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Outline of handbook
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1. Motivation and purpose of handbook

What is the context and why is it relevant?

2. Circular business modelling – Process description
and tool explanation

o Self-assessment of circular strategies

o Future value chain development

o Evaluation of outcomes for future value chain

3. Recommendations and guidelines

Take-aways to consider when applying the process and general best 
practices
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Motivation and purpose of the handbook
In this handbook, we propose a practical, step-wise process to guide flooring 
companies in moving towards circular business practices.

We recognize that – given supply chain complexity, diverse product characteristics 
and shifting legislation – it can be important for flooring companies to take steps 
towards circularity

This handbook offers handholds to companies to explore and analyse relevant options. 

It incorporates useful tools to help companies in supporting their decision-making on 
the what, why and how of circular business models.

This process is based on the findings presented in D3.6, part of the H2020 CISUFLO 
project. 
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Circular Business Models
Through desk research and interviews with stakeholders from practice, we 
identified 5 types of circular business models that can be used to support 
circular business practices.

Business models for circular material design
Through this business model, organizations aim for circular impact by using secondary 
materials to design and fabricate their products

Business models for repair and recyclability
Through this business model, organizations aim for circular impact by modularizing their 
products for easy of repair and recycling post-use

Business models for extended lifetime
Through this business model, organizations aim for circular impact by extending the 
lifetime of products through repair and maintenance

Business models for reuse
Through this business model, organizations aim for circular impact by ensuring the 
reuse of products after their use, avoiding production

Business models for recycling
Through this business model, organizations aim for circular impact by recycling 
products, extracting (secondary) materials for new products.

Business models can be used simultaneously and strengthen each other: 
designing a product for repair can make recycling post-use easier.
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Collaboration is essential to achieve circular impact …
Although organizations can (and should be encouraged to) take initial actions 
towards circular business practices, collaboration is essential.

A value chain for new products generally consists of many different 
stakeholders – material providers, producers, retailers, recyclers – each 
impacting circularity.

o Material providers can enable the supply of secondary or recycled material

o Producers can tweak products in a modular or circular way

o Retailers can engage with end-users to encourage circular use

o Recyclers can process waste streams for material reuse

As a result, circular actions taken by organizations should ideally be aligned with 
the efforts of others, ensuring that these actions remain valuable throughout the 
value chain. For example:

o 1. Designing a recyclable product and 2. working with recyclers that are 
knowledgeable on how to recycle the product post lifetime.

o 1. Developing modular products and 2. ensuring that end-users can receive 
repair and maintenance leveraging the modular properties of the product.

All-in-all, taking a value chain perspective for circular business practices can 
significantly help to achieve and improve circular performance.
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… But collaboration requires relationship building and value distribution

However, establishing collaboration is not trivial: organizations may 
not have formal relationships in place or may have competing 
ambitions.

To this end, it is important to understand:

o How collective value will be created

o What roles and dependencies exist between stakeholders

o How each stakeholder can benefit through collaboration

To enable do so, insights from individual ambitions of stakeholders, 
structure and roles for the future circular value chain, and business 
model analyses are needed.

In this handbook, we offer a set of tools to help in this task. 
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Circular Business Modelling – Process Description

We propose the following process to guide organizations in the flooring industry in
moving towards circular business practices
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Circular Business Modelling
Tool 1: Exploration of Circular Strategies



9www.cisuflo.eu

Exploration of Circular Business Model Strategies

9

Tool: Self-assessment of circular challenges

This tool offers a set of guiding questions that organizations may use to 
explore what circular business model strategies can be employed to 
foster circular business practices.

The tool is qualitative in nature. 

The questions address different aspects of the organization: 

o the type of floor covering it offers 

o the type of market and end-users it services

o the value chain it operates for and the relationships with 
partners

The questions help to assess the attractiveness of circular business 
model strategies given the characteristics of the organization and its 
context. 
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Exploration of Circular Business Model Strategies
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Tool: Self-assessment of circular challenges

Description: Evaluate drivers and challenges faced by your company
and context to compare different circular strategies
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Tool: Self-assessment of circular challenges
Description: Evaluate drivers and challenges faced by your company
and context to compare different circular strategies
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Circular Business Modelling
Tool 2: Future Value Chain Development
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Future value chain development
Tool: Value chain modelling to understand roles

This tool enables users to explicate and assess the impact of 
working towards circular business models, by modelling how the 
value chain is expected to change.

