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Business plans are made when establishing new company or when organizations launch 
new product or services. In this Master Thesis was examined the elements are included in 
the business plan and emphasized.   
 
Business plan is a wide document and can also contain company specific information, the 
literature review was restricted into three areas which were investigated from the relating 
literature and articles. The selected areas were Market Segmentation and Targeting, 
Competitive Environment, and Market Positioning and Strategy.  
 
The different business plan models were investigated by interviewing companies who 
operates in a different industry sectors from each other’s. The models were compared to 
each other and to the findings from literature. Based on interview results and literature 
findings, the business plan for fibre based packaging. The created business plan contains 
three selected areas.  
 
It was found that the selected business plan elements can be found from the interviewed 
companies’ business plans. The market segmentation was done by comparing the market 
share to known total market size. When analyzing the competitive environment, there was 
no one selected model in use. The tools to evaluate competitive environment was 
selected parts from both SWOT analysis and Porter’s five forces model in applicable part.  
 
Based on interview results, it can be state that the company or organization should find 
and built its own model for business plans. In order to receive the benefits for future 
planning, the company should use the same model for long time.  
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Liiketoimintasuunnitelma laaditaan joko uutta yritystä perustettaessa tai yritysten tuodessa 
uusia tuotteita tai palveluita markkinoille. Tässä työssä tutkittiin millaisia elementtejä eri 
yritysten liiketoimintasuunnitelmat pitävät sisällään ja mitä asioita painotetaan.  
 
Koska liiketoimintasuunnitelma on laaja kokonaisuus, kirjallisuusosa rajattiin 
liiketoimintasuunnitelma kolmeen osa-alueeseen, joita tutkittiin alan kirjallisuudesta ja 
julkaisuista. Valitut osa-alueet olivat markkinasegmentointi ja kohdentaminen, 
kilpailuympäristö, ja markkina-asema ja strategia.  
 
Työssä haastateltiin yrityksiä koskien yritysten käytössä olevia liiketoimintasuunnitelmia. 
Yritykset valittiin toisistaan erilaisilta toimialoilta. Malleja vertailtiin toisiinsa sekä 
kirjallisuudesta löytyneeseen tietoon. Haastattelujen ja kirjallisuuden perusteella laadittiin 
liiketoimintasuunnitelma kuitupakkauksille. Liiketoimintasuunnitelmassa käsiteltiin kolme 
valittua osa-aluetta.  
 
Kirjallisuusosassa käsitellyt osa-alueet löytyivät haastateltujen yritysten 
liiketoimintasuunnitelmista. Markkinasegmentointia tehtiin vertaamalla omaa 
markkinaosuutta tiedossa olevaan kokonaismarkkinaan. Kilpailuympäristön arvioimisessa 
ei ollut yhtä mallia käytössä. Työkaluja kilpailuympäristön arvioimiseen oli valittu sekä 
SWOT-analyysista että Porterin viiden voiman mallista yritykselle soveltuvin osin.  
 
Haastattelujen perusteella voidaan myös sanoa, että yritys laatii itselleen sopivan mallin 
toimia ja työkaluja voidaan valita soveltuvin osin. Yrityksen olisi hyvä käyttää 
valitsemaansa toimintatapaa pitkään, jotta organisaation oppiminen voitaisiin maksimoida 
liiketoimintasuunnitelmia tehdessä.  
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1 INTRODUCTION  

 

 

In this master thesis, the elements what are included in the company’s business plan is 

investigated and how the business plans are written focusing on business plans made for 

new products or projects. According to Sahlman (1997), the business plans are quite often 

considered as tool for entrepreneurs even if the new launches are done by the existing 

companies. All new ventures need to be passed the same procedure whether they are 

presented by new entrepreneur or existing company as market does not differentiate who 

is funding the product or service.  Sahlman states also that it easy to identify the contents 

that should be included into business plan, but it is difficult to assemble the contents. He 

claims that in good business plan consists of four parts: the people, the opportunity, the 

context, and risk and reward. The people section is introduced the person behind the idea, 

the opportunity section should answer and focus on two questions; is the total market 

large, fast growing or both?; is the industry attractive or can it be attractive? The context 

should have two levels; one with macroeconomic environment and the other one with 

government rules and regulations that might have an effect on the opportunity. The 

context part is followed by risk and rewards, where the discussion of risk is and how to 

manage it. In this study is examined if the business plan should consist of more elements 

than Sahlman is stating and what kind of contents the business plan should contain.  

 

The motivation of this study has come from Stora Enso Consumer Board’s Innovation and 

R&D (Research and development) organization where the importance of business plans 

for the new projects has increased. The company has a new model in use for the 

business plans and in this study the model is compared to other companies’ model by 

using benchmarking as a research method. The differences between different models will 

be analyzed. The business plan for new type of fibre based packages and its opportunities 

will be written. 

 

The thesis is carried out to Stora Enso Oyj, Consumer Boards, Innovation and R&D 

organization. Stora Enso Oyj is a worldwide producer of renewable packaging, 

biomaterials, wood and paper. The customers are in packaging industry, joinery and 

construction industry as well as in publishing and printing industry and paper merchants. 

Stora Enso’s focus is on fibre-based packing, plantation-based pulp, innovations in 

biomaterials and sustainable building solutions. The company’s aim is to replace non-

renewable materials by new products based on wood and fibre-based materials. To meet 
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the customer needs in today’s global raw material challenges, Stora Enso develops 

renewable materials to provide environment friendly alternative products produced from 

renewable materials, which have a smaller carbon footprint than materials produced from 

non-renewable resources. (Stora Enso, 2015a.) 

 

Stora Enso has functions in over 35 countries and has approximately 27 000 employees. 

In 2014 its sales was EUR 10.2 billion and operational EBIT (Earnings before interest and 

taxes) 810 euros. The stocks are listed in Helsinki and Stockholm. (Stora Enso, 2015a.) 

 

Stora Enso’s mission is being responsible and “Do good for the people and the planet”, 

which supports the thinking and approach to every aspect of doing business in the 

company. “Lead and do what’s right” is the company’s value slogan, which means that the 

values must be aligned with local laws and rules everywhere the company operates and 

take them beyond local practices to bring the people and communities forward. (Stora 

Enso, 2015b.) 

 

1.1 The scope and objectives of the study 

In this master thesis, the elements of business plans are studied and which elements 

included and emphasized when the business plans are written and the business plan for 

the fibre based packages will be written. Also the other companies’ models are 

investigated by using benchmarking as a research method and the models are compared 

to each other’s. In the literature part, the theory of company strategy is viewed in order to 

study how the strategy of the company is linked to business plan through business model. 

The focus of business plan elements is restricted into three selected sections which are 

included in the literature part.   

 

The thesis has three main objectives. The first objective is which elements are included in 

the business plan and why these are selected. In the literature part, these elements are 

introduced. The second objective is which elements are emphasized in the business plan. 

This will be based on the interviews of selected companies and how they will see the 

importance of different elements. The third objective is to create a business plan of 

opportunities to replace plastic packaging with fibre-based materials. The results of 

interviews are compared to the existing model.  

 

In this study, the introduction of business plan elements is restricted to three selected 

areas. The three areas are selected based on importance in business plans for new 
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products and the areas which should be understood in the company when introducing 

new products.  

 

1.2 The structure of the study 

The thesis work consists of three main sections, a literature study on strategy and the 

elements that are included in the business plan. The selection of which elements are 

concentrated in the study is done when the business plan elements are introduced. The 

second part is the interview of selected companies and benchmarking what elements are 

emphasized in the business plan. Based on literature study and company interviews, the 

business plan for fibre packaging to replace rigid plastic is created and the different 

models are compared to each other’s. The structure of the study is presented in the 

Picture 1.  

 

 

Picture 1.  The structure of the study. 

 

1.3 Company’s strategy 

There are several definitions for strategy. Oxford dictionaries (2015) defines strategy as “a 

planned operations to reach desired target in long term period”. Johnson et al. (2005, p. 9) 

describe strategy as follows: 
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“Strategy is the direction and scope of an organization over the long term, 

which achieves advantage in a changing environment through its 

configuration of resources and competences with the aim of fulfilling 

stakeholders expectations.” 

 

According to Johnson et al. (2005, p. 6–8) strategy can have different characteristics. It is 

connected to long-term direction of organization and the strategic decisions are connected 

with the scope of an organization’s activities. The scope of activities can be related to if 

the company should focus on one activity or should it have many activities. Also this can 

be related to questions about the product range and the geographical area where the 

company has activities. Strategic decisions are aiming to achieve advantage for the 

company over competition. Strategic fit can be related to business environment, which 

could lead to resource changes in the future like geographical expansion when there will 

be a need to build new customer base and positioning in order to meet identified market 

needs.  

 

Strategy can be divided in three different levels; corporate-level strategy, business level 

strategy and operation strategy. The corporate-level strategy is related to common 

purpose and scope of the company and how value will be added to the different parts of 

the company. This can include the geographical areas, product range and resources 

allocation. In the business-level strategy is defined how the company can compete in 

certain market areas. (Johson et al., 2005, p. 11.) The business-level strategy is defined 

by Johnson et al. (2005, p. 11) as follows: 

 

“Business-level strategy concerns which products or services should be 

developed in which markets and how advantage over competitors can be 

achieved in order to achieve the objectives of the organization – perhaps 

long-term profitability or market share growth. So, whereas corporate-level 

strategy involves decision about the organization as whole, strategic 

decisions here need to be related to a strategic business unit.” 

 

Strategic business unit has clear and separate market for products or services which are 

different than the other strategic business unit has. The corporate-level strategy should be 

linked to strategic business unit strategy. The third level of strategy is operation strategy 

where is defined how the products are delivered effectively regarding the resources, 
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processes and people in line with the corporate- and business-level strategy. (Johnson et 

al. 2005, p. 12.)  

 

1.3.1 Mission 

Hitt, Ireland and Hoskinsson (2005, p. 7) define strategy as the engagements and 

operations which are planned and compounded to reach better competitive advantage 

and increase core competencies. They also claim that strategy is continuous process 

where firms must evaluate their environment in order to decide the appropriate strategy.  

 

Defining the mission is one of the company’s foundations. It expresses why the company 

exists. Mission should solve the questions how wide or narrow the mission should be and 

the perspective it will be defined and which stakeholders are considered when defining the 

mission. If the mission is defined narrow, it might give the guidance the organization’s 

operations, but generally expires soon. The biggest risk with narrow defined mission is 

that it might prevent the organization to identify risks and threats from the beginning. The 

risk with wide mission is that it is too wide and does not give the clear direction for the 

organization’s operations. (Kaminsky, 2008, p. 70.) 

 

1.3.2 Values 

The values of the company are the principles that give the guidance for the company’s 

actions. (Johnson et al., 2005, p. 207). Kaminsky (2008, p. 78) defines the core values as 

guiding the basic actions which has characteristics of intensity and stability and 

independence from time and place. The five most common values are customer 

orientation, development, respecting individuals, effectiveness and co-operation.  

 

1.3.3 Vision 

Vision is the company’s strategic goal where they want to be in the future. The business 

environment is coming more complex and fast-moving and to secure the success, the 

companies should have the ability to create their own future and react to the changes 

coming from environment. The vision is based on values and made for the long-term. 

(Kaminsky, 2008, p. 83–86.)  

 

Vision gives the direction of which primary operations should be preserved and what kind 

of future actions should be pursued. The carefully planned vision can be divided into two 

main sections: main purpose of existence and conceiving the future. In core ideology is 
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stated why the company exists and in the envisioned future is stated where the company 

wants to be and what they want to achieve. (Collins & Porras, 1996, p. 44–45.) 

