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Learning Content - Level 3, Part 2
Corporate Social Responsibility (CSR)
 Core characteristics
 Setting up a CSR policy
Sustainable business models (SBMs)
 Elements and definition
 Archetypes & Examples
Using the UN Sustainable Development Goals (SDGs) as a driver for 
business action (additional theme not presented in video)





Corporate social responsibility 
(CSR)



What is CSR?

• The business community’s ‘tool’ for contributing to sustainable 
development

• One count says there are around 50 different definitions of CSR
• Some place emphasis on the environment, others on society or 

human rights
• CSR should be rooted in a broad understanding of the relationship

between a corporation and society (Porter & Kramer, 2006)



What is the role of business in society?
• The only social responsibility a 

business has is to maximize profits for 
its shareholders (Milton Friedman, 
1962)

• Business cannot be given the 
responsibility for anything except their 
own profit  (Bakan, 2005) • The purpose of business is not simply to 

make a profit, but to make a profit so that 
they can do something more or better 
(Handy, 2002)

• A business that makes nothing but money 
is a poor business (Henry Ford)



Can sometimes feel like there are too many 
terms for the same thing…

Figure from Carroll, 2015



“CSR” vs. “Corporate sustainability”

• Today, CSR is often used synonymously with ”corporate sustainability” 
(CS), but there are some differences to keep in mind:

• CSR is generally thought to be more about a company’s ethical
responsibility to the local community and not necessarily all 
sustainability aspects

• CS has more focus on the environment and management studies 
than on ethical responsibility



CSR definitions (1/2)
World Business Council for Sustainable Development (2000)
“Corporate social responsibility is the commitment of business to 
contribute to sustainable economic development, working with 
employees, their families, the local community and society at large 
to improve their quality of life”

European Commission (2001)
“A concept whereby companies integrate social and environmental 
concerns in their business operations and in their interaction with 
their stakeholders on a voluntary basis.”



CSR definitions (2/2)

European Commission (2011)
“CSR is the responsibility of enterprises for their impacts on
society.”

Norwegian Government (2009)
The responsibility of companies to “integrate social and 
environmental concerns in their daily operations and in relation to 
its stakeholders. CSR involves what companies do on a voluntary 
basis beyond complying with existing laws and regulations in each 
country where they operate.”



Carroll’s Pyramid of CSR

Figure from Carroll, 1991

“CSR has to encompass the economic, 
legal, ethical, and discretionary (largely 
philanthropic) expectations that society 
has of organizations at a given point in 
time.” 
(Carroll, Academy of Management Review, 1979)



Trends in CSR (Carroll, 2015)

• Globalization – growth of global businesses and MNCs
• Global competitiveness and wider visibility  higher risk to damage 

reputation
• Companies want to establish themselves as socially legitimate, 

especially in developing countries
• Institutionalization – CSR principles integrated into business practices

• CSR becomes commonplace and more formalized, although varied
• Social movements and ethics scandals highlight companies doing 

wrong
• Strategic reconciliation – better CSR could lead to higher profitability

• Making the business case



Corporate social responsibility (CSR)
Core characteristics

• Voluntary implementation
• Externalities are managed and 

internalized by the firm 
• Needs and interests of 

stakeholders are considered
• Social and economic 

responsibilities are aligned

Important principles

• Business ethics 
• Philanthropy and community
• Human rights 
• Anti-corruption and 

transparency 
• Workers’ rights and welfare 
• Market relations 
• Product responsibility 



Different approaches: Responsive & Strategic CSR

• CSR is important for both categories for relationships with employees, customers, 
other stakeholders and local environments

• Difference is in how CSR policy is implemented and followed-up upon

Responsive CSR
Made of two parts: 
 Good corporate citizenship 

considering stakeholder needs and 
expectations

 Mitigating harm likely to arise from 
company activities

 Can help the company get a green or 
social stamp, but often associated 
with greenwashing

Strategic CSR
 Choosing a unique position and doing 

things differently, for example 
lowering costs or better meeting 
customer needs

 Mutually beneficial relationship 
between company and society

 CSR is incorporated into the firm’s 
strategy and identity

Porter & Kramer, 2006



Different levels of CSR

Innovasion Basic strategic and
Sustainable operational effect
Company models

Observe laws and regulations medium to high 
operational effect

Contribute with Low strategic or 
money and knowledge operational effect

CSR 
as philanthrophy

CSR 
as risk management

CSR 
as value 

generator

From the White paper: “Industry and social responsibility in a Global Economy” (Norwegian Ministry 
of Foreign Affairs, January 2009).


Sheet1

		

		Innovasion														Basic strategic and

		Sustainable														operational effect

		Company models

		Observe laws and regulations														medium to high

																operational effect

		Contribute with														Low strategic or

		money and knowledge														operational effect



CSR 
as philanthrophy

CSR 
as risk management

CSR 
as value 
generator





Different strategies for integration and 
implementation lead to two main categories 
of firms
• Firms with defensive CSR-strategies: to protect firm from backlash 

from customers and other stakeholders, e.g. getting a green stamp
• Firms with integrated CSR-strategies: incorporated into firm’s 

strategy and identity

How can a company balance social and environmental needs with 
financial needs?



