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1 Introduction 

Architecture, engineering, and construction (AEC) businesses use Building Information 

Modeling (BIM) to plan, design, construct, and manage building projects. To be able to 

use the models and documents produced out of them throughout the building project 

lifecycle it is important the information contained within the models is accurate and stand-

ardised. Building project models contain a large amount of manufacturer specific BIM 

content that is placed in the model by the designers.  

According to the 2018 NBS National BIM Report (2018), 75% of designers agreed that 

manufacturers need to provide the BIM content. However, the manufacturers that design 

the products and equipment that go into the BIM models do not often have the know-

how of the BIM softwares used or skills required for the software development. 

The objective of this thesis is to establish a service business model for a software devel-

opment type of service for the construction industry and resolve how building product 

manufacturers can provide the BIM content. The idea of the service business model is 

to answer questions such as how to find the true value of the solution that the service 

offers to the market; how to create customer value; how to make the business competi-

tive; and evaluate the revenue and anticipated costs. 

1.1 Business Context 

The case company offers software, training, support, and professional services for the 

construction sector. The case company is a part of a group, which also includes two 

other companies that provide software and professional services for the infrastructure 

sector and asset management solutions. The group has been acquired recently by a 

company that is focusing on delivering a complete software and application expertise for 

all phases of the construction project lifecycle through a network established in Europe. 

The case company is currently going through a transition period. To start with, the parent 

company that acquired the case company is very similar, they operate within the same 

sectors and share similar mission and values. The organisations mission is to guide AEC 

and manufacturing companies in their digital transformation. The case organisation part-

ners with different software vendors operating in the construction sector. The experts 
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within the company are at the forefront of all topics concerning BIM, digital twins, and 

digitalisation of the built environment. 

1.2 Business Challenge, Objective and Outcome 

The case company has a basic idea of a new software development type of service for 

the construction industry. The current service is established on the partner software and 

platform. A need exists for having building supplies, products and embedded items pro-

vided by manufacturing companies operating in the construction field available in the 

partner 3D modeling software. The content developed is often 3D objects or BIM content 

tools and applications containing manufacturer specific product information. 

The case company has four customers from the manufacturing industry in Finland so far. 

The acquisition provides an opportunity to expand the service to international markets 

and in order to increase competitiveness the basic idea needs to be operationalised in 

more detail.  

Therefore, the objective of the thesis is to establish a new service business model for 

software development services for construction industry. The new service business 

model is intended to support the organisation’s mission to guide AEC and manufacturing 

companies in their digital transformation. The service business model can be used to 

present the business concept to the parent company. 

The outcome of this thesis is a new service business model. The study is restricted to 

one key partner to start with and the possibility to be fine-tuned to other partners and 

market areas at a later stage. In today's competitive market, companies need to be as 

innovative as possible to prosper in the business environment and the development and 

procurement of useful information is crucial to create and provide new and improved 

services. Therefore, the company, the software, and customer names, and the actual, 

detailed service business model is labelled confidential by the request of the case com-

pany. 
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1.3 Thesis Outline 

This thesis contains 7 sections to address the set business challenge introduced in the 

Section 1 Introduction. Section 2 describes the project plan, explaining in detail the re-

search design and methods as well as the data collection plan created to carry out the 

study and ensure the best possible result.  

Section 3 is to review service business model practices from literature, conceptual frame-

works and identify tools to discover customer needs. Section 4 describes the current 

business model idea of the case company, analysis of key customer needs and analysis 

of key competitor business models. Development needs are identified by comparing the 

existing model, customer needs and competitor models. 

Section 5 presents an initial service business model proposal for the new service busi-

ness model. The proposal is based on ideas of business modelling presented in the 

conceptual framework and on the findings obtained in the current state analysis. Section 

6 provides feedback for the initial proposal from the case company stakeholders and 

presents the final service business model proposal. Section 7 contains the summary, 

practical next step recommendations and provides an evaluation of the reliability and 

validity of this thesis. 
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2 Project Plan 

The business challenge, objective and outcome were introduced in the previous section. 

This section describes the selected research approach and design, followed by the data 

collection plan and analysis methods.  

2.1 Research Approach 

Various research methods were considered to select the best possible research ap-

proach from many available in order to accomplish the overall goals of the study. It is 

important that the data collection techniques employed are suitable to provide the infor-

mation required and to ensure the best possible outcome for the study. 

According to Saunders et al. (2016) business and management research projects can 

be placed on a continuum of Basic and Applied research based on their purpose and 

context. Basic research is a type of research approach that is centred on progression of 

knowledge rather than solving a specific problem. Basic research is also known as fun-

damental or pure research and used in universities with the aim of improving scientific 

theories. Applied research is located at the other end of the continuum with a purpose of 

finding a solution for a relevant business problem. In Applied research objectives are set 

by the organisation, theoretical knowledge is restricted to the problem, outcomes of the 

research have practical relevance and they bring value to the originator (Saunders et al., 

2016: 9-10). 

Saunders et al. (2016) recommend that a choice between quantitative, qualitative, or 

mixed method research design should be made for the study. Quantitative method ap-

plies numerical data or data that can be transformed into usable statistics to formulate 

facts and uncover patterns in research. Qualitative research uses non-numerical data 

such as interviews and group discussions to gather information of underlying reasons 

and opinions. In mixed methods research the quantitative and qualitative techniques can 

be combined in several ways (Saunders et al., 2016: 163-172).  

According to Yin (2014) case study research is best applied when the research ad-

dresses descriptive or explanatory questions: i.e., what happened, how, and why? Case 

study strategy is preferred for describing a situation or phenomenon occurring in the 

present, where in-depth description is useful and where the researcher does not get to 

influence on the study. Case study is a linear but iterative proses and can contain single 
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or multiple cases it can be limited to quantitative data and a useful method in doing eval-

uation (Yin, 2014: 1-11). Data for case study can be collected from documents, archival 

records, interviews, observation, and questionnaires (Yin, 2014: 132). 

Kananen (2013) states that action research aims for change and the researcher takes 

part in the change and the realisation of the change cycle. More expertise and under-

standing of the phenomenon are required from the researcher as the aim is a change 

and its testing and implementation in practice. Action research has the same qualities as 

qualitative and case study research, all are designed to develop solutions to real organ-

isational problems through a participative and collaborative approach. Action research 

must have several cycles as shown in Figure 1. (Kananen, 2013: 26-45). 

  

Figure 1. The three cycles of the action research spiral (Saunders et al., 2016). 

Figure 1 shows an example of an action research process with three cycles. The purpose 

of the cycles is to encourage organisational learning to produce practical outcomes 

trough identifying problems, planning action, and evaluating action. In action research 

the research question may change as the process develops as it works through several 

cycles or iterations (Saunders et al., 2016: 189-193). 
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Applied research can consist of different research strategies such as case study or action 

research. To carry out this study a case study strategy was identified as one of the meth-

ods since it fits the business challenge and the objective of the study. Qualitative re-

search approach and data collection methods were chosen because the research of the 

study consists mostly of open questions, theme interviews and the purpose of the data 

collection is to gain understanding for the service business model.  

In addition, characteristics from applied action research method was recognised. The 

researcher is an active participant rather than external participant of the study. The cy-

cles represent the different stages of the thesis and the method supports the logic that 

business models must be continuously reviewed throughout and adapted after imple-

mentation. However, the implementation of the business model is not part of the study. 

2.2 Research Design 

This study is designed to have five stages: objective, Conceptual Framework (CF), Cur-

rent State Analysis (CSA), solution development and validation. Figure 2 shows the re-

search design of this study. 

 

Figure 2. Research design. 

As shown in Figure 2, the research began from defining the business problem and stating 

the research objective of the thesis. The Conceptual Framework (CF) section empha-

sises the existing knowledge on different business model practices and finding tools to 
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identify the customer needs. The purpose of this stage was to identify a relevant frame-

work to support the study and find significant questions for the interview templates to be 

used in the Current State Analysis (CSA) stage. The order of the CF and CSA was care-

fully considered, and the CF was selected to come first as it contributes to the CSA. 

The CSA evaluates the case company’s current business model, competitor business 

models and how to identify the customer needs. The CSA includes internal interviews in 

the case company, interviews with potential key customers, data collection from previous 

projects and competitor research. The goal of this stage was to perform strengths and 

weaknesses analysis of the current business model and complete relevant framework to 

the business model. 

An initial service business model was built in the solution development stage based on 

the data collected in the CF and in the CSA stage. The outcome was to propose an initial 

service business model for the case company. In the final stage the initial service busi-

ness model was presented to the case company key stakeholders and based on their 

feedback, the final proposal of the service business model was presented. 

2.3 Data Plan 

This study applies data from a variety of data sources and data was collected in several 

data collection rounds. The data collection methods included interviews with the case 

company key stakeholders and potential key customers as well as internal workshops 

and discussions. Table 1 shows an overview of the Data collections 1-3.  
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Table 1. Data Plan. 

 

As seen in Table 1, data for this project was collected in three rounds. The first round, 

Data 1 was conducted to gain the knowledge to perform a current state analysis. Data 1 

collection included internal interviews and studying the current business model with the 

company stakeholders and experts. To collect data about the customer needs two key 

customers were interviewed and data was collected from the previous projects. Data 

about the competitor models was collected from the competitor websites. 

In the next round, Data 2 was collected to gather recommendations from the case com-

pany for the creation of the initial service business model proposal. This data included 

discussions and internal workshops. Internal documentation from previous business 

models was viewed. The final data was collected when receiving feedback for the pro-

posal from the case company. 

Interviews and workshops were conducted in Finnish and translated to English to prevent 

language barrier and provide as reliable data as possible. Due to the Covid-19 pandemic 

interviews and workshops were organised online or in group gatherings with two to three 

people. The questions for the internal and customer interviews were created in advance 

based on the business model framework used in the study. The questions for the Value 

Proposition canvas interviews can be found in Appendix 1 and the questions for the 

Business Model Canvas internal interviews can be found in Appendix 2. Interviews were 

recorded and field notes were taken but considered confidential as a request by the case 
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company. The key results were generalised and collected to the Business Model Canvas 

and the Value Proposition Canvas templates. 

Data from previous projects was collected from previously recorded data and customer 

surveys. The key results were collected and combined to the Value Proposition Canvas. 

Competitor data was collected from websites and analysed. Business model processes, 

strategy and vision statements were studied using existing internal documentation and 

combined to the Business Model Canvas. 

The next section presents ideas on building service business models from literature and 

identifying customer needs to create the Conceptual Framework for the business model. 
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3 Ideas from Literature on Building Business Models 

In this section, different perspectives to business model methods from literature are re-

viewed. Based on the collected knowledge, this section develops a Conceptual Frame-

work on business model elements for Section 5, which concentrates on building the initial 

service business model. In addition, this section recognises ways to identify customer 

needs and tools for the Current State Analysis in Section 4. 

This section first presents business model definitions and discusses how business mod-

els have developed over time and then describes different elements and frameworks for 

business models. Next, it introduces ways to identify customer needs and how external 

environment effects on business models. Ending with an overview of the Conceptual 

Framework. 

3.1 Business Model Definitions 

The business model concept came into common use in the managerial world in the 

1990s and early uses of the business model concept were typically simplified compari-

sons for how a company creates value. By the end of the decade business models were 

identified in various categories such as price models, innovation models, change models 

and e-business model, which is a framework for internet-based businesses (Bock and 

Gerald, 2017). 

