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EXECUTSVHEMARY
As a student of a Master o6s i n l ndustri al En

project is to develop arentrepreneurshigombining the skills acquired from both areas

(technical and business)

The entrepreneurship project consists of ttevelopnent ofa complementary business to
support the one developed in the Industrial Enginedfingl Project It must be clarified that

thesewo projects are totally independent even though they complement each other.

The projectforth®a st er 6 s i n | n d oossists oharhart &ripag garden énked n g
to an App. The garden hascessoriewvith different sensors andWi-Fi module.Useas can
consult different parameters through an Applair smartphonerThisengineering project aims

to offer the physical product (smart gardens) and the App with the sole functionality of checking

reattime measurementnd controlling the actuators.

The garden consists of a base pot and several additional extensions that can be purchased
separately according to the specific needs of each user.

The base pot is available in three sizes (1L, 5L and 10L capacity) with humidity sensors, a water
reservoir, and a Wiri module. The extensions will consist of modules with other sensors and
actuators. The first extension consists of a light sensor and a UV lamp to enhance plant growth
when there is no light. Another extension is a temperature sertbaa vesistor to control the

temperature of the garden in colder climates.

In this way, several extensions can be developed to measure different parameters (humidity,
luminosity, temperature, pH, etc.) These parameters can be consulted through antiAgp on
useis cell phone. For this reason, it is necessary for the orchard to havEian®iule.

The following image shows a similar product developed by the multinational company Bosch.
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Imagel: Similar product developed by Bosch (SmartGrow Life)

Thefinal projectfor theMBA programdevelos acomplementary busines®y extending the
functionalities of the App and providing new revenue streame.neiw business unit will
support the smart gardevith the creaton of a new communityhat shares similanteress.
This provides a sense of belongiagd supporto thosewho start using their smart gardens
whilst serning as a strategy tattract new client¢thatcanbuy the smart gardens through the
App). As well as this, it provideparallel revenue streams fraimose who want to belong to

the new communitydue to a Fremium subscription strategy

The business idea is built around the hypothesicthat t i vat i ng oneds own
to certain values and lifestyleh®seinterested in the product alikely to share similaways

of life, values and concerngg., natural and ecdriendly diet9. These values and habits
revolve aroundustainability and pursuecofriendly consumption behaviours sustainable

ways of life healthy diets etc Therefore, the creation of a community via an App and the
development tdifferent functionalities seems as a reasonable and strong busine$isnues.

be highlighted that the business that is being developed in the project will be referred to as
LEGOMO.
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Image2: Legomo'dogo - logo of the starup

To test thenew business unit, a Minimum Viable Product willdevelopedlong with a market

study andbusiness planThe tools and frameworks learned throughout the MBA in the
development of a staup will be implementedo study the economic and financial viability of

the project and the structure of the business. These tools are intended to give a more complete
approach to the project.
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DEFI NI TIGWN THE
BUSI NEBEA

This project aims to develop a complementary business unit and business plan to the one
devel oped for the Masterdéds in I ndustrial En

Legomo.

The final project for t he Ifasmarsurbanigardenligked)i ne e
to an App. This allows users to consult different measurements through an App on their

smartphone.

On the other hand, the project for the MBA program aims to develop a complementary business
by extending the functionalitiesf the App and providing new revenue streams. This new
business unit makes special sense to support the smart garden and to create a new community

of people with similar interests, valudigestyles,and concerns.

The main objective is to create an Apptthrovides a sense of community and belonging. This
will be a way of attracting new clients. Firstly, those that will buy the smart gardens through

the App and secondly, those who want to belong to this new community.

It seems as a powerful idea as thaseried about natural and efoeendly diets, usually have
ways of life, values and concerns that are similar and pursuérieadly consumption

behaviours sustainable ways of life.

When developing this product, it was observed that there was a gr&at oy@portunity in this
application. It could offer many more services apart from being a platform to control the smart

garden.

Humans are social beings who seek to belong to a community. Thanks to the development of
the Internet and Social Networksetle are numerous communities to belong to. One can find

groups for all kinds of hobbies: book clubs, art, hiking, sports, etc. Why not create a community
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of people who love gardening in their urban garden? Could we take advantage ofRhe Wi

module of thegarden to offer more services? This is how the idea of the application was born.

First, the idea is to create a community of smart garden users. As it has been studied throughout
the years, Communities of Practice have been created since the begindotwabNetworks
and are very powerful. These communities are channels through which people share knowledge

and tips between usef#&ssimakopoulos & Yan, 2005)




R — UNIVERSIDAD PONTIFIC IA COMILLAS
can & icane ] MASTER EN INGENIERIA INDUSTRIAL + MBA
CoMiILLAS

M A D R I D Trabajo de Fin de MastérMBA

MARKBEREIINALYSI S

GENERANVI RONMENT

CONTEXT

SMART VEGETABLE GARDENS

Vegetable Gardensare agrowing trendi n t o d a yThere aseanany studigsoving
the benefits of growing vegetabl®t only is this due to the healthjemore natural ingredients

but also to thdifestyle revolvingthis activity.

The number of people interestadgardens has grown in the past years and there are many

solutionsbeing developed like smart pots and gardens to help people take care of their plants.

There is an increasing interest in this actiaitgel-consumption and agriculture. In fact, the

fiRed de Huertos Urbanos Comunitarios de Madri@ was f ounded in Dece
aim of coordinating urban agriculture initiatives for communities, educational programmes on

this topic and exchange of experien¢ikartinez Madrid et al., 2013fsponds to an actual

need from the populatioiMoreover, it supports the idea that@mmunity is a strong asset to
consider.The fact that the urban vegetable garden network was promoted digzen
movementsuggests that it was not an imposed measupeomote sustainability but rather an

actualneed or desirein the population.

It can be concluded that the there is a community of people with sirailgs, interests and
tastes that are pursuing the development afstainable activitiesand are inteested in

cultivating and vegetable gardens particularly.

Mor eover, the NARed de Huert os latenfooraleddystheCo muni
government proving that the growing interest in agriculture, ®elhsumption and a
community with the same laes and interests was heard by the authorifies suggest that

10
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this markeis an opportunitghatseems to be supported by governments all 8painas there

have been many initiatives in differgmmovinces

Moreover,the fact thatgovernmentsspendtime, money andesourcesimplementing such
activities shows that theommunity behind the vegetable gardens is large and strongh#&nd

trend has come to stay in Spain.

tmustoe noted that the ARed de Madridée UsbmobDSs:
on agriculture but also omanyother activities related tecology, sustainability, and sel
consumption. It offers activities meetings, workshopsetc through a web pageith a blog
All this attracts many peoplho either share the same lifestyta arewilling to learn and

introduce themselves in this community.

In fact, the movement @dommunity vegetable garden$as been so powerful that only three
years after its foundation, the network of urban gardens in Madndt fesen having only half

a dozen gardens to more than th{iartinez Madrid et al., 2013puch a huge growth in only
three years proves the existimjerest in these activities; not only in agriculture but also in

education on a more sustainable.life

The vegetable gardens aforementioned are more tradiasriagy involve a large esplanade

of land and the contribution of many membiatwant to cultivate their own vegetabldshis

implies thatthey must be controllednd exch garden has differentles with regards to what

can or candét be planted, the us(Ayamerftode ool s,
Las Palmas de Gran Canaria, 20I#4)ese rules could be avoided giving each user freedom to

take care of their own smart gard@imerefore, thissdded valuecould be of interest to many
clients. Mor eover, the community seomine woul
community in which to share at any time and users would be able to know other members in

person during meetys or activities.

The exponential growth of this market can be seen nowadays. Agriculture was a niche activity
and informationwerefound inspecific forumsand publications for experts. However, since
this trend emerged in society, nevedia has been publishing articles about vegetable gardens
and thier benefits.

11
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The worl dwi de kaabwnpwmbigiaghee am articl e: i EI
cose has y t ar e a sformpirglitsareadersiasl ta whioh &egetables to grow in

di fferent seasons, key t (Moeras 2022)ThHishmagazineisd en 6 s
a Amdreladt ng | i festyl e (Heliod.dgTde facbthat attigtes gnahis| i ¢c at
topic are being published in this kind of magazines shows that thet&as@der interest in

agriculture than there was years ago. It also shows that theéarent profiles of potential

usersthat could subscribe toego m o App interestedn this kind of lifestyle and looking for

a community to join.

Theagricultural activity idinked to alifestyle that pursues sustainable, ecological and healthy
values. This is reflected inelhlroicl eFhipsbmimag
published an article based saientific studiesshowinghow having a vegetable garden could

increase life expectancy. The artidleh ows t he benefits behind t he
own vegetable€Soria, 2019)It has beeproven howii b | u e iztberplanet@resent longer
longevity indexes and they shar¢é hat agriculture I s very prese
article also presents the lifestyle behind cultivating vegetables and how it islikeen
meditating.This supports the theory thatntentrelated to this lifestyle could be very valuable

within the App.

One of the maiproblemsi s t hat peopl k&ndinsvhich fo plant odgoow their o wn
vegetablesThis, and therowth of thelnternet of Things has allowed to build smart gardens

at competitive pricedue to the large concentration in citibeew ompetitors have risen, and

this market is becoming more popular. Media has made echo of this news and published articles

informing the population

In addition, since the Cowl9 pandemic, there has beeglabal digitalization in the work
environmentallowing people tovork remotely from anywhere in the worldThis way of
working has been consolidated allowing for mbeibility (WorkMeter, 202). This allows
people to do their chores and take better care of their homes and liveApphigould be a

useful tool tohelpworkerstake care of their gardens adiét makng it healthier.

In conclusionthetrend of agricultural activities has grown. This numbeexpected to grow

even further as there amany kinds of media publishing articles on this topitie to the

12
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growing interest which is also perceived in the demand of these prodbigesults in more
people being informed and therefore mpogential clientsin this market. Moreover, the media
that is starting to be interested in this topic had not published about this in prgs@rsso

themarket is growing and there are many profiles of useattact.

ONLINE COMMUNITIES AND SocIiAL NETWORKS

Having studied the growing trend of vegetable gardens and the benefits badmndat
reasonable theory uprises. People who are interested in this activity are likely to share other

interestsand evervalues, habits and lifestyles

More precisely, people interested in growing their own vegetgabilders are also interested in

a healthy lifestyle (not only diet),sustainability and ecology Thisis supportedby thethe
activities proposes bybahesin®RedMderniduhdyr Thi s
assembliesin which they not only discuss topics related to the garden but also organise
activities such as cycling routes to do together. Other examples of activities that this community
takes interest ilmre educational workshopsoffered for children and adults discuss topics

related taecology and sustainabilityamongst other@Martinez Madrid et al., 2013)

People are willing to get to know each other in person, and proof of this can be found in the
organi sedf ¢l ueanxcdreys@ne in the community. The |
a meeting for people in the community to meet singre their experiencs having a relaxed

lunch togethef{Martinez Madrid et al., 2013)his idea suggests thah App could also be

useful to get to meet people that have the same interests and lifestyles.

Humans aresocial creatures by naturandhave always been part cbrmmunities to survive.
Nowadays communities are formasbunddifferent topicsApart from meeting in facto-face,

the virtual communities formed online are becoming quite relevahhe use ofSocial
Networks, in fact,continues to increase. Some retepublisheddata points to two thousand
million users worldwidgHervas Pérez, 2021This suggests that sharing interests and even

lifestyles with a community could be one of thestywowerful assets of the App.

Social networks and the Internet give pleopccess to a vast amount of information. The

number of people who own smartphone has skyrocketed since 2016 from 49.4% of the

13
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worl déds popul ation owning a smart pfloome to 8
2023) The possibility of having lne r n e t connection i n oneds po
overexposed tanformation permanently. In fact, according to Turner and the World
Advertising Research Center, by 2025, 72.6% of all Internet users will access web pages via

their smartphone.

Even tiough it is true that an excessive use of smartphones could lead to a sedentary behaviour
and alter sleeping habits it is true that access to information has pramealéder lifestyles
in several ways. Firstly, access to online resources and inforntaties people support for

making healthiechoicesto improve their lifestyle.

Additionally, these apps and the Internet itself provides access to online communities and social
networks that allow people to connect with each other and share experiences. This is a great

tool for motivation, to sharegyoals and objectives
Some of the énefits of being part of an online community include:

1. Supportwithin a community thaincludes you in activities, helps you achieve healthier
and more sustainable habits, aims to solve doubts and is interested in the content you
share.

Information sharing

Interdisciplinary collaboration

Motivation

ok~ 0N

Personalized advie

14
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BUSINESSOPPORTUNITY

It can be concluded that there is a real interest in several topics that revolve around the same
values This interests increasingn society as the benefits of conducting a hedltagtyle are
exposed. It has been seen that neom@munitiesare create in Apps every day and they are a
powerful tool for severaleasonsApart from a good business opportunity to explore, this idea

could bemonetized.

Communities have many benefits and people join them because tredygaeel with certain
values This & extremely powerfubecause members of a community are usually logal to
their values and therefore will probab$tay subscribed in the communityif they are

developingskills or gettingbenefitsfrom it.

These benefits can be achieved in many ways, which offers the opportumityet@diverse
portfolio andmany revenue streamsNot only can people perceive benefits from physical
products (such as the smart pots), but also tontent and information, events, etc. There
are multiple products that can &ssociated with the valuebeing pursued by potential client
The creation of a community is a good way of monetizing the busaisebgre arenany ways

of doing so and the potential products and sesvisenot as limited as in the creation of a

conventional shop or product.

PESTEL

To carry out a more detaileéddustry analysis the PESTEL framework allows to identify
different factors that could influence the business being develdpedo so,the following

chart shows the differerdategoriesand the ideagsonsidered. A swre out of 5 rating the
importance of each idea will be shown. Aidgas with a score below 3 will not beveloped
in the EESTEL analysis.Moreover each category will receive an overall score out o 5

identify the most important factors and present them in order of importance.

15
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« App regulation 3/5

Legal
Factors

» Data Protection 2/5 2

Image3: PESTEL Analysis

Regarding the creation of an online community, neither the political factors necahemic
or legal factors are important. The most important fadimrconsiderare the socio-cultural

and ecologicalfactors which analys the behaviour and social side of consumesnd the
sustainable trends which will especially influence a business of this natigeis closely
followed by thetechnological factors as the business will be an Apphich requires

technological input.

Soclo-CULTURAL FACTORS

These are the most relevant secidtural factors detected in the environment related to the

project proposal.

16
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1. Lifestyle:

- Lifestylecommunites are a growingend in which users share th&xkperiencestips and
doubts.

- The lifestyle industry is verroad, and it can be exploited in different ways, offering the

possibility to have an extremelyide portfolio.

2. Communities:

- The network effectis usual in communities and could start a cycle promotingrganic
growth of the App. The creation of a commundguld start aflywheel in which, as more
users subscribe to the app, more valoeld be creatediue tomoreexpertiseandvariety

beingshared.

- Thesense obelongingin a community plays a really important role in society so having
this asset in the Appo6s val u(HervasrPérpzp20d1Y i on ¢

- Userscantake advantage of the positive aspects of belonging to a commsupport,

encouragement, motivation, sharing informationetc.

3. Online courses and educational apps:

- Thereare more than eighty thousand educational apps as of (E&friguez, 2P0).

Regarding online courses this number rises exponentially.

- The online learning platform Courserawhich offers courses and degrees online
publisheded on its 2021 Impact Report tfirabre than 20 million new learners registered
for courses in the yeaequivalent to total growth in the three yearspra n d e (Wiad,. 0

2022) Moreover, this number can be expected to continue growing as there has been a

17



ICAI 8% ICADE

COM]LLAS Escuela Téecnica Superior de Ingerige(ICAI)
S Trabajo de Fin de MastérMBA

UNNERngAD{e‘Sg??}POMmCH UNIVERSIDAD PONTIFICIA COMILLAS

positive trend in thepast five yearst hat doesndét show any signs

can be seen both in registrations and enrolments.

The graphs presented below show the trends in both registrations and enrolments in online

courses in Coursera, one of the leading platforntisdrsector.

More learners are accessing online learning

The demand for enline learning an Coursera cantinues to outpace pre-pandemic levels.

100 200

_ 71M

g a

£ 50 £ 100
1 L 1 1 1 L 1 1 1 L 1 L
2016 2017 2018 2019 2020 2021 2016 2017 2018 2019 2020 2021

M Total number of registered learners M Total number of enrollments

Image4: Online learners: Registrations vs. enrollments

Sourcel: Coursera Impact Report 2021

Thereseems to be a hugeterest in online learning as the number of registrations in the
platform has skyrocketed. This can be explained due to the pandemic as it has improved the
online learning tools and people are more familiar witline resources and learning
methods Therefore, it could be a hugemortunity to take advantage of these tools

nowadays that people are more familiar with them.