Moving from responsive & defensive CSR to 
strategic & integrated CSR

Porter & Kramer (2006, p.7) assert that:
“a corporate social agenda looks beyond community expectations to 

opportunities to achieve social and economic benefits simultaneously. It 
moves from mitigating harm to finding ways to reinforce corporate strategy 

by advancing social conditions.”
• Companies must recognize the interdependence between society and firm 

and success
• They also need tools and methods to help map and manage their path to 

increased social and environmental sustainability 



Successful companies need healthy society 
(Porter & Kramer, 2006, p. 5)

• Safe products and working conditions  attract customers, fewer 
accidents

• Education & healthcare  productive workforce
• Efficient use of natural resources more productive company, 

possible reduction in costs
• Good government, strong law, property rights  efficiency and 

innovation
• Strong regulatory standards  consumers and companies protected 

from exploitation



Healthy society needs healthy companies
(Porter & Kramer, 2006, p. 5)

• Jobs, wealth and innovation  improved standard of living and social 
conditions

• Weakened companies  weakened competitiveness, smaller wages, 
lost jobs 



The business case for CSR 
Speaking the language of companies 

(making the financial argument)

Properly implemented CSR can help companies:
• Strengthen their reputation
• Become more competitive
• Reduce costs and risks
• Attract (and keep) more customers
• Create a motivated workforce with higher productivity
• Operate more efficiently, use fewer resources and save money



Positive effects on company image and 
reputation
• A CSR policy shows customers that a company is concerned about 

stakeholder interests, recognizes the mutual relationship between 
society and the company, and can operate while adhering to social 
norms 
• Check out Unilever’s homepage: https://www.unilever.com/
• What does this say to the consumer?

• Customer attraction to sustainable product or service and company 
that does “good” 

• Reporting & communication is important! 

https://www.unilever.com/


Positive effects on employee motivation, 
retention, and recruitment
• Potential employees attracted to working for a responsible company
• Good employee standards & quality of working life mean more want 

to work there and are committed to their work

From Oswald, Proto & Sgroi (2017) 
“Understanding happiness”
https://www.researchgate.net/publicati
on/313030825_Understanding_Happine
ss

https://www.researchgate.net/publication/313030825_Understanding_Happiness


Cost savings, increased efficiency
• Efficiency gains, time savings or improved access to capital may stem 

from the business’ awareness of its social and environmental impacts 
• Allows company to identify areas for increased efficiency and 

improvement
• Material, energy and resource efficiency reduces costs
• Risk management, fine prevention
• Attract sustainable investment



Revenue increases from higher sales and 
market share, more competitive

• Impacts of increased legitimacy and reputation, stakeholder and 
employee satisfaction and customer loyalty can directly benefit the 
company’s position in the market 

• Customers may be willing to pay more for a product or service that is 
e.g. produced organically or under fair trade practices 



CSR-related risk reduction and management

• CSR can help a company reduce and manage risks associated with 
negative social or environmental impacts 

• Interaction with stakeholders and local communities helps 
companies understand local needs and regulations, decreasing their 
risk of overstepping social & legal boundaries

• For example: can prevent negative press for an organization or 
the chance of social unrest or company boycotts. 



CSR-related risk reduction and management 
continued

• A forward-looking and systemized CSR policy protects a company 
from having to scramble to solve problems when they occur, and 
ultimately saves it money in reducing the chances of activities that 
may harm its reputation. 

• A system to measure and follow up on environmental impacts, 
such as an environmental management system, can help to 
reduce environmental destruction and prevent crises 



Business benefits from CSR 
(Weber, 2008)

1. Positive effects on company image and reputation
2. Positive effects on employee motivation, retention, and recruitment
3. Cost savings, increased efficiency
4. Revenue increases from higher sales and market share, more 

competitive
5. CSR-related risk reduction or management



Consumer engagement example –
Palm oil in Norway

• The Rainforest Foundation Norway and Green Living launched a 2011 campaign 
to reduce the consumption of palm oil in Norwegian food products

• Targeted all major Norwegian food producers through 
• meetings and surveys, 
• developing a web based consumer guide, 
• using traditional and social media for dissemination of palm oil related news 

and background information, and 
• starting a consumer petition against palm oil in foods

• The campaign was able to cut the use of palm oil by Norwegian food producers 
by 9,600 tons from 15,000 tons in 2011, to 5,400 tons in 2012

“Do not eat the rainforest” 



Operationalizing CSR
“Companies must shift from fragmented, defensive posture to an 

integrated, affirmative approach” 
(Porter & Kramer, 2006, p. 13)

• For the strongest CSR strategy, need a systematic and holistic 
approach to developing strategy, implementation and follow-up

• CSR strategy must consider all three dimensions of SD, which should 
be integrated into their main business functions

• Firms need guidance, frameworks, tools and monitoring standards



Framing inside out linkages
(Porter & Kramer, 2006, p.8)

Inside out 
The impacts of 
the company’s 
value chain 
activities on 
society



Outside in linkages
(Porter & Kramer, 2006, p.9)

