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SAMMANFATTNING 
Titel: Hinder till hållbar affärsmodellinnovation i svenskt lantbruk.  
 

Författare: Jennie Cederholm Björklund 
 

Nivå: Magisteruppsats, 15 hp 
 

Nyckelord: Affärsmodeller, agroekologi, entreprenörskap, hinder, hållbarhet, innovation, 

lantbruk 
 

Bakgrund: Svenska företag inom lantbruks- och livsmedelssektorn (s.k. agri-food) behöver 

möta ökade behov av hållbar samhällsutveckling med livskraftig landsbygd och ökad 

efterfrågan på livsmedel, samt utnyttja det gynnsamma läget framtida klimatförändringar för 

med sig (Horizon 2020, Tell et al., 2016b). Dock är trenden inom svenskt lantbruk en starkt 

minskande produktion med färre gårdar och anställda i branschen (Jordbruksverket 2017). Trots 

att metoder för hållbar affärsmodellssinnovation finns, utvecklar få svenska lantbruk sina 

affärsmodeller. Denna studie undersöker och skapar förståelse för vad som hindrar hållbar 

affärsmodellsinnovation inom svenska lantbruksföretag.   
 

Forskningsfråga: Vad hindrar hållbar affärsmodellsinnovation i svenska lantbruksföretag?  
 

Syfte: Studiens syfte är att undersöka, illustrera och skapa förståelse för vad som hindrar 

utveckling av hållbara affärsmodeller inom svenskt lantbruk samt att genom konceptutveckling 

bidra till forskning om hållbara affärsmodeller i agri-food sektorn.  
 

Metod: Studien genomfördes med en kvalitativ metod, innehållande flera fallstudier, och 

analyseras med Gioia metodologin. Primärdata grundar sig på semistrukturerade intervjuer med 

ägare/företagsledare till sex svenska lantbruksföretag, vars affärsmodeller utvecklats senaste 

fem åren och fortfarande så gör.  
 

Teoretiskt ramverk: Teorier och metoder för hållbar affärsmodellsinnovation samt olika typer 

av hinder för denna utveckling redovisas. Då ämnet i studien är kopplat till såväl innovation 

som strategisk företags- och förändringsledning, entreprenörskap och familjeföretagande, samt 

genom kontexten även den pågående uppbyggnaden av forskningsområdet agroekologi, 

diskuteras även detta. 
 

Resultat: Hinder har identifierats och kategoriserats i externa, interna och kontextuella hinder 

till hållbar affärsmodellsinnovation, där merparten är interna hinder kopplade till tankesätt, 

attityd, kognitioner, strategisk ledning och ledarskap. Svenska stödsystemet är ett externt hinder 

och kontextuella hinder, en ny dimension ärvda hinder, innebär ekologiska filosofiska 

överväganden och socioemotionell hälsa.  
 

Värde och implikationer: Denna studie är en pusselbit i byggandet av kunskap om 

framgångsrik ledning och innovation i agri-food sektorn, och ger ökad förståelse för praktiskt 

arbete med hållbar affärsmodellsinnovation i svenskt lantbruk, genom att synliggöra hinder. 

Det akademiska bidraget består av utökad kunskap om hinder till hållbar 

affärsmodellsinnovation och en utvecklad modell som inkluderar denna förståelse. 

Implikationer för både forskning och praktik är att fokusera på interna hinder, särskilt kognitiva 

hinder och drivkrafter i utvecklingsprocessen samt studera hur svenska stödsystemet kan och 

bör utvecklas för att skapa hållbar affärsmodellsinnovation i svenskt lantbruk. 

  



 
 

ABSTRACT 
Title: Barriers to Sustainable Business Model innovation in Swedish Agriculture 
 

Author: Jennie Cederholm Björklund 
 

Level: Master thesis, 15 hp 
 

Keywords: Business models, barriers, sustainability, agriculture, innovation, entrepreneurship, 

agroecology 
 

Background: Swedish agri-food businesses need to meet needs for a sustainable society with 

viable rural areas, increased demand for food and using the favourable situation due to future 

climate changes (Horizon 2020, Tell et al., 2016b). However the trend in Swedish agriculture 

is decreasing production and fewer farms as well as employees (Jordbruksverket 2017). 

Although methods for sustainable business model innovation (SBMI) exists, few Swedish 

agricultural businesses develop their business models. This study examine and understand what 

is hindering SBMI in Swedish agricultural businesses. 
 

Research question: What are the barriers to sustainable business model innovation in Swedish 

agricultural businesses? 
 

Purpose: The purpose of this study is to explore, illustrate and create understanding of barriers 

to development of sustainable business models in Swedish agriculture, and through concept 

development contribute to research about sustainable business models in agri-food and 

agricultural sector. 
 

Method: The study is conducted with a qualitative research method, containing multiple case 

studies, and analyzed with Gioia methodology. Primary data are based on semi-structured 

interviews with owners/managers of six Swedish agricultural businesses, whose business 

models have developed during the past five years, and still do.  
 

Theoretical framework: Theories and methods about sustainable business model innovation 

and different types of barriers to this development are used. Since the subject in this study 

connects to both innovation, strategic business and change management, entrepreneurship and 

family business, as well as through the context also the ongoing building of the research area 

agroecology, also this is discussed.  
 

Findings: Barriers are found and categorized in external, internal and contextual barriers to 

SBMI, where the main parts are internal barriers connected to mindset, cognitions, strategic 

management and leadership. Swedish support system is an external barrier, and contextual 

barriers, a new dimension of inherited barriers, involve ecological philosophical considerations 

and socioemotional wealth. 
 

Value and Implications: This study is a piece of puzzle in the construction of knowledge about 

successful strategic management and innovation in agri-food sector by giving increased 

understanding of practically working with sustainable business model innovation in Swedish 

agriculture and illustrating barriers to this development. The academic contribution contains 

extended knowledge about barriers to sustainable business model innovation, and a developed 

model including this understanding. Implications for research and practice are to focus on 

internal barriers, especially cognitive barriers and drivers in the process of developing 

sustainable business models and to study how Swedish support system can be developed to 

create sustainable business model innovation in Swedish agriculture. 
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1 INTRODUCTION 
This chapter aims to provide a presentation of the background for this study, starting with an 

overview of the historical and current situation of Swedish agriculture and food-production, 

related to the societal sustainability challenges in the world, needed to be adapted to industry, 

business and individual level. The discussion continues with showing a knowledge gap in 

innovation and entrepreneurship research, the research question and purpose of this study, and 

ends up with describing some key concepts continuously used in the study. 
 

1.1 PROBLEM BACKGROUND 
Since a sustainable society as a whole requires sustainable and viable rural areas and food 

safety, sustainable agriculture and food production are prioritized area for research and 

innovation (European Commission, 2011; Griggs et al., 2013, United Nations, 2015). Food 

production in the world need to increase 70% by 2050 (FAO, 2009; Öborn et al., 2011), but due 

to negative climate changes many areas of the world will find it difficult to increase production 

capacity (European Environment Agency, 2015; LRF, 2009). However, Swedish climate will 

in the future differ from many other parts of the world, having warmer climate and more rain - 

a favorable climate situation for food production (ibid.). 

 Although favorable future climate conditions, the situation in Swedish agriculture is 

strained with quick decline and daily closure of farms. Swedish agricultural businesses are 

micro-sized with less than ten employees and the agricultural industry is traditional, in several 

perspectives. First, farms are usually inherited from older generations, and the business models 

have been relatively constant just like the structure of the industry, that for long have been 

unchanged, dominated by a few large customers. The situation for the entire industry as well as 

for the individual farms has drastically changed the last decades and the situation is strained 

due to increased competition from imported food, price pressure, reduced profitability, 

increased administrative and statutory requirements and changing demands from society etc. 

(Tell et al., 2016a). Swedish farms becomes fewer and larger, farmers become older with one 

of three farmers aged over 65, and changes in recent years have resulted in considerable 

decrease in people employed in agriculture (Jordbruksverket, 2011; Tell et al., 2016b) and a 

dramatically fall in domestic market (SCB 2013, 2016). The negative change in Swedish 

agriculture partly mismatch the need for creating a sustainable society with an increased 

demand for food (Tell et al., 2016b). 

 In recent years, some activities have been carried out in Sweden, on governmental 

initiative, to break the negative trend in Swedish agriculture. Hence two national programs 

including education and coaching of farmers are developed to create business development in 

agricultural sector. Ledarpraktikan (Leader practice) is a leadership development program 

focusing on self-leadership, leading others and leading businesses. Lean Lantbruk (Lean 

Farming) is a program focusing on efficient processes and minimized waste. Coaching of the 

farmers is performed by educated coaches employed in Swedish advisory organizations. Both 

programs are followed and ongoing evaluated by researchers (Ulvenblad et al., 2014, 2017). 

 To address growing demands and rapid changes in business environment, Swedish 

agricultural businesses as well as agricultural and food industry as a whole need to work with 

business model innovation, a rapidly growing research area which has grown since the 90s, but 

with very few studies related to agri-food (Tell et al., 2016a). Sustainable innovative business 

models creates significant opportunities for sustainable and successful businesses (Boons and 

Lüdeke-Freund, 2013; Bocken et al., 2014; Teece, 2010; Tell et al., 2016a, 2016b) and a key to 

successful businesses development is understanding of challenges and opportunities connected 

to a sustainable society when managing to innovate and create functional business models 

(França, Broman, Robèrt, Basile and Trygg, 2017). Swedish farms focus environment to a large 

extent, have high food safety and a unique animal welfare (LRF, 2009) but farm products such 
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as grains, meat, potatoes etc. are low-tech, hence Swedish farmers innovate production, new 

markets and lower costs instead of products (Sivertsson and Tell, 2015). For Swedish farmers 

changes are needed in many parts of the business model, and both leadership and mindset 

change is required since farmers often see themselves as producers and suppliers, rather than 

entrepreneurs or business managers. This change is needed to find and implement new ways of 

creating and delivering value (Cederholm Björklund and Ulvenblad, 2016). An existing mindset 

is one of the main barriers for business model innovation, and to think in new ways together 

with action, is crucial in order to generate new business models (Chesbrough, 2010). Innovating 

sustainable business models in Swedish agriculture is one way to counteract food shortages in 

parts of the world, environmental problems in society and depopulated and overgrown 

countryside as may be consequences if this negative development continues.  

 

1.2 PROBLEM DISCUSSION 
Previous research about business models has mainly focused biotechnology industry,  

information, media and telecommunications industry and been conducted in large companies 

(Lambert and Davidson, 2013) and research about entrepreneurship in the rural environment 

has focused on business models higher up in the food-production value chain (Tell et al., 

2016b). Hence, research about sustainable business model innovation (SBMI) in agricultural 

businesses is missing, and more research about sustainable business models with a value-added 

approach are requested (e.g. Breuer, Fichter, Lüdeke-Freund and Tiemann, 2016). 

 The interest in innovation in the agri-food sector has grown in recent years, being a new 

research area notable around 2005, mainly focusing food ethics, economics, management, and 

technology where analyses on business level have been most common. In 2015, the 

International Journal of Entrepreneurship and Innovation [(Vol. 15(3)] had a special issue about 

competitiveness of SMEs in the food sector and opportunities for growth (Tell et al., 2016b). 

 The conditions of SMEs in Sweden differ in both geographical areas and between urban 

and rural areas. At individual level, personal attitude and willingness are important and at local, 

regional and national levels, finance, transport, IT and communications are seen as possible 

barriers to development (Glesbygdsverket, 2005). Location affects both business and economic 

development in different ways and businesses in rural areas may lack diversity, but are given 

the opportunity to find niches that can be advantageously exploited (Stearns, Carter Reynolds 

and Williams, 1995). When encouraging innovative entrepreneurship, it is important not only 

to focusing barriers in infrastructure, but instead look at more abstract factors such as new ideas, 

raw models, informal networks, geographical opportunities, social protection, access to markets 

and leadership skills (Venkataraman, 2004). Context is also important to consider since context 

shapes what becomes entrepreneurial and is more involved in entrepreneurial processes than 

entrepreneurship theory yet found (Gaddefors and Anderson, 2017), and rural context need to 

be included in entrepreneurship theories but also investigated in the special economic, social 

and institutional context (Stathopoulou, Psaltopoulos and Skuras, 2004). 

 An overview of entrepreneurship research linked to the countryside and rural business 

shows that research has been conducted with a focus on networking and social capital, which 

highly affects rural business because rural areas are more isolated, and networks are to some 

extent influenced by external circumstances and distance. To enable creating policies to support 

and encourage rural enterprise, the Agriculture Department in Sweden require further 

knowledge and understanding about strategic development, growth, network and management 

linked to the countryside and rural businesses both at corporate and individual level 

(Jordbruksverket, 2006), areas included in SBMI. 

 Sustainable business model innovation is part of sustainable entrepreneurship, a subarea of 

entrepreneurship research (Kuckertz, 2010; Shepherd and Patzelt, 2011) connected to strategic 

management with social and environmental sustainable society aspects (Joanna, 2016; Marko 
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and Vanja, 2016). Sustainability and management researchers agree about the importance of 

developing SBMI, entrepreneurship and leadership at different levels, to reach a sustainable 

development in the society (França et al., 2017; Schaltegger, Hansen and Lüdeke-Freund, 

2015). Entrepreneurial change in approach from short-term towards long-term growth with 

sustainability aspects can contribute to a sustainable society (Acs, Audretsch, Braunerhjelm and 

Carlsson, 2012; Rosalinde, 2010; Shepherd and Patzelt, 2011), where establishment of multiple 

strategic orientation like innovation in sustainable entrepreneurship is recommended to improve 

business performance (Grinstein, 2008; Progress, Elco Van, Leo and Enno, 2016).  

 There is a gap in research about barriers to business model innovation (BMI) within 

agriculture, with very few studies conducted. However we know that government regulations 

and policies have been identified as barriers (Sivertsson and Tell, 2015). We also know that 

agricultural entrepreneurs follow a dominant logic, thinking about their work in old traditional 

ways (Chesbrough, 2010; Tell et al., 2016b), but some farmers have realized the change in focus 

from being farmer/producer to becoming a professional business, e.g. to focus on BMI 

(Cederholm Björklund and Ulvenblad, 2016; Tell et al., 2016b). However, the farmers have 

more difficulty seeing beyond their own production regarding business models and innovation 

(Sivertsson and Tell, 2015). If entrepreneurs are willing to change during changed situations, 

BMI has huge potential to improve performance and develop successful businesses (Lambert 

and Davidson (2013), and changing tools are helpful, but do not include change in 

organizational processes, which is necessary (Chesbrough, 2010).  

Barriers to BMI is studied in other contexts, i.e. large companies and mainly technological 

industries (Barth, 2004; Chesbrough, 2010; Laukkanen and Patala, 2014; Sandberg and 

Aarikka-Stenroos, 2014), and barriers can be analyzed and categorized due to origin (Barth, 

2004), as general cultural and structural barriers (Laukkanen and Patala, 2014), as internal and 

external barriers depending om where they can be affected (Sandberg and Aarikka-Stenroos, 

2014), or as leadership and cognitive barriers (Chesbrough, 2010). However, existing 

framework cannot fully be translated to agriculture since agricultural businesses have a context 

differing from urban, large companies in other industries, which affects the situation of the 

entrepreneurs and hence the innovation processes. Hence, the context need to be included in 

the entrepreneurial research (Gaddefors and Anderson, 2017; Stathopoulou et al., 2004). 

 This study is a piece of puzzle in the construction of knowledge about sustainable 

entrepreneurship and SBMI in agriculture industry, having both practical and academic 

contribution. The practical problem is due to the fact that we know that SBMI creates 

significant opportunities for sustainable and successful businesses (Boons and Lüdeke-Freund, 

2013; Bocken et al., 2014; Teece, 2010; Tell et al., 2016a, 2016b), and several tools and 

methods for SBMI exists (França et al., 2017; Osterwalder and Pigneur, 2010), but nevertheless 

most of Swedish agricultural businesses do not develop their business models, and lack of 

methods and tools is reported a main barrier to sustainable work in Swedish SMEs 

(Tillväxtverket, 2014). The conclusion is that something is hindering SBMI in Swedish 

agricultural businesses, but we do not know what, hence this study will increase understanding 

of how to develop sustainable business models (SBM) in agriculture by finding and analyzing 

barriers to this development.  

 The fact that research about SBMI in agricultural businesses is missing creates both a 

theoretical and empirical problem, and more research about SBMs with a value-added approach 

are requested (e.g. Breuer et al., 2016), and especially in agriculture and agri-food sector where 

research focusing cognitive barriers and drivers in the process of developing SBMs (Cederholm 

Björklund and Ulvenblad, 2016; Tell et al., 2016a, 2016b) and also understanding of the role 

of self-leadership and lean innovation in BMI is requested (Ulvenblad et al., 2014). Hence, the 

academic contribution contains extended knowledge to innovation science, sustainable 
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entrepreneurship and agroecology research, about barriers to BMI in Swedish agriculture and 

agri-food industry, and a developed model including this understanding. Against presented 

background, a knowledge gap is identified, and this study focus on what is hindering SBMI in 

Swedish agricultural businesses. 

 

1.3 RESEARCH QUESTION 
What are the barriers to sustainable business model innovation in Swedish agricultural 

businesses? 

 

1.4 PURPOSE 
The purpose of this study is to explore, illustrate and create understanding of barriers affecting 

development of SBMs in Swedish agriculture, to be able to understand how to work with 

development of these processes. The purpose is also to contribute to research about SBMs in 

agri-food and agricultural sector, a limited research area needed to highlight and find solutions 

to society challenges related to an increased global food production. By developing new 

theoretical concepts, this study contribute to development of further knowledge useful both for 

agricultural entrepreneurs, advisory organizations, Swedish support system and government as 

well as for other researchers in the area of entrepreneurial sustainability and agroecology. The 

output of this study will be 1) developed theoretical framework about barriers to SBMI in 

Swedish agriculture and agri-food sector, 2) a conference paper presented at the Rural 

Entrepreneurship conference in Newcastle-upon-Tyne in June 2017 and 3) complementation of 

existing education in business development in the agricultural sector.  
 

1.5 DELIMITATIONS 
Aspect 

In this study barriers to SBMI are studied, but to be able to find, analyze and understand the 

barriers, I need to understand how SBMI is created, why (barriers) the innovation sometimes is 

hindered and how those barriers are conquered (drivers). However, the focus and aim of this 

study is to identify barriers to SBMI in Swedish agricultural businesses. 
 

Level and perspective 

Analyse and findings are focusing individual and business level closely linked in small family 

businesses like Swedish agricultural businesses. The study could also be carried out on system 

or industry level to provide a comprehensive picture of the phenomenon. 

 The study focus barriers to SBMI from the entrepreneurial point of view. In this study the 

owners and managers are the agricultural entrepreneurs interviewed, hence their perspective of 

the SBMI processes are received. In the analyze I have used theoretical framework where 

possible, and my own knowledge from working in the agricultural sector as both manager in 

small and larger agricultural businesses and as advisor and researcher in an advisory 

organization, further knowledge from working with business development in other industries 

and boards have also affected my understanding of the subject.  

 

Unchanged or closed agricultural businesses 

Agricultural businesses with unchanged business models or agricultural businesses that have 

closed down are excluded from this study, since the aim was to understand how to develop 

SBMs. However, barriers to SBMI in unchanged or closed down agricultural business would 

also be interesting to study, analyse and compare to barriers found in developed businesses.  
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1.6 KEY CONCEPTS  
In this study some key concepts are used, chosen for being suitable to investigate, understand 

and analyze the phenomena in the context of Swedish agriculture, hence further described 

below.  

 

Sustainable business model innovation treats ways of assembling activities and tasks such as 

selecting suppliers, making value proposition, developing customer relations and revenue 

models (Breuer, 2013; Osterwalder and Pigneur, 2010; Zott, Amit, and Massa, 2011) in a 

sustainable way, i.e. creating value for economy, environment and/or society (Boons and 

Lüdeke-Freund, 2013; Adams, Jeanrenaud, Bessant, Denyer, and Overy, 2015). A business 

model can be seen as a (1) a unit to analyze, distinct from product, industry, network etc., (2) a 

way to explain how firms do business on a system-level, (3) the impact of firm activities and 

(4) a way to explain how to create and capture value (Zott, Amit and Massa, 2011). Innovation 

is development in a step by step process in which organizations develop and change ideas into 

new or improved products, services or processes (Baregheh, Rowley and Sambrook, 2009).  

 

Agri-food sector is the common concept of the primary or agricultural sector and the food 

industry, covering whole of the chain from the farmer/primary production to the consumer 

packaged food (Tell et al., 2016a). Primary production is the first part of agri-food chain, i.e. 

farmers, hunters, fishermen or others producing food in first line of agri-food chain 

(Länsstyrelsen, 2017). 

 

Agricultural entrepreneurs are farmers or managers of agricultural businesses developing  

business models, i.e. add and deliver value in different ways, and differs from farmers, who  not 

develop or innovate and continues to traditionally deliver the production to for example Arla, 

Scan or other cooperation without increasing value or develop the business model.   

 

Barriers are factors hindering or complicating development of business models (Amitt and 

Zott, 2001, Chesbrough, 2010), meaning the difference between actual and desired reality 

(Barth, 2004). 

 

1.7 DISPOSITION 
The rest of this paper is structured as follows. First, I present the frame of reference focusing 

sustainable business model innovation and barriers to this development and research connected 

to agri-food and agricultural context. Then, the methodological approach is explained followed 

by presentation of the results of interviews with the six entrepreneurs, the analysis and 

developed model. Finally, I discuss the conclusion, implications and avenues for future 

research. 
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Sustainability 
 

   Sustainable business model  
      innovation in agricultural 

businesses 

2 THEORETICAL FRAMEWORK 
This chapter describes relevant theories in order to support the examination of the problem in 

the study. First, the two research fields of science of agroecology and innovation science, with 

subareas as e.g. sustainable entrepreneurship, strategic management and business model 

innovation is explained, followed by a more detailed explanation of research about business 

models and tools for working with BMI. The sustainability perspective of development unites 

the two sciences and both framework about barriers to innovation and BMI, and framework 

connected to agricultural research and contextual characteristics is discussed, and the chapter 

ends with and an analysis model combining the theoretical framework. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
Figure 1 Overview of science 

 

2.1  AGROECOLOGY, SUSTAINABLE ENTREPRENEURSHIP, STRATEGIC MANAGEMENT AND 

INNOVATION 
To understand the different perspectives needed to be considered when analyzing barriers to 

SBMI, it is important to understand the connections between agroecology, sustainability and 

innovation, illustrated in figure 1. Further, this study contribute whit new knowledge in several 

research areas in different research fields, hence I start with an overview of science and 

explanation of the connections between the sciences and fields.  

 There is an ongoing discussion about agroecology as a science (Wezel et al., 2009) 

representing genuine transdisciplinary innovation research (Vandermeer and Perfecto, 2013) of 

environmental, social and politico-economic activities rooted in agricultural science, a 

movement led by farmers against the modern agri-food system and food production together 

with principles of sustainability (Bellamy and Ioris, 2017). Agricultural research is traditionally 

focused on agricultural production, i.e. how and what to produce, or how to shorten food-supply 

chains but agroecology shows that a transformation is needed to include transdisciplinary 

knowledge, interdisciplinary agricultural practice and social movement with collaborative 

strategies, co-creating and exchanging knowledge between farmers and scientists (Levidow, 

Pimbert and Vanloqueren, 2014). Entrepreneurship and strategic management have not been 

included in agroecology before, but since SBMI involves the whole business including 

innovation about environmental, social and politico-economic issues, this study also contribute 

to research in the science of agroecology. 

 Innovation Sciences is a research field that includes knowledge and understanding of 

innovation development, entrepreneurship, management and economic development of society, 

where innovations can be organizational processes like new business models (Baregheh, 

(Science of) Agroecology 
Transdisciplinary innovation research, 

rooted in agricultural science 

Innovation science 
 

Environmental, 
Social, 

Politico-economic activities 
 

Innovation development 
Entrepreneurship,  

Economic development 
Strategic- and change 

management 
Sustainable entrepreneurship 
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Rowley and Sambrook, 2009).  The research area is close connected to business practices, 

where description, analyzing and explaining of empirical phenomena connected to development 

are common, often studying how internal and external factors affect innovation processes and 

development in different ways. Innovation Science includes entrepreneurship, and SBMI is part 

of sustainable entrepreneurship, a relatively new subarea of entrepreneurship research 

(Kuckertz, 2010; Shepherd and Patzelt, 2011) connected to strategic management, and research 

about organizations including objectives with social and environmental sustainable society 

aspects (Joanna, 2016; Marko and Vanja, 2016). Consensus has evolved among sustainability 

researchers that sustainable development in the society is associated with sustainable 

development of organizations, and that business model as a driver to implement sustainability 

in businesses now is included in sustainability management research. Previously used 

approaches involved with for example corporate social responsibility (CSR), process- and 

product innovation are not enough to create necessary change of organizations, industries, and 

societies toward real sustainable development. To create positive effects on society and natural 

environment, more research is needed on how to change or create business models (Schaltegger 

et al., 2015). 

 Strategic management research study factors contributing to successful businesses, where 

business model is one factor. Relationships between strategy theory, BMI, organizational 

learning, leadership, entrepreneurship and change management need to be investigated further 

(Lambert and Davidson, 2013), hence leading change and create value-based management 

systems is important to enable businesses to adapt and change both products, strategies and 

business models (Hemp and Stewart, 2004). The need for change management is also 

emphasized by Chesbrough (2010) who means that businesses need to identify internal leaders 

to drive and manage BM change and a critical research gap is found in the management 

frameworks about successful change management and ability to motivate and implement SBMI 

processes (Schaltegger et al., 2015). An external board is a way to increase innovation in 

businesses, since good strategic decisions creates conditions for managers and employees to 

work with. Strategic steering characterizes good leadership, nevertheless many entrepreneurs 

hesitate to include external board members in the business, due to believing it being time 

consuming or risking losing control (Yar Hamidi, 2016). Tempered radical managers, i.e. 

informal leaders who quietly challenges current values and culture, creates relentless change 

(Meyerson, 2001) and need for leadership skills and innovative thinking is needed for 

agricultural entrepreneurs, to become more competitive (Ulvenblad, Hoveskog, Tell, Ulvenblad 

and Ståhl, 2014). Leadership occurs in the interface of the situation, the employees and the 

leader (Hughes, Ginnett and Curphy, 2008) and self-leadership is about being able to lead 

oneself, meaning for example setting goals for wanted own development, follow up and reflect 

on the development, i.e. creating the life and way of living wanted by oneself (Manz and Neck, 

2013). 

 Establishing a multiple strategic orientation is recommended to improve performance 

where market orientation, learning, entrepreneurial, and employee orientation are strongly 

related to innovation orientation (Grinstein, 2008; Progress, Elco Van, Leo and Enno, 2016). A 

change in approach is requested, towards long-term growth, instead of short-term which have 

dominated recently, since sustainability aspects of entrepreneurs can contribute to long-term 

profitability and transition towards a sustainable society (Acs, Audretsch, Braunerhjelm and 

Carlsson, 2012; Rosalinde, 2010; Shepherd and Patzelt, 2011), which indicates that 

agroecology would benefit the initiated movement towards a transdisciplinary research area 

including management and sustainable development framework. 
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2.2  BUSINESS MODELS, BUSINESS MODEL INNOVATION AND SUSTAINABILITY 
Previous research shows countless of definitions of business models, differing in both scope 

and concept and most of them mainly includes an individual business and focus on creating and 

offering value. Although there is a disagreement among various scholars about the meaning of 

business models (BM), and the literature often reflects the interest of different researchers, 

common themes is upcoming where business model is seen as (1) a unit to analyze, distinct 

from product, industry, network etc., (2) a way to explain how firms do business on a system-

level, (3) the impact of firm activities and (4) a way to explain how to create and capture value 

(Zott, Amit and Massa, 2011). A literature review of business models conducted 2012, 

describes three themes of business models (1) a way of business classification, (2) business 

performance, and (3) business model innovation (Lambert and Davidson, 2013), and most 

research on BMs are conducted in USA, UK and Australia (Tell et al., 2016a). 

Business model innovation (BMI) treats ways of assembling activities and tasks such as 

selecting suppliers, making value proposition, developing customer relations and revenue 

models (Breuer, 2013; Osterwalder and Pigneur, 2010; Zott, Amit, and Massa, 2011).  

 Research on business models for sustainability emerged in the mid-90s and has increased 

the last decade (Boons and Lüdeke-Freund, 2013; Bocken, Short, Rana, and Evans, 2014, 

Teece, 2010, Upward and Jones, 2015; Zott, Amit and Massa, 2011). An ‘ideal type’ of 

sustainability-oriented BM is developed by a set of normative principles of organizational 

development treating nature as a stakeholder (Stubbs and Cocklin, 2008), which also can be 

seen as a link between sustainable innovations and the BM concept (Boons and Lüdeke-Freund, 

2013). The original canvas model (Osterwalder and Pigneur, 2010) is developed in different 

ways to include sustainability aspects (Lüdeke-Freund, Massa, Bocken, Brent and Musango 

2016; Upward and Jones, 2015), for example by adding questions highlighting conception, 

boundaries and validation of a strongly sustainable business model (SSBM), necessary financial 

viability of a BM, modelling social benefits and environmental regeneration (Upward and 

Jones, 2015) or as BM for shared value, connecting BM innovation, corporate sustainability 

and shared value creation (Lüdeke-Freund et al, 2016). Creating shared value differs from 

corporate social responsibility by being essential to a business’ profitability and competitive 

position when influencing to create economic value by creating social value. CSR programs 

focus mainly on reputation. Shared value is a new way of working with business innovation 

and growth that will connect firm success with community success in a long-term perspective. 

Shared value activities presents a chance for the business management to use competences and 

capabilities in a, to the society, respectful and admirably way (Porter and Kramer, 2011). 

Normative values, corporate identity, intentions and strategic orientation are valuable parts 

when creating new BMs for shared value (Lüdeke-Freund et al., 2016), where the network 

approach also is  important, and firms ought to consider an extended stakeholder mapping to 

visualize the industry value network, roles and goals (Bocken et al., 2014; Breuer and Lüdeke-

Freund, 2017a, 2017b). The mapping should also visualize the points where change efforts 

should be initiated as well as the points where change may become especially critical (Lüdeke-

Freund, 2017a). Lüdeke-Freund (2016) writes in a blog that BMI research in general has a major 

challenge in implementing multidisciplinary research, a gap termed ‘the twilight zone’, a need 

for a joint agenda and collaboration between ‘traditional’ and ‘sustainable’ business model 

research. Multiple disciplines, theories and methods are needed when being in between the 

scholars, neither being pure management scholars nor ecological economics, moreover not 

knowing whom to address or involve in the research. The sustainability aspect is further 

developed by Kurucz, Colbert, Lüdeke-Freund, Upward and Willard (2017), who emphasize 

the importance of relational leadership with reflections and sense making when developing 

SMBs, aligning with Sustainable innovation which highlights the importance of intentional 

choices and changes in both philosophy and values as well as products, processes or methods 
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to create social and environmental value besides economic returns (Adams et al., 2015). The 

BM concept comes from the field of business management and describes how a firm earns 

money from providing products and services, which includes both the value proposition to 

customers as well as the value creating together with suppliers and other resources in a 

profitable way. Boons and Lüdeke-Freund (2013) means that these elements are crucial for 

making sustainable innovations successful. 

