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 Abstract
Purpose
– The purpose of this article is to identify and discuss the reasons why business models fail, while also identifying the features necessary to develop a method that enables the evaluation of the implementation process of the business model, and is able to help in its development.

[bookmark: _i2]Design/methodology/approach
– The proposed method (Roadmap for Implementation of Business Models - RIBM) is composed of nine (9) steps and, seven initials conditions (limitations). Such conditions reduce its complexity (for example, Performance Management System is defined in the company).

[bookmark: _i3]Findings
– Some reasons why business models fail (alignment between value proposition and customer segment (value proposition); business model financial viability (costs and revenue); environmental constraints not fully integrated with the design of the business model (environment); business model execution (management) etc.) and made some considerations about the implementation of business models.

[bookmark: _i4]Research limitations/implications
– This work was developed in a small business (with a small team and the external member). The business complexity level and number of processes involved are much smaller when compared with a mid-size or large company. Another factor that contributed to mitigating the problem is that the enterprise had a well-structured report once the owners had made annual analysis and discussed how to improve and expand the business. 

Practical implications

– In this application, RIBM showed a potential tool to minimize flaws in implementation processes of business models.

[bookmark: _i5]Originality/value
– The business model concept is relatively new in the literature. And because of its strategic importance has been the target of all major schools in the area. This work, in particular, deals with the question related failures that occur in the process of implementing business models.
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Introduction
A high level of uncertainty continues to mark the world economy and despite some encouraging signs in the United States and Japan, global output and world trade are severely affected by the general lack of confidence and by the signs of an incipient slowdown in economic activity in a number of emerging countries (ICE, 2013). In this context, the global economy changed the traditional balance between customer and supplier and new communications and computing technology, the establishment of reasonably open global trading regimes mean that customers have more choices (Teece, 2010). According to Arguden (2010), trust is the foundation of sustainable development and as the world continues to get smaller our mutual interdependence increases and we all need to be able to mobilize others’ resources and goodwill to achieve success. Mobilizing others’ resources can only be achieved through gaining their trust. Therefore, the ability to gain the trust of global financial markets and all the stakeholders in the value chain is becoming the key to success. This requires consistent, responsible, accountable, fair, transparent, and effective organizational structure, decision processes, and people.
Innovation in the context of developing countries is not so much a matter of pushing back the frontier of global knowledge, but more the challenge of facilitating the initial use of new technology in the domestic context. Innovations should be considered broadly as improved products, processes, and business or organizational models. Development strategists ought to think not only of R&D and the creation of knowledge, but also attend to the details of its acquisition, adaptation, dissemination, and use in diversified local settings (Dahlman, 2013).
The concept of the business model is strongly associated with the emergence of ecommerce and other new economy businesses. It grew out of a need to encapsulate the essential features of a business in a short descriptive document in order that a judgement could be made, for example by potential investors, on whether the business was likely to achieve its financial and other objectives (Rasmussen, 2007).
According to Teece (2010), businesses therefore need to be more customer-centric, especially since technology has evolved to allow the lower cost provision of information and customer solution (this requires that businesses re-evaluate the value propositions they present to customers). The business model provides a coherent framework that takes technological characteristics and potentials as input, and converts them through customers and markets into economic ouputs (Chesbrough and Rosenbloom, 2002). These authors assume the failure of incumbent firms to manage effectively in the face of technological change can be understood as the difficulty these firms have to perceive and then enact new business models when technological change requires it. And the authors argue that firms need to understand the cognitive role of the business model in order to commercialize technology in ways that allow firms to capture value from their technology investments, when opportunities presented by its technologies do not fit well with the firm’s current business model. 
Objective
The purpose of this article is to identify and discuss the reasons why business models fail while also identifying the features necessary to a method that enables the evaluation of the process of implementation of the business model, and develop it.
Research Question
A research problem, or phenomenon as it might be called in many forms of qualitative research, is the topic you would like to address, investigate, or study, whether descriptively or experimentally. Realistically, you have to select something that you are interested in, because you are going to commit yourself to a significant investment of time and energy. Thus, if you are not personally interested, it will be difficult to sustain the effort needed to complete the research with any measure of quality or validity (Boudah, 2011).
The business model may not produce good company performance and may sometimes result form failure of its implementation process. Thus, one can raise the following questions: 
· Q1: Why is it important to evaluate the implementation process of a business model?
· Q2:  What may be done to ensure a good implementation process of business model?

Hypothesis
A research hypothesis is essentially a declarative statement of how you expect the research to turn out. In a way, it is a possible answer to your research question. Therefore, it is good practice to ensure that your research topic or problem statement, research question, and hypothesis use consistent language regarding variables and any anticipated outcomes. Certainly, you would write a hypothesis for each question that you propose (Boudah, 2011).
· H1: Managers continuously evaluate (through feedback) throughout the implementation process of business models to ensure the success of the business.
· H2: Managers may develop an appropriate systematic to the implementation process of business model.

Classification of the research
The work has at its core the development of a method to be tested in order to assess an implementation process. For this reason, it appears to be appropriate to select the methodological procedure of case study to guide this article.  Based in Yin (2013), the case study methodology is not necessarily limited to exploratory research strategies. Hence, its utilization in the description or test propositions is allowed.  The methodological choice, therefore, is aligned to the objective of the proposed study.
In addition, the study may be classified as qualitative, considering its approach. According to Boudah (2011): qualitative research includes data collection and analysis grounded in observation, interview, and document review… and, the purpose of qualitative inquiry is to conduct a systematic study of a case or cases and to give a rich description of the object of inquiry (all qualitative inquiry takes the form of a case study, multicase study or multisite study).

