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Abstract: The present paper deals with the topic of the modern approach of knowledge transfer in 
the context of the open innovation mechanisms, by using the instrument of business model for the 
technology transfer organizations, emphasizing competition, competitive advantage and value 
capture.  
The companies approach to technological transfer is strongly based upon their integration in the 
socio-economic environment. 
Each technology transfer entity or economic organization should define its business model and use 
it as an instrument for developing their “business” strategy. 
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1. Introduction 

Knowledge transfer approach is nowadays more appropriate than ―traditional‖ technology transfer, 
because of the contribution which innovation brings to growth, productivity and job creation in the 
actual knowledge based economy. As innovation tends to be more ―open‖, successful knowledge 
transfer from the research activities become ever more critical [1]. At the same time, the deep 
penetration of multi-national corporations in the global economy is a reality and if anyone wishes to 
valorise the benefit of investment in public research systems, it should be ―build strong bridges‖ for 
knowledge transfers towards indigenous businesses whose weak capacity to undertake open 
innovation may negatively influence their performance. The inherent ―barriers‖ between R&D 
entities and firms must be well understood and it should be created mechanisms capable to 
efficiently address them.  
At international level, especially in EU countries, the most important technology transfer activities 
are: patenting assistance; technology licensing; spin-off assistance and/or financing; liaison for 
contract research. Independent technology transfer entities, being established separately from 
universities or research institutes, are focused on spin-off support / assistance, i.e. business 
incubators or accelerators. This specificity is associated to their origination, typically from 
concerted action of governments and chambers of commerce or industry associations, with a 
strong emphasis on regional economic development. In recent years, there has been greater 
interest in creating spin-off companies, mainly when the newly created technology has a relative 
broad area of practicability, although it is a complex and expensive process, the rate of ―mortality‖ 
in the early years being high, only very few succeeding to become large firms of surviving in the 
market. 
Following the professional opinion of Porter [2,3], it is mandatory that organizations have their own 
strategies, reflecting their needs and plans, depending on their institutional configurations and 
external environment. Organizations adapting to new institutional arrangements and responding 
efficiently to new demands should be able to choose the way they reorganize themselves. In this 
respect, Duczmal [4] illustrated the example of a not-for-profit organization, such as a higher 
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education institution, that adopted added value strategies not just for money, but working in the 
benefit of the society and attaining performance in their mission accomplishing. 
In Porter’s approach, we distinguish two families of business concepts or strategies useful for 
industry analysis as follows: product differentiation strategy and efficiency or cost leadership 
strategy [5]. The first type of strategy refers to the fact that the organization is unique as serving a 
specific market and offering products / services that are different from the products offered by other 
suppliers. In the second family of strategies, the advantage of the organization lies in its ability to 
produce its product in a less costly way as compared to its competitors. As further identified by 
Porter, strategies can be directed towards either a broad market, or specific market segments. As 
a possible situation, but not always, by targeting the broad market, it may lead to an increased 
added value and a better competitive position of the company [4]. 
The term of ―business model‖ has been traditionally applied to information technology. In the 
entrepreneurship literature, the concept is generally understood as the logic of how an organization 
operates and creates value for its stakeholders.  
Three key thematic areas address the business model concept:  
- application in e-business and information technology;  
- strategic issues, including value creation, competitive advantage and firm performance; 
- technology management and product-service innovation.  
Osterwalder [6] considers that the current use of business models in strategic management as an 
endowment, which constitutes a firm’s operational and physical form.  
The common understanding of business models relies on two fundamental held perspectives: 
- value or customer approach and  
- activity or role approach.  
Firstly, the business model concept puts greater emphasis on cooperation, partnership, and joint 
value creation, where strategy emphasizes competition, competitive advantage, and value capture.  
Secondly, the business model concept places relevance on customers and value proposition. 
Chesbrough & Rosenbloom [7] raise three key differences held in business models, as opposed to 
classical strategy for profitability:  
- value creation and delivery are essential for business models;  
- financial value created for the business is not essential;  
- knowledge limitations within a firm are assumed. 
The Business Model Canvas, created by Osterwalder & Pigneur [8], is an integrated framework 
that more recently serves as a business model design tool, developed from an in-depth analysis of 
typologies and business model definitions, illustrated through the classification of nine key 
elements, which include: customer segments, value propositions, distribution channels, customer 
relationships, revenue streams, key resources, key activities, key partnerships, and cost structure.  
At the core of the Business Model Canvas, value proposition is identified as integrating three 
fundamental practical aspects: value creation, value capture and value delivery.  
Even if apparently being fully dedicated to profit oriented businesses, the instrument is helpful also 
in sectors beyond profit, particularly in the public and non-profit sectors. Thus, Osterwalder & 
Pigneur [8] argue that their concept of ―third-party enterprise model‖ can also be applicable to the 
public sector. Also, Osterwalder & Pigneur [8] stress that any organization - no matter its nature - 
has a business model if it creates and delivers value and generates revenue. The difference relies 
to their mission, respectively organizations in the public sector being charged only with their public 
service mandate. 
 
