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Abstract

This document discusses the exploitation and market issues of the CUSTODIAN home systems consultation and conceptualisation tool. The potential applications for the system are extremely broad but an overview of the current market environment for home systems within a care service delivery context is given. The exploitation of the project is an iterative process and this is the second of three issues of the Exploitation Plan on the project’s potential routes to market. The development of the tool and how it interacts with service delivery is explicitly tied in with the development of the proposed exploitation of the results. The final issue will reflect the development of a strategy, which aims to establish a European Network of Process Facilitators (EnoPF). This document should be read in conjunction with D3.2 and D3.3 that explore the needs of the users of CUSTODIAN. Following the technical specification and developmental phases, future iterations of this document will provide the background to the ongoing commercial exploitation of CUSTODIAN.

Keyword List:

Process Facilitators, Networks, Home Systems, Service Delivery, Marketing, Products, User Scenarios.

Table of Contents
1.  Introduction
4

2.  The CUSTODIAN Project
5

     2.1  Process Facilitators 
6

3.  The UK Market Environment
8

     3.1  Smart Home Technology in Social Care Market
8

     3.2  Housing for People with Disabilities
9

     3.3  Government Policy
9

     3.4  Demographics
10

     3.5  Current Market for Home Systems
10

4.  SWOT
13

5.  Marketing Strategy
15

     5.1  Product
15

     5.2  Price
16

     5.3  Place
16

     5.4  Promotion
17

     5.5  Personnel
20

     5.6  Business Development
20

     5.7  Customers and Users
21

     5.8  The Market
21

6.  Conclusions
23

     6.1  Exploitation Plan Third Iteration
23

     6.2  End-point Deliverables
24

Appendix 1 – Template for Process Facilitator Business Plan

1. Introduction

This document is the second iteration in a 3-phase exploitation plan for the CUSTODIAN project. Part of the unique nature of the project is as a development which encompasses market identification, alongside the evolution of specific market outlets and the training of personnel within its methodology. This means that the exploitation plan is not a ‘stand-alone’ marketing statement, but rather an integral part of the entire development process. Thus the establishment of a small network of ‘Process Facilitators’ who will be directly involved in the marketing of home systems for people with disabilities, represents more than just a plan to exploit the output of the project, it represents the actual exploitation.

It should be noted that there are three distinct, yet inextricably linked, types of ‘product’ being marketed by CUSTODIAN. Firstly, there is the software tool itself, a direct product of the project, which has a market potential and a market value. Secondly, there is the business opportunity for Process Facilitators: those individuals and organisations primarily responsible for employing the software tool. The potential value of such new businesses may far outweigh the simple commercial value of the software tool itself. Thirdly, there is the market for home systems to provide assistive technology for people with disabilities; it is this market which the Process Facilitators are aiming both to tap into and to encourage the growth of. The potential monetary value of this market, to a whole variety of companies producing a wide range of technologies is also far greater than that of the Process Facilitator businesses.

The complexity of this situation and the iterative nature of the project, with its process of research – design – test – redesign – training – exploitation, means that there are different roles for the three different iterations of the Exploitation Plan. The primary aim of this second version is to provide more detailed market information, an outline of the marketing strategy that will be employed for all 3 ‘products’ described above and a summary business plan.

The conclusions to this report represent specific proposals for the way in which the work will be completed in the next phase of the project, leading to the final iteration of the Exploitation Plan. 

2. The CUSTODIAN Project.

The whole premise of the TIDE programme is that technology has an important role to play in addressing the problem of the increasing cost of care due to the demographic changes occurring throughout Europe and in enabling greater independence and participation in society for disabled and elderly people.  The challenges to be met if this is to be realised are diverse but a key issue is how the appropriate technological solutions will be introduced where they are needed.

A great potential in the daily lives of disabled and elderly people, and for those providing services to them, has been envisaged for the integration of a whole range of assistive technology and general systems on home networks.  A home network (also termed home system, smart house or intelligent home) is a communications infrastructure within the home that enables different domestic electronic products to exchange information and work in an integrated fashion.

The systems that would be of particular benefit in the field in question include: environmental control systems (enabling easy and often remote control of products in the home); safety and security systems, including remote monitoring; and energy and heat management.  All these inherently require a means of communication between different electronic devices about the home. There has been some work exploring the envisaged potential of this technology through the evaluation of prototype systems in project demonstrations
 
 
.  Key system components and general products that could be used in such systems are becoming increasingly available.  

How will these systems be introduced in practice however?  In the earlier stages of development at least, the key purchasers of such systems for the provision of support and care services will be the Local Authorities, Community Care Providers, Housing Associations and other specialist service providers.  These organisations may not have, nor desire to have, the necessary technical expertise that can specify a system that meets their, and their clients, needs and then source and integrate the products to construct it.  This is particularly the case considering that the constituent products will almost certainly come from various suppliers.  The very technical advantages of these systems of being able to integrate different applications on a common communications infrastructure present particular organisational challenges.

Furthermore, purchasers will rightly seek a high level of technical support throughout the specification, installation, commissioning and operation of the systems.  Sourcing this separately from the different product suppliers is not desirable and likely to lead to poor overall support at a high cost.

A likely business model that could meet this need is that a specialist company/individual acts as the Process Facilitator providing the purchaser with a comprehensive technical consultancy and support service throughout the introduction and subsequent operation of such systems.  A key issue is how to provide such a service at a price that the market will bear.  The project is addressing this by collating the necessary expertise and developing a comprehensive and integrated set of computer based tools to enable this expertise to be efficiently delivered to the purchaser while promoting full participation in the process by the end-users. 

