







Exclusive Online Resources For You

As our valued reader, your purchase of this book includes access to exclusive online resources designed to enhance your learning experience. These resources can be downloaded from our website, www.vibrantpublishers.com, and will help you apply essential frameworks to build sustainable businesses grounded in capability, purpose, and profit.

Online resources for this book include the following essential components:

1.Business Model Canvas: Starter Templates for Small Businesses

2.Writable BMC Template

3.Frameworks Worksheet

4.Neurodiverse Entrepreneurship Assessment Sheet

5.Reading Guide: Informal Entrepreneurship

6.Right-Side Connections Worksheet

7.Circular Design Decision Tree Worksheet

8.Collaborative Cost Structure Worksheet

9.Minimum Viable Product + Pivot Worksheet

10.Template for Designing a Blue Ocean Strategy

11.Blue Ocean Strategy Data Worksheet

12.Sustainability Leadership Mindset: Self-Assessment Worksheet

13.Social Enterprise Pitch Worksheet

14.Budgeting Worksheet

Why are these online resources valuable?

Ready-to-use layouts: Download, type, save, and revise your sustainable business model using these downloadable layouts designed for all types of new and growing ventures.

Business visualization: Visualize your entire business, including customers, resources, and finances, in one simple, intuitive format, perfect for refining your sustainable strategy.

Tailored methods: Explore diverse cognitive strengths and thinking styles that enhance business innovation.

Guided reflections: Use well-researched reading guides to sharpen your strategic thinking and grow equitable, purpose-driven ventures.

How to access your online resources:

1.Visit the website: Go to www.vibrantpublishers.com

2.Find your book: Navigate to the book’s product page via the “Shop” menu or by searching for the book title in the search bar.

3.Request the resources: Scroll down to the “Request Sample Book/ Online Resource” section.

4.Enter your details: Enter your preferred email ID and select “Online Resource” as the resource type. Lastly, select “user type” and submit the request.

5.Check your inbox: The resources will be delivered directly to your email.

Alternatively, for quick access, simply scan the QR code below to go directly to the product page and request the online resources by filling in the required details.
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Happy learning!
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What Experts Say About This Book!


The book is both practical and fun, making it more likely to engage students, which is the key to learning. It’s not a boring recipe book for the usual startup grind, but a way of approaching entrepreneurship that is not only about the bucks, but incorporates thinking about the other dimensions of our lives and communities, as well as making a profit. 

– Drew Hession-Kunz, Lecturer in Entrepreneurial Finance, Boston College, Seidner Department of Finance. 

The Profitable Good is an entrepreneurship textbook that offers a comprehensive and accessible exploration of building ventures through a sustainability lens. The book is grounded in the United Nations Sustainable Development Goals to show how responsible practices can drive long-term business success. It provides insight into all the critical facets and theories entrepreneurs must consider—from idea generation and analysis to operations and impact—while illustrating concepts through strong, practical, and relevant examples. Each chapter walks readers through the different thought processes of creating a business using a variety of activities that encourage analysis, reflection, and application, making the material easy to understand and highly pertinent for both students and practitioners. Clear, concise visuals further enhance understanding by effectively conveying key theoretical concepts. 

Overall, the book is well-suited for undergraduate and graduate students, as well as aspiring entrepreneurs interested in launching a sustainable business, offering valuable guidance on the essential issues to examine before opening a venture’s doors. 

– Nicole O’Brien, PhD, MSc, BBA, Assistant Professor of Practice, Sawyer Business School, Suffolk University  

The Profitable Good offers a clear and well-structured introduction to sustainability in business, organized around six major domains—Foundations, Customers and Channels, Operations, Financials, Value Proposition, and Leading Change. The progression is logical and intuitive, guiding readers from basic concepts (4Ps, SDGs, entrepreneurship self-assessment) to more advanced topics such as supply-chain ethics, sustainable financial models, transformational leadership, and communication for change.

The book provides a reliable, conceptually accurate overview of sustainability principles. The book reflects contemporary sustainability conversations—ethical supply chains, indigenous wisdom, stakeholder value, and regenerative practices. There is a coherent and engaging flow, moving from internal foundations to customer value, operations, financial models, and finally leadership. The pattern of concept → example → case study → quiz makes the learning experience structured and interactive. The case studies are diverse and carefully chosen to illustrate sustainability challenges across geographies and industries.

This is a well-designed foundational book that balances conceptual clarity with practical application. It succeeds as an introductory sustainability resource—accessible, relevant, and structured for anyone who needs both theory and hands-on exercises. The book delivers an effective, engaging, and pedagogically sound learning experience.

