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Management summary 
Introduction 
There is an increase in the demand from society that businesses need to react to global 
sustainability issues. Sustainability-oriented new ventures can be a solution to the society’s 
increasing demand for sustainable value creation. Sustainability-oriented new ventures try to 
develop a business with economic and sustainable values. Typically, the development of a new 
venture can be divided into different phases. This research focuses on the first three phases: 
startup, survival and growth. 

In order to address environmental and societal problems at a large scale, sustainable 
entrepreneurs need to scale their ventures. Almost all new ventures face difficulties with 
scaling up their business. Scalability is particularly challenging in the context of sustainability, 
because new ventures are confronted with challenges not only related to the economic aspects, 
but also the sustainable aspects such as mission drift. 

The business model concept is an important mechanism to help an entrepreneur in 
creating a scalable business, via so-called scalable business models. Where a traditional 
business model describes how a business creates value; a business model for sustainability 
implies economic value and the environmental and/or societal value. 

The purpose of this research is to explore how entrepreneurs can design a scalable 
business model for sustainability. Subsequently, the following research question is answered: 
How can new ventures design scalable business models for sustainability? 

 
Methodology 
For this research the design science methodology was used. This study has adopted the research 
design development cycle proposed by Van Burg et al. (2008). This research design 
development cycle consists of four steps.  

The first step ‘explore’ was conducted by a literature review and case study. A 
structured literature review approach was used for the literature review. For the case study four 
different sustainable new ventures from the food industry were used to gain practical insights 
in the needs and challenges of sustainable entrepreneurs. The case study consisted of three 
parts: a short questionnaire with some basic questions about the new venture, an interview 
about the business model, and an interview using a generative method was conducted. 

Following, the second step ‘research synthesis’ was established by developing design 
requirements. The third step ‘build’ was realized by the design of the tool. The tool is a roadmap 
that indicates where entrepreneurs should focus on in different new venture development 
phases while designing a scalable business model for sustainability.  

Lastly, the fourth step ‘evaluate’ was conducted by evaluations with eight experts. An 
ex-ante formative evaluation was conducted. The evaluations were used to predict if the tool 
will give the desired output.  

 
Theoretical background 
In the literature review multiple needs and challenges are identified for each of the three new 
venture development stages. In the startup stage the main challenges are creating first customer 
contacts, product development and prototyping, finding and maintaining partners, and market 
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novelty. In the survival stage, the main challenges are getting the appropriate amount of 
financial and human resources. Lastly, in the growth stage the main challenge is to implement 
all scalability components. This means finding and reaching new customer segments, using 
new distribution channels, and ensuring the sustainable mission. 
 Moreover, multiple success factors are identified for designing scalable business 
models for sustainability. In the startup stage the success factors are: concept testing with an 
MVP, outsourcing, finding strategic partners, and governing partners closely. In the survival 
stage success factors are: moving financial burdens to partners, creating multiple business 
models that target non-green customers, finding complementary additions to the new venture 
team, and creating a balance between team members and their focus. Lastly, the success factors 
for the growth stage are: adding new distribution channels which mutually reinforce each other, 
targeting new customers segments by adapting the value proposition but not the core identity 
and mission of the new venture, and leveraging partners and customers. These success factors 
were implemented in the design. 
 
Results 
By means of a case study, multiple needs and challenges of sustainable new ventures from the 
food industry were identified. These needs and challenges are linked to different new venture 
development stages according the generative sessions. Each development stage has three 
distinct categories. Each category embodies the needs and challenges specific to that stage. All 
development stages have a category ‘Realization of Purpose’. In the startup stage the new 
venture should also focus on ‘Product development’ and ‘Partnerships’, in the survival stage 
the focus should lay on ‘Team’ and ‘Finance’, and in the growth stage the focus should lay on 
‘Market adoption and ‘Managing customers’. These categories each have two different 
components. These are the focus areas with the success factors to overcome the identified needs 
and challenges and also show how to design a scalable business model for sustainability. 
Product development has ‘concept test’ and ‘production’, partnerships has ‘size’ and ‘beliefs 
and values’, team has ‘building the team’ and ‘way of payment’, finance has ‘way of finance’ 
and ‘financial structure’, market adoption has ‘competition’ and ‘channels’, managing 
customers has ‘customer relations’ and ‘customer segments’, and realization purpose has ‘core 
identity’, ‘tradeoffs’, ‘mission drift’ and ‘honesty and clarity’ as components. 
 From the data of the case study and the literature review eleven design requirements 
were developed. Which contributed to the design of the tool ‘A roadmap to scalability’. The 
tool is a thirty-page interactive slide deck with valuable information on challenges, needs and 
success factors of sustainable entrepreneurs regarding the development of a new venture and 
designing a scalable business model. It guides an unexperienced entrepreneur through the 
difficult process of new venture development and designing a business model for sustainability 
with scalable components.  

The tool lets the entrepreneurs focus on different business model elements in the 
different stages. In the startup stage the entrepreneur should focus on the value proposition, 
value creation and value delivery elements, in the survival stage the focus should lay on the 
value proposition and value capture, and in the growth stage the focus should lay on the value 
proposition and value delivery.  
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This first iteration of the design was sent to eight different experts on business models 
for sustainability, (sustainable) entrepreneurship, and design for sustainability. The evaluations 
were on four different topics: usability, understandability, quality of information and efficacy. 
Overall, the evaluators were positive about the tool. However, some changes needed to be 
made. For the second iteration adaptions were only made to the design of the tool and no radical 
changes were implemented to the content of the tool.  
 
Discussion & conclusion 
The result of this research is a process view on the development of a sustainability-oriented 
new venture and its development of a scalable business model. Moreover, a tool is designed 
which can be used to guide entrepreneurs through this process. The research answers the 
research question by identifying different success factors for designing scalable business 
models for sustainability.  
 This research contributes to the existing literature in multiple ways. First, the linkage 
of different needs and challenges to new venture development phases contributes to the 
literature of (sustainability-oriented) new venture development. Moreover, the linkage between 
the distinct phases and the business model for sustainability adds to the literature of business 
models for sustainability and business model experimentation. Lastly, the use of general 
management literature regarding scalable business models and the literature on sustainable 
business models has led to a contribution to the limited amount of literature regarding scalable 
business models for sustainability. 
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1. Introduction 
There is an increase in the demand from society that businesses need to react to global 
sustainability issues (Geissdoerfer, Savaget, Bocken, & Hultink, 2017; Joyce & Paquin, 2016). 
These issues can be seen as risks, yet also as new business opportunities (Hart & Milstein, 
1999). Following this demand from society, the market is shifting towards a new way of doing 
business. The focus is no longer merely on the quality of the products and maximizing 
economics gains, but also on positive social and environmental effects (Haigh & Hoffman, 
2012). As seen in Figure 1, businesses that try to combine social and environmental goals with 
economic objectives, can be placed between the classic non-profit organizations and traditional 
companies (Hahn, Spieth, & Ince, 2018; Yunus, Moingeon, & Lehmann-Ortega, 2010). These 
new businesses are labelled within the literature among others as hybrids, social enterprises, 
sustainable startups, or sustainability-oriented new ventures. These organizations do not rely 
on subsidies or donations but generate revenue while addressing societal and/or environmental 
issues. These businesses vary from new ventures to large incumbents. 

To be able to define the concept of sustainability the definition of sustainable 
development of the World Commission on Environment and Development (1987) is used: 
“Sustainable development is development that meets the needs of the present without 
compromising the ability of future generations to meet their own needs” (p.16). These needs 
are described in the Sustainable Development goals (SDGs) by the United Nations (United 
Nations Sustainable Development Goals, 2015). 

To reach sustainability, an existing organization often needs to change its whole 
business logic (Abdelkafi & Täuscher, 2016). Unfortunately, in practice it is still difficult to 
realize this (Bocken, Boons, & Baldassarre, 2019). The current approaches to sustainable 
development, such as corporate social responsibility and product innovation, are inadequate 
for the needed transformation towards a more sustainable society and industry. To ensure 
sustainability at a large scale in the long-term, radical changes in the global industry and market 
system are essential (Bocken, Short, Rana, & Evans, 2014).  

Figure 1. Sustainability-oriented new ventures vs. traditional and non-profit organizations 
Adapted from Yunus et al. (2010) 
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Startups and new ventures are more likely to bring radical change (Bocken et al., 2014), 
because entrepreneurs have the ability to transform or create new markets (Schaltegger, 
Lüdeke-Freund, & Hansen, 2016). Sustainability-oriented new ventures can be a solution to 
the society’s increasing demand for sustainable value creation. 
 
1.1. Sustainability-oriented new ventures 
Sustainability-oriented new ventures try to develop an organization while keeping in mind the 
triple bottom line (Dixon & Clifford, 2007). The triple bottom line approach focusses on 
economic, social and ecological goals and values (Belz & Binder, 2017). Furthermore, 
Shepherd and Patzelt (2011) state that sustainability-oriented new ventures have the intention 
to implement environmental and social value into future products, processes, and services for 
profit. This profit consists of economic, but also non-economic, profits for the company, 
market, and society. To create the desired radical change, sustainability-oriented new ventures 
should strive for maximizing their impact. 

To create a maximized impact for society, new ventures need to grow (Palomares-
Aguirre et al., 2018). Typically the development of a new venture can be divided into different 
stages (Churchill & Lewis, 1983). Following Churchill & Lewis (1983), these stages are 
startup, survival, growth, expansion, and maturity. For this research the focus is on new 
ventures in the first three stages, because the expansion is during the scale up (Gupta, Guha, & 
Krishnaswami, 2013) and the maturity phase is after the scale up when the term new venture 
is not applicable anymore (Salamzadeh & Kawamorita Kesim, 2015). The positive impact of 
sustainable driven new ventures increases when the new ventures grow and scale up 
themselves. Especially, if the scale up of a sustainable venture is at the expense of a non-
sustainable incumbent (Schaltegger et al., 2016).  

There does not seem to be a generally accepted concept of scalability. In the context of 
sustainable startups, the definition of scaling can be related to the social, environmental and/or 
economic aspect of sustainability. Scaling can mean increasing the social and/or environmental 
impact of the organization (Jolly, Raven, & Romijn, 2012; Palomares-Aguirre, Barnett, 
Layrisse, & Husted, 2018). It can also mean the growth potential of an organization, such as 
developing resources, employing people, and growing sales (Gupta et al., 2013). However, one 
does not have to rule out the other. Therefore, this research combines both definitions of scaling 
up. Therefore, in this research scaling up refers to selling the product or serving the service to 
a larger number of customers within the same market or expanding to new markets. The 
company grows in sales, resources and number of employees, and subsequently increases its 
positive social and/or environmental impact.  

The business model concept is an important mechanism to help an entrepreneur in 
creating a scalable business (Palomares-Aguirre et al., 2018), via so-called scalable business 
models. A new venture with a business model with scalability elements, such as strategic 
partners and removing traditional capacity constraints (Lund & Nielsen, 2018), is more likely 
to achieve scale successfully (Täuscher & Abdelkafi, 2018). Moreover the business model can 
serve as fundamental instrument to achieve sustainability by creating a business model for 
sustainability (Long, Looijen, & Blok, 2018). 
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1.2. Business models for sustainability 
With the rising need and urgency for sustainable solutions, the academic activity around 
business models for sustainability has also grown (Foss & Saebi, 2016; Hahn et al., 2018). 
Although the field of sustainable business models is relatively young, the number of articles 
has increased rapidly (Geissdoerfer, Vladimirova, & Evans, 2018). Where a traditional 
business model describes how a business creates value; a business model for sustainability 
implies economic value and the environmental and/or societal value (Geissdoerfer et al., 2018; 
Stubbs & Cocklin, 2008). In the field of business models for sustainability there are two main 
streams of research: first, the transition of traditional businesses towards sustainability and 
second, new ventures which have multiple types of value creation at the start (Davies & 
Chambers, 2018). This research focusses on the literature on these so-called born-sustainable 
business models (Todeschini, Cortimiglia, Callegaro-de-Menezes, & Ghezzi, 2017). Previous 
research is done in the motivation of the entrepreneur (Benzing, Chu, & Kara, 2009; Kirkwoord 
& Walton, 2010), in creating hybridity in business context (Battilana & Dorado, 2010), in 
creating new business model canvasses (Bocken et al., 2014; Joyce & Paquin, 2016), in the 
business models for sustainability of SMEs (Jolink & Niesten, 2015), and into sustainable 
business model innovation (Bocken et al., 2014; Geissdoerfer et al., 2018). Taken as a whole, 
this work generated important insights for designing sustainable business models. 

However, previous research did not provide an answer to how sustainable entrepreneurs 
can design their business models to grow and scale their ventures. In order to address 
environmental and societal problems on a large scale, sustainable entrepreneurs need to scale 
their solutions and ventures (Müller, 2012). Almost all new ventures face difficulties with 
scaling up their business (Dobson, Boone, Andries, & Daou, 2018; Müller, 2012). Moreover, 
scalability is in particular challenging in the context of sustainability, because new ventures are 
confronted with challenges not only related to the economic aspects of scaling, such as lack of 
financial resources (Shepherd, Douglas, & Shanley, 2000; Täuscher & Abdelkafi, 2018; Van 
Gelderen, Thurik, & Bosma, 2006), uncertainty about market adoption (Santini, 2017; 
Täuscher & Abdelkafi, 2018; Van Gelderen et al., 2006), and lack of sufficient human 
resources (Burns, 2017; Jolly et al., 2012), but also related to the sustainable aspects such as 
mission drift (Ebrahim, Battilana, & Mair, 2014; Schaltegger et al., 2016), finding the right 
partners (Wells, 2013), and assessment of new venture performance (Abdelkafi & Täuscher, 
2016; Joyce & Paquin, 2016). 

Most research on business model scalability is done with a focus on digital business 
models (Stampfl, Prügl, & Osterloh, 2013). There is not much known about how to scale up a 
sustainable business in commercial markets alongside traditional organizations (Hahn et al., 
2018). Often the current system is rigid and makes it difficult for sustainability-oriented new 
ventures to compete with incumbents (Hockerts & Wüstenhagen, 2010). More research on how 
new business models can help to reach a sustainable world is desired (Schaltegger et al., 2016). 
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1.3. Research questions 
The purpose of this research is to explore how sustainable entrepreneurs design a scalable 
business model for sustainability. Furthermore, it contributes to the literature in the field of 
scalable business models for sustainability. In order to reach this purpose, the following 
research question is answered:  

RQ: How can new ventures design scalable business models for sustainability? 
  
In order to determine what a sustainable entrepreneur should focus on while designing a 
scalable business model, the needs, challenges and success factors of sustainable-oriented new 
ventures while scaling their business are identified. Also, the goal of this research is to guide 
sustainable entrepreneurs into designing their scalable business model for sustainability. 
Therefore, this research aims to link the identified challenges and needs to the development 
stages. A literature review and a case study are conducted to answer the following sub-research 
questions:  

SQ1: What are the needs and challenges of sustainability-oriented new ventures in 
scaling their business in the different new venture development stages? 
SQ2: What are the success factors of designing a scalable business model for 
sustainability? 

 
In order to create a process view of the design of a scalable business model, this research links 
business model elements to different development stages. By doing this, the following sub-
research question is answered. 

SQ3: How do different business model elements relate to the different development 
stages of a new venture? 

 
1.4. Structure of the report 
This research report starts with explaining the methodology. In the methodology the practical 
context of this research, namely the food industry, is also explained. Following this, a literature 
review is presented. First, the different development phases of a new venture are discussed, 
then business models for sustainability and lastly scalability. Thereafter, the results of the study 
are presented, and the design of the developed tool is described. Lastly, a discussion is 
presented with the research findings, theoretical implications, limitations, future research, 
managerial implications and suggested further improvements of the tool. 
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2. Methodology 
In this chapter discusses the used methods for this research. First, design science methodology 
and the general design of the research is discussed. Then, section 2.2. focuses on how the 
literature review is conducted. Section 2.3. describes which methods are used for the case 
study. Moreover, this section elaborates on the empirical context, which is the food industry. 
Next, section 2.4. discussed the methodology for the design and design requirements. Lastly, 
section 2.5. focusses on the evaluations. 
 
2.1. Design science methodology 
The goal of this study is to develop a prescriptive model for sustainable entrepreneurs, which 
they can use to design a scalable business model. Therefore, a design science approach was 
adopted (Dresch, Lacerda, & Antunes Jr, 2015; Van Burg, Romme, Gilsing, & Reymen, 2008). 
Design science research focuses on creating solutions for existing problems. The design science 
methodology guides the researcher through the process of creating, designing or developing 
something new and is a solution to an existing problem (Dresch et al., 2015). Several models 
have been proposed in design science. This study adopted the research design development 
cycle proposed by Van Burg et al. (2008). The generic design cycle adapted from Van Burg et 
al. (2008) can be found in Figure 2. Moreover, this figure shows the exact steps this research 
made and in which section the results of these steps can be found. The first step ‘explore’ was 
conducted by a literature review and case study. Following the second step ‘research synthesis 
was established by developing design requirements. The third step ‘build’ was realized by the 
design of the tool. Lastly, the fourth step ‘evaluate’ was conducted by evaluations with experts 
and additional literature.   

