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Bakgrund:  Strävan för företag att blir mer hållbara har ökat de senaste decennierna och 
därmed har företag och akademiker sökt efter bästa möjliga sätt att uppnå detta. Det har hävdats 
att en innovation av affärsmodellen är det bästa sättet att integrera hållbarhet men många 
organisationer har misslyckats i sina försök. Trots detta finns inte mycket forskning om hur 
företag ska gå vidare för att framgångsrikt implementera en hållbar affärsmodell. 

Forskningsfråga: 

Hur förändrar organisationer från en affärsmodell till en hållbar affärsmodell i praktiken? 

Syfte: Syftet med denna studie är att med hjälp av tre fallstudier förbättra förståelsen och ge 
insikt om hur organisationer förändrar till nya och mer hållbara affärsmodeller. Denna 
forskning behandlar implementationsproblemet för en hållbar affärsmodell. Det syftar till att 
undersöka innovationsprocessen för en hållbar affärsmodell och organisationens brister för 
framgångsrikt att utveckla och implementera hållbara affärsmodeller. Syftet med denna 
forskning är att beskriva hur organisationer kan övervinna implementationsgapet för hållbar 
affärsmodellinnovation och att utveckla ett ramverk som företag kan använda sig av för att 
framgångsrikt implementera en hållbar affärsmodell. 
 
Teoretiskt perspektiv: I denna avhandling presenteras teorier om organisationsförändring 
samt en introduktion av begreppet hållbar affärsmodell, utmaningar som kan uppstå under 
genomförandeprocessen, olika affärsmodell-arketyper samt de olika metoderna för hållbar 
orienterad innovation. 

Metod: Avhandlingen tar ett abduktivt tillvägagångssätt och är av kvalitativ karaktär. En 
kvalitativ fallstudie har gjorts av tre svenska fall. Den kvalitativa metoden består av 
halvstrukturerade intervjuer samt granskningar av årsrapporter från de tre fall som studeras. 

Empiri: Det empiriska kapitlet består av data som samlats in från halvstrukturerade intervjuer 
med personer som är involverade i implementationsprocessen av hållbara affärsmodeller i tre 
svenska företag. Kapitlet innehåller också uppgifter som samlats in från de tre företagens 
årsrapporter för att komplettera de uppgifter som samlats in från intervjuerna. 

Resultat: Resultaten av denna studie är att implementationsprocessen för en hållbar 
affärsmodell endast i viss utsträckning kan förklaras av teorin om framgångsrik organisatorisk 
förändring. Det har visat sig att det finns andra komponenter som är viktiga som företaget 
behöver ta i beaktning för att framgångsrikt implementera en hållbar affärsmodell. De 
komponenter som visat sig vara viktiga var drivkrafter som påverkar företaget, vilket fokus 
företagets hållbarhetsarbete borde ha och det tillvägagångssätt som företaget borde ta 
identifierades. Dessa resultat ledde till konceptualisering av ett nytt ramverk som bättre 
förklarar hur man framgångsrikt kan implementera en hållbar affärsmodell. 
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Background: The drive for companies to become more sustainable have increased the last 
decades and thusly companies and academics have searched for the best possible way to do so. 
It has been argued that an innovation to the business model is the best way to integrate 
sustainability but many organizations have failed in their attempts. Yet, not much research has 
been found regarding how companies should proceed to successfully implement a sustainable 
business model. 

Research question: 

How do organizations change from one business model to a sustainable business model in 
practice? 

Purpose: The purpose of this study is, with the help of the three case studies, to improve 
comprehension, and give insight, of how organizations change to new and more sustainable 
business models. This research addresses the implementation problem of the sustainable 
business model. It seeks to examine the sustainable business model innovation process and 
the shortcomings of organizations to successfully develop and implement sustainable business 
models. The purpose of this research is to describe how organizations can overcome the 
implementation gap of sustainable business model innovation and to develop a framework 
which companies can use to successfully implement a sustainable business model. 
 
Theoretical framework: In this thesis theories of organizational change is presented as well 
as an introduction of the concept of sustainable business model, challenges that may occur 
during the implementation process, different business model archetypes as well as the different 
approaches of sustainable oriented innovation. 

Methodology: This thesis take an abductive approach and is of qualitative character. A 
qualitative case study have been conducted of three Swedish cases. The qualitative method 
consists of semi-structured interviews as well as reviews of annual reports from the three cases 
that are studied.  

Empirical foundation: The empirical chapter comprises of data collected from semi-structured 
interviews with individuals involved with the implementation process of sustainable business 
models in three Swedish companies. The chapter also comprises of data collected from the three 
companies annual reports to complement the data collected from the interviews. 

Results: The results of this study is that the implementation process of a sustainable business 
model can only to some extent be explained by the theory of successful organizational change. 
It has been found that there are other components that are important which the company need 
to consider to successfully implement a sustainable business model. The components that was 
found to be important was drivers that affect the company, the focus that the company’s 



sustainability work should have and the approach the company should take was 
identified..These findings resulted in the conceptualization of a new framework which better 
explains how to successfully implement a sustainable business model. 
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1. Introduction 
  
This chapter introduces the overall background of the relationship between sustainable 
business model innovation and the firm and the discussion of the problematization around the 
phenomenon of sustainable business model innovation and the firm. Finally, the research 
question that this paper seeks to answer, the purpose of this research and definitions which are 
important for this research are presented. 
  
1.1 Historical background and context 
 
The increasing social issues around the world such as such as extreme poverty, which is an 
issue that is becoming larger by the day in those countries that are the most affected or the 
increasing of inequality in industrialized countries, along with environmental issues such as 
climate change, biodiversity loss and depletion of natural resources calls for a more sustainable 
socio-economic system globally (Geissdoerfer, Evans, Van Fossen, & Vladimirova, 2018).  
 
New and better technology and improved infrastructure have lowered trade barriers and opened 
new markets which arguably could have had a direct economic impact but which also may 
increase the harm done to the environment due to increasing transportation. On one hand the 
growth and development has given the world economy a boost, but on the other hand it has 
increased energy demands, degraded natural resources and bring forth greenhouse gas, which 
contribute to global warming (Chang, 2016). The private sector is central to be able to provide 
the resources and capabilities that are necessary to realize and make the creation of a more 
sustainable socio-economic system possible (Geissdoerfer et al., 2018; Porter & Kramer, 2011).  
 
With the rising pressure on companies to decrease their usage of natural resources and their 
negative impact on society and the environment, sustainability has become a higher priority 
than before. The population is getting older, labor market is changing and a rapid technological 
process in automation and information has led to challenges for companies (Berlin et al., 2018). 
It’s no longer viable to waste resources and ignore the stakeholders inside or outside the 
company. In addition, it has been established that the market demand for more sustainable 
products has been increased (Geng, Lin, & Tan, 2012; Berlin et al., 2018). This has led to 
companies growing interest for sustainability (Berlin et al., 2018). 
 
Introducing sustainability as a core value and practice in business is said to be one of society’s 
most promising means for safeguarding natural resources and eco-systems (Lehner & Halliday, 
2014). It can also help the company to be more competitive in the market (Lehner & Halliday, 
2014). To make your company more sustainable, and by that making your brand more 
sustainable means the opportunity to build trust with your customers. This trust possess 
potential to create further growth in the market by making the customer choose your company 
over a less sustainable company (Lehner & Halliday, 2014). 

This means that a company's competitiveness can be affected by the level of sustainability the 
company has. It has been shown that if you have a sustainable product, it can lead to new 
customers and more loyalty in already existing customers (Kalburan & Hasiloglu, 2018). Geng, 
Lin and Tan (2012) found that focus on sustainability in the company’s products will lead to an 
increased company performance in the market. 
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It has been shown that being able to market the company as sustainable helps a company to be 
more competitive (Feng, Nie, Song, & Taoketao, 2018). This is due to the fact that the company 
can use a sustainable market strategy (Feng et al., 2018). This results in companies that can 
market themselves as sustainable gaining competitive advantage over its competitors that can’t 
market themselves as sustainable. 

Sustainability is built upon three different categories and these are environmental, social and 
economic sustainability. Environmental sustainability is about decreasing the environmental 
impact by reducing the usage of energy and resources (Berlin et al., 2018).  Social sustainability 
is according to Berlin et al. (2018) the social component of employees and society that is 
impacted by and has an impact on business practices. This concludes that employees and society 
play a significant role in how companies create revenue and therefore there should be an 
increased interest for social and environmental responsibility within companies. A part of 
society will be the customers of a company, and if the customers demand that the company is 
taking social responsibility the question becomes how management in the company can cope 
with both being sustainable and still be competitive and maximize profit. This leads us into 
economic sustainability, which means that companies create long-term economic growth 
without having a negative social or environmental impact on the society (De Koeijer, de Lange 
& Wever, 2017). This can be done by creating endless material cycles (De Koeijer et al., 2017). 
 
To become more sustainable corporate social responsibility (CSR) was introduced (Calabrese, 
Costa, Menichini, Rosati, & Sanfelice, 2013). The concept of CSR is defined by Sarkar & 
Searcy (2016) as the activities a company does to take economic responsibility to be ethical and 
consider their impact on society, while contributing to a global sustainability. However, 
considering the problem of both being sustainable and maximize profit, CSR is not enough 
(Calabrese et al., 2013). In accordance with this, Hansen, Lüdeke-Freund & Schaltegger (2016) 
claims that CSR by itself are not able to create real sustainability in society or sustainable value 
for the customers, because it’s rarely focusing on both maximizing profit and sustainability. In 
addition, CSR has sometimes been used as an activity outside the companies to repay society, 
not incorporating the company and its products in it. Therefore, they propose that a company’s 
work for sustainability should be included in their business model (Hansen et al., 2016). 
 
The most effectful factor contributing to the increased sustainability work in businesses have 
been the Agenda 2030 for sustainable development. In 2015 UN decided upon the 2030 Agenda 
for sustainable development consisting of 17 sustainable development goals that is adopted by 
all its members that was to function as follow-up to the Millenium development goals. The 
Sustainable development goals are meant to guide and help businesses to contribute to 
sustainable development (Pedersen, 2018). They show businesses what will be accepted, 
needed and supported by society in the next decades and through this also what will be 
demanded by the markets from a long term perspective (Pedersen, 2018). After adopting the 
SDGs members of the UN have started to use these to guide and drive their policies and 
regulations which affects the businesses and how they do business in the countries in order to 
be able to deliver the achievement of the SDGs on a national level (Pedersen, 2018) “The SDG´s 
are a gift to business because the economic rewards for delivering to the needs defined in the 
SDG´s are very significant” (Pedersen, 2018, p. 23). To be able to contribute to these goals 
businesses need to incorporate the SDGs into the company’s strategy and business model 
(Pedersen, 2018). 
  
In recent years there have come to be a common understanding among businesses that, to gain 
sustainable success and fully take advantage of the value that is gained from technological 
innovation, an innovation of the business model is needed (Björkdahl, Hacklin & Wallin, 2018). 
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Evidence has been found which shows signs that innovation of the business model is more 
efficient in gaining financial return than innovation of products or processes (Geissdoerfer, 
Vladimirova, & Evans, 2018). In addition, innovation of the business model seems to be a good 
method of changing the core business of a firm and to integrate sustainability into the core 
business (Adams, Jeanrenaud, Bessant, Denyer, & Overy, 2016). 

With this knowledge in hand companies have, to heed the call for them to become increasingly 
sustainable, started to incorporate the sustainability concept in their business models.  

1.2 Problem 
 
The concept of the business model has existed for quite a long time now. According to 
Osterwalder and Pigneur (2010) “A business model describes the rationale of how an 
organization creates, delivers, and captures value” (p. 14). Teece (2010) provides a definition 
that are along the same lines; “A business model articulates the logic, the data and other 
evidence that support a value proposition for the customer, and a viable structure of revenues 
and costs for the enterprise delivering that value” (p.179). By taking these two different 
definitions into account, you can say that the essential part in the business model is how you 
create, deliver and capture value. 

However, in a more technological and changing world the existing business models has not 
been sufficient to meet the demands of external factors such as sustainability. New and more 
flexible type of business models was needed which lead to the creation of the concept of 
business model innovation (BMI). BMI can be understood as an activity of modifying an 
existing business model or designing and implementing a new business model (Massa & Tucci, 
2014). In other words, BMI is about being more adaptable to changes in the surroundings. 

In the past decades there have been many studies conducted regarding different varieties of 
business model logics and value logics which combines elements from both commercial and 
non-commercial logics such as non-market logics (Randles & Laasch, 2016). As the times are 
demanding for organizations to be more sustainable and have a less negative social and 
environmental impact (Hansen et al., 2016) “the combination of commercial and sustainability 
logics in sustainable business models is particularly relevant and timely” (Laasch, 2017, p. 159). 
With sustainability becoming a core concept of business, BMI had to evolve which has resulted 
in a new concept, which is called sustainable business model innovation (SBMI). 

There has been extensive and diverse research conducted on business model innovation, but 
there has been limited research which incorporate sustainability as an innovation component. 
As companies now seek to achieve social and environmental sustainability alongside economic 
sustainability to gain competitive advantage (Bolis et al., 2017) it is important to know how to 
implement SBMI to achieve these goals (Geissdoerfer, Vladimirova, & Evans, 2018). 
Therefore, there is a need for research on how to successfully implement SBMI to provide a 
framework for organizations which they can follow when implementing sustainability in their 
business model. By creating such a framework, which can guide organizations who want to 
become more sustainable to gain competitive advantage, the amount of organizations who try 
to implement SBMI and the success rate of implementations could be increased which 
ultimately could lead to a more sustainable society. 

Sustainable business model innovation is a relatively new field of research which has yet to be 
studied extensively (Geissdoerfer, Vladimirova, & Evans, 2018) and since it is a new field there 
is yet a lot to explore (Hansen et al., 2016). The call for a comprehensive literature review of 
the field of sustainable business model innovation was however answered by Geissdoerfer, 
Vladimirova and Evans (2018) who conducted such a review. Not finding a clear definition of 
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sustainable business model innovation, they provided a working definition of the term in their 
review. “sustainable business model innovation is the conceptualization and implementation of 
sustainable business models. This can comprise the development of entirely new business 
models, the diversification into additional business models, the acquisition of new business 
models, or the transformation from one business model to another” (Geissdoerfer, Vladimirova, 
& Evans, 2018, p. 407). 

In addition, in their review they discovered underlying aims, which distinguish SBMI from 
BMI, such as SBMI aim at: 

“1) sustainable development or positive, respectively reduced, negative impacts for the 
environment, society, and the long-term prosperity of the organization and its stakeholders or 
2) adopting solutions or characteristics that foster sustainability in its value proposition, 
creation, and capture elements or its value-network” (Geissdoerfer, Vladimirova, & Evans, 
2018, p. 406). With this in mind, the main difference which can be identified between BMI and 
SBMI is that SBMI incorporate sustainability into the core business rather than being just an 
innovation of the business model. 

By reviewing the existing literature, a gap in current research has been identified regarding the 
sustainable business model innovation process and which challenges an organization faces 
during such process and in what ways organizations can address these challenges (Geissdoerfer, 
Vladimirova, & Evans, 2018). There have been studies conducted on barriers to business model 
innovation (Sivertsson & Tell, 2015), barriers to sustainable business model innovation 
(Björklund Cederholm, 2018) and barriers to business model innovation in the agri-food 
industry (Barth et al., 2018). However, there  has been limited research on the challenges 
regarding the implementation component of business model innovation, which makes it 
interesting to examine in this thesis. 

Evans et al. (2017) has compiled possible challenges for SBMI built on theories from other 
authors and these challenges are trade offs between profit and sustainability, methods and tools, 
resources, mind-set, technological innovation and relationships.  

These challenges have been somewhat confirmed by different authors from the change 
management, strategic management and business model innovation literature (Geissdoerfer, 
Vladimirova, & Evans, 2018). However, the field of SBMI is yet to be researched based on this 
theoretical grounding, which is also reflected in the few numbers of case studies and empirical 
analysis which is conducted in this field (Evans et al, 2017). The amount of research conducted 
on business model innovation has steadily increased the last decade but there have been a lack 
of research on how organizations implement new business models, what tools and methods 
organizations can use or what challenges they might face when doing so (Geissdoerfer, 
Vladimirova, & Evans, 2018). Without any empirical research, it is hard for companies to know 
how to integrate sustainability into their existing business models and implement a sustainable 
business model and therefore research regarding this process is needed. 

With what has been stated in this section, two types of research gaps can be found. The first 
research gap is a theoretical problem. Even though there has been extensive research in how 
companies change management, create business model and how you could work with 
sustainability. There is no clear theory on how a sustainable business model should be 
implemented. However, there are some theories regarding possible challenges with the 
implementation of a sustainable business model, but this is yet to be tested empirically and this 
also gives us an empirical problem. 
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1.3 Research question 
 
Considering the formulated research gap provided by the literature, the following central 
research questions is proposed: 
  
How do organizations change from one business model to a sustainable business model in 
practice? 
  
1.4 Purpose 
  
The aim of this research is to improve comprehension, and give insight, of how organizations 
change to new and more sustainable business models. This research addresses the 
implementation problem of the sustainable business model. It seeks to examine the sustainable 
business model innovation process and how organizations successfully implement sustainable 
business models. The purpose of this research is to describe how organizations can overcome 
the implementation gap of sustainable business model innovation and to develop a framework 
which companies can use to successfully implement a sustainable business model.  
 
1.5 Key concepts 
  
To find answers in the study we want to define some key concepts addressing the purpose of 
this study. In the problem section above, we stated the working definition created by 
Geissdoerfer, Vladimirova and Evans (2018) for SBMI. However, we have decided to create 
our own definition based on the previous reviewed literature: 
 
“sustainable business model innovation is the implementation of sustainability in how a 
company creates, delivers and captures value in an already existing or a new business model.” 

Furthermore, the aim with SBMI is to create a sustainable business model (SBM). Considering 
this, it is suitable to provide the reader with the definition of the concept. This study will use 
the definition of a sustainable business model provided by Geissdoerfer, Vladimirova & Evans 
(2018, p. 409): 

“SBM is a business model that incorporates pro-active, multi-stakeholder management, the 
creation of monetary and non-monetary value for a broad range of stakeholders, and a 
sustainability perspective.” 
 

To clarify, in this paper the word implementation is used as a part of the sustainable business 
model innovation and when we discuss the implementation of a sustainable business model, the 
implementation is a sustainable business model innovation. 

The discussion of trade off may become relevant in this study. In this study we assume that the 
primary goal for a company is to maximize profit and if they decide to do a do a sustainable 
business model innovation, there may be a conflict between gaining maximum profit and to be 
as sustainable as possible. The main goal when doing a sustainable business model innovation 
is to find a balance between profit maximization and sustainability maximization, which can be 
a difficult equation to solve. Therefore, trade off in this study is defined as: 

“the diminishing of sustainability or profit for the gain of the other”. 

Sustainability is in this paper defined as: 
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“A company's actions to taking economic, social and environmental responsibility” 

 
1.6 Delimitations 
 
The purpose of this research is to describe how organizations can overcome the implementation 
gap of sustainable business model innovation and to develop a framework which companies 
can use to successfully implement a sustainable business model. In order to be able to fulfill 
the purpose of the study within the timeframe some delimitations has been required.  
 
Swedish cases 
Due to limited time and resources the researchers have chosen to only study Swedish companies 
in this thesis. 
 
Successful cases 
As the purpose of this study is to describe how successful companies have implemented 
sustainable business models the researchers have chosen to only study companies which has 
successfully implemented a sustainable business model. 
 
Limited amount of cases studied  
The study only three cases have been studied. This is a result of the purpose of the study is to 
describe how organizations successfully implement sustainable business models and there has 
been hard to find companies which have successfully done so and which wanted to participate 
in the study.  
 

Larger companies 
Further, the study is also limited to studying large companies as there were no small companies 
which had successfully implemented a sustainable business model and which wanted to 
participate in the study.  
 
 
1.7 Disposition 
 
The chapters of this thesis will be introduced with a short summary of the content that each of 
the chapters contain. The reason behind this is so that the reader quickly will get an overview 
of the chapter without having to read it word for word. The summaries of the initial chapters 
also aim to make it easier for the reader to search and find specific sections of the thesis. The 
disposition follow the traditional way of conducting a disposition for a thesis with an 
introductory background chapter which explains the purpose of the study and the research 
question that is to be answered. This is followed by the theoretical framework, the methodology 
that has been used, the empirical data collected, analysis of the empirical data, the results of the 
study and ends with a concluding discussion. 
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2. Theoretical framework 
 
The chapter of theoretical framework presents the theoretical concepts and ideas regarding 
organizational change, the theory of successful organizational change, an introduction to the 
concept of sustainable business model and the challenges with implementing such a business 
model in theory as well as sustainability oriented innovation. 
  

2.1 Organizational change 
 
There is little research conducted which regards the possible challenges that business model 
innovation faces and the underlying reasons why there is such a high failure-rate in 
implementation. Seemingly there isn’t any research specifically regarding the success- or 
failure rate of business model innovation but there are suggestions that the rate might be as high 
as up to 70% and there is also a lack of evidence-based research on causes behind this 
(Geissdoerfer, Vladimirova, & Evans, 2018). This motivates research regarding on how to 
implement business model innovation successfully so that more organizations can implement 
innovations to their business models which means that they can adapt to the ever-changing 
environment and gain competitive advantage. There is limited research regarding the failure 
rates of sustainable business model innovation due to it being a relative new research area, but 
it could be even higher than that of business model innovation. Since many organizations are 
now trying to become more sustainable and trying to achieve this by implementing 
sustainability into their business model, research regarding the implementation process of 
sustainable business model innovation is timely and highly relevant so that more organizations 
can do this successfully and so that a sustainable socio-economic system globally can be 
achieved (Geissdoerfer et al., 2018).  

A possible reason behind the failures of sustainable business model innovation might be that 
the chaotic and unreliable environments organizations operate in might hinder them from 
making use of value creation possibilities which are different from the existing business model, 
however this is uncertain due to the lack of research (Evans et al. 2018). Within the field of 
change management there are suggestions that the underlying reason for sustainable business 
model innovation is inertia (Hughes, 2011). 

When discussing organizational change regarding the core business, research has identified 
patterns which show the main errors that organizations do, and which leads to their changes 
failing. The most basic reason why organizations fail their change effort is that the process 
consists of several different phases which each demand its own time. Trying to skip a step of 
the process will only make it seem as the process goes faster but will ultimately lead to a less 
satisfying result (Kotter, 1995).  