2. Objectives of the study 
 
The present paper deals with the topic of the modern approach of knowledge transfer in the 
context of the open innovation mechanisms, by using the instrument of business model for the 
technology transfer entities or any business organization, emphasizing competition, competitive 
advantage and value capture. 
The aspects presented in this study reveals what are the main characteristics of the business 
models to be used by different technology transfer entities, following the specific requests for each 
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organization, the influence factors related to the generation and protection of the research results 
in innovative activities, introduced in the frame of the nine key elements of the Business Model 
Canvas, in the context of Porter’s Five Competitive Forces, focusing on a case study for 
companies working in Fluid Power applications. 

3. Preliminary analysis 
 
Theory and practice of technology transfer and entrepreneurial behaviour of companies have a 
high degree of novelty and even more when discussing about knowledge transfer. In this respect, 
is mandatory to deeply investigate the literature of business models, transaction costs, professional 
and organizational culture and of competitive advantage theory, destined to correctly identify an 
adequate framework for a technology transfer business model. Consequently, the topic of 
technology commercialization has been largely studied, but there remains much to explore and 
understand, because majority of organizations didn’t embrace easily the concept. 
One approach adopts that an entrepreneurial organization business model depicts the architecture 
of internal and external relationships across business functions that creates and captures value 
through the commercialization of technology and technical / business knowledge. 
A more accurate business model definition was given by Chesbrough and Rosenbloom [7] who 
see it as the transforming process that allows the value inherent in a technology to be unleashed 
for the customer, respectively being captured by the commercializing entity (see Fig. 1). 
 

 

Fig. 1. Framework for analysing the role of the business model 

 
In Figure 2, are presented the relevant parties implicated in the technology transfer and their 
functional relations. Factors that positively influence these interactions and improve the knowledge 
exchange rely to: movement of personnel between private and public sector organizations, 
implication of personnel in lifelong learning programs developed in universities, training scientists 
for acquiring management techniques, getting familiar the business executives with the culture and 
practices of the scientific world; all these measures contribute directly to build trust and credibility 
between participants. 
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Source: Dottore, A.G., Baaken, T. and Corkindale, D. 
Int. J. Entrepreneurship and Innovation Management 

Fig. 2. Relevant parties implicated in the technology transfer and their functional relations 

 