Context for firm strategy 
and rivalry 
The rules and incentives that 
govern competition
• Fair and open competition
• Intellectual property 

protection
• Transparency
• Rule of law

Local demand conditions
The nature and sophistication 
of local customer needs
• Level of social demand for 

product/ services produced 
with strong environmental 
and social considerations

• Regulatory conditions
• Local contexts and level of 

development, e.g. wealthy 
vs. base of the pyramid 
markets

Input conditions
Presence of high-quality, 
specialized inputs
• Human resource availability
• Access to research and 

universities
• Access to efficient physical, 

technological and 
administrative infrastructure

• Access to sustainable natural 
resources

• Efficient access to capital 

Related and supporting 
industries
The local availability of 
supporting industries
• Availability of local suppliers 
• Access to firms in related 

firms
• Access to clusters

Outside in
The impacts of 
society and the 
firm’s competitive 
context on the firm



CSR policy: 
How to 
implement 

1. CSR-planning
Build competence within the 

company
Anchor in top management
Define CSR within the context of 

the company

2. CSR-analysis
Identify stakeholder expectations
Identify relevant CSR aspects
Analyze the situation today

3. CSR-plan of action
Establish internal understanding of 

CSR strategy
Involve employees
Establish goals and define strategies 

to meet them

4. CSR-implementation
Follow up and monitor the plan of 

action
Implement the directives laid out in 

the plan
Communicate and report

*Another continuous 
improvement model like 
the PLAN-DO-CHECK-ACT 
model presented for 
environmental 
management systems 



Steps to CSR implementation

1. CSR-planning
• Build competence within the company
• Anchor in top management
• Define CSR within the context of the company



Steps to CSR implementation

2. CSR-analysis
• Identify stakeholder expectations
• Identify relevant CSR aspects – what aspects are most important 

and/or relevant to the company’s operations across environmental 
and social dimensions?

• Analyze the situation today



Steps to CSR implementation

3. CSR-plan of action
• Establish internal understanding of CSR strategy
• Involve employees
• Establish goals and define strategies to meet them



Steps to CSR implementation

4. CSR-implementation
• Follow up and monitor the plan of action
• Implement the directives laid out in the plan
• Communicate and report



ISO 26000 – guidance on social 
responsibility

• A new field for ISO to enter after
• ISO 9000-series - quality system standards
• ISO 14000-series - environment quality system standards

• A system standard, but not a management system standard
• to be applicable to all kinds of organizations
• a guidance standard – not for certification

ISO 26000 should describe “what is” and “how to”, but not what one 
“should” do!



CSR policy: 
How to 
implement 

1. CSR-planning
Build competence within the 

company
Anchor in top management
Define CSR within the context of 

the company

2. CSR-analysis
Identify stakeholder expectations
Identify relevant CSR aspects
Analyze the situation today

3. CSR-plan of action
Establish internal understanding of 

CSR strategy
Involve employees
Establish goals and define strategies 

to meet them

4. CSR-implementation
Follow up and monitor the plan of 

action
Implement the directives laid out in 

the plan
Communicate and report



Using ISO 26000
ISO 26000 is
• An educational tool
• A lever to be used by any stakeholder
• A framework and a guide, not a defined procedure
• A way of looking on the organization's environment and acting
• To use ISO 26000, you adopt the perspective: Principles, core 

subjects, practices, references
• Provides guidance rather than requirements, so it cannot be certified 

to unlike some other well-known ISO standards

Plan

Do

Check

Act



ISO 26000 (2010)

• The ISO 26000 standard provides guidance on:
• The seven key underlying principles of social responsibility 
• Recognizing social responsibility and engaging stakeholders
• The seven core subjects of social responsibility
• Ways to integrate socially responsible behavior into the 

organization



Schematic overview of ISO 26000

Available at https://www.iso.org/publication/PUB100260.html

https://www.iso.org/publication/PUB100260.html


Seven underlying principles of social 
responsibility (clause 4)

1. Accountability, 
2. Transparency, 

3. Ethical behavior, 
4. Respect for stakeholder interests, 

5. Respect for the rule of law, 
6. Respect for international norms of behavior, 

and 
7. Respect for human rights



Seven core subjects of social responsibility 
(clause 6)

1. Human rights, 
2. Labor practices, 

3. The environment, 
4. Fair operating practices, 

5. Consumer issues, 
6. Community involvement and development, 

and
7. Organizational governance



The United Nations Global Compact
The Global Compact is the world’s largest global corporate sustainability 
initiative, with over 8,000 companies and 4,000 non-business 
participants based in over 160 countries.

Definition: “Corporate sustainability is 
a company’s delivery of long-term value 
in financial, environmental, social and 
ethical terms.”
• 10 principles
• Voluntary commitment, but must be signed 

by top management



The Global Compact’s 10 principles



A continuous improvement model to 
implement the Global Compact



CSR references and further reading I
Carroll, A.B. (1979) “A three-dimensional conceptual model of corporate social performance.” Academy of 
Management Review, Vol. 4, p. 497-505.

Carroll, A.B. (1991) “The pyramid of corporate social responsibility: Toward the moral management of 
organizational stakeholders.” Business Horizons, July-August, p. 39-48. 

Carroll, A.B. (2015) “Corporate social responsibility: The centerpiece of competing and complementary 
frameworks.” Organizational Dynamics, Vol. 44, p. 87-96.

