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Three drivers underpin the shift towards circular

Circular

Technology
Enables new 

solutions

Customer-centricity
Delivers customer outcomes

Sustainability
Improves resource

utilisation

Right 
purpose

Right 
efficiency

Right
delivery

Source: Accenture, Appendix 2 for more details
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The programme was initiated to drive a shift from linear to 
circular business models in the manufacturing industry

From Linear… …to Circular

Take Make Waste

Focusing on the change to customer-centricity and digitally enabled business models
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As an outcome of the programme, a Circular Economy 
Playbook and tools. www.circularplaybook.fi

Value case 
tool

Business model 
development toolkit

Capability maturity 
assessment

Technology maturity 
assessment

Roadmap 
development
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The playbook consists of 6 chapters with circular economy concepts, best practices and tools to guide your business to identify and define your circular 
economy opportunity and develop a plan to realize circular advantage

1. Why circular 
economy?

2. What opportunities 
exist?

3. Which capabilities 
are required?

4. Which technologies 
can support?

5. How to design the 
transformation 

journey?

6. Industry deep 
dives

Business model 
canvas

1 Additional tools available in the playbook

http://www.circularplaybook.fi/
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Circular economy is about turning inefficiencies in linear 
value chains into business value

Source: Accenture, Appendix 2 for more details

5. UNEXPLOITED CUSTOMER ENGAGEMENTS

Sales organisation focus on selling functionality of product rather than the customer problem 

– for example, missing opportunities to engage customers throughout the product life-cycle to offer additional services and add-on sales

1. UNSUSTAINABLE 
MATERIALS

Material and energy that cannot be 
continually regenerated 

– for example, direct and indirect 
material is not renewable or bio-based

2. UNDERUTILISED 
CAPACITIES

Underutilised or unused products and 
assets 

– for example, products are not 
operating full hours or full 
functionality is not useful

3. PREMATURE PRODUCT 
LIVES

Products are not used to 
fullest possible working life 

– for example due to new models and 
features or lack of repair and 

maintenance

4. WASTED END-OF-LIFE 
VALUE

Valuable components, materials and 
energy is not recovered at disposal 

– for example, not recycled or 
recovered at end of life

Inefficiencies of linear value chains

Sourcing Manufacturing Logistics Marketing & sales End of life disposalProduct useProduct design

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. HowExecutive Summary
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Five business models reduce the inefficiencies and create 
value for companies

Source: Accenture, Appendix 2 for more details

Reform use of resources

CIRCULAR SUPPLY CHAIN

Use of renewable energy, bio-based or potentially 
completely recyclable materials

Logistics

Marketing
& sales

End of life
disposal

Reverse
logistics

Sourcing

Manufacturing

Product 
use

Circular value 
chain

Optimise capacity use

SHARING PLATFORM

Increased usage rates through collaborative models for 
usage, access, or ownership

Extend life cycles

PRODUCT LIFE EXTENSION

Extension of the life cycle through repair, maintenance, 
upgrading, resale and remanufacturing

PRODUCT AS A SERVICE

Offering of products for use with retention of product 
ownership which incentivises increase in resource 
productivity along the whole life cycle

Recover value in waste

RECOVERY & RECYCLING

Recovery of usable resources or energy 
from waste or by-products

Offer outcome oriented solutions

Did you know?

On the Circular Economy site, there is an exercise package called Business model development toolkit, where you can analyse the relevance of each circular business model for your company.

6. Deep dives1. Why 2. What – CE business models 3. Capabilities 4. Technologies 5. HowExec. Summary
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Illustrative circular value chain

Business model specific sub-models modify different steps 
of the value chain to make it circular

Source: Accenture, Appendix 2 for more details

Recycle/upcycle

Circular 
supplies

Build to 
last

Return

Repair & 
Maintain

Resell 

Remanufacture 

Product design Sourcing Manufacturing Logistics Product use
End of life 
disposal

Share

Product as 
a Service

Performance 
as a Service

As a Service models are mostly concerned with the operation phase, but span across the value chain

Marketing 
& sales

Upgrade LEGEND
Linear value chain

Circular Economy Value Chain

Circular Supply Chain

Product Life Extension

Sharing platform

Product as a service

Recovery & Recycling

Additional circular  business 
models

Circular supply chain
• Recycled direct materials
• Sustainable indirect materials

Sharing platform
• Virtual sharing platform
• Physical sharing platform

Recovery & Recycling
• Recover
• Downcycle

Product life extension
• Restore
• Repurpose
• Refresh

Most circular opportunities are in the product use phase, bringing companies closer to their customers.