 Several tools and methods for working with BMI is developed, where the Business Model 

Canvas (Osterwalder and Pigneur, 2010) is a famous practical tool to systematically understand, 

design, and implement a changing business model or analyzing an old one and create 

understanding of customers, distribution channels, partners, revenue streams, costs, and core 

value propositions. Several researchers have developed the Business model canvas and created 

tools for developing and analyzing business models in different ways, like the Flourishing 

business canvas (Upward and Jones, 2015), a design tool to embed sustainability it the core of 

the business models; the Business model Extension (Foxon et al., 2015), a framework for 

analyzing a transition to a sustainable low carbon economy containing ecosystems, institutions, 

user practices, business strategies and technologies; the Sustainable business canvas (Tiemann 

and Fichter, 2016) extending the BM canvas with a concept for integrating sustainability in the 

development of business models; and the Triple layered BM canvas (Joyce and Paquin, 2016) 

extending the business model canvas by adding an environmental layer based on a lifecycle 

perspective and a social layer based on a stakeholder perspective. The Hourglass connects 

framework from current research on SBMs with social innovation, to identify the most 

important relationships between the concepts and describe value creation, activities and 

stakeholder network connected to these activities. The Roadmap Model complements the 

Hourglass Model by adding the need of a strategic roadmap for managers to motivate and 

engage in corporate sustainability and shared value creation, developing a portfolio of strategic 

alternatives or when needing totally different value creation, delivery or capturing approaches 

(Lüdeke-Freund et al., 2016). Business models can also be categorized into different archetypes 

(Bocken et al., 2014; Boons and Lüdeke-Freund, 2013) including (1) maximize material and 

energy efficiency, (2) create value from ‘waste’, (3) substitute with renewables and natural 

processes, (4) deliver functionality rather than ownership, (5) adopt a stewardship role, (6) 

encourage sufficiency, (7) re-purpose the business for society/environment and (8) develop 

scale-up solutions, where real sustainability often demands a combination of several archetypes 

(Bocken et al., 2014). 

 

2.3  BARRIERS TO BUSINESS MODEL INNOVATION 
Barriers to innovation has been studied in different ways. To find better measures of innovation 

and indicators capturing changes, Eurostat and OECD jointly developed the Oslo Manual, 

which since 1992 provide guidelines for collection and interpretation of data on innovation. The 

Oslo Manual categorize barriers to innovation in cost factors, knowledge factors, market 

factors, institutional factors and other reasons for not innovating (OECD, 2005) showing 

relevance to different types of innovations such as product, process, organizational and 

marketing innovations. This framework would be suitable for analyzing barriers related to type 

of innovation or choosing specific types of innovation, but since SBMI involves all types of 

innovation this framework is not the most suitable to use in this study. However, barriers found 

in the Oslo Manual is covered by Sandberg and Aarikka-Stenroos (2014), categorizing barriers 

into internal and external barriers, further explained below. Barth (2004) studied barriers to 

growth and development in small firms in a doctoral thesis, focusing on how to address the 

concept of barrier and relations between the terminologies barriers, problems and causes of 

failure. Hence, barriers were related to innovation, problems to management issues and failure 

to financial accounting. Five categories of barriers to growth and development were identified: 
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innovation, export and trade, strategy and planning, organization and management and 

institution and policy where all of them can be related to SBMI. Barriers can also be categorized 

from where they derive (internal or external) like management issues or institutional factors, or 

what character they have (tangible or intangible) as for example lack of resources or cultural 

aspects (Barth, 2004). Those theories are partly used in analyzing barriers in this study, although 

characters are categorized into categories belonging to internal and external barriers following 

Sandberg and Aarikka-Stenroos (2014), mainly used in analysis of empirical findings in this 

study.  

 Previous research have found several different barriers to BMI, and focus technical 

businesses and industries where technology have been in focus. When analyzing the BM, Amitt 

and Zott (2001) identify novelty, lock-in complementarities and efficiency as key aspects of 

BMI, but those aspects often conflict with traditional assets of the business as managers 

resisting change due to own existing value-creation in the business (Chesbrough, 2010). Similar 

barriers to BMI is found by Christensen (1997, 2003) discussing ‘disruptive technology’ and 

‘disruptive innovation’ finding a conflict between existing BM established for existing 

technology, and new technology required to develop the BM, followed by possibly changed 

end customers and distribution channels. However, cognitive barriers to BMI are found 

(Chesbrough and Rosenbloom, 2002; Chesbrough, 2013), building on businesses being either 

helped by using a ‘dominant logic’ when creating and capturing value and selecting important 

information to use and avoid among all information available in a noisy environment, or the 

opposite way risking missing use of technology when not fitting existing BM (Bettis and 

Prahalad, 1995). Hence, Chesbrough emphasize the importance of focusing leadership skills 

and organizational change and identify two types of barriers (Chesbrough, 2007; 2010) – barrier 

to change in operational processes and a cognitive barrier with the resistance of old leaders to 

change or develop incorporated business models. Engelken, Römer, Drescher and Welpe, 

(2016) also emphasize the importance of leadership, meaning that cognitive barriers can result 

in leaders missing opportunities in changing business model when not seeing them, or lacking 

risk willingness to change, aligning with Chesbrough (2007) who found many businesses 

having a gap in responsibility or capability to innovate. 

 Research clearly highlight the need for adapting or changing BMs, quickly adjusting to 

changes and new opportunities arising, technological barriers and leadership barriers. A review 

of more than 100 articles about barriers to innovation show the most common way of looking 

at barriers is by developing them into internal and external barriers (Sandberg and Aarikka-

Stenroos, 2014). Internal barriers or factors can be influenced by the business, as for example 

leadership, mindsets and other cognitive barriers related to management, organization and 

human factors, while external factors are related to external environment such as behaviors of 

competitors, consumers and governments, factors that the business partly or totally cannot 

influence (ibid.). For the agricultural companies external factors can be weather, laws and 

regulations. Barriers seem to be largely relative and context dependent and can be overcome 

with different effort depending on for instance the size of the firm (ibid.), since large companies 

faces other barriers than small businesses, who often lack financial capital or access to industry 

knowledge (Lüdeke-Freund et al., 2016). Swedish agricultural businesses are traditionally small 

family businesses, i.e. businesses with controlling decisions within the family and also having 

a family member leading the business, hence behavior characterized by family businesses, like 

focusing socioemotional wealth with for example prioritizing to serve family needs and values 

instead of economic goals, can be considered when analyzing barriers (Maloni, Hiatt and 

Astrachan, 2017). In most of Swedish agricultural businesses, the agricultural entrepreneur and 

the family is a significant part of the business, hence cognitions and emotions of the 

entrepreneur largely affects the development. Entrepreneurial processes are better managed 

with entrepreneurs having cognitive abilities like enough knowledge, access to information, 
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quick decisions and cognitive flexibility. Further, positive emotions affects individual 

cognitions in many ways, by fostering entrepreneurial processes, enhancing individual 

performance and creativity, broadening attention and creating new relations, intellectual and 

social resources, while negative emotions hinder entrepreneurial processes (Shepherd, 2015). 

 Barriers can also be categorized into general cultural and structural barriers to SBMs, and 

developed in three dimensions: (1) unclear policies and regulations, (2) markets and financial 

issues, and (3) behavioral and social issues with for example relations with customers and 

stakeholders. Those barriers are results from group discussions in a Delphi study locking at 

barriers to SBM archetypes (Laukkanen and Patala, 2014), and is mainly containing external 

barriers (Barth, 2004; Sandberg and Aarikka-Stenroos, 2014). Hence, since the data is gathered 

in group discussions, individual cognitions and barriers are missing. According to 

Tillväxtverket (2014), the main barriers to sustainability work in small and medium-sized 

businesses in Sweden are lack of business benefits and lack of public support. High costs and 

lack of methods and tools are other obstacles highlighted. The proportion of small businesses 

dealing with environmental issues have stagnated and even declined in recent years. 

 Environmental innovation, also called green innovation, is an aspect of sustainability, 

discussed from different approaches in the last decade, but barriers to environmental innovation 

have been neglected (Souto and Rodriguez, 2015). However, environmental innovation 

strategies are analyzed, using the internal and external perspective, where proactive 

environmental innovation strategies derives from internal sources and reactive from external, 

and businesses are suggested to invest in internal sources to create green innovation (ibid.). 

Although agricultural businesses have environmental innovations, the framework about barriers 

to those innovations cannot fully be used in this study, since SBMI involves more than 

environmental innovations, and environmental innovations are needed to be treated separately, 

due to differences in intensity of barriers to innovation between environmental innovations and 

non-environmental innovations (ibid.) However, research showing actions needed for green 

innovations, such as public funding, cooperation and support system align with barriers found 

in this study.  Barriers to a sustainable ‘agroecological system’ in agri-food and agriculture 

mainly focus production and technique, but also emphasize knowledge transformation, socio-

economic factors and the political support systems as important parts (Sanderson and Bellamy, 

2017). 

 
  



 

13 
 

Table 1 Concluding table over framework about barriers 

Author Content 

Amitt and Zott (2001) Novelty, lock-in complementarities and efficiency 

Barth (2004) 
Barriers to growth and development in small firms categorized due to origin 

(internal or external) or nature (tangible or intangible). 

Bettis and Prahalad 
(1995) 

‘Dominant logic’ as help to focus or risk missing opportunities 

Chesbrough (2007, 
2010, 2013) 

Leadership skills and organizational change, managers resisting change, cognitive 
barriers. “BM innovation leadership gap” 

Chesbrough and 
Rosenbloom (2002) 

Cognitive barriers and leadership 

Christensen (1997, 
2003) 

‘Disruptive technology’ and ‘disruptive innovation’, i.e. conflict between existing 
and new technology required to change BM. 

 Engelken et al., 
(2016) 

Leadership and cognitive barriers, willingness to change 

Laukkanen and Patala 
(2014) 

General cultural and structural barriers to SBMI with unclear policies and 
regulations, markets and financial issues and behavioral and social issues. 

Lüdeke-Freund et al., 
(2016) 

Different barriers in large vs small companies – lacking financial capital or access 
to industry knowledge 

Maloni, Hiatt and 
Astrachan  (2017) 

Family businesses focusing socioemotional wealth 

OECD (2005) 
Oslo Manual – Cost factors, knowledge factors, market factors, institutional 

factors and other reasons for not innovating. 

Sandberg and Aarikka-
Stenroos (2014) 

External (lack of support from specific actors, restrictive macro environment) and 
internal barriers (restrictive mindset, lack of competences, insufficient resources, 

unsupportive organizational structure) 

Sanderson and 
Bellamy (2017) 

Barriers to sustainable ‘agroecological system’ in agri-food and agriculture focus 
production and technique, knowledge transformation, socio-economic factors 

and political support systems. 

Shepherd (2015) 
Emotions affects cognitions and negative emotions hinder entrepreneurial 

processes. 

Souto and Rodriguez 
(2015) 

Environmental innovation – proactive environmental innovation strategies 
derives from internal sources and reactive from external. Internal sources creates 

green innovation.  

Tillväxtverket (2014) 
Barriers to sustainability work in SMEs. Main barriers are lack of business 
benefits, lack of public support, high costs and lack of methods and tools.  
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2.4  ANALYSIS MODEL 
Theories from interdisciplinary research connected to the phenomena of barriers to SBMI in 

Swedish agricultural businesses were used to understand and analyze how and why the business 

models were developed and what hindered the development.  

 

 

 

 

 

 

 

 
 
 
 
 
 

 

 
 

 
 
 
 
 
 
 
Figure 2 Analysis model – own construction. How and why the business models are developed and what hinder 
the development.  
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3 METHODOLOGY 
Choices behind this qualitative study aiming to create understanding of how sustainable 

business models are innovated and what barriers affects this development, are explained and 

argued for, as well as a discussion about consequences of the different choices. Since 

qualitative studies is criticized for being subjective and giving too much space for 

interpretations of the researcher and lack of validity, the research process is presented in detail 

to increase quality and reliability. 

 

3.1 RESEARCH APPROACH 
A qualitative study is performed, since qualitative knowledge with the approach of the 

agricultural entrepreneurs' are locked for. Further, methodological choices are based on the aim 

to investigate, illustrate and create understanding of how agricultural entrepreneurs think, act 

and behave when developing their businesses, and what barriers affects the SBMI, differenced 

from the quantitative approach (Bryman and Bell, 2015; Nachmias and Nachmias, 1992) 

usually explaining causes and actions and measuring in how much quantity these phenomena 

occur. Further, the empirical assumption is based on a desire to understand how the 

entrepreneurs’ view the world and react based on their perceptions. To be able to understand 

their rational behind doing what they do, I need to study that rational. 

 An inductive approach means that theory is the outcome of research and involves drawing 

generalizable inferences out of observations. A deductive approach is the opposite, based on 

theory doing observations or findings. Those approaches are generally seen as the only options, 

but both approaches often entails parts of the other. Inductive strategy is associated with 

qualitative research, even though qualitative research often use theory as a background to 

investigations, hence inductive and deductive approaches is better seen as tendencies (Bryman 

and Bell, 2015). A mixture of induction and deduction, is called abductive approach, and sees 

breakdowns as enabler for theoretical change of concepts and development, while encouraging 

further thinking, problematisation and self-reflection. An abductive approach aim to add new 

knowledge and understanding of a phenomena, created as a combination of both the 

researcher’s preunderstanding and empirical material. The approach can change while working 

with literature research, and transform from inductive to a form of abductive, since data and 

theory are reflected together (Alvesson and Kärreman, 2007). Abduction starts with a puzzle 

that may emerge when looking at a phenomena that the existing theory cannot explain (Bryman 

and Bell, 2015) and the theoretical framework becomes the vehicle for generalizing and 

analyzing (Yin, 2009). Tools and methods for SBMI exists, but nevertheless most Swedish 

agricultural businesses do not develop their business models, hence I will examine and 

understand what is hindering SBMI in Swedish agricultural businesses and identify conditions 

that makes the phenomena less puzzling (Bryman and Bell, 2015), hence an abductive approach 

is chosen. The phenomena studied are barriers to SBMI in the context of rural agricultural 

businesses. Although the interview guide was built on theory of SBMI, it is not the types of 

business models that are studied, but the barriers to innovate those in a sustainable way. After 

the interviews, additional theory was searched connected to the empirical findings. My 

preunderstanding of SBMI in agricultural business together with empirical findings and further 

broadening the theories creates openness (Alvesson and Kärreman, 2007) to both theories and 

sensitive building and explanations of empirical material. Personal experience and 

preunderstanding also align to the need of firsthand experience (Becker, 1998), to know where 

to look for interesting things as well as knowing what does not need extensive investigation and 

proof.  
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3.2 LITERATURE REVIEW 
The literature review started early in the process. Literature about BMs, innovation, BMI, 

sustainable innovation, SBMI, rural entrepreneurship, strategic management and sustainable 

entrepreneurship was studied to examine what was known about the phenomena, find relevant 

theories, contradictions, research gaps and unanswered questions (Bryman and Bell, 2015) 

connected to agri-food business in general and the Swedish agriculture in particular. 

Development of a rich, theoretical framework stating conditions where a phenomenon is likely 

to be found or not, is an important step in replication and theories can be both practical and 

academic (Yin, 2009). In Swedish agriculture so called grey literature is common, hence also 

more practical reports and studies were reviewed. At this stage theory and literature about 

barriers and drivers were studied briefly as findings in some articles about BMI, since the aim 

in the early phase was to learn enough about SBMI to enable building an interview guide, but 

minimizing preconceptions during the interviews (Gioia, 2013). After the interviews, 

theoretical framework was revised and developed with theories about e.g. barriers, drivers, 

cognitions and characteristics for family-businesses during the process, and a research gap in 

barriers to SBMI were found, hence the decision to focus barriers in the study. 

 Barriers to SBMI extends over different types of theories, covering both implementation 

theories, change theories and individual theories such as individual development and cognitive 

behavior etc., as well as group theories with families and informal groups etc., organizational 

theories with structure and functioning etc., and societal theories with for example rural 

development (Yin, 2009). Although focus in this study is to find, explore and illustrate barriers 

to SBMI, it is important to understand both the context and drivers affecting the entrepreneurs 

in development, to understand barriers as well as challenges. Throughout the literature review, 

theories are chosen with research question, purpose of the study and empirical findings in mind. 

 To find relevant literature, both Swedish and international sources is used. Scientific 

articles and literature were found through Google, Google Scholar and OneSearch. Keywords 

like affärsmodell, affärsmodellinnovation, hållbara affärsmodeller, agriculture, lantbruk, 

jordbruk, barriers, hinder, obstacles, drivers to business model innovation, drivkrafter till 

affärsmodellinnovation, barriers/obstacles to innovation, business model, sustainable business 

model, SBM, sustainable business model innovation, SBMI, sustainable innovation, 

opportunities, möjligheter, utmaningar, challenges, rural, entrepreneur(ship/ial), countryside, 

landsbygd, glesbygd, and entreprenör(skap/iell) have been used to find research connected to 

the context. Further, leading conferences and papers (Davidsson and Wiklund, 2001) from 

2010-2016 in entrepreneurship such as Academy of Management, Babson, RENT, Euram,  

ISBE, Journal of Business Venturing, Entrepreneurship Theory & Practice, Entrepreneurship 

and Regional Development, Journal of Developmental Entrepreneurship, The Journal of 

Agricultural Education & Extension were reviewed with the same keywords.   

 The literature review disclosed a research gap in research about barriers to SBMI in 

Swedish rural enterprises, agri-food sector and especially in agricultural businesses, where no 

research in the subject were found. Further, more research were requested about barriers and 

drivers to SBMI both in general and in Swedish agri-food sector. 
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3.3 THE EMPIRICAL STUDY 
The empirical study is carefully planned and designed to answer the problems and aims of the 

paper, following Söderbom and Ulvenblad (2016). Major importance has throughout the study 

been given to credibility, hence both planning, design, choice of respondents, data collection 

and analysis are discussed in detail below. 

 

3.3.1 CASE STUDY DESIGN 
The focus of this study is to understand how SBMI can be created, studying present 

circumstances, aiming to find barriers to innovation. Research design shows the performance 

of the complete study and different frames are used to collect and analyze data, and to get 

evidence that fits both certain criteria and research question (Bryman and Bell, 2015). When 

seeking to explain how and why social phenomenon works in present, the case study is a 

preferred method, since the phenomenon can be too complex for using survey or experimental 

strategies (Yin, 2009). A case study is also an empirical investigation of a contemporary 

phenomenon (barriers to SBMI) within its real context (agricultural businesses), when the 

boundaries between phenomenon and context are not clearly evident; and in which multiple 

sources of evidence are used (Yin, 2009) to explore in-depth or complex issues (Meyer, 2001). 

Case study include both single and multiple-case studies, with the primary purpose of trying to 

understand a real-life phenomenon in depth, including important contextual conditions highly 

relevant to the phenomenon (Yin, 2009). Case study was chosen as suitable design for this 

study, seeking to understand how SBMI was created, why (barriers) the innovation sometimes 

is hindered and how those barriers are conquered (drivers). Case study is distinguished from 

other research design by focusing a distinct situation or system, such as barriers to SBMI aiming 

to provide deeper illustration of one or more cases. A case can be a single organization, place, 

person or event (Stake, 1995). In this study each case was an entrepreneur and his/her 

agricultural business. Selection of case are made based on expected greatest learning. There are 

different types of case studies, depending on whether aiming an understanding of individual 

features in individual cases, use of case to understand a broader topic or to explore a general 

phenomenon (Stake, 1995). In this study, the purpose was to explore a general phenomenon, 

i.e. barriers to SBMI, why multiple case study was selected. A multiple-case study is an 

extension of case study aiming to compare the cases, i.e. what is unique and common between 

the cases, and reflect theoretically around the findings as well as minimizing the risk if a case 

’disappears’ (Bryman and Bell, 2015). More cases also provide results considered more 

’robust’. On the other hand, the more cases, the more likely focus drifts towards structural 

features and not meaning constructions. Another issue to be aware of is the historical distance 

when talking about the development in retrospect, that may increase the likelihood of getting 

more nuanced and ’shimmering’ stories (Stake, 1995). 

 Different research methods can be used to collect data, e.g. structured interview guide or 

participating observations (Bryman and Bell, 2015). A research plan guides the investigator in 

the process of collecting, analyzing and interpreting observations and is a plan to logical collect 

evidence that allows the researcher to draw conclusions about relations among the variables 

investigated (Nachmias and Nachmias, 1992). In this study, data is collected in a practical and 

present context, examining the behavior of the agricultural entrepreneurs, following a research 

plan in six steps for case study research; 1) Plan; 2) Design; 3) Prepare; 4) Collect (and 

sometimes going back to Design when collecting data); 5) Analyze; and 6) Share (Yin, 2009). 

 Lack of rigor is the main criticism to case studies, since researchers sometimes have failed 

to work systematically, or allowed ambiguous evidence or biased aspects to influence results 

(ibid.), hence, the method in this study is described in detail. The benefits of case study is to 

show conceptual insights, motivate, illustrate or inspire new ideas or pointing to gaps, but can 

have too many details when everything seem to be interesting, or obvious results hardly 
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Barriers  

surprising (Siggelkow, 2007). This thesis contains individual narratives from each of the cases 

separately, as well as cross-case analysis and results.  

 An overview of the study is displayed in Figure 3 below, showing that semi-structured 

interviews were conducted to discuss and explore how agricultural entrepreneurs develop 

SBMs – how they had developed and how they plan to develop (1). The interviews and 

additional information from the businesses resulted in findings of barriers and drivers to SBMI 

(2), hence barriers were analyzed in concepts, themes and aggregated dimensions according to 

Gioia methodology (Gioia, Corley and Hamilton, 2013) (3) to enabling exploring and 

understanding how and why agricultural entrepreneurs overcome some barriers, and do not 

overcome others. Barriers found in this study were analyzed and compared to framework about 

barriers to SBMI (e.g. Laukkanen and Patala, 2014; Sandberg and Aarikka-Stenroos, 2014), 

and also framework from family business research (Maloni, Hiatt and Astrachan, 2017) and 

research about emotions and cognitions (Chesbrough, 2010; Shepherd, 2015) were considered 

in the analysis (4). Finally an existing model with internal and external barriers (Sandberg and 

Aarikka-Stenroos, 2014) were modified and developed to show what barriers exists and affects 

Swedish agricultural SBMI (5). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
Figure 3 Design model of the study 
 

3.3.2 SELECTION OF BUSINESSES AND RESPONDENTS 
Since multiple cases resemble multiple experiments, a replication logic was needed, meaning 

that each case had to be carefully selected to either predict similar (literal replication) or 

contrasting results but for envisioned reasons (a theoretical replication) (Yin, 2009). In this 

study, agricultural businesses with developed business models were chosen. Three cases were 

selected by advisors from various agricultural advisory organizations from all over Sweden, 

based on a request from me to recommend businesses to interview in a study about sustainable 

business models in Swedish agriculture. Business models were defined to the advisors as ‘ways 

to earn money’, since the advisors probably would not know what a business model is, because 

this concept is not used in agriculture. After being recommended business to interview, I studied 

their webpages and other information available to ensure choosing businesses with developed 

business models. Three of the cases were selected by me when meeting agricultural 
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entrepreneurs at different network activities with advisory organizations from all over Sweden, 

hence gaining knowledge about businesses with developed BMs.  

 Different strategies can be used for case selection. Once decided to search for information-

oriented cases, as opposition to random selected, the selection can be based on unusual cases, 

maximum variation cases, critical cases or paradigmatic cases (Flyvbjerg, 2006), hence cases 

were selected based on being unusual, meaning having developed their BMs in Swedish 

agricultural industry where this is unusual today. A selection was also made due to business 

focus, to capture the phenomena from different production orientation, since the main part of 

Swedish agriculture is controlled and governed by large cooperatives putting pressure on certain 

production orientation in different periods together with pressure from world market price of 

various inputs and agricultural products. Cases from similar production would probably give 

results that cannot be used for the main part of agricultural industry, which is the aim of this 

study. The different business focus were; a) a meat producer selling to stores, restaurants and 

slaughterhouse, b) a diversified business with crop cultivating, animal framing and breeding 

selling to selected stores and restaurants, c) an organic milk and meat producer selling to 

Swedish and German dairies and Swedish slaughterhouse, d) a cultivation business growing 

vegetables, selling to grocery stores mainly through wholesalers, e) a diversified business with 

milk, beef and lamb production, forest and tourism activities with accommodation, cafe, shop, 

dairy and bakery, selling to dairy, slaughterhouse and final consumer f) an organic beef 

producer developing wide breeding and socially sustainable business, selling to demerged sales 

business. 
 

Table 2 Cases with business focus 

Case Business focus 

Adair 
Farm 

Meat producer selling to stores, restaurants and slaughterhouse 

Bethia 
Farm 

Diversified business with crop cultivating, animal farming and breeding selling to selected 
stores and restaurants 

Cullodina 
Farm 

Organic milk and meat producer selling to Swedish and German dairies and Swedish 
slaughterhouse 

Dougie 
Farm 

Cultivation business growing organic vegetables, selling to grocery stores mainly through 
wholesalers 

Edeen 
Farm 

Diversified business with milk, beef and lamb production, forest and tourism activities with 
lodging, cafe, shop, dairy and bakery, selling to dairy, slaughterhouse and end consumer 

Forba 
Farm 

Organic beef producer developing wide breeding and socially sustainable business, selling to 
demerged sales business 

 

A consequence of selecting businesses with developed BMs is likely that the entrepreneurs are 

having both capability, responsibility and will to innovate and change their BMs (Chesbrough, 

2007; 2010), and that the barriers found in this study, or the ways to overcome them, may not 

be representative for all agricultural businesses. However, analyzing business with developed 

BMs enables exploring of sustainable business model development, finding and analyzing 

barriers and drivers to SBMI, how to overcome the barriers and finding existing theory as well 

as missing theories about the phenomena. 

 Swedish agricultural businesses are traditionally family businesses, hence the respondents 

were both owners and managers of the businesses. In some cases there were two 

owners/managers interviewed. With businesses recommended by the advisory organizations, 

first contact was made by e-mail directly to the owner/manager/entrepreneur, where I briefly 
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explained the purpose of my study, that I was studying how to develop sustainable agricultural 

businesses and that I wanted to interview them. In some cases a time for interview were booked 

by responding e-mail, and in some cases time for interview was booked by a personal phone 

call. Some interviews were also booked at personal meetings, when I attended activities 

arranged by the advisory organizations. 

 

3.3.3 DATA COLLECTION WITH QUALITATIVE INTERVIEWS 
In case studies, data can be collected from different sources like documentation, archival 

records, interviews, direct observation and participant-observations (Yin, 2009). In this study 

documents from websites of the cases and other documents from the businesses are studied. 

Primary data comes from interviews and less formal direct observations during the interviews. 

Surveys and interviews are common methods for data collection in social sciences, and can be 

conducted face to face, by phone, online or by mail (Denscombe, 2014). The interviews in this 

study were primarily conducted face to face, and secondly by phone, and the options of using 

internet and letters were not used. Semi-structured interviews with open or broad questions 

based on a predetermined agenda, complemented by follow-up questions to ensure as correct 

and detailed information as possible being captured, but where the entrepreneur also had the 

possibility to get into side tracks during the interview (Bryman and Bell, 2015; Johannesson 

and Perjons, 2012). Interviews were chosen to catch the picture of the agricultural 

entrepreneur’s and to understand their thoughts and mindsets to be able to find barriers to SBMI. 

With this decision we get the view of the entrepreneur, i.e. what the entrepreneur want to tell 

us. To maximize the benefit of different sources of evidence, three principles can be followed; 

(1) using multiple sources; (2) creating a case study database and (3) maintaining a chain of 

evidence to make external observers able to track back (Yin, 2009). However, using participant-

observations in different situations with the entrepreneurs’ would enabling further 

understanding of the subject, and would be interesting to do in a larger study than this. Also 

interviews with employees and other strategic contacts in the network of the agricultural 

entrepreneurs’ would be interesting to capture further perspectives. 

 To be able to interpret the information during collection, a researcher need to be like a good 

detective, being open to contrary findings and to avoid bias (Yin, 2009). During the interviews 

the intention was to be a case good study investigator, asking question, interpreting the answers, 

listening, being adaptive and flexible, having a firm grasp of the issues being studied, and being 

unbiased by preconceived opinions (ibid.). To enabling this, framework about barriers was not 

studied in detail until after the interviews, when the analysis started. However, a literature 

review of research about SBMI and tools to work with, was studied to enabling creating an 

interview guide and a fruitful discussion. Also my previous understanding and knowledge about 

the agricultural context and strategic management together with good interview technique, 

created conditions for being a good case study investigator. However, continual awareness of 

not allowing my previous knowledge to influence the interviewees, enabled professional 

interviews. 

 Interviews were conducted during May – September 2016 in a conversational manner, 

following an interview guide (Appendix 1 and 2). However, interviews could also have been 

conducted as in-depth interviews, but since those often takes place over an extended period of 

time, not just one meeting and the interviewee is more ‘informant’ than respondent (Yin, 2009), 

focused interviews were chosen. A guide with predetermined questions connected to SBMI 

constituted the basis for the interviews, and the respondents described the development of their 

business model along with barriers and drivers to innovation and development. The interview 

guide (Appendix 1 and 2) was based on the business model canvas model (Osterwalder and 

Pigneur, 2013) building on nine blocks, with addition of the development highlighting strongly 

sustainable business models (Upward and Jones, 2015) and with inspiration from Breuer et al., 
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(2016) who developed BM theories with sustainable and value-added perspective, to catch the 

sustainability aspects. The business model canvas was chosen to use, since it is often used in 

practice, and is a methodological practical and pedagogical tool to use, creating questions 

around, which are understandable for the agricultural entrepreneurs. Four interviews were 

conducted face-to-face and two by telephone and all of them lasted between 2 and 4 h. A 

learning from this was that deeper knowledge is gained through physical meetings where direct 

observations are possible than via telephone interview. During the interviews, respondents, 

were asked to describe how they work with SBMI, to catch how they developed the different 

parts, what have been driving them, what barriers they have met and how they have conquered 

the barriers. Other words than in theory were used, translated to a language common with the 

agricultural entrepreneurs’, a language that I am familiar with because of my background. The 

interviews captured the past and present as well as thoughts and plans about the future. Follow-

up questions were employed, focusing on important details within each respondent’s narrations 

that aligned with my research. I tried to understand how the agricultural entrepreneurs saw the 

world, hence I sometimes had to interrupt and ask further questions when I didn’t understand. 