Figure 2. The research design development cycle (adapted from Van Burg et al., 2008) 
LR = literature review, CS = case study 

 
The next sections discuss the methodology of the steps taken in this research. These steps can 
be found in the research design depicted in Figure 3. As also shown in Figure 2, a literature 
review and case study were first conducted. The questionnaire that was used for a part of the 
case study is based on the literature review. Both the literature review and case study serve as 
a basis for the design of the tool. Following, the design is evaluated by experts and additional 
literature. Then, based on the evaluations a reflection was conducted and a second version of 
the tool was made. Lastly, a discussion and conclusion were made. 
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Figure 3. Research design 

2.2. Literature review  
For the literature review the approach of a structured literature review was used. A structured 
literature review was used for analyzing a sample of articles (Wohlin, 2014). The analysis of 
these articles was conducted in a systematic and rule-governed way. A literature review was 
conducted using the guidelines of Creswell (2014), Dresch et al. (2015) and Randolph (2009). 
For the literature search, a systematic database search was used first, subsequently a cross-
reference snowballing approach was used to find more relevant literature. A cross-reference 
snowballing approach can be described as “using the reference list of a paper or the citations 
to the paper to identify additional papers” (Wohlin, 2014, p.7). Using the references to a 
particular article is called forward snowballing, and using the reference list of a paper to select 
new articles is called backward snowballing (Wohlin, 2014). 
 To start the literature search, a structured literature search was used with the following 
search strings: “business models for sustainability”, “sustainable business models”, 
“sustainable entrepreneurship”, “ecopreneurship”, “sustainable startups”, and scal*. These 
search strings were used, because they are the most commonly used terms within the field. 
Also, scal* was used, because it can search for scalability, scalable and scale in once. The 
search was conducted on Google Scholar and Scopus. The results of this first literature search 
are shown in Table 1. 
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Table 1. Results of first literature search  
Search string Second search 

string (AND) 
Number of results 
Google Scholar 

 
Scopus 

Business models for 
sustainability 

 979 39 

Sustainable business models  11.200 541 
Sustainable entrepreneurship  8.160 281 
Ecopreneurship  2.080 49 
Sustainable startup  72 2 
Business models for 
sustainability 

Scal* 652 5 

Sustainable business models Scal* 1.330 72 
Sustainable entrepreneurship Scal* 4.350 65 
Ecopreneurship Scal* 109 6 
Sustainable startup Scal* 54 1 

 
Next, only articles were chosen if they are published in a journal with a high impact factor and 
published since 2010. A journal needs to have at least an impact score of three or higher, 
because this criterion ensures the top twenty percent of scientific journals. This was determined 
by means of the Journal Citations Rates (JCR). The field of business models for sustainability 
is still upcoming. So, using articles from the last ten years gave this literature review the up-
to-date information it needs. Secondly, all articles had to be in English. Then, respectively the 
titles, keywords and abstracts of the found articles were scanned and subsequently it was 
determined if an article could be relevant for this literature study. The total number of articles 
yielded from this search is 32. An overview of the articles is presented in Table 2. 
 

Table 2. Overview of articles from the structure literature search  
Journal Impact factor Year of publication 

of journal 
Number of articles 
 

Business strategy and the 
environment 

5.355 2011, 2015, 2017 3 

Energy policy 4.039 2016 1 
Entrepreneurship theory and 
practice 

4.916 2011 1 

Environmental innovation 
and societal transitions 

5.265 2013, 2016, 2018 3 

Journal of business venturing 6.000 2010(2) 2 
Journal of cleaner production 5.651 2013(2), 2014(2), 

2015, 2016, 2017, 
2018(5), 2019 

13 

Journal of management 8.08 2011 1 
International journal of 
management reviews 

6.489 2014 1 

Long range planning  3.76 2010(2) 2 
Organization & environment 5.094 2010(2), 2016(2) 4 
Sustainability science 3.855 2012 1 
Total number of journals   32 
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Following the structured literature search, the cross-reference snowballing technique 
was used to gather more articles that are relevant. Different approaches were used to conduct 
the cross-reference snowballing technique. First, articles were gathered that are referenced in 
topics useful for this research in the selected articles from the structured literature search. Also, 
Elsevier Scopus recommends articles after each download. The title and abstract of these 
articles were also scanned. If articles were labelled as relevant, then they were also selected. 
Then this search cycle was repeated using the new selected articles. The cross-reference 
snowballing technique repeated itself constantly, adding new articles throughout the process.  

Also, when a challenge, need or success factor was identified in an article, then that 
specific need, challenge or success factor was also used as a search term to find more 
information about the topic. For example, the search term ‘mission drift’ in combination with 
the existing search strings was used to find new relevant articles. The cycle above was 
conducted again to ensure the relevance of the articles. In the end, this resulted in a sample of 
67 articles and 4 relevant books, which can be found in Appendix A. The related information 
of these articles can be found in the reference list. 
 
2.3. Case study 
2.3.1. Food industry 
The empirical context of this research is the Dutch food industry. This industry is one of the 
largest industries of the Netherlands with a big environmental impact (Long et al., 2018). With 
the introduction of global sustainable development, the connection between the food industry 
and sustainability emerged (Aiking & Boer, 2004). Food consumption is responsible for 20-
30% of greenhouse gas emissions (Notarnicola, Tassielli, Alexander, Castellani, & Sala, 2017; 
Soussana, 2014). This makes the provision of food the human activity with the largest impact 
on the environment (Aiking & Boer, 2004; Notarnicola et al., 2017; Sala et al., 2017; Werf et 
al., 2014). Decreasing the environmental impact of food production for a growing global 
population is thus going to pose multiple sustainability challenges (Aiking & Boer, 2004; 
Notarnicola et al., 2017). Moreover, a transformation of the food system, from agriculture to 
production, consumption and waste production (Sala et al., 2017), is crucial and critical (Werf 
et al., 2014). Three main themes can be identified for reducing the impact of the food system: 
first, increasing the agricultural productivity and efficiency, while reducing emissions to air, 
water, and soil (Notarnicola et al., 2017), second, changing the human diet, especially the 
consumption of meat and dairy products (Notarnicola et al., 2017; Sala et al., 2017), and third, 
reducing the food losses and managing food waste (Notarnicola et al., 2017), which can be up 
to 40% of total food production (Soussana, 2014). 

In recent years the awareness around these sustainability issues increased. With this 
increase drivers for change also emerged, leading to an interesting context for radical change 
and possibilities for the rise of sustainability-oriented new ventures (Long et al., 2018). The 
introduction of business models for sustainability can create large positive economic and 
sustainable impact.  
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2.3.2. Case study 
To be able to develop a solution for the problem, the researcher must understand the problem, 
its context, and its roots properly. In order to obtain information from practice, a case study of 
sustainable new ventures in the food industry was conducted. Together with Antien Zuidberg 
from the HAS university of applied sciences sustainable new ventures from the food industry 
from different development stages were searched for, identified and contacted. Four different 
sustainable new ventures from the food industry were used to gain practical insights in the 
needs and challenges of sustainable entrepreneurs. In Table 3 the characteristics of the new 
ventures are shown.  

A case study can be used for design science research (Dresch et al., 2015), because it is 
an empirical study which tries to understand problems and underlying phenomena. This joint 
use of methods allows the research to be a contribution to existing literature and to be useful in 
practice (Aken, 2004). A case study was conducted to gain information from practice. A case 
study is normally used to help understand complex phenomena (Dresch et al., 2015). Starting 
up a business can be seen as such a complex phenomenon. 

Five entrepreneurs from four different new ventures were interviewed to identify needs 
and challenges regarding the first three phases of new venture development, business model 
development and scalability. One new venture is in the startup phase, two in the survival phase 
and one in the growth phase. The new ventures all pursue a sustainable mission in the food 
industry. The case study consisted of three parts. First, a short questionnaire with basic 
questions about the new venture and entrepreneur had to be filled in prior to the interview. 
Secondly, an interview about the business model of the new venture was conducted. The 
questionnaire and first part of the interview were used to acquire explicit and observable 
knowledge (Sleeswijk Visser, Stappers, van der Lugt, & Sanders, 2005). Lastly, an interview 
using a generative method was conducted to identify the needs and challenges of new ventures 
during different development phases. A generative method is a way to use the creativity of the 
interviewees to let them express feelings, experiences and knowledge (Sleeswijk Visser et al., 
2005). A generative method was used, because entrepreneurs needed to go back to the past. 
Such an interview can acquire tacit and latent information, this requires letting the interviewee 
actively participate in the interview (Sanders & Stappers, 2008). The interviews using a 
generative method are explained further in section 2.3.3. The literature review was used to 
construct the interview guide. The most important topics of the interview guide regard the 
different sustainable business model elements and the evolvement of the business model. The 
questionnaire and interview guide can be found in Appendix B and C. The outcomes of the 
questionnaire are depicted in Table 3 with characteristics of each new venture. The interviews 
were transcribed and coded according to a codebook which can be found in Appendix D. Also, 
permission was given to record the interviews on audio and video. The outcomes of the 
generative method were combined in different topics and were analyzed for similarities.  
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Table 3. Overview of general information of new ventures 

 

  

 Umameats Seamore Trash’ure 
Taarten 

Krop & Kool 

Development 
phase 

Survival phase Growth phase Survival phase Startup phase 

Description Umameats enriches 
meat products into 
hybrid seaweed meat 
products.  

Seamore designs 
and create 
concepts for 
seaweed-based 
food products. 

Trash’ure Taarten 
is a bakery, where 
they make 
cupcakes, pies and 
quiches from food 
residuals flows. 

Krop & Kool 
provides catering, 
vegan festival 
snacks and 
vegetarian 
barbeque to 
companies and 
private events. 

Sustainability 
definition 

Keeping the 
interactions in place 
between ourselves 
and the environment 
that are beneficial 
for our wellbeing. 

The net impact on 
scarce resources is 
zero, or at least 
positive. 

Leaving the world 
in a better state, by 
using (renewable) 
resources as 
efficiently as 
possible. 

Leaving the world 
a little better than 
it is right now. 

Sustainability 
purpose 

Providing a 
sustainable and 
healthy hybrid meat 
substitution. 

Provide seaweed-
based products as 
a sustainable and 
nitrous supplement 
to our daily diet. 

Do something 
against food waste 
while creating 
healthy cakes and 
providing jobs for 
refugees. 

Offer a vegan 
catering service 
that can be the 
replacement of the 
typical barbeque.  

Origin of 
resources 

Grant from 
incubator, loans 
from personal 
relations, revenue 

Subsidies, loans, 
crowdfunding, 
revenue 

Own savings, 
price money from 
competition, 
revenue 

Own savings, 
revenue 

Channel Service and contract 
catering 

Retail Service catering Service catering 

Team size 4 5-12 5 1 

Age 2 yrs. 5 yrs. 2 yrs. > 1 yr. 

Experience (Ex)student of 
botany 

Experienced 
entrepreneur, 
worked for 
incubator 

(Ex)student 
environmental 
studies and 
(ex)student pastry 

(Ex)employee for 
big catering and 
barbeque company 

Sources of 
data 

Interview (1), 
website, scientific 
article, news articles, 
crowd-funding page, 
other interviews 

Interview (1), 
website, news 
articles 

Interview (2), 
website, news 
articles 

Interview (1), 
website, business 
plans 
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2.3.3. Generative methods 
Generative methods are techniques to actively include the user (i.e. the sustainable 
entrepreneur) in the process of design. They act as an ‘expert of their experiences’ (Sleeswijk 
Visser et al., 2005), when they are given the right tools to communicate their thoughts, feelings, 
dreams and knowledge (Sanders & Stappers, 2008). Generative methods are used in exploring 
context and the early stages of the design process (Mattelmäki, 2005). In contrast to the 
conventional interview techniques, generative methods can disclose tacit knowledge and latent 
needs (Sanders & Stappers, 2008). In this way the researcher can acquire information that the 
users would not express in conventional study techniques or are even not yet aware of 
(Sleeswijk Visser et al., 2005). Figure 4, derived from Sleeswijk Visser et al. (2005), depicts 
which kind of knowledge can be derived by different techniques.  

This case study made use of the techniques ‘interviews’ and ‘generative sessions’. For 
the generative sessions an interview tool was developed to let the interviewee create, draw or 
design something, and let them explain what and why they have made that (Mattelmäki, 2005). 
In this way the interviewee will re-live, re-feel, and become aware of their past experiences.  

The goal of this generative session was to let the entrepreneurs visualize their most 
critical challenges over time throughout three venture development stages. For this purpose, 

the ‘impact canvas’ is 
created (Figure 5). For the 
generative sessions, the 
entrepreneurs were given 
the impact canvas printed 
on A3 paper after the 
general interview described 
in section 2.3.2. was 
conducted. The Y-axe 
depicts the perceived 
impact of a challenge or 
need, and the X-axe serves 
as time. If they were not yet 
in a certain stage, they 
could predict what kind of 
impact the challenge would 

Figure 5. The impact canvas 

Figure 4. Different levels of knowledge through different research techniques 
(derived  from Sleeswijk Visser et al., 2005, p.123) 
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have in the future. The 
entrepreneurs had to come up 
with the challenges themselves. 
However, if they were stuck 
and could not think of a new 
challenge, the interviewer 
helped the entrepreneur with a 
suggestion from information 
given by the interviewee in the 
interview. While drawing, they 
were asked to explain why they 
were drawing that specific 
challenge. Moreover, they 
were asked to clarify the shape 
of the line, representing the 
impact of the challenge. Each 
entrepreneur had to draw 5-6 challenges. Figure 6 is an example of a completed canvas. 
 
2.3.4. Data analysis 
The interviews were recorded with an audio device and the generative sessions were also 
recorded on film. Moreover, during the generative session multiple pictures were taken from 
the canvas. The interviews and generative sessions were transcribed entirely. The interviews 
were held in English, expect the interviews with Trash’ure Taarten on request of the 
entrepreneurs. This interview was held in Dutch. The interviews were transcribed in the 
language they were conducted. 
 The transcripts of the interviews were coded according the codebook in Appendix D. 
The interview guide and the codebook focused on the following themes: value proposition 
elements, value delivery elements, value creation elements and value capture elements. The 
transcripts of generative sessions were structured by the different challenges the entrepreneurs 
indicated in the sessions. Also, the picture of the canvas with the drawn challenges was 
included. Figure 6 is an example of the output of the canvas for Seamore. 
 A cross-case analysis was conducted by combining the drawn challenges of the 
different new ventures. Similar challenges were combined into one canvas. In this way, the 
researcher could see if there was a general structure of the impact of a challenge. According to 
this output a challenge was linked to a development stage.  
 The data from the interviews and literature was used to complement the findings from 
the generative sessions. For example, when the challenge finance was analyzed, the data from 
the interview regarding the value capture elements was also used. 
 
  

Figure 6. Example of completed canvas (Seamore) 
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2.4. Design 
2.4.1. Design requirements 
For the development of a tool that will help sustainability-oriented new ventures in designing 
scalable business models multiple design requirements were developed. These design 
requirements were based on the findings of the case study and literature review. These 
requirements were categorized as functional requirements, user requirements, and boundary 
conditions.  

The functional requirements can be seen as the core of the requirements. These 
requirements stated what the design should be able to do. The functional requirements ensured 
that the purpose of the tool is reached. These requirements were based on findings from the 
case study and literature review. 

The user requirements were developed from the user’s perspective. These requirements 
stated what usability aspects the design should contain. The user requirements were developed 
according the discretion of the researcher. 

Boundary conditions are characteristics that the design always should contain. The 
boundary conditions regarded the different categories per development stage. These 
requirements were based on findings from the case study and literature review. 

The requirements were used to determine the desired situation, define the structure of 
tool, and ensure that the envisioned purpose of the tool is reached. Using design requirements 
helped the researcher in visualizing possible solutions to change the current state into the 
desired state (Dresch et al., 2015).  
  
2.4.2. Design of tool 
With the use of the design requirements the tool was designed. The tool helps entrepreneurs in 
designing a scalable business model for sustainability. The tool is a descriptive framework 
which guides sustainable entrepreneurs in designing a scalable business model. Each stage has 
specific categories, which contain the needs, challenges and success factors identified in the 
literature review and case study. Moreover, these categories are also linked to specific business 
model elements. Subsequently, the business model elements are also linked to different new 
venture development stages. However, the process of new venture development and designing 
business models is an iterative and non-linear process, and a business model should be 
improved continuously (Long et al., 2018). Therefore, the entrepreneur should be able to access 
all information apart from the development stages. Moreover, the entrepreneur should be able 
to access and adapt the business model at any point. 