2.1 Process Facilitators

In version 1 of the Marketing and Exploitation Plan Systems Integrators were defined as the people who would use the CUSTODIAN tool to design the systems for elderly and disabled users.

Discussions with experts in the field have prompted the Marketing and Exploitation Group to change the title of the Systems Integrators to Process Facilitators.  This will avoid confusion with the more technical advisers and workers who may be involved in defining systems, particularly in Europe.  The new title is also more descriptive of the process that will be undertaken.  It has also been discovered through discussions with workers in the care sector that the title of Systems Integrator would prevent many people from attempting to use the CUSTODIAN tool due to the technical emphasis this title implies.

There has been no significant market for home network based systems for disabled and elderly people to date beyond those systems introduced as pilot studies and demonstrators, although large potential markets have been forecast
 
.  Partly due to this fact, there are very few groups that can be identified as currently undertaking the role of ‘Process Facilitators’.

It is expected that Process Facilitators may be trained from several areas in the market:

i) Local Authorities – Occupational Therapists, Senior Care Workers

ii) Private Consultants – contracted to Local Authorities, the voluntary and private sector, and construction companies

iii) Electrical Installers – contracted as above

iv) Suppliers of home networks

v) Existing suppliers of rehabilitation technology

The Process Facilitator will be able to use the CUSTODIAN tool to identify solutions relevant to the elderly/disabled user’s needs.

Training in the use of CUSTODIAN will be available to ensure that the tool is utilised to the best effect, and will need to cover the following:

i) User Needs Analysis

ii) Limited equipment details – generic availability and functionality

iii) Use of CUSTODIAN

iv) Overview of EIB and ETS

v) Safety, security, housing design and ethical issues of Smart Homes

The wide range of skills useful to the Process Facilitators means that a number of different disciplines and professions may be involved. These disciplines will not be restricted to those with technical expertise in technological systems and networks. Indeed the findings of the User Needs Analysis carried out for the project suggest a key role for such professions as Occupational Therapy and other medical and social care disciplines.

The reason behind the consortium’s belief in the emergence of businesses and individual consultants undertaking this role is the large potential markets for home network systems in this sector and the vital nature of the Process Facilitator in delivering to this market.  The potential size of this market is governed by the rate of up take of the home network technology and the geographical area over which the service could be effectively delivered.  It is estimated that there would be a minimum of 2 Process Facilitators performing this role within most EU member states following the project’s completion, with rapid growth after that.  Logistics and finances will dictate the number of Process Facilitators in each country but it is not expected that these Process Facilitators will be in place before the end of the project.  As this is a new market, the short-term achievements may be restricted in the short term as the market learns about the new product.

As well as supporting the role of the Process Facilitator, a significant market has been envisaged for versions of the tool designed primarily as information systems.  This will be developed once the core product is complete.  Key customers for such a version of the product would include: Housing Associations; Local Authorities; Occupational Therapy Departments; Clinical Engineers; National & Regional Demonstration Centres; and Disability Information Networks. The development of the tool has been such as to reflect the highly plural nature of this demand.

A European Network of Process Facilitators (EnoPF) will be established to ensure that the CUSTODIAN tool is available.  The roll out for the tool will be gradual, allowing the partners to deal with recruitment, training and tool delivery, starting with Scotland, followed by the UK and then the EU.  It is hoped that Univation, a training and consultancy company wholly owned by RGU, will provide training in the use of the CUSTODIAN tool.

3. The UK Market Environment

There are 3 overlapping markets that must be considered with respect to the project’s work:

· The specific market for the CUSTODIAN tools

· The market for organisations with a systems integration role

· The general market for home networked systems for disabled and elderly people 

Part of the challenge of the project lies in encouraging the rational and co-ordinated development of the second and third, more general of these markets, through the successful marketing of an approach to the integration of network systems. However the more general markets are developed, they must be focused on meeting the genuine needs of people with disabilities. This is important as an issue for commercial exploitation, as well as a purely social and political issue.

3.1 Smart Home Technology in the Social Care Market

The current UK market for ‘Smart Home’ technology has been predominantly at the luxury end of the market, in homes costing over £500,000.  As the technologies involved become less expensive and more widely accepted, it is expected that these technologies will be increasingly diffused into lower income groups.

For the systems to be accepted in the social care market, the technologies will need to be demonstrated as beneficial to the elderly and those with disabilities.  The Telecare project, a BT experiment with the Anchor Trust involving the provision of intelligent monitoring systems, has gone some way to proving the benefits of utilising ‘Smart Home’ technology in this way:

i) 86% of users thought the technology was good

ii) 87% of users did not find the system intrusive

iii) 86% of carers were satisfied with the system

iv) 54% of users felt more confident with the system installed in their homes

The most telling result was that 47% of users felt that the system would prevent them from having to move up the care ladder with consequent loss of independence.  At the end of the project the users involved were reluctant to have the systems removed.  These psychological benefits, increased confidence and a feeling of safety, are particularly important.  The technology can also be empowering to the end user, enabling them to stay in their own home and make their own decisions.  This is particularly important to the elderly as once their independence and confidence has been lost they quickly move up the care ladder, with their disabilities progressively worsening.  The elderly do not wish to lose their independence.

The systems also need to demonstrate that investment in hardware and software can be offset against the savings made in social care costs.  The ability to keep people safely in their own homes will alleviate some of the demand for residential places for the elderly and disabled.  It will also allow people to stay in their own homes, or move to sheltered housing if necessary, rather than into nursing or residential homes.  Both these options are potentially less expensive than full-time care.  The advantages mirror developments in the care market (Housing With Care in the UK: from sheltered housing to assisted living, Laing & Buisson, 1998).  Local authorities and the voluntary sector are increasingly moving patients down the care ladder, to assisted living in their own homes or sheltered housing arrangements, rather than full-time care.

