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Finnish B2B SaaS companies that operate as born-digital businesses can achieve
international growth through their online services, yet their sustainability-related business
model decisions determine their entry strategies and their operational capacity. The thesis
demonstrates through qualitative multiple-case study research of six companies and NVivo
thematic analysis that companies utilize a combination of remote-first entry methods which
require minimal physical presence and partner-assisted or hybrid entry methods. The
combination of regulation and reporting needs along with market development and
procurement regulations which prioritize pricing and data, and localization and service
modification standards determine feasibility. International expansion occurs through partner
relationships, customer co-development, organizational programs, professional networks,
trust building activities which include pilot projects and reference points and established
standards.
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1 Introduction

This chapter provides an overview of the research. Further, this chapter consists of the
study's background, research question and objectives, significance of the study, limitations

of the study, and the chapter organization provided.

1.1 Background of the Study

Since sustainability has an increasing importance as a source of competitive advantage in
international business, the firm behaviour in terms of both design of operations and
expansion into global markets has undergone a change. Sustainability used to be a concept
that was predominantly focused on climate change issues. Today, sustainability in business
implies all environmental, social and governance (ESG) factors that are having an
increasingly important impact on decision making in international business, since companies
are expected to behave as responsible actors in society and not only provide good economic

performance.

Thus, compliance with ESG-oriented policies became a core requirement as regulatory
systems across major markets such as Europe, North America and Asia-Pacific changed
especially with respect to international business relationships, sourcing, and operations
across borders (Kolk, 2016; Casidy & Yan, 2022). In addition, beyond home market
regulatory compliances, sustainability orientation also became a condition for the born-
digital SaaS companies’ access and growth within international markets since the access to

platforms, ecosystems and partners are dictated by performance on these dimensions.

In international B2B markets, sustainability is becoming the differentiating factor. Buyers'
selection behaviour toward partner is increasingly becoming dependent on the alignment
between company values and their ESG commitments. In this context, SaaS firms are not
only service providers but also direct contributors to their customers' sustainability
performance. Customers are also leveraging SaaS solutions in order to achieve various
sustainability goals, such as reducing carbon footprint, responsible data management and
ethics, inclusive digital services, which enables creation of co-value and development of

long-term relationships (Evans et al., 2017). On the contrary, failure of a firm to adhere to
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sustainability-related principles might lead to loss of access to digital platforms, funding and

reputation.

In addition to the previous elements, sustainability has been increasingly incorporated into
digital ecosystem governance as global platforms like Salesforce and Microsoft have
integrated sustainability in their infrastructure, partner policies, and operational
requirements. It's therefore increasingly perceived not only as a value, but as a condition of
membership in the global digital business ecosystems.

Therefore, the SaaS startup is a relevant research object since born-digital companies operate
entirely based on IT and hence their international expansion does not require large physical
presence in overseas markets. The Finnish born-digital SaaS ecosystem functions as an
effective research platform because it possesses high-quality IT systems and has established
business growth support policies and sustainability-focused entrepreneurial programs that
enhance the nation's international standing in the IT industry while driving its export
economic development (OECD, 2023; Business Finland, 2022). The companies establish
their identity through their ability to grow and their business model which generates
recurring income from subscription services that allow them to enter global markets quickly
while using operational automation and cloud-native technology and process improvements

to gain advantages over traditional asset-based companies (Luoma Rnkk Tyrvinen, 2012).

Although there is a large potential for the Finnish SaaS ecosystem, the number of scaled
SaaS firms is still relatively small and requires continuous effort to develop not only based
on investment but also the policy structure of a system (Makilé et al., 2010). Simultaneously,
Finnish SaasS firms are in a position of synergy of digital innovation and internationalization

driven by sustainability.

Furthermore, the application of these considerations will vary among firms and between
countries based on divergent institutions and contexts (Hofstede, 2001; Ghemawat, 2001).

This applies also to business model based international market entry choices.

Born-digital SaaS firms' uniqueness is determined by their completely I1T-based
organisational design enabling a combination of both digital strategies and operations
enabling rapid and flexible international expansion rather than through direct foreign
investment and creation of physical subsidiaries. Thus, cloud-based solutions and digital

ecosystems as well as data-driven approach allow these firms entry into several international
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markets in parallel thus creating compressed internationalization (Monaghan, Tippmann,
and Coviello, 2020).

Due to iterative business processes, the firms can effectively take advantage of continuous
feedback and adapt quickly to varied conditions; thus, their operation is driven by data-
driven models, digitalized value chains, and customer focused value creation (Piqueras-Leon
& Rialp, 2023).

Despite existing literature on digital internationalization and on sustainable business model
innovation separately, a crucial gap emerges with respect to the linkage of the two concepts
on international market entry decisions in born-digital SaaS firms. These two aspects have

been studied as if they are independent elements.

Hence the focus of this research is on how sustainability related business model choices are
leading to specific types of international market entry strategies of Finnish born-digital B2B
SaaS firms: Direct Entry, Partner-assisted Entry, Hybrid and Remote-first operations,
customer-following strategies, determined by variations in institutional and market

conditions.

Overall, this research maintains that sustainability is not only a passive phenomenon but also
an active strategic factor in shaping born-digital SaaS firms' business model and subsequent

internationalization patterns.

1.2 Problem Statement

The current business environment of B2B markets demands that companies must grow their
digital operations while they need to meet the increasing demand for sustainability from their
regulatory bodies, customer base, investor community and ecosystem partners (Adner, 2017,
Casidy & Yan, 2022). Sustainability now exists as more than an ethical position or a public
relations instrument. Businesses now need to establish sustainability measures which act as
both a market requirement and a legitimacy component that determines their ability to access
markets and meet procurement requirements and gain partner approval. The requirements
for sustainability reporting have expanded to include multiple jurisdictions which mandate
data governance practices throughout their sustainable development reporting processes.

The Corporate Sustainability Reporting Directive (CSRD) and the General Data Protection
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Regulation (GDPR) create specific rules that define data management systems and
governance standards. Those rules guide organizations when they operate across
international borders (European Parliament and Council, 2016; European Parliament and
Council, 2022).

Born-digital B2B Software-as-a-Service (SaaS) organizations face challenges due to the
growing pressures of digital transformation and sustainability demands. Born-digital
companies use their digital and cloud-based delivery systems to enter international markets
while maintaining minimal physical operations which differs from traditional companies
that need to invest resources for their international expansion. The established
internationalization models and entry strategy frameworks fail to account for the widespread
adoption of digital native business models. Although the revised Uppsala model explains
opportunity development through network embeddedness and outsidership (Johanson and
Vahlne, 2009) and traditional entry mode literature concentrates on classic mode choice
(Robles, El-Ansary and Root, 1988), platform and ecosystem-based B2B contexts involved
in non-traditional, digitally mediated entry modes that are not fully covered by these classic

perspectives (Brouthers et al., 2022).

The research on Sustainable Business Model Innovation (SBMI) provides a framework to
study how businesses integrate sustainability into their model development by using value
proposition, value creation and delivery, and governance systems (Boons and Lideke-
Freund, 2013; Bocken et al., 2014). The SBMI research field has advanced since its
establishment, but it still suffers from incomplete understanding of how sustainability-driven
business model attributes interact with digital technologies to impact actual business results
through international market entry strategies. The recent synthesis work on digital-
sustainable business models demonstrates existing research gaps while demanding new
integrated frameworks to explain better how digital technologies and sustainability
principles together influence corporate strategic decision-making and organizational

development (Palmié et al., 2024).

The current empirical findings lack sufficient understanding of study which explores how
born-digital B2B SaaS companies use sustainability business model elements for their
international market entry strategies and their entry success evaluation. The literature
provides insufficient understanding about three related subjects which connect

sustainability-based value proposition, delivery and governance decisions to entry strategies
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that include direct and partner-assisted, hybrid, and remote-first models. The existing
research gap holds practical significance because executive-level studies indicate that B2B
companies now view sustainability as a strategic purchasing and expansion driver which

extends beyond basic compliance requirements (Bain & Company, 2025).

Finland shows strong digital capabilities and innovative performance combined with an
internationally oriented technology sector that makes this gap highly relevant to the country.
Finland has received the status of "Innovation Leader” from the European Innovation
Scoreboard according to the European Commission (2025) while the Finnish information
technology sector has developed into a major economic force according to Technology
Industries of Finland (2025). Finnish B2B SaaS firms which started as digital businesses
lack empirical knowledge about how to design sustainability-based business models for their
international operations which depend on institutional constraints and ecosystem

relationship patterns.

This thesis investigates how sustainability-related business model considerations shape
international market entry configuration and feasibility in Finnish born-digital B2B SaaS
firms through an analysis of feasibility conditions (regulation & reporting,
procurement/ecosystem, customer market readiness, and data / localization requirements)
and relationship-based mechanisms (customer, partner, and network pathways that convert

sustainability-oriented offerings into realised entry).

1.3 Purpose of the Study

The study investigates how sustainability-related business model factors shape the
international market entry path and operational feasibility of Finnish born-digital B2B SaaS
companies (Klimchuk, 2019; Mihailova, 2022). The research examines how companies treat
sustainability not merely as a product feature or corporate marketing tool, but as a
fundamental business model element to drive their international market entry strategies
which include value proposition development digital value distribution, governance,
compliance procedures and stakeholder engagement activities affect specific entry

configuration decisions (Bachmann et al., 2025; Bencsik et al., 2023).
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The research investigates how companies enter global markets through various methods
which include direct entry, partner-based solutions to different operating methods like hybrid
and remote-first and customer expansion through existing markets and their initial market
entry strategies (Forsberg & Hulsink, 2024; Stallkamp, 2019). The research investigates
which circumstances make companies more likely to implement sustainability-related
business model issues during their international market entry decisions. The conditions for
this research study are established through the elements which include regulations with
reporting standards and customer market readiness and ecosystem relationships that affect
how organizations will implement their sustainability objectives during international market
expansion (Chabowski et al., 2023; Palmié et al., 2025; Stallkamp, 2019). These elements
were selected based on prior literature, it indicates that those influence access, legitimacy,
and feasibility of the operation models in platform-based environment and also relevant
condition for understanding the international expansion of B2B digital firms (Adner, 2017,
Casidy & Yan, 2022; Luo, 2022; Palmié et al., 2024; Chabowski et al., 2025).

The study uses a multiple-case study design to investigate Finnish-born B2B SaaS
companies which operate in digital markets because it wants to develop a context-specific
understanding of how sustainability factors affect their market entry into international B2B
digital markets (Vadana et al., 2021). The research establishes a new connection between
sustainable business model innovation (SBMI) and international market entry configuration
by showing how resource-limited digital companies succeed through the constraints
(Chabowski et al., 2023; Forsberg & Hulsink, 2024; Shaheer, 2020).

1.4 Preliminary Literature review

Sustainable Business Model Innovation (SBMI) in SaaS Firms

The goal of Sustainable Business Model Innovation (SBMI) is to reimagine how businesses
generate, deliver, and capture values, where doing business activities while benefiting the
society and environment simultaneously (Boons and Liideke-Freund, 2013, p. 9). The prior
SBMI research focused about tangible product system with manufacturing, especially like
efficiency of material or circular economy models but in present digital economy is
completely offer different things compare to past. According to Geissdoerfer et al. (2018)

and Ludeke-Freund et al. (2017), SaaS startups are demonstrating an increasing capacity. It
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brings lasting change by providing a scalable, cloud-based solution that eliminate the need
for physical infrastructure. Evans et al. (2017) mentioned that born digital firms are naturally
flexible and positioned as facilitators of sustainable transitions in their industries by
demonstrating, optimizing and providing platform-based services. On the other hand, from
using smart analytics to optimize energy use to decrease paper use through digitalization due

to the nature of SaaS.

The majority of SBMI empirical research has mostly ignored firms which provide digital
service, despite their potential. Understanding how these digital native companies, like SaaS
providers integrating sustainability into their operations and offers “ESG goals in product
architecture, platform governance, or subscription-based pricing” is lacking due to most of
prior SBMI literature focuses on “closed loop systems, recycling and physical item” (Bocken
et al., 2014; Ludeke-Freund and Dembek., 2017). Sustainable business model may take a
different from in SaaS industry, because scholars focus on reducing cloud operation’s carbon
footprint IBM, (2021) and Kane et al., (2021) focuses on software are available to all user
while been inclusive and (Dwivedi et al., 2021) focus on implementing ethical data practice
and responsible Al features. Since business are rely on SaaS solutions for the operations,
these factors are crucial and relevant to this era. However current SBMI framework do not

adequately capture these dimensions.

When it comes to Finland, studying how digital sustainability incorporate into business
model is made easier by Finland due to its powerful legislative drive for low carbon
innovation, sophisticated digital infrastructure, public backing for green entrepreneurs
(Business Finland, 2022; OECD, 2023; European Commission, 2023). The extent to which
Finnish SaaS integrate sustainability into their business strategy is still unclear, especially as
they enter foreign markets where the prior research has not fully covered. SaaS operations
are varied from traditional companies. These companied is based on ongoing relationships
with the customers and iterative innovation cycles, which can provide service updates and
subscriptions. These factors produce conflict because they must develop quickly but also
under growing pressure to confirm long term environmental, social and governance (ESG)
objectives. As opposed to manufacturing, they must incorporate sustainability through
collaborative stakeholder practices, ethical platform design, and responsible algorithm use
(Antikainen & Valkokari, 2016; Snihur & Wiklund, 2019).
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Furthermore, SaaS firm’s operations are influence by these sustainable principles, which
also affect where and how those firms expand globally. A business which dedicates to green
hosting or privacy might steer clear of markets with lax data regulations or infrastructure
that use larger amount of carbon, as an example. This indicates that internationalization
efforts and SBMI decisions are tightly related, and understanding both is necessary to obtain
the whole picture. That is precisely the goal of our research. It will examine how
sustainability is incorporated into the business models of Finnish-born digital SaaS
businesses that operate in global B2B markets and how this influences their global strategies.
By doing this, the study not only applies SBIM theory to a digital and service base setting,
but also its offer useful advice for firms which stepping to globalization while maintaining

sustainable.
Born-Digital Internationalization in SaaS Startups

The global expansion of SaaS firms that were born digital is a distinct and developing trend
in international business theory. In contrast to establish business that grow gradually, these
startups are designed to cater to international markets. These firm use digital infrastructure,
such as online marketplaces, cloud platforms to reach the international market effectively
and quickly (Knight & Cavusgil, 2004; Monaghan, Tippmann & Coviello, 2020). Finland,
with its robust digital infrastructure, encouraging innovation regulation environment, culture

of tech-forward entrepreneur is an example of to expand internationally at the early stage.

The born global theory explain the early international drive. The previous study discovered
that digital businesses show their important strategic thinking through their patterns of
information distribution and worldwide business operations (Cavusgil & Knight, 2015;
Moen et al., 2021). However, there hasn’t been much focus on sustainability in this field of
study. Today’s SaaS organizations are increasingly making sustainability as a strategic
priority that can affect every single process from product design to market expansion than

just being a marketing point or operational concern.

However, the updated Uppsala Internationalization Model continues to provide insightful
information, particularly when it comes to emphasizing the value of networks, education,
and incremental market commitment (Johanson & Vahlne, 2009). SaaS companies achieve
their growth through digital ecosystems which include their partner networks and their app
marketplaces and their software integrations with Salesforce applications. The digital
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pathways which enable fast international expansion also create coordination difficulties
because organizations face challenges of meeting local sustainable development and

environmental social governance requirements.

The latest research findings demonstrate that institutional and cultural barriers prevent
businesses from achieving their maximum potential growth. Sustainability practices create
challenges for organizations to manage their external stakeholder relationships according to
Monaghan et al. (2020). Regulations about energy efficiency and ESG reporting, and
customer data access differ among countries which affects the success of market entry

according to Casidy and Yan 2022.

Finnish SaaS companies struggle to match their internal expertise and learning with external
ESG requirements according to a survey conducted by Vitikainen (2024). The company sees
sustainability as a fundamental strategic factor which determines its main business
operations. Organizations need to develop fresh approaches for selecting markets and

delivering value and establishing operational bases when they start their ESG initiatives.

The research investigates the methods Finnish digital SaaS companies implement
sustainability practices within their international business expansion plans. The businesses
treat sustainability as their core strategic issue which determines their development paths
and their ability to build enduring trust with B2B customers. The digital economy and
sustainability requirements force businesses to update their operations because current
theory needs to change.

Market Entry Strategies in International B2B SaaS

A key component of global expansion is to select the appropriate market entry strategy, since
it is crucial for born digital SaaS B2B companies. SaaS business may expand rapidly with
digital technologies, in contrast to traditional business that depends on local presence and
physical infrastructure (Sinkovics, Sinkovics & Jean, 2013; Monaghan, Tippmann &
Coviello, 2020). These firms are more flexible, digital first entry strategies over traditional
tactics like joint venture or subsidiaries due to cloud service platforms, global application
programming interfaces (APIs), online client acquisition channels and integrating with
international software ecosystems, cloud-native service delivery and freemium business

models are some example (Engblom, 2021; Leahy, 2021b).
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However, just because these SaaS firms are technology savvy doesn’t mean that expanding
internationally is easy. But it is still necessary to make strategic decisions, especially when
sustainability became a significant consideration in international context. Conventional
theories that explain entry decisions based on risk, cost and control were emphasized in the
transaction cost approach (Anderson & Gatignon, 1986). The current global economy
requires assessment of factors which compete with growing demand for ESG priorities.
According to Kolk (2016), Casidy & Yan (2022) and Lahtinen (2023), sustainability pledges
receive increasing recognition through EU regulations and procurement rules and public

perception.

Finnish SaaS companies use three ESG-related factors as their main focus when entering
new markets which include local regulatory compliance and potential partners'
trustworthiness and brand legitimacy. The market entry process requires businesses to
comply with strict sustainability requirements, but this process enhances brand credibility
while creating opportunities for partnerships with similar companies. In addition, working
with regional participants who are already a part of sustainable business ecosystems also

improves the startup’s ESG reputation while lowering institutional and cultural hurdles

(Huntjens, 2024).

Using network-based entry strategy is another trend according to prior literature, and many
digital native businesses favour this approach when aiming the international market
(Monaghan et al., 2020; Vitikainen, 2024), and without leaving a significant physical
footprint, firms enter new market by utilizing industry specific platforms, accelerators and
strategic alliances. However, this strategy lower expenses and expedites growth, due to that
reasone SaaS companies cannot simply use a generic narrative. Therefore, companies
customized their sustainability messages to local standards and stakeholder values (Coviello
et al., 2023; Lahtinen, 2023).

SaaS companies must choose between essential components, which include selecting
environmentally friendly cloud systems and following proper data management practices
and developing solutions that help their customers reach their sustainability targets. On the
other hand, born-digital SaaS firms cannot be identified as “born sustainable” due to the
trade-off between digitalization and sustainability, especially in business model design
(Geissdoerfer et al., 2018; Palmié et al., 2025). Therefore, sustainability-oriented SaaS

internationalization depends on “cloud/digital infrastructure and reporting capability” (Petcu
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et al., 2024), “data governance and sustainability reporting information infrastructure”
(Troshani & Rowbottom, 2024; Frost & Seethamraju, 2026), and “customer-facing digital
solutions that enable measurable sustainability outcomes” (Pizzichini et al., 2025). The
elements mentioned above become critical in industries that require strict sustainability and
compliance standards, which include public sector services and fintech and health-tech

sectors.

To put it briefly, ESG standards are raising the bar in other ways, even as SaaS businesses
gain from digital tools that reduce the obstacles to worldwide access. Technical proficiency
is no longer enough to enter into market which focuses sustainable, strategic thoughts,
cultural sensitivity, and thorough awareness of institutional setting also crucial. The capacity
of Finnish born digital SaaS companies to balance continuous growth with the ethical and

flexible sustainable standards which determine the firm’s success on internationalization.

In this study the term “entry configuration” refers to the actual set of arrangements that a
born-digital SaaS company uses to enter and function in an international market. Entry
configuration captures how businesses combine various elements in contrast to the
traditional entry mode by considering “direct versus partner-assisted entry” and "remote-
first versus local support operations.” These concepts were used because this study is focused
on the internationalization of born digital. Also, digital platforms reveal that companies with
digital capabilities frequently use hybrid and digitally mediated arrangements rather than a
fixed mode (Monaghan, Tippmann, and Coviello, 2020; Stallkamp and Schotter, 2021,
Stallkamp, Chen, and Li, 2023; Schmitz and Parente, 2025).

1.5 Research Questions and Objective

The study will discover how sustainability-related business model considerations shape
international market entry configuration and feasibility in Finnish born-digital B2B SaaS
firms. The following research questions and sub question were developed to guide this

exploration.
Main Research Question:

How are international market entry configuration and feasibility shaped by sustainability-

related business model considerations in Finnish born-digital B2B SaaS firms?
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Sub Questions:

e SRQ1: How companies establish their entry operations through different elements
which include their sustainability value proposition and their methods of delivering
value and their approach to governance.

e SRQ2: Which regulatory requirements and market readiness conditions impact the
ability of businesses to enter international markets.

e SRQ3: How customer relationships, partner relationships, and network relationships
affect the process of converting sustainability-related products into international

market expansion.
Research Objectives

The study focuses on how Finnish born-digital B2B SaaS companies use their SBM
indicators into consideration when deciding whether they should expand. And how SBM
decisions impact entry strategies because companies choose between direct market entry,
partner-based market entry, remote-first operations or customer-following market

expansion.

On the other hand, this study evaluates operational feasibility and determines how
international market entry becomes feasible through regulatory processes and market
readiness, and how customer/ partner/ network relationships affect international market
entry decisions. The study uses qualitative multiple-case study design to create context-
specific knowledge about how sustainability-based business model elements influence

international market entry methods used by B2B digital businesses.

1.6 Theoretical Framework

The research uses an analytical framework which shows how sustainability-based business
model decisions guide Finnish born-digital B2B SaaS companies to select their international
market entry methods and determine their international market entry possibilities. The
framework combines SBMI research findings with internationalization research about born-

digital companies.
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The research defines international market entry as a process which occurs when certain
conditions are met and through specific methods (Johanson and Vahlne, 2009). This research
shows that sustainability-related business model considerations will affect international
market entry through customer and partner and network relationship mechanisms processes
(Johanson and Vahlne, 2009). The entry feasibility requirements which include institutional,
and market conditions will determine the methods of relationship mechanisms and the
available entry configuration options (Adner, 2017; Martin, Chetty and Bai, 2021,
Chabowski et al., 2025).

Sustainable Business Model Innovation (SBMI) Considerations

SBMI research helps explain how sustainability becomes embedded in business models by
shaping what value is offered, how value is delivered, and how governance and stakeholder
relationships are organised (Boons and Lideke-Freund, 2013; Bocken et al., 2014). The
research demonstrates that SBMI has developed into an active research field which requires
to learn about its operational methods and organizational components (Pan, Xu and Skare,
2023; Coffay et al., 2024). The strategic management syntheses demonstrate that business
model research needs to connect its digitalization and sustainability two fields because
current studies create gaps in understanding business model development (Palmié et al.,
2025).

