Designing a coaching program on how to
develop a circular and sustainable business
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This handbook is designed for BSO, Business support organizations that want to help SMEs and starters to develop
circular and sustainable business models in a group setting.

This scaling handbook is based on the results and experiences gained from the Interreg North Sea project Circular
Innovation Business program (CIBIP).

The purpose of the handbook is to provide you as a BSO with the necessary knowledge, tools and methods to be
able to recreate and further develop the program that was developed in the CIBIP project. Furthermore, the
handbook will contribute to you as a BSO, to have the knowledge and methods to help SMEs work and act in a more
circular way.

The handbook contains a detailed introduction to "Circular Economy and Circular Business Strategies" as well as
information on what problems can be associated with working circularly and how to identify these problems. The
handbook also contains a detailed description of the process developed in the CIBIP project, as well as a
presentation of the results and experiences gained in the project. In the appendix you can find the template and
tools used throughout the program as well the overall program presentation.
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The CIBIP project aimed to evaluate a transnational Circular Business Innovation Programme tailored for small and
medium-sized enterprises (SMEs) across both rural and urban areas seeking to develop sustainable business models.
To ensure inclusivity and accessibility, the program was conducted entirely online through collaborative digital
platforms.

The participating companies could be both start-ups as existing companies, both product-driven or service-driven from
different sectors. The program emphasized the exchange of knowledge, experiences, and networks among participating
companies from partner countries through structured group discussions and breakout sessions.

Facilitating the exchange of knowledge, experience, and contacts was a key objective of the program. To achieve this,
participation from companies across all partner countries was deemed essential. Consequently, workshops were
structured to allow ample time for group discussions and break-out sessions, enabling participants to engage with
peers from different countries and share their ideas.

The program emphasized the development of a sustainability mindset and skills, alongside traditional entrepreneurial
skills, recognizing the importance of both when establishing a successful and sustainable circular business model.

Participants were encouraged to articulate their personal drive and purpose, focusing on generating positive societal
and environmental impacts while considering the needs of customers and stakeholders. Additionally, they were
prompted to adopt a broader systems thinking approach, considering their entire value stream and the necessity of
collaborating within their ecosystems.

To enable participants to focus on developing their own circular ideas, the workshops were designed to be highly
practical and action-oriented. A balance was sought between providing sufficient theoretical context and allowing time
for participants to create and collaborate on their ideas. During the workshops, partners adopted a coaching approach,
guiding participants through questioning to facilitate idea development and encourage ownership. Additionally,
homework assignments were provided between sessions to expedite progress, with the level of effort left to the
discretion of individual participants. Individual coaching sessions were available upon request between sessions to
address any challenges participants encountered, with the initiative for seeking assistance resting with the participants
themselves.
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To enhance tangibility, efforts were focused on preparing participants to deliver a pitch detailing their circular
business idea to selected internal and external stakeholders. This involved consistently emphasizing the connection
between the core tools employed, namely the Value Creator, Circular Business Model Canvas, and Pitch, throughout
the program.

Throughout the program, emphasis was placed on utilizing core tools such as the Value Creator, Circular Business
Model Canvas, and Pitch. Prior to commencing the initial iteration of the program, a problem discovery exercise was
conducted internally to ensure alignment with identified needs. Subsequently, two iterations of the program were
implemented to facilitate testing, learning, and refinement of the approach. For instance, in the first iteration,
optional master classes were offered, focusing on theoretical aspects of sustainability, logistics, supply chains, and
marketing. In the second iteration, these master classes were provided as recorded support, with sessions
concentrating more on practical application.

Furthermore, as a partner in the project, networking opportunities with regional manufacturers were expanded.
Additionally, masterclasses and workshops contributed to enriching educational content aimed at future young
entrepreneurs.
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It is important that when initiating the circular transition, companies have various options to consider or initiate,
including:

e (Claritying their level of circular ambition

e Designing circular products or services

* Innovating their business model to incorporate circularity
e Enhancing collaboration within their ecosystem

