.3 Findings 

Through the co-design process, the DM WG developed a taxonomy of business model archetypes and value 
proposition pathways, grounded in direct project experience and aligned with the three levels of the SV² 
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framework. This section focuses on synthesising the key insights emerging from the workshops, rather than 
providing a procedural description of the activities carried out 

2.3.1 A Taxonomy of Strategic Archetypes and Value Proposition Pathways 

The central analytical output of Task 1 is a taxonomy of four strategic archetypes and nine value proposition 
pathways, mapping the dominant business model orientations across the BRIDGE project portfolio. The four 
archetypes, the Citizen-centric Energy Community (CEC), the Flexibility-driven Aggregator (FdA), the Municipality-
enabled Transition Hub (MTH), and the DSO/TSO-orchestrated System Flexibility Market (SFM), each represent a 
distinct combination of strategic intent, internal capabilities, ecosystem configuration and external driver profile. 
Each archetype was further translated into two or three value proposition pathways, leading from strategic 
direction into concrete market offers, customer engagement approaches, and revenue mechanisms grounded in 
examples from participating projects. 

2.3.2 Insights at the Strategic Design Level  

The voting exercise on external drivers produced a clear hierarchy of strategic priorities. Market evolution was 
identified as the dominant external driver, receiving 14 votes, nearly double the score of the next highest-ranked 
factor. Regulatory evolution and grid/data infrastructure evolution each received eight and seven votes, 
respectively, confirming that the institutional and infrastructural environment is perceived as the primary shaping 
force for business model design across the portfolio. Among complementary dimensions and stakeholders, 
specifically TSOs, DSOs, aggregators, citizen-led cooperatives and fintechs, were ranked as the most strategically 
relevant complementary dimension (11 votes), ahead of institutional actors such as policy makers and 
municipalities (8 votes) and digital technologies including, AI, IoT, and data management platforms (5 votes). This 
pattern confirms that the ecosystem of relationships is perceived as more decisive than the availability of physical 
assets or technologies alone. Energy market incumbents and consumer behaviour emerged as significant 
transversal constraints and enablers cutting across all driver categories. 

At the level of strategic intent, flexibility optimisation, citizen participation, cost reduction and new revenue streams 
were the most consistently prioritised factors across groups, with a recurring and important observation that these 
intents are deeply interdependent: flexibility cannot be unlocked without citizen participation, and new revenue 
streams are only viable when cost reduction delivers tangible and visible benefits to end-users. Resilience, energy 
autonomy and sustainable mobility were identified as growing secondary priorities in the context of accelerating 
electrification. 

Capabilities analysis confirmed that digital and data management competencies and organisational capacity are 
non-negotiable internal requirements across all project types, while regulatory and market expertise, covering 
compliance, licensing, pricing algorithm development and flexibility trading are commonly externalised. Energy 
literacy and social engagement were flagged as the most widespread and significant capability gaps across the 
portfolio, particularly in community-based models where participation is a structural precondition for value 
creation. 

The ecosystem configuration exercise produced four dominant orchestration logics that mapped directly onto the 
four strategic archetypes. In community-led configurations, energy community or REC managers orchestrate 
relationships with external actors and capture value for members through shared savings and community revenues. 
In this respect, the Italian REC model was highlighted as a specific and instructive regulatory variant, where the REC 
itself must be a legal entity and the national incentive structure limits direct consumer benefits, reducing 
participation in flexibility markets. In municipality-driven configurations, local councils coordinate energy, mobility 
and sustainability services, with citizens as value captors. In DSO/TSO-centric configurations, grid operators 
orchestrate flexibility markets, with aggregators as intermediaries and communities as flexibility providers. In 
aggregator-led configurations, the aggregator occupies the market interface role, with technology providers 
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functioning as enablers. Integration and data sharing were identified as the most critical cross-cutting dependency 
across all configuration types. 

2.3.3 Insights at the Value Proposition Design Level 

The nine value proposition pathways produced in Workshop 2 provide the content layer of the Business Model 
Handbook, each grounded in specific project examples. Within the Citizen-centric Energy Community archetype, 
the Community Flexibility and Energy Sharing Service pathway addresses low engagement and underused assets 
through digital tools for energy sharing and demand response, generating bill savings, shared savings, and 
community identity. This pathway is illustrated by MASTERPIECE, COMPILE, INNO-TREC, and DriVe2X. Revenue 
mechanisms range from membership shares and subscription fees to flexibility market revenues and community-
based dividends, with regulatory context heavily determining which mechanisms are available. The Local 
Renewable Generation and Autonomy Bundle, illustrated by COMPILE, Bluebird, and DriVe2X, delivers shared PV, 
storage, and EMS optimisation with outcomes of autonomy and resilience. The Social Value and Engagement 
Package, illustrated by INNO-TREC and MASTERPIECE, addresses participation barriers and digital exclusion through 
behavioural incentives and community events, with largely indirect revenue accruing through increased 
participation and resulting shared savings. 

Within the Flexibility-driven Aggregator archetype, the Demand Optimisation and Energy Arbitrage Service, 
illustrated by EV4EU, Bluebird and INNO-TREC, solves high energy costs and inefficient asset operation through EMS 
optimisation and demand shifting, generating revenue through tool licensing, arbitrage savings and flexibility 
market participation. The Forecasting and Grid Support Intelligence pathway, illustrated by WindTwin, addresses 
grid instability through high-accuracy forecasting and decision-support tools serving DSOs and TSOs, with revenue 
generated through royalties, software licensing, and improved market positioning. 

Within the Municipality-enabled Transition Hub archetype, the Integrated Energy and Mobility Services pathway, 
illustrated by Neverflat, EV4EU, and DriVe2X, addresses mobility inequality and grid stress through V2G and EV fleet 
services, with cross-sector energy-mobility bundles as a distinctive revenue feature. The Circular Economy and 
Seasonal Services pathway, illustrated by Reboat, addresses seasonal waste surges through modular recycling units 
and co-creation with local communities and creative industries, combining energy with tourism as a cross-sector 
revenue bundle. 

Within the DSO/TSO-orchestrated System Flexibility Market archetype, the Local Flexibility Market Enablement 
pathway, illustrated by COMPILE, Bluebird, Bluebird, EV4EU, and DriVe2X, solves congestion and inefficient grid 
investments through local flexibility markets and demand response participation, generating avoided grid 
reinforcement costs and community payments to prosumers. The Integrated Grid Services and Digital Infrastructure 
pathway, illustrated by PEDvolution and COMPILE, addresses fragmentation and poor interoperability through 
digital platforms and control strategies, generating platform licensing revenues and avoided operational costs. 

Across all pathways, low energy literacy, complexity of participation processes, insufficient visibility of benefits, and 
data concerns were identified as the most consistent engagement barriers. Trust, built through transparency, 
community governance and user-friendly digital tools, emerged as an essential precondition for customer 
activation and retention across all archetype families. 

2.3.4 Insights at the Value Chain Design Level 

Data quality and interoperability were identified as the single most critical operational dependency across all 
project types. Data integration, encompassing real-time data pipelines, stable APIs, and hardware-software 
interoperability were consistently flagged as the process most likely to fail in a transition from pilot to full 
deployment. However, the most striking and recurrent finding from Workshop 3 was that technology is broadly not 
the primary bottleneck; human behaviour is. User drop-off, engagement fatigue, resistance to automation, low 
energy literacy and insufficient visibility of benefits were identified as the factors most likely to undermine delivery 
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performance, particularly in community-based models. One participant captured this succinctly: the technology is 
broadly there; the human factors are likely to break first. Effective delivery at scale was found to require automated 
workflows, behaviour-aware design, simplified user journeys and continuous, relatable communication, including 
peer champions and regular feedback on savings and performance, as highlighted by MASTERPIECE and INNO-TREC. 