3.2 Housing for People with Disabilities

There has been steady growth in wheelchair and other disabled housing in the last 10 years.  The number of currently available dwellings are shown in the table below:


No. of dwellings in 1996

Local Authority
76,000

Housing Association
22,000

Other Landlords
69,000

Total
167,000

The recent growth in dwellings has been mainly through the refurbishment of dwellings that were previously unsuitable for disabled people, rather than the building of new dwellings, and the CUSTODIAN tool would be ideal for assisting in this area.  The majority of disabled adults, approximately 5.8m in Great Britain (Care of Elderly People – Market Survey 1999, Laing & Buisson) live in private households, with only 421,000 in communal establishments.  Again, this provides an opportunity for the CUSTODIAN tool to assist those wishing to stay in their own or family home.

3.3 Government Policy

The Government’s own policy is to provide “best value” beds for elderly and disabled people.  This is in evidence in the shift down the care ladder that is happening around the UK.  The implementation of the National Required Standards for care homes in April 2000 will ensure that these “best value” beds conform to nationally defined standards.  A large number of independent care homes are expected to close once enforcement takes place as compliance will be classed as too expensive.  This will have 2 impacts for the CUSTODIAN tool:

i) CUSTODIAN will be able to help those who wish to stay in their own homes;

ii) CUSTODIAN will be able to assist in the development of new purpose-built homes that will replace a number of the homes that close.

It is expected that price of residential care will increase in line with the expense of complying with the new standards.  This will provide a further opportunity to CUSTODIAN as the cost of the “Smart Home” system will become comparatively less expensive.

3.4 Demographics

A demographic feature of the market is that women are no longer staying at home to care for elderly and disabled relatives.  This puts added pressure on the market to provide support for these people, particularly as the number of young people available to finance the care is decreasing.  CUSTODIAN and “Smart Home” systems can help with this solution.  The number of elderly people is predicted to double in number by the year 2050, to 1 million.  However, in the short-term (2001-4) numbers will fall slightly thus decreasing the pressure on care services.

Local authorities face increasingly tight financial constraints, despite recent increases in budgets.  This will only worsen as the number of young people decreases.  CUSTODIAN must be shown to make significant cost savings to assure its success and preference over current home care and residential care systems.

One of the major growth sectors in this market, that could provide significant potential for CUSTODIAN and “Smart Home” technologies, is that of the wealthier elderly.  This area of the market currently spends approximately £300m per annum on informally hired help and £150m on aids and adaptations in 1998, with increases expected over the next few years.  CUSTODIAN could tap this market to ensure that the adaptations installed were totally relevant to the individual user and also help to solve the problems many elderly people and their carers come across of not being able to find the appropriate staff to employ.

3.5 Current Market for Home Systems

To give some idea of the potential size of the market among housing associations for home network systems a survey of the number of housing units for elderly people provided by the major UK housing associations has been conducted.  Only associations with greater than 5,000 currently managed properties, providing a minimum of 20% residential units to elderly people were included.  A summary of the results is given in the table below.

Residential Units of Major UK Housing Associations with over 20% Residential Units for Elderly People

Size of Association 
(No. of homes)
No. of Associations 
(In size range)
Total No. Properties (Managed & 
under development)
 % Elderly Residential Units
Total No. of Properties for Elderly People

> 10,000
14
223,560
40%
88,619

5,000 – 9,999
15
118,045
35%
45,360

All > 5,000
29
341,605
39%
133,979


Housing association properties specifically for disabled people under 65 are almost exclusively provided by small specialist associations.   Figures for dwellings in England alone as at 1st April 1990 are given in the table below.

Housing Stock: Housing Association Provided Homes (as at 1st April 1990)


Housing Association
Total all Housing Sectors

Total Dwellings
562,833
19,512,063

Disabled: wheelchair-user
6,900
30,574

Disabled: other
1,118
66,886

Disabled: total
8,018
97,460

There already exists a potentially significant market amongst disabled and elderly people for home networks and, increasingly, for remote services such as community alarm systems.  Although this market may be considered small in consumer electronics terms the high level of need of this group for such systems will mean it could play a key role in growing these markets in general, particularly in the early stages of development.

Hence the potential market even today for this technology is large and more than sufficient to sustain the projected Process Facilitator businesses.  Furthermore it is a growing market.  It has been projected that there will be a 26% increase, from 1995 to 2020, in the numbers of people in the EU with disabilities who are potential users of rehabilitation technology in general
.  There is every reason to expect that this trend will be more than reflected in those potential users of home network systems.

Other key market aspects to be assessed as part of the project’s marketing and exploitation work include: estimates of potential size of market for Process Facilitator services to Housing Associations offering housing / care packages; Local Authority service providers; the new build market for homes for disabled or elderly people including retirement and nursing homes. It is in the nature of the project, as an iterative one of design-test-redesign, that the potential size of these markets will be firmed up in the planned future manifestation of the Exploitation Plan.

Beyond the research phase, the products (different versions of the tools) and consultancy services based on the project’s work should be ready for launch within 6 months of completion of project.  An issue affecting the timing of this launch is the availability of home network products.  There needs to be sufficient range from different suppliers to make the Process Facilitator service worthwhile.  There is good reason to believe that these will be available before the end of the project.  There is already on the market a range of EIB compatible microwaves, cookers and refrigerators.  The currently available range of sensors, actuators and interfaces means that environmental control and simple alarm systems can already be constructed based on this technology.  There is now a high level of commitment from the European consumer electronic industry to bring home network technology to the mass market. 