e Expanding "circular" job roles and skills

e Developing supporting (digital) technology

e Elaborating on (reverse) logistics

e Optimizing resource management

It's essential to acknowledge that a company cannot pursue all avenues simultaneously and must prioritize to make
orogress. When implementing a program, it's necessary to choose an approach and focus. In this case, we opted to
orioritize "business model innovation" and the development of a "new circular product/service" as starting points,
while also seeking to incorporate other elements where feasible (facilitated by the Circular Business Model Canvas).
he emphasis on a "new" circular business idea versus adapting an existing product/service influences the types of
participants attracted. Established SMEs often concentrate on their current offerings and are more inclined to
explore circularity within these existing products/services. On the other hand, circular business model innovation is
more accessible when starting from scratch, making it more appealing to startups and less so to existing SMEs unless
they identify an opportunity to pilot a new circular business idea alongside their ongoing operations.
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To illustrate the basic principles of a Circular Economy, the below infographic from Circular Flanders can be

used. e~ + ey v — v e
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Figure 1 - Infographic from linear to circular economy. Source: Interreg
https://vlaanderen-circulair.be/en/infographics North Sea
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https://vlaanderen-circulair.be/en/infographics
https://vlaanderen-circulair.be/en/infographics

It explains in a visual way that in the current, linear economy, we take resources from the Earth, make products from
them, and eventually throw them away as waste - the process is linear. In a circular economy we stop waste from

being produced in
end of the lifecyc
maximizing the va

the first place. Materials and products are re-used, re-paired or changed into new products. At the
e they are recyclable or degradable. It is about minimizing emissions, pollution and waste and
ue of products, parts and material. It is a very simplistic illustration of a circular economy, but the

end goal is to have an economy that is good for profit, planet and people!

For more information on new economic approaches and circular economy we refer to:
Doughnut economics: https://doughnuteconomics.org

Butterfly diagram - Ellen MacArthur Foundation: https://ellenmacarthurfoundation.org

LINEAR ECONOMY

RECYCLING CIRCULAR
ECONOMY ECONOMY

» lay Circular Flanders
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Based on the circular economy model, SMEs can find a new way of thinking about how to produce and consume
goods. In addition, It offers economic benefits to businesses as well as sustainable benefits for the planet. With an
increasing world population, it has become apparent how the linear system results in an overexploitation of the
earth’'s ecosystems, shown in research such as “Planetary boundaries” (Stockholm Resilience Centre).

Another way of looking at the over use of resources is in the concept “Earth Overshoot Day", which marks the date
when humanity’s demand for ecological resources and services in a given year exceeds what Earth can regenerate in
that year. In 2022, Earth Overshoot Day landed on July 28. This means that we take out more resources from the

planet, in a faster pace than what the earth can build.

In addition to the increased pressure on the planet, there are also some concrete arguments for going circular. In the
program we focussed particularly on the importance of being less dependent on raw materials and regulatory

changes.
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e Less dependent on raw materials
Raw materials are not infinite. The below infographics illustrate how much is left of certain raw
materials, and where these are minded, which is mainly outside of Europe.
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Figure 2: where to find leftovers.
Source: https://vlaanderen-circulair.be/en/infographics
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Where to find the leftovers?
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Not only are resources finite, before they are completely used up there comes a period of uncertainty with highly
fluctuating prices and delivery times. Relying on raw materials, as in a linear economy, does no longer give
guarantees. If your business has other ways of getting resources (through re-using, recycling, ...) it is more resistant to

commodity crises.

e Regulatory changes

Legislation is changing rapidly, and with the European Green Deal, where the European Union is to become the first
climate neutral unit by 2050, we can expect a series of changes. This includes new regulations on polluting materials
and non-financial reporting under the Corporate Sustainable Reporting Directive (CSRD), etc. These regulations,

among others, emphasize a stronger responsibility along the value chain o
perspective, stricter evidence on how to measure and communicate sustainab

who have already changed from linear to circular systems.

