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Flour·ish
1. To grow well or luxuriantly; thrive
2. To do or fare well; prosper
3. To be in a period of highest productivity,
excellence or influence
- The Oxford English Dictionary, 1989
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Abstract
Background: This research paper studies the potential of the Flourishing Business Canvas
developed from the new research field of Business Models for Sustainability. Throughout the
literature review arguments for the new concept of Business Models for Sustainability are made.
Showing also the need for a tool that can help companies to transform towards a BMfS. The
Flourishing Business Canvas is the first tool being developed at the moment and is based on the
Business Model Canvas of Osterwalder and Pigneur. In this research data from reports from three
different fashion companies is used to complete the Flourishing Business Canvasses and to evaluate
the applicability and usefulness of the canvas.
Aim: The purpose of this study is to investigate the potential of the newly developed Flourishing
Business Canvas through case studies of secondary data research in the fashion industry. The
research will evaluate the applicability and usefulness of the building blocks of the alpha-version of
the Flourishing Business Canvas on the basis of information gathered from annual reports,
sustainability reports, home pages and academic research. To contribute to the ongoing research of
this tool, the research will try to suggest improvements where needed to make the tool suitable for
the sustainable development of the fashion industry.
Methodology: The research is performed trough a qualitative research based on three small casestudies. The canvas is completed for three fashion companies, of three different market segments,
based on published reports, media articles and research articles. The gaps in the canvas and the
usefulness of the answers will be defined.
Results: The results of the research showed that the three companies follow the four main
arguments for a Business Model for Sustainability, but that what they express in their reports is not
completely what they do in practise. The Flourishing Business Canvas for the three fashion
companies was easy to complete as an outsider, this was mostly because they were transparent
companies that published a lot of information. The questions in the Flourishing Business Canvas
also could show well the efforts on economic, social and environmental sustainability.
Conclusion: The Flourishing Business Canvas is a good tool for the fashion companies to show
their economic, social and environmental sustainability in a schematic way and on strategic level.
Although in general the canvas expresses that it shows true sustainability, two important elements
of a sustainable fashion company; circularity and transparency, were not specifically defined.
Keywords: Flourishing Business Canvas, Business Models for Sustainability, Fashion Industry,
Business Model Canvas, Sustainability, Strategy, Fashion, Business
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1. Introduction
1.1. Background
During the Textile Management Masters program at the Swedish School of Textiles there is a great
focus on the concept of sustainability. Throughout the whole program the professors want to
educate the students about the importance of including activities that address the sustainability
issues in the business. At the courses the Business Model Canvas of Osterwalder and Pigneur
(2010) is used multiple times to invent or rethink businesses. Interestingly, although the
sustainability strategy of a company is perceived as ‘very’ important it has always been developed
aside of the Business Model Canvas in the courses. The sustainability processes were seen as
something ‘extra’ to add. I believe, that a good sustainability strategy will only work when it is
integrated in the Business Model of a company. So it needs to be included into the Business Model
Canvas as well, and this canvas needs to evolve to show existing and new businesses the
importance of integrating sustainability strategy in their Business Model.
The concept of Business Models is still quite new and complex to research. The Business Model of
a company is seen as the connection between the strategy of a business and the operations of that
business (Zott et al., 2011). It is the ‘blueprint’ of the company that shows how the company
creates, captures and delivers value to the customer (Teece, 2010; Osterwalder and Pigneur, 2010;
Zott et al., 2011). The traditional Business Model concept consists of four main components; (1)
The value proposition, (2) The Supply Chain, (3) Customer Relationship and (4) The Financial
Model (Zott and Amit, 2010; Osterwalder and Pigneur, 2010). These four elements will be further
explained in the first part of the literature review. The Business Model is a holistic concept that will
give a clear overview of the company, which can help companies in diversifying themselves from
the competition and shows the opportunities that can increase the economic performance of that
company. The Business Model itself can be used for strategic innovation in order to improve the
knowledge and managerial skills (Schaltegger et al., 2012).
In 1999, Hart and Milstein wrote a paper to warn managers that they will only succeed in the 21st
century when they will treat sustainable development as an opportunity for their company. Those
companies will, according to Hart and Milstein, shape the market of today. They defined global
sustainability as the ability of the current generation to meet their needs without compromising the
ability of future generations to meet theirs. This is general definition needs to be translated into a
definition for sustainability within the business environment. When a company is socially,
environmentally and economically sustainable it will be able to provide for the current generations’
needs without compromising the needs of the future generations. Schaltegger and Wagner (2006,
p4) defined sustainability management within a company as; “Corporate sustainability management
deals with both the analysis and management of the effects of environmental and social activities on
the competitiveness and economic success of a company, as well as with the analysis and
management of the social and environmental effects of business activities.” Only when a company
takes in account social, ecological and economic sustainability simultaneously and on an equal level
it can become a company that contributes to sustainable development in the whole society.
Martinuzzi and Krumay (2013) came to the result that when sustainability is strategically
approached it could also increase the success and economic performance of the whole business.
This shows that the integration of sustainability aspects in the Business Model of a company can
help to not only improve the environment around them, but also the business itself. Porter and
Kramer (2006) describe this as creating ‘shared value’ for the company and the society. When
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shared value is created; businesses need to rethink their business activities in close relation with the
society; increasing the role of the stakeholder into the business (Porter and Kramer, 2011). The
concept of shared value on an integrated business level can lead to economic success for the
company (Porter and Kramer, 2011; Schmitt and Renken, 2012).
In 2008, researchers started to include sustainability when thinking about Business Models. The
first article about ‘Sustainable Business Models’ was written by Stubbs and Cocklin (2008). They
created an ‘ideal type’ of a sustainability-oriented Business Model. From that moment on, more and
more articles about Business Models for Sustainability (BMfS) were published. In 2013, Florian
Lüdeke-Freund created a blog platform to bring all the research about BMfS together; here the main
researchers of the research field agreed upon a general definition for BMfS: “A Business Model for
sustainability helps describing, analysing, 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 organisational boundaries.” (Schaltegger et al.,
2016, p.6). ‘How’ this Business Model for Sustainability exactly looks like is still an ongoing
discussion; in the literature research I will discuss the different views on the concept. But three
main arguments are agreed upon by the researchers. Firstly, sustainability policies should be
performed on strategic level to create business opportunities. Following, the Business Model for
Sustainability should go beyond the own business environment, and companies should focus on
creating partnerships with their many stakeholders and not only the customers and investors. The
last argument among the authors that I will discuss, is that in every component the three elements of
sustainability need to be kept in mind; social, economic and ecological sustainability.
In order for businesses to implement or transform their business to such a BMfS, a practical tool is
needed. The Business Model Canvas of Osterwalder and Pigneur (2010) helps businesses to get a
clear and schematic overview of their strategies, the problem is that this canvas does not include
social and environmental sustainability so it will not help businesses to create a BMfS. A schematic
‘tool’ could help companies to see their opportunities on the level of economic, social and
environmental sustainability throughout the whole company. Upward (2013, 2016) started to
develop such a tool for companies to create or transform to a BMfS; The Flourishing Business
Canvas. The tool is still in an alpha-phase; meaning it is currently still being tested by academics
and businesses. Partly based on the Business Model Canvas, the tool goes deeper into the
sustainability opportunities for a company in close relation with their stakeholders. The Flourishing
Business Canvas is the first canvas being developed and commercialised to help businesses create a
BMfS (Upward, 2016). The aimed advantage of the tool is that although it includes many elements
it is still clear and easy to use for businesses, stakeholders and scholars. In the literature review I
will further discuss the tool in detail.
This research wants to contribute to the ongoing research about Business Models for Sustainability
tools by evaluating and verifying the Flourishing Business Canvas through case studies of the
fashion industry. The Flourishing Business Canvas would be an interesting tool for the fashion
industry as the industry has been receiving a lot of attention about their sustainability issues. When
they want to overcome these problems they will need to think on a more strategic sustainability
level. Due to a widespread supply chain, the industry is very globalised. Besides that the industry is
labour and resource intensive creating a lot of pressure on the social and ecological sustainability
(OECD, 2011). As last the sector is very competitive and price sensitive, creating many challenges
for economic sustainability.
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The social sustainability issues include labour rights, health and safety regulations, union rights;
those issues are mostly pressing on the production side of the fashion industry. Most production of
clothing is outsourced to low-wage countries, since the production is very labour intensive (Kudlak
et al., 2015). As these issues are also more and more discussed in the media; customers start to
demand more transparency of the fashion companies and ethically sourced apparel (HaddockFraser, 2012). Subsequently, environmental sustainability issues are present throughout the whole
value chain of the fashion industry. On the production side there are problems with toxic chemicals,
water pollution and waste (Kudlak et al., 2015). But the ‘fast’ consuming of clothing has also a
large impact on the environment; the consumption of clothing creates a lot of waste and pollution
problems at the consumer side (Solomon and Rabolt, 2004).
Those sustainability issues need to be addressed in balance with economical sustainability. A
company can only become truly sustainable when it takes into account simultaneous economic,
social and environmental sustainability, showed by the Triple Bottom Line of Elkington (1997).
Which is not an easy task for most fashion companies. The development of the Flourishing
Business Canvas could help the fashion businesses to define the opportunities and challenges
around sustainability and to integrate the activities in their strategy. When creating this ‘shared
value’ it is possible for companies that the social and environmental dimensions of their BMfS
could generate economic sustainability in the long run (Porter and Kramer, 2011). As the fashion
industry is a large and specific industry with many sustainability challenges it is a good starting
point for further research into the Flourishing Business Canvas. This research will collect secondary
data including sustainability reports, annual reports, home-pages and academic research from three
fashion companies, to verify and research the advantages of the newly developed tool and to discuss
the potential of the Flourishing Business Canvas within the fashion industry. The collected data will
be used to fill out the Flourishing Business Canvas and to see the advantages of the canvas for the
fashion industry.

1.2. Purpose
The purpose of this study is to investigate the potential of the newly developed Flourishing
Business Canvas through case studies of secondary data research in the fashion industry. The
research will evaluate the applicability and usefulness of the building blocks of the alpha-version of
the Flourishing Business Canvas on the basis of information gathered from annual reports,
sustainability reports, home pages and academic research. To contribute to the ongoing research of
this tool, the research will try to suggest improvements where needed to make the tool suitable for
the sustainable development of the fashion industry.

1.3. Research Questions
The main research questions are shortly introduced here, they will be further explained and in
relation to the discussed literature review under ‘Task specification’.
1. To what extent are the fashion companies transforming to a Business Model for Sustainability
based on the four arguments discussed throughout the literature?
During the literature review four main arguments for a Business Model for Sustainability are
discussed and explained through the different approaches of a BMfS. This research question will
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analyse the results of the current and aimed Business Models of three fashion companies and
research if these models take use of the four arguments to create a BMfS.
2. To what extent can the secondary data of the fashion companies be applicable on the Flourishing
Business Canvas?
The Flourishing Business Canvas is a tool developed by Antony Upward to help companies,
academia and organisations to make a schematic representation of their whole Business Model on
economic, environmental and social sustainability level. The canvas is an extended version of the
Business Model Canvas of Osterwalder and Pigneur (2010). Is it possible to replace the BMC with
the Flourishing Business Canvas and to help fashion companies to become more sustainable on
economic, social and environmental level. The seven new building blocks and the nine transformed
traditional building blocks will be evaluated on the application, meaning the ability to answer the
questions based only on secondary data collection.
3. What is the usefulness of the Flourishing Business Canvas within the fashion industry?
The Flourishing Business Canvas is still in its alpha phase, meaning it is still being tested. The
canvas is developed for all companies in all industries, so it does not focus on the fashion industry
specifically. But as the fashion industry is such a particular industry, with a specific balance
between economic, environmental and social sustainability the question is if this Flourishing
Business Canvas covers enough ground. Are the sixteen questions in the Flourishing Business
Canvas asking the right questions for fashion companies to show their economic, social and
environmental sustainability actions and processes? The questions need to be useful to present the
whole Business Model for Sustainability of a fashion company in a schematic and clear way.

1.4. Delimitations
The research paper evaluates the Flourishing Business Canvas by answering and completing the
sixteen building blocks for three different fashion companies in three different market segments.
The companies discussed are all three based in Sweden, but have an international online shop and
stores in multiple different markets. All three are front runners in their market segment on
sustainability actions. The Flourishing Business Canvas is completed only based on secondary
research material and the answers are not verified or further explained by the companies
themselves. As a result the outcomes of the analysis are based upon an individual independent of
the fashion company using the Flourishing Business Canvas as a tool to map out the Business
Model for Sustainability of the company. The developers of the Flourishing Business Canvas
designed also a toolkit and workshop to work with the Flourishing Business Canvas, both of them
are not taken into account in the research, only the canvas itself is being used. In the ‘Discussion’
chapter the results will as well be compared to the case of fashion companies themselves
completing the canvas. In this situation I expect the fashion companies to have more detailed
information available than the independent individuals.
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2. Literature Review
In the literature review I will discuss the many different concepts that are used in the search of
Business Models for Sustainability. Firstly the main concepts of Business Models and sustainability
need to be explained, these subjects are ‘hot’ topics in the literature therefore I focused on the main
elements of the concepts, to have a clear understanding of the concepts when moving to the next
part. Following, the two concepts will be brought together and I will discuss the literature about
Business Models for Sustainability; the literature around this subject is difficult to evaluate and
structure. As the topic is still quite new, many of the articles are written around the same timeframe
resulting in some overlap between the articles or rapid out-dated views on the concept. As last, a
brief introduction of the fashion industry is made, and the literature that has discussed Business
Models for Sustainability within the fashion industry; which is not many, is mentioned.

2.1. Business Models
The concept of Business Models was first used during the last years of the twentieth century. The
concept became more researched when the Internet and e-businesses became popular and more and
more industries emerged evolving around the post-industrial technologies (Al-Dabei and Avison,
2010; Teece, 2010; Zott et al., 2011; Boons et al., 2013; Doleski, 2015; Schaltegger et al., 2016). As
Teece (2010) explained, since the growing globalisation of companies; increasing outsourcing,
upcoming emerging markets and the restructuring of the financial industry, the way companies
make money changed. During the industrial era capturing value was relatively simple, the company
created a product to sell to the customer. The creation of the new businesses asked for a rethinking
of how businesses can deliver value to the customer and capture value as they exchange information
services without any charge to the customer (Teece, 2010, Boons et al., 2013). The emergence of
these new businesses and their new Business Models, made also the existing traditional companies
to need to rethink their Business Models and how they will deliver value to the customers (Teece,
2010). Al-Dabei et al. (2008) stated that the digital revolution created a more challenging business
environment that increased the need to develop business Models that can translate the strategy of
the company into the business processes. Before, during the industrial times, the translation of
strategy to the business processes was less complicated, as a result the business Model concept was
not necessary at that time.
When the dot.com bubble bursted the Business Model concept gained a negative connotation due to
the sudden collapse of companies that depleted a lot of money (Magretta, 2002). Porter in particular
criticised that the Business Model was seen in relationship with the internet economy and advised to
use the concept in all business as it can define the fundamental aspects of strategy and how the
company can create and deliver value (Doleski, 2015). Also Lai et al., (2006) indicate the
importance of Business Models used to explain the strategies and plans for new and old companies
to create value. The Business Model will provide ways to understand, analyse, communicate and
manage the choices the business made on strategic level among their environment (Osterwalder et
al., 2005; Shafer et al., 2005).
The difficulty with the Business Model concept is that the concept is still not fully developed
(Margretta, 2002). According to Al-Dabei and Avison (2010) the three main reasons are (1) the
concept and research concerning it is still too young; (2) It emerged over many diverse disciplines,
for instance eCommerce, strategy, management and technology and (3) the sectors that started using
the concept are also still relatively new. Nevertheless, Al-Dabei and Avison (2010) still point out the
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importance of the Business Model in the current complex environment. The concept of business
Models is also not used in the economic theory. In general equilibrium models, the business Model
would be useless, because in those models the perceived need of the customer is limited to the
products they want to buy (Teece, 2010). Teece (2010) stresses as well that although the concept is
still developing, the interdisciplinary topic is still important. Zott et al. (2011) discusses the need for
a widely accepted definition of the concept that researchers from different disciplines can make use
of.
The overall consensus about the Business Model is that it is needed alongside strategy management
(Sommer, 2012). According to Magretta (2002) the Business Model is linked to strategy and
innovation. Foss and Saebi (2005) see the practical use of the Business Model within strategy and
Baden-Fuller and Morgan (2010) emphasise that when thinking about strategy the Business Model
is not far away. But a Business Model is not the strategy. Strategy focuses on competition, value
capture and competitive advantage, while the Business Model will focus more on cooperation,
partnership and joint value creation (Zott et al., 2011). Also the emphasis on the role of the
customer and the value proposition is less seen within the strategy literature. In the next part of the
chapter I will further explain the Business Model and discuss the advantages of the use of Business
Models.
2.1.1. What is a Business Model?
As explained above, the Business Model concept has many definitions because of its
interdisciplinary character. The past decades many researchers developed their own definitions,
according to the research they were going to conduct (Zott et al., 2011; Doleski, 2015). Doleski
(2015) explained the concept of Business Models according to the semantics of the words. A
‘model’ is a simplified representation of a defined aspect of the reality; the model will focus on the
most important and relevant aspects to describe this reality. Models are mostly used to visualise and
structure a complex situation and is used frequently within the area of economics. A ‘business’
refers to the commercial activities of an enterprise that generate costs as well as profits. By putting
the meanings of the two words together, Doleski (2015) described a Business Model as a simplified
schematic presentation of how a company creates value through its commercial activities. Zott et al.
(2011) defined the Business Model as the mediator between the strategy of a company and the
operations of a company; the Business Model will take the content and the process of ‘doing
business’ into consideration simultaneously. In table 1. the most common used definitions of
Business Models are listed. By listing the definitions, it is clear that there is a general consensus that
Business Models will explain ‘how’ an organisation will create, deliver and capture value (Foss and
Saebi, 2015; Zott et al., 2011). Zott et al. (2011) describes four main emerging themes within the
development of the Business Model concept.
First, it is acknowledged that the Business Model is still a new analysis tool. That the Business
Model is a new concept is already established above. The concept emerged when, partly by the
growing importance of the Internet, businesses became more and more complex. Where a model
would help to simplify the complex interdependencies of the different parts in the organization
(Johnson et al., 2008). As a model is a schematic representation of a certain reality (Doleski, 2015),
the Business Model is a good tool for analysing the whole business in a transparent way.
Second, Business Models are defined by a holistic and schematic approach to explaining how
companies ‘do business’. Teece (2010) explains that the Business Model embodies the
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organisational and financial ‘architecture’ of a business. It is a conceptual framework that describes
the logic of a specific business (Teece, 2010). Osterwalder and Pigneur (2010) use the word
‘blueprint’ when describing how the Business Models look like, referring to architectural terms as
well. They developed a canvas that explains the main nine building blocks needed to visualise
‘how’ a company captures economic value. Johnson et al. (2008) made also their own version of the
schematic representation of the Business Model; the importance of these models lies in the complex
relations between the different building blocks. Also Doleski (2015) has built further on the models
of Osterwalder, Pigneur (2010) and Johnson et al. (2008) to define his schematic overview of the
Business Model. The illustrative overview will reflect the idea of the company on what the
customers want, how they want it and what they will pay, and how the company will organise itself
to meet the customers needs, and get paid for doing so (Teece, 2010).
Third, the activities of the company and the stakeholders play an important role in the proposed
conceptualisations of Business Models. Foss and Saebi (2015) describe the Business Model as the
composition of the intra- and extra-organisational activities and relations, the Business Model goes
beyond the boundaries of the company. Teece (2010) emphasises that a good Business Model
design involves the assessment of internal and external factors including customers, stakeholders
and the whole industry environment. Because the Business Model shows the companies’ economic
exchanges of value, the external parties play an important part in the construct of the Business
Model. When capturing and creating value a business should always consider their stakeholders to
create the right model (Zott and Amit, 2008). In the Business Model Canvas of Osterwalder and
Pigneur (2010) four out of nine of the building blocks focus on external partners that a business
should take into account. Doleski (2015) goes even further with his integrated Business Model and
includes the companies’ greater environment specifically in his representation of the Business
Model. Rasmussen (2007) mentions that the Business Model should show how a firm integrates its
own value chain with those of other firm’s in the business environment.
As last, Business Models try to explain value creation as well as value capture. The three main
elements of value creation, value proposition and value delivery are proposed by all the main
authors of Business Models (Richardson, 2008; Johnson et al., 2008; Teece, 2010; Zott and Amit,
2010; Osterwalder and Pigneur, 2010; Foss and Saebi, 2015; Doleski, 2015). The value proposition
is the value that is brought to the customer by the company (Johnson et al., 2008). Nowadays a
business goes beyond selling a product or service; value for the customer needs to be created,
delivered and captured to create competitive advantage (Boons et al., 2013). A Business Model
must define the needs of the customer that the company will fulfil, and ‘how’ they will meet these
specific needs (Teece, 2010). How the value is created shows how the company is positioned in the
business environment (Boons et al., 2013).
Table 1. Business Model Definitions
Author

Definition Business Model

Afuah and Tucci (2001)

A Business Model is the method by which a firm
builds and uses its resources to offer its customer
better value and to make money in doing so.

Johnson et al. (2008)

A Business Model consists of four interlocking
elements that, taken together, create and deliver
value. The four interlocking elements: customer
value proposition, profit formula, key resources and
key processes.
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Author

Definition Business Model

Richardson (2008)

The Business Model explains how the activities of
the firm work together to execute its strategy, thus
bridging strategy formulation and implementation.

Teece (2010)

A Business Model articulates the logic and provides
data and other evidence that demonstrates how a
business creates and delivers value to customers. It
outlines the architecture of revenues, costs, and
profits associated with the business enterprise
delivering that value.

Zott and Amit (2010)

The Business Model represents “the content,
structure, and governance of transactions designed
to create value through the exploitation of business
opportunities”

Osterwalder and Pigneur (2010)

A Business Model describes the rationale of how an
organization creates, delivers and captures value.

George and Bock (2011: 99)

A Business Model is the design of organizational
structures to enact a commercial opportunity.

Foss and Saebi (2015)

Business models are the firm’s configuration of
intra-organizational and extra-organizational
activities and relations geared toward creating,
delivering, and capturing value.

Doleski (2015)

A Business Model is a comprehensive, schematic
presentation off all of an enterprise’s value creation
activities and procedures that generate customer
value added and longterm revenue.

Since the Business Model concept does not have one specific definition yet, this research paper will
work with the definition of Business Models by Osterwalder and Pigneur (2010) that consists of the
four elements explained above and is used frequently in the research literature about Business
Models and sustainability. The extensive definitions goes as followed:
“A Business Model is a conceptual tool that contains a set of elements and their relationships and
allows expressing a company's logic of earning money. It is a description of the value a company
offers to one or several segments of customers and the architecture of the firm and its network of
partners for creating, marketing and delivering this value and relationship capital, in order to
generate profitable and sustainable revenue streams.” (Osterwalder et al, 2005, p3)
The Business Model of Osterwalder and Pigneur (2010) is translated into a very clear schematic
presentation that is easy to understand. The business tool is constructed in close relation with
business practitioners and has therefore a practical advantage (Osterwalder and Pigneur, 2010). The
classification is originally created with e-businesses in mind (Sommer, 2012). But because of its
synthesising character of many previous definitions the model is seen in the literature and business
as a general model independent for which type of business (Sommer, 2012). Osterwalder and
Pigneur (2010) developed the Business Model Canvas tool, which is a blueprint of how the
company will create, deliver and capture value. The canvas created by them is used frequently in
the business environment to constantly innovate the business and to keep track of the core of the
company. It shows the elements that a business needs to consider throughout the whole strategy to
be successful.
!15

Figure 1. The Business Model Canvas

Osterwalder, A., Pigneur, Y., Clark, T., 2010. Business model generation: a handbook for visionaries, game
changers, and challengers. Wiley, Hoboken, NJ.

The Business Model Canvas consists of nine building blocks that can be divided into four main
themes (Osterwalder and Pigneur, 2010):
1. Infrastructure:
- Key resources: The building block shows the most important assets that are required to
create, deliver and capture the value proposition. Resources can be physical, financial,
intellectual or human, this depends on the type of the company.
- Key activities: The key activities of a company are the most important things a company
should do to make the Business Model work. These are the activities that the employees of
the business are executing daily.
- Key partnerships: This block describes the network of suppliers and partners that are
needed to make the Business Model work. Companies should create partnerships in their
business environment to optimise their Business Models, reduce risk or to acquire
resources.
2. Offer:
- Value proposition: This is the reason why a customer will choose for the specific company.
It describes the bundle of products and services that will create value for the customer. The
value proposition is very important to create a competitive advantage as a company.
3. Customer:
- Customer relationships: The customer relationship describes the types of relationships a
company builds with the specific costumer segments. The relationship between the
customer and the company has a large influence on the overall customer experience.
- Channels: How will the company communicate with the customer to deliver the value
proposition? The distribution of the value proposition to the right customer segment.
- Customer segments: This building block defines the different groups of customers that the
company will try to reach and serve. To be able to better satisfy the customers a company
must group their customers in segments according to their needs.
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4. Financial viability:
- Cost structure: How much does it cost to operate the Business Model? The cost structure
all the costs that are involved in the Business Model. It is important to define if the
company is cost-driven or value-driven.
- Revenue Streams: The building block represents how the company will generate revenue
from the customer segment. The company must define the value that the customer is
willing to pay for, resulting in a revenue stream.
2.1.2. Importance of the Business Model
According to Baden-Fuller and Morgan (2010) the Business Model shows the company what to
strive for, how they want to become successful. But there is an increasing belief among authors that
Business Models and Business Model transformations are a key to business success (Zott et al.,
2011; Bocken et al., 2014). The Business Model does not focus only on the company, but shows the
importance of collaboration between firms and other key stakeholders, in this way the Business
Model can be viewed as a new unit of analysis (Bocken et al., 2014). Because of the growing
complexity in the business environment, the Business Model is a good analysis tool to help to deal
with this complexity (Doleski, 2015). The Business Model is a ‘market device’ that specifies how a
firm can become profitable (Boons and Lüdeke-Freund, 2012). It is used as an analysis tool for
studying and advancing managerial approaches but also for stimulating and exhilarating old and
new business ideas (Schaltegger et al., 2016). Sommer (2012) also emphasises the suitability of the
Business Model as a unit of analysis for strategic management, and how it can illustrate how a
complete industry can be revolutionised by introducing innovative Business Models.
Richardson (2008) and Sommer (2012) see the Business Model also as a mediator between the
strategy and organisational level of a company. The Business Model explains how the activities of
the company work together to execute the strategy (Zott et al., 2011). Foss and Saebi (2015) point
out that the Business Model is an unique concept as it is the only one addressing ‘how’ issues. The
Business Model will show ‘how’ the company will exploit and identify the opportunities in the
market space, and for this reason as well the structures and relationships between the firms and the
stakeholders that support the creation, capturing and delivering of the value processes (Foss and
Saebi, 2015). In this sense the Business Model will include more than the company’s current
strategy.
The main problem with the Business Model is the disagreement among the authors about the
conceptualising of the Business Model. Porter (p. 117, 2008) stated: ‘the Business Model approach
to management becomes an invitation for faulty thinking and self delusion.’ Although not all the
main authors discussed in this paper agree on a definition for Business Models they see Business
Models as a new unit of analysis to create business success. Al-Debei and Avison (2010) stress that
the optimal Business Model for a company would boost the business performance of the company.
The companies’ Business Model and product market strategy interact to impact the performance
(Zott et al., 2011). This happens in two ways; (1) Business Models that focus on innovation and
differentiate themselves have a positive impact on the performance of the firm and (2) early entry in
the market together with a focus on innovation have a positive effect on performance (Zott et al.,
2011). A Business Model will only create a competitive advantage when it is less easy to imitate,
hence a differentiated Business Model is more likely to generate profits (Teece, 2010). The
importance of differentiation shows that the Business Model of a company constantly needs to
evolve to keep its competitive advantage.
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Baden-Fuller and Morgan (2010) define two roles of the Business Model. First, the strategic process
of innovation and creation of products and services can be supported by the Business Model (Teece,
2010; Boons and Lüdeke-Freund; 2012). Second, the Business Model itself can be transformed by
changing the terms of competition to provide competitive advantage (Zott and Amit, 2010). The
Business Model concept is perceived as a promising starting point for innovation strategies (Foss
and Saebi, 2015). When companies want to innovate their business they can use the Business Model
of the company to map out their strategic innovation; the Business Model helps to create more
competitive advantage through visualising the innovation strategy of the company (Teece, 2010;
Zott and Amit, 2010; Foss and Saebi, 2015).
In this part the concept of the Business Model was broadly explained. I defined the emergence of
the concepts, described the difficulties around the conceptualisation of the definition, chose the
most suitable definition for the following research and discussed why the Business Model is an
important tool of analysis in the business literature. In the next part the concept of sustainability will
be clarified, afterwards I will bring the two concepts of Business Models and sustainability together.

