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The material shall be provided based on the facts and instructions in the specific assignment considering the 

circumstances at the time of the assignment in accordance with the respective scope of work. We assume that 

all the information provided to us is accurate and complete and that you have verified the correctness of the 

disclosed information.

We assume no responsibility and make no representations with respect to the accuracy or completeness of the 

information in this report unless otherwise stated. The report should not be regarded, or be relied upon, as a 

recommendation in decision making concerning any matter referred to in it. 

It should be understood that we do not assert that we have identified all matters included in these documents 

that may be relevant if these documents are included as disclosures against the warranties of the future 

agreements. Our review of the documents has only been what we consider appropriate in the context of the 

scope of our work as set out in our offer. 

Further, we accept no responsibility to update the report in light of subsequent events (after the date of this 

report).

Except as specifically set out herein, this report may not, without the prior written consent by Gaia Consulting Oy, 

be disclosed to any third party or used in any other context than described herein. Should any third party receive 

a copy of or information contained in this report, such third party shall not receive any rights against Gaia 

Consulting Oy.

This material has been delivered in PowerPoint and PDF format 27.4.2018, Gaia Consulting Oy is not 

responsible for any changes after this date.
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Gaia Consulting Oy disclaimer



Origin

• This handbook has been produced for the Baltic Blue Biotech Alliance (Alliance) for assisting determination of 

critical issues in business development of mentored Cases. 

• The material has been commissioned by the KTH Royal Institute of Technology in Stockholm and the Finnish 

Environment Institute (SYKE).

• The material has been produced by Gaia Consulting Oy (http://www.gaia.fi/).

• The material has been handed over to the Alliance on the 27th of April 2018 in PDF and PPT format. The 

creator of the material is not responsible for possible changes in the content after this date.

Limitations

• This handbook has been structured in order to assist and support in business development and 

commercialization of products and/or services of blue biotechnology. This is made through the interactive 

process between the mentor and the Case. This material is not meant to be used alone, without the mentor.

• Responsibility is not taken for the business development decisions made on the basis of the material or the 

mentoring process and discussion.

• The handbook contains examples as separate pages, which can be used as guidelines when using the 

methodology. However, the examples do not cover all aspects or potential business development pathways of 

Cases and are thus not exclusive.
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Foreword



• This handbook has been structured in order to assist and support the interactive process between the 

mentor and the business Case. 

• The handbook is divided into six sections, marked with different colours. All sections fall back on the 

methodology outlined in the Introduction (section 2, below):

1. Quick guide

2. Introduction to business development in blue biotechnology

3. Process for using the methodology

4. Business phase determination

5. Thematic questions for identifying critical issues in business development

6. Assessment 

• Each section may be used as a stand-alone unit, but the overall intent is to consider the material as a 

whole.

• In order to make the material more concrete, two fictional example companies are presented, 

BacTrans and Infinity. The purpose is that these examples will make it easier to understand the 

material and connect it with real-life situations.
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How to use this handbook



Quick guide 

Introduction to business development in blue biotechnology

Process for using the methodology

Business phase determination

Thematic questions for identifying critical issues in business development

Qualitative assessment
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Content

Tips for navigation!

• Follow the color coding in the top-right corner 

in order to quickly move to the section of 

interest

• In ppt-format, follow the links to move to right 

chapter. The section headings above are 

linked to enable this in presentation format.

Attachments:

• Background for business phases

• Training material about business development and 

value creation in blue economy

Word format attachments:

• Thematic questions template

• Assessment template



Quick guide

If you are short on time, go through this summarizing section.
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QUICK GUIDE
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Aim of the methodology and process

Methodology Process

To support mentors and 

Cases in determining the 

Case business phase and 

critical themes related to 

business potential

To support mentors in 

using the methodology 

in a consistent manner

QUICK GUIDE



8

Individual Case assessment process

Only Alliance/mentor

QUICK GUIDE

2. 

Identification of 

the business 

phase 

of the Case

3.

Written answers 

to the questions

4.

Interview

targeting business 

thematic questions 

for the pilot case

5.

Qualitative 

assessment of the 

critical issues for 

business 

development 

6.

Final meeting: 

Sharing the results 

of the assessment 

with the Case & 

collecting feedback

1. 

Kick-off meeting

setting goals, plan 

for the piloting and 

collecting 

information of the 

Case

Quality control points

Meetings and 

interviews can be 

organised either 

face-to-face or 

virtually

Questions listed 

under each theme, 

for assessing 

business potential 

along the business 

development 

process

This qualitative 

assessment 

template is used to 

evaluate the 

readiness of the 

Case vis-à-vis 

themes

Case participation



• Consider the descriptions of the business phase, which one best fits the Case?

• NOTE! All Cases might not fit perfectly into one business phase. If this is the case, review the case 

from investor’s perspective. Where would they place it within the scale?