– Dr. Glory Enyinnaya, Academic Director, Department of Business Administration, Pan-Atlantic University, Lagos 

The book is highly engaging and enjoyable to read. The use of the Business Model Canva as a foundational framework is an excellent choice, as it provides a shared language that can be spoken and understood by a wide range of stakeholders. The selected examples are practical, engaging, and firmly grounded in the realities of communities. The decision to include a set of tips is highly commendable, as it adds practical value to the book and supports readers in applying the concepts presented.

The use of the Suma Qamana as a paradigm, alongside Permaculture, Solidarity Economy, the Blue Ocean Strategy, Circles of Sustainability and the Sustainability Lens Game as fundamental concepts, is very insightful. It makes it possible to explore and understand business growth in new ways and, most importantly, offers a fresh and invigorating perspective. 

– Salma IDRISSI BOUTAYBI, PhD, Social Entrepreneurship Researcher & Doctoral Sherpa 

Dr. Tamara Stenn’s work stands out for its rare combination of rigorous research, human‑centered insight, and a deep commitment to renewable economic solutions. Her leadership, clarity, and vision make her work in this book invaluable in shaping a more equitable and resilient future.

– Dr. Jeanette Landin, Professor of Professional Studies, Landmark College 

As more and more individuals gravitate towards entrepreneurship for both profit and purpose, there has come to be a tremendous need for an intelligible, inspiring, and useful guide that lays out the central tenets of sustainable business venturing. With her new book, The Profitable Good, Dr. Stenn services this need in marvelous fashion. She fully fathoms and ably conveys a customizable message that sustainable entrepreneurship, like all business venturing, is a personal and professional journey. Beginners and experts alike will benefit from the frameworks, insights, and extensive practical advice. Dr. Stenn not only invites the reader to develop a personal road map, but also how to build a toolbox for successfully realizing financial, social, and environmental gains.
 
– Richard "Rick" Hunt, Ph.D, Dorothy Hottel Digges Professor of Entrepreneurship at Virginia Tech 



Preface

As a professor, entrepreneur, and social enterprise developer, I’ve spent decades immersed in the real-world challenges, theoretical models, and breakthroughs of building businesses that do more than just turn a profit; they strengthen communities, restore ecosystems, and empower people. This book, The Profitable Good: A Bold Playbook for Sustainable Business Growth (The Profitable Good), is the culmination of this journey.

This book was inspired by a simple but profound question I encountered repeatedly in my work with students, startups, and mission-driven organizations: “How do I make sustainability practical and profitable in my business?” Too often, sustainability is treated as an afterthought or moral add-on, something noble but difficult to measure, implement, or sustain. I wrote this book to change that narrative.

Drawing from hands-on experience, academic research, and global case studies, this guide integrates sustainability into every segment of the Business Model Canvas. It offers a flexible, creative approach rooted in frameworks I’ve developed, used in my enterprises, and taught students to use in theirs—including the Four Ps, the Four Pillars of Fair Trade, and the Four Lenses of Sustainability. These frameworks help entrepreneurs of all kinds, from high schoolers with lemonade stands to global manufacturers, to build ventures that are profitable, impactful, and resilient.

There is more than theory here. This book is a toolkit of practical actions, reflective assessments, and design thinking methods tailored for learners and leaders who want to make a difference through enterprise. It empowers one to embrace their own strengths, including neurodiversity, and develop business models that align with both personal values and today’s global goals.

Whether a student, educator, innovator, or changemaker, my hope is that The Profitable Good: A Bold Playbook for Sustainable Business Growth not only informs but inspires you. Because business, at its best, is a powerful force for good, and sustainability is the strategy that ensures we all thrive.

– Dr. Tamara Stenn
Boston, Massachusetts
2026


Introduction to the Book

What if a business could do more than survive? What if it could thrive by helping the world thrive, too?

The Profitable Good: A Bold Playbook for Sustainable Business Growth is a hands-on guide for students, entrepreneurs, business owners, and changemakers who want to build ventures that are competitive, innovative, resilient, and rooted in purpose. In a world facing growing environmental crises, widening inequality, and shifting consumer expectations, businesses that embrace sustainability are no longer niche outliers; they are the leaders of the future. This book shows you how to be one of them.

At its heart, the book is about integrating sustainability into every aspect of an enterprise, not as an extra task, but as a strategic advantage. Whether running a startup, managing a team, or exploring a business idea for the first time, The Profitable Good: A Bold Playbook for Sustainable Business Growth offers a practical roadmap to embed sustainability across operations, marketing, finances, leadership, and customer relationships.

