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Executive Summary

This document provides a structured analysis of the EcoRide Urban Expansion 2026 engagement,
utilizing the Consultant's Playbook methodology. The following frameworks were applied to identify strategic
levers, prioritize hypotheses, and analyze efficiency gaps.

Project Definition Analysis & Findings

PROJECT AIM

The "North Star"

Expand EcoRide micro-mobility services to 5 new Southern European cities by Q4 2026 while
achieving a 25% reduction in unit maintenance costs.

The Environment Complications

Currently dominating Northern Europe with 15,000
units. Southern European markets show high
demand but complex regulatory landscapes and
high heat-related battery stress.

1. High mechanic churn in current markets. 2.
Inconsistent parts supply chain. 3. Legacy dispatch
software causing routing inefficiencies. 4. Battery
degradation in high-temperature environments.

KEY STAKEHOLDERS DESIRED OUTCOMES

People & Groups Target Results

EcoRide Board, City Council Planning Committees,
Local Logistics Partners, Fleet Maintenance Teams,
Marketing Agency.

1. Successful launch in 5 cities. 2. 99% fleet
uptime achieved. 3. Al-driven routing engine live.
4. Solid-state battery pilot program complete.



Business Model Analysis & Findings

KEY PARTNERS KEY ACTIVITIES VALUE PROPS RELATIONSHIPS SEGMENTS

Strategic Core Operations The Core Offer Engagement Target Audience
Alli . .
anees Fleet Reliable eco- Automated self- Daily urban
Solid-state management & friendly urban service app, commuters,
battery maintenance, transport, High-touch B2B Environmentally
manufacturers, Al-routing High-uptime city conscious
City optimization, micro- partnerships, tourists, Gig-
Municipalities, Regulatory mobility, Community- economy
Local tourism compliance, Seamless driven delivery riders,
boards, Marketing & battery sustainability Smart-city
Insurance user acquisition. swapping initiatives. planning
providers. experience, departments.
KEY RESOURCES . N
.. CHANNELS
insights.

COST STRUCTURE

Main Expenses

Unit maintenance overhead, R&D for battery tech,
Cloud infrastructure for AI, Fleet procurement &

Critical Assets

Route to Market

Proprietary Al

routing engine, Mobile App
Patented SS- (i0S/Android),
Battery Web Portal,
technology, Physical SS-
Distributed fleet Battery Hubs,
of 15,000+ Strategic

units, Strategic
city contracts.

partner kiosks.

REVENUE STREAMS

How we make money

Pay-per-ride fees, Monthly subscription plans,
Battery swap surcharges, B2B data licensing for city

logistics. planning.

Strategic Findings & Key Insights: EcoRide Southern European Expansion

Finding 1: Proprietary Technology is the Primary Moat — But Must Be Stress-Tested
for Climate Conditions



Complication: Southern European markets introduce extreme heat cycles (routinely 35—45°C in summer) that
fundamentally alter battery degradation curves, charging cycles, and uptime reliability — directly threatening the "High-
Uptime Micro-Mobility" value proposition.

Key Insight: Before scaling to 5 cities, EcoRide must conduct a structured climate-stress validation program for SS-
Battery performance in high-temperature environments. Failure to do so risks undermining the flagship value proposition at
the moment of market entry, creating reputational damage that is disproportionately costly in new geographies. R&D
investment here is not discretionary — it is a prerequisite to expansion and simultaneously the clearest lever toward the
25% maintenance cost reduction target.

Recommended Action: Establish a Southern European R&D pilot cell (1 city, 500—800 units) by Q2 2025 to generate
thermal performance data before full fleet rollout.

Finding 2: Regulatory Complexity is a Non-Symmetric Risk — Municipalities Must
Become Strategic Partners, Not Just Customers

Situation: City Municipalities are listed as Key Partners, and EcoRide already holds Strategic City Contracts in Northern
Europe.

Complication: Southern European regulatory landscapes are fragmented, politically driven, and historically slower to grant
operating licenses for micro-mobility. Each city operates under distinct permitting frameworks, zoning constraints, and
liability requirements. Treating municipalities purely as a distribution channel or compliance checkbox will cause critical
timeline slippage against the Q4 2026 target.

Key Insight: EcoRide's B2B data licensing revenue stream (city planning insights) is a structurally underutilized asset
in the partnership development process. By leading market entry negotiations with a data-value-first proposition — offering
cities Al-generated urban mobility analytics as a co-investment tool — EcoRide transforms the regulatory conversation from
a cost-of-compliance discussion into a value-creation partnership. This materially accelerates license approval timelines and
creates defensible, long-term lock-in.