There has been a substantial amount of literature written regarding the synergies between 
sustainability and organizational goals in many ways in the past. Many of the concepts 
presented can in some ways be traced back to resource-based view of the firm since the research 
shows evidence of companies seemingly tend to improve their competitive advantage by 
investing in resources and capabilities for organizational sustainability (Bolis et al., 2017). 
Naturally, there are many external factors which influence organizations to incorporate 
sustainability in their business models such as legislation, industry-specific competitive 
dynamics and market and natural environment (Bolis et al., 2017). In addition to drivers such 
as social and economic responsibility, reputation and compliance, competitive advantage has 
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revealed itself as one of the prime motivational factors for organizations trying to incorporate 
sustainability into the core of their business (Bolis et al., 2017). 

The application of change management to the field of sustainable business model innovation 
and more specifically the implementation process of a sustainable business model can be 
motivated by the fact that change management regards radical changes of the business (Kotter, 
1995). As innovation of the business model can be classified as a radical change to the business 
(Adams et al., 2016) the theories of change management are applicable to understand the 
design-implementation gap of sustainable business model innovation. 

 
2.1.1 Successful organizational change 
 
There has not been much research conducted on the design-implementation process when it 
comes to SBMI, motivating the research of this thesis. There have, however, been plenty of 
research conducted within the field of change management regarding to implementing radical 
organizational change (De Cremer, Rousseau, & Stouten, 2018). As there have been a lack of 
consensus regarding the processes and principles which organizations should use when they 
implement radial organizational changes Cremer et al. (2018) integrates the existing 
prescriptions with scientific evidence to propose their own process consisting of 10 steps for 
successful organizational change. The theory created by Cremer et al. (2018) will be used as 
the backbone for the study conducted in this thesis. The processes, activates, challenges and 
tools which the organizations being studied used in their implementation processes of SBMI 
will be compared to, and analyzed through this theory. This is done to create an understanding 
of what factors contributed to the success of the implementation and how this is compared to 
success factors found in the field of change management. The application of the field of change 
management, and in extension the theory of successful organizational change, is grounded on 
the fact that the creation of a new or change to a more sustainable business model is a radical 
organizational change. 

It has been hard for modern organizations to create changes of meaning and which are 
sustainable. In addition, there have been no consensus in the field of organizational change 
regarding how to manage change or what principles to follow in doing so (De Cremer et al., 
2018). By conducting reviews on both the basic premises of well-known and used practitioner-
oriented change models and findings in scholarly research, the authors identify ten evidence-
based steps for successful organizational change (De Cremer et al., 2018). The authors 10 steps 
are described below.  

The first step is to assess the opportunity or problem motivating change which requires 
gathering of information so that the specific problem or change opportunity can be understood. 
The first activity during this step is to collect information from all stakeholders so that the 
specific problem or change opportunity is understood. It is of essence that information is 
gathered from all stakeholders and that and that employees are involved in the process. The 
second activity is to diagnose information and the third activity is to share the diagnosis in a 
group setting. It is important to not copy what other organizations have done to successfully 
implement change. 

The second step is to select and support guiding change coalition, this entails creating a guiding 
coalition consisting of organizational members who can oversee the change process and create 
a support system so that the coalition can function effectively. The first activity of this step is 
to create a guiding coalition who can oversee the change process. It is important that this 
coalition consists of organizational members from different levels of the organization. The 
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second activity during this step is to support the coalition which entails consistent 
communication between the coalition and top management and maintaining a supportive 
relationship. The coalition must effectively adapt the process according to the critical support 
received from top management. 

The third step is to formulate a clear compelling vision. The vision should communicate where 
to the change process leads and should appeal to a broad range of stakeholders. It is also 
important that the vision seems reasonable in the eyes of the change recipients and easy to 
communicate for leaders as well as followers, emotionally appealing and flexible enough so 
that there is room for individual initiatives and alternative actions. 
 
The fourth step is to communicate the vision. This vision needs to be effectively communicated 
to generating awareness and support for the change. The first activity in this step is to prepare 
the communication. To effectively communicate the vision, it is important to address the change 
recipients interests in the communication, including fairness and future opportunities. It is also 
of essence that the messages that are embedded in its communication relates to change 
recipients interests and concerns and there must be message consistency. The vision should be 
communicated using multiple channels and one channel that is important is executives who 
functions as role models. General managers should also embody the change offer help to those 
who help implement it. By having role models who embodies the change helps communicating 
the vision in a transparent way so that its meaning is clearer. The second activity of this step is 
to communicate the vision. The communication needs to be open and honest communication 
but that doesn't mean that every little detail must be revealed. Using the vision as a reference 
point in manager conversations with employees makes sure that the message is communicated 
and reinforced. Another important aspect is listening so that the managers can evaluate the 
effectiveness of their communication. The process of communicating change supporting 
messages need to be repeated. 

The fifth step is mobilizing energy for change which can be explained as the process of planning 
the actual change implementation across multiple levels of the organization. The first activity 
during this step is to gather information to help planning the change interventions, sequence 
specific change activities and roll out important change support. The second activity of this step 
is to do a change and readiness assessment which target the number and particular groups of 
employees who will be impacted by the change. It is important to identify the impact and 
success of past changes, the resources that are available, if the change will be made sequential 
or all-at-once and what organizational structure that is needed to make the change possible. 

The sixth step is that of empower others to act. This means empowering employees so that they 
can act in a way which is consistent with the vision and by doing so they will create new ideas 
and ways of working that will come from their own understanding of the change. It is important 
to empower employees in a way that they can act in a manner consistent with the new vision 
and so that they understand the change. If this isn’t done correctly the employees will not be 
able to develop new ideas and ways of working which will decrease the possible effects of the 
change. One key activity of this step is to coach and support employees. This can be done 
through face-to-face conversations with employees and collecting feedback from them. 
Another important activity at this step is to remove barriers such as job-descriptions which 
might hold employees from being able to embrace the change. Employee initiative-taking is 
another key activity during this step. This can be done by encouraging employees to propose 
initiatives and reward them for their efforts. Here it is important to not be defensive towards 
employee ideas and concerns but to encourage it so that they feel that they are an important part 
of the change. Group and team level activities such as involving change recipients in temporary 
groups or task forces can also be a way to involve employees. When using such groups, it is of 
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essence to clarify which role each individual has and how it is connected to the rest of the 
organization, how their efforts will be measured and when their role in the group ends. 

The seventh step is developing and promote change-related knowledge and ability. This is a 
natural continuation of the previous step of enabling of followers by developing and promoting 
change-related knowledge and ability. “Developing knowledge and ability related to the change 
emphases the learning aspect of organizational change and can be related to both understanding 
the vision and how to practice new behaviors the change motivates” (De Cremer et al., 2018, 
p. 30). Even if employees have embraced the change and are motivated they might not have 
knowledge or ability to do so. A key activity during this step is therefore supporting employees 
so that they can learn and develop knowledge is therefore very important. Ensuring that 
employers are psychologically ready to develop and apply required new skills is the other key 
activity of this step. This can be made through training employees or having workshops but 
also making sure that the environment is psychologically safe for the employees to make 
mistakes and learn from them. Here it is important that the employees are supported by 
managers and that managers ask for feedback from employees so that they can assess how the 
employees are progressing. It is also important that the employees are given sufficient time and 
space to gain the new knowledge needed. 

The eight step is to identify short term wins and use as reinforcement of change progress. In 
order for this to be possible it is important that clear goals and objectives of the change is stated 
so that evidence of progress is visible and can be easily and clearly communicated. The 
objectives and goals that are determined needs to be meaningful for the employees or there 
might be a risk of apathy for the cause. Also, the goals should be accomplished within one or 
two years. The main activity of this step is therefore to specify clear goals and objectives. The 
second activity is to communicate evidence of progress to reinforce the change vision. These 
wins can be such things as increased customer satisfaction and is very important in the sense 
that it shows the employees that the vision can be realized. 

The ninth step is that of monitoring and strengthen the change process over time. The 
organization is continuing its investment of resources to the change process so that all involved 
are reminded of its importance and urgency so that the change continues forward. This is 
important in the sense that continuous investment keeps the employees motivated to work and 
act to complete the change and fulfill the vision stated for the change. The activities performed 
during this step includes investing resources as well as the activity of monitoring in the form of 
surveys to identify how employees are reacting to the changes. Another activity is to form 
planning teams according to the challenges which have been identified through monitoring 
employees. In addition, another activity which is performed is revising the change focus over 
time as it is realized that structural or systemic features aren’t compatible with the 
change.  There can be necessary to revise the change plans as new barriers appear or new 
opportunities to amplify positive factors which are identified during this step. The last activity 
which is performed during this stage is to evaluate how the change process have been performed 
on different sites and compare them to find learnings which can improve the process. 

The tenth step is institutionalizing change in the company culture, practices and management 
succession. This step entails that integrating the change in the day-to-day activities. The most 
important things during this step it to clarify for the employees that the change have resulted in 
increased performance. An important activity is to interview employees or organize focus 
groups to gather information to identify the outcomes of the change and to see if the goals and 
objectives of the change have been reached. Another activity during this step is to explain the 
results to employees through multiple communication channels. This is done in order to make 
the employees see that the change efforts have led to benefits and to show credibility and 
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legitimacy of the changes that have been made. The last and most important activity of this step 
is to ensure that top management and middle-management succession are consistent with the 
vision of the change and with the ways of working and acting that is a result of the change. To 
make sure that this is done successfully it is important to involve the board of directors in the 
change process so that they can make sure that the change vision is passed on to management 
succession. 

  

Table 1. The 10 steps of Successful organizational change (De Cremer et al., 2018). 

Step Actions needed Challenges 

1. Assess the 
opportunity or problem 
motivating change 

1. Collect information from all 
stakeholders 
2. Diagnose information 
3. Share diagnosis in group setting 

1. Collecting the right 
information from all 
stakeholders 
2. Not copying other 
organizations 

2. Select and support 
guiding change coalition 

1. Select coalition 
2. Support coalition 

1. Creating a well-balanced 
coalition that consists of 
members from different 
levels within the 
organization. 

3. Formulate a clear 
compelling vision 

1. Formulate a clear and compelling 
vision 

1. Create a clear compelling 
vision that appeal to a broad 
range of stakeholders. 

4. Communicate the 
vision 

1. Preparations of messages and 
vision so that it is consistent, relates 
change recipient’s interests and 
concerns and addresses the interests 
of change recipients in the visions 
messages, including fairness and 
future opportunities. 
2. Communicating changes- using 
multiple channels 

1. Communicating the 
vision correctly so that it 
generates awareness. 
2. Messages conveying the 
vision relating to change 
recipients’ interests and 
concerns. 
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5. Mobilizing energy for 
change 

1. Information gathering to help 
planning the change interventions, 
sequence specific change activities 
and roll out important change support 
2. Change and readiness assessment- 
targeting the number and particular 
groups of employees who will be 
impacted by the change. 
  

1. Ensure manager readiness 
for change, that they have 
the skills to implement 
change and that they are 
trusted by the change 
recipients 
2. Coordinating planning he 
change implementation 
across different 
organizational levels. 

6. Empower others to 
act 

1. Face-to-face conversations with 
employees and collecting feedback 
from them. 
2. Remove barriers for employees to 
embrace the change. 
3. Employee initiative-taking 
4. Involving change recipients in 
temporary groups or task forces 
  

1. Empowering employees 
so that they can act in a 
manner consistent with the 
vision and so that they can 
understand change. 

7. Developing and 
promote change-related 
knowledge and ability 

1. Supporting employees so that they 
can learn and develop knowledge 
2. Ensuring that employees are 
psychologically ready to develop and 
apply new skills 

1. Providing sufficient 
support 
2. Giving employees 
sufficient time and space to 
become ready and gain the 
knowledge needed. 

8. Identify short term 
wins and use as 
reinforcement of change 
progress 

1. Specify goals and objectives for the 
change 
2. Communicate evidence of progress 
towards set goals and objectives 

1. Ensure that goals and 
objectives are meaningful to 
employees. 
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9. Monitoring and 
strengthen the change 
process over time 

1. Monitoring change process 
2. Form planning teams according to 
identified challenges 
3. Revise change focus/change plan 
4. Evaluate change process on all sites 
and compare to identify learnings for 
improvement (if change process is 
performed on different sites). 

1. Provide sufficient and 
appropriate resources 
2. Using feedback 
effectively in revising 
changes 

10. Institutionalizing 
change in the company 
culture, practices and 
management succession 

1.Interview employees or organize 
focus groups to identify outcomes of 
the change and to see if goals and 
objectives were reached 
2. Explain result to employees 
through multiple communication 
channels 
3. Ensure that top management and 
middle-management succession is 
consistent with change vision and the 
behavior derived from it. 
  

1. Making it clear for 
employees that performance 
have improved due to the 
changes. 
2. Ensure that top 
management and middle-
management succession is 
consistent with change 
vision and the behavior 
derived from it. 

 
2.2 Business model 
 
The term business model has been discussed more and more intensively in various scientific 
fields since the 1990’s (Zott, Amit & Massa, 2011). Although the concept of business model 
has become a field of significant interest for companies and managers around the globe, a 
common understanding of what a business model is by definition and how innovation of the 
business model takes place has not been identified. This has resulted in inconsistent 
formulations of the term and a rather vague understanding of its effects on organizational 
change and performance (Daspit, 2017). Osterwalder and Pigneur (2010) explain that “A 
business model describes the rationale of how an organization creates, delivers, and captures 
value” (p. 14). Teece (2010) provides a definition that is along the same lines; “A business 
model articulates the logic, the data and other evidence that support a value proposition for the 
customer, and a viable structure of revenues and costs for the enterprise delivering that value” 
(p.179). Andreini and Bettinelli (2017) and Magretta (2002) are in agreement with the 
aforementioned authors as they define a business model as a description of the organization’s 
overall logic that the business use to create value.  In their literature review of Sustainable 
business model innovation Geissdoerfer, Vladimirova and Evans (2018) finds that most 
definition of business model have value at the core of the concept.  
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The authors also find that all the different definitions of the concept can be divided into three 
categories. The concept is commonly described as a model of an organizational system, as an 
abstract characteristic of an organizational unit or with a reduced scope that equates the term 
with individual elements of other authors’ definitions or reduce it to achieve certain means 
(Geissdoerfer, Vladimirova, & Evans, 2018).  In their analysis of the different definitions they 
come to define business models “as simplified representations of the value proposition, value 
creation and delivery, and value capture elements and the interactions between these elements 
within an organizational unit” (Geissdoerfer, Vladimirova, & Evans, 2018, p. 409). 

2.2.1 Business model innovation 
 
However, as the world is changing, and the business world is changing with it, the existing 
business models has not been enough to meet the demands and requirements of external factors. 
There has been a need to develop and change business model so that they are more compatible 
with the current state of business and more flexible and adaptable to the rapidly and ever-
changing demands on organizations. The change in organizations business models or the 
creation and implementation of entirely new business models have come to be known as 
business model innovation (Massa & Tucci, 2014). The concept of BMI regards to innovations 
of the business model that are made in order to be adaptable to changes occuring in the business 
world as well as in society. It is very important for a business to be able to adapt their existing 
business model if the business has as a goal to stay competitive and for the survival of the 
business (Daspit, 2017; Chesbrough 2007). The authors provide examples of organizations 
which have not been able to update or reinvent their business model which have led to them 
ceasing to exist. They also explain that if a business is able to innovate their business model 
and adapt to changes they will find that there are many opportunities for them to improve 
performance and their competitive advantage (Daspit, 2017).  

In recent years there have been many studies which discuss and analyze business model logics 
and value logics which have various combinations of commercial and non-commercial logics 
(Randles & Laasch, 2016). There has been an increasing demand for organizations to have less 
negative social and environmental effect and for organizations to be more sustainable (Hansen 
et al., 2016) “The combination of commercial and sustainability logics in sustainable business 
models is particularly relevant and timely” (Laasch, 2018, p. 159). This has led to the 
development of business model innovation to incorporate sustainability innovations (Girotra & 
Netessine, 2013). These innovations to the business model are referred to as sustainable 
business model innovation (SBMI).   

2.2.2 Sustainable business model 
 
In their article Evans et al. (2017) describes how the concept of value has been used in the 
context of business models and how the concept has developed as the concept of business model 
have developed to incorporate sustainability. The concept of “value” is generally perceived as 
an important and substantiating building block which the concept “business model” is built 
upon according to the literature (Evans et al., 2017).  In the article the authors explain that the 
term has been associated with achieving economic value, delivering value to customers, the 
interconnected constituents which create and deliver value and lastly the value proposition 
(Evans et al., 2017). However, the authors also reflect upon the statement of Den Ouden (2012) 
that value is a term that can be interpreted in many different ways depending on individual and 
context. 

The perception of the term value has almost been carved in stone since the idea of exchange 
value was presented (Evans et al., 2017). The concept has since then been a core element of the 
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economic thought and is still is in today’s business practice. But as the world has changed, so 
have the perception of value and today the concept is also seen from the perspectives of ecology 
and sociology (Evans et al., 2017). In the context of sustainability, a company should consider 
incorporating environmental and social goals into their value logic (Evans et al., 2017). Taking 
this into account, the authors incorporates social and environmental value forms with that of 
economic and presents the concept of sustainable value. 

Sustainable value according to Evans et al. (2017) finds its place when environmental value 
forms; pollution prevention, biodiversity low waste, low emission, renewable resource, 
economic value forms; business stability, long-term viability, financial resilience, return on 
investments and profit is combined with social value forms; health and safety, labor standards, 
secure livelihood, community development, well-being, equality and diversity. Core elements 
of the concepts of Sustainable business model is to align the interests of all stakeholders, caring 
for all the different stakeholders needs while also including social, environmental and economic 
factors (Evans et al., 2017). 

Image 1. Sustainable value (Evans et al., 2017). 

 
 

Other essential parts to the sustainable business model is that it requires a value network which 
is designed and governed in a manner so that the purpose of being sustainable can be achieved 
(Evans et al., 2017). In extension, to have a sustainable business model there is also a need for 
the business model to systematically consider all stakeholders interest and responsibilities to 
ensure mutual value creation. Lastly, they propose that to innovate towards a sustainable 
business model it is essential to internalize externalities through product-service systems (PSS) 
(Evans et al., 2017).   

The concept of Sustainable business model has multiple definitions but there has not been one 
which have been accepted and acknowledged as the main one.  In their review Geissdoerfer, 
Vladimirova and Evans (2018) composes a list of all the different definitions of the concept in 
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the literature. Extracting all the common aspects which that they could identify, they presented 
a working definition for the term: “A business model that incorporates pro-active multi-
stakeholder management, the creation of monetary and non-monetary value for a broad range 
of stakeholders, and which hold a long-term perspective” (Geissdoerfer, Vladimirova, & Evans, 
2018, p. 409).  

2.3 Challenges with implementing a sustainable business model in theory 
 
The expected outcome of creating a sustainable business model is to improve performance in 
economic, environmental and social aspects (Evans, Geissdoerfer & Savaget, 2017). However, 
the challenges seem to be many regarding both the implementation process and which tools that 
should be used during the process. Even though there has been designing tools developed in 
order to offer guidance for companies in their implementation process of sustainable business 
models, only a small of these concepts has been implemented in practice (Evans et al., 2016). 

In order to find answers to these implementation problems Evans et al. (2017) listed possible 
challenges when you are implementing a sustainable business model. 

Triple bottom line 

When implementing a sustainable business model, there may occur a situation when it becomes 
hard to balance the maximization of profit and the creation of social and environmental value 
for the company (Stubbs & Cocklin, 2008; Schaltegger, Lüdeke-‐Freund, & Hansen, 2012). The 
foundation of a company is usually built on making profit and when sustainability comes into 
equation it may result in a decrease in profit. This can be because of higher wages for labor, 
more expensive material or higher transport costs. Furthermore, some companies may invest in 
other actions to compromise for the environmental damage they caues. This may result in 
different kind of tradeoffs. 
 
Mind set 

The corporate culture can be very strong in some companies and is therefore something that 
needs to be considered when creating a new business model and strategy (Thakur, Hale & Al 
Saleh, 2018). It is hard to change the mindset of employees and managers when you are trying 
to change from your business model into a more sustainable business model (Boons & Lüdeke-
Freund, 2013; Yu and Hang, 2010; Johnson, Christensen, & Kagermann, 2008). Moving from 
one business model to another it’s not something that you do from one day to another. The 
companies may have to set new business rules, norms and guidelines when introducing a new 
business model (Boons & Lüdeke-Freund, 2013; Yu and Hang, 2010); Johnson et al., 2008). 

Resources 

Resource allocation may present a challenge for companies moving into sustainable business 
model (Björkdahl & Holmén, 2013; Chesbrough, 2010). For some companies changes to the 
business model may lead to a completely new type of corporate structure due to a change in 
products, services or the need of new capabilities (Björkdahl & Holmén, 2013). In some cases, 
it may be, not only useful, but crucial to build an entire department working only focusing on 
sustainability (De Koeijer et al., 2017).  

Technology Innovation 

Sustainable business model innovation might entail the integration of technological innovation 
in different parts of the organization which might require many organizational changes. This 
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might be hard to do which makes it one of many possible challenges faced during such a process 
(Hart & Milstein, 2003; Zott et al., 2011). 

External relationships 

As mentioned by Evans et al. (2017) an important element of the concepts of sustainable 
business model is to align the interests of all stakeholders, caring for all the different 
stakeholders needs while also including social, environmental and economic factors. This 
requires the organization to interact with, in addition to internal stakeholders, external 
stakeholders and business environment which costs a lot of time and money to do (Boons & 
Lüdeke-‐Freund, 2013; Vladimirova, 2012; Stubbs & Cocklin, 2008). 
 
Business modelling methods and tools 

A possible challenge to the implementation lies in the fact that there are not many tools and 
methods for business modelling and the ones which exist are not often motivated by 
sustainability. This could be a problem since organizations who want to implement a 
sustainable business model are going in blind into the process and might not have the tools 
required to complete the process successfully (Yang, Vladimirova, Rana, & Evans, 2014; 
Björkdahl & Holmén, 2013; Johnson et al., 2008). 

 
2.4 Archetypes 
 
Bocken, Short, Rana and Evans (2014) provided a way of connecting business model 
innovation with the practical transformation mechanism rising for delivering sustainability 
through the categorization of eight business model archetypes. This may be either through 
creating new value, or significantly reducing negative impacts on the environment and society. 
The archetypes created is maximize material and energy efficiency, create value from ‘waste’, 
substitute with renewables and natural processes, deliver functionality, adopt a stewardship 
role, encourage sufficiency, re-purpose the business for society/environment and develop scale-
up solutions.  

According to Bocken et al. (2014) these archetypes will be helpful in the creation and 
implementation process of a sustainable business model. This due to the fact that it will help 
organizations to set their focus, by choosing one or more of these archetypes. Once an 
organization has decided which archetypes they going to focus on, the next step is to see how 
sustainable they can be. It’s here the sustainability-oriented innovation (SOI) becomes relevant.  
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2.5 Sustainability-oriented Innovation 
 
SOI is divided into three types of approaches and there are also three categories that measures 
the effects of these approaches (Adams et al., 2016). 

