
 

 

Commercial 

Readiness Level 
The commercial readiness level (CRL) represents the progress of 

marketing initiatives, including aspects such as product introductions 

to target areas, consumer analysis, and market research in general. To 

promote a more inclusive restoration practice and to change the way 

that restoration is seen, approached, and supported, this section 

emphasizes the need of comprehending various viewpoints on 

commercial operations for businesses that focus on marine restoration 

as their core activity. Thus, this section serves as a guideline for 

companies to gain readiness for the commercial application of their 

products or services related to the protection and restoration of ocean 

and freshwater ecosystems. 
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Stage 1: Conceptualize 

Stage 2: Prototype 

Step 1: Determine basic commercial assumptions e.g. 
target customers 
 

The first step is to develop an initial understanding of the commercial opportunity for your 

product, process, or solution. Since market knowledge is limited at this stage, companies 

should begin by assessing feasibility using tools like market research, customer segmentation, 

and customer profiling. These activities will help determine key assumptions such as target 

customer groups and market potential. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

HOW TO 

 

1. Conduct Market Research:  

Gather data on industry trends, market gaps, demand forecasts, and potential 

competitors. Use industry reports, feasibility studies, and expert insights to identify 

commercial opportunities and the market landscape. 

 

2. Customer Segmentation:  

Break down potential customers into distinct groups with shared characteristics. 

Segmentation criteria may include demographic, geographic, psychographic, or 

behavioral factors (Hassan, 2018). Customer segmentation helps identify patterns and 

preferences that influence purchasing behavior. 

 

3. Data Collection:  

Gather the corresponding customer data that comprises transactional history, 

demographic information, and promotional responses. Collect both primary data 

(from surveys, interviews, or focus groups) and secondary data (from public 

databases, marketing companies, or academic research). 

 

4. Analyze and Profile Customers:  

Use statistical analysis to create detailed customer profiles and identify high-value 

segments. Analytical methods like cluster analysis or regression models can highlight 

the most profitable or loyal customers. 

EXAMPLE 

 

A coastal restoration startup conducts initial market research to assess demand for its eco-

friendly erosion control solutions. Through customer segmentation, it identifies several key 

groups, including local governments interested in environmental projects, construction firms, 

and coastal communities impacted by climate change. The company then collects data 

from surveys and public records on these groups, tracking their funding priorities and project 

histories. After analyzing the data, the company develops detailed profiles, finding that 

government agencies overseeing coastal management are the highest-potential customers. 

This structured approach helps the company refine its commercial assumptions and focus its 

business development on the most promising customer segments. 
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Step 2: Identify unique selling proposition for commercial 
viability 
 

After defining your target market, developing a Unique Selling Proposition (USP) is the next step. 

A compelling USP clearly communicates a key benefit that sets your product apart, driving 

customer purchase decisions. This is especially relevant in industries like maritime restoration, 

where both environmental impact and economic value play significant roles in decision-

making. Businesses need a USP that highlights why their offering is better suited to solving a 

particular problem than competitors' solutions. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

HOW TO 

 

1. Analyze Market & Competitors:  

Review competitors' offerings to understand how they position themselves. Analyze 

customer feedback and industry trends to pinpoint gaps or areas where your service 

can stand out. 

 

2. Define Core Value Propositions:  

Develop a list of value propositions that address the main benefits your product or 

service offers. Categorized the list across economic, environmental, and social 

dimensions. Provide clear economic reasons for customers to purchase and highlight 

environmental impacts, alongside social benefits. 

EXAMPLE 

 

A marine restoration startup positioned itself with a strong USP around “improved restoration 

efficiency” and “accelerated project timelines.” After analyzing competitors, the company 

found that most restoration firms promote lengthy recovery periods for marine ecosystems. 

The startup on the other hand developed an innovative method that accelerates coral 

growth, leading to quicker reef recovery and cost savings for clients. 

The company also emphasizes the environmental value of its services, such as creating new 

coral habitats that protect shorelines from erosion and restoring marine biodiversity. By 

packaging this with impact communication services, the startup allows private companies 

to feature these initiatives in their sustainability reports, aligning with corporate social 

responsibility goals. Thus, they create a well-rounded USP that differentiates their offering from 

others in the market. 
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Stage 3: Develop & Test 

Step 3: Analyse details of target market and pricing 
strategy 
 

In this step, companies refine their understanding of the target market and determine an 

appropriate pricing strategy. A pricing strategy outlines the methodology a business uses to 

price its goods or services, ensuring costs are covered and a sustainable profit margin is 

achieved. The pricing method should align with market demand, competitive positioning, and 

the company's overall goals. This is particularly important in nature-based solutions, where 

pricing models must reflect both economic and environmental value. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

HOW TO 

 

1. Analyze Target Market in Detail:  

Before setting a pricing strategy, analyze the target market by segmenting customers 

based on demographics, behaviors, and needs. Understand audience motivations—

such as cost savings, sustainability, or aesthetics. 

