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Abstract: 
Purpose – The aim of this paper is to analyze management difficulties associated with the 
implementation process of new business models in Polish enterprises in foreign markets as well as 
with constructing their relationship potential. Additionally, the study aims at determining whether these 
enterprises do manage by a particular business model and if so, then what the nature of the 
management of the entire portfolio of their business models is (in the Polish and foreign markets).  
Findings – The studied enterprises do not manage by a business model in the Polish market as well 
as in foreign markets (they do not manage a portfolio of business models). Although they diversify 
their activity at home and abroad, they do not allocate resources, financing, communication channels 
etc. to the selected key segments of their customers. 
Practical implications – Firms should develop their relations and network competence which are 
crucial for adopting a management system grounded in business model portfolio management. For 
this purpose it is essential that they regroup their customer segments quicker. 
 
Keywords: business models, business model portfolios, management strategy, polish enterprises, 
international environment  
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1. INTRODUCTION 
 
In the contemporary world economy the access to resources and manufacturing technologies have 
long ceased to be the factors which determine the long-term competitive advantages. It is becoming 
indispensable for the markets which suffer from the supply surplus of industrial goods to devise proper 
customer relationship mechanisms (which involves flexibility in product and service design), including 
the needs assessment of the end-customers. One answer to this challenge is employment of a 
business model which, due to its configuration, allows to allocate the appropriate resources and thus 
customized value to precisely selected customer segments. The technology revolution has increased 
the ability of businesses to design cooperation networks and hence to generate further resources. This 
in turn has facilitated reaching customers and analyzing their needs. Moreover, new specialist 
resources and competences, having appeared in firms, have affected new possibilities of customer 
service and opened additional space for designing new business models and managing competition 
strategies.  
 
Business model management has therefore become an attractive alternative for modern enterprises in 
the area of competition at home but also in the area of international expansion. Polish firms, as 
business practice tells us, have been operating insufficiently in terms of the development strategy 
grounded in business models, and thus in terms of implementing the concepts of integrated 
management system. Therefore, it is highly relevant to conduct research which will determine the 
status, barriers and development opportunities for the concepts of business model management. A 
further problem is adapting new business models by Polish firms for expansion into new markets or in 
fact managing a business models portfolio for foreign markets.  
 
2. LITERATURE REVIEW 

   
The literature on the subject does not provide many studies (theoretical or practical) on the practices 
of business models portfolio management at home and abroad. In numerous articles published on the 
topic it is directly suggested to expand and intensify the research on the issue (Vives & Svejenova, 
2011, pp. 239-240). It is proposed that an analysis of the relations between the processes of 
internationalization of an enterprise and new business model design be carried out, together with a 
similar analysis of the relations between the acquisition and takeover strategies and business model 
implementation process. It is highlighted that managing business models portfolios in foreign markets 
holds potential for conflict within companies since it makes it essential to include high complexity of 
international environment, which in turn requires further research (Vives & Svejenova, 2011, p. 240). 
However, the business model portfolio alone, included in one strategy, is highly significant for an 
enterprise: it serves to prepare the organization for functioning in a turbulent environment, as well as 
to protect it from losing competitiveness and to constitute an answer to any changes in the market 
speculation conditions.  
 
K. Mason and S. Mouzas consider a possibility to implement flexible business models in organizations 
expanding internationally by analyzing the architecture of business model (including the structure of 
network relations and their types within this network), and analyzing the orientation of a particular 
business model (client-oriented, competition-oriented or cross-functional coordination-oriented). The 
flexibility of enterprises' operations can be expressed in their capability to effectively acquire resources 
from occasional suppliers (as it is a key factor constituting the architecture of a business model by its 
network and transactional character). The acquired transactional relationships, with simultaneous 
influence of the firm on the behavior of its partners within the network, enable quicker implementation 
and development of new innovative solutions for customers. Thus, it becomes possible and actually 
necessary to manage by flexible business models since they generate innovation (Mason & Mouzas, 
2012, p. 1342). Moreover, in the network influence approach what is stressed is the diverse and 
multidimensional character of the relationships, which affects the structures of the network and, 
further, the structures of the organization. The ongoing interactions within the network, formed due to 
long-term formal and informal relationships, lead to acquiring knowledge, experience and trust from 
business partners. To conclude, the higher the network competence of an enterprise, the easier it is to 
manage by business model portfolio (Nair et al., 2012, p. 1652).    
 
Additionally, the market orientation (customer orientation) is, according to the theory of enterprise, a 
significant premise facilitating business model management (and business model portfolio 
management), in configuration with efficient functioning within the network of formal and informal 
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relationships (Mason & Mouzas, 2012, p. 1344, 1361). The better the knowledge of customer needs, 
the easier it is to understand and conceptualize a business model and then to implement flexible 
business models. It is also highlighted in the subject literature that the more competition-oriented an 
organization is (particularly in correlation with network competence), the easier it is for it to transfer to 
business model management.  
 