As can be seen in Figure 2 on page 12, at the end of the design cycle the tool was 
evaluated by multiple academia. This is explained further in the chapter 2.5. The expected 
outcome and performance of the artifact should be formulated in this step (Dresch et al., 2015). 
This should be in line with the requirements from chapter 4.2.1.  
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2.5. Evaluation 
One of the key activities in a design science research is evaluating the artifacts (Venable, Pries-
Heje, & Baskerville, 2016). In order to establish the validity of the research, an evaluation of 
the developed artifacts is needed (Dresch et al., 2015). Validity is an important factor in 
supporting the research and its practical outcome (Dresch et al., 2015). Design science research 
should not only have a focus on the creation of an artifact, but also show that the artifact 
effectively solves the identified problems and can be generalized for a particular problem 
context. In this case sustainability-oriented new ventures that try to scale up (Dresch et al., 
2015; Tremblay & Hevner, 2010).  

For the evaluation of this research, the Framework for Evaluation in Design Science 
Research (FEDS) from Venable et al. (2016) is used. This framework is developed to guide 
researchers in finding a correct strategy for evaluating a design science research. An ex-ante 
formative evaluation was conducted. Meaning that the evaluation had a predictive nature and 
was used to provide empirically based interpretations which was used to improve the 
performance and characteristics of the artifact (Venable et al., 2016). The evaluations were 
used to predict if the tool will give the desired output. The design was not only evaluated on 
the internal characteristics, but also reflected on the external context the artifact will operate in 
(Dresch et al., 2015). Therefore, the evaluation had internal topics on quality and efficacy, but 
also external topics on understandability and usability. 

The evaluation was conducted by interviewing eight different experts on business 
models for sustainability, (sustainable) entrepreneurship, and design for sustainability. Table 4 
gives an overview of the experts. Some of these academics have practical experience with 
entrepreneurship. Expert 2 has tried to set up a new venture himself. Expert 6 and 7 have guided 
entrepreneurs in an incubator program.  

Table 4. Overview of experts 
Name Expertise University Department Function Practical 

experience 
Expert 1 Design for 

sustainability 
TU Delft Design Engineering Assistant 

professor 
No 

Expert 2 Sustainable 
business models 

TU Delft Product Innovation 
Management 

PhD candidate Yes 

Expert 3 Sustainable 
business models 

Tilburg 
University 

Management Assistant 
professor 

No 

Expert 4 Sustainable 
business models 

Utrecht 
University 

Sustainable 
development 

Professor No 

Expert 5 Entrepreneurship Erasmus 
Rotterdam 

Strategic 
management and 
entrepreneurship 

Professor No 

Expert 6 Sustainable 
entrepreneurship 

Wageningen 
University 

Wageningen 
Economic Research 

Researcher Yes 

Expert 7 Entrepreneurship Wageningen 
University 

Wageningen 
Economic Research 

Senior researcher 
entrepreneurship 

Yes 

Expert 8 Sustainable 
business models 

Erasmus 
Rotterdam 

Business-society 
management 

Associate 
professor 

No 
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The experts evaluated the tool under fictitious circumstances and predicted whether the 
tool would accomplish its goal. The purpose of the evaluation was to assess the tool on several 
topics: understandability, usability, quality of information, and efficacy of the tool. The first 
two topics evaluate the tool on practical issues and the last two topics evaluate it on the 
theoretical aspects. 

The goal of the evaluation was to address the overall quality of the tool and acquire 
additional (and new) knowledge to improve the tool. The evaluation determined how well the 
designed tool achieves its expected main purpose (designing a scalable business model for 
sustainability). 
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3. Theoretical background 
In this chapter the literature review is discussed. First, information is given about venture 
creation and the development process of a new venture. Then, business models for 
sustainability is discussed. Lastly, there is a focus on designing scalable business models for 
sustainability. 
 
3.1. Venture creation and development process 
Generally, the development of a new venture goes through five phases of development, which 
are startup, survival, growth, expansion and maturity (Churchill & Lewis, 1983; Scott & Bruce, 
1987). As mentioned before, this research focusses on new ventures in the first three stages. 
As seen in Figure 7, the impact of a sustainability-oriented new venture increases when the 
new venture develops. The figure shows the life cycle of a sustainable new venture, where the 
impact in later stages is 
influenced by choices of 
the entrepreneurs in earlier 
stages (Heinecke & 
Mayer, 2012). Due to 
organizational growth, 
new ventures experience 
new problems and engage 
in different activities 
(Kazanjian & Drazin, 
1990).  

The factors that 
influence the development 
of a new venture can be 
divided into internal and 
external. Internal factors 
are for example human resources, strategy, and finance. External factors are not directly in 
control of the new venture, such as political, legal, and demographical factors (Gupta et al., 
2013), however they can try to influence them. Because this research concerns how an 
entrepreneur can design a scalable business model, the focus lies on internal factors. 
 This chapter discusses the first three development phases. Each section provides 
information of the characteristics, the particular needs and challenges, and the most-likely 
result of the stage. 
 
3.1.1. Startup phase  
The startup phase, also called the inception, conception, existence or development phase 
(Churchill & Lewis, 1983; Gupta et al., 2013; Zapalska & Geoff, 2000), is the beginning of the 
process where the entrepreneur identifies an unfulfilled need and creates an offering to fulfill 
this need (Bhave, 1994; Heinecke & Mayer, 2012). Starting a new venture is complex (Trimi 
& Berbegal-Mirabent, 2012), because new ventures have to determine what the need for 
customers is, how to address this need, how to produce the solution and to create a value chain 

Figure 7. Lifecycle of a sustainability-oriented new venture 
Derived from (Heinecke & Mayer, 2012, p.193) 
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in an highly uncertain environment (Mueller, Volery, & von Siemens, 2012; Trimi & Berbegal-
Mirabent, 2012). 

In this phase it is also important that the (sustainable) mission, core values and beliefs 
are established (Dees, Anderson, & Wei-skillern, 2004). Defining a promising business 
proposition is a trial and error process, it is iterative and determines the core identity of the 
venture (Trimi & Berbegal-Mirabent, 2012).  

Novelty of a venture to the market refers to what extent the customers are uncertain and 
have knowledge about the startup. If the knowledge of the customers about a new venture is 
insufficient, then ‘market novelty’ is in place. Market novelty can have a significant negative 
impact on the survival chance of the new venture (Shepherd et al., 2000). At this stage, getting 
the first customers and delivering the product to them is one of the main challenges (Churchill 
& Lewis, 1983; Mueller et al., 2012).  

Following, another focal challenge is the development of the business idea and the 
construction of the prototype (Kazanjian & Drazin, 1990; Zapalska & Geoff, 2000). The 
product development process is a key activity in the startup phase (Mueller et al., 2012). Often, 
the failure of a product can be traced back to the product development phase (Morgan, Obal, 
& Anokhin, 2018). Entrepreneurs can be ‘dreamers’, and they are commonly more focused on 
realizing their envisioned solution than fulfilling the customer need (Van Gelderen et al., 2006). 
Therefore, the developed offering does not fulfill this customer need and has a higher chance 
of failure in the market, due to bad product-market fit. 

Moreover, finding and maintaining partners is one of the key activities in the startup 
phase (Mueller et al., 2012). The entrepreneur needs to manage partners closely to ensure the 
desired quality and sustainability (Boons & Lüdeke-Freund, 2013). In his book ‘business 
models for sustainability’, Peter Wells (2013) explains that a company cannot conduct 
sustainable business if the partners throughout the value chain are not sharing and creating the 
same ecological and social value. “The business cannot, in the sense, be just a green island of 
sustainability in a sea of rampant materialism, environmental malpractice and social inequity” 
(Wells, 2013, p.73-74).  

Also, the new venture struggles to set up the processes and activities without a formal 
organizational structure in place, the entrepreneur is often directly involved in each activity 
(Gupta et al., 2013). However, in the beginning the development of the first product should 
have priority and organizational and financial structure of the venture are usually created in the 
next stage (Trimi & Berbegal-Mirabent, 2012). 

The result of this phase will most likely be a single operating unit within one market 
segment and that uses one distribution channel (Scott & Bruce, 1987). In the startup phase, the 
new venture most likely depends on personal funds and loans from personal relations (Bocken, 
2015; Burns, 2017; Salamzadeh & Kawamorita Kesim, 2015; Van Gelderen et al., 2006). To 
enable to grow to the next phase, the entrepreneur should shift the focus from establishing the 
sustainability-oriented new venture towards profitability and generating a positive cash flow 
(Scott & Bruce, 1987). This change creates the need for formalization of processes and the 
knowledge to do so. The purpose of this stage should be the demonstration of product 
feasibility and customer acceptance (Salamzadeh & Kawamorita Kesim, 2015). 
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3.1.2. Survival phase 
In the survival phase the entrepreneur assesses the product-market fit and determines if the 
offering will create economic, social and/or environmental value (Dobson et al., 2018). 
Generally, the first product is developed further for commercialization (Kazanjian & Drazin, 
1990). Often, the new venture has still a single product line (Churchill & Lewis, 1983). 
However, due to the increasing sales the capacity and capabilities of the current production 
process is reached (Scott & Bruce, 1987).  

This stage is called the survival phase for a reason; a large number of startups fail in 
this phase (Salamzadeh & Kawamorita Kesim, 2015). The challenges that the new venture 
encounters are parallel to the lack of resources, competences, knowledge and availability of 
human resources (Kazanjian & Drazin, 1990).  

In the survival phase the entrepreneur is tended to add family members and other 
personal relations into the new venture team (Gupta et al., 2013). Although an entrepreneur 
might be successful in creating a small business in the local markets, he or she often does not 
have all the competences that are needed to scale up (Jolly et al., 2012). The success of a startup 
can be over dependent on just the entrepreneur. If something happens to the entrepreneur that 
he is not able to conduct business as usual anymore, than the venture can suffer from this 
(Boyer, Creech, & Paas, 2008). Often an entrepreneur finds it difficult to find the right 
candidate that can live up to the standards (Burns, 2017). However, this expansion of the new 
venture team can also lead to mission drift, because the initial sustainable mission, core values 
or norms might not be shared (Ebrahim et al., 2014). 

A new venture often has a need for extra employees with certain capabilities and 
knowledge (Burns, 2017), such as marketing skills or knowledge of product development. 
However, the new venture often finds it difficult to have sufficient financial means to hire 
employees (Scott & Bruce, 1987).  

While the business is growing, the entrepreneur sees the urgency to add extra capital to 
enable further growth of the company (Gupta et al., 2013; Täuscher & Abdelkafi, 2018). The 
challenge of finding sufficient financial means may be the biggest and most common challenge 
while establishing and scaling a new venture (Bocken, 2015; Castrogiovanni, 1996; Shepherd 
et al., 2000; Van Gelderen et al., 2006). This stage is also called the seed stage. It is 
characterized by trying to get accelerators, incubators and investments into the company 
(Salamzadeh & Kawamorita Kesim, 2015). However, venture capitalists and other external 
financers are often mainly focused on getting a return on investment and even profits (Burns, 
2017). This conflict of interest can lead to mission drift.  

Many companies stay a while in the survival phase, earning only a small margin on 
capital and time (Churchill & Lewis, 1983). The new venture should increase in size before 
going to the next stage, and should have created an organizational and company structure 
(Gupta et al., 2013; Scott & Bruce, 1987). The objective of this phase should be to break even 
and maintain a sufficient cash flow (Gupta et al., 2013). 
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3.1.3. Growth phase 
Often, the growth phase is seen as the last part of the innovation process of a new venture 
(Dobson et al., 2018). At this stage the new venture is often profitable, but these profits are not 
for the entrepreneur but are commonly put back in the company to help finance the growing 
capital demands (Gupta et al., 2013). There is a shift in focus from product development to 
sales and accounting during growth stage (Mueller et al., 2012). New skills and knowledge are 
necessary for further growth of the company, new product (lines) and expansion to new markets 
(Scott & Bruce, 1987).  

In this stage the sales are going to start to increase rapidly. Alongside this increase rises 
the challenge of production, distribution and selling the product or service in increased numbers 
(Kazanjian & Drazin, 1990). The production, sales, and volume of distribution call for 
additional specialization in manufacturing, marketing, and administrative roles (Gupta et al., 
2013; Mueller et al., 2012).  

Often new distribution channels are tried to expand sales. The need for expanding the 
existing customer base requires targeting new customer groups. This often affects the value 
proposition and existing practices, but should not change the mission, values and beliefs of the 
venture. The business model should evolve parallel to the growth of the new venture (Trimi & 
Berbegal-Mirabent, 2012) 

The venture wants to scale up to the expansion stage when there are sufficient 
opportunities for new product lines or there are opportunities for the same product in different 
markets. A ‘proof of concept’ is necessary in this stage to persuade the relevance for scaling to 
stakeholders and create acceptance from a new target customer group (Heinecke & Mayer, 
2012). 
 
3.2. Business models for sustainability 
Business models for sustainability are a way for a sustainable entrepreneur to define and create 
a viable sustainable business. Before starting to explain business models for sustainability, this 
chapter first briefly discusses traditional business models. Then, the topic of business models 
for sustainability is discussed.  

3.2.1. Business models 
The concept of business models became more prominent in literature since 1990s, during the 
dotcom boom. With the rise of this new way of doing business, the need to communicate these 
new business ideas to potential partners and stakeholders also grew (Zott, Amit, & Massa, 
2011). Currently, the business models can be seen as templates between the strategy and 
practice of an organization (Ritala, Huotari, Bocken, Albareda, & Puumalainen, 2018). The 
literature on business models state that business models are possible success factors for firm 
performance (Foss & Saebi, 2016).The current traditional business model of corporations 
contains the primary obligation to maximize profits for their shareholders, subsequently 
environmental and social goals are subordinate (Stubbs & Cocklin, 2008).  

A business model describes how a venture creates, captures and delivers value to 
customers but also for the company (Abdelkafi & Täuscher, 2016). A business model can be 
described as a complete description of how a company conducts their business and how 
resources and capabilities are transformed into economic value (Bocken et al., 2014). Also, a 
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business model includes assumed customer needs, expected costs and revenues (Teece, 2010). 
Furthermore, Osterwalder and Pigneur (2010) created a business model canvas which depicts 
a business model as a combination of numerous elements: value proposition, activities, 
resources, partners, distribution channels, cost structure and revenue model. A recent literature 
study from Geissdoerfer et al. (2018), which combined prevailing definitions, gives the 
following business model concept: “Simplified representations of the value proposition, value 
creation and delivery, and value capture elements and the interactions between these elements 
within an organizational unit” (p.402).  

The three main components of business models throughout literature are 1) customer 
value proposition, 2) value creation and value delivery, and 3) value capture or profit 
generation (Abdelkafi & Täuscher, 2016; Schaltegger et al., 2016). 

The customer value proposition expresses what a company will deliver to its customers. 
It also entails why customers want to pay for the product or service and how to achieve 
competitive advantage (Richardson, 2008). In short, the value proposition includes the offering, 
a basic marketing strategy, a target customer, and a strategy to gain competitive advantage. 

The value creation defines how a company is going to create value for its customers. In 
addition, it contains the value delivery; in some literature this is seen as a separate component 
of a business model. However, in multiple articles value creation and value delivery are seen 
as one component (Abdelkafi, Makhotin, & Posselt, 2013; Geissdoerfer et al., 2018; 
Richardson, 2008; Schaltegger et al., 2016). Value delivery expresses how the described value 
is delivered to the customer. Also, the source of the competitive advantage, business 
infrastructure, supply chain and customer interface is a part of this component (Abdelkafi & 
Täuscher, 2016; Richardson, 2008). Value can be created by ‘novelty’, ‘lock-in’, 
‘complementarities’ and ‘efficiency’ (Zott & Amit, 2010). Creating value by novelty refers to 
adding, restructuring and new ways of governing of activities within the business model. Value 
created by lock-in can happen for example through high switching costs to competition. 
Complementarities creates value when the bundled activities have more value than independent 
from each other. When a business model is focused on accomplishing higher efficiency by 
reducing transaction costs, it can create value by efficiency. 
 Value capture describes how a firm generates revenue and profit. It also holds the 
financial model (i.e. sources of revenue and cost structure) (Bocken et al., 2014; Richardson, 
2008). Value is often captured by proactively engaging in new business opportunities, new 
markets and/or new revenue streams (Bocken et al., 2014). Economies of scale and intellectual 
property rights are tools for value capturing (Teece, 2010). 
 
