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Abstract 
 
This master’s thesis explores the role of the facilitator in business model innovation [BMI]. In the last 15 

years BMI has gained increasing importance for companies to establish a competitive advantage. Yet, 

BMI is considered to be marked by high complexity and phases of uncertainty in the process of creating 

it. Equipped with the skills and characteristics, a facilitator may support groups in their endeavor to 

create BMIs. As a result of a qualitative study including expert interviews and observations of facilitated 

workshops, five aggregated dimensions describing the role of the business model facilitator are 

identified. The results suggest that a facilitator may contribute to BMI by leading and navigating the 

process, supporting the group to generate knowledge and taking ideas to actions, sharing his or her own 

knowledge with the team, and by providing mental support and stability. Thereby, the facilitator may 

contribute to BMI on three levels: the team level, the process level, and the new business model. 
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1. Introduction  

The introduction chapter aims to provide a background of the topic of business model innovation and 

facilitation. Furthermore, problem area, research purpose and context are laid out. Additionally, 

terminology relevant to business model and the relevance of the research area are introduced.   

 

 Background 

A business model describes the underlying system of how business is conducted and what value is created, 

captured and delivered (Demil and Lecocq, 2010; Teece, 2010). Companies often adapt their business 

models gradually according to the changes in the competitive landscape (Geissdoerfer, Bocken and 

Hultink, 2016) in an attempt to create a sustainable competitive advantage (Wirtz and Daiser, 2018). 

According to Laudien and Daxböck (2017), the creation of a business model ‘is often an emergent and 

very unintended process’ (p. 420). In contrast to the unintended process, companies may also adapt and 

create business models based on strategy and foresight (Cortimiglia, Ghezzi and Frank, 2016). In this 

case, business models are created proactively. Business model innovation [BMI], as used in this thesis, is 

defined as the creation of a new constellation of the components of a business model. These components 

include the product or service, the customer interface, infrastructure management and financial aspects 

(Osterwalder, Pigneur and Tucci, 2005). 

In order to generate a business model, companies may need to find a way to combine and build upon the 

existing knowledge of the people to be involved in the project. Generally, the combination and building 

of knowledge can be seen as an important part of the innovation process (Tsoukas, 2009). This is also 

where the facilitator comes in, whose very aim it is to help groups to combine and build knowledge 

(Tavella and Franco, 2015). According to the Cambridge English Dictionary (2019), the facilitator is 

‘someone who is employed to make a process easier, or to help people reach a solution or agreement, 

without getting directly involved in the process, discussion, etc.’ Furthermore, the role of the facilitator 

can be seen as being made up of various dimensions including the coach, critic, counselor and consultant 

(Keenan and Braxton-Brown, 1991). Kiser (1998, p. 11) adds that facilitation is about helping a group or 

person to ‘understand the real problem, challenging their assumptions, aiding them in identifying new 

solutions, and ensuring their commitment to implementation’. In this thesis, the facilitator is defined as 

someone who teaches, challenges, advises and/or contributes with knowledge in order to make a process 

easier, or to help people reach a solution or agreement. Using this definition as a starting point, this 

research explores the role of the facilitator in the work with groups in the BMI process.  
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 Problem setting 

In the literature there are various processes and tools to be found which may be used for creating business 

models. It is easy to think that the need for a professional facilitator can be eliminated by following books 

introducing BMI. But processes and tools do not create results by themselves. Instead, there will be 

people who have to work with them. As highlighted by Reed (2008), ‘[t]he outcome of any participatory 

process is far more sensitive to the manner in which it is conducted than the tools that are used’ (p. 2425). 

This may also apply to the process of BMI, which likely includes tasks that are uncertain, less explicit and 

more spontaneous, leading to situations where there is no clear guidance available (Chesbrough, 2010; 

Frankenberger et al., 2013).  

One of the arguably most well-known tools in business model innovation is the Business Model Canvas 

developed by Osterwalder and Pigneur (2010). Their book guides practitioners through how to create 

BMI, yet there is no mention about the involvement of a facilitator except for a hint mentioned on the 

side stating that a facilitator could help to enforce workshop rules. Likewise, a literature search on the 

Scopus database combining the terms ‘business model’ and ‘facilitator’ unveils that scholars have paid 

little attention to exploring the role of the facilitator in BMI. One may raise the question if there is an 

implicit assumption that teams in organizations can easily do without a person acting as a facilitator.  

Such an assumption may be considered problematic, as Johnsson (2018) demonstrated that organizations 

may benefit in innovation processes from the support of a facilitator. His work shows that the influence 

of a facilitator goes far beyond being a side figure enforcing workshop rules, but can instead help 

innovation teams to work more effectively and efficiently. As insightful and relevant as Johnsson’s (2018) 

research is about the innovation facilitator in general, it does not cover in what ways the facilitator 

contributes to the BMI process in particular.  

Not only have companies started working with BMI, but the principles of BMI and facilitated workshops 

related to BMI are also being taught and applied at universities in courses about project management and 

entrepreneurship. Additional insights may therefore benefit both private and public organizations. BMI 

is considered to be an especially complex undertaking (Hindle, 2011). Based on the high complexity and 

uncertainty I see a need to investigate the role of the facilitator who can possibly contribute to BMI 

through his or her facilitation skills.  

 Purpose, research question and co-productive research context 

The purpose of this paper is to create a better understanding of what work the facilitator does in the BMI 

process. As a means to reach this understanding, relevant literature will be examined in the area of 

business model innovation and facilitation. Empirical data from expert interviews, observations in 

workshops and participant surveys related to BMI will be collected. Developing a better understanding 
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of the role of the facilitator in business innovation may serve to be useful for aspiring facilitators, 

educators as well as managers looking for the right facilitator who could support them in the BMI 

process.  

According to the findings of Johnsson (2018) there is a positive influence of the facilitator in the general 

innovation process. This study will go from the general innovation facilitator to the facilitator in BMI in 

particular and aims to develop a better understanding of the role of the facilitator particularly in the 

process of BMI. The research question is therefore stated as follows: 

What is the role of the facilitator in the business model innovation process? 

The research context of this study includes Mälardalen University through interviews with teachers who 

also act as facilitators in BMI and observations of workshops they facilitate on the one hand, and 

interviews with facilitators in BMI who are working at consultancy and coaching firms or as internal 

facilitators at other private companies on the other hand. Therefore, the empirical data stems partly from 

co-production with the university by involving teachers and participants of the workshops. Moreover, 

knowledge from outside the university setting finds its way to the study through additionally conducted 

interviews with facilitators in BMI not associated with the university. 

 Delimitations 

The term facilitation can be found to be used in different fields. In this thesis, the attention lies on 

facilitation of groups in the process of BMI through a person acting as facilitator. This type of facilitation 

can be seen as a part of facilitation of participatory processes (Groot and Maarleveld, 2000; Reed, 2008). 

Various authors differentiate between groups and teams by attributing social supporting structures to be 

present in the latter (e.g.  Kakabadse and Sheard, 2002; Raes et al., 2015). However, the arguably simpler 

definition of ‘team’ will be used to refer to a number of people working on a task (cf. Cambridge English 

Dictionary, 2019), as the focus does not lie on the team development process and therewith associated 

social structures. 

The facilitation of innovation is included, with the limitation of viewing it as participatory process that 

includes a person acting as facilitator. Other types of facilitation, such as policy-based facilitation where 

growth and change are facilitated by developing and implementing policies (e.g. Lin et al., 2011), or social 

facilitation theory studying the impact of the presence of others on actions performed by an individual 

(e.g. Bond and Titus, 1983) are not part of this study.  

 Terminology: innovation, business models, business model innovation 

BMI can essentially be seen as a combination of the business model on the one hand, and innovation on 

the other hand. As defined by Van de Ven (1986), innovation is an idea which has been developed and 
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implemented by people engaging in transactions with other people. Innovations are successfully 

implemented novel and useful ideas in the form of new products, platforms, services, and businesses 

(Qian, 2018). The literature often distinguishes between incremental and radical innovations (e.g. Koen, 

Bertels and Kleinschmidt, 2014; Delgado-Verde, Cooper and Castro, 2015). While incremental 

innovation is based on existing knowledge and smaller improvements, radical innovation leads to crucial 

improvement of the value offered to the customer or a fundamental change of the company’s 

competencies (Lichtenthaler et al., 2004). Koberg, Detienne and Heppard (2003) suggest incremental 

innovation to be ‘low in breadth of impact’ and radical innovation to be ‘major in scope and breadth, 

involving strategic innovations or the creation of new products, services, or markets.’ A new business 

model can involve all of these levels at once (Schallmo, 2014). 

Put simply, a business model can be viewed as the logic behind an organization’s way of operating and 

the value it provides to its customers and other stakeholders (Casadesus-Masanell and Ricart, 2010). The 

perspective of the business model is unique in that it offers a systemic view which includes the value 

creation for all stakeholder groups and value capturing for the organization itself (Sosna, Trevinyo-

Rodríguez and Velamuri, 2010). Teece (2010) counts value delivery as another core element besides value 

creation and value capturing. As understood by Osterwalder, Pigneur and Tucci (2005), the business 

model can be seen as a building plan which delineates the businesses systems and structures. They list 

four main components:  product, customer interface, infrastructure and financial aspects. These main 

components are again made up of a total of nine building blocks. An overview is shown in table 1. 

Table 1: Overview of the nine building blocks of a business model  
(Osterwalder, Pigneur and Tucci, 2005, p. 18).  

Main component Building block Explanation 

Product Value proposition The firm’s products and services. 

Customer  
interface  

Target customer The actors the firm offers a value to. 

Distribution channel The means of delivering value customers. 

Relationship Relationships of the firm with customers. 

Infrastructure  
management  

Value configuration Arrangement of activities and resources. 

Core competency Required competencies to operate business. 

Partner network Agreements with other firms to offer value. 

Financial aspects  
Cost structure Financials of the operating the business. 

Revenue model The firm’s way of generating revenue. 
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According to Schallmo and Brecht (2013), the term business model is used ambiguously in the literature: 

some authors view the business model as the actual way a company does business as opposed to others 

who view the business model as a conceptualization of the way a company does business. The latter may 

point to a model that represents a more complex entity or process (Osterwalder, Pigneur and Tucci, 

2005). Referring back to Van de Ven (1986), innovation includes both the development and the 

implementation of an idea. Following this logic, creating a conceptualization of the way a company does 

business could be seen as the development, and operationalizing a new way a company does business 

could be viewed as the implementation. A new business model may be built from scratch, which is 

referred to as new business model design, or it can be developed from an already existing business model, 

which is referred to as business model development (Cortimiglia, Ghezzi and Frank, 2016). BMI is about 

coming up with new ways of creating, capturing  and delivering value, which may be accomplished by 

changing one or more components of the business model (Chesbrough, 2010; Frankenberger et al., 2013). 

In order to also include newly formed firms without any pre-dating existence who thus have no 

possibility to change, I suggest defining BMI as the ‘creation of a new constellation of the components of 

a business model’ instead of ‘changing one or more components’. In this thesis BMI is viewed as both 

developing and implementing the business model. 

 The relevance of business model innovation 

There is a general agreement in the literature that a business model that functions well constitutes a key 

competitive success factor of commercial organizations (Günzel and Holm, 2013). Wirtz and Daiser 

(2018) state: 

‘BMI has established itself as a vital instrument of successfully innovating companies and shaking 

up entire industries and markets. Hence, its importance cannot be overstated’ (p. 54).  

The importance of BMI was already suggested by Pohle and Chapman (2006) comparing how much 

underperforming and outperforming companies put on BMI. They showed that outperforming 

companies put more emphasis on innovating the business model, while putting less emphasis exploiting 

existing functions and processes within the company, as illustrated in figure 1. 

According to Den Ouden (2011), business models can be designed in a way which makes the sales of a 

product or service possible customers would otherwise be hesitant or resistant about. Geissdoerfer et al. 

(2018) suggest that an innovation on the level of the business model can give firms a high competitive 

advantage, however the complexity of generating a BMI is higher than innovation purely focusing on a 

product or service (cf. figure 2). 
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Figure 1: Innovation focus of under- and overperforming companies  
(Pohle and Chapman, 2006, p. 36) 

In addition to being an innovation on its own, BMI may act as a catalyst for subsequent innovations (Amit 

and Zott, 2001). By focusing on value proposition, organization of (co-)production and capturing value, 

BMI may hence be seen as a potential way to escape the ‘commodity trap’, which refers to fierce price 

competitions due to little differentiation of products and services amongst competitors (Chesbrough, 

2011; Nygren and Lindhult, 2013).  

 

Figure 2: Business models have a higher degree of complexity than innovations of products and 
services, yet also have a higher competitive potential (Geissdoerfer et al., 2018). 
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 Thesis outline 

This thesis sets out with an introduction chapter including background of the topic, problem area, 

purpose and research question, terminology associated with BMI, and the arguments about the relevance 

of BMI. 

A theoretical framework is established in chapter 2. The theoretical framework bases on various process 

models for BMI, from which essential work packages and challenges are identified which teams need to 

master when developing a BMI. Moreover, skills and characteristics with facilitation in general are 

discussed. Additionally, indications for how facilitation may be conducted in the particular case of BMI 

are sought after by combining knowledge about the general innovation facilitator and about business 

advisory services. Furthermore, workshop designs in the field of BMI are reviewed. 

In chapter 3, the methodology used is discussed. The thesis is a qualitative study based on interpretivism 

following hermeneutic principles. Data is collected through interviews with facilitators experienced in 

BMI, and through observations of facilitated workshops as well as feedback from workshop participants. 

For the analysis of the collected data, a method making use of open coding and axial coding (Gioia, Corley 

and Hamilton, 2013) and narrative inquiry is used. Moreover, means of validation and research ethics 

are discussed in the methodology chapter. 

In chapter 4, the empirical findings from the interviews and the observed facilitated workshops are 

presented. Five facilitation themes of the work of the facilitator are identified and the observed 

workshops are described in a narrative style. 

In chapter 5, the empirical findings and the theoretical framework are compared and discussed. A special 

focus is put on the work packages and challenges that were identified in the theoretical framework. 

Furthermore, a model for the work of the facilitator in the BMI process is presented.  

In the conclusion chapter, a summary of the findings is made, and practical implications are discussed. 

The thesis ends with pointing out limitations and suggestions for future research. 
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2. Theoretical framework 

In this chapter, the results of a literature review about BMI processes, group facilitation and workshops 

related to BMI are presented. Work packages in the innovation process and challenges are presented. 

Characteristics of the facilitator and workshops relevant for business model innovation are discussed. 

 

As this study aims to explore the role of the facilitator in the BMI process, the literature in the areas of 

BMI processes and group facilitation is explored. The literature review consists of two parts. In the first 

part, different types of BMI process models and work packages are identified. Additionally, challenges in 

the BMI process are discussed. In the second part, the field of facilitation and workshops in BMI are 

explored.   

 First part of literature review: business model innovation processes 

The purpose of this section is to find central themes for tasks during which the facilitator can support by 

building a deeper understanding of the activities and outcomes foreseen in the BMI process. These 

activities and outcomes are viewed as areas which may pose possibilities for the facilitator to contribute. 

Existing business model conceptualization frameworks such as the business model canvas have been 

discussed critically for being very descriptive yet lacking process dynamics (Chesbrough, 2011; Jensen 

and Sund, 2017). By looking at various process models for BMI proposed in the literature I aim to shed 

more light on these process dynamics and the activities included. 

Whereas some scholars argue that the BMI process is structured and rigid, others claim that it is 

organically flexible (Günzel and Holm, 2013). Although presented differently, I consider the different 

interpretations of the BMI process as pieces allowing for a larger understanding. By examining and 

comparing different studies regarding the BMI process, this review counteracts the undesirable trend of 

business model  literature ‘developing largely in silos’ (Zott, Amit and Massa, 2011, p. 1019).  

2.1.1. Rigid process models of business model innovation  

In this section several process models found in the literature which may be classified as structured and 

rigid will be presented. These process models present the BMI process in a way similar to Cooper’s stage-

gate model (2008), in that they are linear and one phase or stage follows another.  

Antikainen et al. (2017) propose a process model for BMI with five phases and a goal at the end of each 

phase. It starts with understanding the current business model of existing companies and goes until the 

implementation through piloting. Much emphasis is put on understanding: (1) understanding the current 

business model, (2) understanding the future business environment and (3) understanding future 

customers. Subsequently (4) business opportunities are explored and then (5) implemented as a pilot. The 
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piloting, as referred to by Antikainen et al. (2017), is the experimentation with a more complex and 

detailed business model prototype. 

Jensen and Sund (2017) see three stages in the BMI process: awareness, exploration and exploitation. 

While they see all nine components of the business model (Osterwalder, Pigneur and Tucci, 2005) 

somehow presented in all of the three stages, the focus on each of the components varies depending on 

the stage. Compared to the model described by Antikainen et al. (2017), the stages have less clear-cut goals 

and appear to rather aim at increasing understanding and elaborating the components of the business 

model. The awareness stage includes sense-making of the current situation and sighting of initial 

opportunities; the exploration stage includes more detailed exploration of customer segments and 

requirements with the help of trial-and-error; and the exploitation stage has its key focus on capturing 

value. 

Sosna, Trevinyo-Rodríguez and Velamuri (2010) present a process framework which consists of an 

exploration phase marked by experimenting and trial-and-error, and an exploitation phase marked by 

scaling up und growing the designed business model (figure 3). Both the exploration phase and the 

exploitation phase are in turn made up of two stages. The exploration consists of two stages, namely 

initial business model design and test, and business model development. The exploitation consists of 

firstly, scaling up the business model through trial-and-error learning, and secondly, sustaining growth 

through organization-wide learning. The two phases exploration and exploitation are referred to as the 

development and the rollout of the business model by Sosna, Trevinyo-Rodríguez and Velamuri (2010). 

They add new insights to the previously mentioned processes through suggesting that in the exploitation 

phase a business model pilot is being ‘scaled up’ and then transitions into a phase of sustained growth. 

Furthermore, the process is rigid when considering the separate stages, which are in a linear sequence. 

However, within the stages there is flexibility marked by experimentation and trial-and-error.  