Motivation  
The business model has also been the subject of a growing number of practitioner-oriented studies. While there has been an explosion in the number of papers published, and an abundance of conference sessions and panels on the subject of business models, it appears that researchers (and practitioners) have yet to develop a common and widely accepted language that would allow researchers who examine the business model construct through different lenses to draw effectively on each other’s work (Zott, Amit and Massa, 2011).
One reason for the popularity of the concept in the new economy appears to have grown out of the need for the emerging dot com firms to have a comprehensive, but standard format, to explain to potential investors ‘how they were going to make their money’ (Rasmussen, 2007). And this author further said the value proposition of dot com firms typically involved an innovative service or process for attracting a customer base. The proposed business model was often radically different. Often there was no precedent, no business experience, for instance, on which to base likely demand levels.
The definition of business model by Shafer, Smith and Linder (2005), shown below, includes four key terms:
· The first key term, core logic, suggests that a properly crafted business model helps articulate and make explicit key assumptions about cause-and-effect relationship and the internal consistency of strategic choices;
· The second key term, strategic choices, reflects the strategic choices that have been made by firms. 
· The third key term, creating and capturing value, reflects two fundamental functions that all organizations must perform to remain viable over an extended period of time. Successful firms create substantial value by doing things in ways that differentiate them from the competition. Firms might develop core competencies, capabilities, and positional advantages that are different from those of competitors.
· The fourth key term, value network, neither value creation nor value capture occours in a vacuum, as Hamel (2000) argues, both occur within a value network, which can include suppliers, partners, distributuion channels, and coalitions that extend the company’s own resources.

This new environment has also amplified the need to consider not only how to address customer needs more astutely, but also how to capture value from providing new products and services (Teece, 2010). And this author states: without a well-developed business model, innovations will fail to either deliver (or capture) value from innovations.
According to Magretta (2002), creating a business model is, then, a lot like writing a new story. At some level, all new stories are variations on old ones, reworkings of the universal themes underlying all human experience. Similarly, all new business models are variations on the generic value chain underlying all businesses. Broadly speaking, this chain has two parts (Magretta, 2002): 
· Part one includes all the activities associated with making something: designing it, purchasing raw materials, manufacturing, and so on. 
· Part two includes all the activities associated with selling something: ﬁnding and reaching customers, transacting a sale, distributing the product or delivering the service. 
A new business model’s plot may turn on designing a new product for an unmet need, as it did with the traveler’s check, or it may turn on a process innovation, a better way of making or selling or distributing an already proven product or service (Magretta, 2002).

Short Review of Business Model
According to Magretta (2002), business models, though, are anything but arcane and, they are, at heart, stories – stories that explain how enterprises work. A good business model answers Peter Drucker’s age-old questions: Who is the customer? And what does the customer value? It also answers the fundamental questions every manager must ask: How do we make money in this business? What is the underlying economic logic that explains how we can deliver value to customers at an appropriate cost?
Zott, Amit and Massa (2011) state that surprisingly the business model is often studied without explicitly defining the concept. Of the 103 business model publications reviewed, more than one-third (37%) do not define the concept at all, taking its meaning more or less for granted. Less than half (44%) explicitly define or conceptualize the business model, for example, by enumerating its main components. The remaining publications (19%) refer to the work of other scholars in defining the concept. Moreover, existing definitions only partially overlap, giving rise to a multitude of possible interpretations. 
Some definitions of business model based on literature are:
· The business model is thus conceived as a focusing device that mediates between technology development and economic value creation (Chesbrough and Rosenbloom, 2002).
· Business models describe, as a system, how the pieces of a business ﬁt together. Business modeling is, in this sense, the managerial equivalent of the scientiﬁc method – you start with a hypothesis, which you then test in action and revise when necessary (Magretta, 2002).
· Business model as a representation of a firm’s underlying core logic and strategic choices for creating and capturing value within a value network (Shafer, Smith and Linder, 2005).
· Business model is designed to answer a series of questions essential to any business – who are the customers, what do they value, how that value can be delivered to the customer at an appropriate cost and how the business deploys its assets. It includes a description of the key assets, both physical and intangible such as intellectual property, governance structure and management. It consists of both a narrative of how the business works and the numbers – how it makes a profit (Rasmussen, 2007).
· Business models are not recipes or scientific models or scale and role models, but can play any – or all – of these different roles for different firms and for different purposes: and will often play multiple roles at the same time (Baden-Fuller and Morgan, 2010).
· A business model describes the rationale of how an organization creates, delivers, and captures value (Osterwalder and Pigneur, 2009). 
As demonstrated in the work of Zott, Amit and Massa (2011) there isn’t a business model definition which is universal and accepted for all research in this area (business model). Therefore, in this text we adopt the business model definition of Shafer, Smith and Linder (2005). 
Besides the definition, there are in the literature framework and characteristics (components) of business models as demonstrated by Shafer, Smith and Linder (2005):
· Strategic Choices: Customer (target market, scope), Value Proposition, Capabilities/Competencies, Revenue/Prices, Competitors, Output (offering), Strategy, Branding, Differentiation and, Mission.
· Create Value: Resources/Assets and, Processes/Activities.
· Value Networks: Suppliers, Customer Information, Customer Relationship, Information Flows and, Products/Service Flows. 
· Capture Value: Costs, Financial Aspects and, Profit.