Did you know?

In Chapter 6, there is an industry-specific circular value chain illustration for Machinery & Equipment, Marine, Energy and Transportation industries. 

6. Deep dives1. Why 2. What – CE business models 3. Capabilities 4. Technologies 5. HowExec. Summary
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Overall, the programme engaged a large group of players in 
the Finnish manufacturing ecosystem





Source: Accenture
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3 KEY AREAS OF DEVELOPMENT TO MOVE FROM LINEAR TO 
CIRCULAR ECONOMY

Customer value 
delivery

Resource handling

Organisation and 
collaboration

Strategy & 
Leadership

Sourcing & 
procurement

(Re)manu-
facturing

(Re)sales

AftersalesTake-back

Recycling

Design/
R&D

A

B

C

#kasvuakiertotaloudesta   @SitraFund @TechFinland @AccentureFI
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• Providers of digital technologies 
• Companies supporting on digital product 

life cycle management
• Designers for customer centric and 

digital design

Not all capabilities have to be build internally, ecosystem 
partners can support

Design solutions 
to deliver 
customer 
outcomes

Deploy 
technology and 
data for 
delivering 
outcomes

• Technology providers for e.g. IoT 
solutions 

• Data-analytics companies and tools that 
help both gather and analyse data

Design products 
for circularity

• Companies and universities with know-
how on e.g. circular materials

• Designers assisting circular design 

Source recycled 
or recyclable 
materials

• Raw material suppliers that already have 
circular economy initiatives

• Recycling companies
• Renewable energy companies

Take back 
products at end-
of-life

• Providers of innovative production or 
remanufacturing technologies (e.g. 
robotics, 3D printing, artificial 
intelligence)

Sell outcomes 
and life-cycle 
service

Produce, 
remanufacture 
and recycle 
products

Orchestrate 
ecosystem of 
partners

• Partners that can assist in identifying 
customers (e.g. via Business Finland’s 
search)

• Providers of sales intelligence and 
customer platforms

• Logistic companies to jointly develop 
return scheme or draw on existing 
services

• Companies with specialised return 
logistics offering

• Knowledge and experience sharing 
networks and platforms

• Public programs on circular economy

Resource handling

Customer value delivery

Organisation and collaboration

Transform 
mindset and 
steering

• Companies promoting transparency and 
reporting

• Networks offering guidance and good 
practices on transformation 

9

7

8

2

1

3

4

5

6

6. Deep dives1. Why 2. What 3. Capabilities - Partners 4. Technologies 5. HowExec. Summary
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During the transformation journey, companies typically face 
several barriers – upfront consideration makes journey easier

Internal External

Organisational & 
Cultural

FinancialEcosystem-
related

€

Barriers related to required changes 
in value, mindset and 
behaviour of organisations to 
enable cross- functional 
collaboration and customer-
centricity

Barriers related to required 
partnerships to leverage the full 
circular potential of value chains 
and to shape the framework 
conditions

Barriers related to the different 
funding requirements, risk and 
return structures of circular 
business models that lead to 
challenges in securing funding
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Behaviour, values and mindset changes are required to 
deliver outcome-oriented solutions 

Behaviours

Mindsets
Values

The things we believe are most 
important 

We have some awareness of our own 
values, but they are largely invisible 

to others 

The outward signs of culture

They are informed by underlying values 
and mindsets

The assumptions we hold about 
the way the world is

These are often invisible to us and to 
others – the things we take for granted 

Culture

“The way we do things around here”

Culture is the sum of how people in the organisation 
assume, believe, and act. This differentiates from 
competitors

1. Address all components of culture

€

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Deliver and AdaptExec. Summary
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The culture of circular business has company-level
and function-specific components

Values Mindset Behaviours

• Minimising resource consumption and environmental 
impact is key for license to operate

• Things that increase client value are prioritised

• Sharing among colleagues is caring

• Voice new ideas

• Use impact on client value as measure to prioritise 
activities

• Share know-how and experience across functions

Company-level

F
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Design/ R&D

Sourcing & 
Procurement

Manufacturing

Sales & 
Aftersales

• The resource efficient way will be the better way in the 
long-run

• Recycled/ reused/ renewable material should be used 
where possible

• Repairing a product or component is better than 
producing a new one

• Every unmet request of a customer is a potential new 
solution

• Apply circular design criteria

• Consider the whole life cycle in design 

• Explore new suppliers for material sources

• Support designers in design for repair

• Have dialogue with customers to explore unmet needs

Culture

€

Take-back & 
Recycling

• Failing high recovery rates is failing value capturing • Aim at recovering and recycling as much as possible of 
products 

Strategy & 
Leadership

• Leading by example is most effective • Publicly praise employees for their contribution to the 
journey 

• Sustainability

• Customer value creation

• Collaboration/ Teamwork

Did you know?

