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Abstract

Motivation: The complexity and dynamic changes of external conditions necessary for
enterprises to function and increased competition in the local and global markets impose
constant search for the most effective business model for the development of organiza-
tions. Its accurate identification and measurement influence the utilization of internal
capacity of organizations, market opportunities and application of adequate instruments
of competition.

Aim: The purpose of this study is to perform a synthesis of the theoretical framework con-
cerning business models. The empirical part presents the conceptualization and descrip-
tions of a real business model. It has been developed by a Polish IT (information technol-
ogy) enterprise for the implementation of modern technological-programming solutions
on the international market. Particular attention is paid to the potential of intellectual
resources and the value proposition offered by the enterprise.

Results: The research findings reveal the existence of interdependencies between intel-
lectual potential of staff members and success in business practice. By creating and im-
plementing innovative business model, the enterprise must take into account the context
of micro-business as well as social, economic and political environments in which it oper-
ates and the goals and mission of its activity. The conducted research attempts to explain
the concept of an innovative business model and confirms that domestic market often
turns out to be too small for the needs of growing young technology enterprises.
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1. Introduction

Young and innovative companies, particularly those operating in the informa-
ton technology (IT) sector, often decide to offer their services abroad. Export
of goods and services constitutes an important aspect of their development.
Domestic market often turns out to be too small for the needs of growing
companies in the IT sector. Enterprises are looking for broader perspectives,
new business partners as well as engaging promising projects, which involve
the need to present their offer in foreign markets. This determines the develop-
ment of innovative and sustainable business models because organizations are
forced to compete with new and often more innovative entities.

The phenomena that take place in contemporary economy contribute
to the creation of a new framework that is mapping the fundamental assump-
tlons of success, constitute the foundations of currently adopted business mod-
els (Jabtonski, 2009, pp. 27-37). Societies should be looking for a new balance
which would reconcile short-term profitability and long-term durability. Inno-
vative business models are the subject of theoretical analysis and practical im-
plementation. They should adequately suit the needs of contemporary business
practice (Raczkowski et al., 2016, pp. 123-150).

The conceptualization of an innovative and sustainable business model is
a complex phenomenon that encompasses not only multiple levels of analysis
to be investigated using different perspectives, but also a case-by-case approach
for the analysis to be meaningful. The business model concept still needs expla-
nation in a rapidly changing environment.

The scientific purpose of this study is to compile the views of scholars on busi-
ness model concept. Attention is paid to a widely accepted conceptual apparatus
and the multidimensionality of this phenomenon. The paper refers to both Pol-
ish and foreign literature concerning the notion of business models. The paper
identifies the terminology used to describe a business model and try to build
the foundations to clarify understandings in the business model concept.

The empirical part of the paper presents the conceptualization and descrip-
tions of a real business model. It has been developed by a young Polish enterprise
for the implementation of a service for creating modern technological-pro-
gramming solutions in the United Kingdom (UK) market. For this purpose,
Business Model Canvas template by Osterwalder and Pigneur (2010, pp. 16—
44) has been used. The application of the empirical method of a case study has
made it possible to characterize the essence of creating an innovative business
model. Particular attention was paid to the potential of intellectual resources
and the value proposition offered by the enterprise on the international market.
Creative and innovative entrepreneurship involves processes through which or-
ganizations generate value from their intellectual capital and knowledge-based
assets (Badzinska, 2017, pp. 46—64). This paper may provide a starting point for
an in-depth empirical research and contribution to the discussion on the meth-
odological dilemmas associated with conducting research in this area.
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2. Business model concept: theoretical background

A review of the literature shows a broad diversity of understandings, usages,
and places of business model concept in business practice. The multidimension-
ality of this phenomenon raises a number of difficulties in assessing a widely ac-
cepted definition. The topic of business models is discussed in various different
domains, such as designing and evaluating e-business models, information sys-
tems, strategy, and management (Applegate, 2001, pp. 79-87; Dubosson-Tor-
bay et al., 2001, pp. S-23; Gordijn et al., 2001, pp. 7-11; Szpringer, 2012, pp.
67-82). The popularity of the term ‘business model’ is a relatively new phe-
nomenon. Initally, the notion of a business model was used in the context
of data and process modelling for IT systems (Konczal, 1975, pp. 12-15). It rose
to prominence towards the end of the 1990s and was often used in relation-
ship with the Internet (Osterwalder et al., 2005, pp. 7-9). That is, the business
design choices for managers increased substantially based on cheaper available
information technology.

