~ A Service of
’. b Leibniz-Informationszentrum

.j B I l I Wirtschaft
) o o o Leibniz Information Centre
Make YOUT PUbllCCltlonS VZSlble. h for Economics ' '

Etzion, Dror

Article
Radical resource productivity as an inspiration for business
model innovation: The case of foodchain

Journal of Business Models (JOBM)

Provided in Cooperation with:
Aalborg University, Aalborg

Suggested Citation: Etzion, Dror (2020) : Radical resource productivity as an inspiration for business
model innovation: The case of foodchain, Journal of Business Models (JOBM), ISSN 2246-2465,
Aalborg University Open Publishing, Aalborg, Vol. 8, Iss. 1, pp. 1-6,
https://doi.org/10.5278/0js.jbm.v8i1.3391

This Version is available at:
https://hdl.handle.net/10419/318934

Standard-Nutzungsbedingungen: Terms of use:

Die Dokumente auf EconStor durfen zu eigenen wissenschaftlichen Documents in EconStor may be saved and copied for your personal
Zwecken und zum Privatgebrauch gespeichert und kopiert werden. and scholarly purposes.

Sie durfen die Dokumente nicht fiir 6ffentliche oder kommerzielle You are not to copy documents for public or commercial purposes, to
Zwecke vervielféltigen, 6ffentlich ausstellen, 6ffentlich zugénglich exhibit the documents publicly, to make them publicly available on the
machen, vertreiben oder anderweitig nutzen. internet, or to distribute or otherwise use the documents in public.
Sofern die Verfasser die Dokumente unter Open-Content-Lizenzen If the documents have been made available under an Open Content
(insbesondere CC-Lizenzen) zur Verfiigung gestellt haben sollten, Licence (especially Creative Commons Licences), you may exercise
gelten abweichend von diesen Nutzungsbedingungen die in der dort further usage rights as specified in the indicated licence.

genannten Lizenz gewahrten Nutzungsrechte.

.: AR https://creativecommons.org/licenses/by-nc-nd/3.0/
Mitglied der
WWW.ECOMSTOR.EU K@M 3
[ J . Leibniz-Gemeinschaft


https://www.econstor.eu/
https://www.zbw.eu/
http://www.zbw.eu/
https://doi.org/10.5278/ojs.jbm.v8i1.3391%0A
https://hdl.handle.net/10419/318934
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://www.econstor.eu/
https://www.leibniz-gemeinschaft.de/

Journal of Business Models (2020), Vol. 8, No. 1, pp. 1-6

J2BM

Journal of Business Models

Radical Resource Productivity as an Inspiration for
Business Model Innovation: The Case of Foodchain

Dror Etzion

Assaciate Professor, Strategy and OrganizationArea, Desautels Faculty of Management

Abstract

Radical resource productivity (RRP) is a design and engineering approach to manu-
facturing that can potentially yield dramatic improvements in energy and material
efficiency, and thus contribute to sustainability. This study explores whether the
RRP can also be a source of business model innovation in the service sector. An ap-
plication of RRP in a restaurant in Montreal is presented, and analyzed by means of
an activity map. The case suggests that activity maps can be employed to design
business models that promote sustainability through pursuit of radical resource

productivity.

Introduction

Of the many business model templates devised to
promote sustainability, one group focuses on princi-
ples of eco-design, in particular efforts to “maximize
material productivity and energy efficiency” (Lideke-
Freund et al., 2018: 153). This objective is appealing
and uncontroversial because less waste contributes to
sustainability while at the same time reducing costs
and thereby improving profitability. Efficiency efforts