 

1.3.4 Core competences and strategic planning  

According to Kotler & Keller (2012, p. 57), the core competencies are the resources that 

the company needs to have in order to make the business essence. The core 

competencies have three main characteristics defined by Kotler and Keller (2012, p. 57): 

 

“(1) It is the source of competitive advantage and makes a significant 

contribution to perceived customer benefits. (2) It has applications in a wide 

variety of markets. (3) It is difficult for competitors to imitate. “ 

 

Trott (2012, p. 200–201) has stated about the core competencies that the competitive 

advantage is not the company’s product, it is their competencies and these competencies 

are knowledge, skills and management processes. In the Picture 2 is shown how Trott 

(2012) sees the core competencies of a company. The core competencies can be seen as 

the roots of tree where the core competencies are the foundation of the company. The 

business units are branches and end products can be seen as leaves. The company need 

to discover the how to utilize knowledge and technology in order to provide the products 

that the customer’s requires. He states about the company’s competencies that it is the 

capability of using the resources to create added value for the market. It is the 

combination of using different resources: technology and distribution, technology and 

marketing and distribution and marketing.  

 

 

Picture 2.  Core competencies (Trott, 2012, p. 201). 
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According to Kotler & Keller, (2012, p. 58), strategic planning consists of three main 

issues:  1. lead and consider the enterprise’s operations as each of them would be an 

investment and gather the operations under one umbrella; 2. evaluate the strengths of the 

operations by the market requirements and positioning; 3. generate the strategy for the 

company. Juslin & Hansen (2003, p. 240) state that the idea of strategy should reveal 

what should be taken into consideration when planning and deciding the strategies. 

Strategy can be seen also as an adjuster between the company and environment, Picture 

3. The strategy can be measured by everyday actions and the results show the 

effectiveness of strategy. If the results are not satisfactory, the strategy should be 

reconsidered as it is not acting as and adjuster between the company and its 

environment. The strategy steers the company into strategic position within its 

environment.  The changes in the environment forces the company reconsider the 

strategy again and its position.  

 

 

 

Picture 3 . Strategy as an adjuster between a company and the environment (Juslin & 

Hansen 2003, p. 242). 

 

1.3.5 Value chain  

According to Johnson et al. (2005, p. 136–137), the value chain is identifying the activities 

that create value in the company. The company should deliver the value to its customers 

and understand where in the chain the value is created or lost. The value chain can be 

divided into two key functions: main functions and assisting functions. The main functions 

are bound to manufacturing and distribution of the product or service and assisting 

functions intensify the main functions. In the Picture 4 is shown which activities are 

considered as primary activities and support activities.  
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Picture 4.  The value chain (Sastry, 2015). 

 

1.3.6 Benchmarking 

The company should understand its position compared to its competitors in order to meet 

and beat their performance. Benchmarking is commonly used when the company 

analyses its position compared to competitors and how the customers rank them. There 

are several practices to execute evaluation of different organizations and their 

performance for example the practice in use in the past, manufacturing or area evaluation 

and the best practices in use evaluation. (Johnson et al., 2005, p. 145.) 

 

In historical benchmarking, the company compares their results to competitors in relation 

to previous year trying to identify if there have been any major changes in the competitors 

performance compared to their own. In the industrial benchmarking, the performance 

standards can be gathered by comparing the performance of other companies in the 

same industry or sector. Best-in-class benchmarking means that the company compares 

its performance to more widely than in the same industry, it tries to find the best practice 

in use. Partnerships across the industries can increase the potential for changes and 

encourage the managers to improvements in performance by incremental changes in 

resources or competences. Benchmarking can offer the information and help to 

understand how to improve the performance and competencies. Benchmarking can be 

seen as an opportunity to improve and changes, but it does not identify the reasons for 

the good or poor performances of other company, because it does not compare the 

competences directly. (Johnson et al., 2005, p. 146 – 147.) 
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1.4 Business model 

In the Harvard Business Review article “Reinventing Your Business Model” Johnson et al. 

(2008) define business model as follows: 

 

“A business model, from our point of view, consist of four interlocking 

elements that, taken together, create and deliver value. “ 

 

The business can be divided into strategy, business model and process levels. Strategy 

defines the company’s vision, targets and goal. Process level includes the company’s 

physical organization and every day business activities. Business model level positions 

itself between strategy and process level changing the strategy as concrete business 

decisions and communicating those forward to implementation level. Business model 

describes how the company creates and captures value. In the business model is 

described the company’s offering, to who it will be offered and how it is implemented 

productively. (Laukkanen & Patala, 2015, p. 9.) 

 

The business model expresses the overall action of the company. It communicates 

between different functions within the company for example the comparison of strategy 

choices, the basis of competitive advantage and how the company differentiates itself in 

market. Business model helps to maintain the focus of an organization and guide efficient 

usages of limited resources. (Kutvonen, 2014.) 

 

Business model canvas is commonly used and consists of nine elements and the 

interaction between the elements. The definition of business model can be started from 

any element, however the elements are depended from one to another and the choices in 

one element restrict choices in another element. (Kutvonen, 2014.) The elements are 

presented in the Picture 5.  
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Picture 5.  Business model canvas (Osterwalder A., 2015). 

 

In the article “How to Design a Winning Business Model”, published by Harvard Business 

Review, is stated that a business model can be a tool for building a competitiveness and 

advantage in the future. The business model should interact with models of other 

companies in the industry and think about the competition when building a business 

model. If the business model is created and analyzed in isolation, it can lead to less value 

creation when interactions with other models are considered for example if the 

competitors start a co-operation in value creation. The dynamic elements of business 

model are often ignored by many companies and this may lead to fail using models with 

their full potential. (Casadesus-Masanell & Ricart, 2011.) 

 

According to Casadesus-Masanell & Ricart (2011), the good business model will meet 

three main criteria. It should be align with the company’s goals, self-strengthening and 

robust. The business model should deliver such consequences that the company is able 

to meet its goals. The model should follow the internal consistency and be complement 

one another. The business model should be robust and maintain its effectiveness during 

time and protect the company from four threats. These threats are imitation (Can others 

copy the business model?); solidity (Can other players like customers, suppliers gain the 

value by giving the flexibility in bargaining power?); looseness (organizational self-

conceit); and substitution (Can new entrants or products give the same value to the 



18 
 

customers than the company’s products already give?). The robustness is a critical 

parameter in business models.  

 

1.5 The elements of business plan  

Business plan is a relevant part of an organization’s strategy. It describes the external and 

internal elements when company is executing its strategy. The business plan combines 

together other plans like financial, marketing and organizational plans giving the direction 

for the future of company. (Hisrich, 2010, p. 60.) 

 

In the Picture 6 is presented a one model of the business plan. This model was selected 

as it will contain wide selection of elements which should be taken under consideration 

when writing the business plan. This study will concentrate on three areas of the business 

plan and its elements. The selected areas are: market segmentation, competitive 

environment and market positioning. The selection is concentrating to recognizing the 

market and environment where the company operates and its effect on strategy and 

elements which should be understood in the company when introducing a new product 

into markets. The restriction into three selected areas was made as the business plan is a 

wide document and in this thesis is aiming to recognize the market environment and 

opportunities of moulded fibre packaging. Also the company specific and confidential 

information, for example Financial Analysis, was excluded from the thesis.  

 

This business plan model consists of nine different elements which forms the entire 

business plan. The elements are Business Vision, Market Segmentation and Targeting, 

Competitive Environment, Definition of Offering, Market Positioning and Strategy, 

Marketing and Selling Model, Product Launch, Operations and Organizations, and 

Financial Analysis. In each step the business plan need to update continuously in order to 

understand how the market behaviors. The business plan can be divided into Strategic 

Marketing plan which includes Business Vision, Market Segmentation and Targeting, 

Competitive Environment, Definition of Offering, Market Positioning and Strategy, 

Marketing and Selling Model, and Product Launch. The strategic marketing plan can also 

be divided into smaller sections, Market Research containing the Market Segmentation 

and Targeting, and Competitive Environment, and into Tactical Marketing which consists 

of Market Positioning and Strategy, Marketing and Selling Model, and Product Launch.  
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Picture 6.  Key business plan (Aistrup Consulting, 2015).  

 

1.5.1 Market segmentation and Targeting 

The companies cannot serve all customer groups and market segments and therefore 

they need to identity which market segments they want to be in. In market segmentation, 

the market is divided into identified pieces. The group of customers who have similar 

needs forms a market segment and the company should identify suitable amount and 

character of market segments and choose the target segments. The main categories for 

market segmentation are geographic, demographic, psychographic, and behavioral 

segmentations. (Kotler & Keller, 2012, p. 236.) 

 

In the Picture 7 is shown the bases of market segmentation by Johnson et al. (2005, p. 

94). The segmentation is divided between consumer markets and industrial markets 

segmentation. In this study is concentrated on industrial market segmentation.  

 



20 
 

 

Picture 7.  Bases of market segmentation (Johnson et al., 2005, p. 94). 

 

When the customer group is small, the segment can be classified as a “niche” market 

segment, however, the niche market can be valuable. The customer needs should be 

taken into consideration when long-term success. There are two main issues which 

should be considered when analyzing the market segments: variation in customer needs 

and specialization. One way to create long–term strategy in chosen segment or segments 

is to concentrate on customer needs which are perceivable from typical needs. 

Specialization can be also selected as a segment strategy. By serving the market 

segment with experience and building strong relationships within market segment can 

offer the company a dominant position for segment. (Johnson et al., 2015, p. 39.) 

 

According to Freytag and Clarke (2001) in the article “Business to Business Market 

Segmentation”, the cooperation between customer and supplier can be used as a base of 

segmentation as the supplier have knowledge of the customer needs. It should give the 

guidelines for the operational level which enables to achieve the continuous competitive 

advantage for the company. The company should base the segmentation on the current 

market situation and be able to identify the main characteristics of the customer’s buying 

reasons. The behavior of buying organization can be viewed through the product purpose 

and the needs which comes usages of the product. In the article is also listed the most 

common variables used in industrial segmentation. The most common is geographic, 87.5 

% of the companies uses geographic segmentation, demographic segmentation is used 

by 62.5 % and 62 % of the companies identify as a variable how often the product is used. 

When identifying the segment, the customer’s needs and wants are considered as 



21 
 

important variable. In the Picture 8 is shown how the segments are influenced by different 

parties. The customer’s needs and wants are affected also by the competitor’s actions 

and changes in environment. New technologies can offer new possibilities for the 

customer who can have the influence on customer’s needs and wants as well as the new 

regulations by the authorities.  

 

 

 

 

 

 

 

 

 

Picture 8.  The interaction of segment and environment (Freytag & Clarke, 2001). 

 

1.5.2 Competitive environment 

A common understanding of internal and external environment is important for the 

companies to enable them to understand the present and predict the future. There are 

three layers in extrinsic environment which are common, sector specific and rival 

environments.  In the Picture 9 is shown the layers of environments. (Hitt et al. 2005, p. 

39.) 

 

 

 

 

 

 

 

 

 

 

Picture 9.  The layers of the business environment (Johnson et al., 2005, p. 64). 
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Macro-environment 

The general layer of the environment can be also called the macro-environment. The 

macro-environment is set of different factors that have an influence on the industry and 

the companies within it. The companies cannot directly control the factors which are 

affecting to macro-environment, but it is important to have an understanding how the 

changes in macro-environment effect on individual organizations. PESTEL-framework is 

commonly used to identify how future trends will influence on the company’s activities. In 

the PESTEL – framework is analyzed the political, economic, social, technological, 

environmental and legal environments and their effects. The key drives of change which 

can have the impact on structure of an industry, sector or market can be identified with the 

data from PESTEL –analysis. (Hitt et al., 2005, p. 39 – 40; Johnson et al., 2005, p. 64 – 

65.) 

 

Industry level 

Johnson et al. (2005) defines the industry as follows: 

 

“ a group of firms producing the same principal product or more broadly, a 

group of firms producing the products that are close substitutes for each 

other. “ 

 

The industry environment includes the factors that directly have an effect on the company 

and its activities in competitive environment. It also have influence on reactions, which the 

company executes against the threat of new comers, the power of suppliers, the power of 

purchasers, the threat of substituting materials, products or services, and the competition 

among existing competitors. These factors are also referred as five forces which helps to 

define the attractiveness and the profit potential of different industries. The five forces are 

illustrated in the Picture 10. (Hitt et al., 2005, p. 40.)  

