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etc. Thus, the metaverse creates multiple opportunities for businesses. To tackle
them, business model innovation is needed. Businesses will need to develop their
own metaverse or participate in an existing one. They can create virtual products
fulfilling new customer needs, forexample, having a personalized virtual identity
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1. INTRODUCTION

he business world is characterized by Volatility, Uncertainty, Complexity, and Ambiguity

(VUCA). To thrive in such a competitive and unpredictable environment, companies strive to
continuously innovate every part of their business model to tackle the most promising opportuni-
ties. The business model is the conceptual architecture of how a company creates, delivers, and
captures value from customers (Teece D. J., 2010). It is described by nine pillars in the Business
Model Canvas (Osterwalder & Pigneur, 2017).

Digital technologies have been transforming the social and economic landscape, disrupting existing
business models or enabling the creation of totally new ones (Aagaard, 2024). One of the frontiers
of digital technologies is the metaverse (Rehman et al., 2024), having the potential to create a
global virtual economy (Latino et al., 2024). The investments in the metaverse have grown by
+4.500% since 2021 (Latino et al., 2024).

This research focuses on business model innovation in the metaverse, starting from the following
research question:

Does the metaverse trigger innovation in every pillar of the Business Model Canvas (BMC)?

Aiming to answer this question, the article was structured as follows: Section 2 describes the most
important concepts: business model, business model innovation, and metaverse. Section 3 pre-
sents the results according to the nine pillars of Business Model Innovation. Section 4 highlights
directions for future research. Section 5 summarizes the conclusion.
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2. THEORETICALBACKGROUND
2.1. Business Model Innovation

A business model is a conceptual architecture of how the business creates and delivers value to
its customers, while also capturing the financial architecture: revenues and costs (Teece D. J.,
2010). It is a critical strategic tool (Aagaard, 2024) and should be made difficult to replicate by
existing competitors and new entrants (Teece D. J., 2010). The business model is intertwined with
strategy, and it will change in time based on the dynamic capabilities of the company (Teece D.
J., 2018). It 1s of the highest importance for top management to sense opportunities and to seize
them, which might involve transformations of the business model (Teece D. J., 2018). The business
model and the operating model of a company have a reciprocal relationship, which implies that a
business model redesign will require transformations within the operating model and vice versa
(Lara Machado et al., 2024).

Business Model Canvas describes the business model by nine pillars: customers, value proposi-
tion, channels, customer relationships, revenue streams, key resources, key activities, key part-
nerships, and cost structure (Osterwalder & Pigneur, 2017). The customers describe the groups
of people (business-to-customer) or businesses (business-to-business) that the company targets.
The value proposition consists of the products and/or services that satisfy the needs of the targeted
customers. The channels describe how the company reaches out to its customers, for promoting
the value proposition, for delivering it, and for providing post-purchase services. The customer
relationships depict how the company engages with its customers. The revenue streams outline
how the company captures value from its customers. The key resources are used in the creation
of the value proposition(s) and can be human, intellectual, financial, and physical. They can be
owned, borrowed, or bought, depending on top management’s decision. The key activities include
the most important ones for creating, delivering, and capturing value. The key partners are the
critical collaborators and suppliers for the company to complete its key activities. The costs detail
the financial resources consumed in the operating model of the company.

Business model innovation implies changes to the elements of the business model, with the goal of
proactively targeting new market opportunities or responding to disruptive challenges (Aagaard,
2024). The innovation can be incremental, radical or a result of exaptation (Latino et al., 2024).
It can be triggered by external or internal factors. External opportunities can arise from mega-
trends, for example: demographic shifts (Aagaard, 2024), digital transformation, evolution of new
technologies (e.g. distributed ledger technologies), orientation towards collaborative business
models or ecosystems (Miché & Gassmann, 2024), etc. Orientation towards sustainability triggers
companies to integrate the triple bottom line approach, transforming their business model into an
impact business model: doing well by doing good (Autio & Thomas, 2024). Changes in the internal
operational processes can also determine the need to innovate elements from the business model
(Lara Machado et al., 2024). Business model innovation should become a dynamic capability for
a company, to sustain its competitiveness in the long term (Zott et al., 2024).