Fet & Knudson (2017) Implementing Corporate Social Responsibility. Encyclopedia of Sustainable 
Technologies.

Jenkins, H. (2006) “Small business champions for corporate social responsibility.” Journal of Business 
Ethics, Vol. 67, p. 241-256. 

Kramer, M. and Pfitzer, M. (2016) “The ecosystem of shared value,” Harvard Business Review 



CSR references and further reading II
Norwegian Ministry of Foreign Affairs (2009) Industry and social responsibility in a Global Economy. White 
paper. 

Porter and Kramer (2006) “Strategy and society: The link between competitive advantage and Corporate 
Social Responsibility.” Harvard Business Review 

Porter, M. and Kramer, M. (2011) “Creating shared value: How to reinvent capitalism – and unleash a 
wave of innovation and growth,” Harvard Business Review 

Vilsted (2004) Corporate social responsibility and the shipping industry: Project report. Det Norske Veritas 
Report no. 2004–1535. Oslo: Det Norske Veritas.

Weber (2008) “The business case for corporate social responsibility: A company-level management 
approach for CSR.” European Management Journal, 26, pp. 247-261



Sustainable business models 
(SBMs)



Sustainable business models (SBMs)

Business 
model

Sustainable 
business 
model

Solutions for sustainability

Environmental, 
social and 

economic value

Long-term 
perspective

Multi-
stakeholder 
engagement

Modified after Geissdoerfer, et al. (2018)



First, what is a business model?
• The reflection of a firm’s strategy                                                                                                     

(Casadesus-Masanell & Ricart, 2010; Richardson, 2008; Seddon et al., 2004; Shafer et al., 2005)

• A conceptual tool to help understand how a firm does business                                                                         
(Osterwalder & Pigneur, 2005; Bocken, et al., 2014)

• “The story of how the company exploits business opportunities to create, deliver and 
capture value”                                                                                                               
(Jørgensen & Pedersen, 2015, 67)

• Describes the rationale of how an organization creates, delivers and captures value, 
and provides the organizational and financial ‘architecture’ of a business and its 
understanding of its customers and their needs                                                                               
(Teece, 2010)

• “The content, structure, and governance of transactions designed so as to create 
value through the exploitation of business opportunities”                                                                    
(Amit & Zott, 2001)



Business model elements

Value 
proposition

Product/ service, 
customer segments 

and relationships 

Value
creation & delivery

Key activities, 
resources, 

channels, partners, 
technology

Value 
capture

Cost structure and 
revenue streams

Based on Richardson (2008) and Bocken, et al. (2013)



Value proposition

Solving customers’ problems

“[a]n industry is a customer-satisfying process, not a goods-producing 
process” 

(Levitt, 1960, p. 19 as cited in Jørgensen & Pedersen, 2015, p. 70)

• A product or service that helps customers to do a job or solve a problem 
more effectively, reliably, conveniently or affordably at a given price

• What problem does the product or service solve for the customer?
• What customer need does the product or service meet?



Value creation & delivery

Utilizing resources and activities to deliver the greatest value to the
customer

• The combination of the company’s resources and activities that create
and deliver the product or service to the customer
• How the company meets customer needs, solves their problems or 

does a job for them
• Different resources create different values – allows some companies to 

become more profitable or competitive than others



Value capture

Balancing costs and income

• How the company manages or structures the balance between its
costs (associated with delivering value to the customer) and its
income (the price customers are willing to pay for their delivered
value)



The business model canvas 
(Osterwalder & Pigneur, 2010)

• Provides a template for a company to map, 
understand and communicate its business model 
along nine ‘building blocks’

Nine “building blocks” of a BM
• Offering

• Value proposition
• Infrastructure

• Key partners
• Key activities
• Key resources

• Customers
• Customer segments
• Channels
• Customer relationships

• Finances
• Cost structure
• Revenue streams





Sustainable business models (SBMs)
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Sustainable business models
• An emerging concept in business management literature

• A way to link sustainable innovation to the business model of a firm

• A means for business management to operationalize sustainable
activities across its supply chain

• Concept originally conceived as a way to get companies to get involved in 
the needed transition to sustainability

• Increasingly seen as a source of competitive advantage



Defining a SBM
A business model for sustainability helps describing, analyzing, managing, 
and communicating:

i. a company’s sustainable value proposition to its customers, and all 
other stakeholders, 

ii. how it creates and delivers this value, 
iii. and how it captures economic value while maintaining or 

regenerating natural, social, and economic capital beyond its 
organizational boundaries (Schaltegger, et al., 2015)

Incorporating the value of natural resources, the environment and 
society into the way the firm creates and delivers value



Another SBM definition
SBMs are “business models that incorporate pro-active multi-
stakeholder management, the creation of monetary and non-
monetary value for a broad range of stakeholders, and hold a long-
term perspective” (Geissdoerfer, et al., 2018, p. 403)

Business 
model

Sustainable 
business 
model

Solutions for 
sustainability

Environmental, 
social and 

economic value

Long-term 
perspective

Multi-
stakeholder 
engagement



Sustainable business model elements

Value proposition 
in a SBM

Provides social and/or 
environmental value in 
addition to meeting the 

customer’s need

Value creation & 
delivery in a SBM

Based on sustainable 
supply chain processes 

that reduce ecologic and 
societal pressures, and 

consider impacts on 
stakeholders and 

environment

Value capture 
in a SBM

Recognizes the value 
awarded to the firm in 

performing in an 
environmentally and/or 
socially beneficial way

Based on Richardson (2008) and Bocken, et al. (2014)