Each interview was digitally audio-recorded and transcribed literally, to be used in the analysis 

work several months after the interviews were conducted, enabling going back and forth and to 

quote correctly. Audio recordings is the method that produce the most precise reproduction of 

an interview and I was aware of using the method in a good way, meaning that I (a) got 

permission from the respondents to record, (b) planned to use the records for transcribing and 

listening to, (c) could handle the device in a good way to avoid creating distraction during the 

interview, and (d) was not using the device as a substitute for good listening (Yin, 2009). 

 

3.3.4 DATA ANALYSIS 
The data analysis was based on the Gioia methodology, a flexible, qualitative method open to 

innovation, enabling both creativity and systematic rigor when using some theory from the start, 

adding additional concepts found during the process and developing new concepts to explain 

the gap in existing framework (Gioia, Corley and Hamilton, 2013) and the tables presented in 

the empirical chapter.  

 The transcription of the interviews together with documents from the businesses where 

analyzed, and in the 1st-order analysis, a huge number of categories emerged. As the research 

progressed, similarities and differences were looked for (Gioia et al., 2013), and the number of 

categories were reduced. The categories were labeled, described and arranged, and a deeper 

structure created were multiple levels were considered (i.e. both respondents’ level and more 

abstract 2nd-order theoretical level). Figure 4 illustrates an example of how concept were build 

and data structured and figure 5 shows the progress of analysis following this structure. 

Figure 4 Example of building a concept in creating data structure (Gioia et al., 2013). 



 

22 
 

At the 2nd-order level of the analysis, theoretical considerations and answers to the question 

‘What is affecting development?’ was trying to be answered and the themes were analyzed to 

see if they could suggest concepts that could describe and explain the phenomena (ibid.). Some 

themes were neither described in existing literature about barriers to innovation and sustainable 

business model innovation, nor in agricultural or agri-food research. After fusion of the themes 

into aggregated dimensions, the analysis consisted of cycling between data, themes, concepts, 

dimensions and literature to find both existing theory and new concepts (ibid.). Until this phase, 

literature was not studied in detail, to avoid the side effect of being too influenced and having 

tunnel vision (ibid.), and the research process now changed from being inductive to an 

abductive approach, considering data and theory in tandem (Alvesson and Kärreman, 2007) and 

a combination of knowing and not knowing allowed discovery without reinventing the wheel 

(Gioia et al., 2013). 

 Existing literature categorize data in different ways, and the categories that arose in this 

study were analyzed with inspiration from different theories, where internal and external 

barriers, related to if the barriers can be influenced within the firm or not, with dimensions from 

Sandberg and Aarikka-Stenroos, (2014) showed to be the most suitable to develop. However, 

this division was not enough for explaining the underlying contextual barriers emerged in this 

study, since there were for example cultural traditions and obligations as well as ‘ecological’ 

and ‘philosophical’ considerations affecting the agricultural entrepreneurs, who in some 

perspectives cannot be compared to other managers or entrepreneurs in other larger businesses 

and other industries, investigated in previous research about barriers to innovation. Since some 

specific barriers in the agricultural context are cultural, parts of the framework about cultural 

and strategic barriers developed into general regulatory, market and financial, and behavioral 

and social barriers to SBMs (Laukkanen and Patala, 2014) were used, but neither this was 

enough to cover all the barriers found in this study, since the framework focused on the 

innovation system on the societal transition towards SBM at higher system levels, and the 

cultural barriers found in this study was on firm and individual level and in the context.  

 To further explain and understand the emerged data, not explained in existing theory, the 

framework of family business research was studied, since the cases are all family businesses. 

Characteristics from this research were considered when analyzing the barriers, since those 

businesses often behave differently than non-family businesses and focus on value-based, social 

and non-economic goals, seeing the business as a part of the family life. This approach also 

affects risk and sustainability when serving family needs and values, reputation and job creation 

for family members etc. (Maloni, Hiatt and Astrachan, 2017). Individual emotions and 

cognitions of the entrepreneur largely affects the development and entrepreneurial processes 

(Shepherd, 2015), hence awareness of the effects by positive and negative emotions were 

considered in the analysis. This is also emphasized in framework about self-leadership (Neck 

and Manz, 2013), appearing as one of the main barriers to SBMI in this study. 

 

3.4 GENERALIZATION 
In this study I work with qualitative analytical generalizations of concepts (Yin, 2009), which 

differs from general statistical generalization found in quantitative studies (Bryman and Bell, 

2015), where findings can be applied to large populations or other contexts (Yin 2009). 

However, the Gioia methodology has helped me develop concepts and analysis of empirical 

findings resulted in a new aggregated dimension of barriers (Gioia et al., 2013), enabling 

generalization and making findings applicable to other contexts, which might have other 

‘inherited cognitive’ barriers than agricultural entrepreneurs. Although generalization is 

controversial in case studies (Bryman and Bell, 2015), case studies with a rich description gives 

the reader possibility to use the findings in other contexts (Yin, 2009), hence this study is richly 

described considering both method, analysis and empirical findings (Gioia et al., 2013).  
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3.5 VALIDITY AND RELIABILITY 
Qualitative studies is criticized for being subjective, giving too much space for interpretations 

of the researcher, and lack of validity (Flyvbjerg, 2006). Certainly there is space for the 

researcher's personal values or opinions to influence qualitative studies (Bryman and Bell, 

2015), and awareness of the risk of being subjective made me focus reliability in the whole 

process and explain the research process in detail, since case study is needed to be able to 

understand a complicated question like in this study (Flyvbjerg, 2006). I have converted 

theories to concepts, which I have studied and added theory in my concept development. I also 

have an interview guide ensuring covering intended parts when collecting data. Different 

criteria can be used for judging the quality of research designs and four tests have been 

commonly used to establish the quality of empirical social research; construct validity, internal 

validity, external validity and reliability (Yin, 2009). 

 Construct validity refers to the process of identifying correct measures for the concepts 

being studied, since a construct is a concept. Multiple sources of evidence, establishing chains 

of evidence or having key informants reviewing draft of case study reports are ways to create 

construct validity (Yin, 2009). To assure construct validity, both interviews and other 

information from the businesses are used to analyze, however informants were not reviewing 

drafts of the study, since the study contains analysis of barriers the informants themselves are 

not aware of, or try to extenuate, hence cannot fairly validate. However, the interview guide 

were discussed in the research group during development, to ensure measuring what was 

intended to do. 

 Internal validity is mainly referred to causality in quantitative research, but refers in 

qualitative research to whether or not the observations and theoretical ideas developed in the 

study match (Bryman and Bell, 2015). In this study the theoretical framework was developed 

and reviewed as new knowledge emerged and the respondents were informed about the purpose 

of the study, in advance, to assure internal validity.  
 External validity refers to the ability to generalize the findings (Bryman and Bell, 2015). 

In multiple-case studies, replication logic can be used (Yin, 2009). The intention of this study 

was to create knowledge about the phenomenon barriers to SBMI in the specific context of 

Swedish agriculture and to develop a framework for this context, hence statistical generalization 

was not strived for. However, the developed concept enables the theory to be used in other 

contexts where the findings may be useful to compare. 

 Reliability refers to proving that the procedures of a study, such as data collection, can be 

repeated with the same results (Yin, 2009). When the quality of study is assessed as reliable, 

the results are repeatable and measures consistent. Reliability can be developed into internal 

and external reliability, meaning whether or not two or more researchers of the study agree 

about the results (internal) and the possibility to reconstruct the study with the same results 

(external) (Bryman and Bell, 2015). To ensure internal reliability, continuing reviews of the 

study by other researchers are performed during the process, and detailed explanation of the 

process ensure external reliability, however an exact social situation of identical entrepreneurs 

is impossible to replicate.  
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3.6 ETHICAL CONSIDERATIONS 
A researcher is responsible for conducting research in an adequate and scientific way 

(D’Angelo, 2012; Vetenskapsrådet, 2011), ensuring the respondents not experiencing violation 

of the person (Bryman and Bell, 2015). Confidential treatment of the respondents and data is 

required in this study, since the agricultural entrepreneurs share trade secrets and other data that 

can be sensitive. To make sure no one can identify the respondents, data is depersonalized, in 

regard to business name, personal names, gender etc. Further no numbers or statics that can be 

traced to a specific business is presented and important phenomena is explained in general 

terms, to avoid identification. The Swedish personal data protection act (PUL) is followed and 

the respondents informed about how data are used etc. (Vetenskapsrådet, 2011), hence the 

purpose of the study and handling of data were explained before the interviews together with 

approval from the entrepreneurs of attending without compensation. The intention in the whole 

process of this study was to avoid personal interpretations of the information. If in doubt, the 

respondent was contacted to ensure the responses were interpreted correctly. 

 Since I am employed in an advisory organization, The Rural Economy and Agricultural 

Society, there can be a conflict of interest with my employer, and it is important for me to act 

professional as a researcher no matter the results. I collaborate with researchers within academia 

and participate in the scientific community, discuss my research and are reviewed by academia, 

and I am financed by external grants, i.e. not from my employer. The same is the case for me 

in relation to the other actors (e.g. Jordbruksverket, LRF, SLU etc.), which I am connected to 

in my work. I cannot see any directly moral doubts in my research, but since my research aim 

to help agricultural business to develop in a sustainable way, interest groups such as for example 

vegans or other groups not wanting the society to produce food from animals, can have moral 

doubts about my research, and carefully following the CUDOS norms for moral consensus is a 

way of dealing with these doubts (Vetenskapsrådet, 2011).  
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4 EMPIRICAL DATA 
The empirical part contains findings from six interviews starting with a short description of 

each agricultural business, a presentation of the entrepreneur, the acquisition of the business 

and an illustration of current business model. Experienced barriers and challenges are 

presented in the end of each case description, and each case is presented separately, aiming to 

illustrate the view of the entrepreneur in the development process and experienced barriers to 

SBMI. 
 

4.1 ADAIR FARM 
Adair Farm is located in the south of Sweden and operates since 2016 by the sixth generation 

of the founding family engaged in livestock breeding of heifers and bulls, buying and selling 

pallets and running a sawmill. The business sales is about SEK 17 million and seven full-time 

employees together with two hourly workers are employed. Stockholm market accounts for 

about 85% of its sales. 

 Anna is the sixth generation on the farm, and owns since the summer of 2016 the farm 

together with her husband. They have been involved in the business a few years, but none of 

them had agricultural experience or training in the field before. The husband, however, has 

educated himself since they decided to take over the farm. Anna has a degree in fashion and 

design, and has lived and worked internationally with purchasing, sales and creative tasks. Anna 

take courses in food handling, etc. gradually as the need arises. Today, she works mostly with 

marketing, sales and business management. Her husband works with the production on the 

farm.  

 The acquisition was made through purchase from Anna's parents, both of whom still work 

in the business, but who try to let the new owners make their own way and take responsibility, 

as Anna is aware of not always being easy. Good communication is important to manage 

working together, and they give priority to meetings. They have been involved in the Lean 

Farming recent years where a thread is communication and commitment of all the staff. 

Generational change has been going on for more than a year, but the idea was awakened much 

earlier. They collected information and learned about generational shift and realized the 

importance of involving all family members, including siblings. They took help from an 

accounting firm and a lawyer, to solve it in the best way legally and economically. They both 

thought it was fun to take over and firmly believe that they have a sustainable business idea. 

They have an active board consisting of family members and external advisor who they use 

some times, and Anna explains”We are not afraid to take advice from the surroundings. It's 

good to have someone you trust who you can consult outside the firm. We have our senior 

advisor that attend the important meetings and so on. One should not be afraid to challenge 

oneself. Sometimes it can be easy to let the feelings rule and forget that it's a business." 

 The business model is to manage an agricultural property, engage in livestock breeding of 

heifers and bulls and sell meat only from its own farm. Calves are purchased from local breeders 

in the first place, and secondly from breeders around Sweden. In its own brand premium 

products are produced and sold with consistent quality by focusing animal health, development 

of diets and breeding. The meat from heifers is refined and since 2001 sold in its own brand, 

and the bulls are sold to Swedish slaughterhouses. Purchases and sales of pallets creates 

synergies and makes human resources available when needed on the farm. Two own trucks are 

used for transport within the local area. Everything that is grown in the business becomes feed 

for livestock and cooperation takes place at different stages of processing as well as with nearby 

farms for optimum crop rotation, manure, etc. The own brand sell meat boxes and products of 

frozen minced meat to minimize waste, since half of the animal is minced meat. For good 

economy, it is important to keep the price of these products up and sell all details at full price. 

Pricing is an estimation of customer payment will and the strategy is to then gradually increase 
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prices. The market for agricultural entrepreneurs and food producers are characterized by rapid 

changes and the business is constantly working with structure, efficiency, operating procedures, 

cost reduction, etc., and Anna is aware of "We have to hang on to all the rapid changes and not 

be afraid of change, to keep up and try to think in long term." 

 Sales are made to grocery stores and restaurants in Sweden. Customers are conscious and 

want good quality and full traceability. Shops ordering larger volumes continuously are the 

main customers. Customer relationships are important and maintained through store 

demonstrations and education on the farm. By a viable own brand with characteristics as safety 

and sustainability, independence and possibility to raise prices is created. The entrepreneur is 

not aware of any direct competitor, however many producers have farm shops, and the 

difference is the delivery, since other farms can deliver once a year, but no fresh meat 

continuously every other week as Adair Farm can. The regular production all year long is 

demanded by the stores who also demand monopoly on the sale of the farm's meat, but which 

are denied by Adair Farm, since this would mean uneven supplies. The brand is strong, and 

many customers want to market themselves having meat from the farm. Main causes of the 

business development, according to Anna, was that the business followed the social trend of 

locally produced food and that previous owner was a good, selling entrepreneur. Other causes 

are according to Anna their quality products and talented chefs who used the products, hence 

made them receive publicity and being visible in public activities as good Swedish meat raw 

material, an important aspect since the Swedish meat according to Anna traditionally had a 

reputation of being rubbery, hard and having uneven quality. Storytelling about the work on the 

farm has for long been a main part of marketing, and today this is channeled via Facebook, 

Instagram and social media, to keep costs down. The farm is open to the public, and the farm 

shop is seen as an important showcase. Customer contacts, high quality products with good 

follow-up combined with the entrepreneurial family being visible, has according to Anna also 

been important for the business development so far. The strategic development is worked with 

through a board and help from counselors if necessary. They are trying to listen to the market 

and customer demand and trend scouts constantly through newspapers, trade fairs, education 

courses and so on. 

 Sustainability work has strengthened the brand and demands from both customers and other 

stakeholders for sustainability work are fulfilled by participation in quality systems, some 

labeling and certifications. The business is one of few beef producers in Sweden with climate 

certificate of ‘Svenskt Sigill’ and the entrepreneur believes it is important to have some 

certification both for themselves and for consumer demand and Anna thinks "It's a challenge 

to keep up with the times, for example, if it must be organically or not. We always consider if 

we earn more being organic, etc." 
 
Table 3 Business models and sustainability priority in Adair Farm. 

Create value Deliver value Sustainability priority 

Deliver fresh meat all year round Meet quality- and traceability 
requirements 

Economic, Ecological, Social 

 

Barriers and challenges 

Many challenges exists since Anna wants to increase both profitability and margins, and create 

profitability of the own brand. Working with own brand requires lots of work with purchase of 

slaughtering, cutting, processing, transportation and so on, and many services are purchased to 

concentrate to the core business of breeding animals. Production need to be increased, but 

liquidity is a barrier, at for example purchase of animals, land or construction projects. "If land 

will be for sale at good price, we’ll have to buy", Anna says. The main source of income is the 

animals and certain volume need to be sold to earn money, but also the sawmill provides income 

that improves necessary liquidity in the business. Margins highly shifts due to slaughter rates 
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and purchase prices, but the frozen minced meat products have relatively good margin, although 

the goal is a doubling of profitability. Small margins in the industry is according to Anna the 

reason to Swedish farms developing into larger units, realizing that working with added value 

and doing something else than being a traditional farmer is necessary "You walk in your own 

world, but you all the time have to think outside the box and think about how to do differently. 

It is not always it will be that way, but then you at least have thought about it and calculated 

on it." A three-year plan with milestones are set, but because of the industry’s rapid changes, 

Anna feels frustration about having problems to plan. Calculations are made at everything and 

only business that is expected to be financially sustainable is implemented. “You should not be 

afraid of change, and have to do something you think is fun and that you are engaged in, but if 

it doesn’t work economically, you won’t do it either.” 

 Anna does not see anything that directly have prevented operations. Some projects have 

been tested, and experience has been gained and goals then been simplified considerably. One 

example is the former partnership in meat shop and barns nearby the farm, where business were 

conducted at two locations. Different interests and poor control made it economically 

unsustainable. Learnings resulted in Adair Farm choosing a relatively simple business, focusing 

on the core business, located in the same place, but also realized the importance of several areas 

of activity, but not too many. Having all activities in one place gives better efficiency, save time 

and simplifies management according to Anna. Many ideas have been implemented, such as 

different products as well as different cooperation partners. Everything from buying their own 

trucks rather than buying the cargo, to how and where the business conducts cutting has initially 

emerged as ideas, with reflection of learnings “We have learned that production on the farm is 

our core business and have to be profitable and prioritized”. New ideas are constantly coming 

up, and for example restaurant and farm slaughterhouse have been discussed, but not 

implemented. These ideas have not been dismissed, but before new products are developed 

Adair Farm require economic sustainability and carefulness as well as a guaranteed customer. 

Product development takes time and is costly, which results in investing in existing products 

“It’s easy to have lots of ideas, but you have to limit yourself”. 

 Regulatory decisions and slow action by public authorities creates challenges, as for 

example discussions about a water protection area that can become a major barrier if the current 

proposal will be implemented, since the whole yard falls within a water protection are, which 

may affect permits for future construction of silo for silage, transports on the farm, manure etc. 

Despite present barrier, Anna is convinced to overcome the barriers "The thing is that you have 

to adapt, so if you ask me in two years, I will not see this as a barrier that limited us, but you 

only have to rethink about how to work. Right now it is a barrier because some investments 

can’t be done because of uncertainty." However, Anna doesn’t see the authorities or anyone 

else to solve the problem for them "It’s not the government who will solve our problems." 

Slaughtering also face barriers since the Swedish slaughterhouse which so far have been used, 

shut down the local business in the region. There is one local slaughterhouse remaining, which 

receive supplies from Adair Farm, but at the same time opposed to their own brand and want 

them to put it down. Similar experience exists from the relocation of the regional slaughterhouse 

previously used for the consumer packaged products. Connected to the move, Adair Farm chose 

to sell in boxes instead, to control the market a bit, and has ever since worked to develop more 

cutting details. Previously large volumes of consumer packed products were sold in its own 

brand, but consumer behavior changed from consumer packaged for purchase through manual 

meat counters which resulted in much waste and high packaging costs, so the strategy was 

changed to basically sell all details to manual counters today. 

 The entrepreneur sees economy and ecology as interrelated and sustainability have changed 

over time. The industry is changing rapidly "It happens a lot in agriculture, especially in the 

environment area. It is an industry that is very forward in terms of environmental issues" and 
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increased demands for environmental, quality and traceability process have been introduced, 

especially since there has been much cheating in the industry, which resulted in more work for 

the businesses "That’s why I am sitting here at the office. If we haven’t had this [the rules] part, 

I would not been needed here." Also food packaging have high demands and are purchased by 

manufacturers of these skills. One barrier is when the rules for labeling changes or comes new, 

since it for a small supplier is very large volumes of packaging needed to be purchased, causing 

a large layer that also binds capital. Through good communication and relationship with the 

packaging manufacturer, this barrier can be overcome by for example additional printing. 

 Although having an active board, having attended Lean Farming and working with 

structure and strategic issues, Anna and her husband works a lot. Anna says “A private goal is 

to have a job where I don’t all the time need to feel that I have to sit all night working, but 

having time for children and family. It should be a lifestyle, sure – if you go into this profession 

you have forgotten holiday long ago, and I will be on maternity leave, but not in the same way 

as my friends who are on maternity leave and go to town and drink latte. I'll bring the kids to 

the office, but it is ok as long as I’m not constant stressed all the time. I think you are feeling 

well if you have a fairly good economy and the animals are well. Then you feel good as a farmer 

and life is rather ok actually”. However Anna also delegate to some extent reflecting ”You are 

an entrepreneur, and then we have employees with competence who we receive help from when 

needed. You have to think like this today…When talking about it [barriers and challenges], it 

sounds pretty heavy and it feels quite heavy at times too, but we must try. It hadn’t been fun to 

take over something that just went as the train."  

 
Table 4 Barriers, drivers, challenges and ways to overcome in Adair Farm. 

Barriers Drivers Challenges Overcome 

Accepts farmer life, liquidity, water 
protection area – suggested changed 
law, local slaughterhouse closure  – 
against own brand, increased 
administration due to laws and 
regulations, lack of competence in 
marketing and pricing, fast changes,   
changes in rules for e.g.  marking 

Positive 
attitude, 
business focus, 
possibility 
oriented 

Quick changes, 
own brand, 
changed 
consumer 
behavior, less 
workload, 
family, safety, 
time for family 

Good communication, have 
fun, involve everyone in 
family, delegation, 
synergies, collaboration, 
minimizing waste, 
storytelling, focusing core 
business, cost awareness, 
strategic board 

 

4.2 BETHIA FARM 
Bethia Farm is a family business with 10 employees, located in southern Sweden, which for 

some years now is run by the third generation of the founding family. The turnover is SEK 25 

million and Bethia Farm conducts crop cultivation, animal farming and breeding of sheep, pigs 

and cattle as well as energy production and an experience-based products such as safari and  

‘industry day’ arranged at the farm when farmers and suppliers meet. Refined and processed 

products in food, decor and lifestyle markets are sold in own bran. All processing is outsourced. 

 Brian, who is an educated agronomist, economist and officer in the armed forces, lives 

with his wife and two small children at the farm. His wife is an agronomist and engaged in the 

lamb breeding. She works as a sparring partner and critic for Brian, who has the role of CEO 

and whose days are filled with conscious presence at the farm, consulting with employees and 

daily health exercising. He handles the accountancies himself as long as the business has current 

size, to have control of all cash flows. Brian have a large network in various industries. 

Periodically the family is traveling away to be really of duty, and Brian reflects that "At times 

you can experience that this is not an ordinary job - but a way of life." 

 Brian has not acquired the entire parent business, but started a new business alongside the 

farm. After having lived and worked internationally in other industries, among others existential 

thoughts made Brian return home. Over a night he changed from being European Manager to 
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become a tractor driver at a neighboring farm "It was a huge slowdown, but a tremendous luxury 

at the same time. One must appreciate what life has to give. From having lived 300 nights a 

year in hotels, you could wake up in the same bed, go and work in the same place, have 

relationships and so on. It was luxury in different ways." Brian describes himself as a true 

optimist, and is aware of the negative aspects, such as also being a true time-optimist and that 

he is acting too fast sometimes. Generational change is not clear and the various businesses, 

buildings, etc. are in firms with different legal forms. According to Brian generational change 

is both an economic and emotional process. Internal sales between the businesses is done, partly 

due to fairness to the family, hence Brian explains "There will never be anyone who can say 

that you did get everything free - because it is not that way." The business has no active board 

”You can say it is my father who are the board”. 

 The business model aims to fulfill the vision of running a farm with diversity, and therefore 

conducts varying production of crop and livestock production, for sustainable production in 

long term. Animals and nature must live in harmony according to Brian. The mission of the 

business is top quality agricultural production and the goal is to be the qualitative customer's 

first choice. This, Brian explains, is achieved by delivering the best raw materials, best ethics 

and be the most profitable business partner. Generally, for all animal production is the rule that 

the whole animal will be taken care of, and minimizing waste. Plant production is conducted 

with conscious planning of crop rotation, to distribute the costs over time, while having large 

environmental considerations. Brian explains: "We try to be a large-scale Astrid Lindgren 

agriculture". Collaboration takes place with a neighbor in form of leasing machinery, joint 

animal caring, etc. with the aim of the bills from each farm to be zero every year. Crop part 

goes into animal operations through a cycle of reasoning in which all parts of the production 

are utilized in various ways. By similar reasoning personnel is planned, since the different 

branches have different high occupancy throughout the year. 

 Sheep production produce ewes and lambs, as due to different growth rate and gestation 

periods are available in five different races at the yard, to be able to sell fresh lamb all year 

round to the shops and restaurants. Of sheepskins interior leather, bags, jackets, etc. are 

produced and of the wool blankets are made. The sheep also makes the whole farm area 

encumbered with good production. "We see agriculture as a large-scale chess game - it'll fit 

the whole game." 

 Pig production is divided into two businesses; partly a B2B where the operating and semi 

boars are sold to a breeding business; and partly selling of meat by the females that are not used 

for own breeding. The business supplies a few selected restaurants and shops in Scandinavia. 

The promise to be their most profitable supplier, gives some space for customers to work with 

the farm's brand in long term.  

 Beef production is conducted together with the neighboring farm, taking care of animals, 

calving, etc., and where the feed comes from Bethia Farm. Processing is performed for both 

food, bags and interior skins for furniture. Everything is Swedish, meaning tanned and sewn in 

Sweden and so on. Sales are mainly via internet and cow leather is also sold to a Swedish 

furniture manufacturer that makes e.g. sofas. 

 The energy business is currently wind energy but also solar energy is considered. Due to 

low energy prices, it has been difficult to develop, but only green energy is used internally in 

the business. Along with some local producers a safari tour is sold in the summer. Awareness 

of the cost to educate customers, makes Bethia Farm putting lots of time on experiences on the 

farm arranged both by themselves and in collaboration with others. The aim is to show that 

conventional agriculture with their philosophy is good. All activities will generate positive 

cash-flow, and many traditional agricultural services are purchased, which according to Brian 

can be sensitive and unusual in the industry. Caution is applied not to be tied up in cost 

structures without cash, hence neither processing operations nor supply chains are included in 
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the business. Everything is outsourced and the business sticks to its two core areas - to produce 

and sell. The added value of each hectare are optimized and Brian acknowledges that “rely on 

subcontractors to the extent and outsourcing cause some concessions, and is not without 

problems”. Business is conducted with clear areas of responsibilities. National analysis is 

followed up in detail every year, which means benchmarking against other farms in Sweden. 

Brian believes that the board is not needed yet, since this analysis is clearly communicated and 

decisions on machinery purchases, etc. can be taken with the help of well-informed staff. 

Buying and selling is important, and Brian puts a lot of time on this, partly through futures 

trading applies to several years forward, and also through the purchase of land and neighboring 

farms when the opportunity arises and there is economic space. 

 The business model has changed over the last 10 years since previously everything was 

sold to the Swedish slaughterhouse and grain wholesaler, the farm had its own machines as well 

as a couple of hundred hectares less land, to now having fewer machines and much more land. 

The CEO and owner of the cooperating farm have similar background as Brian, which he thinks 

works well. "We are here to make money, both he and I." Brian’s Danish agricultural education 

taught the strategy to produce as cheap as possible, but Brian explains that he has turned the 

entire business model and produce as good as possible and finds customers thereafter. The 

starting point is how the animal feels best, and the criteria for this set by Bethia Farm, and by 

Brian explaining “I would never have done this for the money. It is about completely different 

values. Maybe one should call it a life model rather than a business model?” 

 Strategy and long-term goals are set at five years, and broken down annually to adapt to 

the situation. The goal is to be the leading Scandinavian agricultural business in the segments, 

measured by for example placing in breeding competitions etc. In short-term liquidity is the 

biggest barrier, and all profits are reinvested in new projects. The strategy is to capture the 

situation when it comes. Bethia Farm starts in small scale and then grow. The main reason for 

the development of the business is according to Brian a mixture of the farm's conditions, his 

passion and the market. "Then I've been lucky - the more time passes the more concerned 

becomes the issues we deal with." Bethia Farm produce high quality premium products and sell 

at relatively high price and product strengths are mainly in the taste, but also a gastronomic 

experience on the plate, according to Brian. Further Brian explains that customers are divided 

into three groups; 1. Those who only buy the highest quality, regardless of price, 2. ‘Foodies’ - 

customers who prioritize good food high in life, and 3. Those who, for physiological reasons - 

athletes or others - think that antibiotic-free is important, which is a new target group. Most 

important is the premium customer, but also conscious families with small children, where 

Brian wants them to buy less but better food and thus gain added value also outside the plate in 

both the long and short term, for example by being able to eat antibiotics and feel better, as 

explained "I often say that we will win the people's heart, brain and stomach. Then we have 

them." Marketing channels are the website and Facebook combined with activities on the farm, 

with customers and local involvement in form of sponsorship of sports clubs and willingly 

participating in the public debate in a humorous way, Brian explains "Humor is super 

important! You should slash public intellectual in a fun way. That is where you create customer 

loyalty. They buy our chops when they come to the store next time, because they think that guy, 

he's crazy." However Brian is aware of being personal and exposed is not only positive "It is 

not only advantages of being so personal and active on Facebook, since both the family and the 

home are exposed. But I usually ask me what the alternative would have been. You have to 

choose the best option." Customer relationships are important and both neighbors, shops and 

restaurants are considered as partners, and are included in the product development process. 

The term ‘partners in profit’ is used, and Brian explains that “business involvement is on a more 

even level than the customer – supplier”. The policy of cooperation with neighboring farms is 

that Bethia Farm "take care of everything as if it were our own." Both customers and suppliers 
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are seen as a knowledge bank. The main source of income varies depending on, among other 

things grain and animal prices. Over time, it is a portfolio selection strategy to continuously 

make money, explained by Brian "It means that we can never earn a lot of money, but neither 

will lose a lot of money either.", further explaining “A breeding boar exported to England 

probably have the best margin”, and the cost picture shows high input costs, which are taken 

back on the volumes. In Brian's network several people acts as strategic discussion partners, 

but he seldom use advisory organizations, since he thinks he gets better advices from other 

people in his network. Brian explains that he happily consults about others' opinions and are 

not afraid of being copied, since he knows it takes a lot of work. 