The tool helps users to model the current as well as future value 
chain to enable a circular business model strategy, including 
roles and responsibilities.

The tool is qualitative in nature. 

Comparing between the current and future value chain, it 

o sheds light on the amount and scale of changes
needed to enable future value chains.  

o helps to identify what new collaborations should be 
formed which currently do not exist. 

o makes explicit what timing and alignment is needed 
between stakeholders to enable circular strategies.   
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Future value chain development
Tool: Value chain modelling to understand roles

Description: Map the current and future value chain to identify the implications of working
towards a circular strategy
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Future value chain development
Tool: Value chain modelling to understand roles
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Future value chain development
Tool: Value chain modelling to understand roles
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Future value chain development
Tool: Value chain modelling to understand roles

Cross-comparison based on the following 
criteria:

• What new structures are required? 
Retailer should provide repair, 
maintenance and refurbishment services. 

• What new collaborations are needed? The 
retailer can either do repair, maintenance 
and refurbishment themselves or establish 
new collaborations with dedicated service 
providers. Note that expenses (logistic, 
collection) are needed to enable this.

• What alignment between partners is 
needed? End-user can varyingly indicate a 
need for repair. On-site repair can be 
directly handled, but refurbishment calls 
for capacity at the flooring company or 
retailers to handle this. 
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Future value chain development
Tool: Value chain modelling to understand roles

Conclusions on value chain modelling

• Users should evaluate how impactful, but also how feasible the changes
identified through the comparison are. This can offer explicit guidance on
whether a circular strategy makes sense to pursue (e.g. many changes are
needed to the current value chain, or changes require extensive investments
to be facilitated).

• Different combinations of circular strategies can be compared. For example,
users may assess a combination of design and closing based strategies versus
a portfolio of use and closing based strategies. This way, comprehensive
strategies (as well as their individual differences, strengths and weaknesses)
can be compared, as well as explore the synergies between strategies.

• The value chain assessment can be complemented through quantified
information, to help shed light on the impact and investments needed to
further substantiate claims made regarding the feasibility of certain strategies.
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Circular Business Modelling
Tool 3: Evaluation of Outcomes of Future Value Chain
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

This tool helps organisations in value chains, working towards new circular business models, to identify where 
potential costs and benefits will be generated. By understanding which stakeholders bear the costs, or which 
stakeholders can potentially capture additional benefits, we can work towards agreements between stakeholders 
to shift costs and benefits were applicable. 

The tool is qualitative in nature, although quantitative information can be used to support the analysis.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

Description: In the table below, you can fill in the associated risks, costs, and benefits for every relevant
actor in your future circular business model. Depending on what strategy is selected, certain actors may
potentially not appear. The resulting risks, costs and benefits mapped provide insights on how ‘viable’ or
‘feasible’ a business model will be for this actor.

How to: Indicate the new circular strategy for each stakeholder and link the corresponding risks, costs, and benefits. This will
provide an overview of where opportunities or barriers for the new co-value exist from a value chain perspective. It provides a
clear overview of potential obstacles and opportunities, guiding strategic decisions for fostering collaboration.

In the appendix a more detailed overview of relevant risks, costs and benefits to include for this evaluation is
provided.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

An example of implementing a collaborative business model for extended lifetime and re-use.

Step 1 is to identify the relevant actors for this collaborative business model. The output from the previous
exercise on the future value chain can be used for this. In this example the involved actors are marked green.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

An example of implementing a collaborative business model for extended lifetime and re-use.

Step 2 is to identify for each organization whether the new collaborative business model creates lower, similar, or
higher risks for the involved partners. If you find it challenging to assess this; you can find more inspiration by
looking at the table in the appendix.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

An example of implementing a collaborative business model for extended lifetime and re-use.

Step 3 is to identify for each organization whether the new collaborative business model creates lower, similar, or
higher costs for the involved partners. If you find it challenging to assess this; you can find more inspiration by
looking at the table in the appendix.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

An example of implementing a collaborative business model for extended lifetime and re-use.

Step 4 is to identify for each organization whether the new collaborative business model creates lower, similar, or
higher benefits for the involved partners. If you find it challenging to assess this; you can find more inspiration by
looking at the table in the appendix.
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Evaluation of Outcomes of Future Value Chain
Tool: multi-actor evaluation method

An example of implementing a collaborative business model for extended lifetime and re-use.

