
Godehard Gerling!
Managing Partners, go3consulting!

Ecodesign & Innovations-Methoden!



Agenda!

16:00 !Imageen Projektvorstellung!
16:30 !Geschäftsmodelle modellieren und nachhaltig !
! !optimieren: "
! !Einführung in Canvas Modeling!

17:45 Pause!
18:15 !Das richtige Problem finden: "
! !Einführung in Design Thinking!

18:45!Design Thinking in der Anwendung: "
! !Die Müsli Challenge!

19:45!Get together!
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go3consulting PartG!

3!141009 Imageen Workshop!



4!141009 Imageen Workshop!



Worum es geht...!
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Foto:!„Badische!Zeitung“!



8% aller deutschen Plastiktüten "
enden in der Umwelt!
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Grafik:!„Die Zeit“!



20-30% aller Nahrungsmittel weltweit verderben!
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Quelle: World Bank!

Quelle: The World Bank Group 2/2014!



Die EU ist um Veränderung bemüht!
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Konsumenten 
honorieren 
„ethische“ 
Produkte!!
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Quelle: Otto Group Trendstudie 2013!



Nachhaltiges Design"
ist also auch eine erweiterte Kundenanforderung!
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Quelle: greenfurniture.se!



Nachhaltiges Design "
hat einen systemischen Charakter!
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Quelle:!www.okala.net!



Dabei muss der "
gesamte Lebenszyklus betrachtet werden!!
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Quelle:!www.okala.net!

Phase& Typische&Ak.vität&

Rohmaterial:
beschaffung!

z.B.!Holz!fällen!

Materialverarbeitung! z.B.!Holz!zu!Karton!
weiterverarbeiten!

Komponenten:
herstellung!

Karton!bedrucken!

Herstellung!&!
Verpackung!

Stanzung!der!Teile!eines!
Kartonmöbels!

Vertrieb,!DistribuLon!
&!Transport!

Lieferung!über!
Paketdienst!

InstallaLon!&!
Nutzung!

AuSau!durch!angereisten!
Dienstleister!

Wartung!&!Upgrading! Teileersatz,!Reinigung!

Recycling!oder!Ent:
sorgung!

KomposLerung,!
Verbrennung,!...!



Zur Unterstützung gibt es "
eine Reihe von Handreichungen & Tools!

•  European Commission: LCA Resources Directory!
•  EPA: TRACI!
•  ISO: 14040 ff"
!

•  AIGA: The Living Principles!
•  LUNAR: Designer‘s Field Guide to Sustainability!

•  Arizona State, et al.: OKALA Ecodesign Strategy Wheel!
•  NIKE: Environmental Design Tool!
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Wesentliche Erfolgsfaktoren für die "
Entwicklung eines (nachhaltigen) Angebots bleiben:!
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1. Das richtige Kundenproblem („richtig“) lösen!!
2. Das optimale (& nachhaltige) Geschäftsmodell!!



Themen/Methoden heute!

•  Canvas Modeling - 
Geschäftsmodelle entwickeln und 
optimieren!

•  Design Thinking –"
Die richtigen Kundenprobleme 
finden & lösen"
!

Im Kontext von Nachhaltigkeit und 
unterstützt von Ecodesign Tools & 
Frameworks!
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Bild: brickipedia.com!



Agenda!

16:00 !Imageen Projektvorstellung!
16:30 !Geschäftsmodelle modellieren und optimieren: "
! !Einführung in Canvas Modeling!

17:45 Pause!
18:15 !Das richtige Problem finden: "
! !Einführung in Design Thinking!

18:45!Design Thinking in der Anwendung: "
! !Die Müsli Challenge!

19:45!Get together!
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CANVAS MODELING!
Geschäftsmodelle agil, übersichtlich & nachhaltig!
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Was ist Canvas?!
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The Business Model Canvas

Revenue Streams

Channels

Customer SegmentsValue PropositionsKey ActivitiesKey Partners

Key Resources

Cost Structure

Customer Relationships

Designed by: Date: Version:Designed for:

designed by:  Business Model Foundry AG
The makers of Business Model Generation and Strategyzer

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

is your business more
Cost Driven (leanest cost structure, low price value proposition, maximum automation, extensive outsourcing)
Value Driven (focused on value creation, premium value proposition)

sample characteristics
Fixed Costs (salaries, rents, utilities)
Variable costs
Economies of scale
Economies of scope

Through which Channels do our Customer Segments  
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

channel phases
1.  Awareness  

How do we raise awareness about our company’s products and services?
2.  Evaluation  

How do we help customers evaluate our organization’s Value Proposition?
3.  Purchase 

How do we allow customers to purchase specific products and services?
4.  Delivery 

How do we deliver a Value Proposition to customers?
5.  After sales  

How do we provide post-purchase customer support?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?