One of the first scholarly research on business models was conducted by Professors 

Amit and Zott in 2001, when they published the research article about business models 

in a management journal. They stated that the business model was a new way to think 

about how companies create value and provided the first logically consistent definition 

for a business model (Amit and Zott, 2001). Some of the business model definitions col-

lected from literature are illustrated in Table 2. 
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Table 2. Business model definitions. 

Authors Definition 

  

Amit and Zott (2001) “A business model depicts the design of transac-

tion content, structure, and governance so as to 

create value through the exploitation of business 

opportunities” 

Morris et al. (2005) “A business model is a concise representation of 

how an interrelated set of decision variables in the 

areas of venture strategy, architecture, and eco-

nomics are addressed to create sustainable com-

petitive advantage in defined markets.” 

Johnson et al. (2008) “A business model consists of a number of inter-

locking elements that, taken together, create and 

deliver value.” 

Osterwalder and Pigneur (2010) “A business model describes the rationale of how 

an organisation creates, delivers and captures 

value.” 

Afuah (2014) “A business model is a framework or recipe for 

making money – for creating and capturing value.” 

Gassmann et al. (2014) “Business models describe how the magic of a 

business works based on its individual bits and 

pieces.” 

Bock and Gerald (2017) “A business model is the organisational design 

used to exploit an opportunity and create value.” 

Since the Amit and Zott article in 2001, hundreds of research papers have been written 

about business models. To date, no clear definition has been established on exactly what 

a business model is precisely, but as the collection of business model definitions shows 

in Table 2, business models have almost always been discussed and described in the 
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context of two key organisational concepts. The first is value creation, since business 

models have something to do with how organisations create value. The second concept 

is design. Business models often describe how organisations operate, specifically in 

terms of the elements and functions that manage performances and activities.  

3.2 Business Model Elements and Frameworks 

There are vast amounts of different views and perspectives to business model elements 

and frameworks as there is for the business model definitions. The academic literature 

provides multiple and diverse interpretations for a business model. Some definitions go 

profoundly in the details while other views are more focused on defining the key con-

cepts. This study presents some of the popular and current perspectives to business 

modelling. 

Amit and Zott (2001) claimed that a business model is the design of the transactions a 

company uses to create value. This includes internal and external transactions – every-

thing, in effect, the company does where information or assets are exchanged.    

Johnson et al. (2008) introduced a business model concept that includes four elements: 

(1) a customer value proposition that accomplishes an important job for the customer in 

a better than the competitors’ offerings; (2) a profit formula that informs how the company 

makes money delivering the value proposition; and (3) the key resources and (4) key 

processes required to deliver that proposition (Johnson et al. 2008).  

3.2.1 Five Components of a Business Model 

Afuah (2014) presents a business model framework that consist of five components. The 

five components of a business model are shown in Figure 3. In Afuah’s model, first a 

company must discover how their products and services can solve customers’ needs or 

help customers discover their underlying needs better than competitors to offer the right 

customer value proposition. The second step is to discover a market segment to the 

value proposition that has many customers willing to pay and how profitable it will be 

serving these customers. The market segment component is about customers and 

coopetitors involved in capturing the value.  
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Figure 3. Components of a business model (Afuah, 2014: 5).  

The third component in the business model is a revenue model which reveals how much 

customers are willing to pay for the products and services offered, when and how. It is 

about finding the highest price that the customer is willing to pay without driving them 

away. Growth model, the fourth component, is all about how to increase profitability while 

beating the competitors and how to gain more customers and maximise revenues while 

keeping costs low. The final and central component of the business model are capabili-

ties that consist of resources and activities. Resources include e.g., people, equipment, 

products, financing, and distribution channels and activities transform resources into 

value created and captured (Afuah, 2014: 4-11). 

3.2.2 Business Model Canvas 

The Business Model Canvas is one of the most well-known framework tools developed 

by Osterwalder and Pigneur to describe how organisation creates, delivers, and captures 

value. Business Model Canvas divides the business model to nine business building 

blocks that cover the four main areas of a business: customers, offer, infrastructure, and 

financial viability. The framework provides a visual plan to implement strategy through 

organisational structures, processes, and systems (Osterwalder and Pigneur, 2010: 15-

19). The Business Model Canvas is presented in Figure 4. 
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Figure 4. The Business Model Canvas (Osterwalder and Pigneur 2014). 

The blocks presented in Figure 4 and explained below are Customer Segments, Value 

Propositions, Channels, Customer Relationships, Revenue Streams, Key Resources, 

Key Activities, Key Partnerships and Cost Structure. 

1. Customer Segments are the groups of people and/or organisations a company 

or organisation plans to reach and create value for with a dedicated value prop-

osition. A business model may define one or several large or small Customer 

Segments. 

2. Value Propositions are based on a bundle of products and services that create 

value for a customer segment. It solves a customer problem or satisfies a cus-

tomer need. 

3. Channels describe how a value proposition is communicated and delivered to a 

customer segment through communication, distribution, and sales channels.  

4. Customer Relationships outline what type of relationship is formed and main-

tained with each customer segment, and they explain how customer relationships 

are established and kept.  
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5. Revenue Streams result from a value proposition successfully offered to a cus-

tomer segment. It is how an organisation captures value with a price that custom-

ers are willing to pay. Revenue streams can entail transaction revenues resulting 

from one-time customer payments or recurring revenues resulting from ongoing 

payments to either deliver a Value Proposition to customers or provide post-pur-

chase customer support. 

6. Key Resources are the most important assets required to offer and deliver the 

previously described elements. Key resources can be physical, financial, intellec-

tual, or human and they can be owned or rented by the company or acquired 

from key partners. 

7. Key Activities are the most important activities an organisation needs to perform 

to operate successfully. They can be activities related to production, problem 

solving and platforms. 

8. Key Partnerships shows the network of suppliers and partners that bring in ex-

ternal resources and activities. Partnerships are created to optimise business 

models, reduce risk, or acquire resources. 

9. Cost Structure describes all costs incurred to operate a business model. Defining 

Key Resources, Key Activities, and Key Partnerships first, help determine the 

costs. Profit is calculated by subtracting the total of all costs in the cost structure 

from the total of all revenue streams. (Osterwalder and Pigneur, 2010: 20-41). 

The Business Model Canvas is integrated with The Value Proposition Canvas that zooms 

into the details of Value Proposition and Customer Segment building blocks (Osterwalder 

et al., 2014). In addition to the Business Model Canvas tool Osterwalder and Pigneur 

present ideas to examine the organisation's strategy and environment through the Busi-

ness Model Canvas to create stronger and more competitive business models (Oster-

walder and Pigneur, 2010: 199-200).  

3.2.3 St. Gallen Business Model Navigator: Magic Triangle 

The St. Gallen Business Model Navigator Magic Triangle model by Gassmann et al. 

(2014) provide a business model concept that consists of four elements: the Who, the 

What, the How, and the Value as seen in Figure 5.  
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Figure 5. St. Gallen Magic Triangle (Gassmann et al. 2014). 

As depicted in Figure 5, Who is the customer, What is the value proposition, How is the 

value proposition created, and the fourth element explains how the business model cre-

ates revenue, i.e. Value. The customer is located in the middle of this triangle to repre-

sent their central role in the business model. The concept is simple to use, but, at the 

same time, extensive enough to provide a clear picture of the business model design 

(Gassmann et al. 2014). 

The idea of the tool is to help companies that are stuck in conventional thinking to think 

outside the box and create new revenue streams. However, for its simplicity it can be 

used to create new business models by building on the four core elements (Gassmann 

et al. 2014).  

3.3 Identifying Customer Needs 

This sub-section takes a closer look on the value creation element when building busi-

ness models. A business needs customers to thrive and understanding customer needs 

will help deliver the most value to buyers. A customer need is a problem that a company 

or a person is trying to solve, which encourages them to seek a product or service to do 

so. There are several types of customer needs, including functional, social, and emo-

tional needs. 
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Anderson et. al., (2006) argue that a properly constructed and delivered customer value 

proposition constitutes considerably to business strategy and performance. A customer 

value proposition must provide distinctive, measurable, and sustainable value. A distinc-

tive value proposition is superior to the competitor’s offering, a measurable value propo-

sition allows customers to quantify value in financial terms, and a sustainable value prop-

osition ensures that customers can execute the value proposition for a significant time 

period (Anderson et al., 2006).  

According to Teece (2010) the essence of a business model is that it crystallizes cus-

tomer needs and ability to pay. A new business model describes the organisation's idea 

about what customers want, how they want it and what they will pay, and how a business 

can meet customer needs, and get paid well for doing so and convert those payments to 

profit (Teece 2010). 

3.3.1 Payne et al., Customer Value Proposition Framework 

Payne et. al., (2020) offer a re-assessed value proposition (VP) framework for B2B mar-

kets in the context of both strategy and implementation ensuring a fit between a business 

model and customers' needs. The framework presented in Figure 6, contains five key 

interrelated process phases of implementation that are comprehensively addressed: (1) 

value design and assessment, (2) value quantification, (3) value communication, (4) 

value documentation, and (5), value verification and VP review. 
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Figure 6. The customer value proposition: a conceptual framework (Payne et. al., 2020). 

The framework identifies four business model elements on top of the Figure 6, strategic 

choices (competitive strategy, value chain structure, value focus, and customer segment 

emphasis), value creating system (resources, capabilities, processes), value capture 

(revenue model and cost model), and value network (strategically important actor rela-

tionships). These business model elements collectively form the strategic basis from 

which target customer segments are identified and the value requirements of the seg-

ments are identified (Payne et. al., 2020). 

The lower section of the Figure 6 illustrates the customers' core value dimensions: func-

tional value, economic value, emotional value, and social value. The selected value di-

mensions are based on views of several researchers as their views somewhat overlap 

due to the contexts in which they are studied (Payne et. al., 2020). 

The framework provides a robust approach for addressing the dynamic competitive en-

vironment, as well as considering changing customer needs. The value verification 

phase feeds back into the value (re)design and assessment phase highlighting the iter-

ative nature of VP implementation (Payne et. al., 2020). 
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3.3.2 Value Proposition Canvas 

The Value Proposition Canvas is a tool which can help ensure that a product or service 

is positioned around what the customer values and needs. The Value Proposition Can-

vas is a detailed look at the relationship between two parts of the Osterwalder’s broader 

Business Model Canvas: Customer Segments and Value Propositions.  

As seen in Figure 7, the Value Proposition Canvas has two sides. Customer Profile side 

clarifies customer understanding and Value Map describes how value is intended to be 

created for the customer. Fit is achieved between the two when one connects the other. 

 

Figure 7. The Value Proposition Canvas (Osterwalder et al., 2014). 

The Value Map on the left-hand side of Figure 7 describes the features of a specific value 

proposition in a business model in a more structured way by dividing the value proposi-

tion into three segments. A list of all the Products and Services a value proposition is 

built around, Pain Relievers describe how products and services alleviate the customer 

pains and Gain Creators describe how your products and services create customer gains 

(Osterwalder et al., 2014: 8). 
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The Customer Profile on the right-hand side of The Value Proposition Canvas describes 

a specific customer segment in your business model in a more comprehensive way. It 

collects information from the customer point of view in three segments. Customer Jobs 

describe what customers are trying to get done in their work and in their lives, as ex-

pressed in their own words. Pains describe bad outcomes, risks, and obstacles related 

to customer jobs. Gains describe the outcomes customers want to achieve or the con-

crete benefits they are seeking (Osterwalder et al., 2014: 9).  