 

2. Establish Pricing Objectives:  

Set pricing objectives focusing on maximizing profit, growing market share, or ensuring 

sustainable returns for ecosystem restoration.  

 

3. Choose Pricing Strategy:  

Choose one of the following approaches, or a combination of both. 
 

• Cost-based pricing: Pricing is based on the total costs of production, 

including both capital and operational expenses, with an added profit 

margin. 

• Competition-based pricing: Pricing is set in relation to competitors’ prices for 

similar services or products. 

 

4. Factor in Social and Environmental Aspects:  

Include social aspects, such as local stakeholder engagement, and environmental 

impact into the pricing strategy to reduce risks and increase efficiency, attracting 

investors and local support. 

EXAMPLE 

 

A coral reef restoration company conducted market research to understand the motivations 

of its customer segments. Local governments valued environmental impact, while private-

sector companies prioritized economic benefits like faster restoration and inclusion in 

sustainability reports. The company set pricing objectives to balance economic viability with 

long-term sustainability. 
 

To address these groups, the company adopted a cost-based pricing strategy, calculating 

restoration costs per hectare between US$80,000 and US$1.6 million, covering capital and 

operational expenses. For stakeholders focused on social benefits, the company highlighted 

community engagement and education in coral planting initiatives, creating a value-added 

pricing tier for clients who prioritized social impact. 
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Step 4: Test market acceptance and market concept 
 

Testing market acceptance and the proposed market concept is crucial for determining the 

viability of a product or service. This step encompasses understanding socio-political, 

community, and market acceptance dimensions, each playing a significant role in how a 

restoration service or product will be perceived and utilized. By assessing these aspects, 

businesses can identify potential challenges and opportunities before a full market launch, 

ultimately improving the chances of success in a competitive environment. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

HOW TO 

 

1. Assess Socio-Political Acceptance:  

Evaluate socio-political acceptance by understanding how policies shape the 

market. Engage with policymakers to ensure alignment with regulatory frameworks 

and ecological offset policies that support ecosystem restoration. 

 

2. Evaluate Community Acceptance:  

Focus on community acceptance by identifying and addressing local stakeholder 

needs. Engaging marine and coastal sector businesses during planning and 

implementation. 

 

3. Determine Market Acceptance:  

Analyze the distribution of costs and benefits among stakeholders. Assess how 

restoration initiatives impact well-being, climate, biodiversity, and economic growth. 

Communicating the long-term benefits of restoration is crucial for securing 

stakeholder support. 

 

4. Conduct Market Concept Testing:  

After assessing the three acceptance dimensions, test the market concept in a 

focused segment by launching a pilot project. Gather feedback from the target 

market to evaluate feasibility and desirability. Promote continuous engagement. 

EXAMPLE 

 

A coastal restoration company aimed to enhance market acceptance by engaging local 

policymakers to align their project with ecological offset policies. This advocacy helped 

secure supportive regulations for their initiatives. 

They then held community workshops with local stakeholders, such as fishing businesses and 

environmental NGOs, to gather insights and strengthen community acceptance. 

To address market acceptance, the company communicated the project's potential 

benefits, like improved fish stocks and tourism opportunities, while addressing cost concerns. 

Finally, they launched a pilot restoration project in a specific coastal area, collecting 

feedback from local residents and businesses. This ongoing communication allowed them to 

adapt their approach based on real-time input, ensuring the restoration service was well-

positioned for a successful full-scale launch. 
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Step 5: Prepare for commercial operation 
 

Preparing for commercial operation involves setting up a systematic process to convert inputs 

into valuable outputs for customers. This step is crucial for ensuring that all business elements 

are aligned and ready for a successful market launch. Key aspects include finalizing business 

plans, financial management, legal compliance, and marketing strategies, as well as building 

a competent team and establishing customer support systems. Understanding both drivers 

and barriers is essential to navigate the challenges of launching a business effectively. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

HOW TO 

 

1. Finalize Business Plan:  

Review and update the business plan, ensuring that it includes a detailed operational 

strategy, financial projections, and risk assessment. 