2.2. Metaverse

The metaverse is an online environment where people, represented by avatars, are able to interact
socially and economically (Ritterbusch & Teichmann, 2023), with each other or with the virtual
value propositions from companies (Mancuso et al., 2023). The environment shall be immersive,
three-dimensional, and shared (Ritterbusch & Teichmann, 2023), allowing new digital offerings:
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virtual or a combination of virtual and physical (Mancuso et al., 2023). The word combines meta,
meaning virtual or transcendence, with verse, meaning world or universe (Ritterbusch & Teich-
mann, 2023). The term was first used by Neal Stephenson in Snow Crash, a science fiction novel
(Ritterbusch & Teichmann, 2023).

The metaverse is highly scalable and facilitates co-creation between companies and customers in
a hyperconnected and immersive environment, where people from everywhere can join (Cristache
et al., 2024). It is an ecosystem characterized by virtualization and hyperglobalization, which
are great premises for fostering innovation (Cristache et al., 2024). The impact of the metaverse
depends on the adoption rate by people (Biichel & Spinler, 2024). The metaverse also has some
risks and challenges any business should consider. Some examples are cybersecurity, data pri-
vacy (Cristache et al., 2024), digital inclusivity, being energy-efficient and other sustainability
challenges (Xu et al., 2024).

There are also barriers in the adoption of the metaverse; some are generally applicable, while
others are specific to an industry sector. For example, in the construction industry, there were five
categories of barriers identified: technical, organizational, environmental, social, and economic
(Irfan et al., 2024). Technical barriers include a lack of standardization and interoperability for
the metaverse, latency and bandwidth problems, the quality and the maturity of the technologies
involved, cybersecurity, etc. Organizational barriers include a lack of the required digital skills
and knowledge of the employees, resistance to change within the company, budget constraints, etc.
Environmental barriers include energy consumption, impact on the supply chain, an increase in the
hardware resources needed for the high computational needs of the metaverse, etc. Social barriers
include digital divide in the metaverse, data and privacy concerns, erosion of human interactions,
etc. Economic barriers include high initial costs for implementation with an uncertain return on
investment, lack of regulatory compliance, etc.

3. RESULTS

The research based on literature review and analysis of secondary data demonstrated that the
metaverse triggers innovation in every pillar of the Business Model Canvas (BMC). The findings
are presented in the following sub-sections, clustered within the nine pillars of the Business Model
Canvas (Osterwalder & Pigneur, 2017).

3.1. Customers

In the metaverse, the customers have new needs that the company should target to solve. They want
to create a virtual identity for themselves, thus transforming their avatar into a piece of self-ex-
pression (Mancuso et al., 2023). They want their virtual representation to be unique and to reflect
their likes, their personality, and their values. This translates into the need for high customization
or personalization, or for using products from their favorite brands not only in real life (IRL), but
also in the metaverse. Some customers will satisfy it by purchasing virtual goods, for example,
digital clothing for avatars, developed using Non-Fungible Token (NFT). Others will choose to
contribute to creation before purchasing, by using the technological infrastructure provided by
companies. This leads to co-creation between the customer and the company (Mancuso et al., 2023).
A key enabler for this is the interface for co-creation, which shall be intuitive and user-friendly.

Customers want to have virtual experiences in the metaverse. This need was accelerated by the
Covid-19 pandemic (Mancuso et al., 2023), which created the need for social interaction in a virtual
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way due to the restrictions imposed worldwide to avoid the virus spread. This opened or amplified
opportunities for applications in multiple fields, such as: education, entertainment, medicine, smart
cities, finance, advertising, fashion, online meetings, etc. (Banaeian Far et al., 2023). Even museums
have turned their attention towards the metaverse for virtual art exhibitions, which would permit
users to customize their experience and create multiple narratives based on the same artwork pieces
(Sylaiou et al., 2024). This would satisfy both the needs of the customer and the cultural organizations
by bridging the gap between highly user-centric, personalized, interactive experiences and present-
ing artworks in a way that inspires, builds emotions, and educates the public (Sylaiou et al., 2024).

