
Sustainable Business Model Innovation 
and Value network in High-growth 

company – Product-Service Systems 
perspective 

Master’s Programme in Strategic Entrepreneurship for International Growth, Strategic Leadership, 60 credits 
Master Thesis, 15 credits 

Halmstad 2019-06-17 

Author: Jan-Iiro Jarva 

Supervisor: Pia Ulvenblad 

Examiner: Susan Durst 



 
MASTER THESIS  JAN-IIRO JARVA 
 

I 

Acknowledgements 
 
 
Biggest thanks goes out to all of the participants of this study form UROS Ltd. Without the 
unconditional support and cooperation regarding the interviews, access to data, delivered 
documentation and guidance this thesis would not have reach the goal aimed. 
 
I would also like to thank examiner Susan Durst and supervisor Pia Ulvenblad for the guidance 
and help during the process and special thanks for keeping the quality requirements high, much 
appreciated. Finally, I would like to thank all the seminar participants, your notions helped the 
thesis to reach it final form. 
 
Thank you! 
 
 
Halmstad 17.06.2019 
 
 
 
Jan-Iiro Jarva 
 
 
 
_________________________________ 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
MASTER THESIS  JAN-IIRO JARVA 
 

II 

Abstract 
 
TITLE:   Sustainable Business Model Innovation and Value network in High-
  growth company – Product-Service Systems perspective 
 
AUTHOR:   Jan-Iiro Jarva 
 
LEVEL:  Master Thesis, 15 credits 
 
KEYWORDS: High-growth, sustainable business model innovation,  
  sustainable value network 
 
BACKGROUND:  As being acknowledged relatively recently there is a scarcity of 
  empirical studies regarding the phenomenon of high-growth 
  companies. What effect high-growth has on sustainable business 
  model innovation and the firm’s sustainable value network has not 
  been researched widely yet if at all. and this study aims to provide an 
  insight to these matter with reviewed literature and the case study. 
 
RESEARCH QUESTION: 

How is high-growth related to sustainable business model 
innovation? 

 
PURPOSE:  The purpose of this study is to describe, if high-growth affects the 
  need for sustainable business model innovation and in addition how 
  sustainable business model innovation affects to value network in 
  Product-service systems. By bringing these aspects closer together in 
  this dispersed research field of studies related to sustainable business 
  model innovation and broaden the academic field and develop 
  understanding among these concepts and their interrelations, and to 
  provide some theoretical framework for the future research, and to 
  provide some insights on the matters and maybe offer some general 
  guidelines for managers who are working with these matters as part 
  of their job. 
 
METHOD:  Qualitative research method was used in this embedded single case 
  study. Data was collected through triangulation and semi-structured 
  interviews were conducted with some of the key personnel who were 
  able to provide relevant information and insights related to the study. 
 
THEORETICAL FRAMEWORK: 
  Theories that were used in this study were related to high-growth, 
  sustainable business model innovation and sustainable value network 
  and their sub-topics such as Triple layered business model canvas, 
  value mapping. 
 
FINDINGS:  Findings of this study is presented under two categories relating to 
  research question and additional research area of value network and 
  will also offer theoretical framework related to the topic.
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1. INTRODUCTION 
This chapter introduces the problem background of this study. Addressing the topic from the 
perspective of a growing firm, with changes are ahead of them. Afterwards the researches 
conducted in related fields of study such as growth, sustainability in business model innovation and 
value network are presented and explained more detailed leading us to the knowledge gap and the 
research question 
 

1.1. PROBLEM BACKGROUND 
 
 Global needs for sustainability have grown exponentially in the last decades. 
Increasing population and resource use and our current way of life and how we do our business is 
considered to be unsustainable (Baldassarre, Calabretta, Bocken and Jaskiewicz, 2017). 
Understanding the customers and their needs and behaviors are considered to be crucial with the 
implementation innovative technology and sustainable development where human needs are met 
without compromising the future generations ability to meet theirs (Bruntland, 1987). Combination 
of population and consumption has created unwanted impacts to the planet (IPCC,2014) and 
irreversible changes (Royal Society, 2012) and The Sustainable Development Goals by United 
Nations are addressing those challenges in a global perspective. Companies are in the position 
where their actions are in a substantial role (Loorbach and Wisjman, 2013) and even if they are 
trying to embrace the sustainability, they still often use traditional innovation routines which aim 
almost solely to business growth from the economic perspective, trying to meet their financial 
objectives only (Ehrenfeld, 2009). Innovation efforts are focusing on improving and enhancing the 
existing technologies and production systems with increasing efficiency in resources and energy, 
but not so much about successfully adopting other sustainable key drivers like combining 
technological efficiency with customer benefits to change consumption patterns towards more 
sustainability (Keskin, Diehl and Molenaar, 2013; Daae and Boks, 2015). This global pressure for 
more sustainable actions towards the companies is obvious, but how is high-growth of the firm 
related to that pressure or need of more sustainable-oriented operations? 
 
 Aim for growth is the basic fundamental idea behind most businesses. To grow in 
size and financially is often key driver behind strategic decisions and paths organizations follow 
towards the future. When firms grow things change; they usually need to invest more money on 
the internal costs such as personnel, equipment, etc., but also investments towards the market 
activities, so to some extent growing is costly too. To stay in the achieved market position and 
make sure that revenues keep rolling in the desired level to support the growth and even beyond, 
it might require a refinement of organization’s business strategy, how your mission and vision are 
aligned with new challenges. All these things must be mapped out and evaluated. Maintaining the 
flexibility and innovativeness while systematic processes are introduced and one of the factors in 
successful firms is to overcome this challenge (Hambrick and Crozier, 1985).  
 
 When companies experience growth, they are often in the need of checking their 
business model so that it is sufficient enough to support the growth and scaling the operations to 
adequate level to meet the market needs is seen as a one of the biggest challenges (Palomas-Aguirre, 
Barnett, Layrisse and Husted, 2018). There might be a need of only refinements to it, but more 
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concrete actions are often required. That might be the case of business model innovation, where 
current business model sustainability in long-term perspective is questionable, and the 
transformation of entire business model or some elements of it to a completely new one is required. 
Business model is acknowledged generally as a key component of corporate sustainability, but 
besides the original market-oriented approach, more demands are set towards value creation to the 
whole range of stakeholders and environment, not only to customers and shareholders. Therefore, 
an organization is required to combine a business model that has aims towards economical 
effectiveness, system dynamics and societal embeddedness in an all its business activities 
(Schaltegger, Hansen & Lüdeke-Freund, 2016). The process takes time where the new possible 
ideas of the business model or value network are planned, created and evaluated. Resources and 
operations may require reorganizing and actual implementation process carefully monitored. Being 
able to rapidly and successfully implement and advance to the new business models is an essential 
source of sustainable competitive advantage and a leverage for improved sustainability of the firm 
(Geissdoerfer, Vladimirova and Evans, 2018). 
 
 According to the literature there is a high failure rate up to 90% in business model 
innovation (Hughes, 2011; Patel, 2015) which indicates that successful implementation is more 
than unlikely. Moving successfully into new business models is an important as it can increase 
organization’s resilience towards changes in its environment and possibly establish sustainable 
competitive advantage (Mitchell and Coles, 2003) and according to The Economist Intelligence 
Unit report (2005) majority of business executives are identifying design of new business models 
also as source of competitive advantage more than new products and services. Despite Business 
model innovations is considered as a potential mechanism of integrating sustainability to business 
(Schaltegger, Lüdeke-Freund and Hansen, 2012; Jolink and Niesten, 2015)   as a research area it is 
still in the phase of evolvement and in the literature even less researches has been conducted about 
the implementation and the challenges faced by it (Chesbrough, 2007; Foss and Saebi, 2017; Teece, 
2006). High failure rate is being noticed but little is known about the reasons behind that. 
 
 From the value network perspective, sustainable business model innovation implies 
to the value creation for multiple stakeholders, consisting of shareholders, customers, suppliers, 
partners and also environment and society (Baldassarre et al., 2017).When this new value system is 
adopted, it adds more dimensions to it, such as value uncaptured, on all levels (Economic, 
Environmental and Societal), and while some of the value opportunities are missed or not 
exploited, it has been suggested that transformation towards sustainable business model 
innovation, especially to Product-Service System (PSS) business models, uncovers value 
uncaptured compared to traditional business model (Yang, Evans, Vladimirova and Rana, 2017).  
 

1.2. PROBLEM DISCUSSION 
 
 Former research has provided some insights to the matter, and in this chapter, I will 
briefly go through the following focuses of (I) growth, (II) sustainable business model innovation 
(SBMI), (III) Product-Service Systems (PSS), (IV) value network in sustainable business model 
innovation and (V) challenges for SBMI. Afterwards a knowledge gap in the field is provided and 
that leads towards the research question related to the topic.  
 
 Two fundamental factors of firm’s value determination, growth (I) and profitability 
are generally what most corporate strategies try to stimulate (Ataünal, Gürbüz and Aybars, 2016). 
Pressure to grow might land the management in to the situations where they have to accept net 
present value projects or use additional capital to achieve growth desired. Healthy growth requires 
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that profits generated are also growing in-line with the sales revenues (Ataünal et al. 2016). In the 
literature, debate of healthy growth still goes on and definition of ‘high-growth’ or ‘fast-growth’ 
has not fully been answered. Sustainable Growth Rate (SGR) model was proposed by Higgins 
(1977) to serve as a practical limit for growing firms and it suggested that new assets required for 
the additional sales should be funded by profits and the additional debt capacity of the growth. Still 
there is no empirical verification on value creation dynamics of sales growth (Ataünal et al., 2016)). 
Firm with the high profitability and still slowly growing has a better change of sustaining growth 
and becoming a high-growth firm (Davidsson, Steffens and Fitzsimmons, 2009). According to 
(Neirotti and Pesce, 2019) ICT (information and communication technology) investments on the 
industry-level generate high-growth phenomena with only a limited tier of innovative companies, 
but they also noticed that high-growth phenomena among smaller companies is less likely the more 
is spent in ICT by the industry. Investment opportunities, such as increase of existing operations 
from the point of profitability or volume, or expanding into new potentially profitable businesses, 
can be considered as growth opportunities. These options and the expectations about them play a 
key role in the value creation (Kasznik and McNichols, 2002). These expectations for growth create 
certain pressure towards development and when high-growth is achieved at least momentarily, 
pressure is how to sustain that in the long run. This combined with the global pressure for 
sustainability and its effect has not been studied thoroughly, and there is not enough empirical data 
available on the subject yet (Ataünal et al., 2016). 
 
 When talking about business models, business model innovation and sustainable 
business model innovation (II), one has to bear in mind that research field is still relatively 
dispersed. Osterwalder and Pigneur (2010) developed the Business Model Canvas (BMC) based on 
their definition how firm creates, delivers and captures value. This tool is now considered as a 
standard in business model development. To see overall sustainability of the business model, BMC 
has been modified into Triple layered business model canvas (TLBMC), which adds environmental 
and social layers to traditional economic layer (Joyce, Paquin, 2016). I am addressing the term 
sustainability in business model with archetypes and groupings of technological, social and 
organizational perspective categorized by Bocken, Short, Rana, Evans, (2014) and the strategic 
approach of economic, social and environmental value creation and development of sustainable 
scale-up solutions. Business model used to get to the current position might not be able to secure 
the sustainability in a new environment of hardened competition. Economic value is joined with 
the social and ecological values when analyzing the contributions of business model to sustainable 
development and stakeholders (Breuer, H., Fichter, K., Lüdeke-Freund, F., & Tiemann, 2018). This 
is accompanied by the symbolic and cultural values  for both society as a whole and those of 
individuals (Upward and Jones, 2016). In much of the business model literature, this nuanced 
understanding of value is largely missing (Freudenreich, Lüdeke-Freund & Schaltegger, 2019). 
What changes are needed and how can you try to innovate your business model in sustainable way 
to secure that value network is working as it should in the future too for all the stakeholders in an 
economical, social and environmental level? What kind of tools are available, what are the potential 
challenges and what are the necessary key activities that you need to pay attention on in order to 
secure successful implementation of your new business mode?  
 
 To explain business model innovation for sustainability has been attempted by many 
researchers from different disciplines like economic, social, innovation, history and technology 
studies (Evans, Vladimirova, Holgado, Van Fossen, Yang, Silva, and Barlow, 2017). Regardless of 
these various perspectives, absence of consistency, clarity and consensus of the terminology prevail 
alongside with the lack of theoretical groundings in business studies (Magretta, 2002; Osterwalder 
and Pigneur, 2005; Teece, 2010; Boons and Lüdeke-Freund, 2013). This slows down the progress 
in the field alongside with the paucity of empirical research and low number of case studies (Stubbs 
and Cocklin, 2008; Birkin, Cashman, Koh, Liu, 2009; Schaltegger, Lüdeke-Freund and Hansen, 
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2012). The concept of sustainable business model innovation has been researched even less and 
the concept itself little explored (Boons & Lüdeke-Freund, 2013). Schaltegger et al. (2016) stated 
that in order to generate real progress, bridges between mainstream and conventional approaches 
to sustainability management research has to be built and important bridge to be crossed about the 
change within an organization, in order to make existing business models more sustainable, is 
business model transformation. Including sustainability to discussion about business models brings 
us closer to the requirements of the research and analysis of sustainability initiatives in business 
models (Lee and Casalegno, 2010) and that systematic, continuous research is needed about the 
business model innovations that differ from traditional business model designs (Schaltegger et al., 
2012; Wells, 2013). Business model innovation with integrated sustainability strategy is seen more 
as a requirement than a possibility when it comes to businesses being competitive (Baumgartner 
and Ebner, 2010; Osterwalder and Pigneur, 2011). Understanding sustainability in business model 
innovation is still not understood well enough and with the insufficient planning and scope 
(Baumgartner and Korhonen, 2010) leads to the remaining challenge of current business model 
innovation and design failing to include and emphasize dimension of sustainability enough (Boons 
and Lüdeke-Freund, 2013; Upward and Jones, 2016) and unambiguous definition for sustainability 
business models is still something we don’t possess yet.   
 
 This study emphasizes Product-service systems (PSS) (III) approach towards 
sustainability and value creation. PSS is seen as a combination of tangible products and intangible 
services that are together addressing the end-customer needs (Tukker, 2015). In PSS functional 
value is delivered to end-customers through and integrated mix of product and service, and value 
creation is more of a focus on the service-value embedded in that product than actual sales of the 
product (Mont & Tukker, 2006; Tukker, 2004). Supply chain management plays a vital role in PSS 
design from the network perspective (Vezzoli, Ceschin, Diehl and Kohtala, 2015). Internalization 
of certain activities under the service provider responsibility with contractual agreements during 
the use phase and end-of-life phase of the products is common for PSS and typical characteristics 
of the agreements involve ownership and property rights, personnel involved and customers 
served, alongside with different payment models and end-of -life activities, like recycling and 
retrieval (Lay, Schroeter & Biege, 2009). Because of providing outcomes to customers instead of 
products, makes the firms accountable for the economic, social and environmental issues during 
products use phase and also after that, thus a concept life-cycle thinking must be integrated into 
new business models (Evans et al. 2017). Reason for this choice is that even if there is a research 
gap because the lack of experiential knowledge of how PSS, business model innovation and 
strategic sustainability thinking and design are combined, we see PSS approach is generally 
supporting the idea of sustainability and by limiting focus on PSS  it is more easy to pinpoint  the 
economic, environmental and social sustainability of the business model innovation regarding our 
topic. 
 
 The concept of value has been closely related to the concept of Business model in 
the literature, more of course from the economic point of view (Chesbrough and Rosenbloom, 
2002). Later the debates have been introducing the term ‘value-in-use’ as manufacturers have 
moved towards service-oriented business models with ‘shared-value’ that suggests that value could 
be created in a way that it is also beneficial to the society (Vargo and Lusch, 2007; Porter and 
Kramer, 2011). Psychology, sociology and ecology have also offered their perspective towards 
value, such as belonging, meaningful life and eco-footprint (Den Ouden, 2012). Holistic meaning 
of value should be adapted to the firm’s value creation logic in order to reach sustainability 
(Schaltegger and Wagner, 2011). Sustainable value represents also economic and social value, not 
just environmental sustainability (Ueda, Takenaka, Váncza and Monostori, 2009). Value network 
(IV) analysis offers a systematic view of how different elements of the network are interrelated and 
seen in a global perspective, thus helping the integration of sustainability into business model and 
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changes regarding it. (Stubbs and Cocklin, 2008; Kothandaraman and Wilson, 2001; Allee, 2011). 
Organizations with a different roles and needs are involved in the value networks, hence the 
specific value propositions are needed in all levels of network and to all participants (Den Ouden, 
2012). The implementation of sustainability in value networks are still mainly focusing mainly to 
the environmental aspects due to lack of a systematic approach (Van Bommel, 2011). To reach the 
balance with all three aspects of the system, an approach is required in which the all three sub-
systems are healthy and viable in order make the planet system ‘flourish’ (Ehrenfeld and Hoffman, 
2013). It is about finding better ways to create both economic and non-economic value more 
sustainable way to benefit and share among all the stakeholders (Argandoña, 2011). Deliberate 
interaction, partnering, networking and learning between the stakeholders is critical for achieving 
balanced and integrated system (Winn and Kirchgeorg, 2005). It’s about how to engage 
stakeholders successfully (Jeffrey, 2009) to an extended level with greater trust and innovations to 
their business models, that are seen as biggest changes firms must take in order to pursuit towards 
the long-term sustainability (Krantz, 2010); Bolton and Landells, 2015). In sustainable-oriented 
business model literature, the prevalent view of value creation process is that it creates different 
outcomes for different stakeholders (Bocken, Short, Rana and Evans, 2013; Lüdeke-Freund and 
Dembek 2017; Schaltegger et al. 2016; Stubbs and Cocklin 2008; Upward and Jones 2016). 
 