 

Porter (2008) states in Harvard Business Review article “The Five Competitive Forces 

That Shape Strategy” as follows:  

 

“Awareness of the five forces can help a company understand the structure 

of its industry and stake out a position that is more profitable and less 

vulnerable to attack. “ 
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Picture 10 . The five forces (Porter, 2008).  

 

When the company uses the five force framework to evaluate the environment they 

operate, there are factors which should be taken under consideration. The evaluation 

should be done at the strategic business unit level. The competitive forces might be 

different for different strategic business units and the impacts of the forces might 

influences differently in different strategic business units. The connection between 

competitive forces and the key drivers in the macro-environment should be identified as 

technological changes may lead to destroying the barriers that have been protected the 

company previously. The five forces are interdependent from each other; the pressure in 

one direction can lead to changes in other one. (Johnson et al., 2005, p. 78 – 80.) 

 

Threat of new entrants. It is important for the company to identify the new entrants 

because they pursue the own market share from existing products or services and at the 

same time they bring new capacity in the markets. Due to desiring the market share and 

increased capacity, there will be pressure on prices and lower returns for the existing 

companies.  (Porter, 2008.)  

 

The industry should have barriers to entry for new entrants. The entry barriers are the 

factors that existing industry can develop and new entrants need to overcome the entrants 

if they want to compete in the industry. These barriers are providing delays when entering 

to market. If there are no entry barriers for the new entrants, they can operate profitable. 
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There are seven barriers which can be identified which are introduced below: 

Economies of scale are the improvements of small importance in efficiency that the 

company increases its size gradually. The manufacturing costs of unit decreases when 

the quantity of produced products increases. The company might choose the lower prices 

and gain larger market share or maintain the prices static and increase the profits. The 

new entrants might find difficult to decide how enter the markets; small-scale entry may 

lay the cost advantage and on the other hand, large-scale entry where the new entrant 

produces large volumes, may cause the loss of strong competitive retaliation. The 

business activities, like marketing, production, R&D, including sourcing, can improve the 

efficiency of and it will generate the flexibility for the company. (Hitt et al., 2005, p. 53–54; 

Johnson et al., 2005, p. 81–82.) 

 

Product differentiation. The company might succeed to convince the customer that their 

product is unique and the new entrants have to use lot of efforts to change the customer’s 

loyalty for existing products. This might lead that new entrants have to offer their products 

with lower prices and this might result low profits. (Hitt et al., 2005, p. 54 – 55.) 

 

Capital requirements. The capital is required for investment to entry to new industry. The 

amount of capital needed varies according to technology in use in the industry and the 

scale how the entry is executed, small-scale or large-scale entry. (Hitt et al., 2005, p. 55; 

Johnson et al., 2005, p. 81.) 

 

Switching costs. The switching costs are the costs that are generated when changing the 

product from an existing supplier to a new supplier. The new entrant must offer the 

product with lower price or product with better quality to raise the customer interest if the 

switching costs are high. The customer relationships are often built so, that the switching 

costs to alternative product are relatively high. (Hitt et al., 2005, p. 55.) 

  

Access to distribution channels. The distribution channels might be controlled by the 

manufactures and may create the entry barrier for the new entrants, especially in food 

groceries where the competition of shelf space is high and in international markets. The 

new entrants must convince the distributors to transport their products in addition or by 

replacing the current products. (Hitt et al., 2005, p. 55; Johnson et al., 2005, p. 81.) 

 

Cost disadvantages independent of scale. The new entrant might not have the access for 

raw materials or the location and the efficient production technology might be patented 
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and is not available. The new entrants have to reduce the relevance of these factors or 

overcome the obstacles in order to have successful competition. (Hitt et al., 2005, p. 55.) 

 

Government policy. The governments can also set the barriers and restrictions for the new 

entrants in some industries, f ex alcohol retailing and banking. Also, the market regulation 

can restrict the market entry e.g. pharmaceuticals and insurance. (Hitt et al., 2005, p. 55; 

Johnson et al., 2005, p. 82.) 

 

Expected retaliation can be also one entry barrier to the industry. If the existing company 

in the industry has a large market share, the strong retaliation can be expected or the 

entry in the industry can be expensive for the new entrants. (Johnson et al., 2005, p. 81.) 

 

Bargaining power of buyers. According to Hitt et al. (2005, p.57), the buyers or customers 

want to buy the products at the lowest price, which is at the same time the lowest point 

where the industry can earn the lowest acceptable rate of return for its invested capital. 

The buyers want to reduce their costs and to achieve the lower costs; they require higher 

quality, better service and lower prices. The customers can strengthen their power when 

they buy a major share of an industry capacity, the purchases represents a significant 

share of seller’s annual revenues, the switching costs to substituting product are low, and 

there are the possibility that customers can integrate into seller’s industry if the products 

are standardized.   

 

Threat of substitute products or services. The substitute products or services decrease the 

demand of specific category of products as the customers can switch the product to an 

alternative. The threat of substitute becomes high if the switching costs are low or the 

price is lower or the product has better quality and the performance of alternative product 

is same or better than competing product. If the product can be differentiated by price and 

quality or service, the product attractiveness increases and the willingness of substituting 

the product might decrease. (Hitt et al., 2005, p. 57; Johnson et al., 2005, p. 82.)  

 

Bargaining power of suppliers. The supplier power can be high if they have the possibility 

to increase the prices, limit quality or services or switching costs. If the supplier group is 

more dominated by few companies and the industry they are selling is fragmented, the 

power of suppliers increases. There are no substituting suppliers or switching the supplier 

might generate too high costs. The supplier can have the possibility to integrate forward 

into industry which creates the threat for the industry. (Porter, 2008.) 
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Rivalry among existing competitors. Johnson et al. (2005, p. 85) has defined rivalry as 

follows: 

“Competitive rivals are organizations with similar products and services 

aimed at the same customer group.” 

 

There are many issues that need to be considered when the company is evaluating the 

rivalry among competitors. The first one is the balance within the industry, are there equal 

size companies when there is a risk of intense competition when the competitors try to 

have dominant position compared to another company. If there are few large companies 

within the industry, the competition is lower and the smaller companies have adjusted 

their activities accordingly. The growth rate of an industry has an effect on rivalry. If the 

industry is growing fast, the company might get own growth through market growth and 

not from competitors. When the market is growing slow, the growth will be achieved by 

taking the share from competitors. Fixed cost can form a large share of company’s total 

costs and the companies try to maximize the usage of productive capacity. If the capacity 

can be increased by large increase, there will be a short term over-capacity which 

increases the competition and might lead to lower margins due to lower prices. The price 

competition is not profitable for long term as it will transfer the profits from industry to its 

customers. The high exit barriers from the industry include the economic and strategic 

decision that the company decide to remain in the industry even if the profitability is not 

stable. The differentiation of competing products can be important when competing within 

the industry. When the company has a product which is difficult to imitate by competitors, 

the attractiveness of product increases and product is less vulnerable to switching. (Hitt et 

al., 2005, p. 58; Johnson et al., 2005, p 85; Porter, 2008.) 

 

According to Porter (2008) in Harvard Business Review article, the understanding of the 

five forces and the reasons behind, exposes the industry’s current profitability and 

provides the frames to foresee and effect on competition and profitability over time. The 

company should be able to position it strategically; the company should understand the 

industry structure. Porter (2008) states as follows in the Harvard Business Review article:  

 

“Industry structure drives competition and profitability, not whether an 

industry is emerging or mature, high or low tech, regulated or unregulated.” 
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The profitability of an industry is determined by the most powerful force or forces and 

these forces are important when formulation the strategy. However, the company should 

keep in mind that the major force might not be the apparent force. (Porter, 2008.) 

 

Market and competitor level 

Macro-environment and industry level analysis might in too general level for the company 

and more detailed information about the competition and competitors is needed. The 

companies operating within the same industry with similar approach to strategy and 

competition are called as strategic groups. The competition within a strategic group is 

more intense than the competition between company in strategic group and outside of 

strategic group. Hitt et al. (2005, p. 61) describes the competition within the strategic 

group as follows: 

 

“Organizations in a strategic group occupy similar positions in the market, 

offer similar goods to similar customers, and may also make similar choices 

about production technology and other organizational features.”  

 

The strategic groups can be used to understand the competitive structure of an industry. 

This requires the companies to outline the actions and responses of competitors along 

strategic dimensions like pricing decisions, product quality and distribution channels. This 

will show to the company how the competitors are competing and how they use similar 

strategic dimensions. (Hitt et al., 2005, p. 63.) 

 

According to Porter (2004, p. 47), the objective of competitor analysis should be in 

profiling the competitors and their possible behavior when other companies make 

strategic moves or changes and the changes within the industry and environment.  

 

In the Picture 11 is shown the four elements of competitor analysis by Porter (2004). The 

elements are: future goals, current strategy, assumptions and capabilities. The most of the 

companies will create at least initial notion of competitor’s current strategy including their 

strengths and weaknesses. The companies rarely concentrate on building the 

understanding of the competitor’s behavior and future goals as well as how the competitor 

sees its future and thoughts of an industry. The competitor analysis should include 

existing competitors and potential future competitors. (Porter, 2004, p. 48–49.) 
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Picture 11.  The elements of competitor analysis (Porter, 2004, p. 49). 

 

(Strenghts, Weaknesses, Opportunities, Threats) analysis can be used for common tool to 

analyze of the company’s strengths, weaknesses, opportunities and threats. Strengths 

and weaknesses are considered as an analysis strategic capabilities, and opportunities 

and weaknesses as an analysis of environment. In the Picture 12 is shown the SWOT 

analysis -model. The purpose of SWOT analysis is to recognize the strengths and 

weaknesses and those capabilities to react to the changes in environment. A scoring 

system (plus 5 to minus 5) can be used together with SWOT analysis in order to provide 

the information for management about the relevance of strength or weakness concerned. 

(Johnson et al., 2015, p. 68.) 

 

 

 

 

 

 

 

 

 

Picture 12.  SWOT analysis model (Schaadt, 2015). 
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However, there are two issues which should be taken into consideration when executing 

SWOT analysis. SWOT analysis may lead to extend list of company’s improvement areas 

and its possibilities to improve competitive advantage, but it is not indications which are 

relevant or the importance of each issue listed. This can be avoided by using the scoring 

together with listing. The other issue to be taken into consideration is that SWOT analysis 

is a summary and it is not substituting for instance five forces –analysis. (Johnson et al., 

2015, p. 68.) 

 

According to Hill and Westbrook, (1997), in the article “SWOT Analysis: It’s Time for a 

Product Recall”, is questioned if SWOT analysis is still a right method for the companies 

to analyze its capabilities. They highlight few concerns regarding using SWOT-analysis 

which are the length of the list and the lack of prioritizing the listed issues or it is not 

required. These same issues were mentioned by Johnson et al. in 2015. SWOT analysis 

does not require ensuring that the date or statements are true and there are no link how to 

realize the listed strengths, weaknesses, opportunities or threats.  

 

1.5.3 Market positioning and strategy 

Positioning and defining the desirable market position is one phase in a successful 

marketing which starts by identifying the customer groups or segments which are not 

satisfied the current offering within the segment. The company cannot execute the market 

positioning before it has done the market segmentation and chosen the target groups. 

(Kotler, 2005, p. 51.) 

 

By expanding the company’s operations from single industry to several industries, the 

company uses corporate-level strategy of diversification. The company who commit this 

kind of strategy has two levels in strategy: business unit and corporate. In the business 

unit strategy the decisions of competition in single product markets are executed and the 

corporate strategy is focusing on two main questions: what businesses the company 

should be in and how businesses are managed (Hitt et al., 2005, p. 170). Hitt et al. (2005, 

p. 171) states as follows:  

 

“ Successful diversification is expected to reduce variability in the firm’s 

profitability in that earnings are generated from several different business 

units. “ 
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Diversification is defined by Johnson et al. (2005, p. 132) as follows 

“ Diversification involves increasing the range of products or markets served 

by an organization. Related diversification involves expanding into products 

or services with relationships to the existing business. Conglomerate 

(unrelated) diversification involves into products or services with no 

relationships to existing business “ 

 

According to Johnson et al. (2015, p. 131–132), the Ansoff market growth matrix can be 

used to create the company’s growth with four basic directions. In the Picture 13 is shown 

the growth matrix by Ansoff. The company has two choices to achieve the market growth. 

