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SECTION 00

Disclaimer & Use of This Document

This document has been prepared by Northline Research for demonstration, research and business planning purposes. It
shows the structure and analytical depth of a possible client deliverable, not a recommendation on an actual company,
transaction or investment.

The analysis may rely on publicly available information, third-party sources and illustrative assumptions available at the date of
preparation. Northline Research has not independently audited or verified all information and makes no representation or
warranty, express or implied, as to its accuracy or completeness.

This document does not constitute legal, tax, accounting, financial, investment or other regulated advice. It should not be
relied upon as the sole basis for investment, lending, acquisition, strategic or operational decisions.

Any forecasts, estimates, scenarios or financial assumptions are illustrative and should not be interpreted as guarantees of
future performance, revenue, funding, profitability or commercial outcome.

To the fullest extent permitted by applicable law, Northline Research accepts no liability for losses arising from reliance on this
document or from decisions made based on its contents.
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SECTION 01

Executive Thesis

This sample business plan evaluates a hypothetical Al-assisted property management platform for
independent landlords. The product would help small portfolio owners coordinate rent dates, documents,
maintenance requests, tenant communication and recurring administrative tasks without adopting enterprise
property management software.

The commercial thesis is deliberately narrow. Many small landlords operate in the gap between informal tools and
professional systems: spreadsheets, email, calendar reminders, folders, WhatsApp threads and occasional accounting
support. That setup can work for one property, but the friction compounds when the landlord manages multiple units, tenant
changes, repairs, documents and deadline-sensitive obligations. The business opportunity is to turn fragmented admin into a
weekly operating view that is useful before any advanced automation is built.

The strongest wedge is not a generic Al product. It is a landlord operating layer that shows what is due, what is missing, which
maintenance issues are open, which tenant communications require follow-up and which documents need review. Al should
support drafting, summarising and tagging; it should not be positioned as legal advice, tenant scoring, financial advice or
automated decision-making.

Decision view Primary buyer Commercial risk

Worth validating if the product stays Independent landlord with 2-15 units and Support and setup work become heavier than
workflow-led, trust-led and narrow. recurring admin pressure. subscription revenue.

Best wedge Likely pricing Validation gate

Weekly dashboard, document control and Low monthly subscription plus tightly scoped Paid pilot evidence before building a full software
maintenance follow-up. setup option. platform.

NORTHLINE VIEW The venture is attractive only if it sells operating clarity before it sells automation. Small landlords may
not pay for abstract Al, but they may pay to reduce missed admin, forgotten follow-ups and portfolio mess.

SECTION 02

Market Context

The Netherlands is a useful test market because it combines a large housing base, meaningful rental stock,
high housing pressure and a regulatory environment that makes property administration more serious. These
facts support exploration, but they do not prove demand for a specific tool.

Statistics Netherlands reported approximately 8.3 million homes in the Netherlands in 2024, including around 3.5 million
rented homes. Government.nl explains that Dutch rental housing includes social and private rented housing, with private rental
arrangements giving landlords and tenants more freedom to agree rent and service conditions within legal limits. CBS also
reported contraction in the private rental sector in 2024. This creates a nuanced planning signal: the private landlord base may
be under pressure, yet the landlords who remain may have stronger reasons to manage their portfolios professionally.

The planning implication is that a broad market-size story would be misleading. The addressable market is not every home
and not every tenant. It is the subset of independent and semi-professional landlords with enough recurring operational friction

to care, enough retained economics to pay, and not enough scale to justify heavier enterprise systems or outsourced property
management.

8.3m 3.5m Pressure Narrow
HOUSING STOCK RENTED HOMES PRIVATE RENTAL WEDGE LOGIC
Approximate Dutch homes in 2024 Approximate rented stock Sector contraction signal Segment beats broad TAM
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Illustrative market signal strength

Rental operating complexiy I, -
Regulatory caution I -
Willingness to pay uncertainty _ 60

Enterprise software fit 42

MARKET IMPLICATION Use macro housing data for context only. The real business plan must prove that a narrow
landlord segment has painful recurring admin and will pay for workflow support.

SECTION 03

Problem Definition

The core problem is not that landlords lack tools. The problem is that the tools are fragmented and do not
create one reliable operating rhythm.

A small landlord can easily have rent records in a spreadsheet, lease files in cloud storage, reminders in a calendar, tenant
messages in email, contractor updates in messaging apps and expense notes somewhere else. None of these tools is wrong
in isolation. The weakness is that they do not produce a single view of what needs attention this week. The result is mental
load, repeated checking, missed follow-ups, document confusion and reactive maintenance handling.

The business should define the pain in operational terms: missed dates, slow repair follow-up, unclear document status,
tenant communication gaps and lack of portfolio-level visibility. This is more credible than claiming that Al will transform
property management. The buyer needs a tool that reduces anxiety and admin drift, not a black-box assistant making
sensitive decisions.

