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Competence area: Envisioning sustainable future 

 

Learning outcomes: 

Manage transi+ons and challenges in complex sustainability situa+ons and make decisions 
related to the future in the face of uncertainty, ambiguity and risk. 

To develop applied knowledge in the field of transi5on management from a sustainable 
perspec5ve, this sec5on is divided into 4 blocks. Those subsec5ons will guide your through 
the learning process in order to acquire competences to face uncertainty, ambiguity and risk 
and improve your decision making.  

 



Within each block you will be able to develop specific knowledge of different tools that exist 
to analyze the environment and reduce uncertainty in decision making. Specifically, you will 
learn about the following analysis methods: 

 

The last block emphasizes the sustainable approach and integrates the SDGs into analysis and 
management. Thus, it provides informa5on on the incorpora5on of these goals at the 
corporate level through four steps. 

 

This block is an introduc=on to the characteris=cs of current environments known by the 
acronym VUCA: vola=lity, complexity, uncertainty, and ambiguity. These characteris=cs 
define contexts of complex nature for decision-making. 

A decision is defined as a voluntary act of selecting among several alternatives to achieve 
certain objectives. The quality of the decisions made in an organization will dictate the 
success or failure of the business. All the available information and alternatives must be 
studied before arriving at an important decision. Another factor that affects these decisions 
is the environment in which they are taken. There are three decision-making environments: 
 

• Decision making under certainty. Such type of environment is very sure and certain 
by its nature. This means that all the information is available and at hand. The manager 
has all the information he may need to make an informed and well thought out 
decision. All the alternatives and their outcomes can be analyzed. A way to ensure an 
environment of certainty is to create a closed system. If some data is missing at a first 
point it is very easy to obtain and not very expensive to gather. Certainty decision is 
less significant to the organization. And such type of decisions affects business success 
at a lower rate. 
 

• Decision making under uncertainty. In the decision-making environment of 
uncertainty, the information available to the manager is incomplete, insufficient and 
often unreliable. In an uncertain environment, everything is in a state of flux. Several 
external and random forces mean that the environment is most unpredictable. In 



uncertainty type of decisions, an individual has no idea about the event as some 
events may occur again in the organization. External factors positively influence such 
type of events. 
 

• Decision making under risk. Under the condition of risk, there is the possibility of 
more than one event taking place. Which means the manager has to first ascertain the 
possibility and probability of the occurrence or non-occurrence of the event. 
The manager will generally rely on past experiences to make this deduction. Under 
the risk case, there may be a possibility of some possible events which may retake the 
place. But in this case, the decision-maker has some knowledge regarding the events 
which would be happened shortly. 
 

In relation to the description of the different types of environments for decision making, think 
about the following questions:  
 

1. How can a manager gather missing information of the environment? Is it primary 
data? Secondary data? Quantitative data? Qualitative data?  

2. What kind of decisions can we identify on a daily basis in a company?  
3. To what extent do you think decisions are rational/irrational? Based on data or based 

on past experiences?  
4. Which steps do you normally apply to make a decision?  

 
 

A rational decision can be made following a preset process. So, it is possible to identify 
different steps that helps to analyse the diversity of options and leads to optimal decisions. 
The following are the 7 main steps of the decision-making process:  
 

1. Identify the decision. 
2. Gather relevant info. 
3. Identify the alternatives. 
4. Weigh the evidence. 
5. Choose among the alternatives. 
6. Take action. 
7. Review your decision. 



 

The business decision-making process is a step-by-step process allowing professionals to solve 
problems by weighing evidence, examining alternatives, and choosing a path from there. This 
defined process also provides an opportunity, at the end, to review whether the decision was 
the right one. 

There are a variety of tools to assist in decision making, such as the decision tree or decision 
matrix. Below is a brief description of each tool, as well as links to websites that develop them 
and offer templates for their use. 

A. Decision Tree 

An useful way to portray very complex decisions and to show the routes that the the various 
possible outcomes might achieve are the decision trees. Pierre Massé, Commissioner General 
of the National Agency for Productivity and Equipment Planning in France notes that: “the 
decision problem is not posed in terms of an isolated decision (because today’s decision 
depends on the one we shall make tomorrow) nor yet in terms of a sequence of decisions 
(because under uncertainty, decisions taken in the future will be influenced by what we have 
learned in the meanwhile). The problem is posed in terms of a tree of decisions”. 
 

The visual element of a decision tree helps you include more poten5al ac5ons and outcomes 
than you might’ve if you just talked about it, mi5ga5ng risks of unforeseen consequences. 
Plus, the diagram allows you to include smaller details and create a step-by-step plan, so once 
you choose your path, it’s already laid out for you to follow. 

A decision tree contains four elements: the root node, decision nodes, leaf nodes, and 
branches that connect them together. 

1. The root node is where the tree starts. It's the big issue or decision you are addressing. 
2. As the name suggests, the decision nodes represent a decision in your tree. They are 

possible avenues to "solve" your main problem. 
3. The leaf nodes represent possible outcomes of a decision. For instance, if you're 

deciding where to eat for lunch, a potential decision node is eat a hamburger at 



McDonald's. A corresponding leaf node could be: Save money by spending less than 
$5. 

4. Branches are the arrows that connect each element in a decision tree. Follow the 
branches to understand the risks and rewards of each decision. 
 

 
 

 

The example below shows a company trying to determine whether to perform market testing 
before a product launch. The different branches record the probability of success and 
estimated payout so the company can see which option will bring in more revenue. 

 



 

 

The following example add financial data in an example on building a small/big plant. We can 
sum up the requirements of making a decision tree as follow: 

1. Identify the points of decision and alternatives available at each point. 
2. Identify the points of uncertainty and the type or range of alternative outcomes at each 

point. 
3. Estimate the values needed to make the analysis, especially the probabilities of different 

events or results of action and the costs and gains of various events and actions. 
4. Analyse the alternative values to choose a course. 