It can penetrate more deep into existing area or it can spread its diversity either by 

increasing the newness of its products or the newness of markets.  

 

 

 

 

 

 

 

 

 

 

 

Picture 13.  Corporate strategy directions (Johnson et al. 2015, p. 131). 

 

There are four ways to evaluate the strategic position according to Juslin & Hansen (2003, 

p. 244): 

 

1. “By developing current activities (market penetration) the company tries to 

strengthen the position that its products have in current markets. 

2. Market expansion (market development) is way to develop strategic positioning 

where new markets are sought for current products, either by finding new 

customer groups or by finding new market areas. 

3. Product expansion (product development) is a way to develop strategic positioning 

by offering new products and/or significantly improved current products to current 

markets. 
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4. Diversification means moving into new business areas, usually by buying 

companies from areas for fields with better growth possibilities.”  

 

The companies can select different business-level strategies to form and maintain its 

strategic position. Cost efficiency, capability to differentiate from competitors, 

concentration on cost efficiency, concentration on differentiation from competitors, and 

combined cost efficiency and capability to differentiate from competitors and be 

considered as strategic positioning. The strategies are used to found the company’s ability 

to develop its competitive advantage with certain or chosen competitive scope. In the 

Picture 14 is shown the business-level strategies. With chosen strategy, company can 

show how they differentiate from the competitors. (Hitt et al., 2005, p. 113.) 

 

 

 

 

 

 

 

 

 

 

 

 

Picture 14.  The five business-level strategies (Hitt et al., 2005, p. 114). 

 

Hitt et al. (2005, p. 114, 118, 122), has defined the business-level strategies as follows: 

 

“ The cost leadership strategy is an integrated set of actions taken to 

produce goods or services with features that are acceptable to customers at 

the lowest cost, relative to that of competitors.  

 

The differentiation strategy is an integrated set of actions taken to produce 

goods or services (at an acceptable cost) that customers perceive as being 

different in ways that are important to them.  
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The focus strategy is an integrated set of actions taken to produce goods or 

services that serve the needs of a particular competitive segment. “ 

 

The companies can choose between two types of possible strategies: lower cost or 

differentiation. Having lower cost means the company can offer its products or services at 

lower price than the competitors and differentiation that the company is able to 

differentiate from the competitors and is able to carry out higher price to cover the extra 

costs caused by differentiation. The scope of strategy is affected by various dimensions 

like product offering and customer segments and the chosen geographic market areas. If 

the cost leadership or differentiation strategy is chosen, the competitive advantage is 

achieved by competing in several customer segments. On the contrary, the focus strategy 

is used when the company has selected the cost efficiency or capability to differentiate 

from competitors as a competitive advantage in concise segment or in a niche market.  In 

focus strategies, the company choose the market and customer segment, they want to 

serve and tailors its products or services to meet the needs of selected segments. The 

efficiency of selected model is subjected to company’s external environment where the 

opportunities and threats exist and the company has considered its core competencies, 

capabilities and resources through external environment. The chosen strategy should be 

aligning with the external environment and internal capabilities. (Hill et al., 2005, p. 113 – 

114.) 
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2 METHODS 

 

 

Benchmarking as a research method is widely used due its applicability of different 

industry sectors. It is commonly used as a tool when the company needs to improve its 

performance and competitiveness by recognizing and adapting the best practices from 

other organizations. Also developing the best practices together with other organizations 

is more common than earlier. When using the benchmarking as a research tool, it will 

provide the basis of benchmarking processes and submit the tools for the scientific 

research. (Kyrö, 2004.) 

 

The purpose of best-in-class benchmarking was originally to find applicable solutions from 

other organizations to be transferred and solve own organizations’ problems. Since then 

finding the best practices has become more common to search for practices operating in 

other organizations in the same industry, organizations from other sectors and also from 

the different departments of own organization.(Karjalainen, 2002.) 

 

The evaluation process has formed into four- or five-step progression, where the first step 

is the self-assessment to found own development process which needs improvement. The 

next step is to find the reference partner where the same process is done more 

successfully. The comparison is typically made as a study visit. The results are critically 

and creatively interpreted, applied and transferred to own organizations’ context. 

(Karjalainen, 2002.) 

 

The motivation of finding the best practices is defined to preserve and improve the 

competitiveness of the company. A comparison of own operations to activities of others 

promotes competitive position in many ways: the level of own operations come clearer, 

competitor’s innovation accelerate own development, and awareness of the existence of 

competitors accelerates the actions of both individuals and the organization. (Karjalainen, 

2002.) 

 

In this study, the best practices when starting the new development project is searched 

with help of benchmarking and compared to the existing model. The companies for 

benchmarking are selected according how well they perform in their own sector. Both 

selected companies can be considered as market leaders in their field.  
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The benchmarking as a research method was selected because its applicability to analyze 

different industry sectors. In this thesis, the target was to clarify what kind of business plan 

models are in use in the different companies outside of Stora Enso´s industry sector. The 

benchmarking brings the different view and opinions for the business plan compared if the 

business plan would have been analyzed based on literature and Stora Enso’s model.  

 

The benchmarking was done by interviews in order to have understanding how the 

starting new project process is organized and how the business plans are executed. The 

companies present different industry segments and are not competing in same industry 

sector to each other.  

 

1st Interview. The company is Finnish food manufacturer who has operations mainly in 

Nordic and Baltic countries, which are also considered as home markets for the company. 

They have export near 50 countries. The company produces processed meat products 

including pork, beef, poultry, lamb and convenience food. The net sales of the company is 

2.2 billion euros and it has about 7 700 employees.  

 

2nd Interview. The second interviewed company is Finnish company who provides cargo 

handling solutions. The company has operations over 100 countries and its sales were 3.4 

billion euros in 2014. The offering is divided into three main business areas, which are 

considered as leaders in cargo and handling around the world. The main business areas 

are integrated solutions for cargo and handling; container and cargo handling equipment 

with related services, automation and software; and services related to on-road 

transportation and delivery.  The company and has approximately 11.000 employees. 

 

3rd Interview. The 3rd interviewed person was Anssi Vanjoki who is a Professor of Practice 

at Lappeenranta University of Technology. He works as a partner in the university and 

encourage the professors to achieve larger achievements. Professor of Practice leads 

courses and training programmes with the emphasis on business world needs. The 

university hires in the positon of Professor of Practice the expert with wide experience of 

practice including the international experience from business or public sector who can 

work with areas of LUT’s interest. The purpose of the university is to share and transfer to 

the real-to-date information on the development of teaching and industry, as well as to 

build networks with the industry and to strengthen social relations. 
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The interviews were done in the face-to-face and by phone meeting to achieve better 

understanding how the importance of business plan is seen and have the open 

discussion. The questions were prepared beforehand based on selected business plan 

elements which were viewed in the literature part of this study. The interviews were open 

discussion and the questions were used as a frame for the discussion. The questions 

were focusing on what kinds of elements are included in a business plan when starting a 

new project. The questionnaire is in the Appendix 1.  
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3 RESULTS  

 

 

3.1 The results of 1st interview 

The company had key themes in strategy during the strategic period in 2012 – 2015, 

which were unified group and improving efficiency. These themes included the 

harmonizing the operational efficiency, simplifying the production set-up and group 

structure, eliminating overlaps and divesting non-core businesses. Also they established 

and allocated the resources for the new support functions at the Group level and created 

the common processes of working 

 

The company strategy for the years 2015 – 2018 is to invest in growth. They have 

significantly streamlined the production facilities and the legal structure of the company. 

The strategy was introduced in 2012 and after the restructuring the operations, they will 

move to next phase which is profitable growth.  

The strategy was updated in 2014, which is called “Towards profitable growth”. It has four 

focus areas or “Must-Win-Battles” as the company calls the focus areas. The “Must-Win-

Battles” are  

• Renew customer, consumer and channel approach; 

• Develop brands and offerings; 

• Invest for growth and 

• Drive continuous improvement. 

The company is looking for growth with the products of higher added value and strong 

brands and their future investments are also based on this. There will be more emphasis 

on innovation, proactive category development and brand marketing based on clearer 

strategic focus on higher-value end of the meat value chain.  

The new strategy is supported by different resources like balance sheet, market 

leadership on home markets, strong brands, meat industry expertise and the synergies 

offered by geographical location. The new strategy is implemented according to the 

company’s mission, brand promise and values, which are Trust, Team and Improve.  

The strategic projects are lead from “Must-Win-Battles” areas and all the projects must 

have the strategic fit and be in line with the strategic roadmap. The business ownership of 
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the project is highly emphasized and the involvement of business organization is needed 

from the beginning of the project.  

The company has a project proposal sheet in use which will be updated and filled with 

new information when the project in ongoing. The project proposal sheet is presented in 

the Appendix 2. The actual business plan is not written in this phase.  

The proposal has eight main headlines: 

• Background where is described the previous work done relating to project and 

business challenges which the project will solve and if there are any competitive or 

operational pressures.  

• Objectives describes the how the project will improve the current processes or 

methods, if there is any cost reductions or new possibilities or better functionalities and 

benefits for the customer and / or organization. 

• Benefits include the indication of financial benefits and costs and what will the 

outcome if the project is not done. 

• Strategic & Roadmap Fit –section describe how the project’s results will fit with the 

“Must-Win-Battles” or high priority areas and in which area those are linked.  

• Scope –section shows what will be included and excluded in the project in a point of 

view business lines, products, processes, geographical coverage and areas and / or 

countries.  

• Risks, Dependencies & Constraints describe the assumptions, dependencies, 

challenges, change management issues and risks.  

• Project Governance presents the project organization’s key roles which are Business 

Owner / Sponsor, Global Process Owner, Project Manager, Steering Committee and 

partners.  

• Timeline gives the estimation of project phases, major activities and when the project 

completed.  

When starting a strategic project, the goals, the functional change and earnings are 

reviewed and compared how they fit in the strategy and “Must-Win-Battles” or high priority 

areas. The strategic project has the Financial Owner in addition to Business Owner / 

Sponsor. The role of Financial Owner is to secure that calculations are done properly and 

the right costs are included. The company classifies the project costs into hard and soft 

costs. The hard costs include price of  tangible resources, for example machinery, goods 

in warehouse and buildings machine and the soft costs include assets that are not 

physical like  financing and legal cost. (Business Dictionary 2015a, Business Dictionary 
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2015b) Also the sales responsible are included in the Project depending on which sales 

the project is aiming to increase.   

SWOT –analysis is included into Project. Benefits –section and Risks, Dependencies & 

Constraints –section replaces the SWOT –analysis as in the Project Proposal. However, 

the SWOT –analysis is used when the market studies are performed. The evaluation in 

the market studies is done through market shares compared to total market, cost and 

profitability structures, and the growth of total market. The market study includes also the 

identification of the target segments.  

The business plan in addition of Project Proposal is done by the business organization 

and the evaluation of how much resources are needed to execute the business plan is 

done. The projects are reviewed monthly and the follow-up consists of Highlights, 

Lowlights and Main actions. Also EBIT and cash flow are linked into follow-up. The 

company has a stage-gate model in use when evaluation the projects. 

3.2 The results of 2nd interview  

According to third interviewed person, the process to do business plan is depending on 

what kind of development is done. There are three different categories: continuous 

improvement for existing products, radical improvement of the competitiveness of existing 

product or radical innovation. The problem is quite often that the business process is done 

in a same way in each case. This can have harmful effect on the project. Quite often the 

process for doing business plan is found inside the company or organization for example 

from operational or quality systems. This is suitable when the actions are performed in the 

company’s comfort zone and the risk is low.  

 

The understanding of external environment should come before market segmentation. 

This includes the understanding of laws and regulations. When market segmentation is 

done, the company has the preliminary understanding of the market demand. 