3.2.2. Business models for sustainability 
Traditional business models often only focus on creating economic value, while in business 
models for sustainability the value proposition would simultaneously generate ecological 
and/or social value (Boons & Lüdeke-Freund, 2013). Business models for sustainability have 
the focus to generate superior customer and firm value by solving social and environmental 
needs by means of conducting business (Bocken et al., 2019). Current approaches to 
sustainable innovation are inadequate to change companies, industries, markets, and societies 
into a sustainable alternative. Therefore the traditional business models need to be innovated, 
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so the industrial negative sustainable impact decreases and more added social and 
environmental value is created (Schaltegger, Freund, & Hansen, 2012). 

The various definitions of business models for sustainability all consider this concept 
as an alteration of the traditional business model (Geissdoerfer et al., 2018). A sustainable 
business model can be defined as a business model which contributes to the sustainable 
development of the society, while maintaining a competitive advantage through superior 
customer value (Lüdeke-Freund, 2010). A sustainable business model includes sustainability 
as one of the pillars of the company’s value capture and proposition, thereby creating value for 
the customer, environment and society (Abdelkafi & Täuscher, 2016). Research is conducted 
to identify different environmental strategies, understand the underlying causes of transforming 
the traditional business models and study the relation between economic performance and 
environmental performance (Sharma, 2002). The literature on sustainable business models 
suggest that a business model can contribute to social, environmental and economic value at 
the same time (Schaltegger et al., 2016).  

Within the literature of business models of sustainability, there is also the concept of 
circular business models, or business models for a circular economy. Geissdoerfer et al. (2017) 
define circular economy as follows: “A regenerative system in which resource input and waste, 
emission, and energy leakage are minimized by slowing, closing and narrowing material and 
energy loops. This can be achieved through long-lasting design, maintenance, repair, reuse, 
remanufacturing, refurbishing, and recycling” (p.759). A business model for circular economy 
has not only the characteristics on a business model for sustainability, but it also closes, 
intensifying, dematerializing and slowing resource loops (Bocken, de Pauw, Bakker, & van der 
Grinten, 2016; Geissdoerfer et al., 2018; Lewandowski, 2016). This literature review focusses 
on all kinds of business models for sustainability, so circular business models will be taken into 
account as well. Figure 8 depicts the difference between a business model, a sustainable 
business model and a business model for a circular economy.  

Figure 8. Differences between business model, sustainable business model and a circular business model 
Derived from Geissdoerfer et al. (2018, p.405) 
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Reconsidering the basic components of the value-based view business model, 
adaptations need to be made in order to fit into the sustainable context (Boons & Lüdeke-
Freund, 2013). The value proposition not only needs to describe the economic value offering, 
but also the environmental and social value offering. Moreover, the value proposition of a 
sustainable business model needs to go beyond simply focusing on customers and shareholders 
and include society and environment (Schaltegger et al., 2016).  

A business model for sustainability calls for another way of value creating logic 
(Hockerts & Wüstenhagen, 2010). A business is conducted by various stakeholders and with 
business models for sustainability value needs to be created for numerous stakeholders and 
environment to create financial, ecological and social value.  

The value capture should contain a financial model which divides costs and revenues 
equal among actors involved. However, Geissdoerfer et al., (2018) discusses that the value 
capture of a sustainable business model should entail which part of the generated value for one 
stakeholder can be translated into meaningful value for the company. Value becomes 
meaningful for a company when it carries out its objective (i.e. profit generation, waste 
reduction or strategic fit). 

Bocken et al. (2014) constructed different strategies for business models for 
sustainability. The following “archetypes” were established: ‘Maximize material and energy 
efficiency’, ‘closing resource loops’, ‘substitute with renewables and natural processes’, 
‘deliver functionality rather than ownership’, ‘adopt a stewardship role’, ‘encourage 
sufficiency’, ‘repurpose for society and environment’, ‘inclusive value creation’ and ‘develop 
sustainable scale up solutions’. Although all archetypes should be considered, the last 
archetype is most relevant for this research, because this archetype is developed to enable scale-
up and replication of business models for sustainability (Bocken et al., 2014). A business model 
for sustainability can, or even should, combine diverse types of archetypes. When designing a 
business model for sustainability the archetype(s) to be used should be identified in advance. 
Each archetype has its advantages, disadvantages and typologies.  

Schaltegger et al. (2016) defines business model for sustainability as follows: “A 
business model for sustainability helps describing, analyzing, managing, and communicating 
(i) a company’s sustainable value proposition to its customers, and all other stakeholders, (ii) 
how it creates and delivers this value, (iii) and how it captures economic value while 
maintaining or regenerating natural, social, and economic capital beyond its organizational 
boundaries” (p.5). This definition of business models for sustainability is used for this research.  

Currently there are multiple sustainable business model canvasses, such as the triple 
layer business model canvas from Joyce & Paquin (2016), strongly sustainable business model 
framework from Upward and Jones (2016), and a framework for circular business model 
canvas from Lewandowski (2016). However, these tools can be perceived as too complex and 
too theoretical (Baldassarre, Calabretta, Bocken, & Jaskiewicz, 2017). Moreover, the 
framework of Lewandowski (2016) is focused on circular business models, where this research 
focuses on all business models for sustainability.  
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Therefore, the sustainable business model canvas depicted in Figure 9 is used for the 
design of the tool. The sustainable business model canvas is derived from Bocken et al. (2018) 
and based on the business model canvas of Osterwalder and Pigneur (2010). Bocken et al. 
(2018) created a sustainable business model canvas which suggests that the value proposition 
should also contain measurable environmental and social value along with economic value. 
The value proposition is drawn upon the theory of the triple bottom line: people, planet & profit 
(Dixon & Clifford, 2007). Bocken et al. (2018) also emphasizes on the importance of the 
collaboration with stakeholders. For example, for reverse logistics, which enables 
maximization of the value of products. The revenue streams and cost structure explicitly 
mention to capture all value for all stakeholders in the entire system. These costs or added 
values can be social, environmental and/or social. This specific canvas for a business model 
for sustainability is chosen, because of its large resemblance of the canvas of Osterwalder and 
Pigneur. And therefore, it most likely more comprehendible and easier to use. 

In conclusion, if this definition is compared to the definition of traditional business 
models of Geissdoerfer et al. (2018), “Simplified representations of the value proposition, value 
creation and delivery, and value capture elements and the interactions between these elements 
within an organizational unit”(p.402), a few differences stand out. First, the definition of the 
business model for sustainability recognizes that customers and all other stakeholders should 
be considered. Secondly, the definition clearly names the maintaining and regenerating of 
natural, social and economic capital. And lastly, where the definition of the traditional business 
model states ‘within an organizational unit’, the definition of sustainable business models talks 
about going beyond the boundaries of the organization. These three points show that a business 
model for sustainability is a more holistic view and tries to capture value for company, 
stakeholders, environment and society. 
 
  

Figure 9. Sustainable business model canvas.  
Derived from Bocken et al. (2018) and based on the business model canvas of Osterwalder and Pigneur (2010) 
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3.3. Designing scalable business models for sustainability 
As mentioned before, a business model can be a tool which can help a sustainable entrepreneur 
in scaling up. This chapter provides information about how to create a scalable business model. 
However, not all business model elements are specifically directed to scaling, but important 
for the performance of the new venture and therefore its scalability.  

First a chapter explains the concept of scalability. Then, the scalable business model 
elements are linked to the needs and challenges identified in chapter 3.1. per development 
stage. Linking the business model elements to different development phases and its needs and 
challenges gives a process view on what the entrepreneur should focus on during the process 
of new venture development. It is acknowledged that the development of a new venture is not 
linear. However, since this research adopted the work of Churchill and Lewis (1983) this 
research approaches the development of a new venture in a linear way in order to create a guide 
to scalability for an entrepreneur. 
 
3.3.1. Scalability 
To create a maximized impact for society, companies need to grow and scale up (Palomares-
Aguirre et al., 2018). Several articles state that sustainable entrepreneurs are comfortable in a 
niche market and do not have the desire to grow (Schaltegger et al., 2016), because incumbents 
are more likely to ignore or overlook the new venture (Hockerts & Wüstenhagen, 2010). 
However, to ensure sustainability at a large scale in the long-term radical changes in the global 
industry and market system are essential (Bocken et al., 2014). Nonetheless, as postulated in 
chapter 1.1. the possible impact of sustainable driven organizations become larger when they 
grow themselves. Especially, if the growth of a sustainable new venture is at the expense of a 
non-sustainable incumbent (Schaltegger et al., 2016).  

However, the difficulty is to design business models which enables scalability, which 
does not neglect the social or environmental purpose of the company (Doherty, Haugh, & Lyon, 
2014; Haigh & Hoffman, 2012; Palomares-Aguirre et al., 2018). Also, the effects of growth on 
the sustainability components of the company need to be assessed. Sommer (2012) states that 
the sustainability effects can be positive on a small scale, but when acting on a large scale the 
effects could turn negative cumulatively. A scalable business model for sustainability should 
hold components that contain growth potential, which can be realized in a later stage (Stampfl 
et al., 2013). Täuscher and Abdelkafi (2018) state that a scalable business model holds the 
possibility and opportunity to scale at a later stage. 

In economic context scalability, also called organizational growth, refers to the growth 
potential of an organization, such as developing resources, employing people, growing sales 
and greater penetration of the market (Jolly et al., 2012). It is also related to expanding to 
different markets, for example geographically divided markets, different product segment, or 
different customer segment (Boyer et al., 2008).  

In social context, scaling means increasing the social and/or environmental impact of 
the organization (Jolly et al., 2012). Scalability in social context can be measured in two 
different concepts: width and depth. The width is how many people are positively affected by 
the product or service. Depth refers to the impact the product or service has on every individual 
(Dobson et al., 2018; Palomares-Aguirre et al., 2018). Scalability in social context is the 
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capacity of the venture to increase the positive impact of the product or service among a larger 
group of people. 

However, one does not have to rule out the other. A venture can scale in both social and 
economic context. Therefore, these explanations are combined to derive the following 
definition of upscaling: Selling the product or serving the service to a larger number of 
customers within the same market, or even expanding to new markets. The company grows in 
size according for example sales, resources and employees, and subsequently increases its 
positive social and/or environmental impact.  
 
3.3.2. Startup phase  
As previously mentioned in chapter 3.1.1., in the startup phase the new venture should 
determine what the need for the customers is, how to address this need, how to produce the 
solution and to create a value chain in an highly uncertain environment (Mueller et al., 2012; 
Trimi & Berbegal-Mirabent, 2012). In other words, the focus should lay on the value 
proposition, value creation elements and value delivery elements of the business model. 
 In the startup phase the entrepreneur should determine the (sustainable) mission, core 
values and beliefs of the new venture (Dees et al., 2004). In other words, the first value 
proposition should be established. In which the core identity of the new venture is founded 
(Trimi & Berbegal-Mirabent, 2012). Looking at the sustainable business canvas from Bocken 
et al. (2018), it can be seen that the value proposition of a sustainable business model is divided 
into profit, people, and planet. This division draws upon the triple bottom line approach that 
focusses on economic, social and ecological goals and values (Belz & Binder, 2017). 
 Reaching the first customers and delivering the product to them is one of the identified 
challenges (Churchill & Lewis, 1983; Mueller et al., 2012), moreover the development of the 
business idea and the construction of the prototype are also focal challenges in the startup phase 
(Kazanjian & Drazin, 1990; Zapalska & Geoff, 2000). Doing concepts tests is a great way to 
ensure that the new offering is fulfilling an existing customer need but also simultaneously the 
new venture gets in touch with the first customers (Cooper, 1988). Because resources are scarce 
in the startup phase, the use of a Minimal Viable Product (MVP) is seen as an important way 
of experimenting. It enables a new venture to test different products with customers, while 
keeping the new venture flexible and lean (Moogk, 2012). Doing this, the new venture focusses 
on the following business model elements: key activities, key resources, customer 
relationships, customer segments and channels. 

Another business model element that the new venture should focus on in the startup 
phase is key stakeholders. For example, finding and maintaining partners should be one of the 
main actions of the new venture in this stage. Creating partnerships or alliances is also a 
common theme in the scalable business model literature (Lund & Nielsen, 2018; Nielsen & 
Lund, 2018; Stampfl et al., 2013). Partnerships are essential in creating a scalable business 
model, because it increases competitiveness and enables growth for new ventures, by for 
example removing traditional capacity constraints. (Bocken et al., 2014; Lund & Nielsen, 2018; 
Nielsen & Lund, 2018; Palomares-Aguirre et al., 2018; Stampfl et al., 2013). Also, a new 
venture can remove traditional capacity constraints by outsourcing (Nielsen & Lund, 2018). 
Outsourcing also assures that the need for additional finance is decreased or postponed. Lund 
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and Nielsen (2018) argue that moving capital requirements to partners is a valuable way to 
design scalable business models. Strategic partners can improve the value propositions, where 
entrepreneurs should look for strategic partners that not only share costs, but also can perform 
activities in the business model which improves the value proposition (Lund & Nielsen, 2018).  

Moreover, the archetype ‘Develop sustainable scale up solutions’ discussed in chapter 
3.2.2. refers to the delivery of the sustainable solutions at large scale to enable the maximization 
of social and environmental benefits (Ritala et al., 2018). The value proposition of this 
particular archetype should be “Scaling sustainability solutions to maximize benefits for 
society and the environment” (Bocken et al., 2014, p.54). Further, in this article Bocken et al. 
(2014) also discuss that the use of partnerships within new and unexpected channels can lead 
to new business relationships. These new partnerships are needed for building a viable scalable 
business. Moreover, they discuss that franchising, licensing, mergers and acquisitions are tools 
to scale up. All the various partners should benefit from this scale up (Bocken et al., 2014).  

However, to protect the core identity of the new venture the entrepreneur should govern 
the partners carefully (Boons & Lüdeke-Freund, 2013; Wells, 2013). It is beneficial for a 
strategic partnership if the norms, values and beliefs are the same regarding the commercial 
and sustainable mission. This avoids disagreements further in the development process (Yunus 
et al., 2010). Naturally, every stakeholder pursues its own interests first (Abdelkafi et al., 2013). 
Therefore, the challenge is to align and manage these interests and values throughout the value 
chain for maximizing the added value of all stakeholders (Hahn et al., 2018). The new venture 
should try to create a ‘win-win’ situation where both parties gain, and achieve their goals 
together instead of alone (Palomares-Aguirre et al., 2018).  

In the startup phase, a new venture delivers a product that is close to their purpose and 
the chance for mission drift is small (Ebrahim et al., 2014). However, it is important to create 
a foundation of sustainability throughout the new venture. The sustainability purpose should 
be the core identity of the new venture (Long et al., 2018). Moreover, in this phase the norms 
and values of the new venture should be determined. This creates a strong foundation what can 
decrease the chance of mission drift. 

 
3.3.3. Survival phase 
In this stage the focus should shift from experimenting to applying the proposed value, where 
the business model should already contain scalability and reproducible character (Trimi & 
Berbegal-Mirabent, 2012). The value proposition should be in place, because the new venture 
starts to deliver the proposed value. Also, it is important to communicate the multiple missions, 
core identity, norms and values to new team members, partners, and financers to avoid conflict 
and uncertainty. 

In this stage the new venture should create an organizational and financial structure. 
This implies that the entrepreneur should focus on the value capture business model elements 
and also on key resources and key stakeholders. The main challenges of the entrepreneur in the 
survival phase are lack of human and financial resources (Kazanjian & Drazin, 1990).  

The growth of a new venture needs sufficient finance (Stampfl et al., 2013). As 
mentioned before, partnerships can be used to relieve the burden of the need for financial and 
human resources (Lund & Nielsen, 2018). However, there are other ways of finance which can 
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help the company in scaling up. The new venture can get finance from professional and 
personal relations. Moreover, Crowd-funding has been proven as an effective source of 
financing (Bocken et al., 2014). Equity from venture capitalists and angel investors, and loans 
from banks are often the opposite compared to those from personal relations (Bocken, 2015). 
They are harder to get, but larger in magnitude and more professional. According to Stampfl 
et al. (2013) investors want ‘infinite scalability’, therefor designing scalable business models 
can increase the chance of getting an investment.  

As shown in Figure 10, 
various sources of finance are 
depicted according to different 
stages of growth. Selecting and 
getting the best kind of finance 
for a particular phase is 
important (Burns, 2017). 
Getting external financing is 
more difficult for sustainability-
oriented new ventures. Venture 
capitalists want to maximize 
return on investments, while 
sustainability-oriented new 
ventures also want to create 
value in social and 
environmental manner (Santini, 2017). However, there is a change in the cultural approaches 
and environmental perception of angels and venture capitalists, which makes the investments 
more likely (Santini, 2017). Currently, there are ‘sustainable venture capitalists’ that focus on 
sustainable businesses. Bocken (2015) indicated that these venture capitalists and the 
sustainable entrepreneur should focus on triple bottom line business model innovation and 
develop multiple business models for different customer groups, especially going beyond only 
the ‘green customer base’. 