• The business phase can also be re-evaluated after having more details about the Case through the 

thematic questions
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Determining business phase

6. Mass 
market

5. Early 
market

4. Prototype
3. Demon-
strations

2. Concept1. Idea

• Active R&D is 

initiated

• An initial idea of 

value creation & 

initial mission, vision 

and strategy 

• Small team behind 

the concept

• Demonstrations and 

validations in 

laboratory 

environment and 

industrially relevant 

environment

• A co-founder team 

and ownership plan 

• A full-scale 

prototype proven 

to work in actual 

operational 

environment

• Shareholders 

commitment and 

agreements

• The concept is 

introduced into the 

market, where it 

serves specific 

market segments

• Company is further 

improving the 

concept

• The concept enters 

mass markets 

• Concept 

modification 

according to 

customer needs and 

user feedback

• Potential exits of 

founders/ investors

• A basic idea is 

formed

• Initial concept is 

formulated

• Needs for R&D are 

defined

QUICK GUIDE



1. Value and strategy

− Defining the value proposition and competitive advantage

− Critical IPR aspects

2. Markets

− Client base and needs

− Target market and its size

− Competition in the market

− Branding and marketing

− Monetization

3. Management and organization

− Management system

− Key persons 

− Human resources 

4. Product and process development

− Research and other development needs

5. Resources

− Materials used

− Working capital

− Suppliers and partners

− Value chain and procurement
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Themes for assessing business potential along the 

business development process

Overview of themes and areas covered by them
6. Production and logistics

− Production process development

− Logistics development along the supply chain 

7. Funding and ownership

− Sources and terms for financing

− Ownership structure development

8. Quality and regulatory requirements 

− Permits needed for the concept 

− Critical legislative/regulatory issues 

− Certifications

− Quality requirements from clients

− Environment, health and safety

9. Sustainability

− Environmental and social impacts

− Future trends in e.g. resource availability 

QUICK GUIDE

Questions have been provided in a 

separate Word template to cover each 

theme!
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Do not reinvent the wheel

These questions will help you to better understand how to forward

1. Value and strategy How are the client needs expected to develop in 

the future, and how will clients be reached? 

2. Markets What is the expected size of the market 

currently, and in the future? 

3. Management and 

organization 

Who are the key persons? Are they committed?  

Are external competencies needed? 

4. Product & process 

development

Is the product ready for piloting/market launch, 

and/or what remains to be done? 

5. Resources

6. Production and 

logistics

7. Funding and 

ownership

8. Quality/regulatory 

requirements 

9. Sustainability 

How does sustainability add 

value to what you do, and what 

seems most relevant?



What raw material/material are needed? Is there 

enough working capital to sustain operations? 

How is production and logistics to take place? Are 

these solutions scalable? 

Financial projections? Where will the funding be 

sourced from this year, 5 years, 10 years?

What are critical quality aspects related to 

operations and product/service performance? 







QUICK GUIDE



Traffic lights for assessment of thematic questions

• The answers to the thematic questions are reviewed and qualitatively evaluated by 

the mentor. Answers are given a traffic light rating based on assessment criteria as 

follows:

• In case the theme or phase is not evaluated, it will be given a blue light:

The case has given a 
profound consideration
to the issue and it clearly 
marks the way forward 

for the company, serving 
also in communication 

with its clients and other 
stakeholders. The answer 

is clear and 
understandable.
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Determining critical issues related to business potential

The case has given 

none or very little 

consideration to the 

issue in question, is 

unable to provide an 

answer to the question or 

the answer is not 

understandable.

The case has given a 

preliminary consideration 

to the issue but could still 

give more detail or thought to 

the question or update their 

answer if outdated. The 

answer would not be sufficient 

to use in communication with 

clients/investors/other 

stakeholders effectively.

QUICK GUIDE



• To support comparative results and equal 

treatment of cases, support questions for the 

template have been produced (example on the 

right, see Word-template for more details for 

each theme)

• These questions should guide the mentor in 

when to give a certain traffic light color in the 

theme

• Please note, that this is not a standardized 

methodology

− There will be some room for each assessor’s own 

interpretation

− Methodology will be developed according to user 

experiences
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Determining critical issues related to business potential

Assessment template overview

QUICK GUIDE



Introduction to business development in blue 

biotechnology

Objective and background of the methodology
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INTRODUCTION



• Gives everybody a common language

• Clarifies roles of participants

• Ensures systematic approach – all relevant aspects included

• Ensures equal treatment between participants

• Streamlines and makes the process effective
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Why the need for the methodology and processes?

INTRODUCTION



• The Alliance business cases represent companies at very different stages of business development

− Some are only developing their idea

− Some are researching and testing their concept

− Some are already established companies which are looking to expand their sales

• The cases also represent a range of different industries:

− Cosmetics

− Health/Medical

− Aquaculture (probiotics for RAS)

− Biogas

− Raw material production (e.g. seaweed, mussels, microalgae, plastics from microalgae)

− Technology (e.g. extraction, drying)

− Monitoring

• Due to the large variety of case types, the developed methodology draws on theoretical background 

ranging from product development and innovation activities to the start-up phase of business, all the 

way to the mass market.
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General information about Alliance business cases

INTRODUCTION



• Critical bottlenecks currently slowing down blue biotechnology development were identified in the Alliance 

training for Cases in Copenhagen 10th of April 2018:

− The northern climate sets specific challenges for production of feedstocks for blue biotechnology within 

the region. 

− There is still some lack of basic knowledge related to blue biotechnology solutions, especially connected 

to harvesting, purification and extraction of biomass.

− Due to the novelty of the field, some regulatory and registration issues exist connected to harvesting and 

farming of marine raw materials such as macroalgae.