The study defines SBMI as Sustainable Business Model Innovation (SBMI) considerations.
The four components of this system which apply to born-digital B2B SaaS environments

include value proposition and value delivery and value capture as below Table 1.

Table 1: SBMI Considerations Dimensions

SBMI Dimension Application in SaaS Context

Value Proposition “It deals with the modification of a business model to a more
sustainable business model. This comprises either the creation
of an exclusively new business model or changes the existing

business model to innovatively address sustainability issues

Value Delivery for its stakeholders for creating a long term sustainable

competitive advantage. The change involves modification to
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its components.” (Evans et al., 2017; Geissdoerfer et al., 2018;

Shakeel et al., 2020).
Governance & | Focus on ethical Al, cybersecurity, and transparency in
Compliance emissions and data governance (Pies and Schultz, 2022;
Upward & Jones, 2016).

Stakeholder Engagement | Co-developing solutions with customers, engaging investors
and partners in ESG alignment (Teece, 2009; Yunus et al.,
2010). And this involves continuous co-creation with
customers and partners to ensure alignment with
sustainability metrics and evolving needs (Liideke-Freund et

al., 2016).

What transforms various SaaS companies into sustainable companies in terms of operation

and business design is built upon the above stated dimensions of SBMI.
Internationalization theories for born-digital firms

The study investigates sustainability impacts on foreign market entry strategies by applying

two established theoretical frameworks.
e Born-Global theory

Research on Born-Global entrepreneurship demonstrates that digital-native entrepreneurs
can use digital infrastructure to create unique market positioning which enables them to learn
rapidly and expand their business operations to international markets at an early stage
(Knight and Cavusgil, 2004; McDougall, 1994). The concept becomes essential for Software
as a Service (SaaS) companies which typically establish their global presence before

reaching their domestic market full operational capacity.
e Revised Uppsala model

The Revised Uppsala Model describes internationalization as a learning process that
establishes international networks through higher commitments to international operations
(Johanson & Vahlne, 2009; Knight & Cavusgil, 2004). Finnish SaaS startups that operate in

born-digital environments will use digital platforms and cloud infrastructure to establish
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their international business operations which enables them to develop international client

relationships from their initial business stages (Monaghan et al., 2020).
Customer, partner, and network relationship mechanisms

Sustainability-related business model elements do not lead to successful cross-border entry
in the born-digital B2B SaaS environment. The entry process for sustainability-related
offerings depends upon relationship mechanisms to determine its success. The framework
uses customer-based and partner-based and network-based elements to demonstrate how
sustainability-related offerings transform into cross-border entry. The mechanisms show
how sustainability-related offerings develop into actual cross-border entry which provides

an answer to SRQ3 research question.

Sustainability initiatives in business organizations use relationship management as their core
element which supports both born-digital research and digital-internationalization research

that studies how digital channels operate in this context.
Entry feasibility conditions (institutional and market context)

The external environment establishes different feasibility conditions which determine
international market entry. The institutional theory demonstrates how countries use formal
regulations and informal cultural practices to determine their business activities (North,
1990). The ecosystem perspective demonstrates that external entities and their connections
with digital market platforms can either help or restrict the operational capabilities of
businesses (Adner, 2017; Volz et al., 2025). The newest research in international business
demonstrates that digital cross-border operations create unique challenges which include
regulatory difficulties and information security threats that determine feasibility

requirements for internationalization through digital channels (Luo, 2022).

The study operationalizes its concepts through entry feasibility conditions which include
institutional and market context institutional and market context which includes regulation
and reporting requirements, and customer market readiness and data localization needs and
procurement ecosystem requirements. The feasibility conditions determine entry viability
while these conditions further define entry procedures which match SRQ2 requirements.
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International market entry configuration and feasibility

The framework produces international market entry configuration and feasibility results.
According to born-digital internationalization research, entry constitutes a configuration
problem which needs multiple entry-mode options (Johanson and Vahine, 2009; Knight and
Cavusgil, 2004; Monaghan, Tippmann and Coviello, 2020). Recent reviews show that digital
firms follow multiple patterns of internationalization while research needs integrative
frameworks which link different strategies with various contexts (Yang et al., 2025),

including platform-based environments (Li et al., 2025).

The framework identifies six entry configurations which enable born-digital B2B SaaS
companies to enter new markets through direct entry partner-assisted entry hybrid entry
remote-first setup customer-following expansion and pilot-/reference-led expansion. These
configurations show how businesses establish their initial international operations while

different feasibility elements determine their ability to do so.

The framework corresponds to the research questions in the following manner. The main
research question is addressed by examining how SBMI considerations shape international
market entry configuration and feasibility through relationship mechanisms and feasibility
conditions. SRQ1 requires identification of sustainability-related value proposition value
delivery and governance and compliance choices which exist in firms’ entry configurations.
The analysis of entry feasibility conditions institutional and market context corresponds to
SRQ2. Customer partner and network relationship mechanism processes help sustainability-

related offerings become cross-border entry pathways according to SRQ3.
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The study follows an analytical framework which Figure 1 displays. The framework

demonstrates how sustainability-related business model

elements (SBMI)

impact

international market entry through customer and partner network relationship mechanisms.

The entry feasibility conditions which capture institutional, and market conditions determine

the way relationship mechanisms process develops, and the entry configuration options

which organizations can select. The framework shows how internationalization proceeds as

a conditional process which uses relationship mechanisms to transform sustainability-related

business model elements into Finnish born-digital B2B SaaS firms' international market

entry configuration and feasibility.
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1.7 Significance of the Study

Sustainability has become a fundamental aspect of international business operations which
organizations now treat as both an ethical obligation and a communicative matter and a
fundamental element that affects their business standing in the global market (Kolk, 2016;
Chabowski et al., 2025). The existing literature related to "sustainability, environmental,
social, and governance practices” focuses on the companies that are major established
(Casidy and Yan, 2022). The research gap exists because there is insufficient understanding
about how born-digital B2B SaaS companies use sustainability practices to support their
international operations (Kolk, 2016; Vadana et al., 2021; Palmié et al., 2024). Therefore,
this study investigates how sustainability-based business model elements affect Finnish
born-digital B2B SaaS companies international market entry.

The research establishes an academic link between Sustainable Business Model Innovation
and the international market entry decisions of digital native enterprises. The SBMI research
framework provides organizations with conceptual tools to examine how they implement
sustainability into their business models through their value proposition development and
product delivery methods and their governance systems and their stakeholder management
strategies (Boons and Lildeke-Freund, 2013; Bocken et al., 2014). Internationalization
research, in turn, explains why born-digital firms can internationalize early and how network
positioning influences access to foreign markets (Johanson and Vahlne, 2009; Knight and
Cavusgil, 2004; Monaghan, Tippmann and Coviello, 2020). The study combines multiple
perspectives to develop an understanding about international market entry which occurs
through two conditional processes that involve sustainability-driven business model
elements that determine entry methods through customer and partner and network systems
while regulatory and reporting and market and data conditions limit entry possibilities
(North, 1990; Adner, 2017).

The research study provides practical benefits to founders and managers of born-digital B2B
SaaS companies through its explanation of how sustainability-based business model choices
impact their ability to use direct partner-assisted hybrid and remote-first business entry
methods. The study demonstrates that organizations need to modify their governance and
compliance and delivery systems after they start to expand into international markets. The

research results provide valuable information to investors and ecosystem partners and policy
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stakeholders who want to assist digital ventures that aim to expand internationally while
maintaining responsible business practices. The study demonstrates how businesses enter
international markets through their sustainability-based business model elements which

generate initial success in B2B digital markets.

1.8 Definition and Key concepts

This section defines the key concepts used in the research framework. The definitions are
provided in the context of this thesis and support a consistent interpretation of the constructs

examined in the study.
Born-digital B2B SaaS firm

Born-digital firms operate their complete business functions through digital technology from
their establishment point without needing to implement digital technology at a future time.
Born-digital firms use digital platforms and cloud infrastructure together with data-driven
value creation to access international markets before establishing physical operations which
distinguishes them from traditional firms that enter international markets through gradual
steps and physical expansion (Monaghan, Tippmann and Coviello, 2020; Vadana et al.,
2021; Yang et al., 2025). In this study, the term “born-digital” refers exclusively to Finnish
B2B SaaS firms that use digital technology to run their business model, offer services and

communicate with clients around the world.
Software as a Service (SaaS)

SaaS is a software delivery model that does not require customers to install software or
purchase physical media in order to access hosted applications via the internet with
subscription-based access (Hoch et al., 2001; Mell and Grance, 2011; Charizanis et al.,
2025). The study defines SaaS as the business model framework which born-digital
companies use to expand their international operations through digital platforms and partner

networks.
International B2B market

The prior studies define international B2B marketplaces are defined as cross-border

transactions between companies whose purchase procedures frequently involve more
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stakeholders, greater degrees of customization and integration, and lengthier decision cycles
than in consumer markets (Coviello and Munro, 1997; Aras, Xu and Pefialoza, 2022). This
concept is central to the study because the case firms provide digital solutions to
organizational customers operating under market-specific expectations and institutional

constraints.
International market entry configuration and feasibility

International market entry configuration refers to how a firm organizes and executes early
engagement in a foreign market through a set of entry arrangements, rather than through a
single, discrete mode choice. The entry configuration in born-digital B2B SaaS
environments combines three elements which include direct digital engagement and partner-
assisted arrangements and hybrid approaches that use minimal physical presence during their
initial development according to Johanson and Vahilne (2009), Monaghan Tippmann and
Coviello (2020), Appiah Gabrielsson and Rialp Criado (2025) and Yang et al. (2025). The
examination of entrance feasibility determines if entry operations can be successful in an
actual condition of the target market. The existing conditions combine regulatory
requirements with reporting expectations and data/localization constraints and customer

readiness according to Luo (2022).
Sustainable business model innovation (SBMI)

Sustainable business model innovation (SBMI) describes business model changes which
organizations implement to generate economic value while achieving better environmental
and social results and improving their governance systems (Boons and Liideke-Freund,
2013; Bocken et al., 2014). The current research review shows that SBMI has become an
emerging academic field which requires researchers to study its fundamental processes and
organizational factors that support its implementation (Pan, Xu and Skare, 2023; Coffay et
al., 2024). This study defined SBMI as actual business model sustainability aspects which
international markets require for entry through value proposition development value delivery

methods and stakeholder engagement.
Sustainability-related business model considerations (SBMI considerations)

Sustainability-related business model considerations refer to sustainability-relevant choices
which business model design and governance systems establish for businesses to determine

their competitive strategies and international market reputation (Boons and Liideke-Freund,
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2013; Bocken et al., 2014; Palmié et al., 2024). The research analyses four SBMI elements
through the analytical framework which exists in Figure 1: value proposition, value delivery,

governance and compliance, and stakeholder engagement.
Entry feasibility conditions (institutional and market context)

Entry feasibility conditions assess the external conditions which determine international
entry possibilities because these conditions define the necessary entry requirements. The
conditions include both formal rules which require compliance and the market conditions
which include customer readiness and ecosystem or procurement requirements (North, 1990;
Adner, 2017; Luo, 2022). This study defined entry feasibility conditions through four
elements which include regulation and reporting requirements, customer market readiness,

data/localization requirements, and procurement/ecosystem conditions.
Customer, partner, and network relationship mechanisms

Sustainability-related offerings that cross international borders get converted into actual
market entry through relationship-based systems which connect customers with partners and
their existing business networks. Internationalization of born-digital companies requires
network access and relationship management because these elements help firms achieve
market entry and expand their business operations (Johanson and Vahine, 2009; Chetty,
Martin and Bai, 2024; Li et al., 2025). The thesis applies relationship mechanisms through
customer pull and partner access and reference-based legitimacy and opportunity windows

according to Figure 1.

1.9 Delimitations

e Focus on Finnish Born-Digital SaaS Startups

The focus of this study is on Finnish SaaS firms that are born-digital. These businesses are
based in special national environment that encourages sustainability and innovations.

Therefore, the results might not be applicable for the startups in other geographical areas.

e Prioritizing International B2B Markets
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The study focuses on B2B international marketplace rather than business to customer
segment. Therefore, it is possible to examine further details how these companies handle

international collaborations, law, and customer interaction.
e Sustainability conceptualization as SBMI considerations.

The study evaluates sustainability through sustainability-related business model elements
which include value proposition and value delivery and governance and compliance and
stakeholder engagement. The research study does not evaluate how companies perform on
ESG standards or CSR initiatives or provide ESG assessment and benchmarking results

because these elements do not fall within the research study's specified boundaries.
e Focus on entry configuration and feasibility (not full internationalization outcomes)

The research investigates how companies establish international market entry strategies
while assessing the feasibility of those strategies. The research focuses on how companies
develop their initial market entry strategies through direct partner-assisted hybrid remote-
first and customer-following and pilot/reference-led expansion methods while studying how
different feasibility conditions impact those entry strategies. The research does not
investigate international market expansion results that occur after initial entry or study
international market expansion financial results or international market expansion patterns

that last multiple years.
e Small Case Sample

Only six case companies will be analysed in order to obtain significant insights. The
conclusions may not be applicable to all SaaS businesses or software organizations in

general, even while this enables deeper, more detailed insights.
Limitations:
e Limited access to company data

Sharing sensitive or in-depth details about their company strategies may not be acceptable

to all companies. This can make some case findings less thorough.

e Time Limitation
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This research will not be able to track long term changes or outcomes because it is being
undertaken as a part of a master’s thesis project. Therefore, this study is not a longitudinal

project.
e Respondent and retrospective bias

Respondent and retrospective bias establishes the study's main focus. The study collects its
main data through semi-structured interviews which involve company representatives. The
research results depend on interview responses because interviewees tend to remember only
certain details while they try to show themselves in a positive light. The study employs
secondary source triangulation and cross-case comparison techniques to minimize this

particular risk.

1.10 Research Methodology & Data Collection Plan

Research design:

This study will use a qualitative multiple case study approach to investigate the research
question. And this style is ideal for exploratory, theory building studies because it allows for

in-depth analysis.
Sampling:

Purposive sampling will be used in this study considering six Finnish born-digital SaaS
startup that meets the following criteria,

e Founded as digital native firms
e Active in international B2B market

e Have sustainable commitments towards sales materials.
Data Collection:
Data will be collected through primary and secondary data sources.

e Primary sources: Semi-structured interviews with founders, CEO, sales directors, or
international strategy officers
e Secondary sources: company websites, press releases, sustainability reports, and

gcosystem documents
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Data Analysis:

Interviews will be analysed through the thematic analysis using NVivo. To find the trends
and differences, will use cross case analysis. To ensure the reliability of the analysis, the

theoretical framework will use a guide to coding.

1.11 Structure of Thesis

This section will provide a brief introduction and summary of all the chapters in the entire
study. This study consists of five chapters, as outlined in figure 2. Chapter one provides an
overview of the study. Further this chapter consist of the background of the study, the
research problem, the research questions and objectives. It also defines the key concepts and
outlines limitations, showing the scope of the study.

The literature review of the second chapter develops the analytical framework which the
study will use. The research examines sustainable business model innovation (SBMI) and
born-digital internationalization and international market entry. The research gap exists
because researchers do not understand how companies implement sustainability-based
business model requirements into their market entry strategies and success rates. The
analytical framework of the study provides a conclusion in Chapter 2 which shows how it
will answer the main research question together with the three sub-research questions about

SBMI entry requirements and customer/partner/network mechanisms.

Chapter three provides a broad explanation of the methodology of the current study. This
section includes research design, data collection and analysis methods, and validity and

reliability of the study, which provide a strong foundation for the case study analysis.

The fourth chapter presents the empirical findings from the selected Finnish-born digital

SaaS case companies, together with within-case and cross case analysis.

Finally, chapter five will provide answers to the research questions by aligning the
theoretical insights with empirical findings, conclusion, theoretical and managerial

implications, limitations and future research direction.
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2 Literature review and theoretical lens

Chapter two is providing a sound theoretical base to the research study by providing an
overview of prior research and relevant theoretical models. This chapter focuses on the
theoretical background and empirical literature. The conclusion of the chapter will be given

finally.

2.1 Introduction

This literature review sets the foundation for the thesis by examining how sustainability-
related business model considerations shape international market entry configuration and
feasibility in Finnish born-digital B2B SaaS firms. Instead of treating sustainability as a
separate, stand-alone theme, the review uses SBMI as a practical lens: a way to understand
how sustainability-oriented value is designed, implemented, and governed as SaaS firms

expand across borders.

The core question of the thesis is how international market entry configuration and feasibility
influence by sustainability-related business model considerations in Finnish born-digital
B2B SaaS firms. The study requires several important issues to be resolved before
researchers can conduct proper research work. The study needs to identify how businesses
use sustainable value propositions in B2B SaaS solutions. The study must examine how
sustainability affects market entry decisions and international growth paths. The study needs
to evaluate how institutional and regulatory environments affect the implementation of
SBMI across different countries. The study needs to analyse how stakeholders help
organizations develop and enhance their sustainable business models. The review needs
three research areas which connect to each other to fulfil these requirements. The first
research area investigates SBMI together with its effects on sustainable value creation. The
second research area studies how born-digital SaaS business models achieve international
growth within B2B markets. The third research area examines how businesses choose their

market entry strategies and market selection processes in digital environments.

The reason for unifying these streams stems from their individual contributions which

together create complete understanding of the subject matter. SBMI research shows how
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firms rethink business models so that environmental and social value sit alongside economic
value which requires them to modify their value networks and stakeholder relationships and
governance structures (Evans et al., 2017; Geissdoerfer et al., 2018; Pies and Schultz, 2023,;
Rathobei, Ranéngen and Lindman, 2024). The born-digital SaaS companies establish their
international operations through their use of cloud delivery systems which create the
appearance of rapid growth at the same time they establish governance and trust
requirements for successful operations (Aaltonen-Raisanen, 2020; Zeller, 2021; Lahtinen,
2025). The connection between SBMI and digital internationalization emerges through
sustainability standards which determine company offerings while their existence in
international markets determines their sustainable development capabilities (Durdo et al.,
2024).

2.2 Sustainable Business Model Innovation (SBMI)

2.2.1 Definitions and scope of SBMI

SBMI exists as a process through which businesses develop new business models while
making adjustments to their existing models to achieve sustainable development through
their economic and environmental and social value creation (Geissdoerfer et al., 2018;
Minatogawa et al., 2022). The research requires to distinguish between two related concepts
which are sustainable business models (SBM) and SBMI. SBMs refer to the end result a
business model configured to create and capture value sustainably whereas SBMI describes
the ongoing work of developing or reshaping that model over time (Geissdoerfer et al., 2018;
Minatogawa et al., 2022; Gazzola et al., 2024).

A central point in the SBMI literature is that sustainability is not simply a reporting exercise,
or an “extra” CSR activity added on the side (Bocken and Geradts, 2020; Rosati et al., 2023;
Lee and Fu, 2024; Brunner et al., 2025). The business model itself contains this element
which extends its reach beyond the main company to its entire network (Ciulli et al., 2022;
Ferlito and Faraci, 2022; Pedersen et al., 2023; Pies and Schultz, 2023). Evans et al. (2017)
explain that sustainable business models need value streams which connect with multiple
stakeholders who include both society and natural resources (Ferlito and Faraci, 2022;

Pedersen et al., 2023; Lee and Fu, 2024). The transition needs organizations to transform
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their mission and their management structures and their system partnerships instead of
making narrow improvements to their operational methods (Bocken and Geradts, 2020;
Ciulli et al., 2022; Pies and Schultz, 2023; Lee and Fu, 2024; Brunner et al., 2025).

The international B2B SaaS market needs this network-centric approach for its operations
(Monaghan, Tippmann & Coviello, 2020; Kowalkowski & Ulaga, 2024). Companies need
partner ecosystems and customer success procedures and data systems and trust-building
methods to achieve successful international expansion (Hilton, B., et al., 2020; Velter et al.,
2020; Hochstein et al., 2023). Sustainability and governance decisions in these areas
determine both operational results and market competitiveness, which makes sustainability
a core component of business operations that extends beyond external communication
(Velter et al., 2020; Chabowski et al., 2023)

2.2.2 SBMI as a value network and stakeholder-oriented innovation

Across SBMI research, one message is consistent: sustainability-oriented business models
are rarely built by a firm acting alone (Pies & Schultz, 2023). They involve multiple
stakeholders and interdependencies (VValkokari et al., 2024). According to Evans et al. (2017)
and Rathobei et al. (2024) SBM exist as networks which enable shared value creation while
their members work together to develop new product delivery methods. Geissdoerfer et al.
(2018) and Rathobei et al. (2024) make the same argument which states that SBMI requires
organizations to transform their internal operations while they build new ties with their

stakeholders.

This lens fits born-digital SaaS firms particularly well because these firms often grow
through digitally mediated relationships and ecosystem complementarities for example,
integration partners, platform dependencies, resellers, and customer communities (Ochieng,
2024; Lahtinen, 2025). In that environment, sustainability may appear in the value
proposition (such as enabling emissions reductions, resource efficiency, or social impact),
but it can also show up in governance choices like transparency practices, data governance,
and partner selection criteria (Graesch et al., 2024; Rathobei et al., 2024). SBMI therefore
offers a strong foundation for analysing sustainability as a business model-level
phenomenon, rather than a functional activity sitting somewhere in the organization
(Rathobei et al., 2024).
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2.2.3 SBMI management challenges and the “systematization” gap

Even though SBMI research provides definitions, frameworks, and archetypes, recent
reviews highlight a practical challenge: many firms find it difficult to manage SBMI in a
systematic way (Geissdoerfer et al., 2018). The issue is not only coming up with
sustainability ideas it is turning them into repeatable practices and capabilities (Bocken &
Geradts, 2020). The scholar Minatogawa et al. (2022) show that SBMI now operates as an
independent research area although it has not yet utilized all knowledge from business model
innovation (BMI) studies especially concerning tools and antecedents and structured
processes. The researchers establish a connection between the problem and two fundamental
issues, which include deficiencies in dynamic capabilities and the division between SBMI

"design" knowledge and SBMI "implementation™ instructions (Minatogawa et al. 2022).

This gap matters directly for the thesis because internationalization and market entry are
rarely single decisions (Johanson & Vahlne, 2009). They unfold as a series of moves under
uncertainty. Born-digital SaaS firms must adapt their service delivery and governance
structure and stakeholder interaction methods when they enter new markets and grow their
international operations (Stallkamp, Chen & Li, 2023). The research requires special
attention to one analytical area which assesses both the sustainability claims that companies
make and their capacity to develop organizational skills that support international business
operations (Bocken & Geradts, 2020; Minatogawa et al., 2022). Minatogawa et al. (2022)
also emphasise that sustainability-oriented innovation is continuous, which proves that

SBMI represents an ongoing managerial challenge that requires continuous management.

