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The Iterative 
Process
Business Concept Design 
Design is the activity of turning vague ideas, 
market insights, and evidence into con-
crete value propositions and solid business 
models. Good design involves the use of 
strong business model patterns to maximize 
returns and compete beyond product, price, 
and technology. 
 The risk that a business can’t get access 
to key resources (technology, IP, brand, etc.), 
can’t develop capabilities to perform key 
activities or can’t find key partners to build 
and scale the value proposition.

Testing and reducing risk 
To test a big business idea you break 
it down into smaller chunks of testable 
hypotheses. These hypotheses cover three 
types of risk. Firstly, that customers aren’t 
interested in your idea (desirability).

Secondly, that you can’t build and  
deliver your idea (feasibility). Thirdly,  
that you can’t earn enough money  
from your idea (viability).

You test your most important hypotheses 
with appropriate experiments. Each experi-
ment generates evidence and insights that 
allow you to learn and decide. Based on the 
evidence and your insights you either adapt 
your idea if you learn you were on the wrong 
path or continue testing other aspects of 
your idea if the evidence supports your 
direction.

Desirability risk  
Customers aren’t interested

The risk that the market a 
business is targeting is too 
small, that too few customers 
want the value proposition, or 
that the company can’t reach, 
acquire, and retain targeted 
customers.

Feasibility risk 

We can’t build and deliver

The risk that a business can’t 
get access to key resources 
(technology, IP, brand, etc.), 
can’t develop capabilities to 
perform key activities or can’t 
find key partners to build and 
scale the value proposition.

Viability risk  
We can’t earn enough money

The risk that a business can’t 
generate successful revenue 
streams, that customers are 
unwilling to pay (enough), or 
that the costs are too high to 
make a sustainable profit.
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model with a purpose

Manage 
an innovation por"olio 
with a purpose

Agenda
Business Models with a Purpose

1
Invent a business model 
with a purpose



ILLUSTRATION 
Patagonia

“We’re in business to save our planet”

“At Patagonia, making a profit is not the goal 
because […] profits happen 'when you do 
everything else right” 

– Yvon Chouinard, founder of Patagonia

Sustainability Master
1973   2019

2

4

3

1

Worn wear 
platform

Design for  
durability

Sell Repair &  
recycle

Sustainable  
manufacturing 

Brand

Platforms for  
environmental 

action

Higher-activity 
costs

Retail stores 
and website

Premium price

Value basedSustainable  
outdoor 

equipment

Outdoor  
enthusiasts  
on a budget

Second-  
hand  

clothing

Outdoor  
enthusiasts  
on a mission

Affordable 
price

Align activities to 
environmental objectives

and accept higher 
activity costs 

Inventing and building an impact business from the start
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Employees

“treat work as play”

“If you care about having a company where employees 
treat work as play […], then you have to be careful 
whom you hire, treat them right, and train them to treat 
other people right.” 

– Yvon Chouinard, founder of Patagonia

 (2019)



 (2019)

SUSTAINABLE 
VALUE 

PROPOSITION

VALUE-BASED 
RELATIONSHIP

CUSTOMER 
SEGMENT

IMPACT 
BASED COST 
STRUCTURE

SUSTAINABILITY 
DRIVEN ACTIVITY 
CONFIGURATION

Backstage  
Disruption

Sustainability 
Masters 

Key Partners Key activities Value Proposition Customer SegmentCustomer 
Relationship

Key Resources Channels

Cost Structure Revenue  
Streams

How might we (re-)configure our activities to have a 
positive environmental and/or social impact? 

PATTERN

NEW VALUE 
PROPOSITION 
FOR PROVEN 

DEMAND

REPURPOSE 
EXISTING  
TECH OR  

INFRA

UNLOCK  
(MASS)  

MARKET

UNLOCK  
REVENUE 

POTENTIAL

Key Partners Key activities Value Proposition Customer SegmentCustomer 
Relationship

Key Resources Channels

Cost Structure Revenue  
Streams

Repurposers

Frontstage  
Disruption

How could we repurpose an existing technology or 
infrastructure to unlock proven, but so far inaccessible, 
customer needs? 