 Challenges (V) regarding sustainable business model innovation and the barriers to 
experience new business model innovation have been studied quite some time and the results from 
vary a lot and in many cases the reflection of the old, already established business model (allocation 
of the resources, disruptive innovation), reluctance of change by the managers (threat to their value 
to the firm, lack of change leadership skills) and reluctance to experiment with new business model 
innovation (high uncertainty of potential, lack of data, dominant logic), play a major role in the 
process (Chesbrough, 2010; Amit and Zott, 2001;  Christensen, 1997; Prahalad and Bettis, 1995). 
Whether it is about the radical disruptive innovations or smaller changes, improving sustainability 
requires often that (Faber, Jorna and Van Engelen, 2005). Hughes (2011) adds organizational 
inertia to the cause of challenge, where barriers for organizational change such as reluctant top 
management, job security, etc., prevents the successful business model innovation (Kotter, 2006).  
Evans et al. (2017) summarized main challenges regarding sustainable business models found in 
literature (Annex 1). The design – implementation gap was recognized, and it seems that there is a 
three-fold problem in sustainable business model innovation (Geissdoerfer et al., 2018): 
 

1. Workshops and innovation meetings are not properly followed-up. 
2. Promising sustainable business model concepts are left unimplemented. 
3. Most implemented business models fail in the market, especially in the start-up phase. 

 
 Laukkanen and Patala (2014) introduced the main barriers for sustainable business 
model archetypes according to innovation type (Annex 2.) and furthermore categorized those into 
three groups; (1) Regulatory, (2) Market and financial and (3) Behavioral and social. Laukkanen and 
Patala (2014) also suggested different functions to overcome barriers in each category. While they 
see these as barriers for sustainable business model innovation diffusion in a larger scale, they are 
quite in sync and adaptable to the earlier mentioned challenges within the organization like 
disruptive technology and organizational inertia 
 
 As it shows, the effect of high-growth has not been a research focus when it comes 
to the challenges regarding sustainable business models. How can firm can be sure that as much as 
possible of the potential value uncaptured is discovered? Studies and researches on growth, 
business models, innovations and sustainability, the recently acknowledged phenomenon of high-
growth firms and the effect of speed towards business model transformation and sustainability has 
not been studied to the sufficient level of understanding the possible challenges it may have or if 
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the growth itself is creating pressures towards the business model transformation. In the light of 
high failure rate of business model innovations as a practical problem, I see this as a very important 
aspect. Also, earlier mentioned lack of theoretical groundings and the paucity of empirical research 
and low number of case studies present us with the theoretical problem and the empirical problem. 
When world is moving towards the smart societies with the development of IoT and other 
technologies, it will bring lot of new business opportunities, but also it is very important to 
understand the mechanisms behind the value creation. This technological development is not solely 
done by large corporations, so the phenomena of high-growth will potentially be available to 
companies at all level and face the possible impacts of that. This is why this study is important for 
larger audience, how to plan and prepare, and more over help to understand what liabilities and 
possibilities sustainability brings to the firm’s value network. 
 
 I’ll be going through chosen relevant definitions and concepts of theories and models 
related to the topic, such as growth, sustainable business model innovation and value network. 
Furthermore, I am trying to find out how high-growth has affected to transformation towards 
sustainable business model innovation  and in addition to that try to find out what are the effects 
of sustainable business model innovation to the firm’s value network. 
 
  

1.3. RESEARCH QUESTION 
 

 It is important to point out if high-growth works as a catalyst towards sustainable 
business model innovation so by understanding possible it, organizations can prepare for the 
changes ahead, implement the new model successfully and make sure that drivers towards 
sustainability can be transferred from the idea level to the functioning practice with the fully 
optimized value network. Therefore, I have come up with the research gap and according to that 
have formed a following research question, also visualized in Figure 1.: In addition to the research 
question I have looked  into firm’s value network and possible changes in it due to sustainable 
business model innovation. 

• How is high-growth related to sustainable business model innovation? 

• (and in addition: What is the effect of sustainable business model innovation to 

firm’s value network?) 

 

Firm

Sustainable
Business

Model
Innovation

Sustainable Value
Network

Global
Sustainability 
Goals effect

High-growth 
effect ?

Value
opportunities

Value
Uncaptured

Value
proposition

Value
captureA B

Value
Creation/ 
delivery

Figure 1. Visualized research question
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1.4. PURPOSE 
 
 The purpose of this study is to describe, if high-growth affects the need for 
sustainable business model innovation and how sustainable business model innovation affects to 
value network in Product-service systems. By bringing these aspects closer together in this 
dispersed research field of studies related to sustainable business model innovation and broaden 
the academic field and develop understanding among these concepts and their interrelations, and 
to provide some theoretical framework for the future research. Also, I hope that this study will 
provide some insights on the matters and maybe offer some general guidelines for managers who 
are working with these matters as part of their job. 
 
 
 

1.5. KEY CONCEPTS 
 

• High-growth business 

a firm that has more than 10 employees and grows 20% a year in either employees or 
turnover for least three year in a row (Eurostat-OECD, 2007).  
 

• Triple layered business model canvas (TLBMC) 

a tool used for sustainable business modelling by Joyce and Paquin (2016) that adds two 
layers (environmental and social) to the original economic-oriented layer of the Business 
Model Canvas (BMC) by Osterwalder and Pigneur (2010). 
 

• Sustainable business model innovation (SMBI) 

a change in the firm’s business model that aims for sustainable development or positive 
impacts for the environment and society, but also for the long-term prosperity of the firm 
and its stakeholders.  

 

• Sustainable value network 

a holistic approach to firm’s value network with multiple stakeholders that enhances 
sustainability, and where benefits for environment and society are taken into account too 
besides economic value. 
 

• Product-Service Systems (PSS) 
 

PSS is a combination of tangible products and intangible services that are together 
addressing the end-customer needs (Tukker, 2015). In PSS functional value is delivered to 
end-customers through and integrated mix of product and service, and value creation is 
more of a focus on the service-value embedded in that product than actual sales of the 
product. 
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1.6. DISPOSITION 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

2. LITERATURE REVIEW

3. METHODOLOGY

4. EMPIRICAL DATA

5. ANALYSIS

6. CONCLUSION

Figure 2. Disposition of this study

Chapter two introduces theoretical finding from the literature related to the 
research field. Relevant theories and frameworks are presented to help to 
understand the key concepts and their relation to overall picture of  the study.

Chapter three introduces the methods used in this study and why they are 
relevant. Embedded case study design, qualitative interview, case selection and 
data collection and analysis are explained.

Chapter four introduces the empirical findings from the documentation, 
interviews, and other case related information

Chapter five analyzes the empirical findings and the literature, and 
discussion is presented based on the results.

Chapter six introduces the final results of  this study
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2. LITERATURE REVIEW 
This chapter provides literature and theories with relevance to the problem presented in this study. 
I will start with the growth and business model, explaining business model canvas and its layers 
related to sustainability. Then I’ll look into business model innovation and sustainable business 
model innovation and its current definitions and finally have an insight of literature related to value 
network for sustainable business model innovation. Figure 3. 
 

 

2.1. HIGH-GROWTH 
 
 Business growth and variables affecting growth rates have been researched for 
decades. Age and size of the firm played an important role of the previous studies and Mansfield 
(1962) stated that smaller and younger the firm is, the higher growth rates are expected compared 
to older and bigger companies, and that older companies experience slower growth (Evans, 1987; 
Hughes, 1994). Role of the variables of size and age have been questioned in the Stochastic model 
of firm’s growth known as Gibrat’s Law by Coad & Hölzl (2010), that says that firm’s growth rates 
are not dependent on its size. This is backed up by the vast amount of empirical data showing the 
significant negative relationship between the size and growth and their variability. (Calvo, 2006; 
Mansfield, 1962). In Fact, in 2018 Queirós, Braga and Correia compiled a study where they 
compared real data towards of previous perceptions of experts and came into conclusion that 
growth of business is positively related to firm’s size. Later the research area has been expanded 
into phenomenon of high-growth business, since high-growth rates have been sought in both 
micro- and macroeconomics and to understand the necessary conditions for it and the mechanisms 
behind it is seen as an area of significant importance. In literature studies about the phenomenon 
have been conducted among the others by Marchese (2016) and Amat, Renart and Garcia (2013). 
There have been approaches where cultural variables and dimensions (Hofstede, & Minkov, 2010) 
have been used to analyze high-growth and the reasons behind it, but more interest has been laid 
to the positive relationship of organization’s growth and innovation (Hölzl, 2009).  

HIGH-GROWTH

THEORETICAL FRAMEWORK

• Business model, strategy and tactics
• Triple layered business model canvas
• Sustainable business model 

innovation

• Sustainable value mapping

SUSTAINABLE BUSINESS MODEL 
INNOVATION

SUSTAINABLE VALUE 
NETWORK

Figure 3. Overview of theoretical framework
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When defining the high-growth businesses, four issues must be taken into consideration (Delmar 
and Davidsson, 1998; Delmar, Davidsson and Gartner, 2003). 
 

• Indicator of growth (variable measured, e.g. sales or employment) 
• Measurement of growth (e.g. absolute or percentage growth) 
• Period studied 
• Process of growth (organic, acquired or hybrid) 

 
 Two most commonly used indicators in the literature are sales and employment since 
the moderate correlation between these two (Daunfedt, Elert and Johansson, 2014; Shepherd and 
Wiklund, 2009). When either one of these indicators are used, the results still seem to be 
irrespective of which one was used (Daunfeldt et al. 2014). Growth is usually measured in the time 
period of three- or four-year periods, unless the total growth is used due to lack of data available 
(Henrekson and Johansson, 2010). There is no clear definition of high-growth business. David 
Birch (1979) defined it as a growth of more than 20% in turnover for four years minimum, starting 
from $1 million, thus has effectively doubled its revenues in less than four years. Eurostat and 
OECD describe high-growth business as a firm that has more than 10 employees and grows 20% 
a year in either employees or turnover for least three year in a row (Eurostat-OECD, 2007). That 
wider perspective is due to statistics that show that even high-growth businesses represent only 5% 
of all businesses their contribution to employment growth is over 50%. 
 
 In general, to analyze organization’s sustainable development its life cycle has been 
divided into five stages: generation, growing up, ripening, declining, and death (Adizes, 2012). 
There are many different influencing factors in each stage like organizational structure, 
environmental change, system, etc. The stage of growth is critical. It brings rapid changes to the 
organization among others the change is size, speed of development and capabilities and if fast-
growth is not managed effectively many fast growth organizations experience fall. According to 
Jing (2015) many of the theories of growth stage are too confused and hard to operate, which 
cannot reflect truly the process and characters of organization’s growth and he suggest an entropy 
model for analyzing which focuses on three targets; the scale, operation capability and the 
developing speed. This approach offers some interesting and valid insights to the dynamic process 
of growth in a firm such as staff performance, information flow and how scale of operation ability 
affects to managerial efficiency (Jing, 2015).  

 Many empirical studies (Coad, 2008; Goedhuys, 2009; Hölzl, 2009; Stam, 2009) have 
showed the importance of innovation specially to fastest-growing firms. And as uncertain activity 
as innovation is, when it comes to the actual returns from it, it’s seen also as a one of the key drivers 
for growth and sustainability therefore connecting it to endeavors towards successful business 
models. One must also bear in mind that in growth persistence doesn’t exist; fast-growth in certain 
period doesn’t automatically mean superior performance in the future. That is why I see business 
model’s role in the sustainability and long-term performance as an important factor, but also that 
looking things only from the economic point of view, the likelihood of reaching long-term sustainability is 
less likely. 
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2.2. SUSTAINABLE BUSINESS MODEL 
 

2.2.1. Business Models and Strategy 
 When talking about business models and its definitions, we’re entering an open 
buffet. There are so many choices to choose from and parts to include that it blurs away the basic 
idea of the business model itself; the idea of simplifying the framework how firms and businesses 
operate. It is also important to distinguish the strategy from the business model, even just for 
clarification, thus there are lot of overlapping between these two terms. In general, the separation 
is usually done so that strategy involves the aspects of competition in the markets and the business 
model focuses more to the core logic how value is created and delivered to stakeholders on the 
abstract level (Linder and Cantrell, 2000). Linder and Cantrell, (2000) divide the business models 
into three different types; the component business model, the operating business model and the 
changes model. While analyzing drivers for value creation in their study of European and U.S. e-
business models Amitt and Zott (2001, p.493) defined the business model as follows:  
 

‘A business model depicts the content, structure, and governance of transactions 
designed so as to create value through the exploitation of business opportunities.’  

 
and suggested that business model should be seen from the perspective of activity systems and 
introduced two different aspects of that theory. Design elements, the structural set up that forms 
your business model such as governance, structure and content, and design themes that is used to 
describe your core elements of value creation such as novelty and efficiency (Zott and Amit (2007). 
It is basically a definition how the firm will make the money (Osterwalder and Pigneur, 2005), what 
partners it needs to keep the stable revenue stream and how value is created and delivered. 
Casadesus-Masanell and Ricart (2010, p.196) defined it as:  
 

‘The logic of the firm, the way it operates and how it creates value for its 
stakeholders’.  

 
 The elements to form overall picture of your business model varies depending from 
the author, but widely accepted generalization of those elements is represented by Osterwalder and 
Pigneur (2010), later conceptualized and thus easier to understand in their business model canvas 
(BMC) to which I will come back later in this study. Casadesus-Masanell and Ricart (2010) divided 
those elements of business model into two different sets; the operational choices and the 
consequences of these choices. These choices may include things such as location and facilities, 
extent of vertical integration of functions and sales activities for example. Every choice has a 
consequence like pricing policy for example affects the sales volumes which will affect the 
economies of scale naturally (Casadesus-Masanell and Ricart, 2010). Choices are divided into three 
different types. Policy choices are ones that firm adopts to its overall functions to follow, like travel 
guidelines, in order to for example achieve cost reductions or increase sustainability. Asset choices 
are everything related to tangible resources the firm has like production facilities, IT-infrastructure, 
etc. The third one governance choices refer to the decision-making rights over the two previous 
mentioned, policies and assets. The cause and effect by transaction cost economics is represented 
here; even modest changes in governance towards policies and assets may result vast changes in 
value capture/value creation (Williamson, 1985). These choices in business model may create 
virtuous cycles, that strengthen the elements of the model. Lecocq, Demil and Warnier (2006) 
developed a RCOV model to help understand and demonstrate value creation/capture and the 
interconnections between the elements. Resources and competencies (RC), internal and external 
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organization (O) and value propositions (V) are the three permanent interacting components that 
connect in a virtuous cycle.  
 
 This leads us to strategy, sort of plan of action how chosen business model is 
implemented and executed. The strategy is also about the committed choices by the management 
(Ghemawat, 1991). Porter (1996) talks about different set of activities and how by involving those, 
one can create (by choices) a unique and valuable position. Strategy adds the aspect of competition 
to the business model and all the choices made have implications on the outcome, so choosing a 
certain business model means that you have chosen a certain way to compete in the markets. 
Certain logic and certain way to operate and create value for stakeholders (Casadesus-Masanell and 
Ricart, 2010). 
 

2.2.2. Triple Layered Business Model Canvas 
 To be able to understand and analyze business model several tools have been 
developed, from which the most widely approved version is the Business Model Canvas (BMC) 
proposed by Osterwalder and Pigneur, 2010. It divides firm’s business model into nine 
interconnected components; value proposition, customer segments, customer relationships, 
activities, resources, partners, channels, costs and revenues. These components form a 
conceptualization of firm’s business model that shows three key elements of  
 
a) how value is delivered to customer and how key parts (components and functions) are integrated 
to able that,  
b) how are parts interconnected throughout its stakeholder networks and supply chain within the 
firm, and  
c) how profit is created, and value generated through those interconnections (Osterwalder, 2004; 
Chesbrough, 2004).  
 