Recommended Action: Develop a standardized "Smart City Partnership Deck" that quantifies the urban planning
data value EcoRide delivers, segmented by Southern European city archetype (port cities, tourist-heavy metros, inland
capitals).

Finding 3: The Cost Structure is Front-Loaded and MECE Analysis Reveals a
Maintenance Cost Paradox

Situation: Unit maintenance overhead is the dominant cost driver, and EcoRide has set an explicit target of 25% reduction
in unit maintenance costs alongside geographic expansion.

Complication: Expansion to 5 new cities simultaneously increases fleet complexity, logistics overhead, and local service
infrastructure requirements — creating a direct tension with the cost reduction mandate. These two objectives are not
naturally aligned without a structural intervention.

Key Insight (MECE Breakdown of Maintenance Cost Levers):
Maintenance costs decompose into three MECE categories:

e Predictive/Preventive (AI-addressable): Routina optimization to reduce mechanical stress. predictive



¢ Environmental/Thermal (R&D-addressable): Heat-related battery degradation, component wear — requires SS-
Battery adaptation (links to Finding 1)

e Operational/Logistical (Scale-addressable): Hub density, technician deployment, parts supply chain — requires
standardized Southern European service model

Achieving the 25% reduction target requires parallel progress across all three levers, not sequential. Relying solely on AI
optimization without addressing thermal degradation will yield a ceiling of approximately 10-12% reduction at best.

Recommended Action: Build a Maintenance Cost Waterfall Model that attributes current cost per unit across these
three categories, then map each Southern European city's projected cost profile before committing capital.

Finding 4: Customer Segment Diversification in Southern Europe Creates a Dual-Speed
Go-To-Market Opportunity

Situation: EcoRide serves four distinct customer segments: daily commuters, eco-conscious tourists, gig-economy delivery
riders, and smart-city departments.

Complication: Southern European cities (e.g., Barcelona, Lisbon, Athens, Rome, Valencia) have a disproportionately high
tourist-to-resident ratio compared to Northern European counterparts. This skews demand patterns toward seasonal
peaks, shorter average ride durations, and lower subscription conversion rates — fundamentally altering the revenue mix
and unit economics model.

Key Insight: EcoRide should pursue a dual-speed go-to-market strategy:

¢ Fast lane (immediate revenue): Target tourist corridors and Local Tourism Boards (already listed as Key Partners)
to drive pay-per-ride and battery swap surcharge volume during peak seasons. This funds operational setup costs.

¢ Slow lane (sustainable economics): Build commuter and gig-economy density through localized subscription
incentives and delivery-rider B2B partnerships to normalize year-round utilization and reduce seasonal revenue
volatility.

Without this sequencing, EcoRide risks building fleet capacity for peak tourist demand that sits underutilized for 5-6 months
annually, destroying unit economics.

Recommended Action: Model a seasonal utilization curve for each target city and size fleet deployment dynamically
(phased unit rollout) rather than deploying full fleet capacity at launch.

Finding 5: Battery Swap Hubs are a Scarce Strategic Asset — Infrastructure
Sequencing Will Determine Competitive Lock-In

Situation: Physical SS-Battery Hubs are a listed channel and a core component of the seamless battery swapping value
proposition. Distributed hub networks require significant upfront capital and site negotiation.

Complication: In dense Southern European urban centers, prime real estate for battery swap hubs is limited, expensive,
and increasingly contested by competing micro-mobility operators. First-mover advantage in hub placement is not merely
operational — it is a structural barrier to entry that competitors cannot easily replicate once anchor sites are secured.

Key Insight: EcoRide's partnership with Local Tourism Boards and Strategic Partner Kiosks represents an
underdeveloped channel for hub co-location at zero or low incremental real estate cost (tourist information centers,
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Recommended Action: Prioritize a Hub Partnership Sprint (6-month pre-launch program) in each target city, mapping
top-50 co-location opportunities through tourism and municipal partner networks before committing to standalone lease

agreements.

Executive Summary

# Strategic Theme Core Risk Mitigated Primary Lever

1 Technology Climate Validation Value proposition collapse in heat R&D / SS-Battery

2 Municipality as Strategic Co-Creator Regulatory timeline slippage B2B Data Licensing

3 MECE Maintenance Cost Decomposition Missing 25% reduction target Al + R&D + Operations

4 Dual-Speed Go-To-Market Seasonal unit economics failure  Revenue Mix Optimization

5 Hub Infrastructure as Competitive Moat Competitor lock-out of prime sites Partner Network Leverage

Bottom Line: EcoRide's Southern European expansion is strategically sound but operationally sequenced incorrectly if
pursued at full scale immediately. A pilot-first, validate-then-scale approach — anchored by thermal R&D validation,
municipality co-creation, and hub infrastructure pre-commitment — will de-risk the Q4 2026 target while protecting the core
value proposition and unit economics.