Figure 3: The business model innovation process made up of exploration and exploitation 
(Adapted from Sosna, Trevinyo-Rodríguez and Velamuri, 2010, p. 390).  
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Winterhalter et al. (2017) connect the BMI process to the parallelly running process of technology or 

product development. They pose the question of when BMI comes into play in cases of technology 

already being in development without concrete plans for its commercialization being existent. 

Depending on the progress made in the development of technology or product, they suggest three 

different types of processes: (a) Back-end process where an existing business model is changed without 

the simultaneous development of new technology or product; (b) Front-end process where technology 

or product development have been far progressed and a fitting business model needs to be found; and (c) 

Fuzzy front-end where technology or product development start from scratch parallel to the exploration 

of a potential market and the development of a business model. Figure 4 illustrates the three types. The 

wordings ‘front-end’ and ‘fuzzy front-end’ Winterhalter et al. (2017) use are potentially misleading 

because these terms are often used to describe phases of the innovation process (cf. Sanders and Stappers, 

2008; Koen, Bertels and Kleinschmidt, 2014) and not different types of process. All of the three types 

include framing, where the competitive landscape and market are assessed, idea generation where 

business model ideas are created, and finally the development of the business model. In the front-end 

process, additionally the technology is assessed and various business model alternatives are created. In 

the fuzzy front-end alternatives are not only created for business models but also alternative markets are 

considered before the framing. 

 

Figure 4: Three types of business model innovation processes based on technology progress 
(Adapted from Winterhalter et al., 2017, p. 68). 
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Winterhalter et al. (2017) discuss the triggers for generating a new BMI differ for these three types. In the 

back-end process it is to capture more value from existing businesses and may be viewed as an 

optimization; in the front-end process it is to capture more value than with the logic currently used in 

the industry; and in the fuzzy front-end process it is to enter a new market where increased value is to 

be captured.  

Similarly to Winterhalter et al. (2017), also Cortimiglia, Ghezzi and Frank (2016) see the BMI process 

interconnected with another process running in the organization. In contrast to connecting it to the 

technology or product development process (Winterhalter et al., 2017), however, they emphasize the 

interconnection with the strategy making process. Figure 5 shows the strategy making process in the 

middle and two different types of BMI processes above and below.  

As in the earlier described model by Jensen and Sund (2017), building blocks of the business model 

(Osterwalder, Pigneur and Tucci, 2005) are incorporated in the process model by Cortimiglia, Ghezzi 

and Frank (2016). The strategy making process includes external strategic analysis which refers to the 

assessment of the firm’s external environment and internal strategic analysis, which refers to the 

assessment of the firm’s internal strengths and weaknesses (ibid.). Thereafter different business model 

conceptualizations are formulated, evaluated and hence selected. Cortimiglia, Ghezzi and Frank (2016) 

put forward that the process of BMI may vary depending on whether a new business model is designed 

from scratch or whether an existing business model is developed. A major difference of the two types of 

BMI processes lies in whether it starts before or after the strategy making process. As for the new business 

 

Figure 5: Two types of business model innovation processes parallel to the strategy making 
process (own illustration based on findings of Cortimiglia, Ghezzi and Frank, 2016). 



 

 

 
 

12 

model design, a draft of the value proposition and an idea of the customer segment may exist, and the 

value proposition is then developed in the phases of the strategy making process of external analysis and 

internal analysis. In contrast, for the development of an existing business model, the internal and external 

analysis phases of the strategy making process come before any work is done specifically on the business 

model.  

A circular model of the BMI process is depicted by Evans, Rana and Short (2014). Nevertheless, it is rigid 

in the way that there is a clear sequential order. The five sequential steps include (1) setting the scene, (2) 

value mapping, (3) idea generation, (4) solution selection, and (5) configuration and coordination. In step 

1, the purpose of the business is defined and potential stakeholders and drivers for sustainability are 

identified. In step 2, current, destroyed and missed values are identified. In step 3, the value proposition 

is identified or elaborated while also considering possibilities for shared value creation. In step 4, 

alternative business models are generated and selected. Lastly, in step 5, the value creation and delivery 

system, as well as the way to capture value are developed. 

Wirtz and Daiser (2018) present a generic process for BMI based on a systematic literature review. The 

seven sequential suggested steps include: (1) Analysis, (2) ideation, (3) feasibility, (4) prototyping, (5) 

decision-making, (6) implementation, (7) sustainability. They suggest the analysis to include both analysis 

of the company internally and its current business model, as well as external analysis of the business 

landscape outside of the company’s boundaries. In the ideation phase, creativity techniques can be used 

but also ideas can be derived from earlier identified threats (Wirtz and Daiser, 2018). In the process step 

feasibility, the practicability of the potential business model is evaluated. Followingly, a prototype is 

created and selected in the decision-making step. The business model is then implemented which has a 

‘strong project and change management character at the beginning’ (Wirtz and Daiser, 2018, p. 51) and 

therefore a clear project plan and forming a team for the realization is suggested (ibid.). Lastly, to ensure 

sustainability, the business model needs to be protected from imitation and organization knowledge 

transfer should be aimed for (ibid.). Although presenting a generic linear model for the BMI process based 

on their findings from the literature, Wirtz and Daiser (2018) question whether the process in reality 

might rather be iterative and cyclical. 

In summary, one can see that the rigid process models of BMI presented above show similarities in that 

they include sequential phases or stages.  The building blocks of the business model canvas are part in 

several of the above-presented process models (cf. Cortimiglia, Ghezzi and Frank, 2016; Jensen and Sund, 

2017). An understanding of these building blocks may thus be helpful for a facilitator who wants to 

contribute to the BMI process. It could also be seen, that there are different views regarding the 

implementation phase. Whereas several of the process models only reach until the implementation and 
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do not provide in-depth information how this would be done, the model by Sosna, Trevinyo-Rodríguez 

and Velamuri (2010) also considers the rollout including scaling up and sustaining growth of the business 

model. Understanding ideation & development on the one hand and implementation on the other hand 

as major parts may be beneficial for the facilitator in identifying where he or she can assist. Additionally, 

different competencies might be required for each the ideation and the development of the business 

model. It could also be seen that the suitability of type of BMI process might depend on other existing 

processes in the organization. A process may be suitable depending on the strategy (Cortimiglia, Ghezzi 

and Frank, 2016), or the underlying intention of creating the business model and how far the 

development of product and technology have progressed (Winterhalter et al., 2017). Being aware of the 

availability of different process model may give the facilitator options to choose from for the particular 

case. 

2.1.2. Organically flexible process models of business model innovation   

Organically flexible process models depict the BMI process as non-linear which cannot be captured in 

determinable steps. The business model is created based on a design attitude (Günzel and Holm, 2013).   

The process model created by Frankenberger et al. (2013) shown in figure 6 delineates the BMI process 

as being made up of two main parts, the design part and the realization part. The two parts are however 

not rigid and separated from each other but connected through iteration. Whereas the design part 

consists of the three sub-building blocks initiation, ideation and integration, the realization part includes 

only one – implementation. Iterations are also made to ensure an external fit between initiation and 

ideation on the one hand, and an internal fit between ideation and integration. 
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Figure 6: The 4-I-Framework includes a design part and a realization part  
(Adapted from Frankenberger et al., 2013, p. 16) 

Based on the findings of Günzel and Holm (2013), the development of the key components of a business 

model may follow different types of processes. According to Günzel and Holm (2013), the key 

components are value proposition, value delivery, value capturing and value creation. The value 

proposition can follow an evolving process, marked by reacting to the environment with small iterations. 

The value delivery component may require a trial-and-error approach and the value capturing 

component may require a selectionist approach where various ideas are generated yet only the most 

suitable ones are picked. For the value creation component, the findings of Günzel and Holm (2013) 

suggest the use of a linear process approach. They base this conclusion on value creation being the 

operational work which follows the outcomes regarding value proposition, value capturing and value 

delivery. In summary, the trial-and-error and the selectionist approaches likely involve higher degrees of 

uncertainty than the evolving and the linear approach (Sperry and Jetter, 2009). It should be pointed out 

that in the study of Günzel and Holm (2013) the focus was on an existing industry and a business model 

that was adapted. Based on the process models from Winterhalter et al. (2017) and Cortimiglia, Ghezzi 

and Frank (2016) which showed that processes may differ depending on whether a business model is 

adapted or newly designed, one may raise the question if also the nature of the sub-processes could be 

different when designing a new business model from scratch. 

The Cambridge BMI process model by Geissdoerfer, Savaget and Evans (2017) combines the process 

models presented by Evans, Rana and Short (2014) and Schallmo and Brecht (2013). It consists of the 

three main phases concept design, detail design and implementation. Each of the main phases is made up 

of two or three process steps. Geissdoerfer, Savaget and Evans emphasize its circular and iterative nature 

as shown in figure 7.  
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Figure 7: The Cambridge BMI process model (Adapted from Geissdoerfer, Savaget and Evans, 
2017, p. 268). 

The organically flexible models presented above embrace simultaneous work on different parts of the 

process and connect them through iterations. They include more uncertainty, yet also more flexibility. 

Viewing BMI as being organically flexible (Günzel and Holm, 2013) closely ties in with the design 

attitude, which involves iterations, experimentation, and switching between diverging and converging 

thinking (Brenner, Uebernickel and Abrell, 2016). This way of working may require an open mindset and 

the willingness to let go of control to some extent. In contrast, seeing the BMI as a rigid, structured 

process, creates an image of more control and decreased uncertainty. However, this lacks the playfulness 

or the possibility to have a ‘conversation with the situation’ which is essential to the field of Design 

(Schön, 1984).  

2.1.3. Work packages identified from business model innovation processes 

In this section, the type of work which needs to be done in the process of BMI are presented as work 

packages. The aim is here to identify themes, where the facilitator may support. Based on the reviewed 

models for the BMI process, eight work packages could be identified. However, these work packages are 

not specifically for the facilitator. They are work packages for the team members involved in BMI in 

general. Nevertheless, knowing which general work packages exist in the overall process may lay a 

foundation to understanding for which of these the facilitator can provide support. The work packages 

play therefore an important role in this thesis and the theory presented in this section will be compared 

to the empirical findings later in this paper. 

In this paper, work packages are defined as a summary of tasks of a similar theme. The work packages 

identified from the reviewed BMI process models include (1) creating vision and/or purpose of the 

business model, (2) conducting internal analysis & considering existing partnerships, (3) conducting 

external analysis, (4) developing options through ideation, (5) prototyping and conceptualizing business 

models, (6) evaluating, selecting and integrating business models, (7) validating business models, and (8) 

operationalizing business models. It needs to be emphasized that these work packages must not be 

understood as an attempt to create a new process model for BMI. Rather they shall be seen as clusters of 

particular types of tasks which are not necessarily bound to particular phases in the BMI processes (e.g. 

(3) external analysis may need to be done for initial screening in a very early phase and also at a later 

point, when a prototype is tested in the market).  

Various authors mention the relevance of creating a vision and/or purpose of the business model as a part of 

the process (Schallmo and Brecht, 2013; Evans, Rana and Short, 2014; Geissdoerfer, Savaget and Evans, 
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2017). Other authors suggest a connection to vision and purpose through the connection of the BMI 

process to the strategy making process (Cortimiglia, Ghezzi and Frank, 2016; Winterhalter et al., 2017).  

The internal analysis and consideration of existing partnerships may also include several sub-tasks to be 

achieved. Existing partnerships are included here because they are already an apparent part of the 

company’s business model and likely some experience or learnings have been internalized by the 

company. While Frankenberger et al. (2013) specifically point to involving partners and ensuring their 

support, Günzel and Holm (2013) emphasize more to include partnerships and combine them with the 

firm’s own resources.  Moreover, current key activities need to be identified (Cortimiglia, Ghezzi and 

Frank, 2016), as well as customer segments (Jensen and Sund, 2017).   

The external analysis, on the other hand, includes the ecosystem the firm is embedded in, and also contains 

players the firm may not cooperate with yet as well various change drivers (Frankenberger et al., 2013; 

Evans, Rana and Short, 2014). In the same context, Winterhalter et al. (2017) refer to a framing analysis 

through which an in-depth picture of the market situation is created, while also identifying existing 

business models on the market and analyzing value chains. Depending on the situation of the company, 

it may also be necessary to gather, process and consolidate information of different market alternatives 

(ibid.). The external analysis may also include trends, be they related to technology, generic business 

models or society (Geissdoerfer, Savaget and Evans, 2017). Value mapping may also be viewed as a crucial 

part of the external analysis (Evans, Rana and Short, 2014; Geissdoerfer, Savaget and Evans, 2017). Value 

mapping might be seen as a possibility to what Antikainen et. al (2017) view as another relevant part of 

the external analysis: to understand the future business environment and future customers. The external 

analysis may further raise awareness of a need to change, and lead to unlearning and new learning (Jensen 

and Sund, 2017).  

Another work package identified is ideation. To create business models, ideas going beyond services and 

products are needed (Frankenberger et al., 2013). Ideas may be about value proposition, channels, key 

activities, key partnerships and cost structure (Jensen and Sund, 2017), and be starting points for a 

possible business model (Schallmo and Brecht, 2013). In some cases, ideas can lead to multiple business 

models which are prototyped and conceptualized (Günzel and Holm, 2013; Winterhalter et al., 2017).  

The creation of business model conceptualizations and prototypes may be seen as a work package as well. While 

the business model conceptualization is a rather rough idea of the business model, the business prototype 

is more detailed and advanced (Geissdoerfer, Savaget and Evans, 2017). Dimensions of the business 

model which may be included for both conceptualization and prototype could be ‘Who?’, ‘What?’, ‘How?’ 

and ‘Why?’ referring to actors involved, value offered, activities involved, and value captured 

(Frankenberger et al., 2013). While some authors recommend creating business scenarios (e.g. Antikainen 
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et al., 2017) others view it to be sufficient to start with an initial value proposition and/or customer 

segment, i.e. when designing a new business model as opposed to altering an existing one (Cortimiglia, 

Ghezzi and Frank, 2016). 

A business model prototype or conceptualization allows for validation of the business model, which may also 

be seen as a work package. The validation may be done through pre-planned experiments or trial-and-

error. Using experiments for validation requires the identification of key variables and the design, 

conduction and analysis of the experiment (Geissdoerfer, Savaget and Evans, 2017). Alternatively, 

iterations can be made based on trial-and-error in order to find a functioning business model (Sosna, 

Trevinyo-Rodríguez and Velamuri, 2010; Frankenberger et al., 2013). The validation may be done in very 

early phases, but can also be done with a more advanced pilot (Geissdoerfer, Savaget and Evans, 2017). 

Further validation may be required after the mature business model has been expanded (Schallmo and 

Brecht, 2013; Evans, Rana and Short, 2014). 

BMI also requires evaluation, selection and integration. Ideas may be evaluated, selected and integrated to 

conceptualizations of business model (Geissdoerfer, Savaget and Evans, 2017). For this, insights from 

internal and external analysis and therefrom derived potential opportunities for value creation may be 

relevant (Evans, Rana and Short, 2014). Furthermore, newly gained knowledge from previous phases of 

the BMI should be combined with existing knowledge (Sosna, Trevinyo-Rodríguez and Velamuri, 2010). 

Organizations should also be integrating learnings from previous experience, from other firms and 

learning in the situation, thereby allowing the creation of complex and detailed cognitive maps (ibid.). 

Frankenberger et al. (2013) recommend to strive for an external fit with the ecosystem and the new 

business model, while also ensuring an internal fit between ideation and developing the business model.  

The work package of operationalization is about turning plans and conceptualizations into a running 

business. This may require the consideration of the firm’s existing routines, processes and culture (Sosna, 

Trevinyo-Rodríguez and Velamuri, 2010). Internal resistance may arise and has to be overcome 

(Frankenberger et al., 2013). It also requires detailing the components value proposition, value delivery 

and value capturing (Cortimiglia, Ghezzi and Frank, 2016). Key activities must not only be planned but 

also be running and followed up by cost optimization and improved value proposition (Günzel and Holm, 

2013). Operationalization can also be viewed in a wider perspective, referring to the exploitation of the 

new business model and the included key resources, customers segments, customer relationships, 

revenue streams, key activities and partnerships (Jensen and Sund, 2017). 

2.1.4. Challenges in the business model innovation process  

The literature shows different challenges which need to be overcome in the BMI process. Asides from 

the work packages and outcomes which need to be achieved and to which facilitators may contribute in 
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the process, facilitators may also contribute by helping their partners to overcome challenges companies 

may face in the BMI process. A connection to the challenges will be made to the empirical findings later 

in this paper in an attempt to identify ways of how the facilitator may be able to help to overcome them. 

Frankenberger et al. (2013) see a challenge understanding the actual needs of other actors in the 

ecosystem. This connects with another challenge – the tendency to skip validation: ‘There is a strong bias 

in effectuation for action over analysis …[where] there is insufficient data … firms do not study the 

market - they enact it’ (Chesbrough, 2010, p. 361). In addition, firms may struggle in seeing change drivers 

such as technology advancements and regulatory changes (Frankenberger et al., 2013). They also see a 

challenge in overcoming the current business logic and thinking-out-of-the box such as by challenging 

industry laws (ibid.). Connected to the incapacity to think out of the box may also result in taking a too 

narrow of a view assuming that all key activities can be performed within the boundaries of the 

innovating firm (Cortimiglia, Ghezzi and Frank, 2016). Particularly established firms tend to be lured by 

conservative solutions which have worked in the past (Chesbrough, 2010).  Frankenberger et al. (2013) 

identify a challenge in finding suitable methods for ideating on business models. Moreover, they point to 

the challenge of aligning the individual building blocks of the business model. Companies may also face 

internal resistance from different areas of the organization when working on a new business model 

(Sosna, Trevinyo-Rodríguez and Velamuri, 2010; Frankenberger et al., 2013). For the phase after a 

business model has been implemented, Frankenberger et al. (2013) highlight the challenge in keeping up 

with making adjustments based on trial and error. According to Winterhalter et al. (2017), there are two 

fundamental questions which challenge firms. The first one is about finding the right time when a BMI 

project should be initiated, and the other one is about figuring out who should be responsible to drive the 

BMI. Furthermore, if a business model is to be created based on technology that has been developed to 

some extent or is existing, the team working on the business model needs become familiar with the 

technology (Winterhalter et al., 2017). The scholars also point to great uncertainty which needs to be 

overcome, especially when considering new markets and starting the development of breakthrough 

technology. The findings of Sosna, Trevinyo-Rodríguez and Velamuri (2010) point to challenges which 

may arise in the demanding phase engaging in trial-and-error learning. A high level of resilience and 

willingness to proceed needs to be present despite suffering from setbacks when results do not turn out 

as hoped for (ibid.). Cortimiglia, Ghezzi and Frank (2016) note the challenge of making a good estimation 

of the cost structure of the business model. 