 BMC is an easy to use tool to explore firm’s chosen business model and its elements 
and potential adjustments or changes to it. With well understood business model, it’s easy to get 
insights to high-level strategies, how they are aligned with the other, more underlying activities of 
the firm and that supports strategic competitiveness (Casadeus-Masanell and Ricart, 2010). If these 
interconnected elements of the business model are made more explicit and analyzed, new 
opportunities for value creation may arise through changing already existing interconnections and 
actions thus supporting business model innovation (BMI) (Johnson, Christensen and Kagermann, 
2008). Opportunities through business model innovations can be looked from the two different 
approaches; outside-in and inside-out, which are often used with business model archetypes by 
Bocken et al, (2014) to look into potential impacts of innovation against the other types of business 
model and even lead to something called cross-pollination of business model ideas (Fleming, 2004). 
When archetype of one industry or context is applied or remodeled into another, it is called cross-
pollination of business model ideas. Outside-in approach is applied because the archetype that is 
being translated or adapted comes from outside the firm. Inside-out approach means that firm’s 
current elements are being used as a start of the business model innovation, looking into first into 
details of what ‘we have’ and then exploring the possible changes. Exploration of new possible 
innovations to the existing one is where BMC comes very handy; it gives visualized, systematic 
perspective of a firm to users where value creating impacts are highlighted (Bocken et al., 2014; 
Wallin, Chirumalla and Thompson, 2013). BMC of Osterwalder and Pigneur, (2010) was developed 
with a focus to provide visual representation of business system that guides when prototyping new 
creative ideas or refining business model innovation or collecting feedback about it. Users can align 
profit and purpose with the BMC to support sustainable value creation (Osterwalder and Pigneur, 
2011), but in practice it still comes more with ‘profit first’ idea thus leaving the environmental and 
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social values out of it (Upward, 2013; Coes,2014) and that has led to an argumentation that if more 
sustainability-oriented business models are to be developed, it is then also required to have a 
completely different tool or expert facilitator for it (Bocken et al., 2013; van Marrewijk and Werre, 
2003).  
 
 Business model innovation towards more sustainability needs to add environmental 
and social actions of the firm to the business model, not focusing solely to economic actions, and 
that is why the old BMC itself won’t be able to cut it and show the holistic view of firm’s corporate 
sustainability. Reason why environmental and social aspects are included in sustainability and 
emphasized is the Triple bottom line (TBL) perspective (Savitz, 2012) that suggests organizations 
to consider and to account their social and environmental impacts besides the economic ones. TBL 
may be a bit simplified when it comes to complexity of actual sustainability but since it’s relatively 
widely accepted and understood perspective and framework for more sustainable business models. 
The triple layered business model canvas tool (TLBMC) was designed to do that by Joyce and 
Paquin (2016). It’s a tool that adds the two layers (environmental and social) to the original 
economic-oriented layer of the BMC by Osterwalder and Pigneur (2010). The first is based on a 
lifecycle perspective and the latter to the stakeholder perspective, and these two combined with 
the economic layer provide a more holistic perspective on how value is created in the firm. Each 
of the layers in the TLBMC offer horizontal coherence by itself but also cross connected through 
layers and so completing the holistic view of economic, environmental and social value creation by 
vertical coherence (Joyce and Paquin, 2016). It is a concise framework helps management to 
visualize and analyze existing business models, serves as an explicit data source providing potential 
information gaps and most importantly, they can creatively search for business model innovations 
that are more sustainable-oriented (Boons and Lüdeke-Freund, 2013). TLBMC can be seen as a 
bridge between business model innovation and sustainable business model development, 
supporting firms to face the challenges of present day and the future (Azapagic, 2003; Shrivastava 
and Statler, 2012), to overcome the barriers for change in the firm related to sustainability (Lozano, 
2013). According to Nidumolu, Prahalad, Rangaswami, (2009) sustainability is the key driver for 
innovation in many organizations if improvements towards it is wanted, the new ways of delivering 
and capturing value is needed. That requires existing business models to be innovated and the 
results will change the basis of competition, thus affecting to the strategic perspective of a firm. In 
order to sustainable business model innovation to be successful, the changes within a firm must 
reach its larger stakeholder environment (Adams, Jeanrenaud, Bessant, Denyer and Overy, 2015; 
Nidumolu et al., 2009). 
 
 The environmental layer of the TLBMC is based on the perspective of 
environmental impact originated from the research and practice of Life Cycle Assessments (LCA) 
(Svoboda, 1995). LCA uses multiple variables to evaluate environmental impacts such as CO2, eco-
systems quality, human health, water use and resource depletion for example (Hendrickson, Lave, 
Matthews, 2006) in relation to full life-cycle of product or service. By enhancing environmental 
characteristics in business model innovation by pairing it with LCA can support competitive 
aspects of product or service development compared to traditional business models and improve 
sustainability-orientation in the long run (Chun and Lee, 2013). This formal LCA is not integrated 
into TLBMC but it includes life cycle perspective in it to assess environmental impacts of the 
business model. The main objective of the environmental layer of the TLBMC is to estimate how 
environmental benefits of the firm are in relation to environmental impacts, and through that help 
the users to understand the big picture; where are the biggest environmental impacts of the firm 
and where should the focus be when creating sustainable business model innovations. 
 
 The social layer of the TLBMC has its foundations in a stakeholder management 
approach that seeks the balance between organization’s different stakeholders rather than 



 
MASTER THESIS  JAN-IIRO JARVA 
 

14 

maximizing gain for the organization itself (Freeman,1984). Social aspect has many standards and 
approaches like Social life cycle assessments (Jørgensen, Le Bocq, Nazarkina, Hauschild, 2008) and 
ISO26000 (Pojasek, 2011; Moratis, 2011) just to name few but they all are related to stakeholder 
perspective, where stakeholders are individuals or organizations that are influenced or can 
somehow influence organization’s actions. The social layer canvas is extending the original BMC 
and its impacts through filter of stakeholder perspective (Joyce and Paquin, 2016). The layer 
components of the TLBMC and the demonstration of vertical and horizontal coherence can be 
seen in Figure 4. and Figure 5. 
 

 
 

 
 
 
 

Economic Business model Canvas
Partners Value 

proposition

Resources

Activities Customer 
relationships

Channels

Customer 
segments

Costs Revenues

Supplies 
and

Out-sourcing

Functional 
Value

Materials

Production End-of-Life

Distribution
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Environmental Life Cycle Business model Canvas

Local
Communities

Social 
Value

Employees

Governance Societal 
Culture

Scale of 
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Social Impacts Social Benefits

Social Stakeholder Business model Canvas

Figure 4. The triple layered business model canvas according to Joyce and Paquin (2016) by author.

Economic layer

Environmental 
layer

Social layer

Figure 5. Horizontal and vertical coherence of TLBMC according to Joyce and Paquin (2016) by author
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2.2.3. Sustainable Business Model Innovation 
 In order to develop business models for sustainability this more holistic approach to 
value creation must be adopted (Schaltegger et al., 2012).  Earlier mentioned sustainable business 
model archetypes are grouped under three different classification; technological, social and 
organizational which represent the main type on business model innovation (Boons and Lüdeke-
Freund, 2013; Bocken et al., 2014). The nine archetypes and examples of sustainable business 
models can be seen in Annex 3. There are some business models, that possess attributes for higher 
sustainability such as closed-loop models (Johansdottir, 2014), industrial symbiosis (Chertow, 
2007), socially inclusive models (Nelson, Ishikawa and Geaneotes, 2009), product-service systems 
(PSS) (Reim, Parida, and Örtqvist, 2015), demand-side management models (Behrangrad, 2015). 
From these, PSS has been studied widely and is considered as pioneer for sustainability when it 
comes to business model innovation (Tukker, 2015; Velamuri, Bansemir, Neyer and Möslein, 2013) 
and it can be divided into three different types based on the relation of services involved. These 
are: Product-oriented PSS where customer owns the actual products, such as maintenance; use-
oriented PSS where products are owned by the provider and the use of the products is sold, like 
leasing for example; and finally result-oriented PSS where products are owned by the provider and 
the results of products are sold (Hockerts and Weaver, 2002; Tukker, 2004). Significant reduction 
in dematerialization (i.e. material consumption throughout the product life cycle) is possible with 
PSS and that’s why it is considered as business models that have a very high potential to achieve 
sustainability in both production and consumption (Tukker, 2015; Maxwell and Van Der Vorst, 
2003), given that result-oriented PSS is emphasized (Tukker, 2015). The assumption behind that is 
that, when manufacturers keep the ownership of their products, they are more likely to develop 
more longer lasting products that will generate long-term profit and prolong the product lifetime 
(Baines, Lightfoot, Evans, Neely, Greenough, Peppard, Roy, Shehab, Braganza, Tiwari, Alcock, 
Angus, Bastl, Cousens, Irving, Johnson, Kingston, Lockett, Martinez, Michele, Tranfield, Walton 
and Wilson, 2007) and longer lasting products that can be re-used after first life cycle are considered 
environmentally superior. One of the most important sources of sustainable competitive advantage 
is the firm’s capability to move into new business models (Geissdoerfer et al., 2018). Business model 
innovations are suspected to result in a higher return than just plain process or product innovation 
(Chesbrough, 2007; Lindgardt, Reeves, Stalk, Deimler, 2009), and risk mitigation and resilience 
might actually increase with the sustainable business models (Choi and Wang, 2009), not to 
mention the new opportunities for value creation.  Business model innovation refers to the change 
in the configuration of existing business model, individual elements or the entire business model, 
as a reaction towards opportunities or challenges in the firm’s environment or as a mean for 
innovation and diversification (Geissdoerfer et al., 2018). Four generic configurations of business 
model innovation have been distinguished (Figure 6.) 
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It is still conceptually vague and unexplored to what extent and in what circumstances things like 
product or service innovation or supply chain change qualify as a business model innovation and 
also how the changes in firm’s activities qualify for business model change when constituting a new 
value proposition through product innovation. Lindgardt et al., (2009) for example define that at 
least two elements in the business model must change in order to qualify modification as a business 
model innovation.  
 
 While there are actions towards sustainable business by technological innovations, 
products or services, it is possible to reach that through business model innovation. This new 
integrated logic how value is created and captured in the firm through an implementation of a 
business model that is new to the firm (Björkdahl and Holmen, 2013). Business model innovation 
is not necessarily about the discovery of a new service or product, but more about the new ways 
to create and deliver the existing ones with the new way of capturing value from them. It’s more 
about ‘how to do business’ than just ‘what to do’ and goes past just innovations in technology, 
product or processes (Amit and Zott, 2012). To discover and unlock the potential value from 
advanced technologies (Zott, Amit and Massa, 2013), capabilities to adapt and use those 
technologies in in different markets, where different business models result in different market 
outcomes (Chesbrough, 2010).  Transition from traditional business model concept to sustainable 
business model concepts share some of the common additional characteristics and goals that are 
agreed in the literature in general. Incorporation of principles, concepts or goals towards 
sustainability or integration of sustainability in their value network (Geissdoerfer et al., 2018). 
Sustainable business model creates value that is extending the understanding of traditional value 
network. Ecological, social and economic values are embedded into value network and thus 
widening the classical concept of business model (Upward and Jones, 2016). In the context of SBM 
value proposition, value creation and delivery, value capture and the value network (Zott and Amid, 
2011) that has concentrated more on the customer and the maximizing the profit for the firm itself, 
it is now being extended to a wider selection of stakeholders such as trade associations, employees, 
communities, non-governmental organizations, organizations, but also environment and society to 
create sustainable value. (Morioka, Evans and Monteiro de Carvalho, 2016; Elkington, 1997).  
 
In this study I have used the sustainable business model definition by Lüdeke-Freund (2010, p.23) 
that describes it as:  

BUSINESS MODEL INNOVATION

START-UP BUSINESS MODEL 
TRANSFORMATION

BUSINESS MODEL 
DIVERSIFICATION

BUSINESS MODEL 
ACQUISITION

No current business 
model and a new one 

is created.

Current business 
model changed into 
another business 

model.

Current business 
model stays and an 
additional business 
model is created.

An additional 
business model is 
identified, acquired 

and integrated.

Figure 6. Four generic types of business model innovation according to Geissdoerfer et al. (2018) by author.
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‘A business model that creates competitive advantage through superior customer 
value and contributes to the sustainable development of the company and society’. 

 
 Because of its multi-stakeholder nature and the fact that sustainable business model 
innovation focuses to stakeholder benefit and not just to the customer benefit or shareholder value, 
Geissdoerfer et al. (2018) defined it as how stakeholder value created can be transformed into useful 
value for the firm. The business model innovation types visualized in Figure 6. can be adapted 
and used for the types of sustainable business model innovation as: 1) Sustainable start-ups; 2) 
Sustainable business model transformation; 3) Sustainable business model diversification; and 4) 
Sustainable business model acquisition (Geissdoerfer et al., 2018).  These four types of innovations 
are aiming for implementation of certain business model types and strategies such as earlier 
mentioned product-service systems (Tukker, 2004) and circular business model innovation 
(Bocken et al., 2016) among some others. Where business model innovation is seen as process 
where business model is explored, adjusted, improved, redesigned, revisioned, created, developed, 
adopted or transformatted, the sustainable business model innovation requires more focus on the 
actual sustainability. Sustainable business model innovation is considered to be in question when 
two aims are met:  
 

1) sustainable development or positive impacts for the environment, society (or 
reduced negative effects) and organization and stakeholder’s long-term 
prosperity; 

 
2) enhancing sustainability with solutions and characteristics in value proposition, 

value creation, value capture elements and in the value-network.  
 
 Besides four types of (1) innovation mentioned above, aims of the sustainable 
business model innovation are (2) multi-stakeholder value creation and management the long-term 
perspective, (3) creation of sustainable business model such as bottom of the pyramid solutions, 
circular business systems, PSS and social enterprises, and finally (4) implementation of at least one 
sustainable business model strategy (Geissdoerfer et al., 2018). So sustainable business model 
innovation as concept includes a challenge for developing and implementing new solutions for 
different processes, organization, marketing or products (innovation). Global sustainability 
contribution by improving corporate sustainability performance (sustainability) and adding that 
into how firm propose, create, capture and deliver value (business model). 
 

2.3. SUSTAINABLE VALUE NETWORK AND VALUE 
PROPOSITION 

 
  
 As business model innovation is dealing with basic idea of value proposition, value 
creation and delivery and value capture transformation to a new level, recreating those and aiming 
for superior economic value (Richardson, 2008), adding the sustainability aspect to the innovation, 
benefits for environment and society are taken into account too besides economic value 
(Schaltegger et al, 2015). A holistic view of value proposition is needed where wider range of 
stakeholders, like shareholders, investors, employees, suppliers and furthermore society and 
environment are combined with the firm’s benefits and costs are looked into instead of just 
customer benefits and costs (Bocken et al., 2013). European Commission defined Corporate Social 
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Responsibility (CSR) as a voluntary concepts, where social, ethical and environmental concerns are 
included in their business operations and company’s strategical core, operating closely with 
stakeholders and through that trying to maximize shared value creation for all members of the 
stakeholder network, also society at large, with recognition of adverse impacts and mitigating them 
(COM 2011). Without going too deep on the controversial perspectives on Corporate Social 
Responsibility (Crane, McWilliams, Matten, Moon, Siegel, 2008), it contributes towards 
sustainability (van Marrevijk and Werre, 2003). While strategic approach to CSR was called by 
several authors (Husted and Allen, 2007; Vilanova, Lozano and Arenas, 2008)due to the criticism, 
three types were identified by Lantos (2002): 

1. ethical – fulfillment of a firm’s economic responsibilities, legal responsibilities 
and ethical responsibilities;  

2. altruistic – fulfillment of an organization’s philanthropic responsibilities, going 
beyond preventing possible harm, regardless of whether this will benefit the 
business itself; and  

3. strategic – fulfillment of those philanthropic responsibilities which will benefit 
the firm through positive publicity, goodwill and also, innovation, cost 
reduction, increased effectiveness, best employee retention or increased 
attractiveness in the eyes of investors. (Lantos, 2002) 

In 1995 Hart argued that through corporate environmental responsibility, unique resources and 
competencies could be developed and that might lead to competitive advantage. He based that 
argument on the resource-based view by Barney (1991). This hypothesis was tested by Russo and 
Fouts (1997) with the study of 243 companies and it proved that, especially in the high-growth 
industries, higher environmental standards can be translated to better financial performance (ROA, 
Return on Assets). CSR is seen as an innovation process that combines economic value with other 
values and it’s driven by these two sides, where company is seeking growth but also trying to meet 
the stakeholder expectations, and thus turning to corporate social innovation (Macgregor and 
Fontrodona (2008) and bringing business solutions to social needs (Mirvis, Herrera, Googins & 
Albareda, 2016) thus contributing also towards sustainability in more than economic level. This is 
also important regarding this study, since it demonstrates the relationship between high-growth, 
sustainable business model innovation and value network perspectives. 