Why do business models fail?
In the literature there are examples of problems with business model implementation. Knab and Rohrbeck (2014), almost four years after the working group project, show a document analysis reveals that the German smart energy market is still at an early stage of its development. While various pilot projects (often heavily co-funded by governmental sources) are taking place, the actual implementation rate of business models is rather low. From the twenty one (21) generic business models generated in 2010, only five (5) had been fully implemented by February 2014. Only one (1) out of these five (5) models has been implemented by incumbents and new entrants simultaneously (case 5), while the remaining 80% have been pioneered by new entrants. In each case, the pioneering new entrant was a startup who specialized on the particular business model (Knab and Rohrbeck, 2014):
· Case 1 – Virtual Power Plant (VPP): In a VPP, multiple renewable and descentralized power generation units are interconnected. The VPP operator centrally controls the units and optimizes their operation according to prices on the electric power market. Owners of participating units and the operator share the revenues. New entrant (first implementation);
· Case 2 – Demand Side Management (DSM): In a DSM system, power consumption is actively managed and the resulting flexibility is sold on the power market. The operator integrates loads with a certain degree of flexibility (e.g. production processes that can be postponed) and remotely controls their consumption. Owners of flexible loads and the operator share the revenues. New entrant (first implementation);
· Case 3 - Home Power Solar and Storage (HPS): A package consisting of a rooftop solar power system and a battery is offered to house owners and installed if requested. A control system manages and optimizes own consumption, storage, feed-in of excess power and needed additional power consumption form the grid. The system can be sold or leased to the customer. New entrant (first implementation);
· Case 4 - Smart Home (SH): Smart home refers to the use of information and communication technologies to control home appliances and other features like lightning, heating, doors and windows. The system offers home owners additional comfort and energy savings but may also include functions in areas such as security, health or entertainment. New entrant (first implementation);
· Case 5 – Smart Energy Service Provider (SSP): The SSP offers smart energy related services such as marketing and installation of needed devices and infrastructure, data management and analyses and, data based energy efficiency consulting. Utilities that implement this business model may act as an in-house SSP and/or offer their services to other utilities. New entrant and utility (first implementation).
And, why do business models fail? Some reasons are listed below:
· According to Osterwalder (2012): solving an irrelevant customer job; flawed business model; external threats; and poor execution.
· According to Lauritzen (2014): alignment between value proposition and customer segment (value proposition); business model financial viability (costs and revenue); environmental constraints are not fully integrated with the design of the business model (environment); business model execution (management); and the goose that lays the golden egg (organizational culture).
· According to Lindgardt et al. (2009): portfolio bloat; failure to scale up; pet ideas; isolated efforts; fixation on ideation; internal focus; and historical bias.
And, we can add five (5) reasons: inadequate business model selected; bad planning (for example, lack of risks analysis); inadequate qualification (for example, lack of training); bad evaluation or assessment (for example, inadequate key performance indicator – KPI); and flawed implementing process (for example, any fault activity or some step missing).
In this work, we take a particular interest in the business model implemention process. And, we raise the following question: What are the reasons underlying failures in the implementation process? To answer this question, we first need to understand which are the main activities or steps of the business model implementing process. In other words: what is the method for business model implementing process? In order to answer this new question, we have carried out a brief research of the literature and found some works on implementing processes:
· Building and implementing process in business intelligence (Olszak and Ziemba, 2007);
· 8-Step change model: implementing change powerfully and successfully (Kotter, 2013);
· Implementing a strategic sustainability in product innovation process (Hallstedt, Thomposon and Lindah, 2013);
· Implementing your personal development plan (SQA, 2007);
· Steps to achieve sustainable business models in Figure 1 (Teece, 2010);
· Business model implementation and management in Figure 2 (Osterwalder, Pigneur and Tucci, 2005).
Figure 1 illustrates the steps proposed by Teece (2010): first, implementing a business model may require systems, processes and assets that are hard to replicate – such was the situation with potential entrants into the towns too small to sustain a Wall-mart competitor. Similarly, while at some level Dell Computer’s direct-to-user (consumers and businesses) business model is obvious (you simply disintermediate wholesalers and retailers), when Gateway Computer tried to implement a similar model, their failure to achieve anywhere near Dell’s performance levels has been attributed to the inferior implementation of processes.
Business model implementation and management include the "translation" of the business model as a plan into more concrete elements, such as a business structure (e.g. departments, units, human resources), business processes (e.g. workflows (responsibilities) and infrastructure and systems (e.g. buildings, ICT) (Brews and Tucci, 2003). 
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Figure 1 – Steps to achieve sustainable business models (Teece, 2010)
Furthermore, the implementation of the business model must be financed through internal or external funding (e.g. venture capital, cash flow) as illustrated in three steps (Osterwalder, Pigneur and Tucci, 2005):
· Step 1 - Design Business Model: Management defines and designs a business concept that responds to market circumstances;
· Step 2 - Finance Business Model: Management works out a financial structure for the business model (e.g. internal funding, venture capital, stock);
· Step 3 - Implement Business Model: The business model is implemented into business structure, business processes and….
Osterwalder and Pigneur (2009) believe a business model can best be described through nine basic building blocks that show the logic of how a company intends to make money. The nine blocks cover the four main areas of a business: customers, offer, infrastructure, and financial viability. The business model is like a blueprint for a strategy to be implemented through organizational structures, processes, and systems (Figure 2).
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Figure 2 – Canvas business model and its components (Osterwalder and Pigneur, 2009)

As the works summarized above and others identified in literature do not bring the business model implementing process in details and with clear steps – an exception is the Canvas (Osterwalder and Pigneur, 2009), whose implementation, however, is specific to that model – we weren’t able to present any here and, therefore, cannot discuss and analyse their steps. Thus, based on the works presented and our experience with business models, we present in the next item our proposed process of implementing business models. We will call it a Roadmap for Implementation of Business Models (RIBM).