In the survival phase there is also the challenge of expanding the new venture team. The 
new venture needs extra knowledge, competences and capabilities. A new venture team is 
important for growing sales, but also it increases attractiveness for investors (Stampfl et al., 
2013). As resources are scarce in the survival phase, each addition on the new venture team 
should complement existing knowledge. The entrepreneur should try to identify gaps of 
knowledge, capabilities, skills and network and try to find an addition that fit this gap (Burns, 
2017). There should be a clear organizational structure, with a clear balance between autonomy 
and control (Scott & Bruce, 1987). If the entrepreneur cannot or does not want to be a manager, 
then someone should be hired (Burns, 2017). Also, automatization of processes keeps the need 
for human resources lower, which reduces financial constraints and improve the scalability of 
the new venture (Stampfl et al., 2013). 

However, the risk for mission drift increases with the growth of the new venture (Long 
et al., 2018), such as additions on the new venture team and other stakeholders. A balance 
between economic, social and environmental focus should be found within the team and group 
of stakeholders (Battilana & Dorado, 2010). Moreover, a new venture should seek a balance 

Figure 10. Different types of finance during different stages of growth  
Derived from Bocken (2015, p.648) 
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between the commercial mission, which sustains their business, and the sustainable mission, 
which is often their purpose of existance (Ebrahim et al., 2014). The initial sustainable mission, 
core values or norms should be communicated clearly to each new addition.  

In the survival phase, one of the tradeoffs a sustainable entrepreneur has to make is 
chosing between a most ideal sustainable product or a product with sustainability aspects with 
a better product-market fit. The impact per unit of the ideal product is higher. However, this 
can lead to a decrease in speed and volume. So the impact per product is higher, but total impact 
might be lower (Parrish, 2010). These tradeoffs have influence on the scaling process of a new 
venture. Therefore, the entrepreneur should make the decision based on the core idenity, 
purpose, norms and values of the new venture. And should try to make the tradeoffs in such a 
way that the commercial and sustainable missions are kept in balance. 

 
3.3.4. Growth phase 
For further development of the new venture new product lines and/or expansion to other 
markets is necessary (Scott & Bruce, 1987). In order to exit this stage, the new venture should 
scale up. Therefore, all scalability components should be in place, alongside enough financial 
and human resources to support the scale up (Marmer & Dogrultan, 2011). 

Adding extra distribution channels is a way to achieve scalability in the business model 
(Nielsen & Lund, 2018). If the sales of the existing distribution channel suffer from the new 
distribution channel, then it opposes scalability. However, if the channels create extra value for 
each other, than the ‘sweet spot’ of scalability is reached (Lund & Nielsen, 2018). The sweet 
spot is reached when the effects of the channels are mutually reinforcing (Zott & Amit, 2010).  

Another way to scalability is the targeting of new customer segments (Burns, 2017). 
Targeting new segments can lead to a new adapted value proposition, but should not change 
the mission and core identity of the new venture (Ebrahim et al., 2014). The value proposition 
should evolve parallel to the growth of the new venture (Trimi & Berbegal-Mirabent, 2012), 
and even multiple business models can be designed. 

It is important for the new venture’s market adoption that the market novelty is. Long 
et al. (2018) state that having a ‘clear narrative and vision’ helps in educating customers. 
Moreover, this success factor helped in establishing customer relations and improving market 
adoption. 

Competition is not taken into account in the business model. However, the new venture 
should consider the competition, especially when it is going to scale up (Hockerts & 
Wüstenhagen, 2010). 
 Another pattern for a scalable business model is leveraging partners for free (Lund & 
Nielsen, 2018). For the growth stage, getting customers to act on behalf of the new venture is 
a way to achieve scale. Such strategy can lead to increased customer loyalty and awareness as 
the company Tupperware have shown (Nielsen & Lund, 2018). Managing customers can 
increase market adoption. 
 To conclude, this chapter has presented that a sustainability-oriented new venture has 
different specific needs and challenges in the development phases. Moreover, the last section 
showed that there are multiple success factors in designing a scalable business model for 
sustainability, which can resolve these needs and challenges.   
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4. Results 
In this chapter the results are discussed. Section 4.1. discusses the needs and challenges of 
sustainable new ventures identified in the case study. First, the cases are explained. Then, the 
needs and challenges are discussed per category. These categories are derived from the 
generative sessions with the entrepreneurs explained in section 2.3.3. The categories are: 
‘Realization of purpose’, ‘Finance’, ‘Team’, ‘Product development’, ‘Partners’, and ‘Market 
adoption’. Moreover, for each category the success factors for developing a scalable business 
model for sustainability are given. These are derived from literature and entrepreneurs’ 
suggestions. In section 4.2. the design of the first version of the tool is shown and explained. 
Furthermore, this section discusses the design requirements. In section 4.3. the results based 
on the evaluations are presented. Lastly, in section 4.4. a reflection on the design is given, 
alongside a second version of the design. 
 
4.1. The needs and challenges of sustainable new ventures 
4.1.1. Cross-case analysis 
Four different sustainable new ventures from the food industry were interviewed to identify 
the needs and challenges they encounter while scaling up their business. In Table 3 on page 17 
more information about the ventures can be found. 
 The results of the completed impact canvas during the case study are depicted in Figures 
11-16. These figures depict the line the different entrepreneurs drew during the interviews. The 
color green represents Umameats (dashed line), color blue is drawn by Seamore (undashed 
line), and red depicts Trash’ure Taarten (unevenly dashed line). Krop & Kool did not do the 
generative part of the interview, because this new venture is in the beginning of the startup 
phase. However, an interview without generative session was conducted and the questionnaire 
was also filled in by Krop & Kool. This data is analyzed in the same way as the data from the 
other new ventures. Due to confidentiality the names the entrepreneurs are anonymized. The 
entrepreneur of Umameats is Entrepreneur 1, the entrepreneur of Seamore is Entrepreneur 2 
and the Entrerpeneur of Trash’ure Taarten is Entrepreneur 3, and the entrepreneur of Krop & 
Kool is Entrepreneur 4. 

The topics that the entrepreneurs have drawn were chosen by themselves. Therefore, 
some topics have only two lines. The topics ‘Realization of purpose’, ‘Finance’, and ‘Team’ 
were indicated by all three entrepreneurs. The topics ‘Product development’, ‘Market 
adoption’, and ‘Partners’ were only indicated by two entrepreneurs. However, in the first part 
of the interview the entrepreneur might have mentioned the specific topic. This data is then 
also used for the results. The next paragraphs discuss each topic individually with the 
information from the entire interview and literature. 
 
4.1.2. Realization of purpose 
The topic of ‘realization of purpose’ refers to the sustainability issues of the new venture. It is 
closely linked to the value proposition, where the entrepreneur should determine which value 
the new venture is going to propose. In other words, the purpose the new venture wants to 
realize. Realization of purpose is the only category that has a focus on all three development 
phases. However, each phase has different focus areas, challenges and success factors. The 
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realization of purpose is closely intertwined with the 
other categories because almost all activities have 
influence on the value proposition. As seen in Figure 9 
on page 30, the value proposition is divided into three 
categories: ‘people’, ‘planet’, and ‘profit’. As the new 
venture is sustainability-oriented, there should be at 
least a dual focus. Besides profit, the new venture 
should propose value for people or planet, preferably both. However, as mentioned before 
sustainability-oriented new ventures have the challenge of mission drift.  

As seen in Figure 11, all three entrepreneurs drew the line of realization of purpose. 
Umameats and Seamore indicated that in the startup phase the challenge of mission drift does 

not have a high impact, because the 
first product, first customers and new 
venture team embody the sustainability 
purpose of the new venture. Moreover, 
Umameats stated that a new venture 
most often changes its business model 
and value propostion multiple times in 
search for a good product-market fit. 
However, before going into the 
survival phase the sustainable purpose, 
norms and values should be 
determined, because in the survival 
phase more resources are committed 
and the number of stakeholders 

increases. Determining and securing the purpose within the value proposition creates a strong 
foundation what can decrease the chance of mission drift. The entrepreneur should answer the 
following question in order to determine the value proposition: ‘What kind of economic, social 
and environmental value is the new venture going to propose?’.  

In the survival phase, the new venture starts to grow. The new venture team expands, 
financial partners are on board and the product enters the market. The entrepreneur probably 
had to make multiple tradeoffs. All 
entrepreneurs indicated that it becomes more 
difficult to find a balance between the different 
missions. They indicated that it is difficult to 
make tradeoffs. For example, Umameats stated 
that it is difficult to scale, because the product-
market fit is too small. This can results in a 
critical situation for the new venture in the 
survival phase. With these tradeoffs the 
entrepreneurs need to make sacrifices and 
compromises that they do not really want. Seamore explains that they are honest about their 
choices and tradeoffs to their customers, for example about plastic packaging. On their website 
it states that they did not find a good replacement for this, but they are searching for a more 

“There is a continuous struggle 
where you are spending your time 
on the basic entrepreneurial stuff 
and what you want to create on 

top.” ~ Entrepreneur 2  

“Every time we see an opportunity to 
improve the sustainability, if it is on the 
sourcing or packaging of logistics, you 

try to put effort in and try to make a 
jump. However, in many cases there is 
so much needed to make it work, it is so 
early, that you cannot effort as a small 

company to put that in motion.” ~ 
Entrepreneur 2 

Figure 11. Realization of purpose canvas 
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sustainable way of packaging. They stated that this is appreciated and that customers even 
come up with suggestions. 

In the survival phase, a sustainable new 
venture needs to make a decision to make a 
product as ideal as possible, or a product with 
sustainability aspects with a good product-
market fit. The entrepreneurs from Umameats 
and Seamore stated that they try to make good 

tradeoffs by trying to estimate the total impact. However, Trash’ure Taarten tries to create the 
most ideal sustainable product. For example, by investing in a full-electric cooling truck for 
transport; the needed capital was higher and the logistics became more challenging. Because 
of these kind of decisions, they indicated a constant high impact for realizationton of purpose.  
 In the growth phase, the new venture should regain power over the purpose according 
to Seamore. However, the larger the venture gets the larger the chance becomes that the initial 
purpose is out of sight, because the new venture team and the number of other stakeholders 
grow. Subsequently, the power of the entrepreneur decreases. In the growth stage the 
entrepreneur should have secured the sustainable mission before the scale up. The entrepreneur 
from Seamore suggested that new ventures should create a ‘Chief Purpose Officer’ that secures 
the sustainable mission of the company. 
 
4.1.3. Finance 
All three ventures indicated that finance is a big 
challenge. As seen in Figure 12, Umameats and 
Seamore both indicated that the challenge and 
need for finance has the biggest impact in the 
survival phase, and Trash’ure Taarten has 
drawn an u-shaped line 

In the startup phase, the entrepreneur 
can often use its own resources or that from 
personal relations. However, in the survival 
phase the need for finance increases. Moreover, 
according to the entrepreneur of Seamore investors often want proof of concept, while the new 
venture usually starts to deliver proof of concept in the growth stage. Therefore, a lot of new 
ventures do not survive the survival phase, because of the lack of finance.  

Trash’ure Taarten has drawn an u-shaped line, because they financed the new venture 
solely by personal resources. They did this by moonlighting and bootstrapping. This means 
that the founders of Trash’ure Taarten worked besides the new venture and tried to keep the 
costs as low as possible (Burns, 2017). For example, they searched for free production spaces 
whose owners let them use the space because they believed in the mission. Now they are 
looking to invest in their own production space. They try to avoid loans and look for 
investments from the municipality for example. 

The entrepreneur of Krop & Kool indicated that he started with own savings and looked 
for a cheap production space. Within a year, he wants to start investing in an own production 

“We are doing so much work to create 
sustainable value, why nullify it by 

driving a polluting diesel?” ~ 
Entrepreneur 3  

“It is actually relatively easy to get 
finance in the startup phase, because 

investors buy in on a story, in a promise. 
Here (end survival phase), it is more 
difficult to get finance. It is called the 
‘valley of death’ for a reason, because 

you are between startup and scale up. In 
this phase for many investors you do not 
have enough proof.”  ~ Entrepreneur 2 
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space, so he is looking for investments 
and especially crowdfunding. 
Entrepreneur 4 stated that he first 
wants to create a constant customer 
base, and then create contracts for 
regularly deliveries every week. In the 
current situation customers pay per 
delivery. Seamore has used a crowd-
funding campaign to acquire needed 
financial resources for expanding to 
other markets. 

Entrepreneur 1 stated that he 
kept the initial investments low by 
finding a strategic partner for 

production. Also Seamore uses strategic partners for its production.  
It is derived that new ventures should focus on finance in the survival phase. Following, 

the focus should lay on the value proposition and value capture elements of the business model. 
The new venture should answer the following questions: ‘What is the value of the offering?’, 
‘What are the revenue streams?’, ‘What are the costs?’, and ‘What type of finance should the 
new venture acquire?’. 

 
4.1.4. Team 
The topic ‘team’ was also indicated by all three 
entrepreneurs. This category contains multiple 
challenges regarding building and financing the 
new venture team. As seen in Figure 13, the 
focus on this category should be in the survival 
phase. First the challenge of building the team 
is discussed, then the challenge of financing the 
team is considered. 

Seamore and Trash’ure Taarten 
indicated an increase in the impact of the need 
for extra team members in the survival phase. 
The organizational structure of a new venture should be developed in the survival phase. The 
need for specific capabilities such as accountancy, marketing or sales increases the need for 
extra human capital. Krop & Kool indicated that he needs extra knowledge and expertise on 
starting up a business. Seamore started a campaign to find people. They posted the vacancies 
on numerous channels and they also used a recruitment agency once to find the right addition 
to the new venture team. Umameats indicated that it took quite a while before they got the right 
team. Umameats, Seamore, and Trash’ure Taarten all indicated that they let people go that were 
really good but were not the perfect match for their needs. Trash’ure Taarten had an employee 
that did not share their value and beliefs. Eventually it cost them more money and time than 
they gained.  

“It was really hard to come up with a 
proposition of who the company needs 
at that moment. You cannot offer any 
money, and you do not want to give 

away all your shares. It takes time to get 
that right. Is this person really the right 
person, otherwise you should let him go, 
because otherwise it is a waste of your 

already scarce resources.”  ~ 
Entrepreneur 1  

Figure 12. Finance canvas 
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Regarding the ‘building the 
team’ part of the category ‘team’, the 
entrepreneur should answer the 
following question: ‘Which knowledge, 
capabilities or network do I need?’. The 
answer helps in the search for additional 
team members. It also regards the 
business model elements ‘key 
resources’ and ‘key activity’. 

In the survival phase, the 
available financial resources are 
decreasing, but the company and its 
complexity are still growing. The 
entrepreneur should try to identify what 

the core business processes are, and which processes they can outsource. Strategic partnerships 
can be a way to overcome the need for human resources. 

Seamore stated that they had 12 team members at most, but at the end of the survival 
phase only five members remained, because of the need for financial resources. Umameats 
mentioned that they needed new team members with specific skills, such as sales. They got an 
extra loan to hire this new member. Krop & Kool goes to an accountancy office for its finance, 
which is quite expensive. So, as soon as the financial resources are sufficient, the new venture 
team with more business expertise will be expanded. 

Seamore, Trash’ure Taarten and Krop & Kool also use alternative ways to gain human 
resources. Krop & Kool has no new venture team yet, however the entrepreneur has a vast 
network of chefs that can help him on request. He organizes evenings where these chefs come 
and they come up with new recipes. He provides food and drinks as compensation. He also will 
get four students from the HAS in Den Bosch. They will do a market analysis for him and will 
give him marketing advice. Seamore also uses students and internships. Entrepreneur 2 even 
stated that he build the company on interns and students. Trash’ure Taarten pays the driving 
license of a refugee, and he pays this back by working from them. Eventually he is going to be 
their driver, when he got the driving license and he will get a normal wage. 

For the ‘financing the team’ part of the category ‘team’ the entrepreneur should answer 
the following question: ‘How are the new venture team members paid?’. This sub-category 
focuses on the business model element ‘cost structure’.   
 