 In order to understand this network of stakeholders and shared value and to be able 
to manage the needs and objectives of it, conceptualizing of sustainable business model innovation 
is considered to be critical (Porter and Kramer, 2011; Bocken et al. 2013). The reason for this is 
that research and practice of sustainable business development lacks the attention of deeper 
understanding integration of customer needs and technological innovations for value creation 
(Keskin, Diehl and Molenaar, 2013). Sustainable value proposition can be divided into three 
interrelated components (Figure 7.), shared value creation for the multi-stakeholders, addressing 
a sustainability problem and creating a product or service to solve this problem (Bocken et al. 2015). 
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 The challenge lies in the ability to conduct business so, that it benefits the firm, 
stakeholders in the short and long term with win-win solutions and at the same time consider 
environmental and social impacts alongside with the economic ones (Morioka et al. 2016; 
Elkington, 1994).  Satisfaction for both internal and external stakeholders is needed, and new 
strategic drivers defined in the core logic of the company and making changes in their way of doing 
business with technological, social and/or organizational innovation is one step towards that 
(Boons et al, 2013; Bocken et al., 2014).  Sustainability strategies can redefine value chain and 
productivity, suggest new markets or products, or increase collaboratives in the new value chain 
design (Porter and Kramer, 2011). Sustainable value proposition of the sustainable business model 
is no different from the “normal” business model in the sense that it includes the same two sets of 
activities. Primary activities such as logistics, marketing and sales, production, etc., and secondary 
activities including HR management, infrastructure, communication, etc. (Porter, 1985). It is about 
the firm’s intangible and tangible resources and sustainability added to these and when corporate 
sustainability is desired. Technology enable more sustainable product and process development, 
firm’s capability to innovate business model and sustainable leadership are just few examples of 
that process (Halme and Korpela, 2013), One of the most important capabilities is how well firm 
can manage its networks and alliances, how it uses, redefines, bridges the cooperation and 
collaboration in the community, R&D and suppliers (Halme et al., 2013; Arora and Kazmi, 2012; 
Richter, 2013).  
 
 Still succesfull business in not guaranteed automatically with working value 
proposition, creating and delivery of the value, especially if there might be the chance of value 
uncaptured. In traditional literature on business model elements value capture is related to cost 
structure and revenue streams (Bocken et al., 2014), but in the context of sustainable value capture, 
economic results are not enough (Bolis, Morioka and Sznelwar, 2014). Indicators from the Global 
Reporting Initiative (GRI) and earlier mentioned TBL are helping to measure the also 
environmental and social impacts with economic ones. These impacts should be revisited and 
communicated to ensure sustainable value capture with means like sustainability reporting which 
can offer better benefits for all the stakeholders and affect consumer decision making process 
(Meyer and Schuyt, 2005).  Sustainable performance of the firm and firm’s sustainable value 
proposition are closely related, and the performance dimensions can be seen in Figure 8. 
 

Stakeholders
Network

Sustainability
Problem

Product/
Service

Figure 7. Sustainable value proposition framework according to  Bocken et al. 2013; Osterwalder et al. 2015 by author
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Developing a sustainable value proposition is therefore a long process that may require not just 
one product-market version of the design, but instead several repetitions with prototypes and 
stakeholder interactions in order to find suitable and sustainable overlap that satisfies firm’s 
sustainability objectives and is economically beneficial too (Keskin, 2015). 
 

2.3.1. Sustainable Value Mapping 
 A value mapping tool (Figure 9.) has been developed and presented in the literature 
to help systemic approach and overall alignment for new sustainable business model ideas that 
includes the multi-stakeholder aspect and analyzes both positive and negative forms of value 
creation (Bocken et al. 2013).  It offers a network-centric perspective to the value instead of firm-
centric one (Geissdoerfer, Bocken and Hultink, 2016). It aims to assist users in: 
 

• Understanding positive and negative aspects of value in stakeholder network 
• Identifying conflicting values 
• Identifying sustainable business model redesign opportunities based on value 

judgements 
(Bocken et al., 2013) 
 

Stakeholders’
satisfaction

Strategic drivers Business
processes

Capabilities Stakeholders’
contribution

Sustainable value
proposition Sustainable value creation and delivery

Sustainable value capture

Figure 8. Performance dimension for the sustainable business model according to Morioka et al., 2016 by author 
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Mapping value proposition, value destroyed and value missing helps to understand value exchange 
among the stakeholders and to stimulate new business models (Bocken et al., 2013). Two more 
concepts have been later added by Yang, Vladomirova, Rana and Evans (2014) and with this 
addition of value surplus and value absence the four concepts are united under the term value 
uncaptured (Yang et al. 2017). Value uncaptured describes visible or invisible value that exists in 
the firm and could be captured, but has not been captured yet, like under-utilized resources, waste 
streams, labour over capacity, insufficient use of knowledge and expertise, just to name few.  Yang 
et al., (2017) proposed a framework sustainable business model innovation that uses the concept 
of uncaptured value as key attribute, and it follows the logic that SBMI can be achieved by analyzing 
current business model and identifying value uncaptured from it, then turn those into new value 
opportunities which can result to a new business model with even higher sustainability. Illustration 
of this framework can be seen in Figure 10. Idea behind the framework is that by identifying value 
uncaptured from the current business model, it can trigger sustainable business model innovation. 

Purpose

Academia Customers

Investors and
Shareholders

Media

External
Agencies 

Employees

Government Suppliers and
Partners

Community Environment

Figure 9. The value mapping tool according to Bocken et al. 2013 by author
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Uncaptured value consists of four aforementioned value types (Yang et al., 2017): 

• Value surplus is the value that exists but has not been required. These things 
or activities are sometimes referred as waste in a company, delivering 
unnecessary value to stakeholders. Besides tangible waste such as wasted heat 
or energy, there can also be intangible waste like unoptimized human resource 
capacities or unnecessary work. 

• Value absence is value that does not exists but is required. Activities or things 
needed but not yet been provided. Lack of workforce or expertise in some 
field, additional warehouse capacity, new platform are examples of temporary 
or permanent resources needed by the company or stakeholders. 

• Value missed is value that exists and is required, but not yet exploited and there 
is a possibility that it would create more value than at the moment and current 
business model does not support the value capture of it. It is referred as a waste 
with high potential of value created, but at moment not delivering any, either 
negative or positive. For example, under-utilized by-products, resources or 
assets like human knowledge and expertise. 

• Value destroyed is value that causes negative effects to firm or stakeholders 
and it is related to business model currently used. Damaging to the profits, 
people and planet, especially in the context of sustainability. Bad working 
conditions, pollution, poor service quality just to name few.  

 
 
 By identifying value uncaptured firms can understand the negative aspects of their 
business model, also known as failed exchange value (Yang et al. 2017). This motivates firms to 
look for new opportunities for value creation for example in the middle-of-life or at the end-of-
life phases of product life-cycle (Toossi, 2011). The value uncaptured and its importance is 
different among different types of business models (Yang et al. 2017). In most business models, 
inefficient management systems are found as common value uncaptured for the firms. There are 
still separations of the importance in PSS business models that vary depending of orientation, like 
product-oriented PSS vs. result-oriented PSS. For example, products’ products or by-products as 
a value uncaptured are less important in the product-oriented models, because customers have 
control of the products’ products and firms are unable or at least unlikely to capture value from 

Sustainable value
Value uncaptured
Value opportunities

Identify Value 
Uncaptured Turn Value

Uncaptured into
Value

opportunities

Turn value
Opportunities

Into value
• Value surplus
• Value absence
• Value destroyed
• Value missed

Current 
Business Model

- Value proposition
- Value creation and
delivery

- Value capture

- New value 
proposition

- New value creation
and delivery

- New value capture

New Business 
Model

Low sustainable value High sustainable value

Sustainable business model innovation

Figure 10. Framework of using value uncaptured for sustainable business model innovation according to Yang et al., 2017 by author



 
MASTER THESIS  JAN-IIRO JARVA 
 

23 

them. In result-oriented PSS models the case might be the opposite, since the value uncaptured is 
released instead of being locked like in product-oriented PSS. In case study by Yang et al., (2017) 
came to conclusion that when firms are transforming their business model to PSS models, they 
were able to identify earlier unconsidered value uncaptured. That indicated that there is hidden 
value uncaptured in the traditional business models that were discovered in the PSS models. Thus, 
there is a very high potential of sustainable value creation for both parties, manufacturers and 
customers (Yang et al., 2017).  
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3. METHODOLOGY 
This chapter describes the methodology used for this study and explain why chosen methods are 
appropriate regarding my research question. Also, the research process is presented. 
 

3.1. RESEARCH APPROACH 
 
 I used inductive research approach to address the incomplete observations related 
to high-growth phenomenon and SBMI, and also SBMI’s relationship to value uncaptured and try 
to explain these in integrated manner and also use these observations to draw generalize inferences 
out of them and see if the findings can produce theoretical conclusion (Bryman, 2011). Inductive 
approach is often seen more or less synonymous with the grounded theory due to their similarity 
in the sense that the theory is grounded in the data (Bryman, 2011), so this approach is very much 
in line with the grounded theory used in data analysis of this study. This study was conducted as 
an exploratory single case study with embedded case study design, based on the qualitative 
evidence. Available literature regarding research question was analyzed and Finnish company 
UROS Ltd. was used as a case example of fast growing, PSS orientated sustainable-driven 
organization with business model innovation. By this I wanted to be able to identify some essentials 
on how speed of growth affects to the transformation process of business model and its 
sustainability in economic, environmental and social level. Rationale for this choice is based on the 
fact that it represents both a ‘critical’ case where the research question can be tested and observed, 
and also can be considered as a ‘revelatory’ case due to access of information (Yin, 1994). These 
circumstances reduce significantly the potential vulnerability of the study and the chance of the 
case turning out to be something other than thought in the beginning. This particular case has 
therefore been investigated according to the chosen case design, chances of misrepresentation 
minimized, and the access of data maximized. I used related documentation, archival records, 
qualitative interviews and direct observations as a source of data to conduct an embedded unit 
analysis based on data and the theories found in the literature and described earlier in this study. 
Triangulation method was used to collect data from the different sources (see 3.2.2.). Data 
collection and analysis was done using the grounded theory method (Glaser and Strauss, 1967) and 
analysis tool of constant comparison was applied.  
 

3.1.1. Embedded Case Study Design 
 In embedded case study design involves more than one unit of analysis. When a 
single case is chosen for the study, but instead of giving attention to only one unit, subunit or 
subunits are included and then analyzed (Yin, 2003). In this study I used embedded single case 
study with multiple subunits and the results was then studied through cross-case analysis. This 
particular type was chosen due to exploratory nature of this case study, in which situations that are 
being explored and the intervention evaluated have no clear, single set of outcomes (Yin, 2003). 
Collected data was analyzed across the subunits and the main organizational unit to form overall 
conclusions and illuminate better the single case in question and to answer research question 
presented (Baxter and Jack, 2008). This research strategy serves best the fundamental idea of this 
study which is to understand better the correlation  between high-growth and sustainable business 
model innovation and in addition study how it affects to a value network of  company. 
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3.1.2. Case Selection 
 In a case study it is important to make sure that the organization chosen is sufficient 
enough to fulfill the requirements needed to conduct the study and provide the answers for the 
investigated issues. According to Strauss and Corbin (1990) early stages sampling should lead to 
situation that will provide the greatest opportunity to gather most relevant data about the 
phenomena investigated. 
 
 I chose UROS Ltd. (UROS from now on) as a case for this study. Reason for this 
choice is that the case was a unique, where circumstances were ideal to test in practice the theories 
and models related to the study, therefore it can be considered as a critical case, but also revelatory 
due to author’s access to information about the company from the different perspectives. UROS 
is a perfect example of the product-service firm that has grown rapidly in the recent years and that 
has successfully implemented sustainable business model innovation thus directly referring to the 
research question. Since I chose an embedded case study design, I approached the case UROS 
from the three different PSS perspectives; 1) Corporate view,  2) IoT ecosystems and finally 3) 
eSIM ecosystems. This way I could address the high-growth aspect as well as the sustainable 
business model innovations, collect the data and cross analyze it to answer my research question, 
and form theoretical insight, conclusions and implications related to the topic of this thesis. All 
three units are explained more detailed in the empirical data section (Chapter 4.), but reason behind 
the choices was that they represented relevant elements to the topic; UROS fits the definition of a 
high-growth firm (defined in 1.5) with the annual turnover growth of more than 20%  three years 
in a row. UROS was awarded as fastest growing company in Finland in 2018 ("UROS wins Growth 
Company of the Year Award, maintains 1000+% annual growth rate", 2019) (High-Growth), and 
IoT smart environment with eSIM ecosystems both represent pioneering and frontline 
development of their respected fields that are considered to transform global industries 
significantly in the future (Sustainable business model innovation).  
 
 

3.2. EMPIRICAL DATA 
 

3.2.1. Data Collection 
 In order to conduct this study, I went through vast amount of scientific literature 
relating to the topic. What has been researched before and how theories and models are 
represented in the literature, how are they aligned in this relatively new and somewhat dispersed 
field of study? After analyzing the material, I noticed that there is a research gap that I wanted to 
look into and formed my research question. In addition to the scientific literature analysis  I 
conducted a qualitative case study to get more data and insight in order to be able to fill the research 
gap and provide theoretical framework around research question.  
 
 I used purposive sampling in the gathering of data where cases and participants are 
sampled in a strategic way and are relevant to the research question (Bryman, 2011). Data collection 
was done by using triangulation method where different data collection methods complement each 
other (Yin, 1994). Triangulation is used “to demonstrate that all the observations conform to one 
interpretation. With the convergence of observations from many different sources, settings and 
investigators the researcher can make a powerful argument that the interpretation is indeed robust, 
that the interpretation is not sensitive to differences across people, settings or investigators” 
(Potter, 1996 p.153). In this study I used multiple methods of data type of triangulation (Denzin, 



 
MASTER THESIS  JAN-IIRO JARVA 
 

26 

1978). This particular type means that data has been cross-checked against the relevant literature 
findings and other documentation (Merriam and Tisdell, 2016). Data was collected through 
following means:  

• relevant literature 
• Interviews with chosen key personnel 
• informal live chat communication with key personnel 
• emails with key personnel 
• websites, forums and web archives  
• UROS archives, reports, presentations and guide books 

 
 For the literature part, databases were searched for articles and publications with 
search words related to the research question and the topic. These search words included high-
growth, change management, sustainability, sustainability business model innovation, sustainable 
value network, value uncaptured just to name few with many subtopics related to the main themes. 
As part of the theoretical sampling more searches were conducted if needed to fill out the missing 
gaps before proceeding further. Focusing on taking notes and conducting an interview at the same 
time, even with the interview guide, is difficult and may result in a poor outcome where notes are 
insufficient alongside with the less consistent flow of interview (Cohen and Crabtree, 2006). This 
is why recording a semi-structured interview is considered to be more reliable and less biased. Still 
after each and every interview a personal memo was “sketched” to a paper to create an informal 
framework and sort of a mind map, to help me later to analyze the material.  In this study all 
interviewees were asked beforehand a permission to record the conversation via telephone or 
informal live chat communication. All the communication was conducted in Finnish, then 
transcribed into written version of the interview, from where the quotes and interpretations were 
transferred into English and used in the study. All material including the original recordings were 
stored and saved for possible further analysis. 
 
 Data collection and data analysis followed the process of grounded theory (Glaser 
and Strauss, 1967) where they are both practiced at the same time and starting point being research 
question and based on the findings in the process hopefully a formal theory will be established in 
the end (Bryman, 2011). The actual process is described in Chapter 3.2.3. 
 

3.2.2. Qualitative Interviews 
 One of the selected sources of data qualitative interviews, that was appropriate way 
of getting relevant and detailed information regarding research question and the topic of this study. 
It also served perfectly the triangulation method used in data collection in general. 
 
 Qualitative interviews were performed in semi-structured style. In semi-structured 
interviews the interview is covering the topics that need to be covered in a formal interview, but 
also leaving the room for topical trajectories relevant for the study (Cohen and Crabtree, 2006). 
Interview follows the guide developed, a list of questions and topics, and when conducted 
accordingly can result in a reliable, comparable qualitative data for the study. Operationalization 
chart that was used to create the semi-structured questions is provided in Annex 4. and the actual 
interview guide is provided in the Annex 5. These questions were developed according to the 
research question by the author in the relevance of the study, keeping in mind that high-growth 
phenomena is still rather new and sparsely researched, so there was no possibility to use extant 
interview guide or questions. In semi-structured interview, interview guide may be followed in 
different order than scheduled, additional questions may be asked, but in overall all the questions 
in the list will be asked regardless of additional ones (Bryman, 2011). Before formal interviews, 
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informal and unstructured discussions was done with the interviewees via emails, live chat 
application and telephone, to better understand the topic interest and to make sure relevant and 
meaningful semi-structured questions was developed. This type of method was chosen because of 
the complexity of the possible outcomes of the study, and it was relevant to include open-end 
questions to make sure that there was an opportunity provided for identification of new ways to 
see and understand the topic (Cohen and Crabtree, 2006).  
 