Roadmap for Implementation of Business Models 
The Roadmap for Implementation of Business Models (RIBM) developed here must consider the following:
i. The business model chosen is adequate to the business;
ii. The manager (Chief Executive Officer – CEO) holds responsibility to the team and chooses the team leader;
iii. The team leader is qualified to develop the design and plan execution;
iv. The department heads of the team members agree to their participation in the team;  
v. Conflicts between department heads will be resolved by the CEO; 
vi. Performance Management System is already defined in the company.
Once the conditions cited above are clear and well defined, the RIBM can be applied. We present a summary of the nine (9) steps of the RIBM, seeking to focus on the main aspects of each one.

Step 1 –Team building for implementation process (people selection)
When the team leader starts setting up the team some important aspects for selecting a member shall be considered, such as:
· Team size can be small, medium or large dependent upon the type of business. For instance, a start-up (new business and small company) where just the owners are involved, shall set up a small team: 3 to 5 people. A new business in a medium-sized company can involve more people: 5 to 10 team members. A new business in a big company may involve a large number of people: team members besides other people such as partners and consultants.
 
· Team members need to define their profile, which may involve a set of important information, such as: knowledge area (e.g. engineering, quality, finance, marketing); qualification level (e.g. undergraduate, graduate (master or doctor), specialization studies); skills (e.g. operational, technical, educational); ethics; motivation (and self-motivation); commitment; and responsibility.

· Team members may be full-time or part-time – the team leader will define roles, tasks, and their complexity. We find having full-time members is more advantageous once they can be fully focused on the activities related to implementing the business model. 

Step 2 – Training the team for the implementation process (knowledge leveling)
The team leader needs to know the knowledge level of each member on business model and implementation process. Therefore, team leader must:
· First, assess knowledge level, which can be done through a well-developed questionnaire covering major issues. 
· Second, analyze the answers and identify clearly and objectively the deficiencies of each team member.  

With this set of information, the team leader prepares an appropriate course that meets the needs of team members (content, number of hours, tools kits, class dynamics and members’ assessment). It is important to ensure that team members are in the same level (or a minimum level) accepted as suitable for the development of activities to be carried out in the implementing process. Sometimes it is necessary to have the support of consultants with strong experience in developing and implementing this kind of course.


Step 3 – Team perform the implementation process plan (action plan)
In this stage, team members start their own work, i.e., developing the action plan with all activities and details necessary to the implementing process. The action plan consists of a document where all activities are explained and detailed.

An important matter to consider is: if the business already exists, it is necessary to conduct a diagnosis of its current situation. This diagnosis will identify possible deficiencies and or problems in the company. For instance, problems relating to its own business model (it is no longer appropriate to the new business environment) or its elements (most likely some will have a high cost supplier, for example). Several methods can be applied to conduct the diagnosis of the current situation, such as: check list (OW, 2010); report analysis based on value chain (i.e., value stream mapping) (Chen and Cox, 2012; Reddy, Lingareddy and Jagadeeshwar, 2013); report analysis based on algorithms and mathematical modeling- Petri net (Estrada-Vargas, Lesage and Lopez-Mellado, 2015) etc.

Most action plans consist of the following elements (Shapiro, 2001): a statement of what must be achieved (the outputs or result areas that come out of the strategic planning process); a spelling out of the steps that have to be followed to reach this objective; some kind of time schedule for when each step must take place and how long it is likely to take (when); a clarification of who will be responsible for making sure that each step is successfully completed (who); a clarification of the inputs/resources that are needed. Table 1 illustrates a basic model for building the action plan.

Besides the above cited one important element must be remembered: risk analysis. Why is risk analysis so important? We understand that many faults occur because the team neglects to identify potentials risks and their impact in the business. For activities with high and medium impact levels a containment plan shall be designed. 

Table 1 – An example of basic model for building the action plan (Own Authors) (HERE)


Next, we show an example activity (determination of aquisition cost) and its main elements. 

· Activity: Determination of aquisition cost – three-dimensional machine measuring systems
· Discription of activity: select suppliers, contact suppliers, get three budgets (minimum), indicate which budget is better suited to business needs (justify your choice) 
· Lead time: 4 hours
· Start: May 20/ Morning: 8:00 hours
· End: May 20/ Morning: 12:00 hours
· Person in charge: Peter Croweded – Finance Department
· Necessary infrastructure: available in the Finance Department
· Risks Analysis: 
· Risks identification: employee being sick, employee on strike, employee leaving the company, and employee be required for another activity
· Impact level: low/medium
· Justification: the employee had a check-up and was in perfect health,  got a raise, and signed agreement to perform activities throughout departments 
· Key Performance Indicators (KPI): 
· Quantitative: lead time performed by lead time provided
· Qualitative: full satisfaction with the results (minimum score: 1.0 and maximum score: 5.0)
· Control: team leader

We recommend that team leader uses a management tool (for example, comercial software available in the market) to manage all activities in the action plan. Lots of software can analize the critical path in the project (or business). Critical path control of is very important because it would cause a high impact level on total lead time, when activities are executed. According to Aguanno (2002), Critical Path is a term used in the field of project management to define a sequence of tasks in a project where none of the tasks can be delayed without affecting the final project end date. The sequence of tasks making up the critical path starts with the first task in the project, and follows through to the last task in the project. In effect, the timely completion of each task in the sequence is to the timely completion of the project. 

