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ABSTRACT
Circular Business Models (CBMs) are critical to advancing the Circular Economy (CE), receiving significant attention from 
policymakers and corporations alike. Despite this, the conceptual clarity of CBMs remains underdeveloped. This paper presents 
a systematic literature review of CBM, focusing on definitions, drivers, barriers, and value creation. We identify three primary 
clusters: CBM concept, CBM transformation, and CBM strategies. Key gaps in the literature are highlighted, with particular re-
gard to market value creation, comprehensive business model framework, and firm maturity. To address these gaps, we propose 
a framework linking CBM strategies with value sources, offering a more cohesive understanding of circularity within business 
models. This framework aims to guide future research and practical implementation across various firm maturity stages.

1   |   Introduction

The notion of circular economy (CE) and circular business model 
(CBM) has an important role in the agendas of policymakers 
around the world, resulting, for example, in the European CE 
package (European Commission 2015; Fitch-Roy et al. 2021) and 
has recently attracted considerable attention from the private 
sector, as documented by a range of initiatives by major compa-
nies, such as Google, Renault, and Unilever (Bocken et al. 2017). 
For practitioners, business model (BM) innovation is seen as a 
key leverage to implement the CE at the organizational level, as 
it allows for a systemic shift in the core logic of businesses and 
the alignment of incentives of different stakeholder groups.

As industries and policymakers worldwide embrace CBMs, 
distinct regional approaches are emerging, each reflect-
ing the unique economic and environmental urgencies. The 
2015 Circular Economy Action Plan aimed to transform the 

European Union economy by prioritizing waste reduction, 
resource efficiency, and material reuse, fostering industrial 
innovation (Mhatre et al. 2021). In India, initiatives like the 
EU-India Partnership for Circular Economy & Resource 
Efficiency are fostering international collaboration, while the 
National Circular Economy Roadmap for Reducing Plastic 
Waste focuses on tackling one of the country's most pressing 
environmental challenges (Delegation of the European Union 
to India and Bhutan 2020; Dhodapkar et al. 2023). Similarly, 
China's CE policy-driven initiatives are comprehensive na-
tional strategies that guide industries in adopting circular 
practices at scale (Zhu et  al.  2019). In South America and 
South-East Asia, CE strategies are increasingly tied to energy 
transitions and to drive CE transformations across industries. 
For instance, this is documented in Chile's waste-to-energy 
solutions and the retail industry's shift toward circularity 
(González et al. 2018; Jarpa et al. 2021). Southeast Asia is also 
taking a comparative and strategic approach, with countries 
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aligning policies to push CE initiatives across industries 
(Herrador and Van  2024). Meanwhile, Africa is focusing on 
systemic change, with the African Circular Economy Alliance 
charting a pathway to integrate circularity into economic de-
velopment (ACEA 2024). These diverse regional pathways 
illustrate that while the transition to circularity is a global 
movement, its implementation is shaped by local contexts, 
highlighting the need for nuanced approaches to CBMs.

The concept has also become an important field of academic 
research with a considerable increase in articles and journals 
that cover this topic in the last decade (Geissdoerfer et al. 2017). 
Despite comprehensive coverage of CE practices in the literature 
(Awan et al. 2021; Bjørnbet et al. 2021; Ahmad et al. 2023), there 
are notable gaps in the extant literature. One significant gap in 
the literature reviews on CBMs is the lack of focus on the value 
creation through CBM. In fact, despite the growing research on 
CBMs, there is little focus on how these models create value for 
businesses and stakeholders. Studies largely examine drivers 
and barriers (Geissdoerfer et al. 2023; Mhatre et al. 2021), but 
tend to overlook a systematic study of the mechanisms of value 
creation, delivery, and capture (Asgari and Asgari 2021; Palmié 
et al. 2021). In fact, existing research primarily focuses on how 
incumbents adapt CBMs without fundamentally reshaping their 
business models, often prioritizing value capture over creation 
and delivery (Rovanto and Bask  2021). However, this limited 
perspective fails to address how CBMs can systematically gen-
erate long-term competitive advantages and stakeholder engage-
ment. Without a comprehensive and overarching review of the 
value component in CBMs, extant research remains fragmented, 
limiting the ability to capture the full spectrum of how these 
models generate, deliver, and capture economic and environ-
mental value. A systematic synthesis is essential to bridge this 
gap, providing a clearer understanding of the mechanisms driv-
ing value creation, delivery, and capture in CBMs. Thus, this 
study aims to answer the following research question on how 
CBMs create value and what are the sources of such value: RQ1: 
how do CBMs create value?

Moreover, the studies about drivers and barriers to adopt-
ing these models remain scattered, particularly in relation 
to industry-specific characteristics as highlighted by Bocken 
and Geradts (2020). In fact, barriers and drivers are separately 
studied in relation to generic CBMs (Geissdoerfer et al. 2023), 
and in relation to specific contexts such as CBM innovation or 
industry-specific context. The literature appears to be more fo-
cused on drivers than on barriers, which receive comparatively 
less emphasis in some respects. Drivers are investigated in many 
instances, but only in specific contexts, such as eco-labeling 
and CBM in relation to the IoT sector (Meis-Harris et al. 2021; 
Rejeb et  al.  2022). Barriers, on the other hand, have received 
scarce attention. In fact, despite some studies having summa-
rized barriers of subsectors of CE, such as the Latin American 
market or eco-labeling, they have been studied systematically 
only by Cappelletti et al. (2022), but not in combination with the 
drivers of CBMs (Betancourt Morales and Zartha Sossa  2020; 
Cappelletti et al. 2022; Meis-Harris et al. 2021). Thus, a system-
atic approach that analyzes drivers and barriers across all rel-
evant aspects, including industry, firm maturity, and strategic 
objectives, is needed to better understand and approach this 
phenomenon. In pursuit of these objectives, this study seeks to 

address the following research question: RQ2: What are the key 
drivers and barriers of CBMs?

To address such research questions, we conduct a systematic 
review of the CBM literature. Specifically, we answer RQ1 and 
RQ2 through a bottom-up approach that examines the four basic 
characteristics of CBMs, namely definitions, drivers, barriers, 
and value. We identify three clusters of investigation. These are 
the Circular BM (CBM) (i.e., how companies do business with 
circularity), the CBM transformation (i.e., the transformation of 
existing BM from linear to circular), and the CBM strategy (i.e., 
the way to implement the CBM).

Finally, to the best of our knowledge, no studies have compre-
hensively addressed these clusters together. In fact, even the 
most recent literature does not approach all the dimensions at 
the same time but separately (Woldeyes et al. 2025; Bocken 2024; 
Hoang and Böckel 2024). For example, Bocken (2024) focuses on 
the innovation aspect of the CBM, while Woldeyes et al. (2025) 
provide an overview of the CBM archetypes. Interestingly, Vann 
Yaroson et al. (2024) performed the most comprehensive litera-
ture review so far on CE by connecting research streams with 
SDGs, but by prioritizing the circular economy lens, they disre-
gard the business model focus. Therefore, in this work, we aim 
to extend this stream of literature by focusing specifically on the 
business models that pertain to the circular economy and extend 
the current understanding by providing a unified framework 
that structures the extant CBM research. RQ3: what are the gaps 
in the research about CBMs?

Integrating these clusters into a unified framework is essential 
for developing a holistic understanding of CBMs. Our approach 
allows us to identify common concepts and main differences in 
the three investigation clusters, and to identify gaps in the liter-
ature. The paper contributes to the literature on CBMs by iden-
tifying the main gaps in CBM research that can be summarized 
from three different perspectives: the market value creation, 
comprehensive BM, and firm maturity ones. For instance, we 
argue that research effort needs to be made in the direction of 
associating CBM strategies and CBM sources of value in a com-
prehensive BM description that links coherently each source of 
value of circularity to all the components of a BMs. Moreover, 
research must also address understanding and classifying the 
sources of differentiation and price leadership that circularity 
can create, as well as understanding its peculiarities across the 
different stages of firm lifecycle.

The paper is structured as follows. First, the employed method 
for the systematic literature review is described in Section  2. 
Section 3 presents the findings of the literature review, namely 
the articulation of the contributions in three clusters of investi-
gations. Clusters are analyzed and discussed according to their 
dimensions. In Section 4 we discuss the gaps in the CBM liter-
ature, and we provide the framework for future research in the 
field. Finally, we conclude in Section 5.

2   |   Methodology

The methodology used to pursue the objective of this study is 
a systematic literature review (SLR). The systematic literature 
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review is a well-recognized and appropriate methodology for 
identifying existing knowledge and relevant gaps in the litera-
ture. Using this method is, therefore, suitable for understanding 
the drivers, barriers, and value creation of CBMs while identi-
fying gaps in the existing research on each of these dimensions.

2.1   |   Identification and Selection Process

The methodology used for conducting the SLR encompasses a 
structured identification and location process. The identifica-
tion phase began with the formulation of our research scope 
and the selection of keywords based on prior literature and 
emerging trends in CBMs. Particularly, the keywords selec-
tion was performed through a preliminary review of seminal 
literature review papers in the field of CBM (e.g., Geissdoerfer 
et  al.  2023; Centobelli et  al.  2020). This process involved first 
the identification of keywords associated with the foundational 
studies. Second, an iterative verification step was subsequently 
conducted to refine the selection, ensuring that the chosen 
keywords were consistently present across the examined liter-
ature. The identified search keywords are: “Circular Business 
Model”, “Transformation”, “Business strategy”, “Business 
Model”, “Industrial Symbiosis”, “Circular economy”, and 
“Sustainability”.

In the article selection phase we systematically searched the 
“Scopus” database using Boolean operators among combina-
tions of the seven keywords to refine the search results. The 
Scopus database was chosen as it is one of the most compre-
hensive and widely recognized databases used in literature re-
view studies, featuring a broad coverage of high-quality papers 
(e.g., Acerbi and Taisch 2020; Rejeb et al. 2022; Geissdoerfer 
et al. 2020). It is noteworthy that Scopus is a larger journal re-
pository than Web of Science. We restricted the article search 
to a publication year time window ranging from 2018 to 2023 
to limit our analysis to the most recent contributions, while 
maintaining a sufficiently large sample size. From the result-
ing sample we excluded all the articles unrelated to the fields 
of economics, business, and management. Subsequently, we 
applied journal quality ranking criteria, by excluding articles 

published in journals simultaneously pertaining to quartiles 
lower than the second of the Web of Science Article Influence 
Score, lower than the second best class in the UK-based ABS 
Journal Guide and in the French CNRS journal ranking, and 
lower than the second decile of the Scopus-Scimago SJR. The 
only exception for this rule was the case of journals that were 
simultaneously ranked in the third quartile/class/decile in 
the respective database, in which case the articles remained 
under our consideration. Note that the use of decile in Scopus 
and quartile in Web of Science is due to the fact that Scopus is 
a much larger repository of journals. We used these threshold 
criteria to ensure the selection of articles of sufficiently high 
quality in the areas of economics, business, and management. 
Finally, we further restricted to articles having a clear focus 
on CBMs. This procedure was performed by analyzing the ab-
stract and the whole paper, if necessary. Applying the above 
criteria yielded a final sample of 148 papers, gathered in April 
2023 (see the Tables A1 and A2 for a detailed list). Figure 1 
outlines the above-described procedure for screening the ini-
tial number of papers retrieved from Scopus, and reports the 
number of papers considered in each step. Figure  2 outlines 
the complete SLR process. Figure 3 shows the journals in the 
final sample, with the number of articles for each journal. The 
journal that has published the highest number of articles is the 
“Journal of Cleaner Production” (67 papers). Figure  4 shows 
the number of selected papers per year of publication. The 
highest number of articles can be found in the year 2022 (43 
articles).