For whom are we creating value?
Who are our most important customers?

Mass Market
Niche Market
Segmented
Diversified
Multi-sided Platform

What type of relationship does each of our 
Customer Segments expect us to establish 
and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our 
business model?
How costly are they?

examples
Personal assistance
Dedicated Personal Assistance
Self-Service
Automated Services
Communities
Co-creation

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

catergories
Production
Problem Solving
Platform/Network

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

types of resources
Physical
Intellectual (brand patents, copyrights, data)
Human
Financial

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquairing from partners?
Which Key Activities do partners perform?

motivations for partnerships
Optimization and economy 
Reduction of risk and uncertainty
Acquisition of particular resources and activities

What value do we deliver to the customer?
Which one of our customer’s problems are we 
helping to solve? 
What bundles of products and services are we  
offering to each Customer Segment?
Which customer needs are we satisfying?

characteristics
Newness
Performance
Customization
“Getting the Job Done”
Design
Brand/Status
Price
Cost Reduction
Risk Reduction
Accessibility
Convenience/Usability

types
Asset sale
Usage fee
Subscription Fees
Lending/Renting/Leasing
Licensing
Brokerage fees
Advertising

fixed pricing
List Price
Product feature dependent
Customer segment  
dependent
Volume dependent

dynamic pricing
Negotiation (bargaining)
Yield Management
Real-time-Market

strategyzer.com

Businessplanung!„klassisch“! Arbeiten!mit!einem!Canvas!



Wie mit dem Canvas arbeiten?!
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•  Mit Post Its!
•  Brainstorming!
•  Immer wieder das 

Gesamtbild betrachten!
•  Neu in die Felder 

einsteigen!

The Business Model Canvas

Revenue Streams

Channels

Customer SegmentsValue PropositionsKey ActivitiesKey Partners

Key Resources

Cost Structure

Customer Relationships

Designed by: Date: Version:Designed for:

designed by:  Business Model Foundry AG
The makers of Business Model Generation and Strategyzer

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

is your business more
Cost Driven (leanest cost structure, low price value proposition, maximum automation, extensive outsourcing)
Value Driven (focused on value creation, premium value proposition)

sample characteristics
Fixed Costs (salaries, rents, utilities)
Variable costs
Economies of scale
Economies of scope

Through which Channels do our Customer Segments  
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

channel phases
1.  Awareness  

How do we raise awareness about our company’s products and services?
2.  Evaluation  

How do we help customers evaluate our organization’s Value Proposition?
3.  Purchase 

How do we allow customers to purchase specific products and services?
4.  Delivery 

How do we deliver a Value Proposition to customers?
5.  After sales  

How do we provide post-purchase customer support?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?

For whom are we creating value?
Who are our most important customers?

Mass Market
Niche Market
Segmented
Diversified
Multi-sided Platform

What type of relationship does each of our 
Customer Segments expect us to establish 
and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our 
business model?
How costly are they?

examples
Personal assistance
Dedicated Personal Assistance
Self-Service
Automated Services
Communities
Co-creation

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

catergories
Production
Problem Solving
Platform/Network

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

types of resources
Physical
Intellectual (brand patents, copyrights, data)
Human
Financial

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquairing from partners?
Which Key Activities do partners perform?

motivations for partnerships
Optimization and economy 
Reduction of risk and uncertainty
Acquisition of particular resources and activities

What value do we deliver to the customer?
Which one of our customer’s problems are we 
helping to solve? 
What bundles of products and services are we  
offering to each Customer Segment?
Which customer needs are we satisfying?

characteristics
Newness
Performance
Customization
“Getting the Job Done”
Design
Brand/Status
Price
Cost Reduction
Risk Reduction
Accessibility
Convenience/Usability

types
Asset sale
Usage fee
Subscription Fees
Lending/Renting/Leasing
Licensing
Brokerage fees
Advertising

fixed pricing
List Price
Product feature dependent
Customer segment  
dependent
Volume dependent

dynamic pricing
Negotiation (bargaining)
Yield Management
Real-time-Market

strategyzer.com

Brainstorming Rules: 
★ Defer judgement – no blocking of ideas! 
★ Go for quantity! 
★ One conversation at a time! 
★ Headlines – no details! 
★ Stay on topic!    
★ Build on the ideas of others! 
★ Be visual!   
★ Encourage wild ideas! 
 