Moreover,online learningallows one to fit their courses into thechedulewithout having
to disrupt their routine. It is Biexible way of learningthatcab e adapted t o ea

needs.

- Educational contentcould be highly valuedndit could be justified to explore this option
or take advantage of thtsend. In fact, there arseveral possibilitiesto do sosuch as

workshopstalks multimediacontent, etc.
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4. Habits of European consumers:

- A study onfood consumption trendspublished the following conclusions when analysing

the general trends of consumeditda Del Greco, 2010)
- Spending less time shopping and preparing food.

1 Preference fiothe purchase of foods that require little preparation.

1 A trend towards the single dish, or at least less structured meals.

1 Increased purchase of foods with natural ingredients and products, without sauces and
seasonings.

1 Increased use of diet produdisrtified products, nutrient concentrates, etc. in the home,
but not as a substitute for meals.
Decisive increase in the quality of food choices.

1 Widespread tendency to go on diets periodically for aesthetic and health eeasons

The trends identifiedra well aligned with the physical product(smart garden)These
trends can also be exploited through the proposed Apin severalays: content, recipes,

workshops, etc

The conclusios of this study help to better identifye real needs of consumers, their
behaviour, consumption habits, etc. Thisiseful in the definition of thbuyer persona

and the identification of thpains and gains of the potential user.

- The increase inonsumption of natural products justifies the creation of the garden and the
App to support it. Both products support young people who want to take care of their diet

and follow a healthy lifestyle.
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5. Penetration of the new App in the market

- The market is quite saturated with Apps in general and this concept is the same in the

lifestyle App market.

- Theremight be someaejection as to downloaithg a new application or havingdanany

applications.

- People areselectivewhen choosing an App wownload. e to the vast number of apps
offered in the major App stores, people tend to lookeaiews, score and other KPIs to

select the begkpp.

TECHNOLOGICAL FACTORS

Regarding the technological factors, these are the most relevant.

1. Software developmentechnology exists and is accessible:

- Numerous businesses are being developed and Apps are being launched with the use of
accessible technologyn the first quarter of 2021 there were 3.48 million Apps just in Play
Store which is3740 Appdaunchederday (Sharma, 2022)t is only possible for so many
Apps to be launched per day if the technology is accessiblesandriendly.

2. Electronic component price decrease trend:

- The price to obtainelectronic componentshas decreased throughout the yeaeking
many technolgical resources available and affordaflkis trend can be seen in a report

published by Ibis World in 2022 he following graph supports this idea.
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Imageb: Total Price of Semiconductor & Electronic Components (Index)

Source2: IBIS Worldhttps://www.ibisworld.com/us/bed/prigdsemiconducteelectroniccomponents/5185/

This hasimpacted the creation of many businesses and the development of atlegr

technologies that arenowadays widely used

3. Home automation:

- The development diome automationhaspenetrated our sociend it is expected tose
in the upcoming year®Nowaday<25% of the Spanish households already own a smart
appliance (Haier, 2022) Consideringthat there are approximate®p million households
in Spain(Aesval, 2021)this resultsn 6.25 million households wittmart home appliances

already installed.

This technology is becoming more accessibléhepublic and according t&uropa Press,
60% of new construction househlns are implementing this technology(Press, 2020)
Therefore, the rise imome automationwill be seen in the following year3his could

positively impact the penetration of the physical sagarden and consequently pf the App.

21


https://www.ibisworld.com/us/bed/price-of-semiconductor-electronic-components/5185/

UNW

ICAI ICADE

COoMILLAS Esciela Técnica Superior de IngerigefICAI)
B Trabajo de Fin de MastérMBA

mmn{% PONTIFyc, UNIVERSIDAD PONTIFICIA COMILLAS
Wi

4. Smartphone penetration:

- To access both the App and the measurements taken by the Smart Garden, users need a
smartphone. As it has been shown previoukly number of smartphones is risingMost
people have a smartphone if not two. In fact, 86.41% of the populatiddwide ownsa

smartphone according to Stati§tairner, 2023)

EcoLoGIcAL FACTORS

Alignment with SDGs: The App that supports the sale of vegetable gardens (and offers

many additional independent functionalities) is aligned with many Sustainable

Development Goals.

Sustainable Development Goals (SDGs) were adopted in 2015 by the United Nations.
They emergeas a series of goals aimed at putting an end to current problems in the world
related to poverty (economic, energy, etc.), sustainability, climate crisis, justice, and human
rights, etc. These goals aim to achieve peace and prosperity for the wholdwaad0.

The United Nations uses these goals to combat the imbalance in social, economic, and
environmental sustainability and discrimination against women and(bjialsons, n.d.)

The 17 Sustainable Development Goals are shown in an ined@e.

1 ©) HANBRE EDUCACION 5 IGUALDAD 6 AGUALINPIA

DELAPOBREZA CERO DECALIDAD DEGENERD Y SANEAMIENTO

Lkl . (7] @' E
CIUD/ PRODUCCION

TRABAJO DECENTE INDUSTRIA, 1 REDUCCION DE LAS ADES Y 12
Y CRECIMIENTO DESIGUALDADES IUNIDADE YCONSUMO
ECONOMICO ENIBL RESPONSABLES

| <> 7 Ne'e

13 ACCION 16 PAZ, JUSTICIA 17 ALIANZAS PARA
POREL CLIMA ggﬁnnkrsucmms tggmmvm @)

82 OBIJETIVCS

DE DESARROLLO

'!_ SOSTENIBLE

Image6: Sustainable Development Goals

Source3: United Nations
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This project is aligned with several of the Sustainable Development Goals presented.

3 - Health and wellbeing:

Due to the vast ammt of informationon the Internet and media (news, reports, @eople
have been made moasvare about nutritioandhealthyhabits In fact, it is easy to find many
Aheal t hb ain@gmuaitedto inform usershelp thenfind support, people with their

same needs, worries or interestsl promote a healthier lifestyle.

On the other hand, to meet the high demand for fresh produce, the vegetables available in
supermarkets usually contain preservatives and chemicals tenprteem from spoiling so

quickly. However, it has been seen that there is a general inreragpeople t@grow their own

vegetables without the need to use chemical products that are so harmful to health and the
environmenas t he fARed dse ddeuelra oBGo mlurbiachaod de Madr i

this community is present in many otlpeovinces in SpaifMartinez Madrid et al., 2013)

12 - Responsible production and consumption:

People who live alone, often find it more difficult to makeaaied purchase. Many fresh

products expire too quickly, and it is difficult to buy a wide variety of vegetables and fruits and
consume them before they spoil. I n addition,
too large to buy a variety of vegéiles.Therefore, it is sometimes inevitable to buy larger packs

than needed, which can be considered as irresponsible.

However, a general trend worldwide to reduce shugle plastics can beeen. Many
supermarkets have changed their strategy and selugpi®in bulk. This allows people to be
more responsible about what they buy and reduce the amount ofssegfgastics used to

create packs.

On the other handgince the Covidl9 pandemic, people aesvare offismall local business

and responsible conmption thus, promoting local businesses and kmO products

13- Climate action:

As it has beempreviously mentiongdhe trend to reduce singiese plasticén the packages of

many of the fruits, vegetables or legumes s®la way of promoting responsible consumption
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and also an action in favour of tle@virontment.As well as this, many supermarkets have
| aunched AECOO0O pr oduct s  transpdrtationhandobsstics, Ithusy 1 n v

reducing the C@emissions.

On the other hand, as mentioned in the previous gbmgreation of agriculture communities
shows an interest withougtheasg odorganychemioasprodustathat o o d
damage health and thevaronment. Many of these products (pesticides, insecticides, chemical
products to preserve vegetables...) cause greenhouse gas emissgmsomiraunities usually

have strict regulations to avoid using harmful products and this trend continues to rise

(Ayuntamiento de Las Palmas de Gran Canaria, 2014)

In addition, in the transport from the cultivation areas to the points of sale, many emissions are
produced (carbon dioxide CO2, nitrogen oxides NOXx, carbon oxide CO, traces of hydrocarbons
HC, etc.). f the transport of vegetables were reduced thanks to the use of these gardens,
greenhouse gas emissions associated with transport would decreasshas been promoted

by the increase in the consumption aofank mO pr

reduce C@emissions involved in transportation, etc.
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PORT E REORCES

POTENTIAL OF NEW ENTRANTS INTO THE INDUSTRY

There are severahtry barriersn the development of an App.

1. Competition: There is a lot of competition in the App market. The App being developed
i n this project coul acatégeryindhe marketiAgaf 2081 i n t F
there were over 350,000 health apps available in the market and an average of 250
lifestyleapps launched per dé®lsen, 2021)

Apart from thepowerful competitors that have already penetrated in the market, the
number ofnew entrants makes it even more difficult to stand out and attract new
customerslUsershave so many options, and resources to compare the functionalities
between the different apps (comments, ratings,tbat)t is extremely difficult stand

out.

2. Time: Programmingprojects are complex anine-consumingnot only to understand
them but also to propose a suitable solutidew entrants that develop the proposed

solution quicker could obtain more marsttare.

3. ASO: The App Store Optimization helps optimize the positig of an App in different
Search Engines so it is more easily found by users and stands out from competitors. This
helps increase the number of organic downloads and in some cases helps attract more

users due to network effects.

THREAT OF SUBSTITUTE PRODUCTS OR SERVICES

This project is the development of a supporting business for a smart garden neitiote
control App. Although this project only aims to develop the supporting App with different
functionalities there is a threat afubstitute products and servicesfor both theApp and

physical product.
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1. Technological gardening products:The development of theT technology and the

affordableelectronic componentsmake this market very competitive. Regarding the
gardening and agricuiral sector there are maflys mar t 0 ssudh astsénsotst e s

smart irrigation systems, pH meters, £Z@nsors, etc.

As it has been seen in the report published by HaieAttifecial Intelligence trend
is growing (Haier, 2022) This supports thaeterest in smart systems and shows that the
industries of smart appliances in every sector could grow developing more substitute

products at more affordable prices.

2. Home automatiorn As it has been mentionespme automation will grow300% until

2024 (Pres, 2020) Consideringthat already one quarter of the Spanish households
already have smart home applian¢egaier, 2022) this growth could result in most

Spanish homes owning this technology.

To raise the interest in clients, this technolegly probably become moraffordable

and encompagsore functionalitiesThe history of home automation systems supports

that techntingy is promoting theonnection of most objects in the householand the

devel opment of Apps to control them. | n f
near future to control the temperature at
(heartleat, sleep quality, etc(Prosegur Alarmas, n.d.Jt seems as a logical step to

include gardens and plant care in the automation system, as its main objective is to help
thetenants take care of their homes.

If home automation systems extend theivses to this area, thareat of substitute

products will increase enormously.

3. Physical shops:There are gardening websites and shops offering seeds and tools.

Examples that can be found in SpadudeFronda, Leroy Merlin, municipalurseries,

etc. They could easily start offering smart solutions for plant care too.
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4. Communities: There areagricultural communities all over Spain created and

supported by City Halls such as the Red de Huertos Urbanos de MaHede
communities alredy provide interesting content for their members, such as

workshops and events.

However, the threat is not only due to agricultural communities but also due to the
content marketing done by other brands in related sectors. The most famous plant
nurseriesn Spain such as Verdecora are adapting their business to offer quality content

to their users apart from the most traditional products.

These gardening shops are offering blogs, Youtube channels, workshops for adults and
kids and newsletter to capturemelients(Verdecora, n.d.)

To conclude, there are clear trends that cdséldome substitute products. To become strong
against these threats, the business will neadhique value proposition that includes a
conglomerate of different products and services reinforcing the engagement of the
customers with the brand LEGOMO.

COMPETITIVE RIVALRY

TheloT allows to develop many smart appliances. This industry is booming nowadays as over
25% of the Spanish households are expected to have lsonaetautomatiosystems by 2024
(Haier, 2022)

The fact that the technology is developed, affordablvery mature has made multinational
companies take advantage oflihere aréig and powerful competitors in this industry as well

as newer lesknown competitors.

Some of the biggest competitoreiude smart home appliances companies such &setitmean
companyBosch which has already developed ti8martGrowo which is a collection of

different smart pots connected to/App.

Since the growth of the smart home appliaricessd manyhome appliances companies like

Teka or Haier have adaptednd developed smart devices like washing machines, dishwashers,

27



ERSIDAD B PONTIF UNIVERSIDAD PONTIFICIA COMILLAS

ICAI {257 ICADE

COM]I_[_AS Escela Tecnica Superior de Ingeriee(ICAl)
B Trabajo de Fin de MastérMBA

etc. Although many of these companies have not yet expanded into thegyandart industry,

it could be a possibility for them to explore. This msexisting threat to the business as many
companies with already existing reputation, brand image, ¥mmw expertiseand resources

could enter into a growing market. As they already have the competitive advantage in the home
appliance sector, this coutdake them very powerfabmpetitorsf they develop smart gardens

too.

It can also be argued that these big companies have not yet entered this market as it might not
be a strategic move for them. These companies are usually specialised in a vergparitet
products. For example, Teka is specialised in kitchen appliances and washing mBgisioes.
focuses on aimpurifiers and vacuum cleaners due to its expertise and research on this
technology. Therefore, it might not make sense for these compareeser such a different

market and diversify their portfolio. However, ttheeat is still present.

Moreover, somesmaller comparies can be found tocCitySensis the case of an already

existing Spanish companyfocused on the smagarden sector. They are specialised in the

smart garden industry but have few products in their portfalid/hilst it is true that their smart
gardens dondét offer an App to remotely contr
that can be controlled through an AigptySens, n.d.)However, this is just to remotely control

the watering of the plants and nothing else.

It must be said his company has a strong and we-defined brand image based on
sustainability and socialcompromiseand this could be a good competitive advantage that

enables them to attract many customers.

Other competitors includglatforms such asAmazon or AliExpressthat offer a wide variety
smartgardensconnected to Apps. It can be ensured that nwrtiie Apps offera variety of

functionalities that @& a unique value proposition and competitive advantage

It can be concluded that tkempetition isintense but, as themarket is still growing and has
a lot of potential. This is due to the sustainability, technological and healthy lifestyle trends

that make the product very attractive. Therefore, there is still room for more competition.

28



ﬁv‘powm UNIVERSIDAD PONTIFICIA COMILLAS

N\\IERS'D"D y
v B3 cADE

[CAL %
COM]I_[_AS Escela Tecnica Superior de Ingeriee(ICAl)
B Trabajo de Fin de MastérMBA

i

Consideringthe possible threat exerted by big home appliance companies, it isrtaet pe

moment to develop this product as they have not yet entered this market but could do so soon.

BARGAINING POWER OF BUYERS

This refers to the ability of customers to negotiate the price and terms of materials and services
they provide to a company.ug to the large amount of competition, the users have lots of
options in the market Therefore, the App is not essential dastomers and they could switch

to a substitute. This could be seen higya bargaining power of buyersas theprice,or service

must be adapted to their ned¢dsnake them loyal to the App.

However,with the right value propositiotherew 0 n 6 manybAg@ps that offethe same thing
this one doesThiswould builda competitive advantage amongst the others and the bargaining

power d customersvould bereduced.

Moreover, thecrossselling factor in the App helps sersbuy the physical product (smart
garden) and the smart garden forces the user to download the App to ussnibiecontrol

functionality, thebargaining power is further reduced.

BARGAINING POWER OF SUPPLIERS

The bargaining power of suppliersvisry low. As the business being developed is an App and
the resources needed for the physical products can be found in many different platforms, there

is no bargaining power of suppliers.
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SPECIENYXYI RONMENT

ANALYSIS OF RELEVANT COMPETITORS

There are variousompetitors in this business. From competition regarding the physical product
(Smart Pots) to competition regarding the supporting @egomo)referred to in this Thesis.
This chapter aims to analyse the competition regarding the supporting App sotakghithere

might be referencgo the physical Smart Pots too.

HOME APPLIANCE LEADER COMPANY : BOSCH:

Amongst the bigger competitoiBpsch the German company specialized in home appliances
has been developing smart devicesdieer a decade. Althoughhiad always focuseoh more
traditional home appliances it hespanded its portfolideveloping th&SmartGrow amongst
other innovative solution§ heSmartGrows a collection of smart pots with different additional
modules that can be remotely controliad an App(Bosch, n.d.) Although these technical

features are not part of this projetttis product is a major competitor if not the largest.

Regardingthe App, it does not only offer remote control, but it also includes tips and advice
on how to take care of the garden, how and whémstalnew modules, when to add water and

nutrients to the pot, videtutorials, seed and tool@mmercgBosch, n.d.)

These fctionalitiesarea major asset to ttigmartGrow and offer a variety of services that can
attract many customer3his can be extremely difficult to overcome as they count with the
fidelity of customerswho have other Bak appliances that can be contrdligaroughtheir

App and are already familiar with the software. Most importantly, this company has built a
greatreputation and brand image and has manyistribution points that attract many

customers.