are part and parcel of the quotidian work of designers
and engineers, and can easily generate incremental
improvements throughout value chains. But, in some
instances, concerted, systemic efforts to maximize
efficiency can yield ten-fold improvements in material
and energy productivity (Robert, et al., 2002), aligned
with the levels of decarbonisation and dematerializa-
tion required to attain the sustainable development
goals.
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The promise of radical resource productivity (RRP) as a
trigger for breakthroughs in design and production was
a cornerstone of the book Natural Capitalism (Hawken
et al., 2000), an influential tract on sustainability,
design, engineering and the economy. Perhaps the
most elegant example provided in the book detailing
how such a breakthrough can be attained is the “hyper-
car”, a dramatic departure from the dominant design
of automobiles. The key insight behind the hypercar
was the decision to make it extremely lightweight. The
hypercar was built of carbon fiber, rather than steel.
This initial weight reduction made possible further
weight reduction, because the suspension and other
support mechanisms required for a heavy car were
either eliminated or minimized. As the car became
lighter, entire systems could be jettisoned entirely, such
as electric steering and power brakes, further reduc-
ing the weight. With a lighter car, the original engine
size became unnecessary, and the traditional internal
combustion engine made way for small electric engines
placed near the wheels. Together, these choices, which
cascaded from the initial decision to build a car from
carbon fiber, led to a profoundly different, much more
sustainable car design.

To date, examples of RRP demonstrate its potential
in material and energy-intensive production processes
in manufacturing, and in buildings. Whether RRP can
yield high-impact improvements at smaller organiza-
tions, or in the service sector, is unknown. This paper
examines whether the precepts of radical resource pro-
ductivity can inspire business model innovation in non-
manufacturing contexts.

Approach

The food systemis widely recognised as critical to plane-
tary sustainability (Foley, et al., 2011). It is characterized
by widespread inefficiencies and waste, throughout
the value chain (Gustavsson, Cederberg, & Sonesson,
2071). In developed countries, food waste is of particu-
lar concern in the later stages of the value chain, and
in particular at consumer households, the retail sector,
and the hospitality industry. In some markets, public
awareness of food unsustainability is increasing, and
restaurateurs both respond to and stoke demand for
responsibly sourced, healthy, fresh fare, conveniently
provided, with little to no associated waste. As they

engage with these trends, restaurateurs pursue dif-
ferent competitive positions and business models to
signal that they engage seriously with environmental
responsibility (Salmivaara, & Lankoski, 2019).

Foodchain (https://eatfoodchain.com/en) is one such
restaurant. It is a fast-casual restaurant, founded in
2018 by an experienced, award-winning executive team
consisting of two chefs, a boulanger, a designer and a
management consultant. Foodchain's primary business
is to serve uncooked, vegetable-based meals - salads -
to people in the dense downtown core of Montreal. The
restaurant is vegetarian, but does not explicitly declare
itself “sustainable”, nor does it attempt to pursue a dif-
ferentiation strategy based on organic fare.

Foodchain was initially studied with the purpose of
preparing a teaching case (Etzion, in press). The pro-
tagonist of the case is the co-founder and managing
partner of Foodchain, who oversees strategy and is
responsible for day-to-day operations. The managing
partner was interviewed three times, and he presented
the company's strategy and business model twice in
classroom settings. Field observations at the restau-
rant were conducted at an average rate of once a week
for three months, at different times of day. During
these visits, employees were observed and interviewed
as they performed their tasks, and the managing part-
ner provided additional clarification about specific
operational points. Foodchain provided access to inter-
nal company documents outlining marketing, strategy
and financials, as well as a confidential pitch deck for
investors. A draft of the teaching case was submitted
to Foodchain for verification, and was reviewed by the
managing partner, his direct reports, and a shareholder.
After caorrections, the draft was reviewed once again by
the managing partner, and authorized.

For this paper, the teaching case data were used as
reference material, and re-analysed with an intent
to understand Foodchain's business model through
an RRP lens. This analysis mainly makes use of data
about Foodchain’s efforts to tackle waste in its supply
chain, in its operations, and in the choices and actions
of its customers. The objective is to understand the
effects that these waste-minimization efforts had on
the business model that emerged. As will be elabo-
rated below, Foodchain did not devise a new business
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model template (Ludeke-Freund et al., 2018), VYet,
implementing RRP has generated substantial opera-
tional efficiencies, and has also shaped the manner in
which Foodchain engages with its suppliers, custom-
ers, and employees, thereby yielding business model
innovation within an existing template.