Was bringt der Canvas?!

•  Systemische Sicht auf Geschäftsmodelle!
•  Mehr abteilungsübergreifende Interaktion bei der 

Planung/Optimierung!

•  Verbesserte Hypothesengenerierung und Validierung!
•  Größere Geschwindigkeit bei der 

(Weiter-)Entwicklung von Geschäftsmodellen!
–  Interaktive, iterative und inkrementelle Erarbeitung von 

Produkt und Geschäftsmodell!

•  Stärkerer Fokus auf den Kunden(nutzen)!
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Warum Canvas: Das Produkt alleine reicht 
für Innovationserfolg heute nicht mehr aus!
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Geschäftsmodelle umfassen den gesamten Lebenszyklus 
– Business Models wissenschaftlich untersucht!

Alexander Osterwalder (2004): "
THE BUSINESS MODEL ONTOLOGY - A PROPOSITION IN A DESIGN SCIENCE 
APPROACH "
!

„How can business models be described and 
represented in order to build the foundation for 
subsequent concepts and tools, possibly computer 
based?“!
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Ergebnis: Geschäftsmodelle "
bestehen aus 9 Kernelementen!

Quelle:businessmodegeneraLon.com!

23!



Die Elemente stehen in enger "
systemischer Wechselbeziehung zueinander!

Quelle:glennaswordpress.com!
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Die Gesamtbetrachtungsweise macht das Modell besonders geeignet, um Nachhaltigkeits- "
faktoren in ein Geschäftsmodell über das reine Produkt  hinaus „hineinzudesignen“!!



Das Werkzeug: Der Business Model Canvas "
zur Entwicklung von Geschäftsmodellen!The Business Model Canvas

Revenue Streams

Channels

Customer SegmentsValue PropositionsKey ActivitiesKey Partners

Key Resources

Cost Structure

Customer Relationships

Designed by: Date: Version:Designed for:

designed by:  Business Model Foundry AG
The makers of Business Model Generation and Strategyzer

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

is your business more
Cost Driven (leanest cost structure, low price value proposition, maximum automation, extensive outsourcing)
Value Driven (focused on value creation, premium value proposition)

sample characteristics
Fixed Costs (salaries, rents, utilities)
Variable costs
Economies of scale
Economies of scope

Through which Channels do our Customer Segments  
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

channel phases
1.  Awareness  

How do we raise awareness about our company’s products and services?
2.  Evaluation  

How do we help customers evaluate our organization’s Value Proposition?
3.  Purchase 

How do we allow customers to purchase specific products and services?
4.  Delivery 

How do we deliver a Value Proposition to customers?
5.  After sales  

How do we provide post-purchase customer support?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?

For whom are we creating value?
Who are our most important customers?

Mass Market
Niche Market
Segmented
Diversified
Multi-sided Platform

What type of relationship does each of our 
Customer Segments expect us to establish 
and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our 
business model?
How costly are they?

examples
Personal assistance
Dedicated Personal Assistance
Self-Service
Automated Services
Communities
Co-creation

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

catergories
Production
Problem Solving
Platform/Network

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

types of resources
Physical
Intellectual (brand patents, copyrights, data)
Human
Financial

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquairing from partners?
Which Key Activities do partners perform?

motivations for partnerships
Optimization and economy 
Reduction of risk and uncertainty
Acquisition of particular resources and activities

What value do we deliver to the customer?
Which one of our customer’s problems are we 
helping to solve? 
What bundles of products and services are we  
offering to each Customer Segment?
Which customer needs are we satisfying?

characteristics
Newness
Performance
Customization
“Getting the Job Done”
Design
Brand/Status
Price
Cost Reduction
Risk Reduction
Accessibility
Convenience/Usability

types
Asset sale
Usage fee
Subscription Fees
Lending/Renting/Leasing
Licensing
Brokerage fees
Advertising

fixed pricing
List Price
Product feature dependent
Customer segment  
dependent
Volume dependent

dynamic pricing
Negotiation (bargaining)
Yield Management
Real-time-Market

strategyzer.com
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Namhafte Firmen "
verwenden den Business Model Canvas!
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Canvas Modeling eignet sich für 
Unterschiedliche Anwendungen!
Startup/"
Innovation!
1.  Business Model-Hypothese 

entwickeln!
2.  Geschäftsmodell suchen!