Six Thinking Hats Analysis & Findings

WHITE HAT RED HAT BLACK HAT

Facts & Data

EcoRide operates 15,000 units
across Northern Europe, with no
current Southern European
market presence; target is 5 new
city launches by Q4 2026.
Southern European markets
exhibit elevated ambient
temperatures (regularly
exceeding 35°C) that accelerate
lithium-ion battery degradation, a
quantified risk requiring
engineering mitigation.

Current operational benchmarks
reveal high mechanic churn
rates, inconsistent parts supply
chain performance, and routing
inefficiencies attributable to
legacy dispatch software — all of
which inflate unit maintenance
costs above the 25% reduction
target baseline.

Feelings & Emotions

e There is strong intuitive concern

that regulatory complexity across
5 distinct Southern European
jurisdictions will cause launch
delays that compress the
operational readiness timeline
dangerously close to Q4 2026.
The team likely feels understated
anxiety about scaling into heat-
stressed environments before the
solid-state battery pilot is
validated — launching on legacy
battery tech feels like a
calculated gamble.

Gut instinct suggests that
mechanic churn, if unresolved
before expansion, will
metastasize in unfamiliar markets
where local talent pipelines are
unproven, threatening fleet
uptime commitments.

Cautions & Risks

Regulatory fragmentation across
Southern European cities (permit
structures, right-of-way laws,
speed caps) could stall or block
city launches, undermining the 5-
city target and stranding capital
investment.

Battery degradation in high-heat
environments poses a direct
threat to the 99% fleet uptime
KPI; without validated solid-state
alternatives, maintenance costs
may increase rather than decline
by 25%.

Mechanic churn and parts supply
chain inconsistency represent
compounding operational risks —
expansion amplifies these
structural weaknesses, potentially
causing cascading fleet downtime
across both existing and new
markets.



Project Notes Analysis & Findings

Executive Summary

The expansion strategy hinges on operational decoupling. By separating battery charging from vehicle
maintenance, we reduce overhead.

Key Meeting Notes (March 28)

e CEO approved the SS-Battery budget.
e Need to finalize the Paris operating permit by May 1st.

e Mechanics requested better mobile diagnostics.

SWOT Analysis Analysis & Findings

Internal Positive Internal Negative

¢ Patented SS-Battery Tech ¢ High Mechanic Churn

e High Brand Loyalty e Legacy Dispatch Software
¢ Exclusive City Contracts ¢ Inconsistent Parts Supply
OPPORTUNITIES

External Positive External Negative

e EU Green Subsidies e Regulatory Cap on Units
e Tourism Partnerships ¢ Rising Lithium Costs

e Last-mile Logistics Integration ¢ Hyper-local Competitors



State Chart Analysis & Findings
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Unit has been permanently retired from the fleet
due to irreparable damage, end-of-life battery
status, or regulatory non-compliance.
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Post-maintenance
evaluation determines unit
is beyond economic repair
or end-of-life



Southern European
municipalities exhibit
fragmented micro-mobility
licensing regimes, requiring
city-by-city permit
negotiations that could delay
Q4 2026 launch timelines.
EU urban mobility directives
(e.g., Sustainable Urban
Mobility Plans) create both
compliance obligations and
potential subsidy
opportunities for zero-
emission fleets.

Political instability or election
cycles in target markets
(e.g., Italy, Spain, Greece)
may shift local government
priorities, disrupting
partnership agreements
mid-expansion.

Rising anti-scooter
sentiment in dense tourist
cities may trigger restrictive
ordinances, capping fleet
size or mandating geofenced
operational zones.

PESTLE Analysis Analysis & Findings

e Southern European cities

have lower average
consumer spending power
than Northern European
counterparts, compressing
per-ride yield and
lengthening payback periods
on new unit deployments.
ECB interest rate trajectory
directly impacts the cost of
capital for fleet financing,
increasing the financial
burden of deploying
15,000+ additional units
across five new markets.
High seasonal tourism
demand in Southern Europe
creates volatile revenue
curves, requiring dynamic
fleet rebalancing strategies
to maintain 99% uptime
targets year-round.
Inflationary pressure on
spare parts and logistics
costs exacerbates the
existing inconsistent supply
chain issue, threatening the
25% maintenance cost
reduction target.