− Sustainability risks linked to scaling up both production and logistics exist. The environmental status of the 

Baltic Sea has to be taken into consideration, e.g. eutrophication, pollution, biodiversity etc. when 

planning the production

− Political support for the sector is low because of the lack of knowledge and novelty of the field

− Transdisciplinary understanding of terminology used in different fields is lacking.

− Universities have different goals for information sharing than companies. Additionally time perspectives 

within and between universities and companies are not aligned.

− IPR protection makes information sharing difficult.

− Investors do not know the field and its business potential
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Critical bottlenecks in blue biotechnology research and 

business development

INTRODUCTION



• Organisms better adapted to Baltic Sea conditions should be developed.

• Means for avoiding overharvesting are to be developed. Focus could be paid e.g. on regulation, 

production solutions (e.g. circular production) and promoting sustainability related labelling.

• Expert exchange, partnerships and networks should be further developed. The Alliance serves 

as a good example.

• Issues with information exchange can be alleviated by asking less intrusive questions (What

rather than how?).

• Strengthening understanding of terminology in e.g. business development, to find a ”common 

language” for understanding needs and goals between different disciplines.

• Increased dissemination of information through knowledge sharing within and between 

institutions, as well as in media.
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Suggested solutions to critical bottlenecks in blue 

biotechnology research and business development

INTRODUCTION
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Aim of the methodology and process

INTRODUCTION

Methodology Process

To support mentors and 

Cases in determining the 

Case business phase and 

critical themes related to 

business potential

To support mentors in 

using the methodology 

in a consistent manner



Responsibility when providing business development mentoring:

1. The methodology aims to help the Case owner develop the business case forward.

2. Process does not cover counseling or coaching of the Case owner in general issues concerning 

entrepreneurship or personal career development. 

3. The Case owner decides on the development actions, not the mentor.

4. Every Case does not necessarily succeed, despite the mentoring. The termination of the Case, selling 

the idea or the raw concept might also be valid options for Case owners.

Use of the methodology is linked to some uncertainty factors, such as:

− Mentor experience

− Case owner experience

− Data limitations

− Personal interaction

There are commercial solutions for developing business and knowledge acquisition, which can aid 

in moving the concept forwards. Networks should actively be utilized for seeking solutions.
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Methodology limitations

INTRODUCTION

Note: The next slide contains two examples that are used in this handbook to illustrate the use of the 

methodology



BacTrans Ltd

BacTrans is a start-up in the field of bacterial transformation

and bioaugumentation in aquatic environments. Having

observed that numerous waterbodies around the world are

subject to eutrophication and other sorts of more point-specific

pollution, e.g. by heavy metals, BacTrans’s vision is to present

viable and commercial solutions to these challenges.

The small team of BacTrans stumbled on a very promising

method in 2014, in using genetically transformed bacteria to

combat nonpoint source eutrophication, as well as

incapacitating negative impacts from point-source pollution of

heavy metals. BacTrans employs transformation genetics in

order to tailor its bacteria strand development.

With very promising results, the company has attracted

interest. Large industrial manufacturers operating near the

Baltic shorelines are interested in the concept for logistical

reasons. Also, companies operating in agriculture across the

Nordics have expressed their interest.

So far BacTrans has been incubating its activities within a

major academic institution, and it is now in the phase of

starting to attract seed-funding for piloting and commercial

upscaling.

Infinity Ltd.

Infinity is a raw material producer supplying the pharmaceutical

industry with key bioactive compounds for certain licensed

drugs related to e.g. ADHD and antioxidant formulations. It

started as a spin-off from a medium sized medical device

manufacturer. While Infinity started operations several years

ago, the company has remained unknown to larger audiences.

Infinity operates three algae manufacturing facilities in Sweden,

Finland, and Poland. In their solution, certain compounds are

extracted and modified for drug use through a patented

process.

Infinity has gone through clinical trials since many years back,

and holds all required licenses. Some major sales successes

were reached last year, and the company is now looking

towards further growth. Infinity’s Chief Business Development

Officer (CBDO) considers expanding the business by entering

into new drug application areas in the field of generic drugs.
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Case examples

Below are two fictive examples that reflect real-life situations. By 

looking from the outside it can be easier to reflect on courses of action.

Picture source: Pexels.com, Pixabay

INTRODUCTION



Process for using the methodology

Steps for using the methodology
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PROCESS



• A process helps streamline the use of the methodology between different 

actors.

• Following the process can aid in using the methodology effectively within 

limited resources.

• Using the process also ensures better quality of outcomes.

• The process has to respect the confidential nature of the Cases and the 

protection of IPR. 

• The process should include the possibility for providing feedback in order to 

improve the process and methodology continuously.

• It should facilitate learning from best practices. 
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Introduction to the process for using the methodology

PROCESS

WHY?
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Individual Case assessment process

Process steps

Only Alliance/mentor

2. 

Identification of 

the business 

phase 

of the Case

3.

Written answers 

to the questions

4.

Interview

targeting business 

thematic questions 

for the pilot case

5.

Qualitative 

assessment of the 

critical issues for 

business 

development 

6.

Final meeting: 

Sharing the results 

of the assessment 

with the Case & 

collecting feedback

1. 