2.3 SBMI Dimensions

To make SBMI usable for the empirical analysis of born-digital SaaS firms, this thesis breaks
it down into five connected dimensions: value proposition, value creation and delivery, value
capture, governance and compliance, and stakeholder engagement (Freudenreich et al.,
2020; Minatogawa et al., 2022; Florian Lideke-Freund et al., 2024). This structure reflects
a core idea in SBMI research: sustainable business models are built around how economic,

environmental, and social value flows are created, shared, and sustained not only inside the
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firm, but across the wider network it operates in (Evans et al., 2017; Geissdoerfer et al.,
2018; Freudenreich et al., 2020; Dormeier et al., 2024; Lideke-Freund et al., 2024).

An important point follows from this, that SBMI is rarely about simply ‘“adding
sustainability” on top of what already exists (Minatogawa et al., 2022; Dormeier et al., 2024).
More often, sustainability changes several parts of the business model at the same time
(Minatogawa et al., 2022; Dormeier et al., 2024). And when those parts shift together,
tensions can appear sometimes in places the firm does not immediately notice (Minatogawa
etal., 2022; Herman I. Stal et al., 2022). That is where the idea of uncaptured value becomes
useful and it reminds us that business model work often focuses on what is clearly visible
(what is offered, how it is delivered, how revenue is made), while missing other forms of
value that are hidden, wasted, absent, or even destroyed. Yet those overlooked areas can also
be where the next sustainability opportunity is found (Osmanovic et al., 2024). Although
SBMI literature often includes value capture as a dimension, this thesis operationalizes
SBMI considerations for the empirical analysis as value proposition, value delivery,
governance and compliance, and stakeholder engagement, consistent with Figure 1 and
SRQL1.

2.3.1 Value Proposition

In the SBMI context, the value proposition is about what sustainable value is being offered,
to whom, and how environmental and social benefits are combined with economic value
(Minatogawa et al., 2022). A sustainable value proposition needs to address more than just
customer needs (Fobbe & Hilletoft, 2021). The sustainable value of the solution needs to
reach various stakeholders which include partners and communities and the natural
environment according to Evans et al. (2017) and Geissdoerfer et al. (2018). The two main
points which need to be considered by born-digital SaaS companies require our attention.
First, digital infrastructure enables organizations to create their value proposition through
the development of new product capabilities and customer engagement methods (Piepponen
et al., 2022). Platform ecosystems use their complementarity, and generativity features to
create sustainable value proposition innovations which improve customer results according
to Li et al. (2023). Sustainability orientation serves as a foundation which organizations can

implement at their initial development stage (Roshan & Balodi, 2024). Roshan and Balodi
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(2024) show using imprinting theory that founders’ sustainability values can become
embedded through deliberate strategic choices that influence both the sustainability focus

and the stakeholders the firm chooses to serve.

Looking through the uncaptured value lens adds a useful caution. A value proposition may
sound sustainability-oriented, but still fail to produce benefits that stakeholders actually
experience, or it may shift negative impacts elsewhere in the system (Osmanovic et al.,
2024). The study by Osmanovic et al. (2024) shows that this specific form of unrecognized
value exists as a frequent yet unnoticed phenomenon. Sustainable value propositions require
assessment of their promised benefits together with their hidden elements and lost

components (Osmanovic et al., 2024).

2.3.2 Value Creation and Value Delivery

Through its operational methods and resource usage and partner relationships and
distribution channels a company transforms its value proposition into actual value delivery
(Freudenreich et al., 2020; Kleinaltenkamp et al., 2022). In SBMI research, this dimension
is closely tied to the idea of value networks, because sustainable value is usually co-created
and delivered through interdependent systems rather than a single firm operating alone
(Evans et al., 2017; Rusthollkarhu et al., 2020).

In the digital contexts, Li et al. (2023) show that platform ecosystem characteristics
particularly modularity, generativity, and complementarity support SBMI-related value
creation elements. For born-digital SaaS firms, this matters because modular architectures
and ecosystem complementors are often central to international delivery (Vadana et al.,
2021). The two factors control both system expansion capabilities and environmental effects
which arise from solution deployment in various markets (Li et al., 2023; Mouthaan et al.,
2023). The prior studies shows that sustainability integration into organizations exists as a
practice which develops through time (Roshan and Balodi, 2024). Together, this suggests
that value creation and delivery should be assessed at the level of the broader activity system
and network configuration, not only at the level of the focal firm (Freudenreich et al., 2016;
McColl-Kennedy, Cheung and Coote, 2020).
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From an uncaptured value perspective, this is also where sustainability ambitions can quietly
weaken (Osmanovic et al., 2024). Various operational challenges together with rebound
effects and misaligned partner incentives decrease success in achieving sustainability targets
(Graesch, Hensel-Borner and Henseler, 2024; Mouthaan et al., 2023). According to
Osmanovic et al. (2024) organizations cannot track the value that remains unrecognized
therefore, they fail to operationalize their processes. For this thesis, that implies a practical
focus to identify where value is lost during delivery, and whether those losses can be turned

into new sustainable value opportunities.

2.3.3 Value Capture

Value capture describes how value distribution occurs through revenue systems and cost
models and the ways financial advantages and disadvantages are shared among different
parties (Li et al., 2023; Pundziené et al., 2023; Liideke-Freund et al., 2024). The concept of
value capture in SBMI thinking extends beyond measuring financial results (Freudenreich
et al., 2020; Lideke-Freund et al., 2024). The system measures social and environmental
performance through its methods of value preservation and distribution and value
transformation into future benefits Evans et al. (2017) and Geissdoerfer et al. (2018).

Li et al. (2023) established a relationship between ecosystem dynamics and business model
components which include the financial model, to demonstrate how digital platform
characteristics influence cost and revenue frameworks used in sustainability-based models.
Digital architectures hold significant value for born-digital companies because they
determine how sustainability expenses affect their pricing models which include

subscription and usage-based systems (Saltan, 2021).

The uncaptured value lens deepens this further; Osmanovic et al. (2024) demonstrate that
sustainability results can suffer from lost or extra or demolished value. In practice, a firm
might communicate sustainability alignment while still “leaking” value through hidden
externalities, stakeholder burdens, or inefficiencies (Freudenreich et al., 2020; Ludeke-
Freund et al., 2024). This is why sustainable performance may depend on recognising
uncaptured value and finding ways to transform it into value that is captured financially,

socially, and/or environmentally (Ludeke-Freund et al., 2024; Osmanovic et al., 2024).
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2.3.4 Governance and Compliance

The system occurs through established rules and defined responsibilities which use control
mechanisms to maintain sustainability-focused decisions throughout the company's
development (Pies and Schultz, 2023; Schultz et al., 2024). SBMI governance establishes
essential guidelines for sustainable value distribution which requires multiple parties to work
together across different organizational divisions (Evans et al., 2017; Pies and Schultz,
2023). The framework determines how partners achieve sustainability targets, manage
resource distribution between competing interests, and establish transparent systems to
monitor their responsibilities throughout the expansion of their business model (Evans et al.,
2017; Pies and Schultz, 2023).

Osmanovic et al. (2024) demonstrate that organizations enter sustainable business systems
through multiple transformation stages which create operational challenges that require
solutions to handle their conflicting operational needs. The organization demonstrates a
governance deficiency through its emphasis on uncaptured value because companies need
operational procedures and measurement techniques to establish accountability systems
which would enable them to find and solve sustainability problems (Osmanovic et al., 2024;
Pies and Schultz, 2023).

In this thesis, governance and compliance will later be connected to cross-border regulatory
conditions relevant for SaaS firms (for example, data protection, cybersecurity, and
sustainability reporting) (European Union, 2016; European Union, 2022a; European Union,
2022b). For now, governance is introduced as a core SBMI building block, while the
regulatory implications for international market entry are developed in the later regulatory

section.

2.3.5 Stakeholder Engagement

The process of stakeholder engagement explains how companies track their stakeholders
which include customers and partners and suppliers and investors and regulators and
community members to create and maintain sustainable value streams (Rathobei et al., 2024;

Fobbe et al., 2024). Evans et al. (2017) treat this as central to sustainable business models,
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because value is created and exchanged across networks rather than remaining within a

simple firm customer relationship.

Li et al. (2023) adds a useful digital angle here, the scholar mentioned that platform
ecosystem features such as convergence and share-ability can strengthen networks by
improving information flows and connections. The system allows companies to establish
faster feedback loops which help them create better connections with their customers (Li et
al., 2023). The digital mechanisms provide essential value to born-digital firms because their
sustainability expectations require stakeholders from different locations to negotiate through
digital platforms (Li et al., 2023; Rathobei et al., 2024). The research of Roshan and Balodi
(2024) demonstrates that engagement practices show how founders use sustainability
principles to establish business models which then develop through their social connections.
The uncaptured value lens adds one more layer, stakeholder engagement can also help reveal
where value is being missed, destroyed, or shifted onto others creating insights that can
inform SBMI redesign (Osmanovic et al., 2024; Rathobei et al., 2024).

2.4 Digital Environment as an Enabler and Constraint of SBMI

The digital environment is not just the setting in which SBMI happens it actively influences
what sustainability looks like in practice and how easily it can be scaled across borders
(Broccardo et al., 2023; Thaneka and Chaltikyan, 2024). The fundamental elements of born-
digital SaaS operate through platform ecosystems and data-centric systems with their
capacity for minimal extra distribution costs and digital value networks to support
sustainable business model transformations at extensive implementation levels (Vadana et
al., 2021; Li et al., 2023). The same features which enable business model innovation at
large scale create operational limitations through their connection to regulatory systems and
their necessity for infrastructure support and their complex sustainability balance
requirements (Bohnsack, Bidmon, and Pinkse, 2021; Li et al., 2023; Pizzichini et al., 2025).

The SBMI dimensions value proposition and value creation and delivery and value capture
and governance and compliance and stakeholder engagement will display different effects
in B2B markets that use digital platforms (Li et al., 2023; Broccardo et al., 2023).

Digitalization transforms the value distribution in networks and the methods of coordination
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while it creates new ways to track and prove sustainability effects (Geissdoerfer et al., 2018;
Evans et al., 2017; Li et al., 2023).

2.4.1 Platform ecosystems and digital value networks

The combination of platform and ecosystem logics will enhance SBMI because it enables
companies to share information through common data systems and operational frameworks
while working with their business partners and stakeholder groups (Li et al., 2023; Han and
Xie, 2025). The platform enables sustainability through multiple practical implementation
methods which include using design principles that provide traceability and metrics and
reporting features as well as creating ecosystem rule sets that establish partner standards and
requirements and developing innovation pathways through APIs that support green solution
development (Broccardo et al., 2023; Li et al., 2023; Petcu et al., 2024; Han and Xie, 2025).

But there is a trade-off. Ecosystem-based delivery also reduces how much control a focal
firm has over outcomes (Han and Xie, 2025; Thaneka and Chaltikyan, 2024). Platform
governance decisions frequently require striking a balance between growth and transparency
and accountability and oversight, and sustainability success may rely on partners that the
company cannot fully control (Han and Xie, 2025; Thaneka and Chaltikyan, 2024).
Consequently, sustainability shifts from being an internal program to a multi-actor
coordination task (Evans et al., 2017; Geissdoerfer et al., 2018; Broccardo et al., 2023).

2.4.2 Technology affordances and the reduction of transaction barriers

Digital technologies help businesses enter markets and complete transactions because they
provide businesses with functions that support remote delivery and enable quick testing and
expandable customer onboarding which businesses need to expand their operations
worldwide (Vadana et al., 2021; Aydin & Semerci, 2025). The available tools provide
organizations with better access to inclusion pathways while they can track and authenticate
sustainability results across extensive operations (Bohnsack, Bidmon, and Pinkse, 2021;
Broccardo et al., 2023; Petcu et al., 2024).

The functions require special adjustments because they operate differently between nations

and the system makes three fundamental assumptions which deal with data access and user



45

usage patterns and the state of institutional systems (Johanson and Vahlne, 2009; Aydin &
Semerci, 2025). The different markets show different patterns of sustainable feature
adoption which companies trust and see as valuable because of their unique practices in
digital readiness and system integration and trust standards and regulatory requirements
(Johanson & Vahlne 2009; Bohnsack, Bidmon, and Pinkse, 2021; Thaneka and Chaltikyan,
2024; Aydin & Semerci, 2025).

2.4.3 Al and data-driven capabilities as SBMI-enabling dynamic capabilities

Current research increasingly positions Al along with analytics as tools which help
organizations drive sustainable innovation by improving their capacity to identify and
capture new possibilities while adapting their operational practices (Sharma et al., 2025;
Wang et al., 2025). The B2B SaaS sector requires this method because its product
development and customer value creation processes depend heavily on data analysis
(Vadanaet al., 2021; Sharma et al., 2025). Companies can use operational data together with
their performance evaluation methods and customer feedback systems to integrate
sustainability features which include optimisation and monitoring and reporting into their
value delivery systems (Wang et al., 2025).

Data dependency and Al usage create challenges for maintaining credibility (European
Commission, 2023; 2024; OECD, 2025). Sustainability claims need data which shows high
quality together with unrestricted access and model risk assessment and explainability
requirements (European Commission, 2023; 2024). Al governance requires organizations to
establish accountability processes for their automated decision systems which directly
impacts their governance and compliance operations (Sharma et al., 2025; Wang et al.,
2025). The SBMI systematization challenge creates operational difficulties because
organizations need to establish effective procedures for using existing tools that require

building and expanding their operations (Minatogawa et al., 2022).

2.4.4 Digital transformation pathways toward SBMI

Companies now transform their business model from product sales to service delivery

because digital infrastructure enables them to track customer data continuously (Pizzichini
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et al., 2025). The born-digital SaaS business model requires this framework because
sustainability functions as an emission reduction solution which helps customers achieve
better compliance and operational efficiency and enhanced reporting capabilities (OECD,
2025; European Commission, 2023). The approach establishes measurable customer results
as the foundation for sustainability which organizations should solve instead of using it for
abstract CSR claims (Pizzichini et al., 2025).

The SaaS provider faces difficulties because it must achieve results which depend on factors
beyond its control (Pizzichini et al., 2025). The customer-side implementation together with
external standards and data sources create challenges for sustainability performance
assessment because they make attribution and verification processes difficult (Osmanovic et
al., 2024). Organizations create value through their activities, but they face issues with value
capture because they need to establish new partnership models that enable equitable value

distribution among ecosystem participants (Osmanovic et al., 2024).

2.4.5 Green IT and sustainability trade-offs in digital business models

Digitalization supports sustainability efforts through its digital technologies yet produces
environmental impacts because of its energy consumption and cloud systems and security
needs (UNCTAD, 2024; OECD, 2025). This makes Green IT integration an important
mechanism for digital-SBMI because it brings attention to the sustainability of the digital
infrastructure itself (VIkova, 2024). Decisions such as cloud choices, infrastructure
optimization, and procurement standards can reshape cost structures, operational practices,
and environmental impacts meaning they can form part of business model innovation, not
just IT operations (VIkové, 2024).

The definition of "sustainability” in SaaS now includes multiple areas of operations which
include the digital footprint and governance and reporting functions of the organization
(ITU, 2024; OECD, 2025). The digital environment provides new sustainability possibilities
for organizations yet creates higher standards for organizations to assess their environmental

effects and communicate their results effectively (Geissdoerfer et al., 2018; VIkova, 2024).
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2.4.6 Regulatory and governance constraints in digital international contexts

European B2B markets face two conflicting outcomes from regulation which operates as
both a restriction and a support mechanism for sustainable business model innovation
(European Commission, 2023; OECD, 2025). The established rules determine which data
activities organizations are allowed to conduct and which data organizations must disclose,
and the methods organizations use to demonstrate accountability and the General Data
Protection Regulation GDPR establishes requirements which impact the design of software-
as-a-service products and data management practices and the handling of international
operations when personal data is involved according to the European Parliament and Council
(2016). The Corporate Sustainability Reporting Directive (CSRD) establishes new
sustainability reporting requirements which organizations must fulfil while customers will
expect products to include traceable and verifiable performance indicators and complete

information about their suppliers according to the European Parliament and Council (2022).

Organizations establish sustainability value propositions through measurable sustainability
initiatives while they develop standardized governance procedures for their operations
(European Commission, 2023; OECD, 2025). Startups face higher operational expenses and
increased system complexity, which creates two problems. The first problem precedes their
ability to conduct experiments while the second one diverts their focus toward countries with
simpler compliance systems according to Minatogawa et al. (2022) and Johanson and
Vahlne (2009).

2.5 SaaS Business Models and Sustainability-Oriented Innovation

The thesis asserts that SaaS business models show fundamental differences from the various
industries which prior researchers have studied through SBMI (Ludeke-Freund and Dembek,
2017; Nosratabadi et al., 2019; Minatogawa et al., 2022). The definition of SaaS products
includes five essential elements which include cloud-based delivery systems and
subscription-based or usage-based monetization systems and multi-tenant architectural
designs and ongoing system updates and the need for users to maintain their ongoing
interaction with the service (Hoch et al., 2001; Makila et al., 2010; Mell & Grance, 2011,

Luoma et al., 2012). The way companies develop value propositions and deliver their
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products while capturing value and managing their operations becomes more complex
because of these features when companies expand their business operations to different
countries according to Churakova & Mikhramova (2010), Wu (2011) and Litmala (2023).

2.5.1 SaaS business model structure and ecosystem logics

The research on early SaaS systems shows that businesses spend less money on initial costs
because scalable systems and service-level agreements combined with continuous
maintenance and upgrade responsibilities transferred to providers create ongoing operating
expenses (Hoch et al., 2001; Churakova & Mikhramova, 2010; Luoma et al., 2012). The
organization enables worldwide expansion through its framework because business
operations can deliver essential services to customers in different regions without needing
extensive physical presence while customers receive value through uniform service quality
and ongoing service enhancements according to Churakova & Mikhramova (2010) and
Koskinen (2022).

At the same time, SaaS delivery is rarely “solo” (Monaghan et al., 2020). Infrastructure
providers, integration partners, and security or compliance standards become part of what
customers experience as value delivery (; Monaghan et al., 2020; Meyer et al., 2023; Oim &
Leis, 2025). From an SBMI perspective, this expands the stakeholder network involved in
sustainability outcomes, and it increases the need for governance that goes beyond the focal
firm (Evans et al., 2017; Li et al., 2023).

2.5.2 SaaS adoption factors and scaling assumptions

SaaS scaling is often described as frictionless, but adoption research shows that B2B
contexts introduce real constraints (Meyer et al., 2023; Oim & Leis, 2025). The research
explored security and trust, marketing activities, and perceived benefits as important drivers
according to the adoption model which identified these elements as essential to the model
(Wu, 2011). The research demonstrates how SaaS services establish data security and
downtime issues and data ownership problems which result in contractual requirements that

delay service implementation (Churakova & Mikhramova, 2010).
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For this thesis, that means market entry and selection cannot be understood through
technology alone (Monaghan et al., 2020; Meyer et al., 2023). Even if remote delivery is
technically possible, adoption may still depend on local credibility, reference customers,
compliance assurances, and ecosystem support such as trusted partners (Wu, 2011,
Koskinen, 2022).

2.5.3 Monetization models and sustainability value logic

The financial performance of SaaS revenue models depends on customer retention because
recurring payments serve as the primary revenue source (Luoma et al., 2012; Oetting, 2023).
Freemium models offer a different route: firms provide a basic tier to drive adoption, while
value capture depends on conversion into paid tiers (Panda, 2020). The SBMI framework
creates a main question about sustainability components: do they belong to the core product
or operate as extra features (Geissdoerfer et al., 2018; Minatogawa et al., 2022). The choice
affects how people access the product and how they perceive the company's commitment to
sustainability (Panda, 2020; Geissdoerfer et al., 2018).

Sustainability capabilities become premium modules through which companies generate
value from their sustainability innovations while creating obstacles for their smaller clients
(Geissdoerfer et al., 2018; Casidy and Yan, 2022). The process establishes a connection
between value capture and stakeholder engagement because sustainability standards are now
spreading throughout business-to-business supply chains (Evans et al., 2017; European
Parliament and Council, 2022).

2.5.4 Scalability constraints and business model design implications

Although SaaS enables scalable distribution, growth still depends on business model design
and organisational execution (Kowalkowski et al., 2024). A Finnish master’s thesis on SaaS
business model scalability suggests that firms often recognise scalable elements but
underuse them due to execution gaps across business model components (Litmala, 2023).
Research on customer-facing functions in B2B SaaS demonstrates that sales, marketing, and
customer success configurations determine the efficiency of company expansion which

creates a second constraint on growth because companies need suitable go-to-market and
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delivery systems in addition to their technical resources (Kleinaltenkamp et al., 2022;
Vanninen, 2022; Hochstein et al., 2023).

Sustainability-oriented innovation at SBMI requires advanced capabilities to measure and
report and provide assurance while managing partner relationships which results in greater
operational challenges (Troshani & Rowbottom, 2024; Pantazi, 2024; Frost and
Seethamraju, 2026). When organizations face challenges with scalability, their sustainable
practices will either enhance their market position by establishing trust through unique
offerings or generate operational difficulties when sustainability practices lack integration
into their scaling processes and organizational policies (Minatogawa et al., 2022; Litmala,
2023).

2.5.5 Sustainability-oriented innovation in SaaS: levers, tensions, and mechanisms

SaaS companies can incorporate sustainability through their internal operations which
include their selection of green IT and their sustainable infrastructure decisions and through
their products which allow customers to track and decrease and report their environmental
effects (Pizzi et al., 2024; Bottcher et al., 2024). The operational pathway of green IT
integration demonstrates how organizations can develop digital business models through
their cloud-based operational choices and established sustainability positions while facing
challenges from security limitations and resource capacity issues (Biswas et al., 2024;
Vlkova, 2024).

At the same time, sustainability value in SaaS is not always easy to define or evidence.
Impacts may be indirect (because they are enabled through customers), distributed across
stakeholder networks, and dependent on complementary adoption (Mouthaan et al., 2023;
Lange, 2023). The SBMI systematization debate indicates that organizations can develop
sustainability intentions yet their essential operational assets for maintaining ongoing
sustainability practices remain unbuilt through their digital transformation process
(Geissdoerfer et al., 2018; Minatogawa et al., 2022). The various elements of Section 2.5
demonstrate that SaaS provides a platform which enables companies to develop and expand
sustainable innovations, yet this process depends on various factors which include adoption

drivers, monetisation choices, organisational execution, and regulatory or institutional
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conditions that vary across international markets (Wu, 2011; ; European Parliament and
Council, 2016; Litmala, 2023).

2.6 Internationalization Theory in the Digital Environment

2.6.1 Why classic internationalization theory needs a “digital environment” lens

Much of the classic internationalization literature was developed in a world were entering a
foreign market usually meant making tangible, location-bound commitments setting up
distribution, building a local presence, or investing in subsidiaries (Ojala et al., 2022; Meyer
et al.,, 2023; Schmitz and Parente, 2025). The revised Uppsala model reframed
internationalization as a process driven by learning and increasing commitments within
networks, where the key challenge is overcoming the liability of outsidership in other words,
not being embedded in the right business networks in the target market (Johanson & Vahine,
2009; Monaghan et al., 2020).