4. SWOT analysis of CUSTODIAN System.

Strengths.
· CUSTODIAN is modular and adaptable and can fill certain niche markets as a Process Facilitator tool in a currently fragmented situation

· CUSTODIAN will be able to offer those involved in the care sector an effective and meaningful contribution to Disabled and Elderly People’s welfare and independence in their own home.

· Disabled and elderly people can be a positive part of the decision-making process

· Custodian acts as the integrator between the care sector and the engineers and installers.  The PF is a neutral, independent figure who is able to liase between these often conflicting sectors, and the other stakeholder to provide a customised, needs derived solution, based on financial, housing and social constraints and is able to assist and mediate where conflicts exist.

Weaknesses
· There is the danger that CUSTODIAN may lose focus as a product by offering too many different services and so confuse possible buyers.

· CUSTODIAN relies on care providing organisations finding the resources and commitment to training staff and raising awareness as to the potential for Home Systems technology.

Opportunities.

· CUSTODIAN represents an opportunity to give facilities to people with special needs without it having the stigma of being a specialist disability product. This is the way forward for market penetration which will lead to an increase in consumer expectation of care service delivery.

· CUSTODIAN may be able to contribute positively to standardisation procedures and the implementation of the National Required Standards in 2002 will provide additional opportunities.

· Mainstream technology could be made to directly benefit people with special needs.

· Technology has been proven to provide significant actual and psychological benefits to the elderly and disabled living independently.

· Government and local authority policy to shift people down the care ladder and CUSTODIAN can assist in this process.

· Individuals spending own money on informally hired help and aids and adaptations – CUSTODIAN can tap this market.

Threats.

· Local authorities operating under tight financial constraints may find it difficult to find the necessary investment.

· Many people in this area are unaware of the potential benefits and are not easily convinced that technology will aid them.

· The cost of the technology may be prohibitive unless significant savings can be demonstrated.

· The fall in the number of elderly people in the next 5 years will mean that issues concerning this group will take less precedence.

5. Marketing Strategy

Consideration of the marketing of the CUSTODIAN tool is divided below into 5 key areas, the development of each of which is essential in ensuring successful commercial exploitation. These 5 areas are: the product (the software tool itself); the price of the tool in relation to the other costs involved; the place (that is the geographical boundaries of initial and subsequent marketing); the promotion and training required to ensure rational use of the tool; the personnel who will be involved in the use of the tool.

5.1 Product

The product is an integrated suite of software tools that enable the determination of the best available solution for a specific EIB installation for a specific user or users, together with the visualisation of different technical options. These are specifically designed to facilitate the full participation in the specification of all the users and professions necessary to arrive at best fit solutions. With respect to the technologies, it has been decided to focus the development work on EIB as the primary technology to be integrated into the home network. This is a limitation on the practical scope of the CUSTODIAN tool and on its immediate marketing, though not on the development of CUSTODIAN as an integrative concept. EIB is currently the only European technology able to supply commercially the diversity of systems and devices needed for installations in disabled and elderly people’s homes. 

Given that EIBA has 80 members spread through the EU, the use of EIB technology, as well as EIBA as a conduit for marketing, gives CUSTODIAN access to established operators within the home systems field. The incorporation of different modules within the software tool can be progressive as the tool evolves through the consultation process and this piecemeal development approach has some implications for marketing. Specifically it is important to ensure that the available modules, on completion of the funded CUSTODIAN project, are sufficient to form a ‘critical mass’ to enable commercial marketing. Given that the initial validation of the tool is to take place exclusively in the UK, it is important that the implications of variations in such factors as built form, building tradition and building control regulations in different member states is assessed and that the tool be flexible enough to take account of such variation. 

Potentially even more important than these differences are differences in the organisation of National social care systems. The allocation of responsibility for different aspects of care and the procurement and support of home systems, to different agencies and types of agency in different countries, needs to be considered sensitively in the development of the tool. The process of identifying and enabling some 50 Process Facilitators, which takes place at the end of the project, is both an important aspect of this international validation process and a very direct initial marketing tool. 

From a marketing perspective, emphasis will be placed on promoting the product’s benefits, as opposed to its features. By focussing on the ways technology can help the elderly and disabled, end users and carers alike will better understand the benefits of adopting CUSTODIAN, as outlined below:

· Control of physical environment (coded door key, infra-red control of doors/curtains)

· Improved safety and security (passive infra-reds detecting falls or lack or movement)

· Compensate for impairments (voice activation of controls, audible alerts)

· Reducing anxiety and improving mood (control heat/light, time orientation)

· Monitor health & welfare (infra-red detects movement patterns, medical sensors)

· Assist carers to support (passive monitoring of routines, exception alerts, voice reminders)

· Communicate with carers (video/telephone links with family/friends)

· Maintain community contacts (home shopping/banking/library)

5.2 Price

The price of the immediate product, that is the CUSTODIAN software tool itself is perhaps the least important aspect of cost in the establishment of home networks for people with disabilities, since it is a one-off, initial purchase by the Process Facilitator, after which the tool can be used for the specification of every system the integrator is involved in. The other costs, both capital and ongoing support costs, associated with the establishment of individual networks, will far outweigh the software costs. CUSTODIAN needs only to demonstrate quite marginal improvements in the performance of systems, or efficiencies in their procurement, to become an economically attractive proposition. 

Given the potential role of CUSTODIAN as itself a marketing tool for both the hardware associated with home systems and the Process Facilitator role, the price of the tool does not necessarily need to reflect the full, commercial development costs.