 

Table published by HBR. https://hbr.org/1964/07/decision-trees-for-decision-making. 

A decision tree does not give management the answer to an investment problem; rather, it 
helps management determine which alternative at any particular choice point will yield the 
greatest expected monetary gain, given the information and alternatives pertinent to the 
decision. 

 

 



Sources, learn more! 

Aditional information on the decision maling process based on decision trees: 
https://hbr.org/1964/07/decision-trees-for-decision-making  

Link to Visual Paradigm, a software for developing decision trees: https://www.visual-
paradigm.com/features/decision-tree-tool/ 

Link to Lucidchart, a tool for making charts and decision trees (free option) : 
https://www.lucidchart.com/pages/examples/decision-tree-maker  

Example on how to develop a decision tree in the area of advertisement: 
https://blog.hubspot.com/marketing/decision-tree#what-is-dt  

B. Decision Matrix 

A decision matrix is a tool for evaluating and choosing the best option among different 
alternatives. It is a particularly useful tool when you have to decide between more than one 
option and there are several factors you need to consider to make the final decision. 

You have probably heard about the decision matrix but with another name, although, in 
reality, it is talking about the same thing. Among those names are the following: 

• Pugh matrix 
• Grid analysis 
• Multi-attribute utility theory 
• Problem selection matrix 
• Decision grid 

When to use the decision matrix 

It is not always necessary to use a decision matrix. The process is sound and relatively simple, 
but it is most effective when you have to decide between several comparable options. If the 
evaluation criteria are not the same for the different options, then the matrix is most likely 
not the best decision making tool. For example, a decision matrix will not help you decide the 
direction your team should take for the coming year because the options you must decide 
between are not comparable. 

- Use the decision matrix for the following cases: 
- Comparing several similar options 
- Narrowing down the number of options to a final decision 
- Weighing among a variety of important factors  
- Approaching the decision from a logical point of view, rather than an intuitive or 

emotional one. 

We can differentiate 7 steps in the development of a decision matrix  



 

Sources, learn more! 

For more information about how you can develop each step, visit cascade website: 
https://www.cascade.app/blog/how-to-create-a-decision-matrix  

These two tools, decision tree and decision matrix, are mainly applied when we have quite 
complete information about the decision making process. However, on many occasions we 
are faced with contexts of high uncertainty or risk. In these cases, the application of the VUCA 
tool defined in the following section is recommended for decision making



C. VUCA 

VUCA is an acronym that stands for volatility, uncertainty, complexity and ambiguity -- 

qualities that make a situation or condition difficult to analyze, respond to or plan for. 

 

The VUCA tool or analysis is a methodology that helps to quantify risks and create mitigation 
strategies. It can be used to go through what is known and not known about a situation or 
plan. This helps to create a better understanding of the situation and what 
the vulnerabilities and risks are.   

You can view VUCA as a challenge to improve your leadership and management skills, and 
you can turn it into an opportunity to make your team more effective by focusing on the 
following areas: 

• Implementation: work with your people to address VUCA threats at a team level. 

• Decision making: see complexity and uncertainty as drivers for delving deeper 
before making decisions, rather than as overwhelming forces. 

• Innovation and creativity: consider process and workflow innovation as a way to 
tackle VUCA, rather than as something that might suffer because of it. 

• Searching for opportunities: look for better deals and opportunities, instead of relying 
on your usual vendors and suppliers. In a VUCA world, these opportunities can be 
fleeting, so you have to stay alert and seize them when they arise. 

• Team building and organizational culture: adversity and challenge can unsettle 
people, but they can also focus their attention and encourage them to work towards 
a common goal. 



• Recruitment: improve agility by promoting and recruiting people who are comfortable 
in less-structured and ever-changing environments. 

When it comes to strategy, understanding VUCA can greatly improve the strategic abilities of 
a leader and lead to better outcomes. VUCA delineates the dynamic nature of market forces 
in which organizations, in any sector or industry operate today. The following image shows 
the characteristics and approach of each quadrant. It also provides an example related to the 
market.  

 

 

 

 



How to develop a VUCA?  

The next questions can help us in the analysis of the context and the creation of a VUCA 
matrix.  

  

 

The development of a VUCA matrix leads to the definition of strategies that mitigate 
uncertainty and risk.  It is possible to identify common strategies related to each quadrant. 
They are shown in the next figure. 



Sources, learn more! 

https://www.toppr.com/guides/fundamentals-of-economics-and-management/decision-
making/environment-of-decision-making/ 
https://www.techtarget.com/whatis/definition/VUCA-volatility-uncertainty-complexity-and-
ambiguity 
https://www.techtarget.com/whatis/definition/VUCA-volatility-uncertainty-complexity-and-
ambiguity  
https://www.mindtools.com/asnydwg/managing-in-a-vuca-world  
 
 
 

 
 
To learn more about the VUCA tool, watch this video! 
VUCA Leadership: How to lead in a VUCA world 
Developed by Primeast US 
https://www.youtube.com/watch?v=oEyx0HrpMbA  

 
 



We also recommend that you read the two following articles: 
 
1. Bennett, N., & Lemoine, J. (2014). What VUCA really means for you. Harvard business 
review, 92(1/2).  
Available at:  
https://papers.ssrn.com/sol3/papers.cfm?abstract_id=2389563  
 

 
 



2. Bennett, N., & Lemoine, G. J. (2014). What a difference a word makes: Understanding 
threats to performance in a VUCA world. Business horizons, 57(3), 311-317. 
Available at: 
https://www.researchgate.net/publication/263926940_What_VUCA_really_means_for_you  
 

 



 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Select a business/industrial/educa=onal sector that will be the context 
of the ac=vi=es to develop in this module. With the selected context as 
a reference, define the factors that explain the current context 
characterized by vola=lity, complexity, uncertainty, and ambiguity. 