Digitalization changes the “how” of international expansion, but not necessarily the “why.”
Yes, firms can sometimes reach foreign customers with far less upfront physical investment,
but digital reach does not automatically replace market-specific learning, credibility
building, or network positioning (Meyer et al., 2023; Galkina, Atkova and Ciulli, 2023,
Appiah et al., 2025; Schmitz & Parente, 2025). The real theoretical question becomes, how
do digital affordances scalability, automation, direct stakeholder interaction, and data-driven
experimentation change the way learning, trust, and commitment build up across borders.
Monaghan, Tippmann & Coviello (2020) take this issue directly by revisiting Johanson &
Vahlne (2009) and theorizing how technological affordances reshape internationalization for

born-digital firms.

2.6.2 Born global, international new ventures, and “born digitals”

International entrepreneurship research introduced the concept of international new ventures
(INVs) to explain firms that internationalize early and rapidly, rather than moving step-by-
step through incremental stages (Oviatt & McDougall, 1994; Fraccastoro et al., 2025). The

born-global stream makes a related argument, showing how innovation orientation and
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distinctive capabilities can support fast international expansion (Knight & Cavusgil, 2004;
Appiah et al., 2025).

However, born-digitals are not simply born-global with a web presence, Monaghan et al.
(2020) argue that born digitals are a distinct firm type that became more visible after many
classic frameworks had already been established, which is why theory needs to explicitly
account for digital affordances and digitally mediated scaling patterns. In the SaaS-related
context, Borjesson & Tiberg (2021) describes born digitals as firms that often bypass the
stages assumed by traditional internationalization models by leveraging digital presence and
network capacity to enter markets quickly while still running into barriers such as cultural
distance and legal constraints (Monaghan et al., 2020; Borjesson & Tiberg, 2021; Schmitz
& Parente, 2025).

This distinction matters when choosing a theoretical lens for born-digital SaaS firms. INV
and born-global theory help explain early cross-border intent and rapid initial reach. The
Uppsala model together with the network framework still provide useful tools which can
show how companies build relationships and navigate institutions and establish their
credibility for market entry especially in B2B markets where buyers depend on established
networks and compliance indicators (Johanson & Vahlne, 2009; Ojala et al., 2022; Galkina,
Atkova and Ciulli, 2023; Meyer et al., 2023).

2.6.3 Born-digital traits and sustainable competitive advantage across markets

A central claim in digital internationalization research is that born-digitals often build
competitive advantage through digital-era value creation and scaling logics (Vadana et al.,
2021; Fraccastoro et al., 2025). The research conducted by Jarosinski, Sekliuckiene and
Kozma (2022) shows that digital-born companies achieve international success when they
possess digital technologies that enable them to automate operations and maintain flexibility
and scalability while using network effects and engaging directly with their stakeholders.
They also note that competition and the determinants of internationalization shift in the
digital era, which creates pressure to update classic theory for digitally enabled market entry
conditions (Jarosinski et al., 2022; Meyer et al., 2023).
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Importantly, the researcher, Jarosinski et al. (2023) identify sustainable competitive
advantage as a challenge that companies must overcome across different markets. Digital
infrastructures may allow advantages to “travel” more easily, but local market contexts still
shape whether those advantages translate into adoption, legitimacy, and growth (Jarosinski
et al., 2022; Meyer et al., 2023; Appiah et al., 2025). This aligns with the practical view in
SaaS internationalization work: market selection and entry decisions increasingly need to
consider digital readiness, regulatory conditions, and trust-building requirements not only
market size or distance measures (Ojala et al., 2022; Meyer et al., 2023; Schmitz and Parente,
2025).

2.6.4 Networks and institutions in digitally mediated internationalization

Digitalization changes how networks operate because it establishes new methods for
networks to create themselves and conduct their operations (Monaghan et al., 2020;
Nambisan and Luo, 2021; Meyer et al., 2023). Monaghan et al. (2020) use the updated
Uppsala model to demonstrate that technological capabilities determine how businesses
interact with their stakeholders and how their networks help them grow while they must deal

with the problem of being an outsider.

At the same time, digital expansion can add new institutional and governance dependencies.
Firms may become shaped by platform rules, infrastructure providers, and data/privacy
regimes (Stallkamp and Schotter, 2021; Meyer et al., 2023). Evidence from B2B SaaS
supports this: even when selling and onboarding move online, firms still face choices about
service language, local credibility, and whether and when to build local presence to support
trust and brand awareness (Li et al., 2025). The study conducted by Vanninen (2022)
demonstrates that language used in services together with actual locations of operations
played a major role in determining how young B2B SaaS companies from Finland expanded
their business overseas. The interviewees explained that they used local native employees
and local office spaces to decrease their foreign appearance and establish trust with

customers.

Overall, all the evidence supports a position that brings together different viewpoints. Digital
channels can reduce some transaction frictions and speed up early reach. But legitimacy,
compliance, and relational embeddedness can still be binding constraints particularly in
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regulated or trust-intensive B2B environments (Monaghan et al., 2020; Stallkamp and
Schotter, 2021; Meyer et al., 2023).

2.6.5 Business model change dynamics as a bridge between digital

internationalization and market entry theory

For born-digital and SaaS firms, internationalization often comes with business model
adjustment. As firms enter new markets, they may change go-to-market design, partner
configurations, pricing logic, compliance processes, and customer-facing functions (Evers
etal., 2023; Mihailova, 2023). Borjesson and Tiberg (2021) highlight this “ability to change”
including tailoring business models across countries as a key dimension shaping born

digitals’ internationalization speed.

Asemokha (2021) dissertation establishes business model transformation as essential to
international entrepreneurship while treating it as normal practice. International expansion
and business model modification proceed simultaneously for digital companies according to
their business operations. The study presents born-digital SaaS market entry strategy through
three frameworks which combine digitally driven early international activities (INV/born-
global logic) and network commitment learning processes (revised Uppsala) and ongoing

business model evolution.

2.6.6 Link to the intended theoretical framing

The selected literature helps establish a unified perspective through its combined research
findings. Born-global and INV theory explain why Finnish born-digital SaaS startups can
internationalize quickly with limited initial physical commitments (Oviatt & McDougall,
1994; Knight & Cavusgil, 2004). Successful market entry requires companies to build
necessary network relationships while they use the revised Uppsala model for business entry
into new markets (Johanson & Vahlne, 2009). Monaghan et al. (2020) extend this logic
specifically for born digitals by explaining how technological affordances and network

effects reshape but do not erase the underlying network-based mechanism.

The practical evidence from SaaS-based studies demonstrates that digital-first

internationalization encounters trust challenges and language issues and regulatory obstacles
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and ecosystem relationship difficulties when entering specific markets (Vanninen, 2022;
Borjesson & Tiberg, 2021; Pinnola, 2024). These patterns align naturally with a combined
theoretical framing that treats digital affordances as enabling faster reach, while relational
embeddedness and institutional fit remain central conditions for sustained market entry
success (Stallkamp and Schotter, 2021; Meyer et al., 2023).

2.7 Market selection and entry modes

Born-digital B2B SaaS firms can serve international customers with relatively low marginal
distribution costs (Aaltonen-Réisanen, 2020; Pinnola, 2024). But “digital delivery” does not
make internationalization frictionless (Johanson and Vahlne, 2009). Firms still face familiar
challenges uncertainty about customer needs, the work of building relationships, and the
liability of outsidership (Aaltonen-Raisénen, 2020; Pinnola, 2024). For that reason, market
selection and entry mode choice remain high-stakes decisions, even in a cloud-based

business (Aaltonen-Raisanen, 2020; Pinnola, 2024).

The empirical SaaS studies in your readings point to a consistent pattern: many firms are
pushed outward by a small home market and pulled forward by scalability ambitions
(Engblom, 2025; Vainio, 2025). The process of international business expansion requires
more than fast execution to succeed. Successful international growth requires businesses to
choose their markets based on actual market conditions and implement entry strategies that
match the specific needs of their target markets which depend on their relationship
requirements and localization needs and available business resources (Pinnola, 2024; Vainio,
2025).

2.7.1 Market selection in born-digital B2B SaaS

Incremental learning vs. opportunity-driven selection

Classic internationalization theory treats market selection as gradual. In the Uppsala model,
firms expand step by step as they gain experiential knowledge, often starting with
“psychically” closer markets (Johanson & Vahlne, 1977). The refined study explains that

foreignness combined with outsidership today prevents companies from establishing



56

themselves in important networks (Johanson & Vahlne, 2009). The international new
venture and born-global perspective proves that some companies choose to expand their
operations from the start because they need to reach customers who exist in far-off locations
and specialized markets (Oviatt & McDougall, 1994; Knight & Cavusgil, 2004). The B2B
SaaS market shows that companies start with nearby markets, but they shift to other markets
when network access and customer demand make it easier to find early adopters and business

partners (Monaghan, Tippmann and Coviello, 2020; Meyer et al., 2023).
Home-market constraints and the “why these markets first” question

In Finnish SaaS-focused work, market selection is frequently tied to the practical limits of a
small domestic customer base (Moen, Gavlen and Endresen, 2004). The prior studies shows
that organizations pursue scaling from their "small home market" environment which starts
international growth activities from the start instead of waiting until their business reaches
advanced stages (Engblom, 2025; Johanson and Vahine, 2009; Meyer et al., 2023). For born-
digitals, target markets may therefore be selected based on where early customer pull and
scalable demand can be accessed while meeting legitimacy and institutional requirements.
(Meyer et al., 2023; Schmitz and Parente, 2025). And Vainio (2025) study explained about
entering a Nordic market corridor shows that international expansion stays vital for SaaS
companies with growth ambitions while explaining how businesses select markets according

to their operational limits and connection difficulties.
Networks as a market-selection mechanism

A network view pushes the idea further: where a firm expands is often shaped by who it
already knows or can access (Coviello and Munro, 1997). The relationships which
businesses maintain with their customers and intermediaries and ecosystem partners help
them shorten their time needed to establish their reputation (Johanson and Vahlne, 2009).
Vitikainen (2024) analyses how SaaS companies use network connections to expand into
international markets which demonstrates that business relationships determine their market
entry possibilities. The research findings connect to traditional network studies which show
that small businesses select their target markets based on how they build relationships with
their partners instead of their overall market potential (Sinkovics, Sinkovics and Jean, 2013;
Meyer et al., 2023; Galkina, Atkova and Ciulli, 2023).
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Structured prioritisation for rapid internationalisation

The selection process for overseas markets which businesses want to enter starts with their
ability to assess both business opportunities and their current operational capabilities
(Schmitz and Parente, 2025; Appiah et al., 2025). The study shows best practices which B2B
SaaS SMEs should implement for their fast international growth according to Huntjens
(2024), because businesses should focus on their digital distribution strategy development
process instead of expecting immediate success. Also, prior study shows that businesses
need to assess their market selection process because it requires them to examine both market
size and acquisition challenges and localization requirements and their actual market entry
options (Koskinen, 2022; Meyer et al., 2023; Huntjens, 2024).

2.7.2 Entry modes in born-digital B2B SaaS

Rethinking entry modes for SaaS

Traditional entry-mode typologies range from lower-control options such as exporting and
contractual modes to higher-control commitments like subsidiaries (Robles, EI-Ansary and
Root, 1988). In SaaS, “exporting” can be done digitally via remote sales and cloud delivery,
but the studies in your reading set suggest that B2B SaaS especially when selling to larger
clients still depends heavily on trust, references, and relationship intensity (Monaghan,
Tippmann and Coviello, 2020; Meyer et al., 2023). That reality can increase the need for
local presence, or at least partner-enabled legitimacy because Vainio (2025) study
demonstrates market entry through its investigation of entry mode selection and the obstacles
which emerged during market expansion into a nearby Nordic market. And empirical and
conceptual work on born digitals suggests that entry mode choices should be understood as
configurations that combine digital reach with selective local presence when needed.
(Stallkamp, Chen and Li, 2023; Schmitz and Parente, 2025).

Entry based on partner as a central pathway

Partner-based entry serves as the main pathway for market entry. Your sources show that
partnerships function as essential methods for market entry, which organizations must
establish as their fundamental operational strategy (Coviello and Munro, 1997; Moen,

Gavlen and Endresen, 2004). And some scholars focus on building a partner program to
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increase international visibility and sales, and stresses that partnerships only work when the
firm has a solid sales process behind them (Johanson and Vahlne, 2009; Leahy, 2021).
Research about SaaS strategies show that business alliances and partnerships function as key
elements which help companies develop new markets and gain competitive benefits (Adner,
2017; Meyer et al., 2023; Rrucaj, 2023).

Partner selection and governance as part of the entry mode decision

Choosing a partner-led entry mode immediately raises another question, which partners and
under what governance, if the partner is the route to the market, then partner fit becomes part
of the entry mode itself (Johanson and Vahine, 2009; Adner, 2017). Lahtinen (2025) studies
the processes which organizations use to select partners for B2B software solutions by
examining strategic compatibility and capability complementarity which serve as essential
factors for partner-mediated entry. Partners use their networks to help organizations decrease
their outside status and speed up their learning progress (Coviello & Munro, 1997; Johanson
& Vahlne, 2009; Meyer et al., 2023).

Hybrid entry: digital reach, selective local commitment

The readings show that hybridization has become a predominant trend. Many B2B SaaS
firms start with a digital-first approach, then add selective local commitment when language,
relationship intensity, cultural adaptation, or enterprise procurement practices make it
necessary (Stallkamp, Chen and Li, 2023; Meyer et al., 2023). Engblom (2025) supports the
view that firms aim to stay lean while building the minimum operational presence needed
for growth. Zeller (2021) uses numerous interviews in a cloud/SaaS context to show the
main factors which drive market entry and the main obstacles which organizations face plus
he provides practical guidance for successful entry processes because "digital-first” requires
adjustments based on market requirements. Digital internationalization research also warns
that firms can fall into a “virtuality trap” if they over-rely on remote reach without building
the relationships and embeddedness needed for sustained market development. (Sinkovics,
Sinkovics and Jean, 2013; Galkina, Atkova and Ciulli, 2023).

Sales process design as an “entry mode enabler”

All entry modes create success only when their revenue generation system functions
effectively (Kowalkowski, Stoll and Ulaga, 2024). The three entry methods which include

direct entry and partner led entry, and hybrid strategies require businesses to establish their
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customer acquisition systems and develop their revenue generation systems. The sales
process improvement which Saikkonen (2024) describes as a vital B2B SaaS growth element
requires businesses to establish operational procedures and performance indicators and
revenue management links. According to Leahy (2021) partnerships grow through strong
sales processes instead of partner recruitment alone other scholars mention it as, from a sales
ecosystem perspective, value creation and growth outcomes depend on coordinated multi-
actor interactions, reinforcing that entry success is enabled by how the firm operationalises
and governs its market-facing system. (Rusthollkarhu, Hautamaki and Aarikka-Stenroos,
2020; Adner, 2017).

2.7.3 Implications for SBMI and market entry strategy alignment

For sustainability-oriented SaaS business models, market selection and entry mode decisions
can either strengthen or weaken SBMI in practice (Geissdoerfer et al., 2018; Meyer et al.,
2023). Market selection shapes where sustainable value propositions are most
understandable and demanded for example through customer expectations, procurement
criteria, and local sustainability norms (Casidy and Yan, 2022; Meyer et al., 2023). The
selection of entry mode creates the governance framework which establishes stakeholder
connections that enable sustainable value creation through two methods, companies can
choose to execute their sustainability obligations independently or they can work with
partners to fulfil these responsibilities, which creates different methods for managing their
accountability and operational standards (Johanson and Vahlne, 2009; Adner, 2017). All
SaaS research studies show that building relationships and establishing credibility and
developing operational capacities which include sales process maturity and partner selection,
and network access are key factors that determine market entry success (Johanson and
Vahlne, 2009). The same factors which affect SBMI implementation across various markets
also determine the success of sustainability value delivery systems which depend on verified

coordinated performance (Evans et al., 2017; Minatogawa et al., 2022).
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2.8 Finnish context and sustainability governance

The Finnish context serves as an empirical research site which researchers use to study SBMI
within digital B2B SaaS companies (Berg et al., 2019). Sustainable development in Finland
is not framed solely as an environmental policy concern; rather, it is treated as a cross-sector
societal objective supported by established coordination mechanisms and monitoring
practices (Berg et al., 2019; Salo et al., 2022; Lyytimaki et al., 2025). In parallel, Finnish
“forerunner” firms have developed sustainability governance approaches that go beyond
compliance and extend into strategic differentiation and network-level coordination patterns
that resonate strongly with SaaS firms that scale through ecosystems and partnerships
(Valkokari et al., 2016; Berg et al., 2019; Salo et al., 2022).

2.8.1 National sustainable development governance in Finland

Finnish sustainability governance systems depend on their established coordination
framework which has functioned for many years (Berg et al., 2019; Salo et al., 2022). The
Berg et al. (2019) evaluation describes how the Finnish National Commission on Sustainable
Development has coordinated sustainable development policy since 1993, with political
weight reinforced through chairing by the Prime Minister and broad cross-sector
representation, including ministries, research institutes, interest groups, and NGOs (Berg et
al., 2019).

The Berg et al. (2019) report states that Sustainable Development Coordination Secretariat
provides support to the Commission which has functioned since 2016 at the Prime Minister's
Office. This is complemented by a coordination network across ministries intended to
connect administrative sectors to national sustainable development policy. Together, these
arrangements indicate an institutionalised model of cross-sector coordination, rather than
one in which responsibility is concentrated within a single ministry (Salo et al., 2022;
Lyytimaki et al., 2025).

In terms of implementation tools, Berg et al. (2019) highlights the Society’s Commitment to
Sustainable Development (first published in 2016 as “The Finland We Want by 2050”) as a
strategic statement designed to motivate and engage public administration alongside other
agents in advancing sustainable development across their activities. The strategy is described
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as operationalised through more specific objectives and measures defined by each actor or
stakeholder, and it was subsequently updated to align with the UN 2030 Agenda (Berg et
al., 2019).

Monitoring is also presented as a core component of governance. Berg et al. (2019) describes
how sustainable development monitoring is organized through indicator “baskets”, and how
responsibility for indicator preparation is assigned to a monitoring network involving
ministries and research institutes together with the sustainable development secretariat. The
model includes annual updating aims, and a public-facing platform intended to support

engagement (Berg et al., 2019; Lyytiméki et al., 2025).

2.8.2 Sustainability governance patterns in Finnish businesses

While Berg et al. (2019) outlines the policy architecture, Valkokari et al. (2016) offer insight
into how sustainability is translated into business practice through case studies of Finnish
forerunners. The main research contribution shows that sustainability functions as a strategic
business element which different companies implement with different approaches. The
sustainability functions as a hygiene factor which establishes minimum requirements or as a
success factor which enables organizations to compete or as a differentiator which creates

unique market positioning according to Valkokari et al. (2016)

The same cases show that organizations establish sustainability governance systems which
respond to external demands that include legal regulations and customer needs and wider
stakeholder expectations. The case material points to practices such as responding to
customer requirements, sustainability reporting, and ensuring transparency for stakeholders.
It also highlights supplier-related governance (e.g.: supplier requirements and audits) as part

of managing sustainability performance across value chains (Valkokari et al., 2016).

Importantly for this thesis, Sustainability management operates beyond organizational limits
because it involves multiple external stakeholders according to Valkokari et al. (2016). The
sustainability-related solutions required in the environment require various actors to work
together because they present complex challenges. The cases underline the importance of

“organising and orchestrating” networks, and they highlight the role of network-level
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coordination and shared understanding when sustainability is pursued systemically
(Valkokari et al., 2016; Sahamies and Welinder, 2025).

2.8.3 Implications for Finnish born-digital SaaS and Finland-based sampling logic

Berg et al. (2019) and Valkokari et al. (2016) demonstrate that Finnish businesses function
within a framework which national authorities govern through their highest political
structures while leading companies implement sustainability efforts via transparency-based
governance methods which meet stakeholder requirements and enable network-level
cooperation (Valkokari et al., 2016; Berg et al., 2019; Salo et al., 2022; Sahamies and
Welinder, 2025; Lyytimaki et al., 2025).

Born-digital business-to-business software as a service companies use partner ecosystems
and intermediary networks as their essential resources for achieving international expansion
(Leahy, 2021; Vitikainen, 2024; Lahtinen, 2025). Finland-based software as a service thesis
demonstrate that internationalization depends on network connections and partnership
relationships, Vitikainen (2024) presents a network-based analysis of international
expansion while Leahy (2021) investigates how partnerships enable international sales and

Lahtinen (2025) studies how companies select strategic partners to build their sales channels.

At the value delivery level, partner roles in enterprise SaaS are also closely tied to value
creation and customer success (Ruippo, 2021; Vanninen, 2022; Saikkonen, 2024). Ruippo
(2021) focuses on SaaS implementation partners in value co-creation, Vanninen (2022)
discusses customer-facing functions as part of B2B SaaS business model design, and
Saikkonen (2024) examines sales processes and internationalisation in a Finnish B2B SaaS

context.

The Finnish SaaS-related business example offer real world operational techniques that will
establish the contextual expectations. Aaltonen-Réisanen (2020) analyses digital
marketplaces as an entry mode, Koskinen (2022) examines international market selection
processes in born-digital firms, and Vainio (2025) analyses entry modes and success factors

for entering Sweden from Finland.

Finally, governance and compliance constraints which form part of how SBMI is enacted in

practice also feature in Finland-based SaaS work. Lanu (2024) explains how Finnish SaaS
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companies develop marketing strategies because of their need to comply with privacy
regulations, while Litmala (2023) and Engblom (2025) examine how Finnish SaaS
companies face difficulties when trying to expand their businesses to international markets.

Synthesis and sampling implication

Building on the above, this thesis treats the Finnish setting not only as a “home country”
location, but as an institutional and business-practice context in which sustainability is
coordinated at a societal level and frequently operationalised through multi-actor governance
mechanisms (Berg et al., 2019; Lyytimaki et al., 2025). This supports the Finland-based
sampling logic: Finnish born-digital SaaS firms provide a theoretically meaningful setting
in which to observe how sustainability-oriented governance expectations like inclusiveness,
monitoring, stakeholder engagement and network-based business practices like partner
ecosystems, co-creation are translated into SBMI choices and market entry strategies
(\Valkokari et al., 2016; Berg et al., 2019; Sahamies and Welinder, 2025). This linkage is
grounded in the Finnish governance model described in Berg et al. (2019) and the network-
oriented sustainability practices highlighted in Finnish forerunner cases (Valkokari et al.,
2016; Berg et al., 2019).

2.9 Synthesis and Research Gap

Chapter 2 reviewed two main areas of literature: sustainable business model innovation
(SBMI) and internationalisation/market entry. While both fields are well developed, the
connection between them is still not fully explained. Prior research offers limited clarity on
how sustainability-related business model considerations shape specific market entry
choices. It also pays less attention to how feasibility constraints such as regulation and
reporting, procurement and ecosystem conditions, and data/localisation requirements
influence which entry options are viable. Similarly, more explanation is needed on how
customer, partner, and network-based pathways help turn sustainability-oriented offerings
into actual international expansion. These gaps support the development of the analytical
framework shown in Figure 1 and the three linked mechanisms examined in this thesis
(SRQ1-SRQ3). Appendix 6 provides the detailed synthesis, while Appendix 5 summarises
how the key sources contribute to identifying these gaps.
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3 Research Design and Methods

Chapter three describes the research design and methodology used in the study. It first
focuses on research method and then it discussed the process of data collection and data

analysis. Finally, it discussed the reliability and validity of the findings.