.~

products and services and life cycle
e values, which all benefits companies
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C. R-strategies

How to get started with circular economy? The R-strategies provide a practical tool for circular entrepreneurship. The
strategies are ordered according to the degree of circularity and provide useful guidance to move up the ladder. Consider
adding real business example to illustrate the strategies (cf. slides complete program).

ategies. Source: Adapted from Potting et




Moving from a linear, take-make-waste model, to a circular economy also means exploring
new business models. We looked deeper into 5 business models (see figure below) and used
real business examples to bring these business models to life.
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Figure 5: Circular Business Models. Source: Adapted from
https://vlaanderen-circulair.be/nl/kennis/infografieken

5 Business models

8 SYSTEMS Thiny, Circular input:

Renewable energy, bio-based or fully
recyclable materials to replace resources
with only one life cycle

LOGISTICS

Resource recovery:

Recover usable raw materials/energy from
discarded or by-products

REPAIR/ ~Prolong lifespan:

G
i Extend the functional life cycle of a product

through repair, upgrading and resale

CON-

SUMPTION Sharing platforms:

Enable more intensive use of products
through shared use/access or ownership

END OF LIFE

Product as a Service
aas):

Offer access to a product and retain
ownership in order to enjoy the full benefits of
a closed cycle
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The project utilized a version of the Value Proposition Designer tool, originally created by Dr. Alexander Osterwalder
and adapted by Drivhuset Goteborg, to identify the needs of our target groups. This process is essential to ensure that

we create products or services that are valuable not only to ourselves but also to our target audience. The steps
involved include:

e Define the various target groups with sufficient specificity to determine their most significant
desires or perceived problems.

e Schedule meetings with individuals representing each target group and conduct interviews.

e Pose questions to individuals within each target group regarding their desires, problems, and
potential solutions (to-do list). Organize the information for each target group separately on
distinct pages.

e Ildentify common patterns in the responses gathered from the target groups and compile unified
lists of the top three wishes and problems, along with a collective to-do list.

The problem discovery process revealed that the primary needs of the target groups centered on general business
development, circularity, and networking. Key concerns included achieving financial sustainability, attracting
customers, securing investors, and expanding networks. To address these needs, the program was designed to
incorporate specific teachings on circularity alongside broader business development insights, and networking
opportunities were ensured. When communicating the program to attract participants from the target group,
alignment with these identified needs was emphasized. Additionally, our overarching purpose—to assist Small and
Medium Enterprises (SMEs) in constructing more circular business models—was highlighted. Prioritizing the needs of
the target group during problem discovery is essential for tailoring value to their requirements. Subsequently,

integrating our purpose into the final product ensures value creation not only for the target group but also for our
cause.
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The optimal number of participants for the program falls within the range of 15-20 individuals, facilitating ample
opportunities for group discussions, dynamism, and interaction. We found participants through the following methods, here
are some recruitment tips..

Due to the absence of established program branding (Interreg CIBIP), the project's own social media and website lacked the
necessary reach to promote the program adequately. As a result, social media channels belonging to project partners were
utilized, alongside direct communication methods targeting specific groups. These included email marketing, phone calls,

newsletters, events, and communication through local company networks. The majority of applications were received
through these direct communication channels.

The projects communication and recruitment of participants have been more difficult in some regions (e.g. Denmark) and a
ittle easier in other regions (e.g. Sweden) depending on the existing reach and contact to the target groups by the project
partners. First of all, a clear definition of the target groups was necessary to be defined. We chose two target groups that
ooth focussed on SME's and Startups: 1) Product and 2) Service companies. We had to include both, even though the content
of the program did fit the companies with a product best, because of the circularity discussions of the choice of materials.

In Sweden, the two partcitipating project partners both work with startups. The same goes for Norway. In Denmark, the
project partner works with existing companies in a smaller municipality. Even though the program is very relevant to existing
companies, it showed that mostly startups were interested in making time for learning about circular innovation and
business models. Therefore the communication was very different in the different regions.

When considering a new branding for the program, it's important to recognize that its reach may not be sufficient for
effective promotion. In such cases, it's advisable to utilize the social media channels of partners and other communication
channels to promote the program. Tips on communicating the program

Focussing on the value that the target group is getting from participating is always a good idea. On social media we also
posted some testimonials with previous participants explaining their expectations and what they got out of the program.
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Through a series of 6 workshops we worked towards the final pitch presentation. In between the workshops, the
participants had the option to schedule free one-on-one coaching sessions with the coaches.

Circular Business Model Canvas

Key Partners &

From whorn do we need help
1o deliver our value proposition?

Partners that contribute te feng-term
refations and trust in the value chain
Suppliers of ciroular raw materials
Remanufacturers

Bank / financing with an understanding
of circular value creation

Key Activities (/]

Which key activities are required
to deliver our value proposition?

