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Abstract: Over the years, researchers have presented different concepts regarding business models.
There is no unanimity, but there is a general agreement that a business model is the representation of
how a company conducts its business. Subsequently, interest in the topic has increased and has come
to be considered by companies that, driven to incorporate a positive contribution to sustainability into
their values, began to face economic development that considers social and environmental aspects
instead of worrying only about profit for the shareholders. The general objective of this research is to
identify how the merger of two Brazilian logistics companies with different customer segments can
positively contribute to the defense of sustainability, considering social and environmental aspects. As
a methodology, a literature review on business models, conceptual business models, and sustainable
business models was used to legitimize issues relevant to the themes. The case studies allowed
for a measurement of the productivity of the areas of the chosen companies, and a survey of used
business processes and technological systems, in addition to diagnosing the level of maturity of these
areas. An analysis of the strengths and weaknesses in these areas, within the studied companies,
resulted in a solution that allowed for the optimization of processes and savings in human and
material resources, and the identification of qualitative benefits arising from mergers, improvements
in productivity and services, the standardization of processes, and the implementation of innovative
digital technologies.

Keywords: business models; sustainable business models; merger of companies; logistics; sustainable
economy

1. Introduction

The complexity and dynamism of modern business environments have led to com-
panies needing powerful tools that translate relevant aspects into an embracing solution.
Traditional business models were effective in their many application areas, but they some-
times failed to provide the comprehensive solution needed to integrate and examine
different, complex, and often changing conditions [1]. Business complexity continues to
grow, with new business models, channels, competitors, and customer needs that drive
performance expectations. This complexity is visible both in the variety of use cases that
require an analytic view, and in the speed and relevance of how analytics teams must
deliver those insights [2].

There is no unanimity, but there is an agreement that a business model is the repre-
sentation of how a company conducts its business. Interest in the topic has expanded and
become part of the agenda of companies that, driven to incorporate a positive contribution
to sustainability into their values, have begun to face economic development that considers
social and environmental aspects, and not just profit to shareholders.
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In addition to requirements for satisfactory economic performance, organizations
are responsible for the positive socioenvironmental performance of their operations and,
indirectly, for the activities of their partners and suppliers [3].

The importance of environmental and social aspects can be seen through the defense
of sustainability, the Brazilian commitment to fulfilling the Sustainable Development Goals
established by the United Nations (UN), and the recent commitment at the summit of
leaders on climate.

Supply chain management and the incorporation of sustainability into management
are measures that have been adopted by different organizations and market segments
of which the objectives are competitive differentiation and the achievement of long-term
development in the market [4].

Given this scenario, the research question is “how can the merger of two Brazilian
logistics companies contribute positively to the defense of sustainability?”, and the general
objective is to identify how the merger of two Brazilian logistics companies with different
customer segments can positively contribute to the defense of sustainability, considering
social and environmental aspects from the perspective of business models.

Zani ”oou

A bibliographical review on “business models”, “conceptual business models”, “sus-
tainable business models”, “logistics”, “supply chains”, “sustainable supply chains”, and
“innovation in sustainable management” was used to legitimize pertinent questions about
the themes, allowing for the choice of the theoretical lens of Osterwalder et al. [5,6] regard-
ing business models, and the sustainable business models of Bocken et al. [7] as sources
of external evidence. As a source of internal evidence, surveys were carried out with
employees and managers of the procurement, accounts payable, accounts receivable, trea-
sury, invoicing and billing, accounting, tax, human resources, information technology, and
fleet management departments of two logistics companies in a mergers and acquisitions
(M&A) process. These areas were chosen because they presented a duplication of activities,
impacting the organization and productivity of back office operational services.

This research considered mergers and acquisitions (Mé&A) as sustainable innovation,
considering that a merger occurs when two or more companies decide to pool their re-
sources under a common entity, and an acquisition occurs when a company exercises
effective control over the assets or management of another company without merging their
businesses [8].

The great innovation potential of this research is to analyze the relationship between
the theory of sustainable business models and business practice in the logistics sector [9].

2. Literature Review

In the literature review, we clarified theoretical assumptions that supported the re-

v

search and the contributions that the research offered [10]. “Business models”, “conceptual
business models”, “sustainable business models”, “logistics, supply chain, and sustainable
supply chain”, and “innovation in sustainable management” were used to legitimize the
pertinent questions about the themes, allowing the choice of the theoretical lens of Os-
terwalder and Pigneur [5,6] on business models and the sustainable business models of

Bocken et al. [7] as sources of external evidence.

2.1. Business Models

In the context of the business model, the “model” is the abstract representation of how
an organization’s business activities work, and “business” can be understood as the struc-
tured transformation of input factors into products and services [11,12]. A business model
provides a simplified representation of value-creation processes, roles, and interactions to
create customer value by ensuring competitive advantage and generating revenue, using
a comprehensive aggregated picture of reality that can integrate political, legal, economic,
sociocultural, technological, and ecological aspects into the transparent architecture to
manage complexity [1,12].
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According to Dolesky [1], the complexity and dynamism of modern business environ-
ments have led to companies needing powerful tools that translate all relevant aspects into
a comprehensive solution. Old business models do not offer the broad solutions needed for
so many different, complex, and changing environments [1]. Business complexity continues
to grow with new business models, channels, competitors, and customer needs that drive
performance expectations. These areas require excellence and innovation in planning and
execution across all business functions. This complexity is visible both in the variety of use
cases that require an analytic view, and in the speed and relevance of how analytics teams
must deliver those insights [2].

2.2. Conceptual Model

A business model is defined by three main elements: value proposition, value creation
and delivery, and value capture. Creating value is at the heart of any business model.
Companies often capture value by taking advantage of new business opportunities, markets,
and revenue streams [13-15].