Another very important characteristic about the Bgsmftfolio is itscrossselling strategy In
2015, the brand developédH o me C omakimgdt passible for users to control all their

Bosch devices froronly one App This is both a&competitive advantageamongst the rest of
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the competitors, but also aategy to makeustomers loyal It is convenient for anyone who
has a Bosch home appliance to continue buying products from that brand since they will have

the Home Connect system in place.

The crossselling strategy followed by Bosch is a threat that must be overcome. Whilst the
German brand offers connectivity with many h
offer a lifestyle community and all its benefits. This might be more megting to the user
buying a product such as a smart garden. As
an accessory in many peopledbs kitchens and t
community could be very interesting to pdiehclients.

Plant care Apps: (Ricart Elias, 2021)

According to the Spanish decoration magazine with over 50 years of history and more than 2,7
million readerqEIl Mueble n.d.) amongst the best plant care Apps in 2021 the following must
be highligted.

1. Waterbot: Waterbot offers a notification system functionality focused on the watering
of plants. The App allows users to take a photograph of their plants and the App notifies
the user when it is time to water each of them. The user can then malarihas
watered once the task has been completed.
2. Vera:As its slogan reads: fAplant care made
with a personalized follow up of their plants: if they grow, sprout,ésers caralso
build a customized watering and fertilization schedule and find tips and advice on plant
care.

3. Gerente de Jardin: It offers similar functionalities to Veéaslt alsoallows usergo

create a photdiary to keep track of eagh | a ewolédtisn over timeHowever, the
most interesting feature is that it allows users to share the state of their plants amongst
others. This way, a community is created where people can share their experience and

interact with each other to share tips and ask different questions
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APPS USINGARTIFICIAL INTELLIGENCE : GARDEN ANSWERS& PICTURE THIS:

The Apps analysed under this category count with very powerful technology. Both Apps
mentionedbffer similar features and are great potential rivald fggoma

Firstly, Picture This is an App that allows users to scan different plants through their
smartphone cameras. They identify up to 10.000 different species with a 98% préotsioe.

This diagnoss what could be wrong with the plant and off¢éips and advice to solve the
partiaular problemThe Appalsotells the user if a plant could be toxic for a certain pet in the
householdFernandez, 2021 Moreover, it offers a wide plant care guide to users as well as a

team of experts who one can congBictureThis, n.d.)

Secondy, the AppGarden AnswersusedgAtrtificial Intelligence to scan plants identifying them
between over 20.000 speciésoffers a Frequently Asked Questions (FAQ) section answering
over 200.000 quees on plant care. It also counts with a seawcbine allowing a more user

friendly search within the App.

Garden Answers offers the Aplant identificat
access the tips and advice for plant care. Moreover, it offers a Favourites section for users to

save their preferred adviggernandez, 2021)

HOME | MPROVEMENT AND GARDENING RETAILER SHOPS:

Other relevant competitors in the Spanish gardening industrdifieeent types of retailer

shops.

- Leroy Merlin:_ This chain of stores specialized irome improvement and DIY

products offers a variety of products related to home renovétionture,andgarden
supplies.lt is worldwide known for its broad product selection, competpirrees,and
customer service. Therefomegarding its gardening brandhijs chain could enter the
smart garden industry offering competitors solutions or its own product.

- IKEA: The multinationafurniture retailer offers a wide range of products. Within its
portfolio it also sells kitcheappliancesand other home accessories. Their products are
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known for their minimalistic designs and functionalyi t h t he gr owt h of
applianceso | Kb marketahddell sihilar@rodeicist e r  t
- Verdecora: This chain is specialized pet and garden suppliesRegarding the garden
branch it sells both plants and tools. This type of product couldteaastrategic move
regarding the increase in smart soloicand home automation and the threat is quite
big as it fits completely into their portfolio.
- Fronda: This store specializes garden and outdoor living products It offers plants,
garden tools, furniture, etc. Again, a product such as a smart garkled o an App
could perfectly fit its actual product offer and it could enter this market shortly.

- Content Marketing in_these 4 shops:Another source of competition coming from

these four shops is content marketing. All four shops mentioned have online presence
and engage in content marketing.

0 Leroy Merlin: The multinational habslog section sharingdvice, DIY ideas,
recommendations etc. They also share inspirational content through other
social networkssuch agnstagram or Facebook.

Regardingwvorkshops, Leroy Merlin offersin-store events to teach customers
DIY skills. Their workshops are free to attend and use the products sblg in t
store.

o IKEA: The retailer has #&log section offering tips orhome decoration,
organization, and lifestyle. Apart from this it offers content througfouTube
videostrying out and showing how to assembile its products.

IKEA also offersin-store workshops to teach clients how tassemble and
install IKEA products, as well as home decoration armdganization
workshops. Moreover, it offersseasonal eventssuch as Christmas tree
decorating workshops or Easter egg hunts.

o VerdecoraThe shop has lalog sharing tips omet care, gardening and home
decoration. They also sharé&/ouTube videos with tutorials and product

reviews.
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The workshops offered by Verdecorare related tget care and gardening.
For instance, it offers dog training sessions gadening workshops.Their
events are also held-store and provide expert guidance on these topics.

o FrondaThis retailer also hastdog section in its web wherieoffersgardening
advice and inspiration. It also offersreewsletter that clients can subscribe to
for gardening advice and promotions They are also active on social media
accounts sharing inspirational content on gardening and outdoor living.
Frondaalso offerggardening workshopsthat teach custometschniques such
as planting, pruning and soil preparation.These workshops are heldstore

with a team of experts.

ENVIRONMENTAL , ECOLOGY AND SUSTAINABILITY APPS

According to thewardwinning ecefriendly communityEcobnb themost useful ecdriendly
apps ar¢Ecobnb, 202Q)

1. Oroeco: This App aims to raise awareness about the impact a single person can
have on the environment. To dqclimate, it s
i mpact and offers an analysis on differ:
to eating. As well as this it also offers tips to improve and change into a more
sustainable lifestyle.

2. WeDontHaveTime Climate Change: It informs users on diérent global climate

change news. As well as this, if enough users agree on a climate change action, it
sends these actions to different companies and organizations.

3. Waterprint:_ It focuses on water footprint and aims to educate users on different
ways tosave water taking into account the water they drink, wear and eat.

4. GoodGuide:Thi s App seems as the most power fu
and sustainabl e Appso0. that dan be interestingg fomaa ny f

community focused on sashable and ecériendly values.

It offers a guide as to which products are ethical and green. This guide has over 75.000 rated

products in its database and shows products in the following categories:
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Personal care

Household
Babies and kids

After analysing the marelbusinessitanede conclodedsthadtie L e g o
most similar competitor would be tisenartGrow developed by Bosch. Not only does it have

a similarphysical product (the smart pots) but also offpowerful functionalities via their

App. Regarding the home appiie giant Bosch, they count with endlessourcescompared

to a starting business. They have trustworthy investors, producers, distributors, etc.

Apart from their experience in the industry, they have an enormauset share as it is one
of the besknown home appliances brands worldwide. This expertise has led them to a great
reputation and brand imagemaking it almost impossible for new competitors to obtain even

similar results.

All the Apps mentioned above in the different categories are nghand count with good
penetration in the market and numerous users. This shows how people are indeed interested in
these topics and willing to download the App.

The inconveniences in the App development induatgthat competitors already have the

know-how, resources, software developmerind comply with all the legal regulations to be

i n the market. Therefore, I t witibnlandmobtainrea r d t
higher market penetration. To do $loe differential value proposition will be reinforced with

the creation of a strong community, engagement through canteketingand the offer of a

variety of services and products that reinforae\thalues of the community.

As it has been seen in various competitors, the offeonfent marketing is a powerful tool
to attract new customeespecially in suchdigital environment. The previous analysis proves
that this content should h&luable and relevantfor the customer, aimed to attract a clearly

defined audience. Therefore, it is crucial to understand the needs of the customer beforehand.

This technique can help builtand presence and increase awareness of its products and
services It also serves tdifferentiate Legomo from other competitors by offerimgsights to

its value proposition. Regarding tAgp market, offering consistent valuable contentan
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attract customerto thesocial media profiles and Appincreasing the potentid¢ads and

conversions.

In addition to content marketing, it is important to consider déhwers such as workshops
and events.These tools have been proven to be extremely efficient in grggagh the target
audience and build the brand. Providingaamds-on experience could be a demonstration of

the quality and services that Legomo could offer.

Moreover, it is an effective way to collefetedbackfor the brand helping in the definition of
the value proposition organically as the brand grows. These insights the could serve in the

creation ofcontent marketing.

Workshops and events are a powerful tool to complement content marketing and drive brand

awareness and growth by building strongjranand offline presence.

Moreover, as part of the differential value proposition,easommerce platform to sell
products related to Legomods values, such as
other strong brands in the market could Heierage the brand and raise awareness about the

community.
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BUSI NBEE AN

The following section analys¢he internal components of the businédsre preciselyit aims
to determine a road map fbegomo to follow andchievets business objectives.

As the product is an App, it essential to make tustomercentric and thereforeuser-
friendly . Legomobenefits fromnetwork effectsand to gain market share aadough users
the focus should always be the final user of the Aaging it even more important to prioritize

their needs and requirements.

SWOT

This analysisdetermineshe strengths and weaknesses of gb&entialbusiness as well as
portraying the threats and opportunities in the market.
STRENGTHS

Amongst the strengths of the App, the following can be analydesl are preseadlin order

of importance

1. Offering all functionalities through the same Apgaving analysedhe competition

(both for the physical product and the App), there i&\pp offering all the services in
the same platformLegomo aimsto offer a variety of services for a sustainable
community under the sanpdatform. It is likely that some customers are not interested
in all functionalities of the App but if they find one of them valuable enough, they will
probably download the App and subscribe.

Joining a community that offers so maservices maksit more Ikely for auserto end

up trying out some productthat they hadnd@ even consideredvhen joining the

community.
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2. Variety of productsAs it has been mentioned, competition is focused on a single

service Some Apps offer notification systems to water the plants, others are only
focused on sustainable conteston the smargjarden remote contratc The creation

of a communityis very broad and offers the opportunity to dsiéy/ the service
portfolio.

3. Crossselling The sale of the smart gardens and the extensions (pH sensor, temperature
sensor, et and the fact that they can be controlled through the same App is the core of
the busines3iVhen a client discovers the Sm&arden through the web or a physical
shop, they are forced to download the App for the rerooterol functionality. This
forces a stream of downloads that will increase the wbidouth and will enjoy the
free services. Thus, potentially increasinglikeliness of them subscribing to the App.

As well as this, the customers who download the App without having the Smart Garden,
can enjoy various services before deciding to buy the physical product through the App.

This will potentially increase customieyalty.

4. Technical knowhow: The technical skills acquired during the Engineering Degree and

Masters allow the creation of a Viable Product with less (thste is less need of a

supporting team).

5. Adaptability: As a new startip, the flexibility andadaptability are much higher.
Competitors are already consolidated and exploring new strategies or business units
could be risky for them. However, as the brand is not yet consolidated, there is no

defined structure and there is more adaptability to stmdiyexplore the market.

6. Own physical product developédtaving built the physical product (Smart Garden)

from scratch, gives a much deeper understanding of the product, its capabilities, possible

problems, etc. This can be very useful when addressing the targeted audience.
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WEAKNESSES

L e g 0 mo G@Glsofagegthe followingweaknesses

1. Stronger competitors with experience in the markbere are competitors with more

experience in the sector. As it was analysed in previous sections, there are multinational
home appliance companies such as Bosch, which bBaperience, reputation and
resources to attract a large market share. Moreover, there are many Apps offering
similar functionalities. However, there is not one App offering all the services that the

project aims to develop.

2. NewCa As it is a new staftip, it is in its development phase. The implications about
this are that 1t is not known by the pote
or brand imageThis makesit difficult to attract customeragainst the competition with

more reputatin, brand image and experience

3. No commercial relationsThere are no commercial relations with other sustainable

brands or gardening companies tbatld sell their products through the App.

4. Financial Weaknes®eingastarup, it doesndét count with t

other companies have. This means that the investments must be done carefully and there
are not many resources. This implies that during the starting phase, there investment in
skilled wakforce, resources, marketing, etc., will not be as high as desired. This might

slow down the growing process.

5. Lack of expetise, knowhow and skilledvorkforce:As it is a starup, there is a lack of

experienceand knowhow in the sector. This makes damo vulnerable against
competitors and the idea will be easier to copy. Other competitors with more resources
and expertise could develop it in less time. The ladkitied workforce in the starting

phaseresults in a slowedevelopment of the App. This a weakness as there are
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competitors with more resources and kAoow that can obtain better results in less

time or copy the idea

Saturation in the lifestyle App markeA new App will have mordlifficulties to reach

the potential clients before getting enough reviews and comments. Therefore, it might

be necessary to invest more resourcasarketing campaigns and advertising

THREATS

The App market is quite threatening as there are thousands of Appdaugiolged every day.

This makes standing out from the rest of the competitors almost impossible. The threats

analysed in the SWOT analysis are:

1.

2.

3.

Competitors with more resourcé&e main threat is that competitor who have already

entered this sector, coufmbtentially start offering the same products and services as
Legomo. For instance, Bosch has already
as many services through the App. However, if they start doing so, they could
potentially r edgroposiionnegomods value

On the other handhére are competitors that have not entered but could potentially do
so. For instance, home appliance companies that have not yet explored the smart
gardening industry could do so soon. These potential competitors sudtaas Haier,

have many resources and the capacity to recycle their expertise andhéwow the

smart home appliance sector to develop quality products and Apps in less time.

[0T industry:The Internet 6Things industry is in exponential growth nowadays and it
is expected to continue growing in the upcoming years. This technology is accessible,
and it is becoming more usirendly, which allows new unknown competitors to take

advantage of the existingdhnology and enter the market.

EngagementAlthoughafreemium strategy can be a very powerful tool to attract new

customergspecially in a softwarbased businesdhere is a potential thre&tot being
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able to convert the adequate number of users to the subscription plan could result in
losses for the company. Freemium strategies are very powerful but engagement is not

immediate and takes time which is quite risky for the business.

OPPORTUNITIES

Apart from the threats, the business model of the App works by taking advantage of many

opportunities in the market.

1. No-Code toolsThe available tools to program Apps make the process more agile. These

tools are, in many cases, free to use aifiek support and prewritten code to develop
Apps in a more usdriendly way. This could save time and effort in the software
development phase for the MVP. Moreover, the process to develop software using these
Apps is very Lean as it is easy to make dagired changes and edit the project. This
allows for constant improvement and a Lean development of the App as well as building

from the bottom up (from basic functionalities and adding more complex ones later on).

2. Consumer habitsAfter the State of thért and the External Analysis, it is clear that
young consumers tend to prefer natural and sustainable products that respect the
environment. Not only does this support the actual smart garden but it also supports the

business idea behind the creatiora@&ustainable online community.

3. Content marketing supported by presential evélsitent marketing is a powerful tool

to increase engagement and interaction with the targeted audience. Beingup, start
complementing this with events that offer haotisexperience with the product and
services is a great way to attract new customers and increaseofaromith and
recognition. Moreover, these tools do not necessarily imply high costs compared to their
returns. There are organised (pexisting) events rad workshops. Therefore
partnerships can be a great way to lower costs and collaborate with bigger communities
that already carry out these activities. This could be an opportunity to gain visibility and
traction in the market.
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4.

Increase irvegetables consumeHeople are more aware of their diets and the benefits

of a healthy lifestyle and therefore, themberof vegetables consumed increase. As
well as this, due to inflation and the rise in prices, it is less expensive to eat vegetables
than other products such as meat or fresh fish. Therefore, a smart garden could be

interesting to many potential clients.

Trend in sustainabilityMany brands are designing their products to reduce their impact

in the environment and be more durable andfaeadlier. This trend is something that
could be used to create commercial relationships with sustainable brands that could sell
their products through the App and share them in the community created. Moreover, it
supports the business idea behind the.Amstly, due to this trend it is more likely to

find numerous suppliers of sustainable products.

Online workindlearning Since the Covidl9 pandemic, the online work has come to

stay. Nowadays, most companies offer flexible schedules that allow for partial online
working from home. This is an opportunity as it can be favourable for the business.
Online working from home allws users to take care of their plants more frequently and
therefore they might be interested in a smart garden. Moreover, this allows workers to
cook their own meals instead of eating takeaway or in restaurants, thus supporting the

idea to promote healtHifestyle values and share healthy recipes through the App.
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The following matrix has been deloped.