After the identification and selection of the articles, the next 
step was the systematic literature analysis to fully assess the 
content of the papers. The analysis entailed two phases: (1) 
the dimension analysis and (2) the cluster definition and paper 
categorization.

2.2   |   Thematic Analysis and Clustering

The thematic analysis has been performed using four common 
dimensions of BMs, namely Definition, Drivers, Barriers, and 
Value. The 4 dimensions were chosen as the most analyzed 

FIGURE 1    |    Paper selection funnel.
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in the 20 literature review articles (listed in Table  1) of the 
total 148 papers analyzed in this article. The Definition di-
mension discusses the most significant propositions that can 
explain the entity, finality, and main characteristics of a CBM 
(Geissdoerfer et al. 2020). In the Drivers and Barriers dimen-
sions, we discuss factors that either enable, promote, and fa-
cilitate or prevent, obstruct, and hinder an organization in 
ideating, implementing, or managing a CBM (Geissdoerfer 
et  al. 2020; Santa-Maria et  al.  2022). Finally, we examine 
the Value dimension, starting with the concept of a BM, as a 
similar approach to Bocken et al.  (2014). Value creation is at 
the heart of any business model; businesses typically create 
value by seizing new business opportunities, new markets, 
and new revenue streams (Teece  2010). While the value is 
typically associated with the product and service offering to 
generate economic return, in a circular business, the value, 
tangible or intangible, would provide measurable ecological 
and/or social value in concert with economic value (Boons 
and Lüdeke-Freund 2013). Value delivery is the way that such 
tangible or intangible value is transferred to customers and 
other stakeholders through circular products: for example, 
how the product or service is usable by the consumer or which 
relationship is established with the channels. Value capture is 
about considering how to earn revenues (i.e., capture value) 
from the provision of goods, services, or information to users 
and customers (Teece 2010).

Finally, the cluster definition and paper categorization into clus-
ters was carried out. This phase entailed first the full paper read-
ing, second the identification and description of the information 
about the 4 dimensions of CBMs. Third, the identification of 
similarities between the four dimensions and the research topic 

guided the cluster creation. Through an iterative process, we 
grouped the papers in clusters according to the most prominent 
research topics and similarities between the four dimensions 
that each article provided. The articles were read independently 
by two PhD students specializing in the field of Circular 
Economy, who read the articles and preliminarily grouped 
them. Consequently, a consensus discussion was conducted be-
tween the two PhD students and two senior researchers experts 
in the same field. After two sessions of consensus discussion, 
the clusters were defined as “CBM”, “CBM Transformation”, 
and “CBM Strategy.”

3   |   The CBM Clusters

3.1   |   Cluster 1: Circular BM—CBM

This cluster consists of 38 articles all dealing with the concept 
of CBM, namely how companies do business with circularity.

3.1.1   |   Definition

In literature, different definitions of CBM have been provided. 
Opferkuch et al. (2021) and Rosa et al. (2019) conducted two lit-
erature reviews on the CBM definitions. It emerges that some 
definitions focus on the concept of resource and process effi-
ciency. A CBM “is how a company creates, captures, and delivers 
value with the value creation logic designed to improve resource 
efficiency through contributing to extending the useful life of 
products and parts (e.g., through long-life design, repair, and re-
manufacturing) and closing material loops.” Another group of 

FIGURE 2    |    Systematic literature review process.
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FIGURE 3    |    Distribution of selected articles by publishing journal.

FIGURE 4    |    Distribution of selected articles by year of publishing.
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definitions describes CBMs focusing on the added value brought 
by circularity. For example, “the business model's key role is to 
incorporate the CE principles into a design or redesign of busi-
ness activities and partnerships and to create a cost and revenue 
structure, which is compatible both with sustainability and with 
profitability” (Zucchella et al. 2022) and “circular and sharing 
BMs enable companies to improve the sustainability of their 
business practices within and beyond organizational boundar-
ies while also creating a competitive advantage” (Antikainen 
et al. 2018).

Accordingly, our analysis identifies two different focuses of 
CBM definition: one focused more on resource and process 
efficiency, namely resource efficiency and consequently a 
cost reduction brought by CBM implementation; one focused 
on circularity added value, namely how the implementation 
of the circularity principle allows obtaining a competitive 
advantage.

3.1.2   |   Drivers

Drivers, or enablers, are factors that foster the development, 
implementation, and success of CBMs, so they play a pivotal 
role in CBMs' accomplishments (Mondal et al. 2023). Multiple 
articles in this cluster dimension have focused on drivers of 
CBM implementation (Bertolucci Paes et al. 2019; Centobelli 
et al. 2020; Jia et al. 2020; Marrucci et al. 2019; Meis-Harris 
et al. 2021). A minor number of articles, conversely, have fo-
cused on the classification of drivers in specific subdomains 
of CBMs. According to our review analysis it is possible to 
classify CBM drivers into business, institutional, technologi-
cal, and customer-driven (Mondal et al. 2023; Jia et al. 2020). 
Business drivers are mainly endogenous to the organization 
and can be divided into competitive and supply chain based. 
Competitive drivers are mainly concerned with the value 
creation and the competitive advantage brought by circular 
BMs. For instance, Centobelli et al. (2020), define drivers for 
each of the value chain phases, that is, value creation, value 
delivery, and value capture. Salvador et al. (2020) group driv-
ers according to the BM canvas dimensions. Bertolucci Paes 
et al. (2019) and de Kwant et al. (2021) study the opportunities 
for value creation and produce a list of drivers respectively to 
the CBM organic waste management and the electric vehicle 
and white goods industries. Marrucci et al. (2019) identify the 
business opportunities springing from sustainable consump-
tion and production. Supply chain based drivers recognize the 
value brought by a circular organization of the supply chain. 
Aarikka-Stenroos et al. (2022) highlight the value brought by 
supply chain collaboration and supply chain collaborative ar-
rangements. Centobelli et al. (2020) highlight drivers such as 
“process redesign”, “take-back system implementation”, and 
“cyber-physical technological systems.” Salvador et al. (2020) 
underscore drivers related to the power of “efficient logistics”, 
“technological development”, and “waste collection and stor-
age systems.” Bertolucci Paes et  al.  (2019) identify success 
factors, such as logistic cost and supply chain management, 
availability and homogenization of raw materials, and the 
quality and efficiency of alternative products. Lastly, Meis-
Harris et  al.  (2021) highlight the importance of trustworthy 
and transparent labeling schemes associated with tangible 

environmental credentials to distinguish certified circular 
products from non-certified ones.

Institutional drivers are mainly exogenous to the organization 
and consider external factors that push toward the adoption of 
CBM. For instance, Mies and Gold (2021) analyze some social 
dimensions, whose components are workers, customers, the 
local community, and society that push toward the adoption of 
CBM. Within this kind of drivers, a high degree of attention has 
been paid to policies. Mies and Gold (2021) underscore the leg-
islative action to drive the adoption of CBM-related practices in 
general. Zhu et al. (2019) emphasize the importance of regula-
tions about the use of industrial solid waste, wastewater, waste 
gas, and recycling of scrap metals as drivers for the adoption 
of CBMs. Camilleri  (2020) highlights the role of policymakers 
in providing “technical assistance”, “mobilizing financial re-
sources”, and “facilitating positive impact investing” in CBMs. 
Marrucci et al. (2019) mention the integration of “SCP tools” in 
national policy-making.

High attention has also been devoted to technological-related 
drivers. Technological drivers are highlighted by Mondal 
et  al.  (2023), who emphasize the significance of “technology-
based enablers” and “effective technological infrastructure 
facilities” in promoting green entrepreneurship for CBMs. Jia 
et al. (2020) also emphasize the importance of technological in-
novation as an enabler for applying a CBM. de Kwant et al. (2021) 
point out the role of “product design” in driving CBMs. For ex-
ample, efficient technology can help manage waste, increase 
efficiency, and develop efficient production processes for becom-
ing more circular businesses.

Finally, customer-driven drivers are related to the customer 
demand for sustainable and circular products. This driver 
is less developed in our analysis since only Meis-Harris 
et al. (2021) classify drivers according to consumer purchase 
behavior.

The analysis of the individual drivers of CBM, that is, business, 
institutional, technological, and customer-driven, can be viewed 
also in light of their mutual interactions. Business drivers, par-
ticularly those related to competitive advantage and supply 
chain efficiency, often depend on technological advancements 
to optimize circular processes, such as waste management, 
product design, and logistics (Centobelli et  al.  2020; Salvador 
et al. 2020). Similarly, institutional drivers, such as regulatory 
frameworks and policy incentives, create external pressures that 
encourage firms to adopt and invest in technological innova-
tions that facilitate CBM implementation (Mies and Gold 2021; 
Zhu et al. 2019). Technological advancements, in turn, enhance 
the feasibility of regulatory compliance by enabling firms to de-
velop sustainable solutions that align with policy expectations 
(Mondal et al. 2023). Moreover, customer-driven drivers interact 
with both business and institutional drivers, as increased con-
sumer demand for sustainable products influences corporate 
strategies and regulatory responses (Meis-Harris et  al.  2021). 
For instance, transparent labeling schemes, supported by both 
institutional policies and business interests, serve to enhance 
consumer trust and stimulate market demand for circular 
products. Ultimately, these drivers do not function in isolation; 
rather, they form a dynamic network where some drivers in one 
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domain can catalyze the positive effect of others, creating a syn-
ergistic effect among them.

3.1.3   |   Barriers

The literature review has revealed numerous barriers to the suc-
cessful implementation of CBM. They can be grouped into dif-
ferent categories according to topic and content similarity.