 

The traditional product development is managed through the process handling tool, where 

the gates are defined. The gates are the tool to manage and communicate the process 

and the project. Also portfolio management is in use in the interviewed company. 

Business plan can contain the earning model either increasing sales or decreasing costs, 

in the business plan is defined the how and where the value is earned.  

 



39 
 

Innovation funding can be admitted for the good ideas with high risks which could not 

pass the gate model process at the beginning. This model increases the amount of high 

risk projects which can generate profit if the result is successful. The idea or project is 

evaluated based on risks versus opportunity, not only based on pay-back-time.  

 

The tools for planning the process are offered with the “substance over form” – principle 

which means that the process is steered by questions and the tools for planning is offered 

accordingly. The process tools are developed based on what is needed from the project. 

SWOT might be in use, but other analyzing tools should be used if applicable. In the 

opinion of interviewed person, using SWOT is easy and might lead into situation where 

the issues are not thought through – it can even cause laziness in the planning process.  

 

The competitive environment can be also evaluated through comparing the existing 

companies and players who are operating in the field when entering the market with new 

products. If the product already exists and neither of current companies or players are not 

performing perfectly, the analysis of existing companies’ competencies can be evaluated. 

The understanding of competencies can offer the route to success. Also the competitors 

cost structure is followed if it is differentiating from own and also the industry trends as 

well as technology trends. The understanding concerning the importance of price is critical 

–is the price the most important factor or other competence which can be offered through 

the product which can create the value? The knowledge of the development of price 

should be recognized; even the information if the price will remain stable is significant 

when entering the market.   

 

There are lot of good tools how to analyze and plan, but quite often the administrative 

effectiveness can overtake the content of the planning. The process should go the content 

first and then select the tool which is suitable for the purpose. The challenge is to create 

the common understanding of processes inside the organization.  

 

3.3 The results of 3rd interview  

According to Professor of Practice, when starting a new project, the first thing to check is if 

there has been done already relating to the subject of new project. There are two different 

areas of development projects: the other one concentrates to improve the properties of 

existing product or service and the other is creating new innovations from the idea. The 

new idea should be evaluated if it is according to the company’s strategy and if not, it 

should be evaluated again what kind of benefits can be achieved with the development 
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even if it is not directly linked to the company’s strategy or what kind of effects it will have 

if it is not done.  

 

The financial effects should be taken under account as in early phase as possible. The 

indicators for financial effects should be selected and calculate what kind of effects each 

indicator has. Also the significance of the certain indicators should be able to justify. The 

indicators should have the different levels and the explanation what each level means. 

The company should document all the indicators, reasons why the indicators were 

selected and the why certain levels were set and what the different levels means.  

 

The projects / program management is dependent on what kind of organization is 

concerned and it can vary. The line organization can be responsible of its line 

development activities and on the other hand separate project / program organization can 

be established. The project / program manager is appointed who is responsible of the 

project including budget. The project / program have a clear start date and the closing 

date and beforehand defined milestones. The project / program team should be built so 

that they can operate independently and follow their project targets. The financial frames 

are set for the project / program and it involves the responsibility.  

 

Milestone practice includes the contents, time and costs. The content tells what to do and 

where to go, the targets are set clear enough for each milestone. Time aspect tells how 

long time is for each milestone in order to achieve the targets for the milestone. The costs 

define how much money is in use for tasks what should be done to reach the milestone 

targets.  

 

The models from theory concerning the evaluation of competitive environment like SWOT, 

Porter’s five forces and PESTEL are good and applicable and there are lots of research 

results based on usage of these models. However, more important for the company is to 

create the common practice how to follow the competitive environment which is in use for 

long time than select for example Porter’s five forces model if that is not fulfilling the 

needs. The usage one model or practice will cumulate the learning and the aim should be 

to standardize the practices in use.  

 

If the new projects concerns continuous improvement, the understanding of competition 

field should be good in order to go right direction and the improvements are the right 

things what is needed. If the new innovation is concerned, the competition will be more 
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accurate and clearer when the development will go forward and more information will be 

available.  

 

Based on interviews, it can be seen that business plan should be implemented at the early 

stage of new project. The strategic fit or suitability for the company’s key activities of the 

project is evaluated by using stage gate or milestone model. The project should have the 

Business Owner at the beginning and financial outcomes are evaluated. There are 

different ways to evaluate the financial benefits, it can include indication of financial 

benefits and what is the outcome if the project is not done or cost reduction. Financial 

benefits show how and where the value is achieved.  

 

The competitive environment can be followed by using tools introduced in the literature 

section. Based on the results, SWOT-analysis or Porter’s five forces are not in use as 

such – the models in use are the combination of different tools to evaluate the 

environment. In the 1st interview, the company has section to evaluate risks, 

dependencies and constrains, and benefits which replace the SWOT-analysis. The 2nd 

interviewed company offers the tools for evaluating environment according which is 

suitable for the project and the how well the tools serve the purpose. According to the 

interviews, the evaluation of the environment should contain both understanding of 

regulations and laws as well as the performance of existing products and producers into 

market in order to build the opinion of market needs.  

 

The results of each interview were aligned to each other, different models were in use, but 

the contents of the models were similar and same elements were found: financial 

calculations and understanding of market segmentation and needs as well as the 

understanding of the competitive environment. The interviews enough information what 

kind of business plan models are in use in the different industry sectors and which 

elements are emphasized.  
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4 ANALYSIS  

 

 

The third objective of this thesis is to create a business plan of opportunities to replace 

plastic packaging with fibre-based materials. The business plan will concentrate on 

moulded fibre packaging and its markets and possibilities to replace plastic materials. The 

business plan will contain the parts which were under investigation in the literature part. 

This business plan includes Market Segmentation and Targeting including identification of 

target segments and customers, and customer needs; Competitive Environment including 

identify and profile primary and secondary competitors; Market Positioning and Strategy 

including SWOT, major barriers entering to market, critical success factors.  

 

4.1 Business Plan  

Moulded fibre packaging is made from recycled paperboard and / or newsprint. The virgin 

fibre is used for demanding end use applications like pharmaceutical products with high 

hygiene, watches, mobile phones and food end use. Moulded pulp is versatile and 

extremely formable material providing several design possibilities. There has been 

significant improvement especially in the thermoformed moulded pulp production 

equipment. The demand for better quality for primary packaging use has driven 

improvement in the moulding technology. In the Picture 15 is shown the moulded fibre 

package. New production lines have several forming stations to reach the required quality 

level.  

 

 

 

 

 

 

Picture 15.  New application of moulded fibre packaging (Be Green Packaging LCC, 

2015a). 

 

Moulded pulp’s benefits include light-weight, lower costs and packing efficiency and it has 

a lot of potential to replace plastic clamshell packaging because the plastic clamshells are 

considered difficult to open and moulded packaging is an attractive alternative for 

consumers. (Stora Enso, 2015c.)  
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Moulded fibre packaging offers new shapes for fibre-based package such as three 

dimensional forms. When fibre materials can be converted into three dimensional forms, it 

will offer new markets for fibre-based materials which are traditionally dominated by 

plastic materials. In the target market section is presented the end-use applications where 

fibre-based are less used and moulded fibre packaging could grow due to its sustainable 

image and environment friendliness.  

 

Market trend 

The demand of mould fibre packaging is supported by mega trends in the world. The 

mega trends are population growth, increased purchasing power of emerging countries, 

urbanization, climate changes and resource scarcity, and speed of technology 

development. (Stora Enso, 2015c.) 

 

The population growth is estimated to be from current 7.3 billion to 8.5 billion by 2030 and 

there are regional variations: China and India together is estimated to account 

approximately 35% of total population in 2030, population in Africa is expected to be 

double and Europe is decreasing. The increased purchasing power of emerging countries 

is expected to overtake the G7 countries by 2030. Asia Pacific is projected to have larger 

middle class than Europe and North America together by 2030. As the world becomes 

more populous and urbanized, the demand for energy, food and water will increase and at 

the same time natural resources are limited to meet the increased demand. This will 

support the demand of moulded fibre packaging products as the raw material used in 

moulded fibre packaging is from renewable resources. (Stora Enso, 2015c.) 

 

The packaging trends which are influencing the demand of moulded fibre packaging are 

cost reduction, sustainability, and product appearance and consumer convenience. The 

packaging is considered as an opportunity to reduce product costs and thus obtain the 

competitive advantage. Cost reduction can be achieved by using cheaper packaging 

materials or solutions, light-weighting by improving packaging material properties or using 

mono-materials, improve the logistics by decreasing the damages during the 

transportation with better protection of transportation package, increase the shelf life of 

the product with packaging for example improved barrier properties of the packaging 

material. Sustainability has been in focus in recent packaging innovations and how the 

sustainability of packaging can be improved. The use of biodegradable materials is 

increased and use of recyclable raw materials for example RCP (Recovered Paper) in 

moulded fibre packaging. (Stora Enso, 2015c.) 
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4.1.1 Market segmentation and Targeting 

Moulded fibre packaging is used widely in both food and non-food applications. The 

typical food end uses is protective and carrier containers and trays for eggs, fruits and 

vegetables; clamshells and take-away food containers like cups, bowls, plates and cup-

holders. The non-food related packaging concerns sales packaging for electronic 

applications; corner protection packaging for household items like furniture; bowls and 

containers in healthcare industry; transportation packaging for industrial products, 

electrical items and tools. The use of moulded fibre packaging in novel end-uses has 

increased. In the novel applications are considered sales packaging for laptops and 

mobile phones; primary packaging for consumer goods like razors; design luxury 

tableware; containers for bottled or pouch-bag products like wine, liquid detergents; 

premium packaging for cosmetics and innovative applications like paper bottle. In the 

picture 16 are shown the end-use applications and products of moulded fibre packaging. 

(Stora Enso, 2015c.) 

 

Picture 16.  The end-use applications and products of moulded fibre packaging (Stora 

Enso, 2015c). 

 

4.1.2 Identification of target segments and customer needs 

Moulded fibre packaging market is fragmented and there are few global producers and 

many local producers. The market size can be estimated through total packaging market 

and the market sizes of selected market by end-uses.  
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Market size 

The value of total packaging market size in the world is valued at approximately 690 billion 

US dollars in 2011. In the Table 1 is shown the forecast of world packaging consumption 

by end use sectors in 2014 – 2024. All the end use sectors are predicted to grow both in 

volume and value by 2024. The average CARG (Compound Annual Grwoth Rate) is 3.4 

% where healthcare is growing most, CARG 5.0%.  Food end use sector is approximately 

30% of total packaging consumption in world. (Savinov, 2013, p. 35.)  

 

However, food end-use application is the price sensitive end-use sector and if the existing 

packages are replaced, the price should be at the same level than the existing package or 

offer other cost reductions in the value chain. Healthcare and cosmetic end-use, where 

the growth is relatively high with CARG 4.7% and 5.0%, applications are not that price 

sensitive products than food as especially, cosmetic end use can be considered as luxury 

product.   

 

Table 1. Forecast world packaging consumption by end-use sector, 2014-2024 (US million 

dollars, constant price & exchange rates)(mod. Savinov, 2013, p. 35). 

  2013 2014 2024 CARG (%)* 

Food 239,931 248,32 354,834 3,6 

Drink 86,554 89,263 123,114 3,3 

Healthcare 32,642 34,216 55,563 5,0 

Cosmetics 21,526 22,479 35,646 4,7 

Other consumer 92,312 96,612 164,248 5,5 

Industrial and transport 324,141 331,92 421,383 2,4 

Total 797,106 822,810 1154,788 3,4 

* CARG % 2014 - 2024 

     

Rigid plastic is forecasted to grow with 5.6% CARG during 2011 – 2016. Plastic materials 

continue to replace metal and glass in packaging. Moulded fibre packaging has an 

opportunity to increase its market share by replacing rigid plastic packaging applications. 

In the Table 2 is presented the packaging consumption by packaging materials in world. 

(Harrod, 2010, p. 13.) 
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Table 2. Forecast world packaging consumption by product sector, 2010-2016 (US million 

dollars) (mod. Harrod, 2010, p. 13). 