Learning outcomes/objectives of the activity: 
 

• Develop knowledge about the environment  

• Learn to identify the characteristics of the environment 

• Acquire specific knowledge of a specific industry or sector  

• Develop analytical skills based on environmental factors. 

• Identify the factors that condition volatility, complexity, 

uncertainty and ambiguity. 

This ac=vity is the evalua=on of module 1, you need to complete it to 

finish the course. 

Descrip=on: Download the figure and complete the boxes with 

informa=on regarding:  

- The business, industrial or educational sector you have chosen 

and the following factors that influence your sector:  

- Complexity factors: 

- Volatility factors: 

- Ambiguity factors: 

- Uncertainty factors:  

Upload/Send your ac=vity once completed. 

Access to the ac=vity template à  

 

 



 



 

This block offers different instruments to understand in an apply manner the dimensions 
that explain the general and specific environments that affect any entrepreneurial ini+a+ve 
and represent sources of change in the business context.  

Understanding the environment that surrounds an organization is important to the executives 
in charge of the organizations. There are several reasons for this.  

èFirst, the environment provides resources that an organization needs in order to create 
goods and services. An organization cannot survive without the support of its environment. 

èSecond, the environment is a source of opportunities and threats for an organization.  

èThird, the environment shapes the various strategic decisions that executives make as they 
attempt to lead their organizations to success. Therefore, the environment is the source of 
resources that the organizations needs. It provides opportunities and threats, and it 
influences the various strategic decisions that executives must make. 

 



By studying a business environment, you can help an organization improve its performance. 
You can develop strategies to adapt to changes in the environment. For example, if a positive 
development happens, you can identify ways to maximize the opportunities the change 
creates. Alternatively, if a challenge occurs, you can identify it early and determine a strategy 
to minimize its impact on an organization. The ability to react quickly to the changing 
conditions of a business environment can help a company grow and improve, supporting its 
overall performance. It is possible to differentiate a Micro and a Macro environment: 

 

More specifically, the following figures show the factors of each dimension:  

BUSINESS MICRO ENVIRONMENT 

 



BUSINESS MACRO ENVIRONMENT 

 

The next figure summarizes the information presented above in a comprehensive way:  

 

 

Knowing the different dimensions of the environment has numerous benefits for the 
company. Three of the most relevant ones are discussed below: 



 

 

 

Sources, learn more!  

https://www.geeksforgeeks.org/dimensions-of-business-environment/ 

We will now take a closer look at two tools for analyzing both the micro and macro business 
environment: Porter's five forces and PESTEL analysis.



A. Porter´s Five Forces  

Porter's Five Forces is a simple but powerful tool that you can use to identify the main sources 
of competition in your industry or sector. It identifies and analyzes five competitive forces 
that shape every industry and helps determine an industry's weaknesses and strengths. 

Porter's model can be applied to any segment of the economy to understand the level of 
competition within the industry and enhance a company's long-term profitability. When you 
understand the forces affecting your industry, you can adjust your strategy, boost your 
profitability, and stay ahead of the competition. You can take fair advantage of a strong 
position or improve a weak one, and avoid taking wrong steps in the future. 

The Five Forces model is named after Harvard Business School professor Michael E. Porter, 
who created the tool in 1979. The model was published in Michael E. Porter's book, 
Competitive Strategy: Techniques for Analyzing Industries and Competitors. 

The reason Porter's model became so widely adopted is that it forces companies to look 
beyond their own immediate business and to their industry as a whole when making long-
term plans. According to Porter, there are five forces that represent the key sources of 
competitive pressure within an industry: 

1. Competition in the Industry 

The first of Porter's Five Forces looks at the number and strength of your competitors. 
Consider how many rivals you have, who they are, and how the quality of their product 
compares with yours. In an industry where rivalry is intense, companies attract customers by 
cutting prices aggressively and launching high-impact marketing campaigns. This can make it 
easy for suppliers and buyers to go elsewhere if they feel that they're not getting a good deal 
from you. On the other hand, where competitive rivalry is minimal, and no one else is doing 
what you do, then you'll likely have tremendous competitor power, as well as healthy profits. 

2. Potential of New Entrants into an Industry 

The companies' position can be affected by potential rivals' ability to enter your market. If it 
takes little money and effort to enter your market and compete effectively, or if you have 
little protection for your key technologies, then rivals can quickly enter your market and 
weaken your position. However, if you have strong and durable barriers to entry, then you 
can preserve a favorable position and take fair advantage of it. These barriers can include 
complex distribution networks, high starting capital costs, and difficulties in finding suppliers 
who are not already committed to competitors. 

Existing large organizations may be able to use economies of scale to drive their costs down, 
and maintain competitive advantage over newcomers. If it costs customers too much to 



switch between one supplier and another, this can also be a significant barrier to entry. So 
can extensive government regulation of an industry. 

3. Power of Suppliers 

The next factor in the Porter model addresses how easily suppliers can drive up the cost of 
inputs. It is affected by the number of suppliers of key inputs of a good or service, how unique 
these inputs are, and how much it would cost a company to switch to another supplier. The 
fewer suppliers to an industry, the more a company would depend on a supplier. 
Suppliers gain power if they can increase their prices easily, or reduce the quality of their 
product. If your suppliers are the only ones who can supply a particular service, then they 
have considerable supplier power. Even if you can switch suppliers, you need to consider how 
expensive it would be to do so. 

The more suppliers you have to choose from, the easier it will be to switch to a cheaper 
alternative. But if there are fewer suppliers, and you rely heavily on them, the stronger their 
position – and their ability to charge you more. This can impact your profitability, for example, 
if you're forced into expensive contracts. 

4. Buyer Power 

The ability that customers have to drive prices lower or their level of power is one of the Five 
Forces. It is affected by how many buyers or customers a company has, how significant each 
customer is, and how much it would cost a company to find new customers or markets for its 
output. 