Predictive
Controlled Pattern-led planning
Tracked Weekly operating view
Manual Tasks and documents

Email, notes, memory

The commercial wedge is the move from scattered landlord admin to a weekly portfolio operating rhythm.

Operational Effect Planning Implication

Fragmented records Lease documents, invoices, reminders and Start with a unified property file and weekly action view.
messages sit in separate tools.

Maintenance follow-up gaps Requests can remain unresolved or poorly Include ticket status, vendor notes and escalation reminders.
documented.
Deadline uncertainty Rent, renewals, inspections and document checks  Prioritise reminders and exception flags before advanced analytics.

depend on memory.

Sensitive decision risk Legal or tenant-related decisions can create Use Al only for drafting, summarising and organising.
liability if automated.

Economic pain Human pain Product wedge

Time lost, avoidable mistakes, slower repairs The landlord keeps re-checking tasks because Convert scattered admin into a weekly portfolio
and weaker portfolio discipline. no system feels reliable. operating rhythm.

SECTION 04
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Target Customer Segments

The best first customer is not every landlord. It is the landlord with enough portfolio complexity to feel
recurring pain, but not enough scale to already use professional systems.

Single-property landlords may feel pain only around tenant changes, repairs or tax periods. Semi-professional owners with
5-20 units have stronger recurring needs but may require more robust reporting. Small property managers may have larger
budgets, but they also need team permissions, client reporting and more formal operating workflows. The first wedge should
therefore prioritise independent landlords with 2-15 units, especially those already using spreadsheets and manual reminders.

Single-unit landlord Low-medium Low willingness to pay unless setup is  Simple use case but low expansion
almost effortless. potential.

Independent landlord Medium-high Can pay if time savings and reduced Best fit for guided dashboard and High
mistakes are concrete. templates.

Semi-professional owner High Can support higher plan if reporting Good second-stage target after MVP Medium-high
quality is strong. proof.

Small property manager High Higher budget but higher Defer unless a paid pilot appears. Medium

requirements.

High product fit

.Proposed wedge

.Independent landlord
.Semi—pro owner

Small manager

Single-unit
Low product fit
Low portfolio complexity High portfolio complexity
Portfolio size 2-15 units with recurring tenant, rent, document and One casual rental with low admin frequency.

maintenance tasks.

Admin baseline Currently uses spreadsheets, email, folders or calendar Already has a trusted property management stack.
reminders.

Buyer motivation Wants clarity and fewer missed tasks. Only asks for Al novelty with no operational pain.

SECTION 05

Buyer Journey

The buyer journey is triggered by administrative discomfort, not by a planned software procurement process.

The likely user is also the buyer: an owner who manages rentals part-time, a portfolio owner who wants more control, or a
small operator who is not ready to outsource property management. The decision is emotional and practical at the same time.
The buyer wants to feel that nothing important is falling through the cracks, but will not tolerate a complex setup that feels like
another job.
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Trigger Search Setup Habit Expand

Task missed or repair delayed ¥ Looks for simple system ¥ Adds units and documents ¥ Weekly action review ¥ More units and reports

The product should create value during the first setup session, then become useful through a weekly review habit.

Journey Stage Requ"ecj Proof

Trigger Why am | still managing this across five tools? Show before/after operating view.

Evaluation Will this take hours to configure? Offer guided setup and default templates.

Pilot Will I actually use this weekly? Deliver action summary and visible open issues.
Expansion Does this reduce repeat admin? Show recurring task closure, response time and document

completeness.

BUYER PSYCHOLOGY The buyer is not running a formal procurement. Trust, clarity, setup speed and concrete examples
matter more than a long feature list.

SECTION 06

Product Concept

The product should be framed as a landlord operating dashboard, not as an automated landlord or legal
assistant.

The concept combines property profiles, tenant records, rent reminders, lease document checklists, maintenance tracking,
vendor notes, communication templates and a weekly action summary. Al can help tag issues, summarise conversations,
draft messages and highlight missing information. Human review remains central. That distinction protects trust and avoids
making claims the product should not make.

Documents Maintenance

Rent
Tenant messages

Portfolio tasks . .
Compliance reminders

Vendors

The product should connect operational fragments into one reviewable rhythm, not attempt to automate sensitive landlord decisions.

System of record System of action System of trust
Each property has a controlled file for tenants, The weekly view converts static records into Sensitive outputs remain editable, reviewable
dates, documents and open issues. reminders, tasks and follow-ups. and clearly outside legal advice.
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Control layer Permissions, audit trail, privacy settings and advice boundaries

Data layer Properties, leases, invoices, messages, maintenance notes, uploads
Intelligence layer Summaries, issue tagging, missing-info flags, repeat-pattern detection
Workflow layer Tasks, reminders, document status, maintenance tickets, templates
User layer Portfolio dashboard, weekly action email, tenant and vendor views

PRODUCT PRINCIPLE Start from the admin the landlord already has. The first win is not prediction; it is a clean weekly
view that reduces checking, chasing and forgetting.