Southern European cities
have high urban density and
strong cycling and walking
cultures, creating favorable
behavioral conditions for
micro-mobility adoption.
Younger demographics (18—
35) in cities like Barcelona,
Rome, and Athens are
digitally native and highly
receptive to app-based
mobility platforms,
accelerating user acquisition.
High mechanic churn is
compounded by regional
labor market dynamics,
where skilled technical
workers increasingly prefer
stable employment over gig-
economy maintenance roles.
Cultural attitudes toward
safety and helmet
compliance vary significantly
across Southern European
markets, influencing
regulatory requirements and
user onboarding friction.



e Legacy dispatch software

creating routing
inefficiencies must be
replaced by the Al-driven
routing engine prior to
Southern European launch
to prevent operational
failure at scale.

High ambient temperatures
in Southern Europe
(regularly exceeding 40°C)
accelerate lithium-ion
battery degradation, making
the solid-state battery pilot
program mission-critical for
fleet reliability.

IoT-enabled predictive
maintenance platforms offer
a direct pathway to reducing
mechanic churn and
achieving 99% fleet uptime

e The EU Product Liability

Directive and forthcoming Al
Liability Directive impose
strict obligations on
algorithmic routing systems,
requiring legal review of the
Al dispatch engine before
deployment.

Employment law variations
across Spain, Italy, Portugal,
Greece, and France create
complex compliance
requirements for hiring and
retaining local mechanics
and operational staff.

GDPR compliance must be
embedded into the Al
routing engine and user
data infrastructure from day
one, as Southern European
regulators have

ICE Prigritization Analysis & Findings..
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e Extreme heat events in

Southern Europe,
intensifying due to climate
change, directly threaten
battery lifespan and fleet
uptime, validating urgency
of the solid-state battery
pilot.

EU Green Deal and
Corporate Sustainability
Reporting Directive (CSRD)
require measurable carbon
reduction disclosures,
positioning EcoRide's
expansion as a strategic ESG
asset if properly reported.
Urban heat island effects in
dense Southern European
cities create micro-climate
risks for charging
infrastructure and docking
stations, requiring heat-
resilient hardware design
standards.

Circular economy regulations
on battery dispot;al and

mpCEing (e ey £
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end-of-life compliance
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Fishbone Diagram Analysis & Findings
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RACI Matrix Analysis & Findings

ACTIVITY PROJECT DIRECTOR | OPS LEAD | CTO
Define AI Routing Logic A C R
Hire 20 New Mechanics A R —

SS-Battery Retrofit —

R: Responsible  A: Accountable C: Consulted I: Informed

Mindmap Analysis & Findings

Safety Compliance

Regulatory

City Council Lobbying

Referral Flywheel

EcoRide Expansion

Sustainability PR

FLEET MECHANICS | LEGAL COUNSEL

SS-Battery Swaps

Logistics

Van-roll Optimization

Brainstorm Hierarchy & Strategic Relationship Map



Dependency Map Analysis & Findings

Fleet Launch Permit Acquisition Hard

AI Routing Live Tech Integration Hard

Risk Assessment Analysis & Findings

Untitled Use Case

N/A N/A

N/A

Data Flow (DFD) Analysis & Findings

Scooter Telemetry Health Processor Fleet Database Maintenance Dashboard

High

High

Real-time Battery Volts



Entity Relation (ERD) Analysis & Findings

ENTITY A RELATIONSHIP ENTITY B
Scooter 1:1 Battery
Battery N:1 Hub
Hub N:1 City

SIPOC Diagram Analysis & Findings

Sources Requirements High-level Deliverables
Battery OEM SS-Cells Steps Active Ride
E-Bike Mfg Frame Parts Assemble Health Report
Cloud Provider GPS Data QC Check Carbon Offset
Deploy
Maintain

Impact Mapping Analysis & Findings

THE GOAL

20% Op Margin

ACTOR IMPACT (HOW) DELIVERABLE (WHAT)

Mechanics Reduce repair time Mobile Diagnostic App

Recipients

Urban Commuters
City Planners
Tourists



SCQA Framer Analysis & Findings

SITUATION COMPLICATION

Context The Change
EcoRide is the leading micro-mobility provider in Maintenance costs per unit are rising 12% Yoy,
Northern Europe with 15,000 active units. outpacing revenue growth. Operational complexity

is bottlenecking expansion into 5 new Southern
European markets.

Core Hurdle Proposed Solution

How can EcoRide scale its fleet by 3x while Implement a decentralized AI-Routing’

reducing maintenance overhead by 25% and maintenance model combined with hot-swappable

maintaining 99% fleet uptime? solid-state batteries to reduce van-rolls and extend

unit lifecycle.
80/20 Pareto Analysis & Findings

Item Value % Total Cum %
Battery Faults 8,500 N/A N/A
Vandalism 1,200 N/A N/A
Tire Wear 800 N/A N/A
Software Glitches 400 N/A N/A
Brake Adj. 200 N/A N/A
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