Key Insights

The initial RRP design choice which drove subsequent
components of Foodchain's business model is a piece
of machinery called a Robot-Coupe. Robot-Coupes are
industrial-grade food processing machines often found
in large kitchens and major food preparation centres to
quickly slice large amounts of raw materials. It is rare
to see more than one in a kitchen. Foodchain has eight:
one for each salad on the menu. This means that Food-
chain can produce food very quickly. The machines are
simply loaded with all the vegetables required for each
serving of a specific salad and processed in one batch.
The ingredients for each batch are washed, peeled,
weighed and portioned previously, ready for process-
ing in one bowl kept in refrigeration. Because each
machine is dedicated to only one salad, there is no need
to wash the machines between servings, and the bowl
that holds the uncut vegetables is used to collect the
sliced ingredients as they exit the Robot-Coupe. Slicing
occurs only after an order is placed, so that a salad is
prepared and served extremely fresh, under 90 seconds
from when it was ordered.

The decision cascade triggered by the initial choice of
the Robot-Coupe is described in Table 1. However, ather
important aspects of the business model do not cas-
cade fromthis choice. Forexample, cashis not accepted.
All purchases are transacted with either credit or debit
cards. This makes the transaction process faster and
the restaurant more secure, because there is no cash
on the premises, but does require robust fallback pro-
cedures in case payment systems go down.

Other waste-elimination efforts occur in the post-
consumer phase. Foodchain recognizes that individu-
als often err in sorting waste into separate streams for
waste, recycling and trash. Therefare, except for glass
beverage bottles, all containers and utensils are made
of fully compostable materials. Thus, there are only
two streams of waste: bottles and everything else.

Choice Rationale and implications

No Meat Meat cannot be chopped in the same
machine as vegetables because of food
safety concerns, and also because its
texture is unsuitable; it cannot be sliced
effectively. Foodchain’s positioning as veg-
etarian derived automatically.

No Cooking If there is no meat in the restaurant and

it is vegetarian, there is a possibility to

not cook at all. And in fact, raw food and
especially firm fruits and vegetables such
as cauliflower, mushrooms, apples and
cucumbers are the most suitable ingredi-
ents for the machine. If there is no cook-
ing, there is no need for exhaust piping
and ventilation systems to be installed and
maintained. In terms of future expansion,

any commercial space can potentially be a

Foodchain site, whereas other restaurants

must consider building specifications and

ventilation feasibility.

Minimalist menu To minimize food preparation times, wash-

ing of the machines between servings is

unfeasible. Each salad therefore requires a

dedicated machine, meaning that the menu

has to be small. This simplifies kitchen
operations vastly. To ensure streamlining,
the restaurant enforces a no modifica-
tions policy; customers cannot ask for any
changes to how a menu item is prepared.

QOverall, equipment and staff in the restau-

rant are always ready to prepare each menu

item with no lead time, leading to very few
delays in the busy lunch hour.

Table 1: Activities directly deriving from the choice to employ
Robot-Coupe machines.

Figure 1 presents Foodchain’s discreet design choices
in an activity map (Porter, 1996). The Robot-Coupe
choice is highlighted. Major choices are presented in
dark blue. The activity map depicts the extent to which
the choices are interconnected and comprise a compel-
ling business model pattern (cf. Joyce & Paquin, 2016).
At the same time, the diagram makes apparent the
cascade of choices made possible through RRP. Nota-
bly, the “No Cash” choice is only weakly linked to the
other main nodes. The “No Waste" choice is linked to
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Minimal
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Unique salad
recipes
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ingredients
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High
throughput
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Minimal
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between
orders

Quick
employee
onboarding

Figure 1: Foodchain activity map.

the choice of using a Robot-Coupe because it reduces
cleaning, but this is a relatively minor linkage.

The managing partner at Foodchain, a former manage-
ment consultant, emphasizes that running arestaurant
is challenging because it is essentially “just-in-time
manufacturing with a retail front using perishable
items with very fluctuating demand”. Figure 1 reveals
that the nodes that represent manufacturing (i.e. food
preparation) - no meat, no cooking, minimalist menu
- are more interconnected and cascade directly from
the Robot-Coupe initial design choice. By contrast, the
nodes that represent the post-manufacturing phase of
the value chain - no waste, no cash - are less linked to
the Robot-Coupe, and less densely interlinked overall.