 

2. Financial Management:  

Set up a robust financial management system that covers budgeting, accounting, 

and cash flow management to ensure financial stability. 

 

3. Legal and Regulatory Compliance:  

Ensure that all necessary permits and licenses are obtained, and that the business 

complies with relevant regulations in the restoration sector. 

 

4. Team Building:  

Assemble a skilled team with the expertise needed to execute the operational plan, 

ensuring clear roles and responsibilities. 

 

5. Marketing and Sales Strategy:  

Develop a comprehensive marketing and sales strategy to promote the restoration 

services effectively and reach the target audience. 

 

6. Customer Support:  

Establish a customer support system to handle inquiries, feedback, and concerns, 

ensuring a positive customer experience. 

 

7. Identify Drivers and Barriers:  

Assess the drivers and barriers that could impact operations. 

 

EXAMPLE 

 

A coral restoration company is preparing for commercial operations by finalizing its business 

plan, including a financial forecast for initial funding and ensuring compliance with 

environmental regulations by obtaining necessary permits. They build a team of marine 

biologists and project managers with clear roles to enhance efficiency. A marketing 

campaign promotes their services, emphasizing the ecological benefits of coral restoration 

to attract local communities and the tourism sector. Finally, they establish a customer support 

system to address inquiries and ensure smooth communication. The company identifies 

drivers, such as increased climate change awareness, while addressing barriers like financial 

backing and regulatory support for a successful launch. 
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Stage 4: Commercialize 

Step 6: Deliver commercial applications 
 

Delivering commercial applications involves implementing the strategies developed during 

previous steps to effectively market and distribute the product or service to the target 

customer group. At this stage, businesses have completed the customer qualification process, 

confirming that their offerings meet the needs of their intended audience. To ensure successful 

scaling and growth, companies must continuously refine their market assumptions and 

prepare for a full-scale launch of their product. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

HOW TO 

 

1. Finalize Product Development:  

Ensure that the product or service is fully developed, tested, and ready for market. 

This includes addressing any remaining quality assurance issues. 

 

2. Implement Sales Strategies:  

Utilize the established business model and route-to-market strategy to begin selling 

the product. Train sales teams on product features and benefits to enhance their 

effectiveness. 

 

3. Monitor Market Dynamics:  

Continuously review market assumptions and customer feedback to adapt strategies 

as needed. This can involve collecting data on sales performance, customer 

satisfaction, and competitor activity. 

 

4. Scale Operations:  

Develop plans for scaling production and sales to meet demand. This may involve 

optimizing supply chains, hiring additional staff, or investing in new technologies. 

 

5. Launch Marketing Campaigns:  

Initiate targeted marketing campaigns to raise awareness and generate interest in 

the product. Utilize various channels, such as social media, email marketing, and 

events, to reach potential customers. 

 

6. Gather Feedback and Validate Assumptions:  

Collect feedback from customers to evaluate the effectiveness of the product and 

marketing strategies. Use this information to refine offerings and strategies further. 

 

 

EXAMPLE 

 

A marine restoration company has qualified its target customers and is ready to deliver 

services. They finalize their restoration technology, ensuring it meets industry standards 

through rigorous testing, and train the sales team on the unique benefits of their service, 

highlighting its efficiency and environmental impact. 

The company then implements sales strategies, launching an outreach campaign targeting 

local governments, NGOs, and sustainability-focused businesses. They monitor market 

dynamics by gathering customer feedback and tracking sales data to refine their approach. 
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Step 7: Plan for making competitions and scale up 
customer base 
 

Planning for competition and scaling up the customer base is crucial for businesses in the 

marine restoration sector. Companies must decide between scaling up operations or 

maintaining a local focus, based on their enterprise size and customer demographics. This 

strategic decision impacts how they engage with various customer segments, including 

governmental and corporate clients with larger budgets. A well-planned approach to 

expanding the customer base ensures sustained revenue growth and market presence. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

To scale operations, they invest in additional equipment and staff for larger restoration 

projects. A marketing campaign featuring success stories and testimonials is launched to 

showcase service effectiveness. Throughout this process, the company continuously 

validates market assumptions and adapts its strategies for a successful full-scale launch. 

HOW TO 

 

1. Assess Target Market Segments:  

Identify potential customer segments that can be targeted for expansion, including 

local communities, government bodies, NGOs, and large corporations. 

 

2. Determine Growth Strategy:  

Decide whether to scale up operations or maintain a local focus, considering the 

company’s resources, capabilities, and demand in the target market. 