A business model is projected through the perception of customers with unsatisfied
(or unmet) needs. Successful projection provides a product or service to the customer who
is willing to pay more for that product or service [16]. The customer thus covers all costs
and generates enough profit to sustain the business and its growth [17].

The conceptual approach to business models is presented in different ways in the liter-
ature. However, three main value-based elements can be distinguished: value proposition,
value creation and delivery, and value capture [18].

The conceptual model describes the value that a company provides to customers and
its partner network to create, sell, and deliver that value to generate profitable revenue
streams [5,6].

Table 1 presents the construction of the business model blocks.

Table 1. Nine business model building blocks.

. Business Model o ..
Pillar Building Block Description

Overview of a company’s package of products

Product Value proposition and services [5,6].

Describes customer segments to which a

t t .
Customer segmen company wants to provide value [5,6].

Explains types of links that a company
establishes between itself and its different
customer segments [5,6].

Relationship with

Customer interface
customers

Describes the company’s various ways to contact

Distri i h 1 .
istribution channe its customers [5,6].

Describes the arrangement of activities and

Key resources
y resources [5,6].

Describes needed competencies to run the

K tiviti .
Infrastructure ey activities company’s business model [5,6].

management

Depicts the network of cooperation agreements
Key partners with other companies to offer and commercialize
with value efficiency [5,6].

Summarizes monetary consequences of

Cost structure employed means in the business model [5,6].

Financial Aspects .
Describes how a company earns money through

Revenue stream .
various revenue streams [5,6].

Source: Based on Osterwalder and Pigneur [5,6].



Sustainability 2022, 14, 694

4 0f 20

According to Alegre and Berbegal-Mirabent [19], business models provide a consistent
and integrated picture of a company, describing the rationale for how an organization cre-
ates, delivers, and assesses value captures, and identifying the elements and relationships
that describe how the business operates.

2.3. Sustainable Business Models

According to Bocken et al. [20], sustainable business models incorporate in their
financial considerations the interests of the involved parties, including those concerning the
environment and society, thus differentiating themselves from the concept of the business
model, which only considers the cost structure and the revenue stream in its financial
considerations.

Due to the growth of academic and business interest in sustainable business models,
Geissdoerfer et al. [21] conducted a literature review on the topic. According to the
authors’ definitions, sustainable business models are a modification of the conventional
business model concept that incorporates concepts, principles, or goals that aim to integrate
sustainability into its value proposition, value creation, and delivery activities, and/or
value-capture mechanisms [21].

One of the differences between conventional and sustainable business models [22] is
that sustainable business models allow for a holistic view of how business is conducted,
considering the interests of shareholders and environmental and social sustainability
metrics [22,23]. According to Bocken et al. [20], their importance also lies in driving
and implementing corporate innovation for sustainability, helping it to be incorporated
into both corporate purposes and business processes, contributing to the achievement of
a competitive advantage.

Due to the growing concerns about sustainability summarized in the UN’s Sustain-
able Development Goals, sustainable business models are of interest to researchers and
companies [7,23]. Adopted by all UN member states in 2015, the Sustainable Development
Goals provide that all countries should promote prosperity while protecting the environ-
ment, social needs, equality, and employment opportunity, combating climate change and
preserving nature [7,23]. Thus, sustainable business models incorporate the creation of
monetary and nonmonetary value into this framework for a wide range of stakeholders
from a long-term perspective [21,22].

Sustainable business models are very helpful to Industry 4.0, which can be conceptu-
alized as a new stage of industrial maturity for product firms, based on the connectivity
provided by the industrial Internet of Things, where the products and processes of compa-
nies are interconnected and integrated to obtain greater value for customers and internal
company processes [24].

Industry 4.0 is increasingly being explored by academics, researchers, practitioners,
and other relevant stakeholders. The idea of Industry 4.0 is supported by the advancement
of information and communication technologies (ICTs) and data storage [25].

Industry 4.0 offers potential for new and innovative business models. However,
established manufacturing firms tend to be more oriented towards improving the efficiency
of their processes through Industry 4.0 [26].

Miiller et al. [27] consider that the business model concept thereby generates an un-
derstanding of how organizations can use Industry 4.0 to provide value offerings and
appropriate pricing models to their customers.

The technical innovations associated with Industry 4.0 offer the possibility to adapt
existing business models or develop new ones. Furthermore, other companies can enter the
market and influence the value chain. For business models to adapt, data must be stored
in such a way that suppliers and manufacturers are functionally integrated into the value
chain [28].

Another important point for the sustainable business model is the environmental issue.
Therefore, it seems logical that environmental thinking should be included in the business
model and that it should be the object of business model innovation [29].
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From the literature, the authors identified that the primary objective of establishing
a sustainable business model is environmental issues, but achieving economic performance
and gaining market share increase competition among companies. The authors also iden-
tified that increasing financial performance results in the development of a competitive
business model [30].

2.4. Business Model Canvas and Sustainable Business Model

Osterwalder [31] developed a doctoral thesis in 2004 titled The Business Model
Ontology-the Proposition in a Design Science Approach, under the supervision of Yves
Pigneur; the objective was to approach the concept of business models ontologically to
provide the basis for new management tools. Based on their thesis, Osterwalder and
Pigneur [6] launched the book Business Model Generation, presenting the Business Model
Canvas for the first time; according to Burkett [32], it offers a simple, visual, and one-page
canvas on which it is possible to design, innovate, and discuss business models.

For Osterwalder and Pigneur [6], the business model represents parts of the planned
strategy to be implemented within their organizational structures, processes, and interde-
pendent systems.

Osterwalder [12,31] developed a study evaluating and comparing the most common
construction models in the literature, and on that basis identified the most frequently men-
tioned components. The result of this research consisted of a synthesis with nine building
blocks, covering all components of the business models mentioned by at least two authors,
excluding elements related to competitors.