The Critical Path Method (CPM) was developed by DuPont Inc. for use on construction-type projects with fixed project end dates (Aguanno, 2002). According to Senior (2009), the Critical Path Method (CPM) is one of the most ubiquitous formal methods for the management of construction projects and, despite its popularity, many construction schedules developed using this method sit idle in the project’s field office. The author continues understanding this paradox is of utmost significance for construction management; if the reasons for this lack of use and even open animosity towards CPM work plans are understood, it would lead to better field management. According to Son, Kim and Kim (2005), the Program Evaluation and Review Technique/Critical Path Method (PERT/CPM) is a well-known network analysis technique that has been applied to many applications such as research and development, construction programs, programming computers, maintenance planning, and so on.

Step 4 – Team identify and/or select the key performance indicators (KPI)
Team members have an important task: identification and/or selection of the key performance indicators (KPIs) based on literature, to measure all activities in the action plan. Sometimes it is necessary to develop new KPIs, because they do not exist. In that case, the level of difficulty increases and the job can be more complex, but team members should be prepared for this specific situation. 
 
A performance management system includes many management processes, such as defining targets, planning, communication, monitoring, reporting and feedback (Ibrahim, Jing and Wenge, 2010). These authors explain that these processes have been embedded in decision making system solutions, and Key Performance Indicators (KPIs) supporting decision making are critical for companies to improve project performance effectiveness and efficiency. In addition, these system solutions measure KPIs which are crucial for optimizing project performance. 
Performance indicators do not simply describe what has happened; they influence what will happen, as they provide information for decision maker to make decisions which may affect the future competitive position of the organization (Amrina and Yusof, 2011). These authors mention, for example, the manufacturing industry: manufacturing performance is critical to the success of many firms and superior performance leads to competitiveness. In order to stay competitive, manufacturing companies must regularly evaluate their performance. Thus, it is vital for manufacturing companies to identify and ensure good performance in the global competition.
 All KPIs strongly and significantly correlate with each other, i.e., they bear strong relationships. Strong correlations between various KPIs may imply that they are similar to each other (or overlap each other) and hence can be reduced by using factor analysis. However, it should be noted that some of these KPIs are quantitative where as others are qualitative in nature. Combining them through factor analysis would not serve any purpose except for effection (Ibrahim, Jing and Wenge, 2010).  
Amrina and Yusof (2001) showed a work where the initial KPIs have adopted the triple bottom line of sustainability consisting of environmental, economic, and social performance factors: 
· Four manufacturing performance indicators of quality, cost, delivery, and flexibility are incorporated into the initial KPIs as economic performance dimensions. The other dimensions are derived from the literature. 
· Finally, the initial KPIs consist of three factors of environmental, economic, and social performance and further divided into nine dimensions. A total of 41 sub-dimensions was then adopted and modified from relevant literature, which they presented in a table, of which we show just examples of KPI of sustainable manufacturing (Amrina and Yusof, 2011):
· Quality: product reliability, product durability, onformance to specification, customer complain, scrap and rework and, reject rate.
· Cost: material cost, setup cost, overhead cost, inventory cost, unit cost and, labor cost.
· Delivery: on time delivery, delivery lead time, delivery speed, cycle time, due date adherence and, schedule attainment.
· Flexibility: volume flexibility, product flexibility, process flexibility, technology flexibility and, new product development.
Step 5 – Team assess the implementing process and return with feedback (process assessment)
Team members will develop activities, measure activity performance (KPIs) and compare these activities with their objectives (Figure 3). If the results are good, then team members continue to develop the activities. On the other hand, if the results are bad, then team members stop the activities and engage in analysis and discussion to find out what caused the bad results (TRADE, 1995).
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Figure 3 - Performance measures diagram with loop (Own Authors)
Team members should be alert if the problem occurs in the critical path – it might cause serious consequences to the development of the next steps in the implementation process of the business model. 

Step 6 – Team re-adequate action plan (re-planning), if necessary
Upon analysis and discussion of the problem with activity performance, it may be necessary to re-adequate the action plan. Team members must do that quickly so next steps can be pre-evaluated and changes made if necessary. For example, Figure 4 displays a project network with 6 activities and finish-start precedence relations between them. Each number above the node denotes the estimated duration of the activity, and the minimal duration of the project is determined by the length of the critical path (PMKC, 2015), which is a sequence of activities in the project network. As shown in Figure 4 in red and bold with the critical path equal to 25 time periods. If, for instance, in the development of the diagram in Figure 4, a problem occurs in activity 2, then the activity 5 will be affected. 
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Figure 4 - An example project network with the critical path equal to 25 time periods (Own Authors)

Step 7 – Team conclude implementation and make report (register and pattern)
Team members conclude the implementation process of the business model and make a report about all activities in details. Team members must detail all results (good and no so good), problems and solutions adopted, suggestions and recommendations, and finally conclusion and references (articles and books in literature) adopted.  