On the Circular Economy site, there is a tool called Culture gap analysis, which helps you to understand how circular your company culture is, and identify actions to develop it further.

2. Define company-wide and function-specific components

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Deliver and AdaptExec. Summary
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http://www.kasvuakiertotaloudesta.fi/wp-content/uploads/2018/09/CE2018_Culture-gap-analysis_v1-0.pdf
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Shifting aspects of the sales operating model supports 
culture change towards outcome-orientation

Components of operating 
model in sales function

Required changes to enable outcome-
orientation

Required changes to facilitate customer-
centricity

Skills & Competences

Interaction

Processes & Tools

Metrics

FinancialsFeatures Value-chainProduction

Know-how on costs to deliver solutions and cost implications for 
modifications are needed when selling customised solutions with 
differing features

Highest customer value is achieved when use of capabilities 
throughout the value chain is optimised for why sales team needs to 
have close exchange with partners

Outside-inInside-outOne-companySilos

The sales team needs to e.g. forward customer needs to design 
department and request input on feasibility of customer wishes

The sales team needs to embrace external information to advance 
solutions instead of pushing product information and products out 
to the market 

CollaborativeInternalIntegratedStand-alone

Integrated databases are required to get easy access to information 
from the whole product life cycle

Processes for continuous engagement along product life cycle are 
required and exchange of data needs to be enabled through e.g. 
platforms 

LongitudinalSnapshot CustomerProduct

Performance indicators and connected incentives need to be 
forward-looking and consider development over time

Sales volume needs to be measured per customer instead of per 
product/ product family to optimise the value delivered to a 
customer

3. Put special focus on sales 
team

€

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Deliver and AdaptExec. Summary
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The transformation journey has two key elements: 
I) Envision and plan and II) Deliver and adapt

Deliver and adapt
Develop a vision of how your 

company will exploit the circular 
economy opportunities and plan 

the required changes

Implement changes to transform 
offering, modify processes, 
develop ecosystem and become a 
circular business. Evaluate 
results and adapt plan as 
required

CE Transformation

Envision and Plan

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How - OverviewExec. Summary
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Envision and Plan

Five steps are critical to envision and plan a successful 
transformation

Why: Define vision for 
circular economy

What: Screen 
opportunities and size 
value

Assess capability gaps Assess technology 
gaps

How: Design roadmap

S
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1 Vision

Define aspirational description 
of achievements in mid- and 
long-term future

2.1 Business models

Assess potential of circular 
business models to address 
inefficiencies 

2.2 Value proposition

Develop high level description 
of the value proposition for 
new products and services

2.3 Value case

Assess potential revenues, 
costs and investments for 
selected business models

3 Capability gap 
assessment

Understand and analyse 
internal capabilities 

4 Technology 
assessment

Evaluate opportunities of 
technologies 

5.1 Barriers

Identify potential internal and 
external implementation 
barriers and activities to 
mitigate them

5.2 Implementation

Define the roadmap to 
implement target business 
model

Chapter 1 Chapter 2 Chapter 3 Chapter 4 Chapter 5

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Envision and planExec. Summary
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The transition from the traditional to the new business 
model is gradual and has three phases

Source: Accenture, Appendix 2 for more details

Deliver and Adapt

B
u

s
in

e
s

s
 v

a
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e

Traditional 
business

Time

Explore & 
Shape

Attract & Win

Scale fast & keep 
growing

New 
business

II

I

III

Develop concepts for target business models, 
look for partners, design and test prototype(s)

Develop processes and partnerships and pilot 
new solution to convey benefits 

Adopt multiple circular business models across 
own operations and value chain

I II IIIPhase



Johtajuuden dilemma

On yhdistettävä ihmiset ja asiat

Asiat ovat tavoitteita ja ihmiset ovat tunteita





The Challenge of the Alignment

- To generate instant acceptance and commitment of the personnel of the company 
requires an answer to one question:

What is it for me?