–  Annahmen durch Kundenkontakte 
iterativ validieren/falsifizieren!

3.  Geschäftsmodell exekutieren – 
Geschäft aufbauen!

Existierendes 
Unternehmen !!
1.  Aktuelles Business Model 

dokumentieren!
2.  Geschäftsmodell systematisch 

optimieren!
3.  Optimiertes Geschäftsmodell 

testen und verbessern!
–  Annahmen durch Kundenkontakte 

iterativ validieren/falsifizieren!

4.  Geschäft ausbauen!
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1. Kundensegmente (Customer Segments)!

28!

Definiert die Kundensegmente, die 
das Unternehmen bedienen will!

•  Segmente unterscheiden sich 
durch Unterschiede in:!
–  Anforderungen!
–  Kanälen!

–  Profitabilität!
–  Zahlungswilligkeit!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Stellenwert von 
Ökoprodukten?!

•  Besondere 
Vertriebsformen?!

•  Bereitschaft 
Aufpreis zu zahlen?!



 2. Wertversprechen (Value Proposition)!
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Das Bündel von Produkten und 
Dienstleistungen!

•  Erfüllt ein Kundenbedürfnis!
•  Mögliche Elemente:!

–  Neuigkeit!

–  „Getting the job done“!
–  Risikominderung!

–  Usability!

–  Nachhaltigkeit!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Materialauswahl?!
•  Energieverbrauch?!
•  Lebensdauer des 

Produktes?!
•  Entsorgung/

Wiederverwendung?!



30!



Nachhaltigkeitsaspekte "
bei der Entwicklung eines Produktkonzepts!

31!

Okala Ecodesign Strategy Wheel                                  
Modified!from!the!Ecodesign!Strategy!Wheel,!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
J.!Brezet!and!C.!Van!Hemel,!1997 

5. Reduced Behavior and Use Impacts 
•  Design!to!encourage!lowUconsump8on!behavior!

•  Reduce!energy!during!use!

•  !Reduce!material!consump8on!during!use!

•  Reduce!water!consump8on!during!use!

•  Seek!to!eliminate!toxic!emissions!during!use!

•  !Design!for!carbonUneutral!or!renewable!energy!

4. Reduced Distribution Impacts 
• !Reduce!product!and!packaging!weight!

• !Reduce!product!and!packaging!volume!

• !Develop!reusable!packaging!systems!

• !Use!lowestUimpact!transport!system!

• !Source!local!materials!and!produc8on!

3. Manufacturing Innovation 
• !Minimize!manufacturing!waste!!

• !Design!for!produc8on!quality!control!

• !Minimize!energy!use!in!produc8on!

• !Use!carbon!neutral!energy!sources!

• !Minimize!number!of!produc8on!steps!

• !Minimize!the!number!of!parts!/materials!

• !Seek!to!eliminate!toxic!emissions!

1.  Innovation  
• !Rethink!how!to!provide!the!benefit!

• !Design!flexibility!for!technological!changes!

• !Provide!product!as!service!

• !Serve!needs!provided!by!associated!products!!

• !Share!among!mul8ple!users!

• !Design!to!mimic!biological!systems!

• !Use!living!organisms!in!product!

• !Create!opportunity!for!local!supply!chains!

7. Transitional systems 
• !Design!upgradable!products!

• Design!for!second!life!with!different!func8on!

• !Provide!for!reuse!of!components!

6. System Longevity 
• !Design!for!durability!!

• !Foster!emo8onal!connec8on!to!product!

• !Design!for!maintenance!and!easy!repair!

• !Design!for!reuse!and!exchange!of!products!

• !Create!8meless!aesthe8c!appeal!

8. Optimized End-of-Life 
• !Design!for!fast!manual!or!automated!disassembly!

• !Design!recycling!business!model!

• !Use!recyclable!nonUtoxic!materials!

• !Provide!ability!to!biodegrade!

• !Integrate!methods!for!used!product!collec8on!!

• !Design!for!safe!disposal!

Design 
for: 

2. Reduced Material Impacts 
• !Avoid!materials!that!damage!human!!or!ecological!health!

• !Avoid!materials!that!deplete!natural!resources!

• !Minimize!the!quan8ty!of!materials!