3.1 Research Methodology

3.1.1 Research approach and rationale

The thesis uses a qualitative multiple-case study method to investigate how Finnish born-
digital B2B SaaS startups integrate sustainability-related business model considerations to
shape the international market entry configuration and feasibility. This study adopts a case
study design as its research method. The research seeks to answer “how” and “why”
questions related to real-world strategic decisions that are deeply shaped by their
surrounding context, such as customer expectations, partner ecosystems, and regulatory
requirements. Case studies enable researchers to study modern-day events through detailed
investigations that occur in actual world environments according to Yin (2018). This study
utilized a qualitative method because SBMI and internationalization processes are intricate
and require a detailed understanding that direct observational research methods cannot

achieve.

3.1.2 Case study design: multiple cases and unit of analysis

A multiple case design with six organizations and semi-structured interview is used in this
study. And the research includes multiple case studies which enable the researcher to
compare patterns between different companies while testing for similar operational patterns
that occur under varying circumstances. The study's comparative framework enhances its
analytical strength because it uses replication logic according to Yin (2018). The research
examines each company as an individual case study. The analysis focuses on SBMI-related

business model choices and international market entry configuration and feasibility
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decisions made by each company, including how entry is configured and how entry

feasibility conditions shape whether entry is operationally viable.

3.1.3 Case selection and inclusion criteria

This study selected cases through purposive sampling method. This research selected
specific companies for their research because those companies matched the study parameters
while they would deliver valuable information to answer the research queries (Yin, 2018).

The companies had to fulfil these particular requirements for their inclusion in the study:

e Born-digital: The company’s offering and growth logic originate from digital-first
operations, which are different from conventional businesses that evolved in online
digital platforms.

e SaaS: The company provides software through a subscription model that operates
from a cloud-based platform.

e B2B: The company serves other businesses as its main customer base while it
develops its market entry model to target business clientele.

e Startup: The company exists in its initial development stage, which includes

developing international business operations and market expansion strategies.

The established criteria mandate that all cases must directly support the research objective,
which investigates how sustainability-related business model considerations shape
international market entry configuration and feasibility in Finnish born-digital B2B SaaS

firms.

3.1.4 Ethical stance and case identification

The study adheres to establish data protection and confidentiality principles. Research
materials are handled with care where personal identifiers are removed from the dataset, and
all research data is anonymized before analysis and before any material is included in the
final thesis. After project completion, only anonymized data will be retained, while personal

identifiers will be removed. The thesis data protection approach described in the GDPR data
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notification form (Appendix 2) successfully prevents participant identification through the

reported findings of the research.

3.2 Data Collection Methods

3.2.1 Overview of data sources

The research employs a case study method which utilizes multiple data sources to
achieve a comprehensive understanding of SBMI considerations and international
market entry configurations and feasibility decisions within actual business
environments according to Yin (2018). The main data source consists of semi-structured
interviews conducted with six Finnish born-digital B2B SaaS companies. The interviews
receive additional context from secondary resources which the researcher collected from
the official websites of the companies. The document includes details about products and
services together with information about market positioning and partner ecosystems and
sustainability-related messages that companies have officially disclosed. The study use
both interviews and documentary evidence to establish validity because the results can
be confirmed through multiple data sources (Yin, 2018).

3.2.2 Sampling procedure

This study used a purposive sampling method to select the sample. Several interview
invitations were sent to potential participants like CEOs, founders, sustainability
coordinators, CBOs, or CIOs (Appendix 2) of Finnish born-digital B2B SaaS firms via
email. The scholar encountered common access difficulties when conducting qualitative
research. Some invitees declined due to busy time schedules, while others’ response
times were prolonged. However, by conducting follow-up, six companies agreed to

participate, forming the final case set.
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3.2.3 Timing of data collection

The interviews were conducted between January and February 2026. The participant
availability during this timeframe determined the interview schedule. The December
holiday season and the end-of-year work demands made it impossible for most targeted
interviewees to participate. Interview scheduling was more successful after the holiday

Seasons.

3.2.4 Primary data: semi-structured interviews

The core empirical material consists of six semi-structured interviews with company
representatives. The selected interview format provides sufficient structure which
enables researcher to compare different cases, yet it enables participants to explain their
strategic thinking and their decision-making process and their specific business methods
in complete detail (Yin, 2018).

The interview questions were designed to address the key constructs and decision areas
central to the study. The interview guide is presented in Appendix 1. The questions were
developed in alignment with the research topic, research questions, conceptual
framework, and literature review, which enabled the interview protocol to demonstrate

the theoretical foundations that previous chapters established (Yin, 2018).

3.2.5 Interview mode, duration, and transcription procedure

This study used online interviews, and the primary project platform operated through
Microsoft Teams, yet WhatsApp calls served as the backup solution when Teams
experienced downtime. This study conducted interviews which lasted between 40 to 55
minutes. Transcription processes varied slightly depending on the platform used for the
interview. The Teams interviews required no audio recording because Teams
transcription capabilities produced the session transcripts, but audio-recorded WhatsApp
call was transcribed through TurboScribe to create transcripts. This study considered all
transcripts as initial data versions because automated transcription tools caused small

errors which needed to be checked for both accuracy and understanding before coding
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work began. Appendix 2 provides an overview of interview method, role of the

interviewee, time duration and anonymous case company.

3.2.6 Secondary data: company websites

This study collected secondary data from company websites to support the contextual
information and data verification purposes. Also, website content was used to confirm
and extend the information obtained from interviews which included details about the
company's product offerings, value proposition, target customer segments, partner
ecosystem signals, and the company's publicly shared sustainability and responsibility
information (Appendix 2).

The use of multiple evidence sources according to case study principles improves both
the credibility and strength of research findings (Yin 2018).

3.3 Data Analysis Methods

3.3.1 Organizing the Dataset

The dataset was organized into a structured case study database before analysis. This
study established individual case files for each participant organization according to
Yin's method to track their original data through to their final results. The case files
contained interview transcripts together with essential case information which included
interview date, respondent role, and anonymized case identifier and all secondary
materials used for triangulation which included company website pages and publicly
accessible documents that related to the case. The research established uniformity across
all materials through the process of naming files and formatting documents and creating
anonymized content which they used to prepare for their analysis work. The case
database was transferred to NVivo software which used a standardized folder system to
arrange its contents through one folder that contained each case and its respective
interview and secondary materials. The approach made it possible to code in a

methodical manner and kept the “data, codes and final interpretations” all connected
(Yin, 2018).
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3.3.2 Thematic analysis and coding

Thematic analysis was used as an analytical approach within the case study design to
structure patterns across cases and support explanation building and cross-case synthesis
(Yin, 2018). NVivo was used to organise the case database, support systematic coding,
and maintain an auditable link between evidence, codes, and interpretations. The analysis
followed case study principles recommended by Yin (2018), including transparent

documentation of analytic steps and cross-case synthesis procedures.

Coding was conducted in NVivo using a deductive approach to ensure alignment with
the analytical framework while remaining open to emerging themes (Yin, 2018). The
deductive coding structure was derived directly from the study’s research questions and

framework.

First, SBMI considerations captured how sustainability-related business model features
appeared in each case. Sub-codes reflected the four SBMI considerations used in the
thesis: value proposition, value delivery, governance and compliance, and stakeholder
engagement. Second, entry feasibility conditions (institutional and market context)
captured external constraints and enabling conditions shaping entry viability, using four
sub-codes: regulation and reporting requirements, customer market readiness,
data/localization requirements, and procurement/ecosystem conditions. Third, customer,
partner, and network relationship mechanisms captured relationship-based conversion
mechanisms through which sustainability-related offerings became realized cross-border
entry. Sub-codes reflected the four relationship mechanisms in Figure 1: customer pull,
partner access, reference-based legitimacy, and opportunity windows. The study
evaluated international market entry through its deployment of direct entry, partner-
assisted entry, hybrid entry, remote-first setup, customer-following expansion, and pilot-

[reference-led expansion sub-codes.

The deductive coding process was guide by the analytical framework, where codebook
was created using the framework. To increase the consistency and clarity, the codes were
reviewed after the initial deductive phase to see whether it was all applied to the entire
dataset. The main goal was to improve conceptual differences by improving code

definitions and criteria and then to remove redundant or overlapping codes both within
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and across case analyses. Finally, this study used analytical memo to document codes
and link the data to the final case findings (Yin, 2018).

3.3.3 Within-case analysis

This study conducted a within-case analysis for each firm to develop a coherent
explanation of how sustainability-related business model considerations (SBMI) were
reflected in the firm’s international market entry configuration and feasibility. Each
within-case analysis was structured around three aspects aligned with the research
questions: SBMI considerations, entry feasibility conditions and customer, partner, and
network mechanisms. The within-case analysis also documented the observed entry
configurations (direct, partner-assisted, hybrid, remote-first, customer-following, and
pilot/reference-led expansion). And any key tensions that emerged in balancing
feasibility constraints with speed, scalability, and local adaptation. Maintaining the
contextual integrity of each case enabled robust explanation building before cross-case
synthesis (Yin, 2018).

3.3.4 Cross-case analysis

The analysis began with within-case analysis and then moves to cross-case comparison
across the six firms to identify shared patterns and distinctive characteristics. The
research questions established central themes which the cross-case synthesis used as its
focus. Guided by the research questions, the cross-case synthesis focused on three

aspects which included,

e How sustainability-related value proposition, value delivery, and governance and
compliance choices appear in firms’ international market entry configurations.

e How entry feasibility conditions regulation and reporting requirements, customer
market readiness, data/localization requirements, and procurement/ecosystem
conditions shape whether entry is feasible.

e How customer, partner, and network relationships mediate the conversion of

sustainability-related offerings into realized cross-border entry.
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NVivo supported this phase by enabling the conduction of systematic reviews of coded
themes across different cases while maintaining consistent evaluation standards between
firms (Yin, 2018). The final stage of analysis used established case study methods to
create valid theoretical explanations based on empirical data through pattern matching

and explanation building and cross case synthesis (Yin, 2018).

3.4 Reliability and Validity

This section describes the research design and implementation methods which produced
trustworthy and credible research results. This study established research quality through
transparent processes, including collecting data from multiple sources and maintaining
an evidence chain. Also, connected all data to final results by comparing different cases
and their detailed processes in each analysis stage. The assessment of quality follows
Yin’s (2018) case study criteria which focuses on the assessment of construct validity

and internal validity and external validity and reliability.

3.4.1 Construct validity

The study assesses its ability to measure SBMI consideration dimensions and entry
configuration & feasibility decisions through construction validity. The thesis
demonstrates three methods to establish construct validity. The study uses multiple
evidence sources to support its findings. Interview data are complemented with material
collected from company websites, which enables researcher to verify their findings
through multiple sources (Yin, 2018). The study establishes a direct connection between
interview transcripts and website materials through NVivo coding, which the researcher
used to create themes and findings. The study demonstrates how researcher reached their
conclusions through a process that allows readers to follow how the conclusion were
developed (Yin, 2018). The interview guide was created through research questions and
chapter 2 conceptual framework. The data collection process maintained a direct

connection to the study's target constructs (Yin, 2018).
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3.4.2 Internal validity

Internal validity is important because the study aims to explain how and why SBMI
considerations are linked to international market entry configuration and feasibility, and
how this linkage operates through customer, partner, and network relationship
mechanisms under varying entry feasibility conditions. The study uses pattern matching
and explanation building methods to establish stronger internal validity. The process
requires the researcher to compare the findings against the expected results which derive
from the literature review. Explanations are then refined by examining evidence across
multiple cases, rather than relying on a single illustrative example (Yin, 2018). Due to
the cross case foundation, there was less chance of making inferences from single

observation.

The analysis examines competing explanations which helps prevent data interpretation
that would verify existing theoretical beliefs. The analysis also considers rival
explanations to assess whether sustainability and compliance requirements, resource
constraints, customer needs, or partner access primarily drive partner-assisted entry
configurations and other observed entry arrangements. The process of investigating
alternative explanations creates more trustworthiness in research results which

strengthens their ability to explain research outcomes (Yin, 2018).

3.4.3 External validity

The aim of qualitative case study research does not seek to create statistical
generalizations which apply to entire populations instead, it seeks to create analytical
generalizations which apply to established theories according to Yin (2018). The thesis
gains external validity through its multiple-case design which includes six firms and

systematic cross-case comparison method.

The research results become more credible when researcher identify multiple cases that
show identical mechanisms or patterns instead of depending on one unique case study
according to Yin (2018). The thesis demonstrates its research contribution through a

theory-informed framework that explains how SBMI considerations shape international
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market entry configuration and feasibility in born-digital B2B SaaS firms under

stakeholder/network dynamics and regulatory and market feasibility conditions.

3.4.4 Reliability

The reliability of the study depends on its ability to provide full details of research
procedures together with the reasons behind research decisions. The thesis establishes

reliability through four main methods of demonstration.

This study used a consistent interview guide for all cases to compare the data among six
firms (Yin 2018). And established a case study database which structured all material
into different cases with their respective transcripts and website documents. The method
improved trackability because it prevents essential background data from being lost (Yin
2018). The third method used NVivo software to handle all coding tasks together with
analytic memos and theme development because it created a standardized process for
documenting all analytical procedures. All the data were anonymized during the analysis
and reporting to protect confidentiality throughout the process. The researcher was the
only one with access to personal identifiers, and Data Protection guidance was followed.
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4 Data Analysis & Results

This chapter present empirical results from six Finnish born-digital B2B SaaS companies,
identified as Cases A - F. The results are displayed using within-case analysis, cross-case
synthesis and pattern matching. The research used thematic analysis with NVivo software
to create systematic coding which matched research questions and maintained a clear chain
of evidence from raw data to final interpretation. Appendix 3 summarized which elements
were found in each case and appendix 4 provides the summary of internationalisation
journey of each of case company. These appendixes support the interpretation of 4.2 to 4.4

sections by providing cross-case overview.

4.1 Within-case analysis

The section presents six case studies which include Cases A to F. Each case analysis is
structured around three elements which include sustainability-related business model
elements and the entry configuration which was observed and the conversion mechanisms
which depend on relationships. The three main analysis factors were established in case-

based foundation to support cross-case analysis.
Case A

Case A presents a Finnish born-digital B2B SaaS firm which delivers a digital-first
subscription-based solution. And, helps public administrations especially cities to set climate
objectives and create and execute climate action programs and assess their progress towards
these objectives. The company operates an international business model which enables it to
provide global services through digital methods and remote-based operations. The company
primarily focuses its international outreach efforts towards municipal and public-sector
organizations which have already begun climate action initiatives through their existing
climate work and internal climate budgets and mandates. The approach functions as a
screening logic which assists organizations in determining market entry conditions that

create higher chances of success.

e Sustainability-related business model considerations
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In Case A, sustainability function as an external value proposition that supports climate
action and, as an internal value delivery mechanism through governance processes. The
company use remote work practice to reduce its travel footprint as an operational
sustainability technique. According to the interview, cutting back on travel reduces carbon
emission while also increasing operational effectiveness, connecting sustainability
objectives with useful delivery benefits. The organization maintains a formal remote-first
culture through its strict travel policy which requires video conferencing as the standard
method and prohibits flights for individual customer prospecting. The organization uses

sustainability practices as operational delivery methods to create promotional materials.
e Entry configuration

The entry configuration represents two main entry methods, which include direct entry and
remote-first entry. The organization establishes international customer acquisition through
direct outbound contact combined with remote meetings which enables them to follow an
entity-light model that allows sales and service operations to run without needing staff to
travel. The organization provides international customer service through its current
operations without needing to establish a complete foreign business presence because it can

create local capabilities through employer-of-record contracts.
e The feasibility conditions and governance boundary

Feasibility depends on public-sector readiness and governance and compliance requirements
which determine infrastructure selection. The documentary evidence connects data
protection requirements which include GDPR and contractual obligations to infrastructure
and hosting selection. Compliance is treated as a minimum operational requirement which

enables it to operate in multiple jurisdictions.
Case B

Case B stands as a Finnish B2B software-as-a-service company which creates digital
products that help businesses decrease customer waiting times while enhancing their service
delivery operations. The company provides its primary service which includes digital
queuing systems combined with customer flow management tools that work in locations
with high walk-in traffic. According to the case evidence, the offering is shifting towards a
greater emphasis or retail and shopping mall applications, while the buyer context is rooted

in service environment. The company is currently working on an integrated platform
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development which will create a single experience for users by connecting different mall
services together. The company’s sustainability logic is based on dematerialization which
enables digital queuing to decrease paper and thermal ticket usage instead of treating

sustainability as an extra cost for customers.
e Sustainability-related business model considerations

The company executes sustainability through its main environmental strategy which focuses
on dematerialization to decrease paper and thermal ticket printing by enabling customers to
use digital queuing systems. The system is designed to minimize paper ticket usage by
charging additional fees to the customers who need paper tickets. The service logic
incorporates sustainability as a fundamental element instead of providing it as a chargeable
additional component.

e Entry configuration

Case B depends on partner networks to establish market entry points which access remote
international markets more effectively than Case A does. Local partners function as initial
contact points for businesses entering distant markets according to interview evidence
because companies do not enter all markets through direct entry. The organization utilizes

partner-led configurations because it works better in specific market situations.
e Feasibility conditions

Practical readiness factors together with market response differences determine the
feasibility of a project. The case study shows that international market expansion becomes
more accessible after a company establishes its product and sales capabilities which include
English operational capacity. The interview data indicate that different regions have distinct
sustainability framing and buyer expectations which results in different market readiness
levels to accept sustainability arguments and different conversion possibilities for various

regions.
e Governance boundary and legitimacy

Baseline compliance obligations are specified by governance requirement. In the market in
which they conduct business, organizations must guarantee GDPR compliance and adhere

to all other relevant local regulatory obligations.
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e Relationship mechanism

Partners offer a practical solution to turn sustainability-related product value from digital
dematerialization into actual market entry which requires local existence or intermediary

support to access remote markets.
Case C

Case C operates as a Finnish born-digital B2B SaaS company which offers a scientific data-
based sustainability platform for the FMCG/food sector marketplace. Product data is
transformed into sustainability insights via the platform. Both product and portfolio
decision-making are aided by these insights. The system allows organizations to make
decisions about category management and procurement activities through sustainability risk
assessment and sustainable product identification and it also enables organizations to
produce reporting outputs through a scorecard system which uses automated data collection
to meet EU legislative requirements. The system enables to share product-specific
sustainability details with customers through code-based access. Primary buyers include
food service and food-sector organizations that require product-level sustainability data to

support responsible sourcing and streamline reporting.
e Sustainability-related business model considerations

Sustainability is central to the firm’s value proposition, yet its market value depends on
upcoming regulatory changes. The case presents one main theme which shows that EU
sustainability regulations force companies to create more sustainable practices while
increasing their need for sustainability data services. The evidence shows that the business
actively monitors regulatory changes which include reporting and compliance requirements
together with product claim standards and uses these updates to change its services. The
business partners with its clients to create solutions when regulatory standards remain

ambiguous.
e Entry configuration

The organization functions through a main remote work system while maintaining minimal
physical operations. The company provides services from its Finnish base without
establishing any physical offices according to its operational plan. The company treated

partnerships as an option, yet they form a secondary approach which allows them to maintain
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their main remote work system while using physical offices when required for their business

operations.

e Market selection and feasibility framing

The company selects markets through a systematic process which follows a specific
sequence instead of taking advantage of every available opportunity. The case describes its
first step into a Nordic market before showing its planned market expansion through staged
development (Nordics-first and then broader Northern Europe and finally expansion to other
areas). The findings indicates that institutional factors and market readiness related to

regulations determine the feasibility of a project.
e Governance boundary

When customer personal data is at the center, privacy and data protection regulations become
the main governance concern, changing the role of governance. The organization does not
manage consumer personal data, so GDPR requirements do not function as core governance
requirements according to the interview. The compliance team concentrates its efforts on

two primary areas: sustainable development reporting and product conformity requirements.
¢ Relationship mechanism

Co-development serves as a relationship building approach that facilitates the transitions
from first engagement to adoption and realized entry in the face of regulatory uncertainty.
The regulations determine what customers need whereas the collaborative effort enables

businesses to create viable products that can be sold throughout the European Union.
Case D

The Finnish company Case D operates as a digital B2B SaaS business which delivers a
cloud-based electric vehicle charging solution that allows companies to build and manage
charging systems across various regions. The solution includes charge point management
and network control capabilities which include remote system observation and operational
management functions while offering integration features and energy-based solutions that
help charging systems function effectively. The main customers of the service are charge
point operators and other organizations which manage charging networks including energy
and mobility companies and businesses that implement workplace and fleet charging

solutions. International operations become possible through a digital-first business model
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which requires minimal physical presence, yet international entry requires businesses to
comply with specific country regulations for reporting and certification. Both local delivery
support and substantial local content adaption raise the requirement for significant
adjustments, making the service more difficult to expand.

e Sustainability-related business model considerations.

Sustainability operates as a core organizing principle which defines environmental
sustainability through its ability to drive electrification and achievement of lower CO:
emissions through increased electric vehicle usage. The organization processes
sustainability claims through continuous assessment which includes monitoring and
verification systems because these activities represent ongoing operations that need to build
governance procedures into sustainability practices.

e Entry configuration and market selection mechanism

The mechanism captures how companies choose their first foreign market and set up their
entry strategy for that market. The cases indicate that network-based potential recognition
in father-off regions, rather than proximity-led expansion, drove early entry. The people who
have relationship access can identify business opportunities which lead to early market entry

when they demonstrate a solution that meets local demands.
e Feasibility conditions

The enforcement of country-based sustainability standards which mandate specific reporting
requirements functions as a fundamental mechanism that determines feasibility. The case
shows that different countries have different reporting requirements which force the
company to develop its reporting system according to the specific needs of each country it
wants to operate in. The compliance burden operates as an entry barrier because businesses
will avoid entering markets when the costs of meeting regulatory standards exceed their
anticipated business benefits which leads to decreased market entry possibilities.

e Localization/scalability boundary and ethical screening

The boundary between localization and scalability shows the point where ethical screening
starts to operate. The process of assessment needs to evaluate the service delivery
requirements and cultural changes needed for all aspects of the organization. The case shows

that a market remained untested because cultural factors needed to be changed through major
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service transformations which created problems for both scalability and operational
efficiency. The findings also suggests that entry feasibility is limited by responsibility factors
in addition to economic evaluation, pointing to due diligence considerations like avoiding
market with substantial human rights threats.