By analysing the schematics presented in Figure 2, through a systemic approach, in the same line 
with the business model concept, and following to effectively leverage the human capital potential, 
any business model for technology transfer should contain elements responding to the following 
requests: 
- Build a culture that reinforces positive prior experiences and helps to develop appropriate 
attitudes toward technology transfer. In this spirit, top management should enforce specific 
institutional arrangements, stimulating research activities in the field of user-supplier relationships, 
stimulating the development of an environment in which scientists with prior industry experience 
are encouraged and supported in their business oriented steps; 
- Set an internal incentive mechanism for encouraging technology transfer, where non-monetary 
rewards and recognition should be added to the set of tools developed to strongly orient 
researchers’ attitude towards improving technology transfer through an efficient partnership with 
socio-economic environment; 
- Improve trust and credibility between R&D&I market actors, by maintaining fully opened 
communication channels, by organizing workshops that continuously notify both the companies 
and researchers about what is new, either in research laboratories or in the marketplace. 
There are certain influence factors, related to the generation and protection of the research results 
in research organizations, which are relevant to business and incentives for their exploitation: 
- Strong R&D data base of results / offer, relevant to business environment; 
- Awareness of market needs and effective communication with business environment; 
- Adoption of commercialization tasks as part of the research organization functional system; 
- Adequate incentives for research organizations to commercialize; 
- Availability of resources and programs to encourage enterprise culture in a research organization; 
- Intellectual property policy (e.g., ownership) that favours technology transfer; 
- Availability of resources for intellectual property protection; 
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- High level of intellectual property protection, including patenting, as the main driver for technology 
development in the knowledge based economy.  
For technology transfer entities, ―business model‖ is defined broadly and encompasses how they 
―make money‖ and how they generate value for various stakeholder groups, even if this does not 
correspond directly or immediately to a revenue stream. By using Business Model Canvas, is 
important to mention that it has major limitations, the most important conceptual problem 
concerning the categorization of stakeholder segments that benefit from, but also contributing to, 
the value proposition; these stakeholders can be categorized as both partners and customer 
segments (and sometimes also as resources). 
At the first glace, technology transfer centres value proposition and services tend to focus on three 
main areas of activity:  
- patenting assistance + technology licensing + spin-off assistance and/or financing; 
- technological and marketing skills development;  
- liaison for contract research, respectively community building.  
Analysing the expectation of the technology transfer centres clients, spin-offs / start-ups see ―one-
on-one mentoring‖ as the key value proposition and they request to receive stronger emphasis. 
Training programs are likely to have positive effects on the local ecosystem, on long term frame, 
but they do not appear as the most efficient means for efficient and needed support for spin-off / 
start-up creation. 
Technology transfer centres strategic decisions target prioritizing value-maximizing activities and 
building partnerships, with a wide variety of stakeholders that have a partially overlapping interest 
in entrepreneurship and start-up support.   
Consequently, governance, leadership and consortia - off all types of socio-economic actors, i.e. 
clusters, innovation labs and hubs etc. – building, including intermediary / brokerage entities - such 
as technology transfer centres - are critical for success, only when being led by a purpose-driven 
organization that has an inherent interest in supporting the development of an innovation 
ecosystem. 
There are several models and frameworks used in the analyses of competitiveness of 
technological transfer entities in the context of globalization and knowledge based economy, being 
argued that competitive advantage is traditionally strictly relied to an industry. So, the 
competitiveness of any business entity could be determined, based on Porter’s Five Competitive 
Forces Model, as defined by the following: the threat of new entrants, rivalry among existing firms 
within an industry, the threat of substitute products or services, the bargaining power of suppliers, 
and the bargaining power of buyers (see Figure 3). The intensity of threats of new entering 
technology transfer centres, short-term substitutes, and rivalry among existing ones could be 
analysed over the strength of any technology transfer entity as supplier, as viewed by its clients as 
buyers. 

 
Source: Harvard Business Review, 2008,  

Based on Michael Porter's Five Forces of Competitive Position Model 

Fig. 3. The Five Forces that shape industry competition 
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In the case of technological transfer entities applying focus strategy, they concentrate on a narrow 
client segment, and within that segment they manage to develop the best offer and capture its 
interest, discouraging other providers from competing directly. In this case, clients have less choice 
and are left with fewer alternatives to choose from, but their satisfaction could be higher. 
On the other hand, a broad market-wide business concept suggests a broad market strategy, 
where the products / services offered addresses to a wider market segments. Organizations 
choosing the broad market strategy can adopt the differentiation strategy or the cost leadership 
strategy, when emphasizing price first and just afterwards their specificity. 
However, most often is recommended to mix both strategies, offering low-cost products to some 
consumer groups that emphasize the price mainly, and high-quality products to those consumers 
that are attracted by the brand and quality of the products [9]. Technological transfer entities that 
consider a broad market strategy offer a wide range of services. Their offer is targeted at a wide 
array of client groups. Technological transfer entities that decide to adopt such a broad market 
strategy need to have diversified sources of financial resources. 
The threats of new entrants become a competitive force when they are new and provide the same 
products / services. Consequently, easiness of new companies for entering an industry attracts 
more harsh competition.  
Power of suppliers relies to the fact that if one supplier has a large enough impact to affect another 
company's offerings, it becomes a competitive force to consider and then it holds substantial 
power.  
On the other hand, power of buyers is associated to the pressure that customers can settle on a 
business. Consequently, companies should adopt strategies so that they provide requirements and 
demands of customers with impact to the success sustainability and profitability of their business.  
Availability of substitutes becomes a problem as buyers will have the tendency to switch to another 
supplier with a more competitive product / service.  
All the above discussed forces contribute to analyse of the intensity of competition, to the 
profitability and attractiveness of an industry. In Figure 3 is presented also the interaction among 
the different competitive forces.  
In the context of Porter’s Five Competitive Forces, our study assumes that these could also be 
adopted as assessment factors in determining the competitiveness of technological transfer 
entities. Supplier in the R&D system refers to research organization; buyers correspond to 
companies; existing competition refers to R&D competitors; substitutes are associated to 
alternative intermediaries aside from the ―classical‖ technological transfer entities offering 
specialized brokering services. 