 Due to geographical distance, interviews were conducted via telephone. This method 
was considered to be plausible enough for qualitative interview. In 2004 Sturges and Hanrahan 
conducted a study where some of the participants had to be interviewed via telephone due to some 
difficulties and they concluded that there were no noticeable differences whether the respondent 
was interviewed via telephone or face-to-face when it comes to the quantity, nature and depth of 
the responses (Sturges and Hanrahan, 2004). Interviewing respondents via telephone demonstrates 
efficient use of economic and human resources (e.g. reducing need to travel) and minimizes the 
disadvantages of face-to-face interviews such as uncomfortability of note taking (Musselwhite, 
Cuff, McGregor and King, 2006) 
 

3.2.3. Selection of Interviewees 
 The purpose of this study was to study whether high-growth is affecting the need 
for business model innovation and how successfully implemented sustainable business model 
affects to the company’s value network.  To get the best insight to the matters I constructed semi-
structured interviews with some of the key personnel related to the them. These following key 
persons were chosen because each of them represents a relevant department authority in the 
company that needed to be addressed for this study and to make sure that sufficient amount of 
valid data could be gathered. Interviewees were contacted via email, telephone and online chat first 
for the unformal discussion and the  times for formal interviews were set up. 
 
 
 
The following respondents from UROS Ltd. participated in this study: 

 

Name of respondent Position Date Type of interview

Jerry Raatikainen CEO 4/4/19 Telephone interview

Mika Alamartimo Director, eSIM
Ecosystems 4/4/19 Telephone interview

Aimo Vainio Vice President, Product 
Creation,IoT 4/4/19 Telephone interview

Santtu Harvio Director, Research & 
Development

9/4/19
Jan – May ‘19

Telephone 
interview/personal 

communication

Raimo Järvenpää Vice President, Carrier 
Relations March ‘19 Personal/email 

communication

Riikka Kotila Finance Manager April ‘19 Email communication

Figure 11. Respondents chosen for this study
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3.2.4. Data Analysis 
 The process of data analysis in grounded theory starts with the established general 
research question. I have used the theoretical sampling (purposive) to pick up the most relevant 
people and means for data collection. Data was then collected via earlier mentioned means (see 
3.2.2.) and then all the documentation from literature, company archives, emails and websites 
alongside with transcribed and printed telephone interviews and with the help of memos that I had 
been sketching throughout the data collection was analyzed and with the use of open coding 
method various concepts were picked up and marked with color codes (post-it notes and markers). 
In some parts the coding resulted in the need of more data, and it was collected after one more 
theoretical sampling to make sure of the relevance of the new data and the adjusted search words 
were used with online databases and detailed questioning with relevant key words when 
interviewees were addressed. After reaching sufficient number of coded concepts, they were then 
categorized in their relevance to the general research question through constant comparison, so 
that the best possible fit of different indicators could be established. Core categories were identified 
with the following criteria: 
 

1. must be central 
2. must appear frequently in the data 
3. must relate easily and abundantly to other categories 
4. must have clear implications for a formal theory 
5. must develop a theory 
6. must allow for building in the maximum variation to the analysis 

(Strauss, 1987) 
 
Inside the three core categories of high-growth, sustainability and value special coding paradigms 
suggested by Strauss and Corbin (1990) were used to create more sub categories by coding data by 
relevance to their main phenomenon category with following concepts: 
 

• Conditions 
• Interactions among the actors 
• Strategies and tactics 
• Consequences 

(Strauss and Corbin, 1990) 
 
After establishing the final categories, they were first saturated, then the data was explored and 
compared to previous researches and theories if possible. Relationships of the categories were 
analyzed in order to form a hypothesis about their connections within the research question, but 
also between them. Then more data was collected through theoretical sampling to make sure it was 
sufficient enough to test the hypothesis and form two substantive theories (Bryman, 2011). 
 

3.2.5. Quality criteria 
 Credibility of this study is ensured by triangulation to cross check data from multiple 
sources (O'Donoghue and Punch,2003) and also through member-checking with the participants. 
To ensure confirmability all data gathered is saved and stored and available for future use or 
inspection if needed. Though complete objectivity is considered to be impossible in social research 
(Bryman, 2011) this research has been conducted in good faith so that personal values or theoretical 
inclinations have not influenced this study or findings from it. As proposed by Lincoln and Guba 
(1985) auditing approach should be adopted by a researcher to ensure dependability, where peers 
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would act as auditors. In this study the triangulation method where participants were able to check 
the collected data will serve as auditing function. Due to interpretative nature of this study and the 
uniqueness of the circumstances around the case transferability can be only partially fulfilled. 
Empirical data consisting of numerical data and detailed documentation relating to company’s 
development can of course be used for future research as it is and can be obtained with exact same 
data from various sources. When it comes to interviews and the perceptions of the interviewees it 
is very unlikely to have exactly same respond at any other given time, but still the very importance 
lies at the insights of the key personnel as the means to get deeper to the matters than just with 
documents and other ‘non-personal’ material. Whether the findings hold in some other time or in 
some other context is referred as an empirical issue by Lincoln and Guba (1985). Even though this 
study produces a ‘thick description’ (Geertz, 1973) of the matters, when considering the uniqueness 
and the circumstances of this particular case, it is very unlikely that closely similar ones without any 
variations are easily found, not to mention exact matches due to scarcity of the empirical studies in 
the area. 
 
 I tried to offer a neutral and objective view in this, but due to the fact that I am 
working for UROS Ltd., it is impossible to remain completely unbiased in one’s perception even 
if tried. There are personal values of the researcher that can unconsciously effect to the study and 
its interpretation, and it has to be acknowledged that even if research or study can’t be value free, 
it can be ensured that there is no untrammeled incursion of the values in the process and self-
reflection and reflexivity is exhibited. It is common when working with qualitative research strategy 
where intensive interviewing is used, to develop affinity to the people whom they study to the 
extent that it might be hard to disentangle their stance as social researchers from the perspectives 
of their subjects. (Bryman, 2011)  
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4. EMPIRICAL DATA 
Empirical data collected from the multiple sources that were aligned with the three main core 
categories of this study. The categories are 1) high-growth, 2) sustainability and 3) value. By using 
open ended questions and theoretical sampling, the collected data was aligned even more towards 
the research question of this study and the empirical data is represented here in this chapter from 
the three different perspectives of 1) Company, 2) IoT Ecosystem and 3) eSIM technology. 
Illustration of the structure is as follows: (Figure 12) 
 
 

 
 
 

4.1. UROS LTD. 
 
 UROS Ltd. (Universal Roaming Solution and referred as “UROS” after this) was 
founded in 2011 to offer easy access and affordable connectivity solutions on a global scale, and 
that basic idea has carried the company through innovation and growth to what it is now. Starting 
as a service provider offering a solution to cut the roaming costs with mobile hotspot and 
transforming into a global pioneer and innovator in turnkey IoT solutions and eSIM technology. 
With headquarters located in Oulu, Finland and 11 offices around the globe UROS is dedicated to 
bringing sustainable and innovative solutions in order to be able to build a global smart IoT 
Ecosystem. The original vision of true global connectivity is still the main guideline. UROS has 
been exceptional in many ways that make it a unique example of innovation and growth, but also 
multiple successful transformation from the small start-up company into a global player that was 
awarded as a Finland’s most fastest growing company in 2018 by prominent financial publication 
Kauppalehti ("UROS wins Growth Company of the Year Award, maintains 1000+% annual 
growth rate", 2019) The UROS company values are presented in the Figure 13. 

High-Growth

Sustainability

Value

1. UROS
2. R&D
3. IoT
4. eSim

IoT & eSim

UROS

Figure 12. Structure of empirical data
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UROS has never manufactured any products, but instead offered services or combination of 
product-service systems to its clients. The history of services in relation to turnover is presented in 
the Figure 14. 

 
  
 
 As it shows, the two major innovation has been the development of IoT ecosystem 
and eSIM ecosystem. Therefore, I chose these two service technological ecosystems as a separate 
sub units to be looked individually alongside with the overall company perspective. Here is a brief 
description of them each 
 
 

Figure 13. UROS Values (UROS Brand book, 2019)

Figure 14. Service and turnover development of UROS 2011 – 2017 (UROS, 2019)
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IoT Ecosystem 
 
‘Internet of things’ or IoT Ecosystem is defined by UROS as follows: 
 
“The unique ecosystem of our smart devices, IoT platform and AI coupled with smart connectivity 
brings the benefits of digitalization to various verticals including natural resources, industry, cities 
as well as services for organizations and individuals.” 
("Unique IoT Ecosystem with smart connectivity | UROS", 2019).  
 
Possibilities of enhancing IoT solutions to our everyday life are limitless, thus aiming to provide 
the quality of life in many levels, but also from the sustainability point of view solving issues in the 
bigger picture such as water management, in which UROS was accepted as a part of BRI (Belt and 
Road Initiative), a development strategy adopted by Chinese government, involving infrastructure 
development and investments in 152 countries and international organizations in Europe, Asia, 
Middle East, Latin America and Africa ("Belt and Road Initiative", 2019). 
 
eSIM Ecosystem 
 
Traditional SIM card has been the link between the carriers and the devices, allowing user to join 
a particular network according to the subscription in the card (Subscriber Identity Module). eSIM 
technology enables updating of the new operator profile through air, so user doesn’t need to 
purchase another separate SIM-card. The “physical” SIM-card is already embedded in the device’s 
circuit board or chip. This also allows you to have multiple accounts and switch between the 
carriers easily for example when traveling. Today the eSIM technology is used through traditional 
4FF – Nano SIMs, but the transition towards soldered MFF2 – M2M Form Factor (eSIM) is 
progressing. 
 
 

4.2. HIGH-GROWTH 
 
 As seen in figure 14 UROS experienced a significant growth between 2015 – 2017. 
I investigated whether that growth brought any pressure towards the business model innovation 
or if it created any kind of tension towards the company in general, towards R&D or either of the 
two sub units of IoT Ecosystem and eSIM Ecosystem. The respondents from UROS are Mr. Jerry 
Raatikainen (CEO), Mr. Santtu Harvio (Director of R&D), Mr. Mika Alamartimo (Director, eSIM 
Ecosystem) and Mr. Aimo Vainio (Vice President, Product creation, IoT). 
 

4.2.1.  UROS Ltd. (High-growth & SBMI) 
 Regarding the pressures to the perspective of the company, according to Jerry 
Raatikainen, CEO, the pressures are there naturally when it comes to orchestrating the organization 
and the resources. You need to be able to secure and back up the economical side through 
investments or income financing. Growth and investments go hand-in-hand. Jerry states that when 
you have international partners, clients and networks, it creates pressure of course when it comes 
to delivering what you promise, since the door to the next level is only open once. He says that key 
for UROS is the scalability, the uniqueness of the whole ecosystem of the company, that allows it 
to grow without investing to the human or other resources at the same level as the growth. Since 
we are talking about the service industry, we’re not binding capital in products to the same extent 
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that many companies who are involved in this concept of business. This according to him is the 
unique “set-up” that balances the pressures a bit, but at the same time this constant development 
of the “new” requires more resources so the goal is to try to balance these in rational and best 
possible way.  
 
 When reflecting the development of the new services, and whether the need for them 
came with the fast growth or was that something planned earlier, Jerry says that it has all been 
planned in advance. In 2011 a seven-year plan was made, a long business plan and strategical 
guideline for UROS, that has been followed. Of course, some of the things have gone faster than 
anticipated and some slower, but as a whole they are exactly where planned and within the last two 
years, the strategy has become refined even further for years to come. He also states that they have 
been able to execute the plan accordingly and the new partnerships with major players such as 
Qualcomm and Motorola, alongside with many others, also with the new verticals, are supporting 
that. 
 
 Jerry also says that even if planned, there has been pressures of course when it comes 
to technologies. Risk and reward syndrome, which means that slow ones are getting eaten by fast 
ones in the industry and if you want to be and stay in a forefront of the new technologies such as 
IoT and eSIM platforms, the pressure is high. Sometimes R&D tends to execute their plans in sort 
of “flexible way” and we are driving them to perform faster so that the anticipated time schedule 
holds or could be even beaten.  
 
 

4.2.2.  Research and Development (High-growth & SBMI) 
 Santtu Harvio, Director of R&D, says that from the R&D perspective the growth 
has been taken into account from the very beginning. He says that the scalability is one of the main 
design architecture principles and it has been guiding the service development so that everything 
is done in the way that it can be scaled to a great extent and also cost efficiently. With the help of 
BaaS (Back end as a service) services it is relatively easy to scale up, for example, when the number 
of users is increasing drastically. According to Santtu, they have seen the whole system as a platform 
from the very beginning, instead of one service or product, so that it can scale up technically but 
also functionally to the different connectivity cases. He says that this is another design principle 
that they have enforced to keep up in the R&D. 
 
“We have always been very specific of what we put into the core as functionalities, so that we have 
never looked it from the point of that particular, at the moment active case, but rather from the 
perspective of coherent ecosystem”. 
– Santtu Harvio, 2019 
 
 When asking from the time-to-market perspective, Santtu says that of course there 
are occasional pressures that are caused by some dash that is needed when doing for example new 
OEM integration to the consumer product, when time frame is defined by that particular project. 
But also, in those cases the overall view is always seen from the point of the whole service family, 
not just one product and that ensures the continuity of the whole ecosystem. If there are any kind 
of compromises due to time-to-market, we make sure that it is always updated to the generally 
approved level in the long run, so that the quality of service is the highest possible and stays there, 
he says. That is the only way to win nowadays, the meaning of service experience is huge. 
 
 Regarding whether the fast growth has been working as a trigger towards the new 
development processes or has everything been sort of already planned and followed before that he 
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states the following. If you think UROS as a connectivity service provider, which is our ground 
stone, so in this sense we have done a very simple service promise in the beginning; solve the 
problematics that are related to the use of data globally. And in a way we have lived that service 
promise throughout the whole journey, it has just developed further. First there was “MiFi” 
products (mobile hotspot), then we moved along with the smartphone vendors and integrate the 
service into that world, and slowly adding more OEM’s to the equation so that our goal is to be in 
“everyone’s pocket” in the future through eSim, but still we are following basically the same service 
promise. And when we think about IoT markets and that we are bringing that same promise of 
connectivity, with the global data footprint and price to anyone in the  IoT scene,  regardless  if it’s 
the  manufacturer of sensors, cars or even vacuum cleaners, we are only repeating the same service 
promise, just developing it further. Of course, there are new available possibilities too and we’ve 
had some IoT “experiments” where we in a way wish to branch out from being “just” a 
connectivity service provider, and those are ones that have been enabled by the high-growth for 
sure. 
 

4.2.3.  IoT Ecosystem (High-growth & SBMI) 
 In IoT ecosystem related products the growth has increased the demand of new 
vertical solutions, and according to Aimo Vainio, Vice President of product creation in IoT, that 
creates pressures of course. When the software and the platform was originally designed and 
developed, it was more of a horizontal solution, but high growth has allowed the step to the next 
level of projects and partners, where new vertical possibilities are explored and of course we want 
to be part of it, he says. The growth has brought us more credibility, which is very important in the 
international markets and broader shoulders when it comes to negotiating and landing new deals, 
and it has helped us to get into bigger and better deals for sure. High growth has also made it 
possible for us to do various things and get us into global projects more easily. 
 

4.2.4.  eSIM Ecosystem (High-growth & SBMI) 
 Smartphones have played a big part in the growth of UROS, and when we talk about 
eSIM technology, we can say that this has been an enabling technology that has made the 
smartphone business growth possible, say Mika Alamartimo (Director, eSIM ecosystem) Being 
able to use more than one operator/carrier has been essential and important technology, and 
allowed us to offer competitive data service for smartphones. With the growth there was a pressure 
for sure, we wanted to replace the traditional SIM card as fast as possible with eSIM, so we can say 
that there was a business need for it and that naturally creates pressure towards the time schedule, 
he says. The case being that companies often follow the new upcoming technologies, to see what 
is on the way. Since we used several data SIM cards earlier, eSIM as a new technology has been 
seen as a “must” at UROS from early on and it has been included in the development since then.  
 
 

4.3. SUSTAINABILITY 
 
 UROS has developed a Code of Conduct that they follow. This guideline regarding 
human rights, environmental and ethical issues has been set up according to United Nation’s 
Global Compact Initiative and its ten principles, and these guiding principles of Business and 
Human Rights are being implemented throughout all business operation 
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4.3.1.  UROS Ltd.  
 When asked about different aspects of sustainability and how have they been 
addressed by the company, besides the Code of Conduct, Jerry says that to some extent these have 
been considered and executed with some of the partners. From social sustainability point of view 
the most visible strategic cooperation has been with Viasat and with them we have already planned 
some future actions already, he says.  
 