To collect the information to be used in the framework Osterwalder et al. (2014) present 

a set of trigger questions to be used in workshops and customer interviews. Ranking the 

individual items and answers on the Customer Profile based on their importance gives a 

better understanding on customers priorities (Osterwalder et al., 2014: 12-24). 

The fit between the Value Map and the Customer Profile occurs in three phases. The 

first is when relevant customer jobs, pains, and gains that address the value proposition 

are identified. The second occurs when customers respond positively to the value prop-

osition and it gets recognition in the market. The third happens when the business model 

becomes scalable and profitable. A business model can consist of a combination of sev-

eral value propositions and customer segments and fit is required between each value 

proposition and its respective customer segment for the business model to work (Oster-

walder et al., 2014: 48-52). 

Companies can benefit from the Customer Profiles by sharing and utilising them across 

organisation. They have long term value if they are constantly updated based on com-

munication with real customers and used in different Value Proposition designs. The 

Value Proposition design should be validated as soon as possible in order to understand, 

improve and create better designs (Osterwalder et al., 2014: 60- 62). 

3.4 Business Model Innovation and Environment 

Amit and Zott (2001) discussed business model innovation in their study on value crea-

tion in e-business in terms of emergence of new online markets and how internet opens 

new sources of innovation that require a parallel shift in strategic thinking. Amit and Zott 

identify efficiency, complementarities (cross selling and additional services), lock-in (af-

filiate and loyalty programs) and novelty as key characteristics of business model inno-

vation. 
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Chesbrough (2010) has studied barriers to business mode innovation and in his view, 

companies need to adopt an attitude for business model experimentation to discover 

potential new business models before the time comes when external innovations render 

their traditional one idle. Design tools and frameworks are valuable when creating a busi-

ness models and the elements will also provide the basis for business model change 

and innovation, but alone they are not adequate without proper business model experi-

mentation and innovation (Bock and Gerald, 2017 and Chesbrough 2010).  

Osterwalder and Pigneur (2010) suggest studying four main areas of the organisation's 

environment to design more competitive business models that are adaptive to the chang-

ing external forces. These are (1) market forces, (2) industry forces, (3) key trends, and 

(4) macroeconomic forces (Osterwalder and Pigneur, 2010: 200-201).  

Business model innovation captures and creates value differently, delivers new value 

propositions and changes the rules of the game (Johnson 2008 and Afuah 2014). Ac-

cording to Afuah (2014) business model innovation can come through a change in any 

of the five business model components presented in sub-chapter 3.2.1, that are in the 

inner circle of Figure 8 or from the surrounding industrial environments as well as the 

overarching macro environments. 

 

Figure 8. A Business model innovation’s environment (Afuah 2014). 
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Afuah (2014) presents four types of business model innovation that can be directed on 

one or more of the components of a business model. In regular business model innova-

tion existing capabilities are used to build the new business model so that the existing 

market remains competitive and there is little or no change in the rules of the game. In 

capabilities-building business model innovation comes from new or acquired capabilities 

that were not present in the old model. In the position-building business model innovation 

old products and services are made non-competitive using primarily same capabilities 

as that in the old model. The position-building and capabilities-building types have some 

changes in the rules of the game. Revolutionary business model innovation redefines 

what creating and capturing value in a market is all about while overturning the products 

rooted in the old business model obsolete. The rules of the game are changing both 

capabilities-wise and marketwise (Afuah 2014: 11-15).  

Business models operate in an industry environment that present opportunities and 

threats where companies can seek differentiation and advantages against competitors. 

The external business model innovation can come from known phenomenon and past 

business models or from factors such as new inventions or government regulations 

(Afuah 2014:15). 

3.4.1 Strengths and Weaknesses analysis using Business Model Canvas 

Osterwalder and Pigneur (2010) provide checklists for assessing the business model's 

strengths, weaknesses, opportunities, and threats (SWOT) to help evaluate each build-

ing block. A business model can be assessed from a big picture perspective or from a 

building block perspective and they are complementary activities. A weakness in one 

building block may have consequences for one or several other building blocks or for the 

entire model. Business model assessment, therefore, varies between individual ele-

ments and overall integrity (Osterwalder and Pigneur, 2010: 212-225). SWOT analysis 

provides four perspectives presented in Figure 9, from which to assess the elements of 

a business model. 
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Figure 9. SWOT analysis with the Business Model Canvas (Osterwalder and Pigneur 2010). 

All SWOT analysis conclusions may not always be useful for companies but combined 

with the Business Model Canvas SWOT enables a focused assessment and evaluation 

of an organisation's business model and its building blocks. A well-defined SWOT as-

sessment of a business model generates a description of current state, strengths, and 

weaknesses, and it indicates direction for the future, opportunities, and threats. Results 

of the exercise can help design new business model options and innovation in the or-

ganisation. SWOT analysis is therefore a substantial part of the process of designing 

both business model prototypes and new models (Osterwalder and Pigneur, 2010: 212-

225). 

3.4.2 Blue Ocean Strategy 

Blue ocean strategy concept created by Kim and Mauborgne (2015) is about creating 

new businesses in uncontested market space rather than outdoing competitors in the 

red oceans that represent the existing market. In the red oceans companies try to over-

take their rivals to gain a greater share of existing demand. As the market space gets 

crowded, possibilities for profits and growth are reduced. Blue oceans are defined by 

untapped market space, creation of new demand and profitable business growth oppor-

tunities. New blue oceans can be created outside existing industry boundaries, but most 

are created within red oceans by expanding known boundaries. (Kim and Mauborgne, 

2015: 4-5). 
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Blue ocean strategy is about recognising new trends and market areas where competi-

tion is made irrelevant by creating more value for customers with lower operating costs. 

The authors call this cornerstone of the blue ocean strategy value innovation. Customer 

value is increased by growing and creating elements the industry has never offered. Cost 

savings are made by eliminating and cutting the factors the industry competes on. Value 

innovation approach rejects the traditionally accepted trade-off between differentiation 

and lower cost. (Kim and Mauborgne, 2015: 12-18). 

Kim and Mauborgne present analytical tools and frameworks to create and capture blue 

oceans. The strategy canvas is both a diagnostic and an action framework for developing 

a compelling blue ocean strategy. The Four Actions Framework is used to achieve value 

innovation with four key questions (Kim and Mauborgne, 2015: 27-32). 

The strategy canvas serves two purposes. First, it captures the current state of the known 

market space, it displays the factors that the industry currently competes on, where the 

competition invests and what customers are receiving from the existing market offering. 

The key competing factors are captured in the horizontal axis of the strategy canvas in 

Figure 10. (Kim and Mauborgne, 2015: 27-31). 

 

Figure 10. Strategy canvas (Kim and Mauborgne, 2021). 

The vertical axis, in Figure 10, captures the offering level that buyers receive across all 

these key competing factors. A high score means that a company offers customers more 
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and therefore the customer is willing to invest more in that factor. A value curve is created 

by plotting the key competing factors with the offering level. It is a graphic depiction of a 

company’s performance across its industry’s factors of competition (Kim and 

Mauborgne, 2015: 27-31). 

The second purpose of the strategy canvas is to shift the strategic focus from competitors 

to alternatives and from customers to noncustomers of the industry to discover the blue 

ocean strategic factors. To reconstruct customer value elements in drafting a new value 

curve the authors developed a tool called the four actions framework. To break the trade-

off between differentiation and low cost in creating a new value curve, the framework 

asks four key questions, shown in Figure 11 (Kim and Mauborgne, 2015: 27-31). 

 

Figure 11. The four actions framework (Kim and Mauborgne, 2021). 

Eliminate and reduce questions in the four actions framework are designed to discover 

how to lower the company’s cost structure against the competitors. Create and raise 

questions provide insight how to raise customer value and create new demand. The four 

key questions challenge industry's strategic logic and established business model: 

Which of the factors that the industry has long competed on should be eliminated? 

Which factors should be reduced well below the industry’s standard? 

Which factors should be raised well above the industry's standard?  

Which factors should be created that the industry has never offered? 
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The first question forces to find factors that should be considered eliminated. Often these 

factors are taken for granted or no longer deliver value. The second question helps to 

understand whether the competitive situation has led to products or services that are too 

good, where companies overserve customers and their cost structure is increased with-

out profit. The third question drives to reveal and eliminate the compromises the industry 

forces the customers to make. The fourth question helps to discover new value sources 

for customers and to create new demand and shift the strategic pricing of the industry. 

(Kim and Mauborgne, 2015: 31-37). 

Eliminate-Reduce-Raise-Create (ERRC) grid presented in Figure 12, is a third tool of 

blue ocean strategy developed by Kim and Mauborgne (2015). It is a tool that drives 

companies to ask all four questions in the four actions framework and act on them to 

create a new value curve that is essential to unlocking a new blue ocean (Kim and 

Mauborgne, 2015: 37- 39).  

 

Figure 12. The Eliminate-Reduce-Raise-Create (ERRC) Grid (Kim and Mauborgne, 2021). 

ERRC is an analytical tool that focuses simultaneously on eliminating and reducing, as 

well as raising and creating while unlocking a new blue ocean. The grid gives companies 

four immediate benefits: 

- It pushes companies to simultaneously pursue differentiation and low cost to 

break the value-cost trade off. 
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- It immediately flags companies that are focused only on raising and creating, 

thereby raising the cost structure and often over-designing products and services 

– a common dilemma for many companies. 

- It is easily understood by managers at any level, creating a high degree of en-

gagement in its application. 

- Because completing the grid is a challenging task, it drives companies to thor-

oughly scrutinise every factor the industry competes on, helping them discover 

the range of implicit assumptions they unconsciously make in competing. (Kim 

and Mauborgne, 2015: 37- 39). 

Value curves presented in a strategy canvas reveals great quantity of strategic 

knowledge on the status and future of the industry. A strong value curve has focus, di-

vergence as well as a compelling tagline. If the value curve lacks focus, business model 

cost structure tends to be high and complex to implement and execute. When the value 

curve lacks divergence, company’s strategy is not unique enough in the market. Com-

pelling tagline speaks to customers and prevents the strategy to be internally driven. 

When a company’s value curve converges with its competitors, it indicates that the com-

pany is caught within the red ocean of tough competition (Kim and Mauborgne, 2015: 

43-45).  

3.4.2.1 Business Model Perspective on Blue Ocean Strategy 

 

Combining Blue ocean strategy and the Business Model Canvas provides a framework 

to analyse the business model innovation and to create new, more competitive models. 

In the Business Model Canvas the right-hand side represents value creation and the left-

hand side represents costs (Osterwalder and Pigneur, 2010: 226-231). This fits well with 

Kim and Mauborgne's value innovation logic of increasing value and reducing costs. The 

fit is demonstrated in Figure 13.  