The starting point for defining the notion of business model and proposing
the operationalization of this term can be the interpretation by Osterwalder et
al. (2005, p. S5). The authors argue that a business model is a conceptual tool
containing a set of objects, concepts and their relationships with the objective
to express the business logic of a specific firm. Additionally an innovative busi-
ness model is manifested in unique solutions, added value proposition, in in-
troducing new products and technologies as well as in unconventional problem
solving. One useful way of thinking about an innovative approach to creating
a business model is concerned with understanding how the business model con-
cept could become an important tool to further develop and improve existing
methods of business (Osterwalder & Pigneur, 2003).

The conceptualization of an innovative and sustainable business model is
complex phenomenon that encompasses multiple levels of analysis. From a com-
pany perspective, it can be distinguish between a more value / customer ori-
ented approach, a activity / role related definition as well as a conceptual / tool
approach. These different viewpoints refer to the conceptualization of the way
a company does business in order to reduce complexity to an understandable
level. In other words, for business models, the quest is to identify the elements
and relationships that describe the business a company does. A multitude
of tools and concepts should help companies and their managers specify their
business model. An attempt to perform a synthesis of the theoretical framework
concerning business models is presented synthetically in Table 1.

Nowadays global social, environmental, political, and technological trends
shape the foundations of current business models. Regardless of the accepted
definition, it is most common to include into the business model the Corpo-
rate Social Responsibility (CSR) of companies (Berger et al., 2007, pp. 132-157;
Claydon, 2011, pp. 405-420). This novel approach to a business model provides
new directions of business activities that are focused not only on the objective
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of profit maximization and value creation, but also on acting in a ‘responsible’
way for society.

The next reflection concerns the business model implementation and execu-
tion, because it is conceptually to distinguish between model (i.e. the business
concept) and implementation (i.e. the form it takes in reality). Business model
implementation and management include the ‘translation’ of the business
model as a plan into more concrete elements, such as a business structure, busi-
ness processes as well as infrastructure and systems (Brews & Tucci, 2003, pp.
8-22). Some authors call this relation between strategy, organization, and sys-
tems the business triangle (Osterwalder et al., 2005, p. 14). It is constantly
subject to external pressures, like competitive forces, social and technological
changes, customer opinion and legal environment.

Based on the literature synthesis leading to identify the most common build-
ing blocks among business models Osterwalder et al. (2005, pp. 17-18) propose
the following definition: A business model is a conceptual tool that contains
a set of elements and their relationships and allows expressing the business logic
of a specific firm. It is a description of the value a company offers to one or sev-
eral segments of customers and of the architecture of the firm and its network
of partners for creating, marketing, and delivering this value and relationship
capital, to generate profitable and sustainable revenue streams.

According to Osterwalder and Pigneur (2010) a business model describes
the essential building blocks and their relationships that should help managers
to design a sustainable business model. It can be distinguished between: cus-
tomer interface, infrastructure management, and financial aspects. Customer
interface contains four building blocks, namely (i) value proposition — gives
an overall view of a company’s bundle of products and services, (ii) target cus-
tomer — describes the segments of customers a company wants to offer value to,
(iii) distribution channel — describes the various means of the company to com-
municate with its customers, (iv) relationship — explains the kind of links
a company establishes between itself and its different customer segments. In
turn, infrastructure management includes (i) the arrangement of activities
and resources, (ii) core competencies necessary to execute the company’s busi-
ness model, (iii) partner network of cooperative agreements with other compa-
nies necessary to efficiently offer and commercialize value. And finally financial
aspects contain (i) cost structure as the monetary consequences of the means
employed in the business model, (ii) revenue streams that describes the way
a company maximizes profits through a variety of revenue flows.