Provide the product as servicesfunchion
Davelop sharing platferm

Redistribute praducts

Mamufacture / digtribute circular products
Regenerate (restore and renew) natural systerns

STRATEGIC DEVELOPMENT

Product design and material improverment
{dezign out waste and palfuticn)

Stimulate cireudar behaviour

Activities that we must and

wy ® [a8]
Value Propositions §§ | Customer 4
Which value do we create for our customers? RE Iat iDI'ISh ip5

Which needs can we meet?
Which types of relations should we

establish with our customers?

Examples of circular offers:

Product as a service / function

Virtualized product Extended after purchase through service offer
Sharing platferm User community through sharing platform
Redistributed product Foadhack of how the product/service is used
Rermanufactured product Ce-creation

Praduct made of circular raw material / reused rmatarial
Service for repair / upgrade
Product fram regenerative land use

Customer Segments §)

For whom do we creats a value?
Who are our customers?

Buyer/user of cireular product or servicesfunction
User of sharing platform
Buyer of residual flows or recaptured materials

Which activities can we do to mitigate the damages?

Which impact does our business model
have on planet and society?

Key Resources -i' Channels M
)
Which key rescurces are required Thraugh which channels do our
1o deliver our value proposition? custamers want 1o communicate?
How do we want to communicate
with our customers?
Circular materials / components
Digiral platform {for product as a service, sharing)
Land for regensrative use How do we get feedback from our custarmers?
Locala environments (natural, cultural)
Brand carrizrs
Time {circuwlar value is created over long time)
Customers that return products
SYMEIOSIS UMNUSED RESOURCES RETURM LOGISTICS
Partners for symbrotic interaction for exchange Residual flows / by-products Take-badk systam (businass, industry)
of raw matenials, knowledge and finsnang Physical assets with & low utiization rate Incantive fredemption, discount]
Cost Structure /' Revenue Streams e
Which are our main costs? What are our custormers willing to pay for?
Which activities and resources are most expensive? How and when are payments made?
Circular raw materisls Development of digtsl platform (PasS, sharing) Agreaments for product s a service/function (rant, leasing, subscription, pay-peruse)
Recycling of recaptured materials Leng-term investroents for strategic development Sale of circular product
Rernanufacturing Leng-term investmeants for regeneration of natural systerre / local environments Sale of service for repair/upgrade
MNEGATIVE IMPACT ON PLANET & SOCIETY POSITIVE IMPACT ON PLANET & SOCIETY
How will cur value proposition damage planst and socisty? IMPACT Which improvements for planst and society will cur value proposition create?

Which additional improvements can we contribute to?

Version 1.0 English June 2020
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In the below chapters (iii) Program Roadmap and ((iv) Workshops & Tools, we offer you an overview of the overall
program structure and the structure of the individual workshop days (duration, content covered, tools used and
expected homework). Ideally you look at this in combination with the overall program presentation (see appendix) as
we do not transcribe each workshop in detail, which you have already in the overall program presentation.

Over the course of six workshops, participants progressed towards the final pitch presentation. Between these
workshops, participants had the opportunity to schedule one-on-one coaching sessions with the coaches.

In the following sections (iii) Program Roadmap and (iv) Workshops & Tools, you will find an overv
ing duration, content cove

overall structure and the layout of individual workshop days, includ

expected homework. It is recommended to review this informat

ion in conj

unction with t

iew of the program's

red, tools used, and

ne overall program

presentation (see appendix), as detailed workshop descriptions are provided there, eliminating the need for

transcription in this document.
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I. Program Roadmap

2 week break 2 week break
- -

WHO IS WHO IS PITCH
YOUR YOUR PROMOTE
CUSTOMER? CUSTOMER? FINANCE

INTRO
FIND YOUR WHY
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Day 1: link between Tools and CBMC

Day 1: Circular business
models
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Il. Workshops & Tools

Program Day 1 - Intro & Find your why

Duration 9.00h - 16.00h

- Who are we?

- Circular economy

- Sustainable Development Goals (SDGs)
Content ,

- Introduction to the platform

- Who are you?
- What is your WHY?