Some authors have identified the lack of policy and regulations 
as the main source of barriers. Camilleri (2020) states that the 
lack of policy fostering financial green investments hinders the 
SMEs' possibility to implement CBMs due to insufficient finan-
cial resources. Bertolucci Paes et al. (2019) and Jia et al. (2020) 
highlight how the lack of technical standards and regulations 
discourages the development of a CBM since circular products 
are more technically complex to develop and require public pol-
icy support to meet the technical needs. Finally, Grafström and 
Aasma (2021) focus on the inconsistencies in policies in the dif-
ferent countries that hamper the cross-national implementation 
of CBMs.

Another barrier regards financial and investment issues. 
Camilleri  (2020) underlines the difficulty for small enter-
prises in assessing sufficient financial resources for green 
investments. Jia et  al.  (2020) and Abdelmeguid et  al.  (2022) 
highlight the lack of financial support, which impedes compa-
nies' capabilities to adopt CBMs, a lack of performance mea-
surement systems, and a lack of infrastructure investments as 
major barriers to CBMs.

Customer-related barriers are also critical in driving the de-
mand for circular products and services. Sinha (2022) high-
lights customer perception as a micro-level barrier, while 
Camilleri (2020), Abdelmeguid et al. (2022), and Grafström and 
Aasma  (2021) point out low consumer awareness. They state 
that the lack of demand and awareness can deter businesses 
from adopting CBMs, as there may be limited market viability 
for circular products.

Also, technical and operational knowledge poses challenges to 
the implementation of CBMs. Bertolucci Paes et al.  (2019) and 
Camilleri (2020) highlight logistic costs, seasonality, lack of raw 
material homogenization, and the quality and efficiency of alter-
native products. Grafström and Aasma (2021) mention techno-
logical barriers, such as the design for product-life extension and 
repair, waste separation, and lacking IT systems for measure-
ment and monitoring. De Kwant et al. (2021) and Sinha (2022) 
focus on more product-specific technical barriers, addressing 
electric vehicles and white goods barriers (i.e., large electrical 
home appliances). These are high recycling and recovery costs, 
as well as path dependency in channels and manufacturers. 
Finally, Sinha (2022) highlights the lack of impact measurement 
techniques and organizational entropy, as every process of re-
cycling, recovering, and disposal requires energy and leads to 
waste creation and pollution.

Finally, organizational and cultural barriers also play a sig-
nificant role in the adoption of CBMs within the company 
(Abdelmeguid et al. 2022; Bertolucci Paes et al. 2019; Grafström 

and Aasma 2021; Jia et al. 2020; Sinha 2022). A major barrier 
to CBM implementation is the lack of company culture regard-
ing green and circular products and BMs and the lack of top 
management support. In addition, Grafström and Aasma (2021) 
mention confidentiality regarding production processes as a 
barrier to the collaborative supply chains that enable CBMs. 
Lack of training and education is mentioned by Jia et al. (2020) 
as another barrier to CBM implementation. Authors focus at-
tention also on barriers regarding communication and strategic 
aspects. Jia et al. (2020) ex-ante strategic planning and IT sys-
tem implementation, and ex-post lack of strategic planning and 
performance measurement of CBMs.

3.1.4   |   Value

Value in CBMs has been explored by various authors. The ma-
jority of authors have focused on value creation by identifying 
two main sources of value creation: circularity and servitization.

About circularity, Mendoza et al. (2022) stress reverse logistics as 
a necessary condition to recover materials from waste and save 
on production costs to create value. Gallego-Schmid et al. (2020) 
highlight the role of material loops in the construction industry 
as a source of value. Kim et al. (2022) discuss circular concepts, 
such as the integration of recyclability, repairability, and reus-
ability into product design guidelines. Eisenreich et  al.  (2022) 
classify value-creation activities in CBMs using Porter's value 
chain framework. The value-creation activities are based on the 
procurement of raw materials from recycled sources, the imple-
mentation of efficient production processes for waste reduction, 
and the development of strategies for the reuse or recycling of 
end-of-life products. Galvão et al. (2020) focus o*n how ecosys-
tems can create value. For example, some companies can col-
laborate with suppliers to establish CBMs aimed at recycling 
waste, which is transformed into new products, contributing to 
circular value creation and reducing the environmental impact 
of the industry itself. Valve et al.  (2021) underline how the re-
covery of wastes and side-flows in the biogas industry can create 
value. Donner et al. (2020) discuss how food and agriculture in-
dustries can create value for each other from agricultural waste 
and by-products. For example, food industries can use agricul-
tural waste to produce compost, and therefore fertilizers rich in 
nutrients. These products can then be used in the field of agri-
culture and gardening, contributing to sustainable cultivation. 
Lüdeke-Freund et al. (2019) review how companies create value 
in closed-loop supply chains. For instance, mobile device man-
ufacturers offer the opportunity for customers to return their 
old devices for proper recycling or refurbishment, by allowing 
useful materials to recover and hence reducing the need for vir-
gin resources. Puntillo et al. (2021) examine absorbent hygiene 
product waste as a resource for new products. For example, this 
type of waste can be collected and transformed into raw mate-
rials for the production of ecological materials, to avoid them 
being wasted. Centobelli et al. (2020) identify managerial prac-
tices for value creation, such as design for recycling, design for 
remanufacturing, and design for disassembly. For example, au-
tomakers implement remanufacturing programs for mechanical 
components: rather than producing them new, they collect used 
components, refurbish them, and then reintroduce them to the 
market.
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Some other authors locate servitization as a source of value for 
CBM. For instance, Rosa et al. (2019) highlight product-service 
systems (PSSs) oriented and reuse, remanufacturing, and recy-
cling (3R)-based CBMs as sources of value. Some furniture com-
panies offer customers the opportunity to rent the products for 
a specific time so that at the end of the period, the furniture is 
returned to the company, which refurbishes, repairs, and then 
rents it again to new customers. This approach reduces waste 
and increases the useful life of the products.

The analysis of the value creation sub-dimension reveals how 
CBM can generate tangible and intangible benefits for circular 
companies to create, deliver, and capture within CBMs. The tan-
gible benefits of CBM value creation include cost savings from 
waste reduction and extended product lifecycles. For instance, 
modular smartphones, like Fairphone, reduce electronic waste 
while offering customers a cost-effective alternative to frequent 
device replacement (Lüdeke-Freund et al. 2019). Intangible ben-
efits include increasing value for customers that prioritize sus-
tainability to access sustainable goods (Rosa et al. 2019).

Regarding value delivery, authors have studied the ways that 
value is conveyed to customers and stakeholders. Mendoza 
et al. (2022) mention community-owned wind parks and aggre-
gator platforms as means to get access to the value created from 
circular wind farms. For example, residents can invest collec-
tively by becoming owners of wind farms and benefiting from 
renewable energy production. Kim et al. (2022) discuss the use 
of digital technology platforms for maintaining or monitoring 
services provided to customers. For example, through advanced 
technology systems, it is possible to have real-time monitor-
ing of the performance of the recycling and remanufacturing 
equipment, making maintenance operations more efficient. 
This practice allows for an increase in the life of the equip-
ment. Electronic producers in Singapore deliver value through 
mutually agreed-upon outcomes and integrated solutions. For 
example, an electronic device manufacturer seeks to produce 
products that are durable and energy-efficient, while providing 
the customer with continuous value and optimal performance 
throughout the product lifecycle.

The analysis on CBM value delivery reveals that to deliver the 
value created by CBMs, companies must ensure circular solu-
tions are high-quality while being economically competitive 
for both customer and producer. For example, IKEA's furniture 
rental system exemplifies this because it delivers the value by 
allowing customers to use high-quality furniture at fair prices, 
while it creates value by minimizing waste (Rosa et al.  2019). 
Tangible benefits of delivering circular products include dura-
bility and repairability. The way consumers use circular prod-
ucts produces value because of the longer expected life and 
modularity of the product. However, if circular products are 
perceived as less reliable or less convenient than traditional al-
ternatives, market acceptance remains a challenge (Eisenreich 
et al. 2022). To deliver both tangible and intangible value, it is 
then crucial for companies to perform market acceptance analy-
sis and address consumer unreadiness or unacceptance through 
communication strategies to convey reliability. Businesses that 
effectively communicate their circular initiatives can foster 
stronger emotional connections and brand loyalty, ultimately 
delivering CBM values (Kim et al. 2022).

In terms of value capture, Mendoza et al. (2022) describe mate-
rial contracts and service-based contracts as the main sources 
of income in CBMs. For example, an electronic device remanu-
facturing company may contract with suppliers to source used 
parts for refurbishment, providing maintenance and repair 
services to customers for their devices. Kim et al.  (2022) men-
tion rental or leasing fees as value capture mechanisms. For 
example, a company that specializes in providing shared mobil-
ity services offers electric scooters for rent on an hourly basis. 
Customers pay a rental fee for the duration of their use, allowing 
the company to capture value based on the usage of the scooters 
rather than selling them outright. Valve et  al.  (2021) focus on 
revenue generation in the bio-gas industry through gate fees and 
energy outputs. For example, a bio-gas plant may charge waste 
producers fees for accepting their biowaste. The plant then con-
verts the waste into bio-gas, which is used to generate electricity. 
Rosa et al. (2019) highlight the importance of subscriptions for 
capturing value in product-service systems based on reuse, re-
manufacturing, and recycling in capturing value. For example, 
some companies offer subscription programs for smartphones: 
customers pay a monthly fee, while the companies repair, recy-
cle, or refurbish the devices returned by customers.

In sum, value capture in CBMs depends on monetizing circular 
practices in ways that align with consumer preferences, while 
ensuring profitability. Subscription-based models, leasing, and 
pay-per-use systems provide tangible financial benefits by re-
ducing upfront costs for consumers, while generating contin-
uous revenue for companies (Kim et al. 2022). Electric scooter 
rentals, for example, offer affordability and accessibility, making 
sustainable transportation more attractive. Meanwhile, intangi-
ble benefits are captured by the whole society and environment, 
such as increased urban mobility and reduced environmental 
impact. In the food and agriculture sector, for example, value 
creation occurs through profitable waste valorization, where 
agricultural by-products are transformed into compost and fer-
tilizers. This process ultimately creates intangible benefits for 
the society enjoying healthier ecosystems (Donner et al. 2020).

Table  2 summarizes the funding concerning the first cluster, 
that is, circular BMs.

3.2   |   Cluster 2: CBM Transformation

This cluster summarizes papers concerning the transformation 
process that incumbents face to shift from a linear BM to a CBM. 
The cluster consists of 52 articles.

3.2.1   |   Definition

The CBM transformation definition is quite consolidated in lit-
erature; however, definitions differ regarding the focus of the 
CBM transformation that can stress more: the business perspec-
tive, namely the benefits and outcomes of CBM transformation; 
the process perspective, namely the implementation of the cir-
cularity; and the transition perspective, namely the importance 
of transitioning to an environmental perspective of the busi-
ness (Corvellec et  al.  2022; Parida and Wincent  2019; Suchek 
et al. 2021).
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Parida and Wincent (2019) highlight that the CBM transforma-
tion increases customization and helps companies avoid product 
commoditization. If managed inside the firm and at the network-
partner level, companies can achieve long-term competitiveness, 

stable revenues, and higher profit margins. Suchek et al. (2021) 
highlight how a CBM transformation consists of reimagining the 
value proposal, involving and engaging clients, and forming new 
partnerships with external parties interested in circularity.