Changing elements on the right-hand side has implications for the left-hand side. For 

example, if parts of the Value Proposition, Channels, or Customer Relationship building 

blocks are added or removed, it will have direct implications for Resources, Activities, 

Partnerships, and Costs (Osterwalder and Pigneur, 2010: 226-231). 
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Figure 13. Value innovation and Four Actions Framework fit on the Business Model Canvas 
(Osterwalder and Pigneur 2010). 

The Four Actions Framework questions (eliminate, create, reduce, raise), as seen in 

Figure 13, can be asked about each business model building block, and used to identify 

which elements of the value proposition can be eliminated, reduced, raised, or newly 

created. The first goal is to cut costs by reducing or eliminating fewer valuable features 

or services. The second goal is to enhance or create high-value features or services that 

do not significantly increase the cost structure (Osterwalder and Pigneur, 2010: 226-

231). 

3.4.3 St. Gallen Business Model Navigator 

Gassmann et al. (2014) did not only create the Magic Triangle but a whole methodology 

for business model development and innovation. The St. Gallen Business Model Navi-

gator expands the main concept with the Business Model Innovation Map. The authors 

identified 55 known business models which served as the base for new business models 

in the past, such as e-commerce, freemium, long tail, razor and blade, and subscription. 

The 55 patterns of business models identified can provide inspiration when designing 

innovative business models. The Business model innovation software allows users to 

explore patterns and the map interactively (Gassmann et al. 2014). 

In order to achieve successful business model innovations Gassmann et al. (2014) em-

phasise the importance of effective implementation process within the company.  Prom-

ising ideas need to be gradually developed into full-blown business models that describe 
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all four dimensions - Who-What-How-Value? The implementation process should be it-

erative and stakeholders, new partners, and consequences for the market should be 

considered (Gassmann et al. 2014). 

3.5 Overview of Conceptual Framework 

From the various tools researched in order to create the Conceptual Framework for this 

study, the Business Model Canvas and Value Proposition Canvas tools developed by 

Alexander Osterwalder was selected. The overview of the Conceptual Framework built 

for this thesis contains 3 key themes as shown in Figure 14 below. 

 

Figure 14. Overview of Conceptual Framework. 

The Business Model Canvas offers an easy-to-use visual design tool, and the Value 

Proposition Canvas tool offers a possibility to zoom in to identify customer needs and 

value creation, fulfilling the two elements of business model definition.  
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Osterwalder and Pigneur provide ideas on how to zoom out of the business model and 

how to consider the organisation's environment to design more innovative business mod-

els that are adaptive to the changing external forces. The Business Model Canvas frame-

work can be combined with the Blue Ocean Strategy to create new, more competitive 

models. A SWOT assessment of a business model can be used to evaluate the business 

model and its building blocks to identify its current state strengths, and weaknesses, and 

indicate its direction for the future with opportunities and threats. 

The framework tools are a good fit for the study as they can be used when there is a 

need to refine an existing service offering or where a new offering is being developed 

from scratch. The tools offer a visual design of the service business model that can be 

used to present the business concept to the parent company. The Customer Profiles 

created for the Value Proposition Canvas provide valuable data of the customers that 

can be exploited for other and future business models.  

With the Conceptual Framework now established the next section focuses on finding out 

the strengths and weaknesses in the current service business model through performing 

a Current State Analysis of the case company’s service business model. 
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4 Analysis of Current Service Business Model and Operating Environ-
ment 

This section describes the current state of the case company’s business model for soft-

ware development services and the findings are categorised into Strengths and Weak-

nesses. Furthermore, this section includes analysis of key customer needs and analysis 

of key competitor business models. Collection of the data to establish a conception of 

the Current State Analysis (CSA) was introduced in Section 2.  

4.1 Overview of This Data Stage  

The Business Model Canvas and Value Proposition Canvas tools developed by Alexan-

der Osterwalder was selected for the study based on the conceptual framework pre-

sented in Section 3. The framework tools are used by the parent company and the se-

lection supports the intention that the service business model can be used to present the 

business concept to the parent company.  

The first step of the CSA was to collect data about the customer needs. This was con-

ducted by interviewing the key customers and collecting data from previous projects. The 

analysed data was collected to the Value Proposition Canvas, a tool which can help 

ensure that the service is positioned around what the customer values and needs. The 

Value Proposition Canvas is a detailed look at the relationship between two parts of the 

Osterwalders broader Business Model Canvas: Customer Segments and Value Propo-

sitions.  

The second step was to collect data of the case company current business model to fill 

the nine building blocks of the Business Model Canvas. Data was gathered from existing 

documents related to the current offering and from internal interviews with the case com-

pany experts and stakeholders. The interview questions were based on the Business 

Model Canvas and Value Proposition Canvas framework presented in Section 3. 

In the third step of the CSA information on competitors and competitor business models 

was collected from websites and analysed. The fourth step compared the existing model, 

customer needs and competitor model. At the end, an overview of the main strengths 

and weaknesses identified in the current state analysis in Section 4 was collected in a 

table and development needs moving forward were presented. 
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4.2 Analysis of Key Customer Needs using Value Proposition Canvas 

To collect data about the customer needs two key customers were interviewed and data 

was collected from the prior projects. Information from prior projects was collected from 

previously recorded data and customer surveys. Customer 1 and Customer 2 were in-

terviewed, and Customer 1 and Customer 3 participated in the customer survey. The key 

results were collected and combined to the Value Proposition Canvas presented in Fig-

ure 15.  

  

Figure 15. The Value Proposition Canvas for CSA. 

As seen in Figure 15 the Value Proposition Canvas has two sides, the Customer Profile 

clarifies the customer positioning, and the Value Map describes how the company in-

tends to create value for that customer. Questions for the interviews were created in 

advance based on the Value Proposition Canvas framework by Osterwalder and Pigneur 

(2014) and they can be found in Appendix 1. Questions for customer interviews were 

divided to fit the three segments in the Customer Profile. The segments are Customer 

Jobs, Customer Pains and Customer Gains. Customer 1 and Customer 2 Profiles can 

be found in Appendix 3.  
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All the prior and ongoing projects for the case company have been to customers in the 

building product manufacturing segment, where the customer’s most important job is to 

sell their products to precast factories or contractors. Their indirect customers are struc-

tural engineers and sometimes architects who use BIM software to design the structures. 

From the case company perspective, the customers are in the same segment, however 

the customers might not always compete against each other. Certain customers in the 

segment might sell steel products used for lifting and connections, while others may sell 

penetration seals or insulation, so the product range in the segment is wide.  

Customers have common pains that were recognised from the interviews, both custom-

ers stated that they do not have in depth knowledge on the BIM software nor inhouse 

software developers. Both customers said that the mistakes on orders and deliveries 

often come from wrong product names or codes used in BIM software and this can be 

prevented by the case company service offering and seen as a gain.  

Other gains that the customers recognised were leads and eventually an increase in 

product sales, market visibility and advantage against competitors. Their product is more 

likely to be chosen for the building construction project if the competitor product is not 

available for the BIM software used.  

Questions for the Value Proposition Map were divided in three segments: Gain Creators, 

Pain Relievers and Products and Services, and they were answered by the case com-

pany experts and stakeholders. Questions for Gain Creators and Pain Relievers can be 

found in Appendix 1, Products and Services were collected based on prior projects, and 

the answers were collected in their corresponding segments and presented in Figure 15.  

Pain Relievers were compared against the Customer Pains and several pairs were rec-

ognised and they are presented in Table 3. 

Table 3. Pain Relievers and Customer Pain comparison. 

Pain Relievers Customer Pains 

Software experts and developers that 
know the industry 

No software development skills in house 

We take care of the publication, detailed 
instructions and look after the content  

Lack of understanding on software vendor 
platforms 
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Technical knowledge on BIM software No time to learn new skills 

Engineering contacts and  

understanding 

Product requirements from Engineers and 
Architects and no technical knowledge on 
BIM software 

Priority on software development ser-
vices 

No own resources, product development 
comes after product sales  

Understanding for manufacturer and sup-
plier requirements 

Miscommunication / wrong product infor-
mation on orders (due to wrong tools/ prod-
ucts use in BIM software) 

 

As seen in Table 3 comparison of the current value propositions addresses customer’s 

pains well. The case company current value propositioning does not address customer 

pains on order, delivery, or logistics delays nor financial risks, where sales depend on 

economic trends in construction industry.  

The customer needs were validated by the feedback survey on software development 

services provided by the case company. The survey was sent to customers after the 

software development project and has been answered by two customers. The survey 

was originally conducted in Finnish and translated for the study. The most important 

question that validates the case company value proposition is the question on the survey 

where customers could select what their company’s top priorities for the project were. 

Both companies that answered the survey selected the following priorities: grow sales, 

increase product awareness, reach designers better and gain visibility in Finland. One of 

the customers also selected the option gain international visibility since their market area 

is not restricted only to Finland. Both customers fully agreed that the project was a prof-

itable investment and that the case company had experts that know the industry. 

4.3 Description of the Case Company Current Business Model using Business Model 
Canvas 

After evaluating customer needs and the value proposition, the data collection continued 

with exploring the existing documents related to the current business model offering with 

the company stakeholders. The existing documents were sales presentations, company 

website, offer and project documentation made to first customers.  
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The data collection was complemented by interviewing the company stakeholders and 

experts to fill the missing pieces and validate the findings from the existing documents. 

Questions for the internal interviews were created in advance based on the Business 

Model Canvas framework by Osterwalder and Pigneur (2010). Questions for internal in-

terviews were divided to fit the 9 building blocks in the Business Model Canvas and they 

can be found in Appendix 2. The blocks are Customer Segments, Value Propositions, 

Channels, Customer Relationships, Revenue Streams, Key Resources, Key Activities, 

Key Partnerships and Cost Structure (Osterwalder and Pigneur 2010). Field notes were 

taken of the interviews and the key results were collected to the Business Model Canvas 

template presented in Figure 16. 

 

Figure 16. The Business Model Canvas designed for CSA. 

1. The Value Proposition and Customer Segments blocks for the Business Model 

Canvas designed for CSA were based on the fit presented in the Value Proposi-

tion Canvas (Figure 15). So far, the case company has four customers from the 

building product manufacturing industry in Finland and that was recognised as 

the most important customer segment. Two other customer segments were iden-

tified from the existing documents and proposals: construction industry, and 

structural engineers and consultant offices.  
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2. Three value propositions were identified to match the customer segments. In a 

wide perspective the case company offers software development services on top 

of a vendor software for the construction industry. Additional applications and 

tools can be developed on top of the vendor software for structural engineers and 

consultant offices. BIM content creation for the building product manufacturing 

industry has proven to deliver the most value. The case company is solving the 

BIM content creation problem for them by offering software experts and develop-

ers that know the industry and the vendor software.  

3. In most cases the customer finds the case company through the software vendor 

website or from landing to the case company website that has a description of 

the software development services. The software vendor channel is recognised 

important as it also lists the other companies offering similar services globally. 

The software vendor channel cost is included in the yearly license subscription 

fee. The BIM content and developed tools are published in the software vendor 

website, it is known by the structural engineers and the platform is free for the 

software vendor customers and now there is no method to collect a fee or sell 

tools in the platform. 