Strengths

What do we do well? What separates us from

Weaknesses

What do we lack? What do competitors do better

TOPIC

competitors? What unique resources to we have? SWoT APP than we do? Where are our resources limited?
: Stronger NewCo No comercial
Varlety Of g + Unknown in the i i
) competitors relations to build
Offering all products . SEEl artnerships or
functionalities/services CFOSS'Selllng with + No reputation or P P
on the same platform (vast . . e — sell relevant
portfolio) experience in . No experience in  Products for the
the market the sector community
ili Own physical ) ) )
Al.:la.p_)tablllty & oduct F;eielo o Lack of expertise Financial weaknesst.es.
flexibility due toa PS¢ £ dk how: Not as many financial
Technical [Esstenned gives a deeper ELATe] LETAIEE assets as other
R ] insight on the competitors can competitors.
know-how SULIGIEITES (i 151155 product, possible develop solutions Investments must be

risky to explore the

issues, capabilities,
market

audience, etc.

more quickly or
even copy the idea

@

€

Free No-Code Consumer habits
support the creation of

tools available FO sustainable products.
develop MVPs in  There is an increase in

a Lean, agile and  the consumption of
quick way. vegetables, fresh and
natural products.

Communities are
very powerful, can
increase customer

loyalty and are a

trending topic

nowadays.
Content marketing
supported by events  opjine working and
can be powerful to learning: More flexible
increase engagement,  timetables, increase in
brand image and word-  the consumption of
of-mouth. It can be content marketing and
done with low costs use of online learning
compared to its returns. tools. Increase in

awareness about
environmental
and sustainable
topics.

Opportunities

Competidores in the
industry with more
resources: (Bosch,

CitySens, etc.). They
could offer similar

services and develop

the same idea.

made carefully and
won't be as big as
desired.

Competidores in
similar industries
could enter this
sector and develop
solutions faster than
Legomo

Engagement is time
consuming and
there is a possibility
of not achieving the
desired conversion
to subscriptions.

loT is a growing
sector. This could
attract many new
copetitors due to the
user-friendly options
available to develop
business ideas.

Threats

What competitors are emerging?

Where do we see ways to meet people’s real-world needs? . i
y peop What might get in the way of our success?

Where are people under-served by existing offerings?

Image7: SWOT analysis
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VALUE HYPOTHESIS

Having studied the external environment and carried out a S&v@ysis the following pillars

for the value hypothesis have been identified.

1. Community:The benefits of a community have been proven. The sense of belonging to
a community with shared values, concerns and interest is very powerful and increases

custome loyalty and implication with the brand.

2. Relevant content marketin§upporting the community with relevant and valuable offer

of content strengthens the community and starts a flywheel where network effects

appear, and more customers are attracted.

3. Onhand activities, eventsThe offer of omrsite events where people from the

community can meet and interact and newcomers can get an insight of the community
can be beneficial to build brand image. This is a powerful asset that can increase

engagement ahbe valuable for customers who seek a community to belong in.

4. Variety in the portfolio in just one platformffering a wide variety whilst still growing

can be beneficial. Competitors are not offering such a wide variety of services of interest
for a sustainable community. Offering services that support a lifestyle rather than an
individual need strengthens thalue propositionMoreover, users can find different

reasons to subscribe to the App.
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STP: SEGMENTAT, I O
TARGETISNKEDS| TI ONI NG

MARKET SEGMENTATION

The aimof this sections to differentiate the target market from the rest of the general market
To do so, five differentriteriahave been applied (geographical, demographic, ssmaomic,

psychographic and behavioural segmentation).

Firstly, a superficial analysis has been carried out to identify the relevance of each criteria. A
table showing the factors considered in each criterion and an overall score out of 5 is provided

below. Criteria with an importance score lower than 3 vatllme considered.

Geographical areas or regions to
adapt the product to the client's
needs.

Geographic
Segmentation

Considers factors such as:
* Gender
s Age
* Education

Demographic

Segmentation

Considers factors such as:
» Social class Socio-
economic
Segmentation

* Income
* Wealth
* Typeofjob

e/O@

Considers factors such as:
* Psychology Hobbies
* Tastes Interests
* Preferences Lifestyle

Considers behaviour towards the
product or brand. o
]

Z
O
- =
b
S g
> 2
O
L
7y

O
o
O
o

Behavioural

Segmentation /5

Image8: Market Segmentation Relevance Analysis
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As it can be seen from the previous chart, the most important criterion is the psychographic

factor with a score of 4 out of 5.

1. Psychographic segmentationThis category mixes psychology and demographics to

better understand camsers. It takes into account trends, tastes, hobbies, lifestyle, etc.

This product (App)is most likely to be useful for people interested in:

Growing their own plants, vegetables, small herbs and fruits.

Cooking: following healthier recipes, learnirast and healthy ways to make food,
etc.

Healthy lifestyle: changing their habits to improve their quality of life.

Ecology: people who araterested in the environment and the impact they can have.
Those who want to learn about climate change news and different sustainable
product options.

Recycling: people looking for information and workshops on recycling, reducing
their waste and carbon footprint, etc.

Sustainability: educative content on sustainable tips and advices to change small
things in their routine that could make an impact anghvironment.

Technology: In the development of an online community linked to an App
technology is a key factor. Moreover, the physical smart garden can be very
interesting to technologyavvy customers who know about trends in this sea®or.

it has een previously mentioned in the External Analysis, there is a tretide
Internet of Things and Artificial Intelligence. Users of this technology could be
interested in this product.

Home automation: The rise of home automation systems could be irdluerihe

type of clients interested in this product. Young people are willing to buy smart

home appliance@Haier, 2022)and there is room for these customers too.

Typically, people who cook their own food, lead healthy lifestyles, recycle at homeand

concerned about the environment and the climate cfikis. is the reason why all these

topics are grouped into the same App.
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TARGETING

Having carried out a segmentation of the market, the most important characteristic is the

psychographicdimensian.

Considering the psychographic characteristics shared by the potential users, the App could be

targeted to:

AA community of environmentally comsdeteous i n
friendly lifestyle. Individuals who share concerremd values and are open to learn and take

part in the community. 0

Moreover, considering that the product is an App, the use of technology is es8sniiall as
this, the physical product sold is a smart garden which is categorised as a smart home appliance.
Therefore, it is also important to target this product mainly at people with ease of use of

technology who would profit from an App and the phyispzaduct.

POSITIONING

Having defined the market segmeamd the targeted customers, a moralepth value

propositionanalysiss carried out to attract thpotential clients.

VALUE PROPOSITION

With the identification of the trends in tod
identified. Anda better definition of the business can be carried out. Moreover, analysing
relevant competitors and the actual offer of different services and products allows for the
identification of a strongvalue propositionthat allows Legomo to stand out amongst its

competitors
Having analysed all the factors already mentioned, the business will be configured as follows.

1. Physical productThesmart pot is thetarting poinbf the Apgs businesglea. At first,

it was thought that an app to offemctionalities to controthe Smart Garden was
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enough. However, thpossibility of creating a community was explored and asw
decided that it was a strong starting point.

2. App and online community:

The main value proposition of this business is to creaieoag community that is
loyal to the following values.
a) Sustainability:Taking care of the planet, being eftendly and impacting the
environment in a positive way is valued by customers nowadays.

b) Healthy lifestyleThe i mport ance owel-lbeeak pomaingc ar e o0

a healthylifestyle and offering tools to deo.

c) Innovation: Innovative and creative solutions are offeréd provide user
friendly services

d) CocreatonThe definition of community is fit
certain attitudes a mhis implied kavimgscergin i n c
behaviours, such as supporting and caring for the community and its members.

The customerdés voice is heard and take

Due to the definition athese four valugeshe App aims to offer wider services than compedito

including the creation of a sustainable community with a determined lifestyle. It focuses on

ot her topics that Bosch doesnodot get involved
By offering content on healthy lifestyle habits, ecology,aunsability, workshops, etc. the App

being developed aims to create a strong and powerful community and profit from the network

effects too.
The functionalities of the App are presented in the following list.

1. Smart-Garden functionality: The Smart Garden has sensors and controls that can be

activated through the App. The measurement of different parameters can be consulted (i.e.,

soil humidity) andifferent actuators can be activated (i.e., watering system).

2. Create a community of orchards in the same _geographical ared:aking advantage of

the orchar@ competitive advantage, by having a-Mimodule, users of the orchard and
the app cawonsult other orchards in the same geographical area. In this way they can agree

to exchange products from their garden, garden tools, seeds, etc.
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3. Newsletter: So that users know what products to grow at what times of the year, the

application will have d@inewsletted section where they can check the seasons of different

vegetables, fruits, vegetables, legumes or spices. For this functionality, a freemium strategy

Is proposed. Seasons and offers can be consulted for free whenever the App is accessed.

However

vegetable is approaching or the time to buy certain seeds, it will be necessary to be a

n

order to activate notifications

subscriber. There will be different types of notifications according to the nddtie o

clients.

4. e-commerceplatform: To make the above functionality even more powerful and make

more sense, a platform should be created so that users can buy different products related to

the smart urban garden. This way, if someone discovers the App beforehlhedpthey

can buy it directly through the platform, which will serve as a tool to attract customers

thanks to all the services it offefBhe products that aiatended to be offered are shown

below:

9 Products:

(0]

0]

(0]

Garden: base pot (in its thraeailable sizes)

Extensions: temperature, UV light, pH, etc.

Garden tools: shovels, rakes, gloveseds etc.i This is to be done
through partnerships with other brands.

Sustainable products: partnerships with other brands so they can sell their

eccofriendly products through the App.

5. Multimedia content: Due to the growing interest in different Social Networks that offer

online content (Tik Tok, Instagram Reels) and the different movie platforms (Netflix, HBO,

Amazon Prime, Disney Plus, Movistar Plug,. eintends to take advantage of this trends to

offer specific multimedia content for garden usdisis functionality is intended toffer

specific content which is interesting attract customers who become subscriltiersugh

the App
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1 Media Content Type:

o Online gardening workshop<Gardening and plant care lessons at

different levels. Tips and tricks for garden care, etc.

o RecipesQuick and easy recipes could be developed to make with the
different vegetables that may have been grown in the differentrseaso
throughout the yearsing the smart pot.

0 Workshops Events regarding interesting topics for users such as
sustainability, recycling, gardening, plant care, environmental impact,
reducing carbon footprint, etc.

6. Forum to share gardening advice/tips:Plant care can be confusing at times. Plants

can have diseases, pests and other problems. They may be too dry, too exposed to the
sun, they may have been overwateredé Al
differently depending on the type of plantfékum could be created in whiciserscan

post a photo of the plant and a paragraph explaining what happens so that people can
comment on solutions, advice and fifisis promotes participation in the community

and content enrichment

Once all the potential functionalities have been identified, the following table aims to compare

the most relevant competitors to the business being developed.

BUYER PERSONA

The identification of the different functionalities allows to better define the potential clients to

attract. The foll owing fAprofileso of potent.i
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Maria

Age: 42 years old
Nacionality: Spanish (Madrid)
Mum of 2 children (5 and 7 years
old)

EDUCATION AND PROFESSIONAL CAREER

- Studied Finance in LSE
+ Works for an international consulting firm.

INTERESTS
- Yoga

- Healthy lifestyle

- Nature

- Traveling

- Enjoying time with her family, specially her kids.
- Developing her professional career and being successful.

FRUSTRATIONS & PROBLEMS

- Her work schedule is extremely stressful and she struggles to find
free time.

- She wants to ensure that her children are healthy and happy.

- Her work forces her to travel with short notice.

WHY IS THE APP USEFUL FOR MARIA?

- Having fresh, natural products at hand with the smart pot that are
maintained fresh for a longer period of time.

- Saving time and money in the smart garden maintenance.

- Educational and healthy activities that her children can learn:
workshops about recycling, recipes, videos, etc. As well as this,

learning about the importance of following a healthy lifestyle through
their parents own behaviour.

ImagelQ: Buyer Persondl)

Javier

Age: 27 years old,
Nationality: Spanish (Barcelona)
Single without kids

EDUCATION & PROFESSIONAL CAREER

- Studied Telecommunication Engineering in Barcelona.
- Works for Telefonica whilst developing his own start-up.

INTERESTS

- Craft beer - producing his own beer, he likes knowing how it is done and
where it comes from.

- Tech-savvy
- Sustainable lifestyle - recycling, eco-friendly products, local businesses
- Start-ups and entrepreneurship

- Traveling in his van - he appreciates useful and practical products he can
take with him

- Innovation

FRUSTRATIONS & PROBLEMS

- Struggles to balance his work with the development of his own
business.

- Would like to work for a more innovative company.
- He is very curious and always learning about new trends.

¢WHY IS THE APP USEFUL FOR JAVIER?

- Variety of alternative products to be more sustainable - promoting
reusing and recycling.

- Workshops and events to learn new tips to recyicle, take care of the
garden, etc.

- Tech-trendy product with sensors and remote control that is user
friendly and can be transported - van life or camping friendly.

- Opportunity to grow his own ingredients to prepare creative recipes
for his friends

Image9: Buyer Personal)
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Sara

Age: 35 years old
Nationality: Spanish (Bilbao).
Just moved to Madrid with 2

friends

EDUCATION & PROFESSIONAL CAREER

- Studied Psicology in Bilbao.
- Now working in the family business.
- Doing an online course in event organisation

INTERESTS

- Documentaries

- Social Networks - following influencers

- Masterchef and cooking - is very strict in her diet - focuses on a
healthy lifestyle and tries to eat vegetables in every meal

- Sustainability and ecofriendly values

FRUSTRATIONS & PROBLEMS

- Shares an apartment with friends and they have trouble with the
household chores.
- She is new to the city and doesn't know anyone

¢WHY IS THE APP USEFUL FOR SARA?

- Saving time and effort in the maintenance of plants.

- Quick recipes to continue learning how to cook in a healthy way.

- Similar product to the one used in MASTERCHEF (Bosch SmartGrow
Life)

- Sharing natural ingredients with her flat mates.

- Community with healthy lifestyle values to share tips, opinions and
advice.

- Presential workshops and events to meet new people with her same
interests.

Imagell: Buyer Persona (3)
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VALIDATION OF FUNCTIONALITIES

To validate the different functionalities of the Agpsurvey was carried otwbo 100 people

using Google Form3.he questions and results from the survey are presented below:

Age

100 respuestas

@ 18-25
@ 26-35
® 36-45
@ 46-55
@ 5665
® 66-75
® 7685

Imagel2: Age- Survey Results
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Gender

100 respuestas

@ Male
@® Female
@ Other

Imagel3: Gender- Survey Results

As it can be seen, the age is somehow evenly distributed although a large grolLpbeyda¥

olds answered the survey. Regarding the gender it is equally divided.

What brands do you follow on social media?

100 respuestas

Those aligned with my values 27 (27 %)

Brands that offer content which |

- - 84 (84 %)
find interesting

Brands that are sustainable or

A . 13 (13 %)
environmentally responsible

Brands that have healthy

products 20 (20°%)

None, | don't have social media

0 20 40 60 80 100

Imagel4: Brands followed on social medigSurvey Results
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The main reason people follolwrands on social media is due to the content they offer (84%)

This reinforces the importance of offering content marketing as it is extremely valuable for
customers and attracts potential clients with low desgarding those witno social media,

they belong to the elder age group-8%. Moreover, the definition of clear, relatable values

al so seems as a good strategy as it reinfor

loyalty of customers.

Please select the two most important characteristics when choosing a product

100 respuestas

Sustainability

37 (37 %)

Healthy lifestyle

Product design 63 (63 %)

Price 65 (65 %)

Imagel5: Characteristics when choosing a produ@urvey Results

When choosing a product, the most important characteristics where expected: price & design
However,a significant amount o€ustomers also seem to value healthy products that are

sustainable
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How would you define your consumer habits?

100 respuestas

@ ! choose options that aim to reduce their
impact on the environment

@ | don't take into account the resources
used to produce my products

@ | choose km 0 products

@ | try to consume local products in
season

Imagel6: Consumer habits Survey Results

In terms of consumer habits, most prefer local products in season, which perfectly aligns to the
nature of Legomo and their interests and consuming habits. Moreover, the environmental

impact is considered in the most voted answers which aligns to the wdltee brand.

How often do you recycle?

100 respuestas

30

26 (26 %) 26 (26 %) 25 (25 %)

12 (12 %)

1 2 3 4 5
Never Rarely Sometimes  Very often Always

Imagel7: Recycling Survey Results
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Al t hough in the previous question, many of t

that products are made, dlfie reality is that this isot due to an environmental reason as most

of them recycle at | east fhereis gustainbleemmsciencel h e r e
in terms of waste management but not when buying product. Most likely, these people just buy
their products withouchecking labels or composition but would prefer anfeendly option

if offered one (as their recycling behaviotow/s).