Confidence in business partners gains in significance to become crucial, in the network economy and 
relationships (in foreign markets). The greater the trust, the easier it becomes to acquire resources 
and to design innovation, and consequently to diversify and develop the activity and business model 
management. An explicit characteristic of business network relationships is their infinity, which 
translates into the potential of businesses for expansion into new markets with new products and 
services for new target customer groups. While analyzing the issue from yet another perspective, it is 
worth to underline that the literature on the subject demonstrates the business model portfolio 
management by looking at the home and target market segmentation. It is then suggested, though 
without extensive empirical evidence, that the similarity in customer segment configuration between 
home and foreign markets promotes duplicating business models onto further foreign markets.  
 
3. METHODOLOGY AND SAMPLE 
 
In order to achieve the objectives set in the research the case study procedure was adopted and 
executed. It included the following stages: 1. Formulating the research questions, 2. Identifying the 
basic terminology associated with defining a business model, 3. Selecting the cases to be studied 
(three large firms, one in the service sector and two in the production sector, which all expand 
internationally and plan to intensify their expansion in the future), 4. Selecting the tools and 
procedures for data collection, 5. Data collection, 6. Analyzing the collected data internally, 7. 
Determining the cause and effect relations, and 8. Concluding and presenting recommendations for 
business. 
 
The core tool for data collection on the businesses selected for study was interviewing the managers 
of those businesses with the use of a carefully drafted instrument - an in-depth interview 
questionnaire. The verification of the collected data was executed by analyzing other documentation 
on the studied businesses, their web content and customer opinions. Each interview in each of the 
three studied companies lasted 1.5 hours. 
 
A significant stage of the entire research was identifying the basic terminology associated with defining 
a business model. Adopting the business model definition offered by A. Osterwalder and Y. Pigneur 
was the most significant decision in the research. The authors have assumed that it is possible to 
design a draft of a business model which includes the same elements and can be applied to any 
business (Osterwalder & Pigneur, 2010, pp. a-k). Their concept demonstrates that the business model 
construct incorporates 9 basic building blocks which concentrate on the offer, the customer, the 
infrastructure and financial credibility (see table 1).  
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Table 1: Business Model Construct 
Business Model Building 

Block 
Description 

 
Key questions 

1. Customer segments Our groups of customers with 
distinct characteristics 

Who do we create value for? 

2. Value proposition A bundle of products and 
services that satisfies a specific 
customer segment’s needs 

What do we offer the market? 

3. Communication and 
distribution channels 

The channels through which we 
communicate with our 
customers and through which 
we offer our value propositions 

Through which communication 
and distribution channel do we 
reach our markets? 

4. Customer relationships Client relationships Do we develop and maintain 
different types of client 
relationships in our business 
model (e.g. more or less 
intense, more or less personal)? 

5. Revenue streams The streams through which we 
earn our revenues from our 
customers for value creating 
and customer facing activities 

What are our revenue streams? 

6. Key resources The key resources we need to 
make our business model 
function 

What are the key resources we 
rely on to run our business 
model? 

7. Key activities The most important activities 
that have to be performed to run 
our business model 

What are the main activities we 
operate to run our business 
model? 

8. Partner network The partners and suppliers we 
work with 

Which partners and suppliers do 
we work with? 

9. Cost structure The costs we incur to run our 
business model 

What are the most important 
cost positions in our business 
model? 

Source: Osterwalder & Pigneur, 2010, pp. a-k. 
 
Incorporating the 9 blocks business model concept served to analyze whether the interviewed 
business is managed by business model in Poland and in foreign markets. It was essential for the 
analysis to determine whether the business selects customer segments as the core of its business 
model, and then whether it is capable of providing its customers with quality and whether it is capable 
of allocating resources, procedures and marketing communication to those selected customer 
segments. A similar research method was executed to analyze potential business model in foreign 
markets. It was assumed that if a business decides to adopt management by business lines or by 
product manufacture location (even though the remaining business model characteristics relate to the 
blocks used in the analysis) as its starting point to deliver value to its clients, it does not manage by 
business model. 
 
4. RESULTS AND DISCUSSION 
 
This paper has been an attempt to evaluate the extent to which the three studied Polish companies 
integrate management system based on business model attributes and to analyze whether (and how) 
they construct business model portfolio in the home and foreign markets which they expand into. The 
evaluation, in addition to systems analysis, refers to key conditions of business model design and the 
elements of its construct not only in foreign markets. These include flexibility, network relationships, 
their market orientation range etc. The study, therefore, attempts to become an answer to the claim 
posed in the beginning, particularly because Polish enterprises have so far been rarely studied in 
similar context, if at all. The research output has made it possible to formulate the following synthetic 
conclusions referring to the study objectives:  
 
1. The studied enterprises do not manage by a business model in the Polish market as well as in 
foreign markets (they do not manage a business model portfolio). Although they diversify their activity 
at home and abroad, they do not allocate the resources, financing, communication channels etc. to the 
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selected key segments of their customers. Lacking business model management system in the home 
market is the key reason why the businesses do not manage business model portfolio in foreign 
markets. Another equally significant factor limiting the opportunities of Polish companies to design 
business models in international markets is low intensity of cooperation within international networks 
and its over-formalization. The factors which will facilitate the implementation of business model 
management in the studied firms are the strong market orientation and integrated management. 
 