5.3 Place

The place where the tool initially will be sold is the UK, initially Scotland. This is because of the involvement of one of the project partners, Edinvar, who have a health care and potential Process Facilitator function. The other demonstration site for the project is also in Scotland and this gives an excellent platform for marketing in the early stages. Expansion to the rest of the UK should be facilitated by this platform and communication of the experience of the Scottish public sector bodies. Edinvar’s reputation throughout the UK as an organisation at the forefront of thinking about disability and housing should give the CUSTODIAN tool added kudos in the context of the UK market. 

The markets in which to sell this tool in other countries are also present however. The initial limitation is the language of the Custodian tool. ETS is currently available in English / German / French / Dutch / Swedish / Spanish / Italian. Therefore great opportunities are present for a wider marketing of the CUSTODIAN tool, though these remain contingent on work being done beyond the present project to translate the user interface of the CUSTODIAN tool into these languages.

5.4 Promotion

The CUSTODIAN tool will also be promoted by trade organisations selling the standard EIB products via traditional sales channels (Manufacturer / wholesaler / contractor.) Here the synergies can be used between the EIB product specialist and the health carers’ organisations. Other ways of promotion is the use of the ever-growing internet, which provides an appropriate marketing interface to the types of individuals and organisations likely to be involved in the Process Facilitator role.

The promotion of the CUSTODIAN tool is a vital part of the dissemination and exploitation process for this project.  Some early work on this has already started with an initial workshop held at Dundee. 

5.4.1 Dundee Workshop

Entitled ‘A Strategic Approach to the Use of Emerging Electronic Assistive Technologies Within Tayside’, this workshop brought together a number of experts in the field of assistive technologies. (This fulfilled the deliverable D2.2 European Workshop on Home Network Solutions for Disabled and Elderly People.)  In addition to a presentation by Dr. Martin Edge on the CUSTODIAN project, Prof. A.F. Newall (Dept. of Applied Computing, University of Dundee) spoke on his involvement in the FORESIGHT programme (www.foresight.gov.uk) and its use of consumer electronics, ‘smart-house’ technologies, community alarms and tele-health care. Of particular relevance to the CUSTODIAN project was his emphasis on not only the benefits to the elderly and disabled of assistive technologies, but on the benefits that can be bestowed on their carers. Acknowledgement was also made to the benefits of empowering the end user, i.e. giving them some choice in the decisions that affect their quality of life, not presuming that ‘we’ know what is best for them. A recent survey found that of people who have PC’s at home, the >65’s use them most as they have more time, going against the perception that the old are less aware of the advantages new technology can have for their lifestyle. He also announced the formation at Dundee University in the next few years of a new research centre for communications and IT to support the elderly, an establishment that may prove useful in the future development of CUSTODIAN.

Of further interest to the CUSTODIAN project was the presentation given by Mr Graham Brownsell of the Anchor Trust (see 3.1 Telecare project). He emphasised how assistive technology made users ‘feel’ better in their own environment, and were more able to live normally and take risks as there was a background system/safety net if anything went wrong. The loss of confidence following a fall leads many into nursing homes, a consequence that can be reduced if the user’s confidence can be maintained.

5.4.2 Test Marketing Workshops

Two Test Marketing workshops will be organised by the Marketing and Exploitation Group in month 17 (May 2000).  A number of guests with a possible interest in the system will be invited to attend, with the first workshop aimed at Managers within the care sector.  The second workshop will be addressed to the type of individuals and organisations that the Marketing and Exploitation Group has identified as potential Process Facilitators.  The guests will be given a short presentation describing the 2 systems: the custodian software tools and the Smart home technology designed and installed for a particular individual, and the potential benefits of smart home technology to the elderly and disabled.  The Process Facilitators will also be provided with some information on the potential market for the system, as well as an outline business plan (see appendix 1).

Both groups will be given some basic training in the use of the system and then will be able to experience the basic functionality for themselves.  Feedback will be collected from the guests, both informally with members of the project team available for individual discussions and assistance during the trial session, and more formally through a feedback session at the end of the workshop, and also feedback forms.

The workshops serve 3 purposes:

· To provide the project team with user feedback on the system

· To provide feedback on the marketing of the product

· To identify real sales interest among the guests

5.4.3 Conferences

There is also the potential of facilitating a workshop at appropriate academic and technical conferences.  This will provide further feedback and help identify interested parties but it is unlikely that such a workshop would be organised until the software is near final completion.

Martin Edge (RGU) is chairing the Environmental Design Research Association (EDRA) international conference in July 2001 and it is expected that a paper will be submitted, with perhaps a workshop held in addition.

5.4.4 Papers

Further dissemination of information regarding the project and the CUSTODIAN tool will occur as papers are submitted to appropriate conferences and journals.  This will widen the interest in the project and raise awareness of the product.

5.4.5 Demo CD

A demonstration version of CUSTODIAN will be available to give/send to interested parties.  This will provide potential customers and Process Facilitators with an excellent overview of the product but will be time-limited.  The production and distribution of the CD is dependant on the current discussions with John Tait, Product Marketing Manager for Visio UK, regarding the project team becoming an OEM distributor of the Visio software.

5.4.6 Publicity

An article for the EIBA Newsletter has already been submitted.  Further updates will be provided, as appropriate.

Further press opportunities will be exploited once the software has been fully tested and the Test Marketing workshops are complete.  The production team of the BBC’s Tomorrow’s World (BBC 1’s flagship science and technology programme) have already shown an interest in CUSTODIAN.

Launch publicity and events will be part of the third iteration of the Marketing and Exploitation Plan.