- Circular Business Model Canvas
- 5x Why (Simon Sinek)
- Circular Business Models diagram

- R-strategies ladder

- Watch Videoclips with extra information on circular strategies, business

Homework

models, materials & sustainable development goals

s Interreg
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Day 2: link between Tools and CBMC

DAY 2

A I -
Day 2: Opportunity Map I

Day 2: value
Circular Busine creator
+

think beyond

customer

value
Day 2: circular value stream mapping
P

A GREEN
. TRANSITION
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Day 2: link between Tools and CBMC

Program Day 2 - Circular Business Model Canvas & Value

Duration 9.00h - 16.00h

- Intro to agile

- Map and Merge your assets: opportunity map
Content - Value proposition designer

- Circular business model canvas

- Circular Value Stream Mapping

- Opportunity map
- Value Creator (left side)

- Circular Business Model Canvas

- Loop with your customer segment to understand their needs (Right side
Value Creator)

Homework

- Identify the circular strategies to implement in your business
- Finalize first version of CBMC

s Interreg
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D A I 3 Circular Business Model Canvas

Key Partners &

Day 3: link between Tools and CBMC
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Day 3: link between Tools and CBMC

Program Day 3 - PIVOT & Customer

Duration 9.00h - 16.00h

- Recap of day 1 & 2. Present customer needs
- Pivot

- WHO is your customer (segment -persona)
-SDG’s

- Create persona

- Who are your competitors

- SDG Impact Assessment Tool

- Persona & Segmentation

- Competition

- Circular Business Model Canvas

Content

- Create persona
Homework - How can you contribute to the SDG's?
- Analyze your competitors/partners

Interreg "% | Co-funded by
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DAY 4

Day 4: link between Tools and CBMC

Circular Business Model Canvas

Key Partners &
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Day 4: link between Tools and CBMC

Day 4 - Minimum Viable Concept/Product (MVP)
How to Pitch

Program

Duration 9.00h - 16.00h

- Available resources

- Recap day 3. Present persona

- Finalize the right side of the BMC

- How to pitch

- What is your solution now? MVP / MVC

- Communicate sustainability/circularity vs. Greenwashing
- Value Creator (right side)

- Pitch structure

- Circular Business Model Canvas

- Finalize your MVP/MVC

Homework _
- Pitch MVP/MVC
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Day 5: link between Tools and CBMC

Day 5
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Day 5: link between Tools and CBMC

Day 5 - Circular Business Model Canvas (left side)
Practice Pitch

Program

Duration 9.00h - 16.00h

- CBMC left side:

- Key partners & Systems Thinking
- logistics & funding

- Practice Pitching circular ideas

Content

- Circular Business Model Canvas

Tools _
- Mapping partners

Homework - Finalize pitch
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Additional

Resources

13.00h - 16.00h

Pitch for external jury

- Country Profile with information and useful references on circularity &
business support
- optional one-on-one coaching
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The objective of the alumni initiative was to facilitate mutual learning among participants and serve as a support tool
for founders to maintain focus. Throughout the duration of the program, international alumni were offered follow-up
events at regular intervals, including a marketing workshop on 14.12.2023 and a sales workshop on 10.01.2024. The
partners also provided follow-up coaching for participants requiring additional guidance in their business models.

Following the conclusion of the program, international alumni were invited to join the Startup Preschool alumni,
granting access to startup services and international programs like the

components of the alumni network will be overseen by national partners.

-irst Customer program. The national

Moving forward, it is recommended that the program be integrated into an existing alumni program, enabling
participants to seamlessly join an established framework.
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Communication

One challenge with the programme was recruiting participants. We believe the main problems was that we were
trying to establish a new brand but CIBIB as a brand did not show the intention as well as Circular Innovation Camp.
In the future, we would recommend that the programme is branded differently in different regions: “Drivhuset”
branding in Sweden, Startup Migrants branding in Germany and Norway, and UCLL & Blenders in Belgium.

1.Program branding:
a.avoid acronyms that only mean something for yourself
b.if you have an existing brand - use or link to this brand
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Engagement
We noticed different levels of engagement in each country. Where in Sweden many entrepreneurs signed up for the

program, interest was lower in other countries. A reason might be similar programs that are already existing in
these countries. To not have an imbalance with too many Swedish participants, we applied a first come, first serve

rule in Sweden to decline some participants.

e For the recruitment of the second round we paid attention to:

e Change the program name from CIBIP to Circular Business Camp

e Changed the duration from weekly half day workshops to concentrated bootcamp days

e Highlight the mix of knowledge and practical guidance to apply learnings on own business

e Highlight the international network in Northern Europe and additional information such as country profiles and
an overview of circular hubs in Northern Europe

e | everage testimonials from round 1 to promote the program

Program
1.Make it easy to attend: Companies have a busy schedule. For startups a programme with 4 blocks divided into 3

focussed training sessions of two days with time for homework between the sessions is easier to handle, than a
spread out programme of consecutive weeks.