Image 2. Final model of SOI (Adams et al., 2016).  

 
 

As shown in image 2 the approaches are operational optimization, organizational 
transformation and systems building. The approaches are based on how an organization work 
with their strategy, processes, learnings, linkages and innovation in order to achieve a more 
sustainable business (Adams et al., 2016). The logic behind SOI says that you want to reach the 
third approach, which is systems building, in order to be as sustainable as possible (Adams et 
al., 2016).  

Operational Optimization 

Operational optimization is an internally oriented perspective of sustainability which is about 
how to do the same things but better in order to reduce harm. This is done by doing small and 
reactive improvements that are technical and detached which is motivated by “compliance or 
proactively pursuing efficiencies” (Adams et al., 2016, p. 188-189). 

Organizational Transformation  

Organizational transformation is characterized by a changed purpose from doing less harm to 
creating shared value and delivering wider benefits for society. Here the organization does new 
things in order to do good and the internal and external relationships are increasingly defined 
in term of the environmental and social consequences derived from the relationship. The 
activities are people oriented and integrate sustainability in a deeper way into the core of the 
organization and are more connected to each other. It is in essence still focused on increasing 
sustainability within the organization, but it is also extended to immediate stakeholders. It also 
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at this level of approach you can be considered to have a sustainable business model (Adams et 
al., 2016). 

 

Systems Buildings 

System building is characterized by a change of mindset to think of and include society in its 
purpose by ‘doing good by doing new things with others’ (Adams et al., 2016, p. 192).  For 
system builder’s sustainability is not seen as something created or achieved by one organization 
but is achieved globally and sustainable value is created collaboratively. Organizations are not 
acting in isolation but is rather working in integrated collaborations which can bring about 
systems-changing innovations which in regard to sustainability can lead the whole system 
which the organizations exist in onto a more sustainable road (Adams et al., 2016). 

Bocken et al. (2014) and SOI (Adams et al., 2016) is relevant when we will analyze how the 
implementation process has been done in our three cases. Firstly, it can be useful to see which 
archetypes (Bocken et al., 2014) they focused on in order to achieve a more sustainable 
company.  

Secondly, we want to know what approach that was taken to implement their sustainable 
business model and if they are the same, similar or different from that described in SOI (Adams 
et al., 2016).  
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3. Method 
 
In this chapter the methodological choices which have been made for this study is presented 
and justified. The chapter presents how the research has been conducted, through the chosen 
research approach, strategy and design, and how the data has been collected and analyzed. 
Finally, the last sub-chapters will also present how validity and reliability has been secured 
and how ethical aspects have been taken into consideration. The purpose of this chapter is to 
provide the reader with information regarding the process with which the study has been 
conducted. 

  

3.1 Research approach 
 
This study will in its essence be descriptive, in the sense that it seeks to explain how 
organizations successfully implement SBM (Örtenblad & Ulvenblad, 2012) and since the 
purpose of this research is to describe how organizations can overcome the implementation gap 
of sustainable business model innovation a qualitative case study is best suitable. Therefore, 
the data-collection of this study will be conducted through case studies of three different 
companies, containing interviews with suitable representatives from each company as well as 
reviews of the companies’ annual reports, sustainability reports and other reports of relevance. 
In addition, an exposition of the theories which characterize this study is concretized to provide 
researchers a basis for the argumentation for this study. The choice of conducting a qualitative 
case study will be discussed more in section 3.4. 

With respect to the purpose of this study, with the help of the chosen research question create 
interview-questions to collect data from personal interviews as well as by reviewing company 
reports and thereafter apply relevant theories to be able to create a framework, it is suitable to 
have an abductive starting point. For the work process of this study, this has resulted in that the 
approach has been to start from empirical data and from that derive information by applying 
existing theories to describe what happened and from the findings in the study conceptualize a 
new framework (Jacobsen, 2002). The reference point for this thesis has thus been the empirical 
data collected through interviews, company annual reports, company sustainability reports and 
other reports of relevance which have been examined and analyzed through relevant theories to 
find an answer to the formulated problem and to concretize a framework. 

 

3.2 Research Design 
 
Based on the choice of using a qualitative method in the thesis and the abductive approach, the 
following research design have been carried out. The initial work of the thesis has consisted of 
a literature review of the fields business models, business model innovation, sustainable 
business model, sustainable business models as well as the field of change management. This 
resulted in the problematization of the thesis and the proposed research question that imbued 
the work process. In addition, during the initial stage of the thesis it was decided that it was to 
be a qualitative case study and what cases that was to be studied. The reason behind choosing 
the cases studied in this thesis was that they are companies that have been recognized as some 
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of the most sustainable organizations in Sweden, making them suitable cases for this study. As 
one of the companies has requested their identity not to be revealed, specific awards which they 
companies have won for being sustainable cannot be mentioned. However, it should be noted 
that all three companies have won awards and one of the companies have been selected for one 
of the biggest sustainability indices in the world. 
 

Based on the problematization a theoretical framework was constructed. The focus of the 
framework was to describe and explain the concept of sustainable business model and how the 
implementation process of a sustainable business model has been studied in the past. In 
addition, the theory chapter also presents appropriate theory for organizational change, which 
ultimately has been used to analyze and to draw conclusions from the empirical data collected. 
The chapter includes change management theory as well as a thorough review of organizational 
change and challenges that may occur during the implementation process. 

To be able to continue the research and describe how organizations can overcome the 
implementation gap of sustainable business model innovation, collection of empirical data 
began after the theoretical framework was set. The empirical data has been gathered from 
interviews with individuals which have had insight in the implementation process of a 
sustainable business model in three Swedish companies acting in different business areas 
and  by reviewing annual reports from the three companies. The names of the companies will 
not be revealed in this thesis due to one company requesting to be anonymous. The most 
important thing during the data collection was to ask questions which would make a detailed 
description of the implementation process possible and to let the interview objects to be able to 
reflect regarding the possible phases, activities of the phases, challenges, tools which have been 
used and how the tools have been used to solve challenges during the process.  

The data collection from the interviews was successful in the sense that it gave insights 
regarding the structure of the implementation process, the phases and activities that were 
performed, the tools which have been used and how the tools have been used to solve challenges 
during the process. In addition, the interviews provided additional data which proved to be very 
important for this study which regarded the focus and approach the companies had in the 
changes that were made and the intentions behind the actions that were performed. 

The data collection from annual reports was important to gain more information to determine 
if their new business models were more sustainable than their old business models, to 
understand how much more sustainable the companies had become and gain more information 
regarding the approach that the companies had in their sustainability work. In addition, this was 
also done in order to get a better overview over the cases and to collect data that could have 
been left out or missed during the interviews. The data collected from the reports complement 
the data from the interview that was held with a company representative.  

The data collected from the annual reports provided helpful information regarding the effects 
the new business model had on economic, environmental and social sustainability through the 
changes in reporting and the hard facts that is presented in the form of numbers. It also provided 
more and deeper insights regarding the investments that were made, when goals and objectives 
was set and changed, and when the education of employees took place. Lastly, the data collected 
from the reports provided additional information regarding the companies ́ implementation 
processes. 

When enough data was collected to be able to describe the process in detail the data was 
analyzed with chosen theory to be able to draw conclusions regarding, and to understand how 
organizations can overcome the implementation gap of sustainable business model innovation. 
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Based on the findings from the analysis conducted, a framework was conceptualized in pursuit 
to better answer the proposed research question. 

In the following sections of the thesis methodology chapter the above presented steps will be 
described in more detail. 

 
3.3 Literature review 
 
It is of essence to use reliable sources of information when conducting a study (Bryman & Bell, 
2017). To find relevant and reliable articles and books for the literature review of this thesis as 
well as for the theoretical framework, the search database of Halmstad University, Onesearch, 
as well as google scholar have been a great help. The collection of articles and other sources of 
information has occurred through the snowball effect where references in already used articles 
has been used by the researchers to further develop the scope of the literature used in the study 
(Jacobsen, 2002).  The most frequently search words that have been used during the process of 
writing this thesis are: business model, sustainability, sustainable business model, business 
model innovation, sustainable business model innovation and organizational change. 
 
The theory chapter of the thesis is divided into two sections where the first chapter presents a 
review of organizational change, its applicability to the content of this thesis and the theory of 
successful organizational change by De Cremer et al. (2018). The theory created by De Cremer 
et al. (2018) will be used to help in answering the problem of how organizations can overcome 
the implementation gap of sustainable business model innovation. This section is followed by 
a review of sustainable business model innovation. 

The second section describes the concept of sustainable business model, challenges that may 
occur during the implementation process, different business model archetypes as well as the 
different approaches of sustainable oriented innovation. The choice of dividing the theory 
chapter into two sections came naturally since the first section sets the theoretical frame of 
reference for the further work of the thesis, while the second section could be characterized as 
more of background, explaining the concept of sustainable business model and how the 
implementation process of sustainable business model has been studied in the past. 

The empirical data collected consists of primary data gathered through interviews with 
individuals from different levels of the organizations which have had insight and worked with 
the implementation process. In addition, secondary data has also been gathered by reviewing 
the companies ́annual reports as more data was needed to get a complete overview of the cases 
and it possible to make case studies. The operationalization which includes how the data have 
been collected, interview design and sampling will be presented in the next sections.  

 
 
3.4 Data Collection Method 
 
To be able to have a concrete discussion regarding how organizations can overcome the 
implementation gap of sustainable business model innovation three case studies have been 
conducted. What distinguishes this study is that it provides a detailed and in-depth stage of three 
different cases (Bryman & Bell, 2017). Since there is a specific event which is studied, in three 
different companies, it is suitable to use a case-study design. The generalizability of the findings 
of this study may be affected negatively due to the fact that only three organizations are being 
studied. However, it has been pointed out by Yin (2009) that it is possible to expand and 
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generalize around theories without statistically displaying long-term relationships. In order to 
manage the issue of generalizability when only studying three cases, the quality of the study 
can be ensured by making sure that the research design is conducted in a manner which secures 
both internal and external validity as well as reliability (Yin, 2009). The issue of quality criteria 
will be further discussed in section 3.6. 

Case studies are the preferred strategy for studies which seek to study a phenomenon in its 
natural habitat (Awuzie & McDermott, 2017). The case study approach depend on the use of 
multiple sources of evidence which allows the researcher to apply a number of different 
methods in the performance of a study (Awuzie & McDermott, 2017). 

Yin (2009) states that using a number of different sources of evidence can be used to ensure 
construct validity. Further, Awuzie and McDermott (2017) states that “using multiple cases to 
test a range of cross-case propositions assists in boosting the external validity and enhances 
replicability, both literal and theoretical alike. The unit of analysis provides the internal validity 
as the theories are developed” (p. 364). The choice of performing a multiple case-study can be 
further motivated by the fact that it is better than a single case-study in providing a foundation 
for theory building (Yin, 2009) which is the aim of this study. 

Furthermore, a case study design is also suitable since the purpose of this study is to answer 
questions that are of how and why as well as the fact that the events being studied takes place 
in present time (Yin, 2009). These two factors are imbued in the problem discussion of this 
thesis which lead forward to the specific purpose of this study, motivating the suitability of 
using a case study design. In addition, the strength of case studies is that they can process all 
sorts of information (Yin, 2009). For this thesis this means that the collection of empirical data 
from interviews can and have been complemented with annual reports, sustainability reports 
and additional observations conducted during the work process of the thesis. This data 
collection method was chosen in order to be able to get the best possible overview of the cases. 

The empirical data that has been collected from the interviews was information regarding the 
implementation process, the phases and activities that were performed, the tools which have 
been used and how the tools have been used to solve challenges during the process. In addition, 
data was also gathered regarding the focus and approach the companies had in the changes that 
were made and the reasoning behind the actions that were performed. The empirical data 
collected from annual reports information regarding the focus and approach of the companies’ 
sustainability work and deeper information regarding the investments that had been made 
during the process. Data was also collected which gave information of the goals the companies 
set and the effects the change to a new business model has had on sustainability and value 
creation. In addition, data was also collected from the annual reports regarding regarding the 
implementation process of the companies’ new business model to gain a deeper understanding 
of the process. 

The overall purpose of conducting three case studies was to study the implementation processes 
the organizations use when implementing a sustainable business model in detail. This study 
was conducted on three Swedish organizations acting in different business areas that have been 
nationally or globally recognized for being sustainable. Therefore, the empirical data consist 
only of interviews with individuals who worked with and have insight in the implementation 
process of a sustainable business model. The sampling will be discussed in more detail in 
section the following section. 
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3.4.1 Sampling selection 
 
In order to gain as much insight in the implementation process the choice of individuals to 
interview have been to individuals from different levels of the organizations who was deeply 
involved in the implementation of the companies sustainable business models. In the interviews 
the focus has been to get to hear what individuals with insight from different levels of the 
organizations have to say about the different phases of the process, the different activities of 
the phases, the challenges they encountered when implementing a sustainable business model, 
if they used any strategies to develop tools to support the process and how they used these tools 
to solve challenges. The individuals that were interviewed for case 1 consisted of a head of 
operational and environmental affairs, sustainability and the executive vice president, 
sustainability. In case 2 the head of sustainability and permits was interviewed. There was only 
one interview that was held because there wasn’t any other individuals of relevance to be 
interviewed in this case. In case 3 there was only one interview that was held as well due to no 
other individuals of interest was available. The interview was held with the director 
sustainability and public affairs. 

During the interview phase of this thesis there have been four interviews conducted divided 
among 3 different organizations. The first individual that was interviewed was from the 
company in case 1 and worked as head of operational and environmental affairs, sustainability. 
The interview was held over skype as the individual couldn’t meet in person and the only people 
present during the call was ourselves and the interview object. The second individual that was 
interviewed was from the company in case 2 and worked as head of sustainability and permits. 
The interview was performed in person in a conference room at the company’s headquarters 
with only ourselves and the interview object present. The third interview conducted was with 
the Executive vice president, sustainability of the company in case 1. This interview was held 
in addition to the first interview regarding case 1 in order to get a better insight in the 
implementation process of the company's’ SBM. The interview was held via skype because the 
individual was stationed in another country and since it was the executive vice president, the 
individual had a hard time to make room for interviews. The fourth interview was with the 
director of sustainability and public affairs for the company in case 3. This interview was also 
held via skype because the individual was traveling and could not meet in person.  

In table 2 the interview objects, the organization they work at, their position, date of interview 
and the length of the interview will be presented. 

Table 2. Interview objects. 

  

Name Case Position Date for 
interview 

Length of 
interview 
(minutes) 

Anonymous 1 Case 1 Head of Operational and 
Environmental Affairs, 
Sustainability 

2019/03/22 28 
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 Anonymous 
2 

 Case 
2 

Head of Sustainability and 
permits 

 2019/03/25  60 

 Anonymous 
3 

Case 1 Executive vice president, 
sustainability 

 2019/04/11   30 

 Anonymous 
4 

Case 3  Director sustainability and public 
affairs 

 2019/04/09 57 

 

 
3.4.2 Operationalization 
 
In the initial phase of the data collection an operationalization chart was created which can be 
found in appendix 2. The operationalization chart was based on the previous research and the 
theoretical framework presented in this thesis. The operationalization chart (appendix 2) was 
created in order to enable the creation of an interview guide (appendix 1). The focus of the 
interview guide (appendix 1) was to capture all the essential factors of the research question 
and the purpose of this thesis. It has been essential to design a relevant and clear interview guide 
(appendix 1). This is done to be able to capture all the important aspects which is of essence to 
be able to collect the relevant and correct data for this study. In addition, this was also important 
in order to prepare the individuals before the interview so that the interviews were structured 
and as efficient as possible. The interview guide (appendix 1) was identical for all the interviews 
to make sure that the same type of data was collected. 

In the initial phase of the interviews the interview objects have been asked questions to be able 
to develop an understanding of their positions during the implementation process and what role 
they are/have been playing in the process. As the understanding of the role the interview objects 
had in the process follow-up questions were asked regarding the specific area the individual 
worked with. Then more detailed questions regarding the implementation process was asked, 
including follow-up questions when something needed to be clarified. Then more general 
questions were asked regarding economic, environmental and social sustainability was asked 
to get an understanding of the organizations definition and view of the terms.With the goal of 
collecting data of quality from the interview with the respondents it has been essential to have 
a defined purpose for the interviews and a clear problem to study. As this is a qualitative study 
it is suitable to conduct unstructured or semi-structured interviews. To be able to have control 
over how the interviews were performed, to ensure that relevant data was collected and make 
sure that follow-up questions could be asked when needed, that semi-structured interviews was 
the most suitable in this study. Through the interview guide (appendix 1), semi-structured 
interviews also enabled the possibility to control the areas of discussion during the interviews 
without affecting the answers of the interview objects. The initial questions in qualitative 
research should emphasize the general and the focus should be on capturing the interview 
objects own perceptions and outlooks (Bryman & Bell, 2017). By following the interview guide 
(appendix 1) we could control the areas of discussion during the interviews which helped us 
answer all the questions essential to solve the problem of this study. A negative effect of this 
methodological choice is that this could lead to the interview objects feeling as if they are only 
asked about matters which is of interest for us and that we are neglecting areas which they 
believe is important. In order to avoid that this happens we gave the interview objects time at 
the end of the interview where they could discuss freely regarding the aspects which they 
believed was the most essential in the implementation process and if we have overlooked 
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anything in the interviews. By conducting the interviews in this manner the interview objects 
have been able to answer more freely which have resulted in us being able to gain an even 
deeper understanding of how they think about the core aspects of the implementation process 
of SBM. 

The interviews have mainly been conducted via skype from a private group room because 
personal meetings have not been possible within the timeframe for this thesis. There has been 
one exception where a personal meeting with the head of sustainability and permits from the 
company in case 2 was made possible. 

To ensure that all the information gathered from the interview objects isn’t lost or 
misinterpreted we have made sure that one of us has been assigned to only focus on listening 
to and observing the interview object while the other individual focuses on asking questions. 
The person who is observing and listening have been able to fill in and ask questions which 
have been missed to ensure that the interviews was of high quality. All of the interviews were 
conducted in private with only the interview object and ourselves present to make the interview 
objects feel safe to speak openly and plainly. As mentioned before, the interview guide 
(appendix 1) was created to ensure that the right questions were asked but also to help the 
interview objects to be prepared before the interview. The interview guide (appendix 1) has 
been sent to all of the interview objects well in time so that they have been able to come prepared 
for the interviews. This have helped to increase the credibility of the interviews and also the 
likelihood that the interview objects will give good feedback because they know what kind of 
questions that will be asked. A negative side effect of the respondents coming prepared is that 
they can have prepared scripted answers in which they leave out essential information that they 
don’t want to share. During the interviews we felt, however, that the fact that we sent the 
interview guide (appendix 1) so that they could prepare and reflect had made the interview 
objects feel more relaxed and that they due to this spoke more openly and didn’t leave out 
essential information. Furthermore, all the interviews have been transcribed and recorded in 
order to have the highest possible propriety when analyzing the empirical data and when 
quoting the interview objects (Bryman & Bell, 2017). The data collected from the interviews 
provided information regarding the structure of the implementation process, the phases and 
activities that were performed, the tools which have been used and how the tools have been 
used to solve challenges during the process. In addition, the interviews provided additional data 
regarding the focus and approach the companies had in the changes that were made and the 
intentions behind the actions that were performed. 

In addition to the interviews conducted, empirical data have been gathered by reviewing annual 
reports, sustainability reports and reports of relevance that could be found on the companies’ 
websites. All reports that have been available in respective case have been reviewed in search 
for relevant data. However, the data that is presented in this thesis have been extracted from 
reports starting the year where the companies in each case started their implementation process 
and up until present year. This choice has been made with the goal to limit the data collected to 
that of the cases studied so that the data collected is of relevance to this study. The data collected 
from reports provided information regarding the focus and approach of the companies’ 
sustainability work and more information regarding investments. Further, it also provided 
information about the goals they set and the effects the change to a new business model has had 
on sustainability and value creation. In addition, the data also provided more information 
regarding the implementation process of the companies’ new business model. The list of the 
various reports that have been reviewed in order to collect empirical data in the three cases will 
be presented in table 4. 
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Table 4. List of company reports used to collect empirical data. 

 

Case Report name Year of 
publication 

Pages Note 

Case 1 Annual Report 2018 2019 235 Includes all their most 
important reports of the year. 

Case 1 GRI content index 2019 10  

Case 1 Adopting the SDGs (appendix) 2019 1  

Case 1 Annual report 2017 2018 342 Exists in 7 separate 
documents. 

Case 1 Annual report 2016 2017 387 Exists in 10 separate 
documents. 

Case 1 Annual report 2015 2016 369 Exists in 7 separate 
documents. 

Case 1 Annual report 2014 2015 336 Exists in 8 separate 
documents. 

Case 2 Sustainability report 2015 2016 15  

Case 2 Annual report 14/15 2015 56  

Case 2 Annual review 14/15 2015 52  

Case 2 Sustainability report 2016 2017 15  

Case 2 Annual review 15/16 2016 5  

Case 2 Annual report 15/16 2016 60  

Case 2 Verksamhetspolicy 2016 1  

Case 2 Hållbarhetsredovisning 16/17 2017 40 First sustainability report which 
is presented as a concern. 

Case 2 Annual review 16/17 2017 32  

Case 2 Annual report 16/17 2017 60  

Case Annual report 17/18 2018 60  

Case 2 Annual review and sustainability 
report 17/18 

2018 64  
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Case 2 Hållbarhet som affärside 2019 9  

Case 3 Annual report 2012 2013 130 Company as it is today is 
created during 2012. 

Case 3 Annual review 2013 2014 58  

Case 3 Annual report 2013 2014 76  

Case 3 Sustainability report 2013 2014 56  

Case 3 Annual review 2014 2015 62  

Case 3 Annual report 2014 2015 76  

Case 3 Sustainability report 2014 2015 84  

Case 3 Annual review 2015 2016 62  

Case 3 Annual report 2016 76  

Case 3 Sustainability report 2015 2016 60  

Case 3 GRI-index 2015 2016 19  

Case 3 The Annual and Sustainability 
report 2016 

2017 142  

Case 3 GRI-index 2016 2017 14  

Case 3 The Annual and Sustainability 
report 2017 

2018 134  

Case 3 The Annual and Sustainability 
report 2018 

2019 142  

 
3.4.3 Data analysis method 
 
As a result of the thesis being of a descriptive character and the choice of theories have been 
based on this being a qualitative study, the analysis of this thesis is based on a content analysis 
of the empirical data found in the case reports as well as systematic connections and 
comparisons between empirical data and chosen theories. The analysis is conducted in this way 
to be able to find similarities and differences and to be able to have a generalizable discussion 
in the thesis discussion-section. This data analysis method is recommended by Jacobsen (2002) 
who says that an analysis of qualitative data should consist of a description of the data, followed 
by a systematization and categorization of the data to be able to finalize the analysis through 
identification of connections in the empirical data. 
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To fully understand how the empirical data have been analysed the method has to be described 
in detail. In this thesis the 8 steps of qualitative analysis of content has been used (Zhang & 
Wildemuth, 2009). 