How often do you eat fruits and vegetables?
100 respuestas

@ Once a week

@ More than twice a week

© More than 5 times pero week
@ In each meal

Imagel8: Fruit/Vegetable consuming habit$Survey Results

How important is it for you to have a healthy diet? 1: Not important at all
100 respuestas 5: Extremely important

60

40 42 (42 %)

35 (35 %)

20

18 (18 %)

Imagel9: Healthy diet- Survey Results
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The diet habits support the business idea of offering healthy alternatives and a healthy

community as people are interesting in their vioeling and health.

Which statement do you identify yourself the most with?
100 respuestas

@ | try to follow a sustainable lifestyle

@ | don't think | can help much with climate
change

@ | would like to adopt more sustainable
and eco-friendly habits but don't know
how to

@ | use some eco-friendly products and |
am open to use and learn about more

Image20: Statemenidentification- Survey Results

The community tries to follow a sustainable lifestyle in its majority or is trying to adopt more
habits but doesndét know how. There is room f

-

Image21: Mission, Vision, ValuesSurvey Results

As a customer

100 respuestas

@ | don't care about the brand's mission,
vision and values

@ | find it important for the brand to be
aligned with my values
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topic and most importantly, in learning, supportithg idea for educational content about

sustainability.

Regarding the mission, vision and values, the trend is that peoplehlieydtigned with the

values of the companies they purchase from. Moreover, focusing on topics such as health and
sustainability, this statement seems to have special importances @§% that do not look at
thesecharacteristics, it could be because of lack of information or them not wanting to spend

time researching.

What do you think of domestic orchards and growing your own vegetables and

fruits?
100 respuestas

@ | am not interested

@ | would like to try it but | don't have
enough space
| would like to try it but | dont what steps
to follow

@ | don't know how to take care of my
plants

@ | already have an orchard and grow my
own vegetables

Image22:Domestic Orchards Survey Results

Most importantly, Bhough23% were not interested in domestic orchanasst ofthe surveyed

people were. This shows potential in the physical product of Legtooeover, 6 people
already owned an orchard, which shows that slowly, this idea is growing in society as the market
reseach stated. There is a smatiplementation of this technology and many potential clients

or users. As well as this, Legomo solves the problem that 33% of the people have: lack of space,

as it offers a product in three possible sizes that can be put ohddgtchen or table.

Moreover, for those wise problem is ndknowing how to take care of their plants those
who donét know whi c showsirtesgepttbe fundionélitek dffered bybthet st i

App educational content marketing, worksh@md events, are valualsiervices.
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COMPARISONAGAINST COMPETITORS

w
o
n
(@]
>

Functionalities Legomo

Smart Garden remote control

Smart garden community (locating
other users to contact them and meet
them)

Newsletter

e-Commerce (crossselling products of
the same brand)i i.e., selling the
physical smart garden through the App

e-Commerce forexternal gardening
products (seeds, tools, etc.)

e-Commerce for sustainable products

Content marketing: Multimedia content
i Plant care topics

Content marketing: Multimedia content
I Lifestyle (recipes, sustainability,
ecology)

Forum (sharing tips, questions, advice,
etc)

Notification system

Workshops & Events

RRPPEPREERE
PP REEE QR
FROORER®R®® |
PPREEREE ® ®E®OE

Tablel: Functionality comparison against competitors
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MARKET SIZING : TAM, SAM,SOM

Once the potential client profile has beeliressed, a more quantitative analysis of the potential

market is carried out.

TOTAL ADDRESSABLE MARKET (TAM):

The business unit being analysed is not the actual smart pot but rather the App supporting it

For the calculation ahe TAM, an estimaion of the number of smartphones worldwideised.
According to Statista, the expected number of smartphones in 2028 Vé)B4 1million and
a growthtrend is expected in the following yedfisaylor, 2023)

As well as the number of smartphones, the age range of potential users is also taken into
account. The App is aimed at usé@m 18 years oldto 80 years old This is due to the fact
that these users will more likely have deeper knowledge about sudiin#ieir life habits

and values, etc. Moreover, they will be more likely to subscribe or purchase through the App.

Regarding the upper | imit, it is more I|ikely

Looking at the worl@ population pyrandi shown lelow, approximatel$4.9%o0f t he wor | d

population is within this age ran@gopulationPyramid, 2023)
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95-99
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£5-89
50-84
75-79
T0-74
§5-60
60-64
55-50
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45-49
40-44
35-39
30-34
25-29
20-24
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10-14
5-8
0-4
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Image24: Population Pyramid World 2022

Sourced: PopulationPyramidhttps://www.populationpyramid.net/world/202:

Applying this percentage to the number of smartphones gives as an approximatjd8%f

million people with smartphone and within this age group.

Moreover, looking at the App downlog@%s are lifestyle App downloads(BuildFire, 2023)
Applying this pecentage to the previous figure leaveAM of 355.12 million people who
could be interested in lifestyle apps, own a smartphone and are in the desired age group

worldwide.

SERVICEABLE AVAILABLE MARKET (SAM):

Consideringthat Legomais a startup which is not known in Spain and less in international

markets, it is more likely that the first users come from Spain.
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This isbecausehe physical product will be sold in Spain during the first years until it gains

some traction. This wilhllow more clients in Spain to find out about the App.
The population of Spain #7.5 million people, thisi9.6%0f t he wor |l dés popul

Applying this percentage to the TAM calculated previously, we obtain a SAM.8Mmillion
peoplewho have a sartphonecould be interested in lifestyle appsndare in the desired age

group.

SERVICEABLE OBTAINABLE MARKET (SOM):

This last category refers to the actual market Legomo can obtain with the actual resources.
Regarding that i &chthewhae Spanishrmarkepmentiorted pregiousiyt r e

A realistic approach beingomewhat conservative would be to obtai®.%% of the market

share in the first 5 years with continuous growth during this time.

Year % of market share % of marke.t share Annual organic | Monthly organic
cumulative downloads downloads

2024 0,10 0,10 2.130 178

2025 0,60 0,70 12.780 1.065

2026 1,40 2,10 29.820 2.485

2027 2,00 4,10 42.600 3.550

2028 2,50 6,60 53.250 4.438

Table2: Market share 5year forecast Realisticapproach

The following graphs show tHf#OM anddesirel annual download® achieve the SOM in the

first five years
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Forecast of the Annual Downloads expected (SCR&alistic
Scenario

160000
140000
120000
100000

80000 —&— Annual organic downloads

Downloads

—@— Annual organic downloads

60000 .
(cummulative)

40000
20000
0

2023 2024 2025 2026 2027 2028 2029
Year

Image23: SOM and prediction for next 5 years
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4 PSO OMMARKET I NG

This section aimsotdevelop the business objectives for Leg@nd the consequent strategies

in terms of product, price, place and promotion that are required to achieve these objectives.

BUSINESSOBJECTIVES:

Having analysed the size of the market, the aim is to achieve the following objectives:

1 Become a leading community in the sustainable lifestyle industry.

It must be clarified that the@re two ways to download the App:

- Downloads due to Smart Garden S&eople who discover the physical product

first and deide to buy a smart garden must then download the App for the remote

control functionality of the Smart Garden.

- Organic download€?eoplewh o donét know the Smart

for anecofriendly community to belong in and want to use other functionalities in

Gar

the App can download it before buying the Smart Garden (then they could purchase

it through the App itself).

9 Obtain the following downl oadsf riene 0t he
plan):
5 s s
Year % of market share % of marke.t share Annual organic Monthly organic
cumulative downloads downloads
2024 0,10 0,10 2.130 178
2025 0,60 0,70 12.780 1.065
2026 1,40 2,10 29.820 2.485
2027 2,00 410 42.600 3.550
2028 2,50 6,60 53.250 4.438

Table3: Market share Syear forecast Realisticapproach
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T Obtain a 4% conver si onlnotletwords, achiewe tlias u b s ¢

4% of the free users of the App pay for the services after trying the free

functionalities.This conversion rate has been chosen because according to an article

published by Toplyne, a usual conversion rate for SaaS (SofasaFService)

businesses ranges between 2% andE8plyne, 2022)

Total annual Monthly Free | Annual App | Monthly App Cumulative total | Cumulative
Year | downloads e - annual downloads| Annual App
Plan Downloads Subscriptions| Subscriptions .
(free plan) (free plan) Subscriptions
2024 2.804 234 56 5 2.804 56
2025 14.505 1.209 290 24 17.309 346
2026 32.974 2.748 659 55 50.283 1.006
2027 47.560 3.963 951 79 97.844 1.957
2028 60.394 5.033 1.208 101 158.238 3.165
Table4: Download 5year forecast Realisticapproach
T Make Legomobs App Business Unit profit
PRODUCT

In summary, as it has already been defined, the product is a digital platform that supysax

a physical product (Smart Garden) dndld a community around urban gardening, providing

a range of functionalities and services such as orchard exchange, newslettemerce,

multimedia content, anirum for gardening advice.

The product offers a unique value proposition for people interested in sustainable lifestyles and

healthy diets as it provides a comprehensive solution for urban gardening with a wide variety

of services in just one platform.

The App offerdour types of functionalities:

- Corefunctionalities Remote control of the smgpbt and consulting measurements.
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The smart garden comes in three sizes (S, M, L) to grow different kinds of
vegetablesApart from the pots with the differesensors (soil and ambient humidity

and temperature), further extensions can be purchased considering particular needs
of different clients. For instance, a temperature extension with a light bulb providing
heat, a luminosity extension with a UV light proting growth, or a pH extension

with a pH sensor for the soil.

- Functionalities offered through the Applewsletter, multimedia content and e

commerce platform.

- Co-creationof content (ceated by the App with the collaboration of its ukers

Forum, sharingecipes amongst users.

- Meeting between Legomo and its community (engagemewdnts and workshops

where the community meets the brand in person and has adraergperience with
Legomo.

There are two different types of users:

- BasicplannRecent |l y introduced into Legomobs

looking for the basic functionalities and are not willing to pay for premium services.

- Subscription planThese users benefit from more premium services and would be

willing to pay.

The fdlowing table aims to describe the different functionalities within each category and the

difference between the basic and premium services in each functionality.
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CORE FUNCTIONALITY

SMART-GARDEN REMOTE CONTROL

Control of the Smart-Gaden:
- Consult the measurement of differe

parameters (soil humidity
atmospheric humidity, temperatur
etc.)

- Activate different actuators (waterin
system, UV light, etc.)

APP FUNCTIONALITY

GEO-LOCALIZATION OF SMART

-GARDEN COMMUNITIES

Consult where other smart gardens are /

Putting garden users in contact with each other:

Consult smart gardens near me:
Users will be able to consult where nearby s
gardens are and user communities in other ar
They will also be able to consult the offers mg
by users (products, gardening tools, etc., that {
offer).

[OBJECTIVE: By being able to consult th
locaton of other gardens, people are encoura
to participate in the community. If they see
community nearby, they are more likely to want
contact the offers they gee

NEWSLETTER

The app allows to contact users @@sxchange
products, gardening tools..Without accessing
their personal data.

[The customer will have to pay a monthly fee
contact other users].

[OBJECTIVE: Apart from the Data Privacy an
Protection Policy, by not showing usgrontact
details, they feel more comfortable posting off¢
and participating in the community. This leads
more interaction from users. They will be able
exchange the products they want or negotiat
price with the interested person, this is not
responsibility of the App

Consult the seasonality of different vegetables

Activate notifications:

consult offers:

Users will be able to look up the seasons
different vegetables (start & end of the seasq
when they could start preparing seedlings, etc.
As the App is also a platform to buy the sm
garden, its extensions and products related to

Users who want to stop worrying about check
the App periodically to findout the news and
information they need, can activate notifications
different types (by product, by offer, by price, |
season, etc.)
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garden, they Wl be able to consult the currer
offers in a catalogue.

[OBJECTIVE: To offer clear and usefu
information to the user to increase fialued of
the Apd

[The customer will have to pay a monthly fee
activate notifications].

e-COMMERCE PLATFORM

E-commerce:

1. Users will be able to buy the garden and
different extensions through the App.

- The BASE POT (1L, 5L and 10L)

- Extension Temperature

- Extension Luminosity

- Extension pH

2. Other gardening products: shovels, rakes, K
of soil.

3. Seasonal seeds

4. Sustainable products: reusable bottles, shop

bags made of recycled materials, etc.

There is no Premium service regarding the
commerce as it is a revenue channel itself.

MULTIMEDIA CONTENT

Videos:

filnstruction® and videos to get started in th
urban garden> how to install the garden and i
extensions, how to start planting....
[OBJECTIVE: to get the customdihooked on
the content and see its real usefulness. We
offering help andicustomerservic® to the new
user who is most in need. They will see the 1
usefulness of the App and will be more likely
want to pay the subscription because the vid
have already helped thé¢m

Interesting videos

Videos with interesting content to solve pleras

regarding the garden and plants, tips to cultivi
sustainale and healthy lifestyl&opics, etc.

[The customer will have to pay a monthly fee
access these videos].

Recipes:
Simple, healthy and quick recipes that can be d

using products grown in the Smart garden.
[OBJECTIVE: Offer creative approaches

recipes that might already be known. Ra

Recipes:
Mor e Apopul ar o

alternatives, or healthy desserts, etc
Manu for the week
Themed recipes (Halloween, Chnists, etc.)

reci p
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awarness about the possibilities regarding
Smart Gardeh.

*IDEAS:

Vegan recipes

Cultural recipes (recipes from differel
countries)

Healthier versions of classic homeade
recipes

[The customer will have to pay a monthly fee
access these recipes]

CO-CREATION

FORUM TO SHARE TIPS, QUESTIONS AND ADVICE

Posts: Users can post photos or queries on
forum. Other users can reply wit
recommendations, opinions, advice, etc.

There is no Premium service regarding fibl@im
as it is aservice that all users should enj
participation in the community and sense
belonging. The interaction between users mighi
a good way tess wilhahe free plar
to shift to the subscription option

Recipes;:User s can enjoy a8
sectiono to share the

the community.

To access other wuserod
Premium user. Thigser is strongly involved in th
community and most likely willing to pay due 1
its deep involvement. Basic Plan usenly have
access to the Apps recipes (not the ones poste
other users).

MEETING BETWEEN LEGOMO AND ITS COMMUNITY

WORKSHOPS & EVENTS

Announcements of workshops and events

Reduced ticket price for premium users.

regarding different topics:
Gardening
Sustainability
Healthy lifestyle
Recycling

Waste management

Table5: Freemium plan functionality description.
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Product Comparative Analysis:

The following table provides a comparative analysis between the main competitor (Bosch) and

another powerful competitor in the sustainable lifestyle App industry (Good Guide). Both have

been presented in the external competitor analysis.

LEGOMO BOSCH GOOD GUIDE
(SmartGrow App)
PRICE ? Free Free
(u/ mon

FUNCTIONALITIES/ SERVICES

Smart Garden remot
control

Learn about more than 50
different plants (e.gherbs
saladsedible flowers, fruits
and new
microgreens/seedlinghow
they should be harvested an
how you you can prepare
them in food or tea.

Search, browse or scan sa
and healthy consumer
product goods based on
scientific ratings.

Smart Garder
community (locating
other users to contay
and meet them).

Learnmore about the
proportion of vitamins and
minerals as well as use and
care.

Identify the highest rated
products on the market

Newsletter

Track your crops from
planting to harvesting.

Find out the Nutritional
Value of Food products.

e-Commerce (cross
selling products of
the same brand).

Use the tips and tricks for
optimal support during
growth, e.g. a hint that the
water has to be refilled.

Find out the Health Hazard
of Personal Care and
Household Cleaning
products.

e-Commerce for
external gardening
and other sustainabl
products.

Inspiration to try something
new and differenfcontent
marketing)

Find out whether a product
contains ingredients with
health concerns.

Content marketing:
Plant care topics,
lifestyle
(sustainability,

ecology, etc.).

Use the videos to get to kno
tips or setting options even
faster(content marketing)

Get informed about the
potential health effects of
different chemicals.
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Forum Discover better alternatives
for your daily purchases.

Notification system

Workshops and
events

Table6: Comparative analysis between competitors

With this analyss, it an be concluded, that there is a differential value proposition in offering
all the services via one platform. This allows for the creation of a stronger community than that

offered by the competitors and the creation of Legomo is justified.

For a clearer picture of the ghact, Annex B showsthe MVP T App Design

PRICING STRATEGY

Once the product has been defined in detail, a more precise revenue system can be developed.

FREEMIUM STRATEGY :

Havi ng i de ntprofiucteahd dusngss Imés® rsossuitable stratgy would be a
freemium strategy. There are two different client profiles (Basic Plan and Premium Plan). The
Premium Plan profile will be willing to pay for more advanced services as seen in the previous
table.