On procurement, the most significant risks identified were vendor lock-in, explicitly flagged by INNO-TREC, 
interoperability issues between hardware and software systems, supply chain delays for physical assets, regulatory 
bottlenecks around V2G licensing and DSO approvals, and dependency on slow-moving institutional actors. A 
particularly distinctive insight from the workshops was the value of behavioural design as a procurement risk 
mitigation strategy: designing solutions that rely on behavioural nudges rather than full automation reduces 
dependency on complex API integrations and lowers technical procurement risk. 

On financing, EU grants and public funding dominate the current financing landscape across the portfolio, with 
market-based revenue streams remaining limited due to market immaturity, long payback periods and the absence 
of proven business cases. CAPEX covering hardware and infrastructure, and OPEX covering user support, digital 
hosting and compliance, are the primary cost drivers. Support costs for vulnerable user groups were highlighted by 
INNO-TREC as a significant and frequently underestimated OPEX component. Overestimation of savings was also 
identified as a recurring financial risk. Risk reduction strategies included modular scaling, bundling of mature and 
innovative services, transparent performance reporting and diversification of funding streams. 

2.3.5 Cross-Cutting Insights 

Four systemic findings emerged consistently across all three workshops. First, regulatory fragmentation is 
simultaneously the most significant barrier and the most significant enabler across the portfolio. It influences not 
only which business models are viable but also the timing, actors and value capture mechanisms available in each 
national context. These diverge across EU member states in frameworks for energy communities, flexibility 
markets, V2G, and data access representing a particularly acute challenge for projects operating cross-nationally. 
Second, scaling from pilot to full deployment represents an exponential rather than linear increase in complexity, 
with user support capacity, data integration robustness, community governance structures, and behavioural 
engagement design identified as the most likely breakpoints. Third, financial sustainability currently depends 
primarily on public funding, with market-based models remaining underdeveloped across nearly all archetype 
families – a structural gap that the Business Model Handbook is directly designed to address. Fourth, and most 
fundamentally, socio-technical alignment, the integration of technical design with behavioural, social and 
organisational realities emerged as the decisive factor in business model success across all archetypes, reinforcing 
participatory co-design as both a methodological choice and a substantive contribution of Task 1. 

2.4 Conclusions and Next Steps 

Task 1 has completed its primary co-design activities for the 2025–2026 period, delivering a structured and 
methodologically coherent body of knowledge that constitutes the empirical foundation of the Business Model 
Handbook. 

Three substantive conclusions emerge from the work conducted this year. First, awareness of the importance of 
business model design is growing among BRIDGE project participants, but early-stage business model thinking 
remains the exception rather than the norm across the portfolio. The BRIDGE community demonstrates strong 
technical capability but relatively weak commercialisation infrastructure, and the structured guidance that the BMH 
is designed to provide addresses a genuine and widely felt gap. Second, interactive and practice-oriented co-design 
formats proved significantly more effective than passive information sessions in generating engagement, learning, 
and usable outputs, a finding with direct implications for how Task 1 structures its activities in future cycles. Third, 
the co-design process confirmed that regulatory barriers and funding gaps are the twin systemic blockers to 
business model viability and market uptake across the portfolio, and that these structural constraints cannot be 
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resolved at the level of individual projects alone, reinforcing the importance of collective intelligence platforms 
such as BRIDGE. 

The General Assembly held in Brussels on 23–24 March 2026 provided the first opportunity to present the full 
outcomes of the co-design process to the broader BRIDGE community and to collect feedback on the draft structure 
of the Business Model Handbook. 

2.4.1 Next Steps 

In the immediate term, the priority is to complete the analysis of the three co-design workshops, including the 
incorporation of non-synchronous feedback collected, and to finalise the cross-session synthesis that will populate 
the BMH. A draft of the handbook will be circulated to Working Group members and the European Commission for 
review, following which feedback will be integrated ahead of finalisation. The final version of the BMH is targeted 
for completion by summer 2026 

In parallel, Task 1 will reflect on how the BMH can be transformed from a static reference document into a dynamic 
and easy-to-use practical tool for future EU-funded energy projects. Three directions for development were 
proposed at the General Assembly for the 2026–2027 work cycle: the consolidation and validation of the strategic 
archetypes and value proposition pathways with extended data from a broader set of projects; the transformation 
of the BMH into a responsive and regularly updated tool; and an exploration of the potential of AI and machine 
learning to enhance the business model design experience for project participants. 
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3 TASK 2+3 – IDENTIFICATION OF PROMISING AND 
MARKETABLE BRIDGE PRODUCTS AND SERVICES 

Action leaders: Anastasis Tzoumpas (ELECTRON, ODEON); Rafael Oliveira Rodrigues (COP-PILOT); Athanase Vafeas 
(LocalRES); Natalie Samovitch (EDDIE); Habib Nasser (FlexCHESS) 

3.1 Introduction to the Task 

Discussions held during the BRIDGE General Assembly 2025 highlighted a shared need, emerging from the exchange 
between the European Commission and the BM WG, to better identify, structure and showcase the most promising 
solutions developed within BRIDGE projects. In particular, these discussions underscored the importance of 
creating a dedicated space capable of bringing forward the most mature and relevant products and services, both 
to improve the understanding of their economic characteristics and exploitation potential, and to support their 
visibility beyond the BRIDGE community. 

Against this background, the European Commission clearly asked the WG to focus its efforts on the development 
of a structured repository of promising and market-ready BRIDGE solutions. Such a repository was envisaged to 
support policy analysis and evidence-based policy making, by providing a consolidated and comparable overview 
of technological maturity, business and exploitation models, and market potential across projects, sectors, and 
Member States. It would also serve to promote selected solutions externally. 

As a result of this reorientation, Task 3 on Data Valorisation was merged with Task 2, leading to the creation of the 
combined Task 2+3 for the 2025–2026 period. While ensuring continuity with Task 1 on business model tools and 
methodologies, the merged Task 2+3 shifted its primary focus towards the identification, analysis and structured 
presentation of promising and market-ready BRIDGE products and services. This adjustment reflects a broader 
ambition to enhance the discoverability of exploitable results, foster cross–WG collaboration, and deliver 
policy-relevant insights for the European Commission, alongside benefits for industry and other stakeholders. 

3.2 Proposed Goals for 2025/2026 

At the outset of Tasks 2 and 3 (named Task 2+3), the WG clarified the main challenges and objectives ahead. 
This initial step led to five guiding questions: 

Q1) How should a “promising and marketable solution” be defined? 
Q2) How can such solutions be identified? 
Q3) Which characteristics should be captured in the repository? 
Q4) What resources are required to ensure regular updates? 
Q5) How can discoverability and showcasing of solutions be enhanced? 