Qualitative content analysis can be used to analyze many different types of data but in order to 
do so the data has to be transformed into written text first (Zhang & Wildemuth, 2009). 
Therefore, the primary data collected from the interviews was transcribed so that the content 
analysis could be possible. The secondary data already existed in written words as it was 
collected by reviewing annual reports, sustainability reports and other reports of relevance that 
could be found on the companies' websites. As all the data existed in written words the unit of 
analysis had to be defined. 

As the content analysis is of a qualitative character the use of individual themes as the unit for 
analysis is appropriate (Zhang & Wildemuth). When theme is used as the coding unit the main 
thing that is looked for is the expression of a single idea (Minichiello, Aroni, Timewell, & 
Alexander, 1990). Consequently, it is possible to assign a code to a piece of text of any size as 
long as the piece represent a single theme that is of relevance to the research question (Zhang 
& Wildemuth, 2009). In this particular study themes were identified which was of relevance to 
the research question and which expressed important ideas of essence to be able to answer the 
research question. 

In this thesis directed content analysis has been performed in the sense that the initial coding 
was based on the existing theories used in this thesis. As the data analysis has been performed, 
the categories and themes has developed and been modified and new themes have emerged 
from the data (Zhang & Wildemuth, 2009). This is a valid method as the purpose of the study 
is to develop a conceptual framework (Zhang & Wildemuth, 2009). 

If a standardized process is used in the analysis it is good to develop and validate the coding 
scheme early in the process which is best measured by coding a sample of the collected data 
(Zhang & Wildemuth, 2009). Therefore, after the different categories and the coding scheme 
was created,  the scheme was tested to see if it worked as intended. The scheme was then revised 
until it showed a satisfactory level of consistency. 

After the coding scheme had been tested and been validated, the coding rules was applied to 
the text. As the text was being coded it was consistently checked so that it was done correctly 
and with quality which is advised by Zhang and Wildemuth (2009). As this process was 
conducted new data was collected as it was not possible to make sure to collect all data at the 
same day or time. This resulted in new themes emerging and consequently the coding manual 
was updated.   

The consistency of the coding was assessed throughout the whole process and special care was 
taken when new themes emerged. This was done because it cannot be secured that the whole 
coding is reliable and consistent just because the sample was (Zhang & Wildemuth, 2009). 
Further, humans can make mistakes during the process and new themes might emerge which 
makes it necessary to recheck the coding consistently (Zhang & Wildemuth, 2009). 

When the coding process was finished and it was made sure that the coding was consistent, we 
started to try to understand the themes and the content which they consisted of. Based on the 
themes that had emerged in the process and the content they consisted of, similarities and 
differences between the individual cases and existing theory was explored. As this was made 
the findings was then analyzed to find similarities and differences between the cases which 
resulted in the main findings of the study. 
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The last part of the process of qualitative analysis of content is to report the method that has 
been used during the process and the findings that resulted from the process (Zhang & 
Wildemuth, 2009). Therefore, to ensure that the study is replicable the analytical process has 
been monitored and presented in the methodology chapter of the thesis and the results have 
been presented in a chapter as well. 

 
 

3.5  Conceptualization of the framework of Sustainable business model implementation 
process 
 
In the pursuit for better answers to the research question of this thesis, it was synthesizing how 
the principles of the chosen theories applied to each of the three cases implementation process, 
and new components and aspects of the implementation process is proposed. These components 
and aspects concern to the ways in which the principles of the studied implementation processes 
transcended the chosen theories and where aspects from different theories was combined. 
 
3.6 Quality Criteria 
 
Two accepted and commonly used measures of quality in respect to data collection is validity 
and reliability (Bryman & Bell, 2017). Validity refers to whether the measures of the study is 
measuring what it is intended to measure and reliability measures whether the results of the 
study would be the same if the exact same study re-implemented by someone else (Jacobsen, 
2002). During the work process of the thesis it has been controlled and ensured that these quality 
criteria have been met. 
 
3.6.1 Validity 
 
In order to be able to gather empirical data of validity it is of essence to have suitable choice of 
method (Jacobsen, 2002). The empirical data of this thesis consist of data collected by 
reviewing company reports as well as data collected through interviews which have been 
chosen with care and with the goal of gathering data from as broad a perspective as possible 
regarding the implementation process of sustainable business models.  

The choice of complementing the data collected from the interviews have had a positive effect 
by providing data that was not possible to collect,  that was missed or left out in the interviews 
thus increasing the quantity and quality of data that could be presented and analyzed. The 
negative side of collecting information from company reports have been that it has provided 
limited data regarding the implementation process of the companies SBMs. The choice of using 
semi-structured interviews have had a positive effect in the sense that the interview guide 
always has been there to provide structure and order. The negative side of using semi-structured 
interviews is that the follow-up questions can lead into discussion that are of topic and not 
providing data relevant to the study or that is took away time which could have been used to 
discuss matters of more relevance. This can lead to time for the interview running out without 
essential questions getting the required time of discussion to develop a good understanding of 
the answer provided by the interview object or there not being enough time for all the important 
questions to be asked. This is something that needs to be taken into consideration when 
conducting a study in this manner. In order to counter this issue, we have asked the interview 
object for the possibility to contact them after the interview if we missed anything during the 
interview which needs to be addressed. The operationalization chart (appendix 2) and the 
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interview guide (appendix 1) was created to ensure that the right questions were asked in order 
to create validity. 

The interview guide (appendix 1) was also created so that we as well as the interview objects 
could be prepared for the interviews. The guide was sent to all of the interview objects well in 
time so that they have been able to come prepared for the interviews. This has helped to increase 
the credibility of the interviews due to the fact the individuals have been able to reflect and take 
time to remember details of the event. The negative side of this is that they can have prepared 
scripted answers in which they leave out essential information that they don’t want to share. It 
is our opinion, however, that the interview objects have spoken plainly and didn’t hold back 
essential information but that they rather could discuss the event better due to being prepared. 

Considering the possible results of this study it is essential to design the study well to reach 
external validity (Yin, 2009). It is hard to create generalizability when conducting a qualitative 
case study as it can never be completely ensured that the chosen cases are representative for all 
other companies. However, the results can be generalized to a larger population when different 
and independently studied units indicate the same results (Jacobsen, 2002). Further, 
generalizability can be strengthened by using multiple cases to test different cross-case 
proposition (Awuzie & McDermott, 2017). 

The generalizability of the findings of this study may be affected negatively due to the fact that 
only three organizations are being studied. However, it is possible to expand and generalize 
around theories without statistically displaying long-term relationships. In order to manage the 
issue of generalizability when only studying three cases, generalizability can be ensured by 
making sure that the research design is conducted in a manner which secures both internal and 
external validity as well as reliability (Yin, 2009). 

In this study the individual cases have in many ways indicated the same results which mean 
that the results can be generalized to a larger population. In addition, the generalizability of this 
study is strengthened by the researchers choosing to studying multiple cases as instructed by 
(Awuzie & McDermott, 2017). Lastly, throughout the process of this thesis effort has been made 
to make sure that the research design has been conducted in a manner which secure both internal 
and external validity as well as reliability as instructed by Yin (2009) to achieve 
generalizability.  

However, since all the cases that were studied were Swedish, the extent of the generalizability 
of this study should be limited to Swedish companies until a similar study has been conducted 
on companies situated outside of Sweden. This is a subject for future research and will be 
discussed in section 7.  

 
3.6.2 Reliability 
 
In order to be able to secure reliability there are three aspects which have to be considered; 
consistency, conformity and reliability (Bryman & Bell, 2017). The methodological choices 
made in the thesis have had an impact on the reliability due to the fact that there are risks that 
information systematically is lost (Jacobsen, 2002). It is important to consider the that 
interviews conducted are imperfect and that important questions may have been overlooked 
and that information might have been lost in the process. The interviews have been recorded 
which have made it possible to counter this issue to some extent. More reliability have been 
reached in the interviews as it have been possible to go back and listen to the recordings of the 
interviews again and again when something have been unclear which also have solved the issue 
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of misinterpretation. In addition, to increase reliability annual reports, sustainability reports and 
other reports of relevance reliability have been reviewed to complement the data collected in 
the interviews. It is also important to consider that the data collection from company reports is 
imperfect as important information may have been overlooked or missed. The reports have been 
read and examined multiple times to counter this issue to some extent.  

To further secure reliability of the thesis a complete interview guide (appendix 1) has been 
produced and presented in the appendices of the thesis. In addition, it has been of great 
importance to clearly present in the thesis methodology chapter how the different steps of the 
thesis have been conducted and how the case studies have been completed in order to make it 
possible to reproduce the study and through this also achieve reliability (Yin, 2009). 

 
3.7 Source criticism 
 
In order to be able to gather empirical data of validity it is of essence to have suitable choice of 
method (Jacobsen, 2002). The empirical data of this thesis consist of data collected by 
reviewing company reports as well as data collected through interviews which have been 
chosen with care and with the goal of gathering data from as broad a perspective as possible 
regarding the implementation process of SBM.  

The choice of complementing the data collected from the interviews have had a positive effect 
by providing data that was not possible to collect, or that was missed or left out in the interviews 
thus increasing the quality and quality of data that could be presented and analyzed. The 
negative side of collecting information from company reports have been that it has provided 
limited data regarding the implementation process of the companies SBMs. The choice of using 
semi-structured interviews have had a positive effect in the sense that the interview guide 
always has been there to provide structure and order. The negative side of using semi-structured 
interviews is that the follow-up questions can lead into discussion that are of topic and not 
providing data relevant to the study or that is took away time which could have been used to 
discuss matter of more relevance. This can lead to time for the interview running out without 
essential questions getting the required time of discussion to develop a good understanding of 
the answer provided by the interview object or there not being enough time for all the important 
questions to be asked. This is something that needs to be taken into consideration when 
conducting a study in this manner. In order to counter this issue, we have asked the interview 
object for the possibility to contact them after the interview if we missed anything during the 
interview which needs to be addressed. the interview guide was created to ensure that the right 
questions was asked but also to help the interview objects to be prepared before the interview.  

The interview guide was created so that we as well as the interview objects could be prepared 
for the interviews. The guide was sent to all of the interview objects well in time so that they 
have been able to come prepared for the interviews. This have helped to increase the credibility 
of the interviews due to the fact the individuals have been able to reflect and take time to 
remember details of the event. The negative side of this is that they can have prepared scripted 
answers in which they leave out essential information that they don’t want to share. It is our 
opinion, however, that the interview objects have spoken plainly and didn’t hold back essential 
information but that they rather could discuss the event better due to being prepared. 

Considering the possible results of this study it is essential to design the study well to reach 
external validity (Yin, 2009). One way to do so is so field-test the possible results to ensure that 
the results can be generalized to the field of SBM. This could be subject for further research 
and will be discussed in section 7.  
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3.7.2 Reliability 
 
In order to be able to secure reliability there are three aspects which have to be considered; 
consistency, conformity and reliability (Bryman & Bell, 2017). The methodological choices 
made in the thesis have had an impact on the reliability due to the fact that there are risks that 
information systematically is lost (Jacobsen, 2002). It is important to consider the that 
interviews conducted are imperfect and that important questions may have been overlooked 
and that information might have been lost in the process. The interviews have been recorded 
which have made it possible to counter this issue to some extent. More reliability have been 
reached in the interviews as it have been possible to go back and listen to the recordings of the 
interviews again and again when something have been unclear which also have solved the issue 
of misinterpretation. In addition, to increase reliability annual reports, sustainability reports and 
other reports of relevance reliability have been reviewed to complement the data collected in 
the interviews. It is also important to consider that the data collection from company reports is 
imperfect as important information may have been overlooked or missed. The reports have been 
read and examined multiple times to counter this issue to some extent.  

To further secure reliability of the thesis complete interview guides has been produced and 
presented in the appendix of the thesis. In addition, it has been of great importance to clearly 
present in the thesis methodology chapter how the different steps of the thesis have been 
conducted and how the case studies have been completed in order to make it possible to 
reproduce the study and through this also achieve reliability (Yin, 2009). 

3.7 Source criticism 
 
To ensure credibility of the collection of primary data as well as the information gathered from 
scientific articles and reviews we have been critical of all sources that have been used in the 
thesis. Regarding the interview objects there are no obvious reasons to be critical of their 
knowledge of the implementation process of SBM since they all have been directly involved 
and have insight of their respective process. Also, the credibility of the answers that the 
interview objects gave during the interviews can be seen as good since the interview guide 
(appendix 1) was provided to them well in time before the interviews so that they could prepare 
for the interview. Critique could be aimed at the small amount of interviews that were 
conducted. However, since the study is qualitative and since the interview objects all had insight 
and were deeply involved in their respective implementation process it could be argued that the 
data collected is credible (Saunders, Lewis & Thornhill, 2016). Credibility of the data in the 
company reports can be seen as good as they have been reviewed and approved by external and 
unbiased parts before they were made public. 

To be able to ensure that the information gathered and used from articles, reviews are reliable 
we have only used articles and reviews which have been published in scientific journals. In 
addition, to increase credibility even more and to ensure that the information is relevant we 
have used literature which is as close to date as possible. Much of the older literature that have 
been used have been such research which is the base for current research and which have been 
referenced heavily in current research. Therefore, this literature can be considered credible and 
relevant for this thesis. 

 
3.8 Ethical considerations 
 
Throughout the work of the thesis careful consideration has been given to ethical questions. 
Special consideration has been taken to ensure that the interview objects who take part in the 
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study do so by their own free will and that they are fully aware of why the interviews are 
conducted and how the data collected from them will be used (Jacobsen 2002). The privacy 
and integrity of the interview objects have also been respected as the participants have been 
given the choice to be anonymous if they needed or wanted to be so. This is demonstrated by 
the fact that the names and other sensitive information regarding the companies and the 
individuals that took part in the study will be not be revealed as requested by one of the 
participants in order to protect the company (Jacobsen 2002). In addition, considerations have 
been made to ensure proper and accurate reproduction of the empirical data collected from the 
interviews to reduce the risk of misrepresentation of the individuals and the cases that have 
been studied (Jacobsen 2002). 
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4. Empirical data 
 
In this chapter the collected empirical data will be presented. The chapter will be divided into 
three sections which will present the empirical data from each of the three cases that are being 
studied. The sections will start of with data regarding the view of sustainability, data regarding 
how sustainable the companies are, the implementation process that was used and lastly the 
challenges found in the cases and tools that was developed to deal with the challenges. 
 
4.1 Case 1 
 
4.1.1 View on sustainability 
 
The first case is about a company in the forestry and packaging business. The company made 
an net profit at over 100 million euros during 2018 and has more than 10 000 employees, which 
makes them one of the biggest companies in their industry. When we are comparing numbers, 
we have chosen the years between 2014 and 2018, because 2014 marks the year when their 
implementation process started. 
 
The company work with sustainability from an economic, environmental and social 
perspective. They support all seventeen of the United Nations sustainable development goals 
(SDG), but put their main focus on life on land (SDG15), climate action (SDG13) and 
responsible consumption and production (SDG12). They have chosen those three due to the 
fact that they are the ‘most strategic for their business’.  
 
In addition to this, they work with an agenda for each sustainability perspective and look at all 
of them ‘through the lens of human rights’. This means that everything they do regarding 
economic, environmental and social sustainability should not oppose a human rights 
perspective. Each of the agendas is built on three sub-categories, which will be explained more 
in detail further on.  
 
The governance is very much built on sustainability and the head of sustainability has a seat at 
the board of directors. Sustainability influence all sections of the company, from the board of 
directors down to operational level.   
 
4.1.2 Sustainability 
 
The information in this section is gathered from the company’s annual and sustainability 
reports. The social agenda is built on developing leaders, reducing accidents, creating diversity 
and a supplier code of conduct. They have the goal to be an accident-free workplace throughout 
the whole company. The development of leaders is shown by a leadership index, which 
measures the employee’s perception of their managers. The scale used in this measurement is 
1-100, where 100 is the highest level of leadership. Between 2014 and 2018 their leaderships 
index has increased from 76 to 83.  
 
From a social perspective the company is looking at everything they do from a human rights 
perspective. There has been a couple of incidents that has hurt the company before, which has 
made them raise their requirements for human rights, this involves good working conditions 
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and a fair salary for people working at the company's suppliers. This information has been 
clearly stated in many of the annual reports and are important matters to the company. 
 
In their reports you can see that the company tries to give back to society, but mostly by setting 
their production sites in the countryside, where it otherwise can be hard for the citizens to get a 
job. This makes the company an important part in the societies where their factories are. Labor 
is mostly from the nearby area and one part of their sustainability work is to educate their 
employees in sustainability questions, and mostly environmental. There are possibilities to get 
promotion within the company and that is important for the company.  
 
When it comes to diversity, they believe that diversity strengthens their competitiveness by 
challenging their way of thinking and contribute to better decision making. The percentage of 
women in the company has increased from 22% to 26% between 2014 and 2018. Number of 
women in the board of directors has been 3 in those years.  
 
According to their sustainability reports, their sustainability work now is going through their 
whole production chain. From contractors, production to customers. Their contractors are 
obliged to sign a supplier code-of-conduct stating that they are within certain limits of emission. 
The percentage of suppliers who have signed this code of conduct has increased from 90% to 
95% between 2014 and 2018. The product is made with recyclable material and produced in 
the most sustainable way possible. They also demand that their customers who buy and use 
their products are sustainable too. The company also wants to give back to the community, by 
investing a couple of millions in voluntary work. 
 
The environmental agenda is highly prioritized in this company. They see themselves as a 
renewable materials company. They focus on several environmental factors such as water 
consumption, reducing waste, energy usage and reducing emissions. Reducing water 
consumption is something that is important for the company, but their reports doesn’t show any 
specific targets, except from decreasing the consumption. Between 2014 and 2018 they have 
decreased their usage of water by 7%. In addition to this, they recycle back 96% of their water 
to the local environment after purifying it according to the annual reports. 
 
According to the company’s sustainability report, they contribute to the circular economy. With 
their product being produced by paper, they are not contributing to ‘plastic pollution’. They 
have a process residuals utilization rate at 98%, which is the same as when they started to 
measure it in 2017. 26% of everything they produced in 2018 was recycled from used products 
and this number has increased every year since the implementation process started. The energy 
usage in the company has decreased between 2014-2018 by approximately 12%. 
 
From the annual reports it is understood that the company has set a greenhouse gas emission 
target for 2030 at 273 kg CO2/tonne. In 2018 this number was 324 kg/tonne. Between 2014-
2018 they have decreased their emissions from 361 kg/tonne to 324 kg/tonne, which gives a 
decrease in emission of 10.2%. In addition to this 80% of their total emission was carbon 
neutral.  
 
The economical agenda is mainly about two things and those are financial gains and making 
the environmental impact of their products as small as possible. 90% of their products has been 
labeled eco-friendly and the company has a utilization rate of waste at 98%. The financial 
growth has been increasing between 2014 and 2018. The operating margin has increased from 
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7.9% to 13.3% and the operational return on capital employed (ROCE) has increased from 9.5% 
to 15.5% according to the annual reports.  
 
 
4.1.3 Implementation process 
 
To research the implementation process and the company’s SBM, we conducted an interview 
with the company’s vice president, who is also the head of sustainability as well as reviewed 
the company’s annual reports.  
 
The respondent points out that in the early 1990s pressure from the surrounding world regarding 
sustainability was mounting, which in time forced the company to look at what they are doing 
for sustainability. They started off their implementation process by setting up a new vision, 
business model and made a structural change in governance. Sustainability as a function was 
moved up in the governance structure of the company. Before the implementation process, the 
company’s sustainability function was mainly a communication tool to the outside world and 
not really a working function. But with the implementation of their sustainable business model, 
the head of sustainability became a part of the board of directors. That means that the head of 
sustainability now is one of the people running the company. Furthermore, a creation of a 
sustainability and ethics committee was done in 2014, which was an important part in the 
implementation process and which is active in all decision being made since then according to 
our respondent. 
 
Even before the company’s sustainable business model was implemented, the company worked 
with sustainability on the environmental side, but has since 1998 worked with sustainability 
from all three perspectives and has an agenda for social, economic and environmental 
sustainability. They are working with a triple-bottom-line reporting, which is gathering 
information and presenting their performance in all three sustainability factors.  
 
Our respondent points out that it’s hard to know when the implementation process really started, 
because they have had an agenda for sustainability since 1998, but he felt like that was only for 
communication and not something they worked with in their day to day work. In his opinion 
sustainability was started to be seen as a serious part of the company in 2014 when the head of 
sustainability got a seat at the board of directors and the sustainability and ethics committee 
was created and they decided upon a new business model.  
 
One of the most important activities during the implementation process was to communicate 
the new vision and business model so that it reached through the whole company. This was 
done by creating policies and educating the employees continuously in what sustainability is 
and how to work to become a more sustainable company and was done after that they had 
created the sustainability and ethics committee. “It is our responsibility to help the employees 
to accept sustainability as one of the most important factors in everything we do and to make it 
possible for them to act accordingly” the respondent states. Therefore, they started to have 
people with responsibility over sustainability at every production site to help employees and to 
have good communication between workers and the board regarding employee needs to adapt 
to the continuous changes. 
 
Sustainability is now something that is very much built into their business model. First of all 
they describe themselves as a “renewable material company”, because everything they produce 
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can be recycled. Their vision is to have a positive impact on global warming, which means that 
instead of creating emissions they are reducing emissions in the world.  
 
The reason why the company implemented the sustainable business model, was mainly because 
of customers demands for sustainability. To be competitive, they had to become more 
sustainable. In their type of industry they are now ahead of their competitors because their 
product is more sustainable than the competitors. Paper and cardboard is easier to recycle than 
for example plastic which competitors use.  
 
The process of implementing their sustainable business model was not following any steps or 
processes per say, but right after the creation of the new vision and business model the company 
decided to work with key performance indicators (KPI) in each of the sustainability areas and 
they also decided which specific KPIs they should have. KPI is used to set targets, measure and 
evaluate how the company is doing from a sustainability perspective. They use KPI in different 
ways. It can be for example how many millions they invest in community, but it can also be 
how many percent the companies reduce their energy use. They communicate the progress of 
the process frequently to stakeholders through the KPIs in meetings. In addition to this they 
have made some structural changes, which was mentioned previously, and in most cases they 
work with a long time horizon. 
 