TABLE 2    |    Cluster “CBM” dimensions.

Dimension Focus Explanation Notes

Definition Process efficiency perspective Circularity allows more efficient processes and 
resource utilization

Circularity perspective Circularity produces value for customers

Drivers Business-based Endogenous to the organization. Mainly two 
components:
•	 Competitive-based (i.e., CBM adoption allows 

to improve the competition strength of the 
company by reducing cost and increasing 
process efficiency)

•	 Supply chain-based (i.e., it is the supply chain 
advantage that pushes organization towards 
the CBM adoption)

Institutional-based Exogenous to the organizations. Two main 
components:
•	 Social (i.e., it is the social pressure that pushes 

towards the adoption of CBMs)
•	 Policy (i.e., government policies that push 

toward CBM adoption

Technological-based Exogenous to the organization; it is the 
technology that pushes toward the CBM adoption

Customer-based Exogenous to the organization; it is the customer 
demand that pushes toward the CBM adoption

Not very well developed

Barriers Mainly exogenous Four exogenous barriers:
•	 Policy-based (i.e., the lack of policies and 

regulations hamper the CBM adoption)
•	 Funds-based (i.e., the lack of available funds 

reduces the investments)
•	 Knowledge-based (i.e., CBM requires higher 

technical and operational knowledge)
•	 Customer-based, (i.e., customers awareness 

and low sustainable products demand hamper 
the CBM adoption)

Mainly endogenous Organizational and cultural barriers are 
recognized as the main constraint within the 
company to the implementation of CBM

Value Creation Two main sources of value creation:
•	 Circularity (i.e., it is the circularity process that 

creates value for the firm)
•	 Servitization (i.e., the transformation of a 

product into a service that creates value for the 
firm)

Delivery Two main sources of value delivery: communities 
and digital platforms

Not very well developed 
and is only for B2B

Capture Two main sources of value capture: materials and 
service-based contracts in B2B and subscription 
fees in B2C

Not very well developed

 25723170, 2025, 2, D
ow

nloaded from
 https://onlinelibrary.w

iley.com
/doi/10.1002/bsd2.70111 by E

leonora R
izzitello - U

niversity D
egli Studi D

i , W
iley O

nline L
ibrary on [05/05/2025]. See the T

erm
s and C

onditions (https://onlinelibrary.w
iley.com

/term
s-and-conditions) on W

iley O
nline L

ibrary for rules of use; O
A

 articles are governed by the applicable C
reative C

om
m

ons L
icense



11 of 35

Suchek et al. (2021) also state that CBM transformation is a pro-
cess consisting of four phases: first, identifying opportunities 
within the current linear BM; second, assessing the existing lin-
ear BM to identify its strengths and weaknesses; third, design-
ing and developing a CBM that aligns with the principles of the 
CE; fourth, scaling up the BM, validating its effectiveness, and 
implementing it across the organization.

Corvellec et  al.  (2022) underline the importance of the CBM 
transformation within the energy transition. While cyclical 
systems aim to minimize resource consumption, waste, and 
emissions, the CBM transformation is based on the need for re-
newable sources. This transition to renewable energy is funda-
mental to achieving circular material flows and sustainability.

3.2.2   |   Drivers

A significant number of authors have examined the drivers of 
the CBM transformation. These contributions make the drivers 
of CBMs the most studied topic in the present CBM literature. 
Drivers of CBM transformation can be located at three levels: 
business, institutional, and technological.

Based on the literature, transition to the CBMs is favored due 
to its attractiveness for business potential, the possibility to de-
crease costs, and threats to the business-as-usual (Geissdoerfer 
et al. 2023; Mhatre et al. 2021; Ormazabal et al. 2018; Salmi and 
Kaipia  2022; Salvador et  al.  2020; Sarja et  al.  2021; Susur and 
Engwall 2023). CBMs are said to increase profitability and com-
petitiveness, as well as yield environmental benefits; they provide 
new ways to utilize resources, enhance brand reputation, and offer 
access to new markets and consumers (Geissdoerfer et al. 2023; 
Mhatre et al. 2021; Salvador et al. 2020; Susur and Engwall 2023) 
and work opportunities. Also, companies and industries have re-
alized the potential future threat of resource scarcity and chosen 
CBMs to tackle the threat. Additionally, previous investments 
made to address their environmental impacts push incumbents to 
implement CE instruments in their business operations because 
they help incumbents capitalize on previous investments.

Some authors recognize legal enforcement, such as national and 
international policies, as a focal driver toward CE transition, 
both for SMEs and other companies (Hartwell et al. 2021; Pereira 
et al. 2022; Susur and Engwall 2023; Wasserbaur et al. 2022; Yu 
et al. 2022). Indeed, policies shape the top-down momentum to 
accelerate and stimulate the transformation of incumbents to 
CBMs. Extended producers' responsibility and pay-as-you-throw 
policies, along with community involvement, have all enabled 
efficient waste management practices. In this sector, the gov-
ernments and local administrative bodies in the EU member 
states have been key enablers of this transition to CE (Mhatre 
et al. 2021).

Some other authors recognize the use of technologies, such as ar-
tificial intelligence (AI), Information technology, and Industry 
4.0 as key drivers for the transition to CBMs (Geissdoerfer 
et al. 2023; Mhatre et al. 2021; Salvador et al. 2020; Wuni 2023). 
They reckon that AI can help handle technical big data and 
help consumers familiarize themselves with CBMs through 
the visualization of the circular life cycle of products, whereas 

information technology can help plan resource-efficiency ac-
tivities while determining the salvage value of components and 
quantifying resource stocks that may be available in a structure 
or a building for future works. Finally, some authors identify 
Industry 4.0 as a key driver of the transitions (Burger et al. 2024; 
Geissdoerfer et al. 2023; Luoma et al. 2022; Salvador et al. 2020; 
Toth-Peter et al. 2023).

Also, the use of bio-based materials, eco-design, and lean 
product design is recognized as a driver of CBM transforma-
tion (Asgari and Asgari 2021; Geissdoerfer et al. 2023; Mhatre 
et al. 2021; Salvador et al. 2020; Sassanelli et al. 2020). While 
eco-design allows the creation of products that are easy to recy-
cle or remanufacture, lean design allows one to respond quickly 
to consumer preferences while reshaping products that are easy 
to recycle or remanufacture.

The interplay among the drivers of CBM transformation reveals 
a peculiar system. Unlike the broader ecosystem of CBM drivers 
discussed earlier, where consumer demand played a key role in 
reinforcing institutional and business strategies, the CBM trans-
formation drivers focus more on economic pressures, policy 
enforcement, and technological evolution. Business incentives, 
such as profitability and resource efficiency, directly influence 
the adoption of advanced technologies like AI and Industry 
4.0, which optimize material flows and improve circular oper-
ations (Geissdoerfer et al. 2023; Wuni 2023). At the same time, 
regulatory measures not only act as catalysts for change but 
also create the necessary conditions for technological solutions 
to be adopted by mandating compliance with waste manage-
ment and other sustainability standards (Hartwell et al. 2021; 
Yu et al. 2022). This differs from the prior discussion on CBM 
drivers, where institutional drivers were seen as external pres-
sures influencing business and consumer behavior. Here, poli-
cies actively compel firms to integrate circularity into their core 
operations. Additionally, product design innovations, such as 
eco-design and lean manufacturing, function as a crucial link 
between economic and technological drivers, facilitating adapt-
ability while aligning with regulatory demands (Asgari and 
Asgari 2021; Salvador et al. 2020).

3.2.3   |   Barriers

Exogenous barriers are related to the lack of an unclear policy 
and/or regulation (Gandolfo and Lupi 2021; Oluleye et al. 2022; 
Rótolo et al. 2022; Salvador et al. 2020; Sousa-Zomer et al. 2018). 
Indeed, Gandolfo and Lupi  (2021), Salvador et  al.  (2020), and 
Sousa-Zomer et al. (2018) believe that inadequate policies, leg-
islation, and regulatory support, as well as a lack of coordina-
tion between regulations, create barriers to CBMs. Oluleye 
et al. (2022) and Rótolo et al. (2022) believe that inadequate poli-
cies, legislation, and regulations, together with the complexity of 
regulations, hinder the implementation of CBMs. Overcoming 
these barriers requires clear and supportive policies to facilitate 
the transition to circularity. Another important exogenous bar-
rier is related to the lack of available funds and economic incen-
tives for facing transformation costs (Kanzari et al. 2022; Luoma 
et al. 2022; Salvador et al. 2020; Sarja et al. 2021; Soni et al. 2023; 
van Langen et al. 2021). For instance, Sarja et al. (2021) believe 
that a lack of infrastructure and financial resources hinders 
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the systemic change needed for the transition to a CE. For ex-
ample, a small firm aiming to adopt CBMs lacks the necessary 
financial resources to invest in new infrastructure and technol-
ogies required for CE practices. Kanzari et al. (2022) and Soni 
et al. (2023) argue that insufficient financial resources and high 
initial costs pose significant barriers to the implementation 
of CBMs, especially for small and medium-sized enterprises 
(SMEs). Access to financing options suitable for the implemen-
tation of the CE is essential. For example, a small clothing brand 
struggles to secure the necessary funds to implement a closed-
loop production system due to the high upfront costs of acquiring 
recycling machinery and setting up reverse logistics processes. 
Another important source of exogenous barrier to transforma-
tion is due to the limited understanding and awareness of CE 
principles among consumers (Guerra and Leite 2021; Guldmann 
and Huulgaard 2020; Luoma et al. 2022). In particular, Guerra 
and Leite (2021) and Guldmann and Huulgaard (2020) highlight 
how a retail company faces difficulty in convincing customers 
to choose products made from recycled materials due to the lack 
of awareness about the environmental benefits of circular prod-
ucts. Guerra and Leite (2021) and Luoma et al. (2022) argue that 
limited customer demand for recycled products, lower prices of 
virgin materials compared to recycled materials, and miscon-
ceptions about the cost and quality of circular alternatives act 
as barriers to CBMs. For example, a sustainable fashion brand 
faces challenges in convincing consumers to choose their recy-
cled textile products over cheaper conventional options due to 
the perception that recycled products are of lower quality or less 
fashionable.