Value proposition in a SBM
The value proposition in a SBM extends beyond its goal of highest 
economic return (e.g. lowest production cost regardless of resource 
use), and provides environmental and social value in addition to its 
economic value. 
• It shows that the relationship between the firm and its customers is instead based 

on an exchange of value (wants and needs), rather than on the product or service 
itself

• The firm may realize how changes in its customers’ needs (e.g. desire for products 
or services that use fewer resources, are locally produced, or come from a 
company that contributes to the environment and community around it) affect 
the value projected and demand for its product or service  



Value creation & delivery in a SBM
Sustainable value creation and delivery is based on sustainable supply 
chain processes that reduce ecologic or societal pressure, and may allow 
the seizing of new opportunities, revenue streams and markets 
• e.g. through recycling and closed-loop systems, or creating new markets based in 

sustainable and efficient design or production 
• Drawing attention to its position in a larger system, the value creation concept in a 

SBM shows how the firm’s supply of resources and production and transport 
activities affect a larger network of actors and stakeholders 



Value capture in a SBM

Sustainable value capture recognizes the value awarded to the firm in 
performing in an environmentally and socially beneficial way that 
meets economic, environmental and social needs, and produces more 
than monetary profit. 
• Customers may be willing to pay a higher price for the product or service because 

of the sustainable way it creates value, and firms may even see an increase in 
profit

• Firms may reduce costs by reducing resource use
• Community programs (a cost) may create and support a healthy community with 

committed employees (a benefit) 



Types of business model innovation

Figure from Geissdoerfer, et al. (2018)



Sustainable business model innovation

“the conceptualization and implementation of sustainable business 
models. This can comprise 

• the development of entirely new business models, 
• the diversification into additional business models, 
• the acquisition of new business models, or 
• the transformation from one business model to another” 

(Geissdoerfer, et al., 2018, p. 406).



Sustainable value to be incorporated into 
SBMs

Figure from Evans, et al. (2017)



Approaches to business model innovation for 
sustainability
• Outside-in approach: an ‘outside’ business model archetype is 

adapted or translated to the organization
• archetypes allow users a relatively easy way to explore the 

potential impacts of innovating towards different types of business 
models

• Inside-out approach: involves starting with the current elements in 
the organization. First, one details an organization's existing business 
model then explores the potential changes to the model.

• e.g. the business model canvas

Need citation



Challenges in SBM innovation
• Triple Bottom Line: the co-creation of profits, social and environmental 

benefit can be difficult
• Shifting mind-sets: established norms and guidelines (e.g. shareholder 

primacy) make the introduction of new BMs challenging
• Resources: reluctance to redistribute resources or allocate them for BM 

innovation
• Complexity of technology innovations: integrating technology innovation (e.g. 

clean tech) with BM innovation is multidimensional and complex
• External relations: engaging intensely with external stakeholders and new 

environments requires additional effort
• Lacking methods and tools: existing BM modelling methods and tools are few, 

have their insufficiencies, and are rarely sustainability driven

Challenges presented in Evans, et al. (2017)



Sustainable business model archetypes

Bocken, et al. (2014)



Bocken, et. al. (2014) classify different sustainable business models based 
on the way(s) the models seek to propose, create and capture ecological 
value. 

Archetypes are grouped by the model’s main type of innovation –
technical, social or organizational

(as originally categorized in Boons & Lüdeke-Freund, 2014)



Note: The eight archetypes 
presented in Bocken, et al. 
(2014) have been updated 

to now include nine 
archetypes grouped around 

environmental, social and 
economic innovation types. 

The archetypes from the 
2014 framework are 

presented in the following.

Archetypes framework from Bocken, et al. (2014)

Archetypes framework from Bocken, et al. (2018)



SBM 
examples
Bocken, et al. (2014)



TECHNICAL ARCHETYPES

• Characterized by technical innovation in the production processes, 
design or materials of the product or service to create sustainable 
(socially and environmentally friendly) value for the business 

• For example, design or manufacturing processes that use resources 
and energy more efficiently 



Archetype 1: Maximize material 
productivity and energy efficiency
• Do more with fewer resources, generating less waste, emissions and 

pollution
• Examples:

• Dematerialization of product and packaging
• Lean manufacturing: minimizing waste in production processes
• Low-carbon manufacturing
• Increased functionality (to reduce the total number of products 

required) 
Technical archetype 

Bocken et al., 2014, pg. 48



Maximizing material productivity and energy 
efficiency
• Use fewer resources and less energy, especially 

from nonrenewable sources
• Generate less waste, reduce pollution and 

emissions to land, sea & air
• Examples: 

• Dematerialization of products and packaging
• LEAN manufacturing principles
• Low-carbon manufacturing
• Increased functionality of products 

https://www.foodonline.com/doc/environmental-concerns-equate-to-growth-for-the-green-packaging-market-0001