2.1.5. The creation of value and the use of systemic thinking in business model innovation 

When creating a business model, it is important to be able to see it as a system made up of several parts 

needed to create value (Den Ouden, 2011; Foss and Saebi, 2017). Zott and Amit (2010) describe the 

business model itself as an activity system and argue that taking a systemic view encourages holistic 
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thinking as opposed to making isolated choices. When innovating a business model, it ‘must be evaluated 

against the current state of the business ecosystem, and also against how it might evolve’ (Teece, 2010, p. 

189). Taking a wider perspective that sees the firm and its stakeholders as parts of one boundary-

spanning system was found to be useful for BMI by Bocken, Rana and Short (2015). They emphasize the 

need to identify value captured, missed, destroyed and to discover additional opportunities through the 

system. When acknowledging complexity of a system, one may not be tempted to oversimplify the 

situation. Complexity occurs when ‘a number of parts interact in a nonsimple way’ and ‘the whole is more 

than the sum of its parts’ (Simon, 1962, p. 468). Viewing the business model as a system and modelling it 

with problem structuring methods may be particularly helpful when attempting to understand the 

complex situation the company finds itself in (Hindle, 2011). Taking the viewpoint of the company being 

embedded in a complex system, may encourage to see the company as a sub-system of a larger ecosystem 

in which value can be created (Den Ouden, 2011). In order to develop transformational innovations, Den 

Ouden (2011) suggests embracing all actors in a value network and ensuring that all of them have at least 

slightly more value flowing back to them than their incurred costs. The business model can therefore be 

viewed as a boundary-spanning concept which shows how the organization interacts with the other 

actors of the ecosystem it is embedded in (Frankenberger et al., 2013). As pointed out by Midgley and 

Lindhult (2019), the systems idea can also serve as a tool in the innovation process, enabling its adopters 

to question ‘perspectives, boundaries, elements (e.g., participants and resources), relationships and 

anticipated emergent properties’ (p. 10). 

 Second part of literature review: Facilitation   

The purpose of this section is to build a deeper understanding of facilitation. First, the terminology of 

facilitation and facilitator will be discussed. Moreover, the connection between facilitation and 

leadership will be explored, and recommended characteristics and skills will be pointed out.  

2.2.1. Terminology: facilitation and facilitator 

Facilitation has its roots in professions focusing on helping others such as teaching, counseling, social 

work or development work (Zimmerman and Evans, 1992). The term facilitation is derived from the 

Latin word ‘facilis’ which means ‘to make easy to do’ (Barnhart, 1988). In daily speech as well as in the 

literature, however, there is a variety of definitions of what facilitation includes (Pierce, Cheesebrow and 

Braun, 2000). Kiser (1998) describes facilitation as a purposeful, systematic intervention into the actions 

of an individual or group that results in an enhanced, ongoing capability to meet desired objectives. She 

further highlights the point in facilitation of changing people’s behaviors in a way that helps them get 

unstuck and overcome barriers by helping them to ‘understand the real problem, challenging their 

assumptions, aiding them in identifying new solutions, and ensuring their commitment to 

implementation’ (Kiser, 1998, p. 11). A connection of facilitation and innovation can be found in the work 
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of Peschl and Fundneider (2008). They propose a facilitating framework which allows for the generation 

of new knowledge and innovation. They emphasize the need of enabling, arguing that following rules in 

a formal system will not yield something that is really new. Instead, doing so ‘just makes explicit what is 

implicitly given in this set of rules’ (Peschl and Fundneider, 2008, p. 352). Innovation therefore requires 

control and mechanistic thinking to be given up (ibid.). They name physical and non-physical 

dimensions, which must not be seen separately but as parts constituting the holistic faciliting framework. 

Table 2 gives an overview of the dimensions of the facilitating framework. 

Table 2: The dimensions of the facilitating framework (Adapted from Peschl and Fundneider, 2008). 

Dimension of the 
facilitating framework 

Description of the 
dimension 

Examples  

1. Architectural and 
physical space 

The physical space in which 

knowledge creation happens 

Offices, houses, spaces for 

knowledge work, etc. 
2. Social, cultural and 
organizational space 

The social process in which 

knowledge creation is embedded 

Trust, openness, etc. 

3. Cognitive space The origin of new knowledge 

creation 

Individual brains, cognitive 

processes, etc. 
4. Emotional space The emotional state in which 

cognition is placed 

Feeling well, stepping out of 

the comfort zone, etc.  
5. Epistemological space The sum of genres of knowledge 

processes 

Observation, ideation, intuitive 

reasoning, prototyping, etc. 

6. Technological and virtual 
space 

The technological environment in 

which innovation processes are 

embedded 

Low-tech tools, e.g. 

whiteboards, post-its, high-

tech tools, visualization tools, 

etc. 

Not only the term ‘facilitation’ but also ‘facilitator’ is used in different ways. In recent literature one may 

find the term ‘facilitator’ referring to a factor that helps to achieve a desired outcome (e.g. Tricarico and 

Geissler, 2017; Spagnolo et al., 2018). In this thesis, however, the facilitator refers to the person assuming 

a facilitating role. This role serves the function of assisting a person or group to create a desired scenario 

that is different from the current state (Kiser, 1998). Kiser (1998) metaphorically speaks about a wall that 

a group encounters. It is the facilitator’s role to help them find new ways over, under, around, or through 

that wall. The term ‘faciliator’ can refer to a profession on its own but also as a sub-discipline of another 

profession (Pierce, Cheesebrow and Braun, 2000). For example, Key et al. (1998) include the facilitator as 

one of the sub-disciplines of the consultant next to the expert and educator sub-disciplines. Conversely, 

Keenan and Braxton-Brown (1991) see the facilitator role being made up of various dimensions including 
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coach, critic, counselor and consultant. As stated by Schwarz (2017), a facilitator is a person making use 

of facilitation skills with the purpose of improving a group’s functioning by improving processes and 

structures. Schwarz (2017) also refers to facilitative roles, which are similar to the role of the facilitator 

but with special nuances. The facilitative roles additional to the purely facilitative role are the facilitative 

consultant role, the facilitative coach role, the facilitative trainer role, and the facilitative mediator role. 

An overview of the facilitative roles proposed by Schwarz (2017) is shown in the table below. 

Table 3: Different facilitative roles as described by Schwarz (2017) 

Facilitative role Description  

Purely facilitative role Improving a group’s functioning by improving processes/structures 

Facilitative consultant role Helping to make informed decisions based on expertise 

Facilitative coach role Enabling to reflect on behavior, mindset and to achieve goals 

Facilitative trainer role Sharing knowledge about his or her practice 

Facilitative mediator role Resolving conflict or dispute between two or more people 

Facilitative leader role Using facilitative skills while sharing own view about the issue 

Schwarz (2017) makes a distinction between basic and developmental facilitation, which applies to all the 

outlined facilitative roles above. ‘In the basic type, you’re giving a person a fish; in the developmental 

type, you’re teaching a person to fish’ (Schwarz, 2017, p. 23).  

Depending on the case at hand, the person making use of facilitative skills may adopt the facilitative role 

most appropriate, or a combination of various roles (Schwarz, 2017). Recent literature has portrayed the 

role of the facilitator as often far-reaching (Schwarz, 2017; Johnsson, 2018), yet it is unclear which 

facilitative role(s) would be the most appropriate for the facilitator in BMI.  

Already Pierce, Cheesebrow and Braun (2000) emphasized the importance of the role of the facilitator to 

support participatory processes in organizations to tackle operational and relational issues, as well as to 

generate innovations. This points to the relevance of group facilitation in which the facilitator ‘intervenes 

to help a group improve the way it identifies and solves problems and makes decisions’ (Schwarz, 1994, 

p. 4). The following section will look at facilitation in workshops and therewith associated skills and 

characteristics. 

2.2.2. Skills and characteristics needed by facilitators in workshops 

A literature search was conducted, focusing on articles about facilitation in workshops in innovation and 

design, and themes including problem solving, decision making, and analysis. The Scopus database was 

used, and the search results were limited to business as subject area. Understanding the skills and 
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characteristics of the facilitator in workshops may serve as a basis for comparison of the skills and 

characteristics needed by the particular case of the BMI facilitator, for which empirical data will be 

gathered.  

Various authors write about the importance of the facilitator being able to create a suitable atmosphere 

and mindset. This may include an atmosphere where participants can be relationally engaged (Cross, 

Morris and Gore, 2002; Möllering, 2006) and a safe environment where it is possible to speak openly 

(Settle-Murphy and Thornton, 2001). Furthermore, the facilitator may enable the participants to broaden 

their perspectives and thus allow for new framings of the problem at hand (Midgley et al., 2013; Lindhult 

and Nygren, 2018). Different ways are suggested to engage participants. Bell and Morse (2013) suggest 

that the facilitator may motivate the participants to ensure participation. Higher engagement may also 

be achieved by promoting understanding and shared responsibility amongst participants (Kaner and 

Lind, 2007). In some cases, also an intervention may be needed to respond to power imbalances in a group 

(Tavella, 2018). Next to group roles and diversity, the facilitator should also pay attention to choose a 

suitable group size for the task at hand (Gregory and Romm, 2001). Facilitation also tends to be a 

balancing act sometimes. The facilitator needs to maintain a balance between managing relationships 

between people, tasks, and technology (Bostrom, Anson and Clawson, 1993). But also regarding 

technology and tools themselves, the facilitator needs to ensure that models do not become overly 

abstract and complex. This may be achieved by balancing between models and stories (Sandker et al., 

2010). Facilitators are also advised to proceed sensitively. This may refer to acting carefully regarding 

contributing to discussion content (Phillips and Phillips, 1993; Kerr et al., 2013). By contributing to the 

discussion content, the distinction between facilitator and participant may become blurred (Rasmussen, 

2003). Then the facilitator runs the risk of losing the neutrality which in turn may make the work with 

the other fractions difficult (ibid.). Being able to speaking the language of the organization or using the 

right jargon can also be helpful to better connect with the group (Eden, 1992). In addition, the facilitator 

may keep up effectivity by keeping the group task-oriented (Phillips and Phillips, 1993; Ackermann, 

1996) and by managing the time (Ackermann, 1996). The facilitator also guides the group through the 

processes of introduction, exploration, development, conclusion (Ackermann, 1996). In order to make 

the participants feel more at ease, Ackermann (1996) recommends to give an overview of a facilitated 

session and to allow participants to point out if something is not addressed. The facilitator also assists in 

problem-solving not only by introducing methods to structure problems but also by offering ways of 

how the group can work together (Bell and Morse, 2013). The facilitator may also assist with the 

documentation of content from participants discussions (Tavella, 2018), which may enable to continue 

the work at later point and share findings with other people. Tavella and Franco (2015) propose that 

facilitators need to be able to react to the particular situation and context. The scholars underline the 
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need to be able to adopt different behaviors such as inviting, clarifying, proposing, building, deploying 

authority and affirming. Looking at the literature, it becomes clear that there is a long list of skills and 

characteristics which are recommendable for facilitators. Unfortunately, however, it seems unlikely that 

one person can combine all of the above skills and characteristics. In an attempt to make it easier to 

understand what skills and characteristics are needed, Rasmussen (2003) offers a model with four core 

capabilities of facilitation. These include the physical level, the intellectual level, the emotional level, and 

the synergistic level. Table 4 gives an overview of the four core capabilities. 

 

Table 4: The four core capabilities needed by facilitators according to Rasmussen (2003). 

Core capability of the facilitator Description 

Physical level Awareness about physical environment where the 

facilitation takes place. E.g. a place away from the 

office. 
Intellectual level  Capability to establish ground rules, achieve shared 

understanding, proficiently use tools and methods, 

reflect critically, guide process. 
Emotional level Capability to handle own feelings and those of 

participants. Capability to see the current situation as 

unique and avoid impulsive reactions based on 

experiences. 
Synergistic level Capability to synthesize and make sense of the inputs 

from the participants’ work and discussions, enabling 

a result larger than the sum of its parts. 

 

2.2.3. Facilitation and leadership  

The literature shows a connection between being a facilitator and being a leader (Holmes, 2004; Wallo, 

2008). Seemingly paradoxically, Doyle and Straus (1982) suggest that the facilitator should be a servant. 

This servant suggests methods and procedures, and helps the group to ‘focus its energies on the task’ 

(Doyle and Straus, 1982, p. 85). The views of the facilitator being a leader and a servant can be combined 

in the theory of servant leadership (Greenleaf, 1977). Servant leadership aims at empowering and 

developing people in a way that is both humble and authentic, includes interpersonal acceptance and 

stewardship, and provides direction, while also taking into account the people’s well-being (van 

Dierendonck, 2011). In servant leadership, the focus moves away from exerting influence to being 
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oriented on service in the relationship between the leader and the follower (ibid.). Being a servant leader 

is about creating opportunities for followers (Avolio and Gardner, 2005). The creation of opportunities 

may be connected to facilitation, as suggested by Tavella and France (2015), who see the role of facilitated 

modelling workshops ‘to create opportunities for reconceptualization and new knowledge creation via 

conceptual combinations, expansions and reframing.’ However, the differences between these 

opportunities are that the ones described in servant leadership are opportunities for development of the 

followers (Luthans and Avolio, 2003) and the opportunities from facilitated modelling  are about a given 

task or development of the organization (Tavella and Franco, 2015). These ways of enabling 

opportunities may be more closely connected  to intellectual stimulation and individual consideration, 

which are components of another leadership theory: transformational leadership (Bass, 1996). Compared 

to servant leadership, transformational leadership is less about valuing individuals on an emotional level, 

learning from others and enabling personal growth (Smith, Montagno and Kuzmenko, 2004). 

Transformational leadership emphasizes the development of the organization to a larger extent than 

servant leadership (ibid.). Nevertheless, Smith, Montagno and Kuzmenko (2004) suggest many 

similarities of servant leadership and transformational leadership, i.e. encouragement and affirmation, 

the importance of strong interpersonal relationships, facilitating a shared vision, empowerment and 

providing opportunities to grow. Another type of leadership associated with facilitation may be found in 

creative leadership (Rickards and Moger, 2000). In creative leadership, benign structures are established, 

which are ‘structures that enhance individual or team activities’ (Rickards and Moger, 2000, p. 276) and 

include the introduction of techniques or tools used. 

 The use of facilitation in business model innovation  

This section looks at how facilitation may be used in the particular case of business model innovation by 

combining existing knowledge about business advisory and innovation facilitation, as well as studying 

workshop designs used in business model innovation. The works of Johnsson (2018) and Lindhult and 

Höglund (2011) shed some light on how facilitation may be used in the overall BMI process. In addition, 

BMI related workshop designs presented in the literature will be discussed in this section to get more 

specific information on the facilitator’s work in workshops.  

2.3.1. Combining business counseling and innovation facilitation 

Johnsson (2018) identified four areas of competences needed by the innovation facilitator in the 

innovation process. However, the model is for innovation in general and not about BMI in particular. 

The table below gives an overview of these areas of competences. 
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Table 5: The innovation facilitator’s areas of competences (based on findings of Johnsson, 2018). 

Areas of competences of the 
facilitator 

Description 

Innovation team creation process Creation of the team and kick-off 

Innovation team model Education and advice on team emergence processes 

Innovation process Education and advice in activities to consider and to 

plan for 

Innovation work Pointing out factors enabling the team to conduct the 

innovation work 

In his research, Johnsson (2018) also concluded three enablers of the facilitator to handle these areas of 

competences as shown in figure 8. The enablers are (1) innovation knowledge, which is theoretical 

knowledge about how to conduct facilitation work; (2) knowledge management, which is the 

transformation of innovation knowledge into advice; and (3) knowledge transfer, which is the transfer 

of the facilitator’s own innovation knowledge and knowledge management to the innovation team. 

 

 

Figure 8: Enablers of the innovation facilitator to handle areas of competences  
(own illustration based on findings of Johnsson, 2018). 

Lindhult and Höglund (2011) discuss advisory services for entrepreneurs starting companies, however 

do not put a focus on BMI in particular. In their 3P framework, Lindhult and Höglund (2011) lay out that 

support may be needed regarding (1) the product to be created, (2) the process of setting up the business 

or innovation, and (3) the person’s development and empowerment. Figure 9 illustrates the 3P 

framework. Lindhult and Höglund (2011) put forward that the ‘question is not whether the advice should 
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be offered, but what it should contain in order to be effective’ (p. 358), referencing a study on state-funded 

advisory services for entrepreneurs in early stages in Sweden. 

 

Figure 9: The 3P framework displays areas supported by entrepreneur advisory 
(Own figure based on the findings of Lindhult and Höglund 2011). 

Acknowledging that advisory services may contribute to the entrepreneurial process by conveying 

knowledge, they also highlight the need of a facilitative role to enable innovation. Moreover, they point 

to the importance of also considering the business model. It needs to be said, however, that their analysis 

takes a wider perspective, namely business development in general and not only focuses on the specific 

part of BMI. 

2.3.2. Workshop designs for the work with BMI 

The basis for this part of the literature review was a search on the Scopus database combining the 

keywords ‘workshop’ and ‘business model.’ The results were limited to the subject business. The 

literature shows various workshop designs for the work with BMI. Themes which could be identified in 
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these workshops include vision creation, value mapping, ideation and prototyping, reflection and 

discussion, experiment design, and planning of next actions. Moreover, taking a network perspective or 

systems thinking approach was encouraged.  

In their toolkit called the Business Model Navigator, Gutbrod, Münch and Tichy (2018) present a 

sequence of workshops which includes several steps: (1) to create a vision and (2) an initial business model 

conceptualization, and (3) to design an experiment to validate it. Then the actual experiment is to be 

conducted outside of a workshop setting. The facilitator assists the group to identify assumptions made 

in the initial business model conceptualization. From this foundation and additional support by the 

facilitator, the group can identify risks and design experiments. Furthermore, Gutbrod, Münch and Tichy 

(2018) place importance on an introduction of the topic, principles, the purpose of the workshops and 

illustrations by real examples. As several workshops are required in the process, the facilitator also 

documents and connects the sessions by printing out previous findings. If the group size exceeds five 

people, the facilitator forms groups, which preferably consist of teams from mixed backgrounds. 