5.4.7 Targeting Potential Customers

Potential customers for the CUSTODIAN system will be targeted through a number of means:

· Publicising success in Dundee, to encourage further take up in Scotland.  This will provide a ripple effect that will underpin the marketing of the software as it is rolled out first to the rest of the UK and then to Europe

· Identifying opinion formers in the care market and giving them the opportunity to review the tool: for example, Age Concern and local authority groups

· Using the same process to influence potential Process Facilitators
· Additional workshops will be used across Scotland and the remainder to the UK as needed to allow potential users to have trial sessions
· Once the tool is used in an area, users reporting back the successes and estimated cost-savings to the European Network of Process Facilitators, as well as the ease of use of the systems, will provide a great deal of positive publicity that will generate interest and sales
· Links to potential Process Facilitators currently held by members of the consortium and sub-contractors (Reading, EIBA and Human Factor Solutions) will be utilised
· Process Facilitators and the network of Process Facilitators will undertake some of the local marketing
· The Marketing and Exploitation team will develop a business plan template for Process Facilitators (see appendix 1)
5.5 Personnel

The issue of personnel is important in terms of the training that will be necessary for the full utilisation of the CUSTODIAN tool. Because of the additional training needed by technically oriented individuals to learn about the translation of healthcare needs into input for the CUSTODIAN Tool it is important that personnel within organisations responsible for care are involved in this process. Conversely, there is a technical learning curve for staff trained in care professions taking on the Process Facilitator role. The turnover derived from the sale of the Custodian tool will not be sufficient to finance the training of personnel in its use.  The potential Process Facilitator needs to identify his/her own training needs and to include the costs as part of the start-up costs in their business plan.  It is expected that they will be able to generate sufficient revenues in the future to pay for this.  Therefore the combination of care organisation / Process Facilitator is essential in providing favourable conditions for the growth of businesses based around the use of CUSTODIAN.  

The training with the CUSTODIAN Tool will hopefully be undertaken by RGU’s commercial arm, Univation, and extended with a training course at Edinvar, who bring to the project knowledge of care systems. A particular characteristic of CUSTODIAN, which enables the integration of training into the marketing of the tool, is the explicit provision for the establishment of a small network of Process Facilitators  after the software is complete. This means that, unusually for a development project, a commercial supply chain, albeit initially of a limited nature, is a direct project deliverable. 

5.6 Business Development

The business development role is regarded by the consortium as integral with the other activities of the project and is to be given a high priority. There are different groups and organisations that may become Process Facilitators using the products developed by the project. In terms of process any particular Process Facilitator is unlikely to have the full range of expertise that needs to be brought to bear on the process of specifying a system for a given installation. Thus, a European Network of Process Facilitators will be established and is key to the long term success of the project and the widespread use of the tools.   
What the European Network and the CUSTODIAN tools provide is support and access to information, particularly in the areas that have not previously been core to the activities of Process Facilitators. Thus, for the technology company or electrical installer, the particular benefit may be in terms of support in determining the user needs and understanding the priorities and concerns of the purchaser. 

For the Process Facilitator with a background in supplying other equipment for disabled and elderly people the ease with which the technology can be understood and configured would be the key benefit. It is unlikely in the foreseeable future that different Process Facilitators would compete within the same geographical area. The vested interests of the Integrators therefore is not so much competitive but in sharing best practice and expertise through the network. 

To help the Process Facilitators develop a client list and to encourage investment in the tool, a Process Facilitator Business Plan will be developed.  An outline version of this is included in appendix 1 and a full version will be available as part of the third iteration of the Marketing and Exploitation Plan.

5.7 Customers and Users

It is also very important to understand the distinction between customers and users. The customers for the tools are likely to be almost exclusively those undertaking the Process Facilitator role.  The users are all those involved in the process of determining a specification and then implementing it for a specific installation. The tools must be accessible to planners, architects and system integrators who provide information for project developers and organisations who provide services for elderly and disabled people.  

In terms of marketing philosophy, we anticipate that the software will not be a high volume product and that no return on the investment in developing the software should be sought from the sale of this software. The likely costs would then probably be prohibitive to much early success on the market. However the return on the investment should be from the consultancy services sold by the Process Facilitators and the resulting product sales.  This has implications for how the software is packaged and what licensing agreements are drawn up and the nature of the European Network of Process Facilitators proposed. The tools themselves will provide a stimulus for businesses to move into this area of activity. 

5.8  The Market

The marketing of the key deliverables from the project; i.e. the tool and the process it supports and makes possible; draws initially on the dissemination strategy outlined in WP2 and will be developed in line with the objectives underpinning deliverables D2.1, D2.2 and D2.3 Exploitation Plans. The initial development of CUSTODIAN was undertaken through EIB (Siemens) technology but is now generic and non-technology specific. The role of EIBA in the project lies in their access to an existing network of organisations and companies involved in home systems technology. This network provides an appropriate model for the basis for the creation of EnoPF. 

CUSTODIAN will, through its successful development, represent an extra marketing tool through which companies can promote and sell their products. Advertising will be done by these companies, such as ABB, in order to enable them to fit the marketing of CUSTODIAN to their own company profile. They will receive first hand information from the EnoPF and will be able to use this information to promote their products. 

Training is seen as providing potential to exploit the results of the project. EIBA can offer planners and system integrators full training at over 50 EIBA registered or certified training centres all over Europe. The potential for linking training into other aspects of care service delivery offers spin-offs to other organisations providing continuous professional development (CPD) courses in these areas. EIBA has a good record in developing training programmes for installers. If this is extended to the training of Process Facilitators we believe it to be a strong factor in the potential success of the project and the tool. Beyond the project, and to respond to issues relating to standardisation, CUSTODIAN will be developed to support other leading technologies such as Lons. 