2. The studied firms expand into foreign markets according to the Uppsala model. The process of 
relationship development in foreign markets is also sequential in nature. However it runs differently in 
each of the studied cases. The key conditions which determine the distinctness of the relationship 
creation process include the type of products and technologies offered to clients and the market 
character (its development stage and its geography). The research findings partly confirm the 
assumption that the range of formal and informal relationships as well as the sequentiality of their 
creation in foreign markets determine the pace of business model management implementation. Still 
weak network relationships (particularly the informal and transactional ones) prevent the studied 
businesses today from implementing the business model portfolio management system. And if the 
future does not bring any changes, they may still constitute a serious barrier for the diffusion of new 
business model, which will appear at home, to new target markets. 
 
3. Activity diversification in the studied enterprises does not translate into selecting business model 
management as the major management strategy since it is not accompanied by a strong foreign 
network partner orientation. Still low or average level of technological development in the studied 
businesses (despite the intense activities aimed at changing it in each company) leads to difficulties in 
implementing business model management even after the first attempts to regroup customer 
segments in order to select potential clients interested in technologically advanced solutions.  
 
4. The studied firms are convinced it is essential to implement the integrated management system and 
execute this concept in many aspects of their operating and strategic activities. Each of the studied 
companies integrates the strategic management (the vision, the objectives, the strategy) with the 
operational management. To achieve their business objectives the companies integrate not only the 
key functions of an enterprise (such as the marketing, the production, etc.) but also the components of 
the environment, health and quality management systems. Moreover, the companies in question cut 
the time spent on strategic planning and regularly search for new business opportunities and new 
market niches, thus developing their competence to anticipate any changes appearing in their 
environment. Such management conditions are a solid ground for implementing a full business model 
management and business model portfolio management in the analyzed companies in the future, 
which will speed up the process of creating changes and searching for new market space - that is a 
fully operating strategy for future functioning. An obstacle for executing a comprehensive management 
model based on integrated management in the studied businesses is a low level of network 
competence and an average skill to build trust-based business relationships (short- or long-term, 
tactical or strategic) with all network participants. 
 
5. LIMITATIONS AND FUTURE RESEARCH DIRECTIONS 
 
The study is an introduction to further research extended onto more enterprises and intensified in the 
future. The research should focus on analyzing the relationship (and network) potential as well as on 
the management potential of Polish businesses expanding in foreign markets in terms of the prospects 
of implementing business model portfolio management internationally. It should include a 
representative sample, which requires that concluding be quantity based. The research should also 
answer an important question (from the point of view of business practice) whether the diversification 
of activities in Polish firms translates into selecting business model management.  
 
Moreover, it is highlighted in the subject literature in the world that the more competition-oriented an 
organization is (particularly in correlation with network competence), the easier it is for it to migrate to 
business model management. It is suggested to extend the research on the issue, which can be in the 
form of an analysis of how Polish businesses operating in foreign markets react to activities taken up 
by the competition (locally and internationally) and what the strong and weak points of this competition 
are (in the context of the possibilities to implement business model management). The literature on 
the subject demonstrates the business model portfolio management also by looking at the home and 
target market segmentation. It is proposed, conceptually and still without sufficient empirical evidence, 
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that the similarity in customer segment configuration between home and foreign markets promotes 
duplicating business models onto further foreign markets. It is also suggested to verify the above 
assumption, based on the results of the research on Polish and international enterprises which 
manage a business model portfolio in at least several foreign markets. 
 
REFERENCE LIST  
 

1. Carmison, C., Villar-Lopez, A. (2010). Business Models in Spanish Industry: a Taxonomy-
based Efficacy Analysis. M@n@gement, 13(4). 

2. Kachaner, N., Lindgardt, Z., Michael, D. (2011). Innovating low-cost business models. 
Strategy & Leadership, 39(2). 

3. Mason, K., Mouzas, S. (2012). Flexible business models. European Journal of Marketing, 
46(10), pp. 1340-1367 

4. Nair, S., Nisar, A., Palacios, M., Ruiz, F. (2012). Impact of knowledge brokering on 
performance heterogeneity among business models. Management Decision, 50(9), pp. 1649-
1660. 

5. Osterwalder, A., Pigneur, Y. (2010). Business Model Generation. New York: John 
Willey&Sons. 

6. Vives, L., Svejenova S. (2011). Business models: towards an integrative framework. 
Management Research: The Journal of the Iberoamerican Academy of Management, 9(3), 
230-242. 

 

236



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /SyntheticBoldness 1.000000
  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002000d>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002000d>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /GRE <>
    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002000d>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e000d>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