Using the Business Model Canvas as a foundation, the book guides you step-by-step through how sustainability can strengthen each of the nine components of a business. You learn how mindful decisions around sourcing, staffing, and partnerships can reduce costs, build community ties, and open new markets. Discover how design thinking, neurodiversity, and inclusive practices can drive innovation, resilience, and social impact. And explore how global frameworks like the Sustainable Development Goals (SDGs), the Four Ps, and the Fair Trade Pillars can help any venture align with international standards and stakeholder expectations.

What sets this book apart is its accessible, experiential approach. Instead of overwhelming readers with jargon or abstract theory, it begins with a simple lemonade stand. From there, it expands into real-life case studies featuring companies like Patagonia, Equal Exchange, Green Mountain Power, and Tony’s Chocolonely, enterprises that prove profitability and purpose can go hand in hand. At each step, you’ll find actionable tools: reflective self-assessments, practical exercises, and creative challenges designed to make sustainability tangible and transformative.

The Profitable Good: A Bold Playbook for Sustainable Business Growth also recognizes that entrepreneurs come in many forms, with diverse backgrounds, skills, and ways of thinking. That’s why it includes an entrepreneurship self-assessment based on the Dueling Banjos model, helping one identify their strengths and build supportive, complementary teams. One does not need to be an expert in sustainability; they just need curiosity, commitment, and the willingness to think differently.

By the time you finish the book, you will have a toolkit of strategies and a mindset that empowers you to:

●Understand how sustainability enhances long-term business success.

●Integrate sustainable practices across operations, from sourcing to sales.

●Identify new markets and attract socially conscious customers.

●Strengthen supply chains, diversify income, and build brand trust.

●Align with global sustainability goals and frameworks.

●Lead with purpose and authenticity in a rapidly changing world.

This is not just a book, it’s an invitation to become part of a growing movement. Organizations today have a unique opportunity, and responsibility, to lead positive change. The tools and insights in this book will help organizations seize that opportunity and turn sustainability into a competitive edge.


The Sustainability Lens Game: 
Turning Theory Into Transformative Action

The Sustainability Lens Game by author Dr. Tamara Stenn is an experiential learning innovation that transforms complex sustainability theory into an engaging, hands-on experience. Developed from more than 25 years of research and practice in sustainable business (Stenn, 2025), the game bridges abstract concepts and applied creativity through design thinking, storytelling, and collaboration.

Integrating 64 micro sustainability tools, represented as “coin cards,” with the 17 United Nations Sustainable Development Goals (SDGs) and the nine sections of the Business Model Canvas (BMC), the game generates nearly 10,000 potential sustainability solution combinations. Each play session becomes a unique exploration of systems thinking, problem-solving, and imagination.

In gameplay, participants reimagine viable enterprises—such as a dog-walking service, a lemonade stand, or the participant’s own venture—into regenerative, socially impactful businesses. Players have two minutes to combine seemingly unrelated sustainability tools and SDGs into actionable strategies, using storytelling to explain how their business now operates sustainably within its BMC section. Every player takes a turn leading while others collaborate, mirroring the competitive–collaborative dynamics of real-world sustainability practice. Because there are no losers and every idea adds value, gameplay fosters psychological safety, creativity, and a sense of collective achievement.

A recent study conducted with 52 business students demonstrated the Sustainability Lens Game’s effectiveness in building psychosocial orientations toward sustainability leadership (Stenn, 2025). Findings showed a statistically significant increase in personal responsibility for sustainability, with additional gains in motivation and intent to act sustainably. When a personal storytelling exercise preceded gameplay, participants demonstrated the greatest levels of emotional engagement and responsibility—supporting the idea that stories act as value-carriers and amplifiers of empathy (Creed, Ross, & Ross, 2021; Gillespie, 2022).

Players described their experience as “energizing,” “eye-opening,” and “hopeful.” Beyond knowledge acquisition, the game helped them connect emotionally with sustainability challenges and see themselves as capable of meaningful action, key elements of transformational learning (Bryant et al., 2023). By blending analog gameplay with digital assistance from Sustainability Sam, an AI facilitator that prompts creative thinking and records player outcomes, the game creates an accessible, hybrid environment for both in-person and technology-enhanced classrooms (Hou & Keng, 2021).

Ultimately, the Sustainability Lens Game transforms sustainability education from passive theory into active practice. Each gameplay session concludes with a strategic Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis, examining the transformed enterprise’s SWOT, along with reflection on trade-offs, actionable next steps, and a compelling elevator pitch. The game allows players to experience the interconnectedness of business, community, and the environment while cultivating empathy, responsibility, and innovative thinking—the hallmarks of sustainable leadership. It turns imaginative ideas into practical actions that build innovation, resilience, and fun into any venture.