Kick-off meeting

setting goals, plan 

for the piloting and 

collecting 

information of the 

Case

Quality control points

Meetings and 

interviews can be 

organised either 

face-to-face or 

virtually

Questions listed 

under each theme, 

for assessing 

business potential 

along the business 

development 

process

This qualitative 

assessment 

template is used to 

evaluate the 

readiness of the 

Case vis-à-vis 

themes

Case participation

PROCESS



1. Kick-off meeting

− The mentor holds a kick-off meeting with the Case as part of the Case fiche.

− In the meeting the mentor gives a general presentation of the process and the aim of the 

methodology.

2. Identification of business phase

− Based on background information of the Case available to the mentor, the business phase 

of the Case is determined by the mentor using Business phase descriptions.

− The mentor verifies the business phase with the target case and an external quality 

evaluator (Quality control point).
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Process steps

PROCESS

2 3 4 5 61



3. Written answers

− After the business phase of the Case has been determined, a set of Business case 

specific questions is sent to the Case (available in a Word template). 

− Sufficient time is given for the Case to familiarize with the questions and prepare and 

submit written answers to them. 

− The mentor reviews the answers and makes own notes about aspects which are unclear.
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Process steps

PROCESS

2 3 4 5 61



4. Interview

− An interview is organised between the mentor & the Case to go through the answers to the 

business thematic questions.

− In the interview the mentor leads the discussion.

− The interview is part of sparring the Case and can be used for helping the Case 

understand critical aspects that should be taken into consideration in business 

development.

− During the interview the questions and answers are discussed. The mentor can use own 

notes for clarifying questions and receiving additional details in order to ensure all relevant 

aspects are covered.

− Please observe! The interview is a crucial part of the process and gives more in depth 

understanding of the Case, thus sufficient time should be reserved for the interview.
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Process steps

PROCESS

2 3 4 5 61



5. Qualitative assessment

− Based on the interview and the answers to the thematic questions, the critical 

issues related to business potential are determined using the assessment 

criteria. 

− The assessment template with a traffic light rating (Word template available) is 

filled in by the mentor with justifications for the assessment.

− A quality controller reviews the qualitative assessment done by the mentor 

(Quality control point).
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Process steps

PROCESS

2 3 4 5 61



6. Final meeting

− The mentor sets up a final meeting with the Case. In the meeting the mentor presents the 

assessment results and gives suggestions for how to develop the Case. The meeting can 

also serve as an opportunity to set goals for future development of the Case.

− The final meeting is also an opportunity to collect feedback from the Case about the 

process and mentoring. This feedback should be used for improving the process and 

methodology used.

− The results of the qualitative assessment are given to the Case (Word template), enabling 

the Case to get a reminder of the issues highlighted in the assessment.
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Process steps

PROCESS

2 3 4 5 61
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Roles and responsibilities

Case

• Preparation of application for 

mentoring, providing 

background information of Case

• Preparation of answers to 

thematic questions

• Participation in interviews

• Participation in mentoring 

meetings & communication with 

mentor

• Giving feedback at the end of 

the process

Alliance

• Responsibility over application 

process for mentoring

• Review of applications

• Matching mentors with cases

• Support and instructions for 

mentors

Alliance mentor

• Responsibility over interviews, 

mentoring meetings & 

communication with Case

• Providing support for Case 

based on assessment of critical 

issues and needs for mentoring

• Identifying areas for 

development and possible 

external support required

• Collecting feedback from Case 

at the end of process

Quality controller

• Independent quality control 

review of the process and 

outputs in assigned Cases

• Special focus on quality control 

points in the process

PROCESS



• In order to assure equal treatment of all Cases, and consistent quality of outputs, a quality control 

system is included in the process.

• The quality control points are set up at critical stages of the process, where it is essential to check the 

results of the methodology process.

• For each reviewed Case, a quality controller should be selected. 

− The quality controller should not be the same person as the original reviewer, but an outsider to the process.

− The quality controller can review several Cases, as long as it is not involved in the Case selection or mentoring of 

the Case reviewed.

• The quality controller should receive clearly documented products, which are as finished as possible, 

in order to get a clear picture of the Case and motivations for choices made in the business phase 

determination and in the assessment.

• In case the material presented is not clear enough for a thorough review, the quality controller can ask 

for additional information or specifications. 

• The quality controller is bound by the same confidentiality statements applicable to the mentors. 

• Outputs should be reviewed by the mentor based on comments from the quality controller. The time 

schedule should therefore provide sufficient time for taking into account the comments from the quality 

assurance.
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Quality control; quality assurance, qualification of service 

providers

PROCESS



• Sign a non-disclosure agreement (NDA) already in the beginning of the process.

• Ensure the independency of the mentor and quality assurance.

• Emphasize to the Case that they can share information at the level of detail they are 

comfortable with.

• Anonymize data in archives.
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Ensuring confidentiality and trust

Pro tips!

PROCESS



Business phase determination

Identifying the business development position of a Case
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BUSINESS PHASE



• Determining the business phase of the Case helps understand expectations 

for the Case when they are answering thematic questions.

• It also helps determine the type of support the Case might need and 

potentially aids in grouping Cases. 

• Note! Some Cases might fit into several phases, depending on the 

perspective. In this methodology mainly investor’s perspective is taken.
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Introduction to business phases

BUSINESS PHASE

WHY?