Customers also have the need for belonging to a community. The metaverse can contain multiple
virtual communities. The way in which a company manages the virtual community might become a
differentiator factor compared to its competitors in a future scenario of ecommerce in the metaverse
(Biichel & Spinler, 2024). This would imply the existence of exclusive communities, where access
is granted as a benefit to the customer (Biichel & Spinler, 2024). The community is a great way for a
company to directly engage with customers via events, benefits, rewards, etc. (Mancuso et al., 2023).

Another need of customers in the metaverse is to pay using cryptocurrencies. To satisty it, companies
should diversify their payment methods in the metaverse by accepting cryptocurrencies. This targets
especially the tech-savvy customers, already using cryptocurrencies as payment or investment. For
example, Gucci has already implemented this in its own metaverse: Gucci Town (Mancuso et al., 2023).

In the metaverse, companies can also choose to diversify by targeting different customer segments
than inreal life. For example, Nike is targeting a unique customer segment: creators with a passion
for sport, technology, and gaming, while Gucci is selling virtual items at lower prices than in real
life (Mancuso et al., 2023).

3.2. Value Propositions

To address the new customer needs in the metaverse, companies need to build virtual products and
services. One concern of the virtual products is creating ways in which they remain valuable and
scarce throughout time (Biichel & Spinler, 2024). When it comes to products, the current solution
is to create NFT items. When it comes to virtual services, the challenge remains unsolved, espe-
cially for services that capitalize on the best practices and experience of the companies and their
employees, since the increased transparency and aggregator businesses in the metaverse might
reduce the value of this unique selling point (Biichel & Spinler, 2024).

The value propositions in the metaverse can take three main forms. Firstly, companies can opt to
create virtual products and services, targeting the specific needs of customers in the metaverse.
Secondly, companies can create digital twins of IRL products (physical-to-virtual) (Mancuso et
al., 2023). For example, Nike is providing digital twins of current and past sneakers (Mancuso
et al., 2023). Customers can purchase them for their avatar and wear them in Nikeland, Nike’s
own metaverse, or in other Roblox virtual worlds. Thirdly, companies can combine virtual and
real features into a product (virtual-to-physical) (Mancuso et al., 2023). For example, Samsung is
offering a TV with an integrated platform for crypto-art and a digital wallet on their smartphones,
allowing transactions with cryptocurrencies (Mancuso et al., 2023).

The services in the metaverse can also take multiple forms. Firstly, companies are providing the
possibility for a user to interact with the IRL products in the metaverse. This is extremely useful for
explaining more complicated features of a IRL product. Secondly, companies can prototype new
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IRL products in a virtual form, retrieve feedback in the metaverse and integrate it in the version
of the IRL product they release in the market. A virtual prototype will often be cheaper to build
than a IRL prototype, of course, depending on the product. The company can also reach a broader
audience since people from all over the world can test it in the metaverse. For example, Hyundai
was offering in Hyundai Mobility Adventure, its own metaverse, the possibility for customers to
test and to familiarize themselves with new car releases (Mancuso et al., 2023). Thirdly, companies
offer a user-friendly interface for customers to use for co-creation, thus satisfying the customer’s
need for highly customized items.

3.3. Channels

Companies choose an omnichannel strategy, integrating the metaverse platform as an additional
channel to their existing ones (Mancuso et al., 2023). This diversification allows them to reach
customers in the metaverse, while also maintaining the existing channels in the physical world,
especially relevant for customers who do not adopt the metaverse. The metaverse platform needs
to have some attributes for customers to engage deeply within the virtual world. It shall provide
an immersive and natural experience (Biichel & Spinler, 2024). The interface becomes as impor-
tant as the content and shall provide multiple modalities for user interaction (Sylaiou et al., 2024).
It shall allow natural language processing and use deep learning for continuously learning and
adjusting to the preferences of the user (Irfan et al., 2024). It may even provide haptic feedback,
a technology inspired by human skin (Xu et al., 2024).

