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Summary 
This thesis presents a way for an established Charge Point Operator (CPO) to enter an 

upcoming market segment. The goal is to design a market entry strategy for Equans e-

mobility to enter the corporate Alternating Current (AC) charging sub-market within 

commercial real estate.  

Equans e-mobility is the market leader in public AC charging points. They exploit charging 

points across The Netherlands, both via governmental tenders and Business-to-Business 

(B2B) project leads. As they intend to keep their market leader position, Equans e-mobility 

wants to grow along with upcoming market segments.  

The goal for this project is anchored in a future vision: ‘’Obtaining a significant market share 

in the corporate AC charging sub-market by passively and actively reaching users and 

decision makers within the target market to stimulate sustainability goals, obtaining 

certifications and obliging to legislation with exploitation contracts.’’  

The double diamond model forms the basis of this project, consisting of two phases of 

diverging and converging knowledge. In the first diamond, a research question is formulated 

as ‘’How to strategically enter the corporate AC charging market within commercial real 

estate while leveraging Equans’ USPs?’’. This question is split into three research areas: 

internal context, competitive environment, and target market. Through literature research, 

semi-structured interviews, trade fair observations and critical analysis of existing proposal 

documents, possible solutions are identified. The results from the first diamond show a 

need for standardisation, an opportunity to differentiate from competitors through 

positioning as the highest quality for money, and an opportunity to design a proposal that 

adheres to customer needs within a market segment.  

In the second diamond, a market entry strategy is formulated, accompanied by tools that 

can be used to implement it. Market segments are formulated to classify which possible 

customers are strategically optimal, a proposal framework is designed as a tool to 

standardise communication within the new market segments, and a roadmap is created to 

show which steps need to be taken to enter the desired market segments. As an example of 

how these deliverables can be used posters and proposition one-pagers are designed to 

adhere to two specific market segments. All designs were validated by interviewing 

customers, internal experts and a competitor, and through a validation workshop. 

In conclusion, Equans is recommended to incorporate passive, mass communication 

channels in a standardised proposal. Throughout their commercial acquisition process, 

opportunities for standardisation lay in adjusting communication to user and decision 

influencer market segments. To make their proposal more attractive for these segments, 

they should emphasise legislation, certifications, benefits of exploitation, and Equans’ 

credibility as a reliable CPO. 

This project shows how a company can increase their efficiency and generate new leads by 

changing the role of its proposal. Instead of creating a new proposal for each customer lead, 

standard variations within a proposal are created to adhere directly to a market segment’s 

needs.  
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1.  Introduction 
The energy transition is a hot topic across all sectors in The Netherlands. As the urgency of 

sustainable development cannot be denied, opportunities arise for strategic implementation 

of technologies that support the energy transition.  

E-mobility in the energy transition 
Cars make up 56,9 per cent of Dutch CO2 emissions in road transport (Centraal Bureau voor 

de Statistiek, 2022). Improving charging infrastructure and, therefore, facilitating more 

sustainable transport forms a significant possible development within the energy transition. 

Currently, 30 per cent of newly sold cars are fully electric, making up 5 per cent of all cars in 

the Netherlands. This number is rapidly growing, accelerated by legislation and EU-wide 

targets (ElaadNL, 2024; Schlögl, 2017).  

Charge Point Operators (CPOs) operate with two possible teams: Business to Government 

(B2G) and Business to Business (B2B). B2G projects are based on tenders, initiated by 

municipalities and government authorities, which are bound to legislation and large-scale 

operational challenges. B2B projects are often smaller-scale and bound to specific demands 

based on the client. Equans wants to expand the B2B share of their business, which requires 

redesigning their proposal and commercial acquisition process. 

Equans e-mobility 
This graduation project for an MSc. Strategic Product Design student at the Faculty of 

Industrial Design Engineering at Delft University of Technology was initiated by Equans e-

mobility, a Charge Point Operator (CPO) subsidiary of Equans NL, a company that operates 

as a technical service provider within the energy transition. Equans e-mobility is the current 

market leader in public charging infrastructure. Their expertise includes charging point 

installation, software development, energy procurement, business case modelling, asset 

management, data analysis, and engineering. To offer a proposition that encompasses all 

expertise, Equans’ proposition is built on the DBFMO principle, meaning Design, Build, 

Finance, Maintain, Operate. They offer exploitation contracts where they manage customers' 

charging infrastructure for 10 to 15 years.  

Opportunity in commercial real estate 
The commercial real estate sector offers opportunities for Equans to increase their B2B 

turnover. Legislation and implementation of sustainable energy goals are currently relevant 

in this sector. Therefore, there is an increasing demand for grid connections. However, due 

to challenges posed by grid congestion and e-mobility legislation, integrating more 

sustainable infrastructure while ensuring financial benefits for CPOs remains difficult 

(Rijksdienst voor Ondernemend Nederland, 2024). Especially the corporate Alternating 

Current (AC) charging sub-market is expected to grow as a target market for CPOs, therefore 

forming the scope of this project. By offering charging infrastructure and software to 

manage the infrastructure’s (energy) usage smartly, Equans could offer a future-proof way 

of adhering to legislation and managing grid load, thus contributing to improving 

sustainability in commercial real estate. 
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Project goal 

In this project, a market entry strategy is created where the steps needed to realise the 

future vision are clarified. A market entry strategy is a way of introducing Equans’ existing 

exploitation business model to a sub-market that is not familiar with this service. The market 

entry strategy contains the optimal market segment that should be approached, how to 

formulate Equans’ offer to match this market segment’s needs and knowledge, how to reach 

the optimal market segment, and how to position Equans’ proposition within the competitive 

environment (Chang et al., 2018; Cristea, 2014; Banker et al., 2014; Iyer et al., 2019; Jalkala et 

al., 2014; Kotler et al., 2006; Cambridge dictionary, 2025; The Economic Times, n.d.).   

Figure 1 shows the relation between a proposition and a proposal within a market entry 

strategy. As Figure 1 shows, the proposition is viewed as static in this project and will not be 

altered. In the context of this project, the proposition consists of Equans’ exploitation service 

based on the DBFMO principle. The proposal entails how the proposition is offered to a 

specific customer. A proposal is tailored to fit specific needs in technology, communication, 

and documentation. Creating a proposal for each potential customer is a time-consuming 

process, exposing a general need for standardisation. Therefore, the goal for this project is 

to design a modular framework Equans can use to strategically create a proposal towards 

desired customers in commercial real estate. This proposal framework is part of a market 

entry strategy that will be formulated in this project.  

 

Figure 1: Relation between proposition and proposal within market entry strategy 

 

Project structure 
This project consists of multiple phases, conducted according to the double diamond model, 

as shown in Figure 2 (Saad et al., 2020). The first half of the double diamond model consists 

of research and analysis, or ‘’designing the right things’’. In these phases the context around 
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this project is described, and from that, underlying problems and opportunities are defined 

according to the research question. 

These analyses lead to a design goal, from which the second phase is initiated. This phase 

broadly consists of ‘’designing things right’’. The results from the first phase are translated 

into parameters for the framework described in the project brief. Through validation and 

iteration, the final solution is designed. The steps and analyses executed throughout this 

process are further specified in Appendix A.  

 

Figure 2: Chapters within  the double diamond model 
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2.      Discover 
2.1 Context analysis 
As described in the introduction, this project is about charging infrastructure for commercial 

real estate. Before in-depth analyses are conducted and a research question can be 

formulated, the general context is studied through literature research and expert interviews, 

specified in Figure 3. The topics researched are the energy transition, the Dutch e-mobility 

market, Equans e-mobility and commercial real estate. 

 

Figure 3: Interviews used within this chapter 

2.1.1 The energy transition 
In the age of climate change, the housing crisis, and the depletion of fossil fuels, the urgency 

of sustainability is emphasised across all sectors. As The Netherlands are a fast-moving, 

export-focused and densely populated country, net congestion, housing shortage and 

nitrogen policy form significant challenges in the country’s development (TNO, 2024). One 

overarching development regarding sustainable development is the energy transition. As this 

transition includes a society-wide change of technologies, mind-set and energy sources and 

usage, it often remains an abstract concept for most consumers. This thesis report touches 

upon sustainable developments for transport and infrastructure, from the perspective of a 

changing energy system and the commercial real estate landscape. 
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The traditional energy system 
The traditional energy system has a linear flow from generation to usage, as illustrated in 

Figure 4. In The Netherlands, the government oversees energy availability across all sectors. 

TenneT, the national grid operator and Transmission System Operator (TSO), has two key 

responsibilities: managing the grid infrastructure and facilitating market operations. This 

involves continually balancing energy supply and demand, a task supported by Distribution 

System Operators (DSOs) (Betancourt-Paulino et al., 2021; Munir et al., 2020; Silva et al., 

2021). Despite being one of the most stable grids globally, the Dutch energy system is 

inherently unstable (Netbeheer Nederland, 2013; TenneT, 2024). Seven regional DSOs—

Liander, Enexis, Stedin, Enduris, Rendo, Coteq, and Westland infra—work to maintain this 

balance by serving customers and producers on both high- and low-voltage networks 

(Netbeheer Nederland, 2024).  

 

Figure 4: Traditional energy system 

The smart energy system  
As society shifts from fossil fuels to renewable energy sources, the availability of energy 

changes and, therefore, its usage. In the smart system, power generation relies mostly on 

solar, wind, geothermal and hydro-power (Qazi et al., 2019).  Not only do the sources of 

energy change but the demand is expected to increase by 25 to 58 per cent in 2050, 

compared to 2019, due to climate change (van Ruijven et al., 2019). This emphasises the 

need for a smart, durable energy system that can fulfil demand. Solar and wind are 

considered the most promising sources of energy for sustaining expected energy needs, and 

they form the major sources of energy in further examples (Shafiullah et al., 2012; Andreas 

et al., 2017). Although the overall energy demand increases, peaks in demand differ over 

time. Therefore, the energy distribution system needs to be designed with the expected 

changes in supply and demand. If more energy than demanded is available it could be 

converted to the high voltage network and stored in batteries until demand exceeds supply. 

Eventually, electric car batteries can also be used for temporary energy storage through 

Vehicle to Grid (V2G) technology (Elaad NL, 2021). Especially since sustainable energy 

sources are highly dependent on weather circumstances, supply is hard to anticipate. To 

facilitate changes in supply and demand, energy distribution substations need to be able to 

convert between lower and higher voltage networks in both directions, as illustrated in Figure 

5.  This makes for a smart system that is more flexible and can sustain energy flows in 

multiple directions (Csanyi, 2018).  
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Figure 5: Smart energy system 

This shift to a smart energy system is what is referred to as ‘the energy transition’. As the 

traditional energy system is deeply rooted in the functioning of buildings, infrastructure, 

facilitation of work and communication, this development is not merely technological. 

Across sectors, locations and infrastructure systems significant changes in technology, 

infrastructure and way of working need to be gradually implemented. To facilitate all energy-

requiring processes, the rhythm of these processes needs to be adjusted to the availability 

of sustainable energy depending on weather conditions and demand based on predicted 

commutes between work, home and leisure (TenneT, 2024). This requires a different 

mindset and behaviour change regarding energy consumption (Behrouzi et al., 2016; 

Netbeheer Nederland, 2013; Qazi et al., 2019; Qu et al., 2024).   

2.1.2 The Dutch e-mobility market 
As the energy transition seems to be quite an abstract phenomenon for consumers, a clear 

touchpoint regarding the energy transition lies in the electrification of mobility. Electric cars 

are becoming an increasingly integrated part of the urban streetscape. Although it seems 

clear that electrical mobility is different from fossil-fuel-powered mobility, the infrastructure 

system behind electrical mobility is even more integrated in the energy transition than it 

might seem from the consumer’s perspective.  

Around 2010, the Dutch market for public charging infrastructure emerged. Currently, six per 

cent of all cars in the Netherlands are fully electric. As European legislation dictates, all 

newly sold cars will have to be electric by 2030 (Elaad NL, 2024; European Commission, 

2024; Outlook dashboard, 2024; Transport en Logistiek Nederland, 2024). This suggests a 

continuation of the growth in the e-mobility market, both in the production of cars and in the 

infrastructure needed to facilitate charging. This infrastructure network can be divided into 

three categories based on location, as illustrated in Figure 6.  
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Figure 6: Three categories of charging infrastructure 

Within these three categories,  charging points (CPs) can be either Alternating Current (AC), 

charging at normal speed, or Direct Current (DC), fast charging. DC charging points are 

mostly used for charging larger vehicles or at transit locations like highways or distribution 

centres. In Figure 7, different sub-markets within the e-mobility market are shown by 

comparing AC and DC charges within the three categories of charging infrastructure.   

 

Figure 7: the Dutch e-mobility landscape, showing two types of charging within location categories 
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2.1.3 Equans e-mobility 
Since the beginning of the Dutch charging infrastructure market, Equans saw a chance to 

enter this market in 2010 through the first public concession in Rotterdam. Anno 2025 

Equans e-mobility is the Dutch public AC charging infrastructure market leader. They operate 

over twenty-seven thousand public charging points across the Netherlands, placed in the 

four biggest cities (Amsterdam, Rotterdam, The Hague and Utrecht) and several provinces. 

Tenders, published by governmental institutions lead this market. Applying to and operating 

from these tenders makes up most of Equans e-mobility’s daily activities. They require 

operational management and a wide range of criteria written by the publishing institute. 

When a tender is won, Equans obtains the right to place and exploit charging infrastructure 

in the public space specified in the tender, until the contract expires. Usually, a contract 

covers ten years of exploitation. The whole process, from deciding to apply to a tender until 

operating the infrastructure placed within it, is referred to as Business to Government (B2G).  

An upcoming field within the e-mobility market is Business to Business (B2B) sales. To 

diversify the portfolio for the e-mobility team with projects varying in scale, technical 

difficulty and customer type, (semi-)public concessions are initiated through this team. 

Although the service they offer is essentially the same, The B2B team has a significantly 

different way of working than the B2G team:  

- B2B projects are not obliged to tender regulations. They are initiated either by Equans 

or by a possible customer, not by governmental institutions. 

-  B2B projects are smaller and more tailored, as the locations where charging 

infrastructure is intended to be installed differ greatly depending on the usage and 

owner.  

- A core Unique Selling Point (USP) specific to this team is taking on the initial 

investment for the customer, this is actively communicated as a USP. 

- B2B projects typically have a higher profit margin than B2G projects. 

Equans aims to significantly increase the share of B2B sales in their portfolio by 2030. 

Appendix M specifies the exact shares Equans aims for. By increasing its efforts to gain a 

bigger share in the B2B market, Equans is diversifying its portfolio, joining a market that is 

expected to grow fast and expanding its network of customers. Therefore, obtaining a share 

in the charging infrastructure B2B market will be strategically beneficial.  

2.1.4 Residential and commercial real estate 
Within the context of the energy transition and sustainability regulations, the built 

environment touches upon several developments. In The Netherlands, nitrogen issues, 

housing shortage, sustainability regulations and net congestion stir up many challenges 

(4TU, 2024; TenneT, 2024). One concrete development is facilitating charging infrastructure 

within the built environment, accelerated by legislative measures, which will be elaborated 

on further in this report.  

Regarding possible customers for Equans B2B team, residential and commercial real estate 

are two distinct markets, shown in Figure 8. Residential real estate entails properties meant 

for housing, which are privately owned. Commercial real estate covers a wide range of 
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development in housing, stores, publicly accessible buildings and corporate buildings (JLL, 

2020).  

 

Figure 8: The real estate markets in The Netherlands  

Within commercial real estate, charging infrastructure is part of developing new buildings 

and making existing properties more sustainable.  