RESPONSIBILITY: MENTOR
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Business phases

6. Mass 
market

5. Early 
market

4. Prototype
3. Demon-
strations

2. Concept1. Idea

• Active R&D is 

initiated

• An initial idea of 

value creation & 

initial mission, vision 

and strategy 

• Small team behind 

the concept

• Demonstrations and 

validations in 

laboratory 

environment and 

industrially relevant 

environment

• A co-founder team 

and ownership plan 

• A full-scale 

prototype proven 

to work in actual 

operational 

environment

• Shareholders 

commitment, 

shareholder 

agreements

• The concept is 

introduced into the 

market, where it 

serves specific 

market segments

• Company is further 

improving the 

concept

• The concept enters 

mass markets 

• Concept 

modification 

according to 

customer needs and 

user feedback

• Potential exits of 

founders/ investors

• A basic idea is 

formed

• Initial concept is 

formulated

• Needs for R&D are 

defined

BUSINESS PHASE



• Consider the descriptions of the business phase, which one best fits to the Case?

• The business phase can also be re-evaluated after having more details about the Case through the 

thematic questions.
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Determining business phase

BUSINESS PHASE

6. Mass 
market

5. Early 
market

4. Prototype
3. Demon-
strations

2. Concept1. Idea

• Active R&D is 

initiated

• An initial idea of 

value creation & 

initial mission, vision 

and strategy 

• Small team behind 

the concept

• Demonstrations and 

validations in 

laboratory 

environment and 

industrially relevant 

environment

• A co-founder team 

and ownership plan 

• A full-scale 

prototype proven to 

work in actual 

operational 

environment

• Shareholders 

commitment and 

agreements

• The concept is 

introduced into the 

market, where it 

serves specific 

market segments

• Company is further 

improving the 

concept

• The concept enters 

mass markets 

• Concept 

modification 

according to 

customer needs and 

user feedback

• Potential exits of 

founders/ investors

• A basic idea is 

formed

• Initial concept is 

formulated

• Needs for R&D are 

defined

Note: The next slide contains an example that intends to make this methodology step more concrete



BacTrans does not yet have a finished product or customers. 

The case is, however, currently conducting laboratory trials to 

back up their idea.

The Case is in the 3. Demonstrations phase.

Infinity is already established in the market, however they are 

only catering to companies producing more expensive ADHD 

and antioxidant formulations. There would be potential for 

expansion, if some additional investments to the production 

chain would be made.

The Case is in 5. Early market phase.
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Business phase determination examples

Determining the starting point for both Cases

Picture: startupstockphotos.com

EXAMPLES

BUSINESS PHASE

http://startupstockphotos.com/post/123128247776


Thematic questions for identifying critical issues in 

business development

To be considered when the business phase of a company has been identified
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QUESTIONS



• The topics covered include questions that potential investors will pay 

attention to eventually, so the Cases could use this process as training for 

future investor discussions.

• In order to identify potential bottlenecks and points for improvement, the 

themes and questions have been formulated to cover a wide selection of 

aspects to consider. 

• It is perfectly acceptable for a Case not to be able to answer a question. This 

may be applicable especially for Cases in an early business phase.
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Introduction to thematic questions

WHY?

RESPONSIBILITY: CASE (ANSWERING QUESTIONS), MENTOR (REVIEWING ANSWERS AND 

INTERVIEW)

QUESTIONS
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Market information meets Value Proposition

Why? The picture helps determine the meaning of different themes



1. Value and strategy

− Defining the value proposition and competitive advantage

− Critical IPR aspects

2. Markets

− Client base and needs

− Target market and its size

− Competition in the market

− Branding and marketing

− Monetization

3. Management and organization

− Management system

− Key persons 

− Human resources 

4. Product and process development

− Research and other development needs

5. Resources

− Materials used

− Working capital

− Suppliers and partners

− Value chain and procurement
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Themes for assessing business potential along the 

business development process

Overview of themes and areas covered by them
6. Production and logistics

− Production process development

− Logistics development along the supply chain 

7. Funding and ownership

− Sources and terms for financing

− Ownership structure development

8. Quality and regulatory requirements 

− Permits needed for the concept 

− Critical legislative/regulatory issues 

− Certifications

− Quality requirements from clients

− Environment, health and safety

9. Sustainability

− Environmental and social impacts

− Future trends in e.g. resource availability 

QUESTIONS

Questions have been provided in a 

separate Word template to cover each 

theme!



What it means

Defining the value proposition, i.e. a statement which 

identifies clear, measurable and demonstrable 

benefits consumers get when buying a particular 

product or service, and the competitive advantage 

which separates your concept from competitors on the 

market. Potential for scaling the business, in all 

targeted markets. Needs for intellectual property 

rights (IPR), to protect your concept through 

copyrights, patents, and trademarks.

Questions to ask

• What is the value proposition of the concept to its 

clients?

• What is the competitive advantage of the 

business/concept?

• What are the means to scale the business? Are 

there different scaling preconditions and tools in 

different markets?

• How are the client needs expected to develop in 

the future?

• What aspects of the concept are critical for IPR 

protection?

• What is the status of the required IPR process?

• What IPRs for the technology/solutions have been 

applied for?

42

1. Value and strategy

QUESTIONS

Note: The next slide contains a possible example that intends to make this theme more concrete
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1. Value and strategy

Example when Infinity refined its value proposition    

QUESTIONS

Infinity held its quarterly management retreat last month. During 

one of the strategy sessions, a heated discussion erupted as to 

what is really Infinity’s value proposition and competitive 

advantage? The Chief Financial Officer was very vocal. 