2.Keep it practical. Businesses want to solve their own problem, so it is important to find the right balance of
theory and practice in workshops/breakouts: Limit theory to the minimum, but use circular examples in the
theory part to make it tangible.

3.Income versus values. Balance business innovation skills with circularity related skills

4.Give companies new perspectives: The idea is that the participants should learn from each other through

cooperation.

Discussions with others were highly appreciated and several also pointed out that they liked the international focus,
as this gave new perspectives.
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6. Break-out sessions:
a.Smaller groups based on similarities work well
b.Allow for some rotation as well to provide additional perspectives
c.Keep time: give every participant the possibility to present and discuss their ideas
d.Not all personalities match, allow flexibility to change groups
e.Groups of three or more can mitigate the above and enrich the discussions

7. Digital set-up: works well, but do not assume that everyone is equally digitally skilled - allow sufficient
time for support

During the Circular Business Camp participants worked together in groups to develop their business. In some
groups the development, and the homework, was really impressive, while in other groups the progression was
weaker. The facilitator needs to be flexible to align with the varying levels of assistance required by the participants.

Many participants, when returning to their everyday lives/work, did not work on their models/homework in between
the camps.There are several possible solutions to this:

8. Homework in between sessions
a.More time in between sessions helps
b.Clear workbook can help to keep track and link with prior work
c.Provide clear instructions and sent a reminder via email about the tasks
d.In the end, the homework is just an enabler to support their own drive/commitment (perhaps consider not
calling it "homework” due to possible negative experiences for the participants)
e.The pitching at the end of each program was definitely the best motivator for the participants to do their

homework.

9. Pitch as final deliverable:
a.A concrete end presentation is the best best motivator - suddenly a lot of progress is shown
b.Another motivation with the final pitch was that we invited external actors as a “jury” to give feed-back to the

participants on how they could continue their work.
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For our pilot we had too many facilitators. To be able to scale this model the cost should be reduced to about 10,000
euro or /500 euros/participant.

There are in our opinion two ways to scale this programme.

1.The first way is to use the methology on site in a local setting and inviting in guest speakers with special
knowledge for certain slots.

2.The program is run as a digital seminar - but with one main facilitator, guiding the participants through the
program, plus a student intern assisting, in addition to guest speakers.

We believe that both these models will create additional value - as the participants will get a main facilitator who they

can build a relationship with, in addition to inspiring guest speakers. Startup Migrants have had considerable success
with this approach
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'he purpose of the “target group loop” is to understand the target group's needs, challenges, problems and wishes.
"his loop is not about your solution at all. Identifying someone's needs is difficult and the process is diffuse in several

different ways. It is difficult in this way that people are not always aware of the underlying needs that guide their
preferences and behaviors.

But our needs and values guide our decisions and behaviors whether we are aware of them or not. Instead of asking

guestions about needs, you can ask questions about someone's wishes and problems. Desires and problems are
something that most people perceive as more concrete.

Compare for example:
"What do you need when you travel by train?"
and

"When you go by train, what do you want from the train journey?"

It is important to stop and take inventory of all the wishes and problems that someone may experience and not to
move on too quickly. The first answers that come might be automatic answers, i.e. answers that come without the
nerson having reflected on why they answer in that particular way. The initial responses may be influenced by what
that person has experienced that particular day. Research into decision-making, refers to this phenomenon as
availability heuristics. But it does not always mean that that particular desire or problem is the most important for
the person if they were to look at the overall picture. Therefore, it is important to identify many wishes and problems

first and let the interviewee prioritize between them then when you have made the alternatives visible and the
person can contrast them in a clearer way.