¢ Relationship mechanism

The conversion mechanism establishes relationships through its functions. The system uses
network-based opportunity detection to identify potential business opportunities while
regulatory compliance and business growth limits determine which opportunities will

continue to exist in the market.
Case E

The Finnish-born digital B2B SaaS company Case E delivers an Al-based web solution
which provides audio guidance and navigation services for public areas. The system
provides accessibility and social sustainability through its ability to help users with
disabilities navigate public spaces and access information independently. The system
provides digital access through its online platform and enables users to access content on
public premises through QR codes which require no app download. The solution is designed
to help public venues and institutions (which include cultural venues and shopping centers
and transport hubs and other complex public environments) guide their visitors through their
facilities. The market development process requires pilot projects to demonstrate product
validation through institutional partnerships while businesses can access international
markets through programmatic methods which include accelerator and scaling pathways that

support a digital-first business model.
e Sustainability-related business model considerations

Social sustainability through accessibility and inclusion efforts defines sustainability
because it includes all people who need equal access to public spaces and services.
Sustainability serves as a value proposition because it delivers social value while operating

the business through an emissions-based performance measurement system.
e Entry configuration

The firm currently relies on direct sales and digital channels, and indicates that many

activities can be conducted remotely, supporting remote-first feasibility in early stages. The



81

case also notes emerging partner interest (“warm interest by partners”), suggesting potential

hybridization as market access needs evolve.
e Feasibility conditions

The three factors of access channels, regulation maturity, and localization and effort
constraints determine the project's feasibility. The case demonstrates that
internationalization depends on EU accelerators which provide businesses with organized
access to opportunity networks and partnership connections. Europe presents a more
practical market option for businesses because entering non-European markets demands
much higher resource expenditures. The interview shows that private companies will not
invest in accessibility regulation because the existing rules do not require them to do so
which creates obstacles for private market adoption despite the social value of the product

being evident.
e Trust/legitimacy as a conversion pathway

The conversion process uses trust and legitimacy as its main pathway. The case establishes
a credibility sequence where organizations first establish their legitimacy through pilot
programs and institutional projects and then use their pilot programs to market their product.
The process requires institutional validation because it helps buyers resolve their doubts
about implementation value and their willingness to pay.

e Scalability boundary

The scalability boundary defines the limit of operational growth for an organization. The
case identifies cultural differences and multilingual support as expensive localization needs
which lead to co-creation and adaptation costs that decrease both scalability and feasibility

in specific situations.
Case F

Case F operates as a Finnish business which offers digital B2B software-as-a-service
solutions through its language services platform which provides interpreting and translation
services to public and private sector clients. The service package includes both on-demand
and scheduled interpreting services which can be accessed through remote and on-site
delivery methods, and it includes a secure system for clients to order translations. The

organization uses its internal system which manages ordering and assignment procedures
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together with reporting and invoicing functions. The argument presents social sustainability
as a mean of reducing inequality by enhancing linguistic accessibility to necessary services.
Additionally, it enhance the integrity of governance by using B crop accreditation as an
external legitimacy signal. The company expands its international operations through
partnerships in selected foreign markets while using a remote-first delivery system for its
operational needs. The determination of feasibility depends on public procurement and
tendering processes because these systems use price-weighting rules to determine how much
sustainability benefits will influence buying decisions.

e Sustainability-related business model considerations

The organization uses social responsibility as its primary framework for sustainability which
includes language access and equality and the creation of services which need no language

barriers. According to interviewees, most service delivery occurs remotely.
e Entry configuration

The company enters international markets through partnerships which provide local
resources to support its platform and technology operations. The company uses a partner-
led/hybrid configuration which support international expansion without full local

establishment.
e Feasibility conditions

Public procurement regulations influence tender specifications and selection results, serving
as a crucial feasibility filter. The evidence from the case shows that public tenders function
as the main sales method while the tender requirements use price as the primary factor to
assess competitors which prevents organizations from using their sustainability advantages

to make independent choices.
e Governance/standards and legitimacy

Sustainability positioning and legitimacy infrastructure of an organization use external
standards and certification systems which include B Corp as their reference point. However,
evidence from interviews suggests that sustainability is not always rewarded in tender
evaluations because sustainability criteria are either poorly weighted or require evidence
formats that certifications alone do not meet, which lowers the conversion of governance-

based legitimacy into selection outcomes.
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e Relationship mechanism.

Partners provide operational access points into international markets through their provision
of regional resources which allows them to use platform capabilities. The procurement
frameworks and evaluation criteria serve as the determining factors which establish whether

organizations can enter new markets and establish operations.

The analysis from the case demonstrates how sustainability business model factors establish
different routes which lead to entry method selection and implementation viability. To
enhance the transparency appendix 3, provides an overview of which elements were
discussed under the case interviews. The next sections move from case-level explanation to
cross-case synthesis to address SRQ1-SRQ3 through pattern matching and cross-case

comparison.

4.2 Entry configuration patterns

The case demonstrates multiple digitally enabled entry configurations, which differ from
each other. Partner involvement, entity light access, and remote first delivery is put together
as a configuration rather than applied consistently. Relationship paths and judgments of the
target context’s viability determine the configuration. The business model sustainability
requirements determine the system's design through three main components which include
value delivery methods and operational sustainability techniques and governance processes
which involve regulatory reporting and compliance and standards adherence. Appendix 3
provides a case-by-case overview of entry configuration and appendix 4 summarized the

case’s internationalization journey and entry configuration.

4.2.1 Direct and remote-first configurations enable entity-light entry

The SaaS delivery model enables businesses to expand their operations worldwide while
they delay their need to build local subsidiaries. The international customer base for Case A
can be reached through remote selling methods without establishing a foreign operating
entity which require additional business operations structure. Local capability requirements
are met through employer-of-record arrangements instead of establishing formal market
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presence. Case A provided evidence through its sales activities that “We’ve been focusing

on just direct sales for now... emails and phone calls and LinkedIn messages mostly.”

Case C presents a similar configuration. Delivery takes place through remote-first
operations from Finland and cross-border operations maintain their viability because EU

demand conditions do not require local presence.

4.2.2 Partner-assisted and hybrid entry is used as an access strategy

Partner involvement becomes more important in situations where organizations need to
establish local access to their services and prove their trustworthiness and supply their
essential assets. The partners in Case B serve as the "first point of contact” for new markets
while the company establishes its presence through direct market entry. The system operates
as a hybrid model which changes its hybrid configuration based on the distance of markets
and their access limitations. The case study of Case B presented proof when an interviewee
stated that "Different countries have different sustainability reporting requirements... the

firm must provide reporting capabilities adapted to local requirements."

Case F describes how partners help businesses expand into specific markets through partner-
based expansion. The platform maintains centralized capabilities while local resources get
provided through partners who follow a hybrid model.

4.2.3 Market selection is coupled with feasibility signals and sequencing logics

Market selection influence the order of foreign market entries and is influenced by feasibility
indicators. The cases select markets based on their specific methods which include readiness,

regulation, program and network approaches.

The organizations which Case A targets need to demonstrate active climate work because
this approach will enable the company to enter markets through direct remote-first methods
based on buyer readiness.

Case C shows the strongest sequencing logic. The system establishes two phases for its "next

step” path which starts with the Nordics and then extends to Northern Europe and uses EU
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regulation as its main demand driver. The elements define the firm's market entry points and

determine its market entry approach.

Case E measures European access rights through two factors which include required work
and achieved market access, where the programs enable organizations to access potential
opportunities, while they consider distant markets as highly demanding markets which

require extra resources.

Case D establishes its first-market entry through network access and opportunity recognition
although proximity factors did not contribute to its entrance. Case D explained that entry
happens because "the right persons" need to be matched with "the right solution.”

4.3 Feasibility conditions

Four recurring mechanisms shape feasibility across the cases through their repeated patterns.
The four mechanisms which shape feasibility within the case study operate through four
distinct elements which include regulation and reporting requirements and market readiness
and buyer incentives and procurement ecosystem conditions and localization and scalability
boundaries. The mechanisms of this system function as enablers under certain buyer
conditions while they create restrictions within different case situations. Appendix 3

provides a case-by-case overview of feasibility conditions.

4.3.1 Regulation and reporting requirements

Some situations treat regulation as a market demand driver whereas other situations use it as
a restriction on their business operations. Case C prioritizes EU markets because EU
sustainability regulations function as its main business driver while the company monitors
all regulatory changes through customer co-development activities which occur under
conditions of uncertainty. The report shows that different countries establish distinct
reporting requirements which capacity companies need to develop through their operational
systems. Reporting capability therefore becomes part of feasibility. The case also notes that
markets may be excluded where regulatory requirements become too burdensome relative

to expected value. The case D interview confirmed that "Different countries have different
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sustainability reporting requirements... the firm must provide reporting capabilities adapted

to local requirements.”

4.3.2 Market readiness and buyer incentives

Market readiness functions as a practical issue which organizations must evaluate through
various methods according to their specific buyer environments. Public organizations which
already work on climate initiatives will adopt sustainability tools according to Case A
because their existing activities demonstrate their readiness to implement such measures.
The commercial dimensions of Case B enable organizations to assess readiness through
practical indicators which include their capacity for English sales operations while different
regional markets present different sustainability requirements and customer expectations.
The geographic distribution of sustainability adoption shows an uneven pattern, which
results in different levels of sustainability implementation between different regions. The
private sector shows decreased motivation to implement accessibility solutions according to
Case E which reveals weak regulatory enforcement. Public sector initiatives and pilot

projects establish credibility which enables them to improve project feasibility.

4.3.3 Procurement and ecosystem conditions

Public tendering functions as the main market entry method which determines project
feasibility through its procurement requirements. Public tenders form the essential sales
mechanism according to Case F which shows that evaluation methods focused on price
determine market competition while decision makers use these methods to assess
sustainability practices. This suggest that while sustainability is evaluated its impact on
choice is constrained when price is the primary criterion. According to the interview they
explained that "Tender criteria emphasize price heavily, which shapes both feasibility

assessment and sustainability assessment processes".
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4.3.4 Localization, cultural adaptation, and scalability boundaries

Multiple cases demonstrate that organizations face limited operational capacity because they
must implement specific adaptations which hinder their ability to expand their operations.
Case D shows that cultural differences between two groups prevented a market entrance
because all necessary services required extensive service customization which made
operational implementation difficult. Case D mentioned that “A market is not entered
because cultural differences would require too much service customization, reducing

feasibility.”

According to case E, the relationship between feasibility and localization costs and co-
creation costs which include multilingual and cultural adaptation costs proves that born-
digital delivery requires teams to adapt their work processes.

4.4 Relationship and conversion mechanisms

The international entry of sustainability-based offerings does not occur automatically
according to the evidence from different cases. The entry process relies on relationship
mechanisms which decrease uncertainty while enabling access and establishing operational
credibility. The evidence from the different cases divides into five distinct mechanisms
which include partners and customer-following/customer pull and programs and
networks/opportunity recognition and trust/legitimacy. Appendix 3 provides a case-by-case

overview of relationships and conversion mechanisms.

4.4.1 Partners as access and resourcing bridges

Partners create entry opportunities for businesses which require local market access. In case
B the partners operate in "remote parts" to serve as the first contact point for partner-based
operations. In case F the focal firm uses partner-based expansion because partners deliver

local resources while the focal firm provides platform capability.
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4.4.2 Customer pull and customer-linked expansion logics

The findings demonstrates that customer-linked conversion through co-development and
demand pull happens instead of following a "follow-the-customer™ method for international
expansion. Case C establishes a connection between regulatory uncertainty and co-
development with customers because customer participation determines the market-relevant

elements which customers will need for expansion into EU markets.

4.4.3 Programs and accelerators as structured opportunity channels

International opportunity channels operate through programs which establish access points
and contact networks while providing legitimacy signals to users. The E case study
establishes direct connections between international access and accelerator programs
through scaling programs which indicate that European markets provide easier access
because they require less networking effort to reach markets.

4.4.4 Networks and opportunity recognition as early-entry triggers

In these types of cases, network connections enabled firms to swiftly identify and seize
possibilities, facilitating earlier market entry than would have been achievable through
formal market screening alone. Case D attributes its first-market entry to relational access

and perceived fit between the solution and local needs.

4.4.5 Trust and legitimacy as prerequisites for conversion

Trust and legitimacy repeatedly appear as prerequisites for conversion particularly in public-
sector or institutionally mediated settings. The E case study shows how credibility
development begins with government agency projects and pilot programs which later
function as references for broader sales efforts. Case F associate legitimacy with standards
and certification which includes B Corp while mentioning that procurement systems fail to
provide adequate sustainability incentives. This situation results in a conflict between signals

of legitimacy and the criteria that buyers use to assess products.
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5 Discussion and Conclusion

5.1 Summary of Results

The main research question and three sub-research questions are addressed through research
findings by following the research analytical framework with within-case explanations from
each case and then cross-case analysis through cross-case synthesis and pattern matching

with the analytical framework (Yin, 2018).

5.1.1 Main Research Question

Finnish born-digital B2B SaaS firms use sustainability-related business model elements to
shape their international market entry strategies and assess entry possibilities. And
sustainability-related factors like value proposition, governance elements, and stakeholder
engagement methods determine the operational entry structure (Boons and Ludeke-Freund,
2013; Bocken et al., 2014; Evans et al., 2017; Geissdoerfer et al., 2018). On the other hand,
institutional and market conditions establish entry conditions and effective operational
models for their market entrance (North, 1990; Adner, 2017; Luo, 2022), while partner and
network-based relationships help convert sustainability-focused products into successful
market entry and initial business growth (Johanson and Vahine, 2009; Monaghan, Tippmann
and Coviello, 2020).

The six cases demonstrate that sustainability extends beyond product-level commitment
through their sustainability implementation. Sustainability shaped delivery routines and
governance and compliance measures and stakeholder-facing operations which form the
basis of entry operations. SBMI research shows that companies need to transform their entire
business model elements when they want to incorporate sustainability into their existing
business model because the new requirements create implementation challenges which need
coordination across the complete value network (Evans et al., 2017; Minatogawa et al., 2022;
Dormeier et al., 2024). Firms configure entry methods through three distinct methods which
include remote-first delivery and entity-light access and partner involvement instead of using

one standard digital business model which establishes international business operations
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through multiple pathways of development and operational setups (Knight and Cavusgil,
2004; Johanson and Vahlne, 2009; Monaghan, Tippmann and Coviello, 2020).

The configurations exist because of two factors which include both feasibility constraints
and institutional relationship pathways that provide access to credibility and legitimacy
(Johanson and Vahlne, 2009; Luo, 2022).

The research results demonstrate that sustainability-related business model factors drive
entry outcomes through two pathways which include feasibility conditions and relationship

mechanisms instead of producing one direct impact (Yin, 2018).

5.1.2 Sub-Research Question 1

Answer to SRQ1: Firms establish their entry operations by translating sustainability-related
business model considerations into remote-first and entity-light operating arrangements,
selective partner-assisted or hybrid entry configurations where access and local execution
are needed and governance-and-stakeholder routines that support credibility, coordination,
and compliance in target markets (Johanson and Vahlne, 2009; Boons and Ludeke-Freund,
2013; Bocken et al., 2014; Monaghan, Tippmann and Coviello, 2020).

Second, partner-assisted and hybrid entry configurations appear when local access,
credibility, or resourcing is required. The sustainability-related value propositions in these
cases create intermediary requirements where partners function as market access bridges that
enable local operations and assist early market development in remote or institutional-
intensive environments. The network perspective shows that access and embeddedness
determine the international market entry approaches which companies use to enter new
global markets (Johanson and Vahlne, 2009; Chetty, Martin and Bai, 2024).

Governance function as an entry requirement which companies must follow because it
functions as a basic compliance requirement. The governance routines of firms which
include their reporting abilities and data protection and privacy needs, and their standards
and certification procedures help organizations establish their legitimacy while maintaining
controlled entry operations in environments with strict regulations and procurement
practices. The SBMI research framework establishes governance as essential to

organizational development while internationalization studies show that governance and
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operational control needs become more demanding when organizations enter new

institutional environments (Geissdoerfer et al., 2018; Minatogawa et al., 2022).

The entry process includes stakeholder engagement through planned contact with important
players who either support or hinder market entry efforts through their work with climate-
focused government bodies and program participants and ecosystem collaborators and
institutional demonstration projects which create successful case studies. The research
shows that stakeholder engagement acts as an essential element which enables organizations
to create entry operations through their configuration process. According to SBMI research
stakeholder engagement serves as the essential element which enables organizations to
establish and maintain sustainable value streams throughout their network operations.
(Evans et al., 2017; Freudenreich et al., 2020)

5.1.3 Sub-Research Question 2

Entry feasibility is shaped by institutional and market conditions which exist in the target
context through their role as enablers and constraints which operate in buyer environments
and market conditions (North, 1990; Adner, 2017; Luo, 2022). Appendix 3 shows that the
factors of feasibility were not demonstrated in all the six cases, as an example
procurement/ecosystem conditions were only evidenced in one case. The reporting
requirements operates in two ways. The demand-pull function creates a need for
sustainability reporting which requires organizations to establish reporting and data
capabilities. The regulation also acts as an entry filter which prevents entry when compliance
costs exceed expected commercial value. Institutional theory states that formal requirements
determine which business activities organizations can perform. Recent research on
international business examines how digital cross-border regulations create operational
challenges (North, 1990; Luo, 2022). According to the finding, regulation factors were the

most frequently occurring feasibility condition throughout the cases (Appendix 3).

A sustainability focused product’s adoption and practical viability are influenced by its
market readiness. The concept of readiness requires specific operational definitions which
differ across various contexts. Because some situations connect readiness to institutional
development and operational requirements of public organizations that work on climate

initiatives while other situations link readiness to business operational standards, which
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include regional and linguistic customer requirements. According to the findings, it shows
that five cases demonstrate customer market readiness, suggesting that preparedness is
generally relevant but not universal throughout the sample (Appendix 3). The limited
implementation of social sustainability practices by private companies occurs when there
are insufficient regulatory frameworks because current market conditions show social
benefits, yet institutional forces and stakeholder requirements determine company behaviour
more than sustainability declarations do according to Evans and North (2017) and North
(1990).

Public procurement processes determine market access through two main factors which
include procurement methods and ecosystem conditions. Environmental conditions
determine whether organizations succeed by either assessing procurement criteria based on
sustainability benefits or following pricing and standard assessment methods which decrease
sustainable business advantages. The ecosystem view explains how outside organizations
and assessment frameworks determine what companies need to operate their businesses and
what markets they can serve (Adner, 2017). Appendix 3 illustrates that in only one situation
(Case F) procurement/ecosystem circumstances were crucial and there the other two cases
(A and C) involve in public sector, but they do not identify the procurement as the
predominant route to market. This suggests that this functions as a context specific feasibility
filter in tender driven, public sector buyer environments rather than a universal limitation in

all cases.

Data localization requirements create operational boundaries through their functions in both
governance systems and scalability processes. Data protection and compliance standards
determine how companies develop their hosting and infrastructure and reporting systems
which need to match international credibility requirements according to research that
connects governance and compliance requirements with international regulatory standards
applicable to software as a service environment (European Union, 2016; Luo, 2022). The
process of adapting to local cultures and service needs together with multilingual
requirements and co-creation expenses creates higher resource requirements for entry which
decreases the capacity of the entity-light model to scale operations. The research shows that
digital delivery methods cannot eliminate the need for businesses to meet local needs and
institutional requirements (Johanson and Vahlne, 2009; Luo, 2022). According to the

findings (Appendix 3), data/localization requirement are evident in three cases, indicating
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that this feasibility constraint becomes important under certain demand related to

localization, regulations or service adaptation rather than in all entry contexts.

5.1.4 Sub-Research Question 3

International business growth depends on customer and partner and network relationships
which create conversion pathways that transform sustainability-focused products into actual
market entry through partner networks and customer development activities and program
activities and networked opportunity recognition and trust building activities (Johanson and
Vahlne, 2009; Monaghan Tippmann and Coviello, 2020).

Partners act as bridges that provide access to resources needed to establish local credibility
and execution capacity. The company can use partner resources to enter new markets while
maintaining its entity-light business model because partners help the company enter markets
according to the network theory which states that partners help reduce market exclusion

while enabling market entry (Johanson and Vahlne, 2009).

Demand from customers develops through co-development initiatives and through the
customer demand process which operates under conditions of regulatory uncertainty.
Collaborative efforts during this process help businesses to transform emerging
requirements into reliable product capabilities that enable them to enter new markets and
achieve initial growth. The research shows that organizations use sustainability-oriented
solutions through their iterative process of capability development instead of using

sustainability solutions through their design decisions (Minatogawa et al., 2022).

Programs and accelerators function as organized pathways which enable participants to
access new opportunities and establish connections while gaining validation of their business
activities. The two elements together create two pathways which enable people to enter
through this system because they need help to reach their destination, yet the system needs
to establish better methods for creating network connections which help people access

internationalization systems (Johanson and Vahine, 2009).

People enter markets through network systems which help them find business opportunities
when they choose their first market entry point. Internationalisation processes depend on

networks which help develop business opportunities to create two pathways which lead to
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market entrance through relational access and solution-need fit which establishes
partnerships with international business development (Johanson and Vahline, 2009; Chetty,
Martin Martin and Bai, 2024).

Trust and legitimacy act as prerequisites for conversion, particularly in institutionally
mediated contexts. The combination of pilots and institutional initiatives plus references and
external standards creates credibility support yet procurement evaluation criteria can restrict
sustainability rewards which results in a mismatch between legitimacy signals and
purchasing choices because institutional and ecosystem regulations prevent legitimacy from
becoming marketable value (North, 1990; Adner, 2017).

Last but not least, the five mechanisms mentioned above match the four relationship
mechanisms constructs of the analytical framework through their respective connections
which follow the paths customer pull/co-development corresponds to customer pull, partner
bridging corresponds to partner access, pilots/references/standards correspond to reference-
based legitimacy, and programs plus network-based opportunity recognition correspond to
opportunity windows. The analytical framework maintains its structure because the mapping

technique bridges both empirical evidence and its detailed level from cross-case research.

5.2 Theoretical implications

The research examines how sustainability business model design impacts market entry
processes for Finnish B2B SaaS companies which have emerged as digital enterprises.
Chapter 2 identifies some gap: prior research offers strong explanations of SBMI dimensions
and digital market entry processes separately but provides limited clarity on how SBII
decisions influence entry path selection and market entry choices and institutional
constraints (e.g.. GDPR/reporting) which require market entry adjustments. The analytical
framework therefore models three linked mechanisms entry configuration (SRQ1),
feasibility conditioning (SRQ2), and relationship mechanisms (SRQ3) and the findings

support this integrated explanation through cross-case pattern matching.

e SBMII is enacted as entry-operational capability, not only as value proposition

positioning
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The implementation of SBMI occurs through the establishment of operational entry
capabilities that create value for customers. This aligns with SBMI research that
conceptualises sustainability as embedded across multiple business model elements rather
than as a standalone CSR label or communication layer (Boons and Lideke-Freund, 2013,;
Bocken et al., 2014; Geissdoerfer et al., 2018). The implementation of SBMI requires
multiple organisational changes because sustainable practices affect value delivery and
governance systems in addition to value proposition design (Boons and Ludeke-Freund,
2013; Geissdoerfer et al., 2018). The findings show that firms use sustainability to create
value through their delivery processes which include remote-first delivery methods and
operational practices that reduce travel and through their governance and compliance
processes which include reporting capability and standards/certification signalling and data-
protection-related infrastructure decisions. These findings extend SBMI work by showing
how sustainability becomes operationalised at the market-entry stage through delivery
routines and governance capability which exists beyond strategic intent or positioning
(Palmié et al., 2024).