Unknown to most in the management team, she had just been 

off the phone with one potential investor that felt unsure about 

the strategic direction. 

The Infinity management team decided to clarify their value 

proposition from “Clean ocean based medicine components for 

ADHD and antioxidant formulations” to “Producing medicine 

components for ADHD and antioxidant formulations from clean 

ocean based natural resources”. This re-wording clarified their 

raw ingredient source, while still keeping their key competitive 

advantage point “clean ocean based” in the value proposition. It 

also, for the time being, kept them on focus and from not going 

into generic drug raw material production.



What it means

Understanding of the client’s needs and target market, 

for determining the commercial potential of the concept. 

The target market, the market which the concept will 

be sold to, can be estimated through e.g. conducting a 

market assessment. It is a key element for future 

development of the business. A market share is the 

target of how much of the total market size the business 

is aiming at conquering. Brand and marketing efforts 

are important for accessing the market, and gaining a 

market share. A revenue model defines how revenue 

will be generated in the business. Pricing is the method 

with which the concept will be sold. 

Questions to ask

• Client base and needs

− Who are the primary clients of the products?

− What are the needs of the clients?

− Have clients expressed their interest towards 

the product?

− How can the clients be reached?

− What kind of contracts need to be established 

with the clients?

• Target market and its size or potential

− What is the target market in terms of client 

types?

− Has a market assessment been completed? 

What are the main conclusions of the market 

assessment?

− Where are the main markets?

− What is the expected size of the market 

currently?

− How is the market size expected to develop in 

the future?

− How big a market share is targeted? 

− By when should this be reached?
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2. Markets

QUESTIONS



Questions to ask

• Competition on the market

− Who are the main competitors?

− What kind of products currently fulfill the client needs?

− How are the competitors expected to respond to the changes in client needs?

• Brand and marketing

− Has a brand been developed for the product?

− How has the brand been tested and modified according to needs?

− What kind of marketing efforts have been conducted so far?

− What kind of marketing efforts have been planned?

− What additional marketing efforts are required?

− What are the key challenges related to marketing?

• Monetization

− What is the revenue model? (e.g. units sold / licensing / ‘as a service’ model etc.)

− How is pricing defined? (e.g. fixed pricing / dynamic pricing)
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2. Markets

QUESTIONS

Note: The next slide contains an example that intends to make this theme more concrete
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2. Markets

Example of when BacTrans faced the question of how to assess its 

buyers and market potentials 

QUESTIONS

At a roundtable discussion at a marine conference in Madrid, Spain, a 

person from the venture capital industry asked BacTrans what are the 

primary market segments and buyers, what pricing scheme have they 

thought about, and what is the size of the potential markets?

Luckily BacTrans had already prepared for this question through 

numerous preliminary discussions with potential buyers from all kinds 

of sectors. The discussions had helped form an initial idea of the 

primary market segments. Heavy metal point-source industrial plants 

near shorelines seemed to be the most potential market at the current 

moment as a new stricter environmental legislation required the point-

source plants to reduce their pollution load within a five year transition 

period.

Due to the early phase of the company, BacTrans had however not yet 

decided on a business model and pricing scheme. Some alternatives 

for pricing schemes include payment as a service, meaning the client 

would pay for the amount of heavy metals removed from the sea. 

Another alternative would be buying the “raw material”, meaning 

pricing the bacteria per unit for use.



What it means

A management system is the way in which the 

company organizes itself internally. The management 

system includes e.g. policies, procedures and 

processes and improvements of these. The objective 

of a management system is to improve performance 

to reach objectives of the company. Risk mapping

defines the areas which might pose a risk to the 

business for achieving its objectives, the risk 

management plan defines how risks are minimized. 

Key persons in the business are those whose 

capabilities and effort the business is dependent on. A 

management structure defines the internal hierarchy 

of the company. Human resources include the 

personnel the company needs to hire for continued 

growth, and the knowledge needs the company needs 

to fill in order to reach its objectives.

Questions to ask

• Management system

− What is the management system of the 

operation like?

− How is it documented?

− Has a risk mapping been completed?

− What is the risk management plan?

− When and how is the risk management plan 

prepared and updated?
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Themes for assessing business potential along the 

business development process

3. Management and organization (1/2)

QUESTIONS



Questions to ask

• Key persons 

− Who are the key persons in the business?

− Have key persons been committed in the business? How?

− Have key competencies been identified and secured? 

− How clear is the management structure and how relevant is it for the business and business 

development? 

• Human resource needs 

− How is the current personnel profile in line with the needs and targets?

− What kind of human resources are needed at different phases of business development?

− Are required human resources available? To what extent?

− What are the costs and availability of the required human resources?
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Themes for assessing business potential along the 

business development process

3. Management and organization (2/2)

QUESTIONS



What it means

Research and development are continuous efforts to 

improve the product and process. Development needs 

might include e.g. selection or improvements to the 

processing equipment, product modifications, raw 

material availability research needs, development of 

marketing strategy and material or management 

system. In addition to identifying the research needs it 

is also important to identify where the needed 

expertise can be obtained and maintaining a 

sufficient network to cover these needs.

Questions to ask

• What kind of research has been conducted for 

product and process development? 

• What type of further research is required for product 

and process development to enter the markets?