These questions were examined in light of broader priorities, including: market readiness and uptake of BRIDGE 
projects solutions; knowledge sharing and cross–working group collaboration; data collection, validation, and 
regulatory compliance (e.g., GDPR); and the need for mechanisms supporting continuous monitoring and long-term 
maintenance. Building on this, Task 2+3 set three interrelated objectives: 

 
(a) a pilot repository (e.g. Excel-based) of BRIDGE products and services, tagged according to market readiness and 
uptake potential, and tested on a representative sample of projects. This supports the visibility of innovation 
outputs for policymakers, industry, and other stakeholders, while fostering cross-WG synergies; 
(b) a foundational tool to support the future market uptake of BRIDGE innovations; and 
(c) a sustainable governance model ensuring maintenance and long-term availability. 

https://electron-project.eu/
https://odeonproject.eu/
https://cop-pilot.eu/
https://www.localres.eu/
https://eddie.energy/
https://flexchess.eu/
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3.3 Proposed Methodology 

To achieve the objectives of Task 2+3, a structured and iterative methodology was adopted, combining the 

establishment of a common repository framework with a systematic data collection process involving selected 

BRIDGE projects. The methodology was designed to ensure both the robustness of the collected information 

and its relevance for policy analysis, monitoring and future exploitation-oriented activities. 

The work was organised into five main steps.  

1. First, the target users of the repository were identified, and their information needs analysed, with 

particular attention to policy-makers, programme officers and other stakeholders interested in market-

ready solutions.  

2. Second, the scope, functional objectives and governance framework of the repository were set out and 

validated, including roles and responsibilities related to data provision, validation and future 

maintenance. 

3. Third, the repository was structured around a limited number of high-level categories intended to 

capture the most relevant characteristics of products and services, while maintaining usability and 

comparability across projects. These categories cover, among others, product characterisation, 

governance, partnerships, market potential, business model features and supporting evidence. The 

repository was set up as an Excel-based tool, comprising a set of predefined fields to facilitate 

harmonised data entry. 

4. Fourth, data were collected from a representative sample of mature BRIDGE projects, primarily those 

approaching the end of their project lifetime and therefore able to provide consolidated information 

on products and services close to market deployment. Data were collected through a questionnaire, 

designed to ensure consistency, traceability and GDPR compliance. The BRIDGE Secretariat managed 

the survey and supported projects in the data collection phase.  

5. Finally, the data collection process and the initial repository structure were both assessed through a 

first round of analysis, with the dual objective of extracting preliminary insights on the reported solutions 

and identifying potential improvements in view of future scaling-up, automation and regular updates.  

3.4 The Pilot Repository 

The above-mentioned methodology was used to build the repository prototype in an iterative manner. As part of 
this process, discussions were held internally and with DG ENER and CINEA. The repository was structured in such 
a way as to limit the number of macro-categories while still covering all relevant features as shown below: 

• Product Characterisation (tech, TRL) 

• Governance (ownership, model) 

• Partnerships (ecosystem, gaps) 

• Market Potential (users, sectors, Intellectual Property) 

• Business Model (revenue, costs, channels) 

• Supporting Evidence (pilots, demos). 

Data collection was directed towards a sample of 28 mature BRIDGE projects, primarily those expected to conclude 
between September 2025 and June 2026, in order to ensure an adequate level of technological maturity and 
completeness of information. The repository therefore serves both as a pilot instrument and as a first consolidated 
overview of promising and market-ready BRIDGE solutions. 
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The result emerged as a tool in Excel format with 30 columns (See Table 3.1Table 3.2). Out of the 28 projects that 
were contacted, 18 (mentioned in bold font) provided their contributions for a total of 25 reported 
products/services. 

 

2LIPP EDDIE INTERSTORE MASTERPIECE SERENE 

AdvanSIC EV4EU Intnet PARMENIDES SUREWAVE 

Blades2Build Every1 ISLANDER R2D2 SYNERGIES 

COMMUNITAS FlexCHESS i-STENTORE RE-EMPOWERED XL-Connect 

Data Cellar FLOW localRES RESONANCE  

DEDALUS HVDC-WISE MAESHA RESCHOOL  

Table 3.1: Overview of BRIDGE projects contributors to the pilot repository of promising solutions 

The first activity concerned the selection of mature projects. This phase required an in‑depth assessment of the 
projects’ level of progress, with the objective of identifying those capable of providing complete, reliable and useful 
data for the structuring of the repository. This preliminary work represented an essential step in ensuring the 
quality and consistency of the information collected. 

In parallel, the BRIDGE Secretariat initiated a discussion on the most appropriate method for gathering the data 
needed to create the repository. Two options were considered: 

• the distribution of an Excel file to be completed and returned by the projects; 

• the development of a questionnaire through the EUSurvey1 platform, for the representatives of the projects 
participating in the BM WG. 

Both alternatives were evaluated in terms of efficiency, clarity, ease of completion and their ability to ensure a 
homogeneous and comparable information set. The final choice was made through consultation with WG members 
and with contact points from ENER and CINEA, which provided significant support to the Secretariat.  

The questionnaire was then sent to the selected projects and the BRIDGE Secretariat recorded their responses. 
Once enough responses had been received, the data were analysed. 

The questions were structured to obtain a comprehensive and comparable overview of the results. They first looked 
a general description of the product or service, its purpose and the technologies employed, before exploring 
governance aspects such as ownership, management and the existence of partnership agreements. Additional 
information was collected on existing partnerships and those required in order to bring the product to market, 
together with an assessment of market potential, user segments, geographical areas of interest and the presence 
of competitors or alternative solutions. A significant part of the questionnaire also focused on the business model, 
examining value creation mechanisms, distribution channels, and the main revenue and cost components. The 
latter are often difficult to assess as project promoters can be reluctant to disclose sensitive economic information. 
Finally, projects were asked to provide supplementary materials useful for understanding the product, such as 
technical documentation, pilot results or public references, as well as contact details for further inquiries. 

 
1 https://ec.europa.eu/eusurvey/runner/repository_BM_WG  

https://ec.europa.eu/eusurvey/runner/repository_BM_WG
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To complement this initial assessment, a first statistical overview of the entries collected in the pilot repository was 
carried out. It provides an aggregated snapshot of the maturity level, sectoral distribution, governance 
characteristics and geographical coverage of the solutions reported by the participating projects. 

Table 3.2 summarises the main descriptive elements from the first set of repository entries. 

Category 
Survey 
item 

Requested 
information 

Rationale 

G
en

er
al

 In
fo

rm
at

io
n

 –
 D

es
cr

ip
ti

o
n

 

1 Project Acronym Self-explanatory 

2 Project Description 

The project description offers a broader overview of the project in 
which the product/service is developed. It aims to give context for 
understanding the project’s objectives, scope, and overall 
thematic area. Maximum 300 characters. 

3 Product/Service Title Self-explanatory 

4 
Product/Service 
Description 

Participants are asked to describe the selected product or service 
outlining its purpose, main features, and potential applications. It 
aims to determine what the result consists of, why it is relevant, 
and what makes it innovative or different from existing solutions 
(i.e. the unique value proposition). Maximum 500 characters. 

5 

Product/Service 
Technology  

 

This field collects information on the primary technological 
domain or application area to which the selected product or 
service relates. This is a closed question: participants are asked to 
select one option from a predefined list provided through a drop-
down menu. The available options are: 

• Energy management systems 

• Data spaces and interoperability platforms 

• AI-based forecasting tools 

• Smart meters and IoT devices 

• Energy storage systems 

• EV charging infrastructure 

• Local flexibility markets and trading platforms 

• P2P energy sharing 

• Cross-sector digital twins 

• Hydrogen and RE integration 

• Apps for demand-side flexibility 

• Other 
Minimum 1 selection 

6 TRL (achieved) 

The technology readiness level (TRL) specified at the level of the 
selected product/solution, not at the overall project level, to 
accurately reflect the maturity of each individual result. Only 
products or solutions with a minimum TRL of 6 are considered. 