2.2. Sustainability
Sustainability is not the newest concept, since the Club of Rome’s report ‘The Limits of Growth
(1972), the word is used frequently in the business world and academic literature (Pryzychodzen &
Prychodzen, 2012). The first time the social responsibility of a business was mentioned, was by
Howard Bowen in 1953; “the obligations of businessmen to pursue those policies, to make those
decisions, or to follow those lines of action, which are desirable in terms of the objectives and
values of our society” (Carroll, 1999, p.270). The definition of Bowen focused on the social
environment of the business, but sustainability is much more than merely the social environment.
Already from the 1950s many research authors attempt to define the concept less complex and until
now a precise definition of sustainability is still a problem (Dickson and Eckman, 2006; Boons and
Lüdeke-Freund, 2012; Morgan, 2015). Since it becomes more and more clear that the world is
facing many long term challenges like climate change, water scarcity, population ageing and
resources scarcities, the importance of the sustainability concept is rising (Montalvo et al., 2006).
Additionally, the changing international economic context; increasing markets, globalisation, knowhow competition and decreasing trust in the government, call for a more sustainable business
environment (Boons et al., 2013). To be able to create and further develop businesses there will
need to be a co-creation of societal, environmental and economic profits, which are seen as the three
main elements of sustainability (Boons and Lüdeke-Freund, 2012). The shortest definition of global
sustainability is mentioned by Hart and Milstein (1999); sustainable development is the ability of
the current generation to meet their needs without compromising the ability of future generation to
meet their needs.
In the present business environment sustainability is sometimes seen as a trend, but sustainability
will go beyond being a trend and will lead to fundamental changes in the business environment
(Esty and Winston, 2009). There are three main ways of describing sustainability in a company; (1)
Doing good, (2) Preventing doing bad and (3) As a strategy for the company (Martinuzzi and
Krumay, 2013). First I will define the business concept of sustainability more in depth, following
sustainability and sustainable innovation will be linked to the business environment.
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2.2.1. A business definition for sustainability
There are many terms and definitions for sustainability within the business environment, and
sometimes they only cover some elements of the concept. The most cited definition of sustainability
is from the report of the World Commission on Environment Development (WCED) (1987) that
covers environmental, social and economic aspects of sustainable development; limited resources
and equal access, intergenerational and intragenerational equity and a progressive development of
economy and society (Stubbs and Cocklin, 2008). Only when integrating all the three dimensions of
sustainability; social, environmental and economic sustainability, a company can truly take
sustainability seriously in their business (Sommer, 2012). The three dimensions are interlinked on
many levels and therefore need to be actively managed (Schaltegger and Wagner 2006). The real
challenge of sustainability is not to integrate one of the dimensions in the business structure, but to
optimise all three equally (Schaltegger and Burritt, 2005). This holistic, integrated view on
sustainability is starting to get widely accepted among academic and business environment (Hart
and Milstein, 2003; Forstmoser, 2006; Baumgartner, 2014; Lozano, 2015).
The complete definition of Schaltegger and Wagner (2006, p.4):
“Corporate sustainability management deals with both the analysis and management of the effects
of environmental and social activities on the competitiveness and economic success of a company,
as well as with the analysis and management of the social and environmental effects of business
activities.” (Schaltegger and Wagner, 2006, p.4)
The three dimensions of sustainability originated within the development of the triple-bottom-line
concept of Elkington (1997). In his model the relations and influences between the three aspects of
sustainability are explained, as well integrating the long and short-term elements of sustainability. It
became clear that economic sustainability alone is not enough to guarantee overall sustainability in
a company (Gladwin et al., 1995). The development of the triple-bottom-line concept showed the
business environment that when implementing sustainability it is important to integrate all three
dimensions simultaneous in the long-term to create a true sustainable company (Dyllick and
Hockerts, 2002). Dyllick and Hockerts (2002) describe a sustainable company by integrating all
three dimensions; firstly, a company reaches economically sustainability when it can guarantee a
sufficient cashflow at any time to ensure liquidity while creating an enduring above average return
for the shareholders. Secondly, a company will create ecological (or environmental) sustainability
when only using natural resources that are used at a rate below the natural reproduction. The
company will not create more emissions than the natural system can absorb or assimilate. And they
will not engage in activities that degrade the eco-system. Thirdly, a company will become socially
sustainable when it adds value to the communities where they operate. They will increase the
human capital of the stakeholders and the societal capital of the communities involved. The
stakeholders should understand and agree with the motivations for the companies value system. The
process to become a company with the three integrated dimensions is therefore called sustainable
development (Schaltegger and Burritt, 2005).
In all the definitions developed for social responsibility, global sustainability, corporate
sustainability (CS) and sustainable innovation the relationship between these three dimensions is
always central (Hart and Milstein, 1999; Dickson and Eckman, 2006; Przychodzen and
Przychodzen, 2012; Boons et al., 2013; Engert et al., 2015; Kudlak et al., 2015). The definition of
Corporate Social Responsibility (CSR) can sometimes be limited to solely the social dimension of
sustainability (Kudlak et al., 2015). In this research paper I will always refer to the term
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‘sustainability’ when talking about the definition defined above by Schaltegger and Wagner (2006).
A last important note of Martinuzzi and Krumay (2013) is that sustainability is beyond compliance
and thus voluntary; sustainability policies within companies should go further than the laws or
regulations of the government. In 1970, Milton Friedman stated that it is the role of the government,
and not the businesses, to enforce sustainable business practices (Friedman, 2007). So according to
Friedman a business should only take economic sustainability in account when doing business, this
belief is already contested by multiple researchers (Sommer, 2012; Martinuzzi and Krumay, 2013).
A company does not only need to consider economic sustainability, but needs to include also social
and environmental sustainability in the business environment, as a result the company will innovate
on a sustainable level. This could create multiple advantages, I will discuss them further in the next
section.
2.2.2. Sustainable development in the business environment.
The question if sustainability strategies within the business contribute to economic success is still
heavily discussed in the literature (Carroll and Shabana, 2010). The primary goal of most
companies is still to maximise shareholder value (Stubbs and Cocklin, 2008). Martinuzzi and
Krumay (2013) discussed that on one hand a majority of the studies conclude that there is a positive
relationship between sustainability and competitive advantage, on the other hand there are some
studies that came to contrary results and there are also neutral results among studies. There is no
general answer if it pays to be sustainable, but it is a management challenge to create sustainable
policies in a way that it contributes to business success (Schaltegger et al., 2012). Managing
sustainability is according to Salzmann et al. (2005, p27) ‘a strategic and profit-driven corporate
response to environmental and social issues caused through the organisation’s primary and
secondary activities.’ The view that sustainability would be irrelevant to the core of a business is
decreasing, but still occurs among managers that did not deeper research the subject (Berns et al.,
2009).
The analysis of Martinuzzi and Krumay (2013) did come to the result that when sustainability is
strategically approached it can increase the success of the whole business. Because strategic
management has an influence on the long-term view of the company and, as mentioned when
explaining the definition of sustainability; sustainability needs a long-term and integrated approach
to be successful. When sustainability is integrated into the strategy of a business, there is also an
opportunity to innovate through sustainability and create potentially new Business Models. Porter
and Kramer (2006) perceive the relationship between the success of the company and the societal
impacts of sustainability implemented on strategic level as mutually reinforcing. It is difficult to
measure the precise effects and impact of strategic sustainability, when sustainability is fully
integrated in the core of the company it is no longer easy to identify (Martinuzzi and Krumay,
2013). This new form of integrated sustainability is called by Porter and Kramer (2011) creating
‘shared value’ for the company and the society. The concept of ‘shared value’ describes that
businesses can only achieve long-term competitiveness when they take in account the
interconnectedness of the business and society environment (Schmitt and Renken, 2012). It is seen
as a differentiation strategy that can create valuable business opportunities especially for SME’s.
The economic, societal and environmental aspects will be included in the value creation of a
company (Porter and Kramer, 2011). To create shared value as a company Porter and Kramer (2011)
suggest three main areas to consider: (1) Rethink the products and services concerning the society’s
needs; (2) Redefine the productivity in the value chain; and (3) Build a supportive network beyond
businesses. When the concept of shared value is implemented as a holistic concept it can lead to
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economic success (Porter and Kramer, 2011; Schmitt and Renken, 2012). Schmitt and Renken
(2012) emphasise the relationship with the customers as well. Transparency, credibility and honesty
are crucial to customers expecting companies to communicate in an open way. Loyal and satisfied
customers are needed to follow the shared value strategy (Lueg et al., 2013).
Schmitt and Renken (2012) point out that to integrate the shared value concept it is necessary to
restructure the value creation process. Hart and Milstein (1999) defined sustainability as a strategic
opportunity for business and emphasise the need to implement it in the company’s Business Model.
Also Sommer (2012) wants managers to ask themselves ‘how do sustainability issues influence the
future success of our current Business Model?’. And Schaltegger (2016) comes to the conclusion
that the usual approaches of sustainability like philanthropy, social compliance, and technical
process and product innovation are insufficient to enforce the radical transformation of businesses
and societies to create substantive sustainable development. All these researchers are calling for a
Business Model where there is a greater focus on sustainability. They see the opportunities of
integrating sustainability in the Business Model of the company to increase the success of a
business. Since it is seen as the link between the strategy and the operational level of the business;
the Business Model could easily accommodate the business to integrate sustainability at a holistic
level. This research paper proposes to innovate the current concept of Business Models into the
concept of Business Models for sustainability; as this could help an existing or new company to see
the opportunities of sustainability on an integrated level.

2.3. Business models and sustainability
2.3.1. The Business Model concept and sustainability
In 1999 Hart and Milstein wrote an article to make the business world aware about the need to think
around ‘sustainability’ in their business. They saw a new era of creative destruction coming, when
businesses would not engage in the sustainability revolution. They proposed businesses to integrate
activities in their strategy that balance the social, environmental and economic values of a company,
only this way it would be possible to sustain their competitive advantage. It took almost ten more
years for other scholars to engage in the strategic sustainability debate through Business Models;
Stubbs and Cocklin, (2008) were the first attempting to create a sustainable Business Model, they
designed an ‘ideal type’ of a sustainable-oriented Business Model. Trying to link the concepts of
Business Models and sustainability is an ongoing research. Nowadays, many researchers try to find
the best way to conceptualise a Business Model for sustainability (BMfS) (Stubbs and Cocklin,
2008; Lüdeke-Freund, 2009; Birkin et al., 2009; Schaltegger et al., 2012; Boons and LüdekeFreund, 2012; Boons et al., 2013; Wells, 2013; Bocken et al., 2014; Joyce and Paquin, 2016;
Abdelkafi and Täuscher, 2016; Lüdeke-Freund et al., 2016). The main problem is the lack of
consensus in all the concepts involved in Business Models for Sustainability. Researchers have
many starting points to choose from to develop their BMfS; resulting in a lot of articles the past
years that agree on certain things, but also make the literature widely distributed, of variable quality,
immature and skewed (Adams et al., 2016). Florian Lüdeke-Freund even developed a blog platform
to bring together the research around Business Models for Sustainability, the platform was created
to support the growing community of BMfS research and to hopefully create some clarity in the
research. The proposed general definition of a Business Model for Sustainability on this platform is:
“A Business Model for sustainability helps describing, analysing, managing, and communicating (i)
a company’s sustainable value proposition to its customers, and all other stakeholders, (ii) how it
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creates and delivers this value, (iii) and how it captures economic value while maintaining or
regenerating natural, social, and economic capital beyond its organisational
boundaries.” (Schaltegger et al., 2016, p. 6)
All the above mentioned authors agree that the way to help companies to integrate sustainability in
the concept of Business Models needs to be innovated. According to Upward (2013) a new concept
of Business Models for Sustainability needs to go beyond the traditional concept of the Business
Models, that is only focused on economic sustainability. ‘How’ the Business Model concept will
innovate is still an evolving question. Abdelkafi and Täuscher (2016) explain that there are two
approaches among the reviewed literature; (1) Sustainability could still be integrated in the classic
components of the Business Model; besides the economic sustainability level, also the social and
environmental sustainability level will be further developed within the existing components (Boons
and Lüdeke-Freund, 2012; Sommer, 2012; Lüdeke-Freund et al., 2016) and (2) Design an entirely
new Business Model for Sustainability; where the components of the Business Model themselves
are developed to more sustainable components (Stubbs and Cocklin, 2008; Lüdeke-Freund, 2009;
Wells, 2013).
One of the arguments for a Business Model for Sustainability is the integration of sustainability
activities on a strategic level and how the Business Model concept can help to simplify this process.
In the part about Business Models I explained the link of the Business Model between the strategy
of a company and the organisational level. The Business Model is an integrated concept that
overviews the whole business and explains how the value is created, captured and delivered to the
customer. Therefore it is interesting for a company to integrate their sustainability values (defined
as shared value by Porter and Kramer (2011)) in the Business Model; this will make it easier to
communicate them to the organisational level, the customers and the stakeholders. It is only
possible for a company to capture economic value through delivering social and environmental
benefits (Schaltegger et al., 2012).
Another argument that is agreed upon among the authors is the need of the Business Model to go
beyond the entity of the business and its main stakeholders; customer and investor (Upward and
Jones, 2016). When a company wants to have a Business Model for Sustainability it will need to
take into account more than only the business environment, but also the complete social
environment (Sommer, 2012; Bocken et al., 2014; Abdelkafi and Täuscher, 2016; Lüdeke-Freund et
al., 2016). The social and environmental challenges of a business can only be defined in
collaboration with the greater environment of a business. Only when taking in account the natural
and social environment a company can become truly sustainable.
The problem with the literature around Business Models and sustainability is the lack of clear
visualisation of the BMfS. Within the classic Business Model theory, Osterwalder and Pigneur
(2010) made a clear and practical Business Model canvas, a tool, that can be easily adapted and
used by every start-up or transforming company. When the business world would have a similar
canvas tool or model like this, integrating the social and environmental values together with the
economic values of a company, I believe it would become much more realistic for companies to
integrate sustainable innovation in their Business Model and as a result in their strategy. At the end
of 2016, Lüdeke-Freund et al. published a report for Network of Business Sustainability South
Africa discussing some conceptual options of BMfS that were developed the past years; these tools
are on the right track to become widely understandable and applicable for businesses. After
discussing the different approaches to sustainability within the Business Model concept, I will
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discuss the Flourishing Business Canvas; the main tool that is being developed at the moment
(Upward, 2016).
2.3.2. Sustainability within the traditional Business Model concept
To reduce the negative, and enhance the positive, social and environmental impacts of a company
Boons and Lüdeke-Freund (2012) propose to integrate sustainable innovation approaches in the
traditional Business Model concept. This way sustainable innovations can be more easily integrated
in the Business Model of the company as they go beyond the regular product and process
innovations and are focused on the future (Charter et al., 2008). Instead of redesigning the whole
Business Model concept to a BMfS, Boons and Lüdeke-Freund (2012) propose to rethink the
Business Model concept through its classic components; value proposition, supply chain (defined
before as infrastructure), customer and financial model (Boons and Lüdeke-Freund, 2012). They
propose normative requirements within those four components of the Business Model in order to be
able to contribute to sustainable innovation:
1. Value proposition: The company will need to create measurable ecological and social value in
relation to their economic value. This is only possible if the business will engage in a dialogue
with the society to define the sustainability challenges that need to be addressed.
2. Supply Chain: The company engages the suppliers actively to supply chain management as well.
It is important that the business takes responsibility for its whole supply chain.
3. Customer interface: The customers of the company need to be motivated to take responsibility
for their consumption.
4. Financial model: The economic costs and benefits need to be distributed appropriately among the
actors involved in the business environment. The company also needs to account for the
ecological and social impacts.
Furthermore, Sommer (2012) discussed not to redesign the Business Model concept but to integrate
sustainability within the classic components of the Business Model. He brought the Business Model
canvas (Osterwalder and Pigneur, 2010) and the model of Johnson et al. (2008) together to create a
more in detail Business Model, and uses this as the basis of his green Business Model. A company
will need to ask themselves ‘how does sustainability influence the future success of our current
Business Model?’ (Sommer, 2012). Thereafter, Schaltegger et al. (2012) developed business case
drivers to explain ‘how’ the link between social and environmental activities and corporate
economic success can be managed and innovated. They integrated the business case drivers in the
generic Business Model pillars in order to show the intermediating character of the drivers between
the business strategy and the Business Model. The business case drivers for sustainability are:
1. Costs and cost reduction
2. Risk and Risk reduction
3. Sales and profit margin
4. Reputation and brand value
5. Attractiveness as employer
6. Innovative capabilities
Each of these drivers have an influence on the defining of the value proposition, the customer
interface, the supply chain and the financial model. When companies are rethinking their Business
Model to integrate sustainability on strategic level, they can use the business case drivers to define
the right social and ecological activities within each pillar to increase the economic performance of
the company. When there is an equilibrium between the social, ecological and economic innovation
within a company, and therefore all integrated in the Business Model, it is possible for the company
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to create increasing economic performance and to contribute to sustainable development on
international level (Boons et al, 2013).
Summarising; these articles do not propose to redesign the pillars and components of the Business
Model. A company could still use the famous Business Model canvas (Osterwalder and Pigneur,
2010) to transform their Business Model and become more sustainable; but will need to consider
their social and ecological impact with defining every one of the nine building blocks. The level of
transformation in the Business Model depends on how many building blocks of the social and
ecological aspects are integrated; to proactively contribute to sustainable development it is
recommended to integrate the sustainable aspects in all building blocks (Schaltegger et al., 2012).
2.3.3. Rethinking the components of the Business Model concept to design a BMfS.
Stubbs and Cocklin (2008), the pioneers of the Business Model for sustainability, create a new kind
of Business Model for companies to express the values of the company. They proposed a set of
normative principles based on characteristics of sustainability Business Models combined with
structural and cultural attributes. These characteristics are derived from two case studies of
businesses that are perceived leaders in operationalising sustainability (Stubbs and Cocklin, 2008).
They created an ‘ideal type’ of sustainability oriented Business Models. It resulted in a model where
sustainability concepts shape the driving force of the firm itself and its decision making (LüdekeFreund, 2009). The reason why the model does not consist of the classic components of the
Business Model is because Stubbs and Cockling (2008) wanted to transform the neoclassical model
rather than supplement it. As the old model is focused on economic gains, it is not possible to
integrate social and ecological aspects in the core of the model. Birkin et al. (2009) stated as well
that in the contemporary Business Model there is no room for sustainability and to integrate
sustainable development into the management of business a new Business Model for sustainable
development needs to be developed.
Lüdeke-Freund (2009) made an attempt to develop a Business Model that started with the four
pillar model of the classic Business Model concept, but extended it with a fifth pillar. In the four
well-known pillars sustainability aspects should be integrated, but the most important pillar for the
sustainable development of a company is the fifth pillar ‘Non-market aspects’. This is “the
structural place of the non-market resources for and activities of corporate sustainability which are
related to creating, delivering and capturing a Business Model’s value.” (Lüdeke-Freund, 2009, p.
43). The purpose of the ‘non-market aspect’ is to define the value that is created to benefit the
society and environment, when a Business Model is applied to create customer equity and customer
value (Lüdeke-Freund, 2009).
In 2013, Wells wrote the book ‘Business models for sustainability’ where he proposed a new
Business Model for sustainability based on case studies of companies and industries. He created a
case-based framework to create and analyse a new architecture of the Business Model for
sustainability (Schaltegger et al., 2016). The principles that Wells (2013) described upon which a
Business Model for sustainability can be created are:
1. Integration / Assets: Extent of the vertical integration.
2. Supply Chain: Management of the supply chain; how it looks like.
3. Value creation and capturing: In which ways value is created and captured?
4. Resource efficiency: How to manage the needed resources?
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5. Social relevance: Every product or service should contribute to human heath and
happiness. Which social need serves the product or service?
6. Longevity: How will the business and product or service evolve and grow?
7. Localisation & engagement: Where will the company produce and how to support the
community?
8. Ethical sourcing: Fair labour rights for everyone in the supply chain.
9. Work Enrichment: How will the company ensure health and happiness of their
employees?
The components that might contribute to the construction of the Business Models are as follows,
not all these component can be used in every business, but need to be considered.
1. Product-service system: Going beyond selling products; add service value.
2. Design for remanufacture/Circularity: How to engage in a circular economy?
3. Open source innovation: Open collaboration within innovation.
4. Network Value Creation: Capturing the relationship beyond the firm.
With this Business model for sustainability Wells (2013) wants to move beyond eco-efficiency
sustainability measures. Eco-efficiency is achieved by reducing environmental impact on the
‘current’ goods or services the company is selling (Dyllick and Hockerts, 2002). This means that a
company does take sustainable measures, but not in an innovative way and very limited. The
efficiency gains in many cases also lead to a ‘rebound effect’; the reductions in material and energy
resources may lead to reductions in costs, but this results as well in an increase in sales (Starke,
2004). Leading to zero gains for the environment. To deliver long-term sustainability fundamental
changes in the global industry are needed, an approach that goes further than eco-efficiency
initiatives and rethink how the businesses operate (Bocken et al., 2014). According to Wells (2013),
this is only possible when rethinking as well the Business Model concept, as this model is in itself
unsustainable. First a new concept needs to be developed and following the businesses can
transform their Business Model to contribute to global sustainable development.
2.3.4. Integrating the traditional Business Model Concept in the BMfS
The latest report on Business Models for Sustainability integrates the two approaches explained
above (Lüdeke-Freund et al., 2016). The core of the models, in this report called ‘Business Models
for shared value’, still consists of the four components of a classic Business Model concept. But
they are extended with other components that encourage sustainable development beyond ecoefficiency. The report summaries and discusses the existing literature on BMfS and combines it with
their own suggestions, concluding the still existing research gaps in the domain of BMfS.
A Business Model for Sustainability may lead to Shared Value; improving the competitiveness of a
company through advancing the economic, ecologic and social conditions in the community (Porter
and Kramer, 2011). Lüdeke-Freund et al. (2016) point out that to reach shared value the underlying
principles of traditional Business Models need to be reflected and extended, the starting principles
of the development of BMfS are similar to the one Boons and Lüdeke-Freund already developed in
2012.
1. Customer Value Proposition: Deliver CVP together with balanced and measurable
positive effects on environment and society.
2. Business Infrastructure (Supply Chain): Engage in partnerships to enhance resources and
capabilities for corporate sustainability and supply chain management.
3. Customer Interface: Motivate and help customers account for the effects of their
consumption and consider an extended product responsibility.
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4. Financial Model: Develop inclusive pricing models and align ownership models with the
need for ‘patient’ capital; make use of the triple bottom line accounting and reporting.
(Lüdeke-Freund et al., 2016, p25)
Through the newly developed ‘Hourglass Model’ Lüdeke-Freund et al. (2016) visualise and
structure the major concepts that have to be considered when developing BMfS and shared value.
The model captures the main belief all authors have in common; The BMfS considers the different
capitals while keeping in mind the many stakeholders and will go beyond customers and investors
(Lüdeke-Freund et al., 2016). The goal of the Hourglass Model is to combine the current research
on sustainable Business Models into one clear model. It represents the relation between the
stakeholders and capitals, while the middle of the model are the four main components of the
traditional Business Model (Lüdeke-Freund et al., 2016).
Figure 2. The Hourglass Model
The stakeholders component of the
Hourglass Model clarifies the notion of
shared value. Value creation will go
beyond the company in a BMfS, the
company will need to take in account
all actors that are affected by the
Business Model and how they are
affected by the model (Lüdeke-Freund
et al., 2016).
The architecture of the organisational
value creation is still represented by the
traditional Business Model elements.
These elements still need to be
included to ensure the economic
performance of the company. The
company will develop a business
infrastructure that is based on the
capitals that are available to the
organisation (Lüdeke-Freund et al.,
2016).
The different forms of input to the
value creation processes are the capital
Source: Lüdeke-Freund, F., Lorenzo Massa, Bocken, N., Brent, A., Musango, J.,
2016. Business Models for shared value - Main Report. Network for Business
components in the BMfS. Capitals are
Sustainability South Africa, South Africa.
defined as ‘stocks of value’ by LüdekeFreund et al. (2016), they can be transformed, increased or diminished through business activities.
The arrows in the model describe the relationship between those three main components; the
capitals, that are the inputs to the business activities, are delivered by particular stakeholders. The
capitals are the resource base, the Business Model component represents the value creation and the
network of stakeholders represent the relationships in these activities (Lüdeke-Freund et al., 2016).
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Complementary with the Hourglass Model Lüdeke-Freund et al. (2016) started with the
development of a Roadmap Model to create a clear strategic roadmap for corporate sustainability
management and shared value creation. They attempted to create the Roadmap Model, a
management framework to guide and motivate companies towards BMfS, because they concluded it
is still a critical research gap within the literature. The Roadmap Model consists of two parts:
1. The Sustainability Strategy Roadmap: A roadmap to guide managers to clearly
communicate their motives for sustainability strategies, to scan the environment and to
identify the best strategic opportunities and activities (Lüdeke-Freund et al., 2016).
2. Business Model Thinking: A framework to guide managers to rethink how the company
creates, delivers and captures value, while integrating innovation orientations and tools
(Lüdeke-Freund et al., 2016).
The Hourglass Model is a synthesis of the ongoing research of BMfS and integrates the three main
arguments that are agreed upon by the many researchers. Firstly, the integration of sustainability in
the Business Model shows that sustainability on a strategic level can increase business
opportunities. The Hourglass Model placed the traditional Business Model concept on the inside of
the model; therefore the stakeholders and the capitals influence the economic sustainability of the
business. These different interactions can create competitive advantages or new opportunities.
Secondly, as discussed already in the introduction of BMfS, a company should go beyond the
business environments. All possibilities of the BMfS placed the stakeholder central, which the
Hourglass Model did as well. When not including the environmental and social environment of the
business, it will never become truly sustainable. The third agreement is the holistic approach
towards social, environmental and economic sustainability; without integrating all three on an equal
balance sustainable development will never be possible for a company (Schaltegger et al., 2012).
Now that the main arguments for a BMfS are more clear thanks to the recent development of the
Hourglass Model, there is the need for a tool that supports the Business Model innovation for
Sustainability. The Business Model Canvas from Osterwalder and Pigneur (2010) is a success
around the world among businesses, organisations and education. The tool explains the concept and
importance of the Business Model in a clear and visual way and can be used to develop new
businesses or transform existing ones. I believe that the development of a tool for Business Models
for Sustainability will help to introduce the concept into the business and education environment.
An easy visualisation of a complex concept like BMfS is needed to transform the business world,
the barrier will be lower for existing businesses to transform when the concept of BMfS can be
more easily explained and implemented in a business thanks to a uniform tool.