• What kind of additional development is expected to 

be needed once the product is in the markets?

• What is the realistic plan for completing the required 

research and development efforts? (e.g. schedule, 

expertise, financing, technology)

• How extensive is the research network for serving 

the research needs of the development and has it 

been secured?
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Themes for assessing business potential along the 

business development process

4. Product & process development

QUESTIONS



What it means

Resources in a company are linked to physical raw 

materials, capital and human resource needs. Short-

term capital needs are those required for the next 12 

months of operations, for example to pay for wages, 

raw materials or components that you need to buy in 

order to complete an order from a client. Sources of 

short-term capital can include e.g. retaining profits or 

short-term loans. Suppliers and partners can be key 

for accessing the market, thus committing them to the 

business can be necessary to secure. Analysing the 

whole value chain, the whole chain from raw material 

to production and finally end product and customer, 

aids in gaining and understanding of critical 

bottlenecks for the business, or areas where more 

planning is needed.

Questions to ask

• Materials

− What are the critical factors related to the 

availability of raw material required for the 

process?

− How is the price and availability of the raw 

material expected to develop in the future?

− To what extent is raw material for the targeted 

full size production levels available and 

accessible?

− What are the risks and competitive advantages 

related to the raw materials?

− How could the existing raw materials be 

replaced by new materials in the future in this 

or competitors’ business?
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Themes for assessing business potential along the 

business development process

5. Resources (1/2) 

QUESTIONS



Questions to ask

• Working capital (short term capital needs)

− What are the working capital needs for establishing the business?

− Have the costs of the operations been clearly assessed?

− What is the source of working capital required?

− What kind financing instruments will be used? (working capital, short-term financing needs)

− Who are the financing partners, and what is their commitment level? 

• Suppliers and partners

− What kind of suppliers and partners are required for the product?

− What kind of suppliers and partners are required for accessing markets? (e.g. service providers)

− What are the critical factors related to supplier and partner availability?

− How have the suppliers and partners been evaluated and committed in cooperation?

• Value chain & procurement

− What is the product value chain description, including e.g. utilized side-processes, users of side streams, other services, 
marketing support?

− How are critical factors considered in the value chain description? (e.g. those related to resources listed above)

− How have the procurement procedures and principles been developed and implemented?
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Themes for assessing business potential along the 

business development process

5. Resources (2/2) 

QUESTIONS



What it means

Some questions under this topic might not be as 

critical if the end product is a service. 

Possible critical elements can include e.g. scalability

of the production process, or how ramp-up of the 

production process can be done in case of a shut-

down. Logistics can be needed in several steps of 

the value chain. In some products the quality of the 

logistics can be key for ensuring also a high quality 

final product. Ensuring good logistical partners also 

aids in keeping total costs in check.

Questions to ask

• Production 

− What kind of inputs are required for the production 

process? (e.g. technology, raw material, chemicals)

− What are the critical factors related to production 

process?

− How readily available is the technology required?

− What kind of further technological development is 

required? 

− How scalable is the production process?

− How do possible problems in the production process 

affect the supply of the product? (e.g. time required for 

relaunching the production after a stop)

• Logistics 

− What kind of logistics are required for the production 

process along the value chain?

− What kind of logistics are required for sales?

− What are the critical factors related to logistics?

− Who will be responsible for the logistics? 52

Themes for assessing business potential along the 

business development process

6. Production and logistics

QUESTIONS



What it means

Long-term capital needs are those extending for a 

period over 12 months, and normally covered by 

shareholders, public funding agencies or loan 

providers. Long-term capital can be used to fund for 

example R&D activities, sales and marketing or 

internationalization efforts. Financial projections are 

forecasts of future revenues and expenses. Preparing 

the projections helps understand strengths and 

weaknesses both inside and outside the company 

connected to cash flow.  

Questions to ask

• What funding does the business currently have and 

for what time span does it suffice?

• How much funding is required for the business 

development and when? What will it be used for?

• Have financial projections been prepared?

• Where will the funding be sourced from?

• Who are the potential investors? 

• What would be the preferred terms for financing? 

(e.g. grant, equity, loan)

• How is the ownership structure of the business 

expected to develop?

• Is specific expertise expected for some of the 

stakeholders and has this required expertise been 

secured?
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Themes for assessing business potential along the 

business development process

7. Funding and ownership (long-term capital needs)

QUESTIONS



What it means

Requirements can be linked to legislation, permits 

and certificates. They can be authority demands or 

demands set by the customer. Especially quality 

aspects can be important to the end customer. 

Environmental, health and safety (EHS) issues 

cover a variety of issues to be analysed and 

potentially prevented, e.g. use of dangerous 

chemicals and work safety issues. EHS issues might 

become more critical when production is scaled up, 

even though they are not issues in smaller laboratory 

scale. A disposal plan is a plan for when equipment 

should be retired or disposed of.

Questions to ask

• What are the critical legislative aspects of the concept? How are 

these met and expected to develop?

• What kind of permits are needed for the production and business?

• What kind of permits have been issued so far?

• What kind of certificates are required or suggested for the 

production?

• What does it require to obtain those?

• What are the critical factors related to quality?

• What kind of quality requirements are expected from the clients and 

how are these met?

• What are the EHS issues relevant to the business? 

• What are the critical health and safety aspects to be considered in 

the production?

• Are specific chemical or dangerous goods required for the process? 