SECTION 07

MVP Scope

The MVP should be narrow enough to launch quickly and useful enough to test paid demand. It should not
become a full property management suite.

The proposed MVP includes property records, rent and renewal reminders, document checklist, maintenance request tracker,
vendor notes, weekly action summary and Al-assisted drafting for routine messages. It should delay accounting integrations,
automated legal interpretation, tenant screening, marketplace features and advanced rent optimisation. Those features
increase risk, setup and support load before willingness to pay is proven.

High feasibility

‘eekly summary

@voc checkiist
g?ent reminders
.\/Iainte nce tracker
@ drafts
*ccounting sync
.Tenant screenimg
@-cual advice

Low user value High user value
include in MVP Explicmy Avold
Property dashboard, document checklist, reminders,  Accounting integrations, marketplace workflows, Legal advice, tenant scoring, automated disputes,
maintenance tracker, vendor notes and editable advanced analytics and multi-role property tax advice and unreviewed sensitive decisions.
message drafts. manager features.
Manual import before integrations Reduces engineering dependency and tests whether the output ~ Time to first useful dashboard.

is valuable.

Default templates before custom Keeps onboarding fast and repeatable. Share of users adopting template without custom
workflows changes.
Weekly review before alerts Builds habit without notification overload. Weekly active review rate.

SECTION 08

Implementation Workflow
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Implementation must feel like a guided setup, not a software project.

The first pilot should request a limited set of inputs: property list, tenant start dates, lease documents, recurring payment
dates, maintenance history and open tasks. The customer should receive a first dashboard quickly, even if the backend is
partly manual. This reveals where value is created and which manual steps should later become product features.

Scope Import Organise Review Decide

Select properties ¥ Docs and dates ¥ Tasks and status ¥ Weekly action view ¥ Keep, expand or stop

The pilot should convert messy inputs into a useful operating view before deeper automation is built.

ACtIVIty OUtpUt

Portfolio intake, admin pain interview and Baseline admin map. Is the pain repeated and concrete?
document inventory.

2 Property setup, checklist creation and reminder First operating dashboard. Can setup be completed quickly?
configuration.
34 Weekly review with landlord and maintenance Action summary and usage evidence. Does the user return weekly?
tracking.
5-6 Pricing and continuation discussion. Paid continuation decision. Will the user pay after seeing output?
Implementation promise Scope guardrail Proof artifact
Useful dashboard after first setup cycle. No custom legal, tax or tenant decision advice. Before/after view of portfolio admin quality.
SECTION 09

Competitive Landscape

The competitor set includes spreadsheets, email, task apps, accounting tools, consumer landlord tools,
professional property management systems and outsourced property managers.

The proposed venture should not compete with enterprise property management systems feature by feature. Those tools are
designed for larger operators. The more attractive position is between spreadsheet chaos and professional property software:
a guided operating layer for landlords who want clarity without complexity. The product must be easier to start than a PMS and
more property-specific than a generic task tool.

High landlord fit

.Proposed product

Enterprise PMS

.Landlord apps
.Accounting tools
Task apps
Spreadsheets
Low landlord fit
Simple / manual Complex / integrated
Alternative Strength Positioning Response
Spreadsheets Free, flexible and familiar. No structured reminders, document control ~ Keep flexibility but add operating discipline.

or portfolio view.
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Alternative Strength Positioning Response

Task apps Easy reminders and collaboration.  No landlord context or default workflows. Provide property-specific templates.

Accounting tools Useful for transactions and Weak on tenant communication and Own the operating layer before accounting.
bookkeeping. maintenance workflow.

Enterprise PMS Deep functionality for Too heavy for small landlords. Offer the 20 percent that small portfolios
professionals. actually use.

COMPETITIVE WEDGE The product should win because it reaches the first useful landlord operating view faster than
alternatives, not because it has the longest feature list.

SECTION 10

Positioning Strategy

The positioning should be practical, conservative and trust-led. The product is a structured way to keep
property administration under control.

A credible promise would be: know what needs attention across your properties this week. This message avoids overclaiming
and connects the product to a real administrative routine. Al can appear in the supporting copy as a way to organise,
summarise and draft, but the headline should remain operational. Small landlords are more likely to trust a tool that helps them
stay in control than one that promises to automate everything.

Message Pillar What It Says Why It Works

Control See rent, documents, repairs and follow-ups in one Addresses immediate mental load.
place.

Simplicity Start from your existing files, dates and notes. Reduces setup fear.

Human review Al helps draft and organise; you make the decisions. Builds trust and reduces liability.

Professional rhythm Review the portfolio weekly instead of reacting late. Turns the product into a habit.

Bad headline Better headline Reason

Al property manager that automates your rental A weekly operating dashboard for independent The second promise is narrower, safer and more

business. landlords. believable.
Landlord Know what needs attention this week. Weekly action summary and open-task view.
Portfolio owner Reduce admin drift across multiple units. Document completeness and issue tracking.
Advisor partner Help clients keep property records cleaner. Checklist output and exportable summaries.
SECTION 11

Business Model

The model should combine recurring subscription revenue with a tightly scoped setup service.