3.4. Customer Relationships

There are three main goals for building customer relationships: attracting new customers, building
customer loyalty and engagement, and increasing customer lifetime value (Osterwalder & Pigneur,
2017). In the metaverse, these goals need to be fulfilled by virtual interactions. Companies create
digital experiences or events around their product. A good example is Gucci Garden, a virtual
fashion exhibition organized by Gucci in a virtual world on Roblox (Mancuso et al., 2023). Mar-
keting campaigns, designed as interactive and immersive in the metaverse, have high potential to
draw customers and convince them to purchase (Rehman et al., 2024). Social activities and virtual
communities are also highly impactful in the metaverse.

In the pre-purchase step, companies can create digital showrooms for presenting their product in an
interactive way, especially useful for more complex products. Customers shall be able to customize
the product using co-creation tools, or to provide feedback that is integrated in the final version
of the product. Long-term, this builds customer loyalty. During the purchase and post-purchase
steps, companies shall provide in-real-time and reliable virtual assistance to their customer. Virtual
humans are recommended for customer assistance to create the desired human connection and
engagement. This was also studied in virtual exhibitions where virtual humans, as mediators of
cultural content, were more appreciated by human visitors than other forms of virtual assistance
(Sylaiou et al., 2024). Virtual humans may take multiple forms: avatar-to-avatar or Al-to-avatar
(Biichel & Spinler, 2024). Artificial intelligence is a great asset for customer service if it can learn
the customer’s preferences and adapt its responses accordingly.

Virtual games are another important way to interact with customer within the virtual environment.
Gamification techniques, as practiced widely by the gaming industry, can also attract customers,
engage their interest, and improve their satisfaction (Mancuso et al., 2023). Rewards can be cryp-
tocurrencies, virtual products, or other benefits within the metaverse.
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3.5. Revenue Streams

The metaverse brings opportunities for new revenue streams. Selling digital products or services will
create a new stream for the company. The most well-known is the direct-to-avatar revenue model, in
which companies capture value by selling virtual products for avatars to their customers (Mancuso
etal., 2023). This revenue stream is unique to the metaverse since the avatar, the virtual identity of a
human, is a concept specific to the metaverse. It is sometimes also referred to as business-to-avatar
(B2A). Another revenue stream is the play-to-earn, in which purchases allow customers to earn
rewards within games. Samsung went further in innovating games and added a virtual layer to a
physical product by transforming a real Galaxy phone into a scooter for a game in the metaverse
(Mancuso et al., 2023).

Another revenue stream can be created by applying different pricing strategies in the metaverse and
IRL, targeting new customer segments and capturing value from them (Mancuso et al., 2023). This
strategy is considered a diversification one. Accepting cryptocurrencies as payment might also gen-
erate new revenue streams (Mancuso et al., 2023). This opportunity might bring high revenues since
few companies are currently accepting cryptocurrencies.

New revenue streams might appear in the metaverse of the future. Some projections include ava-
tar-to-avatar (A2A) and data-driven revenue streams (Biichel & Spinler, 2024). The evolution of
decentralized finance (DeFi), based on Blockchain, will play an important role in future innovations
of the revenue streams (Banaeian Far et al., 2023).

3.6. KeyResources

The metaverse, the platform, becomes a key resource for the company. The technologies commonly
used in the metaverse are: Augmented Reality (AR), Virtual Reality (VR), extended reality (XR),
Mixed Reality (MR), Digital Twin (DT), Blockchain, 3D, Mobile Augmented Reality (MAR) (Latino
etal., 2024), Internet of Things (IoT), cloud computing, networking (Sylaiou et al., 2024).

3.7. KeyActivities

The metaverse will trigger new key activities for a company. Firstly, the company will create, main-
tain, and further develop a proprietary metaverse. It may choose to have an own metaverse or a space
within an existing one, with a high adoption rate by its targeted customers. These activities can be
carried out internally or outsourced to key partners.