The aim of the authors in developing the business model canvas was to allow anyone
interested to create or modify a business model, since its screen has a clear language, allow-
ing for the exchange of ideas among those involved in the business modeling process [33].

Figure 1 shows the interaction among business model canvas blocks.

= 7
o N A by
G =) O A
% 35 ) o
é{ o w ———
Key partners Key activities Customer Customer segment
= relationshi
main network of ability to perform the most flp. )
suppliers and partners important necessary types c!frelatlonshlps Different groups of
that make the business actions to create value for Valne established between people lf(;_whom y;}.l
Taodel work customers el customers want to offer something
proposition of value
set of products and
'y services that create Ay
¢y , &7
AL value for a specific S
v customer segment
Key resources Channels
organizing the means employed to
activities and resources keep in contact with
needed to create value customers
for customers
Cost structure /3 1 Revenue stream e
all costs involved in operating the < 4 how the company makes money \42
business model in each customer segment -

Figure 1. Business model canvas blocks. Source: Based on Osterwalder and Pigneur [6].

According to Figure 1, five blocks of the business model refer to the external aspects,
namely, value proposition, customer relationship, customer segment, channels, and revenue
stream, while the others refer to the internal aspects: key activities, key partners, key
resources, and cost structure. Bocken [7] considers that the first groupings of the best-
known sustainable business models were oriented towards the combination of products
and services such as leasing and renting. To expand this list and capture emerging practices
in the field, archetypes of sustainable business models were developed and classified
according to more technological, social, and organizational types [20].
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To illustrate sustainable business models, different elaborations have emerged in
recent years, such as the flourishing screen by Jones and Upward in 2014, and the screen of
the sustainable business model [34]. Figure 2 illustrates an example of this screen from the
sustainable canvas business model.

Profit
superior value that is offered to
Key activities customers compared to
processes, competitors Customer

development, relationship
technology from a Value

systemic point of

Key Ve P company

< : Customer

stakeholders positive impacts
Value of common ¢ Value segment

relation between
customer and

suppliers, Creation interest to environment Delivery target groups

c(;a_—ﬁn;nceIS, society that are part of
istributors, the offer
reverse logistics Channels

and partners for
positive impact

Key reson'r.c?s Cant touchpoints with
and capabilities SRR customers
Material, human, Revenue including how
financial, network, structure stream to retrieve
infrastructure, for stakeholders | for stakeholders products
brand image, data, in the entire in the entire
knowledge, etc system system

Figure 2. Screen of sustainable business model canvas. Source: based on Bocken et al. [34], Oster-
walder and Pigneur [6], and Richardson [35].

According to Figure 2, three archetypes are incorporated into the conceptual business
model of Osterwalder and Pigneur [6]. Thus, in the value proposition structure, the
elements of profit, people, and planet appear, categorizing the holistic approach necessary
to face the challenges of a sustainable future, focusing on environmental changes in parallel
with economic and social changes [20].

Sustainable business models use the triple base (people, profit, and planet) to measure
the performance of companies, in addition to promoting environmental management in
a systemic way, significantly impacting business growth prospects [7].

Interest in the topic has expanded and is part of the agenda of companies, which,
driven to incorporate within their values a positive contribution to sustainability, have be-
gun to seek not only profit for their shareholders, but to face the challenges of development,
considering social and environmental aspects.

The Sustainable Development Goals illustrated by the UN and faced by companies
and by society in Brazil and globally are [37]: (1) No poverty; (2) Zero hunger; (3) Good
health and well-being; (4) Quality education; (5) Gender equality; (6) Clean water and sani-
tation; (7) Affordable and clean energy; (8) Decent work and economic growth; (9) Industry,
Innovation, and Infrastructure; (10) Reduced inequality; (11) Sustainable cities and commu-
nities; (12) Responsible consumption and production; (13) Climate action; (14) Life below
water; (15) Life on land; (16) Peace, justice and strong institutions and (17) Partnership for
the goals.

Sustainable Development Goals drive global actions to eradicate poverty and protect
the environment and the climate, guaranteeing people everywhere the possibility of en-
joying peace and prosperity [37]. Launched in 2015, the 2030 Agenda is the joint work of
governments, companies, and citizens towards the creation of a new sustainable global
socioenvironmental model.

2.5. Logistics, Supply Chain, and Sustainable Supply Chain

In today’s business world, it is very difficult for a company to become competitive
without the collaboration of external partners. The concept of supply chain management
emerged in this direction and seeks to better manage the physical and changed information



Sustainability 2022, 14, 694

7 of 20

flow among all supply chain participants whose objective is to achieve simultaneous cost
reduction through the supply chain and increase the value of goods and/or services [38].

According to Arredondo and Tanco [36], the origin of supply chain management (SCM)
mainly depends on logistical reality. This is how SCM and logistics are strongly connected,
although they are not identical. Strategic vision, internal integration, and relationships
that transcend company boundaries represent an integral part of SCM. Figure 3 shows
this evolution.

o Finance

Marketing

I+R+D

Purchasing

T

———————————— > F———-

Figure 3. SCM evolution. Source: Based on Arredondo and Tanco [36].

According to Copacino [39], supply chain management or logistics refers to the art
of managing the flow of materials and products from origin to user. Ballou [40] believes
that integrated logistics management is strengthened in the rationalization of operating
costs, improving services and changing the environment, promoting global logistics and
organizational strategic growth.

Organizational disputes occur at various operational levels, such as innovative prod-
ucts and processes and reducing operating costs and investments, in addition to increas-
ing customer expectations. In this case, the logistical process that alternates between
a completely vertical position and partnerships with several professional suppliers stands
out [41].