The main endogenous barriers concern the uncertainty of 
profitability of CBM (Sarja et  al.  2021), the lack of organiza-
tional resources and culture (Asgari and Asgari 2021; Hartwell 
et  al.  2021; Santa-Maria et  al.  2022; Bertassini et  al.  2021; 
Gandolfo and Lupi  2021; Geissdoerfer et  al.  2023; Rótolo 
et al. 2022; Salvador et al. 2020; Soni et al. 2023; Sousa-Zomer 
et al. 2018; Susur and Engwall 2023; Wuni 2023) and difficul-
ties in supply chain integration and collaboration (Gandolfo 
and Lupi  2021; Geissdoerfer et  al.  2023; Guldmann and 
Huulgaard 2020; Salmi and Kaipia 2022; Kanzari et al. 2022).

Sarja et al. (2021) argue that the current linear economic model 
is deeply embedded in all aspects of business, making it diffi-
cult to dismantle and replace. Regulations and the prevailing 
business environment often favor the linear model, causing cyn-
icism and resistance to circularity. For example, a manufactur-
ing company is unsure of how adopting CBMs will impact its 
long-term profitability, leading to hesitation in making invest-
ment decisions due to skepticism about the financial benefits 
and uncertainties associated with the new approach. Asgari and 
Asgari  (2021) and Hartwell et al.  (2021) believe that organiza-
tional resistance to change, limited leadership skills, and cul-
tural dynamics that favor linear thinking impede the transition 
to CBMs. Overcoming these barriers requires management com-
mitment and a change in organizational culture. For instance, a 
traditional manufacturing company struggles to shift its organi-
zational culture to embrace circular principles due to resistance 
from employees and a lack of leadership support for the required 
changes. Santa-Maria et  al.  (2022) highlight how building de-
centralized (sustainability-oriented) innovation teams is central 
to enabling the transition while conducting business as usual. 

Organizational and cultural factors are also indicated as the 
main drivers of transformation (Bertassini et al. 2021; Gandolfo 
and Lupi  2021; Geissdoerfer et  al.  2023; Rótolo et  al.  2022; 
Salvador et al. 2020; Soni et al. 2023; Sousa-Zomer et al. 2018; 
Susur and Engwall 2023; Wuni 2023).

Supply chain integration and collaboration is actually a mix 
of endogenous and exogenous barriers to transformation. 
Geissdoerfer et al. (2023) and Guldmann and Huulgaard (2020) 
believe that supply chain challenges, value chain barriers, such 
as immature reverse logistics systems, operational uncertain-
ties, and limited collaboration experience, pose challenges to 
the implementation of CBMs. For example, a furniture manu-
facturer faces difficulties in establishing efficient systems for 
collecting and processing used furniture from customers, result-
ing in operational inefficiencies and increased costs. Guldmann 
and Huulgaard  (2020) and Salmi and Kaipia  (2022) believe 
that limited collaboration between stakeholders, reluctance to 
involve value chain partners, and difficulties in establishing 
cross-organizational collaboration hinder the implementation of 
CBMs. Overcoming these barriers requires collaborative and in-
tegrating efforts. Knowledge sharing, information management 
systems, and training programs are needed to address these 
barriers. For example, a research institution struggles to gather 
comprehensive data and share knowledge about CE practices, 
hindering the development and adoption of CBMs in their indus-
try (Sousa-Zomer et al. 2018; van Langen et al. 2021).

3.2.4   |   Value

Some authors, not many actually, in the cluster of CBM trans-
formation have studied how the process of transformation to-
wards CBM entails value creation, delivery, and capture (Asgari 
and Asgari 2021; Burger et al. 2024; Hobson et al. 2021; Palmié 
et al. 2021; Rovanto and Bask 2021; Suchek et al. 2021).

The first issue examined in the extant literature is the difference 
in value creation, delivery, and capture between native CBM and 
transitioning ones (Palmié et al. 2021; Rovanto and Bask 2021). 
Rovanto and Bask  (2021), in particular, find that, opposite to 
native CBMs, incumbents only focus on value capturing rather 
than value creation and delivery. They do not apply significant 
changes to their current linear BM when transitioning to CBMs, 
and they do not focus on creating environmental and social 
value. Conversely, Palmié et  al.  (2021) find that incumbents 
transitioning to CBM experiment with original configurations 
of CBM and value creation, but they adopt alternative value 
propositions compared to natives.

Regarding value creation, Asgari and Asgari (2021) have identi-
fied the need to change the value proposition when transition-
ing to CBM. In particular, to change the value proposition, three 
elements need to be considered: new markets, cost-saving, and 
branding. Moreover, it is necessary to verify the stakeholder ac-
ceptance of the new value proposition to ensure the success of 
the transition.

Hence, the transformation from traditional to circular BMs 
comes with challenges in value creation to create tangible and 
intangible benefits. To succeed, companies that transition to 
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CBMs must redefine their value proposition, explore new mar-
kets, and ensure customers and stakeholders accept their new 
approach (Asgari and Asgari  2021). Many established compa-
nies struggle with tangible and intangible creation in transi-
tioning to a CBM. This happens because, unlike businesses that 
start as CBMs, those transitioning often prioritize cost savings 
and branding, which are tangible and intangible benefits in the 
short term over deep changes to how they operate to create value 
in the long term (Palmié et al. 2021). Because they focus mainly 
on capturing financial returns rather than redesigning their 
business model to generate environmental and social benefits 
(Rovanto and Bask 2021), CBM transformation risks being inef-
fective in creating intangible benefits.

Concerning value delivery in the transition towards CBM, dig-
ital marketing actions have been demonstrated to be the most 
effective to engage and instruct customers and stakeholders on 
the advantages of CBMs through content marketing (Asgari and 
Asgari 2021). Burger et al. (2024) examine how to implement the 
subscription payment model in the transition from a component 
supplier to a subscription service provider. They find that for the 
PSS model to occur, a high degree of customer connectedness 
through Industry 4.0 technology with the company is neces-
sary and creates a corporation's competitive advantage. Hobson 
et al. (2021) analyze how the value delivery of circular products, 
which requires customers' efforts for the use, reuse, and disposal 
of circular products, does not automatically create value for the 
consumers.

Concerning value capturing while transitioning to CBM, it is 
necessary to apply business intelligence tools, such as analytical 
dashboards, to optimize the cost structure of the CBM's new ser-
vices, while keeping the linear revenue streams intact and par-
allel. The value captured in CBM's new services depends on the 
retrieval of raw materials and products-service-systems (Asgari 
and Asgari 2021).

Value capture in CBM transitions requires balancing new cir-
cular revenue models with existing income streams to capture 
the tangible financial benefits. Many companies continue to rely 
on their traditional revenues while slowly introducing circular 
services (Asgari and Asgari 2021). To make these new services 
profitable and create tangible financial benefits for the company, 
they use digital tools like analytical dashboards to optimize 
costs. However, successful value capture depends also on reli-
able systems for retrieving raw materials and effectively man-
aging product-service systems to create tangible benefits also 
in terms of cost saving on materials and intangible benefits in 
terms of natural resources preservation. For example, compa-
nies should adopt specific material conversion or slightly adopt 
hybrid consumer billing options between buying and lending.

Table 3 summarizes the funding concerning the second cluster.

3.3   |   Cluster 3: CBM Strategy

The development and implementation of CBMs challenge com-
panies to develop new strategies or renew their strategic be-
havior (in the case of incumbents). The cluster CBM Strategy 
contains 17 papers in total, which were thoroughly discussed 

as follows. It is noteworthy that all the articles analyzing CBM 
strategies deal with CBM transformation (i.e., how to transform 
a linear business into a circular one), not to start with an entirely 
new CBM. This is the main limitation in the literature concern-
ing the CBM strategy research.

3.3.1   |   Definition

From the literature review, a definition of CBM Strategy does 
not emerge clearly. The most interesting contribution is perhaps 
provided by Atasu et al. (2021), who define CBM strategies as a 
way to implement CBMs. The authors affirm that a combination 
of three strategies retain—product ownership (RPO), product 
life extension (PLE), and design for recycling (DFR) is the way 
manufacturing companies develop a transformative CBM.

3.3.2   |   Drivers

This paragraph encompasses articles that studied factors that 
enable the implementation of CBM Strategies (Chen et al. 2020; 
Dahmani et al. 2021; Kim et al. 2023; Marsh et al. 2022; Moktadir 
et al. 2020; Van Opstal and Borms 2023; Ghafoor et al. 2023). 
Basically, it is possible to locate three different drivers: servitiza-
tion, eco, lean design, and supply chain collaboration.

Servitization is at the base of RPO strategies. By enhancing ser-
vitization, a company maintains product ownership by selling 
related services and improving business sustainability. Ghafoor 
et  al.  (2023) investigate how a PSS in the housing sector can 
drive CBM implementation and attain circular objectives. The 
findings reveal that PSS provides access to the services derived 
from their use through a user-oriented model. These services 
may include space, vertical mobility, heating, and cooling.

Eco and lean design are at the base of PLE and DFR strategies. 
Dahmani et al. (2021) explore eco and lean design as drivers of 
CBMs in an Industry 4.0 context. They find that Industry 4.0 
facilitates the integration of lean eco-design approaches and op-
erations using the cyber-physical interaction of connected ele-
ments and process improvements, resulting in a more flexible, 
cost-effective, and environmentally friendly CBM manufactur-
ing strategy. Marsh et al. (2022) discuss how joint consideration 
of eco and lean design perspectives will enable satisfactory CBM 
strategy implementation in the concrete industry.

Strong supply chain collaborations are also pushing successful 
RPO, PLE, and DFR strategies. Uhrenholt et al. (2022) investi-
gate how supply chain partnerships and collaborations, rebates 
for customers on returned products, pay-per-uptime payments, 
and communicating with customers are drivers for RPO and 
PLE strategy implementation. Similarly, Chen et al. (2020) study 
how cross-departmental collaboration and the provision of in-
tegrated chemical management systems are the key enabling 
activities to the implementation of green chemistry principles in 
the CBM Strategy.

The interaction among the drivers enabling the implementa-
tion of CBM strategies highlights a strong interdependence be-
tween servitization, lean design, and supply chain collaboration. 
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Servitization, primarily focused on maintaining product own-
ership while offering related services, directly influences the 
implementation of PSS that are central to circular business mod-
els (Ghafoor et  al.  2023). By enhancing customer engagement 
through service-based offerings, companies not only retain 
control over product life cycles but also contribute to sustain-
ability goals. This driver interacts with both eco and lean de-
sign approaches, as these design strategies are fundamental to 
PLE and DFR, ensuring that products are designed for longevity 

and easy recycling, which in turn supports servitization models 
(Dahmani et al. 2021; Marsh et al. 2022). The integration of eco 
and lean design with Industry 4.0 technologies, which enable the 
seamless interaction of connected devices and process optimiza-
tion, further enhances the implementation of circular strategies 
by making production more flexible, cost-efficient, and envi-
ronmentally friendly (Dahmani et al.  2021). Supply chain col-
laboration emerges as a critical enabler, as strong partnerships 
between companies and stakeholders facilitate the successful 

TABLE 3    |    Cluster “CBM transformation” dimensions.