2.4. The Flourishing Business Canvas
When companies would want to transform or implement the Business Model for Sustainability it is
hard to do this on the basis of the above discussed theories. Businesses would need a practical tool
to visualise the structure and strategy of their company. In the first part of the literature review I
discussed already the Business Model Canvas by Osterwalder and Pigneur (2010). This is such a
practical tool, that can be used by many companies to implement or transform their Business
Model. It shows the nine most important parts a business needs to keep in mind when developing a
well-performing business. But this tool is not extensive enough to be used to transform as a
company to a Business Model for Sustainability; the canvas only focuses on the economic value a
company could create and to become a BMfS also social and environmental value needs to be
created (Upward, 2013). Only recently researchers started to develop tools to make the BMfS more
accessible to work with for companies. One of the tools that is being developed is the Flourishing
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Business Canvas and toolkit. This tool is currently in the alpha phase; meaning that the researchers
are comprehensively testing the tool by performing case studies of companies and using it in
workshops and courses. This is the only tool that is currently available to help companies to create
a Business Model on economically, socially and environmentally level (Upward, 2016). This tool
will be the centre of the research, it is the most developed at the moment and is easy to understand
because it uses the Business Model Canvas as a starting point. For this research I contacted Antony
Upward and became a ‘First Explorer’ of the Flourishing Business Canvas project. The researchers
involved will give feedback and assistance on the way the Flourishing Business Canvas will be used
in the case-studies and I will be working with the official version of the Flourishing Business
Canvas.
The Flourishing Business Canvas, based on the Business Model for Strong Sustainability Ontology,
is developed by Upward (2013, 2016). It is, according to Lüdeke-Freund et al. (2016), the most
radical extension of the Business Model Canvas of Osterwalder and Pigneur (2010). The elements
and components in the SSBMC go further than those of Osterwalder and Pigneur (2010) and
includes the organisation’s contexts (social, natural and financial economy), its stakeholders and
their needs (Upward, 2013). The tool wants to help companies to not only ‘do well’, but also to ‘do
good’. Focusing on actor-specific questions, the tool answers questions like ‘Who are the human
and non-human actors that engage with the business?’ or ‘From which human or non-human actor
does the company want to satisfy the fundamental needs?’. Upward and Jones (2016) step away
from the classic profit model and include the organisation’s contexts (social, natural and financial
economy), its stakeholders and their needs. The tool answers the question of ‘how’ the company
defines success economically, environmentally and socially for the perspective of the stakeholder
roles. It is important that the model looks at all the stakeholder roles, and therefore goes away from
the classic profit model; introducing tri-profit. Tri-profit is the net sum of the costs (harms) and
revenues (benefits) arising from the environmental, social and economic activities of a firm in a
given time period measured in units appropriate to each other (Upward and Jones, 2016). According
to Upward and Jones (2016, p106) “A Tri-profitable firm creates sufficient financial rewards, social
benefits, and environmental regeneration, with sufficiency defined by stakeholders with the
governance rights (power) to do so.”
Following I will explain in detail how the Flourishing Business Canvas is built and the perceived
advantages by the authors itself. It is a summary of the long introduction of the method written by
Antony Upward in 2016, a text that is unpublished and shared with me because I am part of the
‘First Explorers’ group. First of all, the FCB is divided into the three systems the business is part of:
the environment, out society and our economy created by our society. Second, the FCB consists of
four ‘perspectives’ on any company; process, value, people and outcomes. This shows the logic of a
business;
- Process: How, where and with what does the business do it?
- Value: What does a business do now and in the future?
- People: Who does a business do it to, for and with?
- Outcomes: Why? How does a business define and measure success?
The sixteen ‘question blocks’ of the FCB are spread over the three systems and four perspective; on
the left side the blocks that are shared via the natural environment, in the middle what is unique to
the Business Model and on the right what the company has in common with the rest of the
environment, society and economy. These blocks ask how the Business Model should look like.
Nine of these ‘blocks’ are the same as the one on the Business Model Canvas of Osterwalder and
Pigneur (2010). The six other question blocks are added in order for a company to become strongly
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sustainable. The placement of the blocks on the FCB should encourage to always take in mind the
context(s) and perspective when answering the relevant question.
The 16 ‘question blocks’ of the Flourishing Business Canvas are as follows:
1. Goals: What are the Goals of this company? What is the organisation’s definition of success;
environmentally, socially and economically?
2. Benefits: How does the company choose to measure the benefits of the Business Model; each in
relevant units? (Environmentally, socially and economically)
3. Costs: How does the company choose to measure the costs of the Business Model; each in
relevant units? (Environmentally, socially and economically)
4. Ecosystem Actors: Who and what may have an interest in the fact that the company exists?
Which Ecosystem Actors represent the needs of individuals, groups, organisations, or nonhumans? From the moment the Ecosystem Actor engages with the company it becomes a
stakeholder.
5. Needs: Which fundamental needs of the Ecosystem Actor does the company intend to satisfy via
its Value Co-Creations, or that it may prevent an Ecosystem Actor from satisfying via its Value
Co-Destructions?
6. Stakeholders: Who are the recognised stakeholders of the company? When an Ecosystem Actor
becomes a stakeholder this has a great influence on all the Business Model elements.
7. Relationships: What Relationships with the stakeholders must be established, cultivated and
maintained by the company through its channels? What is the function of each Relationship in
each Value Co-Creation or Value Co-Destruction relevant for each Stakeholder?
8. Channels: What channels will be used to communicate and develop Relationships with
Stakeholders, enabling the co-creation or co-destruction of each of its value propositions.
9. Value Co-Creations: What Value is co-created with each Stakeholder, satisfying the Needs of
the associated Ecosystem Actor, from their perspective, present and future? Value Co-Creation is
the positive Value Proposition of a company.
10.Value Co-Destruction: What Value is co-destructed for each Stakeholder, hindering the
satisfaction of the Needs of the associated Ecosystem Actor, from their perspective, present and
future? Value Co-Destruction is the negative Value Proposition of a company.
11.Governance: Which stakeholders gets to make decisions about; who is a recognised stakeholder,
the goals of the company, its value propositions and all other elements of its Business Model?
12.Partnerships: Which stakeholders are formal partners to the company? To which resources do
these partners enable the company to gain preferred access? Which activities do these partners
undertake for the company?
13.Resources: What tangible and intangible resources are required by the company activities to
achieve the goals?
14.Biophysical Stocks: From what ultimate stocks are the tangible resources moved and/or
transformed by the company’s activities to achieve its goals?
15.Activities: What value adding work, organised into business processes, is required to design,
deliver and maintain the organisation’s Value Co-creations and Value Co-destructions in order to
achieve the goals of the company.
16.Ecosystem Services: Ecosystem services are processes powered by the sun that use biophysical
stocks to create flows of benefits humans need: clean water, fresh air, vibrant soil, plan and
animal growth , etc. Which flows of these benefits are required, harmed or improved by the
activities of the company?
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Upward defined three main benefits of the Flourishing Business Canvas when using it in case
studies before. First, the canvas consists of the necessary list of questions the stakeholders should
respond to when undertaking Business Modelling tasks. Through the questions the canvas can invite
the stakeholders to think about their Business Model and learn about opportunities to improve in the
three sustainability contexts. Second, it is possible to answer in a short way to the questions of the
canvas; in this way it is easier for stakeholders to visualise and conceptualise their Business Model.
And third, when defining and understanding the existent or future Business Model through the
Flourishing Business Canvas; it opens up possibilities to identify risks, gaps and opportunities in the
business of the companies.
Figure 3. The Flourishing Business Canvas

Lüdeke-Freund, F., 2014. Designing Business Models for Flourishing Enterprises. Sustainable Business Model.org.
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2.5. The fashion industry and Business Models
2.5.1. Fashion companies and sustainability
Sustainability is a ‘hot’ topic in the fashion industry. Certainly because it has many difficulties
balancing economic, social and environmental sustainability. The fashion industry is a very
globalised industry, that is known for its outsourcing to low income countries. But still, apparel is
an important industry in Europe; 46% of the employment is contributed and 35% of value added in
the sector (Eurostat, 2009). Approximately 1.06 million people are employed in over 129.400
enterprises. €19.2 billion value was added in 2010, representing 3% of the manufacturing total
(Kudlak et al., 2015). The largest employers are Italy, Romania, Poland and Bulgaria. Italy, France,
Germany, Spain and the UK are the leaders in the sector in terms of added value (Kudlak et al.,
2015). fashion is not only big as an industry, employing many people, but also the second largest
consumer goods category in for example the UK (Morgan, 2015).
Spaargaren (2011) identified the clothing sector as one of the industries where socio-technical
transition approaches to increase sustainability have been applied the least. The UK Government
identified the clothing industry as one of the ten priorities for action regarding sustainable
consumption and production (Morgan, 2015). The fashion industry is on commercial level mostly
dominated by ‘Fast-fashion’; low-priced fashion, large economies of scale, produced at a fast
replenishment speed, easy accessible for the consumer and of a poorer quality (shorter life-cycle of
the clothing). The outsourcing of the production of clothing makes the industry very fragmented,
the value creation process is separated in different parts and the retailer is not always the producer
(Wells, 2013). In the fashion industry the three aspects of sustainability are heavily relevant. On the
back side of the industry, the sector comprises a global and long supply chain, which is impacted by
many environmental and social challenges (Dickson and Eckman, 2006). Meanwhile also the
consuming of the products has the largest impact on the environment, and the need to educate
consumers about the consequences is great (Madsen et al., 2007).
Firstly, the social sustainability issues concern mostly the outsourcing of the production side of the
fashion industry. The outsourcing countries are mostly emerging countries where legislation is still
underdeveloped (Kudlak et al., 2015). Issues as child labour, health and safety issues, hazardous
working conditions and the prohibition to unite as unions are frequently discussed topics in the
media (Haddock-Fraser, 2012). Because the topics are more public now the consumers are
demanding from the companies to take action and to be transparent about those actions. Nowadays
the fashion companies try to improve the rights of the workers in the value chain by creating
sustainability departments, adapting ethical sourcing policies, auditing factories and publishing
sustainability reports (Egels-Zandén, 2016). Bartley (2007) showed that these private regulatory
attempts are difficult to translate into improvements at the production points. Egels-Zandén and
Lindholmen came still to the same conclusion in 2015; the factory conditions only marginally
improved over time despite the state-of-the-art auditing.
Secondly, environmental issues are found at the production and the consumer side of the industry.
The environmental problems on the production side are concerning energy, water and chemicals
(Kudlak et al., 2015). To grow natural fabrics a lot of water and chemicals are needed, the main
resource for synthetic fabrics is oil. Both ways are harming the environment, and to become the
final product both type of textiles go through wet processing, which consists of cleaning, bleaching,
dyeing, all having a big impact on water waste and pollution (Kudlak et al., 2015). Depending on
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the speed of distribution, the garments are distributed from the production countries to the
consumption countries by boat, airplane or truck. Since the rise of the consumption society,
consumers are used to the short life-cycle of clothing. Garments are being disposed of only after
being worn a few times, prices are low and the collections change frequently (Solomon and Rabolt,
2004; Birtwistle and Moore, 2007). Also the washing process at home has an impact on the
environment because of the water usage and pollution of washing chemicals. The waste and
pollution that clothing creates through consumption are two aspects that the fashion industry can
address through activating and educating the consumers (Morgan, 2015).
And thirdly, creating economic sustainability in the fashion industry is as well not easy. Certainly
not for the many smaller and medium enterprises (SME’s) as the fashion industry is mainly
dominated by large and global multinationals. The fashion industry is a mature sector that is
characterised by low technological innovation and a high competitive pressure (European
Commission, 2006). The sector is very labour intensive, there are little technological innovations as
the sewing, knitting and weaving techniques did not evolve greatly the last century (OECD, 2011).
For smaller companies it is very difficult to produce at the same price points as the multinationals
because economies of scale are very important in the industry; most factories have a minimum to
start producing and distribution is the cheapest when you can fill the whole boat, truck or airplane.
The industry is also immensely price-elastic; the demand of a garment can easily decrease when the
price rises.
Dickson and Eckman (2006, p188) created through their research a definition for socially
responsible apparel and business:
- An orientation enclosing the environment, its people, the apparel products made and
consumed, and the systematic impact that production, marketing, and consumption of these
products and their component parts has on multiple stakeholders and the environment.
- A philosophy that balances ethics/morality with profitability, which is achieved through
accountability-based business decisions and strategies.
- A desire for outcomes that positively affect, or do very little harm to, the world and its
people.
The problems described above show that the fashion industry needs to react fast and strong to these
issues to have an influence on the global sustainable development. There is a need for more
sustainable Business Models in the fashion industry and their supply chains (Dickson et al., 2012).
Also redesigning the existing Business Models toward more sustainability may offer companies in
the industry an opportunity to differentiate from competitors and to create a competitive advantage
(Schmitt and Renken, 2012; Kudlak et al., 2015). Certainly for SME’s the shared value as a
differentiation strategy can offer new business opportunities (Schmitt and Renken, 2012).
According to Gardetti and Muthu (2015) the recent approaches towards sustainability in the fashion
industry are still based too much on incremental rather than transformative solutions, concluding the
Business Models need to be changed.
2.5.2. Fashion companies and Sustainable Business Models
There is already some literature on the fashion industry and the Sustainable Business Model. Most
of the literature are case studies, all concluding that due to the increasing pressure on companies for
their impacts on the environment and society there is a need to rethink their Business Models
(Dickson et al., 2012; Wells, 2013; Gardetti and Muthu, 2015). According to Kudlak et al. (2015)
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the sector is still under-investigated in terms of Sustainable Business Models. Although for scholars
it is clear, most of the approaches in the fashion industry are still characterised by a ‘dig it up - use
it - throw it away’ production system, which prevents real sustainable development (Wells, 2008).
Davis (2015) argues that most companies’ sustainability activities are still too limited, too defensive
and too disconnected from the corporate strategy. Also Kourula and Delalieux (2015) state that the
corporate sustainability approach of clothing companies still consists of superficial practices like
supplier audits that still allow the core Business Model based on exploitative low-cost sourcing to
remain intact. Instead developing innovative Business Models for Sustainability in the fashion
industry will help companies to become pioneers, rule-breakers and rule-makers (Martinuzzi and
Krumay, 2013). According to Kudlak et al. (2015) creating a BMfS in the fashion industry would
create a double dividend, when solving environmental and social issues the company will gain
competitive advantage as well.
The case study of Lueg et al. (2013) of a Swedish Fast fashion Company showed that the main
reason for the company to engage in corporate sustainability was mostly to prevent negative value
being added and as risk management. The reason there was no positive value added to the Business
Model was, according to Lueg et al. (2013), due to a lack of communication along the value chain.
The study concludes that the company can do much more regarding corporate sustainability and is
not using their activities to a full potential and there is a need for clear communication and
transparency along the whole value chain. On the other hand Morgan (2015) performed a case study
of Marks and Spencer, another large fast fashion retailer and came to different conclusions. Morgan
(2015) used the framework of Schaltegger et al. (2012) about business case drivers and Business
Model innovation to evaluate the corporate sustainability program of M&S. The incremental
achievements of M&S’s had lead to the coincidental creation of new Business Models. The program
of M&S shows that an established business can develop and transform Business Models in order to
achieve long-term sustainability goals. The framework of Schaltegger et al. (2012) lacks according
to Morgan (2015) a way to recognise the existing competitive advantages where new innovative
capability can be built on further. The case study also pointed out the importance of working in
partnership with the other business across the supply chain and that this will highlight new
opportunities (Morgan, 2015). In general Morgan (2015) stated that although the case study
revealed an increased competitive advantage for M&S thanks to their farfetched sustainability
approaches, it is not possible to generalise these results to other companies.
Wells (2013) also did a case study on the clothing sector for his book on ‘Business Models for
Sustainability’. With the use of his ‘principles’ and ‘components’ of a Business Model for
Sustainability (see ‘Rethinking the components of the Business Model to create a BMfS’) he
reviews the whole industry. He mostly focuses on what the companies that are engaged in
sustainability are already doing and how other companies can do similar things. He does not go into
specifics much, very descriptive, and his contribution to actual sustainable innovation in the fashion
industry is limited. The analysis of German small sustainable fashion companies of Schmitt and
Renken (2012) is in contrast much more in detail and showed that the implementation of shared
value as a holistic concept in the Business Model could lead to economic success. Integrating social
and environmental issues into the business decisions could lead to an increase in revenues as many
customers are demanding for these issues to be addressed (Schmitt and Renken, 2012). To create
this success it is important to have a clear value orientation, to be innovative and have market
knowledge, to have a transparent relationship with customers and to treat employees in the right
way.
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In the research of Gardetti and Muthu (2015) it was concluded as well that the dominant Business
Models need to be transformed toward sustainability to achieve real changes in the system.
Sustainability should go beyond risk management and compliance in the fashion industry to
contribute to value creation and new BMfS. In the chapter about BMfS three main arguments for
the new Business Model concept were defined, for the fashion industry it can be possible to add the
need of radical change as a fourth argument for companies wanting to transform to a BMfS. The
problem with the fashion industry is that it is based on a Business Model that is in itself
unsustainable, so it is difficult for incremental change to contribute to sustainable development
(World Economic Forum, 2010).
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3. Task Specification
In the literature review I discussed the main concepts and topics that are important for this research.
I made an overview from the traditional Business Model to sustainable Business Model research
within the fashion industry. This overview will be used to further define the research questions that
were already mentioned in the ‘Introduction’ and will be the golden threat during the ‘Analysis’ and
‘Discussion’ part of the research. Following I will explain the research questions more in detail:
1. To what extent are the fashion companies transforming to a Business Model for Sustainability
based on the four arguments discussed throughout the literature?
In the literature I discussed the many sustainability problems fashion companies are facing. The
industry is very labour intensive and asks a lot of the nature around us. Because of the globalised
traditional and social media, the consumers of the fashion industry are getting confronted by the
social problems in the production countries more easily (Haddock-Fraser, 2012). This leads to
critique by the consumers and to an increasing demand for fashion companies to take responsibility
in the sourcing countries. Besides the call for more social sustainability in the fashion industry, the
environmental aspect is great as well. The fashion industry has a big impact on our ecosystems, not
only in the production and retailing phase, but also in the use phase (Morgan, 2015). To overcome
these issues and to stay economically viable the fashion companies will need to transform their
current Business Models to a Business Model for Sustainability (Dickson et al., 2012). Throughout
the literature four main arguments are made to move as a company from the traditional Business
Model towards a Business Model for sustainability, only this way a company can become truly
sustainable.
The first argument to move towards a more sustainable Business Model is that sustainability
implemented on strategic level can lead to new business opportunities. Martunizzi and Krumay
(2013) showed in their research that sustainability on a strategic level can increase the success of
the whole business. Approaching sustainability in an integrated, long-term way can create ‘shared
value’ (Porter and Kramer, 2011). Considering more than only the business practises in the strategy
of the company, could lead to valuable business opportunities for companies (Porter and Kramer,
2011). The strategy of a company is translated through the Business Model to the operational level,
when the strategy contains social, environmental and economic actions, these will need to be
included into the Business Model as well (Sommer, 2012). A general critique of the traditional
Business Model is that it only looks at economic sustainability; a new business concept needs to go
beyond and integrate social, economic and environmental sustainability (Wells, 2013; Schaltegger
et al, 2016; Upward, 2016). Besides the new business opportunities the BMfS could generate, the
Business Model is also known as a differentiation strategy that can create competitive advantage
(Hart and Milstein, 1999; Teece, 2010; Schmitt and Renken, 2012). Hart and Milstein pointed out
already in 1999 that sustainable development in a company should be included in the Business
Model to differentiate as a company. The second argument defined is that sustainable innovation
can only be created when economic, environmental and social sustainability is approached in a
holistic way. The Triple-bottom-line model of Elkington (1997) showed that only the right balance
between the three levels of sustainability can create sustainable development. Many researchers
support the need for an integrated and equal approach (Hart and Milstein, 2003; Schaltegger and
Burritt, 2005; Fortmoser, 2006; Baumgartner, 2014; Lozano, 2015). The definition of a socially
responsible apparel business by Dickson and Eckman (2006) also supports those three levels of
sustainability. The third argument for a Business Model for Sustainability is the reach beyond the
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business environment. The ‘shared values’ of the company take in account the interconnectedness
of the business (Porter and Kramer, 2011). Values in a company are not only created for customers
and shareholders, but for a whole group of different stakeholders (Upward and Jones, 2016). In the
Business Model for Sustainability the stakeholders will always be put in a central role (LüdekeFreund et al., 2016). The last argument mentioned throughout the literature review is mostly
specific to the fashion industry. The need for radical change instead of incremental change to
become truly sustainable as a company. Gardetti and Muthi (2015) point out that the fashion
industries’ Business Model is based on unsustainable values. So the only way to step away from
these Business Models to more sustainable Business Models is through radical change. Davis
(2015) argues as well that the activities of most fashion companies are too limited to achieve a real
change in the system.
Do the fashion companies take in account these arguments and do they see their current
undertakings to become more sustainable also as a change in their Business Models? Many fashion
companies are no longer ignoring the demand of their consumers to become more social,
environmental and economic sustainable. The case study of Lueg et al. (2013) showed that the
Swedish Fast Fashion Company used their sustainability activities mostly as a marketing tool, to
improve their communication. In the end the processes of the company did not change greatly and
there was still a lack of transparency. The research of Morgan (2015) did show a transformation in
the Business Model of Marks and Spencer; where there was an active plan to become more
sustainable on all the three levels. And the competitive advantage of M&S increased as well, but the
change in the Business Model was not planned instead it happened through the increasing
implementation of different processes around sustainability (a more incremental way). The belief is
that the only arguments for fashion companies nowadays to include sustainability policies and
activities is because of risk management and compliance and that they do not take in account the
four main arguments that are proposed throughout the literature (Lueg et al., 2013; Gardetti &
Muthu, 2015).
2. To what extent can the secondary data of the fashion companies be applicable on the Flourishing
Business Canvas?
The Flourishing Business Canvas is according to Lüdeke-Freund (2016) the most extensive strong
sustainable version of the traditional Business Model Canvas of Osterwalder and Pigneur (2010).
The canvas should become the replacement of the BMC as it will help every company to create a
blueprint (scheme) of their company including social, economical and environmental sustainability.
According to Upward the nine building blocks are still included in the Flourishing Business Canvas,
but slightly extended to accommodate all the three levels of sustainability. Resources, activities and
partnerships stayed the same. The costs and benefits as well, although environmental and social
costs and gains can be expressed in non-economic measurement units. The value proposition is in
the Flourishing Business Canvas divided into two; the value co-creation and the value codestruction. The three elements focused on the customer; relationships, channels and segments are
now extended to all stakeholders. Besides the nine elements of the BMC, Upward included seven
more blocks. The goals of the company, the ecosystem actors, the needs of these actors, governance,
the biophysical stocks, the ecosystem services and the value co-destruction. Those seven blocks
were extra added to ensure the company is really becoming strongly sustainable. When looking at
the summarising Hourglass Model of Lüdeke-Freund et al. (2016), it shows that all the elements
that are included in this model are also included into the Flourishing Business Canvas. The elements
are presented in a different way, but the link between the importance of the stakeholders, the
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capitals, business outcomes and value is similar to each other. In the Flourishing Business Canvas
these similar links are defined as the process, the value, the people and the outcomes of the
business.
Upward (2016) explains in this way that the Business Model Canvas is made to do well as a
company, but that the Flourishing Business Canvas will also ensure that the company does good. So
the holistic approach towards the three levels of sustainability and the seven added building blocks
should make sure that the fashion company is or will be strongly sustainable. The canvas looks a bit
more complicated than the original Business Model Canvas, but including two more levels ánd
making sure the business is strongly sustainable does include a higher level of complication. The
question is whether a more complicated model, but including all three levels of sustainability, will
help and push companies to become more sustainable? Is it possible to fill out the seven newly
added building blocks of the canvas based on secondary data? When it is not possible to fill out the
questions, what is the reason? Is the information of the companies not provided, or is it simply too
complicated to give the right answer? The questions of the traditional Business Model Canvas are
also adapted; it will be interesting to see if it is possible to answer on the three levels to the
questions.
3. What is the usefulness of the Flourishing Business Canvas within the fashion industry?
The Flourishing Business Canvas is not made especially for the fashion industry and so is not the
Business Model Canvas. The Business Model Canvas was actually first introduced as a canvas for
e-commerce companies, but thanks to its many benefits and clear schematic overview it was soon
used by many different businesses and academia. Like I explained in the anecdote in the
introduction chapter the Business Model Canvas is used frequently during the fashion business
courses at the Swedish School of Textiles. The fashion industry is a specific industry, certainly in
the case of sustainability. Environmental, social and economic sustainability issues are present
throughout the whole value chain, from sourcing raw materials over production to consuming. This
shows that the industry is very much in need of a canvas that can help to guide businesses towards a
more sustainable way of trading clothing. The Business Model Canvas only represents the
economic side of sustainability, which is translated in every company in quite a similar way. A
company has a cost and revenue stream coming from creating a product or service with added value
together with partners to sell to customers. The Flourishing Business Canvas includes three
different levels; social, economic and environmental. As explained in the literature these three
levels of sustainability should work in the right balance with each other to create complete
sustainability (Schaltegger et al., 2012). How the balance is between the three levels can differ from
industry to industry; in the fashion industry all three are very important. So are the building blocks
of the Flourishing Business Canvas enough to present this complex relationship between the three
elements of sustainability? Being able to fill out the canvas is the second research question, but are
the questions of the building blocks also useful to fill out? Do the answers give an insight in the
economic, social and environmental actions of the researched companies? The seven new building
blocks should give a better overview of the integrated sustainability approach of the company, do
they really show this? Upward defines three main benefits of the Flourishing Business Canvas; easy
questions to answer the building blocks, a clear and schematic overview of the short answers and
the possibilities to further identify risks, gaps and opportunities through the Flourishing Business
Canvas. All these benefits are also mentioned for the Business Model Canvas (Osterwalder &
Pigneur, 2010; Sommer 2012) but with only a focus on economic sustainability.
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4. Methodology
4.1. Research Strategy
The tool was evaluated on the basis of qualitative research, a research strategy that focuses on the
analysis and collection of words rather than measurements (Bryman and Bell, 2015). Normally,
qualitative research is associated with an inductive research approach; new theory is realised from
the performed research. But the research performed in this research paper is according to a
deductive strategy; the research is based on existing theory (Bryman and Bell, 2015). The reason for
this approach is because of the evaluation of an existing tool, that is developed based on the current
theory. To test the practicality of the Flourishing Business Canvas I first needed to research and
review the existing literature to later evaluate the tool through small case studies. According to
Silverman (2006) qualitative research has become more popular to be used as a way to test theories,
because the strategies become more developed. Bryman and Bell (2015) also point out that it is
possible to use a qualitative research approach when the research strategy is deductive.

4.2. Research Design
The research design of a research paper provides the framework for the collection and analysis of
the data; the design reflects the structure of the performed research (Bryman and Bell, 2015). The
research design of this paper were small case studies. The essence of a case study is to research why
certain decisions are made (Schramm, 1971). The boundaries between the phenomenon and the
context are not clear and the phenomenon needs to be researched in depth and within real-life (Yin,
2014). This explains why it is interesting to use the case study design to research the Flourishing
Business Canvas. Based on secondary data of three different types of fashion companies the
Flourishing Business Canvas was filled out according to the current business strategies, this way the
tool was evaluated in a realistic setting.
The case study design was used as a tool to evaluate the Flourishing Business Model. Yin (1992)
describes evaluation as the results of ‘demonstrations’, the canvas was filled out according to the
gathered information about the company, this way the applicability of the canvas was demonstrated
and the canvas can be evaluated by the researcher through matching secondary data and literature
review. The case study was used as a descriptive method to illustrate the Flourishing Business
Canvas within the evaluation. This also points out the deductive research strategy in qualitative
research; the case study has the literature as a basis (Bryman and Bell, 2015). The case study design
to evaluate a certain theory should be prepared in detail through: (1) Reviewing the literature, (2)
Clear understanding of the goals and design of the concept (tool in this case) that was evaluated, (3)
Develop specific hypotheses, and (4) Define the key design components (Yin, 1992). Yin (1992)
argues that it is important to distinct two types of theories; the ‘programme’ theory and the
‘implementation’ theory. The Flourishing Business Canvas was evaluated as a ‘programme’ theory;
meaning I research if the canvas itself is useful and efficient for the companies in their current
business structure to find more opportunities in respect to sustainability. During this research it is
not possible to evaluate the ‘implementation’ theory of the Flourishing Business Canvas, as within
the time frame it is not possible for companies to implement the tool and evaluate it after using it. It
is important to make this distinction before starting the research and data analysis (Yin, 1992). The
study performed multiple smaller case designs; the goal is to replicate the case study design to be
able to perform a pattern-matching analysing technique. As a result the Flourishing Business
Canvas was better evaluated (Yin, 2014). The technique of choosing cases is different from the
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‘sampling’ logic in other research designs; the cases need to be replicated carefully so it could be
possible to predict the same results or on purpose different results. In this way the results of the
evaluations can be supported by different sources (Yin, 2014). Per case that is performed, an
individual case report needs to be made to later compare with the other individual case reports (Yin,
2014). This is a different logic than the sampling methods used in surveys; sampling is done when
the researcher wants to determine the frequency of a certain phenomenon, the replication logic for
case studies is designed to make the findings of one case more robust (Yin, 2014). A common
critique of case studies is the difficulty to generalise one or two cases. Case studies should be
viewed as, like also experiments, generalisable to theoretical propositions, but not to populations.
The case study does not represent a ‘sample’; the research will not want to generalise statistics, but
analyse (Yin, 2014).
4.2.1. Case Selection
As discussed above, Yin (2014) does not explain the case selection as ‘sampling’, but as
‘replication’. A careful case selection is needed to become on purpose similar or opposing results
between the cases that later on can be analysed through the pattern-matching technique (Yin, 2014).
This way of selecting cases can be compared with the concept of purposive sampling by Bryman
and Bell (2015). They describe this way of sampling as strategic sampling; the cases are chosen in
that way they are relevant to the research questions of the research. For the secondary research three
cases are chosen. The three fashion companies that discussed through the Flourishing Business
Canvas are H&M, Nudie Jeans and Filippa K. All three companies are known for their efforts in the
case of sustainability, but they are all active in a different market segment. They all publish yearly a
sustainability report, where most of the data collection was based on. The companies are originally
Swedish, but have a multinational character. A short description of the companies is given:
1. H&M is one of the biggest fast fashion companies in the world. Based in Sweden and present in
64 markets. The company is mostly known for its main brand H&M, but also consists of Monki,
& Other Stories, Cos, Cheap Monday and Weekday. The brands all operate in different price
(low to medium) and customer segments; and according to the corporate website their main
value is; “Each with its own unique identity, all our brands are united by a passion for fashion
and quality and the drive to dress customers in a sustainable way.” (“H&M group | At a glance,”
n.d.). The H&M brand offers clothing to every one of the family at a low price, with quick
rotating stocks.
2. Nudie Jeans is a medium sized Swedish company, and is known for its efforts in transparency.
The company is seen as a sustainable denim brand; they mainly use organic cotton and their
whole supply chain is traceable through the Production Guide. They advise consumers to wash
less, care in an alternative way for their jeans, to repair their jeans when needed and to bring
them back for reuse or recycling when worn out. Besides denim, which is still 80% of their sales,
they offer also other clothing and accessories. The products are advertised as unisex, but mostly
worn (also on the web-shop) by men. They also have a small line for children. The prices of the
jeans are medium-high. In their main values they focus on social and environmental
sustainability and their wish to be a circular business.
3. Filippa K is a Swedish fashion company of medium size. The premium brand is present in 30
markets and characterised by its style, simplicity and quality. The price range of the women and
mens clothing is medium-high. In 2015, Filippa K published their first sustainability report; here
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they stated that their goal is to contribute to the circular economy by offering their consumers a
leasing and collecting program. Besides this they created a specific collection designed as
sustainable as possible and inform their customers about how to care in a more sustainable way
for the clothing.