Archetype 2: Create value from waste
• The concept of ‘waste’ is eliminated by turning waste streams 

into useful and valuable input to other production streams and 
making better-use of underutilized capacity

• Examples:
• Shared ownership and collaborative consumption (e.g. car 

leasing)
• Extended producer responsibility
• Circular economy, Closed loop, Cradle-2-cradle

Technical archetype
Bocken et al., 2014, pg. 49



Creating value from waste
• Waste streams turned into useful and 

valuable input to other production streams 
• Examples:

• Shared ownership and collaborative 
consumption (e.g. car sharing)

• Extended producer responsibility
• Closed loop systems and circular 

economy principles

https://www.automotive-iq.com/autonomous-drive/articles/how-car-sharing-will-impact-us-economy-and-what-car-makers-can-do-about-it
http://criticalrawmaterials.org/event/crms-the-circular-economy-one-of-the-five-priority-areas/


Archetype 3: Substitute with renewables 
and natural processes
• Reduce environmental impacts and increase business resilience by 

addressing resource constraints associated with non-renewable 
resources and current production systems

• Examples:
• Move from non-renewable to renewable energy sources
• Solar and wind power based energy innovations
• Local renewable energy solutions

Technical archetype
Bocken et al., 2014, pg. 50



Substituting with renewables and natural 
processes

• Reduce environmental impacts and improve company long-term outlook 
by addressing resource constraints associated with non-renewable 
resources and current production systems

• Examples:
• Moving from non-renewable to renewable energy sources
• Local energy solutions

https://www.cnbc.com/2018/10/05/volvo-installs-solar-power-at-belgian-factory.html


Social archetypes

• Depend on social innovation to offer sustainable value, e.g. through a 
change in the functionality they offer the consumer or a change in 
consumer behavior. 

• Social archetypes aim ultimately to restructure consumption and 
production patterns, or to involve the needs of stakeholders in design 
and production



Archetype 4: Deliver functionality rather
than ownership
• Provide services that satisfy users’ needs without having to own

physical products
• Examples:

• Product includes maintenance and extended warantee
• Product or service is rented, leased or shared
• Pay per use of product or service

Social archetype
Bocken et al., 2014, pg. 50



Delivering functionality rather than 
ownership

Product sharing & pay per use models

Rent a bicycle or car for as long as you need from multiple 
pick up spots around the city – pay for the time it’s used



Archetype 5: Adopt a stewardship role

• Proactively engaging with all stakeholders to ensure their long-term 
health and well-being

• Examples:
• Biodiversity protection
• Consumer care – promoting consumer health and well-being
• Ethical trade (Fair Trade)
• Radical transparency about environmental or social impacts
• Resource stewardship

Social archetype
Bocken et al., 2014, pg. 51



Upstream stewards: The Better Cotton 
Initiative (BCI) 
• BCI aims to transform cotton production worldwide by developing 

Better Cotton as a sustainable mainstream commodity.
• To achieve this mission, BCI works with a diverse range of 

stakeholders across the cotton supply chain to promote measurable 
and continuing improvements for the environment, farming 
communities and the economies of cotton-producing areas. 
http://bettercotton.org/brands-and-growers-talk-responsible-cotton-new-video/

http://bettercotton.org/brands-and-growers-talk-responsible-cotton-new-video/


Archetype 6: Encourage sufficiency
• Solutions that actively seek to reduce consumption and production
• Examples:

• Consumer education
• Demand management
• Product durability and longevity (e.g. Stormberg’s design for 

clothing to last more than one season)
• Market places for second hand goods
• Premium branding/ limited availability
• Responsible product distribution/ promotion Social archetype

Bocken et al., 2014, pg. 52



Organizational archetypes

• Based in organizational innovation, such as a restructuring of 
ownership or increased involvement of stakeholders

• Incorporate innovative processes into the organization of a firm



Archetype 7: Re-purpose business for 
society/ environment
• Prioritizing delivery of social and environmental benefits rather than

economic profit maximization, through close integration between
firms and local communities and other stakeholder groups. The 
traditional business model where the customer is the primary
beneficiary may shift

• Examples:
• Not for profit
• Hybrid businesses, social enterprise
• Alternative ownership: cooperatives, (farmers) collectives
• Social and biodiversity regeneration initiatives 
• Home based, flexible working

Organizational archetype
Bocken et al., 2014, pg. 53



A social enterprise
Grameen Danone Foods (Bangladesh) is guided by four objectives :

1.To develop a product that has high nutritional value and is affordable for the 
poorest individuals

2.To improve the community’s living conditions by creating jobs that raise the living 
standard and enhance the social fabric and the region.

3.To protect the environment and conserve resources
4.To ensure a sustainable activity while seeking profitability

• Primary aim is to have a positive social impact ; its pursuit of profitability is 
based solely on criteria such as improving public health, creating jobs, 
reducing poverty and protecting the environment.

• Profits earned by the company are re-invested in expanding and running 
the business.