G
o

ve
rn

a

n
ce

 

7 
Co- owner 
(organisation) 

This field collects information on the ownership of the selected 
product or service. Participants are asked to indicate the 
organisation holding ownership, specifying the owner's name. In 
cases of co-ownership, all contributing organisations are to be 
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listed, together with their respective contact details and a brief 
description of the nature and extent of each partner’s share or 
contribution. 

8 Legal Entity 

This field collects information on the type of organisation 
established for the exploitation of the selected product or service. 
This is a closed multiple-choice question: participants are asked to 
select the option that best describes the exploitation arrangement 
from a predefined list. The available options are: 

• Limited liability company 

• Consortium/association 

• Foundation 

• Business network 

• NewCo 

• Internal exploitation 

• Other. 

9 
Ideal Governance 
Type  

The ideal governance type describes the governance model 
considered most suitable for managing and exploiting the 
product/service within the project framework. It identifies how 
decision-making responsibilities would ideally be structured and 
distributed among involved entities. 

A preselection of options is offered including: 

• Centralised decision-making, where authority is 
concentrated in a single entity 

• Decentralised decision-making, where several entities 
operate autonomously 

• Shared decision-making, where governance is 
collaboratively managed among multiple actors. 

P
ar

tn
er

sh
ip

 

10 
Key Project 
Partnerships 

This field collects information on the types of existing 
collaborations and partnerships relevant to the selected product 
or service. Participants are asked to select one or more options 
from a predefined list that best describes the partnerships 
involved. The available options are: 

• Academic/research institutions 

• Industrial partners 

• Public authorities 

• Public companies 

• Civil society / NGOs 

• Cultural entities 

• End-users & communities 

• Media & communication 

• Other 

11 
Additional 
Partnerships 
Required  

This field asks project developers to list other partnerships that 
would be beneficial for scaling up and further developing the 
reported product/service. This is a closed question: participants 
are asked to select one or more options from a predefined which 
is identical to the one in the previous field.  

The possibility to list more than one key partnership is offered. 
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M
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t 
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12 Target Market 

This field collects information on the sectors, or application 
domains for which the selected product or solution is intended, 
helping to clarify the intended scope and focus of market 
adoption. This is a closed question: participants are asked to select 
one or more options from a predefined list. The available options 
are: 

• Renewable energy generation 

• Smart grids 

• Energy storage 

• Energy efficiency 

• Demand response 

• Electrification & mobility 

• Hydrogen economy 

• Digital platforms & AI for energy 

• Cross-sector integration 

• Other 

13 Main User Groups Self-explanatory 

14 Geographical Market 
This represents the targeted geographic area considered for the 
market deployment of the product/solution matters and needs to 
be documented. 

15 
Competitive 
Landscape  

The competitive landscape describes existing alternative solutions 
that address the same needs or challenges as the selected 
product/service. 

16 IP Status 

This field collects information on the intellectual property (IP) 
status associated with the selected product or service, with the 
aim of clarifying its legal and proprietary conditions in support of 
commercialisation, collaboration and market deployment. This is 
a closed question: participants are asked to select one or more 
options from a predefined list. The available options are: 

• Patents 

• Licenses 

• Copyrights 

• Trademarks 

• Industrial designs 

• Trade secrets 

• Utility model 

• Other 

17 
Next Step for 
Development 
Products/Solution 

 

This information is key to understanding if and how the owner(s) 
of the reported solution is/are moving towards market entry or 
scale-up. 

18 
Challenges/Obstacle
s  

This field collects information on the main challenges or obstacles 
encountered during the development, deployment, or 
commercialisation of the selected product or service. This is a 
closed question: participants are asked to select one or more 
options from a predefined list that best describe the difficulties 
experienced. The available options are: 
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• Communication among project partners 

• Differences in expectations or objectives between 
partners 

• Alignment of timelines and schedules 

• IP management 

• Sharing confidential or sensitive information 

• Securing additional funding 

• Securing key partnerships 

• Regulatory and market barriers 

• Other 

B
u

si
n

es
s 

M
o

d
el

 

19 
Business Model 
Adopted 

This field collects information on the business model angle 
through which the selected product or service creates, delivers 
and captures value within its intended ecosystem. This is a closed 
question: participants are asked to select the option that best 
describes the primary market relationship model adopted. The 
available options are: 

• B2B 

• B2C 

• B2G 

• C2C 

• Other 

20 
Revenue Model 
Applied 

This field collects information on the revenue model adopted by 
the selected product or service, describing the mechanisms 
through which income is generated and value is monetised. This is 
a closed question: participants are asked to select one or more 
options from a predefined list that best describe the applicable 
revenue mechanisms. The available options are: 

• Direct sales 

• Subscription / recurring revenue 

• Freemium 

• Licensing 

• Pay-per-use / transaction-based 

• Commission / brokerage 

• Data monetization 

• Advertising 

• Other 

21 
Relevant Cost 
Categories 

This field collects information on the main cost categories 
associated with the development, operation, and scaling of the 
selected product or service, aiming to identify the primary cost 
drivers affecting its economic sustainability. This is a closed 
question: participants are asked to select one or more options 
from a predefined list that best describe the relevant cost 
components. The available options are: 

• Research & Development (R&D) 

• Personnel 

• Manufacturing / Production 

• Infrastructure & Equipment 

• IT Systems & Software 

• Marketing & Sales 
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• Distribution & Logistics 

• Regulatory & Compliance 

• Outsourced services 

• Energy & Utilities 

• Maintenance & Support 

• Sustainability & Circularity costs 

• Other 

22 
Distribution 
Channels of the 
Product/Service 

This field collects information on the distribution channels 
through which the selected product or service is delivered to end 
users or customers, including both direct and indirect forms of 
market access, in support of its commercialisation strategy. This is 
a closed question: participants are asked to select one or more 
options from a predefined list that best describe the distribution 
channels used. The available options are: 

• Direct commercialisation (no intermediary) 

• Distribution network 

• Partnership network 

• Public procurement 

• Licensing / technology transfer 

• Digital platforms / SaaS 

• Installers / integrators 

• Community-based / cooperatives 

• Other 

Ex
te

rn
al

 r
es

o
u

rc
es

 23 
Publications, 
Technical Reports, 
Patents, Datasets 

Additional sources of information could be mentioned if 
considered relevant for the route to market (per type of source) 

24 
Case Studies or 
Testimonials 

As above 

25 Pilot/Demo Results As above 

26 Website As above 

A
d

d
it

io
n

al
 

in
fo

rm
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27 
Other Additional 
Information 

Any useful information or observation that is not captured by 
previous fields. For example: non-technical or non-business 
features such as socio-economic, societal, environmental, 
motivational or team dynamics. 

 

C
o

n
ta

ct
 28 First Name Self-explanatory 

29 Last Name 

30 Email 

Table 3.2: Descriptive Elements of Repository Entries 
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Figure 3.1: Pilot Repository Snapshot 

3.5 Results of Analyses Performed on the Repository 

Below are the overall results of statistical analyses carried out after the first iteration of the repository. 

3.5.1 General Overview of the Results 

 

Figure 3.2: Commercialisation Challenge Landscape 
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The polar area chart (Figure 3.1) maps the frequency of eight obstacles reported across all 25 products/ 
technologies in the repository. The distribution is far from even, and the patterns reveal interesting insights for the 
BRIDGE projects. The two largest segments, regulatory and market barriers (12 products/ technologies, 48% of the 
portfolio) and securing additional funding (11 products/ technologies, 44%), are both external to the projects 
themselves. They cannot be resolved through better project management, stronger partnerships or improved 
technical performance. They reflect the systemic conditions under which project solutions are attempting to 
commercialise: a fragmented regulatory landscape across Member States and a persistent funding gap between 
the end of Horizon Europe support and the point of commercial self-sufficiency. Without a clear regulatory 
pathway, investors and follow-on funders are reluctant to commit, which in turn stalls the market entry that would 
validate the regulatory case. 