More information, facilitation materials, and reflective blogs can be found at www.sustainabilitylensgame.com.
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Who Can Benefit From This Book

The Profitable Good: A Bold Playbook for Sustainable Business Growth is designed for a wide range of readers eager to build ventures that are both impactful and financially sound. Early-stage entrepreneurs and start-up founders will benefit from actionable strategies to build strong, resilient business models grounded in purpose. Professionals and project managers seeking to integrate sustainability into existing operations will discover practical insights that can be applied immediately across sectors. Undergraduate and graduate students studying entrepreneurship, business, sustainability, or social innovation will find clear frameworks and hands-on tools that bridge theory and practice. The book can be used as a whole or by select chapters, depending on the users’ needs and interests.

Educators, incubator facilitators, and business mentors will also find this book to be a valuable resource for guiding learners through sustainability practices using accessible language, relevant case studies, and real-world examples. Whether launching a first venture, growing an enterprise, or teaching others how to do so, this book equips one to lead with confidence, creativity, and conscience.


How to Use This Book?

The Profitable Good A Bold Playbook for Sustainable Growth is a practical guide designed to be used as both a learning tool and an action planner. Whether you’re an entrepreneur, business leader, educator, or student this book provides flexible pathways to explore, apply, and adapt sustainability strategies to your unique context. Here are several ways to get the most out of the book:

●Start with the Business Model Canvas (BMC): Each chapter builds upon the BMC framework, showing how sustainability can be embedded in the nine segments of a business. If you’re already familiar with the BMC, dive into the chapters that align with the segments you want to improve. If you are not familiar with the BMC, no worries, the chapters will carefully guide the way, introducing the BMC and how it is used.

●Use the case studies for inspiration and analysis: Each chapter includes real-world examples of purpose-driven companies. Use these as models, discussion prompts, or benchmarks for your own sustainability goals.

●Complete the self-assessments and exercises: Interactive tools like the Entrepreneurship Spectrum assessment and SWOT analysis help you identify your strengths and opportunities. These tools are especially useful for personal reflection, team building, or classroom facilitation.

●Apply the sustainability frameworks: The book introduces three core frameworks—the Four Ps, Four Pillars, and Four Lenses—to help you evaluate and design sustainability strategies. Refer to these throughout the book and use them to assess real ventures.

●Align your business with the SDGs: The book demonstrates how to map the United Nations Sustainable Development Goals to your business model. This approach helps you uncover new market opportunities and create measurable social and environmental impact.

●Work through it sequentially or by need: You can read the book from beginning to end as a full curriculum or jump to specific chapters based on immediate needs (e.g., customer development, supply chains, financials, leadership).

●Use it as a teaching or facilitation tool: Instructors and facilitators can use the book to structure workshops, team projects, or semester-long courses. Each chapter includes exercises, tips, and discussion questions to guide group learning.

However you choose to engage, this book is meant to be written in, returned to, and adapted as your ideas evolve. Treat it as your roadmap to building ventures that are not only sustainable but also successful by every measure.

Let’s get started.

Note: This printed edition reproduces visual materials in monochrome. Where color forms part of the original design or aids interpretation, full-color versions are available in the Online Resources.




CHAPTER 1


Foundations of Sustainability in Business
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●Understand the Business Model Canvas in representing the nine aspects of an enterprise.

●Discuss the power of the Four Ps of Sustainability, the Four Pillars of Fair Trade, and the Four Lenses of Sustainability, and how they contribute to the larger study of sustainability.

●Assess one’s strengths and weaknesses, examining the seven stages of entrepreneurship using the Dueling Banjos method.

●Learn about the Sustainable Development Goals, how they pertain on a micro level to individual enterprises, and provide a place of new opportunity and growth.



In a general business context, sustainability refers to the practice of operating in a way that meets present needs without compromising the ability of future generations to meet theirs. The purpose of sustainability in business is to create long-term value by reducing harm, using resources wisely, supporting communities, and building resilient, ethical organizations that can adapt and thrive over time.



Sustainable businesses benefit through cost savings, innovation, stronger brand reputation, employee engagement, and access to conscious consumers and new markets. Communities benefit through ethical job creation, local investment, and inclusive practices. Environmental benefits include reduced pollution and waste, conservation of natural resources, lower carbon emissions, and the protection of ecosystems, helping ensure a healthier planet for future generations.