4.1.5. Product development 
Only Umameats and Trash’ure Taarten indicated the challenge of product development during 
the generative part of the interview as can be seen in Figure 14. However, all interviewees 
indicated the importance of product development in the interview. All stated that product 
development is important in the beginning, because the first product needs to create so much 
value that customers are willing to buy it. The product development process for Umameats and 
Seamore is an ongoing process, where they try to find new products and product lines. 
Umameats and Seamore both indicated that outsourcing production keeps them flexible and 

Figure 13. Team canvas 
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low on financial constraints. Trash’ure 
Taarten mentioned that the need for 
product development increases when 
the sales are also going up, because the 
production process of pastry is not the 
same for larger quantities. 
  Umameats, Seamore and 
Trash’ure Taarten all indicated that they 
added new product lines to serve a 
bigger customer base and thereby 
increasing sales.   
 New ventures should focus on 
the value creation and value proposition 
part of the business model. Regarding 
the product development category the entrepreneur should answer the following questions: 
‘What does the new venture produce?’, ‘How do I produce the product?’, ‘What do I need to 
produce and deliver the first product?’, ‘Who do I need for production and delivery?’, and 
‘Who are my first customers?’. The last question refers to the business model element 
‘customer segments’ from value delivery.  
 
4.1.6. Partners 
As showed in Figure 15, only two new 
ventures indicated on the canvas the 
challenge of partnerships. However, 
all interviewees talked about the 
importance of partnerships, especially 
in the beginning. Trash’ure Taarten is 
dependent on partnerships for their 
supply of resources, because they use 
fruit and vegetable residuals to make 
their products. Moreover, they can 
use a production room for a low rent, 
so that can be seen as a strategic 
partner. Umameats and Seamore both 
use a strategic partner for production 
and supply. Furthermore, Seamore mentioned that they use a big incumbent as strategic partner 
to get brand awareness in order to increase sales. Seamore also suggested that sustainable new 
ventures should work together to increase the demands for sustainable solutions, for example 
packaging and sourcing seaweed. Acting as a collective gives better bargaining power. In the 
literature this is called ‘run in packs’ strategy (Jolly et al., 2012).  

To create a good relationship with their suppliers, Trash’ure Taarten delivers their 
products to them for cost price. This relationship is important, because they get the residual 

Figure 14. Product development canvas 

Figure 15. Partners canvas 



42 
 

flows from fruit and vegetable farmers for free. 
This strategic partnership is crucial for the 
existence of the company.  
 It is derived from the case study that new 

ventures should focus on partnerships in the startup phase. Therefore, the new venture should 
focus on the value creation and value proposition elements of the business model. It should 
answer the following questions: ‘What are my values and beliefs?’, ‘How do I produce the 
product?’, ‘What do I need to produce and deliver the first product?’, and ‘Who do I need for 
production and delivery?’. The last three questions are the same at the ‘product development’ 
category. Both categories intertwined and important in the startup phase. Therefore, these 
categories should be established and developed together. 
 
4.1.7. Market adoption 
A new venture should focus on market adoption in the growth stage. This category can be 
divided into ‘market adoption’ and ‘managing customers’. The category focuses on the value 
delivery elements of the business model. 

As can be seen in Figure 16, the challenge of market adoption is drawn by only two 
entrepreneurs. Seamore stated that in the beginning there is a huge uncertainty about product-
market fit. The new venture may change and pivot with new products until the right product, 
channel and communication are in place. In the growth phase there is competition and all kinds 
of other innovations, then you still need to be relevant, but also target new customer segments. 
To create customer awareness Umameats indicated that they used advertising and organized 
some focus groups. All new ventures stated that they went to events and gave demonstrations 
to create brand and product awareness. Also, the new ventures mentioned that it is particularly 
important to tell the story of the sustainable purpose of the company in a good way. This attracts 
customers, but also financers or strategic partners. Trash’ure Taarten even stated that they now 
review newspaper items to check if their message is told in a sufficient way. 

In the growth stage the new venture should think about expanding their sales using new 
channels. Seamore indicated that they already used direct business to consumer channels 
through retail, and they used a business to business channel with food service. Now, they are 
collaborating with a big incumbent to 
increase sales with a ‘powered by’ 
structure.  Seamore stated that scaling 
the sales was the biggest challenge, 
because retail is an ineffective channel, 
where people cannot find your product 
easily and do not get the right 
information. Therefore, they are now 
trying the ‘powered by’ structure. 
Umameats is constantly looking for new 
markets and clients. Recently, they went 
to a hospital and let the hospital scan 
their product. The outcomes were so Figure 16. Market adoption canvas 

“We don’t have contracts with our 
partners. We conduct our business on 
trust and honesty”  ~ Entrepreneur 3  
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positive that the hospital now wants to serve it to their patients, because it is so healthy, 
sustainable and delicious. Krop & Kool wants to set up two different websites for two different 
market segments. The entrepreneur wants to target vegan festivals and vegetarian catering on 
different channels, because these are different market segments and he offers various products 
and services. Regarding ‘channels’ the new venture should answer the following questions 
‘How does the new venture reach the customers?’. 
 Regarding ‘managing customers’ the new venture should focus on the value proposition 
and value delivery elements of the business model. And should answer the following questions: 
‘What does the new venture offer to the customer?’, ‘For whom is the value that is proposed?’, 
‘What kind of relation does the new venture have with the customer?’, and ‘Which kind of 
customers does the new venture target?’. 
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4.2. Design: A roadmap to scalability 
In this chapter the design is discussed. First, the developed design requirements are given in 
section 4.2.1. The design requirements are derived from the literature review and the case 
study. These requirements can be divided into functional requirements, user requirements, and 
boundary conditions. In section 4.2.2. the design, a roadmap to scalability, is elaborated.  
 
4.2.1. Design requirements 
Functional requirements  
1) The tool should guide the entrepreneur in developing and creating a scalable business model 
for sustainability with reference to the development stages. 
2) The tool should provide information to the entrepreneur on the main needs and challenges 
of a sustainable entrepreneur while designing a scalable business model. 
3) The tool should provide information to the entrepreneur on the main success factors while 
designing a scalable business model. 
 
User requirements  
4) The tool should be easy to use. This means that it is easy to navigate, within two clicks the 
user could be at any page. 
5) The tool should be easy to understand. This means that the usability of the tool should be 
natural, and almost no explanation should be needed.  
6) The purpose of the tool should be clear; every user must understand the purpose of the tool. 
 
Boundary conditions  
7) Within the startup phase, the tool should focus on product development, with emphasis on 
concept testing and outsourcing. 
8) Within the startup phase, the tool should focus on partnerships, with emphasis on managing 
partners and strategic partnerships. 
9) Within the survival phase, the tool should focus on finance, with emphasis on financial 
structure and obtaining finance. 
10) Within the survival phase, the tool should focus on human resources, with emphasis on 
building a team and way of payment. 
11) Within the growth phase, the tool should focus on market adoption, with emphasis on new 
distribution channels and customer segments. 
 
4.2.2. A roadmap to scalability 
In section the tool is described. First, general information about the tool is given. Then, the tool 
is explained in more detail per stage. 

Deriving from the design requirements a tool for designing scalable business models 
for sustainability is developed. The tool can be used as a roadmap to guide sustainable 
entrepreneurs towards scaling up their business. If a business model contains as much scalable 
elements as possible, the rate of successful upscaling increases. Therefore, the tool lets the 
entrepreneurs focus on different business model elements in the different stages. Important to 
note is that the development of a new venture is not linear, and in designing this tool the 
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development is modelled as linear. Therefore, the tool is designed in such a way that an 
entrepreneur can see and use all categories from each stage.  

The tool is a collection of important information on challenges, needs and success 
factors of sustainable entrepreneurs regarding the development of a new venture and designing 
a scalable business model. It guides an unexperienced entrepreneur through the difficult 
process of new venture development and designing a business model for sustainability with 
scalable components. The tool is a thirty-page interactive slide deck that can be seen as a 
website. In Appendix E a printed version of the pdf can be found.  

The first five pages function as explanation of the tool. Page 6 is the homepage and is 
depicted in Figure 17. Here the entrepreneur can go to every different category. Also, the 
entrepreneur can fill in the business model for sustainability and print it. In this way the 
development of the business model can be an iterative process. Furthermore, the homepage 
emphasizes that the new venture should focus on the value creation in the startup phase, on the 
value capture in the survival phase and value delivery in the growth phase. The value 
proposition is covered by all stages. Moreover, the questions suggested at each category are 
asked in the tool. Also, the business model elements to which the questions are regarding are 
presented. In this way, the entrepreneurs know how they need to adapt their business model. 

As seen in Figure 17 each development stage has three different categories. These 
categories are derived from the results described in chapter 4.1. Each category explains the 
needs and challenges specific to that stage and category. All development stages have the 
category ‘Realization of Purpose’. However, the page differs per stage. In section 4.1.2. the 
differences between each stage is explained. In the startup stage the new venture should also 
focus on ‘Product development’ (section 4.1.5.) and ‘Partnerships’ (section 4.1.6.), in the 

Figure 17. Homepage of first iteration of design 
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survival stage the focus should lay on ‘Finance’ (section 4.1.3.) and ‘Team’ (section 4.1.4.), 
and in the growth stage the focus should lay on ‘Market adoption and ‘Managing customers’. 
The section 4.1.7. ‘market adoption’ is split into two different categories, because of design 
and layout purposes. In this way each stage has three distinct categories.  

In the next sections Figures 18-20 show that these categories each have two different 
components. These are the focus areas with the success factors to overcome the identified needs 
and challenges and also how to design a scalable business model for sustainability. The next 
sections elaborates on these components per stage. 
 
Startup phase 
As seen in Figure 18, the startup stage part of the tool consists of the categories ‘Product 
development’, with components ‘Concept test’ and ‘Production’, ‘Partnerships’, with 
components ‘Size’ and ‘Beliefs & values’, and ‘Realization of purpose’, with components 
‘Core identity’ and ‘Tradeoffs’. 
 The page concept 
test elaborates on the 
importance of doing 
concept tests. It provides 
more information about 
different concept tests that 
the entrepreneur can 
execute. Moreover, the 
use of a Minimal Viable 
Product (MVP) as 
prototype is stressed. 
Lastly, it is explained that 
a diverse group of 
potential customers 
should be used for the 
concept test. 

The  page regarding production goes into detail about the fact that new ventures should 
stay flexible in the beginning of the new venture development process. High investments in 
production facilities should be avoided, outsourcing is recommended, and the use of strategic 
partnerships is advised. 

The two components ‘Size’ and ‘Beliefs & values’ are combined into one page. This 
page stresses the importance of finding the right partner from the start. The new venture should 
consider the size of the potential partner. It should be large enough or have enough potential to 
grow alongside the growth of the new venture, because if the grow capacities of the partner are 
limited, then the growth potential of the new venture is limited. However, they should not be 
too big because then there is the risk of becoming redundant as new venture. The partner should 
not be able to take over the processes and business idea of the new venture. This can be avoided 
by contracts and agreements; however, these are often expensive and time consuming. 
Therefore, the first partnerships are often built upon trust and honesty according Umameats 
and Trash’ure Taarten. 

Figure 18. The startup stage page 
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The realization of purpose page stresses the importance of creating a core identity in 
the startup stage. Furthermore, it also gives information about the possible tradeoffs the new 
venture most likely needs to take in the startup stage.  
 
Survival phase 
As seen in Figure 19, the survival stage part of the tool holds the categories ‘Finance’, with 
components ‘Type of finance’ and ‘Financial structure’, ‘Team’, with components ‘Building 
the team’ and ‘Way of payment’, and ‘Realization of purpose’, with components ‘Mission drift’ 
and ‘Tradeoffs’. 
 The ‘Type of 
finance’ page gives 
information about the 
different types of finance. 
For example, explaining 
that the bootstrapping 
technique can be 
sufficient in the startup 
stage, but that in the 
survival stage most often 
external finance is needed. 
Moreover, information is 
given about what the 
positive and negative 
impact is of different types 
of finance. 
 The page regarding financial structure gives information about how a financial structure 
can be created. The importance to accurately report the revenue streams and cost structure is 
stressed.  
 The ‘Building the team’ page regards to finding the right new team members. The 
entrepreneurs should identify gaps of knowledge, capabilities, skills or network which are 
needed for further growth of the new venture. Because often resources are limited, it is 
recommended to label and arrange the needed competencies. Moreover, information is given 
about how to search for new team members and the use of professional advisors. Lastly, it is 
pointed out that personal characteristics are important and that a team role test can help. 
 The ‘Way of payment’ page regards to various kinds of financing the team members. 
Because financial resources are often limited in the survival phase, the entrepreneur can also 
think of other ways of payments such as equity, bonuses, or let them work part-time. Also, the 
use of students and interns is highlighted. 
 The components ‘Mission drift’ and ‘Tradeoffs’ are combined into one page. It states 
that the chance of mission drift increases with the growth of the new venture, its team, and 
external financiers. Also, more tradeoffs have to be made in the survival stage. The new venture 
should ensure that the established core identity and (sustainable) purpose are maintained. There 
should be a balance within the team and stakeholders and their focus on the multiple missions.  
 

Figure 19. The survival stage page 
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Growth phase 
As seen in Figure 20, the survival phase part of the tool holds the categories ‘Market adoption’, 
with components ‘Competition’ and ‘Channels’, ‘Managing customers’, with components 
‘Customer relations’ and ‘Customer segments’, and ‘Realization of purpose’, with components 
‘Mission drift’ and ‘Honesty & clarity’. 
 The ‘Competition’ page is the only page in the tool which does not relate directly to the 
business model for sustainability. It is noted that the sustainable business model canvas does 
not include competition. However, it is important for the new venture development to identify 
direct and indirect competitors. Furthermore, the entrepreneur should identify which market 
the new venture is going to enter. Also, the three general competitive strategies ‘Focus’, ‘Low 
cost’, and ‘Differentiation’ are explained. Lastly, the ‘run in packs’ strategy is elaborated, 
which entrepreneurs can use to create momentum that can compete with incumbents. 
 The ‘Channels’ 
page give insights about 
the importance of 
channels during the scale 
up. Using different 
channels can increase the 
growth of the new 
venture. Moreover, 
information is given 
about the reverse 
logistics when the new 
venture wants to reuse or 
recycle their products. 
 The page 
regarding customer 
relations explains the 
importance of creating and maintaining customer relations. It is explained that telling the story 
and mission to decrease market novelty can increase market adoption. Furthermore, 
information is given that maintaining customer relations can increase the chance of repurchase 
and decreasing market novelty. It is also stressed that the new venture should be honest and 
clear about their tradeoffs and sustainability. Otherwise this can harm the customer relation. 
 The ‘Customer segments’ page explains what customers segments are. The importance 
of choosing the right segment for targeting is explained. Also, in the growth stage the new 
venture should most likely expand to three or four different segments to increase sales. 
However, not more because of the limited resources and the differences between segments.  
 The ‘Realization of purpose’ page of the growth stage explains that the chance of 
mission drift is large in this stage because of the rapid growth. It is suggested to introduce a 
‘Chief Purpose Officer’ that protects and monitors the purpose of the new venture. Moreover, 
the importance of honesty and clarity is stressed. It ensures a good relationship with customers, 
partners, stakeholders, and team members. It decreases the chance of difficulties during the 
scale up regarding balancing the multiple missions. 
 

Figure 20. The startup stage page 
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4.3. Evaluations 
The first iteration of the design was sent to the eight different experts on business models for 
sustainability, (sustainable) entrepreneurship, and design for sustainability. An overview of 
these experts is given in Table 4 on page 21.  

As mentioned before, the evaluations were on four different topics: usability, 
understandability, quality of information and efficacy. The evaluations are discussed per topic. 
The interview guide of the evaluations can be found in Appendix F. Experts 1, 2 and 8 did not 
take a (thorough) look at the tool before the evaluations started. Expert 4 had a close look at 
the first six pages, all the realization of purpose pages and clicked through the document to 
understand how it works. 
 
4.3.1. Understandability 
All evaluations started with the question: ‘Did you 
understand the purpose of the tool?’. Only expert 1 
indicated that she did not understand the purpose of the 
tool. She did not read the first pages of the tool, 
however she stated that the purpose needed to be clear 
from the homepage. The other experts stated that they 
understood the purpose of the tool. Expert 3 stated that the colors and buttons make the tool 
clear. Several experts proposed that each category can be provided with separate goals and 

objectives. With creating these sub-goals and 
objectives, it would make the tool more 
understandable. Entrepreneurs would have a clearer 
idea on what they are working towards. It also 
would help in explaining what the link is between 
the different components. 

Overall, 7 out of 8 experts were positive 
about the understandability of the design. They gave 
input to improve the understandability. However, it 

can be concluded that the understandability of the design is evaluated as ‘good’.  
 

4.3.2. Usability 
This topic regards to the design of the tool. The topic tries to evaluate if the tool is easy to use, 
if the users can easily navigate through the design and if they would use it. Five experts 
indicated that they think the design is simple and straightforward. An expert indicated that the 
explanation on page five is quite late. The entrepreneur needs to read four full text pages before, 

he or she can start using the tool. The overall opinion 
was that it was too much text, and that the 
entrepreneurs are not willing to take the time for this. 
An expert explicitly stated that he did not understand 
how the tool worked before he read it. Afterwards, he 
understood. Moreover, for some experts it was not 
clear that the top left button was the home button. 