If the number of buyers is low compared to the number of suppliers in an industry, then they 
have what's known as "buyer power." This means they may find it easy to switch to new, 
cheaper competitors, which can ultimately drive down prices. So, a smaller and more 
powerful client base means that each customer has more power to negotiate for lower prices 
and better deals. A company that has many, smaller, independent customers will have an 
easier time charging higher prices to increase profitability. 

5. Threat of Substitutes 

Substitute goods or services that can be used in place of a company's products or services 
pose a threat. This block refers to the likelihood of your customers finding a different way of 
doing what you do. It could be cheaper, or better, or both. The threat of substitution rises 
when customers find it easy to switch to another product, or when a new and desirable 
product enters the market unexpectedly. 

Companies that produce goods or services for which there are no close substitutes will have 
more power to increase prices and lock in favorable terms. When close substitutes are 



available, customers will have the option to forgo buying a company's product, and a 
company's power can be weakened 

 

To use the model, start by looking at each of the five forces in turn, and think about how 
they apply in your industry! The Five Forces model can help businesses boost profits, but 
they must continuously monitor any changes in the Five Forces and adjust their business 
strategy. 

The following figure shows factors that can be taken into account in each of the forces to 
facilitate their analysis:  

 



 

 

Now let's apply the tool in practice!  

In this link you can find a Porter´s Five Forces analysis of the Uber case.  

 

Each force is explained in detail. The result of the analysis is shown in the following figure:  

https://www.digitalbizmodels.com/blog/strategy-porters-five-forces  



 

 

 



Do you want to know how the tool is applied to analyze the Netflix model? You can find the 
complete analysis in the following link: https://www.edrawmax.com/article/netflix-porters-
five-forces-analysis.html 

 

Sources, learn more! 

Additional information: https://www.investopedia.com/terms/p/porter.asp#citation-1 

Original publication: Porter, M.E. (1979). How Competitive Forces Shape Strategy. Harvard 
Business Review 

Updated publication: Porter, M.E. (2008). The Five Competitive Forces That Shape Strategy. 
Harvard Business Review 

Highlights of Porter’s publication:  Porter, Michael E. (1980) Extracts from Competitive Strategy: 
techniques for analyzing industries and competitors: with a new introduction (pp. ix-xxviii; 1-48). 
New York, NY: The Free Press USA.  https://s3.us-east-
1.amazonaws.com/storage.thanksforthehelp.com/qfile/porter-michael-e-1980-extract-
competitive-strategy-vyr2a2bw.pdf  

Youtube video “Porter's 5 Forces EXPLAINED | B2U |” Developed by Business To You 
https://www.youtube.com/watch?v=Dfp23xSqpdk&t=4s 

 



B. PESTEL analysis 

Once the dimensions and main factors of the entrepreneurial micro-environment have been 
presented, this section develops the most fundamental aspects of the macro-environment, 
through one of the most widely known and applied tools for its measurement: the PESTEL 
analysis.  

A PESTEL analysis (or PEST analysis) is an acronym for a tool used to identify the macro 
(external) forces facing an organisation. The letters stand for: 

- Political 

- Economic 

- Social 

- Technological 

- Environmental  

- Legal 

A PESTEL analysis helps an organisation identify the external forces that could impact their 
market and analyse how they could directly impact their business. It’s important when 
undertaking such an analysis that the factors affecting the organisation are not just identified 
but are also assessed – for example, what impact might they have on the organisation?  

The framework is also used to identify potential threats and weaknesses which are used in a 
SWOT Analysis when identifying any strengths, weaknesses, opportunities and threats to a 
business. Organisations that successfully monitor and respond to changes in the macro-
environment can differentiate from the competition and thus have a competitive advantage 
over others. 

We now define each of the dimensions!  

 



 

  

 

The next figure shows a summary of the factors of each of the dimensions of the PESTEL 
model: 



 

 

Once we understand the relevance and usefulness of the PESTEL tool, let's go deeper into its 
application. Following are the best scenarios for using the PESTEL Analysis tool: 



 

 

 

 

1. There are several steps involved when undertaking a PESTEL analysis. At first, it is 

important to get a group of people together from different areas of the business and 
brainstorm ideas. 

2. Next, you will want to consult and seek the opinions of experts from outside your 

business. These could be your customers, distributors, suppliers or consultants who know 
your business well. 

How to do a PESTEL Analysis? 



3. The third stage will involve you researching and gathering evidence for each insight in 

your Analysis. Then you will want to evaluate and score each of the items for ‘likelihood’; how 
likely it is to happen and ‘impact’; how big an impact it could have on your business. 

4. The final stage involves sharing and refining your ideas and repeating the proves until you 

have a manageable number of points in each of the six categories. 



Having defined the theory that helps to understand the tool, we look at its practical 
application. Continuing with the example used above, this is the PESTEL analysis of UBER: 

 

 



If you want another example, here is a brief PESTEL analysis of another well-known company, 
Coca-Cola: 

 



 

 

 

Sources, learn more! 

https://blog.oxfordcollegeofmarketing.com/2016/06/30/pestel-analysis/  
https://www.groupmap.com/portfolio/pestle-analysis  
https://www.edrawmax.com/pestel-analysis/  

Watch this video on youtube: https://www.youtube.com/watch?v=bYn4CyL3r5w&t=122s , 
developed by “Business To You”. 

 

Read the following ar?cle and listen to the interview with Michel E. Porter developed by Harvard 
Business Publishing: hUps://hbr.org/2008/01/the-five-compeYYve-forces-that-shape-strategy  

 

For more PESTEL analysis examples: hUps://pestleanalysis.com/category/pest-analysis/examples/

There are different templates and websites that help you develop a PESTEL 
analysis. A very simple tool that you may be familiar with is Power Point. The 
following link explains how to use Power Point and Edraw Max to develop a PESTEL 
analysis:  

https://www.edrawmax.com/pestle/how-to-do-a-pestel-analysis-on-powerpoint/ 

 

 



 

 

 

 

 

 

 

 

 

  

In the context of the selected sector, iden=fy a change in any of the 
dimensions that has been the main driver of the emergence of disrup=ve 
business models that has been the origin of the disappearance of 
dominant business models in the industry. 