Dimension Focus Explanation Notes

Definition Business perspective It focuses on the business advantages brought by CBM 
transformation

Process perspective It focuses on the transformation process from linear to 
circular

Transition perspective It focuses on the link with the environmental transition 
process

Drivers Business-based Endogenous to the organization. CBMs are attractive for 
business, improve cost efficiency, and allow to overcome 
threats to the business as-it-is

Institutional-based Exogenous to the organizations. It is the institutional 
contest that forces the CBM transformation through legal 
enforcement and constraints

Technology-based Exogenous to the organizations. It is the technology 
evolution, such as AI, Industry 4.0 and 5.0, new materials, 
and so forth, that makes CBM transformation easier

Barriers Mainly exogenous Three exogenous barriers:
•	 Policy-based (i.e., the lack of policies and regulations 

hamper the CBM adoption)
•	 Funds-based (i.e., the lack of available funds reduces the 

investments)
•	 Customer-based (i.e., customer awareness and low 

sustainable product demand hamper the CBM adoption)

Mainly endogenous Three mainly endogenous barriers:
•	 Business-based (i.e., the uncertainty related to the 

profitability of circular BMs)
•	 Organizational and cultural-based barriers are 

recognized as the main constraint within the company to 
the implementation of CBM

•	 Supply chain based (i.e., the difficulties of integrating the 
supply chain and establishing the needed relations among 
supply chain partners is seen as a factor that hampers 
CBM transformation)

Value Creation Differences between native CBMs and transforming ones. 
Transforming CBM focuses too much on value capturing, 
neglecting different approaches for value creation. Not 
enough focus on creating environmental and social value

Not very well developed

Delivery Differences between native CBMs and transforming ones
Focus on the creation of product-service-systems that 
strengthen the relation with the customer

Not very well

Capture Differences between native CBMs and transforming ones
Focus on product-service systems subscription fees for value 
capturing

Not very well developed
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execution of RPO, PLE, and DFR strategies. For instance, ini-
tiatives like rebates for returned products or pay-per-use models 
promote product returns and extend product life, reinforcing the 
circularity of the business model (Uhrenholt et al. 2022). This 
driver also intersects with servitization, as supply chain collab-
orations enable seamless service delivery that complements the 
product ownership model. Compared to the previous analysis, 
where technological drivers were more focused on optimizing 
internal processes, this paragraph highlights the role of exter-
nal partnerships and strategic design choices in realizing CBM 
strategies, underlining the need for a more integrated and cross-
functional approach to CBM implementation. Overall, CBM 
strategy drivers are more closely linked than those of CBM and 
CBM transformation.

3.3.3   |   Barriers

Some authors in this cluster have studied the barriers to a suc-
cessful CBM strategy implementation. While some authors 
have investigated the barriers to CBM strategy in general (van 
Loon et al. 2022; Van Opstal and Borms 2023), some others have 
focused on barriers to specific CBM strategies, such as DFR 
(Cappelletti et al. 2022) or RPO (Uhrenholt et al. 2022).

The most relevant barrier that authors have identified is related 
to the cost of transforming the operations. van Loon et al. (2022) 
examined the process of adopting a CBM strategy in general and 
identified obstacles to its successful implementation in return 
logistics, remanufacturing operations, and service contracts. For 
example, for the RPO, the most prominent barrier is the existing 
linear production model, while for the recuperation of wastes, 
the most relevant barrier is the high initial investment cost.

Cappelletti et  al.  (2022) investigate the barriers to re-
manufacturing strategy implementation. They find that the two 
most critical barriers are the costs of the activities that occur at 
the end of life stage and the urgency to train designers to ap-
proach design thinking to the whole product life cycle.

Uhrenholt et al. (2022) investigate barriers related to the viabil-
ity of the product take-back system, which is part of the “extend 
product life” strategy. In this case, the author finds that besides 
the cost of transforming the business operations, other barriers 
refer to the lack of regulatory homogeneity, the excessive taxa-
tion on product weight, and the lack of awareness and trust by 
financial institutions, and more at the business level, the con-
sumer perception of waste-embedded products as second hand, 
that decrease their willingness to pay.

3.3.4   |   Value

As concerns the value, some scholars have investigated how dif-
ferent CBM strategies differ in creating, delivering, and captur-
ing value (Fernandes et al. 2020; Hultberg and Pal 2021; Palmié 
et al. 2021; Prieto-Sandoval et al. 2019).

Authors agree that value creation, delivery, and capture are 
strictly related to the type of CBM strategies implemented 
(Fernandes et al. 2020). In the RPO strategies, value creation is 

obtained through servitization principles. The value is delivered 
through providing services, and it is captured by subscription 
fees or transaction fees. For example, an EV company might 
decide to rent vehicles to its customers instead of selling them, 
by asking for a subscription fee (or pay-per-usage fee). The com-
pany will offer additional value to customers with the highest 
quality of maintenance and will have to make high investments 
in maintenance facilities. This strategy is particularly effec-
tive with complex, expensive, and highly recognized branded 
products.

In PLE strategies, the main source of value creation is the high 
quality and reliability of the products that are designed to last 
longer than usual. The value is normally delivered through own-
branded channels and a high level of customer relationships. 
The value is usually captured through asset sale methods. For 
example, apparel brands like Patagonia sell long-lasting gar-
ments. Consumer electronics manufacturers like Miele can sell 
remanufactured home appliances at lower prices, thus diverting 
customers from competitors' products.

Finally, DFR strategies entail a product design made to recover 
the raw materials and recycle them. In this case, the value is 
created by leveraging the sustainable considerations of the cus-
tomer. For example, Adidas produces shoes in collaboration 
with Parley from plastic recovered from the ocean. This strategy 
creates additional value for the customer by ensuring a low envi-
ronmental impact on their product purchase. For DFR strategies, 
the value delivered is very important because it is quite import-
ant that the customer understands the sustainability value of the 
product. These three strategies can also be combined according 
to the product or service features. In particular, they take into 
account their embedded value, the easiness of value recovery 
from the product, and the easiness of product retrieval.

In addition to the specific strategies, the analysis of the literature 
reveals how CBM strategy enables firms to generate both tangi-
ble and intangible value. Value creation, delivery, and capture 
in CBM strategy generate both tangible and intangible value by 
structuring resource flows, collaboration, and process efficiency 
across different levels of environmental management maturity 
(EMM) and industry contexts. Prieto-Sandoval et  al.  (2019) 
explore CBM strategies for industrial SMEs, emphasizing that 
firms with lower EMM should prioritize material traceability 
and basic waste management, while highly mature firms can 
leverage full material recoverability, digitalization, and indus-
trial symbiosis. These strategies create tangible value through 
resource optimization, cost reduction, and improved efficiency, 
while intangible value emerges from leadership vision, environ-
mental awareness, and stakeholder trust. Palmié et  al.  (2021) 
further categorize CBM strategies based on resource-sharing 
orchestration, where lean orchestration emphasizes minimal 
resource modification and low actor interaction to optimize 
costs, while resource-driven orchestration enhances tangible 
value through economies of scale but requires high investment. 
Actor-driven orchestration fosters intangible value by promot-
ing collaboration and knowledge exchange, whereas dual or-
chestration integrates both technological resource modification 
and stakeholder engagement to maximize value creation holis-
tically. Hultberg and Pal (2021) apply a strategic framework in 
the fashion industry, where companies following closed and 
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efficiency-centered CBM strategies, such as H&M, create tan-
gible value by leveraging existing infrastructures for resale and 
waste reduction, while simultaneously capturing intangible 
value through brand sustainability and customer loyalty. In 
contrast, open and adaptability-centered strategies, like H&M's 
collaboration with HKRITA, generate tangible value through 
technological advancements in recycling and intangible value 
by enhancing industry influence and fostering innovation. 
Lastly, da Costa Fernandes et al. (2020) analyze the role of PSS 
in CBMs, emphasizing that effective circular PSS value proposi-
tions require a systemic approach involving multiple stakehold-
ers, iterative prototyping, and a life cycle perspective. Through 
resource efficiency and economic benefits, PSS creates tangible 
value, while innovation, collaboration, and long-term stake-
holder relationships drive intangible value, highlighting the 
importance of leadership and strategic alignment with circular 
economy principles.

Table 4 summarizes the funding concerning the third cluster.

4   |   Discussion: The CBM Research Framework

In this section, we discuss the findings arising from our SLR 
by documenting the juxtapositions among the clusters. This 
analysis allows us to understand which issues can be considered 
consolidated in the CBM literature and which ones remain open 
instead, offering room for further research in the field of CBM 
(Hossain et al. 2024).

The CBM cluster concerns the intrinsic meaning of CBM, namely 
how companies do business with circularity, while the CBM 
transformation cluster concerns the transformation of the BM 
from linear to circular. Although the two clusters refer to differ-
ent kinds of situations, they present several overlaps. Both focus 
on two main dimensions brought by circularity: the business per-
spective, which is how circularity enables the competitiveness 
of the firm, and the process perspective, namely how circularity 
requires a deep change in the internal and external processes of 
the firm, such as supply chain integration. CBM transformation 
also focuses on a transformation perspective, namely how the 
transformation of the BM from linear to circular is also related to 
environmental transitions, such as energy transitions.

Both clusters are driven by business, institutional, and techno-
logical dimensions (Mondal et al. 2023; Geissdoerfer et al. 2023). 
The literature recognizes that the advantages brought by the cir-
cularity, both in terms of competitive power and supply chain ad-
vantages, push toward the firms' adoption or their transition to 
a CBM (Aarikka-Stenroos et al. 2022; Susur and Engwall 2023). 
Also, institutional pressures, such as social and policy forces, 
push firms to adopt or transform their business into a circular 
one (Mies and Gold 2021; Wasserbaur et al. 2022). Finally, new 
technologies such as digital, manufacturing, and materials tech-
nologies offer incentives toward the adoption of a circular BM 
(Mondal et al. 2023; Toth-Peter et al. 2023).

In the case of the CBM cluster, a customer-driven dimension is 
mentioned but less developed (Meis-Harris et al. 2021). In fact, 

TABLE 4    |    Cluster “CBM strategies” dimensions.