Designing a coherent business model where all the elements are mutually
reinforcing or at least optimized individually is not an easy task. Because busi-
ness models are quite complex, their success is often based on the interaction
of a number of apparently minor elements.
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3. Methods of the research

The first part of the paper is both theoretical and analytical. A review of sci-
entific literature has been conducted along with the analysis of secondary re-
search results on the nature of business models. Attention has been drawn
to the concept and the characteristics of this phenomenon. The following meth-
ods were used: defining, comparing, attribute analysis, inference. A further
part of the study is empirical in its nature as it is based on a qualitative case
study analysis of a technology firm. The cognitive aim is to identify the potental
of intellectual resources and the value proposition offered by the IT enterprise
on the international market.

In order to ensure the reliability of data, the triangulation principle was
adopted. The logic is based on the fact that a single method can not adequately
solve the problem of rival causal factors (Jick, 1979, pp. 602-611). The con-
frontation of multiple data sources justifies the cyclical nature of data collection
procedures in the case under examination. Qualitative data was obtained from
in-depth interviews conducted with three owners of the IT enterprise, who are
responsible for its development on the perspective UK market. An interview
questionnaire was prepared. Semi-structured interview guide contained the fol-
lowing questions (i) general about the company and its organizational structure,
(i) about all innovation products and projects, (iii) about value propositions
and new customer segments, (iv) about the sources of financing innovative pro-
jects as well as the cooperation with business environment institutions and en-
terprises on the UK market. To expand the database on the company an analysis
of materials from available secondary sources was also conducted. They included
websites, publications and opinions of cooperation partners.

The wide problem area of innovative and sustainable business models re-
quires the acceptance of the limitations of the study. The empirical method uses
a case study involving the analysis of processes implemented in the selected
enterprise (Dyer & Nobeoka, 2000, pp. 345-367). The rationale for the use
of a case study is its usefulness related to the timeliness of the analyzed phenom-
enon and the dynamism of its effects (Yin, 1984). There is a need to conduct
a practice-oriented empirical research to help managers for a better alloca-
tion of re-sources and better efficiency in general (Czakon, 2013, pp. 92-113;
Salerno etal., 2015, pp. S9-70). The studied technology enterprise was selected
with a purposeful sampling technique (Merriam, 1998; Maxwell, 2005). The
purposeful selection of MindsEater resulted from the following (i) the pragmatic
criterion of availability of data, (ii) clarity of the explained phenomenon of inno-
vative business model, (iii) the identified unique value proposition. The applied
case study has helped to recognize the studied phenomenon under real condi-
tions. Both descriptive and explanatory techniques were used in the presented
case study.
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4. Research results and discussion

The subject of the study is a young technology enterprise that has been
on the market since 2013. In its Information and Communication Technolo-
gies (ICT) solutions the company uses new tools of communication and focuses
on the customization of technological-programming services dedicated to indi-
vidual business customer needs. Entrepreneurs from MindsEater are character-
ized by an approach to use of latest I'T technology. The involvement of the team,
a shared vision of the present and the future of the company constitute the basis
for its development on global market. The creativity, capabilities, dynamism,
and innovativeness of the entrepreneurs in a country are important aspects
of the absorptive capacity, which is such a distinctive characteristic of success-
ful development experiences (Szirmai et al., 2011). According to Foss and Klein
(2012, p. 69) an entrepreneur has to be alert, creative, and leader — and not
some abstract, hypothetical discoverer — who is the driving force of the mar-
ket. Entrepreneurship is seen as a process of searching for market opportunities
and organizational resources necessary to exploit these opportunities to gain
results in the long term. It can be distinguished as independent risk taking
ability to achieve the biggest profits in the market (Nacu & Avasilcai, 2014, p.
229-235).

External funding of the innovative platform ITProjectPlace (2017), created
by MindsEater 2014 with support from the European Regional Development
Fund under the OPIE 8.1., has enabled the company to develop its range of on-
line services and support customers in the implementation of projects, which
resulted in further development of the company. A team of MindsEater is plan-
ning a continued development of the innovative platform and expand operations
to international markets, including the British market. Through dedicated ap-
plications, providing customers with a series of comprehensive IT tools and in-
dividual counseling the company is helping to identify and create opportunities
for other economic agents.