Bowersox and Closs [42] highlighted that the movement of materials is not limited to
moving, boxing, and storage, but extends to the performance of these functions, considering
the available time and space. Production support activities should not be stand-alone proce-
dures, but should be integrated into the activity system to maximize the total productivity
of the facility or warehouse.

In this scenario, according to Aguezzoul [38], logistics companies can be highlighted,
as they have benefited widely from the phenomenon of outsourcing, accelerating their
growth. This growth is mainly attributed to benefits related to cost reduction, performance
improvement, a focus on the core business, and the construction of virtual ventures through
strategic alliances. Table 2 presents activities associated with contract logistics.

Even though the chain structure and business processes remain in their traditional
form, the dynamics of how organizations pursue integration across supply chains has
changed. In addition to requirements for satisfactory economic performance, organizations
are now responsible for the positive socioenvironmental performance of their operations
and, indirectly, of the activities of their partners and suppliers [3].
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Table 2. Associated activities with contract logistics.

Logistics Processes Activities

Transportation by road, rail, air, or sea, intermodality management,
shipping, forwarding, package express carrier, customs brokering, (de)

Transportation consolidation, perishable /hazardous goods management, freight bill
payment/audit.
Merge in transit, order fulfilment/processing, picking, sorting,
Outbound . ) . ) . .
e dispatching, post-production configuration, installation of products at
(Distribution) .
the customer’s site.
Warehousing Storage, receiving, cross-docking, (de)consolidation,
perishable /hazardous goods.
Inventory Forecasting, slotting/lay out design, location analysis,
management storage/retrieval management
Packaging Design, labeling, assembly/packaging, palletizing

Pallet-flow management, recycling, reuse, remanufacturing disposal
Reverse logistics management, repair, testing/product serving, return
shipment management.

Source: Based on Aguezzoul [38].

The standout factor is sustainable supply chain management (SSCM) or green supply
chain management (GSCM), which has received much attention due to the increased
awareness of climate change and global environmental and social issues [43]. GSCM can
be defined as the coordination of the supply chain to integrate environmental concerns and
consider interorganizational activities [44].

For the past two decades, SSCM has focused on integrating environmental, social
and economic objectives into all the supply chain processes of large companies [45,46].
Herrmann et al. [47], reported that, in recent years, around 70% of the leading companies
in any given sector emphasized sustainable development in their work programs. Reports
from leading companies confirm that the success of sustainability efforts also depends on
collaboration between supply chain actors [48,49].

Green supply chain management ensures the effectiveness of public and corporate
policies to make their operations cleaner, increasing market share and profits and improving
their images and reputations [47].

The SSCM aims to integrate the triple-baseline (TBL) premise in the development of
adequate strategies for supply chain management [3].

The formal definition of TBL in sustainability includes environmental, social, and
economic dimensions, indicating that traditional performance measurement based on eco-
nomic profit should be extended to include the environment and people’s wellbeing [50,51].

Pagell and Wu [52] explain the introduction of sustainability practices in the supply
chain and indicate that a company can be proactive and committed only when the business
model is consistent with the environmental and social elements of sustainability.

2.6. Innovation in Sustainable Management

According to Rocha et al. [4], sustainable management is premised on incorporating
economic, social, and environmental factors into an organization’s strategy and operations,
making it a new challenge for companies.

This challenge becomes greater as a company seeks to obtain a competitive advantage
and simultaneously considers the social and environmental impacts associated with its
productive activities, as well as the adoption of sustainable management that incorporates
economic, social, and environmental factors into its strategies and organizational operations.
Sustainable management must exist in the composition of the entire production chain of
industrial activities. Therefore, the sustainability strategy must range from suppliers of raw
materials and other supplies to final consumers [53].
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To understand how to implement sustainability in supply chains, it is first necessary
to understand its general dynamics. The supply chain is not in fact a linear chain, but is
a complex network with many connections among different participants. The globalization
process has strengthened this feature, and the relationship between different participants is
extremely complex and diverse [53].

The management of the supply chain and the incorporation of sustainability into
management are measures that have been adopted by different organizations and different
market segments, whose objective is competitive differentiation and the reach of long-term
development in the markets [4]. Some authors define supply chain management and
the incorporation of sustainability as a sustainable supply chain, as already presented in
Section 2.5.

In recent decades, compared to traditional models that focus on economic returns, the
literature has emphasized the importance of incorporating the concept of sustainability
into a company’s business model [54]. For Jabtoniski [55], it is very likely that the future
starting points for achieving a sustainable market advantage are the right business model,
location in the market, and a continuous hierarchical organization. The growing importance
of business models is a result of the combination of information and communication
technologies, the deregulation of markets, technological changes, globalization, the role of
sustainable development, and the growth of corporate social responsibility.

Business model innovation has recently increased in academic research and business
practice. Changes in business models are the basic method for achieving sustainable
innovation. However, little is known about the successful adoption of sustainable business
models (SBMs) [56]. The SBM concept focuses on creating ecological, social, and economic
value for key companies [57].

Sustainable innovation can be defined as the introduction of novelties or modifica-
tions in production processes, techniques, systems, organizations, and products to reduce
environmental damage [58].

Gonzalez-Torres et al. [59] considered that the traditional financial theory has the sole
mission of maximizing shareholder value. However, companies are currently under strong
pressure to improve their corporate social performance (CSP) and integrate sustainability
into their business practices. In previous research and practice, most theories and ideas
used to assess the effectiveness of mergers and acquisitions are rooted in the old compet-
itive environment previously dominated by manufacturing. In high-tech mergers and
acquisitions, the integration of technological capabilities is the best indicator of business
synergy, as opposed to evaluating the relationship between the market and the product
portfolio [60].