Dimension Focus Explanation Notes

Definition No particular focus CBM strategies as a way for implementing circular BMs Not enough developed

Drivers Servitization Servitize the business is the main driver of Retain Product 
Ownership (RPO)

Eco and lean design New design methodologies are at the base of Product Life 
Extension (PLE) and Design for Recycling (DFR) strategies

Strong supply chain 
collaborations

Strong supply chain collaborations enable the 
implementation of RPO, PLE, and DFR strategies

Barriers Mainly exogenous Three exogenous barriers:
•	 Policy-based (i.e., the lack of policies and regulations)
•	 Funds-based (i.e., the lack of awareness and trust from 

financial institutions)
•	 Customer-based (i.e., customers' perception that re-used 

or waste-embedded products have low values)

Mainly endogenous The cost of transforming the business operations

Value Creation •	 For RPO strategies: servitization
•	 For PLE strategies: superior products
•	 For DFR strategies: Design

Strategy dependency

Delivery •	 For RPO strategies: providing services
•	 For PLE strategies: own-branded channels
•	 For DFR strategies: communication to customer

Capture •	 For RPO strategies: subscription fees
•	 For PLE strategies: assets sale
•	 For DFR strategies: assets sale
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this market perspective as a driver for the adoption of CBM is 
less studied in the literature, except for the lack of customer 
awareness and low sustainable product demand as barriers to 
CBM transformation.

Concerning the barriers to the adoption of CBM, for both clus-
ters, the main exogenous barriers are related to the lack of poli-
cies and regulations, so policy-based barriers and the availability 
of funds needed to support new BMs based on circularity or 
their transformation (Camilleri 2020; Abdelmeguid et al. 2022; 
Gandolfo and Lupi 2021; Kanzari et al. 2022). It is also interest-
ing to notice how another barrier is related to business or cus-
tomer uncertainty. For the CBM cluster, this is perceived as an 
exogenous barrier and relates more to the awareness of custom-
ers (Grafström and Aasma  2021). In this case, the question is 
whether customers are willing to pay for products/services that 
are more sustainable. In the case of the CBM transformation, 
instead, the barrier is perceived as more endogenous, being re-
lated to the real profitability of circular BMs (Sarja et al. 2021). 
Shareholders are afraid of the uncertainty about BM transfor-
mation and are less available to approve the investments needed.

Organizational and cultural issues are the main endogenous 
barriers both for CBM and CBM transformation clusters. Most 
of the authors recognize the lack of culture toward sustainabil-
ity, lack of knowledge about circularity issues, and organiza-
tional resistance to change as the main internal barriers to CBM 
adoption or transformation (Abdelmeguid et al. 2022; Susur and 
Engwall 2023).

The value dimension of the CBM and CBM transformation is the 
least developed in the literature. Authors find that servitization 
and circularity are the main sources for value creation in CBMs. 
By servitization, we mean the introduction of a PSS brought 
about by the adoption of a circular BM (Rosa et al. 2019). For 
instance, renting the product, instead of selling it, a thing that 
favors the product disposal for reuse, allows creating value 
for the customer through the service. By circularity, the au-
thors mean that the adoption of a circular BM creates value in 
terms of cost reduction and therefore lower prices, such as the 
use of waste materials for the production process (Mendoza 
et al. 2022). However, it emerges that an approach based on the 
main sources of value creation, namely differentiation and price 
leadership, is lacking in addressing this issue. Indeed, while ser-
vitization is surely a form of differentiation, and the advantages 
brought by circularity are surely in the direction of price com-
petition, there are at least several other forms of differentiation 
that can be brought by the adoption of a CBM, such as enhanced 
brand reputation due to eco-friendly initiatives, innovation in 
product design for longer life cycles, and the ability to offer cus-
tomized or tailored solutions that reduce waste and promote ef-
ficiency (Bocken and Ritala 2022; Peçanha and Ferreira 2025). 
Furthermore, authors in the CBM transformation cluster mainly 
focus on the lack of studies that address the re-evaluation of 
the value concept when a business is transformed from linear 
to circular. The same considerations can be made for value de-
livery and capture. Indeed, in the CBM cluster, authors discuss 
how digital technologies allow for better delivery of value to the 
customers also by improving communities, and, in line with a 
servitization CBM approach, how subscription-based BMs can 
help to capture the value brought to the customers (Mendoza 

et al. 2022; Kim et al. 2022). However, also in this case, there is 
a lack of studies deeply investigating the issues.

As for the CBM transformation cluster, again the main contri-
butions are related to the difference with native CBMs and so to 
the re-thinking of the value creation, delivery, and transforma-
tion (Palmié et al. 2021; Rovanto and Bask 2021), but no clear 
indication about the way to execute such re-thinking emerges 
from our study.

A CBM strategy is defined as the way to implement CBMs. 
Basically, three kinds of strategies emerge, and all refer to CBM 
transformation: the RPO, the PLE, and the DFR (Fernandes 
et al. 2020; Prieto-Sandoval et al. 2019). While drivers and bar-
riers are quite the same as those discussed for the other clusters, 
the value dimension briefly discusses sources of value for the 
three strategies as they were CBMs. For instance, authors view 
servitization as the source of value for RPO strategies and supe-
rior products for PLE strategies. Thus, there is a lack of clarity 
between the concept of BM and the CBM strategy as a way of 
implementing or executing CBMs.

From the above considerations, we argue that the current re-
search about the CBM topics needs to improve the understand-
ing of how firms undertake circular business at least from three 
different perspectives: (a) the market value creation perspec-
tive; (b) a comprehensive BM perspective; (c) a firm maturity 
perspective.

4.1   |   A Market Value Creation Perspective: 
Circularity Sources of Value

The first issue concerns the core of a BM concept (Osterwalder 
and Pigneur  2010), namely how the business builds value for 
the customer (value proposition). Circular BM literature has so 
far considered that the concept of circular BMs or sustainable 
BMs or BMs for sustainability was focused on a more holistic 
view of value that integrates social and environmental goals 
to ensure balancing or ideally alignment of all stakeholders 
(Bocken et al. 2013; Boons and Lüdeke-Freund 2013; Manninen 
et al. 2018; Schaltegger et al. 2016). Despite this, from our SLR, it 
emerges that either the way circular businesses create value for 
the customers is not clear to companies' stakeholders so that it is 
difficult to support a transition to such BMs (Schultz et al. 2024); 
or it is the customer itself that does not perceive the value such 
that customers awareness and low sustainable products demand 
hamper the CBM adoption. Therefore, we believe that a differ-
ent approach to value creation is needed in CBM literature, an 
approach that brings back the creation of value to a market per-
spective is what companies really need for being profitable. As 
we have addressed in the SLR, several authors claim how circu-
larity is a source of value in itself, meaning that it is able to create 
different and/or cheaper products/services, for which customers 
are available to pay a premium price in case of different prod-
ucts/services, or to buy higher quantities because of a cheaper 
price (Bocken and Ritala 2022). Therefore, we believe that re-
search needs to understand and classify the sources of differ-
entiation and price leadership that circularity can create when 
adopted by a company. We call these sources of value of circular-
ity. Once the sources of value of circularity are fully understood, 
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there is no need to claim a new concept of BMs, but just to kind 
of customers that are the target of each specific source of value. 
This line of research needs necessarily to include CBM strate-
gies. Indeed, as our SLR clearly evidences, CBM strategies are 
intimately connected with the source of value. For instance, 
the RPO strategy creates value for the customer in two ways: 
(a) the customer does not own the product, implying being free 
from all the burdens related to it (i.e., maintenance); (b) the 
customer buys a service, not the product, and this allows the 
company to be closer to the customer, providing additional ser-
vices and sources of revenues. Thus, the RPO strategy creates 
value through differentiation, transforming the product into a 
service (servitization). However, as our SLR clearly shows, the 
relationship between CBM strategies and sources of value is lim-
ited to three well-established CBM strategies, that is, RPO, PLE, 
and DFR. All these three strategies allow the creation of value 
through a differentiation principle. However, the literature has 
not clearly indicated circularity strategies able to create value 
by making the product/services more convenient for customers 
and, furthermore, those strategies have not been linked to any 
sources of value. Therefore, a research effort needs to be done 
in the direction of associating CBM strategies and CBM sources 
of value. This exercise can provide a comprehensive managerial 
understanding of how to build value with circularity.

4.2   |   A Comprehensive BM Perspective: CBM 
Archetypes

Our SLR suggests that while research has made strides in link-
ing circularity to business models, existing approaches remain 
fragmented and do not offer a comprehensive, unified perspec-
tive. Our study contributes by addressing this gap and propos-
ing a more integrative approach. What we have noticed in our 
SLR is an attempt to link value proposition to ways of deliver-
ing and capturing the value, although this area of research re-
mains underdeveloped (Lüdeke-Freund et al. 2019; Eisenreich 
et  al.  2022). Notably, a comprehensive CBM perspective that 
integrates multiple sources of circular value across all BM com-
ponents (Osterwalder and Pigneur 2010) has yet to be fully estab-
lished. Given that the success and credibility of a BM depend on 
the coherence between its components and the value proposition 
(Chesbrough and Rosenbloom 2002; Fjeldstad and Snow 2018), 
this gap presents an important avenue for further exploration. 
More specifically, once a value proposition has been conceived, a 
comprehensive approach requires that the following dimensions 
are fully defined accordingly and coherently to the value prop-
osition: (a) who the customers are, whether they are business-
to-consumer or business-to-business; (b) how customers are 
reached (channels) and (c) how customer relationships are estab-
lished and enforced; (d) how value is captured depending on each 
side of the customer (revenue sources and model). Furthermore, 
the main (e) resources and (f) activities that sustain the creation 
of the value and transfer to the customers; (g) what kind of part-
nerships are needed; and finally (h) what the focus of the cost 
management is. While the CBM literature has addressed these 
issues to some extent, it has yet to do so in a comprehensive 
manner. In our view, what is missing is the definition of CBM 
archetypes, namely a comprehensive description of a BM that 
links coherently each source of value of sustainability/circular-
ity to all the components of a BM. Sustainability literature has 

provided an effort in this direction (Aryee 2024). For instance, 
Bocken et al. (2014) have defined sustainable BM archetypes ac-
cording to 8 types of BM innovation brought from technologi-
cal, social, and organizational drivers. However, types of BMs 
are not directly linked to the sources of value and, overall, they 
are analyzed only in relation to the value creation, delivery, and 
capture dimensions, thus not in a holistic way. More recently, 
(Pieroni et al. 2020) have proposed an interesting classification 
of archetypes of circular and sustainable BMs that are based 
either on adding value to the customer (downstream value) or 
on cost reduction (upstream value). However, again, they do not 
clearly identify different sources of value, and overall, arche-
types are not described in a comprehensive way by addressing 
all the dimensions related to a Canvas model (Osterwalder and 
Pigneur 2010). Therefore, an all-encompassing CBM perspective 
is still missing in the extant literature. This constitutes one of 
the findings of the present SLR and highlights an important area 
for further research development.