The subscription should be inexpensive enough for a small landlord to decide without a long sales cycle. However, low price
creates a support problem: the business cannot afford heavy onboarding at EUR 19 per month. The solution is to separate
ongoing software access from optional setup, cap setup scope and avoid custom advisory work. Any repeated setup task
should become a template or product feature.

Starter subscription EUR 19-29/month Entry for 1-2 units with core reminders and dashboard.  Low if self-serve works.
Portfolio subscription EUR 49-99/month Multi-unit landlord with documents, maintenance and Medium if support rises.
reporting.
Guided setup EUR 149-299 one-off Imports properties, dates and document checklist. High if scope is uncapped.
Partner tier Quoted later Accountants or bookkeepers serving landlord clients. Unknown until channel demand is
validated.
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Preferred revenue quality

18

Custom advisory

Good revenue Acceptable revenue Dangerous revenue
Recurring workflow access tied to weekly use. Controlled setup that accelerates activation. Unbounded custom admin, legal or tax support.
SECTION 12

Pricing Architecture

Pricing should mirror portfolio complexity and support cost.

The entry plan should be priced for a simple decision. The growth plan should be tied to unit count, recurring tasks, document
volume and reporting needs. Setup should be optional but visible, because many users may want help organising their first
property data. The business should avoid unlimited support, unlimited document review or any wording that implies legal
checking.

Starter Portfolio Setup
EUR 19-29/month EUR 49-99/month EUR 149-299 once
1-2 units, reminders, document checklist and 3-15 units, maintenance tracker, templates and Property import, checklist setup and first
weekly action summary. stronger reporting. dashboard preparation.
Charge by unit complexity Value rises with properties, documents and recurring  Improves expansion revenue.
tasks.
Cap setup scope Manual organisation can consume margin quickly. Protects early profitability.
Separate regulated areas Legal, tax and tenant decisions carry liability. Keeps product positioning clean.
Offer pilot credit Reduces perceived risk while preserving payment Improves validation quality.
behaviour.

PRICING DISCIPLINE A cheap subscription cannot include expensive human work. Low price and custom support do not
belong in the same plan.

SECTION 13

Unit Economics

The main economic question is whether onboarding and support can be kept low enough for recurring
revenue to matter.

Early customers will likely need help collecting documents, setting reminder logic and deciding how maintenance requests
should be tracked. That work is acceptable in a pilot, but it must be categorised and reduced. Every manual task should be
labelled as template, automate, remove or price separately. If after ten customers the product still requires repeated custom
judgement, the business behaves like a service business.

Average monthly revenue per EUR 42 EUR 24 Depends on unit count and plan mix.
account
Gross margin after setup 78-88% 55-68% Falls quickly if support remains manual.
Setup payback Immediate with setup fee 2-4 months without setup Setup pricing protects cash flow.

fee
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Monthly churn 3-5% 8-12% Habit formation is the key retention lever.

Support time per account Under 20 min/month 60+ min/month Support load decides scalability.

ECONOMIC CONSTRAINT Do not sell a EUR 29/month product through a support model that requires manual document
sorting, custom explanations and ongoing landlord admin help.

Margin lever Retention lever Expansion lever

Use import templates, default checklist logic and Make weekly review useful enough to become a Price by units, reporting depth and advisor
standard reminder categories. habit. workflows.

SECTION 14

Go-To-Market

The go-to-market should start with trust and specificity. Broad Al advertising is unlikely to work before the pain
message is proven.

The first channels should be low-cost and evidence-driven: direct outreach to landlord communities, content around admin
checklists, partnerships with accountants or bookkeepers, and a simple demo showing before/after portfolio control. Paid ads
should wait until landing-page conversion and pricing language are tested. The first goal is not scale; it is proof that a
repeatable path from admin pain to paid pilot exists.

Target independent landlords 500 accounts
Pain-led outreach / content 150 engaged
Discovery conversations 35 calls

Paid pilot offers 8-12 proposals
Initial paid pilots 3-5 wins
Direct outreach Portfolio admin audit. Allows precise targeting and direct pain 50 tailored messages.
discovery.
Landlord content Admin checklist and document readiness ~ Captures intent around recurring problems. Publish 5 focused pages.
guide.
Advisor partners Cleaner client records before accounting Borrowed trust and referral potential. 5 advisor interviews.
work.
Paid ads Only after message-market fit. Can scale later but wastes money early. Hold until organic tests convert.
First offer First proof First channel bet
A landlord admin audit with paid pilot path. Dashboard mockup using sample property data. Founder-led outreach to one narrow landlord
persona.

SECTION 15

Sales Process

The sales process should qualify pain quickly and avoid users who only want free organisation work.

