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Background

• Business models and business model 
innovation are seen as a key to companies’ 
competitiveness, renewal and growth (Teece, 
2010; Foss & Saebi, 2017).

• However, empirical research on the business 
models is predominantly European-based in 
the sectors of media, information technology 
and biotechnology. 
– research on business in the biomass area have 

gained limited attention
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Main Areas of Discussion

Policy Long-term 
Viability

Environmental 
sustainability Process Feasibility



Preliminary findings from literature
review

• Major focus on value capture of BM, such as cost 
structure, feasibility and revenue streams, which is 
a necessity in the short run…
– …but from a strategic perspective attention also need

to adress value intention, value proposition, and value 
creation and delivery (Barth et al, 2017; 2018; 2021).

• Sustainability aspects are provided in several cases, 
but few address (or connect to) framework on 
Sustainable BM (for example, Bocken et al, 2014) 
or use checklists/tools/methods for sustainable 
innovation (for example, Prahalad, 2012)



Development of sustainable business models 
– experience from project BalticBiomass4Value

• Data for the analysis was 
collected by project 
partners from seven 
countries participating in 
the project, i.e., from 
Norway, Sweden, Estonia, 
Latvia, Lithuania, Poland 
and Germany. 

• Each country provided 
6‒12 business cases, in 
total 59 cases. 

• Download report on: 
https://balticbiomass4value.eu

https://balticbiomass4value.eu/


Multiple case study approach

Source:  Viira et al, 2021



Derived taxonomy of business models



Business model canvas analysis
-an example



Sustainable business model archetypes



Narratives of business case

• 20 cases were selected to represent different 
countries as well as BM types.

• Additional interviews were conducted with the 
enterprises, focusing activities related to 
bioeconomy, market and their innovative 
aspects.



Challenges 
Regulatory setting
• “The biggest challenges are connected with the laws and the legal frameworks…” (3B Bioenergie)
• “The main limit for expansion is the EU and national policy on bioenergy production.” (UAB Kurana)
• “The major limitations are legal framework and social perception” ( NutriBiomass 4LIFE project)
• “The biggest problems for the business development are legislation and its implementation…” 

(Emsland Group)
• “Unsustainable business environment and regulation” (SatiMed)
• “…company managing heat sources and municipal heating network is facing many new challenges…” 

(MPEC)

Market development
• “One of the biggest challenges in the near future is to increase the market share…” (Ecopellet)
• “…reaching the bioactives market…” (oceanBASIS)
• “…biggest challenges is to find new customers, to increase sales and volume.” (Est-Agar)
• “…a challenge to reach customers who are not aware of those unique organic ingredients exists.” 

(Aloja Starkelsen)



Unbalanced Business model canvas?

Internal factors  External factors
Cost focus  Customer focus
Value capture Value creation

Exploitation  Exploration



The transformation - making the 
movement towards scalable sustainable 
solutions

Innovation Sandbox (Prahalad, 2012)



Innovative solutions identified
The value chain
• “A crucial challenge for Wapnö, as for other food companies, is the food value 

chain… Nowadays,  Wapnö is closer to the end customer and has built a well-
known brand.” (Wapnö)

• “…from renewable energy sources (biogas produced by mesocphilic process) into 
one closed technological loop.” (UAB Kurana)

• “The company handles the entire chain of biofuel from cultivation of raw material to 
production of fuel and use.” (Energifabriken)

• “The project represents a full scale self-sustainable closed loop circular economy 
model“ (NutriBiomass 4LIFE project)

• “…product innovation for a more circular production and waste utilization…” 
(Kaffeeform)

Differentiation
• “…full utilisation of raw materials and production of several co-products.” 

(Borregaard)
• “…sustainability-focus as a possibility to build value for customers, and not as a 

costraising barrier.” (Wapnö)



Summary

Identified (m ajor) barriers…
 Regulations and laws, Lack of finance, and lack of markets (or 

access to market)
…and potentia l solutions
 Develop “Self-contained strategy”  sustainable BM  circular 

economy
 Develop your network – partners, suppliers and end-users
 Individual level: Change your mind-set  from producer to 

entrepreneur
 Firm level: from cost strategy to differentiated strategy
 Develop skills in the growth phase  from technology expert/ 

innovator (only) to integration of technology, business and 
sustainability skills



“There are those that look at things the way they are, and ask -why? 
I dream of things that never were, and ask -why not?”

George Bernard Shaw

Thank you for your attention!
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