Our respondent states that the work of sustainability never ends. They have certain employees 
that’s always looking at what’s demanded by customers, politicians and what competitors are 
doing to be as good as possible when it comes to sustainability and most of their ideas and 
investments towards a more sustainable company comes from communication with the 
surrounding world. This makes communication a key-component when working with 
sustainability. When they have decided what changes they should make they collect information 
from employees to make sure that they give them all the tools and time needed to be ready for 
the changes that affect them. The respondent adds that an important factor here is to give the 
workers room to find their own way and find the best possible way for them when it comes to 
changes to their daily work.  In order to get the most from their employees they make sure that 
they invest in training and seminars to ensure they keep up with the changes that are being made 
and they encourage and support employee initiative-taking so that employees can embrace 
changes in the best possible way. 
 
 
4.1.4 Challenges and tools 
 
The biggest challenges with the implementation process is, according to our respondent, to 
change the organizational culture and how the employees think. 
 
“We are creatures of habit, none of us likes to much change, trying to get out to all of our 
colleges, contractors and suppliers. It’s sometimes hard to engage with all of them and you have 
to work at the right pace and not change everything to quickly. We had to focus on the most 
important areas first. Secondly, you have to be true to your priorities and focus on your 
strategies and not focus on social media”. The company have dealt with this challenge by 
providing a lot of education and policies which made it easier to change the workers mindset. 
 
Another challenge they have faced has been to make changes that are both sustainable and 
profitable but they have used materiality analysis to overcome problems with implementing the 
new business model. When they decide whether to make an investment or not for sustainability, 
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that’s not required by law, they do a materiality analysis to see where they can gain in value, 
by doing the investment. By working in this manner the company can find out which types of 
investments is the best from a long-term perspective in order to continue to gain, or increase, 
profit. “If there is no economic profit in an investment, we won’t do it. We are a company, not 
a charity organization” the respondent states. 
 
Another issue that they found hard to deal with, was to make sure the companies they work 
with or partner up with are sustainable and work for a sustainable society. The company has  
chosen to deal with this challenge by using a supplier code-of-conduct with specific demands 
on sustainability for suppliers. 
 
The respondent states that they have had technological issues as their technology was not good 
enough. To be able to make the changes needed to be able to successfully implement their new 
business model they have had to update their technology in all their plants frequently.  
 
4.2 Case 2 
 
4.2.1 View on sustainability 
 
Case 2 regards a recycling company and is working to create long-term solutions which will 
improve social, environmental and economic sustainability. They recycle and refine resources 
and turn them into new raw materials that is delivered to industries across the globe. They report 
that they have more than 100 employees in over 90 plants and had a net profit of more than 50 
million Euros in 2018. 

According to their sustainability report, the company is supporting all of the United Nations 
sustainable development goals, but they have chosen 6 which they feel they can contribute most 
to. They work to be an attractive workplace which care for employee safety and health (SDG3) 
and sustainable consumption and production (SDG12), which is directly applicable to their 
business. In addition to these two goals, they also contribute to sustainable industry, innovation 
and infrastructure (SDG9), sustainable cities and societies (SDG11), fight for climate change 
(SDG13) and implementation and global partnership (SDG17). 

Their reports shows that they base their work on four prioritized areas, value creation, resource 
efficiency, employees and culture and responsible relations. The company see sustainability as 
a natural part of their business and their work emanate from their values, their stakeholder 
dialogue and the company’s code of conduct. Together with their customers and partners they 
create value values that lead to more efficient use of resources. 

The concern has an organization that works exclusively with the development of sustainability. 
In the annual reports from the year the implementation process started it is stated that the 
organization placed sustainability coordinators at every plant. The coordinators have 
connections with representatives in all areas such as HR, communications, environment, 
security and economy.  

The coordinators report to a coordinator on concern-level with direct access to group 
management and group wide functions such as IT, purchasing and HR. This includes a steering 
group consisting of selected business area managers and representatives from group 
management. The company managers who are not represented in the steering group are 
represented in an advisory reference group. Important decisions taken by the steering group can 
be addressed to group management and the group board. Special issues that are related to 
internal control can be addressed to the group’s audit committee according to the reports. 
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4.2.2 Sustainability 
 
The social agenda for the company is to provide a healthy and safe working environment 
according to the annual reports. The company work hard to increase competence- and 
leadership development with the goal of having the most competent employees in the industry. 
They want to strengthen their employees so that they will act with pride, have the right 
knowledge and skills and show commitment to the company’s values, business principles and 
common goals and they increase this by investing in training and educational programs for all 
employees every year.  

The company act to contribute to responsible relations through their code of conduct, by 
contributing with knowledge in the social dialogue and by being responsive to stakeholder 
demands. According to their sustainability report  the organization took in 2015 on the goal of 
having at least 30% of managerial positions should be held by women, to implement tools to 
measure and set targets and follow up diversity from a wider perspective than they did at the 
time. They also set the goal to secure that working conditions, salary, terms of employment and 
development opportunities are not unequally different between different groups. 

In their sustainability reports we can see that in the reporting year of 2014 that there were 22% 
women employees in the company and 11% women in manager positions. In 2018 there was 
24% women in the company and 18% women in manager positions. 

The environmental agenda of the company is to achieve sustainable consumption and 
production. They participate in their customer’s development and manufacturing processes and 
they contribute to more efficient and economical resource management in the industry. Their 
goal is to recycle as much as possible and to develop new and better processes together with 
customers and partners to minimize effects on the environment. The following information is 
gathered from the company’s sustainability and annual reports. 

In 2015 they started their work with the new business model and they invested 28,8 million 
Euros on new recycling technology with the goal to increase recycling ratio according to the 
annual report for 2015. They also made more investments in 2016 with the addition of a whole 
new plant to increase the recycling ratio and implemented changes on all other plants. In 2017 
they continued with even more investments in the plants and their processes. They created new 
measurements in 2015 and they put up a goal on reaching 95% in recycling ratio. In the 
sustainability report of 2018 they reportedly had reached 97% recycle ratio on regular material 
and an 80% recycling ratio on electronic waste. 

In 2015 they also made the transition into origin-labelled electricity according to the annual 
report of that year, which lead to a huge improvement in the effect the company has on the 
climate. In 2016 they reduced their climate effect by continuing their work with optimizing 
transportation and reducing fuel consumption in their machines. They had the goal of reducing 
their climate effect by 40 % and in 2018 they reached that goal by having reduced their climate 
effect by 45%. 

The economic agenda for the company is, according to their reports, to increase profitability by 
creating responsible relations which secure a working market, minimize risks and costs for the 
company, their customers and partners and which contributes to good social development. 
Profitability is a necessity for the company to be able to continue forward and to work for a 
good environmental and social development. The operating margin has increased from 2.4% to 
2.8% and their ROCE has increased from 4.1% to 5.4% between 2015 and 2018. 
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4.2.3 Implementation process 
 
Since recycling is the core business the organization has always seen itself as sustainable. But 
after realizing that environmental sustainability is only a small part of sustainability an 
organizational change was needed. The board concluded that they wanted to have four 
prioritized areas that their strategy and business was built around; environmental, economic, 
internal social sustainability and external social sustainability. The board decided that they 
wanted to make sustainability a part of the corporate strategy and their business model. 

The work to include all four areas have been relatively easy which comes down to a couple of 
factors according to the respondent. The members of the board of directors are relatively young 
while they still have been on the board for some years now, so they were very receptive to the 
fact that sustainability needed to be included in the core business. In addition, the organization 
has had what they call a sustainability process for a couple of years already as this work started. 
The people working in the organization were already thinking about sustainability and using 
common sustainability terms in their daily work. External factors that made it easy to include 
sustainability in the core business and the strategy was the clear demands that customers and 
society were putting on the organization and the fact that sustainability is a hot topic in today's 
society. Also, the sustainability law that was legislated a couple of years ago was also a factor 
that made the switch very easy because it was a law that all organizations had to follow and 
adapt to. 

The company is working continuously with improvements on all their processes and activities 
as well as they are creating new ways of recycling so that more and more percentage of waste 
can be recycled as well as adapting their plants to the trends such as the increased usage of 
plastic. They are also working closely with all customers to reach the goals and demands that 
the customers have and to go further than the law demands in their sustainability work. They 
create strategic alliances and they go deeper than just the recycling process by educating 
customers personnel and adapting their own processes and plants to meet the demands required. 

The work with implementing sustainability in the business model have not been a process that 
have followed certain or clear steps. The sustainability work is from their perspective seen as 
something that is very controlled by the demands of stakeholders and the society. They think 
that when a sustainability topic gets acknowledged by media, discussed by the government or 
in society in general or a new legislation is made, the organization must adapt to these things.  

The initial work consisted of the board of directors assessing opportunities for change then they 
reorganized and removed the position of chief of sustainability who had a seat at the board of 
directors. The chief of sustainability just checked the boxes on how the decisions and changes 
was regarding sustainability rather than affecting the decisions being made. They created a 
sustainability board instead and have now turned around the work process so that the strategy 
and decisions are made from a sustainability focus. The sustainability board then produced a 
new vision, strategy and business model that showed how they should do business now 
compared to before and presented this for the board. The strategy is reviewed and adapted each 
year as there are new sustainability demands that arise all the time and which the company must 
consider. According to the changes demanded they create goals and objectives across all 
processes and activities based of the four prioritized areas with just as many objectives and 
goals for each area. They took help of consultants in their initial work when they changed to a 
sustainable strategy and business model to make sure that they were going in the right direction 
and they also checked the sustainability report to ensure that correct information was 
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communicated. After this they communicated to everyone on the organization about the new 
business model, their vision and how this was supposed to be reached.  

The company made sure that the business model and vision were communicated through 
multiple channels such as meetings and seminars to each and every individual of the 
organization. They also made sure that the communication was adapted so that every individual 
can understand what the changes mean, how they and their work are related to the new business 
model and vision, and how their work will be affected. They discussed sustainability openly 
and they have seen changes from employee’s discussion simple sustainability terms to now 
discussing more difficult and deeper questions regarding sustainability in their daily work. Now 
they use a lot of educational programs to educate workers in sustainability every time new 
changes are needed. They have incorporated sustainability in all workshops, introductions and 
other educational programs that are performed regularly. 

The sustainability board then gathered information about the changes they needed to make and 
how the changes needed to be done. They gathered information from the employees through 
surveys so make sure that they had everything that they needed and that they were prepared for 
the changes that were to be made. The respondent adds that all information gathering regarding 
how the employees feel and what they need to be ready for changes occur regularly since they 
implement new changes to become more sustainable continuously. Therefore, they also need 
to change and improve training, educational programs and workshops to improve employee 
knowledge and adaptability to the continuous changes.   

Another important thing is that the board and all managers show enthusiasm in the daily 
sustainability work and are together with the sustainability board steering the continuous work. 
Since they are a recycling business they have had to adapt their demands on the customers 
which they buy material from and they always want to increase the percentage of a product that 
is recycled. As cars have changed from consisting of mostly iron and now consist of a much 
higher percentage of plastic, they have had to adapt processes often and educate workers 
accordingly as the processes change. This makes is necessary for the organization to always 
monitor and improve their change process. The respondent claims that an important factor in 
their implementation process has been to give their employees room for initiative taking. “They 
work with these processes every day and therefore have a lot of knowledge on how 
improvements can be made so that employees can take on the new changes in the best possible 
way on an individual level. Therefore, we have encouraged our employees to take initiative and 
come with suggestions on how our processes and ways of doing business can improve. When 
they come with good suggestions we look at them and see if its viable and if it is, we implement 
it and I believe that this has contributed to our implementation process becoming much better.” 

They have seen that incorporating sustainability into their business model have been very 
important when it comes to keeping and getting new customers. The company must fulfil the 
demands that the customers have because it comes down to very small details when customers 
choose which organization they want to work with. Another important benefit of reaching the 
demands customers and society have on the organization is that they don’t get negative 
publicity or break any laws which make them more attractive for customers. When asked if the 
process of implementing their sustainable business model is considered finished the respondent 
states that “they don’t consider it finished and that they will probably never finish because there 
are always things that can be improved when it comes to sustainability”.  
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4.2.4 Challenges and tools 
 
The organization feels that there are many different challenges with transforming a business 
model to a more sustainable one. One of the more distinguished issues is the internal work 
required to make sure that everyone working in the organization, including the top management, 
understands and can comply with the changes. Everything they do regarding sustainability 
needs to be connected to the corporate strategy and the business model, which is challenging. 
They must be able to talk and work from an economic, social and environmental perspective 
simultaneously and as they are one thing. This makes them ask themselves what a change in 
one aspect, means for the organization as a whole? However, this challenge was overcome by 
having a lot of communication through meetings and educational programs so that the 
employees understood why changes were being made.  

They believe, however, that the biggest challenge is social sustainability, to put the focus on 
the workers and how they feel. For them, internal social sustainability is about the leadership, 
worker’s security, working environment in general, employee satisfaction, equality, diversity 
and that employees have the possibility to climb within the organization.  

They believe that social sustainability is hard sometimes because Sweden is a country that is 
not believed to have corruption or such things at all, but that is not the reality and there is a 
need for continuous improvements every day. The organization’s external social sustainability 
work is based on the organization’s code of conduct and they have realized that it is very 
difficult to implement it in depth.  

There are many routines and processes required just to secure the fulfilment of one of the 
aspects of the code of conduct. The organization base much of their social sustainability on the 
code of conduct which is very heavy on bribes, corruption, human rights and competition. The 
external social sustainability part is very hard, such as human rights and conditions for workers 
in countries that is far from the company. Being that distant away makes it extremely hard to 
control and manage, but it is something that they have as a goal to manage and improve. The 
code of conduct is a good tool to make these relations easier, since they don't want to work with 
companies that can’t live up to the code.   

The company is trying to give back to society as much as they can, and they have many different 
programs that help them doing so. They try to hire people that lives in the area the mills are and 
they sponsor sports clubs in those communities. They also have a program which gives out 
scholarships to students and they have events where they for example plant a tree for every 
company that participate in their customer-surveys. 

They do, however, not feel as if the work of implementing a sustainable strategy and business 
model have economic trade-offs. They think that in the short-term there might be some 
economic trade-off, but in the long-term, which they believe is the most important since they 
think that an organization should always have the goal of continuous existence, there is no 
trade-off. They say that they have the mindset that their sustainability work and the benefit of 
it, is allowed to take time.  

They don’t need to get immediate payoff for their efforts. Our respondent do not believe that it 
is hard to get a new idea or suggestion implemented if they have a good business case behind 
it. They use materiality analysis as a tool to see if an investment are worth doing. They don’t 
feel that every business case they present must provide economic benefits, it is rather about the 
created value in sustainability that is important. 
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4.3 Case 3 
 
4.3.1 View on sustainability 
 
Case 3 is a company that works with forestry and packaging from paper. They believe that 
packaging of the future is made of paper. According to their sustainability report they have 
more than 1000 employees and customers in more than 100 countries. They had a net profit of 
over 50 million euros in 2018. 

The company was created from a merger between two companies. The sustainability work 
initially started by studying what their stakeholders thought was important regarding 
sustainability. From this information the company started to create a new vision and business 
model. It was decided that they wanted to create value from all three perspectives: economic, 
environmental and social. They then created measurable targets for the most important targets 
for all of these three. 

In addition to their new vision, business model and targets they constructed a sustainability 
council to guide and strengthen future sustainability work. Since then the company have, 
according to their reports, made investments in a lot of areas. They have invested to improve 
environmental performance and safety in the workplace. They have made sure that the supply 
chain does not involve child labor and corruption. In addition, they have created new business 
relations and a positive social impact. 

According to their annual and sustainability reports, the company works with sustainability 
from a strategic perspective and does not divide sustainability into sub-groups of social, 
economic and environmental sustainability per say, but they have created their own focus areas 
built on goals of ‘maximizing positive impact’ and ‘reducing negative impact’. Within these 
two goals, they have chosen three focus areas, which are ‘increased customer value’, 
‘sustainable and bio-based society’ and ‘responsible value chain’. These three focus areas lead 
to six commitments, where the company wants to contribute to a more sustainable world. The 
commitments stated in the annual reports are listed below (Table 3). 

Table 3. Commitments in case 3. 

Responsible value chain (focus 
area) 

Minimizing negative impact 

Commitment 1 Promote responsibility from raw material supply and 
production to recycling. 

Commitment 2 Provide engaging workplaces where safety, diversity 
and human rights are a priority. 

Increased customer value 
(focus area) 

Maximizing positive impact 

Commitment 3 Improve our customers’ business using our knowledge 
on sustainable packaging solutions. 

Commitment 4 Through innovation expand the market of renewable 
packaging materials. 
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Sustainable and bio-based 
society (focus area) 

Maximizing positive impact 

Commitment 5 Combat climate change throughout the value chain. 

Commitment 6 Generate value for society through collaboration, both 
locally and globally. 

 
The commitments are linked to the sustainable development goals (SDG) and Agenda 2030 set 
by the United Nations. In their own opinion, the company is best placed to influence on: decent 
work and economic growth (SDG8), responsible consumption and production (SDG12), 
climate action (SDG13), life below water (SDG14) and life on land (SDG15) 

When reading their sustainability reports you can see that before 2015, they worked with a 
social, economic and environmental agenda, but the commitments were created to have a more 
strategic focus with sustainability. This work is, according to their sustainability reports, 
supported by a transparent and credible approach and a soundly embedded management. 

The company states that the board is ultimately responsible for the company’s work on 
sustainability. Within the business, overall responsibility rests with the CEO and senior 
management team. Operational responsibility for sustainability is held by the senior vice 
president of communication and sustainability and the sustainability and public affairs 
department, which carries out the work of introducing common goals, launching activities and 
following up results. This work is supported by the sustainability council, which is comprising 
representatives of business operations, production, HR, communication, forestry and legal 
issues. 

4.3.2 Sustainability 
 
As previously mentioned, the company doesn’t have a social agenda, but commitment 2 and 
commitment 6 described how the company acts to create social sustainability. Commitment 2 
which is providing engaging workplaces where safety, diversity and human rights are a priority 
is measured in diversity by gender equality and accidents in the workplace.  

The company state in the annual reports that it takes social sustainability very seriously and are 
working to always improve the environment the workers work in and how they are treated. 
They have placed their mills out in small rural areas to provide work for the people living there 
and they are the biggest employer in the areas where they exist. One of the things that they have 
worked hard on internally is that of improving the number of women in leadership roles which 
have increased significantly since they started the implementation process. Externally the 
company have increased their support for local sports club as one of their initiatives to increase 
social sustainability. They work together with all other actors within the industry on a bigger 
project for sustainable solutions, because they all believe that the issue is too big to be handled 
by any organization alone. This is captured by commitment 6: generating value for society 
through collaboration, both locally and globally. Following information is taken from the 
company’s sustainability and annual reports. 

The company wanted to have 22.5% women in total at the company and 24.5% women in 
manager positions by the end of 2018 and outcome was 23.1% women in total and 23% women 
in manager positions. This can be compared to 2013, which was set as a base year for 
measurements. In 2013 there was 18% of women in total at the company and 20.4% in manager 
positions.  
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The accidents measured has changed its form in their sustainability reports since 2016, which 
makes comparing the outcomes from 2013 to 2018 invalid, but between 2016 and 2018 the 
accidents have decreased by 11%. 

Their work with environmental sustainability is demonstrated in commitment 5 and 1. 
Commitment 5 is combat climate change throughout the value chain and it is measured by 2 
factors; energy consumption and emission of fossil CO2. The energy consumption has been 
decreasing by 4% between the base year 2013 and 2018. The emission of fossil CO2 has 
increased from 38 kg/tonne per product to 38.1 kg/tonne per product, which is an increase of 
0,2%.  

In addition to this they have set a specific target in their sustainability reports regarding 
environmental sustainability. It is based on the Paris agreement in 2015. These targets are a 
reduction of total greenhouse gas emissions from production, purchased energy and reduced 
emissions of greenhouse gases from sources not owned or controlled by the company. They are 
measured from the base year of 2016 and the company has since then had a reduction of total 
greenhouse gas emissions of 3% and a reduction in greenhouse gases not owned or controlled 
by the company of 25%. They have long term targets to decrease them both until 2030 with 
59% and 30%. 

According to their sustainability reports the company pays much attention to their suppliers. 
Commitment 1 is about promoting raw material and recycling. They have a supplier assessment 
of purchasing, which has been covered by 76.6% of the company’s suppliers.  

From an economical perspective the company is very focused on profitable growth. From the 
annual reports we can see that the operating margin for 2018 is 6%, which is the same as it was 
in 2013. There has been a small increase in return on capital employed (ROCE). It has increased 
from 6% to 7% between 2015 and 2018. In addition to this the company focus on innovation 
(commitment 2) and creating customer value (commitment 3). When it comes to innovation, 
they measure how much of the company’s sales that comes from new products which in 2018 
was 6.3%. For the creation of customer value, the proportion of customers who consider that 
the company’s work on sustainability creates value in 2018 was 87%. The economic result of 
2018 can be explained by the increase in fiber and chemical costs, wood shortage and higher 
costs of planned maintenance shutdowns according to the sustainability report of 2018. 

 
4.3.3 Implementation process 
 
In addition to reviewing the company’s annual reports, an interview was held with the 
company’s head of sustainability and public affairs. The individual is working in a team of six 
and sits on the board of directors and have participated and controlled the implementation 
process of the organization’s sustainable.  

The respondent mentions that the work with becoming more sustainable and implementing a 
sustainable business model is always challenging but something that is very important to them. 
The company is continuously working on becoming more and more sustainable by making their 
products more recyclable. Continuously work is done to improve their processes and to make 
them more sustainable as well as working to improve the social sustainability for their workers. 
They are working closely with other organizations through partnerships where they work 
together to develop more sustainable processes. They are also making sure that all the 
companies that they work with are meeting the sustainability demands the company has set. If 
they don’t meet those demands the company look for other partners to work with. 
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The implementation process of their sustainable business model can’t be characterized as 
having followed steps of a certain order, according to the head of sustainability. The 
implementation was done rather intuitive, except from the initial part where they assessed the 
opportunities they had, created the sustainability board and then created the new vision and 
business model. 

The company has always tried to be as sustainable as possible but the whole industry which 
they are part of have generally been perceived as polluters. Sustainability has always been an 
essential part of all their products since they act in the forestry industry, but they were not 
satisfied with the company’s level of sustainability. The board of directors started to look at the 
problems they had and what opportunities that existed for them to improve in sustainability. 
They turned to their stakeholders to get information on the issue, that could help regarding what 
and how they should improve. The respondent states that even if this was done initially when 
they started their implementation process, they have continued to do this regularly or when 
needed to meet new demands. 

The company initially formed a coalition consisting of six people from different parts of the 
company lead by the head of sustainability called the sustainability board. All the 
representatives have a seat at the board of directors so that they can ensure that the boards work 
closely together and that sustainability is incorporated in everything they do. The boards then 
started to look at the company’s business model and the vision. Together they sat down and 
created a new vision, strategy and business model which incorporated sustainability. The goal 
behind all of this was to reduce the company’s negative impact and to increase the positive 
effects that the company has on the environment and society.  