Step 8 – Team develop an event and deliver a presentation (internal marketing) 
We recommend the design of an event (e.g., a workshop) by team members for all employees (if the company already exists and is developing a new business or readjusting the present business). In this event, the team leader will prepare and deliver a presentation on the implementation process of business models. Team members will participate in this moment, for instance, in small groups relating their experience, i.e., their greatest difficulties, the conflicts among them, the greatest satisfaction etc. The main objectives in this event are the dissemination of experience and people motivation for their new job. 

Step 9 – This experience is placed on the company intranet for consultation by all users , i.e.,  the company's employees (knowledge base)

It is important to record what happened and the solution adopted in order to create a database of lessons learned, i.e., a knowledge base. This database can be used by employees every time a problem is identified and if this problem (and its solution) is described in this data base. 

A good knowledge base helps improve relationships (Allen, 2010). And, this author continues, if it’s written well it can bridge communication gaps not only between departments, but also between the business and its clients. It reduces the time new staff spend in training, improves incident management, and helps you uncover automation opportunities via online self-help.  A good knowledge base will help you stop reinventing answers.

Case Study
The choice of the company was due to the possibility, which was envisioned, since their owners wanted support to study potential changes, which allow a reorganization of the business. As this was a small enterprise, which is struggling to support with the existing financial system, it was found that the university would be important to this type of technical support and therefore fulfill a part of its social function.
This case study is based on a real enterprise (a restaurant in Sao Paulo/Brazil and, we will call AZDO – a hypothetical name to ensure commercial confidentiality) which had the following characteristics: a franchising brand (small franchise); five (5) years old; two (2) owners (Owner #1: degree in Science of Economics and Owner #2: degree in Science of Management); six (6) employees (4 kitchen staff and 2 service staff); open six (6) days a week (2pm - 10pm); average 3,360 consumers/month; capacity: 60 people (on average 28.3% occupied by consumers); slow food (menu defined by franchising); and beverages (nonalcoholic: juices of natural fruits, water and soft drinks). During the year, the restaurant has the following occupation rate: very high in the summer (December 21 to March 20) and spring (March 21 to June 20). However, very low in Winter (June 21 to September 20) and low in Autumn (September 21 to December 20).

Data collect: The AZDO restaurant has a commercial software that stores the entire information of goods sold (type, quantity and value) and has two main functions: to issue the invoice to the customer and information to the Government (financial operations of the month). One second custom software for AZDO, allowing stock control (raw materials and other restaurant items: water, beer, soft drinks, etc.) and has an interface with the software first. Thus, one can obtain the data for utilization via electronic spreadsheet, for example, to identify the level of utilization in the month the restaurant. The qualitative information, such as customer profiles to: usual type of customers AZDO on Sundays (the families: grandparents, parents and children), on the other days of the week (young students) that are provided by business owners. Some questions that were asked the entrepreneurs are similar to those you have on Canvas (Osterwalder and Pigneur, 2009), for example:
· What value do we deliver to the customer?  
· Which one of our customer’s problems are we helping to solve? 
· Which customer needs are we satisfying?  
· What bundles of products and services are we offering to each Customer Segment?
· Through which Channels do our Customer Segments want to be reached? 
· How are we reaching them now? 
· How are our Channels integrated? 
· Which ones work best? 
· Which ones are most cost-efficient? 
· How are we integrating them with customer routines?
· Etc.
Next, we show the application of RIBM in AZDO restaurant. First, Owner 1 was chosen the Team Leader.

Step 1 – Team building for implementation process (people selection) 
Team was formed by the two (2) owners, one (1) employee and one (1) consultant (role: settle conflicts and disseminate knowledge on business model). Therefore, a small team of four (4) members.

Step 2 – Training team in implementation process (knowledge leveling)
The consultant first performed a diagnosis of the team members’ knowledge level of business model through a ten-question questionnaire (Table 2). The results revealed that team leader has good knowledge, owner #2 a little knowledge, and the employee no knowledge of business model. The consultant had prepared a course on business model which he adapted for this team. The 4-hour course covered the following content: globalization, competitiveness, concept of business models, elements of business models, some examples of business models, benefits of business models, and the process of implementing a business model. Following the course, he applied a 20-question evaluation of the course content. The results were satisfactory with accuracy around 70%. The member who had a lower evaluation was advised to read about the issues. 


Table 2 – Questions about Business Models (Own Authors) (HERE)


Step 3 – Team perform the implementation process plan (action plan)

As it is an existing business, it is necessary to conduct a diagnosis. This was done based on AZDO report, containing all information about AZDO performance (2012 to first semester 2014): 

· Financial information: revenue, bills, expenses, costs and profitability (due to business confidentiality this information cannot be made public);  
· Operational information: number of employees, restaurant capacity, occupation level, average consumer/month, seasonal occupation, marketing, menu, and other information (some previously presented).    

In this case the Canvas concept (Osterwalder and Pigneur, 2009) was used, but due to limitations of space, the Canvas diagrams will be not shown here. Furthermore, we will only focus on the following elements: value propositon, consumers, suppliers, stakeholders and partners. The remaining elements were discussed and focused by AZDO team members, but won’t be discussed in the present article.

The followings results were obtained in the diagnosis process:
· Value proposition: to offer consumers natural food and nonalcoholic beverages for full satisfaction.
· Consumers: average 3,360 consumers/month, seasonal occupation (see previous description) and average 28% occupation.
· Suppliers: the main supplier was the Franchisor (natural fruits and complements), other suppliers were supermarket and bakery.
· Stakeholder: Franchisor, owners, employees, governament (tax and fees) and the community.
· Partners: Franchisors.
· Problems: limited menu (defined by Franchisors without the possibility of offering alternative products, for example, alcoholic beverages); product price (defined by Franchisor, which disregards costs in different cities, for instance, wages and property rental; seasonal market (see above); costs (number of employees defined by Franchisors, e.g. six (6) kitchen staff and three (3) service staff; and very limited marketing (only the website and not constantly updated).