To develop this ac=vity, we recommend you to:  

1. Select a company with a disrup=ve business model (for example, 
Nemlix vs rental shops) 

2. Select a dimension that has been cri=cal 

3. Iden=fy the change that has led to the appearance of the new business 

Learning outcomes/objectives of the activity: 
• Get knowledge on business models and its relations with the 

environment 

• Analyze context dimensions 

• Identify change in the dimensions  

• Identify innovation (disruptive models) 

This ac=vity is the evalua=on of module 2, you need to complete it to 

finish the course. 

Descrip=on: Download the figure and complete the boxes with 

informa=on regarding:  

- Which is the change that you identified? 

- In which dimension do this change fits? 

- Which is the disruptive business model originated? 

- Which is the traditional business model that has changed or 

disappeared? 

Upload/Send your ac=vity once completed. 

Access to the ac=vity template à  

 

 

 



 



 
This third block introduces different methodologies and tools that allow reducing the 
uncertainty that affects decision-making: Empathy Map, Value Proposi+on Canvas, Lean 
Start-up Method, Business Model Canvas and SWOT matrix. Interpreta+on of the challenge 
as a concise response to unresolved needs. 

During this block we are going to introduce different methodologies and tools that will allow 
to reduce the uncertainty. The process project development is based on a set of hypotheses 
thar are related to different sources of uncertainty. Different tools are available to reduce 
uncertainty at each of these stages. Thus, in this block you will learn how to apply the 
following tools:  

1. Empathy Map and Value Proposition Canvas, to reduce the uncertainty around the 
necessity and the value proposed to meet this need.   

2. Lean Start-up method, to reduce the uncertainty around the definition and design of the 
solution.  

3. Business Model Canvas, to reduce the uncertainty in the development process of business 
model, in relation to the industry.  

4. SWOT Matrix, to reduce the uncertainty about the context, the ecosystem and how it 
affects the project and its evolution.   



1. Empathy Map and Value Proposition Canvas 

An empathy map is a collaborative visualization used to articulate what we know about a 
particular type of user. Empathy maps help us build empathy with our end users taking into 
account who they are, what they think, feel, see or say, in order to:  

 1) create a shared understanding of user needs. 
 2) Reduce uncertainty and aid in decision making. 

When based on quality data an Empathy Map can:  

• Remove bias from our designs and align the team on a single, shared understanding 
of the user. 

• Discover weaknesses in our research. 
• Uncover user needs that the user themselves may not even be aware of. 
• Understand what drives users’ behaviors. 
• Guide us towards meaningful innovation. 
• Improve customer experience. 
• Design trainings or design better work environments. 

It is a recommended tool at the beginning of the design process. Even if it is very beneficial 
for a company to keep it alive to understand the changes in terms of needs of the market. It 
can be developed both with primary and secondary data.  

An Empathy Map can be developed considering one user or a certain group of users. In this 
sense we can differentiate:  



 

Both the process of making an empathy map and the finished artifact have important benefits 
for the organization: 

On the one hand, it captures who a user or persona is: distill and categorize your knowledge 
of the user into one place.  

On the other hand, it communicates a user or persona to others: illustrate user attitudes and 
behaviors. Once created, it should act as a source of truth throughout a project and protect 
it from bias or unfounded assumptions. 

Traditional empathy maps are split into 4 quadrants (Says, Thinks, Does, and Feels), with the 
user or persona in the middle. But this model has evolved during time and now an Empathy 
Map normally contains the following blocks:  

1. WHO are we empathizing with? 
2. What to they need to DO?  
3. What to they SEE? 
4. What do they SAY? 
5. What do they DO?  
6. What do they HEAR?  
7. What do they THINK and FEEL?  



 

 

 

A 



Process: How to Build an Empathy Map 

Go through the following steps to create a valid and useful empathy map: 

 

 

 



 

  

 

 



Once we know the recommended steps for developing an empathy map, the following figures 
guide us through the 7 quadrants, offering key questions to help us complete each one: 

 

 



 

 



 

 



 

  



Value Proposi=on Canvas 

The Value Proposi5on Canvas is also a tool that helps us to reduce the uncertainty in the first 
stage of maket necesity defini5on and value proposi5on. It focuses on two of the most 
relevant aspects that will be developed in the defini5on of the business model and that are 
part of the nine blocks represented with the Business Model Canvas tool. These are: the 
customer segment and the value proposi5on. 

 

 



 

 

The Value Proposition Canvas can be divided in two blocks: 1. Customer block and 2. Value 
Block. To apply the tool you always start with the identification of the need, that is to say, you 
start with the definition of the customer:  

 

Developing knowledge on your customer will help you to reduce uncertainty in this first stage. 
The best way to get this knowledge is… EMPATHIZING....And we know how to empathize!  If 
we have done the Empathy Map you have been able to identify the PAINS and GAINS of your 
customer.  In this case it will be easy, you transfer this informtion to the corresponding 
quadrants of the Value Proposition Canvas. 

 



 

If you have not developed the Empathy Map first, you can also use the Value Proposition Tool 
directly. The following figures will give you clues on how to fill in each of the quadrants.  

 



 

 

 

Once we have defined the customer block, we get to the second step of the development of 
the Value Proposition Canvas: The definition of the value that fit the detected need. In this 
case we work with the left side of the model, the Value Block. 



 

The following figures will give you clues on how to fill in each of the quadrants of the Value 
Block. 

 

 



 

 

 

 

Once we have filled in all the boxes we come to the last and most important step: Make both 
blocks fit! The value proposed must fit the detected need to reduce uncertainty in this first 
stage. With this practice you boost the: Product Market FIT of your project! 



 

Sources, learn more! 