Currently, MindsEater is engaged in the implementation of broadly defined
ICT solutions — from websites and portals ranging through business appli-
cadons, online shops, to a variety of innovative ideas related to the IT indus-
try and modern mobile technologies. The team of MindsEater designs portals
and Internet applications for their clients, and also provides support and IT
consulting to other entities. The company focuses mainly on larger projects
(including international ones), which are usually carried out over a period
of several months to over a year. It places great emphasis on the understanding
of customer needs, partnership in business relations and preparing solutions
that are best suited to the specific nature of business.

A dominating factor, which determines the company’s market position is
its know-how regarding the construction of dedicated IT systems and the com-
petence of the employed team. They are experienced programmers, focusing
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on the creation and promotion of innovative projects based on advanced solu-
tions and requiring expertise in programming.

The company’s commitment to the development of export to the British
market stems from its desire for self-development and growing importance
in the international arena. The process of spreading activities across other
countries can not only provide tangible economic benefits, primarily related
to the diversification of the sources of income, but also increase its value and im-
age on the domestic market. An important goal in the development of exports is
to strengthen the company’s position on the international market and increase
its online market share. The company’s activity focused on foreign markets
should contribute to building a positive company image — a robust and a relia-
ble one, characterized by high quality of I'T services.

5. The conceptualization of an innovative business model

The business model describes the way in which organizations create value
and profit from it. By simplifying and clarifying the described reality the busi-
ness model allows entrepreneurs to make better decisions and increases efficient
management. Fundamental to the concept of an innovative business model is
to establish a common definition of the model and develop a comprehensive,
factually adequate concept. This allows verifying assumptions, systematically re-
garding own business model and formulating subsequent tasks and alternatives.

In order to obtain an answer to the research question on the kind of re-
sources necessary for a company to create and implement innovative business
model on the international and perspective British market, an attempt has been
made to diagnose such a potential and unique value in the analyzed enterprise.
The competence of the company to compete internationally depends on a set
of endogenous and exogenous factors. The obtained results and the concept
of an innovative business model are presented synthetically in Table 2 using
Canvas Model template'. This model’s template has been designed as the sum
of resources and activities, which a company organizes and implements in or-
der to provide a specific value for a particular client. The elements of the busi-
ness model concern essential, interdependent areas of the company’s business
activity.

The designed business model for the technology enterprise is an example
of a hybrid model— it combines the characteristics of the manufacturer’s model,
buyers’ broker, transaction broker and the model of virtual community (An-
dries & Debackere, 2007, pp. 81-99). MindsEater focuses on serving specific
customer segments — on the one hand those ordering specific services (mainly
companies from the small and medium enterprises sector), and on the other,

! The author is a co-founder of the concept of the business model for the analysed en-
terprise. Due to the confidentiality of certain information, the paper presents only certain
aspects, which exemplify an innovative approach to create a business model on the de-
manding foreign market.
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ICT and software projects performers (usually specialized companies from
the IT sector). MindsEater, therefore, acts according to a diversified model.
Each of these customer groups has different needs and problems, and therefore
each of the segments requires a slightly different value proposition. Moreover,
value proposition, distribution channels and customer relationships shall all
be adapted to specific requirements of the representatives of these particular
segments.

Modern technology and software solutions offered by MindsEater on the Brit-
ish market must differentiate, above all, with quality aspects such as expertise,
experience, competence, service customization, customer recommendations
and positively evaluated international projects, which had been previously im-
plemented. Value proposition offered by the enterprise can satisfy both the new
and previously undiagnosed set of needs (due to a lack of an appropriate offer
on the market), and expand the existing needs of specific customers through
a dedicated, personalized offer. Key activities taken by the company on the Brit-
ish market are connected with the innovative platform ITProjectPlace (2017).
It is a new application and a dedicated product for innovative ICT communities.
An innovative community involves contractors who realize I'T orders, and who
can search online for clients in foreign markets and, using shared platform
functionality, conduct cooperation on ongoing projects using appropriate tools
dedicated to this type of activity.