• !Use!recycled!or!reclaimed!materials!

• !Use!renewable!resources!

• !Use!materials!from!reliable!cer8fiers!

• !Use!waste!byproducts!

!

!

Download!a!free!copy!of!the!!!!!!!!!!!!!!!!
Okala!Ecodesign!Strategy!App!!!!!!!!!!!!!!!!
at:!www.okala.net!

Quelle:!www.okala.net!



Ziel bei der Produktentwicklung ist immer ein "
„Unfair Advantage“ gegenüber anderen Angeboten!!

•  Wettbewerbsvorteil (Andy Grove‘s10x)!
•  Barrier to Entry!
•  Etwas, das nicht leicht zu kopieren ist!

32!



 3. Kanäle (Channels)!

33!

Das Interface der Firma zu den 
Kunden!

–  Erhöht das Bewusstsein möglicher 
Kunden für die Lösung!

–  Hilft die Value Proposition zu 
evaluieren!

–  Liefert die Value Proposition!

–  Leistet Support!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Form des Vertriebs?!
•  Gesichtspunkte der 

Beratung?!
•  Lieferwege und "

–mittel?!
•  Rücknahme?!



4. Kundenbeziehungen (Customer Relationships)!

34!

Die Beziehung des Unternehmens 
mit dem Kunden!
•  Relevant für !

–  Akquisition!
–  Retention!

•  Beispiele:!
–  Persönlicher Service!
–  Automatisierter Service!
–  Community!
–  Co-Creation!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Kundenkommunikation?!
•  Form der 

Produktüberlassung:!
•  Besitz / Sharing!

•  Unterstützung bei 
nachhaltiger Nutzung?!



5. Umsätze (Revenue Streams)!
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Das Geld, das mit dem Segment 
verdient wird!

•  Beispiele!
–  Güterverkauf!

–  Bezahlte Dienstleistungen!
–  Verleih, Miete, Leasing!

–  Lizensierung!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Einkünfte aus 
Wiederverwertung 
oder -verwendung?!

•  Nutzungsabhängige 
Umsatzformen?!



6. Schlüssel-Ressourcen (Key Resources)!
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Für das Geschäftsmodell notwendige Ressourcen!
•  Unter anderem!

–  Physikalische Ressourcen (Gebäude, Maschinen, ...)!
–  IP (Patente, Methoden, ...)!
–  Humanressourcen (Fachpersonal, ...)!
–  Finanzmittel (Cash, Kredite, ...)!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Betrachtung von 
Ressourcen unter 
Nachhaltigkeits- und 
Social-Responsibility 
Aspekten!!



7. Schlüssel-Aktivitäten (Key Activities)!

37!

Die Aktivitäten, "
die das Geschäftsmodell möglich machen!
•  Produktion!
•  Problemlösung!
•  Plattform- & Netzwerk-Management!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Welche Aktivitäten 
verändern unter 
Nachhaltigkeits- und 
Social-Responsibility-
Aspekten ihren 
Stellenwert?!



8. Schlüssel-Partnerschaften "
(Key Partnerships)!
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Das Netzwerk von Lieferanten und Partnern, "
die das Geschäftsmodell möglich machen!
•  Notwendig für !

–  Skaleneffekte & Optimierung!
–  Reduktion von Risiken!
–  Erwerb/Nutzung von Fähigkeiten & Ressourcen!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Auswahl von Partnern 
unter Nachhaltigkeits- 
und Social-
Responsibility 
Gesichtpunkten!!



9. Kostenstruktur (Cost Structure)!
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Alle für den Betrieb des Geschäftsmodells 
erforderlichen Kosten!

cf.!Osterwalder,!A.!et!al.!Business!Model!GeneraLon!

•  Welche Kosten 
verändern sich bei 
Optimierung der 
Nachhaltigkeit im 
Geschäftsmodell?!



CANVAS HANDS-ON!
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Gruppenaufgabe!

•  Bilden Sie Gruppen von 4-5 Personen!
•  Dokumentieren Sie das Geschäftsmodell von 

Mineralwasser mit Hilfe des Business Model Canvas!!

!
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Wie mit dem Canvas arbeiten?!

42!

•  Mit Post Its!
•  Brainstorming!
•  Immer wieder das 

Gesamtbild betrachten!
•  Neu in die Felder 

einsteigen!