This research considered mergers and acquisitions (Mé&A) as sustainable innovation,
considering that a merger occurs when two or more companies decide to pool their re-
sources under a common entity, and that acquisition occurs when a company exercises
effective control over the assets or management of another company without merging their
businesses [8].

Mergers and acquisitions can alter activities that span the entire supply chain, in-
cluding sourcing, manufacturing, distributing, and delivering materials. Supply chain
management under mergers and acquisitions continues to be widely studied as a source of
operational coordination [61]. In fact, improving supply chain performance represents the
greatest cost-saving advantage, especially in the context of horizontal consolidation [62-64].

3. Methods

Descriptive exploratory research was chosen, as it aims to provide greater familiarity
with the problem to make it more explicit, and descriptive research aims to describe the
characteristics of a given population or phenomenon [10].

For Yin [65], the case study is: “An empirical investigation that investigates contempo-
rary phenomena in the context of real life, when the boundary between the phenomenon
and the context is not clear”. In relation to the research questions, the case studies try to
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answer the “how” and “why” phenomena; they don’t need to control behavioral events;
and still focus on contemporary events [65].

Through a descriptive exploratory case study, it was possible to analyze the new
sustainable business model that had been created by the merger of the two companies
while simultaneously identifying some of the 17 Sustainable Development Goals stipulated
by the UN for the 2030 agenda.

For reasons of confidentiality, the acquiring company was named A, and the acquired
company was named B; their characteristics are described below:

Company A:

Company A began its activities with a focus on the business-to-consumer (B2C) seg-
ment and showed sustainable growth in recent years. Initially, the customer segment
was focused on e-commerce services; over the years, however, it expanded into different
segments. Currently, in addition to e-commerce, the company provides services to the
payment-method delivery market, being responsible for its integrated logistics. The op-
erational process ranges from storage, installation, exchange, and maintenance to reverse
logistics. The company performs fast deliveries and offers dedicated operations for deliver-
ies of between 4 and 6 h after the customer’s order. One of the market expansion strategies
is acquisitions. Over the past few years, the company has acquired several companies
operating in its field, expanding its presence in the market. Its strategy is to incorporate the
knowledge of its competitors, expanding its operations horizontally (competing companies)
and vertically (complementary companies) without having to start from scratch.

It appears that company A has programs aimed at environmental, social, and economic
issues and addresses the context of sustainability in its mission, vision, and values. It has
approximately 13,000 employees at facilities located in the southern and southeastern states
of Brazil, and its headquarters are in the metropolitan region of greater Sao Paulo. It has
ISO 9000 and 14,000 certifications.

Company B:

Acquired in 2020, being one of the pioneers in the country’s cargo transport sector,
Company B operates in the business-to-business (B2B) segment of road transport services
and fractional cargo for the pharmaceutical, cosmetics, e-commerce, electronics, auto parts,
textile, clothing, and footwear segments. Through integration with other divisions of the
company, the express unit offers logistic solutions, customized projects, and road and air
transport. It has about 3000 employees and is one of the largest logistics operators on the
national scene with a focus on fractional transport.

Company B also has programs focused on environmental, social, and economic issues
and addresses the context of sustainability in its mission, vision, and values. Its opera-
tion and headquarters are in the metropolitan region of Campinas. It has ISO 9000 and
14,000 certifications.

The steps of the methodological procedure were:

1.  Thesources of evidence for the case study: As a source of internal evidence, interviews
were carried out with managers in the areas of two Brazilian logistics companies in the
mergers and acquisitions process. As external evidence, we used secondary sources
such as company websites, minutes, and reports of internal meetings, documents,
and observations. Both the internal and external evidence sources guaranteed the
routines for the triangulation and constituted the basis for the validation of the
qualitative research. For Yin [65], triangulation is a rationale for using various sources
of evidence, allowing both the development of converging lines of investigation and
the data obtained considering its analysis to become more accurate and convincing.

2. Instruments and protocols: The protocol provided a series of open and semi-structured
questions to guide general discussions. It was based on the conceptual models of the
Business Model Canvas and the Sustainable Business Model. The research instrument
was a semi-structured script with open and closed questions specific to each area
according to the activities described. Respondents were asked to provide data to
measure the productivity of their administrative routines, characterizing the current
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scenario (as is). The interview was the main source of data collection that was carried
out with the managers of each area of the two companies.

3. Data collection: Data collection was carried out through semi-structured interviews
with managers from each area of the two companies. The interviews were scheduled,
allowing them to take place in an appropriate place, avoiding the intervention of other
people or routine activities. The interview allowed the researcher to ask the key re-
spondent about facts, or ask for their opinion about certain events [65]. The interviews
were recorded and transcribed. Each set of interviews and materials was synthesized
according to common protocol categories and developed as a detailed case study for
each area, following a common format, systematically exploring the same facets of
each company in turn. Managers from the following areas were interviewed: procure-
ment, accounts payable, accounts receivable, treasury, invoicing /billing, accounting,
tax, human resources, information technology, and fleet management

4. Data analysis: The collected data were compared with the theories studied, selecting
the best practices in each area and planning and building new scenarios for the com-
panies (to be). The interviews were carried out to verify whether the concepts studied
in the literature review were equivalent to the tacit knowledge of the interviewees
Analysis strategy was the narrative strategy, which aims to provide stories, meanings,
and mechanisms [66]. Fenton and Langley [67] elucidate that the narrative mode of
analysis focuses on the elements that constitute the narrative, such as its sequence,
its plot, and its characters present in the conversation, as well as documents and
organizational texts. The authors seek to clarify how the perspective can be rich
in practical analysis and, finally, strategic texts. The analytical results allowed for
the measurement of the productivity of the chosen areas of each of the companies,
and a survey of the business processes and technical systems used, in addition to
diagnosing the level of maturity of these areas. To measure productivity, the managers
of each area were essentially asked to assign weights to each process according to its
importance and criticality and then, for each human resource, they gave grades from
0 to 10 according to efficiency, time with the company, and importance. To calculate
productivity, a weighted average of processes and human resources was made. To
obtain the grades and weights of each process by area, interviews were conducted
using a closed script with the managers of each area of each of the companies. This
data was analyzed, and productivity indicators were generated.