A good prospect can describe recent admin friction, current tools, number of units, document pain and maintenance follow-up
issues. A poor prospect is merely curious about Al or wants someone to organise records without paying. The sales process
should move from problem evidence to pilot scope to paid commitment. Free discovery is acceptable; free implementation is
not.
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Qualify Diagnose Scope Pilot Continue

Units and pain ¥ Docs and tasks ¥ Pilot workflow ¥ Weekly dashboard ¥ Plan and setup

The process protects time by identifying whether the landlord has real recurring pain and willingness to pay.

Qualification Criterion Strong Signal Weak Signal

Admin pain Missed reminders, messy documents, slow maintenance Vague interest in Al.

follow-up.
Portfolio complexity Multiple units or repeat tenant events. One simple rental with little activity.
Buyer control Landlord can decide and pay directly. No decision-maker access.
Pilot commitment Willing to pay for setup or continuation. Only wants free organisation.
SECTION 16

Operating Model

The operating model should be built around repeatability and risk boundaries.

A practical early operation can be semi-manual: one founder handles discovery, setup and weekly review while using
templates to identify repeatable workflows. This is useful only if the manual work is measured. The product roadmap should
come from repeated tasks, not from imagined feature breadth. Legal, tax, tenant-screening and dispute-related questions
should be routed outside the product boundary.

First 6 Months Scale Requ”ement

Product Dashboard, reminders, checklist, Self-serve onboarding and template library. Overbuilding before paid
maintenance tracker. evidence.
Implementation Guided setup with strict checklist. Repeatable import and onboarding workflow.  Manual work hidden inside setup.
Sales Founder-led discovery and pilots. Narrow persona and proof materials. Attracting low-value users.
Support Office-hours style support and knowledge Self-serve help and automated checks. Support becoming property admin
base. service.
Commercial ICP, outreach, partner pipeline, pilot conversion
Engineering Dashboard, workflow engine, permissions, privacy controls
Product operations Templates, import QA, reminder rules, usage monitoring
Customer success Setup checklist, weekly review, support boundaries
SECTION 17

Financial Scenario

The scenario below is illustrative and intended to show assumption logic. A full client deliverable would
include a separate editable spreadsheet model.
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The base case assumes narrow targeting, modest conversion from outreach and content, and gradual expansion from
low-price subscription into portfolio tiers and guided setup. The downside case assumes low willingness to pay, weak weekly
habit and higher support load. The plan should not be judged on the top-line forecast alone; it should be judged on whether
the dependency chain is plausible.

lllustrative ARR run-rate (EURK)

360
Base
Downside
110
48
3
2
Y1 Y2 Y3
Paid accounts Requires repeatable acquisition and low churn.
Average MRR/account EUR 34 EUR 46 EUR 49 Improves with portfolio-tier mix.
ARR run-rate EUR 35k EUR 145k EUR 360k Small but realistic for a narrow bootstrapped wedge.
Primary cost pressure Setup Support + product  Acquisition + Cost profile changes with scale.
compliance

SCENARIO INTERPRETATION This is not a venture-scale forecast by itself. The useful insight is the dependency chain:
paid pilots create evidence, evidence justifies productisation, and productisation reduces setup cost.

SECTION 18

Sensitivity Analysis

The model is most sensitive to activation, support load and weekly usage. These variables decide whether
the business behaves like a scalable product or a low-margin service.

Sensitivity analysis should guide validation. Instead of asking whether the rental market is large, the team should ask whether
users can reach first value quickly, return weekly and require limited support. If any of these variables breaks, the revenue
model weakens quickly. This means the business plan should prioritise activation evidence over more feature development.

_ ngh frietion

Setup time Medium High

Support load Low Medium Critical

Weekly usage High Medium Low

Churn risk Low Medium High

Time to first dashboard Determines whether setup feels worth it. Measure hours from intake to first useful view.

Weekly review rate Signals habit and retention. Track whether users open and act on weekly summary.
Support minutes Directly affects gross margin. Classify every support request by repeatability.

Paid continuation Separates interest from willingness to pay. Require payment after pilot output is delivered.
SECTION 19

SWOT
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The SWOT below translates the narrative into a balanced strategic view.

The concept has a plausible wedge because the pain is concrete and recurring. However, the business cannot rely on broad
Al excitement. The most important weaknesses are willingness to pay, trust and support intensity. The biggest risk is not that
the market is too small; it is that the product becomes a bespoke admin service or drifts into regulated advice.

Strengths Weaknesses
Clear admin pain, narrow MVP possible, recurring workflow frequency, and Small landlords may have low willingness to pay, setup effort can become
manual validation possible before engineering investment. The concept support-heavy, and trust is required because tenant and property
can start as workflow support rather than regulated advice. information is sensitive.
Opportunities Threats
Rising administrative complexity, partnerships with accountants or Regulatory liability, GDPR exposure, private rental pressure in some
bookkeepers, and expansion from weekly dashboard into portfolio markets, incumbents copying simple workflows, and the temptation to drift
reporting, vendor coordination and document readiness. into bespoke property consultancy.
Upside condition Downside condition Decision rule
Landlords return weekly because the dashboard Users ask for manual help but do not value Continue only if paid pilots show habit, not just
prevents admin drift. software access enough. compliments.
SECTION 20

Risk Matrix

Risk management is part of the product strategy. A landlord tool touches sensitive information and must be
conservative in what it promises.