Securing key partnerships ranks third (7 products/ technologies). Partnerships in this context are often the 
mechanism through which regulatory access, distribution infrastructure and customer validation are achieved. For 
many products/technologies, particularly those owned by academic institutions or SMEs without an existing market 
position, the absence of a strategic industrial or utility partner is the single most concrete barrier between TRL 7 
and revenue. The overlap between this challenge and the funding challenge is likely high: projects struggling to 
secure partnerships are also the ones finding it hardest to attract follow-on investment. 
 
In addition, responses to the survey showed that many solutions involve multiple partners contributing to design, 
deployment and operation. For example, InterConnect brings together manufacturers, aggregators and research 
actors, while OneNet coordinates TSOs, DSOs, and service providers. This reflects a broader shift toward 
ecosystem-based innovation, where value is co-created across stakeholders, though it also introduces complexity 
in governance and value-sharing mechanisms.  

Another interesting insight is the challenge of sharing confidential or sensitive information (8 
products/technologies, 32%). In the context of energy data platforms, data spaces and multi-stakeholder EMS 
solutions, which account for the majority of the repository, this reflects the difficulty of operating commercially in 
a sector where data ownership, interoperability standards and competitive sensitivity intersect. Several of the 
repository's most technically sophisticated solutions, including MAPS DEC, DR-FLEX, SYNERGIES, and DATA CELLAR, 
report this challenge. It signals that the commercialisation bottleneck for data-intensive solutions is not just 
market access but the governance frameworks required to make multi-party data sharing legally and 
commercially viable. The four remaining challenges, timeline alignment (5), communication among partners (4), 
differences in expectations (3), and IP management (2) are comparatively minor in frequency terms and reflect 
more conventional project execution difficulties. 

The two challenges that affect the majority of the portfolio point to the need for structural interventions such as 
advocacy for regulatory harmonisation at EU level, structured access to post-project bridge funding mechanisms, 
and the development of standardised data governance frameworks that reduce the confidentiality barrier for data-
space solutions.  
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Figure 3.3: Commercialisation pathway of BRIDGE projects 

The commericalisation pathway diagram (Figure 3.2) describes the various business models, revenue types and 
distribution channels selected by the BRIDGE projects in the repository. The first column (e.g. business model layer) 
counts how many times a specific business model was selected for a product/ technology (often multiple pathways 
were selected in the repository) and thus, the total number can exceed the total number of products/technologies. 
The breakdown of the different columns and values is the following: 

Business model layer 

• Business to Business (B2B) (20 products/ technologies) – the solution targets another organisation as its 
primary customer 

• Business to customer (B2C) (12 products/ technologies) – the solution targets end users directly: citizens, 
prosumers, homeowners, or energy community members.  

• Business to Government (B2G) (5 products/ technologies) – the solution targets public authorities, 
municipalities or regulated entities such as DSOs operating under public mandate.  

• Community to Community (C2C) (5 products/ technologies) – where value flows between peers within an 
energy community rather than from a company to a buyer.  

Revenue type layer  

• Access-based (17 products/ technologies) – the customer pays for ongoing use without acquiring 
ownership. Covers subscription, freemium, and pay-per-use.  

• Ownership-based (13 products/ technologies) – the customer acquires the product or a durable right to 
use it independently. Covers direct sales and licensing.  

• Value-based (7 products/ technologies) – revenue is tied to the value or transactions generated rather than 
access or ownership. Covers commission, data monetisation, and other.  

Distribution channel layer  

• Digital platforms (15 products/ technologies) – the solution is delivered or sold through a SaaS platform, 
app, or digital marketplace.  

• Partnership network (14 products/ technologies) – the solution reaches market through existing 
relationships with other organisations: consortium partners, industry allies, or distribution agreements.  

• Direct commercialisation (11 products/ technologies) – the solution is sold directly by the owning 
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organisation without intermediaries.  

• License/ Tech Transfer (6 products/ technologies) – the IP is licensed or transferred to a third party, typically 
from a university or research institute to an industrial partner. 

• Public procurement (4 products/ technologies) – the solution enters market through public tender 
processes targeting DSOs, municipalities, or national energy authorities. 

• Installers (4 products/ technologies) – the solution reaches end users through installation and integration 
partners, typically for hardware-integrated or building-level deployments. 

• Community-based (4 products/ technologies) – distribution through cooperative structures, energy 
communities, or peer networks. Specific to the C2C and community-platform KERs. 

 
Access-based flows into digital platforms and partnership network simultaneously. The thickest band in the entire 
diagram runs from access-based into digital platforms, matched almost exactly by an equally thick band into 
partnership network, both carrying a weight of 11. This reveals that the portfolio has not made a clear strategic 
choice between platform-based self-service and relationship-driven distribution. The fact that digital platforms and 
partnership carry identical weights suggests that many solutions are listing both as aspirations rather than 
committing to one as the primary route. The B2B node drives all three revenue buckets proportionally. Unlike the 
other business model nodes, B2B does not concentrate in one revenue type but it is distributed across access-
based, ownership-based, and value-based in rough proportion to those nodes' overall sizes. This means B2B is 
functioning as a general-purpose positioning across the portfolio rather than as a specific commercial strategy. 

There is consistent orientation toward digital solutions for energy systems. Almost all contributions focus on energy 
management platforms, interoperability frameworks and data-driven services that enable smarter operation of 
distributed assets. For instance, FlexCHESS exemplifies this trend by integrating hybrid storage systems (CHESS), 
flexible loads, and advanced optimisation tools into a unified digital platform. Similarly, initiatives 
like InterConnect highlight the importance of seamless device and system integration. This confirms that the future 
of energy business models is tightly linked to digital infrastructure capable of orchestrating complex energy 
ecosystems.  

The band from ownership-based to direct commercialisation carries a weight of 8 and is the most commercially 
purposeful path in the diagram. It is driven by the solutions where ownership and distribution logic are already 
aligned: organisations like Centrica, ZIGOR, AYESA, Holcim, and MAPS SpA that own their IP outright and have the 
market infrastructure to sell without intermediaries. These products/ services are not planning to commercialise, 
they are already doing it or are structurally ready to.  

Ownership-based also feeds digital platforms and partnership network substantially. The bands from ownership-
based into digital platforms (7) and partnership network (7) are nearly as large as the one into direct 
commercialisation. Examples of such cases are the DEDALUS FLEXiT toolkit, i-stentore EMS, and RESCHOOL that 
own defensible IP but lack the sales infrastructure to commercialise directly, and so route through licensing into 
digital or transfer channels. 

In addition, many solutions are designed to be embedded into partner ecosystems rather than sold directly. For 
instance, FlexCHESS leverages collaborations with energy communities and technology providers to deploy its 
solutions, while OneNet focuses on enabling market actors through coordinated platforms. This reflects a strong 
B2B orientation but also suggests that independent scaling strategies are still emerging.  

B2G is thin throughout and terminates primarily in public procurement and digital platforms. B2G is the most 
underrepresented business model given the portfolio's thematic focus on energy system transformation. Although 
flexibility platforms, data spaces, community governance tools, multi-energy optimisation systems are the type of 
innovations that public authorities, DSOs, and municipalities need to deploy at scale, yet only 5 products/ services 
have structured a public-sector go-to-market.  