 For environmental sustainability Brian believes in minimizing consumption because "we 

do not own the earth, but manages it to our children", where long-term environmental and 

strategic crop rotation are parts. The premium segment is a strategic choice, based on among 

other things, economic sustainability. A risk with sustainability work is customer failure, and 

media having a major impact representing a certain risk. Bethia Farm engage socially in local 

areas in different ways. Brian believes that both the environmental, social and economic 

sustainability must interact and that the foremost of these is economic sustainability. Customers 

do not have any requirements for certification. Over time, the sustainability activities have 

increased from only being applied in grain production to being working with in the whole 

business. 
 
Table 5 Business models and sustainability priority in Bethia Farm. 

Create value Deliver value Sustainability priority 

Cycle reasoning, use all parts of 
production, minimize waste, most 
profitable business partner, activities on 
the farm and with others 

Top quality, fresh meat all year Economic, Ecological, Social 

 

Barriers and challenges 

Brian perceive liquidity being the biggest barrier to development in short term. "If I had another 

100 million, the development would have gone faster, solar energy be developed since there 

are appropriate ceiling on the farm and new pig stables replaced the old one that is worn out. 

We have a new pig stable completed on paper. I would also like to have a few thousand hectares 

of land more, and larger pig production." However he also reflects over the importance of 

incremental development and safety ”Sometimes maybe it should take time. We are not too 

extreme - there are those that are much more offensive than we are, and maybe it is this differing 

the Danish from the Swedish model - that we think we are aggressive - but in an international 

perspective, and if you look at financial solidity and other things, we are still quite cautious. 

We don’t  really have that culture, and one would actually seeking out venture capitalists, etc., 

but we are quite comfortable with the business model that we can generate money for the 

ongoing projects, and if we are going to buy more land, we go to the bank and borrow. But this 

is also a kind of safety..." The business model with portfolio choices is a certain risk-spreading 

as explained "We try to have a portfolio of products that we can sell over time and not be too 

dependent." 

 Brian's goal with the entrepreneurship is to leave a sustainable business for the children, 

and that they should have equal opportunities to take over if they want to, but he thinks that 

legal regulation of heritage existing today is a barrier. Brian explains ”I think we have a task to 

leave the earth as a better place than it was when we came, and it applies to both big and small 

things, i.e. both the farm and the products released in the world." He also believes that it 

requires someone to share the vision and the business with. Further, the political management 

of Sweden is considered limiting for an entrepreneur as him, among other things because of 

how the work is taxed, undeclared jobs, interest turbines, spraying rules etc. But also concerning 
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rules and too much administration of agricultural and food businesses and he does not want any 

other certifications since “I am very afraid of administration if I’ll be honest. I'm certainly not 

an administrator, and I am not interested in it - I'm a doer.” He thinks the municipal 

government procurement is a barrier, and the intricacies will make the municipal coming after 

in development, saying "We have stopped attending municipal procurements long ago. It was 

no idea." He believes that his discontent will result in politically engagement in the future, since 

he explains he cannot live with this without doing something about it, saying "We'll see what 

happens - in 20 years, maybe I am prime minister." 

 Brian thinks entrepreneurship is fascinating, and to see people grow are stimulating, since 

he feels that people usually can much more than they think, further explains “We need to realize 

our potential - because it is very un-Swedish, since we in Sweden ought to realize our 

limitations." Brian lives constantly with the business, and for him there is no clear boundary 

between work and leisure, and he believes that it is about “living a fun life and hopefully earn 

some money at now and then…it is very stimulating, and I think life runs away and it is 

important that it is fun.” Living with the business 24 hours a day also means constantly having 

possibilities to find opportunities to develop as explained "When driving a business forward, 

you have to be very sensitive and seek impulses that you can do something useful with and 

commercialize in a smart way." He also emphasize the importance of being positive "The whole 

life is a sales operation. Therefore, it is also important to be happy and positive and keep the 

spirit up every day." Brian explains his choice of mindset and coping to current situation, "It is 

a fact that in Sweden, labor taxes on earnings are so high and the margins in agriculture are 

so low that we can’t work in any other way. We must make the best of what is available, so to 

say." Brian is actively working to build a strong culture in the business and a motivated 

workforce is essential for Brian, who manage to delegate most of the production. "They must 

think this is really fun, because I can’t do everything." When they launch a new sausage, it 

simultaneously comes to the lunch room at the farm as it comes to market hall of Östermalm. 

Team sports has been a big part of Brian's life and his elite sports experience characterizes the 

business that has rugby shirts as business shirts, hence agriculture is explained by Brian as a 

metaphor "Farming is a tough sport, but it is a sport for gentlemen. It is a team-oriented sport." 

Brian is purposeful and has a strong driving force, "I usually tell employees that there is only 

one safe place, and it is in the top - and we are going to have it! …and they are painful aware 

that I am right." Brian describes himself as a true optimist, which is both a barrier and driver, 

since he sees that everything is possible, which also means that he is both time-optimist and a 

bit too fast sometimes, which can create liquidity problems. "I have no need to be the biggest - 

but I'd love to be the best. That is my driving force." he explains, and Brian sees no direct 

barriers to development, but sees some barriers also having saved the business, and he has 

refused tempting proposals on partnership in e.g. catering "If I had just driven by my own head 

so we might run out of the way."  Many ideas have come up, and several have been tested but 

have not worked. One example is horse feed where Brian learned that passion and market 

knowledge is needed. Beer has also been tested, just as different crops that have not turned out 

well. Brian sees the failure and learning as part of everyday life, and he thinks it's ok to fail, but 

that he must try. Meat boxes originated as an idea, and now have more demand than they can 

produce. Logical solutions for food handling is important, involving both raw materials, 

communications, logistics and sense of the end customer. Vegetables and a fourth species is on 

way, with the processing according to the same philosophy as other lines of business within the 

business. 

 Customer ignorance, waste and lack of respect for the food annoy Brian, and Bethia Farm 

puts much time and money on educating customers. Brian express "It is tragic because 1974, 

we used 24-25% of disposable income to food - today we use 8% and each third bag of groceries 

is discarded. Food has become so cheap that you do not have respect for it and still you are 
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whimpering about it. There is much to do there." Competitors “parasitizing” on the brand, 

marketing their products as “almost as good as Bethia Farm, but half the price”, creates 

frustration for Brian when they take a part of the customers. Brian means that "Sweden is 

compared to the US stuck in their preferences. If the Christmas ham for years has costed so 

and so much people can’t understand that if the pigs have six times as much space and allowed 

to eat as it pleases, it costs of course much more. Much of our time is spent being out talking 

about what we do operationally because people are so critical." 

 Brian has learned from one of his former managers who said that "There are really only 

two dealings - there is the profitable and the educative. The educative is usually much more 

interesting than the profitable" and Brian has learned from this and created rules for his business 

"I have two requirements on all dealings - they will be profitable and they will be fun. If one is 

missing there will never be anything." 

 
Table 6 Barriers, drivers, challenges and ways to overcome in Bethia Farm. 

Barriers Drivers Challenges Overcome 

Accepts farmer life, liquidity, 
public procurement, economic 
and emotional process, 
Business culture in Swedish 
agriculture and politics, cheap 
food, lack of market knowledge 

Positive attitude, 
possibility oriented, 
curiosity, innovative, 
risk averse, 
competitive, another 
possible future 

Afraid of 
administration, 
liquidity, low price 
on energy market, 
no strategic board, 
time for family  

Time off, entirety fit like 
chess, cost awareness, 
focusing cash-flow, 
outsourcing, cooperation, 
strategic network, 
teamwork, risk 
diversification 

 

4.3 CULLODINA FARM 
Cullodina Farm is located in southern Sweden, has a turnover of more than SEK 8 million, are 

having four employees, and is primarily engaged in milk production, but also meat production, 

forestry, plant production and rental of residential and machines. The farm is run by the owner 

couple as Carl's individual firm and the neighboring property is run as a separate business with 

the neighbor. The entrepreneurs are pleased with the results that have been stable in recent 

years.  

 Carl and Claire lives with three children on the farm, where Carl is the third generation. 

Carl describes himself as calm, patient and positive, but who find it difficult to focus on several 

things at once and need to be able and know everything, which he realizes is limiting. Claire 

has education in economy, has worked as a leader in production industry, and decided during 

the early years with the children, to work with the business at home, enabling being at home 

with the children and avoiding commuting to work. Carl, who have agricultural education 

manages the production at the farm and Claire work with economy and administration. Carl 

says that Claire made him change the business, now thinking more rational, altered the way of 

looking at employees etc. Carl's working days last 10-15 hours, and Claire 7-8 hours, since she 

also takes care of the children's activities. 

 The acquisition of the farm was not obvious to Carl, although he has certainly been an 

entrepreneur since childhood and pursued different activities, but it has never been clear that he 

was going to be a milk farmer. His parents sold the animals in 1993 when the barn was irrational 

and required investments. 1994/1995 when Sweden would join the EU, Carl saw a chance to 

do business with the trading of milk quotas, but needed to meet the requirement to deliver the 

milk before the end of the year, so five cows were bought the day before New Year's and milk 

delivered to a dairy. This activity drew the requirement for F tax to a VAT refund, registration 

of animals, etc., and Carl felt it was getting fun, gradually increased the number of cows and 

1999, the barn was almost full and irrational. After thinking of selling the animals or building 

new barns, he decided to build new, and this was the starting point for the development of 

today's business. 
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 The business model explained by the entrepreneurs as the mission, is to be ecological, self-

sufficient in feed for the animals of the farm, to be effective and positive. They work for a 

natural cycle, and sustainability through the optimal use of the farm's benefits. This means to 

produce as much milk as possible while maintaining good animal welfare and a pleasant 

workplace. Profitability is always in focus, and they work for greater structure and efficiency. 

Cullodina Farm buys seeds, cultivates the soil, sow grain and pasture, crops and stores it. Then 

it becomes feed for livestock, milk is produced, placed in tanks and transported away. Meat 

production has the same chain, with the exception of the sale of calves where the entrepreneurs 

can influence the value chain and increase the value by selecting breeding with beef. Bull calves 

are sold to breeders and meat to butchers. The chain of forest begins with the purchase of 

seedlings, planting, thinning and harvesting. The entrepreneurs are talking to two forestry 

companies before sale, since the service and speed are highly valued. Soil conditions, water 

availability and the location has so far been the most important resources. 2007, the production 

changed from conventional to organic, which was a big adjustment, both concerning machine 

technology, but not least since Carl's father who was a crop manager, was skeptical about the 

ecological, hence did not continue, and Carl, who previously worked with the animals had to 

take over the growing as well. Incremental expansion, the acquisition of neighboring properties 

and the joint acquisition and cooperation with colleague in another neighboring property has 

made the business to grow. Together with the recent acquisition a tourist activity was included 

that was run for about a year before it was sold to focus on the core business. 

 Milk is sold to a large Swedish dairy cooperative and a German dairy. The meat is sold to 

a large Swedish slaughterhouse. As the price of organic milk on the German market is 

significantly higher than in Sweden, the entrepreneurs, in early 2016, chose to export milk to 

the dairy in Germany through joint transportation with other farms in the region. Customers are 

demanding more organic milk with high fat and protein, and it is important to keep their 

customers' quality requirements, which do not differ significantly regardless of the customer 

they would deliver to. However according to Carl demand differ between German and Swedish 

customers, since ecologically is more important in Germany and Swedish milk has better 

reputation than German, further explaining “In Sweden, it should ideally be both organic and 

locally produced”. The strengths of the products are according to the entrepreneurs that they 

are stable in quality and having good animal health with good fertility so that the animals sold 

are healthy and calm. To reach the customers, Cullodina Farm are having KRAV standards and 

have also changed from being relatively anonymous to realizing the need to be seen and heard. 

They organizes field days on the farm with various organizations and Carl is also visiting 

grocery stores to meet consumers, meaning "There is so much more than Arla's products - the 

farmer must be visible and talk to the customers and hear what they say." The market and its 

pricing has sometimes been guiding the business development. Good meat prices resulted in 

insemination to breed, the renovation of the barn for that purpose, but resulted in lack of own 

feed which therefore needed to be purchased and they reflect "Then we got a flick on the nose 

and wondered how we were thinking now? We decided mostly on gut feeling." So far the focus 

has been on rehabilitation and maintenance of the farm and in the future, residential renovation 

and additional operational development will come with e.g organic vegetables, if time is 

prioritized mostly by Carl who says "The feeling says it is right, the market says it is right. It is 

lack of time that is the problem (if I'm going to do everything myself) ... that is my Achilles heel. 

If we are going to do something, we are going to do it properly." 

 The business development is believed depending on job satisfaction and good cooperation 

between Claire and Carl, together with relatively low investment costs with low loans as a 

result. The business is financially stable and the entrepreneurs caution is believed having both 

hampered the development and laid the foundation for the stable and good starting position they 

have today. The strategic development is most discussed within the family, and the strategic 
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plan is in the minds of the entrepreneurs. They are careful with not letting the children hear 

discussions all the time, to ensure they see that they are well and that being a farmer is positive. 

In the strategy, purchase of land, leases, etc. existed, which allowed them to do business when 

opportunities arose. In 5 years, the goals are a turnover of SEK 10 million, and another goal is 

to manage to recruit a stable staff, and also the owners having more leisure time. The 

entrepreneurs want to create a well-maintained property, good profitability and an attractive 

place to work and live on - no matter who is to run it in the future. In retrospect, they had wished 

for a faster development, that certain investments were made earlier and that vegetable 

cultivation would be running, but the targets have no plans as Claire explains "We have no plans 

for achieving the objectives - and we're a little afraid to set goals." However, short-term goals 

are set annually and semi-annually for investment and maintenance, and the entrepreneurs are 

working towards increased communication and follow-up the goals with the staff. "I find it hard 

to put as a 10-year goal - then I do not even know if I want to be a farmer", Carl says. 

 Carl is a member of the large dairy association's district councils and thereby seeking to 

influence and have good communication. However, he thinks that it feels better with the 

German dairy, as he comes closer through direct communication with the CEO. He thinks it is 

important to nurture customer relationships by providing products with good quality and to 

ensure that they are satisfied - much because of difficulties to negotiate if the quality is not 

maintained. Quality and price are important even in the supplier relationship, where Cullodina 

Farm is not faithful to anyone, Carl explains "We are friendly, open and honest and run with 

straight pipes. We have two banks that know each other. It's probably the best we've done even 

if it is a bit tricky sometimes. " 

 The milk and the financial support on the land are the main sources of income and the 

entrepreneurs are pleased with the margins, where the milk to Germany have the best margins. 

In pricing, the market is guiding, but deliveries to the large Swedish dairy they cannot price 

themselves. To find the market price at least two alternatives are always explored. Production 

volume is increasing per unit and they work to use existing resources in the best way. Wages is 

a major component of the cost structure, partly because of deliberate prioritization of additional 

staff capacity to achieve the goals, and partly because the self-sufficiency of food means higher 

wage costs, but lower feed costs. Land and machine costs are relatively low, and kept down by 

purchasing used machines and have their own equipment in cases where it is difficult to hire or 

collaborate, and maintenance costs are relatively normal, according to the adviser. 

Collaboration takes place with neighbors and other entrepreneurs, through land swaps for 

optimal crop rotation, loan and rental of equipment and services for example, threshing and 

drying processing, as well as pasture for the animals. The farms that come together for joint 

delivery to Germany and other exchange of experience is another example of cooperation and 

Carl explains the increase in cooperation "There's probably 100% increase compared to 10 

years ago. My dad and his generation would not cooperate with others, hence every farmer 

would take care of himself." The entrepreneurs have a large network in the industry, including 

the Council in the large Swedish dairy and with a group of organic farmers, exchanging 

experiences, having lectures and going on field trips. Networks are also in non-profit 

organizations, and producing industry. Carl explains the feeling of having an organic farm “You 

feel closer to an organic farmer somehow.” 

 Some external accounting services are purchased, as well as expert assistance if necessary, 

for example, the analysis in any field. They have learned to set clear requirements specification 

for the purchase of services and what is expected of them. They value an objective view of 

others outside the industry, but it must not become too bureaucratic and time consuming. They 

have for long time worked with various advisory organizations, but in recent years switched to 

a few private considered skilled and trustworthy advisors who helped them develop in positive 

direction. It was one of those who initiated the export venture. They also connected the various 
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advisers at the same time for joint planning with good results. "It is quite challenging to do a 

deep dive, with the bank, auditors, building or whatever it is but you feel safer afterwards in 

your decisions." However, they see the advisory organizations as a main barrier – further 

discussed below. To discuss strategic issues Carl thinks a ‘gårdsråd’ can be good, where all 

staff is included, while Claire wants a fictional board that puts pressure and force them to finish 

things and get ahead, however they do not know who they will have included in a eventually 

strategic forum. 

 Sustainability and environment are large parts of the farm's organic production and the 

entrepreneurs are working for sustainability and transparency through openness at all levels. 

The entire production is certified according to KRAV. Economic sustainability, is achieved by 

always having enough funds to withstand a major breakdown, price dips or maintenance. 

Investment plan with priorities is done carefully, like budgeting and analysis of unprofitable 

parts. Forest and land is operated in order to be sustainable in long term. Social sustainability 

is the part where entrepreneurs feel they have the most left to do and the sustainability work is 

considered having positive impact on the business by, among others as a richer wildlife, more 

insects etc. It has also affected the entire value chain through increased profitability resulting 

in improvements throughout the business by making it more fun to work, easier to invest and 

so on explained by Claire "Rules from KRAV have benefited us a lot and we think differently 

about what we can do and invest in. It's a different mindset which has been positive for us and 

feels very good right through the current environment and sustainability. It permeates 

everything." Consumers are considered having high demands and expectations which are 

clearly described in KRAV standards, and sustainability of the business has improved over 

time. The big change occurred in connection with the conversion to organic production. The 

entrepreneurs say that they now have to be very well informed when decisions are made, and 

the accuracy has increased over time, and Claire explains "You can’t recruit or buy a tractor 

mediocre. Shit in shit out."  
 
Table 7 Business models and sustainability priority in Cullodina Farm. 

Create value Deliver value Sustainability priority 

Develop breeding with beef Meet quality requirements Economic, Ecological, Social 

 

Barriers and challenges 

Language and cultural differences among staff has been one social concern prompted by 

difficulties in recruiting Swedish staff with the right skills, which together with the time 

pressure is a cause of today's social problematical situation with the staff. The greatest risk to 

the sustainability work sees the entrepreneur as an economic risk, primarily through the milk 

price, but also by continued customer demand. "The challenge is maximized production to as 

low price as possible under the influence of the global market", Carl explains, and Clair 

continues "If customers would abandon - if people start to doubt on organic, we cannot continue 

in the form we are doing now. Then we have to change to conventional…the biggest risk with 

sustainability work is an economic question, mainly due to milk price and changing consumer 

behavior.” 

 There are barriers the entrepreneurs themselves could not influence. In a few months, the 

entrepreneurs suffered from several adversities, both in terms of their own and employee health 

problems, family sickness, and they were also fooled by in a landmark business that was both 

time-consuming and energy-intensive. Exhaustion and difficulties in making decisions became 

a consequence, and Clare reflects "If we had taken in extra staff and had a different kind of 

leadership, we had managed more ourselves." Need for developed leadership is recurrently 

discussed in different ways and is seen as a barrier and key to development. One aspect of need 

for leadership skills are to enabling more leisure time and managing delegating, since much 

work makes family and social life suffer explained by Claire ”Socially private we are worse – 
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there it is like Sahara.” Today networks and contacts are used much more than before, when 

they lack knowledge, but could according to the entrepreneurs be used much more. However, 

Claire sometimes feel uncomfortable using network contacts, saying "Sometimes you feel that 

you do not want to disturb." In those discussions also lack of strategic forum becomes visible 

as a barrier to development. Many ideas of new products and businesses areas exists, including 

e.g. organic vegetables and expanded grain handling with grain dryer that would simplify 

handling. Claire explains "We have a lot of ideas and want much, but before we proceed, we 

need to go further, to delegate, plan, become more rational. As long as you remain in the old, 

it is difficult to adjust and change. Sometimes you need to be pushed and get some pressure”. 

Increased meat production and processing are alternatives to broaden the business, but is 

considered becoming too small and needing too much work for the effort since small scale has 

high costs, the machineries must be used, etc.  

 The entrepreneurs have become more business-oriented and procured prices for 

satisfaction with a large Swedish slaughterhouse to whom they deliver, hence there will be no 

small-scale farm sale. Even the farm's location has been crucial in this matter, since the farm is 

not easily accessible to customers. "We always compare at least three suppliers and now we 

have a good profit of the meat", Claire explains. The location of the farm has also been a reason 

for choosing not to sell milk directly to end consumer, Clair continues "If our farm been located 

along the way we could sell unpasteurized milk directly from the farm for 6 SEK per liter.” Too 

low price payed from the cooperative in parallel to increased pressure and demands on both 

quality and quantity becomes a challenge to Cullodina Farm explained by Carl "The challenge 

is a maximized production to as low price as possible under the influence of the global market.. 

the low price of milk is limiting." However, although the low price is seen as a barrier, it also 

cause development. 2015, the idea of exporting milk to Germany was raised, and 2016 it were 

implemented and works well. When the large Swedish dairy cooperative paid too low for the 

eco milk, and the entrepreneurs felt that they did not prioritize eco-farmers, Cullodina Farm 

chose to merge with six other farms, and with help from a private consultant with contacts in 

Germany, starting to distribute organic milk to German dairy. "Then we felt that now enough is 

enough - we must do something. If we export the milk it will be a shortage in Sweden, and then 

we will be one of those who do. This step was so important to understand that it is not dangerous 

to try", Claire explains. 

 Cullodina Farm use private consultants insofar as they find some suitable with appropriate 

knowledge for their needs, but they are dissatisfied with the Swedish advisory organizations, 

who they believe lack updated and appropriate knowledge for their needs. "The Swedish 

consultancy organizations' expertise and practices are we are doubtful about, of experience", 

Claire explains, and continues "I've been a bit ... I will not say skeptical, but questioning the 

advisory organizations. Sometimes it feels like you just want to sell advice in order to sell 

advice, and you have not had a whole mindset. The one who work with economics do not talk 

to the counting of the feed, which in turn does not speak with anyone who says what to grow 

and so on. Some parts of advisory organizations are properly restricted ... we happily pay more 

for good advice, but do not want to spend money on some outdated behavior and old knowledge. 

We've done it for four years, but now it is enough." 

 Being an ecological farm and self-sufficient on animal food add value, and is a way to have 

control over a larger share of the production, but become a barrier to development since for 

example cooperation becomes difficult as Carl explains "We could be better in cooperation with 

the machines, but in the ecological, hay harvest and timing is so important and the quality of 

food very important because we are self-sufficient and can’t add anything else, so it can be 

difficult to depend on anyone else." Further, being a milk producer delivering milk to large 

dairies, means having a long way to end consumer, is also believed to be a barrier to 

development of Swedish farms in general, explained by Carl "I like many other farmers feel 
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quite comfortable in the role of working at home by myself, but I have realized that we need to 

take the customer at home. You have to meet customer and see reality. We have such a long 

way to the end consumer - and may find it being a responsibility of Arla to spend time on - 

we've enough with ours, but we must do it without seeing short-term results." Lack of consumer 

knowledge about differences between organic, KRAV and conventional is also a barrier to 

Cullodina Farm, even though not delivering directly to end consumers or having their own 

brand, Carl continues "We have a local dairy here in town, but they only request conventional 

milk. However, many people believe that it is organic milk they are buying and can’t distinguish 

between organic and locally produced. " 

 Although having met many barriers and challenges, Claire and Carl are opportunistic, as 

Claire express “Being positive is also a strength.” They reflect a lot over their situation, their 

leadership and their development and “The barriers are mostly in ourselves”, Claire says 

further filled in by Carl who means that it is no use of complaining, but instead do the best of 

what they have, saying “You have to use your conditions”. 
 
Table 8 Barriers, drivers, challenges and ways to overcome in Cullodina Farm. 

Barriers Drivers Challenges Overcome 

Accepts farmer life, liquidity, 
difficulty to delegate, control 
needs, based pricing, lack of 
good consulting, low price 
from cooperation, 
carefulness, geographical 
location 

Positive attitude, 
another possible 
future, possibility 
oriented. 

Strategic development, no 
strategic board, self-control and 
influence over production, long 
distance to final consumer, less 
workload, delegating, unknowing 
consumer, time for family, rapid 
growth – quality and safety 

cost awareness, 
focusing core 
business, 
captured 
occasions, 
network 

 

4.4 DOUGIE FARM 
Dougie Farm is located in southern Sweden, has 20 employees and a turnover of SEK 50 

million. The business is owned by two siblings, and the main business and source of income 

are the production, packaging and sale of organic carrots and potatoes. Production of smaller 

quantities of cereals, rapeseed and wheat is also available through cooperation with neighbors 

and participation in their planting. The machine park is sometimes rented out, and driving sold 

to others occasionally. Through recent acquisition of established potato packaging and heavily 

expanded crops, the growth of the business is rapid with doubling of both staff and turnover 

compared with previous year, hence a large part of leased land and organic production results 

in leasing and wages being major parts of the cost picture. Dougie Farm work according to five 

values, which are respect, business sense, long-term, leadership and commitment. 

 David lives at the family farm with fiancée and young children. He has education and work 

experience from advertising, marketing and sales. During his upbringing, he worked a lot with 

the father on the farm, but moved as a teenager and were away for 10 years. He has leadership 

experience and a background in elite sports. David describes himself as caring, driven, and 

entrepreneurial and with particular opinions, has easy to see improvement potential and 

business opportunities, and is relatively risk-conscious to achieve his goals. He is today the 

CEO and works with market, sales, staff and administration. David's days consist of training 

and 11-12 hours of work, 6-7 days a week. Diana, David's sister and colleague, is responsible 

for production, a mainly self-taught farmer, with some courses in the profession, and lives with 

husband and young children on a farm near Dougie Farm. In 15 years, both David and Diana 

want to do something else, and prefer to leave the business to their own children if they are 

interested. Otherwise, there should be a sustainable business to hand over to a buyer.  

 The acquisition took place one summer when the siblings’ father complained about the 

work with the vegetables on the farm, and David quickly said that "I'll take over the next 

summer". So he did, and David soon understood that the father did not work with sale, but with 



 

39 
 

order receipt. By using his skills in the field, David operated the business for two summers. 

Since a few years, Diana had conventional potato cultivation, and they had talked about doing 

something together, but the activities were too small and needed more development to enable 

them both to have a part. In autumn 2011, the siblings received a request from an organic grower 

in the area if they were interested in taking over the business, where the business idea was 

organic farming and control from seed to finished consumer bag with own packing and sale. 

The other business had been specializing in organic carrot cultivation for almost 30 years. David 

and Diana saw a growing market for organic carrots and potatoes and decided to become an 

industry leader. The takeover took place over a couple of years, and today David and Diana are 

the sole owners. The model for the owners' division of labor was copied from the previous 

owner duo, where one is responsible for cultivation and for products coming to the farm, and 

the other is responsible for products going away from the farm 

 The business model is governed by the business idea to control the entire chain, from 

cultivation to prepacked consumer goods, taking charge of the entire production, that is, also 

waste, e.g. products not good enough for consumer bags but that can be sold to industry or 

another customer paying more than the feed value. Dougie Farm, operates at three locations in 

the same region, grows, packs, sorts and washes carrots and potatoes, after which the products 

are transported by wholesalers to grocery stores around Sweden, where the final consumer buys 

the product. The cultivation is explained by David as "We grow like small scale, but in large 

scale."  The brand acquired through the acquisition of the other business is entirely organic, and 

since their own cultivation is merged into the same business, Dougie Farm owns two brands; 

an ecological and a local conventional. Conventional products, however, made their last season 

of cultivation last year. The carrot packing packs self-made carrots and raw material from 

contractors, in order to create good employment rate for both staff and machinery. The large 

volume of potato cultivation and the willingness to gain control of the whole chain from 

cultivation to prepackage also for potatoes, led to discussions about investment in potato 

packaging, which occurred a few years ago in connection to the closure of a regional packing. 

Now Dougie Farm is focusing on taking market share in the area. The products are organic and 

considered high quality products, grown under favorable conditions in the form of many hours 

of sunshine, calcareous and unique soils, to be stored and delivered during almost all the year. 

They meet customer needs for “healthy, crispy, sweet carrots and potatoes with good taste”, 

and organic products also provide “self-realization for conscious customers”, David explains.  

 Dougie Farm has a well-established partnership and produces organic carrots for a large 

Swedish food chain, which is considered the most important customer. Environmental 

awareness and long history of driving the ecological issue characterize them. Over 20 years 

ago, the last owner chose to target this customer, partly because of the demand for organic 

products, partly to avoid unpleasant chemical handling for the farmer and partly because 

pesticide residues were discovered in the groundwater. The entrepreneur sees three different 

customers; Wholesaler, food retailer and final consumer, and has previously worked a lot with 

presence in grocery stores, but the channels are now via the wholesaler. The food chain, is 

responsible for all marketing to consumers and Dougie Farm need to meet the brands' 

requirements for products and safety. Since each package shows traceability to the farm, field 

of cultivation and sort, Dougie Farm is also contacted by consumers via Facebook or via mail. 

About 10% of the sales are made in their own brand, which the entrepreneur wishes to increase. 

In order to avoid competition with the big customer, these products are sold to independent 

customers. The margins are about the same for sales in own brand as in the brand of the large 

Swedish food chain. The entrepreneur has good relationships with the customers, and 

participates in their activities to showcase and talk about cooperation, cultivation and 

operations. All local and regional environment are considered customers, and the entrepreneurs 

try to have good relations and do the best possible to give the brand a positive reputation. 
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Collaboration takes place with contractors where Dougie Farm is involved and assistance is 

offered based on experience from large-scale operations. The entrepreneurs are also involved 

in different local networks in organic farming, entrepreneurship and food, and would like to 

spend more time on this, as they see the benefits of input from outside. Strategic issues are 

discussed with the old owners, with the entrepreneurs' father and with an outside private 

consultant with business experience. Dougie Farm have no board explained by David: "We have 

thought about it but not felt that we are really there, those issues we can take ourselves. We 

don’t sit down me and Diana and talk about what we want to do forward, but we've talked about 

that we want to get there. Much has been that we've thrown in the boat and then we rowed 

during the time – alright, now we will row a little that way, and now we will row a little faster 

here and I think we slide a little bit with this wind ...” 