To help you facilitate this process, we use the value creator tool. The right side of the value creator tool specifies what
information you are looking for about your target group in the target group loop.
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VALUECREATOR

AN THIS IS HOW YOU HELP THE

CUSTOMER TO FULFILL THEIR WISHES TARGET GROUPS
\‘\ Describe how your services/products WISHLIST ,/"
. fulfill the target group’s wishes What is written on the .
A target groups wishlist? A

N y,
S ’
S ’
S y
S /
\\ ’,
[ | [ ]
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What are the
most important

activities for the
your value proposition

TARGET GROUPS . target group
is based on.. THIS IS HOW YOU HELP THE CUSTOMER TO PORBLEMS/OBSTACLES do to fulfill

/’ REDUCE/REMOVE THEIR PROBLEMS/OBSTACLES .  their most important

List all products
and services that

7 What are the target groups 30 Wishes?
o Describe how your services/products the worst obstacles or biggest S
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Step one in the value creator is to find out what the target group wants in the given context that is relevant to your
solution. - What is the most important in the specific context?

For example:

If you are developing a solution to get sedentary children to move more and the target group is parents, ask open-
ended questions about what they might want for a meaningful leisure time for the family (including the children). It is
important that the questions are not designed in such a way that they are too narrowly focused on the solution you
are developing, but instead focus on the context regardless of the solution you have in mind.

If you ask questions with your solution as a filter, you run the risk of eliciting answers that are certainly connected to
your idea, but may not be the requests that are the highest priority of the parents. List all possible wishes that the
target group might have. Don't settle for the first wishes that come up because these can be strongly influenced by
what has happened to the person you are talking to that particular day.

Remember to search for functional, social and emotional wishes and also listen for understood and unconscious
wishes. When the person cannot think of any more wishes, it is time for the next step - ask the person to prioritize
between the different wishes and choose a maximum of three of them.

For example, ask: "Of all your wishes, if you could only choose a maximum of three, which would you choose?"

Step two

is to find out the target group's highest priority problems. A problem is something that prevents the target group
from achieving their wishes.

These too can be functional, social or emotional, expressed, implied or unconscious. In the same way as when it
comes to wishes, you need to list all conceivable problems and obstacles that stand in the way of the target group's
important wishes being fulfilled. When the individual you are talking about has exhausted all conceivable problems
and obstacles, you ask him to prioritize the maximum top three, worst problems that stand in the way.
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Step three

Once you've got your top lists of wants and problems, it's time to find out what's on the target groups to-do list. What
options does the target group see in front of them to either fulfill their wishes or solve their problems? It can be
about ideas for concrete solutions, but also about activities that can lead the target group to find solutions.

Returning to the example of activating sedentary children, for example, this could be on the to-do list:
"| registered my child for a sports association" (idea for solution).

'm googling for different leisure activities" (activity to search for a solution).

The to-do list is important from many perspectives. The target group can sit on exciting ideas for solutions that you
can include in your development work. After all, the to-do list is also your competitor analysis where you find out
about possible direct competitors, as well as the target group's substitutes, i.e. other ways of solving the problem or
fulfilling wishes that differ from your solution. The to-do list can also provide clues to other central building blocks in
your business model canvas or public model canvas, such as which channels the target audience uses. When it
comes to the to-do list, finding a top 3 list isn't as important. Instead, you must compile a list of information that
many of the target group have confirmed and there may be more options than three. You need to develop your

solution so that it becomes the best option compared to the options that are on the target group's to-do list at the
moment.

"You need to develop your solution so that it becomes the best option compared to the options that are on the target
group's to-do list at the moment."
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Work at the target group level

In the target group loop, you look for the target group's top 3 lists in terms of wishes and problems. If you only talk to
one individual, you get an individual perspective. Individuals can differ even if they are part of the same target group.
You need to talk to enough individuals in your target group until you discover a pattern.