Business sustainability involves balancing three essential aspects: economic success, environmental responsibility, and social impact, often called the Triple Bottom Line. The Triple Bottom Line (TBL) is a business framework that expands the traditional focus on financial performance (profit) to also include social and environmental impacts (Elkington, 1997). It encourages enterprises to evaluate success based on three key dimensions: people, planet, and profit.

People includes the social impact on employees, communities, and stakeholders.

Planet refers to the environmental footprint, including resource use, emissions, and waste.

Profit is about the economic viability and financial performance of the organization.

The goal of the Triple Bottom Line framework is to balance these three priorities, ensuring that enterprise growth supports both society and the environment. TBL is a good starting point for sustainability. However, in this book, we will go deeper into the idea of sustainability, introducing multiple models, assessments, and examples to present a practical and holistic application of sustainability. We will take the idea of sustainability further by building deeper connections and responsibility. These connections extend beyond the confines of the enterprise, creating more options and actions beyond the Triple Bottom Line.

In Chapter One, we understand the concept of sustainability as something mindfully built into an organization to strengthen community ties, solidify supply chains, expand markets, diversify cash flow, and connect with customers. We explore the Business Model Canvas (BMC), a collaborative, design-thinking tool, used as a platform on which to build sustainability across an organization. We also discuss the development of sustainability in the context of a “Lemonade Stand,” a simple venture that involves making and selling a beverage. As the Lemonade Stand evolves in this chapter, it serves as a foundational example for introducing key sustainability concepts and terminology.

We explore frameworks such as the 4Ps (People, Planet, Profit, and Purpose), the 4 Pillars (economic, environmental, social, and cultural sustainability), and the 4 Lenses (tools for analyzing enterprise health, innovation, and resilience). These frameworks will help you articulate your business vision, communicate with stakeholders, and align your ventures with global goals like the Sustainable Development Goals (SDGs). The chapter also includes a self-assessment of entrepreneurial stages, encouraging you to identify strengths and areas for growth as you go on to build resilient, purpose-driven enterprises.

Overall, the purpose of Chapter One is to ensure your understanding of sustainability in an applied learning context and to become familiar with the tools and methods used to identify and build sustainability. Let’s begin with the case of the lemonade stand.

1.1 Introduction: The Lemonade Stand Transformation

Often, when working with enterprises and sustainability, people wonder where to begin. Existing businesses are complex, and new businesses are still developing. To make it easy, sustainability can be learned using a lemonade stand. This keeps everyone on the same page for starters and makes it easier to see how sustainability concepts can be used and function in more complex situations.

A lemonade stand is a simple venture that involves selling a homemade beverage outdoors on a summer day. Started and managed by children, often with guidance from adults, it is a classic example of a small-scale enterprise where raw materials are transformed into a product that serves a need and generates revenue. The Business Model Canvas provides a structure to study the different parts of the lemonade stand and to see what happens when elements of sustainability are added to it. Chapters Two through Five will go into more detail about how each of the BMC areas lends itself to a plethora of sustainability approaches. For now, in this section, we will understand the fundamentals of the BMC with respect to the lemonade stand.

Figure 1.1 The Business Model Canvas
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(Strategyzer, 2025)

The Business Model Canvas is a design thinking tool that builds conversation around business strategy and development.

The BMC, as seen in Figure 1.1, is a collaborative, design-thinking tool used by businesses and leaders around the world. It was developed in 2004 by doctoral student Alex Osterwalder, who crowdsourced the concept of business model development through a series of innovative workshops focused on strategy and development. His findings became the BMC as presented in his Management Information Systems doctoral thesis, The Business Model Ontology —A Proposition in a Design Science Approach, at the University of Lausanne (Osterwalder, 2010).

The BMC encompasses all aspects of growing and managing a business through nine segments:


1.Community (Key Partnerships)

2.Staff (Key Activities)

3.Materials (Key Resources)

4.Product (Value Proposition)

5.Sales (Customer Relationships)

6.Delivery (Channels)

7.Customers (Customer Segments)

8.Costs (Cost Structure)

9.Expenses (Revenue Streams)



 As illustrated in Figure 1.2, these BMC segments can be clustered into three key areas with specific characteristics and purposes. The left side segments lead to more internal, logistical conversations examining how products are sourced and created. The right side segments are concerned with building outward connections and communications.

Figure 1.2 Three Key BMC Areas
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(Adapted from the Strategyzer BMC Model, 2025)

Considering the BMC as a brain, the left side represents the logical part, where detailed processes are analyzed and choices are made. The right side is the emotional and creative side, where relationships are formed. Both sides are supported by the financial foundation, the revenue and expenses of an enterprise. What remains independent is the central Value Proposition segment. This segment is the key definition of what is being offered and is influenced by all areas.