After the vision, strategy and business model had been decided the board started to 
communicate the new vision throughout the organization. They started doing this in meetings 
with all their managers and then the managers held a meeting on their respective mills so that 
everyone on the organization got to know and talk about the new vision and business model. 
They also placed all the information regarding the new vision and business model on their 
intranet so that it was easily accessible to everyone. They also placed posters all around their 
different locations to make sure the vision was clearly communicated and that employees were 
reminded of it. They also placed chiefs of sustainability on each of their mills and other 
locations that could help communicate and drive the sustainability work locally.  

From the vision, strategy and business model new goals and objectives was created from a 
sustainability perspective in the form of new key performance indicators and a reward system. 

The head of sustainability stresses that due to changes to stakeholder demands, new legislation 
and changes to their own demands, the company’s goals and objectives are changed when 
needed. The reward system for the employees is based on the KPIs and this system is also 
updated when the goals and objectives receive big changes, so that the workers always are 
rewarded for being sustainable. As a consequence the process of making their business more 
sustainable is continuous.  

The head of sustainability adds  that as because of the changed to the goals and objectives they 
also need to change their activities, processes as well as the materials that are being used all the 
time too. Therefore the company has to expand and develop the employees’ knowledge 
constantly so that they can work effectively and so that they can reach the goals and objectives. 
The respondent adds that because the work never ends, they constantly have to monitor, adapt 
and make their change processes better.  
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The educational programs, seminars and workshops they have for their employees are therefore 
updated according to the changes to the daily operations. They are also collecting feedback 
from their employees as a tool to get information on how well the employees are supported and 
how the company can support them better. The respondent adds that they also use external 
reviewers to motivate the changes and adaptations needed to employees, so that the employees 
can see that the changes aren’t made just because the board of directors wants them. In addition 
to this, there are reports made by the external reviewers, which are used as tools to see what the 
organization does well and what needs to be changed.  

The respondent was asked if the implementation process could be finished and the head of 
sustainability answered quickly” No, this is something that is always going on. Some processes 
regarding annual reports have a beginning and an end but improving sustainability and 
implementing it into the business model does not have an end”. 

 

4.3.4 Challenges and tools 
 
When asked about challenges, the head of sustainability answers that they have had, and still 
have, many challenges with the implementation process. One of the challenges they had was to 
create and set goals regarding sustainability for the whole value chain. It was hard to affect 
suppliers and to make them want to reduce their own negative impact.  

The company has set guidelines which prohibits them from working together with organizations 
that doesn’t work effectively with sustainability. This is very challenging since they then have 
less possible partners.  

One of the biggest challenges appeared when they became 97% fossil free, because they 
realized that in order to become 100% fossil free, they have to make a huge amount of 
investments. Another challenge they face is that customers are combining their products with 
other materials that is not sustainable, such as plastic. They have as an internal goal to get rid 
of plastic from all their products and this becomes extremely challenging when they have to 
control what customers combine their products with. There is only so much they can do in 
affecting their customers and supplier’s behavior, how their treat their employees and the 
impact they have on the environment. 

The company wants to promote a healthy and rich society where they act. They work closely 
in Asia with their suppliers to improve the workers conditions and salaries which is one of the 
bigger challenges with social sustainability according to the head of sustainability.   

When asked if they have experienced there being an economic trade-off in the implementation 
process of their sustainable business model the respondent answers that they haven’t 
experienced that at all. For them, increased sustainability and the integration of sustainability 
into their business model have not resulted in economic trade-off. The head of sustainability 
gives an example of how the company has made investments to reduce the energy consumption 
of all their facilities which costs a lot initially, but the result from the changes are the they have 
reduced energy costs and reduced environmental impact.  
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5. Analysis 
 
In this chapter the empirical data will be analyzed and discussed. In addition, connections to 
the presented theory will be made. In the initial sections the separate cases will be analyzed 
followed by a cross analysis of the three cases. 
 
5.1 Case 1 
 
5.1.1 View on sustainability 
 
Based on the data collected in the company’s sustainability reports, annual reports and by the 
interview with the vice president, also the head of sustainability, we can present what we 
believe is the company’s view of sustainability. The data collected from the reports 
complement the data from the interview that was held with a company representative. It 
provides some insights in the investments that was made, when goals and objectives was set 
and changed, when the education of employees took place, the effects the new business model 
had on economic, environmental and social factors through the changes in reporting and the 
hard facts that is presented in the form of numbers.  
 
 
In the reports they mentioned that they put main focus on SDG 12, 13 and 15 and that they are 
working with a product that is sustainable, in comparison with other packaging companies that 
don’t use paper. They put focus an all three perspectives of sustainability, but the SDGs 
mentioned and that they describe themselves as a “renewable material company”, makes us 
believe that they focused their sustainability work mainly on four of the archetypes that Bocken 
et al. (2014) describes. These are maximizing material and energy efficiency and create value 
from ‘waste’, substitute with renewables and natural processes and repurpose the business for 
society/environment (Bocken et al., 2014). 
 
 
5.1.2 Sustainability 
 
Looking at the empirical data we can see that the company has made progress in all aspects of 
sustainability since the company initiated the implementation process. The company now has a 
higher score on the leadership index and the diversity in the company has increased. In addition, 
the company has invested in communities through sponsorship among other things to create 
more social sustainability. Taking all these aspects into consideration it can be argued that the 
company is creating more social value (Evans et al., 2017) than it did before the implementation 
process started.  
 
In this case the empirical data show that the company has decreased its energy usage since it 
started the implementation process. It has also decreased its water consumption and emissions 
since then. The fact that the company has reduced its emissions, water consumption and energy 
usage the company can now be considered to create more environmental value (Evans el al., 
2017). 
 
From an economic standpoint the company has increased the profit margin since they started 
implementing their sustainable business model and its ROCE has also increased since the 
process started. Considering that the company now has a higher profit margin and ROCE it 
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could be argued that the company has increased the economic value it creates (Evans et al., 
2017). 
 
As a result of the company increasing diversity, improving its score on the leadership index, 
decreasing its energy usage, decreasing its water consumption and emissions, as well as 
increasing profit margin and ROCE the company has combined social, environmental and 
economic value forms and now create sustainable value (Evans et al., 2017). In addition to this 
the company has also cared for all stakeholders interests and needs, and aligned stakeholders 
interests in the process of creating their business model, demonstrating the presence of all core 
aspects of a sustainable business model (Evans et al., 2017). 
 
 
5.1.3 Approach 
 
In this case the company has gone beyond its own walls in their work with sustainability 
which shows that it takes a system building approach (Adams et al., 2016). The company has 
included society in its purpose and is actively trying to improve and increase how it affects 
society. The company tries to work together with others to increase sustainability through 
their code of conduct which sets demands on their suppliers to be sustainable. All these 
activities that are described are signs of the company being a system builder (Adams et al., 
2016). However, the company is falling short when it comes to the innovation outcome that a 
system builder should have (Adams et al., 2016). The theory says that in order to be a system 
builder in regards to innovation outcome you need to have a ‘net positive impact’, which is 
something that is really hard to reach (Adams et al., 2016). 
 
 
 
 
5.1.4 Implementation process 
 
Looking at case 1 from a successful organizational change perspective (De Cremer et al., 2018) 
they started their implementation of sustainable business model due to demands from customers 
and society. They gathered information from their stakeholders and took that information to 
assess opportunities to be more profitable which follows the description of the 1st step suggested 
by De Cremer et al. (2018). The board then created a vision for what was needed to be done, a 
new business model and a strategy which is the 3rd step in the theory of successful organizational 
change (De Cremer et al., 2018). Sustainability got a higher rank within the company and 
positions at the board of directors was created that would focus on sustainability.  
 
What happened next was that they created the sustainability and ethics committee which is 
active in all decisions the company does and is the 2nd step suggested in the theory of successful 
organizational change (De Cremer et al., 2018). The committee then communicated the vision 
and business model throughout the company with policies and education for the employees 
which is the essence of the 4th step suggested by (De Cremer et al., 2018). This organization 
basically followed the first four steps of the successful organizational change theory (De 
Cremer et al., 2018), but the steps did not come in the order suggested by the authors. As 
described above, the vision was created before the company made the structural changes that 
was necessary to work with the vision.  
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The 5th step (mobilizing energy for change) and the 6th step (empower others to act) of the theory 
of successful organizational change (De Cremer et al., 2018) is regularly performed. The 
company collect information of what the employees need to be able to get through changes and 
they also support and encourage employee initiative- taking in all changes in the 
implementation process. They are also making sure that issues that stand in the way for 
employees to embrace sustainability and other changes are removed when found. In addition, 
everyone at the company are being educated in sustainability and how they should work 
annually which is in accordance with the 7th step of the successful organizational change theory 
(De Cremer et al., 2018). The company has created policies and guidelines that support the 
employees in their development and so that they can apply new skills.  
The 8th step, identify short term wins and use as reinforcement of change progress (De Cremer 
et al., 2018), is performed in this case.  The first activity of the step suggested by De Cremer et 
al. (2018) was performed in the initial phase of the implementation process. Goals and 
objectives were set early on in the implementation process after the company had decided upon 
its business model and KPIs was created accordingly. The second activity of this step, which is 
to communicate how well the goals and objectives are reached, seems to be performed 
frequently.  
 
The 9th step, monitoring and strengthen the change process over time, and 10th step, 
institutionalizing change in the company culture, practices and management succession (De 
Cremer et al., 2018), is something that the company is constantly doing. The work with 
sustainability is a process that the company believes cannot be finished. It has to be updated all 
the time. There are new technologies, new legislation and new competitors in the market, which 
makes it impossible to say that “we are done now”. Therefore, the company is repeatedly 
performing step 5, 6, 7, 8 (the second activity of step 8), 9 and 10.  
 
 

5.1.5 Challenges and tools 
 
The respondent states that the company has overcome all the challenges they have faced during 
the implementation process. One of the challenges that they face often is the triple bottom line, 
which is the challenge of trade off between profit and sustainability (Evans et al., 2017). In 
most cases the company does not invest in something that isn’t resulting in any economic profit 
in the end. The respondent adds that this is one of the biggest challenges when implementing a 
sustainable business model. There seems to be a tool that’s useful, at least during the 
implementation process. In this case materiality analysis was used to overcome problems with 
implementing the sustainable business model. The company use materiality analysis to decide 
which types of investments and were the company should do it in order to continue to gain, or 
increase, value. Value from a materiality analysis can be measured from all three sustainability 
perspectives, but in this particular company they focused a lot on the economic value. 

Another challenge that they have faced is mindset (Evans et al., 2017) and the company 
overcame this challenge by providing a lot of education and policies which made it easier to 
change the workers mindset. 

The technological innovation challenge (Evans et al., 2017) was overcome by purchasing the 
newest technology. This can be due to the fact that the company has financial muscles and can 
make the necessary changes. 

External relations (Evans et al., 2017) was another challenge that the company has faced. They 
deal with this challenge by using a supplier code-of-conduct with specific demands on 



 52 

sustainability for suppliers. On the other side of the value chain, the customers forced the 
company to be sustainable which made the company implement the sustainable business model.  

 
5.2 Case 2 
 
5.2.1 View on sustainability 
 
In case 2 the data have been extracted from an interview with a company representative, the 
company’s website, the company’s annual and sustainability reports from 2015, which was the 
year when they started the implementation process, to present year. The data from the reports 
complement the interview that was held by providing some insights in the investments that was 
made, when goals and objectives was set and changed, when the education of employees took 
place, the effects the new business model had on economic, environmental and social factors 
through the changes in reporting and the hard facts that is presented in the form of numbers.  
 
The company supports all the SDGs from the UN, but believe they can contribute most to SDG 
8,12,13,14 and 15. The empirical data suggest that the company’s sustainability work has had 
a couple of different focuses. With the empirical data from case 2 in mind and the fact that they 
are a recycling company it stands clear that the company has focused on the archetypes 
maximize material and energy efficiency, create value from ‘waste’, substitute with renewables 
and natural processes, and repurpose the business for society/environment(Bocken et al., 2014). 
 
 
5.2.2 Sustainability 
 
Creating value from ‘waste’ is the company’s main focus and in 2018 they reached 97% recycle 
ratio on regular material and 80% on electronic waste exceeding the goals they set when they 
started the implementation process. In addition, the company has now reduced their climate 
affect by 45% through reduced emissions and improved energy usage as a result of investments 
in new technology. Based on this data it could be argued that the company now is creating more 
environmental value (Evans et al., 2017) than before. 
 
The company has the goal to secure that working conditions, salary, terms of employment and 
development opportunities are not unequally different between different groups. From the 
reports it can also be understood that they have invested every year to improve their workers 
conditions and to strengthen their employees by providing training and educational programs. 
They have increased the amount of women in managerial positions from 11% to 18% and the 
women in the company from 22% to 24% between 2014 and 2018. The increase in equality 
between genders in their company and improvement in workers’ conditions can be interpreted 
as providing increasingly social value (Evans et al., 2017).  
 
From an economic standpoint they state that profitability is a necessity for them to be able to 
continue their work for good environmental and social development. From the point when they 
started the implementation process in 2015 they have increased their operating margin by 16% 
and their ROCE by 34%. Considering this, one could argue that the company also create more 
economic value (Evans et al., 2017) than before the implementation. 
 
The fact that the company now combine environmental value forms, such as renewable 
resources and lower emissions, with economic value forms, such as business stability and return 
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on investments, and social value forms, such as equality, health and safety, the company is now 
creating sustainable value (Evans et al., 2017). Considering the fact that the company aligned 
all stakeholders interest and cared for all the stakeholders’ opinions and needs when creating 
the new business model, the company demonstrate that they have all the core elements of a 
sustainable business model described by Evans et al (2017). 
 
5.2.3 Approach 
 
In case 2 the company has the approach of system building in the sense that the company think 
and include society in its purpose. The company is not only trying to increase sustainability by 
working in isolation but is rather trying to increase sustainability in society by helping their 
partners and the companies they work with by training their employees. The company also 
make their suppliers, customers and partners sign a code of conduct, which sets demands on 
the companies to be sustainable.  Acting in this manner goes in accordance with what is 
described as a system builder (Adams et al., 2016). The company perform most activities of the 
highest approach systems building except innovation outcome (Adams et al., 2016). According 
to Adams et al. (2016) the company has to have a net positive impact but this has the company 
in case 2 not achieved yet. 

 
5.2.4 Implementation process 
 
The company started their implementation process to incorporate sustainability into their 
business model by listening to feedback and the demand for increased sustainability that they 
received from their stakeholders, media and society. The board came together to discuss and 
analyze how they could do so and to discuss what opportunities existed and thus performed the 
1st step in the theory of successful organizational change (De Cremer et al., 2018).  
 
The organization underwent a change about two years ago when they changed from having a 
head of sustainability who sat at the board of directors, to the now in place sustainability board. 
The sustainability board is continuously supported by the board of directors and two members 
are sitting on both boards to ensure good and consistent communication between the two. The 
actions taken by the organization can be explained by the 2nd step in the theory of successful 
change as the sustainability board that was created is the guiding coalition which oversees the 
change of the organization’s business model (De Cremer et al., 2018). 
 
The respondent states that the sustainability board consists of members such as himself as well 
as individuals from all levels of the organization which is important in order to have a good 
coalition (De Cremer et al., 2018). The organization performs the second activity of this step 
of the theory as there is consistent communication between the sustainability board and the 
board of directors and there is a supportive relationship between the two as they work closely 
together in the change process (De Cremer et al., 2018). 
 
The first thing that the sustainability board did was to develop a new vision, strategy and a new 
sustainable business model. They then presented these changes to the board of directors and 
compared to how the business functioned at that time which accepted the ideas. This can be 
explained by the 3rd step of the theory of successful organizational change (De Cremer et al., 
2018). As the vision was accepted without any issues by the board of directors we can assume 
that a clear and compelling vision was created that was reasonable to the board of directors. 
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The respondent states that the strategy for how to deliver the business model is reviewed every 
year to adapt to new legislation and stakeholder demands. 
 
The next action the company did was to communicate to everyone in the organization about the 
vision and business model. The company communicated through multiple channels such as 
meetings and seminars to each and every individual of the organization. The communication 
was adapted so that every individual could understand the changes and how they would affect 
them. These actions are in accordance with the 4th step of the theory of successful organizational 
change (De Cremer et al., 2018). 
 
The company then gathered information from employees to make sure they were prepared for 
the changes that were being made and regarding how the company could help the employees 
get ready for the changes. From the interview we understand that information gathering is very 
important for the organization and that they do this continuously through employee surveys as 
they need to make changes all the time due to new legislation, new sustainability topics or 
demands from stakeholders. What they actually are doing here is explained by the theory of 
successful change as mobilizing energy for change (De Cremer et al., 2018).  
Due to the continuous demand for changes the 6th (empowering others to act) and 7th step 
(developing and promoting change related knowledge and ability) of the theory of successful 
organizational change (De Cremer et al., 2018) are regularly performed.  
 
The organization gives the employees power to act and listens closely and encourage them to 
take initiatives and come with ideas. They have provided the employees a supportive and open 
environment and they coach them when needed which is the essence of step 6 of the theory of 
successful change (De Cremer et al., 2018). The organization also make sure that they develop 
all the change-related knowledge the employees need and teach the employees through training 
and workshops so that they can apply the knowledge needed in their daily work every time they 
need to make changes which is the spirit of step 7 (De Cremer et al., 2018), That the company 
repeatedly performed these steps is supported by the information found in the company's reports 
through the annual investments in training, workshops and educational programs for all 
employees every year. 
 
In the initial phase of the change process the sustainability board created KPI:s for all the 
organization’s activities and processes with an even amount of KPIs for all four of their 
prioritized areas to incorporate sustainability in all their activities and processes. These KPIs 
and how well they are met are continuously communicated to show the progress the 
organization is making and to show the employees that the changes that have been made have 
actually had an impact. The organization is by doing this identifying short term wins and using 
these to reinforcing the change so that all stakeholders feel that it was worth it. This is presented 
as the 8th step in the theory of successful change consisting of two activities; specifying clear 
and goals and objectives and communicating evidence of progress (De Cremer et al., 2018). 
However, the organization specified their goals and objectives in the initial phase of the change 
process after the vision, strategy and business model had been decided. The second activity of 
the 8th step of the theory is an activity that is performed regularly so that the stakeholders feel 
that the organization is making steady progress.  
 
The organization is also performing the 9th and 10th step suggested by the theory of successful 
change (De Cremer et al., 2018). The change process is always being monitored and adapted 
as new changes are needed. The process is being supported and strengthened in the eyes of the 
workers by top management vocally talking about the progress that is being made but also 
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through continuous investments of resources and education of the workers when needed. The 
employees are regularly asked about the results of the changes made and surveys are also 
regularly performed to see how the employees feel about the changes and if anything else can 
be improved.  
 
They are clear when they say that they have many meetings after changes have been made so 
that they can show the employees that the work was worth it and that actually improved the 
company’s sustainability. The board of directors are directly involved in all sustainability 
changes through the sustainability board and since sustainability is so deeply involved in the 
corporate strategy and the business model they have ensured that the vision is passed on. 
 
 
5.2.5 Challenges and tools 
 
When it comes to challenges for innovation towards sustainable business models (Evans et al., 
2017) the organization states that the internal work required to makes sure that everyone 
working in the organization as well as top management understands and comply to the changes 
was one of the challenges the company faced. They must be able to talk and work from an 
economic, social and environmental perspective simultaneously and as they are one thing which 
is a challenge and they always ask themselves what does this mean for the organization as a 
whole. However, this challenge was overcome by having a lot of communication through 
meetings and educational programs so that the employees understood why the changes were 
being made. This can be interpreted as the mindset challenge can be overcome as long as good 
communication is ensured so that the employees understand the changes, how they affect the 
employees on an individual level and, why they are being made. In general, the company 
believe that social sustainability, to put the focus on the workers and how they feel is very 
challenging. All these challenges they mentioned could be categorized under what Evans et al. 
(2017) describes as mindset challenges. These are challenges that regard the business rules, 
guidelines behavioral norms that can inhibit introduction of new business models, which hasn’t 
been the case in case 2, but they have been challenges the company has faced in the 
implementation of a more sustainable business model. 

They also feel that the external social sustainability part is very hard. Human rights and 
conditions for workers in other countries is so far from the organization that it is extremely hard 
to control and manage. The company have their code of conduct which they make the 
companies they work together with sign which have proven to be a good tool to overcome these 
challenges. This challenge is called external relations by Evans et al. (2017) and is about 
engaging in extensive interactions with external stakeholders and business environment which 
can require a lot of effort. According to the respondent they don’t perceive the triple bottom 
line (Evans et al., 2017) to be a challenge for them since they feel that it's the relative value of 
social, environmental and economic value combined of investments that is the most 
important, not only the economic value it creates. The company has used materiality analysis 
as a tool to determine which investments they should do.  
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5.3 Case 3 
 
5.3.1 View on sustainability 
 
In order to get an understanding on how case 3 implemented their sustainable business model, 
we have to understand what their main targets are and how well they have achieved those 
targets. The data collected in this case is from the company’s annual & sustainability reports 
between 2013 and 2018, from the company’s website as well as an interview with a company 
representative. The empirical data from the reports give some insight regarding when the 
investments that was made, when goals and objectives was set and changed, when the education 
of employees took place, the effects the new business model had on economic, environmental 
and social factors through the changes in reporting and the hard facts that is presented in the 
form of numbers. This information can be used to support the data collected from the interview 
and fill any gaps that may exist from the interview. 
 
The company has chosen to work with SDGs and supports all of them, but has decided to pay 
more attention to SDG 8,12,13,14 and 15. With this fact and the empirical data collected, we 
believe that the archetypes created by Bocken et al. (2014) that is focused on is maximize 
material and energy efficiency, create value from ‘waste’, substitute with renewables and 
natural processes and re-purpose the business for society/environment and develop scale-up 
solutions. 

This case does not have an agenda for each sustainability perspective. Instead they have created 
commitments, because they think that is a more strategic choice.  

 
5.3.2 Sustainability 
 
The company has invested heavily in safety in the workplace and wants to create diversity in 
the company. This has shown results between 2013 and 2018, where accidents have decreased 
and the number of women in the company and in manager positions has increased. By 
increasing equality and the working conditions for their employees the company now create 
more social value (Evans et al., 2017) than it did before their changed their business model. 

From an environmental point of view the reports show that the company have decreased their 
energy consumption, reduced their total greenhouse emissions and reduced in greenhouse gases 
not owned or controlled by the company, but they have increased their total emissions. The 
increase in total emission could be a result of the company has increased its operations. In 
general the company has increased the environmental value (Evans et al., 2017) they create. 

From an economic perspective has the company increased their ROCE between 2013 and 2018 
and their operating margin has remained the same despite all the investments that have been 
made. By increasing the ROCE and by keeping the operating margin at the same level although 
they have made many investments it could be argued that the company is creating more 
economic value (Evans et al., 2017).  