4.3. Research Method
The research method of a research paper is how the data collection is performed (Bryman and Bell,
2015). Existing theory was collected through a clear literature review. The new data of the research
was collected through implementing secondary data into the Flourishing Business Canvas.
4.3.1. Literature Review
The literature review seeks to give an overview of the existing literature of Business Models for
Sustainability. A critical assessment of the literature gave an overview of concepts about Business
Models, sustainability and the relation between the two. This way of reviewing literature is called a
narrative literature review (Bryman and Bell, 2015). Yin (1992) emphasises the importance of
thoroughly reviewing the existing literature on a concept before evaluating it through a case study
as well. A characteristic of narrative review is that it is less focused as the information is collected
in a process of discovery (Bryman and Bell, 2015). In this way the literature review of this research
paper is also performed; first I researched the main concepts of Business Models and sustainability,
to later discover the link between both.
The two main databases that were used to perform the literature were the Google Scholar database
and the library database of the University of Borås. The type of literature varied of peer-reviewed
research articles and books to business reports. The four main concepts (Business Models,
sustainability, Business Models for sustainability and the fashion industry) were first all researched
separately and later through critical reviewing and analysing linked to each other. The first two
concepts are researched by simple keywords like ‘Business Models’, ‘business canvas model’ and
‘Business Model concept’. The same for sustainability; the keywords were different terms for
defining sustainability like ‘sustainability’, ‘csr’, ‘corporate sustainability’ and ‘sustainable
innovation’. During the research of the concept of ‘sustainability’ it became clear that the specific
meaning of each of the concepts can verify. For example some articles address when talking about
CSR only the social sustainability issues. When reading the articles I always critically assessed
them to be sure they mentioned economic, social and environmental sustainability on an equal level.
In the beginning of the chapter about ‘sustainability’ I give a short overview of the development of
the concept and the problem of the many different meanings. The research around Business Models
for sustainability was also a bit more complicated at start; most used keywords were ‘Business
Models’ together with ‘sustainability’, but also ‘Business Model innovation’, ‘green Business
Models’ and ‘value innovation’. As the subject is still quite recent it was sometimes difficult to
judge the relevance and importance of some articles. The blog platform of Florian Lüdeke-Freund
that I have mentioned before gave an overview of all articles that were published about the subject.
I used the platform as a guide and control tool to select the most relevant articles of the subject of
Business Models for sustainability. Through this platform I also found the Flourishing Business
Canvas and the recent developments of it. After reading and reviewing the articles that were found
through the databases, frequently cited authors and concepts were also looked up and read. This
concluded in a lot of extra material, a careful selection was made and only the relevant articles were
used in the literature review.
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4.3.2. Secondary data collection
For the research and analysis of the Flourishing Business Canvas; the canvas was filled out based
on secondary data from the three companies. As the companies are already implementing
sustainability activities and processes and communicate them transparently through their websites
and annual reports it was possible to complete the Flourishing Business Canvas based on these
materials. Besides the homepage, annual reports and sustainability reports, I also looked for case
studies performed on the companies in the area of sustainability. The information of case studies
can give a more objective view on the activities that are implemented by the companies. It is
important to point out that although Upward (2016) developed a stakeholder workshop to complete
the canvas; the data collection, results and analysis are only based on the completion of the canvas
by one individual researching the available secondary data of the three fashion companies.
When collecting and researching secondary data, the investigator must be careful when reviewing
the data. Scott (1990) developed four criteria that the researcher should keep in mind when
assessing the quality of documents:
1. Authenticity: What is the source of the collected data? Is it from unquestionable origin?
2. Credibility: Is the evidence trustworthy, not tampered?
3. Representativeness: Is the collected data representative?
4. Meaning: Is the data easy and comprehensible to interpret?
When analysing the home-pages and reports of the companies, it is important to be critical of the
objectives of those documents (Yin, 2014). When critically reviewing the data the researchers needs
to keep in mind that the documents are a communication between other parties with other objectives
(Yin, 2014). In the case of the fashion companies it is possible that the focus of their sustainability
activities is magnified out of marketing reasons towards their customers. The problems of
authenticity and meaningfulness were less apparent, the sources are easily traceable and business
reports are mostly written in a more comprehensible ways (Bryman and Bell, 2015).
The secondary data can be structured in many ways, Yin (2014) proposes to set up a database of the
collected data together with case study notes and documents. The Flourishing Business Canvas
consists of sixteen ‘question blocks’; the questions were first listed in an Excel file (see Appendix
10.1) to be able to answer them more in depth than on the canvas. When the data is collected for the
questions, the source of the data was also be included in the Excel file. Following, the objective of
that source is specified in order to minimise the chance of wrong interpretations of the secondary
data. This document was built for each company separately and are developed to more easily asses
the quality of the documents and to ensure the validity of the results. In addition secondary data of
how the current Business Model of the companies are seen, were reviewed and structured in
separate tables (see ‘Results’ 5.1, 5.2. and 5.3). This helped to define the first research question of
this research and the importance of the implementation of sustainability on the Business Model
level. In the last phase the Flourishing Business Canvasses was filled out, consisting of key words
explaining the possible BMfS for the companies (see ‘Results’). In the canvasses only the elements
that could be supported by secondary data were included to ensure the validity of the research.
Some of the blocks of the Flourishing Business Canvas are not specifically mentioned in the used
material for the data collection, but normally these questions could perhaps be filled out by reading
between the lines and common sense. Although I did not include these in the canvasses to assure
that everything is based on the data collection, the questions were further discussed during the
analysis, where I will mention possible answers.
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Yin (2014) explains as well the importance of collecting and adding all the case study notes and
documents to the appendix. The documents itself is not included in the appendix; but short
summaries and sources can be found in the Excel files discussed above. Notes of the case studies on
the other hand are included in appendix 10.2.; as main points within the research questions are the
applicability, advantages and problems of the model itself it is important that during the process of
answering to the sixteen questions I wrote down every thought or problem and used these notes
later during my analysis. The notes were then categorised in major subjects to make it more easy to
include them in the analysis of the secondary data collection.

4.4. Analysis Method
After the secondary data collection, the data needed to be analysed. The collected data was
structured in three ways, as explained under ‘Secondary data collection’. First, the current Business
Model of the company was described; second, the sixteen questions of the FBC were answered in
depth; and third, the Flourishing Business Canvas was filled out with key words. The completed
Flourishing Business Canvas was used to visualise the outcomes of the data, it was easy to define
where there were problems when filling out the canvas, where similarities are found in the data and
if the answers to the questions are useful.
Yin (2014) suggests to first start ‘playing’ with the data. Trying to put the data in a matrix,
chronologic order or putting information in different arrays. This will help to make a basic overview
of the collected data. Following, the author suggests different analysis strategies to start from; in
this case it would be to develop a case description. A case description is a framework to get an
overview of the concepts used during the case studies (Yin, 2014). Bryman and Bell (2015) explain
a similar thematic analysis approach. The secondary data being divided into themes and subthemes; according to the main elements of the research questions; BMfS, applicability, advantage or
disadvantage. The data will need to be read thoroughly to define the right themes. A theme is a
category that is the basis for the theoretical understanding of the data and makes it easier for the
researcher to link the data to the relating literature and research question (Bryman and Bell, 2015).
After completing the analysis strategy; the analysis technique of pattern-matching was performed.
Pattern-matching is an analysis technique that is mostly done by the evaluation of case studies (Yin,
1992). When the themes of the data are specified it was more easily to search for patterns in the
Business Models of the company and the theory. When applying the pattern-matching technique;
the patterns of the empirical research and the predicted patterns were matched and the internal
validity increased (Yin, 2014). According to Yin (2014) it is also possible to use the patternmatching technique for descriptive case studies as long as the predicted patterns of important
descriptive conditions is defined before the data collection. Likewise, distinctive differences or
similarities between the data analysis of the three cases could lead to a more robust analysis of the
cases. The secondary data of the companies, media sources and academic articles that discussed the
current and aimed Business Models of the company I used for answering the first research question.
I linked the data to the four main arguments of a BMfS to see the efforts of the fashion companies,
and if they take into account these arguments. The second research question will evaluate the
applicability of the Flourishing Business Canvas; can the new building blocks of the FBC be filled
out using secondary data? The last question answers if the new and the transformed traditional
questions of the building blocks were also useful questions for a company who wants to become
more economic, environmental and social sustainable. These two last questions are less answered
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by perceived patterns, but by the gaps in the Flourishing Business Canvas, I looked for the reasons
why it was not possible to complete certain building blocks.
The perceived patterns in the pattern-matching technique is in this case the extensive discussion of
the research questions in the task-specification chapter. This discussion shows how the research
questions are discussed and perceived in the current literature on Business Models for Sustainability
and the Flourishing Business Canvas. This discussion later helped when analysing the secondary
data of the Business Models and the Flourishing Business Canvas. During the completion of the
Flourishing Business Canvasses and while doing the first analysis; a table (appendix 10.2.) was
made to help during the analysis. In the left column of the table thoughts on the BMfS, applicability,
advantages and disadvantages were collected. In the middle column the thoughts were linked to the
right ‘theme’ of the research questions. In the right column an explanation based on the theory of
the data is giving. This will result in comments about the first research question divided per
argument for a BMfS. Following the new building blocks were listed and evaluated on their
applicability and the usefulness in answering them. Other comments are also evaluated and linked
to data to avoid too much interpretation. In the ‘Discussion’ chapter of the research paper I will
express more my own thoughts linked to the analysis of the research questions.
When analysing the collected data a common mistake is the vague distinction between the evidence
of the case study and the investigators’ interpretation of the evidence (Yin, 1992). To avoid this
mistake Yin (1992) proposes two steps. First, it is important to clearly document the whole case
study in a structured way, including all material collected to perform the study. The second step is
that the research report should contain a formal presentation of the relevant evidence and data from
the case study; this were the frameworks of the structured secondary data that are included as
appendix 10.1. Besides this, I divided the discussion of the results in an ‘Analysis’ and ‘Discussion’
part. In the ‘Analysis’ I will focus on the literature and collected data, in the ‘Discussion’ I will go
deeper into some subjects and clearly state if I included my own opinion.

4.5. Validity and Reliability
Validity is defined as the integrity of the conclusions that are generated by the research (Bryman
and Bell, 2015). Internal validity discusses the issue of causality; when there is a causal relationship
between two or more variables in the conclusion. External validity is the question whether the
results of the research can be generalised (Bryman and Bell, 2015). Reliability can also be divided
by external and internal reliability. External reliability is the degree to which a research can be
replicated and internal reliability is the consistency between the research team (Bryman and Bell,
2015). Yin (2014) considers concepts of validity and reliability as criteria that need to be met when
setting up qualitative case studies.
When making conclusions in case studies the internal validity always needs to be questioned. Yin
(2014) proposes to minimise the problem of internal validity the researcher will need to ask some
questions before making conclusions. Is the conclusion correct? Are all contrary explanations and
possibilities considered? Does the evidence point in one direction? Is the conclusion airtight? When
analysing the secondary data in the Flourishing Business Canvas I always kept in mind these
questions to minimise the problem of internal validity. The filled out Flourishing Business Canvas
helped to double check with the larger data collection file I created, as well. External validity is a
more difficult problem within case study research (Yin, 2014). When introducing the research
design I discussed already briefly this problem; case studies are often critiqued because they are
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difficult to generalise. But Yin (2014) pointed out that a case study cannot be seen in the same
context as survey research; where results are generalised to the population. Case studies can be
generalised on analytical level, but not on statistical level (Yin, 2014). The results of this research
about the Flourishing Business Canvas will indeed not be generalised to the whole fashion industry,
but can point out elements that need to be kept in mind when commercialising the canvas in the
fashion industry.
Internal reliability will need to be taken less in account, as the research is performed by only one
researcher. But to ensure the quality of the data, the researcher will always need to question herself
to guarantee the best possibilities. To keep the external reliability of the research as high as possible
the research is explained in detail in the research paper; when the same procedures are followed the
results should be similar (Yin, 2014). But it is the most difficult to completely reassure the
reliability of the study as it is based upon certain interpretations of the secondary data collection and
the completion of The Flourishing Business Canvas. To minimise the problems involving reliability,
the research questions are divided into a ‘applicability’ questions and a ‘usefulness’ questions’. This
way the interpretations of The Flourishing Business Canvas is separated. Besides, the ‘Analysis’
chapter focuses on elements that could be visualised into the canvas and the ‘Discussion’ chapter
states clearly that more interpretation of the researcher is included. By including this divide the
researcher wants to keep the bias of interpretation to a minimum.

4.6. Limitations
The methodology of the research of The Flourishing Business Canvas has some limitations because
of different reasons. The case studies that were performed are not so much in depth and on
secondary data level. At first the plan was to do interviews with the companies to evaluate the
Flourishing Business Canvas, but because of several reason - mainly a lack of respondents - I was
not able to fill out the Flourishing Business Canvas based on primary data. This is why the research
design is described in a clear way, that it would become more easy to replicate; in this way it is
possible for further research to build on the case studies to create more depth and eventually do
interviews. Another limitation of the case studies is that the result are descriptive and not
explorative, although Yin (1992) pointed out that with evaluation case studies it is possible to
become both type of results this will not be the case in this research. To become explorative data of
the Flourishing Business Canvas the business would need to use the canvas to implement new
sustainable activities into their strategy; to research this a longitude research is needed. Again the
research method could also serve as a starting point for more explorative research of the Flourishing
Business Canvas.

5. Results
The result of the data collection can be overviewed in the three Flourishing Business Canvasses that
are developed. More details behind the concepts on the sticky notes can be found in appendix 10.1.
The sticky notes are colour coded; red is economic sustainability, yellow is social sustainability and
green is environmental sustainability. The pink sticky notes are overall views that were difficult to
categorise in one of the three sustainability levels.
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Figure 4. The Flourishing Business Canvas for H&M
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Figure 5. The Flourishing Business Canvas for Nudie Jeans
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Figure 6. The Flourishing Business Canvas for Filippa K
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When researching for the data to fill in, I also collected the information on how the three fashion
companies define their Business Model and if, and how they want to evolve or transform it.
5.1. The Business Model of H&M
Table 2. The Business Model of H&M
Description of current Business Model

Sources

Media:
H&M is describes as a ‘Fast Fashion’ company. The
Business Model of a fast fashion company relies on
a high volume of sales and fast increasing rate of
growth. The essence of this Business Model is in
itself unsustainable.

- Bain, M., 2016. Is H&M misleading customers
with all its talk of sustainability? [WWW
Document]. Quartz. URL https://qz.com/662031/
is-hm-misleading-customers-with-all-its-talk-ofsustainability/ (accessed 4.25.17).
- Siegle, L., 2016. Op-Ed | Sustainable or
Superficial? [WWW Document]. URL https://
www.businessoffashion.com/community/voices/
discussions/can-fashion-industry-becomesustainable/op-ed-sustainable-or-superficial
(accessed 4.25.17).
- Tomes, J., 2017. Why cheap fashion remains
deadly [WWW Document]. DW.COM. URL
http://www.dw.com/en/why-cheap-fashionremains-deadly/a-38565592 (accessed 4.25.17).

Shared Values:
- We believe in people
- We are one team
- Cost-Conscious
- Straightforward and open-minded
- Entrepreneurial spirit
- Keep it Simple
- Constant Improvement
- The H&M group

- Sustainability report 2016 H&M

- Sustainability report 2016 H&M
Sustainability work is built on 3 foundations:
1. Sustainability as part of DNA & values company.
2. Long-term view is only way of working.
3. Collaborative mindset: focus on partnerships.

Description of Business Model GOALS

Sources

Sustainability as a condition for profitability in the
long run. Circular economy is the future.

- Wicker, A., 2016. I Talked to H&M’s
Sustainability Manager. Here’s What He Said Ecocult [WWW Document]. URL http://
ecocult.com/2016/i-talked-to-hms-head-ofsustainability-heres-what-he-said/ (accessed
4.25.17).
- Sustainability Report 2016 H&M

Change-making programme:
- Goals, roadmaps, standards and methods to work
towards an integrated sustainability vision.
- Engaging all colleagues, partners and customers.

- Sustainability Report 2016 H&M

Long-term: Circular Business Model by 2040

- Sustainability Report 2016 H&M
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5.2. The Business Model of Nudie Jeans
Table 3. The Business Model of Nudie Jeans
Description of current Business Model

Sources

Media:
Foundation of the company:
- Organic raw material
- Like-minded production partners
- Repair shops
- Company culture based on balance

- Chhabra, E., 2016. The Naked Truth Behind
Denim: How One Swedish Brand Is Cleaning Up
Its Supply Chain [WWW Document]. Forbes.
URL http://www.forbes.com/sites/eshachhabra/
2016/08/25/the-naked-truth-behind-denim-howone-swedish-brand-is-cleaning-up-their-supplychain/ (accessed 4.25.17).
- Fisher, A., 2015. Observer Ethical Awards 2015
winners: Nudie Jeans. The Guardian.
- Trotman, S., 2015. The inspiring story behind
Nudie Jeans’ sustainable denim [WWW
Document]. WGSN Insider. URL https://
www.wgsn.com/blogs/nudie-jeans-helping-usunderstand-considerate-consumption/ (accessed
4.25.17).

The Business Model is based on a circular economy
with the Triple R strategy (Eco Cycle):
- Repair
- Reuse
- Recycle

Eco cycle:
- Break-in
- Reuse
- Repair
- Recycle
Transparency & Traceability

- Sustainability Report 2015 Nudie Jeans

Description of Business Model GOALS

Sources

No description of new goals in the case of Business - Sustainability Report 2015 Nudie Jeans
Model; as they already try to be circular they focus
on the best implementation of their current Business
Model

5.3. The Business Model of Filippa K
Table 4. The Business Model of Filippa K
Description of current Business Model

Sources

Media:
Since 2015 start of project of circular economy with
3 main projects:
- Front Runners: Clothing of 100%
sustainable materials
- ‘Lease’: Program where customers could
lease clothing instead of buying
- ‘Collect’: Customers can bring back
clothing for recycling.

- Filippa K Circle | Axfoundation [WWW
Document], n.d. URL http://axfoundation.se/en/
projects/filippa-k-circle/ (accessed 4.25.17).
- Hendriksz, V., 2016. Filippa K calls on customers
to join in on new sustainability pilot [WWW
Document]. URL https://fashionunited.uk/news/
fashion/filippa-k-calls-on-customer-to-join-in-onnew-sustainability-pilot/2016040720018
(accessed 4.25.17).
- Morgan, H., 2015. At Sweden’s Filippa K,
Sustainability is the Guide to Fashion Growth.
- Von Knorring, N., 2015. Filippa K: “Fashion
where sustainability is the guide to growth.”

Four R’s: Reduce / Reuse / Recycle / Repair

Project is not complete Business Model; still a
general linear production Business Model.

- Sustainability Report 2015 Filippa K
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Description of Business Model GOALS

Sources

Big transformation to Circular Business Model:
- Rethink materials, production processes
and Business Model.
- Focus on partnerships
- Innovative fashion

- Sustainability Report 2015 Filippa K

Long-term sustainable business within the planet
boundaries:
- Holistic view of business
- Focus on interaction in value chain

- Sustainability Report 2015 Filippa K

Part of project IVA; Resource Efficient Business
Models 2050:
- Resource efficient and profitable Business
Models to contribute to long-term and
sustainable development.
- Stimulate innovative Business Models.

- Sustainability Report 2015 Filippa K

Aim for circular production model:
- Eliminate use of toxic substances and
waste
- Prolong life-cycle of products
- Reduce, repair, remake & recycle
principles
No fast trends; Customers are seen as users and
active parts of a garment’s life-cycle and at the end
returned back to Filippa K.

- Hvass, K.K., 2015. Business Model Innovation
through Second Hand Retailing: A Fashion
Industry Case. Journal of Corporate Citizenship
2015, 11–32. doi:10.9774/GLEAF.4700.2015.ma.
00004
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6. Analysis
6.1. To what extent are the fashion companies transforming to a Business Model for
Sustainability based on the four arguments discussed throughout the literature?
The Business Model of a company is the mediator between the strategic and the operational level of
the company (Richardson, 2008). The Business Model gives a schematic representation of ‘how’ the
company will create value throughout the company and deliver this value to its customers and
shareholders. Until recently this value was mostly expressed as economic value. The Business
Model would explain how the company will ‘do well’. For example, the Business Model of H&M
is defined by the Media as a ‘fast fashion’ model, meaning that they rely on a high volume of sales
at low prices and a fast increasing rate of growth. In the description of this Business Model there is
no room for the description of the social and environmental sustainability within the Business
Model. The need for the creation of a concept of Business Models for Sustainability occurred when
companies realised that not only the economic value creation is important for a business. A
company does not only need to ‘do well’ but also ‘do good’ (Upward, 2016). When a company
wants to do good, they will need to express their environmental and social value creation
throughout their value chain; ‘how’ they will create this shared value is showed through the
Business Model for Sustainability (Porter and Kramer, 2011; Lüdeke-Freund et al., 2016). The
current Business Model representations are only focused on the economic side and therefore a
schematic representation like the Business Model Canvas are to limited when businesses want to
express their value creation and delivery on economic, social and environmental level.
As discussed throughout the literature, there are four main arguments for a Business Model for
Sustainability that are mentioned by multiple authors. First of all companies should include their
sustainability activities and processes in the strategy of the company to create new business
opportunities, resulting they are automatically translated to the BMfS. Secondly; economic, social
and environmental sustainability should all three be integrated simultaneous and balanced, this will
increase sustainable innovation. Thirdly; only when thinking beyond the business environment a
company be more sustainable. As last; fashion companies can only become truly sustainable if they
change their current Business Model, focused on economic value creation, in a radical way instead
of incremental.
6.1.1. Sustainability on strategic level
The importance of including sustainability in the strategy of the company is discussed multiple
times throughout the literature review. The analysis of Martunizzi and Krumay (2013) showed that
sustainability on a strategic level can increase the success of the whole business. To innovate
through sustainability it should be approached long-term and be integrated throughout all the
business processes; only on strategic level this is possible (Matunizzi and Krumay, 2013). When
companies take into account the three parts of sustainability on strategic level, they will create
‘shared value’, this way the business considers more than just the business practices in their
strategy, which will create valuable business opportunities (Porter and Kramer, 2011). When
sustainability is included into the strategy of the company it should as well be translated to the
Business Model of the company; being the translator of ‘how’ the strategy will be implemented on
the operational level of the company (Richardson, 2008; Sommer, 2012). In the research of Lueg et
al. (2013) it was shown that the Swedish Fashion Company did not completely integrated their
sustainability actions in the Business Model and this resulted into sustainability becoming a risk
!51

management and marketing tool, but not much more as that. There was no positive value creation in
the Business Model of the company as the sustainability aspects where not implemented on
strategic level and in the long-run. The actions of Nudie Jeans are in contrast clearly translated into
their Business Model. By including the sustainability aspects in their strategy they could use their
Business Model as a differentiation strategy to create a competitive advantage (Hart and Milstein,
1999; Teece, 2010; Schmitt and Renken, 2012). Using the Business Model as a differentiation
strategy created also new business opportunities for Nudie Jeans (Schmitt and Renken, 2012). They
created their repair shops instead of normal retail stores, in addition they started selling second hand
jeans that were brought back by customers. This new business created extra sales on jeans that were
already sold once. Jeans that are not possible to resell anymore Nudie Jeans’ recycles to other
products and sells them as well. The research of Egels-Zandén and Hansson (2016) showed that the
creation of the ‘Production Guide’ increased even the web-shop sales. Their activities around social
and environmental sustainability created a unique selling proposition for Nudie Jeans and integrated
in the Business Model it created business success (Schaltegger, 2016; Hart and Milstein, 1999;
Sommer, 2012; Schmitt and Renken, 2012). The current Business Models of H&M and Filippa K
are still described as unsustainable, but both of them set-up goals to move towards a circular
Business Model; where their sustainability activities are integrated on strategic level. Only moving
towards these new Business Models already created new business opportunities for Filippa K and
H&M. Filippa K created a leasing project for their clothes; instead of only selling clothes, they also
rent out the clothing for a couple of days creating extra revenues. Clothing that is brought back by
customers, is sold by Filippa K as second hand clothing through their own stores or in collaboration
with partners. The creation of the clothing collection ‘Front Runners’ is a new business opportunity
for Filippa K as well, H&M created also different new collections based on the new values of their
aimed Business Model. H&M does still use their sustainability practises very much as a marketing
tool; the recycling efforts are part of big commercial campaigns. But because of the much more
integrated approach as before and the goal of becoming circular the sustainability activities become
more a business opportunity than ‘just’ a marketing tool. All three companies create a competitive
advantage within their market segment with implementing a circular Business Model; focused on
sustainable innovation. H&M defines this as 100% leading the change, Nudie Jeans is the front
runner on transparency and Fillipa K is one of the first brands with a leasing program for clothing.
All three use sustainability within their Business Model to create business opportunities and
competitive advantage, to not only ‘do well’, but also to ‘do good’.
6.1.2. Sustainability in a holistic way
To be able to create sustainable innovation in the company; economic, social and environmental
sustainability need to be integrated in all the business processes on an equal level and in the longrun. Elkington (1997) created the model of the triple-bottom-line showing that environmental,
social and economic sustainability need to be balanced out in the business to create sustainable
development. The real challenge of sustainability is not to integrate the dimensions in the business
structure, but to optimise all three equally throughout the whole business (Schaltegger and Burritt,
2005). This holistic, integrated view on sustainability is not only accepted by many researchers, but
also the three companies in the analysis; all emphasise their holistic approach towards sustainability
(Hart and Milstein, 2003; Forstmoser, 2006; Baumgartner, 2014; Lozano, 2015). Although the
importance of integrating sustainability throughout the whole value chain is mentioned by all the
three companies, H&M and Nudie Jeans do not put economic, environmental and social
sustainability on an equal level. Only Filippa K mentions throughout their sustainability report
(2015) all the three levels in a balanced way. Their goals mention environmental and social
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accomplishments they want to complete, but also their economic goals to become a sustainable
growing company. Based on the goals of the company, Filippa K satisfies completely to the
definition of socially responsible apparel and business (Dickson and Eckman, 2006). The whole
sustainability report is an orientation enclosing the environment, the people and the created and
consumed products, for each component they discuss throughout the report the systematic impact.
The philosophy of Filippa K in the sustainability report mentions not only ethics and morality, but
also their strategies to become a profitable company. And as last, the goal to become a circular
Business Model shows that Filippa K desires for outcomes that do very little harm to the world and
its people. Their vision leads to innovative projects like the ‘leasing’ project, but they also invest in
several research projects to be innovative on environmental and social level. Both H&M and Nudie
Jeans do not have an integrated sustainability report in the way Filippa K does. H&M is transparent
about their social, environmental and economic sustainability, but reports about social and
environmental sustainability in their sustainability report (2016) and about their economic
sustainability in their annual report (2016). They are both published around the same time, but
because they are still separated H&M gives the impression to still set their economic values upfront.
Concluding the philosophy of H&M does not balances their ethics and morality with profitability;
although they mention their integrated approach in their sustainability report; the two separate
report gives the reader the impression that economic sustainability is still superior to social and
environmental sustainability. Is this because H&M is a public owned company and shareholders
still demand a greater focus on the economic side? Despite this unclarity they invest greatly in
research projects around recycling as this is one of their main goals in the new Business Model. On
the other hand, Nudie Jeans does not report their economic sustainability at all. They are leaders in
transparency around environmental and social sustainability, but they totally neglect the economic
sustainability in their business reporting. I did not find any recent financial numbers about the
companies performance on economic level. It is difficult to find a reason for the strategy of not
communicating their economic performance and in a way it undermines their transparency position
on social and environmental sustainability. Therefore it is also striking that they do not really
mention participations in projects around sustainable innovation. Researchers of the BMfS point out
that it is not about seeing social and environmental sustainability as a priority above economic
sustainability (Schaltegger et al., 2016; Lüdeke-Freund et al., 2016). The Flourishing Business
Canvas for example still includes all the nine elements of the traditional Business Model Canvas,
because in order for a business to do well in the current economic environment, economic
sustainability is as important as social and environmental sustainability (Upward, 2016). Nudie
Jeans in a way lost the traditional Business Model elements out of sight when trying to become
more environmental and social sustainable.
6.1.3. Going beyond the business environment
The third important argument for a Business Model for Sustainability is the reach beyond the
business environment. Porter and Kramer (2011) define the ‘shared values’ of the company as
taking in account the interconnectedness between the business and social environment. Companies
should go beyond creating and delivering values to customers and shareholders, values are also
created for other stakeholders in the business and social environment (Upward and Jones, 2016).
Social and environmental challenges of the business can only be defined in collaboration with the
greater environment of that business. In the literature I discussed already how the importance of
stakeholders becomes clear within the different BMfS designs of the authors. The Hourglass Model
of Lüdeke-Freund et al. (2016) shows the main stakeholders that need to be kept in mind:
customers, employees, suppliers, community, environment and others (depending on the specific
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business). The three analysed companies clearly realise the importance of their partnerships with the
different stakeholders. H&M defines it as a collaborative mindset throughout their business; they
define in general their stakeholders and their relationship with them. But within the whole report all
different kind of partnerships are mentioned; it is clear that the partnerships are one of the biggest
focus in their environmental and social sustainability processes. The mentioning of the partnerships
in the report gives the feeling that the activities they do can only be justified when the right partner
is linked to it, this is exactly what the Hourglass Model as well describes with the arrows between
the capitals and the stakeholders (Lüdeke-Freund et al., 2016). For every kind of capital there is a
collaboration with a particular stakeholder. Filippa K and Nudie Jeans define as well very clearly all
the stakeholders in their reports and the collaborations between them; the amount is a bit lower, but
I believe that the only reason is the size of the companies. Both companies define the most
important collaborations on social and environmental sustainability level. Noticeably Nudie Jeans
again neglects the economic shareholders of the company, Filippa K is as well privately owned, but
mentions their owners clearly as stakeholders, while Nudie Jeans does not. In this way Nudie Jeans
takes the social environment of the business almost more in account than its own business
environment.
6.1.4. Radical change
To realise the Business Model for Sustainability where; sustainability is integrated equally on three
levels on the long-run and with a great focus on the stakeholders, there is according to Gardetti and
Muthu (2015) a radical change of the fashion companies needed. When the Business Model does
not transform towards more sustainability practices then a fashion company can never achieve a real
change in the system. Davis (2015) argues as well that most fashion companies’ sustainability
activities are still too limited, defensive and disconnected from the corporate strategy to create new
values. Because of the consuming nature of the fashion industry, all the traditional Business Models
within the industry are inherently unsustainable and only when the Business Models of the
companies are radically changed they can contribute to sustainable development in the world
(Gardetti and Muthu, 2015). The three companies make the commitment to move towards a circular
Business Model. But only Nudie Jeans and Filippa K set-up the goals to not only become a circular
Business Model but to become more ‘slow’ fashion. Nudie Jeans is again in this case a front runner;
they developed a pair of jeans that never needs to be washed and is extremely durable. Besides the
already long-lasting quality of the jeans they have repair shops where jeans could be repaired or
second hand sold when needed, to reduce their impacts on the environment as much as possible.
Filippa K does not only make the commitment towards a fully circular Business Model in 2030, but
already started their second hand and leasing project. The clothing of Filippa K can be rented by the
customers instead of bought, they also donated clothing to bigger clothing libraries. In this way they
promote slow fashion and created new business opportunities within this market segment. H&M on
the other hand, wants to become circular as well, but in a way they can justify their ‘fast fashion’
strategy. They do not promote in anyway a slower fashion lifestyle. But they focus really hard on
recycling; stating that good clothing will still be brought to second hand stores, but waste clothing
will be recycled into other clothing or products. H&M puts a great focus on the technology
developments towards clothing recycling, because when the technology does not move fast enough
it is not possible for them to create a circular economy. They produce and encourage their customers
to consume at a high speed, when they will not find a solution for the recycling challenges they are
facing at the moment, they will not be able to become circular without changing their Business
Model more radical.
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Looking at the goals of the three companies; circularity of their Business Models is the main
component to move towards more sustainable practices. Second in line is the transparency about
their processes. Wells (2013) is the only BMfS developer that mentions circularity as a Business
Model for sustainability component, but he points out that not all the components of his model can
be used in every Business Model. Wells (2013) defines his BMfS concept as the one that moves
away from eco-efficiency. Following the theory of Wells (2013) I could define the circularity of the
fashion company as the fifth argument for a BMfS, but this is not much supported by other
researchers. H&M, Filippa K and Nudie Jeans all see the move towards a circular Business Model
also as one of the main solutions of the challenges towards social, environmental and economic
sustainability. At this moment in time the technology is not developed enough to make fashion
companies completely sustainable. The recycling process of clothing is difficult and needs already
from the design process to be kept in mind. Mostly H&M and Filippa K are setting up
collaborations to encourage the researches in textile and recycle technologies. In other BMfS, like
for instance the Hourglass Model of Lüdeke-Freund et al. (2016) the circularity of a company is
never emphasised and in the Flourishing Business Canvas it is as well not mentioned. However, it is
clear that the three analysed companies believe that the only way towards sustainable development
is through closing the loop. Every fashion company will need to ask themselves what their actions
are to close the loop of the clothing production.
A short summary of the arguments for a Business Model for Sustainability applied to the secondary
data collection of the three fashion companies; H&M, Nudie Jeans and Filippa K:
Table 5. The Business Model for Sustainability arguments used in the analysis
Arguments for a BMfS