“We have been doing cancer aid campaigns with Ice Hockey team Oulun Kärpät and looked into 
possibilities with UEFA in the future too, so I can say that we want be part and take action on a 
social level too”.  
– Jerry Raatikainen, 2019. 
 
 From the business side of course, we are compliant to follow and respect the 
sustainability goals through our partners too. With the growth we have been able to land several 
major partnerships with the biggest players on a global level, and through those agreements we are 
committed to invest on these things too. So, there is a growing pressure towards sustainability, he 
says, and it will be in a bigger role for us in the future for sure. It’s not something that brings in the 
cashflow but lifts up the brand image and for that purpose we have recently done a brand renewal 
to high light these activities and our values.  
 

4.3.2.  Research and Development  
 There is sort of two angles to the matter, says Santtu. One is that how we carry our 
share of the social, environmental, etc.  responsibility as a company, and regarding that we have 
profiled ourselves as a service provider, so that we don’t manufacture any devices or such, but 
instead we bring our services to the hand of the others. But if you think about sustainability within 
a company, these Code of Conducts and other guidelines already create a certain legislative pressure 
and through our partnerships it amounts even more, he says, but in a way it is already in our DNA, 
a company culture of how we do things and how we value things. It was even more defined in our 
recent brand renewal. We’ve had this very strong stigma of start-up or even a family company, and 
we have tried to look for the ways to keep it up even with the growth, and that results in a very 
open, bold and even caring company culture that we want to nurture. With the growth comes the 
partnerships with bigger players and certain demands regarding sustainability issues are coming 
from there too, but then we talk about Code of Conducts and such, but what I have noticed is that 
when we talk about UROS as an employer, people are asking more and more about the ethical 
values and how we address certain issues, so there is a growing interest and pressure even in 
individual level to those things. It’s the new generation that is coming that find these matters more 
important and it’s  about the image you want to have, I’d rather be proactive in this matter than 
reactive, and that’s how we see it in R&D too, Santtu says. 
 

4.3.3.  IoT  
 From the service point of view the sustainability has not been the first thing in mind 
when something new is developed says Aimo Vainio. First thing usually is the technological 
solution, like in the project with Jyväskylän Energia, where the priority was the digitalization of 
water management. The idea behind the need of their digitalization probably has its roots in the 
environmental aspect and the state of Finnish water cycle and services related, and they go hand in 
hand, but for us, the main goal was to provide a technical solution required, he continues. At least 
in Finland the sustainability has not been the main driver for IoT product development, but it 
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naturally moves things towards sustainability with it. It has not been fully understood yet as a 
competitive advantage but will definitely be one in the future. Through the growth you get global 
projects, but you still need to thing also everything from the business perspective. Like in the water 
management, even if there is lot of problems in the world with the sufficiency of the water with all 
the leakages and other related problems that digitalization could solve, the price of the water in 
those areas might be a fraction of what it is in other, let’s say like in Finland. That leads to the 
question that how these systems are funded and how the investment is paid back and how much 
time that will take, Aimo states. So, there is a pressure towards the solutions, but also it needs to 
be balanced with the business itself. In a global scale the pressure has resulted in a fact that 
sustainability is something that every developing country, like China that is gaining prosperity, has 
to take into account. 
 
 In 2018 World Economy Forum (WEF) published an Internet of Things Guidelines 
for Sustainability (World Economic Forum, 2019), and after analyzing 643 applications of IoT 
technology they found that 84% of those were addressing or could be addressing the United 
Nation’s Sustainable Development Goals ("Sustainable Development Goals .:. Sustainable 
Development Knowledge Platform", 2019). Overall bringing the greater connectivity to our 
working and living environments will result in resource saving and reduces unnecessary costs. 
Guidelines created by WEF can be found in annex  6, and the key opportunities and risk summary 
related to that in annex 7. 
 
Laura cox from Disruption (Collaborative membership community) listed 5 examples how IoT is 
supporting sustainability: 
 

• Smart grids (Smart grids track energy supply and demand, collecting usage 
data and applying it to energy networks.  Given that clean energy alternatives 
have been criticized as unreliable, smart grid solutions are instrumental in 
enabling the adoption of renewable power). 

• Smart street lights (Smart lighting recognizes when natural light has reached 
the point at which artificial light is needed. This eliminates unnecessary 
resource use while ensuring that cities are safe, with adequate visibility). 

• Water Monitoring (Water is fundamental to functioning societies, but water 
resources are under pressure. As well as addressing the challenge of feeding a 
booming global population, organizations also need to provide enough clean 
water. 

• Air quality trackers (The IoT is helping organizations to learn when and 
where pollution is at its worst, and what it is caused by. Tracking air quality 
can aid in identifying pollution sources and forming a strategy to address 
them). 

• Connected transport (The collection of real time data has delivered 
streamlined services, an improved customer experience and greater 
personalization. Connectivity has also enabled automation, which will ease 
congestion and help to lower pollution levels). (Cox, 2019) 

 
”The more that can be known about how a product, system or service functions, the more it can 
be tailored to meet specific demands at specific points. By preserving energy, light and water, 
monitoring demand levels, and flagging up potential environmental issues, organizations can 
maximize the value of resources. So, from a profit perspective, the IoT has obvious benefits. 
Fortunately, a highly connected world is a more sustainable world too.” 

- Laura Cox, ("5 Ways The IoT Is Supporting Sustainability - Disruption Hub", 2019) 
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4.3.4.  eSIM  
 The biggest aspect towards sustainability with eSIM technology has been the fact 
that we are doing things in morally and ethically sustainable way, and that has been as a principle 
in UROS the whole time, Mika Alamartimo says. We use means and procedures accepted and 
standardized by GSMA (Global System for Mobile Communication with 800 full members and 
300 associate members globally), that limits any kind of foul play that can be seen amongst some 
players in the market. When you have a standardized way of doing things, it brings transparency 
and safety to everyone, and anyone can check the standard and what it stands for. Many of our 
partners are respected western companies that have high standards on working  sustainable way 
and that reflects also of course on us, he says. According to Mika, the pressure towards 
sustainability with growth comes from the publicity; the more you have it the more it creates certain 
pressure to your actions. You can read from the media about the companies that have failed to 
address these issues, like regarding labor conditions or other ethical matters and see what that kind 
of publicity does to a company. That is kind of negative publicity that we don’t want and therefore 
make sure that we operate sustainable way and it’s transparent so that our growing publicity remains 
positive. It strengthens the credibility and the image, Mika agrees. 
 
 Embedding eSIM technology is relatively new and the full potential of it yet to be 
discovered, but the possibilities are enormous and from the sustainability point of view, just the 
idea of getting rid of physical SIM card (Manufacturing, waste, etc.) can be seen as an ecological 
leap for the better future. Some of the benefits included in eSIM for IoT sector are listed below 
(Marco Bijvelds, 2019): 
 

• IoT devices deployed for a longer period of time get protection from the 
impact things like evolving network technologies, sunsets, service 
terminations because the technical or carrier lock-ins are eliminated 

• Organizations can eliminate the need of purchasing new SIM cards physically 
replace legacy SIMs due to remote provisioning of different carrier profiles or 
network technologies 

• Eliminating the process of managing costly and time-consuming replacement 
of physical SIM cards for example in the global logistics 

• Organizations are empowered to minimize total cost of ownership of 
connected devices and through that maximize their returns on IoT 
investments 

 
 

4.4. SUSTAINABLE VALUE NETWORK 
 
 When we talk about the service industry, it is sustainable already itself, and also the 
two chosen ecosystems in this study can be considered automatically innovations towards 
sustainability. In this study I wanted to concentrate also to the additional sustainable value that has 
not been yet discovered or exploited, and how that relates to the company itself and the R&D with 
two selected sub units. 
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4.4.1.  UROS Ltd. (Sustainable value creation) 
 When asked about the additional sustainable values that come as a byproduct, Jerry 
Raatikainen says that even if we are doing economically motivated operations, we are also involved 
with larger sustainability projects globally. He states that for example being a certified partner in a 
BRI (Belt and Road Initiative) is a major thing sustainability wise. We have convinced the national 
ministries with our solutions and what are the advantages of those like say in the water 
management. Of course, we look it from the financial perspective but also from the sustainability 
perspective, he says. If we are able to renew for example Chinese water systems so that it enhances 
the quality and sufficiency of water available, it will definitely improve the quality of life of the 
people there significantly. These are the first examples of the additional sustainable values but there 
will be more for sure when these systems are developed further and implemented, and this is 
something we see very important from the company perspective, Jerry states.  We see things like 
eSIM a very significant innovation when it comes to sustainability, and therefore want to be 
pioneers in creating such things, and the uncovered value potential is limitless. We can start with 
the idea of not having any more SIM cards in the near future, so that reflects to the plastic waste 
created form the millions of SIMs globally, and that is a good start already, he says. 
 

4.4.2.  Research and development (Sustainable value creation) 
 If we think about the additional value, we’re on the verge of more growth and that 
will make things interesting related to that, says Santtu Harvio. We have been able to scale up with 
relatively few people in staff, so there has not been a correlation to the financial growth in that 
sense, and no R&D investments required related the amount of the users. In this sense we have 
optimized the resources already, but while we are expanding our services there might be a new 
need for investments and that will create pressures towards the value creation of course, it needs 
to be in balance, he says. Our design architectural choices have proved their sustainability and 
scalability, but we also need be able to grow, create new values in other sectors without losing those 
in another. It is important to have right image profile as an employer to endorse right values from 
that perspective too, Santtu says. 
 

4.4.3.  IoT (Sustainable value creation) 
 Aimo Vainio says that the additional value within IoT solutions is obvious. The 
connectivity is increased everywhere and new ways of using the technology are emerging all the 
time, and that creates additional value of course. The more data is available through connectivity, 
the more specific settings can be adapted through optimization and that will be the source of even 
more additional value yet to be discovered. If we think about water management for example, it is 
also about the crisis management, the faster you are able to react to any problems the better you 
can mitigate the consequences, and that is a value too. There are going to be increasing number of 
problems when it comes to availability of fresh water globally, so these solutions are a necessity in 
a long run. Then the additional value that has been created as a byproduct and is not necessarily 
creating cash flow at first, will transform into competitive advantage and eventually create profits 
too, he says. 
 

4.4.4.  eSIM (Sustainable value creation) 
 There are of course sustainable value associated with the use of eSIM naturally from 
the beginning, like plastic waste, but when we started to develop eSIM, it was the technological 
advantages as a priority, and the fact that it is also environmentally sustainable solution was just 
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one additional value, not the trigger that drove the development, says Mika Alamartimo. Being 
relatively new technology there is definitely uncaptured value that will be discovered in the future, 
but at this point it is hard to say. 
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5. ANALYSIS 
In this chapter I’ll  connect the theoretical framework of this study to the empirical data and create 
hypotheses based on the findings. I’ll look into the high-growth of UROS based on the theoretical 
findings in literature, then asses their sustainability same way and illustrate their business model 
using Triple layered business model canvas, and finally I’ll map out some insights of their 
sustainable value network. Afterwards I’ll try to build relevant theories around the results and 
created hypotheses. 
 

5.1. HIGH-GROWTH 
 
 Even if there are no clear definition of high-growth, the significant growth that 
UROS experienced between the years 2011-2017 falls under several definitions that have been 
made to describe high-growth. Sales and employment have been of the most used indicators of 
growth (Daunfedt, Elert and Johanson, 2014; Shepherd and Wiklund, 2009). Despite the moderate 
correlation, these indicators can be used separately and in UROS’s case the sales are the 
determining factor, since the employee headcount has not grown the same speed as sales. Both 
Jerry and Santtu say that growth has been possible to achieve with cost-effective way without any 
major investment to the human resources at the same time. David Birch (1979) defined High-
growth firm as one that experiences growth of turnover more than 20% for four years in a row 
starting from $1 million. Eurostat and OECD define high-growth firm as one with more than 10 
employees and grows 20% a year, minimum of three years in a row, in either of the earlier 
mentioned indicators (Eurostat-OECD,2007). The growth of UROS between the years 2011 – 
2017 (€12,000 - €483 000 000) is in line with both of these definitions respectively, so therefore we 
can say that UROS qualifies as the high-growth company. 
 
 Mansfield (1962) suggested that the younger and smaller the firm is the higher 
growth rates are expected if you compare it to the older and bigger firms, and in UROS’s case the 
first seems to be true, but Stochastic model of firm’s growth known as Gibrat’s Law by Coad and 
Hölzl (2010) contradicts on that by saying that firm’s growth rate is not dependent on its size and 
vast amount of empirical data strengthen this negative relationship of size and growth (Calvo, 
2006). The growth relation between sales and employment at UROS can be seen positive and in 
line with Davidsson, Steffens and Fitzsimmons’s (2009) statement that firm with high profitability 
and slow growth has a better change of sustainable growth. According to SGR (Sustainable growth 
rate) by Higgins (1977) new assets required for additional sales should be funded by profits and the 
additional debt capacity, and when asked Jerry about the growth, he pointed out the importance of 
the “back-up” capital from profits and investments in UROS so this can be seen serving well the 
idea of sustainable growth rate.  
 
 One of the biggest challenges for firms and growth is to make sure that their business 
model supports the growth and operations are scalable to the new level and the market needs 
(Palomas-Aguirre, Barnett, Layrisse and Husted, 2018). It is important to maintain the flexibility 
and innovativeness while new, more systematic processes introduced with growth and overcome 
this challenge (Hambrick and Crozier, 1985). Jerry talks about the unique set-up that UROS has , 
where capital is not tied up in physical products, that balances this pressure. He and also Santtu 
emphasize the importance of the scalability of the core functions in the core processes and services 
in the company. Scalability in R&D allows the flexibility in innovation development in the whole 
service platform as well in the more urgent, specific operations related to particular integrations 
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and modifications of existing services. The growth has been expected from the beginning, so the 
carefully built service platform is easily scalable even when number of users is grown rapidly.  
 
 Increase of the existing operations is seen as one of the new opportunities from the 
profit or volume perspective, but also the expansion towards new potentially profitable businesses 
are considered as growth opportunities. The expectations for growth are creating certain pressures 
towards development and how to sustain that achieved high-growth in a long-run and these 
expectations play a key role in the value creation (Kasznik and McNichols, 2002). Jerry says that in 
UROS the so called “7-year plan” was made back in 2011, that sets the strategical direction of the 
company, but also has focused to the sustainable growth of the company, including expansions 
and new innovation development that included new products and services during those years. The 
plan has been executed as planned and he says that even if some of the “steps” have been achieved 
faster than expected and some slower, they are aligned with the original plan and it has been 
extended to the future. Jerry, Aimo, Mika and Santtu admit that there has been pressure towards 
new technological  innovations, since UROS wanted to be in the forefront of these.  This supports 
the theory of positive relationship of organization’s growth and innovation (Hölzl, 2009). Of 
course, it must be beard in mind that this is a single case study, so all the conclusions must be 
addressed with caution when generalizing. Based on the analysis of the empirical data I formed a 
hypothesis number 1: 
 

1) “Scalability adapted early on supports the growth and innovativeness” 
 

5.2. SUSTAINABLE BUSINESS MODEL INNOVATION 
 
 Exponentially growing need for sustainability is caused by our use of resources 
alongside with increasing population and our way of doing business is considered unsustainable 
(Baldassarre, Calabretta, Bocken and Jaskiewicz, 2017). Understanding the customer needs and 
behaviours are considered to be crucial with the implementation of innovative technologies and 
sustainable development (Bruntland, 1987). In first business plan of UROS the product-service 
combinations offered  to customers didn’t start with that type of activity but was included in their 
7-year plan and quickly two major innovations were established adding them in line with global 
sustainability goals. Ehrenfeld (2009) stated, that even if companies try to embrace sustainability, 
they often use traditional innovation routines that solely aim towards economic business growth, 
set up to meet their financial goals only. There was a level of sustainability in the beginning of 
UROS due to the choice of PSS business model, but after introducing IoT and eSIM development 
in their agenda, despite the financial potential of both technologies, sustainability of their business 
model for the future increased tremendously. Innovation efforts focus often on improving and 
enhancing the existing technologies, their production systems with resource and energy efficiency 
without adopting sustainable key drivers that combine the technological efficiency with customer 
benefits to change the consumption patterns towards more sustainability (Keskin, Diehl and 
Molenaar, 2013; Daae and Boks, 2015). In UROS’s case this assumption isn’t holding up, because 
the implementation and use of both these innovations in their business model are resulting in 
progress towards sustainability in all three layers of economical, environmental and social, and 
potentially extending even further with byproducts. This is in line with WEF’s studies about IoT 
technologies and UN global sustainability goals (World Economic Forum, 2019; "Sustainable 
Development Goals .:. Sustainable Development Knowledge Platform", 2019). Also the original 
choice of PSS as a business model from the beginning is considered as pioneer when talking about 
sustainable business model innovation (Tukker, 2015; Velamuri, Bansemir, Neyer and Möslein, 
2013), and with PSS a significant reduction in material consumption throughout the product life 
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cycle can be achieved and that is one of the  reasons business models using PSS are considered to 
have very high potential to achieve sustainability in both production and consumption (Tukker, 
2015; Maxwell and Van Der Vorst, 2003). We can safely say that in UROS the sustainable 
development is widely adapted, through its business model innovation. Important source for 
sustainable competitive advantage is how capable the company is in moving into new business 
models (Geissdoerfer et al., 2018). Making this step easier in UROS’s case is definitely design 
architecture adapted from the beginning, the platform thinking that leaves room for future 
development and possibilities without disrupting or limiting the existing business model. 
 