• Has a disposal plan been prepared for full-scale production?

• What EHS issues should be considered in marketing and branding?

• Have the EHS issues been documented and addressed properly?
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Themes for assessing business potential along the 

business development process

8. Quality and regulatory requirements 

QUESTIONS



What it means

Having clarified the sustainability of the concept aids 

risk management, both from an operational and brand 

perspective. Sustainability should be viewed from 

environmental, social and economic perspectives. 

Positive sustainability impacts can be good marketing 

points for the concept.

Questions to ask

• What kind of environmental impacts does the 

process have? How are these managed?

• What kind of social impacts does the production 

have? How are these managed?

• What are the critical health and safety aspects to be 

considered in the production?

• Is an official environmental impact assessment 

required for the production?

• What kind of future trends possibly affect the 

business model?

− Resource availability

− Client needs

− Demand
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Themes for assessing business potential along the 

business development process

9. Sustainability 

QUESTIONS



Qualitative assessment

How to evaluate the critical issues of a Case?
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ASSESSMENT



• This qualitative assessment template is used to evaluate the readiness of the Case in regards to 

the listed 9 topics based on the answers given to the questionnaire. 

• The purpose of the template is not to judge or criticize the cases, but to coach and mentor them 

by pointing out critical factors that they should consider to further improve their solution.

• Cases in business phases 1-3 are not expected to have implemented all of the measures, but 

they should have at least initial planning done before they advance to business phases 4-6. 

• The further a Case proceeds in the business phase spectrum, the more yellow and green lights 

there should be regarding both planning and implementation of the measures listed under the 9 

topics. 
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Introduction to the qualitative assessment

WHY?

RESPONSIBILITY: MENTOR

ASSESSMENT



The case has given a 
profound consideration
to the issue and it clearly 
marks the way forward 

for the company, serving 
also in communication 

with its clients and other 
stakeholders. The answer 

is clear and 
understandable.
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Determining critical issues related to business potential

Traffic lights for assessment of thematic questions

• The answers to thematic questions are reviewed and qualitatively evaluated by the 

mentor. Answers are given a traffic light rating based on assessment criteria as 

follows:

• In case the theme or phase is not evaluated, it will be given a blue light:

The case has given 

none or very little 

consideration to the 

issue in question, is 

unable to provide an 

answer to the question or 

the answer is not 

understandable.

The case has given a 

preliminary consideration to 

the issue but could still give 

more detail or thought to the 

question or update their 

answer if outdated. The 

answer would not be sufficient 

to use in communication with 

clients/investors/other 

stakeholders effectively.

ASSESSMENT



• To support comparative results and equal 

treatment of cases, support questions for the 

template have been produced (example on 

the right, see Word-template for more details 

for each theme)

• These questions should guide the mentor in 

rating the status of each theme by traffic 

lights. 

• Please note, that this is not a standardized 

methodology

− There will be some room for each assessor’s 

own interpretation

− Methodology will be developed according to 

user experiences

− The results are not comparable between 

Cases
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Determining critical issues related to business potential

Assessment template overview

ASSESSMENT



• Each of the 9 topics will be evaluated based on both planning and implementation perspectives 

to the theme (see columns in the assessment table).

• In order to ensure the transparency of the assessment, the assessor should always give written 

justification (in the justification column) on their decision, and how they see the Case can 

improve on the topic.

• NOTE! Justifications for the assessment should be given for both planning and implementation.
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Determining critical issues related to business potential

Planning and implementation aspects in the assessment template

ASSESSMENT



• Questions (deleted from final version) serve as a supporting tool for determining the rating of a case 

for each theme.

• If the Case does not fulfil the yellow light criteria, it should be assigned a red light. 
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Determining critical issues related to business potential

Assessment template planning and implementation aspects

ASSESSMENT



• Answers receiving a red light can be considered as critical themes related to business potential.

• Answers receiving a yellow light can be considered as other areas of improvement that should be 

considered in addition to the critical issues, perhaps requiring less effort.

• The mentoring should focus on working with the red and yellow marked issues and themes to 

efficiently develop the business potential of the case. 

• NOTE! Again, the purpose of the template is not to judge or criticize the case, but to coach and mentor 

them by pointing out themes critical for developing the business potential of the Case.
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Determining critical issues related to business potential

Presenting the assessment to the Case

Note: The next slide contains an example that intends to make this theme more concrete

ASSESSMENT



BacTrans has been determined to be in the Demonstrations 

business phase. In this phase it is likely that the Case would 

have implemented all critical aspects. The assessment 

revealed that BacTrans has not set off their IPR protection 

process. They have, however, identified critical IPR aspects 

and formulated a plan for how to protect their critical IPR.

The Case receives a yellow light for planning, but a blue light 

for implementation in theme 1 (Value and strategy).

Infinity has a clear picture of both most suitable production 

technologies and needed improvements to the production 

process. The questionnaire and interview, however, reveal 

two critical items: 1) Logistics might be a critical bottleneck in 

their value chain and 2) Key logistics partners have probably 

not been kept in the loop regarding future plans.

The Case gets a red light for both planning and 

implementation in theme 6 (Production and logistics).
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Qualitative assessment examples

Finding critical bottlenecks in both Cases

Picture source: Pexels.com, Photographer: Eric Bailey

EXAMPLES

ASSESSMENT