4. The building product manufacturers and suppliers segment expects the case 

company to be a trusted partner that takes care of the BIM content creation for 

them. Customer relationships must be handled as effectively as possible so that 

the customer can focus on their main job that often is selling the building prod-

ucts. After the initial contact, that would preferably be a live meeting, email and 

online meetings are often used to communicate and follow the progress of the 

development project. Customers appreciate human interaction with the case 

company expert that they can reach out for support when needed. After the de-

velopment project a feedback survey is sent to the customer. Value proposition 

is delivered to the customer by a monthly report of the views and downloads of 

the published BIM content on the vendor website.  

5. In the current sales proposal that is sent to the customer, the development pro-

ject, content upload to the vendor platform, and annual maintenance and support 

are separated to recognise different revenue streams. The building product man-

ufacturing customers are willing to pay for the whole package as they prefer to 

outsource the BIM content creation and they recognise the value of annual 
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maintenance and support services. Whereas structural engineers and consultant 

offices can sometimes manage themselves if they have good enough experience 

on the vendor software and the platform.  

6. The current value proposition requires the case company to have the vendor soft-

ware license and an adequate amount of knowledge on the vendor software to 

deliver the software development services. The case company expert or project 

manager is a key resource to handle sales, customer relationships and develop-

ment projects with the key partner. Key partner is needed to deliver the value 

proposition while keeping the cost structure secured. Currently all the experts 

working for the case company are from a structural background as is the key 

partner and this is a good fit when offering services for the vendor 1 software. 

The case company does not have any experts working for them with knowledge 

of architectural or Mechanical, Electrical and Plumbing (MEP) fields in Finland, 

however the parent company has a wider range of software developers and ex-

perts in Europe. Currently the organisation does not have any own software de-

velopers that would be familiar with the vendor software. 

7. Key activities are aligned with customer relationships, distribution channels and 

revenue streams. The current recognised key activities were software develop-

ment, sales and marketing, project management, testing, content creation and 

upload, monthly reporting, support, and knowledge management on vendor soft-

ware.  

8. The case company has one key partner and in most projects the software devel-

opment is outsourced to the key partner. In addition, the key partner performs 

testing and crates content for the vendor platform where the tools are published. 

Case company expert or project manager oversees the sales process, customer 

contacts, testing and content upload to the vendor platform. The case company 

manages the monthly reporting and customer support after the development pro-

ject. The case company has a training partnership with the software vendor, but 

they are not a reseller for the vendor software.  

9. Cost structure consists of the case company employee salaries and hardware, 

marketing expenses and yearly license fee of the software vendor license. Cur-

rently one license has been enough for the case company as the key partner 
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purchases their own licenses. When it comes to a single development project the 

key partner cut is the main cost. Using a key partner reduces the risks in case 

there are no development projects. 

4.4 Analysis of Competitor Business Models 

Competitor data was collected from websites and analysed. The software vendor web-

site lists other companies offering similar services. Most competitors are in other coun-

tries than Finland and offer services in their native language. European and Asian based 

companies often have their websites only in their native language and not in English, 

some contacts do not even have a website. The competitor companies are often small, 

employing 1-2 people, and the software development services are directed more towards 

the structural engineers and consultant offices rather than the building product manufac-

turers and suppliers. Some competitors are restricting their development services to a 

material, e.g., only steel, or speciality areas such as exporting information from the ven-

dor software to a production machinery or Enterprise resource planning (ERP) systems.  

The case company key partner could be categorised as a competitor. The key partner 

employs two people currently and the partnership has been working well, the case com-

pany has better capabilities and structure to support the sales and marketing process 

and that is valued by the customers. The partnership allows the key partner to focus on 

the software development and the case company manages the projects and customer 

contact. 

Some consultant offices are providing software development services to the building 

product manufacturers and suppliers. The need to have building product BIM content in 

the vendor software comes from the structural engineers and consultant offices. They 

are indirect customers for the building product supplier companies, and they often make 

the decision what product should be used in the building project. In the beginning the 

software vendor created generic BIM content but not company specific content. There 

have not been companies offering software development services for the building prod-

uct manufacturers and suppliers, they started buying the service from the consultant of-

fices that had the need for them and they knew the vendor software better. A Few build-

ing product manufacturers hired own developers and created content in house. 
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4.5 Comparison of the Existing Model, Customer Needs and Competitor Models       

The case company offers software, training, support, and professional services for the 

construction sector for several software vendor products. The software development ser-

vices complement this offering and has proven profitable with the first customers from 

the building manufacturing industry in Finland. The case company structure and existing 

sales, marketing and support processes provide a solid foundation for the new service 

business model and against competitors. 

The current value proposition for BIM content creation for the building product manufac-

turing industry meets customer needs well. The other two value propositions expand the 

offering and case company can deliver them. The development process is more unique 

for applications and tools for the structural engineers and consultant offices and there 

are more competitors offering the same service. The customer needs are not as clear 

for the structural engineers and consultant offices. The competitors listed in the vendor 

software website are not seen as a big threat for the case company as the Finnish cus-

tomers often want to communicate in Finnish language, especially the ones whose mar-

ket area focus is domestic market and communicating is easier when you are in the same 

time zone. The same is in post-delivery support and for the monthly report, customers 

can choose whether they want it in Finnish or in English language. 

Consultant offices often develop the BIM content based on their own needs that might 

come from a particular project and then building product supplier and manufacturer 

needs are overlooked. Software development is not their core business, but they can 

offer competitive pricing if they are offering software development with the same pricing 

as engineering and consultant services for building projects.  

4.6 Development Needs and Summary of the Current State 

This sub-section provides an overview of the key strengths and weaknesses identified in 

the current state analysis of the current service business model. The existing business 

model was assessed from the big picture perspective and from a building block perspec-

tive. Some strengths and weaknesses were discovered when the existing model, cus-

tomer needs and competitor models were compered in the previous sub-section. In ad-

dition, each building block of the business model presented in Figure 16, was evaluated 

and the strengths and weaknesses are illustrated in Figure 17.   
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Figure 17. Strengths and Weaknesses of the Current Business Model. 

The value proposition and customer segments were identified as strengths of the current 

business model illustrated in Figure 17. The case company has well established sales 

and marketing processes that differentiate them from the competitors. The case com-

pany project manager and software experts are responsible of the customers relation-

ships are well taken care of and the customers have been satisfied. The financial viability 

of the current business model is strong as the cost structure is predictable, the key part-

ner reduces the risks in case there are no development projects, and as of now the 

projects have been profitable. 

To increase the competitiveness and grow the business, the current model relies too 

much on one software vendor and a key partner. The case company is not able to offer 

the monthly reporting service included in the annual maintenance service without the 

BIM content been published in the software vendor 1 website. The case company can 

currently work on one project at the time as the key partner is a small company and does 

not have any own software developers that know the vendor 1 software. 

To improve the current service offering the case company should see how they can ben-

efit and utilise the parent company resources and expertise and how the organisations 
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service offering is positioned in the international market. Summary of the strengths and 

weaknesses of the current business model are presented in Table 4. 

Table 4. Summary of Strengths and Weaknesses of the Current Business Model. 

Strengths  Weaknesses 

Strong value proposition for building product 
manufacturers and suppliers 

Business model relies too much on Soft-
ware Vendor 1 

First customers are satisfied, and profitable rev-
enue stream established 

Only one Key Partner for software develop-
ment 

Software experts that know the industry No own software developer(s) for Software 
Vendor 1 

Complements the case company service offer-
ing and mission 

Customer needs are not clear for the structural 
engineers and consultant offices 

Case company structure and processes (sales, 
marketing support) 

Service offering is not known in the interna-
tional market 

 

All the highlighted weaknesses in the Table 4 were selected for further development. The 

data collection to clarify the customer needs for the structural engineers and consultant 

offices will be done in the implementation phase of the business model which is not a 

part of this study.  

The parent company operating in Europe offers valuable resources and an opportunity 

to expand the service offering to international markets. The current service business 

model can work as it is for the international market because the vendor software is used 

globally, but the case company needs to increase awareness of the service offering as 

it has now operated only in the domestic market. The organisation’s mission statement 

is to guide AEC and manufacturing companies in their digital transformation and the ser-

vice offering supports it well.  

With the results of the Current State Analysis and the Conceptual Framework presented 

in Section 3, the next section focuses on building an initial business model proposal for 

the case company. 
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5 Creation of Initial Service Business Model for the Case Company 

In this section, the outcomes of the Conceptual Framework (CF) and the Current State 

Analysis (CSA) are combined to make an initial service business model proposal for the 

case company.  

5.1 Overview of This Data Stage  

In order to build the initial proposal for the new service business model for the case 

company and to present the business concept to the parent company a second round of 

data collection was arranged. The Data 2 collection started with an internal workshop 

with the same company stakeholders that participated in the Data 1 collection for the 

CSA. The face-to-face workshop started with a presentation of CF and CSA findings, 

after which the participants shared their suggestions for the initial proposal that are dis-

cussed in more detail below in Sections 5.2, 5.3 and 5.4. During the workshop field notes 

were collected for the framework tools used in the study and analysed later. 

After the workshop, the data collection continued with discussions with the case com-

pany General Manager to add on and finalise the topics covered in the workshop. Internal 

documentation from previous business models was viewed to get ideas for building the 

initial service business model. The plan for the Data 2 collection was presented in Sec-

tion 2. 

The Business Model Canvas and the Value Proposition Canvas tools developed by Al-

exander Osterwalder was selected for the study based on the CF presented in Section 

3 and the tools were used to present the collected data in the CSA. The CSA in Section 

4 identified the development needs for the service business model to grow and expand 

the service to international markets. In this section, the same tools are used for the sec-

ond time as the business model is reviewed by the company stakeholders to discuss the 

development needs and create the initial service business model proposal. 

The first step was to revaluate the Business Model Canvas designed for CSA based on 

the identified strengths and weaknesses. The second step was to modify the Value Prop-

osition Canvas based on the changes made for the Customer Segments and Value Prop-
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ositions building blocks on the Business Model Canvas. The key results were general-

ised and collected to the Business Model Canvas and the Value Proposition Canvas 

templates. 

The third step was to assess the business model environment, market trends and if the 

information gathered on the competitors in the CSA stage presented in Section 4.4, was 

still valid. Blue ocean strategy tools were used to further evaluate the competition and 

the business model environment, to recognise new trends and market areas. The final 

subsection presents the initial service business model proposal for the case company. 

5.2 Business Model Canvas 

The case company experts have knowledge on the vendor 1 BIM software. However, 

one of the development needs for the business model was that it relies too much on 

software vendor 1 and one of the first suggestions in the workshop was to expand the 

offering to include a key partnership with another software vendor that the parent com-

pany has more expertise on. The parent company is a reseller and offers software de-

velopment services for the software vendor 2 products.  

Vendor 1 BIM software is only used by structural engineers where vendor 2 BIM software 

is used by architects, structural and MEP engineers. BIM content for building product 

manufacturers and suppliers can be offered for both vendor BIM software where appli-

cable as there are not known companies providing that now successfully. The software 

developers or key partners that the development is subcontracted to are typically sepa-

rate for vendor 1 and vendor 2 software. 

Once the decision was made to add the software vendor 2 as a key partner the other 

building blocks of the Business Model Canvas were reviewed and modified accordingly. 

The Business Model Canvas designed for the initial Service Business Model proposal is 

illustrated in Figure 18 and the changes made after the Current State Analysis are high-

lighted in yellow. 
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Figure 18. The Business Model Canvas designed for the initial Service Business Model pro-
posal. 