The Business Model Canvas

Revenue Streams

Channels

Customer SegmentsValue PropositionsKey ActivitiesKey Partners

Key Resources

Cost Structure

Customer Relationships

Designed by: Date: Version:Designed for:

designed by:  Business Model Foundry AG
The makers of Business Model Generation and Strategyzer

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

is your business more
Cost Driven (leanest cost structure, low price value proposition, maximum automation, extensive outsourcing)
Value Driven (focused on value creation, premium value proposition)

sample characteristics
Fixed Costs (salaries, rents, utilities)
Variable costs
Economies of scale
Economies of scope

Through which Channels do our Customer Segments  
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

channel phases
1.  Awareness  

How do we raise awareness about our company’s products and services?
2.  Evaluation  

How do we help customers evaluate our organization’s Value Proposition?
3.  Purchase 

How do we allow customers to purchase specific products and services?
4.  Delivery 

How do we deliver a Value Proposition to customers?
5.  After sales  

How do we provide post-purchase customer support?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?

For whom are we creating value?
Who are our most important customers?

Mass Market
Niche Market
Segmented
Diversified
Multi-sided Platform

What type of relationship does each of our 
Customer Segments expect us to establish 
and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our 
business model?
How costly are they?

examples
Personal assistance
Dedicated Personal Assistance
Self-Service
Automated Services
Communities
Co-creation

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

catergories
Production
Problem Solving
Platform/Network

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

types of resources
Physical
Intellectual (brand patents, copyrights, data)
Human
Financial

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquairing from partners?
Which Key Activities do partners perform?

motivations for partnerships
Optimization and economy 
Reduction of risk and uncertainty
Acquisition of particular resources and activities

What value do we deliver to the customer?
Which one of our customer’s problems are we 
helping to solve? 
What bundles of products and services are we  
offering to each Customer Segment?
Which customer needs are we satisfying?

characteristics
Newness
Performance
Customization
“Getting the Job Done”
Design
Brand/Status
Price
Cost Reduction
Risk Reduction
Accessibility
Convenience/Usability

types
Asset sale
Usage fee
Subscription Fees
Lending/Renting/Leasing
Licensing
Brokerage fees
Advertising

fixed pricing
List Price
Product feature dependent
Customer segment  
dependent
Volume dependent

dynamic pricing
Negotiation (bargaining)
Yield Management
Real-time-Market

strategyzer.com

Brainstorming Rules: 
★ Defer judgement – no blocking of ideas! 
★ Go for quantity! 
★ One conversation at a time! 
★ Headlines – no details! 
★ Stay on topic!    
★ Build on the ideas of others! 
★ Be visual!   
★ Encourage wild ideas! 
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• Erlebnisse!
• Erfahrungen!
• Erkenntnisse!



Wie weiter?!

•  Hypothese!
–  Überprüfen!

–  Adaptieren!
–  Neu formulieren"
"
!

Gezielt „unfaire Vorteile“ gegenüber 
dem Wettbewerb entwickeln und 
ausbauen!!

44!

Observe&

Orient&Decide&

Act&
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DESIGN THINKING!
Das richtige Problem finden!
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Klarstellung: Anderer Designbegriff!
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Design-
Waschmaschine?!

Bild: baulinks.de!



Klarstellung: Anderer Designbegriff!
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Design = Plan, Ablauf!
Bild: baulinks.de!



InnovaLonsprobleme!sind!o\!
undefinierte!Problemstellungen:!
!„unbounded“!/!„wicked“!!
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Wie!kann!man!regelmässig!
Durchbrüche!erzielen?!
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Der Apple (Steve Jobs) Ansatz!
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cf. Tim Brennan in Liedtka/Ogilvie, 2012!

“To design something really well, you have to get it. You have to really grok what 
it’s all about. It takes a passionate commitment to really thoroughly understand 
something, chew it up, not just quickly swallow it. Most people don’t take the 
time to do that.” (Steve Jobs)!



Der Rest von uns!
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cf. Beverly Ingle, 2013!



Kreative Prozesse allgemein!
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0.0001%!

Kreatives Verhalten "
kann – in Grenzen – gelernt werden!
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Bilder: Ideo, Apple, Palm!



The d.school starts in 2005

7

d.history lesson
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Balance zwischen "
analytischem Intellekt und Intuition!

57!

Zweck 
Intellekt 

Bedeutung 
Intuition 

DESIGN THINKING 



Design Thinking ! Business Thinking!

Business! Design!
Annahmen! Rationalität, Objektivität;!