In Europe the market volume for the technology in the context of care service delivery is either unclear or ill defined. The potential for the market is however well documented and supported form various sources. When extrapolated across Europe, these figures clearly demonstrate the market potential with respect to the predicted demographics of elderly and disabled people. Further indication of the potential market can be obtained from predictions derived from the total number of outlets, suppliers and organisation currently active across Europe in the building and home automation markets. Taking scenarios of 1% and 10% market penetration, the market potential for one fifth of the total may be realisable. These figures are presented below.

Country
Total organisations
Organisations at 1% penetration
Organisations at 10% penetration

UK
600
6
60

D
4000
40
400

ESP
400
4
40

Por
300
3
30

CH
300
3
30

Aut
400
4
40

Scan
600
6
60

It
600
6
60

B
400
4
40

Totals
7600
76
760

6. Conclusions

The conclusions presented in this second iteration of the Exploitation plan are presented under two broad headings, representing: 

· Activities and work to be included in the third iteration of the plan; 

· Deliverables to be produced as part of the marketing strategy at the end of the project.

6.1. Exploitation Plan Third Iteration

· Within the public and voluntary care sector, explore the willingness to act in a Process Facilitator role as part of a process of honing down the sectors to target as Process Facilitators.  In the care sector in particular, document the post-installation technical support process and the capability of providing it.

· Comparative analysis of number of housing association places for people with disabilities in other European countries.

· Quantify the potential, Europe wide market for systems and Process Facilitators, not just software sales.

· Identify and develop contacts, through EIBA, with specific key manufacturers with a large market share.  Explore and report on ways in which they might act as marketing conduits for CUSTODIAN.

· Identify specific organisations to adopt the Process Facilitator role.  In the first instance these should encompass the full range of types of organisation envisaged as carrying out the role.  See Section 2.1.  In association with the user needs study their relevant skills and ability to encompass the necessary range of activities requires to be assessed.

· Market analysis of the optimum characteristics of proposed versions of the CUSTODIAN tool designed primarily as information systems for public, private and voluntary sector care organisations.

· Market study of a sample of housing associations both in specialist care of particular disabilities and more general needs associations.

· Consideration of final cost of CUSTODIAN software tool and the structure of this pricing.  That is as a one-off capital cost or a continually updated service including, for example, ongoing training.

· Quantification of the resources required for training and the introduction of CUSTODIAN by individual organisations responsible for care and housing.

· Development and launch of a website offering an interface for the use of the CUSTODIAN tool.

· Consideration of the appropriate form for the proposed European Network of Process Facilitators.

· Consideration of the appropriate structure for the proposed European Network of Process Facilitators to avoid potentially destructive competition in the initial stages of market development.

· Establishment of a management structure for the post-project operation of the European Network of Process Facilitators.

· Investigation of appropriate advertising structures to introduce CUSTODIAN marketing into the marketing strategy of individual EIBA member organisations.

· Launch plan – publicity and roll-out

· Additional workshops plan

6.2 End-Point Deliverables

· Develop material to be used in marketing to public and quasi public organisations.  This material must demonstrate organisational and/or economic benefits, as well as demonstrating a clear benefit in lifestyle terms to people with a range of disabilities, and how the project takes into account the issue of Community policy in relation to technology transfer to SME’s, and promoting the use of generic technology.

· Assess, particularly in terms of the need to provide continuing support, the minimum geographical area and population base necessary to support a Process Facilitator and the maximum area that such an organisation could be expected to cover.

· The collation and communication of information on available products and services for home networks, which forms a central part of the development of the tool, is also an important part of the ability to market such networks, particularly to individuals and organisations with little experience of the range of available technologies.

· Costing of future development work, including translation of software interface into other European languages.

Appendix 1 – Template Process Facilitator Business Plan

Summary Business Plan – UK Process Facilitator

6.1.1.1 NB -The purpose of this first iteration Summary Business Plan is to focus attention on the issues relevant to a prospective Process Facilitator, and to identify what further information needs to be collated before the completed version is included in the third iteration of the Marketing and Exploitation Plan. It is hoped that the project’s industrial partner will be able to provide much useful input into this particularly ‘commercial’ document.
6.1.2 Introduction

A great potential in the daily lives of disabled and elderly people, and for those providing services to them, has been envisaged for the integration of a range of assistive technology and general systems on home networks.  A home network (also termed home system, smart house or intelligent home) is a communications infrastructure within the home that enables different domestic electronic products to exchange information and work in an integrated fashion.

The role of the Process Facilitator (PF) will be one of co-ordination and guidance. Through the use of the CUSTODIAN suite of software tools, a PF will act as a consultant to those responsible for equipping residences for the elderly and/or disabled, be they in the private or public sector. This process will be aided by the end user who will be invited to provide specific input regarding their own circumstance and need.

6.1.3 The Market

To give some idea of the potential size of the market among housing associations for home network systems, a survey of the number of housing units for elderly people provided by the major UK housing associations has been conducted.  Only associations with greater than 5,000 currently managed properties, providing a minimum of 20% residential units to elderly people were included.  A summary of the results is given in the table below.
Residential Units of Major UK Housing Associations

with over 20% Residential Units for Elderly People

Size of Association 
(No. of homes)
No. of Associations 
(In size range)
Total No. Properties (Managed & 
under development)
 % Elderly Residential Units
Total No. of Properties for Elderly People

> 10,000
14
223,560
40%
88,619

5,000 – 9,999
15
118,045
35%
45,360

All > 5,000
29
341,605
39%
133,979

Housing association properties specifically for disabled people under 65 are almost exclusively provided by small specialist associations. Figures for dwellings in England alone as at 1st April 1990 are given in the table below.