5. Data discussion and conclusion: The case study resulted in a restructuring of the
areas, consideration of the optimization of processes, identification of the qualitative
benefits resulting from the merger, improvements in productivity and service, the
standardization of processes, and the implementation of innovative digital technolo-
gies. Thus, with a new operational and technological model, the acquiring company
was able to focus on a sustainable growth platform with greater focus on business
activities and gains in quality and productivity in internal and external services.

4. Analysis and Results

The internal analysis of the merger of companies was carried out using the Canvas
business model. Subsequently, the results were applied to the Canvas sustainable business
model, identifying the social and environmental aspects.

Using the case study, it was possible to prepare the canvas of the sustainable business
model, contemplating the merger of companies and considering the main areas involved
and impacted, as well as the standardization of business processes and the implementation
of innovative digital technologies.

Subsequently, it was possible to analyze in detail the organizational model of the
acquiring company after the merger.
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4.1. Value Proposition

Profit: A quality standard present in all stages of each logistics project, from the
packaging of goods and preparation for distribution at the points of sale to the delivery of
products at the destination, allows for better prices for services. The increase in profits is
also due to the creation of a competitive advantage, since the customers’ product inventories
are stored in the company’s warehouses, accelerating the flow and directly impacting the
delivery time, which can often be up to a day shorter than expected.

This creation of a competitive advantage is congruent with Jabtoniski’s [55] analysis, which
assumes that the future starting points for achieving a sustainable market advantage are the
right business model, location in the market, and continuous hierarchical organization.

For the merger process, the productivity structure of areas that presented activity
duplication was analyzed, resulting in new adjusted productivity for the chosen areas of
Companies A and B.

Table 3 shows the adjusted productivity of Companies A and B.

Table 3. Adjusted productivity of Companies A and B.

Initial Initial Company A Company B
Area Activities Productivity = Productivity Adjusted Adjusted
Company A  Company B Productivity = Productivity
Procurement Quantity of procurement/month 96 125 115 150
Accounts payable Amount of bills paid/month 2604 1777 3125 2132
Accounts receivable Amount of receipts/month 2245 3026 2694 3631
Treasury Amount of bank reconciliation 56 16 67 19
Invoicing /billing Quantity of registrations made 224 63 291 76
(customers)/month
Accounting Number of companies for 1 0.3 1 0.4
accounting closing
Tax Quantity of .brapches for 6 7 7 3
tax obligations
Human resources Number of company employees 687 687 790 824
Information technology Number of infrastructure calls 99 25 119 29
Fleet management Quantity of fleet vehicles 305 102 366 117

To calculate adjusted productivity, the activities performed by each area, the monthly
volume of each activity, and the number of employees per performed activity were considered.

Under the initial productivity, a process compression lever was inserted, chosen from
three scenarios: conservative, moderate, and aggressive, with compressions of 15%, 20%,
and 30%. respectively. The percentages come from knowledge management acquired over
the years, through the experiences of the specialists involved in the merger project.

To choose the best scenario for each area of the two companies, all processes were
mapped and redesigned, considering the best organizational practices, optimizing activities
by reducing gaps, and developing opportunities for improvement. For this purpose, the
managers of each area involved were interviewed and the future processes designed
together with the responsible technical area. After the calculations of adjusted productivity,
centralized productivity was calculated.

For the calculation of centralized productivity, a process centralization lever was
created and applied to the best of the adjusted productivities of the two companies, con-
sidering the choice of three possible scenarios: conservative, moderate, and aggressive,
with compressions of 3%, 6%, and 10%, respectively. Like the process compression lever,
the percentages come from knowledge management acquired over the years, through the
experiences of the specialists involved in the merger project.
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Table 4 shows the projection of the centralized productivity of the duplicated activities.

Table 4. Projection of centralized productivity of duplicated activities.

Company A  Company B Centralized Growth
Area Activities Adjusted Adjusted Productivity Centralization
Productivity = Productivity = Companies A And B Productivity
procurement quantity of 115 150 155 3%
procurement/month
accounts payable amount of bills paid /month 3125 2132 3437 10%
accounts receivable amount of receipts/month 2694 3631 3994 10%
treasury amount of bank reconciliation 67 19 74 10%
L s qty of registrations made o
invoicing/billing (customers) /month 291 76 320 10%
accountin number of companies for 1 0 1 10°%
& accounting closing ’
tax qty of branches for 7 8 9 10%
tax obligations
human resources number of 790 824 849 3%
company employees
ltrelzfc(]);:;?(t)lg; number of infrastructure calls 119 29 122 3%
fleet management quantity of fleet vehicles 366 117 388 6%

The projection of the centralized productivity of Companies A and B allowed for the
areas that previously worked in isolation to integrate, offering fluidity and optimization of
the execution time of activities.

After centralization and unification, centralized productivity experienced an average
growth of 8%, considering duplicated activities.

This better management of the supply chain allowed for an average of 8% growth
in centralized productivity, considering duplicated activities. In this way, according to
Aguezzoul [38], supply chain management seeks to better manage the physical and changed
information flow among all participants, whose objective is to simultaneously achieve cost
reduction and value increase in goods and/or services.

People: implementation of the best process maturities in the chosen areas of each
of the companies, identifying possibilities for improvement in employee training and
qualification. To prepare the maturity diagnosis, the main processes in each area were
subdivided into subprocesses, and a list of criteria were developed to identify the structure
of internal routines.