The concept of the individualization of products and services as well as
the co-creation of the offer by customers, and the possibility of assessment at
various stages of formation of a particular service are all desired by the discern-
ing business customers on the British market. The designed business model
functions well only if the company undertakes key actions necessary to create
and present a value proposition to its target customers, build and maintain rela-
tionships with them, and ultimately generate profits.

6. Conclusions and Recommendations

By engaging in creating and implementing innovative business models, a com-
pany must take into account the context of micro-business as well as social, eco-
nomic and political environment in which it operates. An effective management
of the business model is a necessary factor. It requires constant monitoring of all
elements of the model and observing competitive environment. It is important
to diagnose current market and acquire information about factors that may af-
fect a company’s operations in the long term as well as the evolution of model
elements according to the market reaction. This should contribute to the inte-
gration of pre-existing solutions in such a way as to achieve synergies and avoid
conflicts or be able to solve them efficiently.

The team of MindsEater should constantly evaluate the effectiveness of their
business model and work on generating appropriate value propositions. They
should always look for and address the unmet needs of customers and use them

252



BB =<oNOMIA I PRAWO. ECONOMICS AND LAW, 16(3): 245-258

as an axis to build sustainable business models. It is worth ensuring that there
are appropriate mechanisms for obtaining feedback and recognizing the early
signals of shifts in market trends. Moreover, it is important to skillfully manage
uncertainties and use project-based approach, involving the search for a num-
ber of different solutions, and their testing by a group of target customers. The
lack of adaptation of a profitable model and break through solutions to changes
in the competitive environment may cause difficulty in maintaining market po-
sition. As the environmental conditions change, business models require adap-
tation to new challenges and expectations. Business models are a firm’ strategic
response to their environment.

Smooth functioning in business ecosystem requires taking flexible actions. It
is worth experimenting with different types of relationships with new business
partners on the British market to seek alternative sources of income, looking
for new opportunities beyond the current customer base and observing the po-
tential role of new distribution channels. On the basis of additional informa-
tion about the supported market, it is possible to successfully improve strategy
and increase profitability. An innovative approach to the development, imple-
mentation and modification of the business model should be a common method
of ensuring sustainable development.

Innovative young enterprises like MindsEater need to create appropriate
methods for the presentation of their impact on the environment and focus
on greater accountability for their activities. It requires adaptation in the busi-
ness model concerning introduction of responsibility for the activities with
the environment.
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Table 1.

Appendix

Varying definitions of business model applied in selected research

Value / customer
oriented definition

Activity / role and profit
oriented definition

Concept / tool
oriented definition

A mediating construct between
technology and economic value, its
role is in capturing value from inno-
vation and delivering it to customers
(Chesbrough & Rosenbloom, 2002,
pp. 529-555).

Generally understood as
aview of the firm’s logic for
creating and commercializing value
and product/service (Timmers,
1998, pp. 1-6; Markides, 1999, pp.
55-63; Dubosson-Torbay et al.,
2001, pp. 5-23; Osterwalder et al.,
2005, pp. 1-25), also in the e-busi-
ness (Amit & Zott, 2001, pp.
484-493).

The main role of the business model
is to find and design a promising
business concept. It is the way
of value creation for the client
and the owners of the business unit
(Applegate, 2001, pp. 79-87; Afuah
& Tucci, 2003; Hamel, 2001; Weill
& Vitale, 2001; Osterwalder et al.,
2005, pp. 1-25).

Innovative business models should
adequately suit the needs of contem-
porary business practice (Racz-
kowski et al., 2016, pp. 123-150).

The business model describes
the rules of business operation
and gives an explanation of the com-
petitive advantage sources (Porter &
Kramer, 2006, pp. 78-92).

A system that shows how the pieces
of a business fit together (Magretta,
2002, pp. 86—92). Business models
change rapidly, which creates
the need to find a shared way of de-
scribing them (Hamel 2001).