C2C flows coherently into community-based and digital platforms. The C2C bands are thin with only 5 products/ 
technologies but they are the most internally consistent in the diagram. C2C routes almost exclusively through 
access-based and ownership-based into digital platforms and community-based channels, with minimal presence 
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elsewhere. This reflects that community-to-community solutions grow through network effects within existing peer 
structures, monetise through access or licensing rather than transaction fees, and distribute through platforms and 
cooperative channels rather than sales pipelines. The FlexCHESS Blockchain rewarding system and LocalRES 
Planning Tool are examples of this.  

The installers channel has 9 total incoming connections and flows from all three revenue types making it the fourth 
largest channel node. This reflects the presence of hardware-integrated products/ technologies such as the 
ISLANDER power electronics module, the i-stentore hybrid storage EMS, and building-level solutions from DEDALUS 
and RE-EMPOWERED that require physical installation and system integration to reach the end user.  

Overall, the diagram highlights that execution readiness varies enormously between the different products/ 
technologies and provides very interesting insights on the different commercialisation pathways selected by the 
BRIDGE projects. 

 

Figure 3.4: Technology Frequency and Average TRL 

The technology distribution graph (Figure 3.4) across the 25 BRIDGE repository entries reveals a portfolio strongly 
anchored in digital infrastructure. Energy management systems and data spaces & interoperability platforms 
dominate with 15 and 13 selections respectively, together accounting for over a third of all technology tags. Their 
dominance confirms that BRIDGE projects are predominantly building a digitised energy system rather than 
isolated point solutions. AI-based forecasting tools (10) and smart meters & IoT devices (9) follow closely, reflecting 
the broader sectoral shift toward data-driven, predictive energy management. Energy storage systems (8) round 
out the top tier, signaling meaningful engagement with the physical flexibility assets that underpin demand-side 
participation. The tail of the distribution is P2P energy sharing and hydrogen & RE integration, each with just one 
entry.  

The TRL dimension is equally important. The average TRL across almost all technology categories hovers tightly 
between 6.75 and 7.0. Projects such as OneNet and FlexCHESS demonstrate solutions in operational contexts, 
interacting with real users and infrastructure. This indicates that the WG is engaging with innovations that are 
already approaching commercialisation, rather than early-stage research concepts.  
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Across the full repository, three entries reach TRL 8: MAPS DEC (MAPS SpA), the LocalRES MEVPP (Centrica), and 
the Holcim ECOPact Concrete (Blades2Build/Holcim). This is significant because all three are owned by established 
industrial players, not academic institutions or SMEs, reinforcing a clear pattern in the data: industry ownership 
is the decisive factor in reaching the highest levels of maturity within a project timeframe. The near-absence of 
TRL variation across technology domains further suggests that maturity is not driven by the inherent complexity of 
any particular domain, but by the exploitation readiness and commercial infrastructure of the owning project. 

3.5.2 Mature Solutions and Good Practices 

MASTERPIECE – MAPS Digital Energy Community (MAPS DEC) 

One of the highest maturity solutions identified in the repository is the MAPS Digital Energy Community (MAPS 
DEC) platform developed under the MASTERPIECE project. The solution reached TRL 8 and represents a 
comprehensive digital environment for the creation, management and optimisation of Renewable Energy 
Communities (RECs) and Collective Self-Consumption (CSC) schemes. According to the repository information, the 
platform integrates multiple technological components including: 

▪ energy management systems; 
▪ interoperability and data space solutions; 
▪ AI-based forecasting tools;  
▪ smart meters and IoT devices; 
▪ energy storage systems; 
▪ EV charging infrastructure; 
▪ local flexibility markets; 
▪ peer-to-peer (P2P) energy sharing mechanisms; 
▪ applications supporting demand-side flexibility.. 

A notable characteristic of the solution is the holistic integration of several functionalities within a unified 
ecosystem. Rather than focusing on a single optimisation or monitoring function, the platform combines 
operational management, forecasting, flexibility activation, digital interoperability and local trading mechanisms in 
a coordinated way. This demonstrates how advanced digitalisation can support the operationalisation of energy 
communities beyond isolated pilot functionalities. The repository entry suggests that the solution addresses not 
only technical monitoring aspects but also active optimisation and coordination of distributed assets and services 
within local energy systems. 

Another important aspect is the strong linkage between digital infrastructure and flexibility services. The 
simultaneous inclusion of forecasting tools, interoperability platforms, local trading environments and flexibility 
applications highlights the importance of integrated digital architectures for enabling scaleable and coordinated 
energy community operation. The platform therefore provides a useful example of how digitalisation can support 
operational flexibility, local market participation and community-level energy coordination in practice. 

From a BRIDGE perspective, this solution illustrates the value of integrated and interoperable approaches that 
combine several technological layers into operational ecosystems. The maturity of the solution indicates that higher 
TRL developments may benefit from focusing not only on individual technological innovations, but also on the 
orchestration and interoperability between multiple components required for real-world deployment of energy 
communities and flexibility services. 

Blades2Build – Holcim ECOPact Concrete 

The Blades2Build project contributed a TRL 8 solution through the development and deployment of Holcim ECOPact 
concrete, a low-CO2 construction material incorporating recycled resources from renewable energy infrastructure. 
According to the repository information, the solution achieves approximately 30% lower CO2 emissions compared 
to conventional concrete while integrating around 10% recycled materials through Holcim ECOCycle circularity 
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technology. The recycled streams specifically include wind turbine blade waste and recycled aggregates, directly 
linking the solution to circular economy objectives associated with renewable energy systems. 

A key contribution of this solution is the transformation of end-of-life wind turbine components into reusable 
industrial materials. The repository highlights the broader project focus on recycling and resource recovery from 
decommissioned wind turbine blades, with demonstrations reaching TRL 8–9. This illustrates how renewable 
energy technologies can be connected with circular industrial value chains, enabling material reuse pathways that 
extend beyond the energy sector itself. The solution therefore demonstrates a practical example of circularity 
integration within large-scale industrial applications. 

Another important characteristic is the clear orientation toward deployable industrial products rather than 
laboratory-scale material concepts. The repository refers to an existing product line, namely Holcim ECOPact 
concrete, indicating direct alignment with industrial implementation and commercialization pathways. This 
suggests that the maturity of the solution is supported not only by technological validation, but also by integration 
into existing production and market structures. 

The inclusion of quantified environmental performance indicators is also notable. The repository explicitly reports 
approximately 30% CO2 reduction compared to conventional concrete, providing a measurable sustainability 
contribution. Such quantifiable indicators strengthen the credibility and replicability of advanced-stage solutions 
and facilitate assessment of environmental impact. 

For BRIDGE projects, this case highlights the importance of connecting energy transition technologies with broader 
circular economy ecosystems and industrial deployment pathways. It also demonstrates the added value of 
providing measurable environmental indicators and embedding innovative solutions within existing industrial 
processes to support progression toward higher TRL levels and practical market uptake. 

LocalRES – Multi Energy Virtual Power Plant (MEVPP) 

The LocalRES project contributed a TRL 8 solution through the development of the multi- energy virtual power plant 
(MEVPP). According to the repository information, the solution is identified as a multi-energy VPP operating at 
advanced maturity level. Although the repository provides limited technical detail, the framing of the solution itself 
highlights the relevance of coordinated operation and aggregation across multiple energy domains. 