Internal routines were analyzed to identify their stage (initial, repetitive, defined,
managed, and optimized), and subprocesses were analyzed in pairs to compare the best
stages between the two companies. The process for measuring productivity is detailed in
the methodology.

Table 5 presents the list of management criteria for each subprocess.

Maturity diagnosis identified weaknesses, allowing for the implementation of contin-
uous improvement focused on processes and employee development, which resulted in
standardization and improvement in the execution of duplicated activities, and thereby
a reduction in the time taken to meet deadlines.

According to Bowersox and Closs [42], the movement of materials is not limited to
moving, boxing, and storage, but extends to the performance of these functions, considering
the available time and space. Production support activities should not be considered as
standalone procedures but should be integrated into the activity system to maximize the
total productivity of the facility or warehouse.
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Table 5. List of subprocess management criteria.

Criteria List Description of Subprocess Characteristics
Flowchart
Documentation and Process Standard operational procedure
Management Clear and well-communicated objectives

Corporate policies

Result indicators

Result Monitoring Reliable database with the historical performance of indicators

Continuous improvement culture
Continuous Improvement Action plan culture
New technologies used in the last year

Structured training

Training and Qualification Understanding the impact of individual work on the result

The centralization of processes allowed for financial gains with a reduction in overtime
through the replacement of inefficient technologies that generated manual work and low
productivity, as shown in Table 6.

Table 6. Financial gains with reduced overtime.

Area Previous Monthly Cost ~ Current Monthly Cost
Procurement 351.46 175.73
Accounts payable, accounts receivable 580.90 290.45
and treasury
Invoicing /billing 633.93 316.96
Accounting 577.98 288.99
Tax 1245.83 62291
Human resources 1493.45 746.73
Information technology 2497.57 1248.79
Fleet management 4.65 2.32
Total 7385.75 3692.88

Technological innovation and the implementation of agile systems contributed to the
fulfillment of the stipulated working hours and better remote-working conditions, reducing
by 50% the monthly costs with overtime arising from manual activities and conferences.

Planet: Company B has a constantly renewed fleet and, as of November 2019, it started
operating in-house, working directly at the plant of one of its large customers with a team
allocated to the factory. The management unification of this operation brought synergy and
dynamism to the operation, promoting a significant environmental gain.

In this way, the merger with Company B contributes to the achievement of Sustainable
Development Goals 9.4, 11.6, and 13.1, as stipulated by the UN.

During the first 30 days of operation, there was a 40% reduction in the number of trips
compared to the previous model, bringing a reduction of 37.4% in CO2 emissions, equiva-
lent to less than five tons of pollutants deposited in the environment, whose neutralization
would require the planting of 39 trees.

This achievement of Sustainable Development Goals 9.4, 11.6, and 13.1, as stipulated
by the UN, are found in the sustainable management of the supply chain (SSCM), which,
according to Mageto [43] has received much attention due to a greater awareness about
global climate change and environmental and social issues. In addition, Herrmann et al. [47]
reported that, in recent years, around 70% of leading companies in any given sector have
emphasized sustainable development in their work programs.
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4.2. Value Creation

Key stakeholders: A network of experienced and qualified partners and suppliers in all
solutions developed for customers. As they are outsourced services from delivery to satisfaction,
offered services generate value for the products of the logistics company’s customers.

Key activities: Innovative digital technologies. After the merger, all processes became
automated, especially the accounts-receivable and invoicing of Company A, which started
to use the methodology of Company B due to its more advanced maturity in its processes.

In this way, the merger with Company B contributed to achieving Sustainable Devel-
opment Goal 8.2, as stipulated by the UN.

The integrated packaging, labeling, storage, and control solutions offered customers
additional advantages, such as delivery and collection systems carried out by its fleet,
detailed monitoring of the order cycle, specialized third-party management and related
services, cargo tracking, and transport routes.

The implemented innovative digital technologies allow the acquiring company to
develop sustainable innovation, which can be defined as the introduction of novelties or
modifications in production processes, techniques, systems, organizations, and products to
reduce environmental damage [58].

Key Resources and Capabilities: Experienced and continuously trained professionals
make up experienced and qualified teams throughout the entire supply chain. The acquired
company has a training and people development center, initially conceived to meet the
company’s training demand, which later evolved and opened its doors to the market.

Table 7 shows the investment costs for the continuous improvement of supervisors,
coordinators, and full analysts.

Table 7. Map of investments in continuous improvement.

Category Type Frequency Monthly Investment

Continuous

. . . OPEX Recurrent 7456.97
improvement—supervisor/coordinator

Continuous improvement—full analyst OPEX Recurrent 3780.63

4.3. Delivery of Value

Relationship with customers: Development of customized strategies that include
demand planning and stock replenishment, designing streamlined and efficient operation
and coordination networks with specific consultants for each project, customizing processes
to customer needs.

Customer segment: Operating under the integrated management model, the merger
provides more adequate solutions for each customer segment in both the B2B and the
B2C segments. Company A has specialized activities in e-commerce, customization of
projects with economical and profitable solutions, fashion and retail, cosmetics, telecoms,
education, and banks and payment methods (specialized services of storage, handling,
technical assistance, picking, packing, shipping, door to door distribution, courier, reverse
logistics, squeegees, and stockings). Company B operates in the fractional and air B2B
segments. With the merger, Company A includes all services and distribution for the
Brazilian consumer and finished product market, reinforcing the last-mile operations for
companies and points of sale.