1. The construction industry and building product manufacturers and suppliers Cus-

tomer Segments were kept the same as in the CSA Business Model Canvas pre-

sented in Section 4.3. In the Business Model Canvas designed for the initial Ser-

vice Business Model proposal, illustrated in Figure 18, the third customer seg-

ment was expanded to include architects and MEP engineers as the software 

vendor 2 products are also used by those customer segments. 

 

2. The Value Proposition block for the Business Model Canvas designed for the 

initial Service Business Model proposal was kept the same as in the Business 

Model Canvas designed for the CSA because it was identified as a strength of 

the business model and all three value propositions complement the case com-

pany service offering and mission. 

3. Now both software vendor websites are considered as channels to communicate 

the value proposition to the customers. Merging the case company and the parent 

company brands brings an opportunity to implement the service offering to the 
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parent company website that would increase the visibility in the international mar-

ket. The parent company platform is required to publish the BIM content and de-

veloped tools for both vendor software and to increase competitiveness. The own 

platform will allow a method to collect a fee or sell tools in the platform and that 

is missing from the software vendor 1 platform. However, having an own platform 

does not exclude content sharing in other platforms as well.  

 

4. Customer relationships were expanded to include both vendor websites and the 

importance of the company website was recognised. The parent company plat-

form on the website can be built so that the same method to deliver the value 

proposition to the customer by a monthly report of the views and downloads of 

the published BIM content can be kept. 

5. The Revenue streams identified in the CSA are still valid for the BIM content 

value proposition. Since the parent company software development services for 

the software vendor 2 BIM software is focused more on the applications and tools 

for designers that are offered either free or with subscription-based pricing model 

it was added as a distinct revenue stream.  

6. Own software developers were added to the Key resources building block as the 

parent company has software developers for the software vendor 2 products. 

Otherwise, the previously defined key resources vendor software licences and 

vendor software knowledge are valid for the software vendor 2 as well.  

7. The Key activities building block did not require any changes compared to the 

CSA Business Model Canvas. The case company has well established pro-

cesses for sales and marketing that support the key activities and it is important 

to retain them throughout the transition period.  

8. The decision to add the software vendor 2 as a Key partner was the key change 

made to expand the business model to the international market and increase the 

competitiveness. With this change the business model has more potential to grow 

as it is no longer relying only on the software vendor 1. 

The fact that the organisation has only one Key partner for the software develop-

ment and no own software developers for software vendor 1 were identified as a 
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development need in the CSA stage. As a solution, it was discussed that the case 

company can employ software developers or create other similar partnerships to 

subcontract the software development when the business starts growing. This 

study was restricted to one key partner to start with and the possibility to be fine-

tuned to other partners and market areas at a later stage. 

9. With the use of the key partner 1 for the software development the Cost structure 

is predictable and profitable. The use of own software developers was added as 

they would be used for the vendor 2 software development projects.  

5.3 Customer Value Proposition 

Based on the changes made for the Customer Segments and Value Propositions build-

ing blocks on the Business Model Canvas the Customer Value Proposition Canvas was 

reviewed and adapted. At this stage, the suggestions were made by the company stake-

holders and no new customer interviews were performed. As stated in Section 4.6, the 

data collection to clarify the customer needs for the architects, structural and MEP engi-

neers will be done in the implementation phase of the business model which is not a part 

of this study. 

The revised Customer Value Proposition Canvas is illustrated in Figure 19 and the 

changes made after the CSA stage are highlighted in yellow. 
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Figure 19. The Value Proposition Canvas for the initial Service Business Model proposal. 

The customer profile on the right side of the Figure 19 was adjusted to cover the whole 

construction industry where in the CSA stage it focused on customers in the building 

product manufacturing and supplier segment. Construction industry, architects and MEP 

engineers were added to the customer jobs section as the software vendor 2 products 

are used by those customer segments. “Software development is not the main business 

focus” statement was added to the pains segment as it valid for all the customer seg-

ments. The developed applications and tools deliver gains to the architects and engi-

neers using them and they can “design projects faster and with less mistakes”.   

The Value Map on the left side of the Figure 19 was revised so that the products and 

services segment now include the full service offering of the case organisation. “Multi 

language European network” statement was added to the pain relievers segment as it 

was identified that in some of the countries that the parent company operates communi-

cation in the native language is appreciated. 
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5.4 Business Model Environment 

This sub-section discusses the business model operating environment and the external 

forces that influence the design choices. Understanding the business model environment 

and other players in the field helps to create stronger and more competitive business 

models.  

5.4.1 Engineering and Construction Industry Outlook and Market Trends  

According to Deloitte (2021) engineering and construction industry outlook digital invest-

ments, creating long-term efficiencies and new approaches to partnerships and work-

force will increase competitive advantages for companies. Some of the engineering and 

construction industry is lagging other industries in digital strategy and maturity, so there 

is pressure to increase the pace of digital investments that deliver value and return on 

investment. One approach is for companies to identify ecosystem partners they can work 

with to enable connected construction together (Deloitte 2021).  

The industry is likely to witness strong activity in both traditional and non-traditional part-

nership approaches, companies are expected to target different business models such 

as alliances to complement their expertise and targeted consolidation (Deloitte 2021).  

Building Information Modeling (BIM) technology is no longer a new concept but the use 

is growing as it is helping larger projects run more efficiently. Off-Site, prefabrication and 

modular construction projects are increasing and can address long-term costs and mar-

gin issues. Engineering and construction companies can achieve advantages by invest-

ing and moving toward advanced construction materials (Deloitte 2021).  

Environment and combating climate change will continue to be one of the key market 

trends affecting construction and engineering industry. These industry outlook trends 

support the case company business model proposal where the value proposition is to 

offer software development services for the construction industry. The business model 

relies heavily on partnerships and alliances, the service offering is based on partner BIM 

modeling software that promotes digitalisation, and a key partner is used for the software 

development. It is likely that building product manufacturers and supplier companies are 

exploring next-generation materials, prefabricated and digitalised ways of construction, 

that encourage sustainability. 
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5.4.2 Competitors 

The first round of competitor data was collected at the CSA stage and presented in Sec-

tion 4.4. The competitors recognised at the first round are still valid when it comes to the 

BIM content service offering for the software vendor 1. Those were, the companies of-

fering similar software development services and that are listed in the software vendor 1 

website, and for Finland market, in house development and the consultant offices that 

are providing software development services to the building product manufacturers and 

suppliers. 

When the software vendor 2 was added as a key partner the competitor data required 

another data collection round as the software vendor 2 BIM software is used by a wider 

customer base and the BIM content, application and tools are offered in multiple plat-

forms. The additional data was collected from websites, analysed, and presented in the 

detailed service business model that is labelled confidential by the request of the case 

company. 

The parent company has recently acquired other companies in Europe that offer appli-

cations and tools for the software vendor 2 BIM software. The acquisitions have strength-

ened the positioning of the organisations service offering and removed companies that 

were previously known as competitors. The organisation has gained already developed 

content for the own platform that is established after the transition period. 

The BIM content for the software vendor 2 is offered and shared in multiple different 

platforms as for the software vendor 1 the most know platform globally is the software 

vendor 1 own platform. For the software vendor 2 the platforms are typically either fo-

cused on a certain customer segment content, e.g., architectural, or interior design re-

lated content or the platform provider is known in a particular country and offering content 

for that specific country. 

5.4.3 Business Model Perspective on Blue Ocean Strategy 

Blue ocean strategy tools were used to further evaluate the competition, the business 

model environment, and to recognise new trends and market areas where the competi-

tion does not exist. Blue ocean strategy four actions framework questions were asked 

about each business model building block to identify which elements of the value prop-

osition can be eliminated, reduced, raised, or newly created. The exercise was done to 
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find out if there is more value to be created for customers with lower operating costs.  

The results are presented in Table 5. 

Table 5. Four Actions Framework on the Business Model Canvas designed for the initial 
Service Business Model proposal. 

ELIMINATE RAISE 

Which of the factors that the industry has long com-

peted on should be eliminated? 

Which factors should be raised well above the in-

dustry's standard? 

Non manufacturer specific / generic BIM 

content 

Content documentation, quality, mainte-

nance service, productization  

REDUSE CREATE 

Which factors should be reduced well below the in-

dustry’s standard? 

Which factors should be created that the industry 

has never offered? 

 

Helpdesk, multi-vendor service provider, 

partnerships with software developers 

and other platforms 

 

The right-hand side of Table 5 represents value creation, and the left-hand side repre-

sents costs. The cost structure and profitability were identified as strengths of the busi-

ness model and there were not many factors found in the workshop to eliminate or re-

duce costs. It was discussed that the case organisation should not promote or create 

non manufacturer specific or generic BIM content but then this does not require any 

changes for the business model. 

In terms of increasing value, it was recognised that the content documentation, quality, 

and maintenance service raise value and to make it more cost effective the processes 

could be more productized in the implementation phase. The case organisation can cre-

ate more value by offering helpdesk service and option to create BIM content for different 

vendor software for manufactures. This will not increase costs as the case organisation 

already has an operating helpdesk service function. Forming partnerships with software 

developers and other platform providers enhances and allows the case organisation to 

offer a variety of value features or services that do not significantly increase the cost 

structure. 
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Industry Strategy Canvas captures the current state of the known market space, it dis-

plays the factors that the industry currently competes on, where the competition invests 

and what customers are receiving from the existing market offering. The vertical axis in 

Figure 20, captures the offering level that customers receive across all these key com-

peting factors. A high score means that a company offers customers more and therefore 

the customer is willing to invest more in that factor.  

Two competitor companies, consultant offices and manufacturers and suppliers that do 

in house development were compared against the case organisation in the Industry 

Strategy Canvas presented in Figure 20. 

 

Figure 20. Industry Strategy Canvas for software development services. 

The key competing factors are captured in the horizontal axis of the Industry Strategy 

Canvas illustrated in Figure 20. The following factors for competition were considered 

and evaluated: 

Content platform(s): Is there a platform or multiple platforms where BIM content is pub-

lished or shared? Who does it reach? With the case organisations own platform, the 

offering would cover multiple software vendors and all designers (Architects, Structural 

and MEP Engineers). For building product manufacturers and suppliers, the BIM content 

can be offered to publish in multiple platforms. 
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Multi language support: The case organisation can offer support and services locally and 

communicate with the customer in their native language with the support of colleagues 

and experts in Europe. If competitors expand to the same markets this advantage can 

be lost.  

Content documentation (instructions in form of text, pictures, and videos): Is content doc-

umented? Is documentation service offered? The case organisation can offer and rec-

ognise added value by distinguishing the content documentation from the development 

project.  

Quality assurance and content testing: Is content high quality and tested? How? The 

case organisation has software experts and developers that know the industry who can 

convince the customer to order high quality content and tools that are better than the 

competitor offering. The case organisation experts have the know-how on partner soft-

ware capabilities and new features. 

Intelligent tools for content: The case organisation offers own tools for the partner soft-

ware. The case organisation experts know how to combine the needs of a designer with 

the features of the content and tools. Most competitors are only focused on BIM content 

creation or tools for software users, not both. 