Read more about the Value Proposition Canvas: https://businessmodelanalyst.com/value-
proposition-canvas/ 

Watch the video: “What is an Empathy Map?”, developed by PlaybookUX: 
https://www.youtube.com/watch?v=QwF9a56WFWA  

Watch the video: “What's the Value Proposition Canvas and How Do I Use It?”, developed by 
PlaybookUX:   https://www.youtube.com/watch?v=ghdQeY98LQM    

 

  



2. Lean Start-up method 

This second block presents a methodology that helps to reduce the uncertainty around the 
definition and design of the solution. “Lean Startup” is an approach to launching businesses 
and products based on: 

- Validated learning, 
- Scientific experimentation, 
- Iteration in product launches to shorten development cycles,  
- Measuring progress and  
- Feedback from customers.  

With this approach, startups can design their products or services without a large initial 
investment or costly launch. Eric Ries originally developed this methodology in 2008. Since 
then, Lean Startup has gained popularity outside of Silicon Valley, taking root across the globe. 

As this methodology involves constantly validating our learning, it’s essential to act quickly. 
The idea is to test our hypotheses as soon as possible, rather than waiting until we have a 
fully finished product. Having a real customer’s opinion helps us decide if we’re heading in 
the right direction or if we should change tack. 

The scientific method bases its value on a cycle not unlike the one Lean Startup follows. It’s 
important to get to know this cycle and understand how it works. In a nutshell, science works 
like this: 

 

 



100% Customer, 100% MVP 

If science is based on observa5on and experimenta5on to obtain results, then Lean Startup is 
all about compulsive observa5on of the customer, a move away from the tradi5onal product-
centred focus. The aim is to learn and put our hypotheses to the test. 

The results obtained from the constant valida5on process with customers will tell us how to 
proceed. 

Lean Startup is the complete opposite of the more classic development approach where the 
product is fully developed and then launched, with the hope that it will hit the mark. 

This is how the concept of Minimum Viable Product (MVP) was born. It’s as simple as working 
with a basic version of our product, but we’ll come back to this later. 

The 5 pillars of Lean Startup 

 

Thus, the methodology of Lean Startup centres around build, measure, and learn. 

 



 

 



 

 

Sources, learn more! 

Read the following article: https://agileken.com/lean-startup-methodology/#Dropbox  

More information on the methodology: https://www.universitylabpartners.org/blog/what-
is-lean-startup-methodology#build 



3.  Business Model Canvas 

The third dimension where we identify conditions of uncertainty is in the phase of business 
model development, in relation to the industry. Business Model Canvas (BMC from now on) 
is presented as a tool that help us to reduce this uncertainty by the definition of 9 
fundamental aspects of a business. So, the Business Model is a tactical plan to guide 
entrepreneurs navigate their way from ideation to building a successful startup. It is a 
template to design business models. It’s an instrument to help us learn and work with our 
business model from a comprehensive viewpoint of the entire company. 

It was designed by Alex Osterwalder with the help of Yves Pigneur, and launched in Business 

Model Generation, a must read! 

The book also looks at the advantages and disadvantages of adopting different pricing 
strategies (freemium, long tail, etc.) and how they relate with blue ocean strategy tools. We 
can use the BMC from a very early phase to help us get our thoughts in order. We have to 
master how to use it so we can analyse our ideas and projects. BMC has become a code 
language among entrepreneurs and business people when sharing, debating, reviewing and 
comparing business ideas. 

 

 



To work on our ideas, we use a template incorporating the most relevant aspects for 
creating a business model. Key aspects that otherwise we might have overlooked. 

We use post-its so we can change things quickly and easily. If we’re a team, it’s a good idea 
to print out a large copy so everyone can work on it together. In the 9 blocks on the canvas, 
we find most of the basic questions we need to ask in relation to our business idea. By 
answering these questions, block by block we build our business model.  

BMS is not a substitute for a business plan. It’s a practical, fast and agile tool that lets us 
grasp the complexity of our new business from different points of view. The ‘prototyped’ 
idea has to be on paper from the start. Then, as we get closer to defining our idea, many 
aspects will slowly change. If a business has to conduct an in-depth study into the different 
market segments, product lines, channels, etc., it might need more than one canvas. 

The Business Model Canvas lets you approach ideas with a flexible mind-set, whether 
analysing an existing idea or coming up with something new.  

While you’re free to work with this tool however you want, this is the recommended order 
for tackling your BMC: 

1. Customer Segments 
2. Value Propositions 
3. Channels 
4. Customer Relationships 
5. Revenue Streams 
6. Key Resources 
7. Key Activities 
8. Key Partners 
9. Cost Structure 

This is only a guide. The order might change depending on the circumstances. 



 

 



 

 

 

 

 

 

 



 

 



 

 



 

 

 

 

 

 

 

 

 



Let’s see the applica=on in prac=ce! 

The next image show the Business Model Canvas of a company we all know: Amazon 

 

 

Sources, learn more! 

hyps://corporatefinanceins5tute.com/resources/management/business-model-canvas-
examples/  

More examples on how to apply Business Model Canvas tool: 
hyps://avada.io/resources/business-model-canvas-examples.html  

Watch the video “Business Model Canvas Explained”, developed by Strategyzer: 
hyps://www.youtube.com/watch?v=QoAOzMTLP5s  



4. SWOT Matrix 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

One of the most know business analysis tools is SWOT (strengths, weaknesses, 
opportunities, and threats) analysis, a  framework used to evaluate a company's 
competitive position and to develop strategic planning.  

SWOT analyses can be applied to an entire company or organization, or individual 
projects within a single department. Most commonly, SWOT analyses are used at 
the organizational level to determine how closely a business is aligned with its 
growth trajectories and success benchmarks, but they can also be used to ascertain 
how well a particular project – such as an online advertising campaign – is 
performing according to initial projections. 

Whatever you choose to call them, SWOT analyses are often presented as a grid-
like matrix with four distinct quadrants – one representing each individual element. 
This presentation offers several benefits, such as identifying which elements are 
internal versus external, and displaying a wide range of data in an easy-to-read, 
predominantly visual format. 