PATTERN

EXERCISE 
Azuri

A#ordable, lighting system for o#-grid households

“Azuri's vision is one that sees a level playing field where 
all consumers have the ability to benefit from modern 
products and services, regardless of where they live ” 

– Simon Bransfield-Garth, founder and CEO at Azuri      

printed plastic technology designed to 
deliver low cost solar cells

“when solar 
meets mobile” Exercise 1



how would you map out Azuri’s 
business model ?

5min? by group of 2

Revenue Streams

Key Partnerships Key Activities Value Propositions Customer Relationships

Key Resources Channels

Cost Structure

Customer Segments

Help people 
light their home 
cheaply using 
solar power 

Pay2Go 
Lock-in

Cambridge 
University

License to 
use patented 
technology

Pay2Go 
payments

Distribution 
& installation

Local 
vendors 

Entrepreneurs

O!-grid 
African 

households

a

b

c

d

e

f

g
4

2

3

6

57 1

By group of 2, remove and place the stickies in the right position 

Azuri has sold more than 200,000 systems since 2012,  
impacting more than 1 million lives

Shift towards a business 
model with a purpose2

“Making the shift from competitive advantage 
to transient strategy.” 

– Rita McGrath, Prof. Columbia University 

Transforming an existing business model

Shift 

Transforming an existing business model ILLUSTRATION 
Ørsted 

From oil/gas/coal to green energy

“We must dramatically accelerate the transformation of the 
world's energy systems from fossil fuels to renewables to 
help protect our planet for future generations. ” 

— Henrik Poulsen, Former CEO of Ørsted
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The Iterative 
Process
Business Concept Design 
Design is the activity of turning vague ideas, 
market insights, and evidence into con-
crete value propositions and solid business 
models. Good design involves the use of 
strong business model patterns to maximize 
returns and compete beyond product, price, 
and technology. 
 The risk that a business can’t get access 
to key resources (technology, IP, brand, etc.), 
can’t develop capabilities to perform key 
activities or can’t find key partners to build 
and scale the value proposition.

Testing and reducing risk 
To test a big business idea you break 
it down into smaller chunks of testable 
hypotheses. These hypotheses cover three 
types of risk. Firstly, that customers aren’t 
interested in your idea (desirability).

Secondly, that you can’t build and  
deliver your idea (feasibility). Thirdly,  
that you can’t earn enough money  
from your idea (viability).

You test your most important hypotheses 
with appropriate experiments. Each experi-
ment generates evidence and insights that 
allow you to learn and decide. Based on the 
evidence and your insights you either adapt 
your idea if you learn you were on the wrong 
path or continue testing other aspects of 
your idea if the evidence supports your 
direction.

Desirability risk  
Customers aren’t interested

The risk that the market a 
business is targeting is too 
small, that too few customers 
want the value proposition, or 
that the company can’t reach, 
acquire, and retain targeted 
customers.

Feasibility risk 
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The Portfolio Map ILLUSTRATION 
Unilever

Make sustainable living commonplace



“We don’t have a climate crisis, we have a leadership crisis.” 

– Paul Polman, Former CEO of Unilever 
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Natural & organic food, 
Sustainable packaging, 
Eco-friendly …

ACQUIRE

BEAUTY & PERSONAL 
CARE 

€21.9 billion +2.6%
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Portfolio Example
2010   2019 Purpose-led brands deliver 

75% of the company’s growth 

Sustainable
Growth

Equitable

Unilever #1 of the world’s 350 most influential food and agriculture companies
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‣ execute the plan 
‣ check the results 
‣ avoid failure 
‣ predict the future  
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‣ Leadership Support 
‣ Organisational Design  
‣ Innovation Practice

“A healthy society balances the power of private sector 
businesses, public sector governments, and plural sector 
communities. It does not allow individual, collective, or 
communal needs to dominate. Few societies today are so 
balanced.” 

– Henry Mintzberg, Prof. McGill

Thank you
Alex Osterwalder 
Yves Pigneur
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