The three types of charging and accompanying ways of working can be connected to these 

markets within the built environment. Equans does not operate in residential real estate, as 

this does not comply with Equans’  business model of exploitation contracts. Semi-public 

and public charging do fit within this business model.  
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2.2 Scope 
Equans is the market leader in Dutch public AC charging and intends to keep that position. 

To do so, Equans e-mobility needs to adapt to market developments and anticipate on 

trends. In its current strategy, Equans e-mobility chooses to expand its B2B team to 

anticipate further growth in the B2B markets (Appendix M, O). 

Office buildings especially need to comply with sustainability regulations, compared to 

buildings with other building destinations (European Commission, 2024; TKI Urban Energy, 

2021). Furthermore, through these measures, logistic service providers also urgently need to 

electrify their fleet. Customers in commercial real estate and logistics are part of Equans’ 

existing customer portfolio. Therefore, due to existent client relations and external market 

push towards sustainable transport and offices, Equans has decided to focus its B2B 

portfolio on four sub-markets: corporate AC charging, destination AC and charging, and DC 

charging for logistic fleets, as shown in Figure 9. All of these sub-markets contain different 

customers, motivations and technical implementation. Therefore, a clear scope needs to be 

defined.  

 

Figure 9: E-mobility sub-markets in Equans’ portfolio 

As mentioned before, corporate charging infrastructure forms a touchpoint for the energy 

transition, sustainability regulation and legislation. As mentioned in expert interviews, 

commercial real estate is known for large revenue streams in The Netherlands, large 

margins in development and steady long-term investments (Appendix O). Additionally, 

commercial real estate is urged to improve sustainability by legislation (4TU, 2024; European 

Commission, 2024). As transportation and office accommodation often form the largest 

sources of emission for corporate parties, it is often worthwhile to facilitate charging 

infrastructure at their properties. Therefore, from Equans’ perspective, office charging forms 

a desired customer pool to increase their B2B share. 
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This project focuses solely on corporate AC charging for commercial real estate within B2B 

sales. The corporate charging sub-market specifically is suitable for Equans’ expertise as the 

required infrastructure is technically similar to public charging points and its use can be 

reliably forecasted when creating a business case. This sub-market is expected to undergo 

intense growth driven by (European) legislation, sustainability market trends and new 

patterns of energy usage accompanied by the energy transition (ElaadNL, 2024; European 

Commission, 2024; Nationaal Laadonderzoek, 2024; Netbeheer Nederland, 2024). These 

drivers are expected to create an office AC charging market that is comparable to the size of 

the public AC charging market by 2030 (ACEA, 2024; Electric Mobility Market Size, Share & 

Trends Report by 2030, 2025; Electric Vehicle Market Size, Share, Growth, Trends & Analysis 

by 2030, 2025; P3 consulting, 2023). In 2030, Corporate AC charging will likely surpass the 

number of charging points in public AC charging, as shown in Appendix M.  
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2.3 Approach 
With the context clearly defined and quantified, the project brief can be effectively translated 

into a structured research methodology. The assignment from the project brief is as follows:  

‘’Design a proposal framework to strategically enter newly defined market segments for 

Equans E-mobility in the context of business-to-business sales in corporate AC charging’’ 

Equans has deliberately chosen a business model where they offer exploitation contracts to 

clearly defined sub-segments within the B2B and B2G charging markets. Therefore, the goal 

of this project is not to change that trajectory and accompanying USPs but to turn that 

trajectory into action through a market entry strategy. This leads to the following research 

question: 

 

‘’How to strategically enter the corporate AC charging market within commercial real estate 

while leveraging Equans’ USPs?’’ 

 

The underlying problems need to be clearly defined to answer the overarching research 

question. From an analytical approach, a problem tree analysis is applied as a framework for 

defining underlying problems. Figure 10 shows the sub-questions related to the primary 

assignment in the problem tree analysis.   
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                            Figure 10: Problem  tree analysis 
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The problem tree analysis shows that solving the design assignment entails studying three 

different research areas that need to be analysed before strategic advice can be formed, as 

visualised in Figure 11. These areas touch upon various approaches to define a market entry 

strategy that is tailored towards the desired customer, differentiates from competitors’ 

proposals, and convinces the customer to choose Equans. The main goal of answering the 

research question is to form a concrete, strategic way to enter the desired target market in 

the form of a market entry strategy.  

 

 

Figure 11: The design assignment divided into three research areas to cover the necessary  aspects of a 

market entry strategy 
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2.4 Internal Context Analysis 
2.4.1 Introduction and Methods 
The main research question to answer within the internal context is: ‘’How to develop 

Equans’ proposal?’’. Before this question can be answered, the following sub-questions will 

be analysed:  

- What does Equans’ current proposal consist of? 

- What are Equans’ USPs? 

- What values and vision are behind Equans’ strategy? 

- How could Equans’ B2B strategy develop? 

- What parts of Equans’ proposal can be tailored? 

To answer all sub-questions, the following methods were used: 

- Conducting semi-structured interviews, specified in Figure 12. 

- Analysing internal documents used in the commercial acquisition process, like 

quotation templates, specific offerings to previous customers, and business case 

templates.  

- Observing team meetings on B2B and general commercial strategy 

- Analysing external communication channels, like the e-mobility website, LinkedIn 

posts, and news articles. 

 

Figure 12: Semi-structured internal interviews related to answering sub-questions in the internal context 

2.4.2 What does Equans’ current proposal consist of? 
The proposal consists of all communication and documents used to convey the proposition 

to the desired customer, so the concrete proposition is analysed first. By reading templates 

used to formulate offers to customers, offerings sent to previous customers and by 
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conducting internal interviews, a concrete overview of Equans’ proposition is formed 

(Appendix N, P). Figure 13 shows Equans’ services according to the Design, Build, Finance, 

Operate, Maintain (DBFMO) principle (Pijnappel, 2012). Because Equans’ contracts are 

based on this principle, they are responsible for the charging points in the contract during 

the entirety of the exploitation process. A contract generally lasts 10 to 15 years. For 

customers, this means Equans is the only party they need to communicate with about their 

charging infrastructure. Because of this wide range of responsibilities and expertise, Equans 

refers to themselves as an ‘A-Z CPO’.  

 

Figure 13: Current B2B proposition 

After an interview with a real estate business developer within Equans, the process from 

lead generation up to signing a contract was recreated in Figure 14, referred to as the 

commercial acquisition process (Appendix P).  
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Figure 14: Commercial acquisition process within the B2B team   
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This process overview exposes several aspects the B2B team wishes to improve: 

- The process is lengthy, shorter processing time would reduce the general workload 

- Only at the end of the process can a guarantee of collaboration be given. This means 

most working hours are invested before the return on investment can be anticipated, 

making a business case difficult to justify.  

- Several teams and directors have to be involved in the process. It would be helpful if 

the B2B team could take over some of these tasks 

- Within the process, an offer is reviewed, calculated and negotiated multiple times. 

This creates a need for standardisation within the proposition 

All improvements mentioned can be connected to a need for standardisation. This project 

will contribute to this need by creating a proposal framework that can be used to 

standardise the process of conveying the proposition, both by parameterising the proposal 

and by standardising the range of possible customers into market segments.  

Internal interviews and observations provide an overview of the documents and 

communication channels used in the commercial acquisition process, as shown in Figure 

15.  

 

Figure 15: communication channels and documents in the current proposal 

Although all aspects mentioned offer fruitful opportunities to improve in the future, they 

cannot all fit into this project’s scope. Therefore, standardisations and improvements will 

only involve document formats and communication channels that do not require substantial 

changes to the proposition when altering them. In the list of current documents and 

communication channels, legal contracts, extensive proposition templates, and calculations 

are directly connected to the contents of the proposition. Therefore, their contents will not 

be used as input for the proposal framework.  

When analysing current communication channels, a general conclusion can be drawn on the 

acquisition strategy. The channels are either connected to the B2B team’s personal network 

or the general communication from Equans. There are no channels dedicated to the B2B 
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team specifically, apart from the team member’s personal LinkedIn pages and network. 

Using these personal channels results in a push strategy. Equans actively approaches all 

new leads, not pulling them in by communication reaching further than personal networks. 

This costs great effort and makes it difficult to diversify the customer portfolio within real 

estate. 

 

 

2.4.3 What are Equans’ USPs? 
When viewing Equans e-mobility as an external, you are led to the general website. Figure 16 

gives a general impression of this communication channel. 

 



31 
 

Figure 16: USPs communicated on Equans’ general website 

Through this communication channel the three sub-markets Equans e-mobility operates in 

are communicated. Equans’ way of working is described with words such as ‘customisation’, 

‘complete solution’, ‘as-a-service’, ‘integrated approach’, ‘high-quality’, and ‘technical 

expertise’.  

Internal interviews, which can be found in Appendix P, and observations from meetings 

highlight USPs related to the team’s way of working and expertise: 

- A-Z CPO with in-house expertise 

- Thorough calculations and business cases 

- High uptime of 99 per cent 

Documents used in communication with B2B clients communicate the following USPs: 

- Lack of investment for the customer. Equans takes up all financial responsibilities for 

installing charging infrastructure. They earn this back through their margin on the 

price per kWh when the charging points are in use. 

- As market leader in public charging infrastructure, Equans has extensive experience 

in managing charging infrastructure projects on varying scales. 

- Equans is an ‘A-Z CPO’, meaning they have all the necessary resources to conduct a 

DBFMO contract in-house. This means that no other parties or contracts need to be 

involved in a project when collaborating with them. 

- An uptime of 99 per cent, emphasising the reliability of their hardware and software 

- Total unburdening of the customer, both financial and through technical 

maintenance 

 

 

2.4.4 What values and vision are behind Equans’ strategy? 
Equans e-mobility originated in 2010. Since then, they have grown from a start-up to a scale-

up with around 80 Full-Time Equivalents (FTEs). This growth is accompanied by changes in 

the way of working. Internal teams were formed to improve efficiency and in-house 

capabilities. The B2B team is a clear example of this growth. Unlike the other internal teams, 

B2B adheres to different sub-markets. However, they operate from the same strategy as the 

B2G team.  

Interviews with members of the general management team, which can be found in Appendix 

P, put emphasis on the underlying values and motivations behind e-mobility’s strategy. 
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Employees and team spirit are mentioned as the company’s most important assets. 

Employees show personal involvement with charging infrastructure and its role in the energy 

transition. During the onboarding process employee’s enthusiasm and opportunities for 

growth of the company are frequently mentioned.  

Equans e-mobility’s mission statement is: ’’Zorgeloos laden, altijd gaan!’’, freely translated: 

‘’Carefree charging, always on the go!’’. This slogan is clearly connected to the USPs 

mentioned in the previous research question: Unburdening, high up-time and a market leader 

position to validate expertise. Observations from internal communication and meetings 

result in the following words adhering to the values behind this statement: Good, Green, Go.  

These observations have given a general image of Equans e-mobility’s personality; they are 

professional, technically skilled, enthusiastic and sincere.  

All observations and interview findings can be combined into a brand DNA, as seen in Figure 

17 (Beverland, 2021). 

 

Figure 17: Brand DNA for Equans e-mobility 
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2.4.5 How could Equans’ B2B strategy develop? 
As mentioned while answering the previous research question, Equans e-mobility has 

undergone significant growth. Since the origination of the B2B team, Equans has diversified 

its portfolio into four sub-markets: corporate AC charging, destination AC and charging, and 

DC charging for logistic fleets. Although these sub-markets have different customers, 

technologies and project scales, B2B is seen as a team within Equans e-mobility, not as a 

separate business unit with its own strategy. This creates a paradoxical decision regarding 

strategy. Equans has diverted its strategy by creating a B2B team and incorporating new 

submarkets in its customer portfolio but has kept this different way of working under the 

same general strategy. In internal interviews with members of e-mobility’s general 

management and the B2B team’s management, it was mentioned that, eventually, this could 

change (Appendix P). As Equans e-mobility has grown naturally rather than according to a 

predetermined growth strategy it is difficult to decide when strategic direction needs to be 

changed according to portfolio diversification. 

When viewing B2B as a separate business unit, with a focus on AC corporate charging, a 

new Brand DNA can be formed, as shown in Figure 18. Compared to Equans e-mobility’s 

general Brand DNA, they have clear USPs they market towards customers, more tailored 

projects and emphasise unburdening and financial benefits. B2B puts more emphasis on 

smart and tailored solutions than e-mobility in general, where the focus lies on the long-term 

management of charging infrastructure. 

 

Figure 18: Brand DNA for Equans B2B AC corporate charging 
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After conducting several internal interviews a need for incorporating a ‘pull strategy’ in 

addition to the ‘push strategy’ described while analysing the commercial acquisition process 

arises (Appendix P). If new customers can be reached through both active and passive 

communication, acquiring new leads will be less time-consuming.  
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2.4.6 What parts of Equans’ proposal can be tailored? 
As explained in the introduction, this project is aimed at creating a proposal framework, not 

about changing the proposition. Within the proposal several aspects can be viewed as 

parameters. Without changing their function or substantial meaning, changes in how they 

are formulated, communicated or emphasised can be made. In sub-question 2.4.1, an 

overview of documents and communication channels used in the current proposal was 

given. To find possible parameters within the current proposal, several documents were 

reviewed: 

- Main offer template: This is an extensive textual document that covers general USPs 

for Equans, technical specifications, terms and conditions, and prices. Figure 19 

shows several pages from this document where the yellow markings show what 

needs to be adapted before the document can be sent to a customer (Appendix N). 

- Template explaining calculations (Appendix N). 

- Final offer used for a customer (Appendix N). 

 

Figure 19: Examples from the main offer template 

These documents were read thoroughly and used to create an overview of possible 

parameters. The goal of identifying parameters is to standardise them in the proposal 

framework. Therefore, something is a possible parameter if it is not yet standardised. To 

identify these subjects, the following guidelines were used to analyse the proposal 

documents: 

- Information that needs to be adjusted before being sent to a customer 

- Subject that is mentioned in multiple communication channels 

- Subject that requires input from the customer 

- Explanation of phases in specific project 
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This analysis led to an overview of subjects in the current proposal that can be tailored and 

parameterised, as shown in Figure 20.  

 

Figure 20: Subjects that can be tailored in proposal documents 

This overview shows a great variety of aspects that need tailoring before a document can be 

shared with a customer, highlighting the possible added value of standardisation. Through 

clustering a comprehensive list of possible parameters is created: 

- Assigned contact persons 

- Duration of project phases 

- Explanation of project phases 

- Location visualisation 

- Hardware details 

- Explanation of installation costs 

- Explanation of charging costs 

- Volume prognosis 

- Terms and conditions 

- Equans’ USPs 

- Safety measures 

- Explanation of software 

- Explanation of services 
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Some of these parameters have to be calculated and adjusted specifically to fit a customers 

needs. These parameters do not fit in this project’s scope, as these involve changing the 

concrete proposition a customer is offered. On the other hand, several parameters involve 

the same general information on Equans and the proposition, but are explained differently in 

each document. These parameters fit within the scope: 

- Explanation of project phases 

- Explanation of installation costs 

- Explanation of service costs 

- Terms and conditions 

- Equans’ USPs 

- Explanation of software 

- Explanation of services 

To further identify possible parameters within the proposal, public communication channels 

were analysed. As explained in the introduction, the proposal is a dynamic concept that 

involves ways of communicating the proposition to possible customers. Therefore, public 

communication channels were also analysed, as possible customers can reach these before 

the commercial acquisition process is initiated. Communication channels were analysed by 

looking for: 

- The intended reader 

- The amount of information given 

- Where customers are led when trying to get in contact with Equans 

Figure 21 shows differences in tone of voice, intended reader, the extent of information, and 

the possibility of getting in contact with Equans in the following communication channels: 

- General e-mobility website 

- Charging instruction website 

- Information websites for pilots and technical innovations 

- The website behind QR codes on public CPs 

- The public complaint form 
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Figure 21: Public communication channels 

The overview in Figure 21 shows that current communication channels are inconsistent in 

Tone of Voice, extent of given information, intended reader, routes to get in touch and use of 

visualisations. The differences within these subjects suggest the scale that can be used 

when parameterising them.  
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2.4.7 Conclusion internal context analysis 
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2.5 Competitive Environment Analysis 
2.5.1 Introduction and Methods 
After the internal analysis was conducted, the competitive environment was researched. The 

main research question for this area is ‘’How to differentiate from the competitive 

environment?’’. The competitive environment involves the broader context surrounding the 

corporate real estate and B2B e-mobility market, outside of Equans e-mobility. When aware 

of this context, Equans can position themselves to differentiate from competitors. To 

answer the overarching question and get a complete image of this environment, the 

following sub-questions were formulated: 

- What factors drive the developments in commercial real estate? 