  2010 2011 2016 CARG (%)* 

Flexible  129,370 137,705 163,554 3,5 

  Plastics  84,081 90,070 109,970 4,1 

  Foils 11,09 11,754 13,045 2,1 

  Papers 34,199 35,881 40,539 2,5 

Rigid plastic 144,183 152,855 201,016 5,6 

Board 210,481 216,873 249,546 2,8 

Metal 105,973 107,301 117,637 1,9 

Glass 45,165 46,642 52,939 2,6 

Other 33,658 33,319 32,634 -0,4 

Total 668,830 694,695 817,326 3,3 

* CARG % 2011 – 2016 

     

It has been also estimated that the moulded fibre packaging consumption is currently 3.5 

million tonnes in 2015. The protective packaging is the largest segment, accounting nearly 

60% of total consumption. The second largest segment is food service and food, both 

12% of total consumption. The demand of moulded fibre packaging is estimated to 

increase nearly 6.5 million tonnes by 2025. In the Picture 17 is shown the moulded fibre 

packaging global consumption by end-use application in 2015. (Stora Enso, 2015c.) 

 

 

Picture 17.  The moulded fibre packaging global consumption by end-use application in 

2015 (Stora Enso, 2015c). 

 

 

 



47 
 

Target market segments 

The selected target market segments are foodservice products, personal care and 

cosmetics and other luxury products, like confectionary. The market studies relating to 

only moulded fibre packaging has not been done. The most attractive and least price 

sensitive market areas are moulded fibre packaging with high smoothness and features 

similar to plastic for example three dimensional shapes. This market is developing fast 

because moulded fibre packaging forming technology is developing quickly. Also moulded 

fibre packaging with plastic film lamination offers attractive market segment. Plastic film 

lamination enables moulded fibre packaging into new segment with added attributes of 

barrier properties and heat sealing capabilities.  

 

Food end-use applications 

In food applications, the virgin pulp is used for moulded fibre packaging as a raw material. 

Moulded fibre packaging can be used for fresh and chilled food, dry food, frozen food and 

or food service products. The largest end-use application for moulded fibre packaging in 

food end-use is food service products. The growing demand for disposable has increased 

also the demand for moulded fibre packaging in food service end-use as well as the 

convenience for the consumers. Moulded fibre packaging has organic environment 

friendly image and it has good rigidity which is required from food service products. Also 

recyclability is seen as a competitive advantage. In the Picture 18 is shown a typical 

moulded fibre food service product for take-away meals. (Stora Enso, 2015c.) 

 

 

 

 

 

 

 

 

Picture 18.  The moulded fibre food service product for take-away meal (Chipotle, 2015). 

 

The egg-trays and trays for vegetables and fruits are under food end-use even though, 

these are not considered as a target market segments due to low price and low value-add 

for the product.  
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Food service  

Moulded fibre trays are widely used as disposable food containers. The containers are 

laminated with plastic film or have a dispersion treatment according to barrier 

requirements of the product. The moulded fibre packaging can be used in food service 

end-use for cups and trays. In the Table 3 is shown the consumption of disposable 

packaging in 2010 – 2016 in million units. The countries under review are France, 

Germany, Italy, The Netherlands, Scandinavia, Spain, United Kingdom, Poland, Russia, 

Brazil, Canada, Mexico, United States of America, China and Japan. The moulded fibre 

trays are growing faster than plastic materials in disposable packaging. The environmental 

friendly appearance of moulded fibre trays favours the usage of moulded fibre trays. The 

moulded fibre cups are shifted to paper cups with bio coatings which explain the slower 

growth between 2011 and 2016. The United States is largest market for moulded fibre 

cups and trays. (Stahl, 2012, p. 12, 44, 50.) 

 

 Table 3. Disposable packaging consumption by the countries under review by type, 2010 

– 2016, million units (mod. Stahl, 2012, p. 12). 

  2010 2011 2016 CARG (%)* 

Disposable cups 216,898 224,963 268,651 3,6 

  Moulded fibre cups 7,495 7,805 8,471 1,7 

  Paper cups 69,132 70,512 83,414 3,4 

  Polystyrene cups 49,014 49,815 58,548 3,3 

  Other plastic cups 91,256 96,831 118,217 4,1 

Moulded fibre plates 6,206 6,447 8,371 5,4 

Paper plates 82,071 82,637 94,309 2,7 

Plastic plates 23,264 23,352 27,471 3,3 

Plastic clamshells 3,103 3,134 3,64 3,0 

Paper wraps 3,242 3,274 3,323 0,3 

Pizza boxes 1,740 1,754 1,972 2,4 

Plastic utensils 113,582 115.256 125,336 1,7 

Napkins etc 1,166,233 1,175,980 1,284,997 1,8 

Lids 176,543 176,543 224,912 5,0 

Total 1,781,508 1,813,340 2,042,982 2,4 

* CARG % 2011 - 2016 

     

The bans of EPS (Expanded Polystyrene) in many cities in the United States have offered 

the growth for moulded fibre cups and plates in take-away meal packages. In the Table 3 

can be seen that the moulded fibre plates have the CARG 5.4% and is the fasted growing 

material in disposable packaging.  
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Non-food end-use applications 

Moulded fibre packaging has been used for non-food end-use applications due to its 

rigidity and ability to function as a shock-absorber. The protective packaging is largest 

end-use application for moulded fibre packaging in non-food applications. The other end-

use application is medical. The novel end-uses can be divided into novel end-uses in 

electronics and electrical appliances, and novel end-uses in other consumer goods. (Stora 

Enso, 2015c.) 

 

Luxury packaging can be considered as a novel end-use application for moulded fibre 

packaging. The luxury packaging consists of different elements, which are high quality 

materials, different finishes and decorations and innovative shapes. (Malham, 2014, p. 15) 

The moulded fibre packaging can offer new types of shapes which are not common to 

fibre based materials.  

 

Personal care 

The global personal care market was 21.2 billion US dollars in 2012 and forecasted to 

grow during 2013 -2018 with a CARG 4.9%. The market of personal care products is 

concentrated and the growing is take place mainly through mergers and acquisitions 

activities. The leading personal care companies have similar strategies to strengthen their 

positions in the market. The strategy includes transferring the sales focus to emerging 

countries, focus on product top performers, more resources in product and packaging 

innovations, improve the time-to.-market and implement the cost cutting programmes. The 

personal care packaging industry is fragmented, but there is also the trend to go more 

concentrated market through merges and acquisitions. The packaging companies focus 

on manufacturing flexible plastic materials, rigid plastic, metal, glass, paperboard or 

closures. The companies are usually mono-material suppliers. (Platt, 2013a, p. 1–2) In the 

Picture 19 is shown how the different packaging materials divided the market in 2012. 
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Picture 19.  Personal care packaging market, percentage share of market value by 

material in 2012 (Plattb, 2013, p. 3). 

 

The rigid plastic is approximately 50% of total market and together with flexible plastic the 

market share is close 60%. The fibre based materials has less than 10% of the total 

market.  

 

The moulded fibre packaging has an opportunity to replace rigid plastic packaging in 

personal care. According to Platt (2013b) in The Future of Personal Care Packaging to 

2018 research p. 5 & 27, the men’s grooming products were 5.1% of the total personal 

care packaging market and is estimated to grow with CARG 3.9% by 2018.  

 

Procter & Gamble launched the new packaging for Gillette Fusion ProGlide and Gillette 

Fusion ProGlide Power in 2011. The package is moulded fibre packaging and by 

changing the packaging from plastic material to fibre materials, the sustainability targets 

can be achieved. (Be Green Packaging LCC, 2015b.)  

 

In the Picture 20. is shown the P&G’s moulded fibre packaging for Gillette products. The 

men’s grooming products, especially razors and blades, is the second top category in 

Procter and Gamble. (Euromonitor International, 2015.) 
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Picture 20.  The moulded fibre packaging for Gillette (Be Green Packaging LCC, 2015b). 

 

Luxury products  

In the luxury product category is included cosmetics & fragrances, watches & jewellery, 

drinks, fashion, handbags and confectionary. The luxury packaging market is relatively 

small, 3% of total global packaging market, approximately 13.6 billion US dollars in 2013. 

It has been estimated that by 2019, the luxury packaging market will grow up to 17.6 

billion US dollars reaching nearly 10 million tonnes of packaging material. The luxury 

packaging is an attractive segment for the packaging manufactures despite of the small 

size of the market due to its profitability –luxury products have higher value-add than the 

mass market packaging. (Malham, 2014, p. 15.) 

 

According to Euromonitor International (2015), the confectionary market and especially 

the box assortment market is projected to be 9 143.60 million units in 2019 globally. This 

can be theoretically convert to packaging material volume by multiplying units with weight, 

assuming that one package average weight is 15 g. This will generate approximately 

137 164 tonnes of packaging material used in box assortments. The plastic trays inside 

the confectionary box could be replaced with trays manufactured with moulded fibre 

production technology. The market size for plastic trays used in box assortments, is 

projected to reach 1 755.60 million units in 2019 by Euromonitor International (2015). In 

the Table 4 is presented the global market size of box assortments by packaging types in 

million units.   
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Table 4. The global box assortment market, package type, mn units (mod. Euromonitor 

International, 2015). 

 

 

The opportunity for moulded fibre packaging is to replace existing plastic packages in 

selected end-use areas. The growth can be achieved from the sectors where fibre-based 

packages are not traditionally used. The attractive end-use applications are the less price 

sensitive end-uses such as personal care and luxury products. Food end-use is highly 

competed among packaging producers and often the price the key factor when packages 

are selected by the brand owner or end user. There is a less room for new innovative 

packaging which might have the higher costs even if moulded fibre packaging can offer 

high sustainable image for the product.  

 

 

 

2014 2015 2016 2017 2018 2019

  Metal 79,70 84,20 89,20 94,60 100,80 107,20

    Metal Tins 76,70 81,10 86,00 91,30 97,50 103,80

    Aluminium Trays 3,10 3,20 3,20 3,30 3,30 3,40

  Rigid Plastic 2 289,50 2 290,30 2 303,40 2 324,50 2 350,80 2 383,70

    Thin Wall Plastic Containers 1,80 2,00 2,40 2,80 3,30 3,80

    Other Rigid Containers 532,60 545,00 562,40 581,50 601,70 624,30

    Plastic Trays 1 755,20 1 743,30 1 738,60 1 740,10 1 745,70 1 755,60

      Other Plastic Trays 1 755,20 1 743,30 1 738,60 1 740,10 1 745,70 1 755,60

  Glass 0,20 0,20 0,20 0,20 0,30 0,30

    Glass Jars 0,20 0,20 0,20 0,20 0,30 0,30

  Paper-based Containers 3 346,30 3 330,80 3 323,10 3 328,10 3 340,20 3 358,10

    Folding Cartons 3 338,30 3 322,90 3 315,10 3 320,10 3 332,10 3 349,90

    Composite Containers 8,00 8,00 8,00 8,00 8,10 8,20

  Flexible Packaging 3 120,40 3 141,40 3 171,30 3 206,70 3 247,80 3 294,30

    Stand-Up Pouches 3,60 3,90 4,10 4,40 4,70 5,00

      Plastic Pouches 0,10 0,10 0,10 0,10 0,10 0,10

      Aluminium /Plastic Pouches 3,60 3,80 4,10 4,40 4,70 5,00

    Flexible Plastic 1 327,60 1 336,20 1 351,10 1 367,00 1 385,90 1 406,90

    Aluminium Foil 1 132,20 1 148,30 1 167,00 1 189,50 1 214,70 1 242,70

    Flexible Paper 32,40 32,80 33,20 33,70 34,30 34,90

    Flexible Aluminium/Plastic 55,80 53,30 51,40 49,80 47,70 46,30

    Flexible Aluminium/Paper 568,20 566,30 563,90 561,70 560,00 557,90

    Flexible Paper/Plastic 0,50 0,50 0,60 0,60 0,60 0,60

  Other Packaging 0,10 0,10 0,10 0,10 0,10 0,10

Total 8 836,20 8 847,00 8 887,30 8 954,20 9 040,00 9 143,70
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4.1.3 Confirmation of customer needs 

The growing demand for consumer convenience, awareness of environment is driving the 

increased demand of moulded fibre packaging. The drivers which increase the demand of 

moulded fibre packaging can be divided into four main drivers: demographics & lifestyle, 

economics, technology & materials, and sustainability & environment. The urban lifestyle 

is increasing the demand for more convenient and functional packages as well as the 

organic appearance of packaging. The package is important channel for the companies to 

communicate the brand image to the consumers and will increase its importance in the 

future as the printed media is decreasing. (Stora Enso, 2015c.) 