Apart from being quite successful in software related businesses (i.e., &mbs)ternebased
businessetSegal et al., 2022t allows to acquire customensthout having a recognised brand
or developed reputation. Being anknownstartup compared to its competitqrgiving users
a trial of limited free functionalitiemakes it more likelythatthey subscribe to the App and

buildsloyalty.

There have been many examples of successful companies following this strategy, amongst
which, the most notable are online content related platforms such as: Spotigdin,
Evernote, Dropbox, etéVhat all these platforms have in common with the Legomo App, is

that they offer multimedia content which is attractive for customers. Once customers have
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i

somehow fitestedo the product and (weenoubh ed t h

to meet business objectives) will be willing to pay for additional content.

Moreover, it encouragesord-of- mouth speedingip the process afustomer acquisitioand
brand recognitionthus, potentiallydecreasing Customekcquisition Costs (CAC)YPaddle,
2023) The CAC refers to the resources and costs incurred in to acquire an additional customer.

As well as this it enables data analysis of
or adjust the subscriptn plan or value propositiofhis enables a deeper knowledge of the

user base and a better subscription proposition, plotsntially decreasing the churn(Paddle,

2023)

Regarding the different possible pricing strategibsee categories have beedemtified
accordingtean article publ i shed based o aMsaudykbg Naverag 4 e
(Naveira, 2017)

- LowcostPrice bet-@#@aemofit BDw.
- MediumcostPr i ce bel e emo rétah |l vy .
- HighcostPr i ce be-t5wWwmmaentnly.1 7 (

The study conducted concluded that the Apps in the medium cost category portrayed higher
conversion rates (7.16%) as well as the lowest CAC. The conversion rate is 5 times higher than

that oflow-costApps and 6 times higher than thathogh-costApps (Naveira, 2017)

With this study it can be concluded thawould be most reasonable to price the App in the

medium cost category price range.

However, to verify this hypothesis, other factor must be considered. A comparative analysis is

carriedout to assess the prices and services of different competitors in the industry.

Price Comparative Analysis:

The following table provides the different prices of Apps by category and length of subscription
in 2021(Curry, 2023)
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Category ‘ 1 month($) 1 year ($)

Fitness 15,03 79,32
Meditation 12,49 73,32
Wellbeing 7,94 64,99
Nutrition 10,09 55,82

Table7: Price comparisson within different App types.

After carrying out this comparative analysis and seeing that many Appedaed in the

medium cost categoryhe previous theorig feasible

However, it must also be said that the main compettosch,offers its App SmartGrow for
free. As well as this, other powerful competitors in the industry such as GoodGuide, which
reviews if products are safe, healthy, green, and socially responsiblspifree. This is the

case for many Apps that fit as competitors.

Therefore, taking this into account, such a

Considering thamanyfunctionalities offeredfor instance ossite workshops and events,
commerce, partnerships, etenply many more costs than those of competjttre price of

the subscription plan could be higheh an t hat of competitors but
A reasonable price could B0 / mo.nt h

It must be highlighted that the pridge not fixed with a cost prspective but rather an
approximation to a valubasedversus cosbasedpricing strategy.The main consideratioa
havebeen the value that the target ugggsceivefrom the app, as well abe great sensibility
in price that Aps peceve. Consideringall of this factors asvell as the marketnalysis made

in previaus sections, this a good price option.

PLACE

Being a digital App, the seices aforementioned can be accessed through smartphones or

tablets via different App stores such as Google Play (Android) or Apple Store (iOS).
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In this categoryfo achieve god reputation and image is to gartnerships with powerful

players in the industry. For instance, by selling the Smart Garden through retailers such as the
ones previouslmentioned (Leroy Merlin, IKEA, Fronda or Verdecora), Legomo could attract
many more users and achieve a better positioningeimidrket whilst cutting costs of renting

a physical shopRegarding the -eommerce functionalitypossible partnerships could come

from sustainable businesseach as Freshly cosmetics (sustainable cosmetics), Patagonia
(sustainable fashion), and other im@sses selling eefmiendly products such as reusable
bottles, bags to reduce the use of plastic bags;Tats would be a wiwin situation as then
Legomo could sell the partnerods sustainabl e

Lastly, one of the functionaiés described is both a value proposition and a marketing strategy.
Theworkshops and eventgproposed through the App are useful to create a strong community
within the users of the App and also attract new customers. If users can invite or telkthes fri

to attend and event, they are more likely to become potential clients. These events and
workshops are a possible way of attracting new customers whilst also providing valueto thos

already subscribed to the App.

PROMOTION STRATEGY

In a digital industry, the most suitable approach would 2@08promotion strategy including

specific actions in the different stagestod tustomedourney.The channels considered are:

1. Social Networks: Platforms like hstragram, Tik Tok, or Twitter would be primary

channel s t o pr o Wihthe creatogob engagirsy postp, jsing viral
topics and trends that are widely spread in these media, the App could engage with a
large group of potential users at a low cost.

Moreover, it is a way to reinforce the Freemium strategy as the content in social media
coud show the features and services of the App.

The message to beahsmitted would be:

AA communityfor those who choose a healthy and sustainable lifestyle.
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The budgetfor Social Networks in théirstyearis® 04 f rom t he 2.5000u0
Advertising.

2. Influencer marketing: Regarding that most young adults are influenced by famous

people or experts on social media, it would also be beneficial to engage with influencers
that defend or follow simdlr values to those of Legomo. This would help the brand
reach even more people and considering the influencers engagement and reach the cost
behind this strategy is lower than that of more traditional marketing campSigme
influencers that would be gable for the marketing campaigns couldMeta Riumbau

(662K followers) Jonan Wiergo (610K), Elena Bueno (205K Carlota Bruna (198K)

Marta Riumbau
662 K

) V ‘I- AN A
Jonan Wiergo Elena Bueno Carlota Bruna
610K 205 K 198 K

Image24: Influencermarketingproposal

Thebudgeffor Influencer Marketingn thefirstyearisl50 04 f r om t he 2. 500
to Advertising.

3. Search Engine Marketing:

- Optimizing the Appo©6s \GQoagie Playloi Apple Store). t he .
This is dbne througApp Store Optimization (ASO) techniqueslincurring in this
cost implies the use of relevant key words, the creation of an appealing logo,

compelling descriptions and positive reviews from early adopters.

76



grsIDAD s PONTIE . UNIVERSIDAD PONTIFICIA COMILLAS

NIV :
icar @ icADE

COM]I_[_AS Escela Tecnica Superior de Ingeriee(ICAl)
B Trabajo de Fin de MastérMBA

- Incurring in Geo-Targeted Advertising. The creation of a strong community is
essential. This tool would be useful to attract users in certain areas. More precisely,

this could be done through social media ads or Google Ads.

- Payperclick (PPC) advertising on search engines like Google candaktagarget
people searching for urban gardening or sustainable lifestyle related topics. This is
very powerful as it targets people who are more likely interested in the product and
are therefore more likely to pay for it.

The bulgetbr SEM iIn20285 2 0
4. Events: Apart from the irhouse workshops and events offered through the App,

Legomo could participate in other events related to sustainability, lifestyle, etc.

- During the first year, Legomo could take advantage of the existing events organised
by Red de Huertos Urbanos de Madridtfogir users.

- The following years, events related to the following topics could be carried out:

o0 Sustainability
Recycling
Waste management at home
Ecofriendly habits

©O O o o

Healthy lifestyle and recipes

Regarding places to do these events, it would be goatiato with lowercost
options. For example, depending on the number of attendants, they could be hosted

in a room in the office (which would already be rent@djenting event venues.

The bulget br Workshops & Events 2.00Q0 in 2024.

5. Co-creation: T h e -ciirceoat i ono content i n temdrsdadke bot h
part (i.e, recipes,blog, forum, comments, etc.) is proof of the strength of the
community. It adds value to the already existing users whilst attracting new ones. This
tool helps in the customer journey promoting loyalty and retention as ither great
added value and users feel part of the community whilst participating and contributing.
Moreover, if users create content, it is more likely that they might share it in their own

Social Networksncreasing potential user awareness.
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6. Public Relations: Press releases can be sent to magazines, newspapers, etc. As well as

this, journalists can be pitched to cover
As specific examples, there are magazines sold in plant nurseries (Fronda, Verdecora,
etc)aswdl as ot her magazines that could alig
National Geographic, Hola Lifestyle, or other sustainability magazines such as Nature
Sustainability Magazine (an dime magazine) or Sustainability X amongst others.

As well asthis there are other channels such as Aw#ihd pop up stores like The
Sustainable Pop Up which brings together multiple brands aligned with environmentally
friendly lifestyles.

The buget for Public Riationsisl . 000U i n 2024.

The total budget forthe PromotionSt r at egy i 4. 6. 3520 in 202

BUSI NHERXANANVAS

The BusinesteanCanvas tool is used to defiddferent internal parts of the business and the
relationship between them. This fAmapo offer
partners, key activities and key resources necessary to carry out the value proposition (also
shown in the map).

This serves to address different customer segments and build customer relations through
defined channels. Once this is also defined, the different revenue streams generated by the

business are analysed as well as identifying the cost structure.

The BusinesgeanCanvas is shown below:
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PROBLEM

SOLUTION UNIQUE VALUE PROPOSITION UNFAIR ADVANTAGE CUSTOMER SEGMENTS
Desire to Itis hard to Forum and
N User-friendly blog about Knowledge
improve control a platform to Workshops
interesting Everythin Technical ~ep o
lifestyle smart home scor::ﬂG)l ";e topics for the ~ and events rything Strong e development  sustainability
N a " mal arden |n one . knowledge and healthy
habits appliance community community £ lifestyle.
platform
Not enough Not knowing E Content Ti d Oown
infi ti -commerce Ps an
nformation - many of the platormwith ™K agyice to S ey Adaptabilty
about aligned with selling product
. available sustainable improve
sustainability in N community P Varied developer
O sustainable products vEES lifestyle. ortfolio
platform products Co-creation c.vhlch is
of content
Interest in Hard to relevant for
finding maintain e
community garden or
that shares grow on
similar values vegetables KEY METRICS Partnerships CHANNELS
BT with other pestiaships
activities Social Inf e plnt
Doubtsand  Doubts and sustainable e otg | Turseries
queries queries about and events. brands Fronda, etc)
about healthy
sustainability lifestyle
Events and Press and Pop-up
workshops media stores
Lack of events
to introduce
people in Partnerships
sustainable :::;:: o h:::e:u“:e
practices Marketing "‘::':::" campaigns
COST STRUCTURE REVENUE STREAMS
Freemium 2,5 €/month  Payment for .
strategy - for product sl el Seeds and Event and
subscription  subscription purchases Garden prodicts tools sales et
plan plan = e Sales sales tickets

Imaae25: Businesd.eanCanvas
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FI NANC& AEAICONOMI
ST UD

The following section aims to analyse the economic and financial viability of the project. More
precisely, the revenue model of the business wilteysedand the financing of the project

will be studied in consequence.

Moreover, thissection provides an insight into the calculation of the breakeven point, the
rentability analysis and the sensibility analysis. Appropriate conclusions will be drawn of this
economic analysis to evaluate the correct strategy in terms of price, priciaggifig,

investment, etc.

RESOURCES

Regarding the resources needed for the development of the App they can be cladsified in

different groups.

1. Technological resources:A digital business like an App requirdechnological

resources of different types.

a. Software developmenResources to build the interface of the App {Slade

tools, programming licenses, etc.).

b. E-commerce toolsTools to build the ®@ommerce platform and allow online

shopping.

c. Hosting:Resouces to host the app and data in a cloud server and the use of other
services such as Amazon Web Services.

d. Mailing: Resources to manage large volumes of mails to clients, etc.

e. LicensesOther basic program licenses such as Microsoft, design programs, etc
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f. Communications (telephone & WiFi)
g. Acquisition costsCosts like the ASO, PPEic.

2. Workforce: Al t hough the Engineering Masterods al
fields required to build the App and the physical product itself, it must be raed t
team will be needed to provide the services and functionalities. As the financial
resources are limited, during the growing phase, three types of workforce are
distinguished.
a. Business developmeniVorkforce responsible for creating and implementing

strategies that increase revenue, profitability, and market $harieg the first
5 years, the responsible would be the founder (Carmen Tpnaja the salary
progressively rising as the sales do too, according to the market sizing and the
5-yearforecast presented below.

b. Software developmentWorkforce responsible for designing, developing,

testing, and maintaining software applications, systems and platfDumisg

the first 5 years, a single worker will be hired full time with a monthly salary of
1.800 a. Only one person IS needed
requirements are not very complex.

c. Sales & Marketing:Workforce responsible for promoting and lsg a

companyos product s or services t o cu
developing and implementing strategies to generate leads, build brand
awareness, and close sal&s.well as this, in the starting phase, this team will

build partnershipswith interesting brand$or the customersRegarding the

salaries of the sales team, as the founder (Carmen Torroja)enpiath of the

sales team it has been considered that during the first 2 years, the sales employee
will work part time. The fublt i me sal ary considered 1is

d. Accounting:External services for accounting purposes.

81



UNIVERSIDAD 5 { o PONTIFIC)

ICAL % ; fICADE

COMILLAS

UNIVERSIDAD PONTIFICIA COMILLAS
Escuela Técnica Superior de Ingenieria (ICAI)
Trabajo de Fin de MastérMBA

It must be clarified that all yearlyalaries have been multiplied by 1.3 in the income

statement to cover the Social Security of employees.

3. Raw materials: This project and the P&L in the following section accounts for the cost
of the cost of the Smart Gardens that are expected to belsoldgh the AppApart

from this other products sold through the App have costs (gardening tools, seeds,

sustainable products from other companies, etc.).

4. Infrastructure: Once the businessaws and the sales and workforce increase it might

be necessary to rent an office and a warehouse.

Regardingthe workshops and events that the App aims to offer, there are several
resources needed such as location expdnsesnt event venud$o properly carry out

a safe event) and personnel expenses to be in the event and interact with potential users

and subscribed clients.

Regarding the office, due to the fact that only three people can carry out the main
functions diring the first 5 years, a small office will be rented. This can be found for
approximately 500 G i Athodgh,ffof therfiestryear, whilsa c e s
the product is tested in the actual market, this cost is cost is not perceived as the work

can be done from home, due to a smaller volume of expected sales.

S YEAR FORECAST

EXPECTED MARKET SHARE AND DOWNLOADS

It must be clarified that themae two ways to download the App:

- Downloads due to Smart Garden S&teople who discover the physical product first

and deide to buy a smart garden must then download the App for the remote control

functionality of the Smart Garden.
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- OrganicdownloadsPeoplenh o donét know the Smart Gar d

anecofriendly community to belong in and want to use other functionaliiése App
can download it before buying the Smart Garden (then they could purchase it through

the App itself).

Thetablebelow presents the SOM calculated in the market siaimg) the oganic downloads

expected.
Year % of market share % of marke_t share | Annual organic | Monthly organic
cumulative downloads downloads

2024 0,10 0,10 2.130 178

2025 0,60 0,70 12.780 1.065
2026 1,40 2,10 29.820 2.485
2027 2,00 4,10 42.600 3.550
2028 2,50 6,60 53.250 4.438

Table8: SOM& organic download 5-year forecast Realistic approah

The following table shows the expected annual organic downloads and annual downloads due
to Smart Garden Sale. These twategories are the total annual downloads (free plan) and with

the previously mentioned conversion rate, the annual app subscrigiobs estimated

TOTAL DOWNLOADS (ORGANIC + SALES) [FREE + SUBSCRIPTION]

Year Annual ORGANI( Annual downloads due Total annual Annua_l App
Free Downloads| to Smart Garden Sale| downloads (free plan) Subscriptions

2024 2.130 674 2.804 56

2025 12.780 1.725 14.505 290

2026 29.820 3.154 32.974 659

2027 42.600 4.960 47.560 951

2028 53.250 7.144 60.394 1.208

Table9: Total downloads &ear forecast Realistic approach

Thecumulative values are provided in the following tdlolea clearer picture. Bonservative

approach has been kdpting to be as realistic as possible
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TOTAL DOWNLOADS (ORGANIC + SALES) [FREE + SUBSCRIPTION]

Year Sl tmali::gﬁ;‘ [elEnilioEes ([ Cumulative Annual App Subscriptions
2024 2.804 56

2025 17.309 346

2026 50.283 1.006

2027 97.844 1.957

2028 158.238 3.165

Table10: Cumulative downloads-$ear forecast Realistic approach

Although in the following income statement, this data is not taken into account, it is useful to
know the expected sales of Smart Gardens through and additional web page and through shops.

However, this is the focus of the Engineering Thesis.