- Who are Equans’ competitors? 

- How do competitors brand themselves? 

- What customer segments do competitors target? 

The following methods and sources were used within this research area: 

-  Literature research on market developments in real estate, legislation, positioning, 

and sustainable development. 

- Desk research on CPOs in the B2B market. 

- Semi-structured interviews with internal and external experts on real estate and 

legislation, specified in Figure 22.  

- Observations from Provada 2024, the biggest Dutch trade fair for real estate 

(Appendix B). 

- Creating Brand DNAs (Raposo et al., 2020). 

- Observations from team meetings and customer negotiations. 
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Figure 22: Internal and external expert interviews used in this research phase 
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2.5.2 What factors drive the developments in commercial real estate? 
In literature on commercial real estate, e-mobility and sustainable development, legislation is 

often mentioned. As legislation is part of an international system that covers sustainability 

and future development in the broadest sense, and it has a significant influence on 

competitors and customers,  it should be treated as a separate contextual influence on this 

project. An analysis of legislative influences on Equans’ competitive environment through 

interviews with a lobbyist and a real estate advisor, and literature research gave an overview 

of the most important legal developments regarding e-mobility and real estate.  

There are three institutes that dictate legislation on sustainability, e-mobility and the built 

environment. In Figure 23, these institutes and their main contributions to legislation are 

shown.  

 

Figure 23: institutes and their main contributions to legislation  

Important to notice here are the differences between on one side The European Union and 

Dutch Government, and Certification institutes on the other.  

The European Union (EU) dictates overarching goals and deadlines regarding sustainability 

(European Commission, 2024). The Dutch Government then interprets these goals and 

creates legislation. Some of the most impactful laws adhering to these institutes consist of 

a CO2-free built environment in 2050, a restriction on selling combustion engine cars in 

2030, and an obligation of at least one CP per twenty parking spots in 2050. (ECER, 2024; 

European Commission, 2024; RVO, 2021; RVO, 2024; TKI, 2021; Transport en Logisitiek 

Nederland, 2024).  As a lobbyist explains, Input from the sector legislation applies to is 

required before a law can be formed definitely (Appendix P). In a way, this means real estate 
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and e-mobility companies influence the regulations dictated to them, as long as they reach 

the long-term goals set by the EU.  

Certification institutes are not official legislative institutes. However, in interviews with a 

Professor in Management of the Built Environment and an advisor on the planned economy, 

they were mentioned as important trends within commercial real estate (Appendix O). 

Obtaining a sustainability certification means being ahead of legislation. This is a way of 

ensuring long-term value retention of a building. As they are not official legislative institutes, 

they are more heavily influenced by market needs and trends than official legislation, as 

shown in Figure 24.  

 

Figure 24: Legislative institutes, interactions and laws connected to them 

Observations at the Provada fair, the largest real estate fair in The Netherlands, and an 

interview with an expert in Utilities give more insight into legislation’s influence on 

commercial real estate (Appendix B). Sustainability and legislation regarding it are often 

mentioned as if they are a trend rather than an obligation. This makes sustainability an asset 

that is ‘nice to have’ for long-term value retention of a building. At trade fairs, this is called 

the ‘Paris Proof’ trend, referring to the Paris Agreement (United Nations, 2015).  

These observations regarding long-term value retention are also prone outside of legislation.  

When talking with experts and possible customers at a trade fair the conversation is always 

led to return on investment (Appendix B, N). The interview with a Professor in Management 

of the Built Environment uncovered that revenue streams in commercial real estate 

development are very high, as are the margins and, therefore, financial risk. When value 

retention is not guaranteed developers and owners cannot justify investments at the scale of 

real estate, often making investments in sustainable innovation like charging infrastructure 

not a priority (Appendix O).  
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2.5.3 Who are Equans’ competitors? 
Within the B2G market, Equans’ competitors are clear. Shell Recharge, total Energies, Eneco, 

Vattenfall and Allego often compete with Equans in public tenders. It is significantly more 

challenging to provide a comprehensive list of competitors in the B2B market. Internal 

interviews and observations from previous B2B negotiations with potential customers show 

that all CPOs active in B2G have also entered the B2B market (Appendix P). However, since 

this market is at the beginning of significant expected growth, it forms an interesting target 

for other parties as well (Appendix M). Also, because the projects within corporate real 

estate are often smaller than B2G projects, fewer resources are needed to enter this market. 

This means new players become competitors for Equans. Observations from Provada, 

negotiations with possible customers and team meetings, and desk research further 

reinforce the wide range of new competitors (Eneco eMobility, n,d,; 101Media, n.d.; About 

PowerGo, n.d.; Elektrisch opladen, n.d.; Allego, n.d.; Laden op het werk, n.d.; Van der Sijs, n.d.; 

We Drive Solar, n.d.; Welkom bij Revolt, n.d.; Zorgeloos elektrisch rijden, n.d.). A list of 

competitors was composed as follows: 

- Eneco 

- We Drive Solar 

- Shell Recharge 

- Vattenfall 

- Van Kessel 

- ReVolt 

- PowerGo 

- vanderSijs 

- Allego 

- Total Energies 
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2.5.4 How do competitors brand themselves? 
Through desk research on B2B competitors, an overview of competitors’ branding outings 

and general propositions is composed in an overview of Brand DNAs, as seen in Figure 25 

(Beverland., 2021; Raposo et al., 2020). These can also be seen in Appendix C.  

 

Figure 25: Overview of competitors’ Brand DNAs 
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From this overview, the overarching tone of voice and approach to customers in the 

corporate AC charging sub-market can be derived. Terms frequently mentioned as 

personality traits are ‘technical’, ‘professional’, and ‘pioneering’. Equans fits within this 

personality, which adds to their credibility within the market but does make it difficult to 

differentiate from competitors.   

To differentiate their position as market leader in the public AC charging market can be used 

to improve their credibility when entering a new market. To differentiate from the general 

business-oriented, sleek communication, Equans can incorporate their internal qualities of 

sincerity, enthusiasm and in-house expertise in external communication.   

The positioning aspects of these brand DNAs also show overlap. Unburdening, tailored 

product sizes and ‘solutions for everyone’ are frequently mentioned. This makes it difficult to 

make reliable estimations of the project sizes and market shares related to each party. 

Equans could emphasize their capabilities to create customised solutions for more 

complicated projects. Instead of a ‘solution for everyone’, they are able to take on projects 

that require more expertise.  

 

 

2.5.5 What sub-markets do competitors target? 
Desk research into competitor’s websites gives an insight into what they offer, shown in 

Figure 26 (Eneco eMobility, n,d,; 101Media, n.d.; About PowerGo, n.d.; Elektrisch opladen, 

n.d.; Allego, n.d.; Laden op het werk, n.d.; Van der Sijs, n.d.; We Drive Solar, n.d.; Welkom bij 

Revolt, n.d.; Zorgeloos elektrisch rijden, n.d.).   
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Figure 26: Competitors’ offerings 

In this overview, it is clear some competitors have entirely different offerings than Equans. 

Some companies are e-Mobility Service Providers (eMSPs). Equans has not incorporated 

this business model into their strategy, as it differs greatly from their current proposition and 

expertise. Another business model not involved in Equans’ proposition is additional service.  

Although Equans’ USP of being an A-Z CPO involves service and maintenance, they do not 

offer this separately. However, emphasising their services more could add to their credibility 

when Equans is compared with competitors who do communicate this as a separate 

business model. Lastly, there is an important difference between turnkey and exploitation. 

As explained in the internal analysis, Equans’ proposition consists of exploitation contracts, 

which they do not intend to change.  
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2.5.6 Conclusion Competitive Environment Analysis 
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2.6 Target Market Analysis 
2.6.1 Introduction and Methods 
By analysing the target market, the e-mobility market will be viewed from the perspective of 

possible customers in commercial real estate. This question is formulated as ‘’How to tailor 

Equans’ proposal to customer needs’’. The following sub-questions are formulated to find an 

answer to this question: 

- Who are possible customers? 

- What information is needed from customers 

- What are customer’s motivations to obtain charging infrastructure? 

- What market segments can be identified? 

- Which market segment offers a strategic opportunity? 

- What are customer needs within a market segment? 

- What customer needs align with Equans’ values? 

To answer the sub-questions in this research area, the following methods and sources were 

used: 

- Reading internal documents currently used in Equans’ proposal, specified in Figure 

27 

- Semi-structured interviews with internal experts, external experts, and customers, 

specified in Figure 28. 

- Literature research on customer needs-based strategy development and market 

segmentation. 

- Clustering codes from customer interviews in Atlas and Excel. 

 

Figure 27: Internal documents used in current proposal  
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Figure 28: Interviews used in this research area  
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2.6.2 Who are possible customers? 
Equans B2B has an overview of stakeholders within commercial real estate but does not 

know how they interact or which stakeholders have decision power regarding properties. In 

Figure 29, these stakeholders are shown.  

 

Figure 29: Current commercial real estate stakeholder overview 

This overview shows Equans tries to target investors and real estate managers. Renters and 

users are undesired. These stakeholders consist of companies and employees using the 

properties owned by investors. In practice, it is difficult to directly reach a property’s owner. 

Also, stakeholders often overlap, as real estate companies often fulfil multiple functions 

(Appendix O).  

Through expert interviews, interactions between stakeholders become clear. In Figure 30, 

these interactions and the steps within them are shown (Appendix O).  

 

Figure 30: Stakeholder interactions in commercial real estate 
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This overview gives insight into decision power and financial flow within the development of 

commercial real estate. The interview with a professor from the Delft University of 

Technology emphasised the market is driven by legislation and value retention. Investments 

done by developers involve margins of up to 50 per cent. This makes investing in the 

development of buildings high-risk but very valuable when properties can prove to be a 

reliable long-term investment. Because of the high risk, developers highly depend on 

advisor’s advice on what to invest in. Renters and certification institutes have no direct 

decision power but add value to the development of buildings. If developers can obtain 

certifications ahead of legislation and sign contracts with renters while developing, long-

term value retention is secured. Investors and pension funds officially own a property and 

have the ultimate decision power, but their only goal is long-term value retention. These 

stakeholders give real estate managers and service providers the mandate to act as the 

owner of a building in daily management. Therefore, real estate managers and service 

providers have higher decision power than initially thought (Appendix O). These interactions 

reveal underlying stakeholder characteristics, shown in Figure 31.  

 

Figure 31: Underlying stakeholder characteristics in commercial real estate 
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2.6.3 What information is needed from customers? 
As the main research question related to the target market research area, ‘’How to tailor 

Equans’ proposal to customer needs?’’ implies, there is a certain shift in strategy involved in 

this project. Instead of merely selling a predetermined proposal to customers, the desired 

customers are used as input to create the proposal. This means it is essential to effectively 

uncover customer needs related to Equans’ proposal.  

The stakeholders Equans has currently identified are based entirely on functional 

classification characteristics. This gives a static image of a market that is actually dynamic 

in functions and characteristics, as the overlap in functions shows (Hu et al., 2022; Peeters, 

2024). Instead of classifying customers based purely on characteristics, it should be done 

based on knowledge dependent on experience and, therefore, empirical in nature (Bruce, 

2007; Casullo et al., 2013). By treating the market as a hedonic model, underlying values and 

relations across stakeholders can be taken into account (Ekeland et al., 2001).  

Equans NL has undergone a similar change in strategy. In 2020, they changed from trying to 

find customers that matched their propositions to tailoring their propositions towards 

predetermined desired customer segments. They call these ‘focus markets’. Real estate is 

one of these focus markets; however, as this strategy did not apply to e-mobility, it cannot be 

used directly in this project. By interviewing the manager of the real estate focus market, 

interview subjects used to obtain useful information directly from customers can be derived 

(Appendix O). In order from broad to specific, these subjects are: 

- Themes & Trends: Market-wide developments. 

- Pains & Gains: Both positive and negative associations with e-mobility. 

- DMU: Decision Making Units within possible customers. This subject involves 

stakeholders involved in deciding on a CPO, process time, and who has decision 

power. 

- Communication channels: What channels are used to get in touch with new parties or 

preferred ways of communication during the commercial acquisition process.  
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- Proposal: Specific needs regarding charging infrastructure and collaboration with a 

CPO.  

The subjects described in this analysis will be used as a guide to obtaining knowledge from 

within the desired target market so it can be used as input for the proposal framework. 

Essentially, this method reverses the way of operation Equans currently uses. Instead of 

offering their general USPs towards a diversified portfolio of possible clients, a proposal is 

formed based on their needs and interests.  

Through qualitative interviews based on the subjects in the interview guide, a deeper 

understanding of current actors, interactions, and values will be obtained (Appendix H). To 

reduce bias, a variation in the types of stakeholders will be derived. Both parties that 

collaborate with Equans e-mobility and parties that did not sign a contract will be 

interviewed. Also, a variety of stakeholder functions will be sought, making sure all three 

underlying characteristics identified in the previous sub-question are represented.  This has 

resulted in eight interviews, specified in Figure 32. 

 

Figure 32: List of customer interviews 
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2.6.4 What are customer’s motivations to obtain charging 
infrastructure? 
In the previous research question, five subjects were found all interview codes could be 

ascribed to. Using these subjects, codes from the customer interviews can be clustered into 

specific customer motivations to obtain charging infrastructure. All interviews were 

transcribed and coded in Atlas. This has resulted in an extensive overview of codes related 

to each type of stakeholder and segment from the interview guide, shown in Figure 33 

(Appendix S).  

 

 

Figure 33: Number of codes related to interview subjects 

 

The subjects ‘’Themes & Trends’’ and ‘’Pains & Gains’’ refer to codes on market-wide trends, 

specific needs for charging infrastructure and experiences with CPOs. Therefore, these 

subjects are related to possible motivations for obtaining charging infrastructure both from 

market developments and internal motivation within companies. The codes within these two 

subjects were clustered into possible motivations for obtaining charging infrastructure. 

Figure 34 shows these motivations.  



57 
 

 

Figure 34: Clusters forming customer’s motivations for obtaining charging infrastructure 

Not all these motivations are applicable to Equans’ proposition. Fast charging will, therefore, 

not be researched as a motivation Equans can play into within this project. 
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2.6.5 What market segments can be identified? 
In marketing and sales market segmentation methods are necessary tools for creating 

effective strategies. Maina (2015) found that products and services that are tailored to suit 

specific segments of consumers lead to a higher satisfaction for those consumers. 