4.3   |   A Firm Maturity Perspective: Native vs. 
Transformative CBM

An industry is always characterized by a dynamic between 
new entrants and incumbent firms. New entry firms are gen-
erally startups that bring some innovation to the market, while 
incumbent firms try to adapt their organization to the innova-
tion brought from new firms to stay competitive (Cozzolino and 
Rothaermel 2018; Hockerts and Wüstenhagen 2010). In the case 
of innovation brought by circularity, this dynamic can be ob-
served too (Brändström et al. 2024). Indeed, a further issue that 
emerges from our SLR is that there are two well-identified clus-
ters of research, one related to CBM and the other related to CBM 
transformation. The CBM transformation cluster is clearly re-
lated to incumbent firms, which try to transform their business 
according to circularity principles (Suchek et al. 2021). The CBM 
cluster does not really focus on startup firms, but mostly the pa-
pers within this cluster refer to firms that natively undertake 
circular BMs (Gandolfo and Lupi 2021; Geissdoerfer et al. 2023). 
As the reader can notice, by comparing Tables 1 and 2, the two 
clusters have much in common in terms of drivers and barri-
ers. The most significant difference is in terms of “value” where 
the CBM transformation cluster research is more focused on 
value capturing (Asgari and Asgari 2021), neglecting different 
approaches for value creation. This is an important gap in CBM 
literature because, as it emerges clearly from our SLR, firms 
willing to transform their business into a more sustainable one 
need to provide stockholders with business plans assuring the 
economic sustainability of the new way to do business (Schultz 
et  al.  2024). As a matter of fact, stakeholders' uncertainty is 
perceived as a barrier to the transformation process to CBM 
(Guldmann and Huulgaard 2020; Salmi and Kaipia 2022). Thus, 
identifying sources of value and a comprehensive BM around 
is an essential step in the transformation process. Furthermore, 
sources of value and BM archetypes for consolidated firms are 
not necessarily the same as those for native or startup firms. 
Indeed, a very recent trend in CBM research concerning circular 
startup firms (Henry et al. 2020; Kanda et al. 2024) has shown 
how this type of firm undertakes circularity in a different way 
from incumbent firms, both from circle strategies (Van Opstal 
and Borms 2023) and value sources (Lit et al. 2024) viewpoints. 
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The above considerations call for developing research efforts 
concerning the sources of value and CBM archetypes according 
to separate but correlated streams, that is, native (or startups) 
and incumbent (or transforming) CBMs.

Figure  5 summarizes our findings and the proposed research 
framework. It shows how the three perspectives we mentioned, 
the “market value creation”, the “comprehensive BM” and the 
“firm maturity” perspective interact with each other. The “mar-
ket value perspective” consists of studying how companies, in 
the two dimensions of the “firm maturity perspective”, that 
is, native (startups) or incumbent (transforming) firms, create 
value for their customers. Once, value sources are defined, all 
the components of the BM need to be designed around and co-
herently under a “comprehensive BM” perspective. Through this 
framework, we advance existing literature about the sources of 
value in CBMs and their archetypes and propose a structured 
approach for future research in two distinct ways.

First, we integrate the perspectives of firm maturity (native vs. 
incumbent firms) and business model structure into CBM re-
search. While Woldeyes et al. (2025) classify CBM archetypes, 
and Prieto-Sandoval et  al.  (2019) classify CBM strategies for 
different environmental maturity levels, we join and advance 
their frameworks by distinguishing how these archetypes func-
tion across different firm maturity levels. By explicitly mapping 
CBM archetypes onto the two firm types, we provide new in-
sights into how startups and transforming firms adopt circular 
strategies differently. This distinction allows for a more tailored 

understanding of CBM implementation, highlighting the unique 
challenges and opportunities each type of firm faces.

Second, we extend the understanding of value creation in CBMs 
by linking it to a structured business model approach. While 
Bocken (2024) focuses on CBM innovation and connects value 
sources and CBM innovation components, we extend this frame-
work by including also native CBM companies. Our framework 
identifies how different sources of value (e.g., resource effi-
ciency, product longevity, sharing models) translate into CBM 
elements such as revenue streams, customer relationships, and 
key activities not only for incumbents but also for native firms.

By summarizing these perspectives into a single, integrative 
framework, we extend extant CBM research and provide a tool 
that can be used by both scholars and practitioners to under-
stand and perform further research on CBMs from different fac-
ets. The framework can be operationalized in empirical research 
by serving as a lens through which to evaluate CBM adoption 
across different firm maturity levels, market value perspec-
tives, and sources of value. Specifically, it can guide the design 
of empirical studies that explore how firms at different matu-
rity stages (startups and incumbents) create, transition to, and 
adopt CBM strategies. In practice, the framework can be used 
by businesses to assess their current maturity level and identify 
key areas for improvement in their CBM implementation. By 
mapping specific CBM components (such as value propositions, 
revenue models, and customer engagement strategies) to dif-
ferent stages of firm maturity, companies can better map their 

FIGURE 5    |    The proposed CBM research framework.
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situation and draw strategies on CBM value creation, delivery, 
and capture.

5   |   Conclusions

This paper presents a SLR on the CBM topic. Specifically, the 
contribution of our study to the CBM literature is twofold. First, 
we provide a novel classification of the research that contributes 
to this topic, by locating three different clusters, which we name 
CBM, CBM transformation, and CBM strategy. Each cluster 
provides important dimensions that characterize the research, 
namely definition, drivers, barriers, and source of value. Our 
clustering approach allows us to compare research findings more 
effectively. The first cluster presents the findings of the research 
concerning circular BMs in general, while the second cluster, 
CBM transformation, presents research regarding the transfor-
mation process from linear to circular BMs of incumbent firms. 
Our analysis reveals that the two clusters have much in com-
mon concerning especially definitions, drivers, and barriers. 
The research on the value dimension is less developed in both 
clusters and, furthermore, the two clusters differ in the value 
dimension because the CBM transformation cluster focuses less 
on the value creation dimension, and more on the value delivery 
and capture ones. Finally, the CBM strategy cluster focuses on 
strategies for the transformation process, neglecting the strategy 
dimension for native circular businesses.

Second, our SLR allows us to identify three important gaps in 
the literature on circular BMs. The first gap concerns what we 
call the “market value creation” perspective. Few studies really 
focus on how companies create value for customers through 
circularity. These studies that analyze such topics claim from a 
different approach companies should consider in the value cre-
ation perspective, namely associating to an economic and busi-
ness dimension, a sustainability and social dimension. However, 
one of the most important barriers to circularity adoption that 
our study reveals is on the customer's side dimension, namely 
customers do not really perceive the value brought to them, and 
on a stakeholders' dimension, namely the stakeholders' uncer-
tainty on understanding the economic and business value of 
circularity. Therefore, we believe that more research is needed 
on trying to understand how circularity creates economic and 
business value for the customer, referred to as “market value 
creation.” Accordingly, to fill this research gap, we call for a re-
search effort able to identify different sources of value that cir-
cularity can bring to the market. The second gap concerns what 
we call a “comprehensive BM” perspective. Indeed, most of the 
literature contributions do not approach the BM in a compre-
hensive manner, which implies discussing all the aspects that 
characterize a BM, such as channels, customer relationship, 
revenue model, key resources, activities, partnerships, and cost 
structure. Moreover, this comprehensive discussion is never re-
lated and, consequently, coherent with a specific value source. 
Thus, what is missing in the literature is the definition of CBM 
archetypes that link all the components of a BM to a specific 
source of value. Finally, our literature analysis reveals a gap in 
what we call the “firm maturity” perspective. Indeed, while the 
CBM transformation cluster is focused on incumbent firms and 
on their transformation process from linear to circular, only 
a few recent contributions are focused on those firms that are 

natively circular, for instance, circular startups. We believe that 
the research efforts toward the “market value creation” and the 
“comprehensive BM” perspectives need to focus on both trans-
forming and native companies. Indeed, either source of values 
or BM archetypes can be similar or different for the two kinds 
of firms. Accordingly, our research framework proposal is sum-
marized in Figure 5.

This study also contributes to practitioners in native circular 
firms and incumbents willing to transition to CBM. Based on 
the study's findings, practitioners should focus on integrating 
circularity into their value creation processes by emphasizing 
how CBMs can deliver cost savings, differentiation, and en-
hanced customer experiences. It is crucial to align all compo-
nents of the business model, such as customer segments, value 
delivery, and partnerships, with the value proposition, ensur-
ing that circularity is embedded throughout the organization. 
Organizations must also recognize that transitioning to circu-
larity requires overcoming internal barriers, such as organiza-
tional resistance and a lack of knowledge. Firms should work 
on building organizational capacity, and incumbent firms might 
look to startups for innovative approaches. Additionally, ad-
dressing external barriers, like policy gaps and financing needs, 
is essential. Practitioners should engage with policymakers for 
incentives and explore financing opportunities to support the 
transition.

To boost customer adoption, practitioners should prioritize cus-
tomer education on the benefits of circular products and ser-
vices. This can help overcome skepticism and low demand, while 
also fostering greater market acceptance. Furthermore, compa-
nies should explore and innovate within existing CBM strate-
gies (e.g., Product Life Extension, Retain Product Ownership, 
Design for Recycling) and seek collaborative partnerships across 
supply chains to enhance circular processes and create value. 
Ultimately, focusing on these areas will enable firms to better 
implement CBMs, overcome barriers, and increase their compet-
itiveness in the circular economy. By providing a new viewpoint 
in the literature on CBMs and a new framework for future re-
search, we believe this paper makes a valuable contribution to 
the literature in the field.

We delineate two main avenues for future research. One is cer-
tainly related to the empirical test of our framework, as we have ex-
plained earlier. The second one relates to the extension of the time 
window for analyzing articles focusing on CBMs. We restricted 
the article search to a publication year time window ranging from 
2018 to 2023 to limit our analysis to the most recent contributions, 
while maintaining a sufficiently large sample size. However, given 
the evolving characteristics of CE, future studies can extend this 
time window to incorporate more recent studies.
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TABLE A2    |    Keywords thesaurus.

Keyword Synonyms References

Circular business model Circular economy model, closed-loop business model, 
regenerative business model, zero-waste business model, 

cradle-to-cradle, recycle business model

Geissdoerfer et al. 2020; Ritala et al. 2018

Transformation Transition, redefinition, re-alignment, shift Frishammar and Parida 2019; Van Loon et al. 2022

Business strategy Vision, profitable business model, strategic planning Van Opstal and Borms 2023; Moktadir et al. 2020

Business model Value proposition, value creation, value delivery, value 
capture, competitive plan

Rosa et al. 2019

Industrial symbiosis Eco-industrial park, energy synergy network, industrial 
synergy, industrial districts

Butturi et al. 2019

Circular economy Sustainable development, closed-loop economy, 
regenerative economy, zero-waste economy, sustainable 

economy

De Oliveira and Olivera 2023; Geissdoerfer et al. 2017

Sustainability Sustainable development, circularity, environmental 
sustainability

Stewart and Niero 2018
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