Users do not pay for admin organisation Medium High Test paid pilots and pricing before building full platform.

Product drifts into legal advice Medium High Use clear boundaries, disclaimers and professional referral
language.

Support load destroys margin High High Track manual tasks, productise repeated work and cap setup scope.

GDPR or tenant data mishandling Medium High Minimise data collection, define permissions and document

retention controls.

Incumbents copy simple features Medium Medium Compete on speed, simplicity, narrow segment focus and trust.

RISK PRINCIPLE The product should be helpful but conservative. It can organise work and draft messages, but it should
not decide, advise or certify sensitive landlord actions.

_ Operational

Setup Medium High Medium
Al drafting Low Medium High
Data storage Medium High Critical
Partner channel Medium Low Medium
SECTION 21

Validation Roadmap

The roadmap should reduce uncertainty in stages. Each phase has a decision gate so the team does not
keep building simply because work has already started.
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W1-2 W3-4 W5-8 M3-4 M5-6

Problem proof Offer test Manual MVP Productise Scale check
10-15 interviews Paid pilot ask Weekly use Setup time falls CACl/payback logic

ObjeCtive Deliverables

Weeks 1-2 Validate problem and current workflow. 10-15 landlord interviews, workflow map, pain Do at least 5 users describe the same
ranking. urgent pain?
Weeks 3-4 Test offer and willingness to pay. Landing page, concierge pilot offer, pricing test. Can at least 3 users commit to a paid

pilot or serious trial?

Weeks 5-8 Run manual MVP. Weekly dashboard, document checklist, Are users returning weekly and asking
maintenance tracker manually supported. to continue?

Months 3-4 Productise repeated workflows. Lightweight app or no-code prototype, templates ~ Can support time per account fall
and support rules. below target?

Months 5-6 Evaluate scale path. Partner tests, content funnel, retention metrics Is CAC/payback plausible enough to
and revised model. continue?

SECTION 22

Recommendation & Sources

The recommendation is to validate the opportunity as a narrow workflow product before committing to a full
software platform.

The first build should be intentionally constrained: a landing page, sample dashboard, guided intake form, manual setup
process and weekly action summary. This is enough to test whether landlords will pay for the output. Building a large app first
would be premature because the largest risks are not technical; they are willingness to pay, support load, trust and repeat
usage.

Recommended immediate next steps are: define the exact landlord persona, run structured interviews, prepare a one-page
dashboard prototype, test paid setup language, and write an explicit out-of-scope list. The out-of-scope list is as important as
the feature list because it prevents the business from becoming custom property advisory work.

Usein This Sample Planning Caveat

Statistics Netherlands (CBS), The Housing stock and rental-stock context. Broad market context only; not proof of software
Netherlands in Numbers 2025 demand.
Government.nl, Rented housing Rental market structure and public/private rental Regulatory summary, not legal advice.
context.
CBS, Contraction of the private rental sector  Private rental pressure signal. May reduce landlord base while increasing
in 2024 professionalism pressure.
Eurostat, House prices and rents went up in ~ European housing price and rent context. Macro signal only; segment willingness to pay still
Q3 2025 requires testing.
SECTION 23

Appendix A: Market Sizing Logic
A credible market model should narrow from broad housing stock to reachable early users.

The sizing logic should not claim that every rented home is addressable. A practical model would start from rental housing
stock, then narrow to private or independent landlord activity, then to landlords with multiple units, then to landlords with visible
admin pain, then to those willing to test a paid workflow tool. Each narrowing step should be explicit because the headline
market can otherwise create false confidence.
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Sizing Layer How to Estimate Why It Matters

Rental stock How much rental activity exists? Official housing statistics and rental-stock Provides broad context only.
data.

Independent landlord base Who controls the target admin Public data, industry estimates and interview  Defines reachable customer group.
workflow? sampling.

Multi-unit segment Who has recurring portfolio Interview screening, landlord groups and Identifies stronger pain.
complexity? platform data.

Pain-qualified users Who actively struggles with admin?  Discovery calls and audit requests. Connects market to demand.

Paid adopters Who will pay after seeing output? Paid pilots and conversion tests. Strongest early validation evidence.

SIZING RULE A business plan should show the addressable path, not just the largest possible number. The useful market
is the one that can be reached, convinced and served profitably.

SECTION 24

Appendix B: Paid Pilot Design

A paid pilot should be narrow, measurable and useful even if the product is partly manual.

The pilot should be sold as a portfolio admin clarity sprint. The landlord provides property details, current reminders, lease
documents, maintenance history and open tasks. The output is a dashboard, checklist, weekly action summary and
recommendation on whether the workflow should continue. The pilot should not include legal review, tax advice or tenant
screening.