Archetype 8: Develop scale-up solutions

• Delivering sustainable solutions at a large scale to maximize benefits
for society and the environment

• Examples:
• Collaborative approaches (sourcing, production, lobbying)
• Incubators and entrepreneur support models
• Licensing, franchising
• Open innovation (platforms)
• Crowd sourcing/ funding

Organizational archetype
Bocken et al., 2014, pg. 53



Weaknesses of current SBM research
• There are no set approaches, as each company has its own unique

combination of resources and make up of stakeholders
• The literature currently takes a normative perspective, which makes it 

difficult for firms to practically implement the theory within their
individual company
• Companies may be overwhelmed with theory
• In many cases, day-to-day operations have to be managed while

transitioning to a more sustainable model
• Do you think tools like the triple layer business model canvas can help?

• Why or why not?
• If yes, how?



Activity
Sustainable business models



1. Map a company’s business model along these three elements

2. Make sure to take note of areas where they currently propose, create or capture
sustainable value, and areas where they could/should do it in the future (and how). 

Value proposition

Product/ service, 
customer

segments and 
relationships 

Value creation & 
delivery

Key activities, 
resources, 

channels, partners, 
technology

Value capture

Cost structure and 
revenue streams

The product or 
service provided to 

the customer to help
them solve a 

problem or carry out
a task or job

The company’s key
resources and 

activities necessary
for delivering the

product or service to 
the customers

How the company
acheives profitability
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SBM References and further reading II
Richardson, J. (2008) “ The business model: An integrative framework for strategy execution,” Strategic Change, Vol. 17, p. 
133-144 https://doi.org/10.1002/jsc.821

Schaltegger, S., Hansen, E. G. and Lüdeke-Freund, F. (2016) ‘Business Models for Sustainability: Origins, Present Research, and 
Future Avenues’, Organization and Environment. https://doi.org/10.1177%2F1086026615599806

Schaltegger, S., Lüdeke-Freund, F. and Hansen, E. G. (2016) ‘Business Models for Sustainability: A Co-Evolutionary Analysis of 
Sustainable Entrepreneurship, Innovation, and Transformation’, Organization and Environment, 29(3), p. 264–289. 
https://doi.org/10.1177%2F1086026616633272

Stubbs, Wendy and Cocklin, C. (2008) ‘Conceptualizing a “sustainability business model”’, Organization and Environment, 
21(2), pp. 103–127. https://doi.org/10.1177%2F1086026608318042

SustainAbility (2014) “Model behavior: 20 business model innovations for sustainability” http://sustainability.com/our-
work/reports/model-behavior/

Teece, D.J. (2010) “Business models, business strategy and innovation,” Long Range Planning, Vol. 43, p. 172-194 
https://doi.org/10.1016/j.lrp.2009.07.003

Upward and Jones (2015) “An ontology for strongly sustainable business models: Defining an enterprise framework 
compatible with social and natural science,” Organization and the Environment, Vol. 29 
https://doi.org/10.1177%2F1086026615592933

Yang, Evans, Vladimirova and Rana (2017) “Value uncaptured perspective for sustainable business model innovation,” Journal 
of Cleaner Production, Vol. 140, p. 1794-1804. https://doi.org/10.1016/j.jclepro.2016.07.102

https://doi.org/10.1002/jsc.821
https://doi.org/10.1177%2F1086026615599806
https://doi.org/10.1177%2F1086026616633272
https://doi.org/10.1177%2F1086026608318042
http://sustainability.com/our-work/reports/model-behavior/
https://doi.org/10.1016/j.lrp.2009.07.003
https://doi.org/10.1177/1086026615592933
https://doi.org/10.1016/j.jclepro.2016.07.102


Using the UN SDGs as a driver 
for business action
(additional theme not presented in level 3, part 2video)



The 2030 Agenda for Sustainable Development 
• Process began in 2012 with the Rio+20 Conference on Sustainable 

Development, where Governments decided to develop global 
Sustainable Development Goals

Rio Declaration (1992)  The future we want (Rio+20, 2012)  The SDGs (2015)

• The new goals are built upon the Millennium Development Goals 
(MDGs) but also include issues of:

• natural resources management, 
• sustainable consumption and production, 
• effective institutions, 
• good governance, 
• the rule of law and 
• peaceful societies.



The Sustainable Development Goals (SDGs)
17 goals and 169 targets 
• 150 state leaders signed off on the Transforming our world Agenda at 

the UN Sustainable Development Summit (September 2015)
– also known as the 2030 Agenda for Sustainable Development

• Participatory process of development
• Strong follow-up and review mechanism

https://www.google.com/url?sa=i&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwiM1o7M-PHfAhUqiaYKHWuuCesQjRx6BAgBEAU&url=https://politicsofpoverty.oxfamamerica.org/2015/09/five-questions-about-the-globalgoals-you-were-too-embarrassed-to-ask/&psig=AOvVaw1hrwlpQJVW6kMEfFH_D-vp&ust=1547715445836052


Why goals for sustainable development?

“By defining our goal more clearly, by making it seem more manageable 
and less remote, we can help all people to see it, to draw hope from it and 
to move irresistibly towards it.”