Secondly, the company will create and deliver new digital value propositions: virtual, virtual-to-phys-
ical, physical-to-virtual (Mancuso et al., 2023). These activities can be done internally or outsourced.
They are key areas in which the company will need to continuously innovate. A case study done on
Roblox and Meta, two important companies tackling the Metaverse, discovered that important micro-
foundations for business model innovation are: talented and skilled employees, flexible organization
of the employees around value, efficient knowledge management, communities for learning and
collaboration, communicating with impact towards stakeholders, strategic alliances, intrapreneurship
(Mancuso etal., 2024). Generative Artificial Intelligence might also be used for product development,
just as for real products (Kasar & Kumar, 2024).

Thirdly, the company shall create, maintain, and continuously improve a technological infrastruc-
ture for co-creation (Mancuso et al., 2023). The user interface must be simple to use, with all needed
functionalities to allow customers to personalize or customize products.
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3.8. KeyPartners

The companies in the metaverse create strategic partnerships with other organizations for three main
reasons. Firstly, they lack the technological skills, knowledge, and experience in that metaverse. They
seek organizations that have it to support them with the new key activities required in the metaverse.
They also benefit from their partners’ experience by applying lessons learned and best practices.
Examples of such companies are: Roblox, The Sandbox, Decentraland, Nvidia Omniverse, IBM,
XpertVR, Meta, EduVerse, etc. (Banaeian Far et al., 2023).

Secondly, companies seek partnerships with other companies that have applications or platforms
outside the metaverse, which are highly adopted by customers. Since the impact of the Metaverse
depends highly on its adoption by people worldwide (Biichel & Spinler, 2024), companies also need
to attract people and increase the adoption rate of the metaverse. By associating the metaverse with
applications and platforms widely used, thus projecting a sense of familiarity and trust, people might
be more willing to try the metaverse. A good example is Meta, which is integrating its platform and
headsets with applications from Microsoft and Adobe (Mancuso et al., 2024).

Thirdly, companies should build strategic partnerships to build interoperability between their own
implementations of the metaverse. Standards will be required to achieve this in the future. Meta did
the first step in this direction by starting two initiatives: The Metaverse Standards Forum, The Open
Metaverse Alliance (Mancuso et al., 2024).

3.9. Cost Structure

The new key activities in the metaverse, related to the metaverse platform, the new digital offerings,
and the technological infrastructure, will imply new costs. For other key activities, the costs will
decrease (Mancuso et al., 2023). The virtual products and services will be delivered directly to the
customer, without the need for intermediaries, thus decreasing the costs of the supply chain. Com-
panies can reach a broader and global audience within the metaverse platform, with lower costs than
IRL. Creating a virtual prototype for a product, retrieving feedback from customers, and integrating
it will also be done at lower prices compared to IRL. Digital experiences and events will have lower
costs than physical ones, while allowing a greater audience.

4. FUTURE RESEARCH DIRECTIONS

Based on the research undertaken so far, the authors consider that the following two research directions
might have contributed to the knowledge. On one hand, the characteristics of the industry in which
the company operates impact the business model innovation in the metaverse. On the other hand, the
differences between industries provide enablers and barriers for the metaverse.

5. CONCLUSION

This study demonstrates that the metaverse triggers business model innovation in each of the nine
pillars of the Business Model Canvas (Osterwalder & Pigneur, 2017). Customers have new needs in
the metaverse, for which they require new virtual products and services. Companies satisfy them
with innovative value propositions while engaging with a global market in creative ways, includ-
ing by using gamification techniques. New revenue streams emerge, for example, direct-to-avatar,
while also accepting cryptocurrencies as a valid form of payment. The new channel, the metaverse,
requires new key activities and strategic partnerships with other organizations. These changes also
impact the cost structure of the company. This article contributes to existing literature by increasing
understanding of the intersection between the metaverse and business model innovation.
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