Based on the empirical data we can understand that the company has succeeded in combining 
environmental value forms, economic value forms and social value forms and now create 
sustainable value (Evant et al., 2017). This has been achieved by having decreased their energy 
consumption and total greenhouse emissions, having business stability and increasing ROCE, 
and increasing equality and the working conditions for their employees. The company has also 
secured the other two core elements of a sustainable business model by aligning all stakeholders 
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interest and caring for all stakeholders in their process of creating the new business model 
(Evans et al., 2017). 

 
5.3.3 Approach 
 
In the third case that is studied in this thesis the company’s sustainability work makes it possible 
to describe the company as a system builder (Adams et al., 2016). The company considers and 
include society in its purpose and the organization is actively working in integrated 
collaborations that can create system-changing innovations that is a defining characteristic for 
a system builder (Adams et al., 2016) This is demonstrated in the cooperation on a bigger 
project for sustainable solutions that the company partakes in with all other actors within the 
industry because they all believe that the issue is too big to be handled by any organization 
alone. The company has also designed guidelines regarding sustainability which all companies 
that want to work with them have to follow. By doing this the company is showing that 
sustainability is achieved globally and not in isolation. The organization cannot, however, be 
considered providing a net positive impact (Adams et al., 2016) yet which is understandable as 
this is something that isn’t easily achieved (Adams et al., 2016).  
 
5.3.4 Implementation process 
 
From the sustainability reports we get the understanding that case 3 started their implementation 
process after the merger of two companies in 2012. Because of the increasing pressure from 
stakeholders, customers and society to increase their sustainability, the board of directors 
started to collect information from stakeholders so that they could start to understand what 
problems they had.  

According to the respondent the board of directors then sat down and discussed the problems 
they had, why they weren’t sustainable enough and how they could become more sustainable. 
The actions that are being described is that they gathered information and listened to feedback 
from their stakeholders, customers and society and then the board sat down and asses the 
problem they had and what opportunities that existed which is the 1st step in the theory of 
successful organizational change (De Cremer et al., 2018). This step is performed initially when 
they started their work of implementing a sustainable business model. 

After they concluded that they should create a sustainable business model they created a 
sustainability board consisting of six individuals from different parts of the company who also 
have a seat each at the board of directors who would lead the implementation process of their 
sustainable business model. They gave all the member a seat at the board of directors to ensure 
that sustainability would be incorporated in the whole business and be considered in every 
decision the board takes. What happened here was that the company performed the activities of 
the 2nd step in the theory of successful change as the sustainability board is the guiding coalition 
which will lead and oversee the change (De Cremer et al., 2018). We can also understand that 
the second activity of the step of supporting and communicating with the coalition is performed. 
By giving them seats at the board of directors and listening to the sustainability board when 
they make decisions, the company show that they support and communicate with the 
sustainability board (De Cremer et al., 2018). 

The board then created a new vision, strategy and a new sustainable business model. In the 
theory of successful change, the 3rd step consist of creating a compelling and clear vision (De 
Cremer et al., 2018) and since the vision was liked by the stakeholder we can assume that the 
company completed this step. Then the company started to communicate the new vision and 
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business model and how this was going to be fulfilled. The company communicated the new 
vision and how the company should achieve this throughout multiple channels so that it was 
accessible to everyone. They communicated the vision on their intranet, in special meetings, 
they put up posters so that the employees always got reminded of the new vision. In meetings 
the information regarding the new vision and business model was adapted so they it was 
relevant to the individuals that the meeting was held for. They also placed chiefs of 
sustainability at all their mills and other locations to help communicate the vision and who 
would drive the work locally. What is described above is the 4th step of the theory of successful 
organizational change (De Cremer et al., 2018). 

They then gathered information using external reviewers so that they knew what they needed 
to change and to plan how the changes were going to be made and making sure the employees 
was ready for the changes. They are here gathering information so that they can plan and make 
the changes easier as well as assessing the readiness of their employees that will be affected by 
the changes which is the 5th step of the theory of successful organizational change (De Cremer 
et al., 2018). These activities have not been performed just once according to the respondent 
but is rather recurring due to new demands from stakeholders, customers and society which 
suggests that the 5th step could be performed more than once. 

Because of the continuous demand for new changes owing to the fact of the demand of 
increased sustainability from stakeholders and society the 6th (empowering others to act) and 7th 
step (developing and promoting change related knowledge and ability) in the theory of 
successful organizational change (De Cremer et al., 2018), are also performed regularly just 
like the 5th step. It is mentioned by the respondent that they support their employees when they 
implement changes that affect them. They collect feedback so that they can learn and improve 
so that the employees can get enough help which the essence of the 6th step in the theory of 
successful change. The company is supporting their employees so that they can learn and 
develop knowledge by educating them in workshops and off-site educational-days. 

The company has created new goals and objectives in the form of sustainability KPIs for all 
their activities which they communicate to their employees regularly. This is what the theory 
describes as identifying short term wins and using them as reinforcement of change progress 
(De Cremer et al., 2018). Since the KPIs are regularly communicated and they have tied their 
reward system to these KPIs the employees see it as a small win and progress when they met 
these goals and objectives. The company did not conduct the first activity of this step this late 
in the process, but it was done after the vision and the business model had been decided. The 
second activity of the step; communicate evidence of progress towards set goals and objectives 
is also performed but that activity is rather done continuously every workday as explained 
above. 

The respondent mentions in the interview that because the process never ends that they always 
have to monitor and improve it. The process is supported in the eyes of the employees through 
continuous investments in educational programs and workshops for employees. In addition, 
they also have meeting where they are talking about how they are doing and the progress they 
have made towards their goals. What they are doing here is performing the 9th step in the theory 
of successful change, monitoring and strengthening the change process over time (De Cremer 
et al., 2018). This step is also done many times and not only one time according to the 
respondent. 

The board of directors are directly involved in all sustainability changes because six of the 
members sit on the sustainability board and that sustainability is considered in all their decisions 
and actions. They are also expressing their progress towards their goals and objectives in all 
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their meetings and reports through such as sustainability KPIs which means that they have 
embedded sustainability into their whole business and the company culture. By doing this they 
have performed the 10th step of institutionalize change in the company culture, practices and 
management succession (De Cremer et al., 2018).  
 
5.3.5 Challenges and tools 
 
The challenges they have faced in the implementation process can be explained and understood 
by challenges listed by Evans et al. (2017). There were many challenges according to the 
respondent, one being that of setting goals regarding sustainability for the whole supply chain. 
The respondent states that it was hard to affect suppliers to become more sustainable. Customers 
are combining their products with other materials that are not sustainable, such as plastic, and 
there are only so much the company can affect. The company use guidelines as a tool to prevent 
them from working with companies that don’t have effective sustainability work. These 
challenges are called external relations by Evans et al. (2017) and is about engaging extensive 
interactions with external stakeholders and business environment which can require a lot of 
effort. 

The biggest challenges that have appeared is that when they became 97% fossil free they 
noticed that to reduce the use of fossil fuels became very hard and demands huge investments. 
This challenge could be described as challenge related to technological innovation (Evans et 
al., 2017) in the sense that they have done so much to increase sustainability that there is not 
much left to do. The things that are left to do requires huge investments or are very complex. 
 
5.4 Cross analysis 
 
This section will be a cross-analysis between the three cases. It will focus on what the main 
focus is when it comes to sustainability, what approach the companies have taken, how they 
implemented their sustainable business model and the tools they have developed to deal with 
challenges. 
 
5.4.1 View of sustainability 
 
Comparing the different SDGs that the companies in the three cases have chosen to focus on or 
which they feel is the most fitting to their company, different approaches to how the companies 
have sought to become more sustainable might be distinguished.  

We have found that in all three cases the companies have had four archetypes (Bocken et al., 
2014) in which they have focused their sustainability work. These four have been maximizing 
material and energy efficiency, create vale from ‘waste’, substitute with renewables and natural 
processes and repurpose the business for society/environment (Bocken et al., 2014). In addition, 
in case 3 the company also delivered sustainability by developing scale-up solutions (Bocken 
et al., 2014). 

While Bocken et al. (2014) stats that these archetypes can help companies in their creation of a 
sustainable business model and when they implement it by providing focus areas which they 
can deliver sustainability. However, the theory does not state if just one, all or a set of different 
archetypes are needed to deliver a sustainable business model. The findings in this study 
suggests that the combination of four of the archetypes created by Bocken et al. (2014): 
maximizing material and energy efficiency, create vale from ‘waste’, substitute with 
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renewables and natural processes and repurpose the business for society/environment, is the 
best for companies that successfully want to implement a sustainable business model.  

In case 3 the company also delivered sustainability by developing scale-up solutions (Bocken 
et al., 2014), but since the other two cases were successful without this focus, it can be 
interpreted as the four archetypes found in all cases are sufficient to successfully implement a 
sustainable business model. Additional archetypes might be possible to use to reach a higher 
level of sustainability. It should also be stated that our findings may be affected by the industries 
in these cases, but we believe that the four archetypes found can be used in other industries.  

 
5.4.2 Sustainability 
 
In all three cases the companies demonstrate that they have combined environmental, social 
and economic value forms and now create sustainable value (Evans et al., 2017). In all three 
cases we can see an increase in the creation of environmental, social and economic value, 
showing that they create more sustainable value than before the implementation process started. 
All companies have also aligned the interests of all stakeholders and taken all stakeholders 
opinions and interests into consideration in the process of creating their new business models 
and the companies are governed so that sustainability can be achieved.  
 
The fact that the companies demonstrate all these aspects mean that they have all the core 
aspects of a sustainable business model (Evans et al., 2017). In addition, considering the 
definition of a sustainable business model provided by Geissdoerfer, Vladimirova and Evans 
(2018, p. 409): “A business model that incorporates pro-active multi-stakeholder management, 
the creation of monetary and non-monetary value for a broad range of stakeholders, and which 
hold a long-term perspective” the companies in all cases fulfill these criterion and thus can be 
considered now having a sustainable business model. However, in all three cases the 
respondents, when asked regarding the implementation process process being considered 
finished, have answered “no”. The ever-changing nature of what is to be considered sustainable 
and how sustainability is achieved seems to leave companies that seek to be sustainable into a 
cycle of improvement that never ends. The companies in the three cases being studied have all 
fulfilled the criterion for a sustainable business model but are now chasing a higher level of 
sustainability or to keep up with the new requirements to remain sustainable.  
 

5.4.3 Approach 
 
By looking at each of the companies, it was discovered that they all have surpassed the second 
approach described by Adams et al. (2016). In all three cases the companies have the system 
building approach in the sense that they act for societal change (Adams et al., 2016). The 
companies have also moved beyond organizational transformation regarding innovation 
objective. In all three cases innovation’s relationship to the company is extended beyond the 
company to drive institutional change. They are working to create new and more sustainable 
solutions or systems together with suppliers, customers and partners. In case 3 the company is 
also working on a bigger project for sustainable solutions with all other actors within the 
industry. In the three cases the companies clearly believe that sustainability can’t be achieved 
by the organization in isolation but rather by working together with others. 
 
In terms of innovation outcome there are no evidence that the companies create a net positive 
impact yet. However, as described above the innovation outcome in the three cases is that they 



 61 

are all creating sustainable value now and have reduced the harm they have on society and the 
environment. 
 
This can be understood as in order to successfully implement a sustainable business model it 
seems as the company must take a system building approach. The company can only to some 
extent implement a sustainable business model in isolation due to the new demands on 
companies following the creation of agenda 2030. The SDGs show companies what will be 
accepted, needed and supported by society in the nearest future and what will be demanded of 
them from a long term perspective (Pedersen, 2018). The SDGs stress collaboration and 
cooperation between companies in sustainability work and therefore this have become 
demanded from companies in a long term perspective to be sustainable. Now, in order for the 
implementation process to be successful, to create sustainable value and to have a sustainable 
business model the company must collaborate with others. Therefore, if a company wants to 
implement a sustainable business model successfully today it need to incorporate the SDGs into 
its strategy and business model (Pedersen, 2018) which have been the case in all three cases of 
this study. In addition, to be able to have a sustainable business model it is not necessary to 
create net positive impact although this is something the company should aspire to achieve. 

 
5.4.4 Implementation process 
 
In the previous section, the theory of successful change has been applied to the separate cases 
to understand how the companies have implemented their new sustainable business models. In 
all three cases, the companies started their implementation process by collecting information 
from stakeholders, analyzing this information and sharing the findings in board meetings, which 
is in alignment with the first step of the theory created by De Cremer et al. (2018). 

After this initial step the companies diverge and in case 1 the company performs the 3rd step of 
the theory (De Cremer et al., 2018), formulate a clear and compelling vision, before that of the 
2nd, creating a guiding coalition and supporting the new coalition, while the companies of case 
2 and 3 perform the 2nd followed by the 3rd step. This suggests that it is not essential to create a 
guiding coalition before the company create their new vision but it is rather just important that 
a coalition is created in the initial stage of the process before they start mobilizing energy for 
change, the 5th step in the theory by De Cremer et al. (2018), where the guiding coalition might 
play a decisive role in the success of the process. 

After the company in case 1 performed the 2nd step and the companies in case 2 and 3 performed 
the 3rd step, they all perform step 4 through 7 of the theory of successful organizational change 
(De Cremer et al., (2018).  

The 8th step, identify short term wins and use as reinforcement of change progress (De Cremer 
et al., 2018), is performed in all three cases. However, it appears that it is only the second 
activity of the 8th step, communicate evidence of progress towards set goals and objectives, that 
is performed at this stage. The first activity of the 8th step, specify goals and objectives for the 
change, is performed after or as a part of the process in which the new vision, business model 
and strategy is created. This suggests that the 8th step could be divided into 2 different steps, one 
step called “specify goals and objectives for the change”, that could be performed after the new 
vision is created, and one called ‘communicate evidence of progress towards goals and 
objectives’ that is performed regularly. 

In all three cases the 9th  and 10th step (De Cremer et al., 2018) are also performed. 
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An interesting finding is that in all three cases the 5th step and beyond is performed regularly 
and when needed as there seem to be small changes that are constantly being made due to 
updated demands from stakeholders, new legislation is enacted or new sustainability topics are 
discussed in society. The concept of sustainability appears to be constantly changing and 
developing which requires companies to constantly overlook and change how they deliver their 
sustainable business model. This means that they constantly have to make changes to their daily 
operations’ processes, activities and the materials and resources that are being used. This also 
require companies to constantly educate and develop their employees’ knowledge. In table 4 
the different steps of the theory of successful organizational change and the order in which these 
were done in the three cases will be presented.  
 
Table 4. Process comparisons 

Step 
 

Case 1 Case 2 Case 3 

1. Assess the opportunity 
or problem motivating 
change 

1 1 1 

2. Select and support 
guiding change coalition 

3. This step was done 
after the company had 
created their new vision 
and business model. 

2 2 

3. Formulate a clear 
compelling vision 

2. This step was 
performed before the 
company created a 
guiding coalition. 

3 3 

4. Communicate the vision 4 4 4 

5. Mobilizing energy for 
change 

5 5 5 

6. Empower others to act 6 6 6 

7. Developing and promote 
change-related knowledge 
and ability 

7 7 7 

8. Identify short term wins 
and use as reinforcement of 
change progress 

(3). Specify goals and 
objectives for the 
change. 
8. Communicate 
evidence of progress . 

(3). Specify goals and 
objectives for the 
change. 
8. Communicate 
evidence of progress 
towards set goals and 
objectives. 
 

(3). Specify goals and 
objectives for the 
change. 
8. Communicate 
evidence of progress 
towards set goals and 
objectives. 

9. Monitoring and 
strengthen the change 
process over time 

9 9 9 
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10. Institutionalizing 
change in the company 
culture, practices and 
management succession 

10 10 10 

 
 
 
 
 
 
 
 
5.4.5 Challenges and tools 
 
Regarding the challenges that the companies in the cases being studied faced when 
implementing a sustainable business and how those can be overcome, we have found that they 
all faced challenges related to external relations (Evans et al., 2017). In case 1 and 2 the 
companies dealt with this by making customers, suppliers and partners sign their code of 
conduct. If the suppliers, customers or partners don’t sign and live up to the code of conduct 
they won’t work with them. In case 3 we can see the company using a similar method as they 
have guidelines which prevents them from working with companies that don’t have effective 
sustainability work. 
 
In case 1 and 2 the companies faced mindset challenges (Evans et al., 2017) as both companies 
had a hard time changing all employees’ minds and the organizational culture to accept the new 
sustainable business model. However, in case 1 the company overcame this by providing the 
employees with a lot of education and policies which made it easier to change the workers 
mindset. In case 2 the company overcame this through meetings and educational programs so 
that the employees understood why the changes were being made. This can be interpreted as 
the mindset challenge can be overcome as long as good communication is ensured so that the 
employees understand the changes, how they affect the employees on an individual level and 
why they are being made. 
 
In case 1 and 3 the companies also faced some challenges regarding technological innovation 
(Evans et al., 2017). Case 1 overcame this by purchasing the newest technology while in case 
3 they don’t specifically mention any method to overcome this challenge or how they intend to 
deal with this. The company in case 3 believed that this was the biggest challenge for them 
especially in the case of reducing the use of fossil fuels as they became 97% fossil free they 
found that the last percentages requires huge investments and is very hard to achieve.  
 
In case 1 the triple bottom line (Evans et al., 2017) was considered the biggest challenge since 
the company perceived it to be difficult to find a balance between profit and sustainability when 
they make decisions regarding what changes they should do. However, the company used 
materiality analysis to overcome problems with implementing the sustainable business model. 
In case 2 the company didn't perceive the triple bottom line (Evans et al., 2017) to be a challenge 
but the company used materiality analysis to decide which investments that was worth doing 
just as the company in case 1. Based on this information, materiality analysis seems to be a 
viable tool that companies can use to deal with challenges related to the triple bottom line.  
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6 Results and conceptualization of framework 
 
In the first section of this chapter the main findings from the analysis will be presented and the 
following section will present a new conceptual framework of sustainable business model 
implementation that is based on the findings of this study.  
 
6.1 Main findings  
 
In all three cases the companies now create more economic value to their stakeholders, more 
environmental value in the sense that they have reduced their environmental impact and, they 
are also increasingly creating more social value by providing their employees better working 
conditions and also making sure that employees of partners have the same worker’s conditions 
that themselves have. Considering the definition of a sustainable business model that is used in 
this thesis we can draw the conclusion that the companies now have more sustainable business 
models than before they started their respective implementation process. In addition, that the 
companies in all three cases now have a sustainable business model is further supported by the 
fact that all three companies possess all core aspects of a sustainable business model described 
by Evans et al. (2017). Based on the empirical data collected, however, we can also see that the 
implementation of a sustainable business model is continuous since sustainability is an area that 
can always be improved. This requires companies to always implement new changes even 
though they already achieved a sustainable business model.  

To be able to understand how one can successfully implement a sustainable business model we 
have analyzed the empirical data through the theory of successful organizational change (De 
Cremer et al., 2018). The theory explains to some extent the processes that have been used in 
the three cases but there are some deviations which suggests that the theory can’t completely 
function as a framework for organizations that want to implement a new or more sustainable 
business model.  

The successful organizational change theory (De Cremer et al., 2018) can to some extent fill 
the gap for how you successfully implement a sustainable business model, but it’s not accurate 
enough to fully describe this phenomenon. In this study some deviations was found regarding 
the order of the steps used in the three cases compared to the order described by De Cremer et 
al. (2018). Findings also suggest that some steps may not be needed for the implementation 
process to be successful but simply makes it easier. The theory also says that the organizational 
change can be finished and that appears not to be the case with the implementation process of 
a sustainable business model. You could argue that the structural work can be finished by 
deciding the design of the sustainable business model, creating sustainability departments and 
guidelines for how the company should work. But there are constantly small changes needed to 
the company’s daily operations such as changes to the processes, activities and the materials 
and resources that are being used to remain or become more sustainable. Due to these 
changes  there is also a constant need to educate and develop the employees’ knowledge. It is 
the demands from stakeholders and society that have the most effect on how the organization 
need to change. So although the company’s business model is decided, the strategy or the 
practical changes needed to deliver the business model may have to be changed because of new 
demands from stakeholders, new legislation and the availability of new technologies. 

The findings in this study suggest that the combination of four of the archetypes created by 
Bocken et al. (2014): maximizing material and energy efficiency, create vale from ‘waste’, 
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substitute with renewables and natural processes and repurpose the business for 
society/environment, is the best for companies that successfully want to implement a 
sustainable business model. But no evidence suggests that these four are the only viable 
archetypes or that companies cannot focus on and combine more of the archetypes. It is possible 
that a company can use additional archetypes to the four found in all three cases and that the 
additional ones could increase sustainability of make the process easier. It should also be 
considered that these findings may be affected by the industries in which the companies act in, 
but we believe that the four archetypes found are the ones which a company should always 
focus on regardless of the industry it acts in. 

In all cases the companies have taken the system building approach as they are all acting for 
societal change and have included society in their purposes by doing new things with others. 
However, the companies are still not fulfilling the system building approach completely. The 
companies are not providing a net positive impact even through they have sustainable business 
models but they are all creating sustainable value now and have reduced their harm on society 
and the environment. This suggests that it isn’t necessary to create net positive impact to have 
a sustainable business model but it is something the company should aspire to achieve.  

The findings suggest that a company must take a system building approach in their 
sustainability work by including society in its purpose. It also has to see sustainability as 
something that is achieved globally and that sustainable value is created collaboratively with 
others and not in isolation (Adams et al., 2016). 

 
The company should aim to have a system building approach in all aspects of the company and 
even though it isn’t possible to create a net positive impact immediately the company should 
have that as a goal. 

In the different cases the companies have appeared to have faced almost the same challenges 
during their implementation processes. The challenges that was found in at least two of the 
three cases was related to external relations, mindset, technological innovation and the triple 
bottom line (Evans et al., 2017). Similar tools were found in the cases which was used to deal 
with these challenges. Materiality analysis was found to be used to deal with challenges related 
to the triple bottom line, a code of conduct or guidelines were used to deal with challenges with 
external relations and education and communication was used as a tool to overcome mindset 
challenges. No tools or measures to deal with the challenge of technological innovation was 
found. In case 1 they state that they overcame this challenge by purchasing the newest 
technology, however, this cannot be seen as a tool. 

In the light of the findings in this study our own conceptual framework for how a company 
should successfully implement a sustainable business model have been developed.  

 
6.2 Proposition of a new framework 
 
Based on the main findings of this study we propose the following conceptual framework. 
 
6.2.1 Drivers 
 
Throughout this study we have found some similarities in drivers that affect how the companies 
do business, the practical changes the companies do to increase sustainability and what material 
and resources being used in production. These are drivers for the initial decision to implement 
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a sustainable business model but they are also drivers in the continuous changes needed to 
deliver the new business model.  
 