The following Figure 1.3 is the BMC of a simple lemonade stand at a farmers’ market, with the challenge to make it more sustainable. Prompts define each category. Responses to the prompts are bulleted underneath.

Figure 1.3 Business Model Canvas of the Lemonade Stand
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(Sustainability Lens Game, 2025)


[image: image] Sustainability terms and tools are areas of rapid growth and innovation. While this book strives to explain most of the terms, if you encounter a term or acronym for which you need further clarification, do browse reliable sources on the internet for a better understanding.



1.1.1 Left-Side Logistics

The left side of the BMC includes Key Partners, Key Activities, and Key Resources. This side represents the heart of production and the internal functioning of an enterprise (Fig. 1.2).

Key Partners:

Reading Figure 1.3 from left to right, we start with the Key Partners. The lemonade stand has indirect business relationships with the farmers’ market, suppliers, and a food safety certifier. These are organizations that help the lemonade business but are not a direct part of the company itself.

Key Activities:

This includes the human resource functions of the organization. These are the tasks that employees do to provide a good or service. In this case, they are setting up the lemonade stand, cutting lemons to prepare beverages, adding sweetener, and serving these beverages, while keeping the stand clean and safe.

Key Resources:

This component includes the raw materials that go into the production of the good or service. The lemonade stand uses lemons, sweetener, ice, water, cups, and the stand itself to produce and sell the lemonade.

How these components work together effectively:

In all aspects of production, from resources used to completed activities, these choices impact people, the planet, and the community. This includes decisions about sourcing materials, equipment, hiring, and worker pay. Even Key Partners, choosing who to associate with and how, create places of choice. In these choice points, is where sustainability actions grow, strengthening and expanding the enterprise.

When one looks at sustainability as mindfulness, opportunities on the left side of the BMC emerge. For example, to strengthen community ties (Key Partners), the lemonade stand could partner with a local organization by donating a percentage of sales to the organization. Simultaneously, this organization promotes the lemonade stand to its client base, so sales (and donation amounts) increase.

In the Key Activities section, jobs can be designed to support marginalized community members. This creates meaningful opportunities for them while fostering empathy and loyalty among customers. To strengthen sustainability, the Key Resources might include organic sourcing, which helps protect the environment from harmful agricultural chemicals. It also provides customers with a healthier beverage option.

As mindfulness of sustainability actions increases, engaging in such actions further transforms the lemonade stand. It is no longer simply making and selling lemonade; it is now giving back to the community, providing meaningful jobs, and supporting healthy food production. Thus, through this book, we will not only access a tally sheet of sustainability actions to take but also understand the how and why of a sustainability mindset. This way, anyone can learn the creative thinking techniques that transform enterprises and lives.

 As the lemonade stand grows in its transformation of production, the qualities that make the product special expand. This is recorded in the Value Proposition segment of the BMC, which focuses on the benefits the product or service brings to the customer. Initially, the stand produced hand-squeezed, fresh lemonade with locally sourced materials. With the example of added mindfulness, it added community ties, jobs, and organic sourcing to its product value, thus creating a competitive advantage over other beverage stands in the market.

1.1.2 Right-Side Connections

The right side of the BMC includes Customer Segments, Customer Relations, and Channels. It represents the creative, emotional connections of an enterprise and is associated with sales (Fig. 1.2). It looks at how the Value Proposition or competitive advantage connects with customers.

Let’s start with the Customer Segments component on the far right; an enterprise’s core customer base is defined by current users. The lemonade stand’s core customers are primarily the attendees of the farmers’ market. This is correlated with the Value Proposition the market brings, which is made up of tourists and locals seeking a connection with area producers and fresh foods. To build more sustainability into the customer side of an enterprise, the Customer Relationships, Channels, and Customer Segments come into play.

For example, the lemonade stand can build on its sustainability efforts on the production side of the BMC, attracting new customers who seek organic beverage options. These customers may also be associated with the organization receiving donations, or may be allies of the disadvantaged workers. Thus, the lemonade stand has expanded its customer base, built on the unique aspects of its product, the Value Proposition. In this way, engaging in a sustainability mindset grows one’s enterprise.


[image: image]

• Start simple when exploring sustainability in business. Using a familiar example like a lemonade stand helps break down complex ideas.

• Think of the BMC as a brain: The left side (partners, activities, resources) is logical and operational, and the right side (customers, channels, relationships) is creative and emotional.



To continue growing the right side of the BMC using sustainability practices, Channels looks at how customers obtain the product or service. In the lemonade stand example, customers buy the lemonade at the farmers’ market. The business is reliant on the farmers’ market hours and traffic for all sales. This can be expanded in a sustainable way by including a carbon-free local delivery service using bicycles. Thus, the stand will be able to expand the distribution range of the product.