Additionally, precisely tailored market segments and products force a more focused way of 

generating desired revenue (Patterson, 2010). This inherently leads to an increased level of 

demand of those products and services within the targeted consumer segments (Cascade, 

2024; Maina, 2015). When market segments are clearly identified and an accompanying 

sales strategy is tailored to those segments, a proposition can be tailored to form a 

competitive benefit within a market (Cascade, 2024; Maina, 2015; Patterson, 2010). When 

entering a new market, strategically targeting specific market segments is essential to 

effectively alter a proposition on market segment’s needs (Maina, 2015; Hu et al., 2022). 

This is in essence the goal of the company in general: satisfying customer needs while 

making a profit (Camilleri, 2018). 

Especially in commercial real estate market segmentation forms a challenge. This market is 

known for complicated dynamics among stakeholders and implicit underlying values (Hu et 

al., 2022). Real estate can be seen as an investment, critical asset or embodiment of a 

company’s image, depending on different stakeholders’ perspectives. In order to effectively 

enter the market of commercial real estate it should be assorted into clear market segments 

that consider underlying values and needs. 

Equans’ current market segmentation within commercial real estate is based purely on 

functional characteristics of stakeholders (Hu et al., 2022).  Like consulting, investing in turn-

key real estate, managing properties, et cetera. However, a company can cover multiple 

functions. This creates a ‘grey area’ where one party can be placed in multiple market 

segments. This hinders Equans from strategically entering the real estate market, as they 

cannot extract customer’s underlying needs and willingness to pay from undefined 

segments (Hu et al., 2022). 

As found through an expert interview, different stakeholders in the commercial real estate 

market can be mapped based on interactions between them (Appendix O). This led to the 

overview of interactions and underlying stakeholder characteristics and interactions that 

were used to create market segments between which there is no overlap in financial power, 

decision-making power and stakeholder characteristics. Figure 35 shows these segments. 
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Figure 35: Newly defined market segments within commercial real estate 

 

 

2.6.6 Which market segment offers strategic opportunity? 
The previous research question led to the creation of three new market segments within 

commercial real estate; Users, Owners, and Decision influencers. 

The stakeholders within these three market segments have different levels of knowledge on 

charging infrastructure, technical resources, and needs and motivations to obtain charging 

infrastructure.  

Internal interviews unveil the current B2B strategy entails targeting owners of properties 

(Appendix P). However, these newly defined segments expose that their involvement within 

the internal DMU is less than previously assumed. Decision influencers have the highest 

involvement in the final decision on which CPO to work with, but users form the source of 

validation of the CPO’s service. Additionally, user’s needs are a direct motivation to obtain 

charging infrastructure, as found through the research question ‘’What are customer’s 

motivations to obtain charging infrastructure?’’. Therefore, only users and decision 

influencers form the basis of further design iterations within this project.  
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2.6.7 What are customer needs within a segment? 
All customer interviews can be ascribed to a market segment these customers fit into, 

resulting in the overview shown in Figure 36.   

 

Figure 36: Interviewed market segments 

Using this overview, codes from all customer interviews can be clustered into market 

segments (Appendix S). Figure 37 shows a wide range of needs regarding charging 

infrastructure, energy usage and property development, which are all applicable to the 

installation of charging infrastructure.  



61 
 

 

Figure 37: Needs per market segment 

Although several needs overlap between market segments, there are significant differences 

between Users and Decision Influencers, as these were found to offer strategic 

opportunities. Figure 38 shows the most important differences between these two market 

segments. 
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Figure 38: Differences between Users and Decision influencers 

 

 

 

2.6.8 What customer needs align with Equans’ proposal? 
By comparing the extensive list of customer needs found in the previous sub-question with 

documents related to Equans’ proposition, the level at which customer needs are currently 

being met is identified (Appendix N). Not all customer needs are applicable to Equans’ 

proposition. Some are based on available space for cars, reporting of CO2 emissions of a 

whole building and contract management. However, several needs are applicable to Equans’ 

current proposition, but are not specifically mentioned in the proposal. Figure 39 shows an 

overview of customer needs that fully apply to Equans’ proposition, but might not be 

explicitly marketed. 
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Figure 39: Customer needs applicable to Equans’ proposition 

 

 

 

2.6.9 Conclusion Target Market Analysis 
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2.7 Conclusion Discover Phase 
By combining the knowledge gained through all analyses, the main research question can be 

answered, ‘’How to strategically enter the corporate AC charging market within commercial 

real estate while leveraging Equans’ USPs?’’. 

Answering the sub-questions has led to various parameters that can be used to create a 

proposal framework: 

- Parameters within Equans proposal that can be communicated differently depending 

on the desired customer 
- Market drivers that indicate how corporate AC charging will develop and how Equans’ 

can grow along with these developments 
- Customer’s motivations for obtaining charging infrastructure, giving insight on 

customer’s perspective on a growing market 
- Market segments within corporate AC charging and specific needs from customers 

within them 
- An overview of customer needs that apply to Equans’ proposition, but not yet 

specifically included in the proposal 

These parameters will be used to standardise the commercial acquisition process. This 

standardisation lies in effectively targeting strategically beneficial customers through 

market segmentation and using generalised communication that leverages Equans’ USP 

that fits the desired customer. 
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3.  Define 
In this chapter, the results from the research phase will be synthesised to form parameters 

within the proposal framework created in this project. As mentioned in the project brief, the 

final goal is to create a framework Equans can use to specify their proposal towards specific 

market segments. With all findings from the analysis phase, the following parameters need 

to be specified: 

- Parameters within Equans’ proposal related to customer needs 

- Customer journeys of the process towards obtaining charging infrastructure 

- Possible communication channels 

o Tailored towards customer journeys 

o Adhering to a developing market entry strategy within Equans B2B 

3.1 Parameters within Equans’ proposal related to customer 
needs 
As mentioned in the internal analysis, several standard subjects within Equans’ B2B proposal 

that can be altered can be defined as the following: 

- Explanation of project phases 

- Explanation of installation costs 

- Explanation of service costs 

- Terms and conditions 

- Equans’ USPs 

- Explanation of software 

- Explanation of services 

- Tone of voice 

- Intended reader 

- Possibilities to contact Equans 

- Amount of documents and communication channels involved 

To further generalise this list, these subjects were clustered into overarching themes, shown 

in Figure 40.  
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Figure 40: Standard subjects within the B2B proposal 

In order to use these subjects as input for the proposal framework they need to be 

generalised into parameters. All subjects mentioned within the themes currently require 

specific adjusting, but when comparing them in sub-question 2.4.5 a range can be deducted 

for each subject. For example, the explanation of service and hardware varies from only 

explaining Equans takes overall service and software management as an A-Z CPO to 

extensively explaining how the service technically works. Figure 41  shows parameters 

involving all subjects mentioned in the themes.  

 

Figure 41: Parameters within the B2B proposal 

These parameters can be adjusted to adhere to specific customer needs within a market 

segment. In the design chapter, these parameters will be used as input for the proposal 

framework.  
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3.2 Customer journeys 
The customers interviewed in the target market analysis can be classified into the three 

newly formulated market segments. Figure 42 shows this classification.  

 

Figure 42: Interviewed market segments 

Now that the market segments these customers belong to are known, data from these 

segments can be synthesised further. By clustering codes accredited to the customer’s DMU 

and market segment, possible pathways customers need to complete in the process, from 

wanting charging infrastructure to signing a contract, can be derived. Figure 43 shows all 

possible pathways derived from codes within the DMU group (Appendix S). 
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Figure 43: Internal DMUs for obtaining charging infrastructure 

As legislation is an external party that Equans B2B cannot directly influence, the pathways 

initiated by legislation will not be considered in this synthesis. These pathways are touched 

upon in the recommendations chapter. After a brainstorm session with a manager in the 

B2B team, these pathways have been reduced to two general pathways, shown in Figure 44 

(Appendix E).  

 

Figure 44: Two general customer pathways 
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These two pathways imply different motivations for obtaining charging infrastructure, 

decision-making power, and needs related to Equans’ proposal. Both offer strategic 

opportunities for Equans, as they are initiated by the most promising market segments 

found in the target market analysis. Detailed customer journeys can be created by clustering 

codes from the customer interviews related to DMU, Pains & Gains, and Proposition 

(Appendix S). 

Bottom-up customer journey 
Users initiate the bottom-up pathway,  the market segment with the least financial and 

decision-making power. Their motivation to begin the search for charging infrastructure 

usually comes from intrinsic motivation to further improve their sustainability goals. For 

corporate parties that rent an office, mobility and energy usage typically make up the most 

significant share of their emissions, as was mentioned in customer interviews (Appendix Q). 

Battery-powered Electric Vehicles (BEVs) cut back on emissions compared to combustion 

engine cars, and the controlling software can help balance the energy usage of a building 

(ElaadNL, 2021). Therefore, charging infrastructure could be a suitable solution for them to 

help achieve their sustainability goals.  

In addition to their motivation to obtain charging infrastructure, users are characterised by a 

lack of knowledge of e-mobility and technical capabilities to install the infrastructure. As the 

parties renting buildings do not manage their maintenance and development, they lack the 

decision-making power and knowledge needed to make changes to these buildings. The 

knowledge gained through customer interviews, target market analysis and observations 

from the commercial acquisition process were used to create the bottom-up customer 

journey shown in Figure 45.  
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Figure 45: Bottom-up customer journey towards obtaining charging infrastructure 



72 
 

 

 

Top-down customer journey 
Decision influencers initiate the top-down pathway towards obtaining charging 

infrastructure; these are parties with high financial and decision-making power within 

commercial real estate. The motivation to approach a CPO usually comes from legislative or 

portfolio-wide sustainability targets. Charging infrastructure is either an obligation or a 

service to fulfil renter’s needs. These parties manage, develop or maintain buildings and 

have high technical knowledge levels and resources. With all developments they initiate, 

long-term value retention of a building is essential. Therefore, they tend to be critical of 

required investments. When decision influencers look for a CPO to take care of charging 

infrastructure as a third party, it can be expected that multiple CPOs will be approached or 

applied to a public tender, as was mentioned in customer interviews (Appendix Q). This 

means that differentiation from competitors in technical expertise and pricing is vital within 

this pathway. Findings gained through customer interviews, target market analysis and 

observations from the commercial acquisition process were used to create the top-down 

customer journey shown in Figure 46. 
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 Figure 46: Top-down customer journey towards obtaining charging infrastructure 
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3.3 Communication channels 
As mentioned in the introduction of this chapter, communication channels form a parameter 

within the proposition framework created in this project. In the internal context analysis, an 

overview of communication channels and documents currently used by the B2B team was 

found, shown in Figure 47.   

 

Figure 47: Communication channels and documents in the current proposal 

The internal analysis showed Equans is currently operating by a pull strategy, which they 

wish to expand with a push strategy. The pull strategy entails actively communicating with 

possible customers. To find alternatives, ‘active’ and ‘passive’ are placed on opposite sides 

of an axis. Also, customer leads in commercial real estate are mostly generated through 

personal networks. Therefore, ‘personal’ and ‘mass’ are placed on opposite sides of an axis.  

 

Figure 48: Communication channel overview 
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Equans mostly uses communication channels from the top two quadrants in Figure 48. They 

use employees’ personal LinkedIn pages and personal networks and visit trade fairs. In the 

bottom quadrants, Equans e-mobility has a general website, and the B2B team wants to use 

a proposition one-pager. Apart from the proposition one-pager, all communication channels 

have not been differentiated to adhere to either the B2B team or the B2G team, but they are 

about e-mobility in general. To support the growth mentioned in the introduction, Equans 

wants to spread their brand awareness in general, and the B2B team will want to incorporate 

a push strategy in their communication while also reaching the optimal market segments for 

their proposition. Regarding communication channels this could be done through: 

- Distinguishing B2G and B2B projects in e-mobility’s existing communication channels 

- Incorporate the use of passive mass communication channels to increase brand 

awareness and incorporate a push strategy 

- Incorporate communication channels specifically tailored towards desired market 

segments 

This first goal can be obtained easily through modifying existing communication channels. 

The second goal requires an investment, but it benefits both the B2B and the B2G teams. 

Appendix F shows that bus shelters and online advertisements are cost-effective ways to 

reach a large audience within a wide age range. Finally, the third goal can be achieved by 

using communication channels that are suitable for the two customer journeys identified 

previously in this chapter.   

Bottom-up communication channels 
The bottom-up customer journey reveals several leverage points regarding knowledge of 

CPOs, involving a CPO in the user’s research phase and communicating the preferred 

proposal to decision influencers. These are outlined in Figure 49.  

 

Figure 49: Leverage points within the bottom-up customer journey towards a CPO 
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In general, there are two timeframes in which Equans can contact this market segment: 

either at the beginning of their research, when the need for charging infrastructure arises 

and they have not yet been in touch with a CPO, or later in their research phase, when they 

contact CPOs to specify their requirements for charging infrastructure.  

Before their research is in full swing, users should be actively pulled in by Equans. This could 

be done through large-reaching media, like billboards, websites and (Google) 

advertisements. When first contact is established through this, a proposition one-pager can 

be used. It is important to notice the knowledge of both CPOs and e-mobility in general is 

low in this phase. The focus of communication at this point should be to educate on the 

advantages of corporate charging in general and outsourcing it so there is no need to invest 

in turnkey hardware and internal technical maintenance resources.  

During the research phase, most parties will talk to multiple CPOs. This phase requires 

communication already tailored towards a specific party's possibilities. Rather than 

convincing a party to want charging infrastructure, it is about convincing Equans’ quality 

above competitors towards decision influencers. A proposition one-pager is a good starting 

point for first contact, as more in-depth information about Equans’ services and how they fit 

a party’s needs will put Equans ahead of the competition in this phase. To really speak to 

decision influencers on behalf of the user market segment their needs should be 

incorporated in Equans’ proposal. Especially the advantages of outsourcing through an 

exploitation contract and compliance with legislation and certifications should be 

emphasised.  

Top-down communication channels 
Regarding the top-down customer journey towards a CPO, slightly different ways of 

communication could leverage the commercial acquisition process, as outlined in Figure 50.  
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Figure 50: Leverage points within the top-down customer journey towards a CPO 

As decision influencers often are in charge of managing and maintaining properties they 

have technical resources. This means they are more familiar with net congestion, installation 

of hardware and outsourcing services. When the need for charging infrastructure arises 

from users, legislation or broader internal sustainability goals, they often have information 

and resources at hand to immediately dive into the research phase.  

At first, most parties search for turnkey charging infrastructure, as was mentioned in the 

interviews. For Equans to come into the picture during this phase, personal communication 

channels are required. These parties are often present at trade fairs and use their own 

channels to look for hardware and smart charging software specifically. At trade fairs, an 

active role could be taken by participating in discussion panels and presentations. Since a 

stand is often expensive, attending a trade fair to hand out flyers and business cards could 

in itself be valuable to generate more new leads.  

When in touch with decision makers during their research phase, the focus should be on 

convincing the benefits of outsourcing through exploitation over turnkey infrastructure. A 

proposition one pager adjusted to the decision influencer market segment could be a 

starting point. During the interviews, it became clear that parties who chose turnkey charging 

infrastructure led to two possible conclusions (Appendix Q). Either they were convinced that 

outsourcing was not suitable for their property management, or managing CPS was such a 

burden that they changed their preference towards an exploitation model. It could be worth 

the effort to approach parties with turnkey charging points to check their experience and 

willingness to outsource it in hindsight.  
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In a later stage, when parties are already convinced about outsourcing, the focus within 

communication should be different. Especially larger parties often create a tender where 

multiple CPOs apply to. Differentiation from competitors should be the main focus. Both 

internal and external interviews reveal that the main reason for choosing a competitor over 

Equans is the charging price (Appendix S). Equans generally has a higher charging price. In 

return for this they do offer an exceptionally high uptime of 99 per cent, in-house knowledge 

throughout the whole process and 24/7 service. It is essential to communicate the value of 

the quality Equans can offer for the margins they apply to make sure the business case is 

profitable for both Equans and the customer. Interviewees mentioned that during this stage, 

Equans benefits from their personal communication, involvement and the ‘favour factor’.  