Another workshop design in the context of BMI is presented by Hoveskog et al. (2018) and is targeted at 

university students. The facilitator is involved prior, during and after the workshop: prior to the 

workshop participants are invited and instructions and guiding questions are distributed. During the 

workshop, the facilitator splits the participants in smaller groups, and the participants ideate and present 

their findings based on the so-called Flourishing Business Canvas. The latter may be viewed as a further 

developed Business Model Canvas which includes economical, societal and environmental aspects 

(Hoveskog et al., 2018). After the workshop, the facilitator evaluates the created conceptualizations 

together with an expert, such as a company representative (ibid.).  

Geissdoerfer, Bocken and Hutink (2016) propose a workshop design for value ideation, arguing that it is 

that value proposition which is the key leverage point when creating new business models. They 

recommend to use the value mapping tool created by Bocken (2013) to identify various stakeholders in 

the ecosystem, map the current value situation, and to generate new ideas for future value opportunities. 

Here, the facilitator is involved in intiating discussions. For this to work well the facilitator needs to have 

an understanding of the groups general familiarity of value networks, and react by providing additional 

information if needed (Bocken et al., 2013).  Moreover, pre-defined questions may be used to guide 

discussions (ibid.). Followingly, value opportunities are evaluated and selected using an impact vs. 

feasibility matrix. Geissdoerfer, Bocken and Hutink (2016) then recommend to create prototypes of the 

selected value proposition. For the prototyping, tangible business modelling may be used (Buur, 2018). 

Buur (2018) suggests using tangible materials to model value networks or customer relationships. For 

this, metal pieces like screws, bolts, nuts etc. or a wooden model train may be used. These unconventional 
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ways of mapping out the current or future situation not only offers the facilitator a way to get to know 

the participants and help to break the ice, they equally benefit to the understanding of the situation by 

achieving more depth in the discussion (Buur, 2018). Tangible business modelling may be seen as a way 

for reflective conversation with materials (Schön, 1984, 1993) and allow to build upon ideas as they 

emerge. According to Schön (1993, p. 56), a designer ‘makes an initial appreciation of a situation, moves 

in relation to it, receives the situations back-talk, and moves again.’ 

A common difficulty companies face when creating business models is the struggle to gain a deeper 

understanding of the ecosystem the respective company finds itself in. Design Thinking was found to be 

useful for this task (Geissdoerfer, Bocken and Hultink, 2016). The process of Design Thinking can be 

understood as consisting of diverging and converging phases (Brenner, Uebernickel and Abrell, 2016). In 

the diverging phase, data, ideas and inspirations are accumulated. In the converging phase they are 

narrowed down and consolidated. Problem structuring methods may be used for diverging and 

converging. For diverging, they provide guidance for the collection of data and information of different 

kinds. They can also be helpful for mapping the situation. Problem structuring methods provide a 

structure to display and make sense of collected content, which in turn can be beneficial for the analysis 

in the converging phase. A particular approach within problem structuring methods is soft systems 

methodology (Mingers, Liu and Meng, 2009). Soft systems methodology combines a systemic and a 

structured view and can be used to evaluate the performance of an organization (ibid.). Hindle (2011) 

proposes three stages when using it in a workshop setting:  

• Stage 1: Situation Mapping 

• Stage 2: Systems Modeling  

• Stage 3: Action Planning 

In the first stage rich picturing is used, where participants are encouraged to freehand draw on a 

whiteboard representing the situation with the goal of including main elements. These may be the 

company’s basic structure, stakeholder views, or challenges (Hindle, 2011). He emphasizes that a list of 

issues needs to be generated based on the rich picture which has been created in order to ensure accurate 

documentation of the thoughts of the participants. In the second stage, which is systems modeling, a 

range of systems models are identified. There are various options: baseline models, design models, or 

theoretical models (Hindle and Franco, 2009). The baseline model shows the current system, the design 

model allows the creation of a new design of a business, and the theoretical model expresses a theoretical 

position through a systems design (ibid.). In the third and final stage, action planning, ideas are developed 

on how the situation can be taken forward (Hindle, 2011). This requires going back to the work done in 

the previous stages (ibid.). Hindle (2011) emphasizes the objective of facilitating the participants to arrive 
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at sensible analytic outputs. The facilitator may help to summarize the generated data, as this might help 

to draw conclusions and assist the participants to plan actions and improvement strategies (Hindle and 

Franco, 2009). 
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3. Methodology 

In this chapter, the methodology used will be described. A qualitative research approach is taken. The 

methods used for collecting empirical data will be expert interviews and observations of facilitated 

workshops. The Gioia methodology and narrative inquiry will be used for the analysis of the findings. 

 

 Research strategy 
A distinction is often made between quantitative and qualitative research (Bryman, 2012). Although other 

scholars view the distinction to not be helpful or even incorrect (Layder, 1993), Bryman (2012) suggests 

that making a distinction between qualitative and quantitative research may be useful in classifying 

various methods associated with the respective approach. He argues that the two approaches have 

different epistemological and ontological underpinnings. While qualitative research often combines 

inductive and deductive approaches to create new theory, quantitative research tends to adopt a 

deductive approach to test existing theory (Bryman, 2012). In the field of Design, Cross (2006) advocates 

taking an abductive approach. Abduction starts out with an initial interpretation of a single case derived 

from empirical data or theory and then seeks to strengthen the understanding by making additional 

observations (Alvesson and Sköldberg, 2017). The focus of abduction lies on underlying patterns and it 

can therefore be related to hermeneutic philosophy (Eco, 1994). Alvesson and Sköldberg (2017) describe 

hermeneutics as an attempt to create a spiral of interpretation, through which the researcher moves to a 

deeper understanding by alternating between part and whole and also between pre-understanding and 

understanding. While the alternation between part and whole is referred to objectivist hermeneutics, the 

alternation between pre-understanding and understanding is referred to as alethic hermeneutics 

(Alvesson and Sköldberg, 2017). Hermeneutic philosophy emphasizes the interpretation of written or 

spoken words, while also pointing to the researchers need to making use of his or her imagination while 

empathizing with the speaker (ibid.). Furthermore, hermeneutics enables narrative inquiry as it allows 

for the consideration of context and holistic understanding (Patton, 2002). 

This research will be qualitative and based on hermeneutic philosophy. The research aims at creating 

new knowledge by filling the gap suggested by the nature of the research question. I consider an 

interpretivist epistemological orientation to be suitable because my work will be knowledge-building in 

a social context. I will attempt to follow a spiral based on objectivist hermeneutics and abductive 

reasoning (figure 10). For this I will draw both from theory and empirical data to gain deeper 

understanding and make iterations between theory and empirical data. I aim to alternate my view 

between the part and the whole by gathering empirical data through expert interviews and observations 

of facilitated workshops.  
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Figure 10: Using the hermeneutic spiral, information from theory and empirical data are 
analyzed (own illustration). 

 

 Research approach 
The research approach is based on expert interviews and ethnography (observations in workshops). In 

this section, expert interviews and ethnography are discussed for the purpose of collecting data, and 

which benefits and disadvantages there are for each of them.  

3.2.1. Expert interviews as a part of the research approach 

The interviewing of experts comes with both advantages and risks (Bogner, Littig and Menz, 2009). There 

has been a debate amongst academics regarding what makes a person an expert, which differences exists 

in terms of types of interviews with experts, as well as how the interaction between the researcher and 

the expert might differ compared to other types of qualitative interviews (ibid.). Bogner, Littig and Menz 

(2009) further suggest the following three key direct benefits of expert interviews:  (1) interviewing 

experts is considered time-efficient, particularly in the exploratory phase, when compared to other 

approaches such as systematic quantitative surveys or ethnography; (2) expert interviews can help to gain 

insider knowledge, which may otherwise only be obtained in very tedious processes; (3) there is a 

possibility of benefiting from the connections an expert may have to other experts which may lead to 
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additional interview contacts for the researcher. In terms of indirect benefits, Bogner, Littig and Menz 

(2009) mention that the researcher and the interviewed expert often share a common or similar academic 

background which may further aid the expert’s willingness to take part in the research. This also comes 

with the benefit of often not needing to justify the relevance of the research topic. Moreover, experts are 

likely to be aware of the relevance of their activity for research and may have a ‘professional curiosity 

about the topic and field of research’ (Bogner, Littig and Menz, 2009, p. 2). According to Pfadenhauer 

(2009), the expert interview is most useful for the reconstruction of explicit know-how. On the flipside, 

it may be more challenging to learn about the experts’ tacit knowledge. Pfadenhauer (2009) further 

suggests that the researcher should become a so-called quasi expert in order to gain more profound 

insights during expert interviews as this will likely have a positive influence on the interaction and the 

type of knowledge communicated by the expert. 

Nevertheless, expert interviews must not be understood as an objective source of knowledge but require 

reflection both on the content as well as the underlying methodology (Bogner, Littig and Menz, 2009). 

There are likely to be differences in knowledge levels amongst experts, and it needs to be expected that 

the information they give will not always correspond (Gläser and Laudel, 2009). I interpret this as a call 

to make use of reflexivity, which can be seen as a means to develop and demonstrate rigor in qualitative 

research (Alvesson and Sköldberg, 2017). Being reflexive entails the acceptance that both the researcher 

and the interviewee find themselves in a social context thus requiring a constant questioning of 

assumptions (Engward and Davis, 2015). Bogner and Menz (2009) identify three different purposes 

expert interviews may follow: (1) to primarily provide orientation, (2) to systematically retrieve 

information, (3) to generate new understanding. Especially when the goal is to generate new 

understanding, researchers are advised to pay attention to methodology, while considering validation 

and a sound theoretical foundation (Bogner, Littig and Menz, 2009). According to Obelenė (2009), it 

should also be considered that the expert may have a powerful position based on their knowledge, while 

also having vulnerabilities. Obelenė (2009) advises researchers to keep this in mind while at the same 

time making use of a distinct level of assertiveness to not get off track of the purpose of the research. 

3.2.2. Ethnography as a part of the research approach 

Ethnography can be viewed as a research approach giving the researcher information about how people 

behave and what they like or dislike (Laurel, 2003). This approach may be conducted through observation 

and interaction with them. As pointed out by Gustafsson et al. (2016), ethnographical research differs 

from classical research in the selection of the sample: as opposed to aiming to have a random sample, the 

goal in ethnographical research can also be to have a sample which is considered suitable in terms of the 

participants making extraordinary contributions.  



 

 

 
 

33 

Already more than three decades ago Sarsby (1984) noted that the researcher doing field research will 

always face different contexts and depend on meeting good informants, thus requiring not only skills and 

technique but also initial luck. According to Bryman (2012) the ethnographer regularly observes behavior 

and listens to what the studied group talks about. Furthermore, he suggests that the researcher should 

form an understanding of the social context of the group. In the literature there is ambiguity regarding 

the distinction between ethnography and participant observation (Bryman, 2012). In this thesis, 

participant observation will be treated as one method under the umbrella of ethnography. Bell (1969) 

suggests that there are four fundamental types of ethnography (cf. table 6).  

The overt role refers to a situation where the researcher is open to the group about being a researcher, 

whereas the covert role refers to the opposite situation. While open/public settings are free to be accessed 

by anyone, closed settings require planning and sometimes also luck (Van Maanen, 2011). In order to get 

access to closed settings, strategies mentioned by Bryman (2012) include using friends, contacts or other 

researchers. For the facilitated workshops I will observe as a part of this study, I will assume an overt 

role, telling the participants that the reason of my being present is to collect information for this thesis. 

It will be a closed setting, with access granted through the course coordinator and the respective lecturer. 

Different ways of taking field notes are suggested in the literature. It should be considered that the type 

of note-taking will affect the dimensions of what can be observed (Bryman, 2012). Furthermore, it is 

suggested to write down notes during the events or as quickly as possible thereafter. Merriam and Tisdell 

(2016) encourage researchers to add a reflective component to their field notes by enriching the notes 

with feelings, insights or working hypotheses. While digital recording may be seen as an option to record 

events, it needs to be taken into account that transcribing speech can take considerable time (Bryman, 

2012).  

 

Table 6: The four fundamental types of ethnography (Adapted from Bell, 1969).  

 Open/public setting Closed setting 

Overt role Type 1 Type 2 

Covert role Type 3 Type 4 

 

 Data collection 

Data was collected through interviews with experts who had worked as facilitators for BMI. 

Furthermore, observations during BMI related workshops were made and information from participants 

was collected via short feedback forms with open questions. While the aim of the interviews was to gain 

a better overall understanding of the role of the facilitator in the BMI process, the aim of observing 
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workshops was to get first-hand information from specific events. In my opinion, this approach fits with 

hermeneutic philosophy as it allowed me to gain information about the whole and the parts (Alvesson 

and Sköldberg, 2017) by building overall understanding of the involvement of the facilitator in the 

process as well as observing specific events of facilitated workshops. Furthermore, the use of different 

ways of collecting data can be useful for triangulation as it allows to include ‘multiple perspectives’ and 

‘guards against viewing events in a simplistic or self-serving way’ (Anderson and Herr, 1999, p. 16).  

3.3.1. Data collection via expert interviews 

An interview guide was created as the basis for semi-structured interviews with experts (Appendix A). A 

total of eight interviews were conducted. The interviews were held either face-to-face or via telephone / 

video conference. In order to avoid surprises and to give the interviewees the opportunity to think about 

what they would like to share in the interview, the interview guide was sent beforehand via email. All but 

one of the interviewees had themselves conducted workshops with groups related to the creation of 

business models. The one who has not facilitated workshops in business model innovation in particular 

works as a facilitator and consultant regarding new product ideas and ideas for other improvements 

within the company. Nevertheless, she has herself taken part as a key member in a BMI process that was 

supported by external facilitators. While some of the interviewees had experience in conducting 

workshops mainly within their organizations and may be considered internal facilitators, others had 

experience in conducting workshops with people outside their organization working as external 

facilitators. Some of the facilitators conducted both internal and external workshops.  

Before starting each interview, I gave a brief introduction of my background and the purpose of this 

research. Furthermore, I asked for permission to record and transcribe the interview. The interviews 

took between 40 and 60 minutes. After transcribing the interviews, the documents were sent to the 

interviewees asking whether changes were necessary. However, none of the interviewees requested 

corrections. Table 7 gives an overview of the conducted interviews. 
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Table 7: Overview of conducted expert interviews 

Interviewee Job title External / 
internal 
facilitator 

Interview 
medium 

Date 

Respondent A CEO and innovation 

advisor 

External Face-to-face 17.1.2019 

Respondent B Business developer External Face-to-face 20.01.2019 

Respondent C Innovation strategist External Skype video 

call 

13.02.2019 

Respondent D Industrial designer External Skype video 

call 

15.02.2019 

Respondent E Senior lecturer and 

researcher 

External / internal Phone 01.03.2019 

Respondent F Senior lecturer and 

researcher 

External / internal Face-to-face 18.02.2019 

Respondent G Dream consultant Former member of a 

business model 

project team  

Skype video 

call 

21.02.2019 

Respondent H Director of inhouse 

incubator 

Internal Phone 19.3.2019 

 

3.3.2. Data collection via participant observation 

Three facilitated workshops with students at Mälardalen University were observed. The aim was to get 

additional information through first-hand experience next to the information from the expert 

interviews. As suggested by Forsythe (1998), observation can be useful in addition to conducting 

interviews for four reasons: (1) self-reports may be incomplete or incorrect (2) interviewees may feel that 

the information they provide reflects on their professional competences which can affect what answers 

they give (3) interviewees may lack information but are unaware of this themselves (4) the research may 

interpret information gained from interviewees incorrectly or fail to collect relevant information. The 

workshops lasted three hours each. Field notes were taken during the workshops and written up on the 

same day while there was still clear memory of the event, as suggested by Bryman (2012). Furthermore, 

personal feelings about occasions and people were noted down separately in the field notes in order to 

support reflexivity during and after the observation (Bryman, 2012). 
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Table 8: Overview of observed workshops 

Workshop topic 
Number of 
facilitators 

Number of 
participants Date 

Mapping the situation 

using rich picturing 

2 8 06.02.2019 

Value discovery and 

modeling 

1 10 11.02.2019 

Project Canvas 1 7 06.03.2019 

A printed-out list with general skills and characteristics of group facilitators which resulted from the 

literature review was used to assist with the field notes (Appendix C). Although this led to a risk of 

confirmation bias, I saw the greater benefit of this helping to stay focused during the observations. The 

students were informed that I would be joining the workshops as an observer. I gained access to the 

setting through personal contacts at the university. Therefore, I acted as an overt observer in a closed 

setting (see table 5). The workshops consisted of different exercises which are related to business model 

generation. All three workshops were conducted within the course Project Methodologies at Mälardalen 

University and were intended to build on one another. Except for some absences, the same students took 

part in all the workshops. The facilitators who conducted the workshops were among the eight 

interviewed facilitators. This allowed for richer data and the possibility for triangulation.  

3.3.3. Feedback forms and open discussion 

For the first two workshops a short feedback form with open questions was handed out to the 

participants. For the third workshop it was not possible to have another questionnaire due to time 

constraints of the participants. The feedback form included open questions about the introduction of the 

topic and purpose of the workshop, experience of personal characteristics and skills of the facilitator, and 

methods and materials used in the workshop. The purpose behind using feedback forms was to widen 

my subjective view and include viewpoints of participants. In order to allow more honest feedback, the 

participants were asked to not state their names on the forms. Furthermore, an open discussion was 

initiated where the participants were invited to also give feedback verbally to allow for feedback which 

may be difficult to express in written words. The feedback form can be found in appendix B.  
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 Analysis 

As a guiding tool to follow the path of the hermeneutic spiral, I will make use of Lindhult’s (2018) triangle 

of analysis (figure 11). 

 

Figure 11: The triangle of analysis (Lindhult, 2018). 

In this study, the Gioia methodology will be used for information collected from expert interviews. 