The earlier chosen definition of sustainable business model by Lüdeke-Freund (2010, p.23) is 
aligned with the transformation of UROS business model: 
 

“A business model that creates competitive advantage through superior customer 
value and contributes to the sustainable development of the company and society” 

 
 It can be said according to the findings that sustainable business model innovation 
of UROS tackles the challenge of bringing benefits to the firm and stakeholders short and long 
term with win-win solutions, considering environmental and societal impacts alongside with the 
economic ones (Morioka et al. 2016; Elkington, 1994) 
 
 When analyzing how growth has affected the sustainable business model innovation 
at UROS, two interesting observations come up with the interviews. First one is that the 
technological solutions were primary reason for business model innovation, even if the that 
resulted in great deal of sustainable value. Second interesting finding was that pressure towards 
sustainability, counting out the general global guidelines and compliance commitment through 
partner agreements, comes with the growing publicity.  
 
 Like Jerry said, they have noticed that and also that there is some improvement to 
be done, but they are addressing the issues with recent brand renewal and will according to him 
the relationship between sustainability and the company image will be emphasized more than it has 
been. Aimo was in line with Jerry on that matter while saying that it has not been thought as a 
competitive advantage before, but that more focus has been put to that angle as well nowadays. 
This way of thinking can be also found in literature where business model innovation with 
integrated sustainability strategy is more like requirement than possibility if company wants to 
remain competitive (Baumgartner and Ebner, 2010; Osterwalder and Pigneur, 2011). It is not 
something that brings in the cash directly but helps raising the positive brand image that will result 
in better recognition in the market, that will lead to better and bigger projects and partner 
agreements in its way that results better financial opportunities, Jerry said. When thinking this kind 
of perspective from Corporate Social Responsibility point of view this seems to be in line with the 
strategic type of CSR define by Lantos (2002) where philanthropic responsibilities are fulfilled so 
that it benefits the firm, not only through positive publicity, goodwill, but also through innovation, 
cost reduction, increased effectiveness, best employee retention or increased attractiveness in the 
eyes of the investors. 
 
 These virtuous cycles strengthen the elements of the business model (Lecocq, Demil 
and Warnier, 2006). In global perspective this trend towards sustainability requirements from the 
public eye seems to be growing and is noticeable among the younger generations. Santtu pointed 
out that more and more job seekers demand to know the sustainable values and actions of the 
company before applying the available positions, so this can be seen as an important matter that 
can’t be neglected. This is also in-line with the WEF’s studies about IoT technologies and UN 
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global sustainability goals (World Economic Forum, 2019; "Sustainable Development Goals .:. 
Sustainable Development Knowledge Platform", 2019). 
 
 UROS is answering to these pressures of sustainability in various ways. As a base 
there are moral and ethical values that are set up with regulatory means (Code of conduct), 
standardization of operational methods (GSMA), agreements and partnerships who share the same 
values and co-operation with communities on a local and global level. Mika said that of course 
negative publicity is not wanted and that creates pressures, but only way to tackle it is to make sure 
your activities are sustainable and keep building up positive public image. There was no significant 
difference between the  company perspective or experience itself and with either of the sub units 
under investigation (IoT & eSIM). 
 
 These activities are supported by the Nielsen report (2014) where 34 companies were 
analyzed in 9 different countries and showed that brands promoting their sustainability initiatives 
in their marketing programs had five times greater sales growth than the ones who did not invest 
in promotions of their sustainability efforts (ref.). Positive findings when engaging in sustainability-
related activities includes for example enhanced corporate image and reputation (Gatti, Caruana 
and Snehota, 2012; McKinsey, 2011), increased consumer purchase intentions (Sen and 
Bhattacharya, 2001), mitigated backlash in product crisis (Klein and Dawar, 2004) and brand loyalty 
(Du, Bhattacharya and Sen, 2007). Moreover, this is backed up by the study showing that social 
sustainability initiatives have more positive impact on consumer attitudes on service-oriented 
brands and environmental initiatives more on good-oriented brands  (Hanson, Jiang, Ye, Murthy, 
2018). Based on the empirical data I formed a hypothesis number 2: 
 

2) “Increasing publicity creates pressure toward sustainability” 
 

 

5.3. SUSTAINABLE VALUE NETWORK 
 
 Value network analysis gives a systematic view how elements of network are 
interrelated and seen from the global perspective. It helps integration of sustainability into business 
model and its changes (Stubb and Cocklin, 2008; Kothandaraman and Wilson, 2001; Allee 2011). 
In order to reach the balance with all three aspects of the system (economical, environmental and 
societal), every sub-system needs to be healthy and viable (Ehrenfeld and Hoffman, 2013). This 
requires finding new and better ways to create both economic and non-economic value more 
sustainable way (Argandoña, 2011) and interaction, partnering, networking and learning between 
all stakeholders is critical for achieving that (Winn and Kirchgeorg). When we look at sustainable 
business model innovation and the sustainable value network in case UROS, it seems that the 
implemented sustainable business model innovation has created value to the multiple stakeholders 
such as customers, suppliers, shareholders, partners, but also to environment and society 
(Baldassarre et al. 2017), thus fitting the abovementioned requirements.  Typical to the PSS business 
models, the transformation towards sustainable business model innovation has uncovered value 
uncaptured when comparing to the previous business model like suggested by (Yang et al. 2017). 
New value system has added more dimensions with value uncaptured in all levels of economic, 
environmental and societal, and there are still opportunities to be exploited or not yet fully taken 
advantage of. It also suggests that term ‘shared-value’ implies, meaning that the value is created in 
a way that it is beneficial to the society (Vargo and Lusch, 2007; Porter and Kramer, 2011). The 
transformation has led to the realization that there are still more ways to discover and unlock 
potential value from the new advanced technologies (Zott, Amit and Massa, 2013) and how those 
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technologies are adapted to different markets where different business models result in different 
outcomes (Chesbrough, 2010).  Technology enables more sustainable product and process 
development and sustainable leadership is just one example of this (Halme and Korpela, 2013) and 
in UROS this leadership towards sustainability is demonstrated in both company and 
product/service level. Mika and Aimo both said when interviewed, that even if the new 
technological advantages were the priority in development, the additional sustainable value came 
right behind that and that value is now being discovered and can even be considered as a 
competitive advantage. Therefore, it can be said that UROS is in the phase where sustainable 
business model innovation is developing even further and the framework  of using a value 
uncaptured by Yang et al. (2017) (Figure 15) is applicable and describing the situation at the 
moment.  
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Sustainable value
Value uncaptured
Value opportunities

Identify Value 
Uncaptured Turn Value

Uncaptured into
Value

opportunities

Turn value
Opportunities

Into value
• Value surplus
• Value absence
• Value destroyed
• Value missed

Current 
Business Model

- Value proposition
- Value creation and
delivery

- Value capture

- New value 
proposition

- New value creation
and delivery

- New value capture

New Business 
Model

Low sustainable value High sustainable value

Sustainable business model innovation

Figure 15. Development phase of UROS sustainable business model innovation and value uncaptured according to Yang et al., 2017 by author

IoT Smart solutions, eSIM technology, 
byproducts, media, etc.
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To better understand the UROS sustainable value network I have used the illustrated triple layered 
business model canvas (Joyce and Paquin,2016) Figure 16. 
 

 
 
 
 

 

Economic Business model Canvas

Partners Value proposition

Resources

Activities Customer 
relationships

Channels

Customer 
segments

Costs Revenues

• Global operators
• Global OEMs
• Service & Tech
Providers
• GSMA
• GSMA WAS
• Super IoT

• Product & Service 
evolution

• Product portfolio
• Sales and marketing

• R&D
• Partnership 

management
• Sales and Marketing
• IPR’s
• TEKES & ELY

• Global connectivity 
with convenience 
and easy-to-use

• Future innovations 
today

• Affordable roaming 
without bill-shock 
with smartphone 
app and mobile 
hotspot

• Brand value and 
quality

• Global customer 
service

• Global sales offices

• B2C
• B2C+B2B
• B2C+B2B+B2B2C

• Online
• B2B corporate sales
• Retailers and 

distributors
• Fairs
• Agencies and research 

institutes
• Awards and reviews

• Fixed (Salaries, rents, utilities)
• Variable (R&D, Marketing, logistics, outsourcing)

• Subscription fees
• Licensing fees
• Device sales
• IoT solutions

Environmental Life Cycle Business model Canvas

Supplies and
Out-sourcing

Functional Value

Materials

Production End-of-Life

Distribution

Use Phase

Environmental impacts Environmental Benefits

• Device and SIM card 
manufacturing

• Energy for processes

• No physical 
production

• Energy needed for
service production

• SIM cards
• Devices
• Marketing and office 

supplies
• IT-infrastructure

• Devices sold 
annually

• SIM cards sold 
annually

• Plastic waste from 
SIM cards

• Device waste (old 
batteries and 
products)

• Packaging
• Post & UPS

• Battery charging of 
devices (Smartphone 
and hotspot)

• Energy for connected
devices

• Distribution channels
• Waste from SIM cards old 

devices

• No more SIM cards (eSIM)
• Smart IoT solutions (like water

management)
• Significant reduction in carbon footprint 

and resource optimization
• Sustainable byproducts
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 Above TLBMC was based on the data collected and represents my own 
interpretation of the UROS value network. What we need to notice is that in the canvas 3G/4G 
mobile hotspots are included as well as the physical SIM cards. If we think the future direction of 
UROS, more focus is put on IoT smart solutions and that will definitely contribute to the canvas 
significantly, especially to the ‘environmental layer’ of it by reducing material  and energy 
consumption and waste. Also, smart IoT solutions will contribute to the ‘societal layer’ on a global 
scale. Combining that to the  simplified version of value mapping tool (VMT) (Figure 17) from 
the parts we can address with the data, there is very strong evidence of value opportunities in 
various stakeholder segments.  
 
 
 
 

Social Stakeholder Business model Canvas

Local
Communities

Social Value

Employees

Governance Societal Culture

Scale of Outreach

End-User

Social Impacts Social Benefits

According to Joyce and Paquin (2016) by author.

• Sponsoring
• Charity
• Global community 

partnerships
• Belt and Road

Initiative
• Digitalization

• Privately owned 
company

• HQ in Finland
• 11 global offices

• Positive workplace and 
culture

• Multinational workforce
• Company insurance
• Employee activities

(yoga, massage, sports,
culture, etc.)

• Developing long-
term value that 
mutually benefits 
all the stakeholders 
(partners, 
communities, 
customers)

• Enhancing people’s 
lives with better 
connectivity and 
smart solutions

• Culture of 
belongingness through 
connectivity

• Culture of 
responsibility through 
sustainable solutions

• Global reach with 
the service 
solutions and 
partnerships

• 11 global offices

• Better global
connectivity

• Low cost roaming
• Convenience
• Aid to everyday life, both

work and private
• Improved infrastructural 

services

• Possible job losses in traditional industries 
through innovative technologies

• Increased screen time trough better 
connectivity

• Better quality of life through innovative 
technologies

• Community engagement
• Charity
• Setting a positive example of sustainable  business 

practice locally and globally

Figure 16. UROS triple layered business model canvas according to Joyce and Paquin (2016) by author
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 In figure 17 we can see that UROS has already captured value (green boxes) from 
all layers of sustainability (economical, environmental, societal) with their core services according 
to their original purpose of ‘global connectivity’ but the new value opportunities and value 
uncaptured (yellow boxes) located on the outer layer of the VMT are the ones that are the result 
of growth, successful implementation of sustainable business model and new technological 
innovations. If addressed and exploited well these opportunities are transformed into captured 
value and will most likely generate and create new potential value opportunities in the future. Value 
missed or destroyed (red boxes) is something that can be adjusted and turned into value (corporate 
and brand image), removed or decreased with product-service development (product end-of-life, 
plastic waste) or some indirect impacts that can’t be really influenced due to customer behavior 
and the nature of business (increased screen time, possible job losses). 
 
 
 
 
 
 
 
 
 
 
 
 

Purpose

Customers
(Use value; perceived 
and actual benefits and 
impacts 

Environment
(Environmental value; 
Environmental 
benefits and impacts)

Society
(Societal value; 
Societal benefits and 
impacts)

Network actors
(Transaction value; e.g. Investors, 
suppliers, partners, distributors, 
media, research institutes)

Figure 17. UROS value map by author according to value mapping tool by Bocken et al. 2013.
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6. CONCLUSION 
Some conclusions have been drawn from the analysis of empirical data in chapter 5 and they are 
presented in this chapter. This chapter also includes the theoretical and practical implications of 
the study, and afterwards limitations and suggestions for future research are presented. 
 

6.1. FINDINGS AND CONCLUSION 
 
 The purpose of this study is to explore how high-growth effects on transformation 
to sustainable business model innovation (SBMI) and how successfully implemented SBMI is 
affecting to firm’s sustainable value network. Findings of this study indicate that high-growth 
brings certain challenges whether it is technological or financial, but as the case example shows, 
these can be mitigated through planning and realistic strategical choices set before the growth 
phase. UROS has adapted scalability to its business operations from the early on, and therefore 
been able to face the challenges regarding resources and growing user numbers with relatively easy 
and cost efficiently. Of course, the original choice of PSS business model has had it advantages in 
that process too, when financial resources aren’t tied into products and such. The high-growth as 
per se has not been the trigger for sustainable business model innovation in this case, because the 
technological directions had been placed in the company’s 7-year plan, but it has created some 
pressure to the time schedules of those technological innovation due to desired pioneer status, but 
bigger global partnerships and grown publicity has played a major role with demands of 
sustainability. New global partners have their own sustainable values embedded in the agreements 
and of course there is still global sustainability goals and regulations that have been set by UN and 
other organizations are widely accepted. What is noticeable is that with the growth the publicity 
increases and that is creating  more public interest towards firm’s values and sustainability of their 
operations. The room for errors is non-existent and the positive public image and transparency can 
be considered more necessity that requirement, especially if the high-growth is desired to continue. 
This can be addressed with standardized operational methods and participating global initiatives. 
Increasing positive brand image requires focus on sustainability. Based on this analysis and 
empirical data from the case I created two hypotheses relating to growth and sustainable business 
model innovation: 
 

1) “Scalability adapted early on supports the growth and innovativeness” 
2) “Increasing publicity creates pressure toward sustainability” 

 
 First hypothesis can be proved correct due to successful implementation of 
sustainable business model innovation, when compared to the statistics of  business model 
innovation where up to 90% fails (Hughes, 2011; Patel, 2015) that indicates successful 
implementation more than unlikely. 

 
 Second hypothesis is also proved correct in this study. In the interviews it came out 
clearly that growing publicity has created more pressures towards sustainability than the global 
requirements for sustainable development. Based on that I have proposed the following theoretical 
framework regarding pressures towards sustainability (Figure 18). 
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Going back to the first of the original research question; 
 

1. How is high-growth related to sustainable business model innovation? 

this study has shown that high-growth and transition to the next level in partnerships can bring 
some demands for the sustainable business model innovation, but the key finding is that growth 
and the growing publicity results to increased pressure towards sustainability and global 
responsibility, therefore you need to pay attention to your positive band image in the public eye. 
 
Also, when looking this from the Corporate Social Responsibility view, where social, ethical and 
environmental concerns are integrated to firm’s business operations, thus trying to maximize the 
shared value for all the stakeholders,  this notion of growing publicity plays a significant role. In 
the three CSR types identified by Lantos (2002): 

1. ethical – fulfillment of a firm’s economic responsibilities, legal responsibilities and ethical 
responsibilities;  

2. altruistic – fulfillment of an organization’s philanthropic responsibilities, going beyond 
preventing possible harm, regardless of whether this will benefit the business itself; and  

3. strategic – fulfillment of those philanthropic responsibilities which will benefit the firm 
through positive publicity, goodwill and also, innovation, cost reduction, increased 
effectiveness, best employee retention or increased attractiveness in the eyes of investors. 
(Lantos, 2002) 

especially from the strategic type point of view, where benefits of positive publicity with its possible 
side effects is emphasized. Regarding the findings of this study, this puts even more weight to 
addressing corporate image from the very beginning and seeing it as an essential part of the firm’s 
strategic alignments even prior to the high-growth. 