The Customer Relationships aspect addresses how customers are communicated with after the sale. Currently, there is no outreach provided by the lemonade stand. Stand owners notice that there is usually a short line of customers waiting for their hand-squeezed, individually made lemonades. This presents an opportunity to make a cut-out of an organic lemonade character with the stand’s branding that people can stand by for a photo to share on social media. Creating ways for people to engage with your product or service and share their experience is a good way to build relationships.

Taking a larger view of the right side of the BMC with Customer Segments, Channels, and Customer Relationships, a more creative right-brain side of the BMC emerges where intuition, spatial reasoning, artistic abilities, and emotional processing come into play. This is associated with the marketing side of the enterprise. Expanding one’s sustainability practices gives enterprises new markets to move into and messaging that sets them apart from the competition.

1.1.3 Financial Foundations

The base of the BMC comprises the Cost Structure and the Revenue Streams components. This represents the financial side of the enterprise and the foundation upon which it is built. Without a strong foundation of balanced costs and earnings, the enterprise will fail.

Cost Structure:

Adding sustainability elements to the lemonade stand gives it economic resilience. Currently, the stand sources its cups, lemons, ice, and sweetener from general wholesalers, paying cash. Employees are also paid a basic cash-based wage. Cash, however, is a liability. Costs of products can change, supplies can run short, the money itself can lose value, and cash is not creating value as it is waiting to be spent.

Relying solely on cash (monetary exchange) is like a farmer mono-cropping his fields. If the farmer grows only one product, for example, corn, and there is a windstorm, the crop is destroyed, and they lose everything. If the farmer had diversified and planted squash and beans along with the corn, the corn may have been lost to the winds, but the other crops would have been fine. The same holds true for an enterprise’s finances. By diversifying how goods and services are purchased and paid for, risk is mitigated, new relationships are formed, and the enterprise is stronger.

One more sustainable Cost Structure solution for the stand would be to have a direct relationship with the family producing the organic lemons. Building a relationship with the family enables the lemonade stand to bring the family’s story to the booth, show the single source lemons on the trees, talk about the lemon grove, the family, and their organic farming methods.

This creates a competitive advantage for the lemonade stand and attracts new customers who value the farmer relationship. Closer relationships also create a more reliable supply chain. If there were a problem with production or delivery, the lemonade stand already has a strong relationship with the producer, making it easier to work together on solutions. Shorter supply chains save money by having fewer distributors and mark-ups in the process.

Revenue Streams:

Revenue Streams benefit from a sustainability mindset by creating more ways for new customers to access the goods and services. The current lemonade is sold at $4 a cup, which might not be affordable for everyone. A buy-one-give-some model can be created where, for $6, someone can purchase a lemonade for themselves and a half lemonade for someone else. The half lemonade can be presented as a half lemon-shaped yellow Velcro coupon that is attached to a felt lemonade tree attached to the stand.

Customers who do not have the full $4 for their lemonade can take a half lemon coupon to help offset the cost. This option enables customers to feel good about helping others, appealing to people’s empathy, and expands access to the lemonade to new customers. This story is good for sharing on social media, building the brand’s customer connections.

In summary, using the BMC as a model and adopting a sustainability mindset, there are many clever, win-win ways in which an enterprise can be strengthened to provide benefits to the community, suppliers, and customers. These approaches can also increase the feeling of well-being for workers and help the enterprise become a leader for good, all while continuing to grow.
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• Sustainability is a mindset, not just a checklist. It involves mindful decision-making across all aspects of a business.

• The BMC’s nine segments help visualize and build sustainability into every part of a business, from supply chains to customer outreach.

• Embedding sustainability can strengthen community ties, diversify income, and attract customers through meaningful storytelling and value-based branding.




[image: ] Complete a BMC for an enterprise you know or are thinking of starting. If it is a large enterprise with multiple products and services, choose a single item to begin exploring first. Keep it simple, like the lemonade stand example. As you progress in this book, you will have opportunities to grow and transform your BMC.
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• Sustainability is not easy. It takes extra work. One must have the awareness and desire to expand their way of thinking and implement it into an enterprise. What do you think is the motivation for someone to engage in a more sustainable business practice?

• The BMC divides an enterprise into nine parts. What other enterprise parts exist that are left out? What other business models map the facets of an enterprise? How are these different from the BMC? Looking at these models through a sustainability mindset, what opportunities do you see?