Housing Stock: Housing Association Provided Homes (as at 1st April 1990)


Housing Association
Total all Housing Sectors

Total Dwellings
562,833
19,512,063

Disabled: wheelchair-user
6,900
30,574

Disabled: other
1,118
66,886

Disabled: total
8,018
97,460

There already exists a potentially significant market amongst disabled and elderly people for home networks and, increasingly, for remote services such as community alarm systems.  Although this market may be considered small in consumer electronics terms, the high level of need of this group for such systems will mean it could play a key role in growing these markets in general, particularly in the early stages of development.

There has been steady growth in wheelchair and other disabled housing in the last 10 years.  The number of currently available dwellings are shown in the table below:


No. of dwellings in 1996

Local Authority
76,000

Housing Association
22,000

Other Landlords
69,000

Total
167,000

The recent growth in dwellings has been mainly through refurbishment, rather than new build, and the CUSTODIAN tool would be ideal for assisting in this area.  The majority of disabled adults, approximately 5.8m in Great Britain
 live in private households, with only 421,000 in communal establishments.  Again, this provides an opportunity for the CUSTODIAN tool to assist those wishing to stay in their own or family home.

Hence the potential market even today for this technology is large and more than sufficient to sustain the projected Process Facilitator businesses.  Furthermore it is a growing market.  It has been projected that there will be a 26% increase, from 1995 to 2020, in the numbers of people in the EU with disabilities who are potential users of rehabilitation technology in general
.  There is every reason to expect that this trend will be more than reflected in those potential users of home network systems.

6.2 Continue with:

· Sales forecasts

· Growth forecasts

· Demographic trends

· Economic/political factors

· NPD info from EIBA

6.2.1 The Competition

As with most new and emerging markets, identifying specific existing competition is difficult. What makes this task more complicated is the fact that the CUSTODIAN tool will stimulate three distinct, yet related markets:

· The specific market for the CUSTODIAN software tools

· The market for organisations with a process facilitating role

· The general market for home networked systems for disabled and elderly people 

The level of direct competition facing a PF is expected to be minimal, as they will act in a franchise manner operating a license to serve a particular area. Initially, there will be two PF’s per country, expanding as demand dictates. This will create a network of Process Facilitators across Europe who will be able to share best practice without risking their own business.

6.3 Continue with market information from EIB relating to:

· Suppliers
· Market share
· Existing arrangements between suppliers and the market
6.3.1 The Business Offering

A ‘smart-home’ (or home network/home system/intelligent home) is a communications infrastructure within the home that enables different domestic electronic products to exchange information and work in an integrated fashion. The systems that would be of particular benefit to the elderly and disabled include environmental controls systems (enabling easy and often remote control of products in the home), safety and security systems (including remote monitoring), and energy management systems. Organisations currently involved in the provision of support and care services, such as Local Authorities, Community Care Providers and Housing Associations, do not have the necessary technical expertise to specify a system that meets their clients needs. Neither do they have the knowledge to source and integrate the products necessary to construct it. The Custodian software tool has been designed to provide a design facility for care providers that will help them specify the particular components and products that most closely match the end user’s needs. The Process Facilitator will manage the process from client/provider interaction, through to system specification, as shown in the diagram below:
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6.3.2 The Marketing Plan

6.4 What are the marketing objectives for the business? 

· Is there a desire to project a particular image to the target market? 

· What are the sales objectives for the business? 

· How much of the primary target market's business are you trying to capture? 

· How much of the secondary market's business? 

The marketing objectives for the business should be stated in one or two succinct paragraphs.

The customer

· Who is the primary market for the business? 

· Is there any analytical study or research that supports this identification? (include any detailed studies as appendices) 

· How do customers within the primary target market make purchasing decisions when it comes to products or services like those being offered? 

· How will the business concept meet the needs of the target customers better than the competition? Include charts, sales volume figure comparisons, service comparisons, and anything else that will distinguish the business from its competitors. 

· Who is the secondary target market? Refer to any support material in the appendix. 

Marketing communications strategy

· What must be accomplished with the communications efforts being planned?

· Must they explain a new concept to the target customer? 

· Will they differentiate the business from the competition? 

· What benefits will the communications efforts attempt to get across? 

· How was the name of the business chosen? 

· Does the name do anything to help the business achieve its communications objectives? 

Pricing

· What is the pricing strategy? 

· Will credit financing be offered? 

· Is there anything unique about the way the service will be priced? 

Advertising

· What kind of advertising mix can be used to best reach the target market? Mention some specifics. 

· If advertising agency have developed a media plan, include it as an appendix to the business plan.

6.4.1 Summary Financial and Operating Statements

· Include items such as software, licenses, fixtures, equipment, vehicle, pre-opening training, utilities, and rent; and post-opening advertising/PR. Include all expenses of getting the business up and going. 

· Also include a summary balance sheet for years one through five of the business. The summary balance sheet can be based on year-end and provide the basics to give the reader a sense of estimated performance.

6.4.2 Other Issues

· Start-up funding – SMART scheme etc… (info to follow from Business Link Thames Valley)

· ‘Approved’ status requirements for working with councils and local authorities, covering issues such as insurance, working standards and employment practices etc…

· As the business is a new concept, will the target market be willing to try something new? 

· How can their current way of thinking be changed/shaped? 

· What contingency plans exist if projections for sales or profits are not met? 

· What if the competition tries to undermine your entry into the field? 

· What operating problems might occur? 

· How will they be dealt with?

‘User Needs Analysis’ Report
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