Referring back to the triangle of analysis (Lindhult, 2018), the goal is to create a strong data leg using the 

Gioia methodology. Despite its potential of generating new theory and gaining rich understanding, 

qualitative research has been criticized for lacking scholarly rigor (Gioia, Corley and Hamilton, 2013). A 

tool to gain a more holistic understanding of the collected information while also fulfilling the needs for 

rigor may be the Gioia methodology (ibid.). In their approach, Gioia, Corley and Hamilton (2013) suggest 

the use of analysis and systematic presentation based on different orders. After transcribing the 

interviews, open coding followed by axial coding is used in order to identify second order categories, and 

subsequently aggregate dimensions. In the open coding, text passages are marked with tentative labels, 

which form the basis for axial coding and the resulting second order categories, and aggregate 

dimensions, respectively. While the first order concept displays raw statements, e.g. key messages or 

short quotes gained from interviews, the second order creates summarizing themes based on various first 

order statements. The third order consists of aggregate dimensions, which in turn summarize a number 

of second order themes.  
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Referring to the part and the whole in objectivist hermeneutics, the first order statement may be seen as 

the parts, and the overview of aggregate dimensions, categories and first order statements together may 

be seen as the whole. The way of switching the viewing angles between part and whole may be beneficial 

for the intention to use abductive reasoning (Alvesson and Sköldberg, 2017).  

For the analysis of the observed workshops and feedback from the participants, narrative inquiry will be 

used. As described by Anderson and Dunn (2013, p. 263), ‘narrative inquiry accepts the idea that 

knowledge can be held in stories that can be relayed, stored and retrieved.’ The basis for the narrative 

inquiry will be field notes taken during the workshops. It will be taken into account that the process of 

observing may affect the situation (Merriam and Tisdell, 2016).  

The theory leg feeds from the theoretical framework created in chapter 2. It serves as a foundation for 

the analysis and discussion of the empirical findings. As the approach aims to be abductive, however, I 

attempt to refrain from only confirming findings from the theory but instead try to also use it as 

inspiration for making new insights. 

 Validation 

Validity in qualitative research may be regarding convergent or contextual validity (Reason and Rowan, 

1981). Convergent validity can be achieved by collecting various viewpoints which point to similar 

pictures (ibid.). E.g. when several interviewees make similar comments regarding a specific aspect in a 

workshop that should be improved. For identifying convergent validity, I see high applicability of the 

above described Gioia methodology (Gioia, Corley and Hamilton, 2013). Contextual validity is achieved 

when different data pieces fit together and are not in conflict with one another (Reason and Rowan, 

1981). Through the conduction of interviews with various experts I aim to collect information from 

various viewpoints enabling an analysis regarding convergent validity. Furthermore, the participant 

observation on facilitated workshops will contribute with another source of information which can be 

analyzed from a convergent validity perspective. The same is true for contextual validity as the different 

information based on empirical data will be analyzed in terms of conflicting statements or observations.  

Ecological validity is about the fit of scientific findings to people’s natural contexts (Bryman, 2012). 

Ethnographical research tends to have high ecological validity whereas the ecological validity in labs or 

interviews conducted in special rooms is considered to be low (ibid.). The observation of facilitated 

workshops may thus be considered beneficial for increased ecological validity. 

Two other forms of validity are internal and external validity. Whereas internal validity is concerned 

with causality and includes at least one dependent and independent variable, external validity refers to 

whether or not research results can be generalized beyond the particular context of the study (Bryman, 



 

 

 
 

40 

2012). As this research follows a qualitative approach based on hermeneutic philosophy, there is no 

ambition to identify and measure dependent and independent variables. Nevertheless, the paper includes 

a discussion about how characteristics and skills may contribute to BMI and which roles the facilitator 

should adopt. As suggested by Pratt (2009), a common mistake made by researchers conducting 

qualitative research is the attempt to quantify qualitative data, although this is unsuitable for most 

qualitative studies with small sample sizes. 

 Research ethics 

According to Saunders, Lewis and Thornhill (2009) research ethics are about taking responsibility with 

regards to research purpose and design, data access, data gathering, data storing and data analysis. 

Furthermore, they advise researchers to adhere to the principles of ensuring the privacy of those taking 

part in the study, guaranteeing that participation is voluntary, as well as safeguarding confidentiality, 

anonymity and integrity. With regards to information gathered from the literature, it is ensured that all 

references are stated. Thereby previous findings and viewpoints from other authors are recognized, and 

my own contributions are depictable.  

In terms of the gathering of empirical data it was ensured that the participants were aware of my research 

and the purpose. In the participant observation, the participants were informed before the workshop 

started and their consent was asked for. Anonymity of the participants was promised to them, and no 

digital recordings were made during the observed workshops. With regards to the expert interviews, I 

asked for permission to audio record the interview. Moreover, the final transcript was sent to the 

interviewees with the request to inform me in case of desired changes. The interviewees were also 

informed that access to the raw empirical data collected from the interviews is only granted to the thesis 

examiners and the supervisor. Yet permission was asked for using direct quotations. An ethical approach 

in terms of data analysis is taken by using the analysis strategy outlined in the previous section, and by 

trying my very best to accurately and clearly describe my reasoning. Furthermore, I do not intendedly 

omit objecting views to my arguments (Booth, Colomb and Williams, 2008), be they from the literature 

or from colleagues at the university. 
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4. Empirical findings 

In this chapter the empirical findings will be presented. For the transcribed interviews with the 

facilitators the Gioia methodology will be used. The observed facilitated workshops will be presented 

in a narrative style. 

 

 Facilitation themes in the business model innovation process 
Based on the transcribed interviews five aggregate dimensions made up of eleven categories describing 

the work of the facilitator could be identified. The aggregate dimensions are: (1) leading and navigating 

through the process, (2) generating knowledge, (3) transferring knowledge, (4) evaluating and taking ideas 

to actions, and (5) providing mental support and stability. Figures 12 and 13 present the findings in the 

style suggested by Gioia, Corley and Hamilton (2013).  

4.1.1. Leading and navigating through the process 

The BMI facilitator may help teams and individuals to navigate through the BMI process. The BMI 

facilitator may be involved in a very early phase of initial preparation, where the challenge needs to be 

framed and the team has to be engaged. Moreover, the BMI facilitator may contribute to forming a vision, 

offer a roadmap of the process and help to define tasks.  

Preparation & engagement 

The facilitator helps the client to articulate and frame the challenge:  

The first contact with the client is about learning about ‘what does the clients actually want?’ As a facilitator 
you help the client to figure out what he wants. Oftentimes they cannot really articulate it themselves, so 
you do that and then the preparation. (Respondent C) 

It is crucial to set realistic expectations. The facilitator may therefore negotiate with the client to break 

up a more distant goal into smaller steps. 

So you have to be quite tough to also be very honest about ‘okay, but if you want to be here in a couple of 
years we need to start maybe just to learn about this field first’. And maybe see what the people know about 
it and what they think about it and how they would like to go about it. (Respondent A) 

The facilitator may try to get an understanding of the situation the company finds itself in. For this, the 

method of rich picturing (cf. section 2.3.1) may be used. This may help to form a foundation for the work 

that will follow for both the facilitator and the people from the organization. 

I always follow my process because even if they've done some work I don't know what that was. So, you 
know, I have to start with the rich picturing because I have to understand what the current situation is. So 
even if they know what the current situation is because they've already been working on it, I don't. So the 
rich picturing is as much for me as it is for them. (Respondent E) 
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In the process of getting a first understanding of the situation, the facilitator may also help the 

participants to better understand their own organization and discover spots where knowledge is lacking. 

It usually all begins at the client. I would say first you do a co-creation or kick-off workshop where you get 
everybody to the table. And then often stakeholder mapping is a good thing to do where people realize that 
they get to know their existing internal structures. (Respondent D) 

The facilitator may also attempt to find or assist in putting together a team of people who can work on 

the business model together. It may be advantageous to gather people with different professional 

backgrounds. 

If you have a promising technology for example, you can do it with a kind of technology push. You look for 
a team of people that is interdisciplinary, so marketing people, business people, technicians… and you let 
them work on a problem. (Respondent H) 

Leading the process 

As a part of leading the process, the facilitator may co-create a vision together with the client. This vision 

may be far-reaching and go beyond conceptualizing a business model. 

[…] that means creating a vision together with the client. And that is not only up to having a scenario at the 
end but one step further. (Respondent D)  

In addition to the overall vision, providing goals may also be useful in leading the process to avoid that 

people get off track. Breaking up the process and setting smaller sub-goals may be helpful for this. 

It is important to provide a framework for the people – that means creating a particular goal or a set of 
goals and direct the teams into that direction. The biggest danger is that you lose the people or when they 
are too similar, for example when they all have technical background, they become blinded by their routines. 
(Respondent H) 

For leading the overall BMI process, it may also be helpful to have strong communication skills and being 

able to steer a group. 

So some [facilitators] have a lot of charisma in the room. You know they have a very sort of strong image 
in the room and they're able to sort of lead the process. [...] And you know sort of basically controlling how 
things go forward because of their sort of skills and abilities as talkers and people who control a group of 
people. And that's really, really useful if you can do that. (Respondent E) 

The process should also address the different components of the business model. 

I think the business model canvas… if you just have the structure [...] [and] you should fill in some boxes 
there. But the point is here… you need a kind of process for coming to that stage. (Respondent F) 
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Figure 12: Identified facilitation themes using Gioia analysis – part 1 (own illustration).  
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Figure 13: Identified facilitation themes using Gioia analysis – part 2 (own illustration). 
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Only having a process is helpful but it needs to be conveyed to the team members effectively so they can 

be part of it. The facilitator tries to find a way to present the process in a way that can be communicated 

and understood easily. 

If you have a process model, that's good. But then you need to communicate in a way that it's rather 
immediately understood what it's all about. (Respondent F) 

The facilitator may choose to depict the BMI process visually and break it down into smaller steps. At 

the same time the orientation should be kept on the goal.  

So I've been doing a lot like that to also work with visualization. So you show the process to a group visually: 
that this is the goal of the mission and these are the steps. We are going to go there and in each step we have 
a ‘result-result’. (Respondent A) 

Defining tasks 

Based on the uncertainty and explorative nature of the BMI process, the team members might have 

difficulties to identify the right tasks for them to do in the project. 

The more certain and the more defined the project is, the more clear the order is you work towards, the more 
normal self-reliant people can define their tasks and work towards it. (Respondent G) 

The facilitator may help to set up a plan where tasks that need to be done are collected and prioritized. 

While the facilitator may pick and suggest a list of tasks in the beginning phase, the plan may be co-

created together with the team members afterwards.  

In the morning we always set the daily agenda. In the first week it was relatively structured. In the second 
week the plan was done together with the teams. We said ‘Let us do a list now. What is important? Which 
aspects are important to you?’ Then we structured them together. Firstly, based on importance and secondly, 
on duration. (Respondent H) 

Part of the task planning is then also to determine who will be responsible for working on it. 

We split up who will be doing what. (Respondent H) 

4.1.2. Generating knowledge 

The BMI facilitator may contribute to the generation of knowledge in the team working on BMI. On the 

one hand, he or she may contribute with suitable methods and tools enabling creativity and ideation. On 

the other hand, the BMI facilitator may guide through research and analysis.  

Enabling creativity & ideation 

The facilitator may approach the BMI as a ‘creative process of inquiry’ where ideas are collected and then 

analyzed. 

It's a creative process of inquiry. So it's actually, you can say, it's a research process because you develop 
knowledge through it. (Respondent F) 
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The underlying principle on how to come up with useful ideas is similar to other Design Thinking 

workshops. Ideas are accumulated using diverging thinking and focused using converging thinking. For 

BMI the facilitator may use particular tools that are suitable. 

I find that the process can actually be of the same nature. So that you always use this Double Diamond, 
which means that you go wide and then you condense it again. Of course, you have other tools you use in 
order to reach this goal. (Respondent C) 

In the BMI process, the facilitator should have a repertoire of tools to choose from and be able to make 

use of the tools suitable for the situation.  

As a business model facilitator, you need to have a big box of tools and you need to know which tool is right. 
(Respondent B) 

In order to facilitate the ideation phase, creativity techniques might be used to bring about ideas. This 

can be more useful to being an expert in the content that is being discussed oneself. 

I didn't study any electric engineering. But you don't need to understand the deep functions. Sometimes it 
helps that you don't. [...] it's better to know more about facilitation of ideas and how to be more creative; 
how you can use creative methods to change or help. (Respondent B) 

Furthermore, the facilitator may encourage to make simplifications to prevent the team members from 

getting stuck on details. 

Sometimes businesses are just too big and complex […] But when you're being creative and you are using 
Design Thinking you don't want to get bogged down in all the details. (Respondent E) 

By introducing the team to tools using metaphors (theoretical models), the facilitator may enable the team 

members to create alternatives of future business designs. 

So I also started to do what I call theoretical models which are basically exploring alternative ideas for how 
the pieces might be in the future without sort of worrying too much about all the details which would be 
relevant later on if you were actually going to take some of the ideas forward. (Respondent E) 

Guiding research & analysis 

The facilitator may enable the team members to analyze and understand the current situation. For this, 

problem structuring methods like rich picturing may be used. 

Well for me there's always sort of workshops where you're trying to establish what the current situation is. 
Okay. So for me that means drawing rich pictures. […] So they see the rich picture being drawn in front of 
them and they sort of participate in the drawing of that picture of the identification of issues.  
(Respondent E) 

It also includes research about the target group. The results of the research can be analyzed, and insights 

can be generated. 
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How can you validate a vision? Is it relevant for the end customer? Then it goes all the way back into a kind 
of research topic to generate insights. (Respondent D) 

A motivation to work with facilitators is that they can guide and challenge the team members to define 

the customer needs: 

The reason why he brought in a facilitator was because he had failed with several startups and realized: ‘I 
had not defined the customer needs accurately enough. This must not happen again.’ Basically, he brought 
in someone from external based on his previous experiences. (Respondent G) 

Also, research on the overall market needs to be done. The facilitator may encourage the team members 

to do this together with him as opposed to having an external market research institute provide this as a 

service.  

[…] we ensure that it is the team that does the research. It does not make sense to give this away to some 
research agencies but then people like me are going to the field. (Respondent D) 

Next to the demand-side of the market, it also includes research about the industry and spotting trends. 

A broader view on the business environment should be taken. 

For me it includes that you need to know first the market. So how the market and the industry look - how 
it looks now and how will you find your project... trends on the market. It's the business environment. 
(Respondent B) 

If a technology is already available and a new business model should be built around it, the facilitator 

helps to analyze how the technology fits with the company. Additionally, the facilitator may encourage 

to analyze how other companies are using similar technologies and what business model they apply.  

Therefore, we first looked at how the fit between [the company] and this technology was, and are there other 
companies in the field […] or in general, which have been successful with such a technology?  
(Respondent H) 

In the process of analyzing, the facilitator supports the group by helping to sort thoughts and to structure 

ideas which have been generated.  

[…] it is […] about channeling, so that the knowledge and experiences that are already there can be utilized. 
That is also what the participants consider most valuable […] All the ideas and the intelligence come from 
the participants and the companies. And this is brought about and structured by us as facilitators. 
(Respondent C) 

A crucial part of the analysis is about finding value in the business landscape or where opportunities 

might be created.  

The point of business model innovation is to find or create more or better or new value. (Respondent F) 
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The tools offered by the facilitator support the analysis. Through a value web it can be displayed which 

values are exchanged between the actors in a business environment. In the process of creating it, the team 

members get to think through and analyze the situation.  

To visualize business models I think the value web works quite well. So all actors are written on cards and 
it is shown concretely where which values are exchanged. It does not always have to be a monetary value 
but can also be prestige, appreciation, data or what not. […] A lot gets thought through here and it is very 
visual. (Respondent C) 

4.1.3. Transferring knowledge 

The BMI facilitator may contribute to the BMI project by transferring his or her own knowledge about 

BMI to the team. This includes both building an awareness and understanding of approaching business 

models through a systems thinking mindset as well as teaching particular skills needed in BMI. 

Enabling systems thinking 

The facilitator transfers his or her knowledge on how to approach BMI encouraging the participants to 

think of the business model as a system. 

Let's think of this as a system and then try and define what kind of system it is. And that is exactly the 
objective in business modeling. (Respondent E) 

The approach includes raising awareness of the system and encouraging the adoption of a systems 

thinking mindset. This may be achieved through the use of mapping techniques or rich picturing, as it 

directs the attention to a more holistic level.  

And the usefulness [...] of people visualizing the actual context …or if you call it business landscape first 
through the rich picturing. Well, it's a way [...] to understand the total situation and the issues and problems 
in that situation. But also it's a kind of discussion process among these people. The point is to have a kind 
of system mapping and awareness first as a starting point. (Respondent F) 

The business environment and the components of the business model should be looked at holistically 

and there should be awareness about them throughout the process in business model innovation. This 

may also allow for an alignment of product and service. 

What often happens and what is not so good, is when the idea is formed and just before the end [of the 
workshop] somebody says in the last half hour: ‘Right, we should also have a business model. Then let’s just 
quickly fill out the Business Model Canvas.’ It needs to be thought about earlier in the process. […] so that 
there will actually be this connection between product and service, and the business model is done 
holistically. It should not be the case, that you first come up with a product and then you make some sort of 
business model out of it, which then actually is not really new and which might not really fit because it is 
then too late in the process somehow. (Respondent C) 

By teaching tools which help gaining a more holistic view, the facilitator may enable a broadened view 

of the team members, allowing them to tap into ideas they otherwise might not consider.  
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One of the first modules we had was the area of creativity techniques. To these I count the business landscape 
and the business model canvas. Everything that broadens the horizon on the topic. We always tried to go 
from the whole and break it down to the little parts. (Respondent H) 

Teaching of skills 

The facilitator also teaches the team members about theory and tools related to BMI. Teaching plays an 

important role when there is limited understanding about how to create business models in many 

organizations. This tends to the case in many organizations, as opposed to the development of new 

products and new services.  

Most organizations produce products. So it is a completely normal function within a manufacturing 
organization to have designers who design products. So it's absolutely, you know, conventional. I think sort 
of service innovation is […] newer as an area, but I see people who've operated services have always had to 
think about the quality of the service and had to think about the innovation of that service delivery. So 
again, it's established. […] business model innovation is not established as far as I can tell. (Respondent E)  

In order to move away from a view that is too narrow, the facilitator helps the client to understand that 

the product is only one piece of the business model and suggests thinking more holistically. 