“I think the tool is really simple, 
it is really straightforward. It is a 

nice structured way to deliver 
critical information to 

unexperienced entrepreneurs.” ~ 
Expert 2 

“I can see ‘the goal is to design a 
scalable business model’, 

however when I searched for 
options for different BMfS I could 

not find them.” ~ Expert 1 

“The purpose is to provide a tool to 
people who are at the start of setting 

up a business, however I can 
imagine that it can also be useful for 
entrepreneurs that are already being 

busy for a while. It gives a nice 
overview on what to focus on in 

which stage.” ~ Expert 7 
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However as stated before, five experts indicated that they thought the design was simple and 
straightforward. 

Furthermore, six experts indicated that there was too much text in the design. This 
affects the usability of the tool; users are less likely to read or use the tool. The experts indicated 
that it would help if the text becomes more actionable. Also, expert 1 suggested to bring a 
hierarchy in the information, which means that the information is more structured and small 
icons indicate which kind of information is given. 
Moreover, five experts indicated that more examples, 
best cases and other practical information will improve 
the usability of the tool. However, expert 7 has guided 
multiple entrepreneurs and new ventures in their first 
development stages. He stated that he often needed to 
push entrepreneurs to take the time for a couple of tools, read and use the information from 
these tools. Afterwards, entrepreneurs were often grateful to him. So, he stated that the size of 
the documents was no problem for him. The entrepreneur should take his time for it to process 
all the information, but that is just something they need to do. 

Overall, when they read the fifth page of the tool (explanation page), the usability was 
clear to them. However, when they did not read it, they did not understand how to use the tool. 
Furthermore, there should be changes made regarding the amount of text and bring the 
explanation of the tool to the front. Also, the entrepreneur should be able to use the tool at once, 
and not have to read multiple full text pages. Therefore, it can be concluded that the usability 
of the design is evaluated as ‘insufficient’.  
 
4.3.3. Quality of information 
This topic focusses on the quality of information in the tool. This means that the experts 
evaluated the information regarding business models for sustainability, development stages, 
the needs, challenges, and success factors, and the made linkages between those concepts.  

Especially the division of the different business model elements in different 
development stages is a risky statement, because this link is not found in the literature directly. 
Five experts indicated that they liked the way the business model elements were divided among 
the different development stages. However, expert 2 indicated that it is ‘tricky’ to have these 
predefined stages and say that entrepreneurs should focus on different categories in different 
stages. Nonetheless, he also stated that it makes sense 
to divide the business model elements this way and that 
it gives a nice time dimension on business model 
development. Expert 7 stated that it closely related to 
what he had read in the literature and experienced with 
entrepreneurs. Moreover, expert 6 and 7 stated that the 
partnership canvas would be a nice addition to the tool. 

All experts on sustainable business models 
stated that they liked the division of different pages of 
realization of purpose among different development 
stages. However, the concepts, such as mission drift, 

“I liked the division of the value 
capture, creation, delivery and 

proposition. It is a nice 
adaptation of the business model 
canvas. Also, I like the division of 
the business model elements over 

different stages. The business 
model evolves over time.” ~ 

Expert 7 

“The full-on text pages do not 
appeal to me to be honest. You 

probably want to make it less text 
heavy. To make it more 
appealing.” ~ Expert 8 
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should be explained more clearly. Also, expert 4 stated that it should be emphasized more that 
the innovation and new venture process is not linear, but a highly dynamic and iterative process. 

Another topic this evaluation had to assess was if the nine different categories were 
correct and complete. Again, this division was mostly based on the input from the case studies. 
Therefore, it would be valuable for this research if experts agreed upon these categories and 
topics. Five experts stated that the nine categories were complete. Expert 5 said he tried to mix 
the categories up, however he came to the conclusion that this is the most logical division. He 
stated that it was a good subdivision, however he proposed that competition should be replaced 
by more information about scalability.  

Expert 7 suggested that the tool should focus more on finding the first customer in the 
startup stage. Moreover, multiple experts said that partnerships can also be used for scaling up. 
For example, using a local NGO to help with scaling. Also, the use of crowdfunding is 
suggested in order to scale up.  

Also, five experts said that more information about sustainability should be added and 
two experts added that they also wanted to see more 
information on scalability. Multiple experts said that 
the Planet, People, Profit division is quite basic. Also, 
what the different P’s mean is not well explained, and 
should be elaborated more extensively. For example, 
with guiding questions and a link to the Sustainable 
Development Goals. There are more elaborated 
business models for sustainability, such as the Triple 
Layer Business Model Canvas, which can be also used 

for this tool. These kind of business models incorporate sustainability into all elements of the 
business model. It was suggested by multiple experts that the sustainability aspect should be 
implemented in each category, instead of only in the ‘Realization of purpose’ pages. Also, 
incorporate how entrepreneur would assess the performance of the new venture on the different 
missions would be valuable.  

Expert 7 also stated that making tradeoffs is a very prominent topic among sustainable 
entrepreneurs, and that the tool does not provide enough information on how to cope with these 
difficult decisions. The goal should be that the decision is eventually not a tradeoff, but a win-
win situation. As a solution to minimize mission drift, multiple experts agreed upon the solution 
to be honest and clear to external financiers and new 
venture team members from the start. It should be clear 
what the purpose of the new venture is, and maybe 
even write it down in a contract with new stakeholders. 
The entrepreneur should stay in control. Expert 4 adds 
that the entrepreneur can minimize mission drift if they 
can get strategic partners that can grow alongside them, 
in from the start. The choice of partners on values and 
beliefs combined with the first product concept is especially important, this gives the new 
venture its sustainable touch. Expert 8 suggested that the entrepreneur should print each 
iteration of the business model. By this, the entrepreneur can make different business models 
per tradeoff, and compare them according the influence and impact of these tradeoffs. 

“You should think about what the 
sustainability elements of each 

category are, and put some 
indicators with it, so 

entrepreneurs can assess their 
performance.” ~ Expert 4 

“The beauty of this tool is the 
combination of scalability and 

sustainability and that is unique. 
However, these two components 

need to be more prominent. It will 
make this tool more valuable.” ~ 

Expert 5 
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To conclude, changes should be made regarding the sustainability, scalability and the 
information should be made more practical. Also, it was suggested to create new categories 
and move existing categories through different stages. Overall, it can be concluded that the 
quality of the design is evaluated as ‘sufficient’. 
 
4.3.3. Efficacy 
This topic solely focuses on the question; ‘Will the tool help sustainable entrepreneurs in 
designing a scalable business model?’. Six experts stated that the tool could help entrepreneurs 
in designing a scalable business model.  

Expert 1 and 6 stated that in the current form the tool would not help. Their arguments 
were that the amount of text makes the tool unclear, and the entrepreneur is unlikely to use it. 
For example, expert 6 stated that when an entrepreneur has a question, they just want an answer, 
he or she does not want to use another tool. He does not think they have the patience to go 
through the entire tool, so the tool should be easier and simpler. They should get the information 
they want more easy and faster.  

Expert 8 stated that he thinks the tool can be a way to design a scalable business model 
for sustainability. However, he also suggested that there should be an explanation of what kind 
of scalability strategies there are and what options entrepreneurs have. This information can be 
rather new for social entrepreneurs. So, introducing them to the different scaling strategies 
might be helpful. An expert also said that the tool will help on scalability, because 
entrepreneurs will recognize the different development stages and it is going to help to guide 
them through the process and clarify what to focus on. Moreover, expert 2 said that the value 
of the tool is that the tool can guide the entrepreneurs through the new venture development 
process. He also stated that this tool is most valuable for unexperienced entrepreneurs. 
 Furthermore, expert 3 stated that the likelihood that the tool is going to help, increases 
if the tool contains more practical information and examples of best cases, because 
entrepreneurs have a more practical and hands-on focus. Multiple experts stated that 
entrepreneurs are more interested in what and how to 
do something and not necessarily why. 
 Multiple experts suggested the use of a decision 
tree. In this way the tool guides the entrepreneur to the 
right page or development stage. The tool should ask 
questions in the beginning and direct the entrepreneurs 
to the right page accordingly. Expert 1 suggested that 
the tool can start with questions like: ‘Are you an 
entrepreneur?’, ‘Are you in the first development 
phases?’, and ‘Are you sustainable?’. Expert 6 said that 
now it seems as if the entrepreneurs need to go through all the text before they can do 
something. It should be reversed, where they need to do something and then give them the 
possibility to read on how to do it correctly. 
 Moreover, expert 8 stated that the tool can help sustainable entrepreneurs in designing 
scalable business models for sustainability. However, he suggested that the tool should 
emphasize that a system analysis needs to be done, before the startup stage starts. In this way 

“Entrepreneurs do not have the 
time to read all the papers. So, 

the value is the collection of 
information. They are often in a 

bubble. So, giving them the 
options so they can see beyond 

from what they know. That can be 
useful for them.” ~ Expert 3 

 



53 
 

the entrepreneur ensures that he or she tackle the root of sustainable issues and not just 
consequences of the real problem. 

To conclude, six academia think the tool can help sustainable entrepreneurs in designing 
a scalable business model. However, there are multiple improvements suggested which need 
to be considered to increase the chance that the tool will help. These improvements closely 
relate to all the feedback that is given regarding the other evaluation topics. However, overall 
most experts saw that this tool has potential to effectively help sustainable entrepreneurs in 
designing a scalable business model. More information can be found in chapter 4.4 
 
4.4. Reflection 
Overall, the experts were positive about the tool. However, some changes needed to be made. 
For this version only adaptions were made to the design of the tool and no radical changes were 
implemented to the content of the tool. In this section the executed adaptations is elaborated. 
The proposed changes for the 
content is discussed in chapter 5 
‘Discussion & conclusions’. The 
second version of the roadmap to 
scalability can be found in 
Appendix G. 

First, the homepage is 
brought to the front of the 
document. The information of the 
first pages of the first iteration is 
now accessible when the user 
‘demands’  it. In this manner the 
information is more actionable. 
Bringing the homepage to the 
front also decreases the chance 
that the user is overwhelmed by 
information overload, before they 
can use it. The homepage now 
contains only the different stages, 
the categories and further 
explanation of the tool 
(clickable). Also, some questions 
are asked to direct the 
entrepreneur to the most 
appropriate page. The questions 
are: ‘Do you have a sustainable 
new venture?’, ‘Do you want to 
start a sustainable new venture?’, 
and ‘Do you know in which 
development stage you are?’. The 

Figure 21. Roadmap to scalability homepage 

Figure 22. Roadmap to scalability homepage 
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user can click ‘yes’ or ‘no’, which 
starts a different action. Several 
screen shots of this page are given 
in Figure 21-23. Also, the 
sustainable business model 
canvas page is shown in Figure 
24.  

Second, all information is 
put in a more hierarchical 
manner. The information is 
separated and place more clearly 
on the page. It is easier for the 
entrepreneur to find the required 
information. Furthermore, the 
questions regarding the 
business model are brought to 
the top of the page. Moreover, 
at each category page it 
explicitly states: ‘After 
completing this category you 
should be able to answer the 
following questions and adapt 
your business model 
accordingly.’ This makes it 
clearer for the entrepreneur, 
what kind of information they 
can find on that particular page.  

Third, the sustainable 
business model canvas is now 
located on a separate page, which is accessible at each page of the tool. Now there is more 
space for the entrepreneur to fill in the business model. At the end of each topic, such as 
‘Product development’, instead of an arrow to the next page a small text box is depicted with 
‘End of product development. Go adapt your business model’.  

Lastly, the overall design of the tool is changed. The design is made more 
straightforward and easier to comprehend. All navigation buttons are moved to the left. Also 
all categories are now constantly visible.  
 
 
 
 
  

Figure 23. Roadmap to scalability homepage 

Figure 24. Roadmap to scalability sustainable business model canvas page 
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5. Discussion & conclusions 
In this chapter the research findings are presented first. Subsequently, the theoretical 
implications are given. In section 5.3. the limitations of this research are discussed. Lastly, in 
section 5.4. the managerial implications are discussed. 
 
5.1. Research findings 
In this section the research findings are presented based upon the research questions stated in 
the introduction. First the sub-research questions are answered, before answering the main 
research question. 
 The first sub-research question is: “What are the needs and challenges of sustainability-
oriented new ventures in scaling their business in the different new venture development 
stages?”. By means of a case study multiple needs and challenges of sustainable new ventures 
from the food industry were identified. These needs and challenges are linked to different new 
venture development stages according the generative sessions. This is explained in section 4.1. 
These identified needs and challenges are categorized and implemented in the tool. The next 
four paragraphs compare the findings from the case study to the literature. 
 It is derived from the case study that sustainability-oriented new ventures should focus 
on the realization of purpose in each stage. This is explained in section 4.1.2. In the startup 
stage the challenges are determining the sustainable purpose, norms and values. Also, the 
entrepreneur already needs to make multiple tradeoffs. Trimi & Berbegal-Mirabent (2012) also 
state that creating the core identity is a trial and error process, which depend on multiple 
tradeoffs to define a viable business with sustainable value. In the survival phase and growth 
phase, the challenge of mission drift arises alongside the growth of the new venture.  

It is concluded that in the startup phase the main needs and challenges regard product 
development and finding partners. In sections 4.1.5. and 4.1.6. these challenges are explained. 
However, from literature it was derived that in the startup phase the main challenges besides 
product development and partnerships, also regard creating first customer contacts and market 
novelty (Churchill & Lewis, 1983; Mueller et al., 2012; Shepherd et al., 2000). Also, the new 
ventures did not express concerns about the sustainability of their partners, but in the literature 
it is stated that finding sustainable partners is a specific challenge of sustainability-oriented 
new ventures (Wells, 2013). 

From the case study it was derived that the needs and challenges of a sustainability-
oriented new venture in the survival phase regard finance and team. In sections 4.1.3. and 4.1.4. 
these challenges are elaborated. These findings are similar to the results of the literature review 
where it is stated that the main challenges are getting the appropriate amount of financial and 
human resources. As the case study and literature review both point out is that these challenges 
often are intertwined. Because of a lack of financial resources, the required additions to the 
new venture team cannot be acquired (Burns, 2017; Scott & Bruce, 1987). 

Lastly, in the growth stage the main challenge derived from the case study is market 
adoption. In section 4.1.7. the challenges of choosing the right channel, managing customers 
and market novelty are explained. In the literature it is also stated that choosing the right 
channel is a challenge. Moreover, specific to the food industry it is stated that wholesalers and 
supermarkets are labeled as ineffective and hindering regarding sustainable business models in 
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the food industry (Long et al., 2018). This is in line with the case study. Furthermore, from the 
literature the main challenge in the growth phase regards to implementing all scalability 
components. This means acquiring new knowledge and skills, finding and reaching new 
customer segments, using new distribution channels, and ensuring the sustainable mission 
(Scott & Bruce, 1987; Trimi & Berbegal-Mirabent, 2012). 
 The second sub-research question is: “What are the success factors of designing a 
scalable business model for sustainability?” and the third sub-research question is: “ On which 
business model elements should a new venture focus in the different development stages?”. In 
chapter 2.3. several success factors have been identified. Moreover, in section 4.2.2. it is 
explained how these success factors are implemented in the tool. Subsequently, these success 
factors were related to the development phases and business model elements.  

In the startup phase the new venture should focus on the value proposition, value 
creation and value delivery elements of the business model. Several success factors have been 
identified which can result in a scalable business model, such as concept testing with an MVP, 
outsourcing, finding strategic partners and governing partners closely.  

In the survival phase the entrepreneur should focus on the value proposition and the 
value capture. Success factors that were identified are: moving financial burdens to partners, 
creating multiple business models that target non-green customers, finding complementary 
additions to the new venture team and creating a balance between team members and their 
focus.  

Lastly, in the growth phase the entrepreneur should focus on the value proposition and 
value delivery. Adding new distribution channels which mutually reinforce each other, 
targeting new customers segments by adapting the value proposition but not the core identity 
and mission of the new venture, and leveraging partners and customers are seen as success 
factors.  
 To conclude, the main research question is: “How can new ventures design scalable 
business models for sustainability?”. A new venture can design a scalable business model for 
sustainability if its holds components that are scalable. In this research multiple scalable 
components are identified, and if these are included, the business model can be defined as 
scalable. Moreover, through the added time dimension the developed design guides a 
sustainable entrepreneur through the development stages and helps to answer ‘how’ the 
entrepreneur should design the business model. The tool explains where, when and on what to 
focus to achieve scalability, while also ensuring the sustainability of the business model.  
 