A finding that was evident to AZDO team was that most of their problems and difficulties arise from the fact they are a Franchising company. So one of the main issues to be tackled by AZDO team was: Will the company remain a Franchise or shall it seek to be an independent company? That was the first point to work out in the action plan (explained in Table 3 below). As AZDO’s issues are the same of a systematic action plan, their plans will not be shown here, but only the results.


Table 3 – Summary of Activity 01 in AZDO’s action plan (Own Authors) (HERE)


· Risk analysis of Activity 01: No agreement with Franchisor and lawsuit. This can be high risk, if Franchisor does not agree with contract termination. To avoid that, AZDO should offer some compensation: a) AZDO meets all clauses of the present contract; b) Franchisor continues to be the main supplier of natural fruit (and complements) for 1 year; c) forecasted demand for natural fruits increases up to 30% in one year (perhaps more); d) development of new products will be offered primarily to Franchisor for a period of one year. There is a strong  possibility this risk be mitigated because in previous meetings this matter was superficially approached (at no deepening instead of the difficulties there are between Franchisor and AZDO).

Step 4 – Team identify and/or selection of key performance indicators (KPI)
One KPI was developed for each activity, some of which are:

· Based on time: KPIt = (lead time real per lead time forecast) and KPIt suitable is less than or equal to 1.0; KPIt is greater than 1, then, there was a problem.
· Based on qualitative issues: satisfaction level (1: low; 3: medium and 5: high).
· Based on financial issues: traditional KPIs found in literature and commonly used by businesses (which will not be presented here for the reasons mentioned earlier).

In Activity 01 there were two KPI: a) KPIt = 2 days/3days = 0.75 is good because it is less than 1.0; b) qualitative, i.e., satisfaction level, was 5 (high satisfaction because the Franchisor accepted the conditions proposed).

Step 5 – Team assess the implementing process and return with feedback (process assessment)
The implementation process was developed according to the several activities proposed in the action plan. A total lead time of three (3) months (August to October 2014, part-time equal 450 hours by team members) had been offered. Some activities were delayed, but as they do not belong to the critical path, they did not cause negative impacts on the development of the action plan. However, there was one activity that belonged to the critical path, which caused concern to the AZDO team: getting quotes from suppliers for the renovation of the building (materials, lead times and costs). This activity suffered a delay of 10 days, but the AZDO team worked hard and the total lead time had just a small delay and the action plan was completed on November 5, 2014. The results obtained are shown below:

· New Value Proposition: to offer consumers high quality foods and beverages in a pleasant and welcoming environment for total satisfaction.
· Consumers: average 6,720 consumers/month, seasonal occupation (including new products and services) and average 52% occupation in the first semester of 2015.
· Suppliers: Franchisor (natural fruits and complements), beer supplier (craft beer) and others (supermarket and bakery).
· Stakeholder: owners, employees, government (tax and fees) and community.
· Partners: Marketing Agency (new logo, new name, new colors, new menu and marketing actions).
 
The AZDO team and marketing agency suggested several actions: implementation of leisure area for children; upgrade in furniture; change color of (internal and external) walls; magazine ad (monthly); upgrade in website and use of internet relationship tools; acquisition of a small truck for external events; promotion of closed businesses events (for around 60 people); and pets allowed (slogan: Your pet is welcome here!).


Step 6 – Team re-adequate action plan (re-planning), if necessary
This step was not necessary, but the AZDO team had to work hard to conclude the action plan with a one week delay.

Step 7 – Team conclude implementation and make report (register and pattern)
The development of the action plan and its implemention process were concluded on December 20, 2014, when the remodeling of the restaurant was finished (duration: 20 days), and the team wrote a report about the process. On January 5, 2015 AZDO restaurant reopened with a new look and new logo.

Step 8 – Team develop an event and deliver a presentation (internal marketing) 
The AZDO team made a small closed event (December 22, 2014) with all employees, partners, suppliers and, some customers and friends (around 25 people), where a summary of the job performed was presented. Craft beer was served in AZDO restaurant for the first time.   

Step 9 – This experience is placed on the company intranet for consultation by all users , i.e., the company's employees (knowledge base)

This step was not implemented, because AZDO is small restaurant and only the two owners have access to the computer. However, a folder of the entire story of this work was created in the computer. In addition, this material has been saved on an external hard driver.
   
Analysis and Discussion
Some of the reasons why business models fail were observed in the case study conducted for this work, evaluating the bibliographic references. If analyzed from the point of view of Lauritzen (2014) there was a lack of a better alignment between the customer segment and the value proposition. That is, it became clear to the managers of AZDO that some products in its portfolio did not generate any demand, or had a low level of consumption. In the view of Osterwalder (2012) such a problem can be characterized as offering irrelevant compared the need of the target customer. As a result it was clear that there was an excess of products in the company portfolio, confirming one of the business models of failure reasons mentioned by Lindgardt et al. (2009).