Realität ist quantifizierbar!

Subjektive Erfahrung;!

Realität ist ein soziales Konstrukt!

Methode! Analytisch mit dem Ziel die “beste” 
Antwort zu generieren!

Iterativ experimentierend  zu einer 
“besseren” Lösung zu kommen!

Prozess! Planung! Tun!

Entscheidungstreiber! Logik; Numerische Modelle! Emotionale Einsichten;!

Erfahrungsbasierte Modelle!

Werte! Wunsch nach Kontrolle und Stabilität;!

Unwohlsein bei Unsicherheit!

Liebe zum Neuen;!

Unzufriedenheit mit Status Quo!

Fokusebenen! Abstrakt oder speziell! Iterativer Wechsel zwischen abstrakt 
und speziell!

Nach:!Liedtka/Ogilvie!2011!
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"  Show Don’t Tell "
Communicate your vision in an impactful and meaningful way by creating experiences, using illustrative visuals, and telling good stories. "
!

"  Focus on Human Values "
Empathy for the people you are designing for and feedback from these users is fundamental to good design. "
!

"  Embrace Experimentation "
Prototyping is not simply a way to validate your idea; it is an integral part of your innovation process. We build to think and learn. "
!

"  Bias Toward Action "
Design thinking is a misnomer; it is more about doing that thinking. Bias toward doing and making over thinking and meeting. "
!

"  Craft Clarity "
Produce a coherent vision out of messy problems. Frame it in a way to inspire others and to fuel ideation. "
!

"  Be Mindful Of Process"
Know where you are in the design process, what methods to use in that stage, and what your goals are. "
!

"  Radical Collaboration"
Bring together innovators with varied backgrounds and viewpoints. Enable breakthrough insights and solutions to emerge from the 
diversity.!
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www.embraceglobal.org!

Die richtige Fragestellung finden!
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Problem: man findet, wonach man sucht!

61!
Film ab!!



Understand Empathize Define Ideate Prototype Test 

•  Thema!
verstehen!

•  Benutzer!
beobachten!

!

•  Hypothese!zum!
eigentlichen!
Problem!
entwickeln!

!

•  Brainstorming!
•  So!viele!Ideen,!

wie!möglich!
generieren!

!
!

•  Ideen!umsetzen!
•  Low:Fi!

Prototypen!
entwickeln!

!

•  Prototypen!mit!
End:Usern!
ausprobieren!

•  Feedback!holen!
•  Eventuell!zurück!

iterieren!

Understand& Empathize& Define& Ideate& Prototype& Test&

Design Thinking in aller Knappheit:!
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Iteration ist Kern-Bestandteil des Prozesses!

63!Stanford Innovation Masters Series    • 10

Prototyping is Part of a Design Process

EMPATHIZEEMPATHIZE

TESTTEST

IDEATEIDEATE

PROTOTYPEPROTOTYPEDEFINEDEFINE

Stanford Innovation Masters Series    • 11

3 Stages of Prototyping

# of 
Prototypes

What could be

What should be

What will be

INSPIRE

EVOLVE

VALIDATE

(from Moggridge)

Embrace failure

Build to think

Low resolution

Expect changes

Experiment

Targeted models
Manage Changes

Build to spec.

Integrated Models

Stanford Innovation Masters Series    • 12

Not Just for Products

Interactions

Spaces

Experiences

Stanford Innovation Masters Series    • 13

The Exercise

Roll up your sleeves and Prototype!

The Task: Get the ball from the top of the 
table into the basket as many times as 
possible in 45 seconds, subject to the rules

Jeder!Schrig!kann!jederzeit!neu!angeschaut/oder!wiederholt!werden,!sollte!das!für!das!
Gelingen!des!Projekts!notwendig!sein!!



Thema Verstehen!

•  (Geschäfts-)Ziel definieren!
–  Treiber verstehen!

–  Umfang definieren!

–  Einschränkungen klären"
!

•  Design Brief!
–  Projektbeschreibung!

–  Zielkunden!

–  Explorative Fragen!

–  Ergebnisse & Erfolgsmetriken!
–  Projektplan & Budget!
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Understand&

Quelle:!Liedtka/Ogilvie!2013!

•  Erfolgsmetriken und 
Constraints können bzw. 
sollten Nachhaltigkeitskriterien 
enthalten!!



Beobachten!

•  Nutzer beobachten!
•  Zuhören & Fragen!