5.2. Theoretical implications 
In this section the theoretical implications are presented. First, a reflection of the findings on 
the existing literature is given, and then the theoretical contributions are discussed.  
 As stated before, this research adapts a linear new venture development process 
(Churchill & Lewis, 1983), however the development of a new venture and business model 
innovation is generally seen as a dynamic and iterative process (Abdelkafi & Täuscher, 2016; 
Burns, 2017). This research identified several topics on what a new sustainability-oriented 
venture should focus on. Through the literature review and the case study this research states 
that the entrepreneur should focus on product development and partnership in the startup phase, 
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finance and team in the survival phase, and market adoption and managing customers in the 
growth phase. Also, it is important to focus on the realization of purpose in all stages, to avoid 
mission drift. It should be noted that the new venture development process of each new venture 
is unique, however this research attempted to create a general roadmap for sustainable 
entrepreneurs in designing a scalable business model, by combining a vast amount of literature 
with insights of the case study among sustainable entrepreneurs in the food industry.  
 This research contributes to the academic field of sustainable business models by 
combining the literature on scalable business models from academic field of general 
management theory with the literature on sustainable business models. As stated before, there 
is a need for more research in the field of non-digital business models regarding scalability 
(Stampfl et al., 2013), this research contributes to this gap. 
 Moreover, this research also contributes to the research on scalable business models by 
creating a process view of the development of a business model. With creating a process view, 
the entrepreneur can more easily identify on what he or she needs to focus. This research 
contributes to the academic field of new venture development with identifying the different 
focus categories with needs, challenges and success factors.  
 Within the field of business model experimentation there is also a need for more 
research into business models for sustainability (Foss & Saebi, 2016). Furthermore, there is a 
call for more papers regarding business experimentation for sustainability to contribute to the 
literature gap within the field of sustainable business research (Bocken, Weissbrod, & 
Antikainen, 2018). This research addresses this gap and helps entrepreneurs in experimenting 
and innovating their business model for sustainability. Also, non-sustainable new ventures can 
use the design to experiment with their business model to see if they can create sustainable 
value. 

Also, this research contributes to the academic field of sustainable business models 
regarding mission drift. This research states that focusing on the realization of purpose in each 
stage, but on different aspects, can help in minimizing the risk of mission drift. This research 
proposes a few success factors which can help an entrepreneur in the different stages. 
Assessment of performance of the sustainability-oriented new venture can also decrease the 
chance of mission drift. However, from the case study and the literature no applicable tools 
were found that new ventures with few resources and restricted time can use. The tool can be 
used to assess the performance of the new venture by comparing different business models. By 
comparison, the entrepreneur can assess which business model delivers the ‘best’ result. 
Furthermore, the comparisons can also help in making tradeoffs, which also can decrease the 
chance of mission drift. More research is needed if this kind of business model experimentation 
with the tool is indeed beneficial to decreasing the chance of mission drift, making tradeoffs, 
and assessing the performance of a sustainability-oriented new venture. 

 
5.3. Limitations and future research directions 
This section discusses the limitations of this research and future research directions. Also, 
future improvements for the tool are discussed. Content wise multiple improvements were 
suggested by the experts, which would improve the efficacy of the tool.  
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This research combined the literature on new venture development process, sustainable 
business model development, and scalability with data from a case study of sustainable new 
ventures in the food industry. At the start of the research it was attempted to use multiple new 
ventures from the first three development phases, but also a few sustainable ventures that 
already scaled up. With this process the needs, challenges and success factors of sustainable 
new ventures regarding scaling up could be identified. Unfortunately, this research did not 
succeed in including the latter sustainable ventures.  

Several experts also proposed the use of best practices and more practical information. 
They state that this increases the chance that the entrepreneur will use and understand the tool. 
Examples could be used from sustainable businesses such as Ben & Jerry’s, Tony’s 
Chocolonely, and BodyShop. However, also examples from traditional new ventures that 
successfully scaled up could be used. Such as Tupperware, because they removed the 
traditional capacity constraint from their business model and created strategic partners from 
customers (Lund & Nielsen, 2018). 

Also, the number of sustainable new ventures from the first three development stages 
was lower than desired. Due to time constraints, the researcher made the decision to only use 
the new ventures for identifying the needs and challenges in the different development stages. 
By this, the research could create a process view of the development of a scalable sustainable 
business model. This process view on business model development should be assessed in future 
research to see if it holds. Moreover, as discussed in section 4.3., a few experts suggested some 
changes and improvements to the categories, therefore these should be tested as well. Future 
research is proposed which should evaluate the tool among multiple new ventures and scale 
ups. 

The experts stated that there should be more information added about sustainability. 
Because the tool is a tool for designing scalable business models for sustainability, the tool 
should contain more elements of sustainability. Now, these elements are all incorporated in the 
‘realization of purpose’ pages. Some experts suggested that sustainability should be added at 
each topic, but also some experts suggested to expand the information on the ‘realization of 
purpose’ pages. Moreover, some experts stated that the used sustainable business model canvas 
is too simple and a more elaborated canvas like the triple layer business model canvas would 
be an improvement on the tool. Future research should be conducted in the way how extra 
sustainability elements can be added in the tool. Also, it should be researched which extra 
elements can be added that improves the sustainability of the business models. 

Also, some experts stated that the model should contain more information about 
scalability. The literature on scalable business models, especially scalable sustainable business 
models, is scarce. More research is needed to add more scalability elements in the tool. 
Moreover, the different scaling up strategies can be added in the tool, so the entrepreneur can 
design and shape the business model around these strategies. These strategies are 
‘Dissemination’, ‘Affiliation’, and ‘Branching’ (Müller, 2012). 

Within the academic literature the concept of scalability has a broad range of definitions 
(Jolly et al., 2012). This research combines the economic and social aspect of scalability into 
one working definition. However, the focus of this research was on the internal context 
regarding scalability. In reality there is no clear division between internal and external context. 
The external context also regards, among others, market adoption, subsidies and different 
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stakeholders. Future research should extend to explore what the influence of this research is on 
the external context. This future research can contribute to the academic field of transition 
theory.  
 Unfortunately, only three entrepreneurs ended up drawing the needs and challenges on 
the designed impact canvas. Because a generative method was used, they did not always draw 
the same things. This has the consequence that some topics are only drawn by two 
entrepreneurs. Although the other entrepreneurs might have mentioned the topics in the 
interview, only two lines have a low validity. Therefore, the topics are aimed to be 
complemented with literature to ensure validity of the research. The same generative methods 
should be used among more entrepreneurs to validate the findings of this research. 
 There is little research conducted in the field of scalable business models for 
sustainability (Täuscher & Abdelkafi, 2018). More research is done on scaling strategies for 
social and sustainable enterprises, however not on how the business model should be designed 
(Heinecke & Mayer, 2012). This made it difficult to find success factors on how to design a 
scalable business model. This research used literature mostly in the field of traditional business 
models and scalability (Lund & Nielsen, 2018; Nielsen & Lund, 2018; Stampfl et al., 2013). 
Because there were no best practices included in this research, new success factors could not 
be identified by the case studies. Success factors stated by the entrepreneurs could only be used 
as suggestions. More research needs to be conducted in the field of designing scalable business 
models for sustainability. 

Eventually the model is only assessed with a group of eight experts and not with 
entrepreneurs. These evaluations were more focused on the theoretical content and contribution 
of the tool instead of desirability and usability from the perspective of an entrepreneur. 
However, the goal of this tool is to help sustainable entrepreneurs in designing a scalable 
business model for sustainability. Therefore, it is proposed that future research also evaluates 
the tool among entrepreneurs. This can lead to extra iterations of the design which can help to 
improve the roadmap to scalability for sustainable entrepreneurs. 

The Dutch food industry was selected as the geographical context mostly because of 
availability and accessibility, since the researcher lives in the Netherlands. However, the 
sustainability issues regarding the food industry also apply to the Netherlands as explained in 
section 2.3.1., making it a justified decision. Conducting the research in a single country has 
the consequence that the all new ventures experience the same political, cultural and 
commercial regime. This limits the generalizability of the results and therefore it is proposed 
the research should be conducted in different countries. 

Although the cases were all from the food industry, this research created a tool and drew 
conclusions directed to non-digital sustainability-oriented new ventures. More research should 
be conducted, including multiple sustainable entrepreneurs from different industry. They can 
give important feedback, which can improve the tool. Also, it should be assessed over a longer 
period of time, to test if the tool can help sustainable entrepreneurs in designing a scalable 
business model. 
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5.4. Managerial implications 
Entrepreneurs of sustainability-oriented new ventures can use this tool to gain information 
about the identified needs and challenges. However, this research and the tool can also be used 
by non-sustainable new ventures, because general management theory is used. Moreover, they 
might find opportunities to also deliver sustainable value. Moreover, entrepreneurs can learn 
how to overcome these needs and challenges. Also, they can use the tool to create a strategic 
planning over a longer period of time, where the tool helps the entrepreneur in finding a focus.  
  The development of a business model should be an iterative and continuous process. 
The roadmap to scalability offers the entrepreneur the opportunity to create this development 
process. After completing each category, the entrepreneur is encouraged to adapt the business 
model.  
 The entrepreneur of a new venture should ensure that the new venture team has a 
balanced new venture team, where the commercial and sustainable missions are aligned. Too 
much focus on one goal can lead to sustainable or economic mission drift. Moreover, the 
balance should also be present among all shareholders and partners. The core identity, norms 
and values of the new venture should be clearly stated from the start of a collaboration. 
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Appendix B – Questionnaire new ventures 
     

Naam ondernemer: Naam bedrijf: 

 

 

Wat is duurzaamheid volgens u? 

 

 

 

Hoe duurzaam is het bedrijf? 

 

 

 

Waarom bent u het bedrijf gestart? 

 

 

 

Wat is de leeftijd van het bedrijf? 

 

 

 

In welk groeistadium zit uw bedrijf? 

 

 

  

Hoeveel werknemers zijn er op dit 
moment? 
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Wat verkoopt het bedrijf? 

 

 

Hoe creëert het bedrijf 
economische waarde? 

 

 

Hoe creëert het bedrijf duurzame 
waarde? 

 

 

Hoe levert u de producten aan de 
klant? 

 

 

Wat is uniek aan uw product? 

 

 

 

Hoe legt u de waarde van het 
product vast?  

 

 

Wat was de grootste uitdaging 
tijdens het opstarten van het 
bedrijf? 

 

 

Wat was de grootste uitdaging 
tijdens het opschalen van het 
bedrijft?  

 

 

 

 

 

 

 

 

 

 



75 
 

Appendix C – Interview guide new ventures 
First of all, thank you for your collaboration to this interview. First, I will introduce myself and 
my graduation project. I am currently studying at the Technical university of Eindhoven, 
following the master of Innovation Management. I got my bachelor’s degree in Sustainable 
Innovation also at the Tu/e. I combined these two studies in my master thesis project, which 
will focus on sustainable startups in the food industry. My objective is to create a framework 
for designing business models that will help sustainable driven startups to pursue their 
environmental mission while creating a viable business. The research question I constructed 
for my graduation thesis is: “How can startups design scalable business models for 
sustainability?”. This interview is used to explore the needs, challenges and success factors of 
startups within the food industry. I will first ask you some questions, then for the second part 
of the interview we will use a generative method. I will explain the second part more in detail 
during the second part of the interview. 
Before we start with the interview, do you have any questions? 
 
Q1.1: Can you explain your business model? (Value proposition) 

Q1.1.1: What is your sustainable mission? 
Q1.1.2: How are you generating/planning to generate profit/revenue? 

Q1.2: Can you explain where you create value throughout the value chain? 
 Q1.2.1: How do you create value for customers? 
  Q1.2.2: How do you create value for society/environment? 
  Q1.2.1.2: Who are the key stakeholders? (Suppliers, co-financiers, distributors) 

Q1.2.1.3: What are the key activities? Product development, production, 
transport 

  Q1.2.1.4: What are the key resources and capabilities? Physical/mental 
  
Q1.3: How do you capture this value? 
 Q1.3.1: What is the cost structure? 
  Costs of key resources, activities, important costs for scale 
 Q1.3.2: What is the revenue stream? 
  Price, value willing to pay, way of payment 
 
Q1.4: How do you deliver this value? 
 Q1.4.1: What are the customer relationships? Type, expectations, maintaining 
 Q1.4.2: What are the customer channels? Reach customers, sell products, pros and cons 
 Q1.4.3: Which customers segments? Target groups, size, specific needs, future 
 
Q1.5: How did the business model evolve over time?  
  
Q2: What were the challenges during the startup of your company? 
 Q2.1: How did you finance your startup in the beginning? 
 Q2.2: How did you find your first partners? 
 Q2.3: Did you include the voice of the customer? Did you do test of concept? 
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 Q2.4: What kind of promotion/marketing activities did you do? 
 Q2.5: How did you set a price? 
 Q2.6: How did you find your first customers? 
 Q2.7: How do you assess the performance of the company? 
 Q2.8: How did you find (and pay) suitable employees? 
  
Q3: What were the challenges during the growth stage of your company? 
 Q3.1: How did you anticipated your scale up? 
 Q3.2: How did you get the resources to scale up? 
 Q3.3: How did you stay true to your environmental mission during the scale up? 
 Q3.4: How did you finance the growth stage? 
 Q3.5: Did you need to hire people? Did you encounter any problems with that? 
 Q3.6: How did you manage the relations with your partners? 
 Q3.7: Did you include the customer in this stage? 
 Q3.8: Did you had any problems with regulations? 
 
Q4: How did the scaling up process go? 
 Q4.1: Did it go smooth? 
 Q4.2: Do you consider it successful? 
 Q4.3: What were the ambitions according the scale up? 
 Q4.4: Did you achieve the goals? 
 Q4.5: Which strategy did you use? 
 
Q5: Do you think that these problems you mentioned are particular for the food industry? 

Q4.1: And are there any other problems that you think are particular to the food 
industry?  
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Appendix D – Codebook interviews new ventures 

Value creation 
Key stakeholders (Key Partners) 
Including these topics: 

- Suppliers 
- Co-financiers 
- Distributors  
- Producers 
- Reverse logistics (Circular BM) 
- Partners for positive impact 

Key activities 
Including these topics: 

- Activities that the value proposition require 
- Processes 
- Product development 
- Production 
- Transport 

Key resources and capabilities 
Including these topics:  

- Key resources the value proposition requires 
- Physical/materials (ingredients)  
- Intellectual (patents, copyrights, data) 
- Human (Product development, marketing, sales etc.) 
- Knowledge 
- Financial 
- Network 
- Infrastructure 
- Brand image 

 
Value proposition 
Profit 
Including these topics:  

- Superior value that is offered to customers compared to competitors 
- The need or problem that is solved for the customers 
- Offering of bundle of product attributes  

People 
Including these topics:  

- Positive impact for common interest of society 
- The need or problem that is solved for the customers 

Planet  
Including these topics: 

- Positive impact for the environment  
- The need or problem that is solved for the customers 
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Value capture 
Cost structure 
Including these topics: 

- For stakeholders in the entire system 
- Important costs inherent in the business model 
- Costs of key resources 
- Costs of key activities 

Revenue streams 
Including these topics:  

- For stakeholders in the entire system 
- Price of the product, the value customers are willing to pay 
- Way of payment 

 
Value delivery 
Customer relationships 
Including these topics: 

- Relation between customer and company 
- Type of relationship 
- Customer expectations 
- Maintaining customer relationship 

Channels 
Including these topics: 

- The channels that our used to reach customers 
- The channels the products are sold 
- Customer segment specific for channel 
- Pros and cons of different channels 

Customer segments 
Including these topics: 

- Target groups who make use of the offering 
- For who is the created value? 
- Important customers 
- Future customers  
- Mass market/ niche market 
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Appendix E – A roadmap to scalability V1 
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Appendix F – Interview guide experts 

Understandability 
- Do you understand the purpose of the tool? 

o How would you explain the purpose of the tool? 
- Do you understand the logic of the tool? 
- What can be improved in the tool regarding the understandability of the design? 

Usability 
- Do you understand how to use the tool? 

o How easy is the tool to use? 
- What do you think about the size and quantity of content of the tool? 
- What can be improved in the tool regarding the usability of the design? 

Quality 
- How is the quality of the information in the tool regarding business models for 

sustainability correct and complete? 
- How is the quality of the information in the tool regarding new venture development 

stages correct and complete? 
- How is the quality of the information in the tool regarding scalability correct and 

complete? 
- Are the links with business model elements and the development stages correct? 
- What can be improved in the tool regarding the information? 

Efficacy 
- Will the tool help entrepreneur in designing a scalable business model for 

sustainability? 
- Why does the tool help, or not? 
- What can be added to improve the outcome of the tool? 
- What can be deleted to improve the outcome of the tool? 
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Appendix G – A roadmap to scalability V2 
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