These qualities can be communicated through personal meetings and proposal layouts that 

coordinate with the customer’s values. 

 

  

  



79 
 

3.4 Conclusion Define Phase 
The results from the analysis phase have led to a wide range of possible strategic changes 

within Equans’ proposal. Several results have been parameterised through synthesis so that 

they can be used as input for the proposal framework.  

Within the current proposal, parameters were identified that can be explicitly adjusted 

towards needs within a market segment. In the design phase, these parameters will be put 

into a visual framework. 

Customer motivations, needs and DMUs were synthesised into customer journeys starting 

from the need for charging infrastructure up to a contract with a CPO. As these customer 

journeys differ for a bottom-up and a top-down DMU, initiated by either users or decision 

influencers, they require different design directions. The bottom-up customer journey 

requires design choices that play into a lack of knowledge of CPOs and e-mobility in general. 

The top-down customer journey requires designs that emphasise Equans standing out from 

competitors through the quality they offer. These design directions will be expressed 

through communication channels that can be used to reach either users or decision 

influencers.  

The communication channels used in the design phase serve multiple purposes. Aside from 

specifically adhering to a market segment that offers a strategic opportunity for Equans, 

they express a general strategic direction. Equans B2B want to balance a push and pull 

strategy when acquiring new customer leads and distinguish their expertise from the B2G 

team. To achieve these goals, a mix of passive and active communication channels will be 

created in the design phase. Posters, billboards and comprehensive proposition one-pagers 

form possible prototypes that can be designed for either one of the customer journeys.  
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4. Design goal 
Through synthesis, opportunities for developing Equans’ B2B proposal were deducted from 

the analysis results. Across these opportunities, the need for standardisation is reoccurring. 

This project aims to design a market entry strategy for Equans B2B to enter the corporate 

AC charging market, while standardising the proposal. This leads to the following design 

goal: 

‘’Design a market entry strategy towards newly defined market segments 

for Equans E-mobility in the context of business-to-business sales in 

corporate AC charging’’ 

Future vision 
This design goal is created to deliver a way for Equans to effectively obtain their strategic 

goals within corporate AC charging. For the market entry strategy to be effective, it needs to 

be based on a clear future vision within this sub-market. Based on the expected growth of 

the corporate AC charging sub-market, combined with the expected interest in exploitation 

contracts a future vision was formulated (Appendix M): 

‘’Obtaining a significant market share in the corporate AC charging sub-market by passively 

and actively reaching users and decision makers within the target market to stimulate 

sustainability goals, obtaining certifications and obliging to legislation with exploitation 

contracts.’’ 

To create a tangible tool that can be used to execute a market entry strategy while 

standardising the proposal, a proposal framework will be created. The synthesis phase 

resulted in a number of possible parameters in a proposal framework that could be used to 

create designs as part of a market entry strategy. These specific deliverables can be 

integrated within the B2B team’s current way of working and adhere to their desired strategic 

development, as elaborated on in the synthesis phase. The deliverables found to be suitable 

within a market entry strategy through analysis and synthesis are the following:   

- A market segmentation of possible customers within corporate AC charging  

- A proposal framework to formulate a proposal related to customer needs within 

specific market segments 

- A roadmap to specify when action should be undertaken to obtain the desired market 

segments 

- Communication channels that can be used during the implementation of the market 

entry strategy and proposal framework 

These deliverables combined form a market entry strategy, where the new proposal format 

is supported with a timeline, suitable communication channels and expected growth of 

market share in the desired target market, visualised in Figure 51. 
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Figure 51: Design deliverables used in market entry strategy 

 

Requirements for design 
The deliverables that will be designed are aimed to support for the B2B team. The roadmap, 

market segmentation, and strategic direction will remain internal. Therefore, it can be 

assumed that the people using these deliverables have knowledge of e-mobility, B2B 

strategy and B2B’s customer portfolio and way of working. To make sure the deliverables 

are feasible, viable and desirable within the B2B team, they need to adhere to the following 

requirements:  

- Be able to be implemented within the current way of working 

- Be able to be implemented without a significant investment 

- Be able to be implemented without additional teams 

- Be able to be used without a graphic designer 

Mock-ups from communication channels can be used in external communication. These are 

meant for a wider audience and not only serve the B2B team but indirectly improve brand 

awareness of Equans e-mobility in general. These mock-ups need to adhere to the following 

requirements: 

- Be understandable for people without knowledge of Equans e-mobility 

- Be tailored towards market segments within corporate AC charging 
- Adhere to Equans e-mobility’s core values 
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5. Develop 
In this chapter, the results from the synthesis will be used as input for the deliverables 

introduced in the design goal. Through a process of visual iterations, the designs will be 

improved until they can be tested according to the design requirements introduced in the 

design goal.  

5.1 Market segmentation 
The first part of the market entry strategy is a clear market segmentation within corporate 

commercial real estate. The market segments shown in Figure 52 were already identified in 

the target market analysis. As these segments will only be used internally, they only need to 

be validated internally.  

 

Figure 52: Market segments within corporate s commercial real estate 

Implementation market segmentation 
The market segments can be used to quickly identify strategically optimal customers. When 

a customer can be identified as either a user or a decision influencer based on the 

stakeholder type they are, the proposal framework and communication channels designed to 

adhere to their needs can be used in the commercial acquisition process.  

5.2 Proposal framework 
The proposal framework is meant to be a tool that can be used by the B2B team when 

enrolling the market entry strategy within corporate AC charging. In the internal analysis, 

parts of Equans’ proposal were parameterised. These parameters can be emphasised or 

adjusted in communication without changing the core proposition. Additionally, user needs 

within the three market segments were identified in the target market analysis.  

Through a brainstorming session with a B2B manager, a format to combine these two sets 

of parameters was created (Appendix E). Figure 53 shows the initial format. On one side, the 

market segments are shown, and on the other, the parameters within the proposal. An 

important notice is that market segments’ preferences within the proposal parameters are 
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shown on a scale. This way, differences between market segments are clear visually through 

their relative position on the same scale. 

 

Figure 53: Initial proposal framework format 

Starting from the first format, a new version of the framework was created. This version 

shows all parameters on a scale, repeated for each market segment. Figure 54 shows the 

proposal framework with all parameters, and conclusions on the main differences between 

them.  

 

Figure 54: Second proposal framework format 

The second format was shown to mentors and students at the Industrial Design Engineering 

(IDE) faculty in Delft, where the following points of improvement were pointed out: 
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- The many scales make it hard to see the differences between the market segments 

immediately. By placing all segments on the same scale instead of repeating it, this 

could become clearer. 

- The white font on the light green background is difficult to read, making the 

background darker could improve this. 

With these points in mind, a third version was made, shown in Figure 55.  

 

Figure 55: Third proposal framework format 

This third version was shown to mentors at both the IDE faculty and at Equans, which 

resulted in the following points of improvement: 

- The market segments on the left are not clearly connected to the different dots on 

the scales. Creating a legend could improve this.  

- The parameters do not feel coherent in the current order; maintaining the order in 

which the parameters were presented in in the internal analysis could improve this. 

- Not all names assigned to the proposal parameters fully encompass the meaning of 

each parameter; exploring different terms could enhance this.  

These points led to the fourth version, shown in Figure 56 (Appendix G).  

 

Figure 56: Fourth proposal framework format 
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This fourth version adheres to the design requirements specified in the design goal: 

- The ability to be implemented within the current way of working 

- Be able to be implemented without a significant investment 

- Be able to be implemented without additional teams 

- Be able to be used without a graphic designer 

Therefore, this version of the proposal framework will be further validated in the next 

chapter.  

Implementation of proposal framework 
The proposal framework can be used internally to standardise communication with possible 

customers. To use it, a customer needs to be classified as one of the three market 

segments. Then, communication with this customer can be adjusted to the customer by 

using the parameters specified in the framework. This erases the need to adapt 

communication towards the specific customer, as their needs can be addressed by adhering 

to the market segment’s needs they adhere to.  

5.3 Communication channels 
Through synthesis, the importance of communication channels in the implementation of a 

new market entry strategy. In the design phase, a proposition one-pager will be created 

specifically for the Decision influencer’s and User’s needs, which were elaborated on in the 

proposal framework. This is an active communication channel that can be used early in the 

commercial acquisition process for new customers.  

To include a passive mass communication channel, which Equans currently lacks, a poster 

format was chosen. Although visible for a larger audience, these will also be designed with 

either Decision influencers or Users in mind. This way, these posters can be validated 

through the same process as the proposition one-pagers.  

5.3.1 Proposition one-pager  
There are multiple reasons for designing a proposition one-pager as part of a market entry 

strategy. First of all, it is a communication channel that can be used in personal 

communication with low effort. Second, it can easily be adjusted to specific needs within a 

market segment. Third, it is a format Equans has been wanting to use as a way of 

standardising their proposal, which became apparent from meeting observations.  

In the e-mobility and corporate energy system market, ‘quickscans’ are a popular tool in the 

process of lead generation. Competitor’s websites have a tool where possible customers 

can calculate what type of charging infrastructure is suitable for them by filling in basic 

datapoints on their energy usage. Equans’ B2G Finance team has created a calculation tool 

to implement a type of quickscan in their website. In collaboration with the Finance and B2B 

team, a standard format for this quickscan was created. This format consists of four pages. 

The first contains the datapoints a company has filled in, the other pager are standard 

information on Equans’ proposition. Two versions of the first page were made, one for 

Logistic DC charging and one for Corporate AC charging This quickscan forms the first 

version of a type of one-pager, and is shown in Figure 57.  
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Figure 57: B2B quickscan 

The page created for corporate AC charging has been developed for an example case in 

Figure 58. This page is most suitable to further iterate towards a proposition one-pager, as it 

contains compact information specified towards real estate. 
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Figure 58; quickscan page for a AC real estate case 

The quickscan format still requires information to be adjusted for each customer it is sent 

to, which is not desired within the market entry strategy. Therefore, during the analysis 

phase of this project, the B2B team has further developed this format into a standardised 

one-pager for real estate. This format is shown in Figure 59 and explicitly communicates the 

target market motivations for obtaining charging infrastructure found in the analysis of this 

project, like certifications and credible unburdening. 

 

Figure 59: B2B one-pager for real estate 
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Although this one-pager does help in the standardisation of the commercial acquisition 

process, it is not yet in line with the proposal framework as it is not specified towards a 

market segment. Therefore, two new one-pagers were created, adhering to either the 

Decision influencer’s or the User’s needs. When applying the proposal framework, the 

communication aspects that need to be emphasised, convinced or tailored become clear. 

Figure 60 shows an overview of these differences.

 

Figure 60: Overview of communicative needs within market segments 

These communicative needs were used as input for two one-pagers, which differ in headings 

and elaborate information. Figure 61 shows the one-pager for Users, Figure 62 shows the 

one-pager for Decision influencers. 
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Figure 61: One-pager for Users 

 

Figure 62: One-pager for Decision influencers 

These one-pagers were shown to mentors within Equans and IDE. An important point for 

improvement was that it is hard to notice the difference between these one-pagers. To be 

able to perform A-B tests in the validation phase, new versions were made with more 

significant visual differences in colour, shown in Figure 63 and Figure 64 (Appendix G).  
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Figure 63: One-pager for Users 

 

Figure 64: One-pager for Decision influencers 

Implementation proposition one-pagers 
These one-pagers are tailored towards market segments by using the proposal framework 

and were created in collaboration with Equans’ employees to make sure they adhere to 

Equans’ values. They can be used in the beginning of the commercial acquisition process. 

By sending a new customer a one-pager, they get information that is tailored towards them 
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without the need for Equans to adjust the information. This helps to standardise the 

commercial acquisition process in a phase where return on investment is not yet guaranteed 

for Equans.  

 

5.3.2 Posters 
As mentioned in the introduction of the communication channel designs, it is desired to 

incorporate a mass communication channel in the market entry strategy. This will create 

brand awareness for both the B2B and the B2G teams and help incorporate a pull strategy in 

the commercial acquisition process. This will be designed in the form of a billboard that also 

can be used as a poster or advert in a bus shelter.  

To create the posters, pictures from Equans’ e-mobility database were used. This way, the 

posters will be recognisable within Equans e-mobility’s current visual style. The most 

important difference between the two market segments these posters are designed for is on 

the User side, a need for sustainable solutions and lack of information, and on the Decision 

influencer side, a need for unburdening and professional technical expertise. 

For the User market segment, the poster shown in Figure 65 was created. An image was 

chosen that clearly shows the context of e-mobility and emphasis was put on sustainability, 

price, and reliability. 

 

Figure 65: Poster for Users 

For the Decision influencer market segment an image was chosen that shows professional 

expertise. Emphasis was put on value retention, reliability and lack of investment from the 

customer. This poster is shown in Figure 66. 
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Figure 66: Poster for Users 

Implementation posters 
The posters are tailored towards market segments using the proposal framework, but they 

can be used to reach a wider audience. To make sure they adhere to Equans e-mobility’s 

core values the current visual style and publicly communicated USPs were used. This makes 

them useful tools for improving on Equans’ lack of marketing to a wider audience. If the 

posters are put in the public space, Equans will be known to possible customers without 

actively contacting them, helping to incorporate a pull strategy in the commercial acquisition 

process. 

 

 

 

5.4 Roadmap 
The final deliverable created as part of the market entry strategy is a roadmap. This 

roadmap is composed by combining all separate conclusions and designs along an 

implementation timeline, along the method of Simonse (2017). In this roadmap a visual 

overview is given on how a market entry strategy could be implemented in the next five 

years. It is divided into three phases, referred to as horizons. According to the design 

roadmapping method, these horizons are meant to elevate specific aspects of ‘product’ 

development, as shown in Figure 67. In this context, the product is Equans corporate AC 

charging proposal.   
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Figure 67: Strategic life cycle model  

Figure 68 shows the first version of this roadmap. 

 

Figure 68: First version roadmap 

After showing this roadmap to mentors at IDE and Equans, the following point of 

improvement became clear: 
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- The line ‘from project to product thinking’ implies a new design direction that is not 

involved in the market entry strategy. This would require additional literate research 

and designs. To make sure the roadmap adheres to the findings from this project 

this line will be kept out of the roadmap. 

- Although the time frame of this project was researched until 2030 to anticipate 

market developments and legislation, Equans is eager to start on the implementation 

of the market entry strategy. Therefore, the future vision will remain focused on 2030, 

but the horizons can take place earlier.  

- Not all text is readable, this could be improved through bigger fonts and contrasting 

colours. 

With these points of improvement in mind, a second version was created, which is shown in 

Figure 69 and Appendix G.  

 

Figure 69: Second version roadmap 

This roadmap is an explanation of the market entry strategy created in this project. By 

walking through all phases of the roadmap, the steps that need to be taken to achieve the 

future vision are explained.  