 

The brand owners see the packaging as a communication channel of their product to 

consumers. Packaging performance is seen as a one tool to build brand image and there 

are different factors that influence on packaging performance. Also packaging innovations 

can be seen as an opportunity to add value for the product. The packaging performance 

consists of functional, differential, visual, ethical and financial aspects. Functional means 

that the package fulfills its needs and purposes; differential enables an unique sales 

event; visual offers to differentiation from other brands though recognizable logos, 

graphical and structural design; ethical concerns the sustainability including package 

lightweighting, lower CO2 emissions and recyclability, and financial enables to offer to 

consumer value for money through packaging advancements. The packaging 

performance elements are presented in the Picture 21. (Jenkins, 2013, p. 1–2.) 

 

 

Picture 21.  Packaging performance (Jenkins, 2013, p. 3) 

 

Value chain 

The brand owner has an important role in moulded fibre packaging business who makes 

the decisions concerning the packaging. The packages are manufactured by the 
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converter. In the Picture 22 is shown the value chain of moulded fibre packaging. Raw 

materials are supplied by fibre suppliers when virgin fibres are used. The recycled paper 

or board is supplied from the waste management companies and also the broke from the 

manufacturing process can be re-used in the process. Surface treatments include plastic 

film lamination, dispersion coating, labelling or other graphical work after moulding. 

Printing directly on moulded fibre packaging is less used due to porous surface of 

moulded fibre packaging. (Stora Enso, 2015c.) 

 

 

Picture 22.  The value chain of moulded fibre packaging (Stora Enso, 2015c). 

 

The package should offer value for the brand owner in the value chain such as increased 

brand image or reductions in recycling fees. If the cost of the new package is more than 

existing package, the producer of moulded fibre packaging should be able to justify the 

increased cost of packaging and show where and how the new package can bring more 

value-add for the product. This was also noticed in the results of 2nd interview –the earning 

model in the business plan should show either increased sales or cost reduction.  

 

4.1.4 Competitive environment 

The competition with moulded fibre packaging can be divided into two different sections: 

the competition against substituting materials and competition against other moulded fibre 

packaging producers. The main competing substituting materials and moulded fibre 

packaging producers are introduced in this business plan. The competition against 

substituting materials and other mouldable products are considered as primary 

competitors in the business plan because the competition is between materials, not 

different suppliers of same packaging products.  
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The evaluating of external environment should contain the regulations and laws.  

Especially when the end-use segment is food, there are specific regulations of usage of 

different raw materials such as there should not be migration from the package to product.  

The external evaluation can be done according to existing regulation and in this thesis is 

concentrated into evaluation of competitive environment from the market point of view.  

 

Primary competitors 

Competition against substituting materials 

There are several substituting materials for moulded fibre packaging, both fibre based 

materials and plastics. The materials can be divided into four categories: paper and board, 

conventional plastics, bio-plastics and other moulded fibre products. In the Picture 23 is 

presented the substituting materials for moulded fibre packaging.  

Picture 23.  Substituting materials (Stora Enso, 2015c). 

 

Competition against paper and board 

Container and corrugated board are used in protective packaging to substitute moulded 

fibre packaging. The protective market is not considered as a target market in this study.  

 

Competition against conventional and bio-plastics 

In food end-use applications, the rigid plastic products are the main competitors. PP 

(Polypropylene) is used for pots and containers for dairy products and packages made of 

PS (Polystyrene) is used for foodservice products like cups, plates, bowls, clamshells, and 

meat & poultry trays. (Platt, 2013a, p.  9–10.) 

 

During the recent years, bio-plastics have been growing due to increasing interest from 

consumers in carbon footprint and life-cycle analysis and the retailers and brand owners 
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need to react the demand by using sustainable packaging materials like bio-plastics 

based on renewable materials and recycled plastics instead of conventional plastics. 

Polylatic acid (PLA) and starch present the traditional bio-plastic products and are both 

bio-based and biodegradable. PLA is used for thermoformed trays and containers for food 

service end-use and packages made of starch are used for thermoformed trays for fresh 

food, confectionary, cosmetics and healthcare products. Bio-PET (Polyethylene 

terephthalate) is the most used bio-plastic which is not biodegradable. It has been 

estimated that the production capacity of bio-plastics will grow from 1.2 million tonnes to 6 

million tonnes during 2011 – 2016. In 2011, bio-PET share was 40% of the total capacity 

and it has been forecasted to grow up to 80% of the total capacity. (Platt, 2013a, p. 75–

58.) 

 

The traditional plastics are considered cheaper than bio-plastics and can have the 

competitive advantage through price competition and availability. The production capacity 

of bio-plastics is still relatively small compared to conventional plastics and the price level 

of bio-plastic remains higher than traditional plastic.  

 

Competition against other mouldable pulp products 

FibreForm is made of virgin fibre and is available with barrier coating. It allows deep 

embossing and thermoforming and allows three dimensional shapes for the packaging. 

FibreForm is used in Freeformpack which is a formable paper package. It is suitable for 

different food end-uses and non-food applications. (FibreFormPackaging, 2015.) 

 

DuraPulp is made of renewable and biodegradable materials and is a bio-composite 

material. The material can be converted both in two and three dimensional applications 

from sheets or by moulding or thermoforming. The material is not approved for direct food 

contact, but it is aiming also for the food-use markets. (Södra, 2015.) 

 

ForMi is a cellulose fibre which is strengthened with plastic composite. The material is 

suitable for injection moulding.The material is not biodegradable and it can be recycled 

within the standard polypropylene recycling system. ForMi is competing more against 

injection moulded products than moulded fibre packaging. (UPM, 2015.) 

 

NatureMold is biodegradable material with temperature resistance features. It is suitable 

from frozen to conventional oven, Picture 24. NatureMold is considered to be an 
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alternative to trays made of plastic or aluminum, or PET and PE (Polyethylene) trays.  

Nature Mold trays are converted with tray press machinery. (Ahlström, 2015.) 

 

 

 

 

 

 

 

 

 

Picture 24.  NatureMold (Ahlström, 2015). 

 

Starch is the main raw material for PaperFoam, fibres and Premix are also used. It is 

designed and patented PaperFoam injection moulding technology. The material is 

biodegradable, recyclable and lightweight. The raw materials are sourced locally where 

the production facilities are. The end-use applications are packaging solutions for 

consumer electronics, medical, cosmetics and dry foods. PaperFoam can be also 

combined with paper, board and plastics. (PaperFoam, 2015.) 

 

Secondary competitors  

The main producers of moulded fibre packaging 

Moulded fibre packaging market is undeveloped and a niche market. There are no large 

manufacturers controlling large market share. The manufacturing is mostly concentrated 

in China, although some companies have recently opened a manufacturing site in the 

USA. In this business plan is introduced three companies who is considered to have 

strong position in moulded fibre packaging market based on volumes or innovative 

products. The companies are Eatware in China, Huhtamäki in Europe and BeGreen in 

USA. The information of the companies is limited, mainly based on their home www-

pages. Some information was also found from Alibab.com pages, but the confirmation of 

information reliability was not found.   

 

Eatware 

Eatware is a Chinese company which started the production of moulded fibre packaging 

products early 1990’s. At the beginning of 2000, they have stated to provide 

biodegradable tableware products to the market. The product offering covers catering, 
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consumer and medical supplies. Eatware has built a recycling chain for tableware; their 

industry chain can process the used products into fertilizer and feed. The production 

technology is chlorine- and sulfur –free and the technology is patented. For medical 

supplies Eatware use newspaper waste as a raw material and tableware products are 

made of bamboo fibres. (Eatware, 2015.) 

 

According to Alilbaba web-pages, the turnover of Eatware is 1 – 2.5 million US dollars and 

employs 50 – 100 persons. They have 10 production lines. Approximately 71 – 80% of 

sales are exported. The Eatware products can be purchased through Alibaba.com web-

pages. The minimum quantity for an order is 500 pieces and the prices need be inquired 

separately. (Alibaba, 2015) In the Picture 25 is shown the food trays produced by 

Eatware. 

 

 

 

 

 

 

Picture 25.  The Eatware’s food trays (Eatware, 2015). 

 

Huhtamäki 

Huhtamäki has moulded fibre packaging production. In addition of protective food 

packaging, Huhtamäki has also moulded fibre machinery and processing. The segment 

has production in Europe, Oceania, South Africa and South America. The product offering 

includes egg cartons, fruit trays, wine carriers, cup carriers and protective buffers for 

consumer electronics and other products. In the Picture 26 is shown the products 

produced by Huhtamaki.  (Huhtamaki, 2015.) 

Huhtamäki produces moulded fibre packaging under the Leotech® brand name, which is 

registered worldwide. Huhtamäki Molded Fiber Technology produces and supplies pulp 

moulding machinery, finishing equipment and process technology. Huhtamäki has stated 

that their activities in this field allow them to play a key role all over the world as a pioneer 

and innovator. Leotech® machinery can be used to manufacture egg cartons and trays, 

fruit trays and molded fiber protective packaging. (Huhtamaki, 2015.) 
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Picture 26.  The Huhtamäki’s moulded fibre products (Huhtamaki, 2015). 

 

BeGreen 

BeGreen Packaging LLC was established in 2007 in California, USA. The company 

manufactures non-GMO (Genetically Modified Organism) verified, tree-free and 

compostable packaging for food end-use and consumer packaging end-use applications. 

BeGreen has two production facilities in China and planning to establish the production 

facility in Ridgeland, South Carolina in order to serve the customers in USA. BeGreen 

offers to their customers the whole process from packaging design to delivery. Their 

technology enables different shapes and sizes and the embossing on packaging. (Be 

Green Packaging LCC, 2015c.)  

 

The product categories are consumer packaging and food packaging. BeGreen developed 

the Gillette’s Pro Glide tray which were their breakthrough product. Gillette’s objective was 

to replace the PET tray and increase the renewability content of the package. PET 

laminated moulded fibre tray was chosen and Procter & Gamble could utilize their existing 

packaging line for Gillette razors. BeGreen has developed proprietary fibre combinations 

and draft angles to achieve fine detail and complex designs that the consumer electronics 

companies have been looking for. In Google Chromebook’s launch in October 2013 was 

utilized BeGreen moulded fibre package. 

 

BeGreen’s food packaging offers an alternative to plastic, paper and Styrofoam. New York 

City, Portland, Seattle, San Francisco and Washington D.C. have banned the usage of 

polystyrene containers inside the city due environmental impacts of polystyrene 

containers. This has offered the growth potential for BeGreen’s food packaging. Their food 

packaging can be purchased through their internet pages. The product selection includes 

Utility Trays, Food Trays, Bowls & Cups, Supermarket Trays, Sushi Trays and Plates & 

Clamshells. The sample packages which contain two samples of each category costs 10 
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US dollars, the sample package is presented in the Picture 27. The products are sold in 

500 pieces lots. (Be Green Packaging LCC, 2015c.) 

 

 

 

 

 

 

Picture 27.  The sample package of BeGreen’s food packaging (Be Green Packaging 

LCC, 2015c). 