Estimation of the cost structure
and profit potential of produc-
ing the offering; other financial
outcomes of the company like
revenues or bottom-line (Timmers,

1998, pp. 1-6; Markides, 1999, pp.

55-63; Chesbrough and Rosen-
bloom, 2002, pp. 529-555,
Dubosson-Torbay et al., 2001, pp.
5-23; Afuah & Tucci, 2003; Weill

& Vitale, 2001; Alt & Zimmerman,
2001, pp. 3-9; Betz, 2002, pp.

21-24).

Business models are a firm’ strategic
response to their environment
and require adaptation to new

challenges and expectations (Voelpel

etal., 2004, pp. 259-276; Morris
etal., 2005, pp. 726-735; Zott &
Amit, 2007, pp. 181-199).

A conceptual tool containing a set
of objects, concepts and their rela-
tionships with the objective to ex-
press the business logic of a specific
firm (Osterwalder et al., 2005, pp.
1-25).
The business model serves as
a building plan that allows designing
and realizing the business structure
and systems that constitute the com-
pany’s economic, operational,
and strategic form (Morris et al.,
2005, pp. 726-735; Osterwalder et
al., 2005, pp. 1-25).

An abstraction of a firm’s strategy
that may potentially apply to many
firms (Seddon & Lewis, 2004, pp.
427-442); a dynamic view of strat-
egy (Markides, 1999, pp. 55-63).

An abstract concept that allows
describing and giving an idea
of what a business does for a living
(Timmers 1998, pp. 1-6; Magretta,
2002, pp. 86-92).

A holistic concept

Text Many authors emphasize that a business model needs to be understood as a much more holistic concept
that embraces all such elements as pricing mechanisms, customer relationships, partnering, and revenue sharing
(Timmers, 1998, pp. 1-6; Dubosson-Torbay et al., 2001, pp. 5-23; Weill & Vitale, 2001; Alt & Zimmerman,
2001, pp. 3-9; Betz, 2002, pp. 21-24; Afuah & Tucci, 2003; Osterwalder & Pigneur, 2003, pp. 1-25; 2010).

A new direction of business activities in a ‘responsible” way

This responsibility embraces new fields: actions towards creation of a more comfortable workplace, taking care
of the environment and strengthening relations with shareholders (Berger et al., 2007, pp. 132-157; Claydon,
2011, pp. 405-420; Raczkowski et all., 2016, pp. 123-150). It is related to the intellectual capital of companies,
refers to the relations inside the company, contacts with stakeholders, and impact on the environment (Sutkowski

& Fijatkowska, 2013, pp. 60-75).

Source: Own elaboration.

257



BB c<oNOMIA 1 PRAWO. ECONOMICS AND LAW, 16(3): 245-258

Table 2.

The concept of business model for the analyzed IT enterprise

Building blocks

Explanation

customer
segments

value
proposition
channels
customer
relationships
revenue

streams

key resources

key activities

key partners

cost structure

B2B Segment: small and medium-sized enterprises on the UK market

— B2C Segment: programmers, I'T professionals, freelancers

original and unconventional ICT solutions, high quality services, dedicated offers for the B2B
market, individualization and customization, lower cost of services

own and direct: Internet sales, distribution network, representative office
affiliate and indirect: a foreign agent, a local distributor, joint venture

a prerequisite for success customer satisfaction

direct support, dedicated guardian, value co-creation, automated service
transaction revenue and periodic revenue

sales of I'T services, subscription fee for the use of certain services, commission from interme-
diation, after-sales services and advertising fees

intellectual assets: knowledge, experience, creativity, competence of management, manage-
ment style and leadership, organizational culture

material resources: developer server, IT infrastructure

copyright, advanced technology and software solutions, professional IT consulting, imple-
mentation and after-sales support

specialized companies, micro and small enterprises offering technology and programming,
graphic and ICT services

consulting companies in the field of marketing, finance, business law

fixed costs: maintaining own intellectual, administrative, technological infrastructure and of-
fice resources

variable costs: salaries for business partners for specialist services

Source: Own research findings.
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