Company Analysis

Sustainability implemented on strategic level can
lead to business opportunities.

- H&M: Focus on recycling, specific ‘conscious’
collections and extensive marketing campaigns.
- Nudie Jeans: Repair stores, Second hand selling,
selling of non-apparel products through recycling
of jeans.
- Filippa K: Leasing project, Second hand stores
and ‘Front Runner’ collection.

Innovation through sustainability is only possible
when approaching sustainability in a holistic way.

- H&M: 3 different reports; economic
sustainability still superior to social and
environmental sustainability.
- Nudie Jeans: Only focus on social and
environmental sustainability, neglect economic
sustainability in their reporting.
- Filippa K: Reports in a true holistic way, includes
economic, social and environmental
sustainability in one report.

A company can only become truly sustainable when
it thinks beyond the business environment.

- H&M: Great focus on partnerships; main value
of their Business Model is collaborative mindset.
- Nudie Jeans: Focus on collaborations on social
and environmental level, they do not mention
shareholders or owners of the company.
- Filippa K: Throughout whole report great focus
on all the stakeholders being part of the
economic, environmental and social
sustainability actions of the company.
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Arguments for a BMfS

Company Analysis

Radical change instead of incremental change is
needed to create a truly sustainable company.

- H&M: Rather incremental; wants to change
Business Model when found a solution for
recycling clothes into new clothing.
- Nudie Jeans: Radical changed Business Model
long time ago; are thanks to this they are a front
runner on transparency and sustainability.
- Filippa K: More radical changing Business
Model than H&M and gaining several business
opportunities out of it. Front runner in leasing
project.

6.2. To what extent can the secondary data of the fashion companies be applicable
on the Flourishing Business Canvas?
The Flourishing Business Canvas is as discussed in the literature and task specification chapter an
extended version of the traditional Business Model Canvas of Osterwalder and Pigneur (2010).
Upward (2016) developed the canvas by adding seven more building blocks to create a Business
Model canvas that not only focuses on economic, but also on social and environmental
sustainability. Besides the adding of the seven building blocks and their questions, he transformed
the ‘customer’ part from only focusing on the customer, to the ‘stakeholder’ level focusing on
everyone that is involved in the business processes. The questions of the remaining traditional
building blocks are being broadened by social and environmental elements as well. Firstly I will
discuss the applicability of the seven new building blocks of the Flourishing Business Canvas, is it
possible to fill out these questions only based on secondary data collection? When it is not possible
to fill out these questions, what is the reason? Secondly, when having a first look at the Flourishing
Business Canvasses it also is clear that there are some overlapping answers between the three
companies, because the three companies operate in different market segments of the industry; it will
be interesting to evaluate these answers. Difficulties when answering to the new questions of the
existing building blocks will be as well discussed.
6.2.1. The seven new building blocks
There are two new building blocks in the Flourishing Business Canvas that I was not able to fill in
based on the found secondary data of each company. The ‘Ecosystem Actors’ and the ‘Value codestruction’ could not be filled out based solely on the secondary data collection. ‘Ecosystem
Actors’ is defined as all individuals, groups, organisations or non-humans that could have an
interest in the fact that the company exists. Neither of the three companies answer through their
reports who ‘could’ be part of the business environment, but only who ‘is’ part of the environment.
They mention all their stakeholders and collaborations to great detail, acknowledging the
Ecosystem Actors; but define immediately ‘how’ they are part of the business environment. None of
the companies mention actors that have an interest in the company but are not directly involved in
the company. Possible answers for the question of ‘Ecosystem Actors’ is quite similar throughout
the whole fashion industry. When producing clothing, companies affect a lot of different actors
around them. For instance; many people are involved in the production and consuming process of
fashion companies, media, government, NGO’s, but also non-humans like animals and plants. The
three companies acknowledge these actors because they could all be linked to the stakeholders they
mention in their reports. ‘Value co-destruction’ is the second building block in the Flourishing
Business Canvas that could not be answered by analysing the reports of the fashion companies.
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‘Value co-destruction’ is seen as the negative value proposition in the Flourishing Business Canvas.
Value can be co-destructed hindering the satisfaction of the needs of Ecosystem Actors. H&M is the
only company that in their sustainability report clearly define their impact along the total value
chain; but they express it as ‘needs’ that need to be met and not as impacts on the environment and
actors around them. Also Nudie Jeans and Filippa K understand the problems along the value chain,
but will never point to it as value destruction, they rather focus on the solutions instead of the
problems. A clear example of Value co-destruction for H&M could be that the shareholders of
H&M are asking for more profits; this will put a pressure on the social sustainability of the
company. More profits can lead to buyers pushing for lower prices by the supplier, what could be
translated in decreasing living wages and working conditions for the workers. H&M does
acknowledge in their report that the production workers should receive a fair living wage, but they
do not acknowledge ‘why’ the workers do not have this in the first place. Value co-destruction is not
something to be proud of for a company, so it is logical that they do not communicate about it in a
transparent way. As my completion is based on secondary data collection it is therefore clear why I
was not able to fill out this block, but I believe that for companies itself it would be possible to
answer this question in detail.
The ‘Ecosystem Services’ building block is another block that was difficult to fill out because the
fashion companies do not really define the processes of the ecosystem that are required, harmed or
improved by the activities of the companies. H&M does define the general Ecosystem Services that
need to be kept in mind by the value chain; they do not define it precisely in the sustainability
report, but in the Business Partner Sustainability Commitment document that needs to be signed by
every partner in the value chain. The answers for the Ecosystem Services question of H&M are as
well applicable for Nudie Jeans and Filippa K, I did not enter them in their FBC because throughout
their reports they are not specifically defined. The sustainability reports are built up in a way that
the readers already know how clothing is produced and what the exact problems are within the
industry, production and consumption wise. H&M does start in the sustainability report more from
defining the problems and following building up to solutions. When asking the question of
Ecosystem Services the managers at Nudie Jeans and Filippa K would probably be able to answer
this; outsiders could answer this question from an industry perspective.
Following there are two newly added building blocks that are defined in the same way by all the
three companies in the sustainability reports. Although the three companies are each part of a
different market segment in the fashion industry, the answers to these building blocks are similar.
The ‘Biophysical Stocks’ of the company are the tangible resources that the company moves or
transforms through its activities to achieve the goals. Nudie Jeans mentions water and natural fibres
as these are their main Biophysical Stocks, they only use natural fibres in their production process.
H&M and Filippa K mention as well the raw materials that are needed to make man-made fibres.
The focus of Filippa K on man-made fibres is minimal in comparison with H&M, because they
mainly only used their recycled versions. For every fashion company these three elements will be
the main Biophysical stocks they could mention. H&M and Filippa K defined the ‘Needs’ to satisfy
through value co-creation of the Ecosystem Actors in the same clear way; their actions are based on
the needs expressed through the Sustainable Development Goals of the United Nations. The
Sustainable Development Goals are the goals that the United Nations set-up to achieve by 2030 to
help the world move towards a sustainable world. Nudie Jeans does not mention the Sustainable
Development Goals, but the needs that they define are as well elements of the Sustainable
Development Goals. H&M focuses specifically on 7 SDG’s and Filippa K mentions them all; these
!57

goals are good general needs for companies to keep in mind when wanting to contribute to
sustainable development in the world.
The last two new building blocks that Upward (2016) included to extend the Flourishing Business
Canvas where possible to be answered for all the three companies and the answers were specific to
the business environment. ‘Governance’ is a new building block that asks the company which
stakeholders make the main decisions in the company and the Business Model. H&M has a separate
corporate governance report on their website, which explains very clearly what the governance
arrangements are for the company. For Nudie Jeans and Filippa K a similar report could not be
found. Both companies are privately owned, Filippa K mentions their owners as well as
stakeholders. But how the companies are governed is not very clear to derive from their
sustainability reports; they stress the importance of the right treatment of the employees and
handling an open-door policy towards them, but it is not clear who makes the decisions in the end.
In comparison to H&M the information they share is very limited, while this should not be a hard
question for a company to answer. In contrast the building block ‘Goals’ is the question that can be
answered the most easily trough secondary information for each company. Nudie Jeans, H&M and
Filippa K all define very clearly at the start of their sustainability report their goals for
environmental and social sustainability the coming years, some more short term, some long-term.
Filippa K is the only company that also defines their economic goals in the sustainability report.
H&M mentions its economic goals in their annual report and not in relation with the social and
environmental sustainability. Nudie Jeans’ economic goals are nowhere found, they only have a
sustainability report and not an annual report, but do not mention their economic goals in that
sustainability report. In the whole transparency story of Nudie Jeans this is quite remarkable. As
discussed when replying to the first research question, the focus on economic sustainability is the
least at Nudie Jeans.
6.2.2. The traditional building blocks
Upward extended the questions of the traditional building blocks of the Business Model Canvas in
order that they will be answered on economic, social and environmental sustainability level. For
most of the traditional building blocks it is quite easy to answer to the posed questions by using the
sustainability reports, annual reports and home-pages of the companies. But there are two
difficulties that occur. First of all, the question of how the company defines its ‘Costs’ on
environmental, social and economic level are only possible to define in a financial way. While the
three companies have different ways to measure the benefits of their social, environmental and
economic benefits, they measure their costs only financially. For example they mention investments
in research about recycling technologies, coupons they offer to customers as an incentive to recycle
and collaborations with auditing companies to engage in social sustainability. They do not measure
their environmental and social impact in costs, but the outcomes of the actions they undertake, as a
result they focus on the benefits they generate instead of the costs. The last applicability to mention
is the similarity between the answers to the questions of ‘partnerships’, ‘stakeholders’ and
‘relationship’. Since Upward changed the perspective of customers to ‘people’ there is a certain
overlap between these three questions, and it is more difficult to define the right answer. When
discussing the advantages of the Flourishing Business Canvas I will explain this further.
In general it is fairly easy to fill out the questions of the Flourishing Business Canvas. The questions
need some interpretation and understanding, but the whole canvas could be filled out with the help
of secondary data from the companies. It is important to mention that the three companies that are
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discussed are quite transparent with their business information, when a company would not share
sustainability reports and annual reports it becomes much more difficult to precisely fill out the
Flourishing Business Canvas. But the availability of this data and therefore the transparency of the
company could already give an indication of the sustainability level of the company.
Table 6. The applicability of the new Building Blocks
New Building Blocks

Possible to answer based on secondary data?

Biophysical Stocks

-

Ecosystem Services

- H&M: Yes
- Nudie Jeans: No
- Filippa K: No

Governance

- H&M: Yes
- Nudie Jeans: Yes
- Filippa K: Yes

Value Co-Destruction

- H&M: No
- Nudie Jeans: No
- Filippa K: No

Goals

- H&M: Yes
- Nudie Jeans: Yes
- Filippa K: Yes

Ecosystem Actors

- H&M: No
- Nudie Jeans: No
- Filippa K: No

Needs

-

H&M: Yes
Nudie Jeans: Yes
Filippa K: Yes
All similar answers

H&M: Yes
Nudie Jeans: Yes
Filippa K: Yes
All similar answers

6.3. What is the usefulness of The Flourishing Business Canvas within the fashion
industry?
Having discussed the applicability of the Flourishing Business Canvas, the question is not only ‘if’
the new and transformed building blocks can be filled out based on the gathered information, but
also if those questions are useful for the company and the Business Model for Sustainability. The
sixteen building blocks and questions need to show the economic, social and environmental
sustainability strategy of the company in a clear and schematic way. This way the company has an
overview of their strategy and it is easier to define ‘how’ they address certain challenges. At a first
glance the Flourishing Business Canvas does looks like it integrates the environmental, social and
economic levels of the company; they use the three levels to categorise the building blocks.
Integrating the three levels immediately and clearly in the canvas shows the importance to approach
social, environmental and economic sustainability in a strategic way. Only then the canvas could be
filled out properly. I will discuss the building blocks in a similar way as at the second research
question; firstly I will discuss the new building blocks and the insights they possess; secondly, I will
have a short look at the traditional blocks and how their transformation in the questions influenced
the Flourishing Business Canvas and the creation of a Business Model for Sustainability.
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6.3.1. The seven new building blocks
Four new building blocks are added on the outer left and right side of the Flourishing Business
Canvas. On the left side the two building blocks ‘Biophysical Stocks’ and ‘Ecosystem Services’
represent the natural environment of the company; the natural processes and resources that are
needed for the company to create, deliver and capture value. On the right side of the FBC the two
added building blocks are ‘Ecosystem Actors’ and the ‘Needs’ of these actors; the two blocks
embody the social environment of the company. Upward describes the left side as that what is
shared with the natural environment and the right side is what the company has in common with the
rest of the environment, society and economy. When discussing the applicability of the left side of
the FBC it was noticed that the answers for the ‘Biophysical Stocks’ of the company were similar
for the three companies. Which is not particular, although the three companies all operate in
different market segments, their core business is making clothes. Fibres and water are the most
important natural resources to produce clothing. The needed ‘Ecosystem Services’ were not defined
by Filippa K and Nudie Jeans, but the answers H&M provided were as well applicable to the two
other companies. The natural resources and processes that are needed to produce clothing are
similar for all fashion companies in the industry; the industry is mostly labour intensive and the
processes to make clothing are fairly basic and general (OECD, 2011). A similar narrative can be
discussed at the right side of the FBC. The ‘Ecosystem Actors’ were not defined by any of the
companies as they immediately acknowledged the most important ones as stakeholders. The
‘Needs’ were discussed in every report of the companies but Filippa K and H&M linked them both
to the Sustainable Development Goals of the United Nations. Nudie Jeans did not do this, but the
needs they mentioned were easy to categorise under the SDG’s. Resulting in a similar impression on
the right side of the canvas; the answers for these two building blocks are generalisable for the
whole fashion industry. The explication by Upward of the lay-out of the FBC would already
indicate that the answers to the questions would be similar for companies from the same industry.
All clothing companies appeal to the same natural processes and resources to produce clothing and
they have a similar influence on the society and nature. ‘How’ they approach the natural and social
environment needed to produce clothing is that what differs from company to company. But is it
useful to pose these questions in the Business Model of the fashion companies? These four building
blocks make the company consider their natural and social environment around them; what and who
they need to create their sustainable business for. Only when keeping these elements constantly in
mind it is possible for a company to approach sustainability in a holistic way, which is one of the
arguments to create a Business Model for Sustainability. In the discussion I will go deeper into how
these questions could be posed in a different way in the Flourishing Business Model.
Another new building block that was very difficult to fill out based on secondary data was the
‘Value co-destructions’ of the company. It is a hard question for outsiders, and maybe even for the
companies itself, to define what are the challenges throughout the value chain when working
together with different stakeholders having their own agenda. Yet, this is arguably the most
important question in the Flourishing Business Canvas, when defining these co-destructions a
company could really see and address the problems that occur in their own value chain; keeping in
mind the different needs of the actors. In the analysis of the application of the value co-destruction,
I used an example for the value chain of H&M; it is possible for H&M that the shareholders
demand more profits every year and H&M will need to cut costs to make this possible. Cutting
costs can result in asking lower prices of the suppliers, which will put higher pressure on the labour
rights of the workers. Putting economic sustainability of the company in this situation above the
social sustainability of the company. This could be a challenge H&M is aware of, but never clearly
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defined in this way. The Flourishing Business Canvas asks the companies to consider these
problems; which will make it as well more easier for the company to address them with the right
actions. These challenges could be rooted in the mindset of the company, but when they are clearly
defined, it will become more easy to radically change them. This was another argument that was
mentioned to create a truly sustainable business. When the Flourishing Business Canvas would be
filled out by outsiders of the company, for example consultants or students, the value codestructions would maybe become more difficult to define exactly, but can be used as a thinkingexercise about challenges along the value chain. Simultaneously, the new building block ‘Goals’ can
help the company to set-up guidelines on how to address the challenges of the value codestructions. All the three companies defined very clearly at the beginning of their sustainability
reports the goals they have in the case of social and environmental sustainability. Filippa K defined
as well her economic goals, H&M mentioned those in the annual report. As discussed before, Nudie
Jeans does not communicate any economic goals of the company. When filling out the Flourishing
Business Canvas I started out with first defining the goals, the goals are the reason why the
companies see certain actors as stakeholders and ‘why’ and ‘how’ they do specific activities. The
Goals was one of the easiest questions to answer as all the three companies clearly defined them in
their reports. When thinking on long-term strategic level, the company needs to set goals to work
towards sustainable business practices. While the goals of H&M and Filippa K were more detailed,
as they both want to change their Business Model, Nudie Jeans also clearly defined what their
vision was for the long-term.
The last new building block to discuss is the ‘Governance’ question. H&M published a report about
their corporate governance, so it was very clear how decisions are made in the company. Filippa K
and Nudie Jeans did not provide a lot of information on the leadership model of their company. It is
important for companies to more clearly define their decision-making process, because in this way
it becomes easier to see the real impact of the stakeholders in the business environment. The
governance of the company can maybe seen as less striking in achieving social, environmental and
economic sustainability; but the impact of the activities and actions are all based on the way the
company is governed. So for companies that want to be sustainable it is also important to be
transparent in their government approaches.
6.3.2. The traditional building blocks
Upward transformed the traditional Business Model part of ‘Customer’ into ‘People’ to put a higher
emphasis on the stakeholders in the company. As discussed before, the company needs to go beyond
the business environment to become sustainable, the stakeholders are the most important partners to
create shared value together with the company throughout the whole value chain. In the traditional
Business Model Canvas the perspective ‘people’ was only focused on the ‘customer’ and the
‘Stakeholder’ building block was called ‘Customer Segment’. The old building block defined the
exact customer segment of the company; ‘who’ the company focusses on selling products. Now the
building block is called ‘Stakeholders’ the focus moves away from the customers, and is divided
over all the partners in the value chain (including the customer). In the reports of the three
companies the approach is similar, the focus moves away of ‘how’ they interact with their
customers, but they try to define ‘how’ they interact with the stakeholders all over the business. This
is clearly not a bad thing, but for start-up companies defining the right customer segment (and
relationship) is really important to create a valuable business. It is crucial to point out that it is not
only important to see customers as stakeholders, but to also define the customer segment the fashion
company is trying to sell to. When reading the three sustainability reports of the companies it was
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not possible to find out who were their main customers. The change of the perspective from
‘customers’ to ‘people’ also made it more difficult to make the distinction between ‘partnerships’,
‘relationships’ and ‘stakeholders’. In the part about applicability I discussed already that the
answers to these questions are similar and it is difficult to understand what the exact differences are.
Although the questions need some more precision when answering, they are embodying an
important argument for a more sustainable business; the three building blocks really visualise the
activities and actions that go beyond the business environment. The three companies gave multiple
answers to the questions and showed here the most their integrated approach towards economic,
social and environmental sustainability. When answering these questions, carefulness is needed to
be able to provide the right answers, but this was possible for all the three companies.
Overall the Flourishing Business Canvas is a clear schematisation of a Business Model for
Sustainability that integrates economic, social and environmental sustainability. It asks the right
questions that the companies need to keep in mind to fulfil the arguments of a Business Model for
Sustainability. When each question of the canvas is answered while keeping in mind the economic,
social and environmental factors, the company will most likely develop towards a sustainable
company. How far the company is in its sustainable development is less easy to define; it was
possible to fill out the canvas for H&M, Filippa K and Nudie Jeans, but it is not possible to say who
is growing more towards a truly sustainable company. For example, Nudie Jeans is seen as a front
runner in their sustainability practises, but because they are not transparent about their economic
goals it is difficult to define the economic sustainability of the company. While H&M does keep all
the levels in mind but puts a high focus on the economic sustainability, which is not completely
clear from interpreting the Flourishing Business Canvas. For bigger companies the canvas could
also give a distorted image, because they are larger there are more stakeholders, more challenges
and as well more solutions. A packed Flourishing Business Canvas does not mean better
sustainability practises, but can make it more difficult to see the opportunities. The canvas can be
filled out by outsiders or the companies themselves, as long as they publish enough information.
Answering the questions is not the easiest task, when the company is not familiar with social and
environmental sustainability practises or the first language is not English, the questions of the
Flourishing Business Canvas need some time for interpretation and understanding.
Table 7. The usefulness of the new Building Block
New Building Blocks

Useful?

Biophysical Stocks

- Generalisable for the whole industry;
shows the general problems of the industry

Ecosystem Services

- Generalisable for the whole industry;
shows the general problems of the industry

Governance

- Helps to define the transparency of the
company

Value Co-Destruction

- Helps to define the specific challenges the
company is facing

Goals

- Helps to define which challenges the
company wants to solve

Ecosystem Actors

- Generalisable for the whole industry;
shows the general problems of the industry

Needs

- Generalisable for the whole industry;
shows the general problems of the industry
!62