Helpdesk service: Is helpdesk service offered? Software vendors offer helpdesk services 

for the software users. For BIM content platforms helpdesk service is missing, yet there 

is a need for that for manufactures when they get questions from the designers regarding 

BIM content use in the software. With the case organisation offering manufacturers can 

rely on the support from its experts. 

Content maintenance service / Analytics for marketing and sales: Is content maintenance 

service part of the offering? Can analytics be extracted from the platform? The case 

organisation can benefit form its own platform and the features implemented there. Cur-

rently vendor 1 platform allows this type of service, but it is unknow how well e.g., con-

sultant offices and companies doing in house development are utilising the features. 

Content segments (ENG, ARK, MEP): To whom is the content created for? Who is the 

end user of the service offering? The case organisation can offer software development 

services and BIM content for all designers (Architects, Structural and MEP Engineers). 
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Multi-vendor service: The case organisation can offer software development services for 

both partner BIM software, where the competitors have expertise or are only focused on 

one software vendor. Building product manufacturers and suppliers can order BIM con-

tent for both software from the same provider.  

The case organisations value curve was created by plotting the key competing factors 

with the offering level. Based on the graphic illustration in Figure 20, the case organisa-

tion is positioned above its industry’s factors of competition, within the untapped market 

space, where creation of new demand and profitable business growth opportunities ex-

ists.  

5.5 Initial Service Business Model Proposal 

The initial service business model identifies two main customer segments within con-

struction industry with distinguished value propositions and revenue models for software 

development services. The first one includes the software users, architects, structural 

and MEP engineers and consultant offices. The second one is the building product man-

ufacturers and suppliers. 

 Users 

Customer segment: Architects, Structural and MEP Engineers and Consultant offices  

Value proposition: Applications and tools for software vendor 1 and software vendor 2 

BIM software to streamline and automate the design and modeling. 

Revenue model: Free and subscription-based tools.  

Manufacturers 

Customer segment: Building product manufacturers and suppliers  

Value proposition: BIM content creation for software vendor 1 and software vendor 2 BIM 

software. 



54 

  

Revenue model: Development project, where BIM content upload to the selected plat-

form, documentation and video content creation has been separated to recognise the 

added value. 

Users annual recurring subscription revenue model is based on the parent company ex-

isting pricing models. Manufacturers recurring subscription-based pricing model has 

three tiers that includes the annual maintenance and support. The detailed service busi-

ness model is labelled confidential by the request of the case company. 

With the initial service business model proposal for the case company now established, 

the next section concentrates on feedback received and corrections to the initial pro-

posal. 
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6 Feedback on Proposed Service Business Model 

In this section, the feedback received and corrections to the initial proposal are presented 

and based on the feedback, the final service business model proposal is presented. 

6.1 Overview of This Data Stage 

The initial service business model proposal was presented to the key stakeholders in an 

internal workshop to collect feedback. The key stakeholders included the same members 

that participated building the initial service business model proposal presented in Section 

5 and participants from the parent company. Based on the feedback the initial business 

model proposal was enhanced and the improved business model is the final business 

model proposal and the outcome of this study. 

6.2 Feedback Received and Corrections to Initial Proposal 

In the workshop, the initial service business model proposal, that consisted of the Busi-

ness Model Canvas and the Value Proposition Canvas templates, business model envi-

ronment and competitor data was presented, and it was approved by the key stakehold-

ers without major changes in the final proposal.  

The parent company own platform is needed to publish the BIM content and developed 

tools for both vendor software in order to increase competitiveness and not be so de-

pended on vendor or partner platforms. Own platform is essential to execute the pre-

sented revenue model. Discussions about the features that the own platform should have 

was held during the workshop and the parent company has a task force group to plan 

and implement the organisations website and platform further. 

BIM content creation needs more specifications for Vendor 2 software per customer seg-

ment and the parent company expertise is required for the detailed business model. 

However, the data collection to clarify the customer needs for the architects, structural 

and MEP engineers will be done in the implementation phase of the business model 

which is not a part of this study. In a later stage the value proposition for the tools and 

applications development can be separated as an own business model. 
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From past projects it was identified that the building product manufacturing and supplier 

customers need help to bring awareness to the BIM software users of the published BIM 

content. During the workshop new marketing options for BIM content were recognised. 

To productize the offering further it was discussed that a newsletter and social media 

post cost could be added on the sales proposal that is sent to the customer. In the sales 

proposal the development project, content upload to the vendor platform, annual mainte-

nance and support and marketing options should be separated to recognise different 

revenue streams and for billing processes. Some building product manufacturing cus-

tomers could be willing to pay and participate for a written article or a webinar with the 

customer to promote the products. 

6.3 Final Service Business Model Proposal 

The final service business model proposal consists of the Business Model Canvas and 

the Value Proposition Canvas templates, outlook of the business model environment and 

market trends, and information gathered on the competitors, presented in Section 5. Blue 

ocean strategy tools were used to further evaluate the competition and the business 

model environment, to recognise unexploited market areas. 

The final service business model identifies the same two main customer segments within 

construction industry with distinguished value propositions and revenue models for soft-

ware development services. The first one includes the software users, architects, struc-

tural and MEP engineers and consultant offices. The second one is the building product 

manufacturers and suppliers and based on the feedback the marketing options were 

recognised as added in the revenue model. 

Users 

Customer segment: Architects, Structural and MEP Engineers and Consultant offices  

Value proposition: Applications and tools for software vendor 1 and software vendor 2 

BIM software to streamline and automate the design and modeling. 

Revenue model: Free and subscription-based tools. 
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Manufacturers 

Customer segment: Building product manufacturers and suppliers  

Value proposition: BIM content creation for software vendor 1 and software vendor 2 BIM 

software. 

Revenue model:  

• Development project, where BIM content upload to the selected platform, docu-

mentation and video content creation has been separated to recognise the added 

value.  

• Marketing options: Newsletter and social media post/ Article / Webinar.  

Users annual recurring subscription revenue model is based on the parent company ex-

isting pricing models. Manufacturers recurring subscription-based pricing model has 

three tiers that includes the annual maintenance and support. The detailed service busi-

ness model is labelled confidential by the request of the case company.  

The seventh and the final section of the study summarises the project, recommends the 

next steps towards the implementation of the service business model and provides a 

self-evaluation of the study. 
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7 Conclusions 

This final section of the study contains an executive summary, recommendations for the 

practical next steps towards the implementation of the plan, a self-evaluation of the thesis 

and its results, and finally the closing words. 

7.1 Executive Summary 

The objective of the thesis was to establish a new business model for the case company 

that offers software development services for the construction industry. The current ser-

vice offering for the building product manufacturing industry in Finland is developed on 

a partner software and published on the partner platform.  The case company has been 

acquired recently by a company established in Europe and the acquisition provides an 

opportunity to expand the service to international markets.  

The selected research approach of the study was applied action research utilising case 

study and qualitative data gathering methods since the research of the study consisted 

mostly of open questions, theme interviews and the purpose of the data collection was 

to gather information for the service business model. The action research cycles repre-

sented the different stages of the study and the method supports the logic that business 

models must be continuously reviewed throughout and after implementation. 

The Conceptual Framework (CF) was selected to be the first stage of the study for the 

purpose to identify relevant framework tools and find significant questions for the inter-

view templates to be used in the Current State Analysis (CSA) stage. The Business 

Model Canvas and the Value Proposition Canvas framework tools were selected for the 

study as the tools are also used by the parent company. The Customer Profiles created 

for the Value Proposition Canvas provide valuable data of the customers that can be 

exploited for other and future business models.  

The CSA stage collected data about the customer needs, the case company current 

business model, and the competitors. The data was gathered from existing documents 

related to the current offering, from customer and internal interviews with the case com-

pany experts and stakeholders. Information on competitors and competitor business 

models was collected from websites. The data was analysed and gathered to the Busi-

ness Model Canvas and the Value Proposition Canvas templates.  
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The CSA revealed that one of the current business model strengths was the three value 

propositions that match with the identified customer segments: (1) the case company 

offers software development services for the construction industry, (2) BIM content cre-

ation for the building product manufacturers and suppliers, and (3) applications and tools 

developed for structural engineers and consultant offices.  

The following four weaknesses were selected as development needs of the current busi-

ness model: (1) the business model relies too much on software vendor 1, (2) the case 

company has only one key partner for software development, (3) the case company does 

not have any own software developers for software vendor 1, and (4) currently the ser-

vice offering is not known in the international market.  

The initial service business model proposal was built based on the findings of the CSA 

and the tools discovered in the CF stage were used for the second time. The initial busi-

ness model proposal was established with the key stakeholders in an internal workshop 

and finalised later with discussions with the case company General Manager. The initial 

service business model proposal consisted of the Business Model Canvas and the Value 

Proposition Canvas templates, outlook of the business model environment and market 

trends, and information gathered on the competitors. In addition, blue ocean strategy 

tools were used to further evaluate the competition, the business model environment, 

and to recognise unexploited market areas. 

Based on the development need (1), that the business model relies too much on software 

vendor 1, a software vendor 2 was added as a key partner since the parent company is 

a reseller and offers software development services for the software vendor 2 products. 

With this change the business model has more potential to grow and expand the offering 

to the international market.  

To further increase the visibility in the international market and improve the development 

need (4), currently the service offering is not known in the international market, the initial 

proposal suggested merging the case company and the parent company websites and 

establishing an own platform for the organisation to publish the BIM content and devel-

oped tools. To solve the development needs (2) organisation has only one Key partner 

for the software development, and (3) no own software developers for software vendor 
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1, the initial service business model proposed that the case company can employ soft-

ware developers or create other partnerships to subcontract the software development 

when the business starts growing.  

The initial service business model identified two main customer segments within con-

struction industry with distinguished value propositions and revenue models for software 

development services. The first one includes the software users, architects, structural 

and MEP engineers and consultant offices. The customer segment was expanded to 

include architects and MEP engineers as the software vendor 2 products are also used 

by those customer segments. The second one is the building product manufacturers and 

suppliers.  

The initial service business model was presented and approved by the case company 

key stakeholders and participants from the parent company in an internal workshop with-

out major changes in the final proposal. During the workshop new marketing options for 

the building product manufacturers and suppliers were recognised and added to the final 

proposal. The final service business model presented a unique service offering for users 

and manufactures. A recurring subscription-based pricing model with three tiers for man-

ufacturers was presented in the detailed service business model that is labelled confi-

dential by the request of the case company. 

The new service business model supports the organisation’s mission to guide architec-

ture, engineering, and construction (AEC) and manufacturing companies in their digital 

transformation. The business model creates a cohesive service offering for the organi-

sation and an opportunity to expand the offering to the international markets with com-

petitive advantage. The business model offers a solution how building product manufac-

turers can provide BIM content for BIM software used by the AEC industry.  

7.2 Next Steps and Recommendations towards Implementation 

This section presents suggestions for next steps and recommendations towards the im-

plementation of the business model. The study provided a business model proposal for 

software development services for the construction industry, with two distinguished value 

propositions and customer segments: (1) applications and tools developed for structural 

engineers and consultant offices, and (2) BIM content creation for the building product 

manufacturers and suppliers. 



