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Different forms of value: Value logic 

Current Value 
Proposition

 Opportunities for 
New Value Creation

•  New forms of value 
for existing 
stakeholders

•  Value for new 
stakeholders

Value  Missed

•  Under-utilised 
assets, resources, 
capabilities

•  Overcapacity

•  Failure to capture 
value

•  Waste streams

Value Destroyed

•  Negative social 
impacts

•  Depletion of non-
renewables

•  Environmental 
damage

Generate solutions that 

capture new value through 

the reduction or elimination 

of destroyed value

Re-conceptualize 

destroyed value as  

missed  value

Capture currently missed 

value through new activities, 

relationships, and network 

reconfiguration

Value mapping - Bocken et al (2013) 
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Value mapping tool 

 

• Value captured: value 

currently provided by 

company/ product and 

‘valued’ by each stakeholder  

• Value missed: value the 

company failed to capture 

from stakeholders, current 

resources and capacity 

• Value destroyed: value 

destroyed for each 

stakeholder (negative 

outcomes) 

• Value opportunity: new 

opportunities to resolve value 

missed and destroyed for 

stakeholders 

 

 

Value Mapping Tool - Bocken et al (2013) 
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NBS report – hourglass model for total value creation 

• Business (model) depends on 
diverse stakeholders that 
provide different forms of 
capital, such as investors 
providing financial capital, 
the environment providing 
natural capital, and 
employees providing 
intellectual and human 
capital 

• Those stakeholders are the 
partners with and for whom 
value is created, destroyed, or 
even missed.  

 

NBS report – Lüdeke-Freund et al. (2017) 
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Sustainable Business Model Archetypes 

SBM archetypes – Bocken et al. (2014) 
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NBS report: understanding the implications 

NBS report – Lüdeke-Freund et al. (2017) 
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Example: Deliver functionality, not ownership 

Bugaboo FlexPlan: sell access – not 

ownership 

 
Value destroyed: 

• Customers buy an expensive product which 

they need to get rid off after a short period  

negative impact from wasted resources and 

economic loss 

Value missed: 

• Products made to last for at least 8 years: 

large second-hand market not tapped into 

• Family expansion – need another stroller 

 

Value opportunities: 

• Refurbish, remanufacture and recycle 

• Create a new market for lower end of market 

• Create a flexible offering for expanding 

families 
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Example: Closing resource loops 

1925! 2012! 1998!2001!2007!2002!1990’s! 1940’s!

2002! 2007!

1925!1990’s!

Opportunity

  Negative impacts  

     Waste heat/ power

Co-product generation

SUGAR	

Bulk	granulated	 220kt	

Bulk	liquid	 50kt	

Liquid	blends	 10kt	

Granulated	bags	 100kt	

Caster	bags	 40kt	

CO-PRODUCTS	

Animal	feed	 140,000	tonnes	

Betaine	 6,000	tonnes	

Bioethanol	 55,000	tonnes	

CO2	 40,000	tonnes	

Electricity	 500,000	MWh	

LimeX	 120,000	tonnes	

Tomatoes	 15,000	tonnes	

TOPSOIL	 150,000	tonnes	

Aggregate	 9,000	tonnes	

Everything	is	transformed	into	sustainable	products	

 

Value destroyed: 

• Carbon emissions from 

refining process 

Value missed: 

• Low grade heat from the 

process, wasted into the 

environment 

Value opportunities: 

• Convert value destroyed into 

a positive – e.g. CO2 to 

pump into greenhouses for 

tomato growing; pulp for 

animal feed 

• Captures value missed – 

latent heat for greenhouse  

 

 

 

 

British Sugar – biggest sugar refiner as well as tomato grower 
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What’s next? 

• Business model experimentation 

for sustainability 

  

• Sufficiency, Slow consumption 

 

• Designing business models with 

societal and environmental intent 

and impact 

 

• Tracking, measuring and 

reporting societal and 

environmental impact 

 

 

• Collaborations focused on 

system-level change 

 

 



Page 12 

Sources 

• Bocken, N., Short, S., Rana, P., Evans, S. 2013. A value mapping tool for sustainable 

business modelling. Corporate Governance, 13 (5), 482 – 497 

• Bocken, N., Short, S., Rana, P., Evans, S. 2014. A literature and practice review to develop 

Sustainable Business Model Archetypes. Journal of Cleaner Production, 65, 42–56 

• Bocken, N., Short, S. 2016. Towards a sufficiency-driven business model: Experiences and 

opportunities. Environmental Innovation and Societal Transitions, 18, (41-61).  

• Bocken, N.M.P., Weissbrod, I., Tennant, M., 2016. Business model experimentation for 

sustainability. Sustainable Design & Manufacturing Conference, Crete, Greece, 4-6 April 

2016.  

• Bocken, N.M.P. 2015. Conceptual framework for shared value creation based on value 

mapping, Global Cleaner Production Conference, Sitges, Barcelona, 1-4 November 2015. 

• Lüdeke-Freund, F., Massa, L., Bocken, N., Brent, A., & Musango, J. 2016. Business Models 

for Shared Value: How Sustainability-Oriented Business Models Contribute to Business 

Success and Societal Progress. Cape Town: Network for Business Sustainability South 

Africa. 