Tarvitaan yhteinen tahtotila/lupaus ja tarina

- Yrityksen  tarvitsee synnyttää ja syventää asiakkuuksia

- Asiakkuudet syntyvät ja syvenevät , kun asiakkaat uskovat yrityksen 
lupaukseen ja yrityksen henkilöstö kasvaa yhä parempaan lunastukseen

- Tämä johtaa yrityksen brändin arvon nousuun ja yrityskulttuurin 
paranemiseen.
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Indeed, achieving the full circular advantage often 
requires building an ecosystem of partners

Development of Ecosystem over time

Company Partners

€

From industry-specific value chains… …to cross-industry value networks

Traditional approach Ecosystem approach

Enhanced 
capability to 
deliver extended 
value propositions 
and superior 
customer 
experiences

Offering Products and services End-to-end solutions

Objective Maximising profits Maximising customer value

Bilateral MultilateralInteractions

Solution development In-house R&D Open innovation

Relationship strategy Partner relationship management Ecosystem orchestration

5. Understand full circular advantage from collaborative ecosystem 

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Deliver and AdaptExec. Summary
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Ecosystem partners can help in bridging internal 
capability gaps

6. Identify partners to develop ecosystem

Development of Ecosystem over time

• Current or potential new customers
• Reveal insights on needs and iteratively 

improve solution

Customers Technology providersSuppliers & delivery partners

FinanciersCE Thought-leaders Public and societal actors
• Universities, networks and peers with 

extensive CE knowhow
• Serve as source of inspiration, sounding 

board and (peer-) learning forum 

• Goods and services providers for internal 
use and collaborative solution delivery 
(waste/ material management, logistics, 
insurance, payment solutions, …)

• Grant access to circular material, are 
partners for joint generation of circular 
material or partners for service delivery 

• Public institutions, banks, investment 
funds, supply chain partners

• Give access to funding required for 
offering the CE business model 

• Providers of technologies and software 
enabling digital solutions or internal 
processes

• Engage in solution and production 
process design and supply required 
technology

• Governments, associations and other 
representatives

• Influence public perception and opinion 
and influence or set framework 
conditions

Company Partners

External ecosystem partners

€

Did you know?

On the Circular Economy site, there is a tool called Ecosystem partner identification, which helps you in identifying ecosystem partners to support with your circular business idea. 

6. Deep dives1. Why 2. What 3. Capabilities 4. Technologies 5. How – Deliver and AdaptExec. Summary
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http://www.kasvuakiertotaloudesta.fi/wp-content/uploads/2018/09/CE2018_Ecosystem-partner-identification_v1-0.pdf


FURNITURE AND SEATING SYSTEMS  - CIRCULAR ECONOMY

Made in Salo



PIIROINEN FURNITURES FOR PUBLIC SPACES

Chairs, sofas, tables, etc. Auditoriums Sport seating



Circular economy

Are we already environmentally friendly?

• In production; wastewater treatment plant and reuse of 
water, heating with woodpellets made of waste
materials and environmental legislation in Finland

• In product design easy repair / modification / reuse is 
noticed

But after delivery we practically do nothing. Furnitures are
made for long life time.

Is this business opportunity?



Recycle/upcycle

Circular 
supplies

Build to 
last

Return

Repair & 
Maintain

Resell 

Remanufacture 

Product design Sourcing Manufacturing Logistics Product use
End of life 
disposal

Share

Product as 
a Service

Performance 
as a Service

As a Service models are mostly concerned with the operation phase, but span across the value chain

Marketing 
& sales

Upgrade LEGEND
Linear value chain

Circular Economy Value Chain

Circular Supply Chain

Product Life Extension

Sharing platform

Product as a service

Recovery & Recycling

In Sitra workshops, we studied different business model alternatives

• Upgrading of furniture, actively offer upgrading 
services

• Resell of used and model furniture
• Product as service





Huisartsenpost Rijnmond, Rotterdam, The Netherlands



Case: Product as service

Good example is meeting room furniture
• Typically high end products, good looking and not cheap
• Customers hesitate to invest in meeting rooms due to costs
• Upgrading is done with very long time interval and is not

following changes in needs
• Startup companies don’t invest in meeting rooms, but still

they have most important meetings ever

We can offer financing with banks.
We can arrange upgrading and re-use of furniture.

Customer needs complete meeting room, not only furniture
-> we teamed up with three other companies and will make

sample meeting room for hotel chain

To operate furniture, we need some simple way
-> we are going to open webshop