Discussion and Conclusions

The Foodchain business model suggests that applying
the principles of RRP to small businesses can promote
sustainability through business model innovation. Not
unexpectedly, the benefits of this approach are more

apparent in the earlier, manufacturing-like stages of
the value chain in a restaurant, and less so in the post-
production phase. Intuitively, it indeed seems more dif-
ficult for RRP to yield the same gains in aspects of the
business that are farther removed from the operational
core. Retail has many more “degrees of freedom” than
manufacturing.

Both RRP and strategy are built on the notion that it
is the connection between choices that determines
success: not just the choices independently, but more
importantly the tightness of the linkages between
them and their density. As demonstrated in this paper,
activity maps, an important component of the strat-
egy toolkit, can help distill the essence of a business
models, and uncover potential inconsistencies. Future
research can further investigate the use of activity
maps as a visualization tool (Tduscher, & Abdelkafi,
2017) for designing impactful business models for sus-
tainability. Currently, they seem to stand apart from
the tools typically employed for business model gen-
eration (e.g. Osterwalder & Pigneur, 2010).
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Another desirable next step would be the development
of a practical tool for sustainability-oriented managers
(Vladimirova, 2019) that can help them work through
the choices they need to make to create tight linkages
between activity map nodes in a way that optimizes
RRP. An even more ambitious goal is to develop a tool
to rigorously assess the compatibility between nodes
and quantify the strengths of linkages between them.
It may be possible to employ simple scores, even a Lik-
ert scale, to assess the meaningfulness of each link in
an activity map, and then employ measures from net-
work theory to guantify the productivity gains that can
ensue for the business model in its entirety.



Journal of Business Models (2020), Vol. 8, No. 1, pp. 1-6

References
Etzion, D. (in press). Foodchain: The power of lean. SAGE Business Cases.

Foley, J. A., Ramankutty, N., Brauman, K. A., Cassidy, E. S., Gerber, ). S., Johnston, M., Mueller, N. D., O'Connell, C., Ray,
D. K., & West, P. C. 2011. Solutions for a cultivated planet. Nature, 478, 337-342.

Gustavsson, )., Cederberg, C., & Sonesson, U. 2011. Global Food Losses and Food Waste: Food and Agriculture Organi-
zation of the United Nations.

Hawken, P, Lovins, A. & Lovins, L. H. 2000. Natural Capitalism: Creating the Next Industrial Revolution, New York,
NY, Back Bay.

Joyce, A., & Paquin, R. L. 2016. The triple layered business model canvas: A tool to design more sustainable business
models. Journal of Cleaner Production, 135, 1474-1486.

Lovins, A. 2013. Reinventing fire: Bold business solutions for the new energy era, Chelsea Green Publishing.

Ludeke-Freund, F., Carroux, S., Joyce, A., Massa, L. & Breuer, H. 2018. The sustainable business model pattern tax-
onomy—45 patterns to support sustainability-oriented business model innovation. Sustainable Production and Con-
sumption, 15, 145-162.

Osterwalder, A., & Pigneur, Y. 2010. Business model generation: a handbook for visionaries, game changers, and chal-
lengers. John Wiley & Sons.

Porter, M. E. 1996. What Is Strategy? Harvard Business Review, 74, 61-78.

Robert, K.-H., Schmidt-Bleek, B., de Larderel, J. A., Basile, G., Jansen, J. L., Kuehr, R., Thomas, P. P, Suzuki, M.,
Hawken, P., & Wackernagel, M. 2002. Strategic sustainable development—selection, design and synergies of applied
tools. Journal of Cleaner Production, 10, 197-214.

Salmivaara, L., & Lankoski, L. 2019. Promoting Sustainable Consumer Behaviour Through the Activation of Injunc-
tive Social Norms: A Field Experiment in 19 Workplace Restaurants. Organization - Environment.

Tduscher, K., & Abdelkafi, N. 2017. Visual tools for business model innovation: Recommendations from a cognitive
perspective. Creativity and Innovation Management, 26, 160-174.

Vladimirova, D. 2019. Building Sustainable Value Propositions for Multiple Stakeholders: A Practical Tool. Journal of
Business Models, 7(1): 1-8.