7. Discussion
The analysis showed the answers to the research questions that were developed in the ‘task
specification’ chapter. In the first research question I linked the descriptions in the secondary data of
the current and foreseeable Business Models of the three companies to the four arguments in the
literature review to move towards a Business Model for Sustainability. The second research
question evaluated the applicability of the Flourishing Business Canvas, discussing if the new
building blocks of the FBC could be easily filled out using secondary data. The last question
answered if the new and the transformed traditional questions of the building blocks were also
useful questions for a company that wants to become more economic, environmental and social
sustainable. While analysing the Business Models and Flourishing Business Canvasses of the three
companies some extra comments and recommendations specific for fashion companies using the
FBC came up. I will discuss these and my own point of views shortly here, going deeper into the
analysis.
The arguments for a Business Model for Sustainability were linked to the description of the
Business Models of the three companies. It showed that the companies in the analysis are aware of
these arguments and see the business opportunities behind them. All three the companies tried to
integrate the sustainability actions they undertake in the strategy of the company. Filling out a
Business Model Canvas without including the social and environmental strategies would not
completely define the strategy of the three companies and this approach created already for the
three companies some new business opportunities. All three companies also emphasise the
importance of a holistic mindset towards economic, social and environmental sustainability. Here,
there is a discrepancy between what the companies say they do and what they actually do. Only
Filippa K really integrates and balances the three levels of sustainability throughout the whole
company. H&M has a separate annual report for their economic status, as discussed in the analysis
this gives the feeling that economic sustainability is still more important for H&M than social and
environmental sustainability. Contrastingly, Nudie Jeans is not transparent about their economic
status, which makes it difficult to analyse if they balance out the three levels of sustainability.
Filippa K and H&M mention many different investments in research around sustainability projects,
this is not the case for Nudie Jeans (the only company that not mentions its economic status).
Subsequently, all three moved from a customer perspective to a stakeholder perspective and go
beyond the business environment. The companies acknowledge the importance of collaborations
throughout the value chain and undertake actions to support the natural and social environment. As
last, the level of radicalness is more difficult to measure, but Filippa K and H&M both mention a
shift in their Business Model towards a circular economy. As Filippa K, besides their social actions,
not only focuses on recycling but also on ‘slow’ fashion (the leasing and repairing projects) they
undertake many actions at once to reach their foreseeable model. H&M’s actions are a bit more
incremental in comparison to the ones of Filippa K, being rooted in the fast fashion industry they
will need more radical changes to become truly sustainable. Nudie Jeans started already ten years
ago (2006/2007) with their extensive social and environmental actions, which made them a
frontrunner in sustainable jeans. Since then, they are still improving their actions, mostly optimising
their sustainability processes. For Nudie Jeans it is important that they are not going to get stuck in
the belief they are frontrunners. Because of the increased attention the passed years to sustainability
actions in the fashion industry, many companies are moving in this direction. Filippa K and H&M
both only made the commitment towards a circular Business Model recently, but work hard to be
able to reach these goals by 2030/2040. The actions they plan to undertake can even be seen as
more thorough than the actions of Nudie Jeans, so they will need to keep evolving to hold their
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position on the market. In general it is an interesting question to ask; should companies transform
towards a Business Model for Sustainability to create business opportunities and competitive
advantage? Hart and Milstein (1999) discussed in their paper that global sustainability will be the
new catalyst for creative destruction. When companies do not engage in better sustainability
practises they will not be able to compete in the business environment. The first companies realising
this movement will of course create a competitive advantage with their sustainability practises (for
example Nudie Jeans), in the future (hopefully) the balance between economic, social and
environmental sustainability will not be a competitive advantage anymore, but an obviousness and
need for a company to be able to exist in the business environment. To use the words of Upward
(2016); economic, social and environmental sustainability would become part of how a company
does ‘well’.
The Flourishing Business Canvas could be used to help companies in this transition period and later
maybe become the ‘general’ tool to describe a company’s Business Model (for Sustainability). In
this research the applicability of the Flourishing Business Canvas filled out based on secondary data
is evaluated. The Business Models of the three companies were easy to fill out in the Flourishing
Business Canvas because they are all three considerably transparent in their sustainability actions
and processes. Each company had a recent sustainability report published were all the
collaborations and actions were mentioned. As discussed in the analysis it was possible to complete
the canvasses for the three companies based on the secondary material. The questions posed did not
need detailed information that was not provided by the companies. During the completion of the
Flourishing Business Canvasses I did read some information that was provided by the three
companies and that is important for the Business Model for Sustainability, but had not really a
specific place in the canvas. First of all, circular economy is mentioned by the three companies as
the most important element in their sustainability practises. The recycling process of clothing and
the efforts to close the loop are emphasised and proudly presented. A fashion company cannot be
environmental sustainable when it does not aim to become circular (Black, 2013). Natural and manmade fibres need to be recycled to put less pressure on the raw materials and the nature. In the
analysis it was explained already that Wells (2013) is the only Business Model for Sustainability
developer that mentions the need for ‘circularity’ in the Business Model. The Flourishing Business
Canvas does not visualise this. It is possible to include the recycling and circularity efforts in the
canvas through ‘activities’, ‘goals’ and ‘benefits’, but non of the questions point out the need of
circularity and ask the companies for their efforts around it. When a company would undertake
different actions on environmental and social sustainability, the model would still be completed; but
would it really be a truly sustainable fashion company? A similar concern that occurred is the
importance of the transparency in the production process. Transparency in the fashion industry is
seen as a hot topic and important in the fashion industry; increased transparency can be used as a
corporate tool to improve business practises (Egels-Zandén and Hansson, 2016). Transparency can
be showcased through filling out the canvas, when an outsider is able to complete the canvas in
detail the company must be quite transparent. Yet again through the canvas the transparency of a
company is not directly demanded in the questions. The reason for these two missing elements can
be that they are more apparent for the fashion industry than for other industries, although when
using the canvas in the fashion industry companies should be made aware that they cannot loose
these two important factors of sustainable practises out of sight.
In the last research question the usefulness of the building block questions was discussed. This
analysis raised some questions about the structure of the canvas, for which kind of companies the
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canvas is most useful and an idea for the further development of the Flourishing Business Toolkit
that is currently being designed.
Overall the structure of the FBC is easy to understand; the three levels of sustainability are divided
into four perspectives (outcomes, process, value and people) and these perspectives consist of
sixteen building blocks in total. On the right of the canvas the elements that are shared with the
natural environment are mentioned, in the middle the elements that are specific for the business and
on the left the elements that are influenced by the social environment of the company. When you
look at the canvas the division is very logic, in the middle the value perspective is where all the
factors of economic, social and environmental sustainability come together. The only comment that
I want to make is that the connection between ‘people’ and ‘process’ is lost. The Business Model
Canvas of Osterwalder and Pigneur (2010) followed the same structure, but on the canvas the
perspectives were called ‘infrastructure’ and ‘customer’, where the most clear link between the two
was the value proposition. When talking about ‘people’ and ‘process’ the connection between the
two is much bigger. The majority of the stakeholders are involved in the ‘process’ of the Business
Model and in different ways. The current structure of the canvas does not show the importance of
this link, but it also might be possible to emphasise the link in another way through the Flourishing
Business Toolkit instead of the canvas. Although I believe that it is important that the connection
between the ‘process’ and the ‘people’ is made clear; in this way no stakeholders will be forgotten
when completing the Flourishing Business Canvas. Certainly in the fashion industry it is possible to
discuss the importance of the ‘value co-creation’ and the focus might shift to ‘what’ and with ‘who’
the companies create economic, social and environmental sustainability.
The Business Model Canvas could be completed by every kind of company, which is the same for
the Flourishing Business Canvas. Every company can fill out the canvas and visualise their actions
and values on economic, social and environmental sustainability. I completed the canvas for three
fashion companies that are transparent about their sustainability actions and processes. The three
companies are from different market segments in the fashion industry, but all emphasise through
their home-page the importance of sustainability policies. The companies are established companies
and well-known for their approach. As it was quite easy to complete the canvas for these
companies, they published a lot of data, it becomes more difficult to use the canvas to detect new
opportunities. On the other hand it visualises very well their current Business Model and efforts,
and could be used to show stakeholders that are not interested in reading a whole sustainability/
annual report how the company looks like and what their efforts are on economic, social and
environmental sustainability. It even could be used as a marketing tool; to show in a clear way to
customers that their sustainability efforts are on the three levels and integrated throughout the whole
value chain. For a company without any specific efforts towards environmental and social
sustainability, but wanting to transform; the questions of the canvas can help to define important
challenges. The questions are posed in a way that companies are forced to think further than the
economic side of their business. Start-ups could also benefit from these advantages; when a new
company uses the Flourishing Business Canvas to define ‘how’ the company works, creating,
capturing and delivering value, it could become a strongly sustainable company from day one.
Nevertheless this research paper showed that the Flourishing Business Canvas could be filled out by
outsiders as well, like for instance; students, academia or organisations. It is the easiest to complete
the canvas as an outsider when the right information is available, meaning the company engages
already in sustainability actions. But the Flourishing Business Canvas could also be used by
outsiders to think of solutions for challenges along the value chain. In this way the applicability of
the Flourishing Business Canvas is completely similar to that of the Business Model Canvas.
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The Flourishing Business Canvas is at the moment still in its testing phase. Besides the canvas
itself, a whole toolkit is being developed including a book that explains the Flourishing Business
Toolkit in detail. In the research paper I only looked at the possibilities for the Flourishing Business
Canvas itself and did not include anything of the toolkit or the proposed workshops, so the
questions were completed based on the questions posed in the canvas, without any extra
information. During the discussion of the applicability and the advantages it became clear that the
outer left and right of the canvas is more typical for the business environment (industry) than for the
company. This was already confirmed by Upward (2016) when explaining the canvas. The four
building blocks (Biophysical Stocks, Ecosystem Services, Ecosystem actors and Needs) define the
natural and social resources and processes that challenge the social and environmental sustainability
of the company. The three companies discussed during the research are operating in different
market segments, in different price ranges, but the answers to the questions of the four building
blocks were similar. It might be possible that the answers are the same for each company in the
fashion industry. In the analysis I mentioned already it could be questioned if these elements need to
be included into the Business Model (for sustainability) of a company, as this is not part of their
differentiation strategy. However the answers to these questions are great challenges for the
companies so they should be kept in mind constantly throughout the whole business. It could be
interesting to create templates or standard answers specific per industry for these questions. In this
way companies have directions in which kind of challenges they need to address. Maybe many of
them are quite clear to them, but it can also be possible that there are elements presented that they
did not thought of before. The standard answers could be provided through the toolkit or the book
of the Flourishing Business.

8. Conclusion
In this research paper I researched the potential of the Flourishing Business Canvas and the current
position of fashion companies in the new research field of Business Models for Sustainability. The
current and foreseeable Business Model of H&M, Nudie Jeans and Filippa K were linked to the
arguments for a Business Model for Sustainability and visualised in the Flourishing Business
Canvas. Because of the unclarity and fragmented research about Business Models, sustainability
and Business Models for sustainability an extensive literature research was conducted at the
beginning of the paper. Subsequently, I linked the literature research to the fashion industry and
evaluated the newly developed Flourishing Business Canvas of Antony Upward on the base of
completing it through secondary data found of the three fashion companies (H&M, Nudie Jeans and
Filippa K). The first research question of the paper researched the arguments given in the literature
on Business Models for Sustainability; a truly sustainable company can only be obtained through:
strategic implementation of sustainability, a holistic approach of economic, social and
environmental sustainability, going beyond the business environment and radically changing the
fashion Business Model. Evaluating the current and aimed Business Models of the three fashion
companies showed that they indeed followed these arguments. The three companies underlined the
four arguments throughout their sustainability reports and corporate websites, but the
implementation of the four arguments was more questionable. Filippa K is the only company of the
three that follows the most of the four arguments and in this way moves towards a Business Model
for Sustainability. The second and third research question were based on the results of the
completion of the Flourishing Business Canvas. The second question was about the applicability of
the Flourishing Business Canvas, the seven new building blocks and the nine transformed
traditional building blocks need to be easily understandable and answered through the available
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secondary information. The questions that were not completed was mostly because the reports of
the companies were not extensive enough, but it is also possible as an outsider to answer the
questions with common-sense. The more transparent a company is, the more easy it is for an
outsider to complete the canvas. When companies would want to use the canvas themselves it
would become even easier to answer the questions in the canvas. In the last research question the
building blocks were evaluated by the usefulness of the questions, if these questions would help to
build towards a Business Model for Sustainability for fashion companies. The four arguments of a
Business Model for Sustainability are integrated in the Flourishing Business Canvas, but four of the
seven new building blocks are open for discussion about their real influence in the transformation of
Business Models. However, the Flourishing Business Canvas is a good schematic overview of a
sustainable company. In the discussion I explained that the Flourishing Business Canvas can add
more value depending on the type of company it is completed by. And specific for the fashion
industry the need for circularity and transparency through the whole value chain could be expressed
more as these are the two important elements showed by the three fashion companies for a
sustainable fashion business.
There are four other tools that are currently being developed as well, all still very much in their
start-up phase. Two of the other tools are also based on the Business Model Canvas of Osterwalder
and Pigneur, the Triple Layered Business Model Canvas (Joyce and Paquin, 2016) and the Business
Innovation Kit and Sustainable Innovation Pack (Breuer and Lüdeke-Freund, 2017). In future
research it could be interesting to perform similar research on the other two tools to evaluate and
compare the applicability and usability of the tools by outsiders using secondary material of the
companies. It would also be interesting to evaluate the Flourishing Business Canvas directly with
the fashion companies, they could give a different perspective on the canvas from their professional
point of view. This research mostly completed the evaluation of the canvas for students, academics
and organisations being independent from the actual company that is being used to complete the
canvas. This directly points out the main limitation to the study, as it is only based on secondary
data collection. Although all three of the companies are from different market segments, it is a small
case selection and it would be interesting to research the possibilities of the canvas for companies
that want to move towards more sustainability actions and processes in their strategy and Business
Model.
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Outcomes - Why?

Costs*

Benefits*

Building Blocks FBM

Perspective

Answers

Flourishing Business Canvas Data Collection H&M
Sources

Objectives of Sources

1

0 and 100 (based on the Higg facility module and our own KPIs) and is then ranked according to their environ- mental and social sustainability performance.

- Sustainability Index (SI). Each factory is given an SI score between

- How does the company choose to measure the - Social:
costs of the Business Model; each in relevant
- Violations of Code of Ethics
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d
- Bad publicity of labour problems in production countries
economically)
- Environment:
- Used water
- Clothing ending up in landfill
- Economic:
- 15% off coupons for people that bring back clothes
- Investments in research around circularity & fashion
- Audits fees
- Equity costs

-

-

-

-

-

functioning industrial relations throughout our supply chain, and for every worker to earn a fair living wage. During the ongoing implementation, we have decided to redirect our focus for the 2018
milestones to countries and suppliers based on local needs, business priori- ties and where we can scale up fast and effectively while still maintaining the initial scope of impact.
Collective bargaining agreements
Fair Living Wage Strategy diagram
Fair Wage Method
Calculations of average wages + Wage increases
Number of companies received training programs, collective bargaining agreements, fair wage methods, workplace dialogue training, set-up of monitoring committees
Environment:
- Increase in Sustainable Cotton (BCI & Recycled cotton)
- Increase in Recycled polyester
- In general the increase of using recycled materials
- Collecting old clothing: Since 2013 almost 39.000 tonnes
- % of electricity from renewable sources: 96%
- CO2 emissions compared with growth in sales: 7% (-47% total CO2 emissions = -50% per million SEK)
- Higg-Index
- Materiality Matrix
Economic:
- Price of resources will increase; circular economy will help to stay profitable
- 223 Billion SEK sales => increase of 7%
- 4351 stores in 64 markets
- 35 online markets
- Gross marge of 57%
- Profit after tax = 18,636 million SEK
KPI’s:
- Environment:
- % recycled or other sustainability sources material of total material use
- % of cotton form more sustainable sources
- Tonnes of garments collected through garment collecting initiative
- % of stores with recycling systems for main types of store waste
- % of facilities in own operations with water-efficient equipment
- % of business partner factories in compliance with wastewater quality requirements as defined by BSR
- % renewable electricity in own operations
- % change in CO2 emissions from own operations compared with previous year
- % change in electricity efficiency (kwh/m2 compared to 2007)
- Social:
- Nr. of supplier factories using Fair Wage Method (% of production volume)
- Nr. of supplier factories that have received workplace dialogue training (% of production volume)
- % of business partners regarding the H&M group as a fair business partner
- % of employees agreeing with the statement ‘people here are treated fairly regardless of age, ethnicity, sex, sexual orientation and disabilities’
- Nr. of confirmed of Code of Ethics violations
- % of production volume of second tier supplier factories included in sustainability assessment
Sustainability Index (SI). Each factory is given an SI score between
0 and 100 (based on the Higg facility module and our own KPIs) and is then ranked according to their environ- mental and social sustainability performance.

Sustainability Report H&M 2016
Annual Report H&M 2016

Sustainability Report H&M 2016
- How does the company choose to measure the - Social:
benefits of the Business Model; each in relevant
- Share of women in factories: 65%
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d
- Average of 75% women employees: 69% management
economically)
- Implementation of improved wage management system: 140 suppliers
- Higgs-Index
- Sustainability Index: suppliers impacts & performance
- ‘Percentage of product volume’ instead of ‘number of strategic business partners. This gives a better and more relevant picture on how we measure progress towards our long-term ambitions of well-

applies for 2017 and going forward is that the H&M group’s sales shall increase by 10–15 percent in local currencies per year with continued high profitability.

- Economic goalsCli
- This means that the previous target of increasing the number of stores by 10–15 percent per year will instead become a sales target that includes both stores and online sales. The new growth target which

are in the world – to the millions of people who work across our value chain. By building stronger, more rewarding connections with our customers, employees and suppliers, our business will benefit in
many different ways.

- 100% FAIR & EQUAL
- Fair jobs for all
- Stewards for diversity and inclusiveness
- Discover all violations of the Code of Ethics
- When it comes to striving for 100% Fair & Equal, we want our business to benefit everyone it connects with, from empowering our customers to express their personality through fashion – wherever they

prerequisite for our growth and future success, just as it is for every other fashion brand.

- 100% CIRCULAR & RENEWABLE
- A circular approach to how products are made and used
- Use only recycled or sustainably-sourced materials
- Use only renewable energy in our value chain
- A Climate positive Value Chain by 2040
- Adopting a 100% Circular & Renewable approach to making and using fashion is an essential step to helping our business continue to thrive for the next decades and beyond. It’s not just important, but a

discover new ways of engaging our stakeholders to create a truly sustainable fashion industry. Of course, it is important to recognise the business case that our vision represents.

- Our vision is therefore to use our size and scale to lead the change towards circular and renewable fashion while being a fair and equal company.
- 100% LEADING THE CHANGE
- Promote and scale innovation
- Drive transparency
- Reward sustainable actions
- Our commitment to 100% Leading the change will drive and accelerate our impact as we seek to fulfil our vision. To us, it is an ambition that can help set new standards, find innovative solutions and

group and the entire fashion industry must look for new ways of working. I’m convinced our new sustainability strategy presented in this report will take us closer towards our vision; to lead the change towards
sustainability.html
circular and renewable fashion while being a fair and equal company.”
- h t t p : / / s u s t a i n a b i l i t y. h m . c o m / e n /
sustainability/our-vision-and-strategy.html

their sustainability strategy

and activities of the company

- Information for oa shareholders about the expenses

- Information provided by H&M; to inform about

Information provided by H&M; to inform about their
sustainability strategy

- What are the Goals of this company?
- We want to make sustainable, good-quality fashion accessible to as many people as possible
- http://about.hm.com/en/about-us/h-m- Information provided by H&M; to inform about their
group-at-a-glance.html
sustainability strategy
- What is the organization’s definition of success; - We are dedicated creating a better fashion future and we use our size and scale to drive development towards a more circular, fair and equal fashion industry.
environmentally, socially and economically?
- ”It has always been important for us to act in a way that makes it possible not just for present but also future generations to enjoy fashion. In a world with growing populations and finite resources, both H&M - h t t p : / / s u s t a i n a b i l i t y. h m . c o m / e n /

Questions
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10.1. Data Collection Building Blocks Flourishing Business Canvas
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Stakeholders*

- Who are the recognized stakeholders of the company?
-

Customers
Communities
Colleagues
Suppliers
Supply chain employees and their representatives
Industry peers
policy-makers
Academia & science
NGOs and IGOs
Investors

2

IMPACTS ALONG THE VALUE CHAIN:
- Design: Sustainability starts at the drawing board. We need to create fashion without compromising on design, quality, price or sustainability. Our choice of materials and our designs impact the environment
and the people who make and wear our clothes. We can make our impact more positive, for example, by choosing sustainable materials and reducing what ends up on the cutting room floor.
- Raw Materials: Processing raw materials such as cotton is an area we must pay close attention to. It involves high water and chemical use, and it is often associated with poor working conditions. There is a
potential risk of child and forced labour, and concerns around land rights issues (identified as salient human rights issues for us). There are also considerable traceability challenges as we do not always have full
insight on where our conventional cotton comes from. Our choices matter, which is why we work to use raw materials as efficiently as possible, making and promoting sustain- able raw material choices and
working towards our 100% circular ambition.
- Fabric and Yarn production: When our business partners buy yarn and fabric, we need to consider water use (a salient human rights issue for us), chemical use, working conditions and greenhouse gas emissions.
Generally speaking, we do not have direct business relationships with mills. Instead, we work with organisations such as Solidaridad and the Natural Resources Defence Council (NRDC) to help mills improve
their performance. We have already integrated fabric and yarn mills that are involved in making about 56% of our products into our supplier assessment system.
- Product Manufacturing: Over 1.6 million people work in the factories of our business partners, 65% of whom are women. Social security, wages, freedom of association and collective bargaining, health and
safety, and working hours are all salient human rights issues. Our industry must ensure fair living wages, reductions in overtime and workplace safety to become socially sustainable.
- Transport: Transport represents approximately 2% of the green- house gas emissions in a garment’s lifecycle. By choosing the right modes of transport, we can reduce this impact even further. And as an
important customer of the transport companies we work with, we have the opportunity to influence their awareness and action on environmental issues as well.
- Sales: We have over 4,351 stores across 64 markets. As we grow, enter new markets and employ new people, we need to keep living up to our values and ensure an inspiring and healthy working environment.
Discrimination and harassment are human rights issues and our internal policies, such as our Global Diversity, Inclusion and Equality Policy and Non- Harassment Policy, are vital to ensure a good workplace.
Our customers rightfully expect good quality products and shopping experiences. As part of that, we need to ensure the privacy of their and our colleagues’ data, and to advertise in a responsible way.
- Use: Caring for clothes at home represents about 18% of the greenhouse gas emissions in a garment’s life. Our challenge is to create affordable fashion that our customers will love from season to season and
that is easy to care for in a low-impact way. We need to inspire our customers to be more conscious in the way they care for their garments and make it easy for them to not let fashion end up in landfills.

- Which fundamental needs of the Ecosystem Actor SUSTAINABLE DEVELOPMENT GOALS:
does the company intend to satisfy via its Value - SDG5 – GENDER EQUALITY
Co-Creations, or that it may prevent an Ecosystem - SDG6 – CLEAN WATER AND SANITATION
Actor from satisfying via its Value Co- - SDG7 – AFFORDABLE AND CLEAN ENERGY
Destructions?
- SDG8 – DECENT WORK AND ECONOMIC GROWTH
- SDG12 – RESPONSIBLE CONSUMPTION AND PRODUCTION
- SDG13 – CLIMATE ACTION
- SDG17 – PARTNERSHIP FOR THE GOALS

Answers

Needs

the company exists?
- Which Ecosystem Actors represent the needs of
individuals, groups, organisations, or nonhumans?

EcoSystem Actors

People - Who?

Questions

- Who and what may have an interest in the fact that

Building Blocks FBM

Perspective

Sustainability Report H&M 2016

Sustainability Report H&M 2016

Sources

Information provided by H&M; to inform about their
sustainability strategy

Information provided by H&M; to inform about their
sustainability strategy

Information provided by H&M; to inform about their
sustainability strategy

Objectives of Sources

Value - What?

Perspective
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Sources

Objectives of Sources

own generation of renewable electricity.

4

- 100% Fair and Equal:
- Using our Global Employee survey, we asked our employees how we could improve dialogue discussions with them and received some useful feedback.
- Developed a new Health & Safety Environment Good Practice bank.
- Developed a Global Labour Relations training programme for the H&M group.
- Set up ve monitoring committees.
- 290 factories received workplace dialogue training, which represents 42% of our total product volume.*
- 140 factories using Fair Wage method, which represents 29% of our total product volume.*
- 81% of our outstanding issues were remediated in December 2016 compared with 61% in March 2016.
- 83% of our business partners regard the H&M group as a fair business partner.
- 25 employees from various business functions and global and local sustainability employees received modern slavery and forced labour training in collaboration with the ETI.
- Gender split in Board of Directors is 50:50.
- Employee survey result showed that 90% of employees agreed with the statement “People here are treated fairly regardless of age, ethnicity, sex, sexual orientation and disabilities.”
- Share of females amongst all colleagues is 75%. Share of females in management positions is 69%.
- Enterprise Based Training (EBT) in 2015 and 2016 – a total of 3,411 workers received certification.
- Economic:
- Affordable, good-quality and sustainable fashion available for many people, regardless of their income or where they live

– nearly 8 million tonnes natural gas
– nearly 1,5 kilo tonnes coal

- We have reduced our CO2 emissions by 47% compared to previous year.
- Resource savings made on supplier level: – nearly 30 million kWh

Information provided by H&M; to inform about their
sustainability strategy

Reporting
- Sustainability Report H&M 2016
- Information provided by H&M; to inform about
Standards & Policies
their sustainability strategy
- Shen, B., 2014. Sustainable Fashion
Change-making program
Supply Chain: Lessons from H&M. - Case study in 2014 about sustainability and supply
Transport clothing by sea, air, truck: After recognizing this environmental consciousness, efficient and clean modes of transport are used to reduce this negative impact at H&M. Ferry and train are relatively
Sustainability 6, 6236–6249. doi:10.3390/
chain of H&M
clean modes in transportation [8]. At present, shipping via sea or rail is the main mode of H&M’s transportation from supplier to distribution centers (more than 80% of the volume). In return, amount of carbon
su6096236
- Analysis of corporate reports in 2014
dioxide decreases over 700 tons a year. If road transport has to be used, H&M provides a training course to the truck drivers and does not use the trucks which have been used for more than 10 years. In order to - Turker, D., Altuntas, C., 2014. Sustainable
reduce associated emissions, H&M built up an intelligent transportation system for direct shipments, which avoided intermediate warehouses, decreased the volumes shipped via ocean and air by 40%, and
supply chain management in the fast
increased the volume of products shipped by rail. Furthermore, in order to reduce the waste, in 2011, H&M implemented an energy and resource management software system which is enabling major advances
fashion industry: An analysis of corporate
in environmental data collection and analysis
reports. European Management Journal
Retail stores all over the world
32, 837–849. doi:10.1016/j.emj.
Training programs
2014.02.001
Garment Collecting Box
Sustainable Impact Partnership Program
Customer service
Webshop
Social Media + Advertisement campaigns
Clever Care Labels
Communications:
- Close collaboration; long-term/ strategic relations based on trust and transparency
- Clear communication, supplier visits, providing the full list of suppliers, research [Supplier Satisfaction Survey (423) and Interviews with garment workers (9815)]

Sustainability Report H&M 2016
- What Value is co-created with each Stakeholder, - 100% Leading the change:
satisfying the Needs of the associated Ecosystem
- Donated almost EUR 0.8 million to the H&M Foundation for circular innovation project from the total proceeds of the garment collecting initiative.
Actor, from their perspective, present and future?
- The second factories included in the public factory list represent 56% of the H&M group’s total business volume compared with 51% last year.
- We were one of the first global companies to roll out the Higg Index to our business partners.
- We rolled out our SIPP to all of our first tier and 56% of our second tier business partners.
- 100% Circular & Renewable:
- 26% of our total materials were either recycled or sustainably sourced.
- Second largest user of recycled polyester equivalent to 180 million PET bottles. – Second largest user of
- Tencell®Lyocel.
- The largest user of Better Cotton.
- Second largest user of organic cotton.
- 43% of our cotton comes from sustainable sources.
- We are the largest user of Responsible Down Standards (RDS) certified down.
- We source 100% RDS certified down as of January 2016.
- 100% of our key second tier suppliers (or 70% of our product volume in wool) have been briefed on the new responsible wool standard.
- Approx. 25% of our second tier spinners have completed the Content Claim Standard (CCS) for RWS.
- The H&M group became part of the ChemSec business group.
- Ran a hazardous substances training pilot for 93 business partners in China, Bangladesh, Indonesia, India, and Turkey.
- 29 business partners have joined the environmental emission evaluator (E cube/BVE3). – Awarded avant-garde grading in Greenpeace detox assessment.
- 82% of business partner factories are in full compliance with wastewater quality requirements as de ned by the BSR.
- Together with business partners we used 2.3 million m3 less water due to our water saving programmes.
- 8,234 workers were trained in four regions (Bangladesh, China, India and Turkey) by the STWI on water, energy and resource ef ciency.
- 75 factories participated in cleaner production programme i.e. STWI/PaCT in four regions.
- Half of our denim products were ranked at highest level (green) using Jeanologia’s tool.
- 51% of H&M group stores, of ces and warehouses have water-ef cient equipment.
- Clever care labels are now included on all of our textile products.
- Collected more than 15,888 tonnes of garments (29% increase from 2015).
- Between 2013 and November 2016, we collected almost 39,000 tonnes of garments.
- 71% of our stores have recycling systems, up from 61% last year.
- ENERGY EFFICIENCY: Electricity intensity (using less electricity per square meter sales area) has been reduced by 8% compared with 2007 baseline.
- RENEWABLE ENERGY: We source 96% of our electricity from renewable sources. This includes methods such as purchase of certi cates recognised by GHG Protocol (GO, REC and I-REC) and our

Value Co-Destructions - What Value is co-destructed for each Stakeholder,
hindering the satisfaction of the Needs of the
associated Ecosystem Actor, from their
perspective, present and future?