Smart Garden Sales through WEB/SHOP

Year Homes with Growth rate Estimated %| Annual Smart Garden Sa
automation systems Market Share (Web/Shop)

2024 336.978 - 0,00 674

2025 431.332 0,28 0,00 1.725

2026 525.685 0,22 0,01 3.154

2027 620.039 0,18 0,01 4.960

2028 714.392 0,15 0,01 7.144

Table11: ExpectedSmartGarden sales through web/shop (not Appéar forecast Realistic aproach
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| NCOME STATEMENT

The followingIncome Statemerghows the expenses and income expected in the first 5 years

after the launch of Legomao.

To make the most realistic forecgsissible,only the cost and inomeof the sées of Smart

Gardens made through the App apaesidered.

Profit & Loss Account

INCOME

Ecommerce Sales 30.471,96 169.964,56 391.746,32 562.159,72 707.936,28
Smart Garden [S] Sales (via App) 5.857,50 35.145,00 82.005,00 117.150,00  146.437,50
Smart Garden [M]&es (via App) 6.390,00 38.340,00 89.460,00 127.800,00  159.750,00
Smart Garden [L] Sales (via App) 2.662,50 15.975,00 37.275,00 53.250,00 66.562,50
Smart Garden Accessories Sales (via App) 2.102,97 10.878,99 24.730,58 35.670,23 45.295,44
Seeds 1.401,98 7.252,66 16.487,06 23.78016 30.196,96
Gardening Tools 841,19 4.351,60 9.892,23 14.268,09 18.118,18
Sustainable Products 11.215,82 58.021,31 131.896,44 190.241,24 241.575,70
Subscription 140,20 865,46 2.514,17 4.892,19 7.911,88
ExpectedyBasic Plrf\n Conversion Rate 2%

{ dz6 AaONR LI A 2Y 2,5

Subscription Plan Revenues 140,20 865,46 2.514,17 4.892,19 7.911,88
Other Income 568,64 2.941,68 6.687,15 9.645,23 12.247,89
Workplaces & Events 568,64 2.941,68 6.687,15 9.645,23 12.247,89
TOTAL INCOME 31.180,80 173.771,71 400.947,64 576.697,14 728.096,05
EXPENSES

Cost of Goods Sold 11.609,63 66.782,97 154.746,08 221.629,33 278.206,65
Smart Garden [S] Sales (via App) 3.195,00 19.170,00 44.730,00 63.900,00 79.875,00
Smart Garden [M] Sales (via App) 3.485,45 20.912,73 48.796,36 69.709,09 87.136,36
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Smart Garden [L] Sales (via App) 1.452,27 8.713,64 20.331,82 29.045,45 36.306,82
Smart Garden Accessories Sales (via App) 1.682,37 8.703,20 19.784,47 28.536,19 36.236,35
Seeds 1.121,58 5.802,13 13.189,64 19.024,12 24.157,57
Tools 672,95 3.481,28 7.913,79 11.414,47 14.494,54
Gross Margin 19.571,16  106.988,74  246.201,56  355.067,81  449.889,40
Software Expenses 1.220,00 1.328,00 2.598,00 2.598,00 5.608,00
Hosting 600,00 600,00 1.200,00 1.200,00 1.500,00
Licenses

Microsoft 140,00 140,00 210,00 210,00 280,00
Ecommerce (shopify) 360,00 360,00 960,00 960,00 3.600,00
MailChimp 120,00 228,00 228,00 228,00 228,00
Advertising Expenses 3.352,00 7.612,00 14.428,00 20.040,00 25.300,00
Advertisirg 2.500,00 2.500,00 2.500,00 3.000,00 4.000,00
SEM 852,00 5.112,00 11.928,00 17.040,00 21.300,00
Infrastructure Expenses - 500,00 500,00 500,00 500,00
Office Rent - 500,00 500,00 500,00 500,00
Warehouse - - - - -
Personnel Expenses 40.780,00 41.780,00 54.480,00 58.980,00 61.480,00
Business Development Team 1,3

Yearly Salary 1.000,00 2.000,00 3.000,00 7.500,00 10.000,00

Sales & Marketing Team

Yearly Salary 11.700,00 11.700,00 23.400,00 23.400,00 23.400,00
Software Development Team

Yearly Salary 28.080,00  28.080,00 28.080,00 28.080,00 28.080,00
Accounting 600,00 600,00 600,00 600,00 600,00
Communications (tIf + wifi) 480,00 480,00 480,00 480,00 480,00
Insurance 150,00 150,00 150,00 150,00 150,00
Travelling - - - - -
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Bank Charges 383,81 1.809,72 4.081,48 5.838,97 7.352,96
Public Relations 1.000,00 1.000,00 1.500,00 2.000,00 2.500,00
Workshops & Events 2.000,00 2.000,00 2.500,00 3.000,00 3.200,00
Location Expenses 1.000,00 1.000,00 1.000,00 1.000,00 1.000,00
Event Personnel Expenses 1.000,00 1.000,00 1.500,00 2.000,00 2.200,00
TOTAL EXPENSES 61.575,44 124.042,69 236.063,56 315.816,30 385.377,61
EBITDA

EBITDA 5’70.394,64 49.729,02 164.884,08 260.880,84 342.718,44
Depreciation/Amortization 10 800,00 800,00 800,00 800,00 800,00
PRETAX PROFIT 51.194,64 48.929,02 164.084,08 260.080,84 341.918,44
Interests 7% 2.435,14 2.435,14 2.435,14 1.050,00 700,00
Taxes 25% - 12.232,26 41.021,02 65.020,21 85.479,61
RESULT

Net Profit 233.629,79 34.261,62 120.627,92  194.010,63  255.738,83

Table12: Income statementRealistic approach

To calculate the income from the sale of S, M and L Smart Gardens, tools, workshops and

events and other sources of income, approximations of the cost was made for each size of

SmartGarden and source of income, and a prize was set based on the avaipélias. The

following table shows the hypothesis made.

It must be highlighted that for the workshops and events tickets, a different price is set for the

free option users and the premium users (who get a discount on their tickets).
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PRICES COST
55 Price (S) 30
75 Price (M) 40
125 Price (L) 68
15 AverageAccessoryrice 12
5 Average Ticket Price (Free Plan)

2 Average Ticket Price (Subscription Pl3

5 Average Seed Price 4
15 Average Tool Price 12
20 Average Sust. Prod, Price 16

Table13: Hypothesidor the income statement
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BALANCE SHEET

Balance

Period 2023 2024 2025 2026 2027 2028
Gross Fixed Assets 8.000,00 8.000,00 8.000,00 8.000,00 8.000,00 8.000,00
Acc. Depreciation 800,00 1.600,00 2.400,00 3.200,00 4.000,00
Non-Current Assets 8.000,00 7.200,00 6.400,00 5.600,00 4.800,00 4.000,00
Inventories 967,47 5.565,25 12.895,51 18.469,11 23.183,89
Receivables 2.598,40 9.521,74 21.969,73 31.599,84 39.895,67
Cash 61.575,44 25.663,52 51.502,92 137.029,9€ 314.423,71 550.309,3Z
Current Assets 61.575,44 29.229,39 66.589,90 171.895,23 364.492,66 613.388,88
‘Total Assets 69.575,44 36.429,39 72.989,90 177.495,23 369.292,66 617.388,88
Capital Stock 24.351,4C 24.351,4024.351,40 24.351,40 24.351,40 24.351,4C
BA Premium 5.218,16 5.218,16 5.218,16 5.218,16 5.218,16 5.218,16
Crowdfunding Premiunr 5.218,16 5.218,16 5.218,16 5.218,16 5.218,16 5.218,16
Retained Earnings (33.629,79) 631,84 121.259,76 315.270,3¢ 571.009,22
Equity 34.787,72 1.157,94 35.419,56 156.047,48 350.058,11 605.796,94
Non-Current Liabilities 34.787,72 34.787,72 34.787,72 15.000,00 10.000,00

Notes Payable 241,87 1.391,31 3.223,88 4.617,28 5.795,97
Accounts Payable 241,87 1.391,31 3.223,88 4.617,28 5.795,97
Accrued Accounts

Current Liabilities 483,73 2.782,62 6.447,75 9.23456 11.591,94

Tablel14: Balance SheetRealistic approach
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COST OFACQUISITION

For further clarification, the deconstruction of the SEM cost in the Income Statement is

provided in the following table.

Cost of Customer Acquisition Calculation

Inputs yearly 2024 2025 2026 2027 2028
Total Web Visitors 42600 255600 596400 852000 1065000
Cost per click (SEM¥5o00gle Display Network nxoy

Cost per click (SEM¥5o00gle Search Network nxmj

Conversion of total to "free" option % 5%

Conversion of "free" option users tbasic" plan % 10%

No of Sales & Marketing Staff 1 1 1 1 1 1

Cost per employee per month (Salary) MDp nn

Flow Qty.

Total Web Visitors 0 42600 255600 596400 852000 1065000
Free option users 0 2130 12780 29820 42600 53250
Basic plan users 0 213 1278 2982 4260 5325
Total Marketing Cost (SEM) YPHZ. pOPMMH MMOPHY MT Pansr HMDo AN
Total Employee Costs M®Ppnn mdpnann mdpnann mobdpnn mdpnan

Cost of Customer Acquisition
Costs without considering employees nxot nxou nxoc nxoc nx oc

With headcount costs MZ nxn- nxnn nxnis nxzod

Tablel5: CAC breakdown
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FUNDING

Although it is not necessadue to the estimated sales, to keep a really conservative approach,

the aim will be to finance the expenses of the first year and the required investment. The
expenses are approximat€$.575,441 . The investment required c
3 computers (with an est i mat faertiturecforghe offecd 1.00
(esti mated cost ,toefreqiiredGirtafcingiapids upficher ef or e

3 i F= gripk QN Qi QE 0 QI 0@ YVT BTt 8 h O
To finance this, the following structure has been decided:
- 50% will be financed with equity: Capital Stock + Issue premium(34.787,721 )

- 50% will be financed with debt (34.787,721 ) .

EQuiTy

1. BootstrappingFirstly, toget the business startatksign a MVP anda mockup App

the founders invest their own money (personal savings or credit) to support the initial
development of the busineg§$e founder of the company Nmaintain85,72%6 of the

capital stock

GEEOTI Ol OYEQPO® vIp 8 h ©O
The remaining 3.915090 o f equi ty wil!/ be finlkenced t
investment of a Business Angel.

2. Crowdfunding:Several platforms sucts &ickstarter Indiegogo or GoFundMeould
be used to raise funds. These platforaise moneyy soliciting small contributions
from a large group of individual$his is an extremely interesting option as it also serves

to validae the market and build a community of potential early adopters before the
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product is even launchedcAc or di ng t o Kickstarterds st af
crowdfunding campaigns raisemethindess thar$10.000(Kickstarter, 2023)
Considering this data, it is reasonable to estimate that 50% of the remaining equity

needectouldbe financed through a crowdfunding platform.
61 E0QQ0t b @@pMmw 8 h O
The crowdfundingnvestors will own7.14% of the compay becauseheir shares will

beissue@dt6 . 957, 538 90 0( p.akdaPeminuads . 2 1 §, putciasing
their shares atpostmo ney ¢ o mp afrdy4d,680v al ue

The othe6.957,550 wi | | be invested by a Business

3. Angel investors It is expected that the Business Angel will invés®57,% a4 i n

Legomq owning 7.14% of the companyecause his shares will be issued with a
premiumofs . 2 1 8Thdp@stmoneycompany) s eis®7.44,680 These investors
look at different KPIsuch as:

o Stat-upvaluation As the angel investor owrTs14% of the company, the indicators

below are calculated as follows:
01 €Q®E i ocmk BO GO0 € 0 i6 60 U Qi o é('QéDb

O£l O Oe QI 60 Qe o

Although the number is impacting, the scenario is realistic and in certain cases,

startups can behavei ke t hi s. For this reason, an
necessary.
"O'Yq’\ﬁ 5 ’ o 6“0
0w T —
0 OY'Y

=44 P
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The5 yearlRR for the Angel Investor is high, which makes the business attractive
and increases the possibility to obtain furidee risk is moderate and the investment

needed is very low for the Business Angel.(9 57, 55 0)

rQs WOOD Qi 0 d ' Qe 0O
S2

0 € £ 00O "Qa € U i

(=t}
€
@-1

4o 4 " mtry

o Market Size This is afavourable point for Legomo as the market is expected to
grow, both due to the interest in efriendly and sustainable commitiesand the
development of home automation systems

0 Internationalizatia: Thetrendin sustainable behaviours and the implement of home

automated systems is a worldwigigportunity not restricted to a particular country.
The fact that this business could be interesting internationally is a positive point for
an angel investor.

o Startup phase:This sartup is in a preseed phase. This is a negative aspect when

raising funds as the investment is riskier and not as reliable. Howeveg stithng
business model, énegativeimpact of this point could decrease.

o Competiors There are botmational and international competitors as it has been
seen in previous sections. Although this is a threat, it also validates the model and
proves that there is an actual interest in this kind of product. Moreover, having seen
that there isa possible threat of new competitors entering the business, this is the
perfect opportunity to develop a startup of this nature.

o CAC: Legomo relies on a SEM Cost of Acquisition at first as &n unknown small
startup. The virgty of this product cannidbe predicted so an important investment

to ensure customer acquisition is needed.
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0 Monthly cashconsumingThe company has very low cash consumption as the costs

are minimal.
4. Grants:There are manyayernment grants availablespeciallyfor startups that are

focused on sustainability amgtofriendly products that Legomo could apply to.

L IABILITIES

The debt needed to finance the compar84i§ 87,721 which will come from

Crowdfunding:3.00Q] - 5 year maturity at 7%nierest.

Banks:7. 0 0-(b yaar maturity at 7%nterest.
Friend, Fools & Familyl 0 . 0-® @eannaturity at 7% interest.

o O O o

Founder:14.787,72 (1 - perpetual at 7% interest

To give a clearer picture of anothmssiblescenario, Annex A shows thd?essimistic
Scenaria
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CONCLUSI ONS

To conclude this Business Plan, it must be said that the business opportunity studied is quite
promising. Not only due to the interest shown on topics such as sustainability and healthy
lifestyle but also due to the technologies being developed that stppareation of a Smart

Garden at an affordable cost.

Moreover, the possible functionalities that can be offered through the smart garden itself are
varied and this is a strong asset for the product as it is customizable. Clients can buy the different
accessories they need separately to adapt their own smart garden to their specific needs and
requirements. This is not only beneficial for the user, but also for Legomo as the margin of

selling separate accessories is higher.

However, on the other hand,i¢ also true that there are numerous threats like the already
existing powerful competitors and the potential new entrants in the business with more

resources (big brands such as LG, Haier, etc.).

This is something to consider, and the creation of ttlsnbas unit in this project is a strong
differential value. Having studied the market, external environment, specific environment and

finance, the conclusion is that the product on its own is not as powerful as the community.

In fact, the offer of substite products (other brands selling similar solutions or alternative
solutions such as autonomous watering systems and other sensors) is huge. Therefore, the actual

key element for Legomo is the App presented in this Business Plan.

Whilst the product hasden proven to be somewhat useful, it lacks strength to make Legomo a
leading brand in the industry. However, a strong community has been proven to be a much
powerful asset to create loyalty and advocacy amongst users and it is very likely that users stay

and enter the community just for its functionalities rather than the smart gardens.
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Therefore, having carried out this project, it is concluded that although the physical product is
interesting, the focus should be on the customer centric community ctieatadh the App

which will ensure a much more stable income.
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AN N E X

PESS|I MI STEKARI O

To keep a conservative approach, a reasonable estimate cai8olmearket share acquisition

in the first 5 years. This could be reasonably spread as follows.

Year

% of market | % of market shar¢ Annual organic Monthly organic Annual organic
share cumulative downloads downloads downloads (cumulative
2024 0,2 0,2 4260 355 4260
2025 0,2 0,4 4260 355 8520
2026 0,4 0,8 8520 710 17040
2027 0,5 1,3 10650 887,5 27690
2028 0,5 1,8 10650 887,5 38340

Tablel6: Market share Byear forecast Pessimistic approach

Forecast of the Annual Downloads expected (SOM)
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Image26: Download 5year forecast Pessimistic approach
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The download forecast in this case is lower than that of the realistic approach due to a smaller
market share (total 1.8% dtiie market share in 5 years compared to a 6.6% in the realistic

approach).

TOTAL DOWNLOADS (ORGANIC + SALES) [FREE + SUBSCRIPTION]

Annual ORGANIC Annual downloads due tq¢ Total annual downloads | Annual App
Year| Free Downloads Smart Garden Sale (free plan) Subscriptions
2024 4260 674 4934 99
2025 4260 1725 5985 120
2026 8520 3154 11674 233
2027 10650 4960 15610 312
2028 10650 7144 17794 356

Tablel7: Download 5year forecast Pessimistic approach

The cumulative values in the table below provide a global picture for this scenario.