This is called achieving "saturation" in your material - further interviews do not provide much more information.
When many individuals from the same target group leave the same answer (even if they probably formulate
themselves differently), you can draw conclusions at the target group level and not at the individual level. If you do
not find a pattern, despite having spoken to many individuals from your target group, it is because the target group is
too broad. There are probably several target groups hidden within your definition, which causes the feedback to
spread. Then you need to go back and define your target group more clearly. The same applies if you talk to
individuals from different target groups and try to compile the information on a right-hand page in the value creator.
It is important that you make a right-hand page for each target group and sort information and feedback in the
correct right-hand page to be able to discover patterns and draw conclusions about each target group!
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a.Collecting data
Through the target group loop, you have hopefu
most important wishes, top 3 most important
(activities that they do or options that they see

ly validated the prioritized needs of your target groups by identifying their top 3

oroblems and obstacles that stand in the way and what is on their to-do list
for to either fulfill their important desires or solve their worst problems). You

have compiled these in a right-hand page for each target group. Now is the time to develop your solution and ensure that your
solution has a clear connection to the needs of your target group. Use the assembled right side as a starting point

You can use this template to collect the data that you and your partners have gathered during the problem discovery and create

a common “right side!” to The Value Creator

TARGET GROUPS
WISHLIST

What is written on the
target groups wishlist?

e What is on the target group's common wishlist?

TARGET GROUPS
TO-DO-LIST e What is on the target group's common problem/obstacle
What are the list?
most important
activities for the e What is on the target group’s common to-do-list?
TARGET GROUPS target group SEH STOHP
PORBLEMS/OBSTACLES do to fulfill
. their most important
What are the target groups . wishes?
the worst obstacles or biggest . |
problems that stand in the way of .

their wishes coming true?
Top 3..
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b. Designing the solution with the problem discovery

On the left side of the value creator tool, you describe in the
"Solution" field what your solution looks like, what it contains for

different parts and functions.

THIS IS HOW YOU HELP THE

“ fulfill the target group’s wishes

List all products e - - - - >

and services that /’
your value proposition '

is based on.. THIS IS HOW YOU HELP THE CUSTOMER TO
REDUCE/REMOVE THEIR PROBLEMS/OBSTACLES

/ Describe how your services/products
ot reduces or removes the target audience

e worst problems or obstacles

\ CUSTOMER TO FULFILL THEIR WISHES

N Describe how your services/products

Try to be as concrete and detailed as you can. You need
to be so concrete and clear that someone who has not
heard of your solution understands what you offer. On
the left-hand side.

e You must also describe how you contribute to
fulfilling your target group's prioritized wishes
and/or how you contribute to reducing or
completely removing their  worst-perceived
problems and obstacles (which are on the right-
hand side of the value creator). You don't have to
fulfill all three wishes and solve all three problems, but
you must find at least one connection between your
solutions and the wishes of the target audience.

- This is where you create VALUE

Do you manage to create that connection with your
existing version of your solution or do you need to
make one or more pivots (changes) already now? Does
it turn out that only part of your solution is creating
value for your target group and that you need to zoom
in and develop only that part? Is it difficult to create
links to the right side with the existing version you have
now and need to consider adding new features or
parts? Did it turn out that the problem you had
intended to solve was not a high priority with your
target audience and that perhaps you should rethink
and change the problem to solve for them? Or is it
perhaps that you still believe you can create value, but
not for the target group you have in mind but for
someone else.
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https://www.interregnorthsea.eu/sites/default/files/2024-02/CIBIP%20-%20Circular%20business%20innovation%20program%20%28entire%20program%29-komprimerad.pdf
https://www.interregnorthsea.eu/cibip/cibip-toolbox
https://www.interregnorthsea.eu/cibip/news

As we conclude this handbook, we extend our gratitude for your commitment to helping SMEs move from a linear
business model to a circular business model. Rooted in the insights and experiences derived from the Interreg North
Sea project Circular Innovation Business program (CIBIP), this handbook equips you, as a Business Support Organization
(BSO), with the necessary knowledge, tools, and methods to replicate and advance the program developed within the
CIBIP project.

Our aim is to help BSOs to guide SMEs in embracing circularity, thereby catalyzing positive environmental and economic
impact. Through a comprehensive exploration of "Circular Economy and Circular Business Strategies," this handbook
serves as your compass in navigating the circular business landscape.

The detailed program description, accompanied by the presentation of results and experiences learned in the CIBIP
project, offers a blueprint for implementing successful circular innovation initiatives. Additionally, the appendix provides
access to templates, tools, and the overarching program structure, facilitating seamless adoption and adaptation within

your organization.

Thank you for your dedication and commitment to realizing a circular economy vision.
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This program serves as a
catalyst for driving a
circular transition, tallored
to the unigue needs of
small and medium
enterprise entrepreneurs