Then you have to educate them and say ‘Well the product itself could be developed quickly. But if we want 
to see what the potential is in terms of going into this area, then we need to think bigger and also test it.’ 
(Respondent D) 

The facilitator needs to make the effort to convey knowledge about BMI. If the levels of skills and 

capabilities of the team members in the field of BMI are insufficient, it may not be possible to dive into 

exercises and analysis right away. 

The clients that I've been working with, they have no real skills and capability in business model innovation. 
You know it's just not a capability that is part of the culture. It's not a conventional skill that managers 
have. […] And that makes the whole process difficult. Because, you know, you're constantly having to sort 
of teach them how to do it.  (Respondent E) 

One way to convey knowledge for the facilitator is to select and teach theory and tools to the team 

members to enable them to work on their own as well. In projects where the facilitator is involved for 

several days, it may be useful to have a pre-determined part of the day for education. 

That means that as a facilitator it is my task to give people the right tool. So we did a kind of mini MBA. 
Every day included 30 minutes of training, which means: How to build a business plan? How to build a 
financial plan? What creativity methods are there? […] business model canvas – how does that work? 
(Respondent H) 

The facilitator may also share knowledge about trends and practices from other companies. Furthermore, 

he or she may inform the team members about new business models they might not yet know about. 

I would say, especially in the area of business models, it is good to have sound knowledge about trends. ‘What 
is happening out there? What new business models are popping up?’ Then you can of course always give a 
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lot of input in the workshop when you say: ‘[…] that company just did this and that, and they have 
rearranged their business model. Have you heard of this yet?’ (Respondent C)  

4.1.4. Evaluating and taking ideas to actions 

Moreover, the BMI facilitator assists the team in evaluating and taking ideas to actions. He or she may 

support in idea validation and integrating the BMI process in existing processes. 

Validation 

The facilitator may encourage the team members to validate their assumptions about profitability, target 

groups and the willingness to pay. 

Is the whole thing profitable? Is there a market for it? Target groups? What money is behind it? Where is 
there someone willing to pay for it? (Respondent D) 

Furthermore, the facilitator may give guidance on how to validate the assumptions by assisting the team 

to come up with suitable ways of testing. 

[…] using the Lean Startup approach, you also bring in experimentation. ‘How can we validate this? Which 
experiments can we do?’ (Respondent C) 

Sometimes the team gets very absorbed in the topic and the ability to view the project objectively 

decreases – also for the facilitator. The facilitator should be aware of this and may even invite another 

external expert knowledgeable about business models who has not been part of the project so far. By 

doing so he or she can to make use of validation through an external person. 

It was about how you can look at this from an outsider’s viewpoint and to say: […] ‘We are so deeply absorbed 
in this topic, so deep inside a silo, that we need a counter-check from outside.’ So we basically laid out the 
whole process from the previous weeks and looked if the external professional would also see it like this. 
(Respondent H) 

Integration & implementation 

The facilitator may assist the team members in evaluating information that has been gathered and 

knowledge that has been generated. By mirroring and laying out what they have done, the facilitator can 

provide a basis for the group for identifying the next actions needed to make further progress. 

You put everything on the table and say ‘Okay. So you know we look to the situation and we identify issues. 
We defined the existing business model using systems modelling and the Business Model Canvas. We did 
some creative thinking and we looked at different ideas for what the business model might be.’ And then 
they have to design a case of what are we going to do. So how are we going to take this forward? What 
changes are we actually going to make to the situation? (Respondent E) 

To make progress in the BMI process, it may be helpful to connect it with processes that already exist in 

the company.  

You need to know how to link it all to existing processes. E.g. how does product management approach this? 
How can we do a solid market research? How do you create a business plan?  (Respondent H) 
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In order to integrate the BMI processes with existing processes of the client organization, the facilitator 

may need to be flexible and make it fit. 

I do not get stuck in unchangeable process models. Having gained experience over the years we try to tune 
into the process of the client and try to integrate the innovation process in their process. (Respondent D) 

If a new technology is included in the business model, the facilitator may support the team member in 

finding out how well it fits with the organization or to broaden the view to look what business models 

other companies use that have similar technologies.  

We first looked at how the fit is with [name of the company] and this technology and whether there are other 
companies in the industry or in general, who have been successful with such a technology. […] When we 
realized that there was nothing there which was already available and that we could build on, then it was 
about using brain writing, mind mapping or business landscaping and asking oneself ‘how to fill the gap?’ 
(Respondent H) 

The facilitator may also be involved in co-developing the BMI in the implementation phase. 

I am often involved when it is about concrete projects or integration projects. […] often more than just 
consulting, because it is about developing the innovation and doing an innovation wrap. (Respondent D) 

4.1.5. Providing mental support and stability 

The BMI facilitator may also provide mental support and stability to the team members. He or she may 

motivate the team members throughout the process. Moreover, the BMI facilitator may help the team to 

overcome phases of uncertainty in the BMI process. 

Motivation 

The facilitator tries to motivate the team members in the process and create and convey an optimistic 

attitude. Furthermore, the facilitator may show appreciation for the skills of the individual team 

members. 

They were very positive. They always encouraged, which I thought was great. They also showed much 
appreciation for individual specialties. They were good at recognizing who had which strengths and 
weaknesses. (Respondent G) 

In addition, the facilitator may prevent the team from losing confidence by mirroring back to them the 

tasks that have been performed and what results have been achieved. 

It was good to have someone from outside [of the company]. It was always like ‘Hey, you have actually 
reached a lot now! Look at what you have got here now.’ (Respondent G) 

As a part of motivation, the facilitator may also try to make use of empathic skills and connect with the 

team members. This may help the team member to see a stronger purpose of being part of the BMI 

project. 
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I think also to connect to people’s personal dreams and vision to what you are doing in the workshop. […] 
‘Why are you here in this workshop? What is it that you can add on here? Your skills or competences? Why 
you think this is interesting for you to be part of?’ (Respondent A) 

The facilitator may also try to raise the atmosphere of the project of working on the BMI to another level. 

This can be a way to further show appreciation. 

So they should not have the feeling of going into a normal working atmosphere, but they have the feeling 
they are being invested in. We combined this by handing out a certificate at the end of the innovation lab 
where everything is listed that we did […]. Something that expresses quality and appreciation.  
(Respondent H) 

Handling uncertainty 

The overall process of BMI can be a very uncertain endeavor. Particularly so, if the goal is to enter a new 

market segment and there is little or no technology that has already been developed. With increasing 

uncertainty, the team might need the facilitator’s help to balance it out. 

The more uncertainty there is, the more you also need to absorb this uncertainty from the team. […] In our 
case everything was uncertain. […] The needs, did we find the right ones? The product, which product fulfills 
them? Which distribution channels do we choose? You take a decision, but you have no idea if it will catapult 
you off the path. (Respondent G) 

There are various ways facilitators use to minimize the feeling of uncertainty. Based on his or her 

experience from other BMI projects the facilitator can act as an anchor of the team’s confidence.  

We […] have the advantage of seeing very, very many companies and therefore have made different 
experiences, maybe know or have seen that in another company they do it like this or that. Of course, you 
can bring this to the table or you can learn from it. (Respondent C) 

The facilitator also tries to make the team members feel safe. One way to do this is by connecting the 

work that is done at the moment to the larger process as this can give orientation. Visualizations may be 

particularly helpful when working in ways that are new to the team members. 

And this will take us here and always go back to this visual picture. You need to discuss: ‘Okay, we are here 
now and we did this last time.’ And that makes the group feel very comfortable and safe. So even if you do 
a bit crazy things then you will still feel more comfortable. (Respondent A) 

It may also be considered important not to overload people with too much information, especially in 

BMI where there are many different activities which need to be done. When inviting other speakers to 

introduce a topic or share their expertise, the facilitator may therefore encourage them not to intimidate 

the team with too complex and too detailed information. Additionally, the facilitator might offer to the 

team to clarify and try to answer questions as they emerge in the process. 

I talk to them because if they start to do like too many details people can get scared. Okay, so it's better to 
ask them kindly and maybe look also at what they will say beforehand. Because […] when you want ideas 
from people, you want ideas that you don't have yourself and if you want that to happen you have to give 
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them just as much knowledge so they can add their ideas but not too much knowledge because the need of 
more knowledge will come later. When you engage the group, they would start asking for the knowledge 
later on. (Respondent A) 

The facilitator may also internalize the mindset of accepting the uncertainty and embrace changes.  

My job is not to turn down ideas, or maybe my job is to facilitate what the person wants to do with any idea. 
Because every idea from the beginning is not that what you will end up with. (Respondent B) 

 

 Facilitation in workshops related to business model innovation 

In this section, the three facilitated workshops which were observed will be described using narrative 

inquiry. Furthermore, feedback from participants will be presented. 

4.2.1. Observations of three consecutive facilitated workshops 

Three consecutive workshops were observed with university students who were working on different 

projects in teams. According to the facilitators of the observed workshops, they use these workshop 

designs for innovating business models. The workshops were conducted by different facilitators. The 

first workshop aimed at mapping the situation and the actors involved or affected by the projects, the 

second workshop aimed at identifying opportunities where value could be exchanged between actors, 

and the third workshop aimed at clarifying the overall project.  

Workshop about mapping the situation using rich picturing 

For the first workshop, Adam (name changed), an expert on problem structuring methods and rich 

picturing took part in the facilitation by providing a theoretical background, personal experiences, and 

giving advice on how to use the tool and feedback on the workshop results. He took part in the session 

via Skype. Furthermore, Mike and Karl (names changed), were present in the room. While Mike was only 

there in the very beginning, Karl was present throughout the workshop and facilitating by supporting 

the students during the workshop exercise. 

Mike was the coordinator of the course and initiator of the workshop, and the students were already 

acquainted with him. Prior to the workshop, he had arranged the tables in the room into four islands, 

organized large blank pieces of paper and other materials, and set up the connection over Skype with 

Adam. Mike was only in the room briefly in the beginning to orally present the purpose of the workshop 

and the agenda as well as to introduce Karl and Adam to the students. For about 45 minutes Adam then 

introduced the method of rich picturing to the students. In the beginning of the workshop he talked about 

the purpose of rich picturing: ‘Rich picturing is useful in innovation and the creation of business models. 

It is relevant for strategy making.’ He then added that rich picturing is a type of problem structuring 

method ‘used for unstructured problems or complex and complicated situations, or when strategic 
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thinking is needed.’ He then raised awareness about the uniqueness of each case that is investigated and 

the possibility to choose from different tools: 

You need to accept that the world is complex – every organization has a unique situation. Good strategy 
should be unique. It’s important to accept different points of view. […] Rich picturing is my personal favorite, 
but other people prefer other modelling tools, which is totally ok. 

He furthermore put the workshop in a larger context showing the students what other work is included 

in problem structuring approaches which are mapping of the situation, future modelling and deriving 

action plans, while making clear that ‘this morning we are only looking at the mapping side of it.’ In an 

attempt to lower the fear of drawing free-hand, he added that ‘it’s fine if you are rubbish at drawing. The 

advantage with badly drawn pictures is that it is more fun and the mood is less adversary.’ Before letting 

the students begin drawing their rich pictures, he summarized final points of advice, emphasizing to 

picture the situation and not the problem, and to start broad and from there move to more particular 

areas. Adam also encouraged to keep in mind that rich picturing is about experiential learning and that 

it is fine to start over. He then offered to tune in again after 45 minutes to answer questions if needed.  

Karl then announced what the next steps would be: for one hour the students would draw rich pictures 

together with their team partners, and after this they would all present their rich pictures and receive 

feedback from Adam. As the students started drawing Karl went from group to group taking looks at 

what they were doing. He encouraged them by saying ‘this seems like a good idea’ or ‘just draw more and 

then you will see what is relevant and you might learn something from it.’ Immersed in the exercise, the 

participants did not seem to notice my presence and observing the situation. To further support the 

students Karl asked questions like ‘which additional actors might be involved?’ and ‘what roles might 

they have in the project?’. Moreover, he encouraged the participants to note down possible issues or 

problems they detected. As Adam had explained earlier doing this is important: ‘As a facilitator you can’t 

interpret a picture if you were not involved. Make sure to make the participants write down issues.’ After 

45 minutes had passed Karl asked the group if they had any questions that they wanted to ask Adam, who 

had now tuned in again – but there are no questions raised and the students continued working. Karl 

continued to go around and stayed with the groups for some minutes, listening in to their discussions, 

and offering suggestions in case they seemed stuck. He then asked the groups to finish up, take photos of 

their drawings and send them to Adam via email. The students then presented their work and received 

feedback from Adam. This included hints for reframing like ‘is there maybe another way you could solve 

this and thereby create added value?’ or suggestions like drawing a rich picture together with other people 

involved in the project: ‘Draw it again and include them, if you want to be brave! You might find your 

client might really value that.’ One of the students had first drafted and brainstormed about how he could 

draw the rich picture and finally drew a very clean picture with little complexity. Adam commented that 
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‘the rich picture is a vehicle for understanding complexity’ pointing out that ‘it’s not about the picture but 

whether what you are drawing is useful for you.’ Noticing that the results presented by the students were 

very different in the way the rich pictures were drawn and the information they contained, he concluded: 

‘You start to see how unique organizations are. Business models between different types of organizations 

are often very different’ while also emphasizing that there is no right or wrong style of drawing rich 

pictures and depths of details presented. Finishing off the workshop, Adam highlighted: ‘Strategic 

mapping is seen as a game and more like fun by some people. But the intellectual power is incredible. The 

information on rich pictures is powerful and it is a very serious tool for analytics.’ Karl then linked the 

workshop to the upcoming workshop: ‘Now we had a chance to try out rich picturing. Next session we 

will continue with Rich Business Framing. There the point is to see where value can be created, and things 

can be improved.’ 

Workshop about value discovery and modeling 

Picking up where the students had left off in the previous workshop, Karl said ‘you have a business model 

that is emerging’ and points at the rich pictures which had been created: ‘The point is how to find the best 

value for your project.’ In addition to the rich pictures that were drawn on large papers, Karl brought 

additional workshop materials like colored pens and post-its. Using projected slides, he gave the students 

an overview by explaining the rich business framework which consists of the parts mapping, discovery, 

modeling, and co-creation. He added ‘mapping is the rich picturing’, which had already been done in the 

previous workshop and then directed the focus towards value discovery and modeling. To explain value, 

he used the metaphor of a target and its center being the value that needs to be discovered and aimed at. 

At the same time, he acknowledged the challenge that ‘you don’t really know your target. It needs to be 

discovered by investigating the situation.’ Moreover, he introduced the students to key concepts, 

pinpointing the logics based on product value, service value, virtual value and systemic value. To make 

the concepts more understandable he provided real life examples, e.g. ‘Uber creates systemic value by 

using transport capacities that are not used.’ Transitioning to the working phase of the workshop, he 

asked the students enthusiastically ‘what kind of value can you discover?’ As the students started working 

in groups, he went around and talked to those who had questions. He also explained parts of the concepts 

again which had not been understood. Yet another group had difficulties to get started and Karl advised 

to ‘structure, clarify and focus the project. We are trying to find the purpose.’ The student explained what 

was confusing her saying ‘we see different values for different people’ to which Karl replied the need to 

‘look at the value potentials, and then you choose one to focus on.’ As the students kept working Karl 

addressed encouragement to the whole group, while also keeping track off the remaining time: ‘I hope 

creativity is exploding! In 20 minutes, we will start with the modeling.’ In order to reassure if this was ok 

with the group he asked if the time was enough. For the modeling Karl used three guiding questions 
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which were shown on a slide about what value was to be created or offered to the beneficiaries, how it 

would be created or which co-created value would be targeted, and what the reason might be for the 

actors responsible for the project to innovate new or enhanced value. He furthermore suggested listing 

main activities that may be needed to transform the current situation to a situation where the desired 

value can be realized. Moreover, he pointed to listing actors that are involved and what their roles and 

contributions would be. As the students continued working Karl checked on the individual groups and 

offered support. At one instance, two students explained that their ‘actors are clear – it’s us and Peter,’ to 

which Karl replied that they might want to think of others who can be involved, such as the target group 

of the potential product. He then suggested to ‘think about actors you have not met yet.’ In a non-

authoritative way, he added ‘it is up to you.’ The two students then mentioned that they could not 

continue further because they did not yet know the purpose. Karl helped them to get unstuck by saying 

‘it is okay to make an assumption. You can then validate it later.’ He continued to go to the different 

groups, giving hints about how the projects could be narrowed down. He mainly did so by listening to 

the discussions of the groups and asking guiding questions such as ‘Why should the actors do the project? 

What is the point?’ As the groups all seemed to be busy with their work, Karl turned to me while I was 

observing and taking notes, saying ‘the groups are in different phases, their situations are different, and 

the information available to them differs.’  

Project canvas workshop 

The third workshop involved the project canvas and aimed at helping the students to clarify their projects 

further. Paul (name changed), who facilitated the workshop, had arranged the tables as three islands. He 

began with introducing his role at the university idea incubator, where he helps students to develop ideas 

and find opportunities. He shortly explained why the project canvas is valuable in projects as it ‘helps to 

pre-plan the project’ and ‘gives a good overview on a single page.’ He added the limitation that it does not 

replace project management software for more complex projects. In an attempt to understand the 

knowledge level of the group he asked the students ‘what do you need for a project?’ and took notes of 

the input on a whiteboard. As they contributed with content, he asked follow-up questions to ensure 

understanding, e.g. ‘in what sense do you mean users?’ He then turned to the project canvas, which he 

had prepared on the screen for all to see. Emphasizing a ‘learning by doing approach’ he handed out the 

project canvas on A3 to the students. As it turned out that several of the students were without their 

project partners that day, Paul suggested to work individually in that case. He further handed out sticky 

notes, hinting that this would make it easier to move statements on the different parts of the project 

canvas. In addition to the project canvas, he also handed out instructions with additional information 

about the separate parts of the project canvas, and in which order to work on them. As the students started 

filling out the parts of the project canvas, Paul encouraged them to ‘be quick’ and added that ‘it does not 
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have to be perfect.’ He then went around and took questions and discussed with the individual students. 