•  Geschichten anhören!
–  Widersprüche!

–  Normen!

–  Erfolge & Misserfolge"
!

•  Erlebtes & Verstandenes im 
Team teilen!
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Empathize&

Photo:!Stanford!d.school!



Sagen! Denken!

Tun! Fühlen!

Problem definieren!

•  Muster in den Daten entdecken!
•  Was ist das Problem: Hypothese aus "

den Daten generieren"
!

•  Hilfreiche Werkzeuge!
–  Journey Map!

–  Empathy Map!
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Define&
Hi
gh
!

Lo
w
!

Kaufentscheidung! Kreditkartenprüfung! Download! InstallaLon! Erste!Nutzung!



Lösungsidee finden!

Brainstormen & Ideen sortieren!
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Ideate&

Brainstorming-Regeln:!
★ Bewertung zurückstellen – keine Ideen blockieren!
★ Volumen erzeugen!!
★ Nie mehr als eine Diskussion gleichzeitig!!
★ Überschriften – keine Details!!
★ Beim Thema bleiben! ! !!
★ Auf Ideen von Anderen aufbauen!!
★ Mit Bildern arbeiten! !!
★ Zu “verrückten” Ideen ermutigen!"
!



Prototypen bauen!

68!

Prototype&

•  Beim Bau des Prototypen 
bereits auf nachhaltige 
Machbarkeit achten: "
Designer‘s Field Guide to 
Sustainability! "
Okala Ecodesign Strategy 
Wheel!!

!



Prototypen testen!

69!

Test&



Im Zweifel - zurück gehen!!

70!Stanford Innovation Masters Series    • 10

Prototyping is Part of a Design Process

EMPATHIZEEMPATHIZE

TESTTEST

IDEATEIDEATE

PROTOTYPEPROTOTYPEDEFINEDEFINE

Stanford Innovation Masters Series    • 11

3 Stages of Prototyping

# of 
Prototypes

What could be

What should be

What will be

INSPIRE

EVOLVE

VALIDATE

(from Moggridge)

Embrace failure

Build to think

Low resolution

Expect changes

Experiment

Targeted models
Manage Changes

Build to spec.

Integrated Models

Stanford Innovation Masters Series    • 12

Not Just for Products

Interactions

Spaces

Experiences

Stanford Innovation Masters Series    • 13

The Exercise

Roll up your sleeves and Prototype!

The Task: Get the ball from the top of the 
table into the basket as many times as 
possible in 45 seconds, subject to the rules

Jeder!Schrig!kann!jederzeit!neu!angeschaut/oder!wiederholt!werden,!sollte!das!für!das!
Gelingen!des!Projekts!notwendig!sein!!



DESIGN THINKING 
HANDS-ON!
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Video!
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Det Gode Køkken – Holstebro Kommune!
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Det Gode Køkken - Video!
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Gode Køkken - Holstebro Kommune!
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Takeaways von Gode Køkken!

•  Mit einer offenen Frage anfangen!
•  Fakten und Emotionen adressieren!
•  Mit einer breiten Auswahl von Stakeholdern arbeiten!

•  Mit Visualisierungen kommunizieren!
•  Prototypen mit Benutzern vor dem Rollout "

testen!

•  (Gutes Beispiel für einen erfolgreich verlaufenen 
Design Thinking Prozess!)!
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Ihre "
Takeaways!!



Bücher/Media:!

•  Liedtka/Ogilvie (2011) “Designing for Growth” "
http://cupola.columbia.edu/978-0-231-16467-2/"
!

•  Osterwalder, A. Et al. : Business Model Generation"
http://www.businessmodelgeneration.com/book"
!

•  AIGA: Living Principles – Creative Action for Collective Good"
http://www.livingprinciples.org/framework/introduction/"
!

•  Lunar, Inc: The Designer‘s Field Guide to Sustainability "
http://www.lunar.com/fieldguide.shtml "
!

•  U of AZ, et al.: OKALA Framework, App, Educational Presentations,... "
http://www.okala.net "
!

•  Vijay Kumar (2012) “101 Design Methods” "
http://www.101designmethods.com/!

•  Fischer/Nagel/Ottmann/Söffing (ongoing)  “Designmethodenfinder”"
http://www.designmethodenfinder.de/!
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Vielen Dank!!

"
"
"
"
Godehard Gerling "
+49 160 975 23522"
g.gerling@go3consulting.com"
!
www.go3consulting.com!
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