The SWOT matrix is further classified into two categories of internal or external 
factors. The strengths and weaknesses together form internal factors whereas the 
opportunities and threats form the external factors. Internal factors are the ones 
that can be controlled, initiated, and influenced by the internal parameters of the 
entity being analysed (human resources, tangible and intangible (brand name) 
assets, and operational efficiencies….). External factors on the contrary are the ones 
that are out of the influential capacity of the organization or the entity being 
studied; these factors are unprecedented and often arise when least expected 
(monetary policies, market changes, and access to supplier…). 

 



 

 

 

 

Components of SWOT Analysis 

Every SWOT analysis will include the following four categories. Though the elements and 
discoveries within these categories will vary from company to company, a SWOT analysis is 
not complete without each of these elements: 

 

  

*Difference between Porter's 5 Forces and SWOT:  

Porter's 5 Forces is used to analyse the competitive environment within an industry, 
while a SWOT analysis is more used to look more deeply within an organization to analyse 
its internal potential. 

 



How to Do a SWOT Analysis 

A SWOT analysis can be broken into several steps with actionable items before and after 
analysing the four components. In general, a SWOT analysis will involve the following steps. 

 

 

 

 



The information gained with the development of the SWOT Analysis can lead to the 
implementation of different strategies to improve the company. The figure below resumes 
the 4 main strategies linked to each quadrant.  

 



Sources, learn more! 

https://www.investopedia.com/terms/s/swot.asp  

Read the article: Pickton, D. W., & Wright, S. (1998). What's swot in strategic analysis? 
Strategic change, 7(2), 101-109. 

 

 

Have a look to the book that develop the methodology Business Model Canvas: Osterwalder, 
A., & Pigneur, Y. (2010). Business model generation: a handbook for visionaries, game 
changers, and challengers. John Wiley & Sons. 

https://www.strategyzer.com/books/business-model-generation 



 

A  

Sustainable view of the Business Model Canvas do also exist! Varia5ons of the original model 
based on a sustainable approach have been created. You can find different if you google 
<Sustainable Business Model Canvas> depending on different needs. For example, in this link 
you can find more informa5on and download a template: 
hyps://www.sustainablebusinesscanvas.org  



 
 

 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Based on the disrup=ve company that you selected to complete 
the ac=vity of Module 2, now you have to develop three of the 
tools we have gone through in this third module. So, to complete 
this module you must complete 3 exercises:  

1. Develop an Empathy map of the selected disrup=ve business 

2. Develop the Value Proposi=on Canvas of the selected disrup=ve 
business 

3. Develop a SWOT Analysis of the selected disrup=ve business, 
indica=ng:  

a. The advantages related to the strengths. 

b. The areas of improvement connected to the weaknesses. 

c. The situa=ons to apply the advantages related to the 
opportuni=es. 

d. The risks regarding the threats. 

Learning outcomes/objectives of the activity: 
• Learn to emphasize with the customer to detect real market 

needs. 

• Reduce uncertainty around the necessity. 

• Identify and define the value associated to a certain need. 

• Analyze the internal and external context of the business to 

identify strengths, weaknesses, opportunities, and threats.  

• Reduce the uncertainty about the context and ecosystem 

surrounding the business. 

• Develop knowledge on how the context affects a certain 

business. 

All three ac=vi=es must be completed to pass this module. 

Upload/Send your ac=vity once completed. 

Access to the templates of the ac=vi=es à  

 

 

 



 



 



 

 



 
This last block presents an introduc=on to the 2030 SDGs as a framework for analyzing the 
current environment and its characteris=cs related to sustainability.  

The objec=ve of this block is for you to understand the usefulness of the SDGs as 
inspira=onal elements for the defini=on and con=nuous improvement of business models. 
In this sense, the SDGs are a framework that can both help to iden=fy areas for 
improvement and guide the introduc=on of these advances. 

 

A quick review of the Sustainable Development Goals! 

The Sustainable Development Goals (SDGs), also known as the Global Goals, were adopted by 
the United Nations in 2015 as a universal call to action to end poverty, protect the planet, and 
ensure that by 2030 all people enjoy peace and prosperity. The 17 SDGs are integrated—they 
recognize that action in one area will affect outcomes in others, and that development must 
balance social, economic and environmental sustainability. 

Countries have committed to prioritize progress for those who're furthest behind. The SDGs 
are designed to end poverty, hunger, AIDS, and discrimination against women and girls. 

The creativity, knowhow, technology and financial resources from all of society is necessary 
to achieve the SDGs in every context. 

More information can be found on the United Nations Development Programme website: 
https://www.undp.org/sustainable-development-goals 



Although you are probably familiar with them, let's start with a quick overview of the SDGs.   

 

 



 

 



 

 

The 17 SGDs can be classified in three groups regarding to their impact on the Economy, the 
Society or the Biosphere (environment). The following model is developed by the Stockholm 
Resilience Centre, and it is called: The SDGs wedding cake.  



 

Related to business development SGDs provide an opportunity for you to: 

1. Identify new opportunities to become more resilient as an organization and make sure 
you are addressing future needs. 

2. Motivate employees through a shared purpose and mission. 

3. Attract funding opportunities by showcasing how you are minimizing negative impact 
and maximizing positive impact across material issues. 

4. Improve the credibility and effectiveness of your sustainability strategy and efforts 
through alignment with established and well-researched global needs. 

5. Strengthen stakeholder dialogue and relations and anticipate regulatory changes to 
minimize future risks. 

6. Consistently and effectively communicate and report on sustainability efforts to drive 
stronger partnerships. 

 



 

 

Defining your company’s priorities and focusing your efforts is key to benefit from 
the opportunities presented by the SDGs. To do so, one should consider how to minimize 
risks on civil society and the environment and identify beneficial SDG-related products, 
services, and investments. 