However, in fact the diagnosis revealed that the problems were well greater than the managers had imagined. In the last two years, the owners had already raised some questions in regard to the menu and the price of products to the Franchisor. However, these issues were never discussed in depth and the relationship between Franchisor and Franchisees (i.e., AZDO owners) had started to deteriorate. At this point, some situations raised by Lindgardt et al. (2009) proved present. The lack of dialogue was largely represented by the franchisor's inflexibility, given their attachment the Pet Ideas for your franchise structure.

Therefore, the major motivation factor in this job was the owner’s perception that the business needed to grow and improve its performance (e.g. it had low capacity of occupation). In this period, one of the AZDO owners (the Team Leader) got in touch with professionals (professors of a major university in the city and entrepreneurs from the services sector), to deepen his knowledge of Business models. Thus, AZDO owner found that the time had come to define the new directions in business: i.e., assemble a team to apply a business model method to take AZDO to a new level of performance.

According Yannopoulos (2013) there are two main reasons for the failing business models. The first is linked to disruptive innovations. That is, the emergence of an innovation that makes the current business model of a company obsolete before its competitors. The second big reason is given by inefficiencies related to their own business model. In other words, the model itself may be flawed or inefficient implementation, and regardless of externalities that surround (positive or negative) ends up failing.
 
The case demonstrated reveals AZDO model related primarily to the second reason. It was not observed in the analyzed context, a disruptive innovation in the industry in which it operates AZDO. On the other hand, a process of deployment and more efficient management of the business model proved necessary. The developed method is then given especially to be able to contribute in helping these business models that fail because of inefficiencies in its processes.

Zott and Amit (2010), Chesbrough (2010), and Nunes and Breanne (2011) concluded in their jobs that the main reason of failing business models are related to its management. In an effort to want to keep your original business model, corrections parts of the business model that do not work are retarded. According Yannopoulos (2013) " This occurs when managers create or are given an inefficient or failing business model to work with and instead of proactively working to uncover faults in order to correct them, they try to make the faulty model work by changing other conditions, such as personnel".

The AZDO team was built, as shown above, for the achievement of business improvement and effective growth. The AZDO owners found they had no knowledge for the development of such a process and thus chose to have an external consultant with experience in this type of application (in this case, it was a university professor in their networking).  Some difficulties in the development of this work: all team members worked part-time; the restaurant was in operation throughout the planning phase and elaboration of the action plan; the need to fit the Franchisor's agenda, besides some activities that were delayed due to another activity neglected by team members (or that had not been completed). 

At the beginning of the action plan, there was some tension regarding the meeting with the Franchisor: it took two meetings for the parties to reach an agreement that would satisfy both. One reason for this tension was that the Franchisor was concerned because the output of this franchise unit could motivate other units to follow in the same direction. Other activities needed to develop the action plan and subsequently to implement it were carried out properly without too much difficulty. We believe that the reason why normality was at work is the own constitution of the AZDO team, the motivation found in all members involved and, finally, the systematic use of the consultant’s experience.

The implementation process has been relatively quiet, there is no disagreement that would create one tension climate in the restaurant. Sometimes the team members anxiety generated some discomfort in the works, but they were treated transparently by the consultant, and quickly, the work continued without negative impacts. For example, the selection of the new logo and the new look of the restaurant generated a certain tension in the team, due to doubts that this could lead to the loss of customers. Although I have been overcome that step, still hung in the air, that this could occur with restaurant (fortunately, our expectations were met and the restaurant not lost customers).

For the case study the RIBM method allowed the realization of implementation is demonstrated to be appropriate. It was not noted the need for new steps and new additions (the current step). However, other applications should be conducted, in order to observe potential needs and requires completion of the current RIBM method, for example, a more complex application (in an average company) will be necessary to accrue a step towards the selection of a software for management projects and another for team training in the utilization of the software.

Limitations
This work was developed in a small business (small restaurant) and with a small team (two members of which were the owners of the enterprise and the external member was a widley experienced consultant and professor). In this case, the business complexity level and number of processes involved are much smaller when compared with a mid-size or large company. Another factor that contributed to mitigating the problem is that the enterprise had a well-structured report once the owners had made annual analysis and discussed how to improve and expand the business. It is relevant to note that the two owners of AZDO have a degree (from the best university in town) and take care of all administrative and management activities in the business. When considering mid-size or large companies, this situation is totally different: many people working in administrative tasks (many of who have no college or university education). Thus, the team will be comprised of some good members and other members who will have poor background. The result is a team that will face a lot of difficulty with the development and implementation of the action plan.

Conclusion
In this article we presented aspects that affect business performance in business environment (innovation, globalization, technology, communications, new economy). We made a brief review of business models (definition, components, and importance to the business). And, we showed some reasons why business models fail (alignment between value proposition and customer segment (value proposition); business model financial viability (costs and revenue); environmental constraints not fully integrated with the design of the business model (environment); business model execution (management) etc.) and made some considerations about the implementation of business models. 
We presented the Roadmap for the Implementing of Business Model (RIBM) with nine steps and afterwards we presented a case study based on a real case: AZDO restaurant. Some of the problems identified in the diagnosis process were: value proposition (unsatisfying), consumers (low level occupation: average 28%), suppliers (limited), stakeholder (Francisors), partners (none) besides other problems (limited menu defined by Franchisors), price of products (defined by Franchisor disconsidering costs in different cities), seasonal market, costs (numbers of employees defined by Franchisors) and very limited marketing (only the website).

The AZDO team developed and implemented the action plan to solve all problems identified in the diagnosis process. The main solution was to terminate the francising contract once it was identified by the AZDO team that this was the main cause of their problems. 
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