- US President, John F. Kennedy (‘Peace Speech,’ June 1963)

• Critical for social mobilization
• A compass to help guide the course of global development from 

2015-2030
• Peer pressure
• Encourage knowledge communities
• Mobilize stakeholder networks



Read the full document: 
Transforming our World: the 2030 Agenda for Sustainable Development

https://sustainabledevelopment.un.org/post2015/transformingourworld


SDGs from the Earth System Perspective

Figure from Stockholm Resilience Center (2016)



Making the business case for the SDGs (1/2)
The SDGs can help companies identify future business opportunities

• Innovative technologies for e.g. renewable energy or transportation
• Substituting traditionally manufactured products for services (sharing), ICT 

and other technologies that reduce emissions and waste
• Meeting the needs of untapped markets for e.g. healthcare education, 

energy, finance, ICT

The SDGs can increase the value of corporate sustainability (or CSR)
• A focus on the SDGs helps companies integrate sustainability considerations 

across their value chain. Then, they can capitalize on the benefits, e.g. 
improved reputation, increased sales and efficiency

• Create value for themselves by provided better products and services, 
produced in ways that support equal and fair employment and global 
development

From the SDG Compass, 2016



Making the business case for the SDGs (2/2)
The SDGs can help companies to strengthen stakeholder relationships 
and keep up with policy developments

• Working together helps to improved trust, strengthen license to operate, 
reduce legal and reputational risks

The SDGs can stabilize societies and markets
• As we know from Porter & Kramer’s (2006) discussion, business and society 

are interlinked – a greater focus on the SDGs can help stabilize societal 
uncertainty

The SDGS provide a common language and shared purpose
• Companies can communicate more consistently and effectively by using the 

common framework and have unified goals to work towards

From the SDG Compass, 2016



Business opportunity ”Acheiving the Global Goals creates at least
US$12 trillion of market opportunities” 

(BSDC, 2017)

“The private sector delivers nearly 60% of 
worldwide GDP and reaching the SDGs 

would be inconceivable without its 
alignment and support. There is a growing 
realization that business cannot succeed 

sustainably in societies that fail”            
(DNV GL, 2016)



6 actions for business leaders asserted by 
BSDC (2017)
1. Build support for the SDGs as the right growth strategy

• Increase understanding and uptake

2. Incorporate the SDGs into company strategy
• 380 million new jobs could be created by 2030 by acheiving the SDGs
• Apply a SDG lens to every aspect of company strategy

o Selecting board members
o Developing innovative strategy
o Developing and marketing new products and services
o Ensure jobs provide decent wage and encourage equality
o Assess full supply chain
o Guide sustainable investment



3. Drive the transformation to sustainable markets with sector peers
• A few leaders will not make enough impact, whole sectors must shift to SDG 

objectives
• Stakeholders must also be involved

4. Work with policy-makers to pay the true cost of natural and 
human resources

• Internalizing externalities
• Carbon pricing, water pricing, othe resource pricing
• Pay living wages to employees
• Work with regulators to shift policy, e.g. Lower labor taxes and higher taxes on

pollution



5. Push for a financial system oriented towards longer-term 
sustainable investment

• Achieving the SDGs will likely require an estimated US$2.4 trillion a year of additional
investment, especially for infrastructure and other projects with long payback periods

• Most investors , however, are currently looking for short-term gains
• Business leaders can strengthen the flow of capital into sustainable investments by 

pushing for three things: 
1. transparent, rankings and criteria of sustainability performance
2. wider and more efficient use of blended finance to share risk and attract much

more private finance into sustainable infrastructure; and 
3. alignment of regulatory reforms in the financial sector with long-term sustainable

investment. 



6. Rebuild the Social Contract
• Society has largely lost trust in business
• Business should work openly with governments, consumers, workers and 

civil society to help rebuild this trust
• Also requires paying their taxes transparently and contributing positively

to the communties in which they operate



• Forecast of meeting the SDGs across 
five world regions

• Significant progress toward SD, but 
the forecast shows that no SDGs will 
be reached globally 

• The private sector is essential to 
increase our chances of achieving 
the SDG targets  

Findings from DNV GL’s (2016), Spaceship 
Earth Report



DNVGL (2016)

Likelihood of 
meeting the 
SDGs in five 
world regions



The SDG Compass
The SDG Compass provides guidance for companies on how they can 
align their strategies as well as measure and manage their contribution 
to the realization of the SDGs.



Step 1 – Understanding the SDGs

• Companies should familiarize themselves with the SDG framework and 
its goals and targets

• What are potential business opportunities related to them?



Step 2 –
Defining 
priorities to 
focus efforts

Mapping the value 
chain to identify 
relevant SDGs



1)Define scope of goals and 
select KPIs

2)Define baseline (what will 
you measure against?)

3)Will you set absolute or 
relative goals?

4)Decide and set ambition 
level

5)Announce SDG 
commitment

Step 3 – Setting goals and assessing 
impact



Step 4 – Integrate 
goals into core 
business



The SDGs depend on commitment from governments, but also call upon 
the need for private sector contribution:
• SDG target 12.6 exemplifies this idea by “encouraging companies, 

especially large and transnational companies, to adopt sustainable 
practices and to integrate sustainability information into their reporting 
cycle”.

The SDGs provide a common framework for sustainability/ non-financial 
reporting. As a result, the SDGs and reporting are intimately linked.

(WBCSD, 2015)

Step 5 – Report and communicate!



Inventory of business indicators from the SDG 
Compass 

https://sdgcompass.org/business-indicators/
Access it here:

https://sdgcompass.org/business-indicators/
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