 Sustainability is considered an important and natural part of organic farming, governed by 

the extensive regulations the farm's certification according to KRAV, as well as the food chain's 

requirements and inspections. Active leadership and working with values of the business is seen 

as reinforcing social sustainability, just as a contribution to youth sport and charity. The 

Entrepreneur believes that KRAV have good guidelines for social responsibility and given the 

large number of young people working in the business during summer time, the organization 

has been strengthened to eliminate discrimination and to be a safe workplace. Dougie Farm is 

certified according to KRAV, RIP (guidelines for potato production), IP Food, KRAV 

cultivation and KRAV processing, which also are requirements from customers. More 

certifications are discussed, but customer demand and requirements control which and when it 

becomes. Preventive work before probable requirements for further certification has begun, to 

create competitive advantage and speed when they are introduced. The entrepreneur believes 

that all long-term entrepreneurship, with the willingness to move on to the next generation, is a 

sustainability work and have many challenges, especially since social media is fast, creates 

transparency and can have major consequences. 

 Dougie Farm set clear overall goals, which are communicated and monitored internally in 

the business. These goals include e.g. profitability, creating demand, security for customers as 

well as employees and owners. The overall goals are broken down in short-term and contains a 

business plan that is drawn up after each financial year, showing the year's goals. The great 

planning work was done a few years ago partly because the sibling's businesses was merged, 

partly due to the acquisition of additional business, but also because David and Diana, who had 

good relations as siblings, but never had worked together before, had to understand each other 

and agree on joint goals. At the first annual follow-up of business plan and detailed goals, it 

turned out that the entrepreneurs already during the first year had done most of what was 

planned for years 1, 2, 3 and 4, David explains "Then we said that it is dangerous to do such a 

thing [a plan], because then you only do it immediately.” There is a structure for meetings in 

production and reconciliation at the three units as well as meetings within the whole 

organization. The entrepreneurs want growth and enjoy this, but have now reached the position 

in terms of size and diversification, that only profitable business is accepted. 

 According to David, the successful development of the business depends on the early focus 

on organic farming with associated division of labor and responsibilities between former 

owners and partly on early cooperation with the major food company to whom Dougie Farm 

today is the main supplier, and partly on the generation change which added driving power and 

risk willingness of David and Diana, giving the business new power to develop and adapt to 

today's business. This along with unique soil in the area, which provide high quality products 

have been considered the most important resources for reaching today's level. Previous owners 

slowly built up the business through caution and equity investments. David and Diana saw that 

the model worked, and by risk willingness, the business could be scaled up and developed 

faster. The entrepreneurs happily works a lot, but with a few companies and with few products. 
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Table 9 Business models and sustainability priority in Dougie Farm. 

Create value Deliver value Sustainability priority 

Control the entire chain, strive for 
delivery all year around 

Meet quality- and traceability 
requirements 

Economic, Ecological, Social 

 

Barriers and challenges 

David is satisfied with the development, but would like a big contract on the organic potato to 

be able to pack all their own potatoes and get full control also on this crop. He would also wish 

for less own time spent, while at the same time doubt that they reached the level of today unless 

they worked so much themselves, saying "The more you work yourself, the more money will be 

left in the business, and it has cost a lot of money to make this trip." However, David continue 

“Some things that have not been done, is not due to lack of money, but lack of time – and it is 

time we would need.”  He cannot point to anything specifically that hindered development and 

explains that "We have not refrained making any decision because of obstacles outside the 

business, but instead put in the highest gear and driving." However, he believes that some 

things should be handled long ago, such as office enabling a calm working environment, which 

would imply that David had felt better and been a better leader, explaining "My experience from 

previous work was that office landscapes are completely worthless - perhaps I'd earlier felt 

better in my role. For several years, working day went on until midnight, which could possibly 

have been avoided through having greater peaceful working environment." 

 Dougie Farm has faced many challenges, overcome in different ways. The rapid growth 

was perceived a major challenge, as quality needed to be maintained and both customers and 

employees needed to feel safe while the business grew, and the staff groups both grew and 

changed. David is aware of team development processes, and because of this, Dougie Farm is 

working much with safety, values, attitudes, guidelines and communication for the well-being 

and utilization of skills within the business. 

 When there was a need for expanded area and there was no financial space for Dougie 

Farm to buy real estate, the entrepreneur proposed a long-term lease agreement with a large 

farm that was for sale for huge sums. In this way, the business achieved large areas of good 

potato and carrot fields, instead of missing the opportunity when the land was sold. 

 The market development of potato cultivation and handling in Sweden appeared to imply 

a lot of unnecessary shipment of soil, rocks and bad potatoes, which according to David would 

only benefit freight companies. The economy of the single farmer would be significantly worse 

and small growers would lose employment, possibly stop growing and the local region lose 

jobs. The entrepreneurs felt responsibility, but above all saw a business opportunity and thought 

it was entirely wrong that the region known for its potato cultivation would not get refined and 

retain the value in the region. In line with the business idea with control from cultivation to 

packaged product, the potato packet was acquired. 

 Young people from the region are in summertime working with weed cleaning, and from 

a few years ago having driven the youths with the business car to the fields, last year there were 

a bus transporting them. In addition, about 40 families drive their teens to work on the farm 

every day. Handling the large amount of people, taking into account the fact that numerous 

talks are being conducted about the business home at the employees, is seen by David as both 

a great opportunity and a large risk. Value-based work, safety and long-term goals have 

therefore been important to communicate. David is proud that the work and logistics works and 

that the local youth annually want to come back and work on the farm. This means that the 

business does not need to use foreign staff like many other farms. "At the Christmas party we 

toasted for us this year having reached the target to pay salaries of more than 1 million SEK to 

the local young people", he says. 
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 Many ideas have come up, since both David and Diana are extremely creative but in 

different ways, and often come with ideas around the other's area. David sees the sibling's major 

differences as a strength for the business, although it may sometimes be a challenge, saying 

"When you are so incredibly different as we are, there will be discussions of many things, but 

as long as you can communicate properly, it's a strength for the business because then the 

process will not stop or make wrong decisions to be made, because we are thinking from 

completely different angles of approaches really" and continues "Just as I have insufficient 

knowledge of soil and cultivation compared to Diana, she does not always understand how to 

treat a customer or the importance of accessibility." 

 Some ideas are repeatedly tested and sometimes finally abandoned, and can be considering 

working methods or how the plant is to be optimized. Also product ideas such as special kinds 

of carrots etc. have been tested, but have become too small quantities for operations based on 

large scale operations. Small quantities mean interruptions in production in different ways, and 

therefore are not profitable. Small-scale production is also perceived quite expensive and 

although higher prices can be charged on small volumes of unusual products, and it can be a 

fun way of marketing, for example conversion or adjustments in the packaging may be needed, 

making the business unprofitable. Before expanding or developing new production, the 

entrepreneur seeks to first meet a need, and believe it is easier and usually more efficient for 

example by experience and higher machine utilization for Dougie Farm to double or triple the 

crop, than for anyone else to restart. 

 Customers demand safe delivery and just-in-time, which is a challenge due to the 

geographical location of Dougie Farm, which means expensive freight costs. The big 

wholesalers set the price level and Dougie Farm must relate to the market price, hence better 

harvest per seeding is required, e.g. more tons per hectare and better quality. The market price 

cannot really be affected by the entrepreneur. The local market is only 1% of sales, and locally 

the products' added value is payed for, however not in the national market where the big 

supermarket chains compete, David explains "We are working to deliver vegetables throughout 

the year, but when the Swedish organic vegetables are running low, one of the big chains import 

organic vegetables and set a price that other chains don’t dare to exceed, even if they have 

Swedish organic vegetables." 

 One major problem is that the handling in different levels of food-chain causes the price to 

triple from the agricultural entrepreneur until the product reaches the store. For campaigns in 

store, the large customer requires price reduction from the supplier, which consists of a 

balancing of products in stock, David explains "Some batches may be very good in January, 

but we know that in March it can be difficult to sort and sell – then it may be worth putting a 

very nice price in January to get rid of some batches. So we do it constantly." 

 David is aware of the change required by farmers to develop and follow the quick changes 

and market challenges,  hence David and Diana see themselves as managers running a business 

– not only a farm, as David says “I use to say that we came from a farm and went to a business, 

it is a big difference.” However, the powerful expansion has meant intensive workload and the 

entrepreneurs realize that if they work as much as now, they are not successful according to the 

objective and thus not long-term sustainable but only profitable. The plan was to have reduced 

working hours last summer, when the opportunity to acquire the potato packs arose and the plan 

was postponed and David explains “for a while, I started at 3pm, and started the pack at 6pm 

and remained at 18 in the evening and threw me the food. Then it was five days a week, and on 

Saturdays, all of the things I did not work with during the week had to be done, billing, 

bookkeeping, unanswered mail and everything else." David continues "Both of us have family 

and young children, and we are raised as divorced children and know what it means to have 

parents who divorce because they work too much - so we are aware of the risks." 
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 Administration takes much of David’s time, due to requirements, laws, certifications etc. 

and is necessary, which David partly understands, however he is also frustrated by the 

administration, saying "I sometimes feel limited and that it has to be enough with written 

procedures. It is not to run a business some things. Many times it gives more to sit down and 

take a long coffee and go through some things. It is frustrating." In fact, it is not only the 

management who experience the administrative burden, he continues "We had an employee 

who stopped working here a while ago because it had become too complicated, too much 

routines and he felt he did not get involved with farming anymore. It was better when you were 

a messy farm and we made sure to get down and get up our potatoes, he said." 

 Dougie Farm seldom use the Swedish advisory organizations, since he lack updated 

knowledge and wish more research and more spread of research results by the advisory 

organizations instead of coming to Dougie Farm to learn, he explains  ”Many times the advisors 

have come to us and oh well, is it like this or that...”  

 Dougie Farm work with values etc. to create a pleasant work place and eliminate the jargon 

included in Swedish agriculture as David explains "Agriculture is a tough industry where it is 

seen as ok with tough mentality. I think that's harmful – and I do not think it's good that the 

hard male culture between the tractor drivers, where you're almost laugh at each other's 

mistakes. "What a hell - did you drop those boxes, haven’t you learned to drive a tractor?" It's 

very common in agriculture and I do not think it's good for the business." 

Also Swedish farmers in general is considered whining, which David thinks connects to media 

being negative about agriculture, saying "Media focuses negative news from agriculture as of 

milk price is lowered a few pennies. Based on the industry, sure LRF can work to bring up 

prices, etc., but one must not forget to talk about what is good. There are actually farms that 

are going well. If we only focus on bad things, we get a Swedish agriculture that is hard to 

develop and which is struggling to compete. It is obviously easier for me to say, running a 

business that is doing well, but we will never get any new impetus to agriculture if we only talk 

about misery. On the other hand, David is aware of that also he is limiting is positive news in a 

way,  “Conversely, one can say that what you and I are talking about - I never talk to anyone 

about how we are doing - because then we have this Jante. We do not want to distribute to our 

customers and suppliers, how we as business are doing, since we’ll likely have reduced prices, 

suppliers charging more for different services and so on." 
 
Table 10 Barriers, drivers, challenges and ways to overcome in Dougie Farm 

Barriers Drivers Challenges Overcome 

Accepts farmer life, 
certifications, administration 
due to laws and regulations, 
social media, hard workload, 
expansion, self-leadership, 
workload, large customers 
sets price, delivery 
requirements, value chain 
expensive  

Positive attitude, 
business focus, 
possibility oriented, 
risk averse, 
competitive, 
another possible 
future, differences 
between owners 

Eagerness to development, 
less workload, time for 
family, quick growth, 
differences between 
owners, delivery 
performance, expensive 
consumer prices through 
many stages, large seasonal 
workforce,  

Cooperations, 
network, cost 
awareness, strategic 
network, teamwork 
and leadership skills, 
rent land, 
opportunity to by 
packing plant,  

 

4.5 EDEEN FARM 
Edeen Farm, is a family farm in southern Sweden, whose main occupation is milk production, 

but also beef and lamb production, forest and tourist activities with accommodation, café, farm 

shop, dairy and bakery on the farm. The business is conducted as a sole proprietor for 

agriculture and forestry, as well as a limited business for the tourist area, and the turnover is 

over SEK 4 million. Three full-time and a few hourly working employed family members are 
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working on the farm. The business idea is that Edeen Farm should be a natural destination to 

visit. 

 Eric is the sixth generation at the farm, which he runs with Eliza, his wife, who is educated 

in agriculture and worked as a nurse before starting to work in the family business, in connection 

with the infancy. Today she works with the animals, the farm's shop, dairy and bakery. Eliza 

describes herself as an organized and curious person who controls and lead. Eric has agricultural 

education and education in handcrafting food, works with administration, is responsible for 

plant cultivation, farm operations and describes himself as a curious problem solver. The 

entrepreneurs work around 10 hours/day 5-7 days a week, depending on the season, and they 

think they complement each other well. Their children are involved in the business in different 

ways and to different extent. 

 The acquisition of the farm occurred in two stages. First, Eric acquired half the parental 

farm at the age of 16, and spent a few years running the farm with his father. Then he became 

sole owner and additional farms and farmland and leases were acquired. The forest is managed 

by a forestry company and the hunters are planting for their hunts. The forest has saved the 

economy and part-financed the new diversified business. The cows are milked with a robot and 

the goal is to produce sustainable cows with a good return. Meat is sold to slaughterhouse and 

milk is sold to a large Swedish dairy association. Bull calves are cut to struts and the number 

of ewes is to be doubled, partly to expand the business, but also to get more efficient feed 

management. The barns have not been utilized to maximum the last years, which the 

entrepreneurs now change by cutting stuts of all bull calves, thus mixing heifers and stuts so 

that the buildings are filled and resources are fully utilized. During the winter, the stuts are 

going outside and taken in and given special food costs in the last months. This means that they 

go with the cows and partly stimulate the fertility and partly eat of existing feed, resulting in a 

double win-win situation. 

 On the farm, the chain from grass to milk and soil to table can be followed, and the final 

result is tasted in the cafe and bakery. Bread, cakes, ice cream, yogurt, cheese, cheesecake and 

lamb meat are some of the products produced and sold at the farm. The diversified businesses 

create synergies and complement each other in terms of working hours. In winter, animals and 

barns will have more time, and in the summer the harvest will take a large part of the work. The 

routine work with the cows is then carried out by two trainees. Eliza works with the sheep, 

lambing during February and March. After that she spends most of the time in the café and 

associated activities. Internal sales of milk and lamb takes place between the businesses. The 

goal is for the diversified business to be sustainable and pay 5 SEK for the milk to the 

agricultural business. The concept ‘Live on farm’ contains a house with 8 beds for rent and 

additional caravan pitches have recently been completed. This also creates more sales in the 

shop and cafe. 

 Collaboration takes place with machine stations and others in agriculture for, e.g. sowing 

and threshing, since it saves both time and capital. Only within the grass chain, all the work 

done within the business, since the food quality is so important. The entrepreneurs see the 

benefits of large networks in agriculture and food processing and are committed both politically 

and in different associations and clusters. "We sometimes go spy-travelling. We have prioritized 

cow journeys away, since we already have seen cows", Eliza explains and Eric continues "In 

the winter half, it's all these annual meetings to attend, but on the other hand, it gives quite a 

lot. It's not just taking but you have to give a little too." Except Eric and Eliza, one of the sons 

are working full-time in agriculture. The son is educated baker and likes variety, but does not 

really have any agricultural interest. He is responsible and trustworthy, and has relieved Eric a 

lot. During 14 summer weeks, two trainees are also working on the farm.  

 The house, which today is a cafe, stood in the way of the barn and was moved for two years 

to remain unused in anticipation of the entrepreneurs being aware of what it would be used for. 



 

45 
 

It was clear that it should be used for something aimed at the consumer, but it was not clear to 

exactly what. When the son were educated to become a baker, the oven would be replaced at 

school, and the son were allowed to pick it down and take it home. Then the entrepreneurs 

realized that they were going to build a bakery. Eliza had always made some cheese cake on 

her mother's recipe, and a business plan was made for the business and was presented to the 

bank, Eliza says "We did an estimation and told the bank that we have no idea if it will be 

obtained but they trusted us. It actually did cost more than 1 million SEK." Premises are being 

expanded and adapted gradually, such as the dairy room, Eric says "The first year everything 

was made in the same room, but making ice cream in 35 degree heat is not easy, and takes too 

much time, so we just had to buy another barrack." 

 The business model has changed from being solesy a farm to becoming a more 

differentiated business, where the goal is to reach out more to consumers and to process more 

of their own production - especially the milk and more activities for visitors at the farm. Today 

there is a playground, mini golf course and ‘farmersafari’. Eliza sell courses for further 

processing of wool. The business goal is to generate enough money to employ more staff and 

provide a good economy, enabling the entrepreneurs not having to work day-and-night. The 

main reasons for the development is believed to be that the entrepreneurs dare to see what's 

happening around the world and get a bit of it to the farm, and also that people get curious when 

they stand out. Another reason is the trend and timing, hence completely different conditions 

would been valid if they started a few years earlier. According to the entrepreneurs, the greatest 

strengths are the family and the flexibility it means when they can help each other when needed 

and dare to say what they think. On the other hand, they argue that it may be an Achilles heel 

in terms of discipline, and thus their greatest weakness. The value chain for the products is 

enhanced by short transportations, local raw materials and processing on the farm. First of all, 

the raw materials comes from the farm and, secondly, from the immediate area and thirdly from 

the rest of Sweden. Entrepreneurs see that curiosity, greed and the conditions on the farm have 

been their most important resources so far. 

 Marketing is done via Facebook in the first place, as well as through activities at the farm 

like publicly releasing cows, markets and guided tours on the farm. The entrepreneurs want to 

be a bridge between producer and consumer, since they consider that step is far, inspired by a 

food trip in Italy, where the distance is non-existent and parents pay for the children to come to 

farms. However, Eliza feels frustrating about the Swedish context and feels that “In Sweden 

everything is supposed to be free, and we have to get that away.” Their customers are conscious, 

enjoy nutritional food, demand and value a gastronomic experience without unnecessary 

additions. The entrepreneurs are careful to meet these requirements and to talk about it. 

Customers visiting the farm demand food from the farm, and especially Germans, Danes and 

Dutch demand genuine authenticity. The strengths of the products are that they are produced at 

the farm without unnecessary additives and differ from the competitors by taste, origin and 

purity and, above all, the bread differs from competitors by being succulent and satisfying. 

Customers who prioritize and are willing to pay for good food are the most important, since 

they are conscious and recurring. They are aged in the middle ages and accessed via Facebook, 

the website and markets, as well as advertisements in local papers and tourist information. 

Facebook is chosen to use since it is cost effective. By being nice and service minded Edeen 

Farm work with customer relationships and some retailers sell ice cream and cheese cake from 

Edeen Farm, but most customers are final consumers visiting them. The entrepreneurs never 

talk negative about anyone, and are deliberately positive and emphasize their business strengths, 

as does their private Facebook. At pricing, they assume that the transaction will generate profit, 

and compare with the pricing of competitors, Eliza explains "Then it is important to look at the 

right place [competitor]. We have raised prices quite good at some things, anyway relative 

what we had from the beginning”. Bread and milk sold directly at the farm have the best 
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margins, and input goods are a major part of the cost picture, just like diesel because of long 

distances to leased land and purchased services. Interest rates are currently good, otherwise 

capital costs are high and amortization is only done on machines, not on real estate. 

 Sustainable animal husbandry is considered carried out through breeding with high 

awareness to achieve sustainable and well-behaved animals. Further, good plantation is 

considered providing both sustainable environment and economy, but the business is not 

economically sustainable if amortization is not possible, which is a reason for processing and 

diversification to increase milk price. Private social sustainability is not considered existing by 

entrepreneurs, since working time is too high and social privacy is suffering. In order to reduce 

working time, better economies are required. The entrepreneurs see no risks with sustainability 

efforts, since for them, sustainability means that they lend the land to their children. The forest 

business is certified, and thoughts are on certifying the food production, but uncertainty about 

profitability has made them wait. Sustainability efforts have increased over time since Eric 

started 35 years ago, being in principle non-existent, increasing in line with increased 

availability of information and knowledge for the entrepreneurs, increased external controls and 

increased consumer awareness. 

 Strategic development is discussed as ideas within the family, where the entrepreneurs 

benefit greatly from the children's participation. They have also consulted a retired entrepreneur 

nearby that has run companies in other industries. There is no strategic plan for the diversified 

business, which the entrepreneurs believe may be the result of keeping work in the family alone. 

The business idea is the long-term goal, to be achieved through small short-term goals. The 

marketing plan is in the head of the entrepreneurs and extends to the most 5 years forward. The 

agricultural business aims to maximize own production and minimize purchases, hence good 

forage and maximized cultivation at the farm have the highest priority. The short-term goals 

extend seasonally, and current targets mean increased meat and lamb share in order to get more 

cash flow. Sometimes, counseling is bought from private counselor, being honest and talented. 

The competence and working methods of the Swedish advisory organizations are the 

entrepreneurs doubtful about from experience. A small-scale food association provides 

education and counseling, and is used when needed. From this association, a network was 

formed where the entrepreneurs via Facebook get quick and effective answers to questions. 

 
Table 11 Business models and sustainability priority in Edeen Farm. 

Create value Deliver value Sustainability priority 

Diversification, clean products without 
unnecessary additives, the whole chain 
on the farm, activities on the farm. 

Meet quality requirements, locally 
produced foods without 
unnecessary additives 

Economic, Ecological, Social 

 

Barriers and challenges 

The economy is a barrier to development, since marketing and advertising is considered costing 

money that does not exists in Edeen Farm. Likewise, the low milk price is limiting and the 

entrepreneurs would like faster cash flow. They would also like to more successfully reaching 

bus companies since they are a good target audience, knowing how many people are coming, 

what they want to eat and shopping in the store. "We try, but they do not even respond to mail. 

We are wondering if we turn to the wrong bus company - maybe we should address companies 

on the west coast instead? Bus drivers are interested, but not the bus companies. When looking 

at what's available there are no bus companies coming here. Or if you'd put together a whole 

trip to them?", Eliza explains. 

 Edeen Farm invested in café, dairy and shop at the end of the EU investment support period, 

but when they were applying for support, the money was disposed, which meant Edeen Farm 

missed 400,000 SEK in support. Fees and requirements for food production are also considered 

to be barriers limiting development, explained by Eliza "We'll probably stay as small as we are 
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to avoid Livsmedelsverket. There is a balance there – if you are too small you are not reaching 

out, but if you are large it is in a different way", addressing the problem of being small and 

controlled by the municipality or growing, hence being controlled by Livsmedelsverket. The 

market is limited when being controlled by the municipality, since they only may sell and act 

in their own and adjacent municipalities, not allowed to sell to a municipality with great tourism 

close to Edeen Farm, but not adjacent according to the regulations. This makes Edeen Farm 

loose access to a great market during the summer. Also producing in small-scale means certain 

limitations, since small quantities of packaging is desirable but not possible due to suppliers 

minimum order quantity. Margins are too small and the entrepreneurs have been afraid of 

charging enough due to limited knowledge, unfamiliarity and inexperience of sales explained 

by Eric ”Sometimes I think that so much cannot be charged, but as you drive in to Biltema and 

see that they take more for a pastry there than we charge here – then we think that no, now we 

have probably the wrong price." 

 Not being organic is considered a barrier to development by the entrepreneurs, which they 

do not intend to become, and Erik explains why "I went higher courses in organic production 

at Swedish University of Agricultural Sciences in 1998 and before that we had the cultivation 

ecologically - then we ended. There was a lot I could learn from that course, especially about 

growing and that bit. But the animal side was quite easy to exclude." Consumers lack of 

knowledge is another barrier, both since they do not understand the value of Swedish or small-

scale produced food, explained by Eliza "Food has become so cheap that they do not respect it 

and nevertheless are whimpering over it" and also consumers assuming the farm to be organic 

without knowing what it means. The entrepreneurs describe the farm as conventional with 

ecological thinking, which they feel that people at least understand a little. For Eric and Eliza, 

transparency is important - that visitors can see what it looks like in everyday life, which they 

consider more important than labeling, which, according to the entrepreneurs, does not say more 

than the business being controlled by a company that has charged a lot for it. "We hope that we 

will come across that people demand that everything all the time has to be organic. It depends 

on how the stores, nature conservation association and other authorities handle it. Now they 

finally say that you should eat Swedish meat…Consumers assume the farm to be organic 

without knowing the meaning of it." 

 Opportunities as well as challenges seem to be endless for Eliza and Eric. Ideas and plans 

exist for several products and services and many activities have been tested. ‘The cow day’ was 

an idea that was tested on the farm last autumn, in the form of autumn market with exhibitors 

and 'cow bingo', entertainment for the children and three different lectures. It did just work 

economically, but takes a lot of time to plan and organize, Eric explains "The idea was that it 

would be arranged as an annual event, but nothing will happen this year, because we really 

can’t manage it." Edeen Farm also invested in a sales trolley and the plan was regular square 

sales on a weekly basis, which did not turn off. The preparation time was longer than estimated. 

The trolley is left and used in Christmas markets and other events. There are also plans for team 

building concept, educational walks and other activities to educate consumers and increase sales 

in shop and café, Eliza explains "We have written down what it should contain, but we do not 

really have managed planning there." Summer breakfast on Saturdays is an idea that provides 

good exposure to products from the farm and relatively good reservation, Eliza continues "We 

have breakfasts in summer, Lucia and Easter and it has been pretty good. Then we try to include 

as much of our own products as possible." Also yoghurt, cheese and other dairy products have 

started as ideas and been well manufacturing. Producing is rather easy, but as Eric says, “Then 

we just have to sell them, and that is not as easy”. Further idea exists, also inspired from Italy, 

where Edeen Farm together with the large Swedish dairy company can create a service and 

offer children a way to hang out with and get to know animals in another way than just looking 

at them. This is believed to enable being paid for. There are, as mentioned, many ideas and 
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several of them with initiated or relatively clear plans, however, Eric and Eliza are working so 

much during the year that they are exhausted when the somewhat calmer winter period comes. 

“When it comes to Lucia and we close for the year, we say that - No, we don’t do anything, and 

then the lambing comes and then we don’t have the energy either." 

 The entrepreneurs are aware of a change needed in mindset when going from considering 

themselves as farmers to be more business oriented managers or entrepreneurs. Their loyalty to 

suppliers has changed, and today they for example negotiate to get the best price, Eric explains 

”Farmers have never seen themselves as entrepreneurs, but now it is much more needed to be 

aware and around, and negotiate more like we are historically not used to.” Eric and Eliza 

want to learn to be more business oriented, and takes advices from an external private advisor 

concerning the production, but Eric miss holistic advisory service and competence at advisory 

organizations: "I sometimes buy the services from a private advisor who has been a farmer, 

when it comes to advice on feed and fertilizer, because I know she is honest and straight ... I 

would like to see a whole thing. Otherwise, I'm very skeptical at much of the advisory 

organizations and their advising. I will happily take advises, but many of the advisors do not 

have the knowledge I need." Eric and Eliza are also aware that the hard workload of today is 

not sustainable and both of them wants to reduce their work, Eric says ”I once had a goal many 

years ago, to come down into 50 working hours each week. Today I work double as much and 

this is not sustainable in long-term. It is working as long as it is fun”. He think it is difficult not 

to fix things that he sees need to be done on the farm, saying "The best days are when I can 

make cheese. Then I shut up in the dairy and then I'll do just that. Then I'll be relaxed and 

everyone knows it's not worth interfering because I can’t go away leaving the production. 

Otherwise, you see too many things that need to be done." 

 Curiosity and positive mindset, have according to the entrepreneurs contributed to their 

situation, and Eliza explains "We never told the kids that agriculture is tedious and boring, 

because you build an approach to life and everything at an early level". Eric continues "As a 

person, I am curious and take impressions and see what is going on. That's probably why I've 

slipped in here. We started ‘living in Farm’ in 2000 and it was also a part of taking the world 

to us instead of leaving. Then we have continued building." However they are also aware of 

being and acting differently than other farmers Eliza says "Are you not quite like everyone else, 

you become a bit lonely to some extent, since we don’t have all the time in the world to sit down 

either. So we are not very good at dinner parties if you say so." 

 Since the sole proprietorship is Eric’s, but been run by both him and Eliza during many 

years, Eliza met a barrier when suppling for financial support for the tourism business, which 

she owns.  She was not considered having experience from running a business "I suddenly found 

myself being completely without identity - such is annoying when you are neglected in this way." 

Running a sole proprietor is common in Swedish agriculture, but mean insecurity in some ways. 

The sole proprietor has a turnover of 3,5 million SEK, with a positive result the latest two years, 

but before that there were four years of loss, e.g. due to building of new barn.  Eric explains 

“When you run a sole proprietor, you can’t have an income until you have a positive result, 

hence we have zero taxed for five years now…luckily you do not need to take sick leave. Every 

time something happens you become terrified." 
 
Table 12 Barriers, drivers, challenges and ways to overcome in Edeen Farm 

Barriers Drivers Challenges Overcome 

Accepts farmer life, liquidity, low price 
from cooperatives, administration and 
costs due to laws and regulations, lack 
of good consulting, Business culture in 
Swedish agriculture, lack knowledge 
about marketing 

Relatively 
positive, curiosity, 
willingness to 
learn, innovative, 
risk averse  

Discipline with family, 
increase sale, small 
scale, less workload, 
self-leadership, 
unknowing consumer 

Network, cost 
awareness, only 
family employees  
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4.6 FORBA FARM 
Forba Farm is located in the southern half of Sweden and has been run by the second generation 

in the farm since 1969. The business have five employees, operates organic beef production 

with approximately 600 nuts and 200 slaughter animals per year, as well as the development of 

broad breeding and socially sustainable entrepreneurship. Forba Farm have 35 ha of land and 

another 465 ha is leased. In 2001, a sales company was formed, which was cut off from Forba 

Farm in autumn 2015, and Forba Farm is now exclusively engaged in organic beef production, 

and deliver to the sales company, which is Forba Farms sole customer. 

 Frank describes himself as an opportunity-oriented, restless and unstructured 

entrepreneurial soul, has four adult children, lives alone on the farm and works approximately 

60 hours a week. He acquired the parental farm when he was 21 years old and the father quickly 

died of leukemia, which the father suspected came from the spraying. Frank, who was then a 

trained engineer, did not intend to become a farmer but chose to carry on the tradition as he 

enjoyed animals and nature and interest was to develop a sustainable rural area. At the takeover, 

the farm had 10 ha land, 8 dairy cows and 4 sows. Each field was plant cultivated, and the 

cereals became feed grain. In the 1970s, the farm was as much a collective with residents from 

around the world, as an agriculture business. Over the years, the business has expanded and 

evolved into organic livestock farming. 

 Forba Farm became early ecologically, partly due to the father and partly because of the 

influences of the collective, and joined KRAV in 1988 and then ended with grain cultivation 

and eventually pig production, as this in the entrepreneur's point of view is ecologically 

unsustainable. Many years of previous slaughterhouse experience, when the entrepreneur built 

relationships and trust with the customers, formed the basis of the sales company established in 

2001 together with a former collaborator with a background of development in the automotive 

industry, as a good seller, as well as a neighbor with an ecological mill who handled accounting. 