One topic of discussion was who the project owner was in one of the projects. The student had a 

suggestion, but Paul did not agree and pointed out who he thought the project owner was. Moving to 

another table he checked by asking ‘how’s it going so far?’ and listened to what the project was about. 

Moreover, he tried to understand what outcomes the students planned for the project and how it should 

be achieved. Turning to the whole group, he suggested that in some cases it might make sense to make 

two canvas, as sometimes several sub-projects may be hidden in larger projects. He then pointed out to 

the students that ‘you are not responsible for the whole project’ and that it was important to limit their 

scopes, concluding that ‘in such projects, you need to find the part you can actually work on.’  

4.2.2. Feedback from workshop participants 

For the first two workshops, the workshop about mapping the situation using rich picturing and the 

workshop about value discovery and modeling, feedback was collected from the students at the end of 

the session of the second workshop.  

Participant feedback on workshop about mapping the situation using rich picturing 

Regarding the first workshop, which was facilitated by Adam and Karl, most of the students gave the 

feedback that the session did improve their understanding of the context. As one of them wrote, it helped 

to arrive at a more holistic understanding: ‘it revealed a lot of hidden factors in the project and really 

allowed us to see the full scope.’ It was also stated that it is ‘easier to understand a method when you get 

a session for it, some expert to explain it and then try it.’ One student also stated the surprise of finding 

out during the workshop that the project contained many more details they had not considered 

previously: ‘Going into [the workshop], we were confident with the major details of the project, but after 

taking a rich picture approach we realized the finer parts of it.’ Several students mentioned that they 

found the possibility to visualize very helpful. According to one of them, it helped to make connections: 

‘pictures/drawings speak louder than words, so it is easier to connect and present your thoughts.’ It may 

thereby be an effective way to come up with new ideas: ‘While drawing, new ideas and thoughts came 

through. It was kind of a visual brainstorming.’ The approach of the rich picture was also considered 

useful to diverge and explore different paths: ‘We were able to focus on different possibilities without 

fixating on a specific one.’  

Despite the majority of positive feedback, there were also students who did not feel like the rich picturing 

workshop helped them very much to gain a better understanding of the context of the project. One 

student stated that it was dissatisfying that the time was not enough to complete the rich picture. The 

time allotted for the drawing of the rich picture was approximately one hour. The view of another student 

was that it did not improve the understanding because the work had already been done prior to the 
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session. It is unclear, however, if also the tool of rich picturing had been used or if the participant had 

arrived at the context understanding through other means.  

There was general agreement about the usefulness of the theoretical introduction through Adam. ‘He 

gave us all the information we needed for the rich picturing,’ as one of the students put it. As suggested 

by another student, ‘when he explained, he put it in a frame somehow on how to think and act.’ It was 

also considered encouraging to not be afraid of the aesthetics of the drawing, but to use it as a means to 

learn more about the context. Moreover, the student appreciated the feedback from Adam at the end of 

the session: ‘his comments, suggestions and corrections shaped our final result.’ 

Karl had been present in the room throughout the whole workshop. The students appreciated his 

willingness to help in the situation. As one said ‘[he] was open for any additional questions and helped us 

whenever he could.’ The possibility to interact with him during the workshop was appreciated. He was 

also seen as a ‘guide’, as suggested by another student and viewed as the one ‘supporting the process.’ 

Participant feedback on workshop about value discovery and value modeling  

The workshop was considered helpful by almost all students. It provided a basis to discuss values to be 

created through the project. As put by one of the students ‘it was helpful to start the project on discussing 

values and how we understand the what, the how, and the why’. Several students mentioned the 

usefulness of the guidance provided by the tool. For instance, as put by one of the students: ‘It helped us 

to succinctly put forward the key values […]. Creating maps and networks and defining values on top of 

the rich picture was most helpful.’ Another student emphasized the tool enabling ideation: ‘it helped us 

to come up with new ideas.’  It was also mentioned that the workshop helped to raise awareness and 

understanding what different kinds of values can be created. Another student replied that ‘the session 

was helpful in the way that contributed to seeing the challenge through the value proposition lenses’ and 

that the session ‘ignited a series of questions on how to see the project’s different actors involved and 

their contribution to the project.’ This also helped to identify actions on how the project could be taken 

further: ‘the questions helped us structuring the next steps of our project.’ The workshop was seen as an 

opportunity to learn about value discovery and value modeling. As put by one of the students, ‘before this 

session I never had a chance to learn about it, so it was totally new to me.’ Another student described how 

the workshop helped to specify how to create value: ‘we were able to explore different ways, from 

different perspectives for the value creation.’ 

Although the majority of the feedback was positive, there was also some criticism raised. One of the 

students found it difficult to identify values without having an interaction with the actors involved in the 

business landscape. Another response was from a student whose project was well-defined regarding 

which actors to focus on and how these would benefit. They felt that they did not need any support in 
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this regard, adding ‘simply because we are in a too limited space within the actual project.’ Similarly to 

the workshop about rich picturing, the amount of time for the workshop was considered too short by 

some of the students, i.e.: ‘the session helped in understanding how to create value […] but I felt like we 

would need more time to develop the concept.’ The allotted time for the exercises of discovering and 

modelling values was approximately two hours. About 30 minutes were used for the facilitator to show 

slides for introduction and theoretical concepts about value. 

The facilitator nudged the students to think openly. As one student suggested, ‘[he] was very helpful in 

reminding us about possible factors and ways to interpret things.’ Another student phrased it like this: 

‘[he] deliberated on the possible ways of interpretation of the activities and contributions that could be 

made along the way.’ Moreover, the facilitator engaged in detailed conversations with each of the student 

groups, which was considered helpful to receive advice on the unique case. He also ‘provided the 

necessary starting points of discussions,’ as stated by one of the students. Furthermore, the facilitator was 

conceived to be able to clarify emerging questions and as one student noted: ‘[he] was definitely open for 

any kind of question and made everything clearer.’  
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5. Discussion 

In this chapter, the empirical findings are discussed and connections with theory from the literature 

review will be explored. The ways of the facilitator to support the team in their work and to overcome 

challenges in the BMI processes will be discussed.  

 

 Ways of the facilitator to support the team with work packages in the 
BMI process 

The literature review had revealed several work packages in BMI. Work packages were defined as themes 

of similar activities that are part of the BMI processes the team would need to accomplish (cf. section 

2.1.3). The reasoning behind identifying these work packages was to be able to compare if and in what 

ways the facilitator could give support to the team working on them.  

One of the work packages identified from the literature was to create a vision and/or purpose of the 

business model (cf. Schallmo and Brecht, 2013; Evans, Rana and Short, 2014; Geissdoerfer, Savaget and 

Evans, 2017). The empirical findings suggest that the facilitator in BMI may co-create the vision and 

purpose together with the team and thereby contribute to this work package. He or she might also push 

the team to think of the vision in a way that is more far-reaching than the mere conceptualization of a 

business model but to actually envision the implementation as well. During the process, the facilitator 

may also hold up the vision and thereby provide guidance to the team. Additionally, the facilitator may 

help to define smaller goals which are in line with the vision. In the observed project canvas workshop, 

the facilitator assisted the participants in defining the purpose of their projects. Not only is there a box 

in the project canvas labelled purpose, the facilitator also indulged in discussions about the purpose with 

the participants. He thereby challenged the views of the participants and encouraged them to tweak the 

purpose. This helped to make it less ambiguous and more graspable. Additionally, for the observed value 

mapping and value modelling workshop, it may be argued that the facilitator helped to shape the vision. 

The facilitator pushed the group to identify the value they wanted to co-create in their business models 

and to think about actions that they would need to take to get there.  

Another work package that was identified from the literature is about internal analysis and consideration 

of existing partnerships (cf. Günzel and Holm, 2013; Cortimiglia, Ghezzi and Frank, 2016; Jensen and 

Sund, 2017). The empirical findings suggest that the facilitator helps the team to gain a shared 

understanding of the current situation. The facilitator may engage various people to get together and do 

a kick-off workshop. The facilitator may make use of tools like rich picturing, stakeholder mapping or 

value webs. Thereby, the facilitator may help the group to better get to know their existing structures.  
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The work package external analysis is about the ecosystem the organization is part of and was found to 

be a key part of the BMI process in the literature (cf. Frankenberger et al., 2013; Evans, Rana and Short, 

2014; Geissdoerfer, Savaget and Evans, 2017; Winterhalter et al., 2017). The empirical findings suggest 

that the internal and external analysis overlap. Instead of being done separately, the exercises done in 

workshops may include both internal and external aspects at the same time. Tools like rich picturing, for 

instance, tend to encourage that the internal and external parts are looked at holistically. The facilitator 

may encourage the participants to look for trends on the market and what business models are being 

used in the industry. Moreover, the external analysis is about generating insights about potential 

customers. In the observed value mapping and modeling workshop potential values were identified. This 

could be interpreted as a starting point for identifying potential customers. Through the rich picturing 

workshop, an analysis of the actors who might be affected by the business model was created. The 

workshop also included potential issues which might arise, for example conflicts of interests between 

actors. The findings support the discussion of Lindhult and Midgley (2019) suggesting that systems 

thinking can enhance critical thinking, and enable reframing to get unstuck. 

In the process of BMI it could be seen that ideation is an essential part (cf. Frankenberger et al., 2013; 

Günzel and Holm, 2013; Schallmo and Brecht, 2013; Jensen and Sund, 2017). As put forward by one of 

the interviewed experts, the facilitator supports in ideation by reminding the team members to not think 

about products and services separately from the business model. Instead, they should be considered to be 

interconnected and ideating them sequentially might lead to two ideas which do not fit together well. 

The facilitator may also encourage the participants to follow a creative process of inquiry, where ideas 

are not only generated in designated exercises but sustained throughout the process. Nevertheless, 

principles and tools to enable ideation are applied by the facilitator. Especially the principles of Design 

Thinking and the related approach of diverging and converging were mentioned repeatedly by the 

interviewees. A relationship between BMI and Design Thinking was also suggested by Geissdoerfer, 

Bocken and Hultink (2016). In the diverging phase, the facilitator may offer creativity techniques to 

generate a high quantity of ideas. In the workshops observed, the tools enhancing creativity were tightly 

connected to BMI and encouraged the participants to see the bigger picture or to identify values between 

actors. Creativity methods like brainstorming or brainwriting, which may be seen as more universal, 

were not used in the workshops. Yet it was mentioned in the interviews that they can be applied when 

suitable for the situation. 

Furthermore, the literature pointed to conceptualization and prototyping being another work package 

in BMI (cf. Antikainen et al., 2017; Geissdoerfer, Savaget and Evans, 2017). Based on the interviews with 

the experts, more focus was on conceptualization than on creating a prototype or pilot that could be 

tested under realistic conditions. The facilitator may help the participants to create conceptualizations of 
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the business model using tools like the business model canvas. Furthermore, modelling as a part of soft 

systems methodology can be introduced by the facilitator. For this purpose, rich picturing is suitable. In 

one of the workshops, value mapping and modelling, the facilitator guided the participants to move 

towards a conceptualization. The current situation which had been depicted in the previous rich 

picturing workshop was used as a basis. To conceptualize the business model the facilitator provided 

guiding questions on what value would be created, how value would be created, and for which reason the 

value should be enhanced or innovated.  

The empirical findings also suggested that the facilitator might support the team with the work package 

validation of the business model. The facilitator may emphasize the importance to validate assumptions 

that were made when creating the business models. Particularly those about target groups and 

willingness to pay for a product or service. Furthermore, the facilitator may introduce approaches such 

as the Lean Startup which has validation of assumptions as one of the process parts. However, the 

facilitator seems to only give guidance on what to focus on and advice on how to do it. The actual 

validation in terms of experiments or trial-and-error process is to be done by the team members.  

Another work package identified from the literature was evaluation, selection and integration (cf. Evans, 

Rana and Short, 2014). Knowledge gained in earlier phases of a project should be made use of when taking 

further steps (Sosna, Trevinyo-Rodríguez and Velamuri, 2010). Based on the empirical data, it could be 

seen that the facilitator may document and lay out the results that have already been made to the group 

and thereby help them to evaluate and select ideas to take further. The literature suggests that the team 

members should try to integrate learnings from previous experiences and learn from other firms (Sosna, 

Trevinyo-Rodríguez and Velamuri, 2010). Here the facilitator may give valuable input to the team 

members, especially when it is an external facilitator who has experienced work with many different 

companies and knows about different types of business models. In the observed value mapping and 

modelling workshop the facilitator motivated the participants to choose which one value the biggest 

focus should be put on from all the possibilities of value exchange in the outlined business landscape. 

Lastly, the work package of operationalization is about translating gained insights into adjusting the 

business model accordingly (Frankenberger et al., 2013). The empirical findings suggest that the 

facilitator helps the team in preparing and creating the business model conceptually but tends to 

withdraw more and more when the process enters the phase of the actual implementation. At this stage, 

company-internal processes are being used to realize the conceptualized business model. As it was 

suggested by Günzel and Holm (2013), the operationalization is a linear process that is about creating 

value. It is based on the conceptually developed value proposition and means of capturing and delivering 

value (ibid.). This however, needs to be taken with caution, as it could also be seen that other authors 
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recommend a trial-and-error approach, e.g. for the operationalization of a pilot (Sosna, Trevinyo-

Rodríguez and Velamuri, 2010). One of the facilitators interviewed mentioned his involvement in 

running a pilot project, but also acknowledged that this then goes more into project work and may not 

really be considered to be part of facilitation any longer. 

 Ways of the facilitator to support the team to overcome challenges in 
the BMI process 

In the literature review, also several challenges in the BMI process were highlighted. A key challenge lies 

in understanding the needs of other actors in the business landscape (Frankenberger et al., 2013). The 

empirical findings showed that the facilitator encourages the team members to look outside of the 

boundaries of the organization itself. Moreover, the facilitator’s experience may be useful in defining 

customer needs. Again, using suitable tools for mapping the situation can be offered by the facilitator. It 

also connects with raising awareness about validation and supporting the group to find adequate ways of 

experimentation. As suggested by one of the interviewed facilitators, experimentation should be done by 

the team members themselves and possibly in a real setting. By providing the tools which fit into the BMI 

process, the facilitator may therefore contribute to enabling a suitable technological and virtual space 

(Peschl and Fundneider, 2014; cf. table 2 on p. 20).  

The literature also presents the challenge of dealing with the particularly high uncertainty and complexity 

often found in the process of BMI (Winterhalter et al., 2017; Geissdoerfer et al., 2018). Two dimensions 

of the facilitator’s work derived from the empirical findings may be particularly relevant. Firstly, the 

capability to lead and navigate through the process. The facilitator may prepare meetings and engage 

team members to frame the challenge. For this, the facilitator may also help to establish a shared initial 

understanding of the current situation. By helping to define and structure tasks, the facilitator may 

further contribute to increase clarity. This ties in with the work of the facilitator to co-create a vision of 

the BMI with the team. In addition to the complexity of BMI, another challenge related to uncertainty is 

the need to deal with setbacks when results do not as hoped for (Sosna, Trevinyo-Rodríguez and 

Velamuri, 2010). Here, the empirical findings suggest that the facilitator may also motivate the group. 

This may be done by creating an atmosphere that is inspiring and optimistic. The facilitator may also 

keep a wider view on the larger process and mirror it back to the team members in case they feel lost.  

The facilitator may help with the challenge of uncertainty by contributing to a suitable emotional space 

by enhancing well-being of the group but also challenging group members to step out of their comfort 

zones (Peschl and Fundneider, 2014; cf. table 2 on p. 20).  

Another challenge is to overcome the current business logic (Chesbrough, 2010; Frankenberger et al., 

2013). As suggested by one of the interviewees, the facilitator emphasizes the need to include the business 
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model from the beginning. Thereby, the facilitator encourages not to develop a product first and then 

look for a business model but to create them together, viewing them as rather inseparable. The 

facilitator’s knowledge about different businesses and experience with developing business models with 

other companies may also be inspiring to the team members and contribute to more openness and 

courage to try an approach that differs from the current business logic. As one of the interviewees 

mentioned, employees might ‘trust the foreign prophet more than [their] own,’ pinpointing the legitimacy 

a facilitator coming from outside of the organization might possess. The involvement of the facilitator 

might lead to more openness in the work with BMI and a connection may therefore be seen with what 

Peschl and Fundneider (2014) refer to as enabling of social, cultural and organizational space. 

 Support of the team, process and business model 

Based on the 3P framework (cf. section 2.3.1), business advisories focus on the person, the process and 

the product (Lindhult and Höglund, 2011). The business advisory offers support to the person aiming to 

set up the business, to facilitate the process of setting up the business and to assist in creating the product. 

Instead of advising a single person, the facilitator in BMI tends to work with a group of people. The 

facilitation work thereby shifts from supporting the individual to also dealing with group dynamics. 

Nevertheless, appreciation and unlocking of individual strengths can be motivating, particularly when 

the facilitator is part of the project for a longer time period. It could be seen that the facilitator also 

supports with engaging the team and advising on putting a group of people with multi-disciplinary skills.  

The process that the business advisory assists with has similarities with the facilitator’s support in BMI. 

The BMI process can be marked by especially high uncertainty and complexity, and in the process of 

BMI a profound understanding of the current situation needs to be established. Understanding the 

current situation is important when identifying customer segments and analyzing the relationships with 

other actors. It forms the basis for the business model to be created. Furthermore, it could be seen both 

in the literature and the empirical data that it can be useful to approach the BMI with a high level of 

openness and willingness to iterate. In addition to his, the facilitator may act flexibly and integrate the 

BMI process in an organization’s existing processes. Due to the high complexity of BMI, helping the team 

to set a vision as well as sub-goals can be fruitful, e.g. in the form of a road map. By providing such 

guidance, the facilitator may contribute to keeping the project on track and shortening the time needed 

to accomplish the desired results. Moreover, the business advisory supports the entrepreneur with the 

product. Instead of focusing on the development of new products and technologies to solve problems, a 

holistic view should be taken in BMI (Frankenberger et al., 2013). The ‘product’ in BMI is a functioning 

system. This system, or the business model, is made up of several components where the products or 

services offered need to align with the customer interface, infrastructure and financial aspects of the 

business (Osterwalder, Pigneur and Tucci, 2005). As Frankenberger et al. (2013, p. 19) pointed out, ‘given 
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the newness of the field, there is a lack of structure and proven management knowledge in practice.’ To 

break free from the product logic and to move towards a business model logic, the findings suggest that 

the facilitator can raise awareness of thinking of the business model as a system, and therefore encourage 

the ideation and development of products / services along with the other components.  