The tool shows which organizations may be reluctant to participate in the co-created circular value and highlights those for whom
participation is particularly attractive. Additionally, it helps to understand which organizations face the highest risks and costs, and
whether this is compensated by higher benefits.

This example demonstrates the type of information that can be extracted using this evaluation tool. The organization most negatively
affected is the raw material provider. However, this organization remains essential for part of the material supply, so it is important to
account for this. For the recycler and secondary material provider, this co-created circular value is the most lucrative. Some actors find
the new value to have minimal implications. Additionally, further research might be needed for some organizations to determine if the
benefits are substantial enough to outweigh the costs and risks.
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Take aways

31

The tools offer different levels of detail on the viability and feasibility of circular business model strategies. 

o The set of guiding questions are a quick, robust tool to assess what circular business model strategies may be 
relevant for your business.

o The value chain modelling tool helps users to understand the implications of a circular business model strategy for 
their value chain. This explicates the changes needed to enable a circular business model strategy as well as the 
required investments needed. It also enables users to cross-compare different (combinations of) strategies.

o The multi-actor evaluation method offers users a detailed, quantified perspective on the costs and benefits 
associated to the implementation of circular business model strategies. It delineates for what stakeholders additional 
costs and benefits are incurred, and therefore which shoulders bear the most ‘risk’. This can support users deciding 
how costs can potentially be reallocated.

The tools presented in this handbook help users navigate the process of identifying, selecting and 
concretizing circular business model strategies.

Working towards circular business practices is an iterative process: it is therefore advocated and expected that the tools 
are reused or revisited as uncertainties are removed, different stakeholders are identified, or new business model 
challenges occur. The practical nature of the tools means that users can quickly consider different alternatives or generate 
new insights. 
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Appendix – type of risks to consider
Step 2: Determine risks

As many type of risks can emerge from venturing into new circular business models, it can sometimes be complex to
determine whether the risks increase, decrease or remain the same. The sheet below offers a more detailed overview of the
some of the most common risks associated to new circular business models. Per risk, one can evaluate whether these are
relevant and how they change resulting from pursuing a circular business model strategy.

Once all risks have been mapped, one can then aggregate the risks together to determine a ‘total’ risk, which can be used
for the multi-actor evaluation method. Note that any quantified information can help to support this analysis further.
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Appendix – type of costs to consider
Step 3: Determine costs

Analogously to step 2, a list of potential costs to consider is indicated in the table below. Again, this can help
to determine whether the costs have increased, decreased, or remained the same for a specific actor.
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Appendix – type of benefits to consider
Step 4: Determine benefits

Analogously to step 3, a list of potential benefits to consider is indicated in the table below. Again, this can
help to determine whether the benefits have increased, decreased, or remained the same for a specific actor.
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Previous work used to inspire value chain analysis approach for circular flooring industry

• Individual and system uncertainties in hydrogen value chain developments. Hajonides et al. (2023).
Available at: D3.3 Individual and system uncertainties in hydrogen value chain developments

• Value chain analysis as the engine for industrial transformation: An analysis of the raw materials transition. Oukes et al. 
(2024). White paper TNO. 
Available at: Ketenaanpak als motor voor industriële transformatie: Een analyse van de grondstoffentransitie

• Value network analysis and value conversion of tangible and intangible assets. Allee (2008). Journal of Intellectual Capital.
Available at: Value network analysis and value conversion of tangible and intangible assets | Emerald Insight

Further reading

• D5.1. White paper: strategy for implementing industry-wide collection schemes for the flooring industry. Gardner & Finetti
(2023). H2020 CISUFLO.
Available at: https://www.cisuflo.eu/download/d5-1-white-paper-strategy-for-implementing-industry-wide-collection-schemes-
for-the-flooring-industry/

References and further reading

https://zenodo.org/records/8134659
https://publications.tno.nl/publication/34643226/SQAiibQJ/TNO-2024-R11927.pdf
https://www.emerald.com/insight/content/doi/10.1108/14691930810845777/full/html
https://www.cisuflo.eu/download/d5-1-white-paper-strategy-for-implementing-industry-wide-collection-schemes-for-the-flooring-industry/
https://www.cisuflo.eu/download/d5-1-white-paper-strategy-for-implementing-industry-wide-collection-schemes-for-the-flooring-industry/
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