To define priorities and identify relevant SDGs, it is important to: 

• Map your value chain (downstream and upstream). 
• Conduct a materiality assessmentthat identifies key impact areas as well as the issues that 

are most important to your organization and your stakeholders. 
• Use a benchmarking tool or audit your value chain and operations. 
• Consult important stakeholders and engage your senior team. 
• Breakdown your strategic business priorities and define how they affect or are affected 

by the global goals. 
• Avoid ‘SDG cherry-picking’ and ‘SDG washing’. This means focusing on real 

priorities rather than what is easiest and reporting as much on negative as positive 
impact.  

All of these steps will enable you to ensure the SDGs you identify are aligned with your 
overall corporate strategy and existing operations. 



  

Once you have defined your priorities, focused your efforts, and identified the applicable 
SDGs to guide your goals, it is time to set specific targets. These targets should cover priorities 
across the key sustainability pillars, including environment, ethics, labour, and human rights, 
and sustainable procurement, and act as strong proxies for impact. Each target should be set 
with a baseline in mind. 

As the popular adage goes, you cannot improve what you cannot measure. Selecting specific 
indicators from recognized sources (such as GRI, CDP, or IRIS+) and defining what success 
means to your organization will permit you to remain focused and relevant while measuring 
your performance against the SDGs over time.  

To set your targets and indicators, make sure they respect the following key principles:  

• Specific and clear. 
• Relevant and measurable. 
• Ambitious yet realistic. 
• Time-bound and transparent. 

 

As a result of goal and target setting, you will have developed specific KPIs that proxy for 
your organization’s impact on the SDGs. Now comes the stage where you need to make 
practical decisions about the best ways you can implement sustainable change within your 
organization. One common practice to avoid is the relabelling of existing efforts in SDG terms 
as that will often remain surface-level and will lose focus. Achieving the SDGs requires new 
and additional efforts.  

 



  

The fourth phase of the circular process consists of reporting and communicating progress on 
SDG-related targets, whether positive or negative.  

Sustainability reporting and disclosure should be seen and adopted as a strategic tool to drive 
decision-making, open dialogue with stakeholders, attract investors and continuously re-
assess impacts to steer the organization in the right direction. 

The goals provide a comprehensive framework that enables organizations to define and 
prioritize material issues and improve the quality of their reporting, sending a clear message 
to internal and external stakeholders alike. Following the four steps outlined in this article 
guides how to translate the SDG framework into strategic business opportunities and unlock 
significant value. 



Sources, learn more! 

https://blog.nexioprojects.com/4-steps-to-translate-the-sdgs-into-business-opportunities  
https://www.degruyter.com/document/doi/10.5018/economics-ejournal.ja.2017-28/html 

 

The reports published by the European Environment Agency can be used in order to get more 
knowledge about the current environment and its characteristics related to sustainability. 
There you can even find a ranking by country. Additionally, by checking that objectives the 
companies might be able to identify business opportunities that are not covered yet. Find the 
publications in this link: https://www.eea.europa.eu/en/analysis/publications  

 

Dou you want to know more about how SDG’s are connected to startups? We recommend 
you to read the article: 

MARTÍNEZ-MARTÍNEZ, S. L., VENTURA, R. & PLATA, C. (2021). CSR and SDGs in Early-Stage 
Entrepreneurship: A Startup Perspective of Sustainability. En Pérez, A (Ed.), Future 
Advancements for CSR and the Sustainable Development Goals in a Post-COVID-19 World, pp. 
216-241. España: IGI Global. doi: 10.4018/978-1-7998-8065-3.ch011.  



https://www.researchgate.net/publication/357487097_CSR_and_SDGs_in_Early-
Stage_Entrepreneurship_A_Startup_Perspective_of_Sustainability 

Abstract 

 

 

 

 

 

 

 

 

 

Entrepreneurship condi5ons the sustainable development of a society by the economic, 
social, and environmental impact of new ventures. Specifically, startups, due to their high 
level of innova5on and scalability, have an important role in fostering and accelera5ng the 
implementa5on of sustainable prac5ces. An empirical analysis is carried out through data 
collected in the framework of the GEM project to define the extent in which startups 
innova5on impact SDGs. The results highlight that the most frequently addressed goals 
belong to the economic sphere (e.g., SDG 8 and SDG 9), while environmental and social 
aspects are scarcely considered. More than half of the SDGs are addressed by less than 10% 
of the startups. A change in policies to promote SDGs is needed to foster the 
implementa5on of CSR strategies from early entrepreneurial stages, increase startups 
awareness, and face the lack of ayen5on that some SDGs are receiving from the currently 
emerging innova5on. 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Consider the same company you have worked with in the ac?vi?es in 
blocks 2 and 3 and using the SDGs as inspira?onal elements, iden?fy 
areas of improvement for the company.  

In this sense, the SDGs can inspire the company's management to make 
strategic decisions and to introduce new elements in its business model.  

Which SDGs can inspire business change and improvement? In which 
area? What new elements can be introduced into the business model or 
how can the business model change based on the SDGs iden?fied as 
inspira?onal?  

With which threats and opportuni?es iden?fied in the SWOT analysis 
above, can be these SDGs be linked to? 

Learning outcomes/objectives of the activity: 
• Develop awareness of the importance and usefulness of the 

SDGs as inspirational elements for business change. 
 

• Analyze the relationship between the SDGs and different 
aspects of the business model. 
 

• Identify elements linked to sustainability that enhance 
business improvement. 
 

• Understand the relationship between the external elements 
of SWOT analysis and the SDGs as dimensions of 
environmental analysis. 

This ac=vity must be completed to pass the block 4 and complete 

the module.  

Upload/Send your ac=vity once completed. 

Access to the ac=vity templateà  

 

 

 





 

 

Hand in all the ac9vi9es of the 4 Blocks to 
complete the module: 

 

Competence area: Envisioning sustainable future 

 
 

 

 

 

 