A central aspect of the solution is the concept of integrated multi-energy coordination. The identification of the 
platform as a “Multi Energy Virtual Power Plant” indicates an approach where different energy vectors and 
distributed assets are managed through coordinated orchestration structures. This reflects the growing importance 
of system-level coordination in modern energy systems where electricity, flexibility resources, and potentially other 
energy carriers need to operate in an integrated manner. 

The VPP-oriented structure also emphasizes aggregation and orchestration capabilities rather than isolated 
optimisation of single assets. Such coordinated architectures are increasingly important for enabling flexibility 
activation, distributed energy resource management, and scaleable operation of decentralised systems. The 
advanced TRL level suggests that system integration and coordinated operational management play an important 
role in moving solutions closer to real deployment environments. 

From the BRIDGE perspective, the MEVPP solution provides an example of how aggregation-based coordination 
structures can support advanced operational maturity. The solution illustrates the relevance of orchestration and 
integrated management approaches for future flexibility ecosystems and decentralized energy system operation. 
It also reinforces the importance of system-level operational coordination as projects transition from technology 
validation toward practical deployment and real-world implementation contexts. 

Cross-cutting observations across the three TRL 8 solutions 
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Several common characteristics can be observed across the three TRL 8 solutions identified in the repository. First, 
all solutions demonstrate a strong orientation toward operational deployment and practical implementation rather 
than purely laboratory-scale validation as expected. Each project presents technologies or platforms that are 
already integrated into realistic operational or industrial contexts, indicating that deployment readiness is closely 
linked with system integration and applicability in real environments. 

Another recurring element is the importance of integration and orchestration. Whether through digital energy 
community platforms, circular industrial value chains or multi-energy virtual power plants, the solutions move 
beyond isolated technological components and instead focus on coordination between multiple systems, 
stakeholders or operational layers. This suggests that higher maturity levels are often associated with 
interoperability, aggregation capabilities and the integration of complementary functionalities within broader 
ecosystems. 

The three solutions also illustrate the growing role of digitalisation and system-level coordination in enabling 
scaleable and deployable energy transition solutions. Forecasting tools, interoperability platforms, operational 
orchestration and coordinated management structures appear as enabling elements supporting practical 
implementation and flexibility activation. 

Finally, the solutions highlight the importance of demonstrating measurable impact and practical relevance. 
Quantified indicators such as CO2 reduction, operational optimisation capabilities, or integration into industrial 
products contribute to the credibility and transferability of the solutions. Altogether, these projects suggest that 
advanced TRL developments within BRIDGE-related activities may particularly benefit from focusing on 
interoperability, operational integration, measurable impact and alignment with real implementation ecosystems. 

3.5.3 Other Observations 

1) Flexibility and optimisation as core value drivers  

The primary value propositions converge on enabling flexibility, optimising energy use, and improving system 
efficiency. Solutions aim to unlock new value streams from demand response and distributed energy 
resources. FlexCHESS is a clear example, focusing on optimising hybrid storage and flexible loads to maximise both 
economic and environmental performance. Similarly, OneNet works on large-scale flexibility markets, reinforcing 
the centrality of flexibility as a value driver.  

2) Energy communities as a strategic target segment  

Energy communities emerge as a key focus area (e.g, Masterpiece; LocalRES), with several solutions designed to 
empower local actors and decentralised initiatives. LocalRES confirms RECs as main actors to lead the structural 
change towards the decarbonisation of the local energy systems through the involvement and awareness-raising 
of citizens and communities. FlexCHESS explicitly targets energy communities by enabling them to optimise their 
assets and participate in flexibility markets. In parallel, InterConnect supports smart homes and consumer 
engagement within community settings. This aligns strongly with EU priorities around decentralisation and citizen 
participation.  

3) Openness and interoperability principles  

The survey highlights a strong emphasis on open architectures, standardisation, and interoperability. Projects such 
as InterConnect are explicitly built around interoperable frameworks that connect devices across brands and 
systems. Likewise, OneNet promotes standardised interfaces for flexibility markets. While this 
openness facilitates integration and adoption, it also raises important questions about how value is captured in 
open ecosystems.  

Interoperability (as an opportunity) is consistently emphasised, reflecting the fragmented nature of the energy 
landscape. OneNet aims to create harmonised market frameworks, while InterConnect addresses device-level 
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compatibility. Beyond being a technical requirement, interoperability is increasingly becoming a strategic 
differentiator that can enable scaleability and cross-market integration.  

4) Fragmented maturity of business models   

Despite the technological readiness of many solutions, their business models are often less clearly defined. In 
initiatives like FlexCHESS, while the technical value of optimisation is clear, the pathways for monetisation and 
scaling are still evolving. Similarly, InterConnect demonstrates strong technical integration but leaves open 
questions regarding long-term revenue generation. This highlights a gap between technical validation and business 
model maturity.  

5) Gaps in market and commercialisation clarity  

Across the responses, there is limited visibility regarding pricing strategies, customer acquisition approaches and 
competitive positioning. Even in more advanced initiatives such as FlexCHESS and OneNet, these aspects are 
not consistently or fully articulated. This lack of clarity may hinder market uptake and constrain the ability to attract 
investment or scale beyond pilot environments. While this observation is not unexpected as this is relatively 
common across many R&I projects within the BRIDGE initiative, it remains a significant concern. Addressing these 
gaps should therefore be a key priority of R&I projects coming to completion, typically for project partners 
responsible for exploitation activities during the final year of deployment.   

3.5.4 Key Recommendations  

Greater emphasis should be placed on transforming technically mature solutions and products/services into clearly 
structured and scalable business models. This includes determining concrete revenue streams, pricing mechanisms 
and customer segments, particularly for solutions like FlexCHESS where technical value is already demonstrated.  

There is also a need to complement partnership-driven approaches with more scaleable go-to-market strategies, 
learning from large ecosystem initiatives such as OneNet while exploring platform-based or service-based models. 

Greater attention should be given to exploitation activities across all R&I projects well in advance of their 
completion. Project teams could benefit from leveraging the portfolio of EC services designed to support the 
exploitation and valorisation of results2, such as: 

• The Innovation Radar3 – a data-driven tool that profiles high-potential innovations and innovators from EU-
funded projects, with the explicit aim of connecting them to investors, incubators or other external 
stakeholders;  

• the European IP Helpdesk – a first-line support, guidance and training on IP management and exploitation 
for Horizon beneficiaries and SMEs, the Horizon IP Scan, the Knowledge Valorisation Platform and more 
thematic initiatives (e.g., Horizon Result-type boosters and TV formats).  

Clarifying governance and value-sharing mechanisms within collaborative ecosystems, as seen in InterConnect, will 
be essential to ensure sustainability and partner alignment.  

Interoperability and openness (e.g. Masterpiece) should be leveraged not only as technical enablers but as strategic 
assets that can support differentiation, scaleability and long-term competitive advantage in emerging energy 
markets.  

 
2 See for example: Mapping the landscape of research and innovation valorisation services: an analysis of a selection of 
innovation support platforms and services in Europe and beyond, ETIP SNET publication (published July 2026; DOI: 
10.2926/3882390). Authors: Athanase Vafeas, Dowel Innovation, Anne-Lise Laurain, EPRI, Josu Egusquiza, Hyosung Heavy 
Industries Venizelos EFTHYMIOU, EPL Technology Frontiers.  
3 https://digital-strategy.ec.europa.eu/en/policies/innovation-radar  

https://op.europa.eu/en/publication-detail/-/publication/c7c4da52-7cce-11f1-bf5e-01aa75ed71a1/language-en
https://digital-strategy.ec.europa.eu/en/policies/innovation-radar
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Lastly, in the future data collection rounds, the survey could target barriers more explicitly (e.g., Go-to-
market risks,  commercialisation bottlenecks, adoption barriers and investment gaps), in view of improving and 
expanding the scope of the repository. 