Pilot Component Included Not Included

Intake Portfolio list, admin pain interview and current tool map. Legal review of leases or tax records.
Setup Property dashboard, checklist and recurring reminder structure. ~ Complex migration or accounting reconciliation.
Weekly output Action summary, open maintenance view and Automated decisions or formal compliance certification.

missing-document flags.

Decision report Continuation recommendation, feature gaps and support-time Guarantee of financial or legal outcome.
estimate.
Pilot fee Pilot length Pilot output
Should be paid, even if discounted, to test real Four to six weeks is enough to test habit and Dashboard, checklist, action summary and
demand. setup load. continuation recommendation.
SECTION 25

Appendix C: Customer Interview Guide

Customer interviews should be structured around evidence, not opinions.

The most common interview mistake is asking whether the customer likes the idea. A better approach is to ask about recent
admin failures, current tools, tenant communication, document searches, repairs, reminders, advisor involvement and what
made the landlord feel out of control. These questions reveal whether the pain is frequent enough to support a paid product.

Questions to Ask What Good Evidence Looks Like
Recent admin failure What did you forget, chase or redo recently? Specific events, time lost and emotional frustration.

Current workflow Where are leases, reminders, repair notes and tenant Fragmented records and repeated manual checking.
messages stored?

Maintenance How do you track repair requests and vendor follow-up? Unclear status, delayed responses or weak documentation.
Decision process Who would approve and pay for a tool? Direct buyer access and clear budget logic.
Adoption risk What would stop you from using another tool? Concerns around setup time, trust, data privacy or low

perceived value.

INTERVIEW RULE Do not count enthusiasm as validation. Count repeated pain, current workarounds, buyer control and
willingness to pay for a pilot.

SECTION 26
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Appendix D: KPI Dashboard Specification

The first dashboard should be designed around weekly landlord decisions.

The dashboard should answer four questions: what is due, what is missing, what is unresolved and what should be done next.
If the dashboard cannot answer those questions quickly, more visual complexity will not improve the product. The design
should prioritise clarity, trust and actionability.

Open actions Tasks not yet closed, grouped by property and due Shows immediate workload and accountability.
date.

Missing documents Required property or tenant records not uploaded or not  Improves readiness and reduces search time.
tagged.

Maintenance age Open maintenance issues grouped by days Highlights slow follow-up and vendor bottlenecks.

outstanding.

Upcoming rent or renewal Dates needing confirmation, reminder or action. Prevents missed administrative events.

dates

Weekly completion rate Share of recommended actions completed within the Measures whether the workflow creates habit.
week.

lllustrative dashboard priority score

76

Open actions

68

Missing documents

Maintenance age

o}
=

Upcoming dates 58

Completion rate 43

SECTION 27

Appendix E: Financial Model Buildout

A full financial model would translate the business plan into editable assumptions.

The model should separate acquisition assumptions, activation assumptions, pricing assumptions, setup assumptions,
support assumptions and churn assumptions. These drivers should not be hidden inside a single revenue forecast. If the
founder changes setup time, support minutes or churn, the model should immediately show how payback and profitability
change.

Model Tab Core Inputs Output

Customer acquisition Outreach volume, reply rate, call conversion and pilot close rate. New pilots and CAC estimate.

Activation Time to first dashboard, setup hours and checklist completion. Activation cost and implementation capacity.
Revenue Tier mix, MRR per tier, setup fee and expansion rate. MRR, ARR and account-level revenue.
Costs Hosting, Al usage, support minutes, setup labour and sales tools. ~ Gross margin and contribution margin.
Retention Weekly usage, churn, expansion and failed onboarding. Net revenue retention and payback.

MODEL STANDARD The spreadsheet should be decision-useful. If changing one assumption does not teach the founder
something about risk, the model is probably decorative rather than useful.

SECTION 28

Appendix F: Delivery Checklist

The final business plan should leave the client with clear decisions, not just a polished document.
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Executive logic The core recommendation is visible in the first pages. The reader should understand the decision quickly.

Market framing Market size is narrowed into a reachable segment. Prevents generic TAM storytelling.

Customer evidence Segments, pain points and buyer process are clearly Improves sales and product prioritisation.
separated.

Business model Revenue, pricing, costs and support load are connected. Shows whether the business can actually work.

Risk treatment Major risks have practical mitigations and decision gates. Protects against overconfidence.

Next steps The plan ends with concrete validation actions. Turns analysis into execution.

A good business plan should feel useful after the meeting ends. The client should know what to test, what not to build yet,
what evidence matters and where the plan is most fragile. That is the standard this sample is designed to demonstrate.

SECTION 29

Appendix G: Example Output Architecture

A full client project would not always use the exact same section order.

For a founder, the report may focus more heavily on market validation, business model, go-to-market and investor readiness.
For an operator, the report may focus more on customer economics, operational constraints, implementation plan and internal
decision criteria. For an investment-oriented project, the report may place more weight on downside risk, commercial
diligence, market defensibility and financial model assumptions.