Future vision 
To construct a concrete path towards future developments the strategy is started off by 

defining the final future vision. This is set in the year 2030 since this is long enough to offer 

room for significant market developments but short enough to formulate concrete steps to 
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complete in the years leading up to it. Additionally, all contextual factors, like legislation and 

market size calculations, are researched until the year 2030. The main goal the future vision 

embodies is reaching Equans’ desired market share within commercial real estate. It is 

important to notice this share is restricted by two factors: First, the large number of 

competitors and the uncertainty regarding their possible market share. Second, Equans’ 

exploitation business model. Based on existing customers, the possible market share of 

exploitation contracts opposed to turnkey contracts was made. The exact estimations and 

market shares are confidential and can be found in Appendix M. The future vision is as 

follows: 

‘’Obtaining a significant market share in the corporate AC charging sub-market by passively 

and actively reaching users and decision makers within the target market to stimulate 

sustainability goals, obtaining certifications and obliging to legislation with exploitation 

contracts.’’ 

Horizon 1 – Internal process revision and standardisation 
In line with the design roadmapping method, this horizon is focused around the 

enhancement of the current proposal through proposition changes and standardisations 

(Simonse, 2017). In the span of a year Equans can further standardise the documents used 

for their proposition. This consists of:  

- Legal documents 

o The introduction of certifications and how Equans can help to obtain them 

- Proposition one-pagers for the market segments founded in this project 

- Web pages specified towards the market segments specified in this project 

Within this horizon these documents will be revised, customized towards the User and 

Decision influencer market segments and standardised were possible.  

Horizon 2 – Active and passive outreach to new customers 
In this horizon new users are incorporated into the strategic deployment of the designs 

developed during the first horizon.  It is focused around reaching a larger group of new 

customers, outside the current network of the B2B team. This is a way of incorporating the 

desired pull strategy into the commercial acquisition process. It involves the following steps: 

- Creating targeted marketing outings through market segment-specific 

communication channels 

- Expand marketing outings to more active communication channels, like: 

o X 

o LinkedIn 

o Trade fair panels 

 

Horizon 3 – Establish position in target market and within Equans e-mobility 
In the final horizon, from 2027 up until 2030, an extra step is taken. With the value 

enhancement of the existing proposition in the first horizon and the user-centred steps in the 

second horizon a new step in value enhancement can be done in this final phase. The 
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context regarding this phase is less certain, as it is further away in time, but this does offer 

room to design for more radical visions. The goal here is to expand Equans’ proposition and 

strategy towards the established party in the competitive landscape they intend to be. This 

means involving: 

- Further reaching communication channels, like commercials  

- Differ Equans’ B2B strategy more from their B2G strategy 

 

Implementation roadmap 
Like the proposal framework, the roadmap is an internal document. The roadmap in itself 

can be presented and used as a guideline without significant investment, additional teams, 

changes in the way of working and the use of a graphic designer. However, the whole 

purpose of the roadmap is to explain where changes in the way of working need to be made 

and what investments and additional teams are needed to obtain this. The roadmap in itself 

is a deliverable that fits the design goal, but it is the embodiment of the market entry 

strategy as a whole.  
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6. Deliver 
In this chapter, the deliverables from the design phase, main assumptions on the target 

market, and usability of the findings in this project will be validated. This will be done 

through interviews with customers, competitors and internal experts. Interview transcripts 

and results can be found in Appendix I, and Appendix R. Figure 70 shows all parties 

interviewed for this chapter.  

 

Figure 70: Overview of validation interviews 

6.1 Customer validation 
The main findings regarding customer’s motivation to obtain charging infrastructure, needs 

within a market segment and compatibility of the designs with the market entry strategy 

were validated through customer interviews. Figure 71 shows which parties were 

interviewed and what market segment they belong to. The full interview guide and 

accompanying results can be found in Appendix H.  
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Figure 71: Parties interviewed for customer validation 

Assumptions on use of communication channels were validated. Customers were told 

Equans is advised to start using LinkedIn, billboards and proposition one-pagers as a result 

of this project. Customers were asked if these communication channels would help Equans 

get in touch with them or if other communication channels would be more suitable.  

The results in Figure 72 show customers agree with the suggested communication 

channels. Especially networking in person or through LinkedIn is mentioned as being 

important. Regarding one-pagers, it is emphasised to start communication with new 

customers early in the process of obtaining charging infrastructure.  

 

Figure 72: Results validation – Communication channels 

Now the desired communication channels are introduced, the designs for them are 

validated. First, two billboard designs are shown (Figure 73). Customers were asked which 

billboard they would prefer and why.  
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Figure 73: Billboards 

The results in Figure 74 show most customers found it hard to choose between the posters. 

It was expected the poster on the right would speak more to decision influencers. The 

decision influencers did notice that this poster was focused on technical expertise and 

emphasised a lack of investment and value retention. However, the left poster gave more 

clarity on the context of e-mobility.  

 

Figure 74: Results validation – Posters 

Finally, the proposition one-pagers were validated. They were both shown to customers, but 

could not be read entirely within the interview time. Customers were asked which 

proposition one-pager they were more likely to read in its entirety when presented the two 

options in Figure 75. Like the billboards, the one on the left was designed for Users, the one 

on the right was designed for Decision influencers.  
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Figure 75: Proposition one-pagers 

The results in Figure 76 show the left one-pager is perceived as being easier to read. 

However, all parties liked the title of total unburdening.  

 

Figure 76: Results validation – Proposition one-pagers 

This customer validation shows most assumptions on customer motivations and suitable 

communication channels can be confirmed. Customer motivations, customer journeys and 

general ways to reach customers were in line with the findings in this project. When 

validating communication channels for specific market segments, visual language cannot 

be overlooked. Although the terminology and specific subjects do adhere to the intended 

segments, colours still draw the most initial attention.  

6.2 Internal validation 
Alignment with marketing 
Aside from customer validation, the main findings were also discussed with internal experts. 

The design and synthesis phase was done with the involvement of the B2B team. For 

validation, Equans e-mobility’s marketing manager was interviewed (Appendix Q). As the 

deliverables within the market entry strategy are based on communication tools and how to 

create brand awareness for Equans B2B, marketing is a suitable expertise for validation. 

Next to all slides shown to customers, various Brand DNAs, needs within market segments, 

and competitor propositions were discussed. This resulted in the following conclusions: 

- Equans core values and characteristics can be expanded to ‘’professional, technically 

skilled, enthusiastic, sincere and expert’’ 
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- People are important assets within Equans. Everyone is an expert in their own field 

and takes responsibility for that. 

- As Equans is part of a larger corporate, they could offer more than their standard 

proposition. Batteries, solar panels or software solutions are part of the possibilities 

they could offer and market as such. 

- Equans prefers complicated projects over simple, turnkey solutions. This could be 

marketed as a USP. 

- Adding quotes and example cases to the website could make Equans’ branding more 

personal.  

- Equans has focussed solely on a Top-down approach; Bottom-up DMUs offer 

strategic opportunities. 

- Billboards are a desired communication channel, but within the current marketing 

strategy, they are too expensive. 

- Competitors make use of newsletters, this could be a cheap new communication 

channel for Equans. 

- Equans mission statement is only used internally. However, since customers do 

associate it with Equans’ qualities it could be used in external communication.  

- ‘Carefree’ is a popular word within the e-mobility market. However, it implies the risk 

of worry. Maybe a new term could be introduced.  

Aside from this project, Equans e-mobility has started a project to rebrand its visual style. As 

this project touches upon marketing, communication and visual design, the results will be 

used as input for this branding project.  

Internal validation workshop  
The results from the analysis, the market segmentation and the proposal framework were 

validated internally through a workshop. Appendix J shows all results from this session. The 

workshop consisted of three parts: a brainstorming session based on a fictional customer 

case where a proposal needed to be formulated, a presentation of and discussion on the 

design deliverables, and a discussion on the implementation of the proposal framework.  

Brainstorm session 

To verify the main points of improvement within the B2B team’s way of working, a fictional 

case, explained in Figure 77,  was used to guide a brainstorm on how the acquisition process 

would go with this specific case.  
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Figure 77: Fictional case used in internal validation session 

With the details from this case in mind, the participants were asked to answer the following 

questions in a brainstorm: 

- How do you get in touch with EcoReal Estate? 

- How do you convince EcoReal Estate to choose for Equans? 

- What is needed for an optimal commercial acquisition process? 

- What aspects of the proposition do you emphasise? 

These questions refer to parameters that have been identified in the proposal, like 

communication channels, positioning in the competitive environment, internal way of 

working, and how to communicate the proposition towards the customer. The brainstorm 

led to the following list of subjects that are of importance in the proposal, shown in Figure 

78. 

 

Figure 78: Results from brainstorm 
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This overview of results validates a need for standardisation within the B2B team, to achieve 

more clarity and efficiency. In the proposal lay possibilities of incorporating certifications, 

internal values , and technical solutions, as was also found through customer interviews as 

customer needs.  

Presentation and discussion 

Aside from a brainstorm, the market segmentation and customer journeys were discussed 

with the B2B team. A discussion on the usability of the segmentation and accompanying 

DMUs resulted in several conclusions that need to be taken into account when implementing 

the market segmentation in Equans’ commercia acquisition process: 

- It is not always clear if a customer should be classified as an owner or a user, 

because some parties use a property and have a mandate to decide on how to 

develop the property. 

- To shift focus from Owners to Users and Decision influencers, the effectiveness of 

investing time in other market segments needs to be validated. The proposition one-

pagers created for this project could be used to initiate contact with new parties 

without significant investments of time and effort.  

Proposal framework review 

Finally, the proposal framework was validated within the B2B team. Upon presenting the 

framework, the following was mentioned: 

- It is clear how to read the framework 

- The framework is visually clear and understandable 

- The framework can be used: 

o As a personal overview of the AC corporate charging sub-market 

o As a tool to prepare a first offer to a customer 

o As a tool to align the goal of a presentation with the B2B team before 

speaking to a customer 

These observations validate the intended usage for the framework: as a tool to create a 

proposal for a specific customer. Additionally, the team mentioned it could be used 

internally to align communication towards a new customer. Especially in large projects, 

many people are involved in creating and presenting a proposal. Aligning communication 

beforehand could strengthen Equans’ persuasive power towards a customer.  

6.3 Differentiation from competitors 
As mentioned in the analysis phase, differentiation from competitors is an essential part of 

the market entry strategy. The market entry strategy does this by emphasising Equans’ 

expertise and values, focusing on clearly defined market segments to obtain the desired 

market share and using Equans’ market leader position to make their expertise more 

credible. To validate these strategic differences, a competitor in corporate AC charging was 

interviewed. In a conversation with Eneco, market developments and proposition 

development were discussed (Appendix R).  
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Aside from being a CPO, Eneco is a well-known energy supplier, implying they have 

resources and knowledge similar to Equans as an ‘A-Z CPO’. Although Eneco’s biggest 

company share is currently in private charging, they have adapted their strategy to fit the 

expected growth in the corporate charging market. This makes them direct competitors in 

the context of this project.  

In the interview it became clear Eneco follows a similar strategy as Equans regarding the 

diversification of portfolio while mitigating the risk of losing credibility. They diversify by 

investing in upcoming sub-markets but limit to AC charging in commercial real estate. This 

underlines the importance of diversifying from competitors in this segment, as more parties 

have seen the growth potential. 

However there is a big difference in the proposals between these two companies.  Eneco 

explained they have chosen not to limit their proposal to either exploitation or turnkey, but to 

facilitate both depending on a customer's wishes. Their motivation to do this lies in ‘’the 

complicated interactions between existing real estate, development of the built environment 

and legislation’. They reason the complicated interactions within commercial real estate 

require flexibility within their proposition, although they would prefer limiting their business 

model to one type of contract. Instead of targeting customers based on specific needs and 

opportunities and selling them a defined proposition they create a proposal for each type of 

customer.  

Although only Eneco could be interviewed for this project, it does show a trend in the e-

mobility landscape of diversification of portfolios. This shows how Equans can set itself 

apart from this strategy by starting from a specific proposal and selling that to broader 

market segments. This allows them to stick to their internal expertise, without spending 

extra time on defining a proposal and proposition for a customer based on each specific 

location.   
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7.Conclusion 

7.1 Conclusion 
Throughout this project, an answer was sought to the question: 

‘’How to strategically enter the office charging market within commercial real estate while 

leveraging Equans’ USPs?’’ 

The accompanying design goal was formulated as follows: 

‘’Design a market entry strategy towards newly defined market segments for Equans E-

mobility in the context of business-to-business sales in corporate AC charging’’ 

This has resulted in a market entry strategy and multiple recommendations that Equans can 

implement. Overall, the answer to the research question lies in a mindset change that can be 

translated into a broader strategy and accompanying documents: a change from fully 

customised projects to a parameterised and standardised proposal.  

Increasing acquisition efficiency 
The term ‘customised project’ refers to the way each new B2B lead is currently regarded as a 

separate project, requiring tailored communication and documentation even before a 

business case can be assessed. For each prospective customer, a lengthy process must 

commence to create a proposal that includes a detailed commercial offer, legal 

documentation, and an estimated energy volume forecast. This entails an investment of 

time from various internal teams, while the guarantee of return on investment is identified 

relatively late in the process. For the customer, this situation also leads to frustration. They 

often lack the knowledge necessary for accurate business case calculations and are 

pressured to obtain charging infrastructure by employees, legislation, or internal 

sustainability goals. The proposal framework, roadmap, and accompanying communication 

channels established in this project aim to enhance efficiency in the commercial acquisition 

process through standardisation.  

Standardised communication 
By implementing the proposal framework, the core proposition remains, but standardised 

ways of communication are created to adhere towards the specified market segments. The 

goal is twofold. By standardising documents that are repeatedly created for each new 

customer the time that needs to be invested in the phase of the commercial acquisition 

process before the calculated prognosis is shortened. This means more leads can be 

generated in the time available for members of the B2B team, supporting their intended 

growth in the upcoming five years. On the other hand, the proposal framework can make the 

proposition more attractive to the targeted customers. Partly because the redesigned 

proposal is tailored explicitly towards market segments, therefore adhering to their 

underlying needs and partly because the processing time from first contact to final offer can 

be shortened. 
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Strategic differentiation from B2G 
The research into the B2B AC charging context has endorsed opportunities for the B2B 

team. It shows an upcoming change for an industry that Equans has been a part of since the 

very beginning. Since that beginning the B2B team and its strategy have grown from the 

strategy the B2G team has gained their success with. However, as the market matures, so 

does the Equans e-mobility team and its way of working. To maintain their success while 

diversifying their portfolio into targeted sub-markets their strategy needs to fit a changing 

way of working. Although the core values of professionalism, technical skills, enthusiasm 

and sincerity remain the B2B team will benefit from a new strategy to manage their growth. 

By viewing the B2B team as a separate business unit instead of a small sub-part of the E-

mobility team, room is created for new ways of working and their potential is acknowledged 

both to customers and Equans.  

Standing out from the competitive environment 
Not only does this shift in strategy change the way of working within the B2B team, it also 

suits a changing market surrounding it. Although Equans has an established position as 

market leader in the public AC charging market, this cannot be directly translated into the 

corporate AC charging market. Customers, project requirements and lead generation wildly 

differ from the tender process Equans e-mobility spends 95 per cent of its current resources 

on. Also, the corporate AC charging market is expected to go through extensive growth in 

the coming five years. The increase in demand, along with the smaller scale of typical 

projects in this sub-market makes it an attractive sub-market for both small and large scale 

competitors to enter. This means the B2B team has to account for a larger amount of 

competitors than the established players in the B2G market. This project has clarified how 

Equans B2B can differentiate from competitors while mitigating the risk of diversifying their 

portfolio too much to communicate their expertise credibly. Keeping the exploitation model 

as their core proposition sets them apart from most competitors and emphasising their 

expertise and quality gives them credible value to new customers, especially those lacking 

knowledge of charging infrastructure and its context. In the past, price has frequently been 

the reason a competitor was chosen over Equans. By emphasising quality from the 

beginning of the process and strategically approaching leads based on their specific needs, 

the final charging price can be substantiated.  
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7.2 Limitations 
Although this project contains extensive research within the corporate AC charging scope, it 

does have its limitations.  