Frank's role, in addition to animal husbandry, was to look forward and feed the selling colleague 

with influences. In 2008/2009, Frank took over the entire ownership of the business, and 

immediately the daughter started to work in the business. Last year, the sales company was 

spun-off, and today that company have a turnover of 16-17 million SEK, and sell organic grass-

fed meat bought from about 30-35 farms. The daughter is CEO and owns 55% and Frank owns 

45%. The businesses were divided to develop a socially sustainable agricultural business, to 

develop the sale activities and visualize costs where they belong. The recruitment of suppliers 

to the sales company has been made by visits to Forba Farm where the philosophy is marketed. 

Today, the sales company is the sole customer of Forba Farm, which manages all sales, 

marketing and pricing, and the customer demands are meet from animals bred on grass and 

organic production. The strategic issues of Forba Farm are discussed with contacts in different 

sectors and the cut-off sales company has a board, which also Forba Farm will have in the near 

future. 

 The business model of Forba Farm is driven by the business idea to transform the entire 

business into grazing operations and to produce an own bred cow. Today the animals are 

indoors on average 190 days and spend 170 days outside. The goal is to in six years have 

animals inside 60 days a year. The animals will eat nutritious and artificial grass, which instead 

of ensilage will remain in the field and be fed all year round. Grassed meat differs from meat 

where animals are fed with cereals, since the essential fat acids, minerals, etc. makes it a better 

product, which has also proved to be tasteful. The customer requests good meat, which is tasty, 

enough fat and tender. These properties as well as marbling is perceived distinguishing Forba 

Farms’ products from competitors. During cultivation as plowing and (forced) cultivation, the 

soil is for long periods of time exposed to erosion and nutrient leakage, which is not sustainable 

according to Frank. Grass is almost permanently active, and only in case of redirection, the soil 

needs to be touched. This, means Frank, minimizes disturbance of the ecosystem. 
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 Silage handling is perceived involving a lot of losses and costs, avoided by this model, and 

in addition Frank wants to build a socially sustainable structure. Wage costs, diesel and engine 

costs are the main components of the cost structure, and Frank believes the volume will create 

fast profit, and this year, Forba Farm has stopped investing in machinery, hence maintaining 

the existing machinery, Frank says "We will not have more machines, but we will force it into 

nature." The vision of the entrepreneur is to enabling using the results to social sustainability 

and safety in the local countryside. Activities are diversified and cultural activities are started 

shortly on the farm, where the children of the entrepreneur also will become owners as part of 

the generation change. The biggest strengths of Forba Farm is believed to be the young and 

knowledge-intensive staff and important resources have been cheap land as well as the EU's 

support system for long-term eco-production. 

 Sustainability is for Forba Farm a combination of both environmental and social 

sustainability. For Frank, it is obvious that production should be natural and disturbed as little 

as possible by people and machines. The financial sustainability of Forba Farm is to produce 

an economic surplus that covers costs for further development, as explained by Frank "It's just 

like nature, which always produces an excess, but then we're so stupid so we're eating 

everything and a little bit more. But if it's a system that produces surplus, we'll just actually just 

take enough of it." 

 
Table 13 Business models and sustainability priority in Forba Farm. 

Create value Deliver value Sustainability priority 

Minimal disturbance of the ecosystem, 
breed to develop high quality meat, create 
socially sustainable environment.  

Deliver ecologic, grass grazed 
meat.  

Ecological, Social, Economic 

 

Barriers and challenges 

Frank has a positive view and mainly sees barriers as useful challenges. "If you are a farmer, 

there is so much weather and wind and everything that you need to adapt to daily, but it is 

useful. It's not good when it's too easy." The greatest challenge seen by Frank is to create a 

sustainable society, which according to him means mainly social and environmental 

sustainable, but also economic sustainability "In the 70s we were 3-400 farmers who ran the 

province - now we're a handful. So social sustainability have gone straight to hell, and there 

will be something else in any way, but the question now is how to get into real social 

sustainability again. It is possible, but you'll have to start over completely, I say who run this 

mad enterprise. It will work somehow." 

 The view on land, earth and nature makes Frank highly valuing both environmental and 

social sustainability and see a great challenge in making farmers managing to work with this, 

but also to make the society understand the importance of working with sustainability "We have 

a larger universe below the ground than above, with all microorganisms, layers etc.…but 

farming is a complex business, that we are obviously not trained to work in." He thinks the 

farmers have a great responsibility to work and act in a sustainable way, but lack both reflection 

and action “It is incredibly how stupid we are, going mainstream and not reflecting. Those who 

have reacted now are the machine dealers – the absolutely most skilled dealers in Sweden, who 

sell this to lonely farmers. The only way you’ll be confirmed in, is when you buy a new tractor, 

and this is not questioned at all.” 

 Swedish agriculture is a small world were almost everyone is known, expressed by Frank 

as “It is safe, because everyone is knowing everyone within agriculture, and neither I nor my 

colleague need to introduce us”. Hence capturing influences from around the world and from 

different industries is important to Frank and he sees the value of his major worldwide network 

in many industries and social classes, explaining  "You quickly find out about things, no matter 

what it's about. This is also a social safety and a way to build social sustainability. I hang out 
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with everyone from totally criminals to judges - the whole scale, because everyone really has 

something to contribute with." However, he expresses great dissatisfaction with Swedish 

counseling organizations, which he sees as a barrier to development "Advisory organizations 

are slowing down the development. If I had not listened to them, I had progressed much further. 

They are ignorant and come here to learn. They have trimmed a crazy system - they may just 

have hindered us. That is my conclusion of the whole. I have not hired counselors since eternity, 

and there are numerous of them. It's fucking tragic. They have cheated the farmers because 

they have not needed to take responsibility for anything. When shit happen, they just 

disappeared and said it was a shame that it went that way. " 

 Frank thinks he probably would have come further with the business if he had worked more 

structured and strategic "I've had too much to handle crisis management, and it has become a 

bit more of it, which I would have avoided if I had been more structured." He reflects over his 

own behavior saying "I'm an entrepreneurial soul who is completely unwieldy, because when 

it just starts working, I've left it." 
 
Table 14 Barriers, drivers, challenges and ways to overcome in Forba Farm 

Barriers Drivers Challenges Overcome 

Accepts farmer life, lack of 
good consulting, Swedish 
support system 

Possibility oriented, 
risk averse, curiosity, 
sustainability focus 

Impatience, submit to new 
leader, release control, 
consumer knowledge 

Sustainability focus, 
cost awareness, 
focusing on core 
business 
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5 ANALYSIS 
The analysis is based on the data structure with 1st order concepts, 2nd order themes and 

aggregate dimensions and the empirical evidence will be discussed based on this structure with 

1st order concepts highlighted in bold italic fonts, 2nd order themes as subheadings in CAPITAL 

LETTERS to the three headings of aggregate dimensions. Hence, the chapter starts with figure 

5 illustrating this. Similarities, differences and intertwining relations in barriers to SBMI, 

within the cases are discussed and related to theoretical framework and new emergent themes 

are ‘zoomed in’ to highlight contribution of new knowledge. Since drivers and ways to 

overcome barriers affects perception of barriers, this chapter ends with an overview of 

mentioned factors, discussed in the analysis.  

 
 
 

 
Figure 5 Progress of analysis, with building of data structure with 1st order concepts, 2nd order themes and 
aggregate dimensions (Gioia et al., 2013). 
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5.1 EXTERNAL BARRIERS 
External factors are related to external environment such as behaviors of competitors, 

consumers and governments, factors that the business partly or totally cannot influence (Barth, 

2004; Sandberg and Aarikka-Stenroos, 2014) and in this study resistance or lack of support 

from actor(s), unsupportive government and business culture in Swedish agriculture are found 

to be the main external barriers. Another way of analyzing barriers, mixing both external and 

internal, is to categorize them into general cultural and structural barriers to sustainable business 

models in three dimensions: (i) unclear policies and regulations, (ii) markets and financial 

issues, and (iii) behavioral and social issues with for example relations with customers and 

stakeholders (Laukkanen and Patala, 2014), and the two latest dimensions can also be used to 

some extent when describe some barriers found in this study. However unclear policies and 

regulations are not barriers found in this study, since the regulations are clear but are seen as 

barriers in other perspectives as explained below.  

 

5.1.1 RESISTANCE OR LACK OF SUPPORT FROM ACTOR(S) 
This category includes barriers that can be connected to the behavior of particular actor(s) 

(Sandberg and Aarikka-Stenroos, 2014), and the agricultural businesses meet different barriers 

in both competing processing companies, cooperatives, large customers, retail chains and 

consumers. Also the advisory organizations can be seen as actors since the categories of barriers 

are intertwined, but due to the fact that governmental support in different ways mainly finance 

the advisory organizations and hence steer activities within the organizations, this barrier is 

included and further explained in the category Unsupportive government, below.  

 A common problem area is the difficulties to charge for added value. Some of the 

businesses have developed their own brand to enabling charging added value, but they meet 

barriers from both competing processing companies as well as from cooperatives and large 

customers, normally pressing the purchase price. Although consumer knowledge about 

Swedish food has increased lately, and there is a trend of buying locally produced food – the 

entrepreneurs also meet barriers in terms of lack of consumer knowledge about for example 

differences between ecologic, KRAV, locally produced and other kinds of labeling and 

certifications. Educating consumers is necessary and costly, and something the agricultural 

businesses have to do and pay, since the information efforts by trade associations or government 

is not enough. Also the diversified businesses have difficulties to charge added value for the 

services and other products produced as for example activities on the farms – not only food. 

Working with their own brand require lots of job, and until larger quantities are reached, the 

costs are high. These barriers complies with both market issues and behavioral and social issues 

(Laukkanen and Patala, 2014), which also applies to barriers described as customer resistance, 

a main external barrier to innovation in business to consumer markets and involves behavior of 

individual customers such as changing needs and lack of experience (Sandberg and Aarikka-

Stenroos, 2014). It is important to overcome barriers to charge added value since adding and 

sharing value are some of the basic assumptions for SBMI (Lüdeke-Freund et al., 2016; Zott, 

Amit and Massa, 2011), and tools for working with adding value exists, but are not used in 

agricultural business. Since Tillväxtverket (2014) report lack of methods and tools as a main 

barrier to sustainability work in SME, here is a gap between knowledge and practice. 

Resposibility for bridging this gap rests on both researchers who are responsible for 

communicating research results (Vetenskapsrådet, 2011) and Swedish advisory organizations 

who are responsible for bringing research and methods into agricultural practice, as further 

discussed and analyzed below.  

 One of two main external barriers to innovation within business to business market is 

undeveloped network and ecosystem e.g., current well-established businesses tend to oppose 

innovations possibly endangering their position (Sandberg and Aarikka-Stenroos, 2014) and 
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can be seen in this context when supply of equipment for small-scale food production is limited, 

and adapted for big food companies. The agricultural entrepreneurs experience food production 

in small scale too costly with a system adapted to larger production, aligning with the main 

barriers to sustainability work in SME, lack of business benefits and high costs (Tillväxtverket, 

2014). Producing unusual products in small scale and develop own brands is perceived as fun 

and motivating to work with and to market, however small scale production is costly and require 

purchase of for example small quantities of packaging, which is impossible due to suppliers' 

minimum order. Food packaging have high demands on declaration of content etc. and rapid 

changes in legislation about labeling hinders small production, due to the problem with 

purchasing quantities. Also the market for process equipment suitable for small-scale food 

production is limited, and it is difficult to obtain optimal equipment at an affordable price or to 

rebuild existing equipment to fit product development. This leads to other types of packaging 

used than those desired, or to limited production development and limited possibilities to 

increase production. Small quantities also means interruption in production in different ways, 

and are therefore not profitable. Some of the farms has overcome this barrier by choosing to 

focus on producing, hence outsourcing those parts, as for example Bethia Farm. The other main 

external barrier to innovation within business to business market is unsupportive government 

e.g., the absence of international legislation and lack of harmony between national legislation 

(Sandberg and Aarikka-Stenroos, 2014), further discussed below, and in this context the 

problem with rapid changes in legislation and understanding of need to purchase large 

quantities of packaging is an example that also can be described as a structural barrier to SBM 

concerning market issues (Laukkanen and Patala, 2014).  

 Further aligning with the barrier of well-established firms opposing innovations to avoid 

endangering their position (Sandberg and Aarikka-Stenroos, 2014) as well as structural market 

issues (Laukkanen and Patala, 2014), the market and its pricing often controls the agricultural 

businesses development. Large customers, retail chains or cooperative control together with 

prices of raw materials such as milk, meat and cereals have a major impact on agricultural 

businesses. The world price along with price pressure and rapid price changes from the large 

cooperatives are perceived by farmers as the main barriers to profitability and development, 

among other things because the bad economy creates liquidity problems that hinder 

development. Small margins in the industry are also believed to be the reason for agricultural 

business development into larger units. Market price is set by the cooperatives, large customers 

or wholesalers cannot be affected by the agricultural entrepreneurs. The big "customers" sets 

the price level, and the agricultural businesses must respond to the market price, forcing farmers 

to focus on efficiency in production with improvements such as better yield per seed, i.e. more 

tons per hectare, better quality, greater amount of milk or the equivalent efficiency in other 

production sectors. Rapid changes in for example demand and price from large customers also 

creates difficulty in planning for development.  

 One of the two main barriers to innovation in SMEs is paucity of external finance, e.g. not 

having capital for risky long-term development (Sandberg and Aarikka-Stenroos, 2014). The 

entrepreneurs do not experience being denied external finance, but have lividity problems due 

to low prices which create pressure, poor economy and many times hinder development through 

lack of financial resources. However, the economic pressure can also create development by 

forcing the entrepreneurs to change their business models, which most of the cases have done 

for this reason. One example is when Cullodina Farm felt that the large Swedish dairy 

cooperation payed too low for ecologic milk, and did not prioritize the ecological farmers, hence 

they choose to merge with some other farmers to sell ecologic milk to a German dairy. 

However, pressure from the big cooperatives may force rapid changes carried out more or less 

in desperation, and not always strategically thought out, or limit development by businesses 

forced to ensure survival. Good meat prices resulted in insemination of beef and renovation of 
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barns at Cullodina Farm, but resulted in a lack of own feed which therefore needed to be 

purchased. Since economy is largely dependent on prices of raw material, Bethia Farm has 

developed a business model according to this resulting in “...we neither earn lots of money, but 

nor will we lose a lot of money either." Another barrier is the costly handling in several stages 

in the value-chain, resulting in tripled price from agricultural businesses until products reached 

the shop. The large customers do not want competition from agricultural businesses own 

brands. By taking advantage of their powerful position over the agricultural suppliers to 

wholesalers, supermarket chains and other large customers, the agricultural businesses freedom 

to sell goods locally or under their own brands becomes limited. To avoid competition with 

large customers, own branded products from both Adair Farm and Dougie Farm are sold to 

independent smaller or local customers, limiting the market and possibilities to increase sale of 

goods with added value, which is desirable.  

 Consumer behavior and demand changes fast, and are also aligning with general cultural 

and structural barriers to SBM, concerning both market issues and issues about customer 

relations, caused by media reporting about for example food or agricultural scandals in Sweden 

or in the world, food research, animal health or human health trends or caused by social changes 

including climate and environmental discussions, etc., which all relate to agriculture. Switching 

from for example conventional to organic farming, or to start growing other crops, breed other 

types of animals, etc. are major processes that takes time to change. Anna explains: "It's a 

challenge to keep up with the times, for example, if it must be organically or not. We always 

consider if we earn more being organic, etc." Also Cullodina Farm discuss challenges with 

changing consumer behavior: "If customers would abandon - if people start to doubt on organic, 

we cannot continue in the form we are doing now. Then we have to change to conventional…the 

biggest risk with sustainability work is an economic question, mainly due to milk price and 

changing consumer behavior.” The more a product is processed, the easier it may be to add 

value, and selling consumer packaged products under its own brand is a way to get payed for 

the added value of for example each meat detail. However, changes in consumer behavior 

forced Adair Farm, who previously sold large volumes of consumer packed products in its own 

brand, to stop this selling since consumers began to make purchases at the manual meat 

counters, which resulted in much wastage and high packaging costs for Adair Farm, so the 

strategy was changed to its current position in principle only sell all details to the manual 

counters.  
 

5.1.2 UNSUPPORTIVE GOVERNMENT  
A main external barrier in business to business is unsupportive government, including barriers 

connected to governments' actions hindering or failing to support radical innovation often 

shown in regulations, laws, and standards (Sandberg and Aarikka-Stenroos, 2014). Lack of 

public support is also identified as one of the main barriers to sustainability work in Swedish 

SMEs (Tillväxtverket, 2014). In this study two large barriers are found, closely connected to 

the agricultural context - Hard and complicated legislations and regulations for business and 

animal/food production and Advisory organizations lacking relevant knowledge and skills.  

 Legislations and regulations for business and animal/food are too hard and complicated. 

Sweden have high standards for food production and agricultural businesses, despite this the 

levels of these requirements are nothing that the entrepreneurs sees as main barriers. However, 

they see that the increased administrative burden is a problem that requires administrative tasks 

for the entrepreneurs and employees resulting in limited space to work with agricultural 

production. Increased demands for environmental, quality and traceability of work has been 

introduced, especially when there has been much cheating in the industry, resulted in more work 

for agricultural businesses, and frustration for the entrepreneurs and the employees. Municipal 

public procurement is another barrier for small local food producers, who feel that they are 
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excluded by either complicated rules or requirements that they cannot achieve or price where 

they cannot compete with the big food companies, hence for example Bethia Farm has stopped 

attending municipal procurements long ago. 

 In addition to increased administration, difficulties to compete with imported food because 

of, among other things, lack of consumer knowledge, but also because of lack of systems to 

support both sustainable food production as well as supporting enterprising is seen as a barrier. 

Although Forba Farm have appreciated the governmental economic support to grow organic. 

Agricultural businesses have large land values, hence huge capital is needed to take over the 

farming business, where the high price tag is not reflected in the business profitability. Swedish 

agriculture are traditional family businesses and the law is a barrier to the takeover of the 

younger generations, who often need to buy out siblings financially. Many Swedish agricultural 

businesses are run as the legal form sole proprietorship, meaning a personal business, but 

employs all or part of the family, including both husband and wife. Edeen Farm has been driven 

in this form since taking over by Eric, but the couple has for many years run it together and 

both have F-tax. When Eliza would seek financial support for developing the business with 

tourism activities, a part of the business where she is the owner, the authorities did not consider 

her having experience in business, since the sole proprietor is Eric’s. 

 Tough rules are not mainly negative, but can also drive development and raise the level of 

operations, sustainability and actions in new ways. Cullodina Farm experience a positive 

change in mindset due to rules from KRAV. However, strict rules also limit both market and 

development. Fees and requirements of food production may be limiting and the market for 

Edeen Farm is restricted since they are controlled by the municipality, and therefore may only 

sell in their own and neighboring municipalities, and for example cannot sell to a nearby tourist 

municipality where the market could grow significantly, hence have chosen to stay small 

because of the administrative barriers. Support systems are intended to enabling rural 

development, but it can be difficult to both find the support, to apply for grants for investment 

and development and to fit in the overhead required. Edeen Farm experienced bad timing of 

investment according to the EU support for investments, since the support money were disposed 

meaning that Edeen Farm missed SEK 400 000 in support. Uncertainty and slow action by 

governments, described as unclear policies and regulations (Laukkanen and Patala, 2014), can 

also create barriers. A water protection area is discussed, that can become a major barrier if the 

current proposal is implemented, since the entire courtyard of Adair Farm falls within a water 

protection area, hence may affect the state of the future construction of silo for silage, transport 

on the farm, manure etc. 

 Swedish agricultural businesses have long traditions of buying service from a few large 

national advisory organizations whose activities are highly influenced by governmental 

economic support such as project funding. However, those advisory organizations mainly focus 

consulting about agricultural production like crop production, animal feed, breeding and 

different ways to produce. Lately, agricultural businesses have changed towards working with 

business development, having employees etc., hence need more than production advices. Since 

all entrepreneurs interviewed, have developed their businesses and business models, it is hardly 

surprising that they express lack of support from advisory organizations in management and 

business development. However they also miss research and new knowledge about production, 

the area where the advisory organizations actually are working, and they clearly express 

dissatisfaction with the advisory organizations, which they see as a main barrier, since they 

consider advisory organizations lack relevant knowledge and skills. Since advisory 

organizations can be considered stakeholders and barriers are intertwined, this barrier also 

aligns to behavioral and social issues with stakeholders (Laukkanen and Patala, 2014). Most of 

the agricultural entrepreneurs have for long time worked with advisory organizations, but have 

in recent years switched to using their network instead or using a few private advisors who they 
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consider competent and reliable, considered having required knowledge. There is a suspicion 

that the advisory organizations aim to sell advice regardless of need, and that honesty is lacking. 

Many of the entrepreneurs express a disappointment about advisors coming to their farms to 

learn new things, meaning no use to the entrepreneurs, who additionally have to pay for the 

visits. Claire express " Sometimes it feels like you just want to sell advice in order to sell advice, 

and you have not had a whole mindset. The one who work with economics do not talk to the 

counting of the feed, which in turn does not speak with anyone who says what to grow and so 

on. Some parts of advisory organizations are properly restricted ... we happily pay more for 

good advice, but do not want to spend money on some outdated behavior and old knowledge. 

We've done it for four years, but now it is enough." Dougie Farm wish more research and more 

spread of research results and  

Forba Farm see the advisory organizations as a barrier to development: "Advisory organizations 

are slowing down the development. If I had not listened to them, I had progressed much further. 

They are ignorant and come here to learn. They have trimmed a crazy system - they may just 

have hindered us. That was my conclusion of the whole. I have not hired counselors since 

eternity, and there are numerous of them. It's fucking tragic. They have cheated the farmers 

because they have not needed to take responsibility for anything. When shit happen, they just 

disappeared and said it was a shame that it went that way." Tools and methods for sustainable 

business model innovation exists in research and other industries, but the agricultural 

entrepreneurs have not met this competence within the advisory organizations, hence lack of 

knowledge about SBMI in the advisory organizations, and a gap in communication between 

research and advisory organizations may exist. Another reason can be cognitive barriers to 

innovation within the advisory organizations, traditionally focusing on farming and production 

methods or the governmental support system not financing activities to develop SBMI within 

advisory organizations. 
 

5.1.2 BUSINESS CULTURE IN SWEDISH AGRICULTURE 
Business culture in Swedish agriculture is perceived as being a restrictive local culture with 

shared values and beliefs that characterize groups of people in a particular place, hence guiding 

their resistance to innovations (Sandberg and Aarikka-Stenroos, 2014). Whining farmers, media 

focusing negative news from agriculture, difficulties getting employees to agriculture, and lack 

of respect of Swedish food production are some barriers found in this context.  

 Media is seen as a barrier focusing negative news from agriculture, as for example if the 

price of milk drops the tiniest little or if the weather is not good for the harvest etc. Many 

farmers also complains about their situation, which further reinforces the negative image of 

farming, aligning with cultural barriers to SBMI (Laukkanen and Patala, 2014) and specifically 

the behavioral and social issues with relations to media as a stakeholder. Being a small family 

business in rural area makes the agricultural businesses extra sensitive to negative news and 

rumors about agriculture, since the locals are both customers, employees and collaborators. 

However, awareness of the negative influence of the image of whining and complaining farmers 

has created positive mindsets among the interviewed entrepreneurs, consciously spreading a 

positive image of agricultural entrepreneurship and lifestyle. On the other hand, the agricultural 

entrepreneurs are also limiting their positive news, since for example the culture, Jante and 

ability to negotiate are hindering them. All the interviewed entrepreneurs have been careful not 

to let the negative parts of agricultural entrepreneurship be expensed to the children and the 

family, and they want to actively show a positive image of Swedish agriculture. This they say, 

is something that the majority of Swedish farmers do not do. Having a positive mindset affects 

SBMI, since positive emotions affects individual cognitions (Shepherd, 2015), and will be 

further discussed below connected to internal barriers.  
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 The negative image of Swedish agriculture, is according to the interviewed entrepreneurs 

largely created by media and the farmers themselves, and is also a contributing factor to 

difficulties to getting adolescents to work in agriculture. The number of agricultural schools 

in Sweden have recently declined as a result of too few applicants pupils. The decreasing 

interest in working in agriculture is also shown in the businesses interviewed. Difficulties in 

getting hold of Swedish young people who want to work in agriculture, as well as labor in 

general is perceived as a barrier to development. One of the businesses are looking for a 

qualified person to take over as production manager to relieve the entrepreneur, and several of 

the other entrepreneurs talks about the difficulty in getting hold of good staff in production. 

Many of the entrepreneurs consider the reasons for this to be the Swedish mentality with which 

they refers to both farmers who are perceived as generally whining and complaining about the 

situation, and the media often highlighting the negative news from agriculture. The 

entrepreneurs are involved locally in both sports and cultural activities, both to care their 

reputation, create a living countryside and to recruit workers. They feel proud of, for example, 

to employ the area's young people during the summer, and sees opportunities with the large 

local network, this creates. However, there is awareness of the risk it also means to be involved 

in much of the region's families, and how important it is to be a good employer 

 Swedish agricultural industry is small and everyone is known, since Sweden has 

relatively few Swedish agricultural businesses, and generally, all of them are family businesses 

in rural areas. In addition, farms are traditionally been inherited, which means that it is largely 

the same families who owned, managed and educated in Swedish agriculture. Also within 

advisory organizations, focusing on primary production in agriculture, many advisors are 

originating in Swedish agricultural enterprises. Taken together, these factors makes many 

people within the industry to know each other, which can be perceived as both a safety and 

barrier since Jante makes the farmers restrictive in what they say and share with others as 

discussed above, and they are careful not to excel. "We need to realize our potential - but it is 

very un-Swedish, because in Sweden we ought to realize our limitations", Brian says. 

 Consumers' lack of knowledge of agriculture and food production, and especially the 

Swedish conditions with high demands on both animal welfare and control have been discussed 

previously in connection to difficulties in charging added value. However, lack of knowledge 

is also connected to the barrier of not respecting Swedish production and values. Food is cheap 

and often price is compared to imported food produced under totally other conditions. But it is 

not only food that is cheap in Sweden. Also the services and activities in the society, including 

the farms, like entrance fee is supposed to be free, Eliza continues “In Sweden everything is 

supposed to be free, and we have to get that away.” Brian also explains the Business culture in 

Swedish agriculture: "Sweden is compared to the US stuck in their preferences. If the Christmas 

ham for years has cost so and so much people cannot understand that if the pigs have six times 

as much space and are allowed to eat as it pleases, it costs of course much more. Much of our 

time is spent being out talking about what we do operationally because people are so critical." 

One reason for this may be the Swedish society where we are used to subventions and financial 

support for many functions in the society. 

 

5.2 INTERNAL BARRIERS 
Internal factors like for example leadership, mindsets and other cognitive barriers related to 

management, organization and human factors, originates from within the business (Barth, 2004; 

Chesbrough, 2010; Chesbrough and Rosenbloom, 2002; Engelken et al., 2016; Sandberg and 

Aarikka-Stenroos, 2014). In this study restrictive mindset, lack of competences about strategic 

management, leadership and marketing and insufficient resources are found to be the main 

internal barriers.  
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5.2.1 RESTRICTIVE MINDSET 
Restrictive mindset involves fear and/or resistance of innovations within the firm as for 

example, fear of change, fear of failure, conservative decision-making, and restrictive 

organizational culture, are main internal barrier to innovation in SMEs, together with lack of 

incubation competences (Sandberg and Aarikka-Stenroos, 2014). As mentioned, all of the 

entrepreneurs interviewed emphasize the importance of being positive, actively reflecting over 

their behavior and not complaining as they experience many other farmers do, both to attract 

employees and to affect media who in turn affects consumers, aligning with cultural and 

structural barriers where behavioral and social issues as for example relations with customers 

and stakeholders becomes barriers (Laukkanen and Patala, 2014). The entrepreneurs are also 

possibility oriented, and positive emotions affects individual cognitions and develop 

entrepreneurial processes by for example enhancing individual performance and creativity, 

improve attention and create new relations, while negative emotions hinder entrepreneurial 

processes (Shepherd, 2015). 

 The entrepreneurs realize the need to see themselves as entrepreneurs rather than 

farmers. This means that they need to change their mindset and look at their farm as a business, 

with all the parts included in the enterprise, like management, strategic development etc. This 

is a barrier to overcome, that all of them are aware of, and work with in different ways. Farmers 

have traditionally been controlled by the major agricultural cooperatives, and worked for 

conditions dictated to them. Traditionally, farmers have not needed to think about marketing 

and sales, customers or distribution, hence focusing on producing the quantity and quality of 

the cooperative requirements. If these requirements were not met, it led to for example price 

reduction, but the activities on the farm were continuing as usual. The farms have acted as a 

subcontractor with only one customer. These barriers align with both of the main internal 

barriers in business to consumers, that is lack of discovery competence, e.g. being too focused 

on meeting needs of current customers, and restrictive mindset, e.g. cognitive structures 

screening out information unrelated to an organization’s current tasks (Bettis and Pragalad, 

1995; Chesbrough 2010, 2013; Christensen, 2003; Engelken et al., 2016; Sandberg and 

Aarikka-Stenroos, 2014) as well as cultural and structural barriers with market and financial 

issues (Laukkanen and Patala, 2014) 

 Despite this awareness, certainties for the entrepreneurs are expressed in the interviews, 

where they see agricultural entrepreneurship as a lifestyle, which it is to some extent, and 

certainly have been in previous generations were life as a farmer was a ‘lifestyle’. However 

those certainties are also barriers that they are unaware of so far, such as for example 

agricultural entrepreneurs cannot be absent from work, profession obviously must involve 

extremely long working hours, high uncertainty and risk, etc. For example Edeen Farm accepts 

working conditions connected to high risk, probably not being accepted if the mindset would 

make them see their business as any other business, expressing "Luckily you do not need to take 

sick leave. Every time something happens you become terrified." On the other hand, the 

entrepreneurs live at the business, which may explain parts of the problem. One of the 

entrepreneurs have realized that time off is needed, but enabling the family to relax, they need 

to go away. Long working hours and often work seven days a week, regardless of holidays is 

accepted by the entrepreneurs, even if they express a desire to change this. This barrier is also 

connected to challenges in leadership and especially self-leadership, further discussed below, 

and to a restrictive mindset (e.g. Chesbrough, 2007, 2010; Sandberg and Aarikka-Stenroos, 

2014). When they talk about aims, they have targets to reduce working hours, but action plans 

with time and follow-up of the goals are missing. As the quality and quantity of production is 

carefully measured and followed up, knowledge and methods for working with this exists, but 

here the mindsets are a barrier, aligning with the two types of barriers identified by Chesbrough 

(2007, 2010), as barrier to change in operational processes and cognitive barrier with resistance 
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of old leaders to change or develop incorporated business models. Cognitive barriers can also 

result in leaders missing opportunities in changing business model when not seeing them (Bettis 

and Prahalad, 1995; Engelken et al., 2016), or lacking risk willingness to change (Chesbrough, 

2010, 2013; Shepherd 2015). However, this may be linked to contextual barriers since 

agricultural entrepreneurs in part have different values than entrepreneurs from other industries, 

further discussed below in contextual barriers, exemplified by Brian: “I would never have done 

this for the money. It is about completely different values. Maybe one should call it a life model 

rather than a business model?” Cullodina Farm have discussed the difficulties to change and 

reflects that “The barriers are mostly in ourselves”, and Edeen Farm reflects over their 

behavior saying "Are you not quite like everyone else, you become a bit lonely to some extent, 

since we don’t have all the time in the world to sit down either. So we are not very good at 

dinner parties if you say so." Frank think that "Farming is a complex business, but we [farmers] 

are obviously not trained to work in one." Changing mindset from farmer to entrepreneur 

involves caution and inexperience since for example farmers are used to working as a 

subcontractor, without connections to consumer markets. Although the entrepreneurs 

interviewed have climbed upwards in the processing chain, being closer to consumers, the old 

mindset still need to change. The long way to end consumer is explained by Carl saying: "I like 

many other farmers feel quite comfortable in the role of working at home by myself, but I have 

realized that we need to take the customer at home. You have to meet customer and see reality. 