Client Need Recommended Output Structure

Founder validating a new Executive thesis, market logic, customer segments, business model, Prioritises fast decision-making and early
venture MVP, GTM, financial scenario and validation roadmap. evidence.
Team preparing an investor Executive summary, market opportunity, product strategy, traction Translates analysis into an investor-readable
conversation assumptions, financial model, risks, use of funds and roadmap. narrative.
Operator assessing a launch Market context, customer need, operating model, pricing, channel plan, Connects commercial logic to execution
implementation requirements and risk controls. feasibility.
Investor or partner reviewing an ~ Market framing, commercial diligence, competitor landscape, unit Focuses on downside protection and
opportunity economics, sensitivity analysis, red flags and decision gates. assumption quality.
Report format Revision logic Not included by default
PDF report, optional spreadsheet model and One focused revision round to refine clarity, Legal advice, tax advice, regulated investment
optional executive deck. scope or assumptions. advice or guaranteed outcomes.
SECTION 30

Appendix H: Source & Assumption Protocol

The credibility of a business plan depends on separating facts, estimates, assumptions and
recommendations.

Northline-style work should label the strength of evidence behind each major claim. Public statistics can support market
context, but rarely prove demand for a specific product. Competitor research can show how the market is currently served, but
not whether a new entrant can acquire customers profitably. Interviews can reveal pain, but only paid behaviour can validate
willingness to pay.

Evidence Type Useful For How to Treat It

Official statistics Market context, industry scale and Often too broad for specific customer Use for context, not as proof of
macro trend framing. demand. product-market fit.

Competitor evidence Pricing logic, positioning, feature Competitors may serve different Use to identify gaps and strategic
norms and market maturity. segments or economics. constraints.

Customer interviews Pain discovery, workflow mapping Positive comments may not convert into Treat as qualitative evidence until paid
and buyer language. payment. behaviour appears.

Pilot data Usage, onboarding effort, Small sample sizes can mislead. Use as strongest early evidence but keep
willingness to pay and support load. testing.

Financial model Driver logic, sensitivity and capital Only as good as its assumptions. Use to expose risk, not to create false
needs. precision.
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ASSUMPTION PROTOCOL Every major recommendation should be traceable to evidence or labelled as an assumption. If
a claim cannot be sourced, tested or explained, it should not be presented as fact.

EXPE‘Cted standard Why it Matters

Is the recommendation clear?

Are fragile assumptions visible?

Is the plan actionable?

Is the scope controlled?

The reader can state the next decision in one sentence.

The highest-risk assumptions are labelled and linked to

validation actions.

The next 30-60 days are translated into concrete tests or

deliverables.

The report states what should not be built, sold or promised

only.

Prevents the report from becoming descriptive

Shows where confidence is earned, not assumed.

Turns analysis into movement.

Protects the client from wasting time and money.

yet.
Current Evidence Validation Action Decision Impact

Landlords will pay for admin clarity

Setup can be completed quickly

Weekly review can become a habit

Support load can decline with

templates

Advisor partners can lower
acquisition cost

Supported by pain logic, not yet proven
by paid behaviour.

Plausible if users already have leases,
dates and property lists.

Conceptually plausible for multi-unit
landlords.

Assumed based on repeatable admin
categories.

Attractive but unproven channel
assumption.

Run paid pilots with a setup fee or
continuation ask.

Measure hours from intake to first
useful dashboard.

Track weekly summary opens,
completed tasks and repeat logins.

Tag every support request as
custom, template or product gap.

Interview accountants and test
referral language.

Determines whether to build product
or stop.

Drives margin and onboarding
capacity.

Drives retention and expansion.

Determines whether the model
scales.

Determines whether paid acquisition
can be delayed.

FINAL QUALITY GATE A strong business plan does not remove uncertainty. It organises uncertainty so the client knows
which actions will create evidence, which assumptions remain fragile and which scope should be avoided until paid

behaviour proves demand.

This final review step is deliberately practical. The value of the document is not only in the analysis itself, but in whether the
client can use it to make a sharper decision with less wasted effort.

Fact
data.

Estimate

Supported by a cited public source or directly observed client

Reasonable numerical or commercial assumption based on

partial evidence.

Hypothesis

Strategic belief that may be true but has not yet been

validated.

Decision gate
stop.

A threshold that determines whether to continue, narrow or

decision.

Use as context, but check whether it is specific enough for the

Expose the driver in the model and test sensitivity around it.

Convert into interview questions, pilot metrics or pricing tests.

Agree the threshold before more time or money is committed.

For this sample, the highest-confidence statements are market-context facts from official sources. The lowest-confidence but
most important assumptions are willingness to pay, support load and weekly habit formation. Those assumptions should
control the first validation plan because they decide whether the concept can become a product rather than a manually

supported service.

Client takeaway

The concept is plausible but should be validated

through paid behaviour.
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Builder takeaway

Do not build heavy features until setup and
support economics are measured.

Investor takeaway

Al-Assisted Property Management for Independent Landlords

The key risk is not market size; it is repeatable
adoption and margin.
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