61 

  

The next step towards the implementation would require to further develop the service 

business model into a service business plan, that would describe the basic concepts of 

how the organisation is aiming at putting the business idea and business strategy into 

operation. The business plan should include a marketing plan, detailed look of finances, 

and a vision, targets and how to get there. The detailed business model includes a risks, 

strengths, opportunities, and threats analysis that should be considered when the busi-

ness plan is created. As the case company is still going through the transition period, the 

future direction of the organisation depends considerably on the parent company. The 

parent company support, interest and commitment are key for the future of the service 

business model. 

The business model should be considered when the case company and the parent com-

pany websites are merged and when the organisations own platform to publish the BIM 

content and developed tools is prepared and designed. Special focus should be placed 

on the features required for the platform. The platform should have the required archi-

tecture for the planned pricing and revenue models, the features to deliver the value 

proposition for the annual maintenance and support and functionality to insert content 

directly to the BIM software. 

In addition to the organisation website, a marketing plan is key to further increase the 

visibility in the international market and create awareness of the offering specially for the 

building product manufacturers and supplier companies. Due to the Covid-19 pandemic 

new ways of doing marketing should be explored while keeping a look if the traditional 

event and fairs are organised, and which ones fit for the identified customer segments. 

While the study was restricted to one key partner for the software development to start 

with and the possibility to be fine-tuned to other partners and market areas at a later 

stage, the practical next steps towards the implementation should inspect the possible 

partners for the software development and content platforms when the business starts 

growing. While the partnership approach is supported by the industry outlook, it would 

be recommended to review the organisations own expertise and development skills. 

Moving forward with multiple partners it would be advised if the BIM content creation 

projects could be productized further. 
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As stated in the research plan, business models and plans must be continuously re-

viewed throughout, and adapted after implementation to keep up with the changing busi-

ness model environment and technical innovations.  

7.3 Thesis Evaluation 

The objective of the thesis was to establish a new business model for software develop-

ment services for construction industry. The new service business model was intended 

to support the organisation’s mission to guide AEC and manufacturing companies in their 

digital transformation and to present the business concept to the parent company. The 

outcome of this thesis was a new service business model which was presented to the 

parent company stakeholders and validated that the business model supports well the 

organisation’s mission. Therefore, it can be concluded that the result of the thesis meets 

the objective. However, the real business impact of the new service business model can 

only be verified after implementing it in the real business environment. Business models 

are never entirely completed as they require continuous evaluation throughout, and after 

the implementation. 

To ensure that the results of the study are credible the quality of this thesis is evaluated 

in relation to the following tests commonly used in academic research: validity (construct 

validity, internal validity, external validity) and reliability.  

Construct validity is ensured by using multiples sources of evidence, i.e., data collection 

methods, forming a chain of evidence, and allowing key informants to review the draft 

(Yin, 2014: 45-47). In this study, construct validity was ensured by interviewing both cus-

tomers and company decision makers, feedback was collected on the initial proposal 

and the interviewees confirmed the translations. The chain of evidence was ensured by 

collecting field notes and recordings of the interviews and workshops. The service busi-

ness model identified two main customer segments, software users and building product 

manufacturers and suppliers. The data collection was more focused on the manufactures 

and could be considered narrow as the data collection to clarify the customer needs for 

the software users was not a part of this study. However, the constraint was explained 

and considered throughout the study. 

Internal validity is established when correct issues are researched a causal relationship 

is demonstrated between two variables. In a questionnaire-based survey internal validity 
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can be established when set of questions can be associated with a systematic outcome 

(Saunders et al., 2016: 203). In this study, the interview and workshop questions were 

prepared in advance and high-quality frameworks were used as inspiration. All the cus-

tomers were interviewed using the same initial questions which allowed comparison be-

tween the interview results and key items could be identified, generalised, and combined 

in the relevant framework models. In the CSA stage the customer needs were validated 

further by the feedback survey sent to customers after the software development project. 

External validity measures how well the research results can be generalised by answer-

ing the question how the findings can be transferred to another context or group? (Yin, 

2014: 45-47). In this study the data was collected to establish a new service business 

model for a case company in a certain market segment. This means that this data cannot 

be directly transferred to another context. Since the objective of the study was to create 

a service business model only for the certain market segment and not to be generalised, 

external validity is not seen as a critical aspect of the study. However, characteristics of 

external validity was identified with different practices and the use of the framework tools 

found in the Conceptual Framework stage. E.g., the Customer Profiles created for the 

Value Proposition Canvas framework can be exploited for other and future business 

models. 

Reliability means the consistency of the research results or the fact that if the research 

is replicated another researcher should be able to come up with the same findings (Ka-

nanen, 2013: 183-184). In this study, the researcher was an active participant rather than 

external participant of the study and was somewhat able to influence the results of the 

study. Nevertheless, the reliability was ensured by following methods: the use of several, 

high-quality sources from literature and existing knowledge and well planned and docu-

mented research and data collection processes. The data collection for the framework 

tools used in the study was executed as instructed by the authors. Furthermore, the 

preparation of the interview and workshop questions in advance prevented the research 

or the researcher to influence the research results.  

7.4 Closing Words 

Today countless innovative business models are emerging due to the competitive mar-

kets and companies need to be as creative as possible to discover the best opportunities 
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and prosper in the business environment. In this study, a need for a new software devel-

opment type of service was identified and a new business model proposal was devel-

oped to support the future implementation of the service offering for the case organisa-

tion. Perhaps, not too far from now the BIM models are built with data rich BIM content 

that can transform the digitalisation of the AEC industry. 
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The Value Proposition questions 

Questions for Customer Profile (answered by customer) 

Customer Jobs 

i. What is the most important job/ task for your company? What does your cus-
tomer expect from you? What problems are you trying to solve? 

ii. What are your goals? Are they / How are they measured?  

iii. Who is your customer? What is their profession or customer segment? 

iv. How do you interact with your customers? In what situations? 

v. How would you like other people/ your customers perceive you/ your com-
pany?  

vi. How would you want to feel in your job or working for your company? What 
do you need to do to feel this way?  

vii. What jobs or professions exist in your company? What type of jobs are sup-
porting your job/ company?  

Customer Pains 

i. How do you define too costly? Takes a lot of time, costs too much money, or 
requires substantial efforts?  

ii. What makes you feel bad? What are your frustrations, annoyances, or things 
that give you a headache in your job?  

iii. How did we perform? Could we improve something (in the development pro-
ject)? 

iv. What challenges you encounter in your job? Are you concerned about some-
thing?  

v. What negative social consequences do you encounter or fear? Are you afraid 
of a loss of face, power, trust, or status?  

vi. What risks do you have in your job or in your company? Are they financial, 
social, or technical risks? 



Appendix 1 

2 (4) 

  

vii. What mistakes do you or your customers make?  

viii. What would you like to improve in your job or company? A process, imple-
ment something?  

ix. Is something stopping you from improving or implementing something new? 
Investment costs, a steep learning curve, or other obstacles preventing adop-
tion? 

Customer Gains 

i. Which savings would make you happy? Which savings in terms of time, 

money, and effort would you or your company value?  

ii. What does quality mean to you / your company? Is it measured someway, 

and what would you wish for more or less of?  

iii. How did we help you? Could we help you more with something? What per-

formance and quality do you expect?  

iv. What would make your jobs or lives easier? Could there be a flatter learning 

curve, more services, or lower costs of ownership?  

v. How would you like to grow your business? 

vi. What were your expectations? Did we perform under or over your expecta-

tions? 

vii. What positive consequences do you desire? What makes you look good? 

What increases your power or status against your competitors? 

viii. What do you dream about? What do you wish to achieve, or what would be a 

big relief to you?  

ix. How do you/ your company measure success and failure? How do you meas-

ure performance or cost?  

x. What would increase your likelihood of adopting digitalisation? Lower cost, 

less investment, lower risk, or better quality? 
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Questions for Value Proposition Map (answered by case company stakeholders)  

Gain Creators 

Could our services… 

 ... create savings that please our customers? In terms of time, money, and effort.  

... produce outcomes our customers expect or that exceed their expectations? By offer-
ing quality levels, more of something, or less of something.  

... outperform current value propositions and delight your customers? Regarding specific 
features, performance, or quality.  

... make your customers’ work or life easier? Via better usability, accessibility, more ser-
vices, or lower cost of ownership.  

... create positive social consequences? By making them look good or producing an in-
crease in power or status.  

... do something specific that customers are looking for? In terms of good design, guar-
antees, or specific or more features.  

... fulfill a desire our customer dreams about? By helping them achieve their aspirations 
or getting relief from a hardship?  

... produce positive outcomes matching our customers’ success and failure criteria? In 
terms of better performance or lower cost.  

... help make adoption easier? Through lower cost, fewer investments, lower risk, better 
quality, improved performance, or better design. 

Pain Relievers 

Could our services… 

 ... produce savings? In terms of time, money, or efforts.  

... make our customers feel better? By killing frustrations, annoyances, and other things 
that give customers a headache.  

... fix under-performing solutions? By introducing new features, better performance, or 
enhanced quality.  

... put an end to difficulties and challenges our customers encounter? By making things 
easier or eliminating obstacles.  
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... wipe out negative social consequences your customers encounter or fear? In terms of 
loss of face or lost power, trust, or status.  

... eliminate risks our customers fear? In terms of financial, social, technical risks, or 
things that could potentially go wrong.  

... help our customers better sleep at night? By addressing significant issues, diminishing 
concerns, or eliminating worries.  

... limit or eradicate common mistakes customers make? By helping them use a solution 
the right way.  

... eliminate barriers that are keeping our customer from adopting digitalisation? Intro-
ducing lower or no upfront investment costs, a flatter learning curve, or eliminating other 
obstacles preventing adoption. 
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The Business Model Canvas questions for internal interviews 

1. Customer Segments 

i. Which segments are we creating value for?  

ii. For whom are we creating value? 

iii. Who are our most important customers? 

2. Value Propositions 

i. What value do we deliver to the customer? 

ii. Witch problems are we helping to solve for them? 

iii. Which customer needs are we satisfying? 

3. Channels 

i. What channels are our customers using? How do we raise awareness 
about our company’s offering and services? 

ii. How do our customers find us? How can customers purchase our ser-
vices? 

iii. Which channels work best? How much do they cost? How are they inte-
grated into our and our customers’ routines? 

4. Customer Relationships 

i. What kind of relationship our customer expects us to establish and main-
tain with them? 

ii. How do we communicate with customers? 

iii. How customer relationships integrated with the rest of our business model 
in terms of cost and format? 

iv. How do we deliver a Value Proposition to customers? How do we provide 
post-purchase support? 

5. Revenue streams 
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i. For what value are customers willing to pay? 

ii. What and how do they currently pay? How would they prefer to pay? 

iii. What are our revenue streams? How much does each revenue stream 
contribute to overall revenues? 

6. Key Resources 

i. What key resources our value proposition requires? 

ii. What resources our distribution channels require? Customer relation-
ships? Revenue streams? 

7. Key Activities 

i. What key activities do our value propositions require? 

ii. What activities our distribution channels require? Customer relationships? 
Revenue streams? 

8. Key Partnerships 

i. Who are our key partners?  

ii. Which key resources are we acquiring from partners? What key activities 
partners perform? 

iii. What are the motivations for the partnerships? 

9. Cost Structure 

i. What are the most important costs in our business?  

ii. Which key resources/ activities are most expensive?
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Customer 1 and Customer 2 Profiles 
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