We have such a long way to the end consumer - and may find it being a responsibility of Arla 

to spend time on - we've enough with ours, but we must do it without seeing short-term results." 

This also aligns with the barriers being too focused on meeting needs of current customers, and 

cognitive structures sorting out information unrelated to the business current tasks (Sandberg 

and Aarikka-Stenroos, 2014) or missing opportunities due to a ‘dominant logic’ (Bettis and 

Prahalad, 1995) or cognitive barriers resulting in unwillingness to change (Engelken et al., 

2016) 

 The entrepreneurs have relatively large networks in other areas and industries. They have 

understood the importance of working together and using the network connections in different 

ways, while at the same time being aware of this could be done much better and be even more 

successful. Swedish agriculture traditionally are unaccustomed to use and work with network, 

since farmers are used to manage everything by themselves, something that existing 

entrepreneurs have started to change by attending experience groups etc. Carl explains: "There's 

probably 100% increase compared to 10 years ago. My dad and his generation would not 

cooperate with others, hence every farmer would take care of himself." Bethia Farm has come 

a long way in this work and have a policy of cooperation with neighboring farms where they 

"take care of everything as if it were our own" and see both customers and suppliers as a 

knowledge bank. This can also be attributed to the long-term nature of Swedish agriculture, as 

well as socio-economic factors (Maloni, Hiatt and Astrachan, 2017), where family and nearby 

area is significant, and behavioral and social issues (Laukkanen and Patala, 2014). Despite 

beginning working with network, a change is required in mindset to develop networking further 

and dare trusting others (Chesbrough, 2013; Engelken et al., 2016). Cullodina Farm expresses 

that "Sometimes you feel that you do not want to disturb" and Brian is aware that "rely on 

subcontractors to the extent and outsourcing have some concessions, and are not without 

problems." However, functional cooperation have high requirements in areas such as crop when 

the weather and timing are two significant factors in the results, and which are difficult to 

control. Cullodina Farm, which is self-sufficient in food have difficulties in depending on 

someone else to work with food handling, which is a barrier "We could be better in cooperation 

with the machines, but in the ecological and hay harvest, timing is so important and the quality 

of food very important because we are self-sufficient and cannot add anything else, so it can be 

difficult to depend on anyone else." 
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5.2.2 LACK OF COMPETENCES 
Lack of competence to apply or develop a new business model is one of the main internal 

barriers to innovation in SMEs and lack of abilities within a business to develop and 

commercialize radical innovations (Sandberg and Aarikka-Stenroos, 2014) is also found as a 

main barrier in this study with lack of competence in marketing, pricing, selling, also described 

as cultural and structural barriers with market and financial issues (Laukkanen and Patala, 2014) 

and knowledge factors (OECD, 2005). Actually, it is not only lack of competences in this area, 

but also lack of skills and experience, which are connected and further discussed below under 

5.2.3 Lack of resources, following the external and internal categories developed in used theory 

by Sandberg and Aarikka-Stenroos (2014). It is clear that Swedish agriculture traditionally had 

a long way to the end consumer, and that farmers worked and considered themselves as 

subcontractors to the big cooperatives and customers, who took care of marketing, pricing and 

sales. Now agricultural entrepreneurs skip processing stages and approach end consumer, but 

experience lack of competence in such areas as marketing, communications, pricing and sales. 

Pricing is done in some case by estimation or by comparing with someone without having 

comparable products concerning for example added value. This means that the added value of 

agricultural entrepreneurs' products, in some cases, are not charged and the margins are small. 

Some entrepreneurs are afraid to charge because of limited knowledge, unfamiliarity and 

inexperience of sales, but also the press and the fear of large customers constrain pricing as well 

as the lack of counseling skills in the area (see External barriers). One strategy used in the Edeen 

Farm is to assume that the transaction will generate profit, and compare with competitors' 

pricing. "Then it is important to look at the right place [competitor].” Several of the 

entrepreneurs have background in marketing and sales in other areas, and emphasizes the 

importance of these skills. Bethia Farm has a clear strategy for pricing and deliberately chose 

the premium segment for economic sustainability and Dougie Farm has a clear marketing 

strategy, but would still like to increase sales of its own brand, which to some extent hampered 

by the large customers (see External barriers). Edeen Farm is the case that does not have 

experience in other industries, and shows the greatest lack of market expertise, which means a 

major barrier, and they express a desire for better sales skills for example to be able to 

successfully reach out to bus companies, being good target audience or increase use of the 

square carriage they invested in. They produce dairy products based on their own ideas, but 

without market research, and these work well in terms of manufacturing, but "Then we just have 

to try to sell them." Since most of Swedish agricultural businesses are run by leaders with only 

skills and experience from the agricultural industry, this knowledge gap is likely to be consistent 

with the majority of Sweden's agriculture, being a barrier to SBMI since entrepreneurial 

processes are better managed with entrepreneurs having enough knowledge (Shepherd, 2015). 

Edeen Farm is a clear example of an agricultural business having lot of opportunities that could 

be converted into business proposals, just like the barrier defined as lack of incubation 

competences (Sandberg and Aarikka-Stenroos, 2014), meaning lack of competences to pursue 

activities that convert opportunities into business proposals as well as the barrier labeled lack 

of acceleration and commercialization competences meaning lack of competences to “ramp up 

the fledgling business to a point where it can stand on its own relative to other business 

platforms” and disseminate it in full-scale to markets (Sandberg and Aarikka-Stenroos, 2014). 

It is clear that market and sales experience from other industries are positive, as shown in for 

example Dougie Farm, having a well-thought-out customer and marketing strategy. In this 

regard, Edeen Farm differs from the others, as the entrepreneurs Eric and Eliza do not have 

experience from other industries, hence lack access to industry knowledge (Lüdeke-Freund et 

al., 2016). It is clear that the four who worked in other major companies and in other industries 

have a different strategic mindset than the two who worked throughout their lives in agriculture, 

and that mindset affect development (Chesbrough, 2013; Engelken et al., 2016; Shepherd, 
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2015). However, Frank’s social and environmental ideology has made Forba Farm operating in 

a way that made his business successful, and the spin-off of the sales company has been a way 

for him to delegate and get rid of marketing and sales work that he otherwise might have had 

trouble with. Although social media is used by all of the entrepreneurs as a way to market, they 

also feel hindered by social media since it affects fast and can be negative when creating 

transparency which can have major implications, due to for example lack of consumer 

knowledge as discussed above. Bethia Farm add another dimension of being visible in social 

media: "It is not only advantages of being so personal and active on Facebook, since both the 

family and the home are exposed. But I usually ask me what the alternative would have been. 

You have to choose the best option." 

 Lack of competence in strategic development, organization, structure and leadership are 

barriers to innovation in all cases (Chesbrough, 2010, 2013; Chesbrough and Rosenbloom, 

2002, Engelken et al., 2016), although in different degrees. Strategic development are most 

discussed within the family, and in cases of having a strategic plan, it is often in the minds of 

the entrepreneurs. The entrepreneurs have to be very well informed when decisions are made, 

and the accuracy has increased over time as Cullodina Farm express: "You can’t recruit or buy 

a tractor mediocre. Shit in shit out." Many decisions are taken by gut feeling without being 

based on a strategy and although goals are set, it is usually goals in production, and not strategic 

goals. "We have no plans for achieving the objectives - and we're a little afraid to set goals", 

Clare explains, meaning other goals than production quality or quantity.  Dougie Farm did set 

goals and action plans, but due to quick growth and development of the business, the goals for 

four years were reached the first year "Then we told ourselves that it is dangerous to do such a 

plan, because then we will just to do immediately." 

 Strategic issues are discussed in all cases in different ways. Most of the entrepreneurs 

discuss these issues with family and network contacts. Forba Farm discuss strategic issues with 

network contacts and Dougie Farm discuss strategic questions with former owners, their father 

and an external consultant with experience from having businesses and Cullodina Farm have 

started to think of ’gårdsråd’ i.e. a strategic composed group acting like a board but with no 

responsibility or authority, since they start to realize the importance of strategic work, reflecting 

"We have a lot of ideas and want much, but before we proceed, we need to go further, to 

delegate, plan, be more rational. As long as you remain in the old, it is difficult to adjust and 

change. Sometimes you need to be pushed and get some pressure”. Also Forba Farm have 

started to realize the importance of strategic work, since the spin-off of the sales company now 

focusing on the core business. Frank thinks that he probably had come further with the business 

if he had worked more structured and strategic "I've had too much to handle crisis management, 

and it has become a bit more of it, which I would have avoided if I had been more structured." 

Edeen Farm does not have any strategic plan for the diversified part of the business, considered 

by the entrepreneurs as a result of only keeping the work within the family. Although strategic 

management and e.g. external boards increase innovation in businesses (Yar Hamidi, 2016), 

only one of the cases have a board, but no external board member. However Adair Farm have 

an external advisor who are involved in important issues sometimes working with the board, 

Anna explains:”We are not afraid to take advice from the surroundings. It's good to have 

someone you trust who you can consult outside the firm. We have our senior advisor that attend 

the important meetings and so on. One should not be afraid to challenge oneself. Sometimes it 

can be easy to let the feelings to steer and forget that it's a business" and Forba Farm will soon 

establish a bord. A knowledge gap about importance of strategic management and board is 

shown by for example Brian, who believes that board is not needed, since they analyze and 

benchmark with other farms, and communicate this information to the employees, as well as 

take decisions about machine purchase with help from well-informed staff. He also explains 

that his father still have a great influence: ”You can say it is my father who are the board”. On 
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the other side, Brian shows an understanding of discussing strategic questions, using a great 

network from other industries, to discuss strategic questions, being aware of his own 

characteristics as a true optimist, a time optimist and too fast sometimes "If I had just driven by 

my own head so we might run out of  the way." Dougie Farm have discussed a board, but decided 

not to establish one yet: "We have thought about it but not felt that we are really there, those 

issues we can take ourselves. We don’t sit down me and Diana and talk about what we want to 

do forward, but we've talked about that we want to get there. Much has been that we've thrown 

in the boat and then we rowed during the time – alright, now we will row a little that way, and 

now we will row a little faster here and I think we slide a little bit with this wind ... " Since most 

of the entrepreneurs are not having a board or strategic forum to discuss related questions on a 

strategic level and perspective, the barrier described as having a restrictive mindset 

(Chesbrough, 2010; Sandberg and Aarikka-Stenroos, 2014), where well-established 

organizational routines becomes a barrier to development can be considered in most of the 

cases, as well as ability to organize (Hughes, Ginnett and Curphy, 2008; Manz and Neck, 2013) 

further discussed below. 

 Some of the main barriers to SBMI are lack of competence in leadership - especially self-

leadership, prioritizing time and delegate. Leadership occurs in the interface of the situation, 

the employees and the leader (Hughes, Ginnett and Curphy, 2008) and self-leadership is about 

being able to lead oneself, meaning for example setting goals for wanted own development, 

follow up and reflect on the development (Manz and Neck, 2013). Good leadership and good 

self-leadership requires discipline, ability to organize, structure and delegate both one's own 

and others' work (Hughes, Ginnett and Curphy, 2008; Manz and Neck, 2013). In several of the 

cases the family and flexibility are both strength and barrier since organization and discipline 

is perceived harder to keep within the family. All of the entrepreneurs have many ideas and 

great will, but all of them work much more than they actually want to, hence the workload and 

lack of competence in leadership, becomes one of the main barriers to innovation. Cullodina 

Farm reflects over periods tough to get through, explaining "If we had taken in extra staff and 

had a different kind of leadership, we had managed more ourselves." Eric realize that his 

workload is not sustainable ”I once had a goal many years ago, to come down into 50 hours 

working each week. Today I work double as much and this is not sustainable in long-term. It is 

manageable as long as it is fun”. Both Eric and Eliza have plans and wants to fulfill them, but 

since they work too much they do not have the energy. ”Plans exists, but we haven’t really 

coped with finished planning there… When it comes to Lucia and we close for the year, we 

know that - No, we don’t do anything, and then the lambing comes and then we don’t have the 

energy either." Most of the entrepreneurs express that private social life are suffering from their 

working situation. Eliza says ”the social private life suffers...decreasing working time require 

better economy...and we are not so good at dinner parties, so to say” and Claire express 

”Socially private we are worse – there it is like Sahara.”  

 The agricultural entrepreneurs work many hours each week, but perhaps do not do the most 

important issues needed to be done by themselves. Lack of competence about delegating is a 

barrier connected to lack of competence and knowledge about strategic work and leadership 

(Chesbrough 2007, 2010, 2013; Engelken et al., 2016). They do all administrative tasks 

themselves, and the employees are working with production. In administration they also include 

marketing, selling and pricing, discussed above. Buying and selling right is important and Brian 

put a lot of time in this. Anna works with quality work etc. as she does not want to or may be 

of the greatest benefit with. Brian wants no more certifications, since he explains “I am very 

afraid of administration if I’ll be honest. I'm certainly not an administrator, and I am not 

interested in it - I'm a doer.” The mindset is a barrier, since they only see production as work 

to be done by employees, and the administrative activities are seen as something that need to 

be done by themselves. However, strategic planning of administrative work, having competent 
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employees doing the job suiting the best, would probably be more effective, since time would 

be available for the entrepreneurs to do what they need to prioritize, hence eliminating a large 

barrier to innovation, emphasizing the gap in leaders managing BMI found by Chesbrough 

(2007) still exists.  

 All of the entrepreneurs have problems to prioritize time and delegate. Several goals are 

expressed as wishes in the interviews. The entrepreneurs are involved in different networks as 

for example organic farming, entrepreneurship and food, and would like to spend more time on 

this, since they see the use of input from outside. Notwithstanding, they express that enough 

time is not prioritized for attending networking activities. David had wished less own time to 

be required and explains "The more you work yourself, the more money will of course also 

remain with the business, and it has cost a lot of money to make this journey." He also explain 

“Some things that have not been done, is not due to lack of money, but lack of time – and it is 

time we would need.” He express that they have prioritized income and healthy finances of the 

business, but the lesson learned is that they would not have been working so much, but 

prioritized slightly lower income and less work. Some things should in hindsight have been 

made earlier, such as office enabling a calm working environment. "My experience from 

previous work was that the open landscape offices are completely useless - then maybe I had 

felt better earlier in his role. For several years, work continued until midnight, which perhaps 

could be avoided through better working environment." Also in the case of Cullodina Farm, 

lack of time have been explained as a barrier to innovation. However, Carl begin to reflect and 

understand that doing everything by himself may be a barrier. "The feeling says it is right, the 

market says it is right. It is lack of time that is the problem (if I'm going to do everything myself) 

... that is my Achilles heel. If we are going to do something, we are going to do it properly." 

Two of the entrepreneurs have experience in sports at elite level, relates to this experience when 

showing an understanding of the importance of leadership, setting goals etc. On the other hand, 

one of them have relatively many employees, and consider himself having worked far too much, 

hence the need of learning methods for self-leadership and delegating is visible. 
  

5.2.3 INSUFFICIENT RESOURCES 
This category involves lack or misallocation of internal finance, skills, experience, information, 

or tools within the firm (Sandberg and Aarikka-Stenroos, 2014), and are in this study closely 

connected to lack of competence as discussed above concerning for example marketing issues 

and strategic development and leadership, since it is a combination of not knowing what and 

how to do. However, limited resources in different ways (Lüdeke-Freund et al., 2016; Sandberg 

and Aarikka-Stenroos, 2014; Tillväxtverket, 2014) restrict strategic choices otherwise enabling 

exploitation of perceived opportunities. Limited economic resources can also create 

development as mentioned earlier and will be further discussed below.  

 An agricultural business holds great economic values in form of real estate and land, and 

generation take over require large capital both to buy the property and to pay members of the 

family. Difficulties to economically solve the generation shift means that entrepreneurs either 

have large debts to be paid or that the ownership is retained within the family. Large debts in 

turn means that relatively large revenues is needed to get the financial resources to invest in 

innovation, while shared ownership with parents or siblings can be a barrier to innovation and 

development, since risk taking, safety and willingness to develop can differ between active and 

passive owners. Bethia Farm has created different businesses to solve the ownership and Brian 

explains that “Generation shift is both an economic and emotional process…internal sales 

between the businesses is done, partly because of fairness. There will never be possible to say 

that you got everything free - because it is not." 

 Liquidity problems and lack of economic capital hinder development speed and 

innovation and all of the businesses wants faster cash-flow to create economic space for 
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development, since lack of economic capital is considered a barrier to speed of development 

and innovation as well as a barrier to marketing and sale, which is costly. These findings also 

confirm previous research by Lüdeke-Freund et al. (2016) showing lack of financial capital as 

a barrier in small companies and research showing limited resources as one of the main internal 

barriers to innovation in SMEs (Sandberg and Aarikka-Stenroos, 2014; Tillväxtverket, 2014). 

In some cases the business's development is guided by lack of financial capital, hence the goal 

is to increase cash flow, such as increased share of meat on both lamb and beef in Bethia Farm. 

Lack of economic capital is also barrier to development considering diversifying and building 

new buildings, as explained by Brian "If I had another 100 million, the development would gone 

faster, solar energy be developed since there are appropriate ceiling on the farm and new pig 

stables replaced the old one that is worn out. We have a new pig stable completed on paper. I 

would also like to have a few thousand hectares of land more, and larger pig production." 

Dougie Farm have overcome liquidity problems and leases instead of buying land. They work 

preventively and had a strategy ready to capture the opportunity when a large farm were for 

sale. New ideas constantly arise at all entrepreneurs, and Adair Farm has, among other things 

discussed starting a restaurant and slaughterhouse on the farm, but not realized those ideas since 

they required economic sustainability, carefulness and a guaranteed customer before new 

products were developed. Another reason is that product development takes time and is costly, 

which means that Adair Farm continues focusing on existing products. 

 Staff with the right skills and experience is another insufficient resource, since the 

entrepreneurs have difficulties to recruit staff as discussed above. Language and cultural 

differences among staff has been one social concern prompted by difficulties in recruiting 

Swedish staff with the right skills, which together with lack of time caused employment that 

does not really are properly thought out or well, and a cause of today's social situation having 

problems with the staff at Cullodina Farm. 

 

5.3 CONTEXTUAL BARRIERS 
External factors can also be called contextual barriers, however findings in this study shows 

unique contextual barriers in Swedish agricultural context which not can be explained with 

existing theoretical framework about external factors explained and classified as identified 

radical innovation barriers by Sandberg and Aarikka-Stenroos (2014), but needed to be 

considered to understand barriers to SBMI in Swedish agriculture. Context is important to 

consider, and is found to highly affect entrepreneurial processes more than entrepreneurship 

research so far has acknowledged, and is suggested to be the unit of analysis instead of the 

entrepreneur (Gaddefors and Anderson, 2017). Hence an aggregated dimension labeled 

Contextual barriers, containing themes labeled ‘ecological philosophical considerations’ and 

socioemotional wealth, is added to the external and internal barriers. 

 

5.3.1 ‘ECOLOGICAL PHILOSOPHICAL CONSIDERATIONS’ 
The agricultural entrepreneurs look at the world in a way that affects their life and their business. 

They have values and a sustainable ecological basic view whereby sustainable management 

and development of the earth and land is obvious as well as managing the land for their 

children, enabling handing it over to coming generations to continue taking care of it. All the 

entrepreneurs mention a will to enable handing over their businesses to their children. Brian 

have a goal to handle over a sustainable business to his children, creating equal possibilities to 

take over if they want to, and says ”I think we have a task to leave the earth as a better place 

than it was when we came, and it applies to both big and small things, i.e. both the farm and 

the products released in the world." 

 Prioritizing nature and other values than only economic are common for the agricultural 

entrepreneurs, both explained below as socioeconomic wealth shown in entrepreneurship 
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research connected to family-business, and as respect and valuing of the earth and soil used, is 

expressed by Frank: "It is just like with nature that constantly produces a surplus, but since we 

[people] are so stupid, we eat everything and further some up. Since it is a system that produces 

surplus, we should only take just enough of it ... we have a larger universe under the soil surface 

than above with all microorganisms, layer of soil and so on."  Long-term sustainability in 

several generations require safety and carefulness as discussed above, considering for 

example economic safety since agricultural properties requires significant capital for takeover 

etc., which also can be a part of the Swedish agricultural context, discussed by Brian as 

”Sometimes maybe it should take time. We are not too extreme - there are those that are much 

more offensive than we are, and maybe it is this differing the Danish from the Swedish model 

that we think we are aggressive - but in an international perspective, and if you look at financial 

solidity and other things, we are still quite cautious. We don’t  really have that culture, and one 

would actually seeking out venture capitalists, etc., but we are quite comfortable with the 

business model that we can generate money for the ongoing projects, and if we are going to 

buy more land, we go to the bank and borrow. But this is also a kind of safety..." However, 

although many indications of long-term thinking in several generations require more safety and 

precautions, prioritizing other goals before economic also can result in economic risk-taking as 

in the case of for example Edeen Farm. Prioritizing other values also creates well-being and for 

most of the entrepreneurs there are no obvious limit between work and leisure, but as Brian 

explains it is about “living a fun life and hopefully earn some money at now and then…it is very 

stimulating, and I think life runs away and it is important that it is fun.” 

  The agricultural entrepreneurs also have inherited contextual traditions and cultural values 

that affects SBMI, which can be seen as barriers from a BM-researcher view, not considering 

the ‘ecological philosophical considerations’ of the Swedish agricultural context. It is natural 

for them to take care of and considerate the local and rural area and to have a local 

engagement, since they are local businesses in rural areas, but not only because of the location 

of the business, but also because of their traditions in the area, knowing the locals and planning 

to stay there for generations. They get involved socially in the community in different ways, 

and many of them stress a believing of necessity in environmental, social and economic 

sustainability interaction. Dougie Farm consider all the surrounding as customers, and trying to 

have good relationships and do as much right as possible to give the brand a positive reputation. 

David sees both a great opportunity and risk in handling the large amount of people from the 

local area as seasonal workers means, by for example considering the countless of conversations 

at home of the employees. Forba Farm is the case highly prioritizing social sustainability and 

want to find solutions to the barriers hindering development of social sustainable business 

models expressing the will "In the 70s we were 3-400 farmers who ran the province - now we're 

a handful. So social sustainability have gone straight to hell, and there will be something else 

in any way, but the question now is how to get into real social sustainability again. It is possible, 

but you'll have to start over completely, I say who run this mad enterprise. It'll work somehow." 
 

5.3.2 SOCIOEMOTIONAL WEALTH 
The agricultural entrepreneurs focus socioemotional wealth, when for example prioritizing 

business goals that serves family needs and values instead of economic goals and value social 

status, reputation at neighbors and villagers (Maloni, Hiatt and Astrachan, 2017). Several of 

the entrepreneurs explain their choice to run agricultural businesses as a mean to create family 

harmony, being at home with the family and children while working, wanting the children to 

grow up in a rural environment, create job for family members, engagement in local community 

etc. Edeen Farm diversified and developed business to create job for family members when for 

example starting a café or building a bakery to create job for the wife and children. While it is 

reassuring that the Swedish agricultural sector is small, and almost everyone is known, and for 
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example both enabling getting finance with unsecure conditions and comfortable feeling when 

networking as expressed by Frank "It is safe because everyone knows everyone in the 

agricultural sector and neither I nor my colleague needs to introduce ourselves.", it can also 

be a barrier to SBMI since both Jante and fear of being copied by other farmers or designated 

as extraordinary or different can influence. 

 
 
Table 15 Barriers, drivers and ways to overcome in all cases 

 Barriers Drivers Overcome 

A
d

ai
r 

Fa
rm

 

Accepts farmer life, liquidity, water protection area – 
suggested changed law, local slaughterhouse closure  – 
against own brand, increased administration due to laws 
and regulations, lack of competence in marketing and 
pricing, quick changes, changes in rules for e.g.  marking -
own brand, changed consumer behavior, workload, 
safety, time for family 

Positive attitude, 
business focus, 
possibility oriented 

Good communication, have 
fun, involve family, 
delegating, synergies, 
collaboration, minimizing 
waste, storytelling, focus 
core business, cost 
awareness, strategic board 

B
et

h
ia

 F
ar

m
 

Accepts farmer life, liquidity, public procurement, 
economic and emotional process, Business culture in 
Swedish agriculture and politics, cheap food, lack of 
market knowledge, afraid of administration,  low price on 
energy market, no strategic board, time for family 

Positive attitude, 
possibility oriented, 
curiosity, innovative, 
risk averse, 
competitive, another 
possible future 

Time off, entirety fit like 
chess, cost awareness, 
focusing cash-flow, 
outsourcing, cooperation, 
strategic network, 
teamwork, risk 
diversification 

C
u

llo
d

in
a 

Fa
rm

 Accepts farmer life, liquidity, difficult to delegate, control 
needs, based pricing, lack of good consulting, low price 
from cooperation, carefulness, geographical location, 
strategic development, no strategic board, self-control 
and influence over production, long distance to final 
consumer, workload, delegating, unknowing consumer, 
time for family, rapid growth – quality and safety 

Positive attitude, 
another possible 
future, possibility 
oriented. 

Cost awareness, focusing 
core business, captured 
occasions, network 

D
o

u
gi

e 
Fa

rm
 

Accepts farmer life, certifications, administration due to 
laws and regulations, social media, workload, expansion, 
self-leadership, large customers sets price, delivery 
requirements, value chain expensive, eagerness to 
develop, time for family, quick growth, differences 
between owners, delivery performance, expensive 
consumer prices - many stages, large seasonal workforce 

Positive attitude, 
business focus, risk 
averse, possibility 
oriented, differences 
between owners, 
competitive, other 
possible future 

Cooperation, network, cost 
awareness, strategic 
network, teamwork and 
leadership skills, rent land, 
opportunity to by packing 
plant 

Ed
ee

n
 F

ar
m

 Accepts farmer life, liquidity, low price from 
cooperatives, administration and costs due to laws and 
regulations, lack of good consulting, Business culture in 
Swedish agriculture, lack knowledge in marketing, 
discipline with family, increase sale, small scale, 
workload, self-leadership, unknowing consumers 

Relatively positive, 
curiosity, willingness 
to learn, innovative, 
risk averse 

Network, cost awareness, 
only family employees 

Fo
rb

a 
Fa

rm
 

Accepts farmer life, lack of good consulting, Swedish 
support system, impatience, submit to new leader, 
release control, consumer knowledge 

Possibility oriented, 
risk averse, curiosity, 
sustainability focus 

Sustainability focus, cost 
awareness, focusing on 
core business, 
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5.4 BUSINESS MODEL AND SUSTAINABILITY 
The entrepreneurs have developed their business models in different ways, and both created 

and delivered value, see Table 16. All of the businesses apply basic environmental sustainability 

through the awareness of the land being loaned from next generation. This consensus can be 

understood based on the fact that all farms are taken over from previous generations and are 

presumed to be passed on to future generations. Further, nature, the land and the farm are 

fundamental resources for production in agriculture, hence ecological or environmental 

sustainability is a natural condition to care about for the farmers who work and live in symbiosis 

with nature.  

 Five of six entrepreneurs have economic sustainability as the first priority, followed by 

ecological and social. Social sustainability being lowest prioritized by five entrepreneurs can 

be understood by the poor profitability and strong production focus that for generations have 

categorized Swedish agriculture, and that all businesses relatively recently found a way to get 

out of this. Thoughts of social sustainability have grown for the entrepreneurs, but the economy, 

lack of time and energy are reasons for those thoughts yet mostly stayed in considering stage. 

Forba Farm distinguishes, prioritizing ecological and social sustainability. Interestingly, Forba 

Farm is the business that have developed a great sales company and a whole concept of 

contractors delivering meat to be sold in the brand founded by Frank. Forba Farm neither 

encountered as many barriers as the others, partly because of experience from the butchery 

industry from previous partners, and perhaps because of living according to a vision not 

focusing on economy, but on ecology and social benefits. By starting the sales company, run 

by his daughter, Frank avoided barriers connected to lack of knowledge in marketing and sales. 

However, before the split, Forba Farm managed the selling, but the selling were done by his 

daughter also then, showing ability to delegate issues. Unlike the others, Frank has no greater 

costs for the farm and have not invested a lot of money, which probably explain why he do not 

encounter liquidity problems or financial problems. Perhaps it's his mindset that makes him 

successful since he lives for social and environmental sustainability and lives as he teaches? 

 Economic sustainability in considered meaning a financial surplus which covers the 

development of the business and less working hours for the entrepreneurs. None of the 

entrepreneurs have a goal to become wealthy or financially independent, but want to have a 

good life on the farm and a business that survives and thrives, as explained by Brian "I would 

never have done this for the money. It is about completely different values…I want to live a fun 

life and hopefully earn a few bucks in between." 
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Table 16 Business models and sustainability priority in all cases 

 
 

  

 Create value Deliver value Sustainability 
priority 

Adair Farm Deliver fresh meat all year round Meet quality- and traceability 
requirements 

Economic, 
Ecological, 
Social 

Bethia Farm Cycle reasoning, use all parts of 
production, most profitable business 
partner, activities on the farm and 
with others 

Top quality, fresh meat all year Economic, 
Ecological, 
Social 

Cullodina Farm Develop breeding with beef Meet quality requirements Economic, 
Ecological, 
Social 

Dougie Farm Control of entire chain, strive for 
delivery all year around 

Meet quality- and traceability 
requirements 

Economic, 
Ecological, 
Social 

Edeen Farm Diversification, ‘clean products’ 
without unnecessary additives, the 
whole chain on the farm, activities on 
the farm. 