 

3. Implement a Subscription Model:  

Adopt a subscription model for services (e.g., restoration as a service) can provide 

stable cash flow and customer engagement, including monitoring and maintenance. 

 

4. Develop Strategic Partnerships:  

Form alliances with public and private sector stakeholders to leverage larger projects 

and funding opportunities enhancing credibility and provide access to new markets. 

 

5. Enhance Marketing Efforts:  

Launch targeted marketing campaigns that emphasize the unique environmental 

and economic benefits of your services. Tailor messages to resonate with various 

customer segments. 

 

6. Gather Feedback and Adapt Strategies:  

Continuously collect feedback from customers to refine services and adapt 

marketing strategies, ensuring alignment with customer needs and preferences. 
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Stage 5: Sustain 

Step 8: Create business extension to gain more 
commercial benefits 
 

Creating business extensions is essential for companies in the marine restoration sector to 

achieve growth and maximize commercial benefits. By enhancing internal capabilities, 

investing in skilled personnel, and engaging key stakeholders, businesses can diversify their 

offerings and strengthen their market position. A well-defined strategy for business extension 

includes developing diverse value propositions that deliver long-term economic, 

environmental, and social benefits to customers. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

EXAMPLE 

 

A marine restoration company has established its services within a local community and 

recognizes the potential for growth by targeting larger clients, such as government agencies 

and corporations focused on sustainability. Analyzing its customer base, the company 

identifies the public sector as a key segment capable of funding significant restoration 

projects. 

To scale operations, the company introduces a subscription model that includes ongoing 

monitoring and maintenance services, ensuring a consistent revenue stream and fostering 

long-term client relationships. They also forge partnerships with NGOs and research institutions 

to enhance credibility and access new markets. Targeted marketing campaigns emphasize 

the dual benefits of environmental restoration and economic value for potential investors, 

successfully expanding their customer base while maintaining a commitment to high-quality 

services. 

 

HOW TO 

 

1. Enhance Internal Drivers:  

Focus on improving internal processes and systems that can be influenced to boost 

efficiency and effectiveness in operations. 

 

2. Invest in Skilled Employees:  

Recruit and develop employees. A knowledgeable workforce is crucial for driving 

growth and innovation. 

 

3. Identify and Engage Key Beneficiaries:  

Identify potential customers and strategic partners who can benefit from your services 

to foster collaboration and enhance value creation. 

 

4. Develop Diverse Value Propositions:  

Create a range of offerings that address different customer needs, emphasizing the 

economic, environmental, and social benefits of your services. 
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5. Focus on Restoration Efficiency:  

Prioritize improving the efficiency of restoration efforts as a key value proposition. 

Effective restoration processes can attract customers and improve project outcomes. 

 

6. Implement a Restoration Reporting Framework:  

Establish a reporting framework to measure and communicate the impact of 

restoration activities, demonstrating the value of your services to stakeholders and 

enhancing credibility. 

EXAMPLE 

 

A marine restoration company aiming for growth realizes the importance of enhancing its 

internal capabilities. It invests in skilled employees with expertise in business strategy, 

marketing, and restoration practices, allowing for more effective outreach and engagement 

with potential clients. 

The company identifies local governments and NGOs as key beneficiaries of its services, 

actively involving them as both customers and strategic partners. By emphasizing the diverse 

value propositions—such as improved restoration efficiency, environmental impact, and 

community engagement—the company successfully appeals to a broader audience. 

To further strengthen its market position, the company implements a restoration reporting 

framework: 

 

1. Environmental Impact Metrics:  

Tracks measurable ecological restoration outcomes, like coral survival rates and 

biodiversity improvements. For instance, a company may report enhanced water 

quality post-restoration. 

 

2. Social and Economic Outcomes: 

Highlights social benefits such as increased eco-tourism and reduced coastal erosion, 

contributing to local economies. 

 

3. Transparency and Accountability: 

Provides data-driven reports for transparency, demonstrating restoration progress to 

authorities and stakeholders, ensuring credibility. 

 

4. Data Collection and Monitoring: 

Ongoing monitoring to track ecosystem health, like fish population growth, allowing 

for continuous improvement of techniques. 

 

5. Marketing and Investor Communication: 

Used to attract investors by demonstrating restoration's economic and environmental 

benefits, like increased tourism and risk reduction. 

 

6. Scalability and Standardization: 

Applies consistent metrics across regions, aligning projects with global sustainability 

goals. 
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