 

4.1.5 Market positioning and strategy 

In the SWOT-analysis of moulded fibre packaging, the strengths, weaknesses, 

opportunities and threats can be identified through market behavior, trends and analyzing 

the competitive environment. The growth of middle class in emerging markets is 

increasing the need of convenience products, which mainly effects on foodservice 

products and can be seen as an opportunity for moulded fibre packaging. The bans for 

EPS containers in many US cities also offers the opportunity for moulded fibre packaging, 

BeGreen has established a new manufacturing plant in the USA in order to serve local 

customers. There has been a new innovative product launches with moulded fibre 

packaging in personal care and other consumer goods. These novel applications are not 

that cost-sensitive than bulk products like egg trays. The motivation for using moulded 

fibre packaging is due to its eco-image and organic appearance. Moulded fibre packaging 

is seen as a sustainable alternative for packaging. Raw materials can be recycled and 

reused many times during process.  

 

The weaknesses of moulded fibre packaging are related to its technical performance. The 

surface is porous and printing directly into moulded fibre packaging can be challenging. 

Also the surface requires a separate barrier layer and usage of virgin fibres if the package 

is with direct food contact.  

 

EPS is considered as a cheapest packaging material followed by other traditional 

packaging plastics such as PS, PP and PE. The price of moulded fibre packaging is close 

to price of PS, PP and PE. PLA is regarded as the most expensive packaging material. In 

the Picture 28 is shown the price comparison of different packaging materials.  
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Picture 28.  The price comparison of different packaging materials (Stora Enso, 2015c). 

 

The SWOT-analysis of moulded fibre packaging is presented in the Picture 29.  

 

 

 

 

 

 

 

 

 

 

 

Picture 29 . SWOT-analysis of moulded fibre packaging. 

 

Market entry strategy  

When comparing the products by end use applications, the indicative price in moulded 

fibre packaging is lowest in bulky mass-production products like egg packaging and the 

novel end use products have the highest price. The mass production products gain cost 

advantage from the economies point of view. The novel end-uses for moulded fibre 

packaging, including sales packaging in consumer goods, are usually manufactured for 

marketing and branding purposes and the sustainable image of moulded fibre packaging 

is considered as a benefit if the comparison is made to the plastic packages. In the Picture 
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30 is shown the indicative price comparison of moulded fibre packaging by end uses. 

(Stora Enso, 2015c.) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Picture 30.  The indicative price comparison of moulded fibre packaging by end uses 

(Stora Enso, 2015c). 

 

Entering into market with low price products, the company should have the possibility for 

mass production in order to keep the production cost level under control. The novel end-

use applications might be more attractive due to value-added products where the price of 

the package is not critical. However, the novel end-uses are still the niche products and 

the volumes are low. The company should create the entering strategy based on 

capability to produce the high volume products and novel end-use products at the same 

production lines. The high volume products would give security of production volumes and 

the niche products the profitability for the operation.  

 

Critical success factors 

Moulded fibre packaging has still higher price compared to EPS and other plastics and the 

printing quality is inadequate which makes the product differentiation more difficult 

compared to plastic materials. Packaging with direct food contact requires barrier coating 

as the moulded fibre packaging has porous surface. The most common technique to 

combine the barrier coating on moulded fibre packaging is film lamination. Also the 

demand of transparent packaging is seen as a challenge with moulded fibre packaging. 
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The production capacity of moulded fibre packaging lines is relatively low which can 

create the price pressure when competing against high-speed plastic packaging 

machines. Some can see the different shapes of moulded fibre packaging restricted when 

comparing the complex three dimensional shapes made of plastic materials.  (Stora Enso, 

2015c.) 

 

The moulded fibre packaging market is fragmented. There are few global producers and 

many local producers. The brand owners are the decision makers in the value chain and 

the lack of global producers of moulded fibre packaging can be seen as a barrier to use 

moulded fibre packaging. The moulded fibre packaging is seen as an environmental 

friendly and sustainable choice, but if the price level is higher than traditional plastics and 

EPS containers, the extra cost of packaging is preventing to use moulded fibre packaging.  

The slow economic development, especially in Western Europe, can be slow down the 

estimated market growth due to consumer behavior during depression.  

 

4.2 Comparison of interview results to theory and business plan at Stora Enso 

The business plan model in use at Stora Enso has different structure than the selected 

business plan model in the literature review. The content of business plan is presented in 

the Appendix 3. In the business plan model the Market Segmentation and Targeting, 

Competitive Environment and Market Positioning and Strategy are handled under Offering 

in Stora Enso’s model, which includes customer needs, offering definition, value chain, 

product risks; Market including target market segments, market size and trend, 

competition, market risks and Business SWOT.  

 

It can be seen that most of the same elements are included into Stora Enso’s business 

plan model than the elements selected in the business plan in this study. The competitive 

environment is not handled in a separate section; it has been included into Market 

information. In the business plan model used, the competitive environment is divided into 

primary and secondary competitors. This kind of division can offer clear understanding of 

competitive environment and support the market entry strategy. In this plan the primary 

competitors were substituting materials and secondary competitors were existing 

manufactures of moulded fibre packaging. This division can be also found from Porter’s 5-

forces model; threat of substituting products and rivalry among existing competitors. The 

evaluation of competitive environment in Stora Enso’s model is not handled as clearly 

than in the selected business plan model. The interview results were more aligned with 
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the selected model and emphasizing the importance of understanding the competitive 

environment.  

 

Market segmentation and identification of target segments and customer needs are 

included into offering section in Stora Enso’s business plan model. Also the product risks 

are included into offering and the market risks into market section. In this business plan, 

the risks were introduced in the Market Positioning and Strategy as critical success 

factors. SWOT –analysis were also created in this same section. This SWOT-analysis 

contained both internal and external factors as well as both market and technical related 

factors. In Stora Enso’s model, Business SWOT is created. In 1st interviewed company 

follow the market by comparing its own market share to total market size as well as how 

the market is developing.  

 

The model used in the 1st interviewed company was more compact model than Stora 

Enso’s model. Objectives include the identification of customer needs; Scope includes the 

market segmentation and target segments. SWOT-analysis was divided into different 

headlines; Benefits and Risks, Dependencies & Constraints. The focus of this model is 

more on strategic fit to Must-Win-Battles and High Priority Areas than for example to 

market related information.  

 

The second interviewed company had both gate and portfolio models in use. In these 

models the projects are evaluated. There was no certain tool in use, the direction is to go 

more into model where the tools are selected according to project’s needs and which 

serves the purpose most. The theory offers good tools for each needs and they are 

preferring to usage of other analysis tools than SWOT as it has been in use so long and 

might give the opportunity not to think careful the risks and benefits.  

 

According to the Professor of Practice, it was more important for the company to find its 

own and common practice to evaluate the market and competitive environment than use 

certain model from theory. The business plan model in use should fulfil the company’s 

needs and cumulate the learning of model in use. Based on the results of interviews and 

business plan model in use at Stora Enso, the models used by different companies, are 

the mix of different theories and practices, and organization’s culture.  

 

It can be seen that business plan model at Stora Enso has been in use for a short time 

and the experience of using the model is limited. The results of 2nd and 3rd interviews 
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emphasized the importance of using the same model for long time in order to maximize 

the learning of process. The result of 1st interview showed clearly the meaning of 

combining the strategy into project proposal plan. In the selected business plan model 

also contained Business Vision & Mission where the mission and vision should defined 

and the strategy how the project is proposed to perform strategically for example, is it run 

by licensing the production technique or by acquisition. Also the business plan model of 

Stora Enso contains the chapter for the strategic fit. The benchmarking and the interviews 

could be extended to cover whole business plan in order to able to make comparison of 

the whole process how the business plans are executed in different companies and 

industry sectors and how the business plan is connected through business model with 

company’s strategy. Also the comparison of gate process model or milestones would be 

beneficial to benchmark with different industry sectors to find to best practice or combine 

the best practices from different models.  
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5 DISCUSSION 

 

 

In this master thesis were there main objectives. The first objective was to examine which 

elements are included into business plan; the second objective was investigate how the 

different elements are emphasized and the third objective was to create the business plan 

for moulded fibre packaging based on theory.  

 

In the introduction was referred to Sahlman (1997) that the good business plan should 

consist of four parts: the people, the opportunity, the context, and risk and reward. It was 

seen in literature review that the Market Segmentation and Targeting is including the 

Sahlman’s opportunity section concerning the market size and its attractiveness and the 

context section is focusing on Competitive Environment; both macroeconomic 

environment and regulations and government rules which might have the effect on 

opportunity. Both PESTEL –analysis and Porter’s five forces model can be used to 

evaluate the environment. Sahlman’s risk and reward section in business plan can be 

carried out by using SWOT-analysis.  

 

All business plan models from interview companies and Stora Enso’s model had the 

elements from theory. The Market Segmentation and Targeting, and identifying the 

customers and customer needs, is one key element in the business plan models. In 

Project Proposal model of 1st interviewed company, it was included into Objectives and 

Scope. The evaluation of market is done through market shares compared to total market 

size. Stora Enso’s model had a separate section for Target Market Segments and 

Customer Needs. The Competitive Environment was handled through Competition in 

Stora Enso’s model and in 1st interviewed company it was included into section Risks, 

Dependencies & Constrains. SWOT-analysis is in use in Stora Enso’s model and 1st 

interviewed company has included it into Benefits and Risks, Dependencies & Constrains.  

 

Moulded fibre packaging is mainly made of recycled fibres and for demanding end-use 

application virgin fires are used. The demand for high quality packaging has been 

increased also the demand of moulded fibre packaging. The consumers are looking for 

sustainable alternative for plastic packaging. The traditional end-use applications for 

moulded fibre packaging are non-food and food end-use. The non-food applications 

include sales packaging for electronics, healthcare industry and transportation protection 

packages. The food applications are take-away containers and protective carriers for eggs 
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and fruits. During the recent years, there have been also new end-use applications for 

moulded fibre packaging such as packaging for razor, design luxury tableware, packaging 

for mobile phones and laptops. These novel applications are considered as value-added 

packaging and are attractive for packaging producers. The new end-use applications are 

still a niche market and production volumes are low, the protective packaging is 

considered as a mass production even if the moulded fibre packaging market and 

production is fragmented. There are lot of local producers and few global companies 

producing moulded fibre packaging. The main competition is against substituting 

materials, mainly EPS and other conventional plastics. However, many cities in United 

States of America have been banning the use of EPS containers which create the 

opportunity for moulded fibre packaging to replace plastic containers. There are still 

technical challenges in moulded fibre packaging technology, the printing of readymade 

containers is challenging due to porous surface of moulded fibre package and printing on 

three dimensional surfaces might not be cost effective solution. Also the packages need 

the barrier film when the end-use is with direct food contact, which should be solved cost 

effectively in order to compete against plastic materials.  

 

It was seen that all the models under investigation had sections from theory in their 

business plan models, but each of the models were not directly from theory. The different 

tools of analyzing for example competitive environment can be use or have the mix of 

different tools. This shows that the comments of Professor of Practice concerning the 

company should built the own best practice and have it in use long time in order to 

maximize the learning curve from the model. Also it was found that the tools which are 

steering the planning process should be selected according its suitability for the purpose 

and content.  

 

The objectives of this master thesis were fulfilled. The elements for the business plan 

were similar in each business plan model and the elements could be found from literature 

concerning the selected sections. It was also seen that the emphasis of business plan 

was on market segmentation and analyzing the competitive environment. The business 

plan for moulded fibre packaging can be used when evaluating the attractiveness of 

moulded fibre packaging industry. The business plan for moulded fibre packaging should 

be completed with the sections which were excluded in the thesis. The financial 

calculations including the cost structure of the whole value chain should be analyzed in 

order to have understanding of moulded fibre packaging market and its opportunities.  
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APPENDIX 1 

 

Interview questions: 

 

1. Which elements should be taken into consideration when starting a new project? 

 

2. Do you have business plan in use when starting a new project?  

 

3. What kind of elements you have included in your business plan?  

 

4. How to evaluate the new projects or where should the new project be based on? 

 

5. How the ownership of the project should be organized? 

 

6. How to evaluate the competitive environment? (SWOT, 5 forces or risk analysis) 

 

7. How the critical success factors are taken into consideration when entering into 

new market? 

 

8. How to follow the competitors? 

 

9. How to follow that the project is fulfilling its expectations? (EBIT, results vs. costs) 

 

 

10. How much resources are used in executing the business plan? 
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