Value Co-Creations*

-

Channels*

Answers

Questions

- What channels will be used to communicate and develop Relationships with Stakeholders, enabling the co-creation or co-destruction of each of its value propositions.
-

Building Blocks FBM

Perspective

!78

-

6

Sustainable Textile Water Initiative to improve water management in factories.
All of our denim products are scored using Jeanologia’s Environmental Impact Measurement tool.
Launched extended garment care information online.
Continued to launch products and collections made in closed loop recycled and upcycled materials from collected garments. Both at H&M brand and Cheap Monday.
Beat our target to collect 1,000 tonnes of garments globally during the World Recycle Week campaign.
Donated surplus income from our H&M garment collection programme to the H&M Foundation, which invests in the HKRita and social projects.
Beat our target to collect 1,000 tonnes of garments globally during the World Recycle Week campaign.
Donated surplus income from our H&M garment collection programme to the H&M Foundation, which invests in the HKRita and social projects.
ENERGY EFFICIENCY: Updated our ambition to a new, more ambitious goal. This new goal means stores constructed in 2030 will be 40% less energy intense compared to stores constructed with the
2016 framework.
- RENEWABLE ENERGY
- Added purchase of I-REC certi cates.
- Supported the construction of a wind park in Sweden through our GO2 engagement. (To be up and running in mid-2017).
- Installed solar panels on some of our own buildings. This includes several distribution warehouses and one of our IT parks. We are looking at ways to expand this initiative.
- Started collaboration with a Power Purchase Agreement (PPA) broker in US to initiate a long-term
- ENERGY EFFICIENCY : Reduced GHG emissions through supplier energy ef ciency programmes in Bangladesh, China, India and Turkey. (See results in the next text box).
- RENEWABLE ENERGY: Initiated renewable energy workshops in Bangladesh and India to support suppliers’ investments in renewable energy.
- 100% Fair & Equal:
- Committed to ensuring that all colleagues have an annual dialogue discussion about how they performed, what else they can develop in their career and other opportunities in the H&M group.
- Implemented the H&M group Global Compensation and Benefit Policy.
- Developed an enhanced and updated Global Health and Safety Policy.
- Organised and ran a Global Safety Week to contribute to our safety culture.
- Developed a Global Labour Relations Policy and training for the H&M group. Actively participated in numerous global forums to discuss speci c issues with our social partners.
- Renewed the IndustriAll Global Framework Agreement.
- Continued our collaboration with ACT towards industry-wide collective bargaining. During 2016, the initiative established the ACT Foundation and appointed an executive director.
- Continued to scale up industrial relations project and workplace dialogue in existing markets.
- Started a new industrial relations project in Ethiopia.
- Scaled up wage management system in existing markets.
- Expanded wage management systems to business partners in Indonesia, India and Turkey.
- Made remediation progress data that can be followed up on a montly basis publicly available on our website.
- Arranged a business partner summit in spring 2016 to which all Bangladeshi business partners were invited to discuss the Accord and share best practice.
- Launched an updated strategy on purchasing practices internally to ensure a consistent way to engage with our business partners in a fair and transparent way.
- Addressed social security issues in Turkey and Cambodia.
- Engaged in the Amsterdam Coalition (AMCO) to prevent and mitigate the harmful impacts of working in the spinning mill industry in South India.
- Arranged internal training on modern slavery and forced labour in collaboration with the ETI. In connection with the training, we also conducted an internal gap analysis of modern slavery to identify areas
for improvement.
- Updated risk assessment for new and existing materials to further integrate human rights perspective.
- Conducted an assessment on mica in cosmetic products to support our ongoing strategy development and approach to mica and the likely risk of child labour associated with mica production in India.
- Proactively protected land rights in Myanmar and Ethiopia and conducted a cotton supply chain study in Ethiopia.
- WITHIN THE H&M GROUP
- Updated and implemented our Anti-Discrimination and Harassment Policy, as well as our Diversity and Inclusiveness Policy.
- Offered internships to refugees in speci c markets in collaboration with Save the Children.
- Promoted equal opportunities for retail workers in India.
- Ran campaigns on promoting diversity and inclusiveness (incl. For Every Victory and Monkifesto).
- WITHIN OUR OWN SUPPLY CHAIN
- All of our commercial business partners must have a policy for recruitment that guards against anti-discrimination, harassment and abuse in the workplace.
- Promoted equal opportunities for women by providing certi ed skills training through our continued support to the Centre of Excellence in Bangladesh.
- Key processes and activities integral to our human rights management include:
- Our process for identifying and reviewing our salient human rights issues.
- Our annual sustainability risk assessment, conducted by all business functions.
- Business partner due diligence prior to entering a new contract.
- Country sustainability risk assessment for both production and retail markets.*
- Supply chain management/ business partner follow-up through SIPP material/process/ product risk assessment.
- Incident-handling routines with integrated analysis according to the UNGPs.
- Our in-depth training on UNGPs and our Human Rights Policy.
- Economic:
- Selling clothes, accessories, cosmetics and home decoration offline & online

- Transparent supplier list
- 100% Circular & Renewable:
- Co-developed a tool to assess the circularity of our non-commercial goods in collaboration with the Ellen MacArthur Foundation.
- Ran regular training for design and buying of ce on sustainable material use.
- Our design and buying departments created Conscious Exclusive, C/O Cheap Monday Capsule Collection, Closed Loop 2016 collections
- Launched Conscious Beauty line.
- Collaborated with the Cradle to Cradle Production Innovation Institute: Fashion+ and the circular innovation working group.
- Kicked off research project with the Ellen MacArthur Foundation and Stockholm Resilience Centre focusing on creating vision and a pathway a circular textile bre industry within planetary boundaries.
- Worked with the canopy style initiative, our man-made cellulose supply chain and internally to ensure bre producer and brand compliance with our policy.
- Commissioned a life cycle assessment study to understand the impact of closing the loop recycling on cotton.
- One of the founding partners of Organic Cotton Accelerator Foundation, launched in 2016.
- Supported the development and launch of the Responsible Wool Standard in a project led by the Textile Exchange.
- Introduced the standard to our supply chain and established links down to the farm level.
- Began integrating tanneries into sustainability assessments, covering social and environmental requirements.
- Received Green Screen hazard assessment training.
- Engaged in the EU public consultation on the restriction of certain hazardous substances in textiles and clothing.
- Hazardous Substance Control (HSC) training launched at suppliers.
- Launched the environmental emission evaluator (E cube/BVE3) a measurement and monitoring tool from Bureau Veritas in 2016.
- Renewed partnership with the WWF for five more years. It now includes climate action in addition to water stewardship.
- Continued updating our roadmap for water risk mitigation.
- Worked with fabric mills involved in making about 56% of our products in our business partner assessment systems to improve their environmental footprint.
- Moved the Taihu basin water stewardship programme in China from a pilot to a project.
- Continued to work with the Sustainable Textile Water Initiative to improve water management in factories connected to our business. Continued to work with water saving programmes such as the

commitment.

- Developed incentives for our customers to create positive behavioural change through the H&M Club and for those who recycle their clothes via our garment collection programme.
- Continued working with our commercial business partners to raise environmental and social standards. We reward partners who maintain good sustainability performance with more orders and long-term

a follow-up process to create accountability and have made sustainability part of our management evaluation process.

Activities*

Answers

Questions

- What value adding work, organised into business - 100% Leading the Change:
processes, is required to design, deliver and
- Collaborated with Cradle-to-Cradle Products Innovation Institute to help support industry-wide demand and supply of sustainable materials. See also 100% Circular & Renewable chapter.
maintain the organisation’s Value Co-creations
- Provided Global Change Award winners with knowledge about the fashion industry and the supply chain to further strengthen their innovation ideas.
and Value Co-destructions in order to achieve the
- Donated 50% of the proceeds of our garment collecting initiative to the H&M Foundation for circular innovation that bene ts the whole industry. See also 100% Circular & Renewable chapter.
goals of the company.
- Further expanded of our public supplier factory list to include more second tier factories.
- Collaborated with SAC to build a Higg Index tool to measure the sustainability performance of apparel and footwear.
- Adopted the Higg Index environment and social facility modules and integrated them in the SIPP. See more in Standards and Policies chapter on p. 100.
- Participated in EU initiative to create a methodology for consumers to compare sustainability performance on the product level.
- Cooperated with Control Union on a successful pilot traceability system for organic cotton and viscose.
- Further integrated our sustainability goals into our business goals. We have
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KEY ISSUES
- Customers:
- Product design
- Product quality and durability
- Product affordability
- New store locations and markets
- Supply chain working conditions
- Chemicals used in production processes
- Green transport and waste management
- Communities:
- Community investments
- Employment opportunities and impacts on growth and development
- Environmental impact
- Community support (i.e. disaster relief or garment donations)
- Collegues:
- Job security and growth
- Pay and working conditions
- Equal opportunities
- Training and career progression
- Supply chain working conditions
- Conscious Actions in store
- Suppliers:
- Long-term relationships
- Order/capacity planning
- Capacity building and skills transfer
- Compliance with our requirements
- Workplace dialogue and worker involvement
- Supply chain employees and their representatives:
- Developing or advancing negotiation structures and skills
- Developing worker representation structures in absence of functional industrial relation systems or absence of Freedom of Asscociation
- Helping to develop functional industrial relations system and strengthening Freedom of Association
- Peaceful conflict resolution
- Industry peers:
- Industry-wide social and environmental challenges, such as supply chain working conditions and environmental impacts
- Best practice in pre-competitive matters

Relationships*

Answers

Questions

- What Relationships with the stakeholders must be HOW WE ENGAGE
established, cultivated and maintained by the - Customers:
company through its channels?
- In-store customer interactions
- What is the function of each Relationship in each
- Customer service organisation
Value Co-Creation or Value Co-Destruction
- Social media (for example, 28 million facebook fans)
relevant for each Stakeholder?
- Market research
- Consumer media
- Communities:
- Through community partners
- Interactions with local authorities
- Through NGO interaction (Local + global)
- Interactions with IGOs and governments
- Interviews with workers in supplier factories
- Colleagues:
- We have an open-door policy, encouraging constant feedback
- Store or union representation in many markets
- European Works Council
- Meetings facilitated through our global framework agreement with Union Network International
- Regular Individual performance reviews
- Employee surveys in some markets
- Suppliers:
- Close relations and constant dialogue with our suppliers through our local presence with offices in all major production locations
- Anonymous supplier surveys
- Supplier relations management system
- Individual meetings throughout a partnership, performance reviews and joint capacity planning
- SIPP and verifications
- Training modules and capacity building
- Supply chain employees and their representatives:
- Anonymous worker surveys
- Global Framework agreements with IndustriALL Global Union and IF Metall
- Supplier survey
- Regular direct dialogue with local trade unions
- Interviews with workers in supplier factories
- Partnership with ILO
- MoU with Sida
- Active support for Global Deal
- Fair and Equal lab
- Industry peers:
- Multi-stakeholder initiatives such as the Ethical Trading Initiative (ETI), Sustainable Apparel Coalition and Better Cotton Initiative
- Various regional and local initiatives such as Sector Roundtables
- Different forms of pre-competitive collaboration
- Individual meetings and specific events such as dedicted “H&M Labs”
- Policy-makers:
- Individual meetings and specific meetings or conferences
- Participation in EU consultation processes individually and through membership organisations such as Sustainable Apparel Coalition
- Industry-wide meetings
- Responses to official consultations
- Specific collaboration forums such as the German “Textil- buendnis”
- Academia & science:
- Individual meetings and specific events such as dedicted “H&M Labs”
- Continuous consultations as part of our strategy development
- Joint research projects
- NGOs and IGOs:
- Wage advisory board
- Regular meetings or ad hoc dialogue on global and local level
- Specific programmes with global local NGOs
- Direct partnerships
- Partnerships through membership organisations, like the Better Cotton Initiative
- Investors:
- Annual General Meeting
- Annual and quarterly reports and related press and telephone conferences
- Monthly sales figures
- Individual meetings and specific events such as dedicted “H&M Labs”
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Answers
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Sources

meeting on their scrutiny.

explanation of the deviation.

was applied during the past financial year.

- Among other things, the Code means that the company’s annual report must be supplemented with a separate report on corporate governance matters in which the company must state whether and how the Code

Answers

5

sun that use biophysical stocks to create flows of communities and business. To meet the needs of present and future generations, the long-term health of ecosystems must be protected by preventing harm to the environment and by using natural resources.
benefits humans need: clean water, fresh air, responsibly:
vibrant soil, plan and animal growth etc.
- Impact on climate and air quality
Which flows of these benefits are required, - Impact on water resources
harmed or improved by the activities of the - Use of Chemicals
company?
- Waste, re-use and recycling
- Conservation of species and natural habitats

Questions

- Ecosystem services are processes powered by the Ecosystems provide us with natural resources, such as clean air and water, which are essential to people,

Ecosystem Services

- From what ultimate stocks are the tangible - Raw Materials
resources moved and/or transformed by the - Water resources
company’s activities to achieve its goals?
- Solar energy

- Code of Ethics
- What tangible and intangible resources are - 100% Leading the Change:
required by the company activities to achieve the
- CO:LAB: Internal investment team with a mission to promote entrepreneurship, explore and challenge the future of fashion and support the long-term growth of the H&M group
goals?
- Global change Award
- 100% Circular & Renewable:
- H&M wants to create a circular business model; where the resources are as well the goods that where sold
- Natural fibers like: cotton, wool, silk, linen, hemp jute, …
- Man-made fibres like: polyester, viscose, tencel, modal
- Water
- Energy: Mostly renewable through solar panels
- Recycled materials & Sustainably sourced materials
- solar panels
- 100% Fair & Equal:
- Skilled labour
- Wages
- Fair & equal treatment
- Programs, trainings and communications
- Policies & Standards
- Different internal research and investment teams to improve technology and production in the industry

-

%20Governance/Corporate
%20Governance%20Reports/Corporate
%20Governance%20Report%202016.pdf

hmgroup/groupsite/documents/en/CSR/
Sustainability%20Commitment/Business
%20Partner%20Sustainability
%20Commitment_en.pdf

business partners

Objectives of Sources

Information provided by H&M; to inform about their
sustainability strategy

Information provided by H&M; to inform about their
sustainability strategy

- h t t p : / / a b o u t . h m . c o m / c o n t e n t / d a m / - H&M’s commitment document towards their

Sources

Sustainability Report H&M 2016

Sustainability Report H&M 2016

- The Swedish Code of Corporate Governance is based on the principle of “comply or explain”, which means that companies applying the Code may deviate from individual rules provided they give an - Sustainability Report H&M 2016

sense, continuous improvement, cost consciousness, salesmanship and belief in people.

- Managers and employees are guided by important internal documents such as the Code of Ethics, which also provides a basis for the strong values encapsulated in ‘the spirit of H&M’ – including common

Information provided by H&M to show their
governance structure
Information provided by H&M; to inform about
their sustainability strategy

Information provided by H&M; to inform about their
sustainability strategy

Objectives of Sources

- Which stakeholders are formal partners to the - Public limited company: NASDAQ Stockholm
- http://about.hm.com/en/about-us/ company?
corporate-governance/about-corporate- Shareholders / Board of Directors / Executive management
governance.html
- To which resources do these partners enable the - The board of directors manages the company’s affairs on behalf of the shareholders. The board includes two employee representatives and two deputies for these, who are appointed by their respective employee
company to gain preferred access?
organisations. H&M’s board of directors is led by the chairman of the board, Stefan Persson. The board of directors appoints the CEO, who is responsible for the daily management of the company in - h t t p : / / a b o u t . h m . c o m / c o n t e n t / d a m /
accordance with instructions issued by the board.
hmgroup/groupsite/documents/
- Which activities do these partners undertake for
the company?
masterlanguage/Corporate
- The auditing committee monitors the company’s financial reporting and is the main channel of communication between the board and the company’s auditors. Each year the auditors report to the annual general

- Which stakeholders gets to make decisions about; - Sustainable Impact Partnership Programme (SIPP)
who is a recognized stakeholder, the goals of the - Economic:
company, its value propositions and all other
- Suppliers
elements of its business model?
- Transportation companies
- Investment in Sellpy; A swedish start-up that offrs an on-demand service to help people sell items they no longer use.
- Social:
- International Labour Organization
- Swedish International Development Agency
- Swedish Trade Union IF Metall
- IndustriALL/IF Metall Global Union
- Fair Wage Method - Fair Wage Network
- Ethical Trading Initiative
- Save the Children
- The Accord on fire and Building safety in Bangladesh
- ACT
- AMCO
- Better Work
- Shift
- The Global Deal
- UNI Global Union
Environmental:
- Better Cotton Initiative (BCI)
- Canopy
- Chemsec Business Group
- Cradle to Cradle Products innovation institute
- Ellen Macarthur Foundation
- I:CO
- Organic Cotton Accelerator
- Mistra Future Fashion
- Stockholm Resilience Centre
- Sweden Textile Water Initiative
- Textile Exchange
- Worn Again
- WWF
- Zero Discharge of hazardous chemicals
- Human Society International
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People - Who?

Needs

EcoSystem Actors

Costs*

- 2012: turnover of EUR 40 million (profits of EUR 5 million).

products and accessories (such as shirts, t-shirts, and bags).

- Eighty percent of Nudie’s turnover comes from the sale of jeans with the remaining 20% from other

as consumer tool to improve sustainability.

- Economic:
- DONT FIND ANNUAL REPORT OR ANY NUMBERS
- Transparency improves the willingness to buy: transparency as corporate tool to increase revenues, but not

- Social:
- Fairtrade certification
- Code of Conduct
- FWF Brand performance check: 99% of production is checked

- Environmental diploma
- # jeans repaired
- # jeans reused

national transports.

information on exactly where and when the garment was made.
- We want to increase our sale of second-hand jeans and develop the concept to include more garments than jeans.
Because prolonging the lifetime of a garment is an unquestionable way of reducing the environmental impact of
the garment.
- We want to increase the use of sustainable materials in our collections, and we want all our cotton products to be
made from 100% organic cotton.
- We want to continue being the frontrunner when it comes to transparency; and by continuing to share our knowledge and being part of collaborations lead the industry to further development within the use of sustainable
materials and reduction in the use of chemicals.

Destructions?

Supply Chain Transparency as a
Consumer or Corporate Tool: The Case of
Nudie Jeans Co. Journal of Consumer
Policy 39, 377–395. doi:10.1007/
s10603-015-9283-7

8

Nudie Jeans was used as a case study

- Informing stakeholders about their actions

- Informing stakeholders about their actions

- Sustainability Report Nudie Jeans 2015
- Informing stakeholders about their actions
- Egels-Zandén, N., Hansson, N., 2016. - Research into the benefits of transparency;

s10603-015-9283-7

Clean Clothing
- Sustainability Report Nudie Jeans 2015
Organic/recycled cotton/denim
Ethical standards
One of our main challenges is to develop our recycling program, where we can upscale the recycling of jeans at
the same pace as we are growing and selling more jeans. We would like to be able to guarantee traceability and
transparency, even in the recycling program, in other words we want to be sure that the organic cotton can be
handled separately and that we can continue to take responsibility for the recycled product.
- We need to continue to spread the word about what we are doing so that we can prolong the life of more jeans,
receive a higher number of reused jeans, thus decreasing the risk of jeans being thrown away in the garbage.
- We need to continue to develop our living wages project, to examine which other suppliers would bene t from the
project, and how to develop and adapt the project to different suppliers and countries.

- Which fundamental needs of the Ecosystem Actor does the company intend to satisfy via its Value Co-Creations, or that it may prevent an Ecosystem Actor from satisfying via its Value Co- -

individuals, groups, organisations, or nonhumans?

- Which Ecosystem Actors represent the needs of

the company exists?

- Who and what may have an interest in the fact that

- How does the company choose to measure the - Social:
costs of the Business Model; each in relevant
- Violations of Code of Conduct
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d - Environment:
economically)
- Free repair kits / repairs
- 20% of on new jeans when recycling at the store
- Economic:
- DONT FIND ANNUAL REPORT OR ANY NUMBERS

environmentally, socially and economically?

- How does the company choose to measure the - Environmental:
- Sustainability Report Nudie Jeans 2015
- Informing stakeholders about their actions
benefits of the Business Model; each in relevant
- Global Organic Textile Standard
- Egels-Zandén, N., Hansson, N., 2016. - Research into the benefits of transparency;
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d
Supply Chain Transparency as a
Nudie Jeans was used as a case study
- Organic Content Standard
economically)
Consumer or Corporate Tool: The Case of
- Sustainable materials from ‘Made-by Environmental Benchmark for Fibers’
Nudie Jeans Co. Journal of Consumer
- Restricted substances list
Policy 39, 377–395. doi:10.1007/
- Total CO2 emission reached 3,182 cmb CO2 for our international transports and 2,486 cmb CO2 for our

Objectives of Sources

Benefits*

Sources

- What are the Goals of this company?
- We want to continue to develop – and launch our traceability project. The goal is to make it possible for - Sustainability Report Nudie Jeans 2015
customers to be able to trace their specific garment back to a batch level, which means having access to
- What is the organization’s definition of success;

Flourishing Business Canvas Data Collection Nudie Jeans

Goals

Answers

Outcomes - Why?

Questions
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Process - How & Where?

Value - What?
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Resources*

company to gain preferred access?

- What tangible and intangible resources are required by the company activities to achieve the goals?
-

the company?

- Which activities do these partners undertake for

-

100% Organic Cotton
Indigo dyeing
Water
Wood: FSC labeled
Fair Labour

9

- Sustainability Report Nudie Jeans 2015

- Informing stakeholders about their actions

- Informing stakeholders about their actions

- To which resources do these partners enable the

environment, working tools and everything needed to create a stimulating, open workplace that develops people
and careers.
The management at Nudie Jeans maintains this open door policy to discuss any issues the employees may have.
The aim of the office’s HR policy is that all our employees should nd themselves in a pleasant environment and
climate and should feel they are in a stimulating, open workplace where they can develop.
Independently and privately owned

- Which stakeholders are formal partners to the - The company wants to invest and does invest major resources in training, personal development, the work - Sustainability Report Nudie Jeans 2015

Governance

company?

- Informing stakeholders about their actions

- Informing stakeholders about their actions

- Sustainability Report Nudie Jeans 2015

- Sustainability Report Nudie Jeans 2015

- Which stakeholders gets to make decisions about; who is a recognized stakeholder, the goals of the company, its value propositions and all other elements of its business model?
Fair Wear Foundation
Textile Exchange
Fur Free Alliance
Swerea
Suppliers: Italy & Turkey & India
Cheeta Organic
CSR Västsverige
Amnesty International

Nudie Jeans was used as a case study

- Sustainability Report Nudie Jeans 2015
- Informing stakeholders about their actions
- Egels-Zandén, N., Hansson, N., 2016. - Research into the benefits of transparency;
Supply Chain Transparency as a
Consumer or Corporate Tool: The Case of
Nudie Jeans Co. Journal of Consumer
Policy 39, 377–395. doi:10.1007/
s10603-015-9283-7

- Informing stakeholders about their actions

Nudie Jeans was used as a case study

Objectives of Sources

Partnerships*

hindering the satisfaction of the Needs of the
associated Ecosystem Actor, from their
perspective, present and future?

A HIGH QUALITY PRODUCT – MADE IN A FAIR WAY

- What Value is co-destructed for each Stakeholder,

Value Co-Destructions

User Stories
Repair shops
Repair kits online
Recycle program
Transportation: We have reviewed our transportation requirements and these days we mainly use ship and rail
transportation
Webstore
Social Media: This response process is typical of Nudie, with store and customer support representatives having
most of the direct consumer contact regarding supply chain information, the CSR and social media managers
adding input only in relation to difficult and complex questions.
Production guide

- What Value is co-created with each Stakeholder, - OUR PRODUCT IS MADE WITH
satisfying the Needs of the associated Ecosystem
- 100% ORGANIC COTTON.
Actor, from their perspective, present and future?
- SOCIAL RESPONSIBILITY.
- TRANSPARENT PRODUCTION.
- WE STRIVE TO ACHIEVE A SUSTAINABLE CONSUMPTION PATTERN BY
- OFFERING A FREE REPAIR SERVICE
- RESELLING SECOND-HAND PRODUCTS
- RECYCLING WORN-OUT PRODUCTS

-

-

- What channels will be used to communicate and develop Relationships with Stakeholders, enabling the co-creation or co-destruction of each of its value propositions.
-

-

we will either look for these ourselves or our agents will suggest new ones. We always visit the production
location and discuss our criteria with the management before production starts. All new suppliers need to meet
Nudie Jeans’ expectations regarding quality, price, product development, lead-time, working conditions and
ability to work with sustainable materials.
Auditing suppliers by FWF: We have used resources as the country studies for our different production countries,
like Lithuania and Poland, as well as risk assessment made for Italy. During the FWF training in Portugal
different stakeholders participated and we had the chance to discuss directly with them. Topics were risk
handling and general working conditions.

Value Co-Creations*

Channels*

-

company through its channels?
What is the function of each Relationship in each
Value Co-Creation or Value Co-Destruction
relevant for each Stakeholder?

- What Relationships with the stakeholders must be - Manufacturers: Nudie Jeans is not an aggressive sourcing company, we are working with suppliers that we have - Sustainability Report Nudie Jeans 2015
established, cultivated and maintained by the
established a good relationship with and that share our values. When we do need to find new production places - Social Report 2015

Supply Chain Transparency as a
Consumer or Corporate Tool: The Case of
Nudie Jeans Co. Journal of Consumer
Policy 39, 377–395. doi:10.1007/
s10603-015-9283-7

Sources

- Sustainability Report Nudie Jeans 2015
- Informing stakeholders about their actions
- Egels-Zandén, N., Hansson, N., 2016. - Research into the benefits of transparency;

Relationships*

Suppliers
Customers
Trade Unions
FWF
Clean Clothes Campaign
Amnesty International
Textile Exchange
Fur Free Alliance
Swerea
Cheeta Organic
CSR Västsverige

- Who are the recognized stakeholders of the company?
-

Stakeholders*

Answers

Questions

Building Blocks FBM

Perspective
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- What value adding work, organised into business - Break in: Breaking in a pair of dry jeans is a journey that lasts six months. The outcome depends on how you - Sustainability Report Nudie Jeans 2015

- Ecosystem services are processes powered by the

Activities*

Ecosystem Services

sun that use biophysical stocks to create flows of
benefits humans need: clean water, fresh air,
vibrant soil, plan and animal growth etc.
- Which flows of these benefits are required,
harmed or improved by the activities of the
company?

10

processes, is required to design, deliver and
travel. Regardless of your lifestyle, your jeans become a log of the months that pass – you might even end up
maintain the organisation’s Value Co-creations
with a few amusing anecdotes regarding different stains, abrasions, or scrapes.
and Value Co-destructions in order to achieve the - Repair: At our repair shops we o er free repairs on all Nudie Jeans. Because extending the life of your favorite
goals of the company.
pair is a fairly easy task and we have a few ways of doing this. If you live anywhere near one of our Nudie Jeans
Repair Shops, we o er repairs free of charge. If, on the other hand, you don’t have the option to come by one of
our repair shops, we can send you a repair kit free of charge. The Nudie Jeans Repair Kit contains thread, patches
and a few more things necessary to do your own repair!
- Reuse: We don’t believe “throwaway” and “jeans” are words that belong together. Quite the opposite. Jeans are
an item of clothing that age and grow more beautiful with the wearer, and are worth wearing out and mending. If
your jeans have become too small, too big or if you and your favorite pair don’t really get along anymore, you
can hand them in to one of our repair shops and get 20% o when you buy a new pair. We wash and repair each
pair and return them to the shop as second-hand articles. These used and repaired jeans have achieved the
Swedish “Good Environmental Choice” eco label. Jeans that we don’t sell second hand we use as patches to
extend the life of other customers’ jeans that are handed in to us for repair.
- Recycling: Cotton bers actually last much longer than we normally tend to use or wear them. A pair of jeans can
be recycled in various ways. We are constantly looking for new ways of extending the life of cotton ber. We have
transformed old worn-out jeans into new ones by cutting and milling the old ones down to a cotton-like pulp
which becomes raw material for new yarn. In the spring of 2013, rag rugs made from old Nudie Jeans were
released. The rugs were made from jeans that were cut into strips and then woven by hand on manual shuttle
looms. Upholstering old chairs and sofas with worn-out jeans is somewhere between reusing and recycling.
- All bags and gift boxes used in our repair shops are made from 100% recycled paper and are FSC certified.
- The Production Guide
- Auditing by FWF
- FWF training program, the Workers’ Education Program (WEP).

company’s activities to achieve its goals?

Sources

- Sustainability Report Nudie Jeans 2015

- From what ultimate stocks are the tangible - Water
resources moved and/or transformed by the - Organic Cotton

Biophysical Stocks

Answers

Questions

Building Blocks FBM

- Informing stakeholders about their actions

- Informing stakeholders about their actions

Objectives of Sources

People - Who?

Goals

Outcomes - Why?

Needs

EcoSystem Actors

Costs*

Benefits*

Building Blocks FBM

Perspective
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Answers

Flourishing Business Canvas Data Collection Filippa K
Sources

Objectives of Sources

does the company intend to satisfy via its Value
Co-Creations, or that it may prevent an Ecosystem
Actor from satisfying via its Value CoDestructions?

11

- Which fundamental needs of the Ecosystem Actor - Sustainable Development Goals = Defined needs around sustainability

individuals, groups, organisations, or nonhumans?

- Which Ecosystem Actors represent the needs of

the company exists?

- Who and what may have an interest in the fact that

- How does the company choose to measure the - Economic:
costs of the Business Model; each in relevant
- Reverse logistics (i.e. collection, sorting, redistribution and pricing)
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d
- Discount voucher
economically)
- Uncertain sales and revenue forecasts Cost efficiency related to fewer collections

countries (i.e. Sweden, Norway, Finland, Denmark, The Netherlands, Belgium and Germany) and we comply with tax
legislation in all of these countries. As the company is pro table, we pay tax and contribute to the societies in which we
operate. During the last five years we have accounted for the following tax expenses:

- Energy usage
- Social:
- Filippa K has 350 passionate employees, 80% whom are female, 20% whom are male.
- SMETA (Sedex Members Ethical Trade Audit) Certification
- Employee satisfaction index - Employer Satisfaction Survey
- FWF: Workplace Educational Programme
- Economic:
- It is present in 30 markets through its own e-commerce, 50 brand stores and some 600 premium retailers.
- Filippa K Group delivered a profit level of 8% Earnings Before Tax (EBT) for 2015. We have subsidiaries in seven

and linen.

- Our use of conventional cotton is still declining, and is gradually being replaced by organic cotton, BCI cotton, lyocell

level with 3%. And, we decreased our share of class 4 fibres as much as 10%, it ended up at 36% of our total fibre use.

- We increased the use of class 1 and 2 fibres to 47% of our total fibre use, which means that we surpassed last year’s

metrics as well as NGO reports, articles from trade news agencies and information from trade networks.

- Sustainability Report Filippa K 2015

Innovation through Second Hand
Retailing: A Fashion Industry Case.
Journal of Corporate Citizenship 2015,
1 1 – 3 2 . d o i : 1 0 . 9 7 7 4 / G L E A F.
4700.2015.ma.00004

& goals

- Information on their sustainability actions

- Hvass, K.K., 2015. Business Model - Research around 2nd hand retailing as BM

- How does the company choose to measure the - Environmental:
- https://www.filippa-k.com/se/filippak- - List of the sustainable material Filippa K
benefits of the Business Model; each in relevant
uses.
- Filippa K fibre Tool: The evaluation tool divides fibres into four categories. Class 1 and 2 are considered sustainable
world/sustainable-materials
u n i t s ? ( E n v i r o n m e n t a l l y, s o c i a l l y a n d
fibres while class 3 and 4 are seen as non-sustainable and will be phased out by 2030. When Filippa K developed the
- Information on their sustainability actions
- Sustainability Report Filippa K 2015
economically)
Fibre Tool in 2012, we looked at Made-by’s fibre tool, Nike’s Material Sustainability Index (MSI) and the ECO& goals

- By 2030:
- 1. CONSCIOUS DESIGN FOR A BETTER FUTURE
- Only sustainable materials (FK class 1-2)
- Only recyclable styles
- 2. SUSTAINABLE SOURCING & MANUFACTURING
- Full transparency in our supply chain
- Only sustainable production processes (according to Filippa K’s definition)
- 3. RESOURCE EFFICIENT BUSINESS
- Accurate purchase precision in number of pieces produced
- Minimal footprint throughout our business
- 4. PEOPLE IN OUR VALUE CHAIN ARE RESPECTED
- Total compliance with Filippa K’s Code of Conduct based on Filippa K’s values
- 5. LONG-TERM SUSTAINABLE SUCCESS
- Professional long-term partnerships
- Sustain a profit level of more than 10% EBT
- Sustain a growth in comparable units

- Looking at one material at the time, our plan is to make our entire collections sustainable by 2030
- Refer also to Sustainable Development Goals

recycle them wherever there is infrastructure available to do so.