Meet quality requirements, 
locally produced foods without 
unnecessary additives 

Economic, 
Ecological, 
Social 

Forba Farm Minimal disturbance of the ecosystem, 
breed to develop high quality meat, 
create socially sustainable 
environment. 

Deliver ecologic, grass grazed 
meat. 

Ecological, 
Social, 
Economic 
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5.5 SUMMARY 
Barriers to SBMI found in the study are both external, internal and contextual. Although 

categorized into three dimension, all of them are connected in different ways and must be seen 

as having relations with each other.  

 External barriers relates to external environment such as behaviors of competitors, 

consumers and governments, factors that the business partly or totally cannot influence (Barth, 

2004; Sandberg and Aarikka-Stenroos, 2014) and in this study (1) resistance or lack of support 

from actor(s), (2) unsupportive government and (3) Business culture in Swedish agriculture are 

found to be the main external barriers. The first theme involves difficulties to charge for added 

value, affected by both customer resistance e.g. competing processing companies, cooperatives 

and large customers as well as lack of consumer knowledge about for example differences 

between ecologic, KRAV, locally produced and other labels and certifications. Since customers 

affects the market, educating them is necessary but costly, and mainly is payed for and done by 

the entrepreneurs. Further, food production in small scale are costly with a system adapted to 

larger production, concerning purchase of equipment and packaging, rapid changes about 

labeling etc. aligning with lack of business benefits and high costs being the main barriers to 

sustainability work in SME (Lüdeke-Freund et al., 2016; Tillväxtverket, 2014) as well as 

undeveloped network and ecosystem e.g., current well-established businesses tend to oppose 

innovations possibly endangering their position (Sandberg and Aarikka-Stenroos, 2014). Large 

customers, retail chains or cooperative control of requirements, market and prices together with 

costly handling in several stages in the value-chain result in tripled price from agricultural 

businesses until products reach consumers. Also prices of raw materials such as milk and meat 

have major impact on agricultural businesses, and are barriers to profitability and development. 

However, those barriers are forcing farmers to focus on efficiency in production which is good 

to a certain extent, but to develop SBMs, they cannot only work with efficiency, hence need to 

also charge added value, the basic assumptions for SBMI (Lüdeke-Freund et al., 2016; Zott, 

Amit and Massa, 2011). Paucity of external finance, e.g. lacking capital for risky long-term 

development is a main barrier to innovation in SMEs (Laukkanen and Patala, 2014; Sandberg 

and Aarikka-Stenroos, 2014), but although low prices creates pressure and hinders 

development, it also drives development by forcing the entrepreneurs to change their business 

models, which most of the cases have done for this reason. Consumer behavior and demand 

changes fast concerning both market issues and issues about customer relations, caused by 

media reporting about for example food or agricultural scandals in Sweden or in the world, food 

research, animal health or human health trends or caused by social changes including climate 

and environmental discussions, all relating to agriculture. Switching from conventional to 

organic farming, or beginning to grow other crops, breed other types of animals are major 

processes that takes time to change, hence quick changes creates barriers. 

 The second theme, unsupportive government, include barriers connected to governments' 

actions hindering or failing to support radical innovation often shown in regulations, laws, and 

standards (Laukkanen and Patala, 2014; Sandberg and Aarikka-Stenroos, 2014; Sanderson and 

Bellamy, 2017). Lack of public support is also identified as one of the main barriers to 

sustainability work in Swedish SMEs (Tillväxtverket, 2014). In this study two concepts of 

barriers are found, closely connected to the agricultural context. The first barrier is hard and 

complicated legislations and regulations for business and animal/food production, but although 

Sweden have high requirements for food production and agricultural business, the high levels 

are not the barriers, but the increased administration for both entrepreneurs and employees 

resulting in frustration, limited time and space to work with agricultural production. In addition 

to increased administration, difficulties to compete with imported food because of e.g. lack of 

consumer knowledge and lack of systems to support both sustainable food production as well 

as supporting enterprising is seen as a barriers. Tough rules can also drive development and 
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raise the level of operations, sustainability and actions in new ways, and create positive change 

in mindset. However, strict rules also limit both market and development as for example fees 

and requirements of food production, with small scale being controlled by the municipality and 

larger scale controlled by Livsmedelsverket, causing a barrier to grow and extend market. 

Uncertainty and slow action by governments described as unclear policies and regulations 

(Laukkanen and Patala, 2014), can also create barriers, hindering development and quick 

decisions. The second barrier in this theme aligns to behavioral and social issues with 

stakeholders (ibid.), since the advisory organizations lack relevant knowledge and skills, but 

this barrier is categorized in unsupportive government since governmental funding and 

programs highly affects activities in those organizations. Swedish agricultural businesses have 

long traditions in buying service from a few large national advisory organizations, mainly 

focusing consulting in agricultural primary production. A need for consulting in strategic 

management, business development and issues concerning running businesses with developed 

BMs and employees instead of being a traditional farmer, governed by the agricultural 

cooperatives, are required and missed, but also lack of research and new knowledge is 

experienced being a barrier. Dissatisfaction with the advisory organizations creates 

disappointment, anger and suspicions about the aim of the organizations, supposed to support 

the agricultural businesses, and all of the entrepreneurs have changed to using network contacts 

or private advisors considered competent, reliable and having required knowledge. 

 The third theme, Business culture in Swedish agriculture, is a cultural barrier to SBMI 

(Laukkanen and Patala, 2014), being a restrictive local culture with shared values and beliefs 

characterizing people in a particular place, hence guiding their resistance to innovations 

(Sandberg and Aarikka-Stenroos, 2014). In this study farmers complaining about e.g. weather, 

economy, difficulties being farmers and other conditions is seen as a barrier and a reason to 

both difficulties getting employees to agriculture and media focusing negative news from 

agriculture. All the interviewed entrepreneurs are aware of necessity of being positive and show 

positive sides of agriculture, and express awareness of the negative signals sent by many 

Swedish farmers as well as Swedish media, focusing on negative news and scandals when 

reporting of agriculture (Chesbrough, 2013; Shepherd, 2015). On the other hand, the 

agricultural entrepreneurs are also limiting their positive news, since for example the culture, 

Jante, the fact that everyone is known in Swedish agriculture, and ability to negotiate are 

hindering them to share too positive news. Lack of respect of Swedish food production is also 

a barrier, connected to consumer lack of knowledge about agriculture and food production, 

specifically Swedish conditions and regulations, and the fact that food and many other services 

are cheap and prices often compared to imported food produced under totally other conditions. 

 Internal barriers like leadership, mindsets and other cognitive barriers related to 

management, organization and human factors, originates from within the business (Barth, 2004; 

Chesbrough, 2007, 2010, 2013; Chesbrough and Rosenbloom, 2002; Engelken et al., 2016; 

Sandberg and Aarikka-Stenroos, 2014). In this study (1) restrictive mindset with fear and/or 

resistance of innovations within the firm, (2) lack of competences about strategic management, 

leadership and marketing and (3) insufficient resources are found to be main internal barriers. 

First, individual emotions and cognitions of the entrepreneur largely affects the development 

and entrepreneurial processes (Shepherd, 2015), hence positive mindset of the entrepreneurs 

affects how they tackle the barriers, and all of the entrepreneurs interviewed are possibility 

oriented and emphasize the importance of being positive, actively reflecting over their behavior 

and not complaining as they experience many other farmers do. Although for example weather 

and wind cause huge problems for farmers, none of the entrepreneurs complained about that. 

Cognitive barriers are also emphasized in framework about self-leadership (Neck and Manz, 

2013). The entrepreneurs realize the need to see themselves as entrepreneurs rather than 

farmers, meaning a change in mindset to look at their farms as professional businesses, 
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including e.g. management and strategic development etc., instead of the traditional way where 

farmers have acted as subcontractors with conditions dictated by the large cooperatives, and 

only having the family engaged in the business. The mindset change is needed to create 

financial sustainability, and meet barriers in form of both lack of discovery competence of new 

opportunities and restrictive mindset (Bettis and Prahalad, 1995; Chesbrough, 2013; Sandberg 

and Aarikka-Stenroos, 2014) as well as barriers with market and financial issues (Laukkanen 

and Patala, 2014). Despite the awareness, the entrepreneurs see life as a farmers as a ‘lifestyle’, 

which becomes barriers they are not aware of yet, such as impossibility to be absent from work, 

extremely long working hours, high uncertainty and risk etc., barriers also connected to 

challenges in leadership and especially self-leadership. On the other hand, they live at their 

businesses, which may explain parts of the problem. Swedish agriculture are traditionally 

unaccustomed to use and work with network, since farmers are used to manage themselves, 

something that existing entrepreneurs have started to change, although it is still a barrier and 

need a change in mindset to develop networking further and dare trusting others. 

 The second barrier, lack of competences about strategic management, leadership and 

marketing align with the main barrier to innovation in SMEs, being lack of abilities within a 

business to develop and commercialize radical innovations (Chesbrough, 2013; Sandberg and 

Aarikka-Stenroos, 2014) and is an important barrier to overcome, since entrepreneurial 

processes are better managed with entrepreneurs having cognitive abilities like enough 

knowledge, access to information, quick decisions and cognitive flexibility (Shepherd, 2015). 

Lack of competence in marketing, pricing, selling, also described as cultural and structural 

barriers with market and financial issues (Laukkanen and Patala, 2014) and can together with 

lack of skills and experience i.e. lack of resources, be explained by inexperience, since Swedish 

agriculture traditionally are far from consumers, and farmers have only worked and considered 

themselves as subcontractors to the big cooperatives and customers, who take care of marketing 

issues. Now agricultural entrepreneurs skip processing stages and approach consumers, hence 

meet those barriers. Several of the entrepreneurs have backgrounds in marketing and sales in 

other areas, and emphasizes the importance of these skills, which may be one explanation to 

enabling managing the barriers. A clear difference is seen in both activities, skills and mindset 

between the cases with experience from market and sales and other industries, compared to the 

case only having agricultural experience. Although social media is used by all of the 

entrepreneurs as a way to market, they also feel hindered by social media since it affects fast 

and can be negative when creating transparency which can have major implications, due to for 

example lack of consumer knowledge as discussed. Lack of competence in strategic 

development, organization, structure and leadership are barriers, and strategic development are 

mainly discussed within the family but also with network contacts, and where a strategic plan 

exists, it is mainly in the head of the entrepreneur. Although strategic management and e.g. 

external boards increase innovation in businesses (Yar Hamidi, 2016), only one of the cases 

have a board, but no external board member. Several of the entrepreneurs have discussed having 

some strategic forum, although they consider themselves being able to manage these questions 

so far, showing lack of knowledge about importance of strategic management, and can further 

be connected to the gap in capability to innovate (Chesbrough, 2007), barriers to change in 

operational processes and cognitive barriers with resistance of old leaders to change or develop 

incorporated BMs (Chesbrough, 2007; 2010) and cognitive barriers resulting in leaders missing 

opportunities in changing BM when not seeing them, or lacking risk willingness to change 

(Engelken et al., 2016). Lack of competence in leadership - especially self-leadership (Manz 

and Neck, 2013), prioritizing time and delegating are barriers found in all the cases, concerning 

for example the workload causing the entrepreneurs working extremely much, not being able 

to delegate or prioritize to reach goals expressed by all of them to work less hours, increase 

networking etc. Those barriers may also affect development and missing opportunities. 
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However, those barriers are also be connected to the mindset and acceptance of ‘the lifestyle as 

a farmer’ as previously discussed. The third barrier, insufficient resources, involves lack or 

misallocation of internal finance, skills, experience, information, or tools within the firm 

(Sandberg and Aarikka-Stenroos, 2014; Tillväxtverket, 2014), and are in this study closely 

connected to lack of competence as discussed above concerning for example marketing issues, 

strategic development and leadership, since it is a combination of not knowing what and how 

to do. However, limited resources in different ways (Lüdeke-Freund et al., 2016; Sandberg and 

Aarikka-Stenroos, 2014) restrict strategic choices otherwise enabling exploitation of perceived 

opportunities. Financial problems occur since agricultural businesses holds great economic 

values and generation take over requires large capital, as well as price pressure from 

cooperatives. Liquidity problems and lack of economic capital hinder development speed and 

innovation, hence faster cash-flow is strived in all cases to create economic space for 

development. In some cases the business's development is guided by lack of financial capital, 

hence the goal is to increase cash flow, such as increased share of meat or diversifying activities. 

Lack of financial capital is a barrier in small companies (Lüdeke-Freund et al., 2016) and 

limited resources are one of the main internal barriers to innovation in SMEs (Sandberg and 

Aarikka-Stenroos, 2014; Tillväxtverket, 2014). Difficulties to recruit staff with requested skills 

and experience is another barrier, causing both language and cultural problems. 

 Contextual barriers for Swedish agricultural businesses consists of both ecological 

philosophical considerations e.g. inherited cultural values and values connected to rural 

entrepreneurship, and socioemotional wealth connected to family businesses. The agricultural 

entrepreneurs look at the world in a way that affects their life and their business, prioritizing 

nature and other values than economic, with a sustainable ecological basic view containing 

sustainable management and development of the earth and land enabling handing it over to 

coming generations to continue taking care of it. Long-term sustainability in generations require 

safety and carefulness, affecting many decisions, but may also result in risk-taking when 

prioritizing other goals than economic. Those cognitive barriers can also result in missing 

opportunities in changing BM (Engelken et al., 2016). Inherited contextual traditions and 

cultural values can be seen as barriers to SBMI, without considering the ‘ecological 

philosophical considerations’ of the Swedish agricultural context. But since entrepreneurship 

is socially constructed, context can be seen as part of the entrepreneurial process - not just the 

stage for activities (Gaddefors and Anderson, 2017). Local and rural area is natural to take care 

of, due to both being local businesses in rural areas, having traditions in the area, knowing the 

locals and planning to stay for generations, hence social involvement in the community with 

interaction of environmental, social and economic sustainability is emphasized. Socioemotional 

wealth is focused in many of the cases, prioritizing business goals serving family needs and 

values instead of economic goals, and valuing social status, reputation at neighbors and 

villagers (Maloni, Hiatt and Astrachan, 2017) and some businesses were developed to create 

job for family members, affecting risk and sustainability when serving family needs and values, 

reputation and job creation for family members etc. (ibid.). 

 It is not the agricultural production that is the main difference between agricultural 

entrepreneurs and other entrepreneurs, but the inherited contextual barriers/culture and 

ecological philosophical considerations. Farmers can be compared to other family businesses 

in many aspects, where type of production does not matter, except from the fact that farmers 

are having living animals and live in symbiosis with nature, mainly live at the firm for 

generations – and plan to do for generations, which creates a sustainable long-term perspective 

unique for agricultural businesses. 
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5.6 DISCUSSION AND DEVELOPMENT OF FRAMEWORK 
Some common basic conditions unify the entrepreneurs in this study. They have all inherited 

the farms from previous generations, and all of them have chosen to take over the business, 

although one of them was only teenager when he took the decision. Most of them have 

education and/or experience from other industries, before taking over the business, which is 

found to result in better strategic and market knowledge, hence coming further in strategic 

management, showing that internal barriers as lack of knowledge and competence highly affects 

SBMI. They work with synergies within the businesses, and a cyclical reasoning, minimizing 

waste and use all resources as well as cooperate with for example neighboring farms for long-

term environmental sustainability and strategic cultivation of different crops. They are all aware 

of quick changes in consumer behavior and demands, and are willing to change. Curiosity, 

learning and job satisfaction are characteristics of most of the entrepreneurs, and these 

properties facilitate approach to barriers. They do not fret over mistakes; rather see them as 

lessons learned. All entrepreneurs have a positive attitude both to life and to entrepreneurship 

and they are possibility oriented and relatively risk averse. They have hard times finding any 

barriers when they are asked to describe them. However, they note that obstacles arising 

probably not are seen as barriers after a while, because they managed them in different ways 

and often learned something new instead. The entrepreneurs point out the importance of having 

fun and several of them mention this as a success factor, also showing their mindset highly 

affecting barriers. 

 Through the analysis, different barriers to SBMI are found, and through studying both 

barriers and ways to overcome them, the phenomena is explored and understood. Barriers were 

found which not fully can be explained in a satisfying way with existing theoretical framework, 

hence a development of the framework about barriers to SBMI is created, with regards to the 

context of Swedish agriculture. I found it suitable and pedagogical understandable to extend 

the framework about internal and external barriers (Sandberg and Aarikka-Stenroos 2014), 

since this framework emphasize what barriers can be affected by the entrepreneurs, and which 

barriers is dependent on the external environment that is hard to affect and need to be related 

to. The framework 

was developed with 

new dimensions to 

emphasize and 

describe the new type 

of barriers to SBMI 

found in this study, 

see figure 6 and 7. 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 6 Development of concept 
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 The aggregated dimension named Contextual barriers is added to internal and external 

barriers, hence covering both the socioemotional wealth connected to family businesses, and 

the ‘Ecological philosophical considerations’, an own created concept to cover the mindset, 

attitudes and cognitive heritage possessed by the agricultural entrepreneurs. The relationships 

between the dimensions of barriers could be explained by arrows, to create motion in the 

otherwise static picture and to show the interrelationships (Gioia et al., 2013), but I have chosen 

to illustrate them as overlapping transparent circles or layers, to show that most barriers are 

interconnected. The model also shows that most barriers are internal, and also affecting most 

of the other barriers, since internal barriers relate to how to approach them, i.e. the mindset of 

the entrepreneur (Chesbrough, 2010). Studying barriers isolated would not give a fair picture. 

However, the framework by Laukkanen and Patala (2014) could also be used and developed to 

cover the findings, level and context in this study, but I find the framework about internal and 

external more pedagogical to develop, since the focus on internal barriers are easily shown. 

 

 
 

  

Figure 7 Interrelated barriers to SBMI  
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6 CONCLUSIONS 
Based on the analysis in chapter 5, conclusions are drawn about barriers to sustainable 

business model innovation in Swedish agriculture. These conclusions will be presented together 

with theoretical and practical implications as well as limitations of the findings. The chapter 

ends with recommendations for future research within interdisciplinary research of 

agroecology, innovation and sustainability. 

 

6.1  FINDINGS AND CONCLUSIONS 
Similarities and differences regarding, ways of thinking and acting, business model innovation 

activities, barriers and challenges are identified. The entrepreneurs are aware of necessary 

changes in mind-set regarding running businesses, understanding the need for change from 

traditional farming to professional businesses, sometimes in larger scale, but most important 

with good self-leadership, strategic management, organization, marketing and communication. 

However, lack of competences in those areas creates barriers and they still think of the business 

as a lifestyle, accepting working conditions that create cognitive barriers. Some of them see 

greater economic profitability in diversification, enabling to add value, and some driving forces 

for change are dissatisfaction with pressure from big cooperatives, increased competition from 

imported food and ability to control and influence their own future. Food production in small 

scale are costly and consumer lack of knowledge about Swedish food production creates 

barriers to charge added value. Expensive handling in the value chain creates high consumer 

prices, not reflected in the payment of the farmers and heavy administration due to high 

regulations also creates barriers. The entrepreneurs are eager to learn and see opportunities in 

for example cooperation with neighbors and other stakeholders in a way that traditionally have 

not existed in Swedish agriculture, however barriers due to lack of competences and methods 

in Swedish advisory organizations, supposed to support rural development creates 

dissatisfaction. Barriers are found and categorized into internal, external and contextual 

barriers, where the last mentioned is a developed concept, created in this study, since barriers 

in that dimension was not found in previous research and involves ecological philosophical 

considerations and socioemotional wealth. Agricultural businesses apply basic environmental 

sustainability through the awareness of the land being loaned from next generation and nature, 

the land and the farm are fundamental resources for production. In five of six cases, economic 

sustainability is prioritized first, followed by ecological and social sustainability. Thoughts of 

social sustainability have grown for the entrepreneurs, but the economy, lack of time and energy 

are barriers causing those thoughts mostly stayed in considering stage. One farm distinguishes, 

prioritizing ecological and social sustainability and interestingly this farm has developed a great 

sales company and a whole concept of contractors delivering meat to be sold in the brand 

founded by the entrepreneur, hence being pre-eminently economical sustainable. 

 

6.2  THEORETICAL IMPLICATIONS 
Researchers have highlighted lack of studies regarding sustainable business model innovation 

in agri-food industry, and research about SBMI focusing agriculture is missing on both system, 

business and individual level. Since agroecology is developing to a new science, this study 

contribute to both science of agriculture, innovation and sustainability with extended 

knowledge about barriers to SBMI, and developed concept including this understanding, 

enabling framework about barriers to be used in other unique contexts. 
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6.3  PRACTICAL IMPLICATIONS 
Swedish Board of Agriculture requests research to increase understanding of opportunities, 

strategies and success factors at both corporate and individual level, to be able to encourage and 

support rural entrepreneurs and create policies. This study creates a basis for further 

development of support systems and policies in the agricultural sector. 

 There is a need for further knowledge about sustainable business model innovation in 

Swedish agriculture, both for agricultural entrepreneurs in the development of their business 

models and for agricultural advisory organizations, enabling contribution to positive 

development in Swedish agriculture. Findings in this study will immediately be used in practice 

through complementation with this new knowledge into existing national education 

(Ledarpraktikan) of business development in the agricultural sector. 

 

6.4  LIMITATIONS 
Since the study is a qualitative study with relatively few cases, the possibilities are limited to 

enabling statistically generalized results. Further the aim is to provide an understanding of 

barriers to SBMI in Swedish agriculture, hence the exact developing process of each business 

model is not illustrated in detail. Although internal barriers are found to be the main category, 

this study does not provide enough cognitive knowledge to psychologically understand those 

barriers in depth.  

 

6.5 RECOMMENDATIONS FOR FUTURE RESEARCH 
Further research studying cases without developed business models, i.e. continuing being 

traditional farmers, would be interesting to study to investigate experienced barriers, and 

possibly compare to barriers found in this study when having developed their business models. 

 Barriers could also be studied from a process perspective, i.e. with breakdown and analysis 

of past, present and future barriers and analysis of degree of barriers by assessing the level or 

by assessing level of awareness and whether the entrepreneurs act on the basis of awareness or 

not. 

 Since Swedish advisory organizations are parts of the governmental support system 

supposed to support rural development, and in this study shown to be a barrier to SBMI, further 

research about the Swedish support system as well as comparing international studies would be 

interesting. 

 A sustainability focus of this research would also be interesting, with for example 

measurement of sustainability related to sustainable business model innovation. 
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APPENDICIES 
 

APPENDIX 1. INTERVIEW GUIDE 
 

Background variables – Individual 

1. Tell me about yourself. (Age, gender, family status) 

2. What are your role in the business? 

3. What education do you have? 

4. How does a ‘normal’ day look to you (as an individual)? 

5. How do you describe yourself as a person? 

 

 Background variables - Business 

6. Tell me about your business. (Orientation, turnover, result, workforce, legal form of 

business, ownership)  

 

The business and development 

7. How does your business idea look like?  

a. How do you work to realize the business idea?  

b. How has it looked over time (past-present-future)? 

8. What are your goals with your entrepreneurship? 

9. Do you have a business plan? 

10. What do you think are the main reasons to the development/success of your business?  

11. If it would be possible, how had you wished your business to be developed?  

12. Is it something special that have hindered the development of the business?  

a. Inside the business, which you have been able to affect yourself   

b. Outside the business, which you have not been able to affect yourself 

13. Which are your business biggest strengths? 

14. What challenges have your business been working with during the last year? Can you 

give example of the following: 

a. Ideas that have come up, but not been tested (reasons?)  

b. Ideas that have been tested but not implemented (reasons?) 

c. Ideas that have been implemented 

 

Formulate competitive strategy 

15. How do you work with the strategic development of your business? 

16. What are your short-term goals? How do you work to reach them? 

17. What are your long-term goals? How do you work to reach them? 

 

Value offering 

18. What are your business mainly selling? What other products/serviced do you sell? 

19. What are your customers’ needs? What are the customers demanding? 

20. What are the strengths with your product or service? 

21. How does your offer differ from your competitors’? 

22. What needs does your products/serviced fulfil to the customers? 

 

Market segments 

23. Who are your most important customers? What characterize them? Why have you 

chosen to aim those customers? 
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24. How do you work to reach your customers? How does the communication between the 

business and the customers look like? How do you marketing the business? Why have 

you chosen this way to communicate and marketing? 

25. How do you work with customer relations? 

26. How do you care about your customers and supplier relations? 

 

Structure in all of the value chain (where is the business) 

27. How does the value chain for your products/services look like? (Value chain consists of 

the whole chain from soil to table). 

28. Which are/have until now been your most important resources, bringing you to your 

position of today? 

Why? Explain 

 

Revenue stream (where does the business earn money) 

29. What are your main source of income, i.e. on what do you earn money? What margins 

do you have on your different products? What products have the best margin?  

30. How are you reasoning when setting prices of your products/services?   

31. How does the business production volume look like?  

32. How does the business cost picture look like? 

 

Describe the position of the business in the (value) network – The stakeholder model 

33. How do you cooperate with other actors? 

34. How do you network? 

35. What strategic forums do you use? (Advisory board on the farm- who are included? 

board – who are included?) 

36. What connections do you have to other actors on the market? (advisory or industry 

organizations, research and development or other) 

 

Sustainability 

37. Why and how do you work with sustainability? (environmental, economic and social) 

38. Which certifications does your business have? 

39. What risks and challenges do you see with the sustainability work? 

40. What positive effects do the sustainability work have on your business? 

41. What requirements do your customers and other stakeholders have on your 

sustainability work? 

42. How has your sustainability work changed over time? 

 

43. Is there anything you were thinking before the interview, which I have not brought up? 

 

44. Have I missed to ask about something important? In that case what? 
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APPENDIX 2. INTERVIEW GUIDE SWEDISH 
  

Bakgrundsvariabler – Individ 

1. Berätta om dig själv. (Ålder, kön, familjestatus) 

2. Vilken roll har du i företaget? 

3. Vilken utbildning har du? 

4. Hur ser en ”vanlig” dag ut för dig (som individ)? 

5. Hur skulle du vilja beskriva dig själv som person? 

 

Bakgrundsvariabler - Företag 

6. Berätta om ditt företag. (Inriktning, omsättning, resultat, personalstyrka, bolagsform, 

ägandeform)  

 

Företagets och dess utveckling 

7. Hur ser er affärsidé ut?  

a. Hur arbetar ni med att förverkliga affärsidén?  

b. Hur har det sett ut över tid (dåtid – nutid – framtid)? 

8. Vad har du för mål med ditt företagande? 

9. Har ni någon affärsplan? 

10. Vad tror du är de främsta orsakerna/anledningarna till företags utveckling/framgång? 

11. Om det skulle vara möjligt, hur hade du önskat att företaget skulle ha utvecklats?  

12. Är det något som speciellt har hindrat utvecklingen av företaget? 

a. Inom företaget som du själv har kunnat påverka 

b. Utanför företaget som du inte själv har kunnat påverka 

13. Vilka skulle du säga är ditt företags största styrkor? 

14. Vilka utmaningar har ditt företag arbetat med under det senaste året? Kan du ge exempel 

på följande: 

a. Idéer som kommit upp, men inte testats (orsak?) 

b. Idéer som testats men inte genomförts (orsak?) 

c. Idéer som har genomförts 

 

Formulera konkurrenskraftig strategi 

15. Hur arbetar ni med företagets strategiska utveckling? 

16. Vilka är era kortsiktiga mål? Hur arbetar ni för att nå dem? 

17. Vilka är era långsiktiga mål? Hur arbetar ni för att nå dem? 

 

Värdeerbjudande 

18. Vad säljer ert företag huvudsakligen? Vilka övriga produkter/tjänster säljer ni? 

19. Hur ser kundernas behov ut? Vad efterfrågar kunderna? 

20. Vad är styrkorna med just ert företags produkt och/eller tjänst? 

21. Hur skiljer sig ditt företags erbjudande gentemot konkurrenternas? 

22. Vilka behov uppfyller era produkter/tjänster hos kunderna? 

 

Marknadssegment 

23. Vilka är era viktigaste kunder? Vad karaktäriserar dem? Varför har ni valt att rikta er 

mot just dessa kunder? 

24. Hur arbetar ni med att nå ut till kunderna? Hur ser kommunikationen mellan företaget 

och kunderna ut? Hur marknadsför ni företaget? Varför har ni valt detta 

kommunikations- och marknadsföringssätt? 

25. Hur arbetar ni med kundrelationer? 
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26. Hur vårdar ni era kund- och leverantörsrelationer? 

 

Strukturen i hela värdekedjan (var befinner sig företaget) 

27. Hur ser värdekedjan för era produkter/tjänster ut? (värdekedjan innefattar hela kedjan 

från jord till bord). 

28. Vilka är/har hittills varit era viktigaste resurser/tillgångar, som tagit er dit ni är idag? 

a. Varför? Utveckla 

 

Intäktsflöde (var tjänar företaget pengar) 

29. Vilken är er huvudsakliga inkomstkälla, dvs. vad tjänar ni pengar på? Vilka marginaler 

har ni på era olika produkter? Vilka produkter har bäst marginal? 

30. Hur resonerar ni när ni prissätter era produkter/tjänster?  

31. Hur ser företagets produktionsvolym ut? 

32. Hur ser företagets kostnadsbild ut? 

 

Beskriv företagets position i (värde) nätverk – Intressentmodellen 

33. Hur samarbetar du med andra aktörer? 

34. Hur nätverkar du? 

35. Vilka strategiska forum använder du? (gårdsråd- vilka ingår? styrelse – vilka ingår?) 

36. Vilka kopplingar har ni till andra aktörer på marknaden? (rådgivnings- eller 

branschorganisationer, FoU eller andra) 

 

Hållbarhet 

37. Varför och hur arbetar ni med hållbarhet? (miljö, ekonomi och socialt) 

38. Vilka certifieringar har ert företag? 

39. Vilka risker och utmaningar finns det med hållbarhetsarbetet? 

40. Vilka positiva effekter har hållbarhetsarbetet på ert företag? 

41. Vilka krav har era kunder och andra intressenter på hållbarhetsarbetet? 

42. Hur har ert hållbarhetsarbete förändrats över tid? 

 

43. Finns det något du tänkte innan intervjun som vi inte har tagit upp? 

 

44. Har jag missat att fråga om något viktigt? I så fall vad? 
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