Searching for the Tenth Archetype: Creating Shared Value as Part of the Sustainable Business Model Archetypes1

Organizations, from companies to governments, need sound and critical guidance to navigate sustainability challenges. The sustainable business model archetypes (SBMAs) framework was conceived with this purpose, providing a comprehensive taxonomy covering the major categories of sustainability-oriented business model innovation. Its objective is to improve the understanding about how some business models support companies in integrating sustainability in practice (Bocken et al., 2014). Despite the fact that each archetype induce sustainability gains individually, their largest potential is reached by combining them. Indeed, achieving a firm’s broader sustainability perspective does not only imply addressing as many SBMAs as possible, but also incorporating a “system-wide” approach involving different stakeholders. However, more research is needed to understand how cross-sector cooperation between different companies can pave the way to a more impactful combination of archetypes that allows catalyzing sustainability outcomes.
In order to shed light on this issue, first we made a novel application of the SBMAs to a critical sustainability challenge: the transformation of oil and gas (O&G) companies into diversified energy companies. The overall research process followed the methods previously applied by authors who have studied SBMAs. Our main inspiration was the work by Yip and Bocken (2018), who formalized a methodology for applying the archetypes to various sectors and industries. This was complemented by following other scholars’ work regarding semi-structured interviews and an analytical coding process. The analysis drew from the most relevant contributions to case study and business research methods. Aiming for a close approach to a regional and local reality, we focused on Petronor, a company that owns and operates a refinery in the Basque Country region (northern Spain). We carried out semi-structured interviews with senior executives within Petronor’s corporate structure in order to gain an in-depth understanding of the company’s innovation and new business strategies.
On the one hand, interviewees coincided in pointing to”Adopt a stewardship role”2 as arguably the most important SBMA for the company’s long-term strategy. This would be a result of systemically linking the environmental archetypes with the economic ones. These results corroborate Bocken & Short (2021)’s conceptualisation of the SBMAs framework as a “hierarchy” in which organisations should aim to succeed in various sustainability levels. Accordingly, the successful transformation of the O&G industry, instead of prioritising between specifc archetypes, requires simultaneously implementing the strategic archetypes and eventually converging into the aimed stewardship role. On the other hand, the results indicated that multi-stakeholder collaboration and a regional focus on industrial clusters are key elements of a succesful sustainability strategy in the O&G sector. In fact, interviewees underlined the “Net-Zero Basque Industrial Super Cluster” initiative (NZBISC or “Super Cluster” hereinafter) as a public-private aggregator of regional clusters.


1 The submitted paper was presented at the 10th International Conference on New Business Models (NBM 2025), hosted by the University of Iceland (Reykyavik, 25-26 June 2025). Conference proceedings can be found here: https://rafhladan.is/handle/10802/34932
2 ”Proactively engaging with all stakeholders to ensure their long-term health and well-being” (Bocken et al., 2014).

The Super Cluster case suggests a link between building a broad and comprehensive approach to sustainability and the popular policy construct of clusters. This points as well to how Bocken et al. (2021) consider that “to address the fundamental challenges, business models will increasingly need to be conceived with a cross-sector approach for successful societal transformation, […] e.g., combining the energy, transport, construction and retail sectors under a new unified business model”. Furthermore, the Super Cluster’s cross-sector approach to local/regional clusters suggests a relation between the SBMAs and the concept of creating shared value (CSV), which indeed has been explored by some scholars as part of the SBMAs literature pillars, like the previous work by Lüdeke-Freund et al. (2016) in the Network for Business Sustainability’s report ”Business models for shared value”. According to Porter & Kramer (2011), the development of local competitive clusters is one of the three channels that a company can follow to create shared value, which implies enhancing the competitiveness of a company while simultaneously addressing the economic and social conditions of the local community around it.
This gave place to a second research stage, currently ongoing, in which we explore further this focus on regional clusters with a wide industrial decarbonization ambition, aiming to better undersand how the cooperation between clusters takes place and how it reinforces the linkage between CSV and the SBMAs taxonomy. The methods are expanded to a multiple case study analysis (Reinhardt et al., 2020) and the paper finalizes by proposing CSV as a tenth archetype in order to integrate within the SBMAs taxonomy the potential of local/regional clusters for cross- sector sustainability.
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