- We want to encourage our customers to take their old worn-out clothes back to a Filippa K store, so that we can

one of our stores so that we can help pass them on.

- We encourage people to give their used garments a second life by passing them on to others or by returning them to

minimize any negative environmental impact in the user phase.

- Social:
- We help our customers take better care for their garments so as to make them last for as long as possible and to

Front Runners of long lasting fashion.

- What are the Goals of this company?
- Economic:
- https://www.filippa-k.com/se/filippak- - Webpage info ‘about Filippa K’
- What is the organization’s definition of success;
- Innovative sustainability as its guide to growth.
- Information on their sustainability actions
world/about-us
environmentally, socially and economically?
& goals
- Environmental:
- We aim to create products with minimal negative impact on people and the environment, which we refer to as our - Sustainability Report Filippa K 2015

Questions

Process - How & Where?

Value - What?

Perspective
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employees.

Resources*

Governance

Partnerships*

Value Co-Destructions

Value Co-Creations*

updated on the latest research and studies.

making a procurement. We always choose professional and serious partners and prioritize those who have a developed
sustainability work and can o er transport alternatives that are more environmentally friendly.
Performance development reviews / Management Reviews
Ethical Marketing
Retail stores
2nd hand stores

industries and government agencies to the Lab to practice their theories in reality. In this way, we get an opportunity to stay
updated on the latest research and studies.
Sweden Textile Water Initiative: a joint project between a number of textile and leather retail companies in Sweden, who
work together to ensure a more sustainable water consumption within the textile industry.
Swedish Shoe Environmental Initiative: a network of companies and organisations within the Swedish shoe business that
supports the creation of more common sustainability guidelines.
SWEREA: Chemical group; chemical and environmental issues
FWF
QuizRR
Mistra Future Fashion
Sustainable Fashion Academy
Bio Innovation Project - Sustainable swedish viscose
Fashion libraries in EU
The Hunger Project - Vision Commitment Action
Textile Exchange - Responsible Wool Standard

- core values such as style, simplicity and quality

Retailing: A Fashion Industry Case.
Journal of Corporate Citizenship 2015,
11 – 3 2 . d o i : 1 0 . 9 7 7 4 / G L E A F.
4700.2015.ma.00004

-

-

-

increasing demand for effectiveness and sustainable profit is always an ongoing process. To attract, recruit, develop and
retain highly motivated, talented and ambitious individuals is our focus.
- Private company

12

- What tangible and intangible resources are - Tencel, silk, linen, Mitsubishi tri-acetate, organic cotton, wool, recycled materials …
required by the company activities to achieve the - Water
goals?
- Labour

company to gain preferred access?
- Which activities do these partners undertake for
the company?

- To which resources do these partners enable the

company?

uses.

& goals

- Information on their sustainability actions

& goals

- Information on their sustainability actions

- https://www.filippa-k.com/se/filippak- - List of the sustainable material Filippa K
world/sustainable-materials

- Which stakeholders are formal partners to the - Organizational development and the purpose of creating a business oriented organization with the ability to handle the - Sustainability Report Filippa K 2015

company, its value propositions and all other
elements of its business model?

- Which stakeholders gets to make decisions about; - Naturvårdsverket (Swedish Environmental Protection Agency)
- Sustainability Report Filippa K 2015
who is a recognized stakeholder, the goals of the - The FK Live Lab is about building cross-functional collaborations. We therefore invite students, researchers, other

- What Value is co-destructed for each Stakeholder,
hindering the satisfaction of the Needs of the
associated Ecosystem Actor, from their
perspective, present and future?

satisfying the Needs of the associated Ecosystem TO STAY RELEVANT AND AESTHETIC, INSIDE AND OUT,
Actor, from their perspective, present and future? WE NEED TO BE PERSONAL,
SIMPLE AND LONG LASTING. ECOSYSTEMS ARE OUR INSPIRATION. PLANETARY BOUNDARIES ARE KEY,
NOT LIMITATION. SUSTAINABILITY IS OUR GUIDE TO GROWTH. WE ARE DEDICATED TO
A CAREFULLY CURATED WARDROBE BUILT ON PERSONAL STYLE, CIRCULAR DESIGN
AND A HOLISTIC APPROACH TO BUSINESS. HOW WE DO SOMETHING IS
HOW WE DO EVERYTHING.
WHAT WE DO IS LONG LASTING.

- What Value is co-created with each Stakeholder, IF WE WANT FASHION

-

- Transportation: Our transports are handled by a third party and we always ask for a sustainability strategy and actions when

- Sustainability Report Filippa K 2015
- Information on their sustainability actions
& goals
- Hvass, K.K., 2015. Business Model
Innovation through Second Hand - Research around 2nd hand retailing as BM

- What channels will be used to communicate and - Online - Website: Care / Lease / Collect
- https://www.filippa-k.com/se/filippak- - Information on Filippa K’s website on
develop Relationships with Stakeholders, enabling - Social media
how to care, lease or collect clothing
world/lease
the co-creation or co-destruction of each of its - The FK Live Lab is about building cross-functional collaborations. We therefore invite students, researchers, other
- Information on their sustainability actions
Sustainability Report Filippa K 2015
value propositions.
industries and government agencies to the Lab to practice their theories in reality. In this way, we get an opportunity to stay & goals

& goals

Channels*

established, cultivated and maintained by the
where 20 selected people among Filippa K employees and external stakeholders were invited. The aim was to challenge the
company through its channels?
conventional way of doing business and find new inspiring ways to interact with users to make them part of our journey.
- What is the function of each Relationship in each - Suppliers: Only the relationship of the suppliers of Front Runners clothing is given, not the rest. All are involved in ecoValue Co-Creation or Value Co-Destruction
fashion and certified.
- FWF Auditing: code of labour practices
relevant for each Stakeholder?

- What Relationships with the stakeholders must be - STAKEHOLDER DIALOGUE 2015: In February 2015 we had a creative brainstorming workshop in Filippa K Live Lab - Sustainability Report Filippa K 2015

- Information on their sustainability actions

& goals

Objectives of Sources

- Information on their sustainability actions

Relationships*

- Unions

development.

- PARTNERS: Through partnerships and dialogue, Filippa K is determined to strengthen our partners’ sustainability efforts.
- NGO’S: Filippa K will appreciate the expertise that NGO’s can provide and cherish their contribution sustainable

time.

- CUSTOMERS : Filippa K will continue to offer customers more sustainable and high quality clothes that stand the test of

being responsive to positive change.

- SOCIETY: Devoted to slow-fashion, Filippa K will actively contribute to a more sustainable society by influencing and

Sources

Stakeholders*

Answers

Questions

- Who are the recognized stakeholders of the - Owners: Filippa K will continue to create value for owners through responsible business actions.
- Sustainability Report Filippa K 2015
company?
- EMPLOYEES: Filippa K wants to be a responsible employer who encourages a balanced lifestyle and empowers its

Building Blocks FBM
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Perspective

Ecosystem Services

sun that use biophysical stocks to create flows of
benefits humans need: clean water, fresh air,
vibrant soil, plan and animal growth etc.
- Which flows of these benefits are required,
harmed or improved by the activities of the
company?

- Ecosystem services are processes powered by the

and Value Co-destructions in order to achieve the
goals of the company.

company’s activities to achieve its goals?

13

the waste and then ship it to a fabric manufacturer in Italy for reuse and recycling to become part of the Re.VersoTM cycle.
Re.VersoTM sort the incoming cutting waste by color, which means we do not have to dye or finish the fabrics. This means
we use 96% less CO2, 89% less water and 76% less energy than in a regular dyeing process, as per LCA study conducted
with Prima Q. We are proud of our Front Runners, products where we can guarantee recycling already today.
- Transparency
- The FK Live Lab is about building cross-functional collaborations. We therefore invite students, researchers, other
industries and government agencies to the Lab to practice their theories in reality. In this way, we get an opportunity to stay
updated on the latest research and studies.
- Sustainability training for employees

- Since 2015 a number of our suppliers are sending their cutting waste from wool fabric to our warehouse DHL, who gathers

longer in use, or return it to us for reuse or recycling.”

- We have a tag inside all of our garments saying: “Since our clothes are made to last, please pass it on to someone else if no

the most suitable way. This is the reason why have a garment collecting system for Filippa K clothes in all our stores.
Customers will here receive a 15% discount voucher when they hand in old and clean Filippa K clothes.

- We therefore encourage our customers to bring their old worn-out clothes back to our stores, so that we can recycle them in

temporarily own additional pieces instead of stacking up for the sake of it. The Filippa K Lease concept is available in
selected stores since February 2015.

- Collections are available for rent. A great option for keeping your wardrobe curated and updated, enabling you to

products and providing an alternative to the practice of shopping and disposal. As an extra bonus, we get a chance to prove
that our clothes really do stand the test of time, in both quality and style.

- Repair service
- Passing on clothing to charity
- second-hand store opened in Stockholm. This store is one way of taking responsibility for the entire lifecycle of our

developed together with Tangent GC. The products combine efficient and gentle care to help make our products last as long
as possible.

Retailing: A Fashion Industry Case.
Journal of Corporate Citizenship 2015,
1 1 – 3 2 . d o i : 1 0 . 9 7 7 4 / G L E A F.
4700.2015.ma.00004

- What value adding work, organised into business - By making our customers aware of how to care for their garments, we not only prolong their clothes’ lifetime, but also help - Sustainability Report Filippa K 2015
- Information on their sustainability actions
- Hvass, K.K., 2015. Business Model
processes, is required to design, deliver and
minimize any environmental footprints during the user phase.
& goals
maintain the organisation’s Value Co-creations - In 2014, we introduced Filippa K Fabric Wash and Filippa K Fabric Care – an ecological detergent and a fabric softener
Innovation through Second Hand - Research around 2nd hand retailing as BM

Objectives of Sources

Activities*

Sources

Biophysical Stocks

Answers

Questions

- From what ultimate stocks are the tangible - Natural fibers
resources moved and/or transformed by the - Water

Building Blocks FBM

10.2. Analysis Method
Observations of BM or Flourishing Business Canvas

Which RQ?

Ecosystem Actors is not filled out for any company

Applicability

Explanation

- Meaning of Ecosystem Actors: “Who and what may have an interest in the fact that the company
exists? Which Ecosystem Actors represent the needs of individuals, groups, organisations, or
non-humans?”

- H&M, Nudie Jeans and Filippa K have an extensive list of their stakeholders and influence in
Value co-destruction is not filled out for any company

Applicability

- Meaning of Value co-destruction: “ What Value is co-destructed for each Stakeholder, hindering
-

-

-

Ecosystem Services is only filled out by H&M

Applicability

Applicability

the satisfaction of the Needs of the associated Ecosystem Actor, from their perspective, present
and future? Value Co-destruction is the negative value proposition of a company”
Only H&M specific defines the impacts along the value chain; but expresses them in the way
they are specific needs that need to be met.
Nudie Jeans & Filippa K are clearly aware as well about the issues along the value chain; but do
not define them as ‘destruction’, but talk directly about solutions
The main clear value-destructions along the value chains of fashion companies:
- Social problems: low wages, forbidden unions, health and safety problems in the factories,
unpaid / low paid over-hours of workers, discrimination and harassment, human rights,
slavery
- Environmental problems: water pollution, water waste, chemical pollution, landfills and
waste, exhaustive resources, green-house gas emissions, energy consumption
Example of Value co-destruction: When shareholders push for more profits, the business will
need to cut costs, like for example negotiate lower prices at the suppliers and this will have an
impact on the wages and treatment of the workers of the suppliers. Social sustainability is
pressured in this way.
Value co-desctruction is in general very difficult to define. 2nd material mostly mention what
they are doing good; but less the problems going on with their stakeholders. Is difficult to
define, when not being part of the company

- Meaning of Ecosystem Services: “Ecosystem services are processes powered by the sun that use

-

Biophysical Stocks are similar for all three companies

the company. When mentioning their stakeholders they include already all the ecosystem actors
of their business.
No specific mentions of actors having an interest in the company but aren’t included as
stakeholder.
Result: Ecosystem Actors = Stakeholders

biophysical stocks to create flows of benefits humans need: clean water, fresh air, vibrant soil,
plan and animal growth etc. Which flows of these benefits are required, harmed or improved by
the activities of the company?”
H&M did mention their impacts on the Ecosystem services and how they need to be improved,
they did not mention this in their Sustainability Report 2016, but in a document of Sustainability
Commitment towards their Business Partners.
- Impact on Climate and Air Quality
- Impact on Water Resources
- Waste, Re-use and Recycling
- Use of Chemicals
- Conservation of species and natural habitats
- It is not because Nudie Jeans and Filippa K does not specific mention these Ecosystem
Services that needs to be guarded they do not act on it; through the sustainability report
these issues are mentioned by giving solutions to it.
- The five elements are compatible for the whole fashion industry.

- Meaning of Biophysical Stock: “From what ultimate stocks are the tangible resources moved
and/or transformed by the company’s activities to achieve its goals?”

- All three companies mention as most ultimate stocks water and the natural fibres used in their
production process. H&M acknowledges as well the resources behind the production of manmade fibres and the need to recycle them to put less pressure on the ultimate stocks.

- Nudie Jeans is only focused on sustainable natural fibres; mostly organic cotton.
- Filippa K focuses also more on sustainable natural fibres, but mentions as well recycled manmade fibres like polyester. But does not put any focus on it.
Needs are defined in a similar by all three companies

Applicability

- Meaning of Needs: “Which fundamental needs of the Ecosystem Actor does the company intend
-

Governance is defined by all three, but mostly limited

Applicability

to satisfy via its Value Co-Creations, or that it may prevent an Ecosystem Actor from satisfying
via its Value Co-Destructions?”
Filippa K and H&M both define the overall needs as the Sustainable Development Goals for
2030 by the United Nations. H&M focusses on 7 specific Sustainable Development Goals, while
Filippa K mentions all of them throughout their Sustainability Report.
Nudie Jeans does not mention the sustainability goals and define needs as what they ‘need’ to
keep doing as a sustainable company. But these needs could as well be applied to the
Sustainable Development Goals.

- Meaning of Governance: “Which stakeholders gets to make decisions about; who is recognized
stakeholder, the goals of the company, its value propositions and all other elements of its
business model?”

- Can be different for fashion companies; and should be better addressed by the companies; clear
that they don’t see the importance

- All three companies do mention the form of the company & their focus on open policy.
- H&M has a separate Report on Corporate Governance so define very clear how the company is
structured and how decisions are made and even link this to sustainability through the ‘Code of
Ethics’ and their auditing teams.

- In the case of Nudie Jeans and Filippa K there is not a big focus on the governance of the
company.
Goals are for all the three companies very well defined.

Applicability

- Meaning of Goals: What are the Goals of this company? What is the organisation’s definition of
success; environmentally, socially and economically?

- Best addition to the BMC; before not really an option to define the goals of the company, while
all three companies start in their sustainability report by defining these goals. Even NJ that does
not aim to change bm or something big, stills mentions goals.

- For all three companies the goals are defined right at the beginning of the Sustainability Report.
- H&M mentions the economic goals more specific in its Annual Report
- Nudie Jeans does not mention anywhere economic goals.
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Observations of BM or Flourishing Business Canvas

Which RQ?

Explanation

Fillipa K is only company that includes economic, environmental and social BMfS
sustainability in its sustainability report.

Integrating all 3 sustainability elements:
- Dyllick & Hockerts (2002): Only a true sustainable company when integrating economic, social and
environmental sustainability simultaneous in the long-run.
- Elkington (1997): Triple-bottom-line: His model says this as well; all three dimensions integrated in strategy
- Process of sustainable development = integrating all 3 dimensions equally (Schaltegger and Burrit, 2005)
- The real challenge of sustainability is not to integrate one of the dimensions in the business structure, but to
optimise all three equally (Schaltegger and Burritt, 2005)
- This holistic, integrated view on sustainability is starting to get widely accepted among academic and business
environment (Hart and Milstein, 2003; Forstmoser, 2006; Baumgartner, 2014; Lozano, 2015).
- Bcs sustainability needs to be defined in the long-run and holistic; it needs to be integrated in the strategy of a
company (Martunizzi and Krumay, 2013) The strategy of the company is the long-run thinking. It can create
potentially new business models; which is the case with H&M and Filippa K. Because of their long-run thinking
and integrating sustainability in their strategy, they are now both moving from a linear business model to a
circular business model. Their innovation in sustainability created new BMs for the company (Martunizzi and
Krumay, 2013).
- Socially responsible apparel business (Dickson & Eckman); again importance of integration.
- Filippa K does this by creating all strategy around sustainability and integrating in Sustainability Report; also the
economic side is discussed and included in the goals. They do not only set-up goals to move towards circular BM
but also how to make their financial state more economic sustainable.
- H&M gives the feeling with having separated reports that they still put the economic sustainability before the
social and environmental sustainability; even though they as well set goals to become more sustainable. But
according to the literature when you look at their current business model described in the media and how they
describe their new BM without including the economic part more, they will never become truly sustainable.
- Nudie Jeans on the other hand does not include economic sustainability in their business reports. They are very
transparent about their social and environmental activities and policies, but not about their economic. I believe
this has to do with the fact that they use their sustainability as well as a unique selling proposition. Everything in
their collection is highly sustainable (not the case for Filippa K & H&M); they are frontrunners and have been
implementing sustainability already for a long time and see this as their ultimate BM. But as the competitive
advantage of these sustainability practices decreases (more and more companies see the need of implementing)
they will need to integrate the 3 sides more; otherwise they will not become truly sustainable. Doing ‘good’
doesn’t get you far when you’re not doing ‘well’ (Upward, 2016). Besides a truly transparent company is only
when you’re transparent on all levels of the company.

All 3 companies mention ‘holistic approach’

"

BMfS

H&M & Nudie Jeans: Clear that when focusing on sustainability; economic BMfS
advantages are less in the picture and less focused on & more seen as an positive
outcome of the sustainability activities => How it shows; at H&M for ex; money will
always be important as it is a public company

“ => Disussion: Can public company put environmental and social sustainability on the same line as economic
sustainability?

Nudie Jeans only publishes a Social Report and Sustainability Report but do BMfS
not really include economic sustainability in their reports.

"

H&M has 3 reports that were needed to fill out the canvas: Annual Report, BMfS
Sustainability Report and the Corporate Governance Report

“

- All three companies acknowledge the problems of the (fast) fashion industry; but do not

Costs are never really defined for environmental and social sustainability; Applicability
issues on the matter are defined (see ecosystem services & needs)

measure in costs but in benefits

H&M and Filippa K clearly stated that their BM needs to change to become more BMfS
sustainable & recognize needing clear partnerships and an holistic approach towards
sustainability; meaning incl economy, environment, social

Beyond Business:
- Hourglass model => Shows relationship between capitals & shareholders; again when you would look at the 3
business models; only Filippa K truly integrates everything in their sustainability report and how they see their
company. Does this mean that NJ isn’t a truly sustainable company? Bcs they lost the ‘traditional’ part of the bm
out of sight or they don’t communicate it clearly
- Porter and Kramer (2011): ‘Shared Value’ (H&M mentions their shared values; FK and NJ not) taking in account
the interconnectedness between business and social environment. The social, environmental and economic
aspects will be included into the value creation process => Value creation is one of the main elements a business
model describes (osterwalder & pigneur) 1 of the reasons why sustainability really should be included into the
BMC.
- BMfS all theories around focus on stakeholders & partnerships: Without including the social environment no
possible way to become truly sustainable => Companies clearly understand this as well; main focus in reports is
on their collaborations. Almost feeling that they try to sum up as many as possible. Main agreement among
authors.
- Companies need to take the complete social environment into account (Sommer, 2012; Bocken et al., 2014;
Abdelkafi and Täuscher, 2016; Lüdeke-Freund et al., 2016)

All three the companies emphasize the importance of partnerships / stakeholders, they BMfS
all focus on their collaborations with different parties in the industry and around

"

Nudie Jeans sees it’s BM as sustainable; but the transparency around all the processes BMfS
is less clear, plus they do not include economic sustainability. Reason; because they
are already sustainable for a while they did ‘enough’ before but are now getting
behind on the improved transparency of companies?

"

H&M has an unsustainable BM because the meaning of fast fashion is in essence BMfS
unsustainable -> H&M wants to change this by going to circular economy; most of
their goals are for 2030/2040 which means they focus on an incremental change
towards a BMfS.

Radical change:
- Morgan (2015): MS accidental change of BM => FK & H&M not coincidental change in BM; really want to go
for circular & adding other BM
- Still a lot of negative comments by researchers on the efforts of the current fashion companies; but when reading
the sustainability reports now it sounds they are now really opting for change
- Gardetti & Muthu (2015) transformative solutions instead of incremental => NJ changed BM long time ago,
H&M and FK make commitment to change towards circular economy by 2030/2040; is this incremental?
Although they promise to change completely

Filippa K wants to make the change to circular economy around the same time as BMfS
H&M; also wants to be fully sustainable by 2030. But in their activities they put a
higher focus on 2nd hand and leasing (probably bcs of high end brand)

"

3 quite different companies but all opt for circular economy; Wells (2013) BMfS
promotes circularity as element of business model: Maybe needed to be
included for fashion? Only H&M really invests in technology improvements
to recycle back to clothing (thread) and not to make something else out of it.
Nudie Jeans & Filippa K are smaller so maybe do not have the opportunities to
encourage technology.

Wells is the only BMfS developer that actually mentions the need of circularity => BM component. Which is of big
importance into the fashion industry. Hourglass model as well defines circularity bcs of the arrows they use; but less
clearly. throughout the whole fashion industry becoming circular is probably the most important environmental
action they could do. Although at this point in time we’re not there yet technology wise; the investigated companies
do all emphasize the need of circularity in the fashion company and do activities / give solutions to do the best as
possible. All accept old clothing, try to recycle when possible, FK & NJ repair & offer 2nd hand as well. H&M offer
2nd hand through donating (not own stores/selling), but no repair service. (prob to do with quality & price of
clothing). For every fashion company to become truly sustainable it is important to ask them what their actions are
to close the loop?

BMs of the companies; all 3 going circular; approach to activities differ, but BMfS
aim for same result.

"

Biophysical Stocks

Advantage

- The 4 buildings on the outside of the business model are interesting questions; the companies need to know which

Ecosystem Services

Advantage

"

Ecosystem actors

Advantage

"

Needs

Advantage

"

Value co-destruction

Advantage

- Was very hard - impossible - to fill out based on secondary material. It really depends who it fills out if it is a

-

are the important elements of social and natural environment are the most important of their company; but the
questions are very general & more typical for an industry than a specific industry - Upward acknowledges this as
well in his explanation of the canvas - So although indeed every company needs to keep these in mind the
questions is if they need to be visualized in the business model of the company?

useful question or not.

- When a consultant or the company itself uses the canvas to map out the situation of the company; value co-

destruction is a really good question for the company, here they will really see the problems that need to be
addressed along their value chain to be able to integrate social, environmental and economic sustainability
equally. Ex given of H&M
- For outsiders (ex academia) value co-destruction can be used as an thinking exercise about problems that could
occur in the company; but harder to define exactly.
Governance

- Governance was not very transparent with Filippa K & Nudie Jeans; and we can conclude of all the information

Advantage

found on the both companies that they find transparency important. It looks like they do not realize the
importance of giving information about this.

- But ‘leadership’ is important in a company and certainly how it is approached. So the Flourishing Business
Canvas shows in this way as well to companies elements they may forget to address in their reports.

‘Goals’ is a really good addition;

- Clearly very important for the companies to state their goals.
- As it is very clear within the fashion industry where the needs are for the industry to become more

Advantage

sustainable - It is for a company very clear to check their GOALS with the NEEDS; when their goals do
not cover many needs, there are opportunities missing
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Observations of BM or Flourishing Business Canvas

Which RQ?

Explanation

ACTIVITIES - Is now at process side, but for social & environmental sustainability Discussion
the activities towards the ‘people’ is also very important; activities that are more
linked to people than to the process
PEOPLE PERSPECTIVE - Where is the customer segment?

Disadvantage

Because the focus is now on the stakeholders (also in the sustainability reports of the three companies) the
focus shifts away from the relationship & segmentation of the customer.

- In the FBC the answers for partnerships and stakeholders are very similar; stakeholders being maybe first

Difference between ‘partnership’ & ‘stakeholders’ & ‘Relationships’?? - Applicability / advantages
Except for customers

defined vaguely and partnerships all in detail.

- Not really clear; in BMC was partnerships the element to define the relationship with the stakeholders,
but as now in the FBC also focus on stakeholders in relationship it is more difficult to define the
difference

- Partnerships = Who are formal partners and which activities do they undertake for the company?
- Relationships = Which relationship is established with the stakeholders through the channels and what’s
the function for the value propositions?

- Stakeholder = Who are the stakeholders
- Link between process & people (bcs focus on stakeholders)
Transparency?

Discussion

Nudie Jeans tries to be as much as possible to be already a circular economy & uses BMfS
these values as their unique selling proposition towards the customer.

"

Mostly Filippa K & H&M mention their collaboration with the government for Discussion
legislation; showed this can also give advantages for the brands. Not really a specific
‘place’ in the FBC to include this (except activities)
The problems in the fashion industry are for all the companies the same; does not Discussion
depend on kind of clothing/price … But the main solutions are also similar: maybe
easier to show
‘Process’ and connection to ‘People’ is really important for the Fashion industry as Discussion
the most challenges within sustainability is connected to the production process of the
clothing. In the sustainability reports the focus is mostly on ‘what’ they do to reach
better sustainability level & with ‘who’ they collaborate to achieve their ‘goals’.
Connection between these 2 is less clear through the FBC -> Value is still centered
like in the BMC; but it looks like this is less important in the fashion industry; but
more ‘who’ & ‘what’.
Biophysical Stocks / Ecosystem Services / Ecosystem Actors / Needs are not different Discussion
for any fashion company - When asking a fashion company to fill out the FBC it
could be already filled out. Maybe idea for FBC to have templates for industries
where these parts are already filled out (with room to include) to show actually that
the companies are aware where to be careful for.
Competitive advantage? 3 companies all aiming to differentiate themselves in their BMfS
market segments

BM => integrate on strategic level:
- Richardson (2008) => BM as a mediator between strategy and organizational level. Which means that as
sustainability is integrated on strategic level it is also included into the business model of the company. So even
when only filling out the BMC the sustainable aspects should already become clear?
- BM shows how to do well as a company so defines the companies business opportunities; when wanting to see
the business opportunities of the 3 aspects of sust they all need to be included into BM
- Integrating sustainability can create business success (Schaltegger, 2016, Hart and Milstein, 1999, Sommer, 2012,
Schmitt and Renken, 2012).
- Lueg et al (2013) Swedish fashion company: Only sustainability activities for marketing purposes; now clearly
still big factor, but goes beyond with the goals setting
- Differentiation strategy with shared value can create new business opportunities (Schmitt and Renken, 2012); 2nd
hand stores & leasing FK & recycling program H&M & new collections H&M - NJ as frontrunner, very good
name as sustainable bcs of their work, repair stores
- The BM can help to simplify the process of incl sustainability in the strategy of a company. (Schaltegger et al.,
2012) Integrating sust values in the BM makes it easier to communicate to employers and stakeholders.
- BM is only one that defines the ‘how’ issues; how will certain opportunities be addressed; which is good for
sustainability bcs it is important to know ‘how’ all 3 will be implemented.

There are so many elements to take into account when becoming more Disadvantage
sustainable as a fashion company , the canvas may simplify to much for bigger
companies. Better as a canvas for new companies to see what the elements are
they need to take into account.

H&M has 3 comprehensive reports to explain the total business structure; which is needed because big
company composed of different brands: In Flourishing Business Canvas it looks like very thorough
sustainability practises. While Nudie Jeans is well-known for being a transparent and sustainable company
for already many years …

Clear overview

Advantage

The FBC shows clearly and schematic an overview of the company; which helps to improve the transparency of the
company & they can see themselves where there are more unclear gaps in their value chain

Questions are complicated & not always clearly to the point

Disadvantage

You need time to understand every question; & certainly the used words are not always easy for non-english
speaking companies or companies that are not yet familiar with sustainability practices.

- It’s not possible to use the tool to evaluate your business on social and environmental sustainability level.
- The only thing you can say is ‘if’ they include it in their processes and ‘how’, not if it is enough, if the company

Whats the actual gain: you can’t see level of performance; so useless to show to Disadvantage
others

is now more sustainable.

- Clear when looking at canvas H&M and Nudie Jeans => In H&M’s canvas you can fill in a lot, but it is certainly
not a more sustainable company than Nudie Jeans.
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