The findings therefore strengthen SBMI discussion in born-digital environments by
demonstrating that sustainability functions as an operational capability that firms embed
within delivery systems and governance practices instead of treating it only as a strategic
statement. This also speaks to the systematisation gap highlighted in digital-sustainable
business model research by providing entry-stage evidence of what implementation entails:
repeatable remote-first routines, credibility infrastructure, and compliance readiness when
firms seek to enter institutionally demanding B2B markets (Palmié et al., 2024; Troshani
and Rowbottom, 2024).

e Digital internationalisation changes “how” entry is done, but does not remove

outsidership, legitimacy, and institutional constraints

Digitalisation enables international reach with lower physical investment, but digital reach
does not automatically replace market-specific learning, credibility building, and network
positioning because firms still need to develop embeddedness while facing the liability of
outsidership particularly in B2B environments (Johanson and Vahlne, 2009; Monaghan,
Tippmann and Coviello, 2020; Vadana et al., 2021). The study results show that institutional
and ecosystem factors which include regulation and reporting requirements, and

procurement logics and credibility thresholds determine the conditions which allow entry to
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be viable in accordance with this perspective (North, 1990; Adner, 2017; Luo, 2022). The
conversion process also requires trust and legitimacy pathways such as pilots and references
and external standards which is in line with prior work emphasising that credibility signals
and relational mechanisms remain central in digital internationalisation (Johanson and
Vahlne, 2009; Casidy and Yan, 2022). The study establishes sustainability- and
procurement-specific findings because research shows that price-weighted procurement
tenders create barriers which stop sustainability legitimacy signals from affecting selection
outcomes despite existing credibility-building efforts.

According to the study, businesses can use entity-light and remote business model to
overcome operational constrains due to the digital affordances. The prerequisites for their
viability are established by the operational criteria for organizational buyers who must
adhere to institutional regulations and perform sustainability assessments and reporting
(Johanson and Vahlne, 2009; Luo, 2022). In this way, the study complements born-digital
internationalisation research by specifying how institutional rules and procurement
evaluation logics can intensify the need for legitimacy-building and shape which digital
entry configurations remain feasible in sustainability-oriented B2B contexts (Adner, 2017;
North, 1990).

e Entry in born-digital B2B SaaS is a configuration problem, and SBMI shapes
which configurations are feasible

Entry in born-digital B2B SaaS contexts often involves multiple arrangements rather than a
single discrete entry-mode choice, including direct digital engagement, partner-assisted
entry, hybrid approaches, and remote-first setups. This research establishes that international
business studies now analyse digital platforms as entry modes which extend beyond
established entry modes according to Robles, EI-Ansary and Root (1988) and Brouthers et
al. (2022) and Stallkamp and Schotter (2021). Consistent with this configuration view, the
cross-case results show that firms assemble different combinations of remote-first delivery,
entity-light access, and (where needed) partner involvement based on relationship pathways
and feasibility conditions, reflecting the continuing importance of network positioning and
market access mechanisms in internationalisation processes (Johanson and Vahlne, 2009;

Monaghan, Tippmann and Coviello, 2020).
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The findings provide empirical support for configuration-based theorising by demonstrating
that sustainability-related business model considerations shape which configurations
become valid options for implementation. The remote-first/direct approaches become
unworkable when SBMI considerations which include value delivery and
governance/compliance need to be performed through partner-assisted or hybrid
configurations to meet market requirements for credibility and compliance and operational
needs. This research extends SBMI literature through its demonstration of how sustainability
factors which exist in business model components (Boons and Lideke-Freund, 2013;
Geissdoerfer et al.,, 2018) create selection pressures that determine which entry

configurations become possible under various feasibility situations (Palmié et al., 2024).

e Feasibility conditions function as both demand creators and entry filters, with
procurement and data/localization as binding constraints

The process of market entry assessment requires evaluation of institutional factors together
with market conditions which include regulations, reporting obligations, customer readiness
for the market, data needs, localization rules, and existing procurement practices and
ecosystem dynamics. This research supports institutional theory and ecosystem theory
because these frameworks show that formal regulations together with environmental
dependencies determine which business operations companies can successfully conduct in
various markets. The research results demonstrate that regulatory and reporting requirements
create two opposing effects because they establish demand for reporting and compliance
capabilities, but they require companies to perform additional work for compliance and
reporting requirements. This extends earlier discussions of institutional constraints by
specifying how sustainability-related reporting demands operate both as market opportunity

signals and as entry filters for born-digital SaaS firms.

Procurement regimes also shape feasibility by influencing whether sustainability value can
be converted into purchasing outcomes. The tender evaluation method which uses price as
its primary assessment tool prevents the selection process from recognizing sustainable
value and legitimate certification signals since companies invest their resources to build their
trustworthy and compliant business operations. As mentioned in 5.1.3, procurement was
crucial in Case F, and Cases like A and C were merely referenced but not framed as the
dominant route to market. This validates an analytical generalization that procurement

functions not as a universal constraint across all born digital SaaS entry contexts, but rather



98

as a context specific feasibility filter like tender driven, public sector buyer situations. The
established link between sustainability legitimacy and market access expansion shows that
public-sector B2B businesses use procurement logics to restrict their environmental
sustainability benefits. The operational choices of hosting and infrastructure selection
together with compliance thresholds depend on data localization regulations and governance
requirements while these elements determine the effectiveness of upcoming localization
initiatives. The research shows that digital operations across borders still depend on the laws
of different regions and their governance systems while these laws shape the specific
architectural and delivery choices made for SaaS market entry (Luo, 2022). As mentioned
in 5.1.3, data/localization requirements was found in three cases, indicating that feasibility
constraint becomes important under certain demand related to localization, regulations or
service adaptation rather than in all entry contexts. The research results show that feasibility
functions as a combination of institutional factors and ecosystem elements which create two
opposing effects that permit market entry while imposing compliance challenges and
procurement assessment standards that block market entry. The most significant constraints
which exist across different cases in institutionally mediated B2B markets that operate in
public sector environments center on procurement methods and data requirements which
determine both the ability to proceed and the efficiency of sustaining a remote-first business

model with minimal physical presence (North, 1990; Adner, 2017).

e Stakeholder engagement links SBMI to relationship mechanisms pathways and

functions as an entry capability

Delivering sustainable value across networks depends on stakeholder engagement, which is
widely recognised as a central SBMI dimension because sustainability value is created,
delivered, and verified through multi-actor systems rather than within the focal firm alone
(Boons and Lideke-Freund, 2013; Valkokari et al., 2016; Geissdoerfer et al., 2018).
Consistent with this view, the findings show that firms use stakeholder engagement to
establish access and legitimacy through programs, partners, ecosystem participants, and
institutional pilots and references. The execution of these engagement activities enables
organizations to establish their sustainable products in markets because these activities
generate credibility which decreases their ability to enter specific markets. This system
connects SBMI elements from the left side to their entry outcomes on the right side through

stakeholder engagement which creates relationship pathways for organizations to develop
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their access. The findings strengthen this linkage by demonstrating that stakeholder
engagement operates as an entry capability in born-digital B2B SaaS contexts because it
helps firms build credibility for cross-border entry through pilots, reference building,
program participation, and ecosystem positioning. The research shows actual operation of
Finnish sustainability governance together with networked value creation, and it illustrates
how stakeholders use their engagement to enter international markets rather than
implementing domestic governance practices (Valkokari et al., 2016; Sahamies and
Welinder, 2024). Nevertheless, thesis explain how SBMI factors affect international entry
results in born-digital B2B SaaS through three interconnected processes like SBMI
execution through operational delivery and governance routines, feasibility conditioning
through institutional and ecosystem constraints, and relationship pathways involving
customers, partners, and networks that enable conversion into realised entry.

Through cross-case analysis findings support the integrated logic of Figure 1 and address
the micro-level gap identified in Chapter 2 regarding how SBMI considerations translate
into concrete entry configuration and feasibility decisions in born-digital SaaS firms (Yin,
2018; Palmié et al., 2024).

5.3 Managerial implications

The research results give Finnish B2B SaaS companies which develop sustainable digital
products and sustainable business practices to follow a framework for making operational
decisions. The results show three entry configuration patterns which were observed in
multiple cases of the study first scientific research question (SRQ1) which examined entry
configuration patterns and second scientific research question (SRQZ2) which analysed
feasibility conditions and third scientific research question (SRQ3) which studied

conversion mechanisms of sustainability in international business.

First, managers require sustainability to be treated as an entry-configuration design problem
because it extends beyond its role in marketing and positioning. The international entry
process requires CEOs and commercial leaders to establish remote-first work routines
together with scalable onboarding methods and operational practices which create minimal
environmental impact. The creation of an "entry operating playbook™ which establishes

standard procedures for remote-first sales and delivery operations will enable organizations
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to determine their requirements for local capabilities through the use of selective local
arrangements instead of immediate subsidiary establishment. The approach enables
lightweight operations which maintain credibility during times when organizations must

demonstrate their commitment to sustainable operations and reliable service delivery.

The managers believe that regulation and reporting capability function as essential market-
entry assets which determine whether a business can enter a new market. Product and
compliance owners can establish a simple “regulatory radar” (for example, quarterly
scanning of reporting and compliance requirements in target regions) and translate those
signals into a dedicated product backlog stream for reporting functionality auditability and
tender-ready documentation. The threshold rules which managers establish through their
explicit rules will determine when compliance costs become higher than the benefits which
markets provide. The recommendation demonstrates how regulation creates market demand

which functions as an entry barrier when companies need to make extensive changes.

The managers need to establish data and localization requirements from the outset because
these elements serve as essential components for their feasibility assessment and governance
framework. The Chief Technology Officers together with compliance owners must create
fundamental data protection standards and contractual security requirements which will
determine their cross-border infrastructure and hosting choices. The managers establish
localisation boundaries which enable scalability by determining which languages need to be
supported and what degree of service or co-creation modifications will be tolerated. The
market-entry decision template uses infrastructure and data requirements together with
localisation needs and expected value to show all existing limitations which will stop any
unscalable commitments. The findings demonstrate that governance requirements establish
credibility in particular situations while the demands of localization make digital delivery

through born-digital channels more challenging to execute.

The managers select partners who will serve as access points between different organizations
while they establish partner interface controls which maintain sustainability credentials and
service excellence. The partnership and sales leaders can create basic partner selection
requirements which evaluate partner capability compatibility and access to their preferred
customer base while they develop a fundamental governance framework which defines
partner responsibilities and reporting requirements and service benchmarks. The process

eliminates situations where partner-based scaling creates trust problems which lead to
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inconsistent service delivery. The cross-case pattern shows that partner-assisted or hybrid
entry becomes necessary in situations that demand local access and resourcing, yet it

establishes a governance boundary which needs continuous management efforts.

next, the managers create an intentional path for building trust which, through initial
activities, establishes their organization as trustworthy enough for future expansion. In
markets that rely heavily on trust and institutional processes, pilot programs and reference
materials serve as essential conversion tools instead of being used for promotional purposes.
Customer success and sales teams can structure pilots as evidence-generation projects that
include specific success metrics and required documentation and transform pilot results into
reference assets which facilitate future growth. The reference pipeline management process
helps organizations turn their initial institutional pilots into market credibility indicators that
support wider market penetration. The process of creating legitimacy through pilot programs
and reference materials leads to market expansion because these elements serve as essential

building blocks which require further development.

Lastly, managers align sustainability commercialization with procurement realities. The
public tendering process does not automatically reward sustainability value because it uses
price-weighted evaluation criteria which limit its recognition. Sales and bid owners can
therefore prepare a tender evidence pack that translates sustainability into evaluation-
relevant terms such as compliance assurance, implementation reliability, risk reduction, and
measurable performance outcomes. The accessibility of sustainability information in the
buyer's decision model increases the possibility that sustainability will become a deciding
factor for procurement choices during times of price fluctuations. The existing tension
between sustainability credentials and procurement requirements leads to this
recommendation. Managers of organizations use programs and accelerators as planned
windows of opportunity while they avoid using unplanned access to these resources. Smaller
companies can use structured programs to establish connections, gain recognition, and
access entry points for their ecosystems. To implement our practical approach, we establish
a program pipeline that matches our target regions and buyer ecosystems, we designate
responsibility for applications and follow-up tasks, and we create a conversion process that
transforms program contacts into pilot leads and partner discussions and procurement

opportunities. The recommendation establishes programs and accelerators as access points
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that help organizations build their legitimacy to enter markets which they normally cannot

enter directly.

5.4 Limitations and future research

This study uses multiple case studies to conduct qualitative research about six Finnish-born
digital B2B SaaS companies. The research design enables in-depth exploration and pattern
development across different cases, yet it fails to deliver statistical generalizability. The
findings present analytical generalizations which depict mechanisms and patterns that exist

in the studied conditions according to established case study procedures.
e Data and method-related limitations

The research uses three different evidence sources which include interviews and company
websites to establish construct validity through NVivo coding which provides a documented
system that connects evidence to its analysis. The evidence from interviews shows how
people think about events while their case studies need to be considered because certain
companies only provide information through a single interview. The system generates
limitations which prevent complete measurement of both internal conflicts and specialized
functional viewpoints that exist between product development and sales activities and
compliance requirements. The website material functions as a controlled communication
platform that shows specific business positioning and success stories, which means that
website triangulation can enhance contextual understanding, but it cannot replace
independent documentary evidence which includes procurement documents and internal

strategy materials.

The study faces restrictions on data reporting because of two factors which include
participant anonymity requirements and specific reporting limitations. The need to protect
participant confidentiality limits reporting of certain commercially sensitive details (e.g.:
precise partner identities, customer names, or detailed market entry timelines). The research
will establish stronger ethical standards through this approach which limits the detailed
description of certain operational mechanisms including procurement dynamics and partner

governance across different cases.
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The research case set represents sustainability through different environmental and social
sustainability approaches which create broad coverage but make direct comparison difficult
because sustainability functions differently in different contexts. The Finnish context
establishes specific feasibility conditions through which institutional readiness and
procurement practices and ecosystem access channels determine transferability to other

national settings that require additional comparative research.
e The study uses a non-longitudinal design which creates a temporal limitation

The study is not longitudinal. The study needs longitudinal design because it aims to track
three factors which include entry configurations and governance capabilities and relationship
mechanisms throughout time as regulations and partnerships and procurement systems
develop. The findings show mechanisms which researchers observed during data collection

but do not demonstrate the complete development of mechanisms through all entry stages.
e Limited recent empirical research

Recent empirical research has not explored the specific intersection between sustainability-
related business model requirements and international market entry strategies of born-digital

B2B SaaS companies.
Future research directions

Future research could extend this work in four directions which derive from both the
framework and the established boundary conditions.

The first research approach uses longitudinal case studies to track sustainability-related
governance capability development and entry configuration changes which occur during

multiple market entries.

The second research approach uses gquantitative research designs to validate the proposed
framework through the operationalization of SBMI dimensions and feasibility conditions
and relationship mechanisms and entry outcomes across a larger sample of born-digital B2B
SaaS firms. This would allow assessment of which mechanisms are most strongly associated

with entry speed and scope and performance under different feasibility regimes.

The third research method uses comparative cross-country studies to determine whether

identical feasibility constraints and relationship mechanisms exist outside Finland while
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showing how institutional factors like procurement regimes and regulatory enforcement and

ecosystem maturity affect sustainability-oriented SaaS entry configurations.

The research focuses on how sustainability gets implemented through tender criteria while
analysing how suppliers present sustainability value as evaluation-proof evidence in public
and quasi-public purchasing fields. The direction becomes essential because sustainability
legitimacy signals create tension with price-weighted tender evaluation, and it enables
analysis through supplier-side and buyer-side perspectives which include tender documents

and procurement officer interviews and bid-evaluation analysis.
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Appendix 1: Interview guide

Section 1: Background
(Purpose: Understand the company profile and internationalization journey)

1. Could you briefly describe your company’s core SaaS offering and your role in the
company? (What the firm does (their SaaS), what the interviewee does)

2. From which markets did you first acquire international customers, and why did you
start with those? (First international markets and why those were chosen.)

3. What channels or strategies did you use to expand into international markets?
(channels they used direct sales, partners, digital channels, etc.)

Section 2: SBMI Dimension—Specific Questions
1. Value Creation

4. How does your SaaS product contribute to sustainability either internally (e.g. carbon
footprint, energy use) or for your B2B clients?

5. Are there any features or functionalities specifically designed to help your customers
meet their ESG goals (Environmental, Social, and Governance)

2. Value Delivery

6. In delivering your service to customers across borders, have you adopted any
sustainable practices (e.g. cloud infrastructure choices, localization, cross-border
delivery practices)?

7. How do you ensure that your delivery model (e.g. APIs, platforms, support systems)
aligns with your sustainability commitments?

3. Value Capture

8. Do sustainability considerations influence your pricing model? (e.g. ESG-linked
pricing, green pricing tiers)

9. Have you used sustainability or ESG benefits as part of your brand positioning or
value proposition in global B2B markets?

4. Governance and Compliance (understand responsible governance (very relevant for
SaaS).

10. What steps have you taken to ensure ethical and responsible practices (e.g. data
privacy, algorithm transparency, energy use)?

11. How do you monitor compliance with ESG-related laws and standards across your
target markets? (How they track ESG laws/standards across markets.)

5. Stakeholder Engagement
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12. Do you involve customers, partners, or investors when designing sustainability
features or ESG-related goals?

13. Can you share any example where stakeholder input influenced your product or
market entry approach?

6. Operational Model

14. How has your internal operational setup (e.g. DevOps, infrastructure, remote work)
been optimized for sustainability?

15. Have you made specific decisions (e.g. server location, vendor selection) based on
ESG factors?

Section 3: ESG Impact on Market Entry Strategy

16. How do sustainability or ESG factors influence your decision to enter a particular
market? / How do sustainability or ESG considerations influence your market
selection and entry timing when choosing new international markets

17. Have regulatory frameworks (e.g. EU taxonomy, local ESG laws) affected your entry
strategy or timelines?

18. Have you faced challenges aligning your sustainability goals with local partner
expectations in new markets?

Section 4: Institutional & Cultural Considerations

19. How do cultural differences or local norms shape how you present your sustainability
efforts to customers in different countries?

20. Are there markets where ESG is more important to customers than others?
How does that affect your strategy?
Section 5: Looking Ahead

21. How do you see the role of sustainability evolving in your future international
growth? (will sustainability shape future growth?)

22. What support or collaboration do you think would help SaaS startups like yours scale
sustainably in global B2B markets?

Section 6: Market Entry Strategy — Theory-Driven Questions

23. When expanding internationally, do you follow a gradual market entry process
(starting with nearby or low-risk markets) or enter multiple markets rapidly? Why?

24. What criteria do you use to select which markets to enter first (e.g. customer demand,
partnerships, regulations, digital readiness)?

25. Which market entry modes have you used (e.g. direct sales, partnerships, local
subsidiaries, reseller networks), and what influenced these choices?
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217.

28.

29.

30.
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Have you adapted your SaaS product, pricing, or delivery model for specific markets
during entry? If so, how?

How do you balance speed of international expansion with the need to build trust and
credibility in each market?

Have digital channels (e.g. online marketing, self-service onboarding) reduced your
need for physical presence in new markets?

How do you evaluate and manage risks (regulatory, competitive, cultural) before
entering a new country?

Looking back, would you change your market entry approach for any market you’ve
already entered? Why?



Appendix 2: Case companies and the data collection method

Table 2: Primary data collection
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Case Company Role of interviewee Method Duration
Case A Chief Business Officer Online 55 min
Case B CEO Online 45 min
Case C Chief Innovation Officer Online 59 min
Case D Head of Government Relations | Online 40 min

and Partnerships
Case E CEO Online 50 min
Case F Sustainability Coordinator Online 40 mins
Table 3: Secondary data collection
Secondary Extracted / checked data Purpose in Amount
source type analysis
Company Product offering; value Context 6 websites (one per
websites proposition; target customer building, case)
(official segments; partner/ecosystem verification,
public signals; publicly shared extension of
pages) sustainability/responsibility interview
information information
Publicly Example documentary sources | Triangulation, | Documentary
accessible | used for triangulation alongside | corroboration sources explicitly
documents | interviews (e.g., of case logged in case
(case- sustainability/EMS documents; | descriptions memos (Case A
specific) company decks/briefs) and Environmental
mechanisms Management System
Document; Case B
company deck/brief
PDFs; Case B
company deck/brief
PDFs)




Appendix 3: Elements in four main variables across the cases
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Case SBMI Relationship Feasibility elements Entry
elements mechanisms discussed configuration
discussed elements elements

discussed discussed
A Value Reference- Regulation & reporting Direct entry,
proposition, based requirements, Customer Remote-first
Value delivery, | legitimacy market readiness setup,
Governance & Pilot/reference-
compliance, led expansion
Stakeholder
engagement

B Value Partner access | Regulation & reporting Partner-assisted
proposition, requirements, Customer entry, Hybrid
Value delivery, market readiness entry
Governance &
compliance

C Value Customer pull, | Regulation & reporting Remote-first
proposition, Partner access | requirements, Customer setup, Customer-
Value delivery, market readiness, following
Governance & Data/localization expansion,
compliance, requirements Hybrid entry
Stakeholder
engagement

D Value Opportunity Regulation & reporting Direct entry
proposition, windows requirements, Customer
Governance & market readiness,
compliance Data/localization

requirements
E Value Opportunity Regulation & reporting Direct entry,
proposition, windows, requirements, Customer Remote-first
Value delivery, | Reference- market readiness, setup,
Stakeholder based Data/localization Pilot/reference-
engagement legitimacy, requirements led expansion
Partner access

F Value Partner access, | Regulation & reporting Partner-assisted
proposition, Reference- requirements, entry, Hybrid
Governance & | based Procurement/ecosystem entry, Remote-
compliance, legitimacy conditions first setup
Stakeholder
engagement,
Value delivery
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This tables indicate that not all elements of the four main variables were represented in every
cases. Especially, there were some situations were interviewee not able to disclose due to

the rules and the topics are beyond the scope.
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Appendix 4: Internationalisation journey of case company

Case Internationalization journey

A After Finnish pilots, first international customer was Saint Paul, Minnesota, USA;
mostly direct sales, remote delivery, no separate US entity, later using employer-
of-record for US-based work.

B Finland was treated as a test market; they initially focused outside Finland because
product was in English, and they had potential customers abroad. Market choice
was based on receptiveness, practicality, and networks.

C First pilots were in Sweden; currently negotiating a Nordic-Baltic deal; expansion
follows existing international customers and partnerships.