3.5.5 Conclusions and Next Steps 

The reorientation of Task 2+3 led to the development of a pilot repository designed to be publicly accessible and 
continuously updated with new solutions emerging from BRIDGE projects.  

Developing the repository structure required significant effort and several iterations. The work carried out confirms 
that both the design and the future maintenance of the repository should be guided by two potentially competing 
priorities: (i) capturing all information needed by users, while (ii) remaining easy to maintain over time. This implies 
a trade-off principle and the following design assumptions: 

• Clearly define what needs to be captured. 

• Adopt an iterative approach to refine the structure. 

• Identify the target projects from the outset. 

• Collect information efficiently, with surveys appearing to be the most suitable format. 

Feedback on the current status of the repository and the process that led to its creation was gathered from other 
members of the BRIDGE community at the General Assembly 2026, using a Mentimeter-based consultation. 

The exchange focused on the perceived usefulness of the repository, its potential applications within the BRIDGE 
community and possible improvements, including functional extensions for future Task 2+3 activities. 

Key discussion points included the governance of the tool, the level of automation (in particular for data collection 
and data quality assurance) and accessibility both to the BRIDGE community and to external users. 

The next steps should indeed focus on: 

• Updating the registered products and services with new rounds of data collection; 

• Updating conclusions as new solutions are reported; 

• Ensuring the maintenance of the repository and verifying the governance principles; 

• Improving the user interface, in coordination with the Data Management Working Group in view of 
granting access to the repository to the wider public; 

• Exploring synergies with the work conducted by Task 1 of the WG on the strategic archetypes. 

 

4 CONCLUDING REMARKS 

The 2025–2026 Annual Activity Report of the BRIDGE Business Models Working Group marked a year of important 
methodological consolidation and analytical output, with both work streams delivering structured, evidence-based 
contributions that advance the mission. 

Task 1 completed its primary co-design activities for the reporting period, delivering a coherent and practice-
grounded body of knowledge through a structured sequence of diagnostic and participatory activities. The three 
co-design workshops, built around the SV² Multilevel BMI framework, successfully engaged project teams in a 
progressive journey from strategic positioning through value proposition design to value chain operationalisation. 
The resulting taxonomy of four strategic archetypes and nine value proposition pathways constitutes the empirical 
core of the forthcoming Business Model Handbook, a resource designed to address a genuine and widely felt gap 
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across the BRIDGE portfolio. Three substantive conclusions frame the work of Task 1. First, while awareness of 
business model development is growing, structured commercialisation thinking is still lacking, pointing to a gap 
between technical capability and market readiness infrastructure. Second, interactive, practice-oriented co-design 
formats proved decisively more effective than passive dissemination in generating engagement, learning and 
actionable outputs, with direct implications for how the WG structures its activities in future cycles. Third, the co-
design process confirmed that regulatory fragmentation and funding gaps are not project-level failures but 
structural systemic constraints that cannot be resolved at the level of individual projects alone, reinforcing the 
collective intelligence function that BRIDGE is uniquely positioned to perform. 

Task 2+3 delivered a first operational iteration of a structured pilot repository of promising and market-ready 
BRIDGE products and services, covering 25 solutions contributed by 18 projects. The analytical work carried out on 
the repository produced a number of findings of both diagnostic and strategic relevance. The portfolio is 
predominantly built on digital infrastructure, energy management systems, interoperability platforms and AI-based 
forecasting tools, and demonstrates a consistently high but compressed level of technological maturity, with 
average TRL values clustered between 6.75 and 7.0 across all technology domains. The dominant commercialisation 
challenges across the portfolio – regulatory and market barriers, and difficulty securing follow-on funding – are 
structural and external in nature, pointing to the need for advocacy-level interventions, post-project bridge 
financing mechanisms, and standardised data governance frameworks that individual projects cannot develop in 
isolation.  

Taken together, the outputs of the two work streams converge on four systemic conclusions that set the strategic 
agenda of the BM WG going forward. First, the BRIDGE portfolio has strong collective technical capability, but there 
is a need for stronger commercialisation infrastructure, structured guidance and shared frameworks. Second, socio-
technical alignment, the integration of technical design with behavioural, social, organisational and regulatory 
realities, emerged consistently across both workstreams as the decisive factor in business model viability and 
market uptake, ahead of any purely technical consideration. Third, the transition from pilot to full deployment 
represents an exponential rather than linear increase in complexity, with data integration robustness, community 
governance, user behaviour management and regulatory navigation identified as the primary breakpoints at scale. 
Fourth, financial sustainability across the portfolio continues to depend overwhelmingly on public funding, with 
market-based revenue streams remaining underdeveloped across nearly all archetype families. 

Looking ahead, the immediate priorities for the BM WG are the finalisation of the Business Model Handbook and 
its dissemination to the broader BRIDGE community and the European Commission, the expansion of the pilot 
repository through additional data collection rounds targeting newly completing projects, and the improvement of 
repository governance, automation and public accessibility in coordination with the Data Management Working 
Group. In parallel, the WG will explore three directions for the 2026–2027 work cycle proposed at the General 
Assembly: the consolidation and validation of the strategic archetypes and value proposition pathways with data 
from a broader project sample; the regular updating of the Business Model Handbook; and the exploration of AI 
and machine learning applications to enhance the business model design journey for future EU-funded energy 
project participants. 
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GETTING IN TOUCH WITH THE EU 

In person 

All over the European Union there are hundreds of Europe Direct centres. You can find the address of the centre 

nearest you online (european-union.europa.eu/contact-eu/meet-us_en). 

On the phone or in writing 

Europe Direct is a service that answers your questions about the European Union. You can contact this service:  

⎯  by freephone: 00 800 6 7 8 9 10 11 (certain operators may charge for these calls),  

⎯ at the following standard number: +32 22999696,  

⎯ via the following form: european-union.europa.eu/contact-eu/write-us_en. 

 

FINDING INFORMATION ABOUT THE EU 

Online 

Information about the European Union in all the official languages of the EU is available on the Europa website 

(europa.eu). 

EU publications 

You can view or order EU publications at op.europa.eu/en/publications. Multiple copies of free publications can 

be obtained by contacting Europe Direct or your local documentation centre (european-

union.europa.eu/contact-eu/meet-us_en). 

EU law and related documents 

For access to legal information from the EU, including all EU law since 1951 in all the official language versions, 

go to EUR-Lex (eur-lex.europa.eu). 

Open data from the EU 

The portal data.europa.eu provides access to open datasets from the EU institutions, bodies and agencies. 

These can be downloaded and reused for free, for both commercial and non-commercial purposes. The portal 

also provides access to a wealth of datasets from European countries. 

 

 

https://european-union.europa.eu/contact-eu/meet-us_en
https://european-union.europa.eu/contact-eu/write-us_en
https://european-union.europa.eu/index_en
https://op.europa.eu/en/web/general-publications/publications
https://european-union.europa.eu/contact-eu/meet-us_en
https://european-union.europa.eu/contact-eu/meet-us_en
https://eur-lex.europa.eu/
https://data.europa.eu/en


 

      The Service Contract (n. CINEA/2023/OP/0001/SI2.901723) supports BRIDGE activities, funded by the EU. 
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