The three key enablers of the general innovation facilitator discussed in section 2.3.1, which are 

innovation knowledge, knowledge management and knowledge transfer (Johnsson, 2018), seem to be 

relevant for the facilitator in BMI. Instead of using the term ‘knowledge transfer,’ ‘knowledge sharing’ 

might be more suitable in my opinion, as I will further explain later. Moreover, as the empirical findings 

suggest, the facilitator in BMI may require specialized knowledge additional to general knowledge about 

innovation work. This ranges from knowledge about the BMI process to knowledge about different types 

of business models and trends in terms of new business models. It was also pointed out in the empirical 

findings, that in addition to possessing theoretical knowledge, the BMI facilitator can benefit from 

knowledge gained from practical experience. In terms of the second key enabler named by Johnsson 

(2018), knowledge management, the facilitator needs to be able to transform his or her knowledge to 

make it applicable to the situation at hand.  

 

Figure 14: Factors that enable business model innovation on three levels: team, process, and 
business model (inspired by Lindhult and Höglund, 2011; Johnsson, 2018). 

As it could be seen from the empirical data, knowledge management can be observed when the BMI 

facilitator assists the group with the analysis by structuring and clustering content. Furthermore, 

selecting tools which are suitable for the group and the unique case might be seen as contributions 

resulting from knowledge management by the facilitator. In order to make a suitable selection, it may be 

useful for the BMI facilitator to have a repertoire of tools to choose from. In practice, the boundaries 

between knowledge management and knowledge transfer seem to blur. When the facilitator engages in 

discussions and challenges assumptions, knowledge management and knowledge transfer may take place 
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simultaneously. One may view the use of the term ‘knowledge transfer’ critically, as it may suggest a one-

way flow of information. This clearly is not the case when the facilitator indulges in discussions with 

other individuals. The capacity to have such discussions and to thereby help to generate more knowledge 

relates to reflective practice as described by Schön (1984). The facilitator becomes aware and makes use 

of implicit knowledge in the given situation. It could be argued that a knowledge transfer takes place 

when the facilitator educates the team about a topic such as relevant theory in the field of BMI and 

seemingly fixed, prepared content is taught to the participants. Nevertheless, when presenting the 

prepared information, the information flow is rather two-directional. It remains necessary for the 

facilitator to read the situation and make sure that the participants are following what is being explained. 

The participators may communicate back, e.g. by showing that they understand what is being said, by 

showing agreement or disagreement or by adding comments. As opposed to using the term ‘knowledge 

transfer’ like Johnsson (2018), I therefore prefer to use ‘knowledge sharing’ in the context of facilitation. 

 Facilitative roles in business model innovation 
The empirical findings may also be connected to the facilitative roles put forward by Schwarz (2017), 

which were discussed in section 2.2.1. As suggested by Schwarz (2017), facilitators may adopt multiple 

facilitative roles. The empirical findings suggest that the facilitator in BMI may make use of most of these 

roles. Contrasting the aggregate dimensions of facilitation themes in BMI that resulted from the Gioia 

analysis (see figures 12 and 13) with the facilitative roles by Schwarz (2017) connections can be made. An 

overview of the connections identified between facilitative roles and the dimensions of facilitative 

themes is shown in table 9. 

The facilitator may make use of the purely facilitative role for generating knowledge, and for evaluating 

and taking ideas to actions. In terms of generating knowledge, the purely facilitative role fits with 

encouraging open-minded thinking, coordinating workshops and using universal creativity techniques 

not directly linked to BMI. For evaluating and taking ideas to action, the purely facilitative role may be 

applied when supporting decision making structures and facilitating the discussion in a group.  

The facilitative consultant role appears to also be of high relevance for the BMI facilitator. Within this role, 

the BMI facilitator uses his or her expertise in BMI and therewith associated specific tools, such as 

mapping of the business landscape and identification of value potentials to help the group generate more 

knowledge. The BMI facilitator may also transfer his or her knowledge from previous experiences to the 

group. Through the facilitative consultant role, the BMI facilitator may also carefully add his own views 

to reach a decision, and thereby takes a position that is arguably less neutral than the purely facilitative 

role.  
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Table 9: Connection of facilitative roles with dimensions of facilitative themes 

  

Dimensions of facilitative themes derived from empirical data 

Leading / 
navigating 

through the 
process 

Generating 
knowledge 

Transferring 
knowledge 

Evaluating 
and taking 

ideas to 
actions  

Providing 
mental 

support and 
stability 

Fa
ci

lit
at

iv
e 

ro
le

s 
 

ac
co

rd
in

g 
to

 S
ch

w
ar

z 
(2

01
7)

 

Purely 
facilitative role 

- x - x - 

Facilitative 
consultant role - x x x - 

Facilitative 
coach role - - - x x 

Facilitative 
trainer role - - x x - 

Facilitative 
mediator role 

- - - - - 

Facilitative 
leader role 

x - - x x 

 

The facilitative coach role may be relevant for the BMI facilitator for providing mental support and 

stability. This will likely be needed when the BMI facilitator is involved over a longer time period in the 

process. He or she can help to motivate the team and support with handling the uncertainty of the BMI 

process. The facilitative coach role may also be useful in evaluating and taking ideas through action, by 

encouraging the team to reflect on behavior and mindset as well as to direct their attention to the goal. 

The facilitative trainer role may be particularly needed by teams with little or no experience with BMI. The 

BMI facilitator here transfers knowledge relevant to business model innovation by teaching skills and 

introducing the systems thinking mindset. Also, when the team is to do validation on their own, 

appropriate training could be beneficial.  

As suggested by Schwarz (2017), the facilitative mediator role is adopted to resolve conflicts or dispute 

between two or more people. Although it may also be useful in BMI in certain situations, the empirical 

data in this study did not show instances of the BMI facilitator adopting this role. Further research on 

how to handle interpersonal conflicts in innovation process may be needed. 

The facilitative leader role may be used by the BMI facilitator when leading and navigating through the 

process. Although the facilitative leader may also take own decisions according to Schwarz (2017), the 

empirical data suggests that the BMI facilitator enables the team to make decisions and take responsibility 

for them. Through a facilitative leader role, the BMI facilitator may also be able to help the team to 

evaluate and take ideas to actions, such as facilitating idea selection and integrating the BMI process with 
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existing processes at the client organization. The facilitative leader role may also be adopted to provide 

mental support and stability. This may be done especially when trying to create a feeling of safety, i.e. 

when connecting smaller phases of the BMI process to the larger roadmap the lead to the desired 

outcome.  
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6. Conclusion  

In the conclusion chapter a summary of the findings will be presented. Furthermore, practical 

implications, limitations of the study and ground for future research will be discussed. 

 

 Summary of findings 

This thesis set out to answer the research question ‘what is the role of the facilitator in business model 

innovation?’ 

It was found that the involvement of the facilitator in projects regarding BMI can vary from moderating 

single workshops to being involved in the entire BMI process. With increasing involvement, the 

possibilities for the facilitator to support the team may increase. The findings of this study suggest that 

the facilitator in BMI can support the team with the identified work packages in the BMI process, and 

also help the team to overcome challenges. He or she may not provide own ready-made solutions but 

instead enable the team to bring about and make existing knowledge accessible. The facilitator can be the 

one who supports the people in the team, guides through and keeps an overview of the larger BMI 

process, and enables the team to generate a new business model. Multiple facilitative roles maybe needed 

for this. 

From the empirical data derived from interviews with people with experience in facilitating BMI five 

dimensions could be identified which show how the facilitator may support the team to create BMIs. 

Firstly, the facilitator may be leading and navigating through the process. This may also involve 

preparation and kick-off meetings with the client, helping to identify and divide tasks, and 

communicating the overall process in an understandable way. Secondly, the facilitator may enable 

knowledge generation in the team. For this, the facilitator may help to set a space that enables creativity 

by using creativity techniques, designing workshops which involve diverging and converging thinking, 

and modeling alternative solutions. Additionally, the facilitator may enable knowledge generation 

through supporting the team in research & analysis.  The facilitator may apply tools to understand the 

current situation in the business landscape, guide research about business models of other organizations, 

and direct the focus on generating insights on the market and target customers. Thirdly, the facilitator 

may transfer his or her own knowledge to the team. This may include raising awareness for systems 

thinking and thus encouraging team members to adopt a broader view of the business environment. The 

facilitator may also teach tools and methods that are relevant to the BMI process, inform about trends 

and different kinds of business models and underlying values. He or she may additionally share practices 

experienced from previous projects. The fourth dimension identified is the facilitator’s support in terms 



 

 

 
 

70 

of evaluating and taking ideas to actions. For this, the facilitator may foresee validation of assumptions 

as a part of the process and support to come up with suitable methods for validation. Moreover, the 

facilitator may try to bring in an additional person from outside to validate generated concepts from a 

less biased standpoint. The fifth dimension is about the facilitating providing mental support and stability 

to the team. It was found that facilitators may experience that the team members can feel lost and 

uncertain about which steps to take in the BMI process. The facilitator may in such cases encourage to 

accept a level of uncertainty in BMI explaining the benefits of iterations to arrive at better results. Having 

experienced and gone through the process before might enable the facilitator to create an inspiring and 

optimistic atmosphere.  

 Practical implications 

Schön (1984) discusses reflective research, which may be particularly useful for practitioners. Such 

research may ‘help practitioners to become aware of and criticize their tacit frames’ (p. 295) as well as 

‘help practitioners to understand the competences he would need’ (p. 301). Moreover, he considers 

describing and accumulating examples to be useful to the practitioner to build a repertoire of familiar 

situations and enhance reflection-in-action (Schön, 1984). By providing thick descriptions of facilitated 

workshops relevant to BMI such examples are presented in this thesis. In addition, the five identified 

aggregate dimensions of facilitation themes may provide a ground for facilitators to reflect on their tacit 

frames and roles, as well as competences which might be required. 

Research about BMI is ‘relatively recent and noncumulative’ (Foss and Saebi, 2017, p. 203) and 

established processes to innovate business models tend to be missing in many companies. The awareness 

and understanding of the business model logic may often be limited. In such cases, educational 

groundwork can be helpful and the facilitator in BMI may act as an educator. Furthermore, the facilitator 

in BMI may need to do pioneering work prior to diving into arguably more classical facilitation: enabling 

ideation, analysis and insight generation. As BMI may find its way into more and more organizations in 

the years to come, the importance of educational groundwork by the facilitator may decrease and there 

could possibly be a shift towards support in knowledge generation through ideation and analysis. The 

facilitator may then contribute to the work related to BMI by his or her capacity to viewing the project 

from a more neutral standpoint than the team members. This may allow the facilitator to not be as deeply 

absorbed with the content itself. He or she may instead direct attention towards unlocking the capacities 

of the team members. Furthermore, based on his or her experience with the tools, the BMI facilitator 

may enable the team to use the unlocked capacities effectively, potentially increasing the quality of the 

output and reducing the time needed to be able to start using them. Moreover, the facilitator may transfer 

insights and experiences gained in prior BMI projects to the case at hand. This may be particularly useful 
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in foreseeing challenges and acting beforehand, as well as being able to give examples of other business 

models or ways of working to inspire and encourage an open mindset of the team members. 

 Limitations and future research 
In this study, empirical data was gathered through eight interviews with facilitators with experience in 

BMI. Moreover, three workshops were observed and feedback from the workshop participants was 

collected. As the findings are based on a limited number of interviews and workshop observations, 

limitations to the generalizability of the results apply. Furthermore, the conclusions about what role the 

facilitator plays in BMI were partly drawn from the content provided from such facilitators. The 

experiences were therefore not only interpreted by me as a researcher but also through the reflections of 

the interviewed people themselves, thus passing through two filters. Nevertheless, the interviews with 

the facilitators provided valuable insights from people who have worked with BMI for an extended 

period of time. The study could thereby draw from a wealth of experiences. The observed workshops 

allowed me to gain first hand experiences regarding the work of the facilitator in workshops. The 

workshops took place in a university setting with a group of master students which implies further 

limitations. Although the facilitators confirmed that the design and tools of the workshops would be 

similar to workshops they would conduct with companies or entrepreneurs, one may expect different 

insights to be made when observing workshops related to BMI in another setting. The observations and 

the interviews therefore should be seen as glimpses into the facilitation of BMI. There were different 

answers from the facilitators in terms of the time involved in the BMI process. Some of the interviewed 

facilitators suggested that they can be involved in the entire BMI process from the kick-off until the 

implementation, while others explained only facilitating one or two workshops in a project.  

It could be an interesting opportunity for further research to perform a longitudinal case study about 

facilitation in BMI and how the depth of involvement of a facilitator affects the BMI process. Moreover, 

further distinctions for the research about facilitation could be explored. Differences between facilitators 

internal and external to the organization might be investigated as well as the advantages and 

disadvantages each of them might have. Further studies may also explore the role of the facilitator in BMI 

from a cultural perspective and study practices in different countries. Facilitation in BMI may also benefit 

from research taking a gender perspective and possible effects on the innovation team and outcomes. 

One of the key findings in this thesis was the role of the facilitator in explaining and teaching about 

relevant theory, tools and encouraging a systemic mindset. It could be an interesting direction of research 

to also focus more on the pedagogical skills the facilitator in business model innovation should have. As 

BMI processes may become more established in organizations in the coming years, it is also possible that 

the aspect of the facilitator explaining and teaching the topic becomes less important while the relevance 

of other aspects in facilitation may increase.  
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Appendices 

 

Appendix A: Interview guide for semi-structured interviews with experts 
Questions about background, position, experience with BMI 

1. What is your professional background? 

2. In which context have you worked with BMI? 

 

Questions about your experience in facilitation in general 

1. How does the group size affect the way you facilitate? 

2. How does group diversity affect the way you facilitate? 

3. Are there some other factors that come to your mind which affect the way you facilitate? 

 
Questions about facilitation in BMI 

1. Do you use a particular framework regarding Business Models? (e.g. Business Model Canvas by 
Osterwalder) 

2. What type of work does BMI typically include for you? (e.g. clarifying needs with client beforehand, 
organizing and conducting workshop…) 

3. Which facilitation tools, methods and materials do you use when working with BMI? 

4. What are the roles of the following in your approach to facilitating BMI:  

a. icebreaker/warmup exercises? 

b. creativity? 

c. organizing & structuring? 

 

Questions about characteristics/skills facilitators need in BMI 

1. Which personal characteristics do you think are essential for a facilitator of BMI? 

2. Which benefits do you see for company internal vs. external facilitators for BMI? 

3. Which skills do you think are essential for a facilitator of BMI? 
 

Questions about how facilitation for BMI might differ from other facilitation work 

1. How does facilitation for BMI differ from other innovation related workshops?  

2. Do you see any patterns of how far progressed the BMI process is when you as a facilitator 

come in? 



 

 

 
 

84 

3. Which elements of ‘exploration’ (coming up with breakthrough ideas) on the one hand, and 

‘exploitation’ (do that which is already done in an improved way) on the other hand, do you 

facilitate within BMI? 
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Appendix B: Feedback form for feedback from workshop participants 
Feedback for rich picture workshop on February 6th, 2019 

1. Do you feel the session improved your and your project partner’s understanding of the context 

of your project? Why? 

2. Do you feel that the session helped you to discover possibilities of creating value in your 

project? Why? 

3. In what ways did the facilitators contribute to the results you arrived at? 

 

Survey for value mapping and identification on February 10th, 2019 

1. Did you take part in the rich picture workshop last week?    Yes   🔲   No 🔲	

2. Do you feel that the session helped you to specify your core value proposition? If so, what was 

helpful? 

3. Do you feel that the session helped you to specify how to create value in your project? Why? 

4. Do you feel that the session helped you to specify how the focal actors profit and benefit from 

the project? If so, what was helpful? 

5. In what ways did the facilitator contribute to the results you arrived at? 
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Appendix C: List with general skills and characteristics of the facilitator to 
support field notes 
This list was created as a part of the literature review in chapter 2 and used as guidance during the 

observations of facilitated workshops. 

 

Create the right atmosphere & mindset Notes: 
1 Create an atmosphere where people can be relationally engaged 

(Cross, Morris and Gore, 2002; Möllering, 2006)

2 Create a safe environment where people can speak openly (Settle-Murphy and Thornton,

2001)

3 Broaden perspectives of participants to allow for new framings 

(Midgley et al. , 2013; Lindhult and Nygren, 2018)

Engage participants
4 Promote understanding and shared responsibility amongst participants (Kaner and Lind,

2007)

5 Ensure participation (Bell and Morse, 2013)

6 Intervene in case of power imbalances (Tavella, 2018)

Keep up effectivity
7 Keep the group task oriented (Phillips and Phillips, 1993; Ackermann, 1996)

8 Manage the time (Ackermann, 1996)

Be a process guide
9 Give an overview of session and allow participants to point out if something is not

addressed (Ackermann, 1996)

10 Guide through the phases: introduction, exploration, development, conclusion

(Ackermann, 1996)

Assist in problem solving
11 Introduce ways of how the group can work together and introduce a method to structure

problems (Bell and Morse, 2013)

12
Assist with the documentation of content from participants discussions (Tavella, 2018) 

Be careful what you say
13 Be careful with contributing to discussion content (Phillips and Phillips, 1993; Kerr et 

al. , 2013)

14 Speak the language of the organization (“jargon”) (Eden, 1992)

Adopt particular behaviors
15 Use facilitated modelling and adopt behaviors: inviting, clarifying, proposing, building,

deploying authority, affirming (Tavella and Franco, 2015)

16 Stay flexible as a facilitator to be able to react to the particular situation and context

(Tavella and Franco, 2015)

Find the right balance
17 Maintain balance between managing relationships between people, tasks, and technology

(Bostrom, Anson and Clawson, 1993)

18 Maintain balance between models and “stories” (models should not to become overly

complex) (Sandker et al. , 2010)

Choose suitable group sizes and diversity
19 Pay attention to group size and group roles (Gregory and Romm, 2001)