Generalizability 
This project focused on the corporate AC charging scope within Equans’ B2B team. 

Although the methods used to form the market entry strategy are grounded in literature and 

strategy related to this team as a whole, it might not be applicable outside the project scope. 

The B2B team has multiple sub-markets in their portfolio that require an effort to be 

addressed suitably. The market entry strategy designed through this project requires 

changes in working for the B2B team in general, but these ways of working have not been 

tested outside the corporate AC charging scope. 

Data collection 
Although the data collected in this project is extensive, it is all of a qualitative nature. All 

findings are based on literature, interviews and observations. This type of data collection is 

at risk of being biased by the researcher. In future research, quantitative tests could be done 

to test the validity of assumptions made on qualitative data.  

Sample size 
The interviews conducted in this project covered internal experts, external experts, a 

competitor and possible customers. Although this covers different points of view there 

might still be bias. All interviews were set up through either the researcher’s or mentor’s 

network. This means all interviewees were familiar with this research’s scope and involved 

stakeholders. To mitigate bias it would be desirable to involve qualitative and quantitative 

data from stakeholders outside personal networks. Especially since the goal of this project 

is to create a market entry strategy, it would be valuable to assess the point of view of 

stakeholders in the desired market not yet familiar with Equans.  

Design implementation  
The designs created as part of the market entry strategy are not all directly applicable within 

Equans B2B. The billboards that were validated with customers require a financial 

investment not suitable within the short-term budget. Also, these deliverables support a 

strategic change where Equans B2B enhances their brand awareness outside of this 

project’s limited scope. Within the roadmap, this is a long-term change that requires efforts 

from both the B2B and the B2G teams that cannot yet be confirmed to happen.   
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7.3 Recommendations 
As this project has a limited scope several findings could not be elaborated on in this report. 

However, some leads do seem promising for Equans to look into.  

Charging price 
As mentioned in the conclusion, price is often a dealbreaker at the end of the commercial 

acquisition process for Equans. The charging price consists of multiple parts. Among these 

are energy prices, installation fees, maintenance fees and a profit margin. These parts are 

not fully predictable and dependent on multiple contracts and uncertainties. It is essential 

for Equans to calculate a suitable margin on all fees, as their revenue is fully dependent on 

long-term exploitation. However, these margins seem to work out as a disadvantage for 

Equans’ overall revenue when it stops customers from going into business with them. 

Especially since the current commercial acquisition process is lengthy and requires various 

resources before a definite contract, it is worth researching the possibility of lowering the 

charging price.  

Standardisation 
The market entry strategy and proposal framework offer some form of standardisation 

within the scope of the AC corporate charging market. However, the research shows a more 

considerable need for standardisation in the way of working, commercial acquisition 

process and marketing. The method used for market segmentation could be applied to other 

sub-markets within B2B as a start for standardised propositions. Another direct starting 

point is to further standardise the lay-out for all documents used within the commercial 

acquisition process. Equans has started this process by collaborating with a design agency 

to visualise their final proposals and current marketing outings, the results from this project 

will be used in this process. Expanding this to a coherent visual language across all 

documents and communication channels would be a valuable contribution to expanding 

B2B sales.  

Market developments – shared cars, e-bikes and biros 
Several developments regarding electric mobility have not been considered in this report. In 

several customer and expert interviews, shared cars, e-bikes and Biros were mentioned as 

forecasted influences on the (semi)public charging market (Appendix S). Not only do experts 

and customers expect these will require more infrastructure resources in the future, but they 

already cause frustration by taking up CPs they are not intended to use. Although CPs 

specifically adapted for these means of transport require different software and hardware, it 

might be worthwhile to anticipate these in the long term. Especially in public charging and 

large-scale B2B projects, the demand for these means of transport increases.  

Respond to knowledge gap 
From expert and customer interviews, a lack of knowledge of e-mobility in general was prone 

(Appendix O, Q, S). This results in a higher threshold to obtain charging infrastructure for 

companies, as they expect it to be more complicated than it actually is. Equans could use 

their position as market leader with in-house expertise to come over as a credible advisor 

and teacher for how e-mobility works. This especially adheres to the mass communication 
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channels mentioned in the market entry strategy. This would improve brand awareness 

across sectors and positively associate Equans with the convenience of (semi) public 

charging infrastructure. 

Offering service as a separate asset in the proposition 
The analysis of the competitive environment showed that many competitors offer their 

service as a separate asset in their proposition. Equans could put more emphasis on all 

aspects their service contains within an exploitation contract. Even if they do not offer 

service separately, highlighting it will make them more relevant in comparison with their 

competitors. Highlighting the possibility for companies with turnkey CPs to have them taken 

over by Equans in an exploitation contract could make their service even more appealing to 

customers who manage charging infrastructure themselves.  

Lobbying 
Equans e-mobility has already hired a lobbyist to actively participate in the legislative 

environment surrounding the B2G team. As this research points out, legislation is essential 

to understand the B2B target market’s motivations to want charging infrastructure. Having a 

lobbyist dive into real estate developments could be very helpful to stay up to date on 

expected developments.  

From project to product thinking 
In the conclusion, a strategic use of standardisation and a breakaway from the B2G strategy 

within the B2B team is mentioned. This change in the way of working could be further 

elaborated on in future research as a complete culture shift within Equans e-mobility. By 

making B2B a separate business unit with their own strategy they could implement a whole 

new way of working. This way they can shift from viewing each customer as a whole new 

project that needs to be customised towards a set of predetermined propositions they can 

specify towards a new client. This way, they offer exploitation as a type of product instead of 

a process.   
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7.4 Acknowledgements 
This report has been compiled from the knowledge gathered through the explicitly 

mentioned sources and methods; however, some additional sources and tools should be 

acknowledged.  

Research within Equans 
Within Equans, several pilots and research projects occur simultaneously. These projects 

inspired this project, just as this project has inspired them. In addition to this thesis, I was 

engaged in research on long-term exploitation strategies, data collection, customer journeys, 

marketing strategies, B2G brand identity, and dynamic pricing. The outcomes from these 

projects have paved the way for future directions within the B2B team and have formed the 

foundation of my understanding of Equans and the e-mobility market. As mentioned in 

Chapter 6.2, the results from this thesis are already used in marketing strategy development 

and the creation of a brand identity for Equans e-mobility, showing how projects within the 

company make use of each other’s results.  

Research conducted on behalf of Equans 
Aside from internal research and pilots, Equans also lets external parties conduct pilots or 

analysis for them. A prior external analysis of the development of sub-markets in Dutch e-

mobility and the potential market share for B2B parties in AC charging was used as 

inspiration for the research conducted in this project.  

AI as a tool 
AI has been used as a tool for writing in this thesis report. Grammarly was used to check for 

spelling errors in the report, and Copilot was used to shorten some of the text. AI was not 

used to write any parts of this report, merely as a final check of what was already written. 

Aside from text, Copilot has been used as inspiration for brainstorms. For example, the 

fictional case used in the internal validation session was created by using Copilot.   
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Appendix B – Provada observations 

Interview guide for Provada 2024 
• Uitgangspunt: 5-10 minuten gesprek, to the point zijn 
• Uitwerken: 

•  In spraakmemo, Whisper laten vertalen Of notities in 
schrift/telefoon.  

Wat is uw rol in de vastgoedmarkt? (belegger/eigenaar, beheerder/manager, adviseur) 
Heeft u laadinfrastructuur bij uw huidige vastgoed? 

➢ Ja: Op welke manier is de laadinfrastructuur georganiseerd? Is dat uitbesteed of in 
eigen beheer? 

▪ Hoe bevalt dit? Waarom wel/niet? 
▪ (Bij ervaring met uitbesteden aan concurrenten: lief doch 

indringend doorvragen) 
Bent u op zoek naar (aanvullende) laadinfrastructuur? 

▪ Waarom wel of niet? (wetgevend ingegeven, vraag vanuit 
huurders, intrinsieke motivatie) 

Wat zijn in uw ogen de voor- en nadelen van organisatie in eigen beheer 
(belegger/beheerder)? 
Wat zijn in uw ogen de voor- en nadelen van uitbesteden / exploitatie door derden? 
UITDAGINGEN 

➢ Als we het hebben over uitbesteding, waar wilt u met name in ontzorgd worden? 
Hoeveel waarde hecht u aan de volgende elementen: 

▪ (Vermijden van) capex investering 
▪ Uptime (vermijden van downtime) 
▪ Contact met huurders bij storingen 
▪ Slim laden op een krappe netaansluiting 
▪ Vergoedingsvorm (iets aan overhouden, gecompenseerd 

worden voor tijdsinvestering of ontzorgd worden 
▪ 24/7 beheer van laadinfrastructuur (en beschikbare monteurs) 

Zou u een vergoeding verlangen voor het beschikbaar stellen van uw commercieel vastgoed 
aan een laaddienst exploitant (CPO)? BEHOEFTEN 

➢ Welke vorm zou uw voorkeur hebben? 
▪ Geen vergoeding – zo laag mogelijk laadtarief voor de huurder 
▪ Onkosten vergoeding is voldoende – bijvoorbeeld 

administratiekosten per centage op het energietarief 
▪ Eenmalige vaste vergoeding – prijs per geplaatst laadstation 
▪ Variabele vergoeding – bijvoorbeeld 2 cent per kWh 

Overig/nader te bepalen 
▪ Bekendheid met CPO/Equans 

 

Uitwerken – neem deze vragen over en vul ze (waar mogelijk) in 

Naam van de partij (en contactpersoon) : 
Welk type partij is dit?   (belegger/eigenaar, beheerder/manager, 

adviseur) 
 
Heeft de partij al laadinfrastructuur?     (ja/nee/niet van op de 
hoogte) 
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Is dat uitbesteed of in eigen beheer?    (In eigen 
beheer/uitbesteed) 

Aan welke partij(en) is dit uitbesteed?    (partij x/y/z) 
Zijn er op- of aanmerkingen over de huidige partijen?  (tevredenheid, USP’s, 

dingen die opvallen, dingen die 
missen) 

 
Waar wil de partij met name in ontzorgd worden?  

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  (ja/nee/onduidelijk) 
 Wat vindt de partij van onze propositie?  
 
 
Welke elementen vind de partij belangrijk?  (Vermijden van) capex investering 

Uptime (vermijden van downtime) 
Contact met huurders bij storingen 
Slim laden op een krappe netaansluiting 
Vergoedingsvorm (iets aan overhouden, 
gecompenseerd worden voor tijdsinvestering of 
ontzorgd worden 
24/7 beheer van laadinfrastructuur (en 
beschikbare monteurs) 

  
Welke vorm vergoeding zou de partij willen? Geen vergoeding – zo laag mogelijk 

laadtarief voor de huurder 
Onkosten vergoeding is voldoende – 
bijvoorbeeld administratiekosten per centage op 
het energietarief 
Eenmalige vaste vergoeding – prijs per geplaatst 
laadstation 
Variabele vergoeding – bijvoorbeeld 2 cent per 
kWh 

 
Zijn er vervolgstappen afgesproken? 
Waren er nog opvallendheden? 
 

➢ Main focus is to speak to owners and developers 
 

Notes from interviews with companies at the fair 

Company 1 
Welk type partij is dit?   (beheerder) 
 
Heeft de partij al laadinfrastructuur?      
nee, zijn alleen tussenpartij voor eigenaren 
 
Waar wil de partij met name in ontzorgd worden?  

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  Onduidelijk, ze vonden de 
pitch wel interessant maar benadrukten vooral een tussenpartij te zijn 
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Wat vindt de partij van onze propositie?   Onze expertise als marktleider, 
technologische ontwikkelingen, overname van investering en volledige ontzorging klonken 
interessant 
 
‘’klanten hebben spreadsheets’’ > willen harde cijfers en concrete voorstellen om ons zo aan 
de juiste partijen te verbinden 
 
 
Welke elementen vind de partij belangrijk?  (Vermijden van) capex investering 

Contact met huurders bij storingen 
Slim laden op een krappe netaansluiting 

(geïnteresseerd in technologische innovaties) 
ontzorgd worden 
24/7 beheer van laadinfrastructuur (en 
beschikbare monteurs) 

  
Welke vorm vergoeding zou de partij willen?  

Variabele vergoeding – bijvoorbeeld 2 cent per 
kWh, willen kosten wegnemen voor klanten, niet 
voor eindgebruikers 

 
Zijn er vervolgstappen afgesproken? 
Over twee weken contact opnemen (namens de TU studente dan weet die het wel weer zei 

die). Ik heb gezegd dat we graag een BuCa voorleggen aan hem of partijen waar we namens 

hen aan gekoppeld zouden kunnen worden 

- Mogen zeker benaderen: expertise benadrukken en kosten (overname) concreet noemen! 

Waren er nog opvallendheden? 
- Was kritisch (wel leuk, vooral omdat ik student ben denk ik) 

 
Company 2 
Probeer nog een keer langs te komen om iemand van asset management te spreken 

Vond het “spannend” maar wel interessant, duurzaamheid leek niet echt een prio maar wel 

interessant 

Company 3 
Welk type partij is dit?   Investeerder, ze financieren alleen vastgoed 

maar hebben zelf niks met de ontwikkeling te maken 
 
Heeft de partij al laadinfrastructuur?     niet van op de hoogte 
 
Waar wil de partij met name in ontzorgd worden?  

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  onduidelijk 
 Wat vindt de partij van onze propositie?  
 
Zijn er vervolgstappen afgesproken? 
 
mailen met info en verzoek met of we een geschikte contactpersoon kunnen krijgen 
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Waren er nog opvallendheden? 
 

Heeft uitgelegd hoe bank algemeen werkt: financieren projecten van klanten en beoordelen 

haalbaarheid. Duurzaamheid en energie kan hierin een factor zijn. Snapte de BuCa niet 

helemaal, want wij zijn zelf geen vastgoedpartij maar willen daar wel graag mee in aanraking 

komen. Is zeker bereid ons naar de juiste partij te sturen, waarschuwde voor vastzitten in 

systeem dus wil ons liever met duidelijk verhaal in 1x naar de juiste partij sturen.  

  

Company 4 
Naam van de partij (en contactpersoon) : Vesteda - Gesproken met commercie en asset 

management/operations 

Welk type partij is dit?   beheerder 
 
Heeft de partij al laadinfrastructuur?     ja 

Is dat uitbesteed of in eigen beheer?    uitbesteed 
Aan welke partij(en) is dit uitbesteed?    WeDrive Solar, in 

raamovereenkomsten. Ze verhuren parkeerplekken en deze partij fixt dan ook auto’s in 
hetzelfde contract. 

Zijn er op- of aanmerkingen over de huidige partijen?  Onze ontzorging en slim 
laden missen bij de huidige partij 

 
Waar wil de partij met name in ontzorgd worden?   Hele proces (wilden ook snelle 
doorlooptijd van offerte) 

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  (nee/onduidelijk) 
 Wat vindt de partij van onze propositie?  
 