1.2 The Power of Four: 4Ps, 4 Pillars, 4 Lenses


Sustainability is a broad, vague term that can have many different meanings. Being able to discern the different types of sustainability areas and how they can be found and measured is the first step to identifying and building more sustainability into an enterprise. Becoming familiar with sustainability terms and models is also helpful for marketing, talking with investors or pitching, research, and academic study.

The following models: the Four Ps of Sustainability, the Four Pillars of Fair Trade, and the Four Lenses of Sustainability are unique frameworks that capture sustainability’s multiple facets. These models can be used individually or together for guidance and impact.

1.2.1 The Four Ps of Sustainability: People, Planet, Profit, Purpose

The Four Ps model is built from the original sustainability model, “The Three Ps: People, Planet and Profit,” a framework that evolved from John Elkington’s “Triple Bottom Line” in 1997 (Elkington, 1997). The Three Ps provided an important step away from the narrow view practitioners originally had of sustainability, which focused largely on environmental issues. The Elkington’s Three Ps was a groundbreaking model, defined as follows:


1.People (Social): The impacts of enterprise actions on employees, communities, and society

2.Planet (Environmental): The environmental impact of enterprises and their resource usage

3.Profit (Economic): Traditional financial returns



Although the Three Ps helped strengthen sustainability practices, there was another aspect that was often overlooked: an intrinsic motivation or “purpose” to operate sustainably. In the following text, we will understand the combined impact of the Three Ps and how it led to the fourth P, “Purpose.”

The idea that an enterprise could engage in sustainable practices (often associated with higher costs and inefficiencies) while still maintaining profitability was new and not well understood. In the 1990s, products were marketed for their taste, look, and appeal. There was little awareness of the other side of production, human rights violations, environmental degradation, harmful chemicals, carbon outputs, and waste. The term conscious consumerism had not yet been coined.

Though there were fair-trade and organic options for goods, these items were on the periphery and hard to find. There was little mainstream awareness or demand. E-commerce was just beginning, and search engines like Google were still being developed. It would be another ten years before the first set of Sustainable Development Goals was announced.

A mindset change:

Nevertheless, it was recognized that enterprises play an important role in the future well-being of the planet and its people, and could “do good” while also doing well. Sustainability pioneers demonstrated this in practice. The non-profit organization, California Certified Organic Farmers, defined the concept of “organic” in 1973 and provided the U.S.’ first organic farming certifications (California Certified Organic Farmers [CCOF], 2025). Similarly, the Dutch non-profit, Max Havelaar, sold the first certified fair-trade product, Mexican coffee, in 1988 (Max Havelaar, 2007).

Economically, it was considered “irrational” for consumers to pay more for products thoughtfully made (Doane, 2001). It was believed that this type of consumer was an elite subset that could not be scaled to any market significance. Over time, that changed. As certifications became more well-known and new companies chose to follow eco-friendly models, additional goods and services came online. Dr. Bronner’s made organic soaps. (Dr. Bronner’s, 2025); Equal Exchange produced high-quality chocolates from farmer-owned cooperatives (Equal Exchange, 2025); Ten Thousand Villages used its global church-based networks to source fair-trade handicrafts (Ten Thousand Villages, 2025).

Regulatory and market changes:

The internet grew easier to use with more consumer education being developed. Organizations such as Co-op America, founded by Paul Freundlich in 1982, produced the National Green Pages, a print book of eco-ethical businesses. They also hosted “Green Festivals,” which are large regional trade shows where consumers could shop eco-ethical goods (Green America, 2011). Co-op America, now known as Green America, helped to launch now-established sustainability brands such as Clif Bars and Guayakí Yerba Mate in the 1990s.

Consumers proved they were on board. They desired to make a difference with their spending and demanded more choices and better goods. Soon, the Triple Bottom Line approach, measuring success through people, planet, and profit, was seen as a desirable option for all businesses. By 2001, the eco-ethical product category grew by 19% in a single year, being valued at USD 13.8 billion in today’s dollars (Doane, 2001). The growing market value of this category led to businesses with unethical practices joining in, too.

In the 1990s, Nike was cited for the sweatshop production of its sneakers, though by 2008, Nike was the world’s largest buyer of organic cotton (Koszewska, 2010). Cosmetic companies in the 1990s tried labeling their products “organic” because they had water as an ingredient, arguing that water was organic. The United States Department of Agriculture (USDA) labeling law had to be adjusted to clarify that water was not an organic ingredient. In other cases, processed foods were labeled 100 percent natural and organic when they had just one small—or no—organic ingredient in them (Doane, 2001). New laws were developed to protect consumers from this type of deceptive marketing known as greenwashing.
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