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Any voluntary decision to transact requires that both 
parties perceive: 0 < value = benefits – sacrifices

Töytäri, 2018
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efecto

VALUE OF PROCESS IMPROVEMENT
CASE
OUTOTEC
FLOTATION

SALES REVENUE FROM 
EXTRACTED MINERALS

SALES REVENUE FROM 
EXTRACTED MINERALS

OLD MIXING MECHANISM NEW MIXING MECHANISM

ENERGY COSTENERGY COST

MAINTENANCE COST
MAINTENANCE COST

Increase of copper 
recovery by 1% 

equals to of 
2Meur increase of 

sales revenues

50 % energy 
decrease equals 

to 100keur 
decrease of utility 

cost

50% life time 
decrease equals to 
50keur saving of  

maintenance 
expenditure  

Töytäri, 2018



Order processing costs

System fees

Business operations costs

Sales revenue

Order processing costs

System fees

Business operations costs

Sales revenue

OLD order processing system NEW order processing system

Case:

A store
selling

products
online

Less sales 
because of 

more 
verifications 

needed

More 
expensive 

system

More 
accurate 

orders, less 
fraud



Thinking value first entails a mindset shift

Turunen et al., 2018
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Value proposition

Value proposition is a bundle of benefits that addresses 
business goals of a specific target group, and offers 

superior value for the customer.

Hence, value proposition differentiates from competing 
alternatives and resonates with the stakeholders’ value views 

by addressing timely and salient business concerns.

Töytäri, 2015
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It can be very concrete!





But it is not trivial!



Who are the stakeholders in involved in value creation?

What are the values firms are trying to communicate to the 
stakeholders?

Peer exercise
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Who are the stakeholders in involved in value creation?
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Beyond dyads?



ECOSYSTEM PERSPECTIVE TO VALUE 
PROPOSITIONS

• Macro view:
market 
perspective

• Meso-level:
network of key 
actors connected 
to the focal firm

• Micro-level:
buyers and 
sellers

Frow et al., 2014



ZOOM LEVELS

Frow et al., 2014

Micro level
• Value proposition as a 

“promise” or “proposal”

Meso level
• Value proposition as an 

“Invitation to play” or 
“bridge connecting our 
worlds” 

Macro level
• Value proposition as a 

“wild card” or “journey to a 
destination”

Table 1. Illustrative value offered, value sought and value shared shaping an ecosystem.

Actor Value offered Value sought Value shared shaping an ecosystem

Employee Pay (premium/fair)
Equity in business
Job security
Training and career path
Work–life balance
Pride in job/community status
Health and safety

Staff loyalty
Championing company
Ideas for improvements
Involvement and commitment
Productivity

Shared purpose
Shared vision
Shared identity
Flexibility
Shared image

Customer Product/service performance
Choice
Convenience
Responsiveness
Security
Feel-good

Retaining existing customers
Broadening/deepening relationships
Recommendations to prospects
Expansion of customer base
Improving customer profitability
Ideas for improving service

One stop shop
Access to ecosystem actors’ goods and services
Reduced costs
Stronger relationship bonds

Supplier Volume guarantees
Price (premium/fair)
Payment terms/contract length
Status (platinum, etc.)
Information sharing
Recommendation

Supply security
Supply prioritisation
Cost savings – supply chain integration
Cost savings – price paid
Information sharing

Shared knowledge
Integrated supply chain with ecosystem actors
Reduced risk, time, cost and offers flexibility
Greater stability of relationships

Partner Performance
Status (platinum, etc.)
Information/IP sharing
Recommendations/introductions
Shared marketing
Training

Partner performance
Status/accreditation enjoyed
Information received
Recommendation/introductions
Shared marketing

Shared knowledge
Access to partner relationships across
ecosystem
Shared trust

Shareholder Risk profile
Returns profile (capital growth,
dividend, etc.)
Profits growth
Economic value added

Shareholder loyalty (as appropriate for private,
private equity and public ownership)
Support for further fundraising
Premium valuation
Referrals/introductions

Shared risk
Shared knowledge
Shared trust
Shared profits

Society Ethical behaviour/example
Investments in sustainability
Carbon usage reduction
Compliance (match/exceed)
Charitable support
Staff development

Enhanced reputation
Lower risk of regulatory investigation/savings
on mandatory investigations
Support from government
Regulatory benefits

Shared purpose
Shared
Sense of well-being
Less reactive and more proactive behaviours

Source: Adapted from Springman (2012).
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Waze. A community-driven ecosystem where millions of 
drivers contribute real-time data, making every drive faster 
and safer. By joining Waze, you become part of a global 
network actively improving daily commutes for everyone.

Strengthen cybersecurity 
through collective expertise. 
HackerOne's ecosystem 
unites the world's largest 
community of ethical hackers.



1. What is value
2. Communicating value
3. Mapping value

Next…



Team exercise (45mins)

Focus on your teams’ cases. Conduct a value mapping 
exercise with Value Proposition Canvas.

After the exercise, let’s come back to the lecture hall and 
review shortly the results and experiences.



1) Defining your customer profiles. Identifying your customer's 
major jobs-to-be-done, the pains they face when trying to 

accomplish their jobs-to-be-done and the gains they perceive by 
getting their jobs done.

2) (if you have time) Visualize the value you create. Defining the 
most important components of your offering, how you relieve pain 

and create gains for your customers.

3) (during the rest of the course) Achieve product-market fit. 
Adjusting your Value Proposition based on the insights you gained 

from customer evidence and achieve Product-Market fit.
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Value proposition

Value proposition is a bundle of benefits that addresses 
(business) goals of a specific target group, and offers 

superior value for the customer.

Hence, value proposition differentiates from competing 
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