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Abstract

Since the rise of the Regional Revitalization, an increasing number of young
people returning to their hometowns have engaged in actions to regenerate local affairs
and cultural resources. One notable example is the emergence of Harbor Fishing Studio,
which transformed the traditional single-industry operating model of a fishing village

by integrating fish consumption education into its business strategy.

This approach forged an innovative path that combines cultural heritage,
environmental education, and place marketing. Looking back, one cannot help but ask:
How did this model develop? What resource integration and monetization approaches
did the team employ in building a fish consumption education brand? And is this
operating model sustainable? In response to these questions, this study adopts a
business model perspective, employing the Business Model Canvas (BMC) framework
proposed by Osterwalder and Pigneur. The research subject is defined as a local
innovative team that centers on fish consumption education and promotes sustainability

through experiential activities and cultural content — Harbor Fishing Studio.

The study explores three main aspects: (1) the developmental context of Harbor
Liouyu; (2) the operational characteristics of fish consumption education; and (3)
Harbor Fishing Studio’s business model . This research uses a case study approach,
integrating in-depth interviews and participant observation for data collection and
analysis. It explores Harbor Fishing Studio’s channel strategies and business model

construction in the process of promoting fish consumption education.

The findings show that: (1) policy support provided a stable foundation during the
startup phase; (2) the team effectively leveraged social capital, linking local networks

and cross-domain collaborations to create a steady revenue stream; (3) a value

v



proposition of mutualistic symbiosis was adopted, replacing the traditional transaction-
oriented approach; and (4) a flexible, project-based operational model was
implemented to reduce fixed costs. Finally, this study proposes the concept of a “The
Business Model of Regional Revitalization”’and offers suggestions for similar
initiatives on establishing sustainable operational mechanisms. The results deepen the
understanding of operational models in local revitalization practice and can serve as a

reference for future teams or policy initiatives.

Keywords: Regional Revitalization ; Satoyama Initiative; fish-based diet education;

business model
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