 
Welke elementen vind de partij belangrijk?  Contact met huurders bij storingen 

Slim laden op een krappe netaansluiting 
Vergoedingsvorm (iets aan overhouden, 
gecompenseerd worden voor tijdsinvestering of 
ontzorgd worden 
24/7 beheer van laadinfrastructuur (en 
beschikbare monteurs) 

  
Welke vorm vergoeding zou de partij willen? Geen vergoeding – zo laag mogelijk 

laadtarief voor de huurder 
Wist wel wat prijzen van concurrenten waren, hier is tarief dus wel erg belangrijk (maar wist 
niet dat verschillen in publieke sector bijvoorbeeld ook erg groot zijn tussen steden) 
 
Zijn er vervolgstappen afgesproken? 
Waren er nog opvallendheden? 
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Willen een standaard proces zien, van berekening van gebruik tot installatie tot tarief voor 

gebruiker. Wilde tarief specifiek weten (maar was niet helemaal bewust van de grote 

verschillen binnen Nederlandse energiecontracten). Toen ik wees op online tool en 

standaard offerte was dat dus precies wat hij bedoelde. Een doorlooptijd van twee weken 

klonk ook goed (dit benadrukken, b2b quickscan is hier interessant!) 

  

Algemene indruk: niet heel erg open, maar wel geïnteresseerd in onze USP’s. Geen 

contactgegevens kunnen krijgen en weet niet hoe serieus hij me nam. Zag het meer als 

marktonderzoek dan potentiële samenwerking.  

 Company 5 

 Welk type partij is dit?   Ontwikkelaar en beheerder 

 
Heeft de partij al laadinfrastructuur?     Hebben nu platform haylee 

(?) van PON(?) 

Is dat uitbesteed of in eigen beheer?    uitbesteed 
Aan welke partij(en) is dit uitbesteed?    (PON, maar dus 

onduidelijk, nu nog een klein aspect van de projecten die ze doen) 
Zijn er op- of aanmerkingen over de huidige partijen?  Nu niet heel bewust mee 

bezig 
 
Waar wil de partij met name in ontzorgd worden?   Heeft zelf geen technische kennis       
(en geen kennis van wetgeving) 

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  ja 
 Wat vindt de partij van onze propositie?  
 
 
Welke elementen vind de partij belangrijk?  ontzorgd worden 

24/7 beheer van laadinfrastructuur (en 
beschikbare monteurs) 

  
Welke vorm vergoeding zou de partij willen? Geen vergoeding – zo laag mogelijk 

laadtarief voor de huurder 
Besteden huidige buca’s al uit, willen volledig ontzorgd worden (medium tevreden met 

huidige partij). Laag tarief voor bewoners is het belangrijkst, momenteel is vergoeding voor 

hebzelf relatief zo klein dat het niet heel veel uitmaakt 

 
Zijn er vervolgstappen afgesproken? 
Wij contacteren ze, benieuwd naar technische kant van operations, vanaf wanneer worden 

wij meegenomen in proces? Garage vaak al gebouwd en uitbesteed aan andere partij 

 
Waren er nog opvallendheden? 
Gaan vanaf september vol inzetten op familiewoningen op grote schaal 

Staan zeker open voor nieuwe partners! Willen BuCA horen 
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Company 6 
  

Enthousiaste man, vond mn pitch goed. Op hun site moeten we kijken naar b-right. Zij zijn 

operations en gaan hierover (op de beurs staat alleen sales van studenten- en 

vluchtelingencomplexen) 

Company 7 
Welk type partij is dit?   adviseur 
 
Heeft de partij al laadinfrastructuur?     Ja, bij sommige projecten 
is dit al het geval, niet per se iets waar ze vaak/bewust mee bezig zijn 

Is dat uitbesteed of in eigen beheer?    uitbesteed 
Aan welke partij(en) is dit uitbesteed?    Wisten ze niet (geen 

standaard proces in elke opdracht) 
Zijn er op- of aanmerkingen over de huidige partijen?   

 
Waar wil de partij met name in ontzorgd worden?   Het hele proces, hebben zelf geen 
kennis hierover 

 
Staat de partij open voor (aanvullende) laadinfrastructuur?  (ja, moeten nog wel de 
juiste contactpersoon vinden hiervoor denk ik 
 
 Wat vindt de partij van onze propositie?    Interessant, fijn om in hele 
proces ontzorgd te worden en al vroeg meegenomen te worden bij het ontwikkelen van 
vastgoed 
 
 
Welke elementen vind de partij belangrijk?  (Vermijden van) capex investering 

Uptime (vermijden van downtime) 
Vergoedingsvorm (iets aan overhouden, 
gecompenseerd worden voor tijdsinvestering of 
ontzorgd worden 
24/7 beheer van laadinfrastructuur (en 
beschikbare monteurs) 

  
Welke vorm vergoeding zou de partij willen?  

Eenmalige vaste vergoeding – prijs per geplaatst 
laadstation 

 
Zijn er vervolgstappen afgesproken? 
Waren er nog opvallendheden? 
 

Vond het interessant, maken volledige plannen en begeleiden soms ontwikkeling. Had nu 

toevallig een case waarbij dit speelde maar geen technische kennis. Ontzorgen en volledige 

overname van dit soort projecten (zonder eigen investering) klonken interessant.  

 Ze heeft mijn gegevens en zou contact opnemen, zelf ook nog even achteraan gaan met 

concreet voorbeeld. Zou ook een goede brug zijn naar directe klanten! 

> Ik heb inmiddels een mail gekregen 
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Company 8 
 Wij nemen contact op, nog erg koud. Laat een concrete BuCa zien en wat voor soort klanten 

we willen 

 Jong bedrijf, eerste keer op deze beurs. Verkopen en beleggen onder de radar (vrij high-end 

lijkt het). Vonden het ‘as a service’ interessant als extra usp voor klanten. Zouden ook een 

mooi bruggetje zijn naar andere partijen die wel ontwikkeling doen. Waren redelijk 

enthousiast, iig open voor gesprek.  

Company 9 
Bekend met laadinfrastructuur, werken al samen met vijf andere partijen (Batenburg, Joulz…) 

 Staan nu niet open voor nieuwe partij. Zouden laadpalen willen kopen, huidige partijen 

bieden alleen huurovereenkomst aan 

Company 10 
Waren enthousiast. Doen advies en begeleidding van ontwikkeling, helemaal op 

duurzaamheid gefocust. Komen zeker in aanraking met laadinfra. Zowel bij nieuwbouw als 

renovaties.  

 Zeker nog een keer langsgaan om iemand in projectontwikkeling te spreken 

 EPBD 4 wet voor nieuwbouw? 

Company 11 
Met dame gesproken die verwees naar Albert, Gaat over laad infra bij oa kantoren. Voor 

winkels geldt dat er slechts 1-2 parkeergarages in het portfolio zitten en dat die verhuurd 

worden aan Qpark met hun partners.  

Company 12 
Relevant contactpersoon helaas afwezig, contactgegevens verkregen: 

Company 13 
Woningen en winkels 

Hebben meerdere aanbieders, waaronder Dutch charging  

Mogen er zelf niet aan verdienen (?), dus dat is geen behoefte  

Later langskomen  

Company 14 
Versnipperd landschap, laadinfra 

Eerste keer dat ze dit type uitbesteding doen  

XX noemt locatie naast XX, glazen gebouw met 450 parkeerplaatsen  

Met name multi tennant is aanleiding, wirwar voorkomen en overzicht creëren.  
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Company 15 
is grond aankoop/verkoop begeleider, geen vastgoed beheerder. Richten zich met name op 

woningbouw. Geen match.  

 

General observations 
Provada was a very large trade fair where I spent two full days, one of which was on my own. 

The notes from companies 1 to 10 were obtained solely by me; the other notes were 

gathered on the day I spent together with colleagues from the B2B team. Aside from 

possible new leads that were initiated at the fair, I gained a general view of the way of 

working in real estate: 

- Men dominate the real estate market. As a woman, I felt as if I was not taken 

seriously. Only after I convinced people of my technical knowledge and involvement 

in charging infrastructure within real estate were people open to networking with me. 

My male colleagues had different experiences than me and felt less obstruction to 

network.  

- Personal network is essential to generate leads within real estate. It was challenging 

to create new connections, even at a networking event. 

- Companies in real estate are heavily profit-focused. Before elaborating on Equans’ 

proposition, profit margin and charging price need to be discussed. 

- Communication is kept very professional. People wear business smart attire, hand 

out traditional business cards, and like to plan introductions rather than talking 

spontaneously.  

- Sustainability is often viewed as a trend or an inconvenience. Without clear financial 

or legislative benefits, most are not interested in sustainable development.  

 

-             
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Appendix C – Competitor Brand DNAs 
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Appendix D – Interview guide customer interviews 
Praktische info: 

Mag ik dit gesprek laten transcriberen? 
Wat is je functie? 
(Wat is de relatie/geschiedenis tussen Equans e-mobility en [bedrijf]?) – van te voren 
checken 
Wat voor partij is [bedrijf]? (beheerder/ontwikkelaar/huurder/eigenaar/adviseur/etc.) 
  

Pains & Gains 

Wat is jullie huidige situatie mbt laadinfrastructuur? 

Is dat in exploitatie? (zo ja, bij wie?) 
  
Hoe tevreden bent u als adviseur daarover?/ Hoe tevreden zijn uw klanten of 
opdrachtgevers daarover? 
 En waarom wel of niet voor exploitatie gekozen? 
  
Wat zou u nu willen veranderen? 
  

Thema’s & trends 

Wat waren jullie redenen om laadinfra te faciliteren?/Wat waren de redenen van uw klanten 

om laadinfra te faciliteren? 

Belang van duurzaamheid (intrinsieke motivatie of imago verbetering?)/(BREEAM) 

certificering/wetgeving/etc. 

Welke rol speelt duurzaamheid in de ontwikkeling van uw organisatie? 

Netcongestie/energietransitie/stikstofproblematiek/verduurzaming bouw en 

wagenpark 

Komt dat overeen met de algemene visie hierop in de vastgoedwereld/commercial 

real estate? 

Welke rol heeft wetgeving op de verduurzaming van uw panden? 

BREEAM/Energielabel C op kantoren/The Green deal/corporate sustainability 

reporting/MMIP/LEED/RED III 

Kanalen 

Hoe begint bij jullie het proces van het verzorgen van laadinfrastructuur? 

Gaat dat via een tenderproces? Of besloten uitvraag aan de markt? 
Waarom zou een tenderproces gewenst zijn voor jullie? 
Hoe zet je een tender/besloten uitvraag in de markt? 
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Hoe zijn jullie bij de huidige exploitant of installateur terecht gekomen? 

Decision making unit 

Kunt u me meenemen in het proces van het kiezen van een partij die laadvoorzieningen voor 

u faciliteert? 

Wie zijn betrokken in de keuze? En wie moeten geconsulteerd worden voor er 
een beslissing gemaakt kan worden? 
Wie maakt de eindbeslissing in dit proces?  
Hoe lang bent u in contact met een exploitant/laaddienst aanbieder voor er 
een beslissing gemaakt kan worden? 

  

Propositie  

Kunt u de volgende propositie-aspecten op volgorde van belang zetten? 

Laadprijs/het aanbieden van een laadprijs 
Aantal laadpunten dat geïnstalleerd wordt 
HBE subsidies  
Circulariteit 
(Doorlooptijd) 
Back-office systeem/inzicht in verbruik en prestaties van laadplein 
Uptime/betrouwbaarheid van de laders 
Kwaliteit van de installatie 
Balanceren van energieverbruik met het pand (slim laden) 
➢ Prijs/eindgebruiker/duurzaamheid/techniek 

  

Waarom zijn bepaalde aspecten belangrijker dan anderen? 
(noteer: waar heeft partij kennis van?) 
  
Ben ik aspecten vergeten van laadinfra en beslissing daaromtrent die voor jullie van belang 

zijn?  
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Appendix E – Brainstorm B2B manager 
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Appendix F – Communication channel costs 
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Appendix G – Roadmap, Proposal framework, and 

proposition one-pagers 
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Appendix H –Interview guide customer validation 

Interview guide customer validation 
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Notes customer validation results 
First, assumptions on market drivers were tested. Since the designs within the market entry 

strategy were based on specific market drivers these were validated before the final 

deliverables. In the competitive environment analysis, a list of market drivers  found. These 

can be summarised in three main subjects: 

- Sustainability 

- Energy usage 

- Legislation 

In the validation interviews, customers were shown the overview of motivations in Figure 79. 

They were asked if they could relate to these motivations and if they missed any. 

 

Figure 79: Motivations shown in customer validation interviews 

As the main answers in Figure 80 show, value retention was missed in this overview, as 

‘future readiness’, ‘investment properties’, and ‘company continuity’ are subjects that are part 

of value retention. The influence of legislation and certifications was emphasised.  
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Figure 80: Results validation – customer motivations 

Next, the two main customer journeys were validated. Customers were shown the overview 

of Bottom-up and Top-down DMUs in Figure 81. They were asked if they recognised these 

DMUs and where they would place themselves. 

 

Figure 81: Bottom-up and Top-down DMUs 

The main results in Figure 82 show Decision influencers put themselves in the Top-down 

DMY. Danone forms an exception, as they have experience with both DMUS. However, 

currently they view themselves in Bottom-up DMU.  
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Figure 82: Results validation – DMUs 

Next, customer’s needs within Equans’ proposition were looked into. As the market entry 

strategy does not involve changing the core proposition, it does contain assumptions on 

what parts of the proposition need to be emphasised in the proposal. Figure 83 shows three 

different fictional propositions. Customers were asked which is most attractive to them and 

why. 

 

Figure 83: Fictional propositions 

The results in Figure 84  show customers do not choose one of these propositions, but they 

do have specific preferences within them. Uptime is viewed as an average value, as long as 

the lower threshold is around 90 per cent this is viewed as sufficient. Charging price was not 

mentioned as a decisive factor, as long as it is reasonable to explain to renters. Exploitation 

term was a decisive factor, all customers preferred a shorter term with a possibility to 

lengthen it.   
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Figure 84: Results validation – propositions 

After aspects within the proposition, the step was made to the proposal surrounding it. First, 

the general impression of Equans on customers was validated. Figure 85 shows four 

mission statements. These belong to Equans e-mobility, Eneco, Shell Recharge and 

Vattenfall. Customers were asked which statement spoke most to them. All customers 

chose Equans’ slogan, ‘’Carefree charging, always on the go’’. However, ‘’Easy and affordable 

charging,’’ Vattenfall’s slogan, was mentioned as being attractive.   

 

 

Figure 85: Mission statements 

 

Without telling them which statement belongs to Equans, the general impression Equans 

has left on them was asked. Figure 86 shows that Equans was experienced as friendly, 

professional and honest.  
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Figure 86: Results validation – impression of Equans 
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Appendix I – Customer validation results 

Danone 
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Appendix J – Internal validation workshop results 
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Appendix K – SWOT analysis 
To summarise possible strategic directions based on the results of the discover phase, a 

SWOT analysis is conducted, as seen in Figure 87 (Cascade.nl, 2024; Cooper, 2015). 

 

Figure 87: SWOT analysis for Equans’ B2B within corporate AC charging 

As this SWOT analysis shows, marketing outings and a lack of a clear market entry strategy  

form weaknesses for Equans B2B. Especially when looking at the threat of a highly 

competitive market it is important to have strategic direction that helps Equans stand out 

from competition through marketing outings and brand identity. Marketing and 

communication outings will, therefore, be part of the framework created through this project. 

On the other hand, the diversification, and therefore risk distribution, of the B2B team’s 

portfolio offers fruitful opportunity to gain market share. This is emphasised in the 

framework and market entry strategy.  
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Appendix L – Project brief 
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Appendix M – Expected internal growth within scope 
(confidential) 

Appendix N – Internal document excerpts (confidential) 

Appendix O – External expert interviews (confidential) 

Appendix P – Internal expert interviews (confidential) 

Appendix Q – Customer interviews (confidential) 

Appendix R – Validation interviews (confidential)  

Appendix S – Codes customer interviews (confidential) 