Channels: An omnichannel service in which all distribution channels are integrated.
Company B offers an online download of deliveries. The driver, in real time, through appli-
cations that are used on cell phones or the tracking system itself, informs the customer that
the delivery was carried out, allowing customers to quickly obtain information. Company
B also offers access to all information related to the cargo, such as the collection position,
distribution, deadlines, occurrences, and proof of delivery, in addition to the traceability of
the goods by the cargo recipient.
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4.4. Value Capture

Cost structure: From the centralization of activities in the chosen areas of Companies
A and B and the implementation of new technologies, Company A was able to reduce costs
with employees and with the management teams of the areas, as shown in Tables 8 and 9.

Table 8. Benefits with employee resizing.

Employee Resizing Costs before Centralization Costs after Centralization
Procurement 39,757.71 34,747.10
Accounts payable 27,136.62 16,042.28
Accounts receivable 31,071.34 22,565.41
Treasury 8990.89 5492.52
Invoicing/billing 59,470.48 38,972.65
Accounting 48,084.69 27,748.79
Tax 89,889.13 62,612.43
Human resources 66,218.02 54,438.02
Information technology 90,713.44 70,751.33
Fleet management 17,984.47 6816.75
Total 479,316.79 340,187.27

Table 9. Benefits from resizing management teams.

Management Teams Resizing Costs before Centralization  Costs after Centralization
Procurement 14,168.24 14,168.24
Accounts payable, accounts

receivable, treasury and 85,895.59 64,200.16
invoicing/billing

Accounting 35,863.68 35,863.68

Tax 44,424.70 21,695.43

Human resources 28,336.49 28,336.49

Information technology 50,031.92 50,031.92

Fleet management 48,549.65 26,854.22

Total 307,270.27 241,150.14

Centralization allowed for the improvement of integrated logistics that, according
to Ballou [40], has been strengthened in the rationalization of operating costs, improve-
ment of services, and change in the environment, promoting global logistics and strategic
organizational growth.

Revenue stream: as financial parameters, a K factor of 1.9 (ratio between the total
cost of a worker and the amount paid to the same worker as remuneration) and an annual
weighted average cost of capital (WACC) of 18 were used (0.37% return on investment
related to process centralization).

Through the elaboration of cash flows, the financial data of the centralization of the
processes were obtained and are presented in Table 10.

According to Table 10, the payback (return on investments) in the centralization
of areas and the optimization of activities is 15 months, considering the beginning of
centralization in August 2020 and the investment in improvements, which was in the order
of 2,098,650.02.
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Table 10. Financial data from process centralization.

Financial Indicators Compression and Investiments
NPV (3 years) 2,263,522.28 Compression—Staff 29%
NPV (5 years) 4,858,040.73 Compression—Management 22%
IRR (5 years) 8.5% Cost Reduction 26%
PAYBACK Feb 2022 CAPEX 2,098,650.02

The results of the data show that there was an improvement in the efficiency of
activities, through the union of processes and technologies, as well as a reduction in costs
through the resizing of employees. In addition, the number of overtime hours was reduced,
allowing for a better quality of work for those involved.

Improving supply chain performance represents the biggest cost-saving advantage,
especially in the context of horizontal consolidation [62-64].

5. Conclusions

We identified how the merger of two Brazilian logistics companies targeting different
customers could positively contribute to sustainability, considering social and environmen-
tal aspects. This identification was made possible at first by using the Canvas business
model to map the internal areas involved. Subsequently, the results were applied to the
Canvas sustainable business model, identifying social and environmental aspects.

Through a descriptive exploratory case study, it was possible to analyze a unified
sustainable business model, simultaneously identifying some of the 17 Sustainable Devel-
opment Goals stipulated by the UN in the 2030 agenda.

The sustainable business model canvas was a tool for understanding and merging
the two B2B and B2C business models of each company. The elements of profit, people,
and planet incorporated into the canvas’ conceptual business model allowed for a holistic
view that considers some sustainable challenges stipulated by the UN, such as Goals
9.4 (modernize infrastructure and rehabilitate industries to make them sustainable, with
increased efficiency in use resources and greater adoption of clean and environmentally
friendly technologies and industrial processes; with all countries acting in accordance with
their respective capabilities), 13.1 (enhance resilience and adaptive capacity to climate-
related risks and natural disasters in all countries), 11.6 (reduce the per capita negative
environmental impact of cities by 2030, including paying special attention to air quality and
municipal waste management), and 8.2 (achieve higher levels of productivity in economies
through diversification, technological modernization, and innovation, including through
a focus on high value-added and labor-intensive sectors).

The triple baseline (TBL) in the sustainability of environmental, social, and economic
dimensions can be analyzed through the sustainable canvas business model, through the
elements of planet, people, and profit, respectively.

Some data obtained after the merger stand out: after centralization and unification,
centralized productivity had an average growth of 8%, considering duplicated activities;
the centralization of processes allowed for financial gains with a reduction in overtime
through the replacement of inefficient technologies that generated manual work and low
productivity. Technological innovation and the implementation of agile systems contributed
to the fulfillment of the stipulated working hours and better remote-working conditions,
reducing by 50% the monthly costs with overtime arising from manual activities and
conferences. Another positive fact is the 40% reduction in the number of trips made
compared to the previous model, bringing a 37.4% reduction in CO, emissions.

It was possible to diagnose the improvement in corporate social performance and the
integration of sustainability into companies’ business practices.

It was, however, not possible to compare the obtained data with other surveys to
measure the optimization of processes involving people, technology, and environmental
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sustainability, as the research was limited to analyzing a case study involving the merger of
two logistics companies.

The merger allowed for market diversification as a result of the combination of B2B
and B2C models, better serving the customers that make up the market segment. The
expansion of the market allowed for an increase in revenues and an internal rate of return
of 8.5% per year.

For future research, sustainable business models of companies with different produc-
tion systems that are in the merger and acquisition process should be analyzed.
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