 

 
 

Publicity

G
ro
w
th

Public pressure towards 
sustainability

Regulatory pressure toward 
sustainability

Figure 18. Proposed model of growth in relation to pressure toward sustainability by Jan-Iiro Jarva (2019)
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2. What is the effect of sustainable business model innovation to firm’s value network? 

 Sustainable value network and sustainable value mapping is essential to understand 
how value is created and captured in the firm’s sustainable business model. It helps to understand 
positive and negative aspects of value in stakeholder network, identifying conflicting values and 
identifying sustainable business model redesign opportunities (Bocken et al. 2013). In this study I 
have emphasized the meaning of ‘value uncaptured’ that describes the visible or invisible value that 
exists and could be but has not yet been captured (Yang et al. 2017). These consist of under-utilized 
resources, waste streams, labor over capacity for example but also value opportunities that have 
come with the technological innovations and have not been fully discovered or exploited yet. This 
leads to the additional investigation about the value network and the sustainable business model 
innovation: 
 Naturally it depends highly on what kind of business model you are originally having, 
industry, products, etc., but now I am looking this from the highly innovative, service-based 
technology firm point of view. It can’t be stated that in every industry transition towards sustainable 
business model innovation reveals value uncaptured or new opportunities. Based on the findings 
of this study we can conclude that transition into sustainable business model innovation has created 
new value opportunities through technological innovations and their evolution, new partnerships, 
such as by-products and new ways of using technology. It has  revealed value missed that has not 
been captured yet to the fully extent or can be acquired through adjustments like sustainable 
corporate image as a competitive advantage. As conclusion to the additional research topic about 
the value network, the following can be stated based on the case findings: 
 
“Successful implementation of sustainable business model innovation is likely to reveal value 
uncaptured and depending on the technology create new value opportunities” 
 
 As an overall conclusion relating to the topic of this study, I have proposed the 
following theoretical framework illustrated here (Figure 19) that shows the circularity of growth, 
pressure towards sustainability, sustainable business model innovation and new value opportunities 
 

 
 

GLOBAL AND PUBLIC 
PRESSURE TOWARDS 

SUSTAINABILITY

SUSTAINABLE BUSINESS 
MODEL INNOVATIONHIGH-GROWTH

NEW VALUE OPPORTUNITIES

Figure 19.Proposed circularity of relationships between growth, sustainability and value opportunities by Jan-Iiro Jarva (2019)



 
MASTER THESIS  JAN-IIRO JARVA 
 

51 

Illustration describes how high-growth creates pressures towards sustainability both globally and 
from the increased publicity and that drives the sustainable business model innovation. If 
implemented successfully, the sustainable business model innovation is likely to create, discover, 
exploit, adjust new business opportunities that will result in further growth. 
 

6.2. THEORETICAL IMPLICATIONS 
 
 Theoretical relevance of this study lies a) in the realization of the relationship 
between growth, publicity and sustainability as already demonstrated and explained in Figure 18. 
Due to notion of increasing public pressure with high-growth, it should be acknowledged in 
stakeholder and value network analysis. b) with understanding the value aspects of the sustainable 
business model innovation and its relation to growth and new value opportunities (Figure 19). 
There might be differences within different industries and technological choices most likely play 
significant role, but what this single case study has shown is that in Product-Service Systems, there 
seem to be circularity between high-growth, sustainable business model innovation and new value 
opportunities and value creation to at some extent at least. This should be taken into consideration 
when business model transitions are planned and implemented. Focusing on the successful 
implementation and allocating resources to support the transition, company is more likely to 
generate more value opportunities than expected with the careful analysis of value network and 
generate further growth. 

6.3. PRACTICAL IMPLICATIONS 
 
The practical relevance of this study can be stated as follows:  
 
 With the case example of UROS this study has shown that when firm enters the 
growth stage it is important that everything is planned and backed-up before to prevent negative 
impacts of the challenges ahead. Scalability throughout the business operation seems to be 
important factor that should be emphasized.  
 
 High-growth usually results in increased publicity. Making sure that corporate image 
is positive,  and the business operations demonstrate ethical and moral responsibility and are 
sustainable will result less pressure from the public, increase the change of better agreements with 
bigger partners and projects, thus creating new business opportunities. 
 
 Sustainable value network should always be mapped. This helps to understand 
current value mechanisms, identify overlapping or need for adjustment, identify areas where there 
is missed or uncaptured value and show potential new value creation opportunities. When talking 
about sustainable value network it is not so black and white when environmental and social layers 
are added to the picture, so there it is good chance existing value network can be improved, 
optimized or expanded. 
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6.4. LIMITATIONS AND FUTURE RESEARCH 
 
 This is a single case study, so limitations how widely the results are applicable to 
other cases exists. Due to scarcity of empirical studies in the field, relevant compatible cases weren’t 
accessible, and lack of established theoretical foundations of the relatively new phenomena of high-
growth combined with the sustainable business model innovation, made is so that certain theories 
and models had to be picked among from the both respectively. Therefore, they represent the 
relevant choices of the author, and these same theories and models might not feel relevant for 
some future researchers in the field. As already mentioned in section 3.2.5. I tried to offer a neutral 
and objective view in this, but due to the fact that I am working for UROS Ltd., it is impossible to 
remain completely unbiased in one’s perception even if tried. There are personal values of the 
researcher that can unconsciously effect to the study and its interpretation, and it has to be 
acknowledged that even if research or study can’t be value free, it can be ensured that there is no 
untrammeled incursion of the values in the process and self-reflection and reflexivity is exhibited. 
It is common when working with qualitative research strategy where intensive interviewing is used, 
to develop affinity to the people whom they study to the extent that it might be hard to disentangle 
their stance as social researchers from the perspectives of their subjects. (Bryman, 2011) 
 
 For future research more empirical studies is needed to confirm theoretical 
assumption presented in this study. More focus should be put to high-growth phenomena since 
the technological advancements aren’t solely developed by large corporations, but many of them 
by small and medium size firms, and these advancements and innovations are likely to result more 
high-growth companies in the future, and  the traditional business models are being replaced by 
service-oriented or circular models. When sustainable business model innovations are studied, the 
value uncaptured and new opportunities should be emphasized. If concentrating to the 
product/service at hand, we are not revealing the whole potential of the business model innovation. 
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APPENDIX 
 

Annex 1. Challenges for Sustainable business model (SMB) 

 

Annex 2. Barriers for sustainable business model innovation  

 

 

Challenges for creation of SBMs Literature

Triple bottom line
- The co-creation of profits, social and environmental 
benefits and the balance among them are challenging 
for moving towards SBMs. 

Mind-set
- The business rules, guidelines, behavioral norms and 
performance metrics prevail in the mind-set of firms and 
inhibit the introduction of new business models.

Resources
- Reluctance to allocate resources to business model 
innovation and reconfigure resources and processes for 
new business models. 

Technology innovation
- Integrating technology innovation, e.g. clean 
technology, with business model innovation is 
multidimensional and complex. 

External relationships
- Engaging in extensive interaction with external 
stakeholders and business environment requires extra 
efforts.

Business modelling methods and tools
- Existing business modelling methods and tools, e.g. 
Osterwalder and Pigneur (2010) and Johnson et al. 
(2008), are few and rarely sustainability driven. 

Hart and Milstein, 2003; Stubbs and Cocklin, 2008; 
Schaltegger et al., 2012

Johnson et al., 2008; Yu and Hang, 2010; Boons 
and Lüdeke-Freund, 2013

Chesbrough, 2010; Zott et al., 2011; Björkdahl and 
Holmén, 2013

Hart and Milstein, 2003; Yu and Hang, 2010; 
Zott et al., 2011

Stubbs and Cocklin, 2008; Vladimirova, 2012; 
Boons and Lüdeke-Freund, 2013 

Björkdahl and Holmén, 2013; Girotra and 
Netessine, 2013; Yang et al., 2014 

According to Evans et al. 2017 by author

Annex 1.

Barriers to sustainable business model archetypes

• Lack of strict legislative pressure
• Lack of economic incentives 
• Lack of strict legislative pressure 
• Lack of economic incentives
• Lack of awareness and understanding
• Lack of legislative pressure
• Lack of economic incentives
• Lack of awareness and understanding
• Lack of clear legislative pressure 
• Lack of economic incentives
• Lack of consumer/customer acceptance
• Lack of economic incentives
• Lack of consumer/customer acceptance
• Short-term profit maximisation
• Lack of transparency (challenging supply chain control in 

global environment)
• Lack of consumer/customer acceptance
• Lack of economic incentives 
• Lack of legislative pressure 
• Lack of international agreement (e.g. substitutes from Asia)

Main barriers

• Attitudes and values 
• Lack of awareness and understanding
• Lack of incentives/support
• Short-term profit maximisation
• Structural barriers

• Attitudes and values
• Lack of awareness and understanding

SBM archetype
Pollution control

Maximize material and energy efficiency

Create value from waste

Substitute with renewables and natural processes

Deliver functionality rather than ownership

Encourage sufficiency

Re-purpose the business for society/environment

Develop scale-up solutions

Adopt a stewardship role

Technological

Social

Organizational

Innovation type

According to Laukkanen and Patala, 2014 by author.
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Annex 3.  The Sustainable Business Model archetypes 

 

Annex 4. Operationalization chart 

 

Bocken et al., 2013

THE SUSTAINABLE BUSINESS MODEL ARCHETYPES

OPERATIONALIZATION CHART

Themes Theoretical
statements

Semi-structured
questions

Growth
+

Business model innovation

Growth
+

Sustainability

Growth
+

Sustainable value network

1. Importance of innovations in fast-
growing firms

2. Exploitation of business 
opportunities, elements and themes

3. New opportunities and product life-
cycle

1. SBMI requires more focus on the 
actual sustainability

2. Positive and negative forms of value 
in multi-stakeholder environment

3. Triple layered business model canvas

1. Early identification of value 
uncaptured with PSS models

2. Failed exchange value
3. Identifying and redesigning 

opportunities based on sustainable 
value judgement

1-7

8-12

13-17

References

1. Goedhuys, 2009; Holzl, 2009
2. Zott and Amit, 2007
3. Toossi, 2011

1. Bocken et al., 2016; Tukker, 2004
2. Geissdoerfer et al., 2018; Schaltegger

et al, 2015
3. Joyce and Paquin, 2016

1. Yang et al.,2017
2. Yang et al., 2017
3. Bocken et al., 2013
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Annex 5. Interview guide 

 

 

Interview guide (translated to English)  
 
Aim of the thesis was described briefly to the respondent and the reason behind the selection of him/her 
as an interviewee. Permission to record the interview was asked at this point. 
 
Introduction: 

- Name 
- Title and responsibilities in the company  

 
Growth and business model innovation:  

1. In your opinion did experienced fast-growth create a feeling of any kind of pressures in general 
when you think about your daily work activities in 2017- ? 

2. How would you describe the development/implementation schedule changes during the growth 
period (2017- )?  

3. What kind of pressures deadlines/schedules might have been facing, if any, that might have been 
generated because of the fast-growth?  

4. How do you assess the development of new products (General/IoT/eSIM), was it there from the 
beginning or did the need for that arise with the fast-growth? 

5. How do you see product life cycle thinking in relation to the need of new product development in 
UROS? 

6. In your opinion what was the role of  the fast-growth towards new product development and new 
business model? 

7. How would you describe resource allocation and investments towards the R&D in 
(General/IoT/eSIM) during the growth period (2017- )? 

Sustainability 
8. How strongly has sustainability emphasized in UROS in your opinion, besides the Code of Conduct? 
9. How has sustainability thinking been involved in decision making when you think about production 

processes, logistics, sales channels, recycling, partners for example?  
10. In your area of responsibility, when it comes to decision making processes and planning, has 

sustainability levels (economical, environmental, social) been distinguished in any way and how has 
the value creation in different levels considered? 

11. In your opinion has company addressed the social sustainability only from the employee 
perspective or also from the community perspective? 

12. In your opinion, how well does UROS represent the sustainable company? 
Sustainable value network 

13. New products (IoT/eSIM) are creating sustainable value with their respective primary functions, 
was it something that was planned and intended from the beginning or was these “values of 
sustainability” noticed later? 

14. Relating to the previous question; use of the new products have shown various newly discovered 
sustainable values as a by-product, was this something that was thought already in development 
phase or has these also been “uncovered” after sale/implementation of the product? 

15. Has sustainable value thinking been emphasized more recently in your opinion? 
16. How do you see the relation of fast-growth and the emphasizing sustainable values? 
17. In your opinion, do you think there is something where sustainable value has still been “uncovered” 

and/or do you think there is still something where improvements could be done regarding that? 
Other 

18. Is there anything that you think I forgot to ask relating to the aim of the thesis? 
19. Is there anything you would like to add? 
20. Is it ok to contact you again for additional information? 
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Annex 6. IoT Guidelines for Sustainability (World Economic Forum, 2019) 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

1. Provide structural incentives to encourage the prioritization of sustainability objectives 
at the design phase of the IoT projects

2. Integrate technologies and drive use cases-based growth under solid and collaborative 
partnerships to overcome the limitations of fragmentation

3. Address infrastructure solutions first to enable business models and facilitate scale
4. Simplify legal frameworks, accelerate procurement and engage the experts to enhance 

the pace of IoT deployments and reduce the risk of political cycles
5. Establish early the data governance terms for ownership, privacy, usage and sharing as 

a central pillar of the partnership

1. Exercise flexibility in designing and executing business models

2. Develop cross-industry solutions to unlock mutual benefits and enable new 
monetization models

3. Achieve scale by demand consolidation and bundling to attract alternative funding 
sources (e.g. institutional investors)

1. Embrace a sustainability awareness culture to respond to new generational demand, 
enhancing brand reputation and attract top talent

2. Adopt a framework based on the UN Sustainable Development Goals to evaluate 
potential impact and measure results

3. Identify potential Sustainable Development Goals and targets addressable by your IoT 
project and incorporate them into commercial design
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Annex 7. Key opportunities and risk summary (World Economic Forum, 2019) 

 
 

1. Provide structural incentives to 
encourage the prioritization of 
sustainability objectives at the 
design phase of the IoT projects 

Governments Maximize sustainable 
development impacts of 
the IoT projects 

Sustainability continues to be 
an “accidental afterthought” Private sector/ 

Non-profit 

2. Integrate technologies and drive 
use cases-based growth under 
solid and collaborative 
partnerships to overcome the 
limitations of fragmentation 

Private sector Deliver outcomes 
despite relative 
immature market and 
fragmented landscape 

Loss of business opportunities 
as customers wait for industry 
consolidation All 

3. Address infrastructure solutions 
first, to enable business models 
and facilitate scale 

Governments Unlock $14 trillion of 
economic value of the 
global economy by 2030 

Subdued or subpar growth of 
an otherwise promising sector Private sector/ 

Non-profit 
4. Simplify legal frameworks, 

accelerate procurement 
processes and engage the experts 
to enhance the pace of IoT 
deployments and reduce the risk 
of political cycles 

All Streamline processes to 
achieve the full scale of 
the opportunities 
efficiently 

Subdued or subpar growth of 
an otherwise promising sector 

 

5. Establish early the data 
governance terms for ownership, 
privacy, usage and sharing as a 
central pillar of the partnership 

All 
 

Leverage the full 
potential of one of the 
world’s most valuable 
resource - data 

Potential conflicts and failure in 
delivering the promised 
outcomes  

6. Exercise flexibility in designing 
and executing business models 

Private sector Maximize revenue 
opportunities in a 
relatively nascent 
industry 

Missed revenue and growth 
opportunities All 

7. Develop cross-industry solutions 
to unlock mutual benefits and 
enable new monetization models 

Private sector Innovation driving new 
revenue streams 

Missed revenue and growth 
opportunities  

8. Achieve scale by demand 
consolidation and bundling to 
attract alternative funding 
sources (e.g. institutional 
investors) 

All Achieve the true scale of 
opportunities by 
bringing in new class of 
investors 

Missed revenue and growth 
opportunities 

 

9. Embrace a sustainability 
awareness culture to respond to 
new generational demand, 
enhancing brand reputation and 
attracting top talent 

Private sector 50% of world population 
is < 30 years – align with 
their priorities 

Decreased competitiveness and 
brand obscurity 

All 

10. Adopt a framework based on UN 
Sustainable Development Goals 
to evaluate potential impact and 
measure results 

Private sector Homogenize the 
language and goals used 
for sustainable 
development 

Siloed, sector/industry specific 
impact measurement not 
understood by wider global 
community 

All 

11. Identify potential Sustainable 
Development Goals and targets 
addressable by your IoT project 
and incorporate them into the 
commercial design 

Private sector Maximize sustainable 
development impact of 
IoT projects 

Sustainability continues to be 
an “accidental afterthought” 

All 

 
For action by 

Primary stakeholder 
Secondary stakeholder 
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