The most prominent driver in the three cases was stakeholder demands which directly affects 
how the company has to act and do business in terms of sustainability. For example, if the 
company doesn't live up to the demands of the customers when it comes to sustainability the 
customer might choose another company.  
Legislation is another driver for the company’s initial choice to implement a sustainable 
business model and as new legislation is enacted the company have to adapt accordingly, 
affecting how they need to act to remain sustainable or how to increase sustainability.  
 
6.2.2 Focus 
 
Just as important as it is to decide the new sustainable business model is the decisions regarding 
the manner in which the company wants to focus their sustainability work. The company 
should, in order to be able to create and implement a sustainable business model use a 
combination of the archetypes created by Bocken et al. (2014). Companies should focus on 
maximizing material and energy efficiency, create vale from ‘waste’, substitute with 
renewables and natural processes and repurpose the business for society/environment (Bocken 
et al., 2014). The four archetypes created by Bocken et al. (2014) that is listed can been seen as 
the base four that is needed to be combined when implementing a sustainable business model. 
This does not exclude the usage or relevance of other archetypes. A company can use more or 
other archetypes depending on industry but these are believed to be the base for a successful 
implementation process. The focus of the company’s sustainability work will be decided during 
the activity of deciding their new vision, business model and strategy to deliver the new 
business model in phase 1 of the implementation process. 
 
6.2.3 Approach 
 
To live up to the sustainability standards and demands that is put on companies today, the 
company need to extend its sustainability work beyond the its own walls. Sustainability cannot 
be created in isolation but is rather created collaboratively with others and therefore the 
company needs to take a system building approach where they take responsibility for the whole 
value-chain and together with others work towards a more sustainable society (Adams et al. 
2016). The approach the company will take in the sustainability work will be decided during 
the activity of deciding their new vision, business model and strategy to deliver the new 
business model in phase 1 of the implementation process. 
 
6.2.4 Steps and activities 
 
Image 3. The proposed framework.  
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Phase 1 – Governance Phase 
 
The activities that will be described below together make up the initial phase a company have 
to do in their implementation process of a sustainable business model. This phase and the 
activities that it consists of are done once in the implementation process and will only be 
repeated if the company wants to create a new business model.  
 
The first thing the company needs to do in the start of the implementation is to assess the 
problems and/or opportunities that exists. To do this the board of directors need to gather 
information by communicating with stakeholders and consider new or changed legislation. The 
information the company collect will serve as a base of what the company needs to do.   
 
Following the initial activity, the company needs to create a sustainability coalition which will 
guide the change process and also design their new vision, sustainable business model and a 
strategy on how to deliver the new business model. When the company decided how to deliver 
the new business model they have to decide the approach the company will take, the focus of 
their sustainability work as well as other decisions regarding changes to processes, activities 
and the materials/resources the company uses. The order of which the company choose to do 
these two activities does not matter, the sustainability coalition can be created after the vision, 
business model and strategy is decided as well as before and then be used as help in decision 
making, the important thing is that both of the steps are performed.  
 
As the vision, business model and the strategy is decided and a sustainability coalition is created 
to guide the change, the board of directors need to support the coalition. This is done by giving 
the coalition influence to make necessary changes. It can be achieved by giving members from 
the coalition seats at the board of directors. It is important that the coalition has influence in 
decision making as this ensure that sustainability is considered in all decisions that the board of 
directors make. More importantly, by having the board of directors directly involved in the 
change process, it can be ensured that top management and middle management succession are 
consistent with the new vision and business model. Another action to support the sustainability 
coalition is to create sustainability coordinators on the company’s different locations.  
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The next activity that needs to be done is to create short and long term goals and objectives that 
are meaningful to employees so that the employees emphasize and internalize the changes that 
are being made. 
 
The last activity that is made in this phase is to prepare information regarding the new vision, 
business model and strategy and then communicate through multiple channels. An important 
thing to consider here is to modify the information so that it becomes relevant to the receiver. 
 
Phase 2 - Circular phase 
  
Once the base for the new business model is decided and the information regarding the new 
vision, business model and strategy is communicated. The company goes into the second phase 
of the implementation process. The second phase is of circular character as the steps of this 
phase is performed repeatedly as they are driven by the demand for continuous improvements 
and changes. The second phase of the implementation process consists of 4 steps that will be 
described below. 
 
Step 1 - Change preparations 
 
The first step is change preparations which is about preparing for the changes that will happen 
in the company. There needs to be a plan for what the company should do and how the 
implementation process will look like. The activities that this step consists of is gather 
information to help planning the change interventions, sequence specific change activities and 
roll out important change support, do a change and readiness assessment which of employees 
who will be impacted by the change and collect feedback and information from employees. 
 
In order to make the change preparations as good as possible, and in extension the 
implementation process, it is important to have a dialogue with the employees. Employees are 
usually on the ground where the operational work is and to hear their opinion is always a good 
idea, especially because they will be directly affected by the change. A dialogue with them will 
make them understand and to feel included in the change and in some cases they may have 
valuable opinions that could be useful for the change process.  
 
When preparing for the change, the company should look more in detail on which activities 
they want to change. Sustainability should be incorporated and considered in all activities and 
processes as well as in decisions regarding what materials and resources that should be used. 
Everything from the employees well-being to new technologies in the company’s processes 
should be planned for. It could be useful to create policies and guidelines for how the change 
should be performed. The sustainability coalition as well as the sustainability coordinators will 
be essential to make sure that the change preparations are performed well and the groundwork 
for the change is made. 
 
Step 2 - Supporting and training employees 
 
The second step in this phase is to support and train employees. It is of essence to give the 
employees the support and training they need in order to be able to embrace the change. The 
first activity in doing so is to educate the employees about the changes, how increased 
sustainability is to be reached and develop the knowledge they need to adapt to the changes. 
This can be made by training employees or having workshops and by making sure that the 
environment is psychologically safe so that employees feel safe to take initiative and learn from 
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their mistakes. It is important that the employees are given enough time to adapt and gain new 
knowledge.  
 
Following this the company must give employees freedom to embrace the change and to take 
initiative to improve changes. If the employees are given room to take initiative, better and 
more practical changes can be made because of the employees having expert-knowledge of the 
processes and activities that they do daily. The company should encourage their employees to 
voice their opinions and ideas in order to enhance the implementation process and the 
company's performance.  
 
The last activity that should be done in this step is to do a psychologically ready assessment of 
employees to see if they are ready to develop and apply new skills.  
 
Step 3 - Monitoring change process 
 
The third step of this phase is that of monitoring the change process. The first activity of this 
step is to monitor the change process to see how it is moving along and if there are any issue 
that needs to be dealt with. Naturally the activity that is performed next is to evaluate the change 
process on all sites and compare to identify learnings for improvement (if change process is 
performed on different sites). After the process have been evaluated it is also important to take 
in opinions from the employees that are affected by the changes. This evaluation is conducted 
through employee interviews or organized focus groups to identify outcomes of the change and 
to see if goals and objectives were reached. 
 
Step 4 - Analyze and improve change process 
 
The fourth step of this phase is to analyze and improving change process. The information 
gathered in the previous step is analyzed and conclusions are drawn. After the information has 
been analyzed the sustainability coalition assess opportunities and problems. According to the 
results from the analysis the change focus/change plan and implementation strategy is revised. 
Another activity during this step is to communicate and explain evidence towards goals and 
objectives through multiple channels so that the information reaches all employees. This is a 
very important activity as this can reinforce the employees’ belief in the change and positively 
affect their work for the change going forward.  
 
As the fourth step is completed and the focus/change plan and implementation strategy is 
revised the second phase is repeated again and again as the work with implementing changes 
to deliver the sustainable business model is continuous. As the revising activity of this step is 
performed consideration is taken to new legislation and demands from stakeholders so that the 
forthcoming changes are according to these and so the company can continue to deliver the 
sustainable business model.  
 
 
 
6.2.5 Tools 
 
During the implementation process the company might face some challenges which, if not 
overcome, might inhibit the process from being successful. The company should therefore 
create the habit of using materiality analysis as a tool to counter these challenging situations. 
Materiality analysis can be used to find which investments that are the best ones to do to create 
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the most economic, social and environmental value combined which is the long term goal of a 
sustainable business model. This will help the company overcome challenges regarding the 
triple bottom line (Evans et al., 2017). 
 
Another tool that the company needs to develop and use to counter challenges is a code of 
conduct. A code of conduct can be used as a tool in the sense that the companies that want to 
do business with the company need to sign and live up to the demands of the code otherwise 
they can’t do business with the company. By using a code of conduct, challenges such as 
external relations (Evans et al., 2017) can be countered. In this way the company secure that 
they work with companies that also work towards sustainability and that they together create a 
system building approach where sustainability is created collaboratively.  
 
The third and last tool the company needs to develop and use to overcome the most common 
challenges that they may face in the implementation process of a sustainable business model is 
education and communication. If the company develop effective, good education and 
communication, which can be delivered through educational programs, workshops and 
meetings, the implementation process will be made much easier because they can then 
effectively deal with mindset challenges (Evans et al., 2017). By having effective, good 
education and communication the employees will better understand the changes, how they 
affect them on an individual level and why the changes are being made which will make them 
more receptive to the change. 
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7 Conclusions, implications and future research 
In this last chapter of the thesis the research question will be answered and the conclusions 
that have been drawn during the work process as well as the contributions of this thesis will 
be discussed as well as its limitations. Finally, suggestions for further research will be 
discussed.  
 
7.1 Concluding discussion 
 
The purpose of this thesis has been to describe how organizations can overcome the 
implementation gap of sustainable business model innovation. Not many studies have been 
conducted regarding this specific topic. Most studies have focused on different types of 
business models, the components of a business model and business model innovation. This 
study combines the field of change management and that of sustainable business model 
innovation to investigate if the implementation process can be explained by theories of change 
management. 

The increasing social and environmental issues in the world calls for a more sustainable socio-
economic system globally. As the private sector is central to be able to realize and make a more 
sustainable socio-economic system possible there has been a rising demand for companies to 
become more sustainable. 

It has been found that the most effective way to increase sustainability is to incorporate 
sustainability in the business model. However, companies have had issues with implementing 
changes to their business model and therefore it is of relevance to provide research that can 
bridge the implementation gap of sustainable business model innovation so that more 
companies can become sustainable and contribute to a more sustainable socio-economic system 
globally. 

To conduct research regarding the implementation process of sustainable business models three 
successful cases have been studied to find out how their processes looked like and to find factors 
that they shared which could explain their success. This study and its results is of relevance and 
could be of use to companies which seek to become more sustainable. 

The main findings of this thesis suggests that the implementation process of a sustainable 
business model can to some extent be explained by the theory of successful organizational 
change (De Cremer et al., 2018). This might be a result of the theory coming from the field of 
change management and thus not being completely applicable on the implementation process 
of a sustainable business model. However, the theory explains to a greater extent what has 
happened in the three cases being studied as many of the steps of the theory was used in all 
three cases. The findings show that the implementation process of a sustainable business model 
appear to be more circular than the linear model proposed by De Cremer et al. (2018) which 
seem to be a consequence of the constant changes to, and development of, the concept of 
sustainability. 

In addition, it has been found that there are other components that are important which the 
company need to consider to successfully implement a sustainable business model. The 
components that was found to be important was drivers that affect the company, the focus of 
the company’s sustainability work should have and the approach the company should take. 
These components are important for a company to consider in order to successfully implement 
a sustainable business model. These findings lead to the development of a new conceptual 
framework which better explains how to successfully implement a sustainable business model. 
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7.2 Implications 
 
This thesis contributes to the field of sustainable business model innovation in two ways. 
Firstly, the thesis adds to the field of sustainable business model innovation by addressing the 
theoretical problem of how to successfully implement a sustainable business model. The result 
of this study is a conceptual framework built on the findings of the analysis of the three cases 
studied in this thesis. The conceptual framework of the implementation process of a sustainable 
business model proposed in this thesis contributes to the discussion on implementation of 
sustainable business models and support companies with a tool which can be used to make their 
implementation process of a sustainable business model successful.  

The framework map the different phases, as well as the different steps and activities that the 
phases consists of, that a company should perform to successfully implement a sustainable 
business model. In addition, the framework provides important aspects that the company needs 
to consider during the process such as the external drivers that affect the process, the focus that 
the company should have in their sustainability work, the approach that is needed for success 
as well as the tools the company needs to develop and use to be able to deal with challenges 
that may occur during the process. 

The second contribution of this thesis is the empirical testing of the challenges that  may occur 
during the implementation process of a sustainable business model proposed by Evans et al. 
(2017) as well as the applicability of the field of organizational change on the implementation 
process of a sustainable business model. This thesis identifies how the principles of the 
successful organizational change theory (De Cremer, Rousseau, & Stouten, 2018) and the 
challenges proposed by Evans et al. (2017) apply to the field of business model innovation, and 
the findings were used to develop the proposed framework.  

7.3 Limitations 
 
This study has some limitations as the purpose of this study is to describe and give insights 
regarding an occurrence, and to expand on existing theory to develop a new framework. 

The main limitation of this study is the generalizability of its results. The study only examines 
three different cases which limits the generalizability of the results. In addition, the study only 
examines Swedish companies which makes the results only generalizable to Swedish 
companies. However, although these limitations cannot be denied countermeasures has been 
made to secure the quality of the thesis and the generalizability of its results. 

In addition, a limitation of this study is that it only studied large companies which may have 
had an effect on the results. It is possible that large companies have certain resources and 
capabilities which may affect how they handle some of the challenges presented in the literature 
and the implementation process as a whole. They may be able to afford structural and 
technological changes that a company without financial assets would have a problem with and 
therefore the results of the study might not be applicable to small companies. 

Another limitation is that the study only one of the interviews that were held with 
representatives from the three cases was conducted in person while the rest of the interviews 
were conducted via skype. This might have limited the interpretations that the researchers made 
of the respondents answers as the researchers were not able to see facial expressions and body 
language during the interviews conducted via skype.    
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A limitation of this study is that it is only studying cases where the implementation process has 
been successful and therefore important data regarding what to avoid and what mistakes that 
companies did in unsuccessful cases are missing. But since the purpose of this study is to 
describe how successful organizations has overcome the implementation gap of sustainable 
business model innovation it was not of relevance to study unsuccessful cases.   

 
7.4 Recommendations for future research 
 
During the course of writing this thesis it is natural that new questions arise. Due to limited 
time and resources available these questions have had to be demarcated from this thesis. In 
addition, questions of the character that they are best answered in the future have also been left 
out of this thesis of the same reasons. 

Firstly, it would be of interest to conduct a similar study of a bigger character to see if the same 
results can be found when studied on a grander scale. In addition, future research should be 
conducted on cases that have been unsuccessful in their implementation process and compare 
their processes to that of successful cases to find differences and what should be avoided in 
order to have a successful implementation process. 

Future research should also conduct similar studies to the one conducted in this thesis which 
examine smaller companies in order to see if there is any difference between the 
implementation process of small and large companies. In addition, it would have been 
interesting to study more cases in a broad range of industries to see if the result would be 
different in some industries compared to others.  

Future research should also conduct similar studies in other countries to see if they could find 
similarities and differences between the implementation process of sustainable business models 
in Swedish companies and companies based in other parts of the world. Such studies could be 
of interest to see the effect of culture on the implementation process of a sustainable business 
model. 

Lastly, would be interesting if future research could be conducted that tested the proposed 
framework of this thesis empirically to measure the applicability of the framework and to 
develop an even more accurate framework from the possible findings.  
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Appendices: 
 
Appendix 1 - Interview guide 
 
Generella frågor om hur hållbarhetsarbetet sett ut: 

1. Berätta mer om din position och roll under och hur du var involverad i att involvera 
hållbarhet i affärsmodellen?. 
2. Hur definierar ni er affärsmodell? 
3. Hur ser företagets affärsmodell ut? 
4. Hur definierar ni sustainability? 
5. Hur definierar ni sustainability och affärsmodell i samrörelse? 
6. Tror ni att ni har en SBM? 
7. Hur märks det att det är en SBM? 
8. Vad var den bakomliggande logiken för ert hållbarhetsarbetet? 

•   Operativ optimering - gör mer med mindre? 
•   Organisations transformation: gör gott genom att göra nya saker? 
•   Systembyggande: gör nya saker med andra? 

9. Hur har ni försökt att implementera hållbarhet ? När började ni? 
10.  Skapades en processkarta för förändringsarbetet som följdes eller var                   
genomförandet intuitivt? 
11. Har processen haft olika faser/steg? Vilka var de? Var de följda i en viss ordning? 
12. Vilka aktiviteter utfördes under varje fas? Följde de en viss order? 
13. Har er produktionsprocess blivit effektivare? 
14. Vilka var de stora utmaningarna som uppstod under implementeringsprocessen? Vilka 
resurser, kompetenser och verktyg användes / skapades  för att hjälpa processen och lösa 
utmaningar? 

Frågor indelade i olika delar av företaget och olika typer av hållbarhet: 

Strategi 

15. Har ni ett strategiskt fokus med hållbarhetsarbetet? Vad är det isåfall? 

kunskap 

16. Hur tog ni in/skapade ny kunskap för att stödja hållbarhet? 
17. Hur anpassades sedan denna kunskapen på organisationen för att öka företagets 
hållbarhet? 

Länkar 

18. Hur kopplar ni ihop den operativa verksamheten och chefer med den information eller 
kunskap de behöver för att kunna realisera de nödvändiga förändringarna? Har ni externa eller 
interna länkar? 

Innovative organisation 
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19. Vad använde ni för arbetsorganisation arrangemang för att för att skapa de förutsättningar 
som krävdes för att förändringen skulle vara möjlig? Strukturförändringar, kommunikation, 
utbildning och utveckling, ledarskap och belöning och erkännande för anställda? 

Social sustainability 

20. Hur tänker ni kring socialt ansvar? 
21. Hur har ni involverat detta (socialt hållbarhet) i er affärsmodell? 
22. Hur har ni arbetat för att vidareutbilda era anställda? 
23. Vad tar ni för ansvar kring era medarbetares hälsa? 
24. Ger ni tillbaka till samhället på något vis och isåfall hur? 
  

Environmental sustainability 

25. Hur har er miljöpåverkan förändrats? 
26. Har ni några miljömål? 
 
Produktionskedjan 

27. Har er användning av material förändrats? 
28. Handlar det bara om er produkt eller service? Eller tar ni hänsyn till externa  
faktorer som t.ex. Transporter och liknande? 
29. Har ni gjort förändringar för att göra produkten mer långlivad och avfallet av  
produkten återanvändbart? 
30. Hur har produktionskedjan förändrats från innan hållbarhetsarbetet tills nu? 
31. Påverkades er arbete av konkurrenter? 

Economic sustainability 

32. Går ni med vinst? 
33. Var ni beredda på att betala för att förbättra er prestation vad gäller hållbarhet? 
34. Har det varit kostsamt? 
35. Märker ni någon skillnad i vinst? 
36. Har det funnits någon “trade off”? 
37. Ger det er några ekonomiska fördelar som till exempel nya typer av kunder? 
38. Måste man vara hållbar för att lyckas vara ett vinstdrivande företag inom er  
industri? 
  

39. Avslutande fråga: Är processen klar eller den är ständigt pågående? 

 
 
Interview English version:  

Interview English version:   

Introduction 

1. Tell us more about your position and role during and how you were involved in involving 
sustainability in the business model.  

2. How do you define your business model? 

3. What does the company's business model look like? 
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4. How do you define sustainability? 

5. How do you define sustainability and business model in conjunction? 

6. Do you think you have a SBM? 

7. How is it noticed that it is a SBM? 

Approach 

8. What was the underlying logic of your sustainability work? 

•   Operational optimization - do more with less? 
•   Organization transformation: do good by doing new things? 
•   System building: do new things with others? 

9. Do you have a strategic focus with the sustainability work? What is that case? 

10. How did you incorporate / create new knowledge to support sustainability? 
11. How did this knowledge adapt to the organization to increase the company's 
sustainability? 

12. How do you connect the operational activities and managers with the information or 
knowledge they need to realize the necessary changes? Do you have external or internal 
links? 

13. What did you use for work organization arrangements in order to create the conditions 
required for the change to be possible? Structural change, communication, education and 
development, leadership and reward and recognition for employees? 

Implementation process 

14. How have you tried to implement sustainability? When did you start? 

15. Was a process map created for the change process that was followed or was the 
implementation intuitive? 
16. Has the process had different phases / steps? What were they? Were they followed in a 
certain order? 
17. What activities were performed during each phase? Did they follow a certain order? 
18. Has your production process become more efficient? 

Challenges 

19. What were the major challenges that arose during the implementation process? What 
resources, skills and tools were used / created to help the process and solve challenges? 

 
Social sustainability 

20. How do you think about social responsibility? 
21. How have you involved this (social sustainability) in your business model? 
22. How have you worked to further educate your employees? 
23. What do you take responsibility for the health of your employees? 
24. Do you give back to society in any way and if so how?  

Environmental sustainability 

25. How has your environmental impact changed? 
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26. Do you have any environmental goals? 

27. Has the use of material changed? 
28. Is it just about your product or service? Or do you take into account external factors such  
as Transports and the like? 
29. Have you made changes to make the product more durable and the waste of the product 
reusable? 
30. How has the production chain changed from before the sustainability work until now? 
31. Was your work affected by competitors? 

Economic sustainability 

32. Are you making a profit? 
33. Were you prepared to pay to improve your performance in terms of sustainability? 
34. Has it been costly? 
35. Do you notice any difference in profit? 
36. Has there been any "trade off"? 
37. Are there any economic benefits such as new types of customers? 
38. Do you have to be sustainable to succeed in being a profit-making company in your 
industry?   

39. Closing question: Is the process ready or is it constantly ongoing? 

 
 
 Appendix 2 – Opertionalization chart 
 
Theme Theory Reference Questions 

Introduction   1-7 

Approach Sustainability-oriented 
innovation 

Adams et al. (2016) 8-13 

Implementation 
process 

The theory of successful 
organizational change 

De cremer et al. (2018) 14-18, 39 

Challenges Challenges with implementing 
a sustainable business model 

Evans et al. (2017) 19 
 

Social sustainability Sustainable business model 
 

Geissdoerfer, 
Vladimirova, 
& Evans, (2018); Evans 
et al. (2017)  

20-24 

Environmental 
sustainability 

Sustainable business model 
 

Geissdoerfer, 
Vladimirova, 
& Evans, (2018); Evans 
et al. (2017)  

25-31 

Economic 
sustainability 

1. Sustainable business model 1. Geissdoerfer, 
Vladimirova, 

32-38 
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2. Challenges with 
implementing a sustainable 
business model 

& Evans, (2018); Evans 
et al. (2017) 
2. Evans et al. (2017);  
Schaltegger, Lüdeke-‐
Freund, & Hansen, 
(2012); 
Stubbs & Cocklin, 
(2008) 
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