D First market was Switzerland, around 10 years ago, entered through a good
connection/direct sale.

E Internationalization is early-stage; follows accelerator/scaling programmed
opportunities; connections in Tallinn, Austria, Germany, and Italy; currently one-
by-one and mostly direct sales/warm partner interest.

F Expanded to Estonia and Iceland through local partners; local resources helped
reduce entry difficulty.




Appendix 5: Summary of articles
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Source Theory / stream Study type (first Key construct(s) taken
step) from source
Aaltonen- | Entry modes & digital | Empirical — | Entry  mode  choice
Raisénen internationalization qualitative  (case | factors: product
(2020) (SaaS); resource-based, | study; interviews) | standardization; self-
network, transaction cost service model; trust &
perspectives (as used in credibility; distance;
thesis) risk/commitment/control;
resources offered by
digital marketplaces
AllahRakh | Regulation &  cross- | Empirical — | Regulatory/legal
a (2023) jurisdiction compliance in | qualitative obstacles: data
digital/FinTech  market | (document sovereignty;
entry analysis; includes | interoperability; licensing
interviews per | barriers; talent
intro) acquisition;
unharmonised regulatory
principles across
jurisdictions
Appiah et | Born-digital /  early | Systematic N/A  (review). Core
al. (2025) | internationalisation & | literature review | constructs: digitalization;
digitalisation (review | (content synthesis) | early internationalization;
synthesis) theories/constructs  used
in reviewed studies
Gong et al. | Platforms / ecosystems & | Systematic N/A  (review). Core
(2024) internationalisation literature  review | constructs: digital
(review) (content analysis; | platform  use;  firms’
vote-counting) internationalisation;
platform-based entry
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Asemokha | Internationalisation & | Empirical — | Network capability (1V)
et al. | networks; dynamic | quantitative
(2020) capabilities; business | (survey;
model innovation regression;
mediation)
Bashiretal. | SBMI; dynamic | Empirical — | SBMI (latent construct;
(2022) capabilities; quantitative (scale | dimensions reported:
measurement/validation | development  + | sustainable value
validation; PLS- | proposition  innovation,
SEM) sustainable value creation
& delivery innovation,
sustainable value capture
innovation)
Berg et al. | Finland sustainability | Policy / public | Sustainable development
(2019) governance context report (evaluation) | policy system;
governance
arrangements;
coordination and
monitoring
Chabowski | Sustainable international | Review & | Construct:  sustainable
et al. | business model | synthesis with | international business
(2025) innovation; circular | bibliometric/co- model innovations (CE
economy; international | citation analysis | business models: circular
marketing; (WQOS; MDS) inputs, sharing platforms,

standardization/adaptatio

n

product-as-a-service,

product use extension,
resource recovery);
international resource
design; institutional
context;

standardization/adaptatio

n
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Engblom SaaS scaling / digital | Master’s  thesis | Scaling patterns; go-to-
(2025) internationalisation (empirical; market  configurations;
(Nordic context) method to verify) | trust  building; local
presence hubs (as used in
thesis)
Evers et al. | Business model | Systematic Business model
(2023) innovation & | literature review innovation constructs in
internationalisation internationalisation
(review) literature (review)
Forsberg & | International Empirical — | Five  components  of
Hulsink entrepreneurship;  born | qualitative internationalization
(2024) global vs born regional; | (multiple-case strategy: speed & scope;
entry  strategies in | study) drivers; international
digital/FinTech context market selection; market
entry mode; challenges
Grimstad et | Scalable business model | Empirical — | Product-market fit; global
al. (2025) | innovation (SBMI); | quantitative mindset; customer
scale-ups; international | (survey; PLS- | switching costs;
entrepreneurship SEM) entrepreneur proactivity;
entrepreneur networking;
SBMI
Klimchuk | Born-digital /  SaaS | Empirical — | Drivers of
(2019) internationalisation (case | qualitative (case | internationalisation; entry
evidence) study) [preprint] decisions (case evidence)
Koskinen Market selection & born- | Master’s  thesis | Market selection criteria;
(2022) digital (empirical; opportunity triggers;
internationalisation method to verify) | resource constraints
Lahtinen Environmental evaluation | Master’s  thesis | Environmental  criteria;
(2025) [ sustainability criteria | (empirical; evaluation measures

(context)

method to verify)
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Lanu Data  governance /| Thesis / report | Marketing data
(2024) marketing data changes | (method to verify) | adaptation under
(SaaS context) privacy/data changes;
data handling practices
Lyytiméki | Sustainability transition; | Empirical — | Finnish SD policy
et al. | policy effectiveness; | qualitative  (case | components  (strategies,
(2025) Finland sustainable | study; document | institutions,  practices);
development governance | analysis + | societal uses of
participatory knowledge; policy
observation/inside | effectiveness
r action research) | limitations/opportunities
Martin, Knowledge-based view + | Empirical — | Foreign  market entry
Chetty & | network approach to | quantitative (FME) knowledge (1V)
Bai (2021) | internationalization (survey; SEM)
(SMEs) with  qualitative
pre-study
Ochieng Platforms / ecosystems & | Review / research | N/A (review). Factors
(2024) internationalisation agenda influencing platform firm
internationalisation
(themes)
Ojala et al. | B2B digital platforms & | Conference paper | Cross-national distance;
(2020) internationalisation (empirical; digital characteristics
method to verify)
Palmié et | Digital-sustainable Systematic N/A (review). Digital-
al. (2024) | business models (SBMI + | literature review sustainable BM
digitalisation) definition; framework
constructs; research gaps
Ruippo Partners / wvalue co- | Master’s  thesis | Implementation partner
(2021) creation in SaaS (B2B) (empirical; role; value co-creation;

method to verify)

partner-enabled delivery
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Sahamies | Public governance; | Empirical — | Orchestration

& Welinder | digital government | qualitative  (case | mechanisms;

(2024) platforms; multisided | study with mixed | preconditions and barriers
platforms; circular | qualitative for publicly provided
economy ecosystems materials + user | multisided platforms

survey) driving circular economy
ecosystems; platform
governance and
coordination

Saikkonen | Sales process | Master’s  thesis | Sales process practices;

(2024) development in B2B SaaS | (empirical; lead handling; pipeline

method to verify) | management

Vainio Entry modes & | Thesis (Theseus | Entry mode choices;

(2025) challenges (SaaS) repository; method | market entry challenges

to verify)

Valkokari | SBMI / networked value | Industry research | Sustainable business

et al. | creation (Finland cases) | report /  case | practices; value networks;

(2016) collection stakeholder alignment

Vanninen | B2B SaaS go-to-market | Master’s  thesis | Sales, marketing,

(2022) configuration (empirical; customer success
(sales/marketing/CS) method to verify) | configuration;  efficient

expansion
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Appendix 6: Synthesis and Research Gap

Chapter 2 has reviewed two largely parallel bodies of literature that are both central to this
thesis. The first concerns SBMI, which offers a structured lens for explaining how
sustainability is embedded in business models for instance through sustainability-oriented
value creation and governance mechanisms (Valkokari et al. 2016; Sahamies and Welinder,
2025). SBMI in Finland exists as a collaborative process which enables multiple
stakeholders to create and manage sustainability value throughout their various business
ecosystems and operational networks (Valkokari et al. 2016). The second body of literature
concerns internationalization theory, including the Uppsala, born-global/INV, and network
perspectives. Together, these approaches explain how firms reduce uncertainty and expand
across borders through market learning, incremental commitments, and relationship-based
growth. Increasingly, these theories are also applied to digitally mediated firms, where
international expansion may proceed faster and become more platform and partner

dependent than in more traditional settings.
What the reviewed literature explains well

Across the SaaS and digital internationalization literature, market expansion is consistently
described as a configuration problem. Businesses establish their target markets and then
develop a go-to-market system which links their sales force and marketing team and
customer success department and partnership network to the customer journey and necessary
local presence (Vanninen, 2022; Saikkonen, 2024). The Nordic B2B SaaS market indicate
that companies depend on digital channels and inbound or product-led growth methods while
establishing local presence through specific hubs which help them build trust with enterprise
customers (Engblom, 2025; VVanninen, 2022). The research stream about entry modes shows
how hybrid pathways create business systems which use non-equity partnerships together
with ecosystem relationships to support direct exporting. In this framing, “mode” is treated
as a spectrum rather than a single discrete choice (Aaltonen, 2024; Ruippo, 2021). Market
selection is similarly presented as a staged process: firms screen markets using criteria such
as customer fit, sales feasibility, and resource constraints, while also recognizing that born-

digital firms will use their existing network connections and early consumer demand to
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decide their market entry locations instead of following formal country evaluation

procedures (Koskinen, 2022).

The Finnish sustainability governance literature establishes a proper context which explains
why Finnish companies must meet sustainability standards and demonstrates how national
systems manage sustainability practices. Finland’s sustainable development policy system
is described as relying on a networked coordination model, including a coordination
secretariat hosted at the Prime Minister’s Office and multi-stakeholder participation
arrangements (Berg et al., 2019; Lyytiméki et al., 2025; Sahamies and Welinder, 2024).
However, this governance model is also portrayed as complex and as requiring ongoing
development to strengthen coherence, monitoring, and cross-level coordination (Berg et al.,
2019). In parallel, Finnish “forerunner” business cases indicate that sustainability strategies
and business models often depend on orchestrating value networks and aligning stakeholder
interests, rather than focusing only on internal firm-level optimisation (Lyytiméaki et al.,
2025; Sahamies and Welinder, 2024; Valkokari et al., 2016).

What remains underexplained

The research project which develops its business model from Finnish case studies,
investigates three main factors through ecosystem value creation and stakeholder alignment
and governance complexity, yet fails to establish connections between its SBMI mechanisms
and criteria used for international market selection and entry mode design in digital B2B
environments (Valkokari et al., 2016). The second SaaS internationalization research
provides complete scaling patterns, which include details about how customers interact with
products and how partners fulfill their responsibilities, yet sustainability functions as two
different aspects of business operations instead of constituting fundamental business model
elements which determine market selection and entry execution (Engblom, 2025; Ruippo,
2021; Vanninen, 2022). B2B SaaS companies experience changes in their marketing
strategies and data management practices, because new data privacy regulations from
multiple jurisdictions create compliance obligations that affect their data protection and
privacy policies (Lanu, 2024). However, this regulatory insight is seldom connected to SBMI
logic for example, governance and stakeholder engagement as sustainability capabilities or
to international entry decisions such as partner reliance, localisation intensity, or data

architecture choices.
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The analysed sources demonstrate that SBMI dimensions have clear definitions while digital
market entry processes receive satisfactory explanation, but it remains unknown how these
two elements interact at the micro level within Finnish born-digital B2B SaaS international
market entry research. The academic literature currently lacks proper explanation about
which SBMI dimensions become important business elements during market entry and how
these dimensions develop into market selection criteria and which entry mode adjustments
occur because of regulatory requirements and institutional restrictions such as GDPR and

CSRD sustainability reporting standards.
How this gap motivates the research model

The thesis uses an integrated approach to analyse business model sustainability requirements
as multiple capabilities that determine international market entry results for Finnish B2B
SaaS companies which started in the digital era. The study uses analytical framework (Figure

1) to show how this process develops through three interconnected processes.

e Sustainability-related business model elements which include sustainability-related
value proposition and value delivery, and governance and compliance will determine
how businesses establish their international market entry methods according to the
entry configuration mechanism for SRQ1. The company must select entry methods
which combine different entry methods including direct digital entry and partner-
assisted entry and hybrid approaches and remote-first setups to fulfil its sustainability
requirements which need credibility and ecosystem connections and compliance
verification according to Finnish sustainability cases that focus on networked value
creation (Aaltonen-Rdisanen, 2020; Ruippo, 2021; Valkokari et al., 2016; Vainio,
2025; Lahtinen, 2025).

e The international entry feasibility assessment which uses entry feasibility
conditioning mechanism (SRQ2) evaluates entry viability through market and
institutional factors that determine necessary entry configurations. The feasibility
conditions require compliance with regulatory and reporting standards while
assessing both market readiness and ecosystem/procurement needs. The existing
research demonstrates that regulatory frameworks together with governance systems
establish boundaries for firms’ sustainability business models while determining

their capacity to enter international markets. Privacy regulations determine the
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appropriate data handling methods and advertising strategies used by businesses
according to Lanu (2024). Finnish sustainability governance establishes institutional
frameworks which determine the sustainability requirements that firms must follow

according to Lyytimaéki et al. (2025).

e The research examines how organizations implement sustainable business models to
build international operations through their partnership and customer relationship
management. The three mediating factors determine how B2B SaaS companies
transform their sustainability offerings into market entry and initial growth. The three
elements of the system include customer demand and partner access and reference-
based legitimacy which they use to establish their actual market entry through the
initial phases of business growth. The SaaS B2B sector requires businesses to
establish credibility and implementation capacity and ecosystem positioning
Koskinen (2022) and Ruippo (2021) and Sahamies and Welinder (2024) to succeed.

The empirical analysis of Finnish born-digital B2B SaaS firms shows how sustainability-
related business models affect their international market entry strategies and operational

capacity through their sustainability practices.
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Code / node name Definition Include Exclude Illustrative
example
MS_OPPORTUNITY_PRO | Market access | Program-led Informal “Through an
GRAM driven by country networkin | EU
accelerator/EU | opportunities; gnottied | accelerator
program/scalin | accelerator toa we gained
g initiative pathways program access to X
country.”
MS_NETWORK_LED Market “Right persons”; | Cold “We entered
selection driven | referrals; outreach because a
by introductions with no contact
contacts/warm network introduced
intros/referrals effect ustoa
buyer.”
MS _CUSTOMER_FOLLO | Entry to market | “Followed the Internal “Our client
WING triggered by customer”; client | strategy- expanded to
existing expansion only Sweden so
customer’s country we
cross-border choice followed.”
needs/expansio
n
MS_PUBLIC SECTOR_T | Market choice | Cities/municipali | Public “We first
ARGETING focused on ties; buyers targeted
public actors as | hospitals/schools; | mentioned | cities/public
initial segment | agencies without administratio
targeting ns.”
logic
MS_LANGUAGE_READI | Market English-ready Cultural fit | “Once we
NESS selection product/sales talk were ready
influenced by | enabling without in English,
language expansion language international
readiness aspect markets
opened.”
MS_RECEPTIVE_MARKE | Market chosen | “Market ready”; | “Big “Nordics are
T due to strong market” more ready
readiness/awar | sustainability claims for
eness/demand | awareness; with no sustainabilit
signals demand pull readiness | y data tools.”
rationale
MS_PROXIMITY_LOGIC | Market chosen | “Next step from | Opportunit | “Sweden
due to Finland”; nearby- | y-led entry | was easiest
geographic/cult | first sequencing | that next step
ural/institutiona ignores from
| closeness proximity | Finland.”
MS_NON_PROXIMITY_E | Early entry into | US/distant first Nearby- “First
NTRY distant (non- customer; early first international
nearby) market | non-proximate expansion | customer
expansion was outside

Europe.”
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EM_DIRECT_REMOTE_S | Direct selling Email/phone/Lin | Partner- “We contact
ALES done remotely | kedIn/Meet/Tea | resold customers by
via digital ms as main sales | sales email/Linke
channels din and
demo
remotely.”
EM_PARTNER_LED Entry mode Local partner as | One-off “Local
relies primarily | first contact; partner partner
on local reseller/channel- | mention handles
partner/channel | led without access; we
entry role | provide the
tech.”
EM_HYBRID_ENTRY Combination of | Direct sales + Pure direct | “We sell
direct + partner | partner or pure directly but
roles implementation/a | partner partners
Cccess models implement
locally.”
EM_REMOTE_FIRST PR | International No local entity; Local “We operate
ESENCE presence operate/serve entity as globally
without local from Finland primary from Finland
office/entity entry setup | without local
(entity-light) entity.”
EM_EOR_HIRING Local hiring Remote.com/EO | Direct “First US
via Employer- | R employment employme | hire via
of-Record nt via employer-of-
arrangement subsidiary | record.”
EM_ENTRY_MODE_EVO | Entry mode “Started direct — | Static “Initially
LUTION changes over added partners entry mode | direct, later
time later” hybrid in
remote
markets.”
EM_BUYER_TYPE_SHAP | Buyer type Procurement/pub | Buyer type | “Public
ES MODE explicitly lic vs private mentioned | procurement
drives entry shapes approach | without shaped our
configuration effect on sales/entry
mode configuratio
n.”
SO_PRODUCT_ENVIRON | Sustainability | Paper reduction; | Accessibili | “Digital
MENTAL_IMPACT via product emissions ty/inclusio | queuing
enabling reduction n claims reduces
environmental | support; paper/therma
benefit efficiency | ticket
printing.”
SO_SOCIAL_SUSTAINAB | Sustainability | Accessibility; Pure “Language
ILITY framed as language access; | environme | access
inclusion/acces | inclusion; fair ntal impact | ensures
sibility/equality | treatment equal access
to services.”
SO_INTERNAL_REMOTE | Sustainability Remote work Remote “Remote
~WORK via remote-first | linked to work for work
internal work footprint convenien | reduces
model reduction ce only commuting

footprint.”
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SO_TRAVEL_REDUCTIO | Sustainability | Avoid flights; Cost-only | “We avoid
N via reducing replace with travel flying partly
business travel | remote meetings | reduction | due to
(if no carbon
sustainabil | footprint.”
ity link)
SO_SUSTAINABILITY_B | Sustainability Built-in design; Optional “Paper is
UILT_IN embedded/defa | default paid ‘green | optional but
ult (not add-on) | discourages add-on’ discouraged
unsustainable framing by default.”
option
SO_SUSTAINABILITY_P | Need for Verification; Vague “Buyers ask
ROOF_METRICS proof/metrics/st | reporting; sustainabil | for verified
andards to standards ity claims | sustainabilit
substantiate evidence y evidence.”
sustainability
GR_GDPR_BASELINE GDPR/data GDPR Sustainabil | “GDPR
protection as compliance ity influences
baseline required; privacy | reporting hosting/data
feasibility constraints regulation | handling
condition choices.”
GR_SUSTAINABILITY_R | Sustainability | CSRD/CSDDD/g | GDPR- “EU
EPORTING_REGULATIO | reporting/comp | reen only issues | reporting
N liance claims/EUDR requirements
regulation pull/requirements increase
shaping demand for
feasibility our tool.”
GR_ACCESSIBILITY_RE | Accessibility Accessibility Accessibili | “Accessibilit
GULATION regulation acts; legal ty as value | yrules
affecting compliance without influence
feasibility/dem | discussions legal angle | adoption in
and some
markets.”
GR_COMPLIANCE_AS_E | Compliance Compliance Complianc | “Meeting
NABLER capability helps win e described | requirements
enables deals/operate only as enabled
access/trust/ope burden entry into
ration regulated
buyers.”
GR_COMPLIANCE_AS B | Compliance Requirements too | Cultural/lo | “We avoid
ARRIER_COST burden makes | costly; excluded | calization | markets
entry markets burden where
infeasible/unpr compliance
ofitable cost
outweighs
value.”
FC_PROCUREMENT_TEN | Tender/procure | Tender criteria; Public “Price
DERING_LOGIC ment rules price weighting; | buyers weighting in
shape sustainability not | without tenders
feasibility/valu | rewarded tender limits
e capture rules sustainabilit

y
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differentiatio

2

1.

FC _CULTURAL_LOCALI | Cultural/localiz | Heavy service Legal “Entering
ZATION_CONSTRAINT ation burden change; co- complianc | would
reduces creation; e cost require too
feasibility/scala | multilingual/cult much
bility ural burden customizatio
n to scale.”
FC_RESOURCE_EFFORT | Entry “Huge effort Proximity | “Non-
_DISTANCE feasibility outside Europe™; | preference | European
limited by relationship- without expansion
effort/resource | building cost effort needs
for distant rationale disproportio
markets nate effort
now.”
BS_TRUST_REQUIREME | Trust/legitimac | Need credibility; | Generic “We needed
NT y demands references; relationshi | references to
shaping certifications p talk win
conversion into without institutional
entry trust clients.”
BS PARTNER_LEGITIMA | Partners Partner increases | Partner “Local
CYy provide credibility/access | used only | partner
legitimacy/acce for improved
ss beyond technical trust and
capability work access.”
REL_PUBLIC_PILOTS_T | Pilot— Pilot first; then Pilot “We pilot
O_REFERENCES references — leverage without with public
broader sales references sales/refer | actor, then
pathway ence leverage
linkage references to
sell.”
PM_INDIRECT _SUSTAIN | Sustainability Extra cost for Explicit “Paper
ABILITY_MONETIZATIO | monetized unsustainable “green option costs
N indirectly option; savings premium extra to
(nudges/saving | logic tiers” (if discourage
s/lcompliance absent) printing.”
value)
IS_CLOUD_HOSTING_DE | Hosting/cloud | Provider choice; | Generic IT | “Hosting
CISION choices tied to | renewables; stack talk provider
sustainability/g | certifications chosen due
overnance to
certifications
/renewables.
IS_.DOCUMENTED_ENV_ | Formal EMS policies; Informal “EMS
CONTROLS EMS/controls monitoring statements | specifies
documented as | routines only travel/hostin
evidence g controls
and
reviews.”

The above table represents the coding structure used in the thematic analysis.
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Case | Market Entry Sustainability Institutional | Supporting
selection configuration | operationalization | feasibility infrastructure
and access and
readiness monetization

Case | S S S S S

A

Case | S w S M M

B

Case | S S M S N

C

Case |S M S S w

D

Case | S S S S W

E

Case |S S S S N

F

According to the table, symbols indicate the following,

S = strong evidence

M = moderate evidence

W = weak evidence

N = not evident
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Appendix 9: Cross-case theme matrix with coded reference counts

Case Theme Evidence Coded
strength references

Case A Market selection and access readiness S 35
Case A Entry configuration S 12
Case A Sustainability operationalization S 24
Case A Institutional feasibility S 13
Case A Supporting infrastructure and monetization S 5
Case B Market selection and access readiness S 8
Case B Entry configuration W 1
Case B Sustainability operationalization S 12
Case B Institutional feasibility M 4
Case B Supporting infrastructure and monetization M 3
Case C Market selection and access readiness S 17
Case C Entry configuration S 5
Case C Sustainability operationalization M 3
Case C Institutional feasibility S 7
Case C Supporting infrastructure and monetization N 0
Case D Market selection and access readiness S 5
Case D Entry configuration M 2
Case D Sustainability operationalization S 46
Case D Institutional feasibility S 14
Case D Supporting infrastructure and monetization W 1
Case E Market selection and access readiness S 10
Case E Entry configuration S 6
Case E Sustainability operationalization S 15
Case E Institutional feasibility S 12
Case E Supporting infrastructure and monetization W 1
Case F Market selection and access readiness S 13
Case F Entry configuration S 6
Case F Sustainability operationalization S 15
Case F Institutional feasibility S 19
Case F Supporting infrastructure and monetization N 0

Reference counts indicate the number of coded references in the NVivo-based cross-case
matrix. These counts support the interpretation of theme strength, but they are not treated as

statistical measures.