 
4. Case study: Innovation in companies working in Fluid Power applications 
 
Accenture’s Technology Vision considers a three-year set of technology trends [13]. While each 
year highlights the latest trends, it’s important to recognize that each trend represents just part of 
the global picture. As organizations continue their journey towards digital businesses, they will 
need to keep up with the latest evolutions in technologies, and continue to master those that have 
been maturing. These technologies are quickly becoming the base for how organizations build their 
next generation of business, as well as the catalysts for many of the trends that we discuss this 
year. 
Thus, General Electric is just one example of a wider change in how companies work today. In 
response to constant disruption and fast-shifting business goals, forward-thinking enterprises are 
reimagining their workforces. In the past, anyone—from accountants to machinists—could spend 
their entire careers doing the same job, using the same skills to support businesses with largely 
unchanging goals. But today we’re seeing companies being continually pushed to change 
products, services, and sometimes even business models. And not just once, but constantly, as 
each new technology innovation emerges. 
Business leaders are realizing a more liquid workforce can become their new competitive 
advantage (see Figure 4). 
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Fig. 4. Liquid workforce supporting the new competitive advantage 

 
Companies strike attaining dynamic business for their customers by continually developing their 
offering, from sourcing to distribution of products, bespoke design, manufacture and partnering 
services. The models of several divisions sustain the strategy of achieving a focused fluid power 
group, as a representative example (see Figure 5). They are supported by the central services and 
by the key enablers. 
In common with all organizations, i.e. Flowtech [14], every company faces risks which may affect 
its performance. There is little that can be done about the macroeconomic environment but the 
Board of Administration of every company believes that an adequate strategy, which is designed to 
exploit opportunities created by the market, places each company in a strong position relative to 
others, particularly where those markets are volatile. For controlling the risks, each company 
should be able to manage a system of internal control and risk management, destined to provide 
assurance that they manage the risk whilst achieving the business objectives. No system can fully 
eliminate risk and therefore the understanding of operational risk is central to management 
processes. The lasting success of any company depends on the continual review, assessment and 
control of the key business risks it faces. Risk review is an ongoing process and is reviewed 
formally by the Operational Board prior to each year end. 
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Fig. 5. The models of several divisions sustaining the strategy of achieving a focused fluid power group 

 
The principal risks identified include (see Table below): 

 



ISSN 1454 - 8003 
Proceedings of 2016 International Conference on Hydraulics and Pneumatics - HERVEX  

November 9-11, Baile Govora, Romania 

 

415 
 

 

 
5. Conclusions  

After completion of this preliminary study, we draw some working hypotheses that characterize the 
―living organism‖ of a business model for any technology transfer entity or business organization: 
- Leadership team characteristics have a major influence on business model definition, 
implementation and continuously adaption; 
- Top management with a market orientation is more likely to understand and valorise the 
importance of using an adequate business model, following the mission and objectives settled by 
its strategy; 
- Significant change in the top management team and regular re-evaluation of the business model 
are positively related to the necessary business model adaption, due to continuously modification 
of the environment, including important external threats. 
With these working hypotheses, each technology transfer entity or business organization should 
define its business model and use it as an instrument for developing their ―business‖ strategy.  
The specific case of companies working in Fluid Power applications makes no exception. Further 
important trends include the design and manufacture by using on a large scale the mechatronics 
concepts of components and systems, modularisation and use of materials and energy which 
minimises the impact on resources. The main challenge today, however, for both manufacturers 
and operators is energy efficiency in industrial processes, not least in view of energy costs. 
Consequently, new business models are already being adopted on a large scale, for example 
intensified after-sales service and a greater focus on the total cost of ownership and condition 
monitoring systems. 
Concluding, in the actual global competition, the power transmission engineering and fluid power 
industries benefit from their use of the latest technologies for all kinds of applications throughout 
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the value creation chain. As the most important suppliers to the machine and installation 
construction industry, these two industries help to create a political environment in which climate 
and energy-policy objectives can be attained. They are ready and able to take on the challenges of 
changing markets, acting on the principle, more important than ever before, not least because of 
regional considerations, of ―Think global, act local‖. 
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