TOTAL DOWNLOADS (ORGANIC + SALES) [FREE + SUBSCRIPTION]

Year | Cumulative total annual downloads (free plan) Cumulative Annual App Subscriptions
2024 4934 99

2025 10919 218

2026 22593 452

2027 38204 764

2028 55998 1120

Table18 Cumulative downloa&-yearforecast- Pessimistic aproach
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| NCOME STATEMENT

Profit & Loss Account 2024 2025 2026 2027 2028
INCOME

E-commerce Sales 57.203,46 63.038,56 124.431,32 161.187,22 173.306,28
Smart Garden [S] Sales (via App) 11.715,00 11.715,00 23.430,00 29.287,50 29.287,50
Smart Garden [M] Sales (via App) 12.780,00 12.780,00 25.560,00 31.950,00 31.950,00
Smart Garden [L] Sales (via App) 5.325,00 5.325,00 10.650,00 13.312,50 13.312,50
Smart Garden Accessories Sales (via App) 3.700,47 4.488,99 8.755,58 11.707,73 13.345,44
Seeds 2.466,98 2.992,66 5.837,06 7.805,16 8.896,96
Gardening Tools 1.480,19 1.795,60 3.502,23 4.683,09 5.338,18
Sustainable Products 19.735,82 23.941,31 46.696,44 62.441,24 71.175,70
Subscription 246,70 545,96 1.129,67 1.910,19 2.799,88
Expected Basic Plan Conversion Rate 2%

{dzo aONRLIIAZ2Y t NAOS 25

Subscription Plan Revenues 246,70 545,96 1.129,67 1.910,19 2.799,88
Other Income 1.000,61 1.213,82 2.367,51 3.165,77 3.608,61
Workplaces & Events 1.000,61 1.213,82 2.367,51 3.165,77 3.608,61
TOTAL INCOME 58.450,76 64.798,35 127.928,50 166.263,18 179.714,77
EXPENSES

Cost of Goods Sold 22.383,56  23.687,26 47.006,81 60.020,42 62.728,10
Smart Garden [S] Sales (via App) 6.390,00 6.390,00 12.780,00 15.975,00 15.975,00
Smart Garden [M] Sales (via App) 6.970,91 6.970,91 13.941,82 17.427,27 17.427,27
Smart Garden [L] Sales (via App) 2.904,55 2.904,55 5.809,09 7.261,36 7.261,36
Smart Garden Accessories Sales (via App) 2.960,37 3.591,20 7.004,47 9.366,19 10.676,35
Seeds 1.973,58 2.394,13 4.669,64 6.244,12 7.117,57
Tools 1.184,15 1.436,48 2.801,79 3.746,47 4.270,54
Gross Margin 36.067,20 41.111,09 80.921,69 106.242,76 116.986,67
Software Expenses 1.220,00 1.328,00 2.598,00 2.598,00 5.608,00
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Hosting 600,00 600,00 1.200,00 1.200,00 1.500,00
Licenses

Microsoft 140,00 140,00 210,00 210,00 280,00
E-commerce (shopify) 360,00 360,00 960,00 960,00 3.600,00
MailChimp 120,00 228,00 228,00 228,00 228,00
Advertising Expenses 4.204,00 4.204,00 5.908,00 7.260,00 8.260,00
Advertising 2.500,00 2.500,00 2.500,00 3.000,00 4.000,00
SEM 1.704,00 1.704,00 3.408,00 4.260,00 4.260,00
Infrastructure Expenses - 500,00 500,00 500,00 500,00
Office Rent - 500,00 500,00 500,00 500,00
Warehouse - - - - -
Personnel Expenses 40.780,00  41.780,00 54.480,00 58.980,00 61.480,00
Busines Development Team 1,3

Yearly Salary 1.000,00 2.000,00 3.000,00 7.500,00 10.000,00
Sales & Marketing Team

Yearly Salary 11.700,00 11.700,00 23.400,00 23.400,00 23.400,00
Software Development Team

Yearly Salary 28.080,00  28.080,00 28.080,00 28.080,00 28.080,00
Accounting 600,00 600,00 600,00 600,00 600,00
Communications (tlf + wifi) 480,00 480,00 480,00 480,00 480,00
Insurance 150,00 150,00 150,00 150,00 150,00
Travelling - - - - -

Bank Charges 656,51 719,98 1.351,28 1.734,63 1.869,15
Public Relations 1.000,00 1.000,00 1.500,00 2.000,00 2.500,00
Workshops & Events 2.000,00 2.000,00 2.500,00 3.000,00 3.200,00
Location Expenses 1.000,00 1.000,00 1.000,00 1.000,00 1.000,00
Event Personnel Expenses 1.000,00 1.000,00 1.500,00 2.000,00 2.200,00
TOTAL EXPENSES 73.474,07 76.449,24 117.074,09 137.323,05 147.375,25
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EBITDA

EBITDA 15.023,31 11.650,89 10.854,40 28.940,13 32.339,52
Depreciation/Amortization 10 800,00 800,00 800,00 800,00 800,00
PRETAX PROFIT - 15.823,31 - 12.450,89 10.054,40 28.140,13 31.539,52
Interests 7% 2.851,59 2.851,59 2.851,59 2.851,59 2.851,59
Taxes 25% - - 2.513,60 7.035,03 7.884,88
RESULT

Net Profit 18.674,90 15.302,49 4.689,21 18.253,50 20.803,05

Table19: Income StatementPessimistic approach
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BALANCE SHEET

Balance

Period 2023 2024 2025 2026 2027 2028
Gross Fixed Assets 8.000,00 8.000,00 8.000,00 8.000,00 8.000,00 8.000,00
Acc. Depreciation 800,00 1.600,00 2.400,00 3.200,00 4.000,00
Non-Current Assets 8.000,00 7.200,00 6.400,00 5.600,00 4.800,00 4.000,00
Inventories 1.865,30 1.973,94 3.917,23 5.001,70 5.227.,34
Receivables 4.870,90 3.550,59 7.009,78 9.110,31 9.847,38
Cash 73.474,07 49.795,62 36.559,12 37.617,5C 54.028,23 74.781,39
Current Assets 73.474,07 56.531,82 42.083,65 48.544,51 68.140,25 89.856,11
Total Assets 81.474,07 63.731,82 48.483,65 54.144,51 72.940,25 93.856,11
Capital Stock 28.515,92 28.515,92 28.515,92 28.515,92 28.515,92 28.515,92
BA Premium 6.110,56 6.110,56 6.110,56 6.110,56 6.110,56 6.110,56
Crowdfunding

Premium 6.110,56 6.110,56 6.110,56 6.110,56 6.110,56 6.110,56
Retained Earnings (18.674,90) (33.977,39) (29.288,17) (11.034,67) 9.768,37
Equity 40.737,03 22.062,13 6.759,65 11.448,86 29.702,36 50.505,41
Non-Current Liabilities 40.737,03 40.737,03 40.737,03 40.737,03 40.737,03 40.737,03
Notes Payable 466,32 493,48 979,31 1.250,43 1.306,84
Accounts Payable 466,32 493,48 979,31 1.250,43 1.306,84
Accrued Accounts

Current Liabilities 932,65 986,97 1.958,62 2.500,85 2.613,67
Equity & Liabilities 81.474,07 63.731,82 48.483,65 54.144,51 72.940,25 93.856,11

Table20: Balance SheetPessimistic approach
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FUNDING:

The variable changed in this case was the market share. The expenses are approximately
73.474,07 0. T h e comsiderireg s3t emglaydes is & gomputers @with an
estimated cost of 1.000 U/ computer) and the

Therefore, the required financing adds up to:
3 e Fedbipr PpO@on Qt IRiV@DEOOK & xlkx YBinm 8 h O
To finance this, the following structure has been decided:

- 50% will be financed with equity: Capital Stock + Issue premium(40.737,040 ) .

- 50% will be financed with debt (40.737,041 ) .

Equity

5. BootstrappingThe founder of the company will maintain 85,72% of the capital stock

like in the previous case, having to finance:

6E£01 01 Y QPO plwc 8 h O
The remaining 16.293, 18 0 oWdfuednpgand the wi | |
investment of a Business Angel.

6. Crowdfunding: The same percentage as in the previous case is used (50% of the

remaining equity)
61 €0QQetRRP QAR oy 8 h O
The crowdfunding investors will own 7.14% of the company because their shares will

be issued #8.146590 2.036030 par andapramamad . 1 1 O, puscBasindg)
their sharesatapestoney comp a nMmAe¥ O0mal ue of

The otheB . 1 4 6willHOinvested by a Business Angel (Angel Investor).
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7. Angel investors:l t i's expected that the Business

Legomo, owning 7.14% of the company because his shares will be issued with a
premium of6 . 1 1 0 THe@osthoney company 6 s WM&ADDB7.L@U .Tihese
investors look at different KPIs such as:

o Startup valuationAs the angel investor owns 7.14% of the company, the indicators

below are calculated as follows:

0i €' Q0é i o¢ Mk BO GG £ 0 i6 60 0 Qi c‘)d'Qﬁbb

L0 0Ol O O LQIi oa Qe o
uO:Y\ﬁ’?’(b O 6“0
dy v w T > "O'Y'YT[

To obtain a positive IRR for the Angel Investor the forecast would have to consider
more years as the investment opportunity is wotgn this case. This makes it less

reliable and it is not calculated in this case.

¢ QIOOO®I 0 Qe o
£ 000 OE "Qa € 0 |

. "O¢
) v ¢ b" r Q
WwH os

C

I+« 4

Ng+rv
Liabilities
The debt needed to finance the compard0i§ 37,041 which will come from:

Crowdfunding:’5 . 0 ©%0yéar maturity at 7%nierest.

Banks:8 . 0 G ®year maturity at 7%nierest.
Friend, Fools &amily: 12. 0 0 - yeaar naturity at 7% interest.

O O O o

Founder:15.737, 0 4 perpetual at 7% interest
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The following i mages aim to give a <clearer

experience when using it.
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START PAGE AND LOG-IN SCREEN:

Firstly, a visual and intuitive Start Page and lingnterface aim to aid the customer through

the needed steps to enter Legomobs community

SIGNIN

Image27: Start page
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LEGOMO e

@ Download the App
w @

DDD Log-in and choose your

plan.

@
w’!"ﬂ‘ Jointhe

community!
T

Image28: Log-in page

PLAN OPTIONS:

Next, a clear description of each plan and the price is given so the user can choose their best fit.
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Legomo

CHOOSE YOUR PLAN
BASIC PLAN

* Control your Smart Garden through the App
= e-Commerce platform:

o Smart Garden

o Seeds & tools

o Sustainable products
* Multimedia content:

o A basic about inabilty,

healthy lifestyle tips, Smart Garden tips,

etc.
* Events & Workshops:

o Buy your tickets for hands-on activities in
the community.

* Newsletter:

o A lendar and log to check the
seasonality of plants and check different
offers.

* Geo-localisation:

o Check where other Legomo community

members are.
* Co-creation:

o Blog

o Forum

o Recipes - Access is limitted to Legomo's

CHOOSE THIS PLAN @

Legomo

CHOOSE YOUR PLAN
PREMIUM PLAN

« Control your Smart Garden through the App
« e-Commerce platform:
o Smart Garden
o Seeds & tools
o Sustainable products
* Multimedia content:
o Access unlimitted content.
« Events & Workshops:
o Reduced price for the tickets for hands-on
activities in the community.
o VIP access to events.
o VIP seats.
* Newsletter:
o Activate push notifications for the
seasonality of plants and offers.
* Geo-localisation:
o Contact other ity bers to

share seeds, tools, experiences, etc.
« Co-creation:
o Blog
o Forum
o Reci -A limitted and

P

chackotherunrs'contant.l I |

CHOOSE THIS PLAN

Image29: Choice of plan screens

HOME PAGE

Then, a home a visual anduittve home page provides all the available functionalities.
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The lifestyle you
Legomo @Uw@yg wanted

Check my
Smart Garden

Newsletter

Events &
Workshops

Image30: Home Page
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SMART GARDEN CONTROL:

An understandable interface for the user to control their Smart Gardaerhacok the different

measurements.

Image31: Smart Garden Control
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The lifestyle you
Legomo @UW@WS wanted

My Smart
Garden

E-COMMERCE PLATFORM:

An e-commerce platform to buy Smart Gardens, tools, saadsother sustainable products

from partnerships with different brands.
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The lifestyle you
Legomo @HW@yS wanted

Shop

Smart Garden (M),
-~ Information: Capacity: 7L, ...
W Review:

1

RULIVAEE Cherry tomato seeds

| Season: May-October
Review:

-

0’0 to co

Garden Tools
Information: Trowl, Pitchfork, ...
Review:

1

ato Cp

Image32: e-Commerce Platform

MULTIMEDIA CONTENT:

Firstly, an index is provided to select the topic in which the user is interested.
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The lifestyle you
Legomo @ﬂW@yS wanted

Content

TOPICS

SMART GARDEN

SUSTAINABILITY

HEALTHY
LIFESTYLE

more topics @

Image33: Content Index

Then, the three different topics (Smart Garden, Sustainabiloty and Healthy Lifestyle) show

different short videos that can be interesting for the user.
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The lifestyle you Tl The lifestyle you
2y always wanted Ly always wanted

SMART GARDEN : SUSTAINABILITY

Smart Garden technical

specifications

[ — ’?:-u.
Cleaning the
Smart Garden

Legomo
Cleaning the Smart
Garden

J

N\

Fya
\ 13 ECO-FRIENDLY
% HOUSE TIPS

How to harvest plants 13 ecofriendly Sustainable &

Getting started with the
Smart Garden

with the Smart Garden cleaning tips healthy food

more content @ more content @

Image34: Multimedia content (1)
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The lifestyle you The [ffestyle you
2y always wanted L always wanted

HEALTHY

LIFESTYLE GARDENING

Stretching Routine i 5 begine :
for the Office gardening tips

How to plant
cucumber

Image35: Multimedia content (2)
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BLOG & FORUM:

The blog and forum are spaces showing content in written format which can be published both

by Legomo or other users.

Image36: Blog & Forum

124



UN.,.,.EwDAD S PONTIFIC,
ICAI @ICADE

M

COMILLAS

UNIVERSIDAD PONTIFICIA COMILLAS

Escuela Técnica Superior de Ingenieria (ICAI)

Trabajo de Fin de MastérMBA

Legomo

The [ifestyle you
always wanted

Blog

Ihe vegetable gardening book
. Published by: Legomo
. Review:

Reading time: 25 mins

@

/?ea a

Recipes with autom vegetables

Published by: Legomo
Review:
Reading time: 30 mins

L]

&

ead

Common Sense Gardening
Published by: User123
Review:

Reading time: 15 mins

NEWSLETTER:

M The lifestyle you
Legomo @ﬂ\w@yg W@[ﬁ]ﬁ@@ﬂ

Forum

Published by: Legomo

Follow thread

Problem with the watering
system of the Smart Garden

Published by: User1234
Legomo

Follow thread

IO Published by: User456

Follow thread

more content @

This functionality shows sales, vegetable seasonality and events in a calendar format.




UNNERSIDJ&D :

ICAI S

UNIVERSIDAD PONTIFICIA COMILLAS
Escuela Técnica Superior de Ingenieria (ICAI)

Trabajo de Fin de MastérMBA

The [ifestyle you
Legomo @UW@WS W@mﬁ@@

Newsletter

Tuesday @

Start of carrot
season
Event on:
RE-USING WASTE
AT HOME

C/ Serrano 6
16:00-17:00

Saturday ﬂ@

End of pepper
season

Event on:
HEALTHY RECIPES
UNDER 15 MINS
C/ Velazquez 8

18:00-19:30

CHECK SEASONS
CHECK EVENTS

Image37: Newsletter
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EVENTS & WORKSHOPS

Lastly, similarly to the Multimedia Content functionality, an index is provided to help users

look for the events which they might find the most interesting.

Then, the different events within each topic are displayed inside the respective option.
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The lifestyle you
always wanted

Legomo

Events &
Workshops

TOPICS

Kids
Gardening
Made Easy

GARDENING

SUSTAINABILITY

HEALTHY
LIFESTYLE

more topics @

Legomo

The lifestyle you

always wanted

GARDENING

Kids Gardening Made Easy.
Introduce your kids to gardening
activities in nature.

1 For kids 7+ years old.
» ! Date: 17/06/23 16:30 - 17:30
=5 Retiro Park

Buy tickets

Flower Bouquet Workshop

A Create the perfect bouquet for
4 each occasion.

Date: 18/06/23 16:30 - 17:30
C/ Goya 5
Buy tickets

Seed growth introduction
Grow your own plants from
vegetables at home.

Date: 22/06/23 16:30 - 17:30
C/ Goya 5

more events @

Image38: Events and Workshops (1)
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Image39: Events & Workshops (2)
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