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Abstract. Companies, their suppliers and networks of partners need to be
aligned to fulfill the strategy to deliver the value and adapt rapidly whatever
challenge arises. To be resilient, companies and their networks have to build
ecosystems in a systemic thinking. To help firms achieving this, we propose a
methodology based on “value drivers” that allows the mapping, the analysis and
the management of intangible assets, and the way they are activated through a
multi perspective and a multi stakeholder framework.
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1 Introduction

In a rapidly changing environment, companies have to face many challenges while the
competitive and technological environment keeps evolving at a fast pace: Globalization
of markets through trade agreements and communication technologies, consumers’
maturity and power of influence; strong trend towards a service-focused and demate-
rialized economy. Today’s value chains consist of globally spread stakeholders, pro-
duction processes, global distribution and retail channels. As part of the procurement
process, the purchasing function is a hub upstream the Supply Chain that plays a
fundamental role both in term of value creation and adaptation of the business models
of the companies.

Our research objective is to construct a dictionary of resources at work in processes,
seen here as drivers of performing relationships, by mapping their importance and role
in the interactions taking place in the processes. Our applied research proposition is to
build tools for the management of value creation in the buying and supply-chain
processes integrating multiple stakeholders and multiple perspectives.

The paper is organized as follow: after the introduction, the second part reviews
essential concepts underlying the stakes for the sustainability and the performance of
firms’ supply chain, the third part presents our framework approach and gives some
details on our research and propositions. The fourth part concludes on findings,
expected contributions and future operational outputs.
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2 Context

2.1 Value and Value Creation

Value is a multi-perspective concept that extends beyond the limits of the firm. With
globalization and technological innovation, value is delivered through dynamic net-
works or chains of interconnected firms or supply chain. This raises the question on
how a particular relationship helps a firm creating value in terms of offerings, and what
factor(s) are essential to successfully establish a particular relationship [1]. The stra-
tegic models of Value Creation based on arms-length confrontation with suppliers has
led many companies on a short term value creation path, which meant value destruction
for many suppliers and their economic ecosystem, impacting their entire value chain
and their stakeholders.

2.2 Corporate Social Responsibility

There’s an increasing pressure to consider the environmental and social aspects in
purchasing policies: expectations are rising from stakeholders such as customers, the
general public, NGOs, and governments who now hold companies responsible, not
only for their own actions, but also all the partners within the supply chain [2–5]. CSR
advocates the idea that companies need to change their business models and value
propositions, actually creating value not only for themselves, but also for a larger
number of stakeholders. Since 1930, the stakeholder theory poses the question of the
definition of the objectives of firms, arguing about shareholders value or about sharing
value with partners. Porter and Kramer recently introduced the idea of Shared Value
[6]. Over the last decade, many authors [7–9] called for an urgent renewal of the
strategic objectives of firms, towards financial success, but taking into account the
actual needs of the communities where they operate or have an impact.

2.3 Collaboration and Risks Mitigation

Usual strategies based on competitive advantage [10, 11] can’t last. To address this
issue, firms have investigated other domains: process optimization to save resources,
flexibility, changes in relationship with other partners to secure exclusive access to
suppliers. These developments impact the complexity and importance of purchasing
decisions [12–14]. Supplier management is a key issue in supply chain performances
and this reflects in a continuing growth of publications [15–18]. Since suppliers can
represent up to 90 % of firms turnover, the potential impact of inappropriate portfolio
management of suppliers can seriously impact the value of a company. Firms also
interconnected with their societal, natural and economic environment [19] because it’s
from these that depend their competitiveness: trained employees, infrastructures,
communications, political stability. The state of the global environment therefore
impacts the firms activity, operational costs, the availability of the resources, and the
value of the firms viewed by the stakeholders. These risks are putting a high pressure
on companies that need to adapt rapidly to innovative or disruptive situations.
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2.4 The Role of Intangible Assets

The way value is generated lies in the way physical and intellectual resources are
managed and activated. Companies are looking for durable and sustainable strategic
resource to acquire and maintain competitive advantages. This is why knowledge
management should be completely integrated [11, 20, 21]. The importance of
knowledge in the success of firms has already been described [22, 23] specifically the
role of intangible assets in providing sustainable competitive advantage [24, 25].
Though there is an abundant literature in economy and management on intangibles
assets [26], we think that there is still a great work to do to operationalize intangible
assets management, moreover in operations and supply chain management.

2.5 Conclusion

We see the complexity of supply chain and value chain configuring when it comes to
describe how intangibles assets such as human competencies, organizational knowl-
edge and behavioral characteristics deployed by interacting individuals, departments
and organizations achieve each stakeholder’s values, expectations and perspective. The
“life” of projects and processes such as buyer-supplier relationship can be as complex
as a human based interaction between organizations and services can be, because it
greatly relies on organizational and personal “qualities” of the actors on both sides of
each relation (buyers, vendors, and other stakeholders involved).

As value creation has many meanings, we see the limits of closed-off reasoning and
the potential of widening the perspectives of firms through a paradigm shift: stake-
holders, environment and future generations no longer being expandable when building
sustainable business models and value creation strategies. This requires considering
internal organization of the firm, its networks of connections and partners, its tangible
and intangible assets and the notions of capital and investment [27].

3 Approach and Empirical Method Development

Firms need to adopt a multi-perspective approach on the supplier selection and man-
agement: purchasing process and supply chain play a strategic role, which must go
beyond optimization of processes, and take into account the temporal dimensions of the
ROI (short, mid and long term) and the management of intangibles.

Measure, management and value creation in the firm are spread over time and must
take into account the stakeholders. To ensure the longevity of the firm, the following
dimensions and perspective must be included in the processes:

• The time horizon of the firms’ strategies;
• Value creation/destruction for the firm and its ecosystem;
• Actual place of intangible assets as drivers of competitiveness and value creation.

To achieve this, we are constructing on an approach by value “enablers” or
“drivers” for future value creation [28], mapping intangible assets, processes and
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stakeholders through events that will generate new value proposition (Fig. 1) and
eventually economic value and performance for the firm.

3.1 Ground of the Research

The global research ground for our projects is based on three companies which offered
participating buyers teams for initial explorations. Later on two firms offered a long
standing participation for the conduct of the full research, currently ongoing, through
long standing projects involving transversal teams.

3.2 Connecting the Intangibles

To map and understand interactions and flows beyond the specifics of each situation
(project, company, process, industry etc.), instead of trying to provide predefined items,
we focused on building a generic methodology to analyze and manage value creation in
the processes, objectively linking the activation of intangible assets to value creation.
The applied output can be used by managers to follow projects and processes along
their lifetime, and comprises four main phases: A consistency strategy analysis; the
identification of key drivers; the selection of key performance indicators and the
construction of dashboards.

The heart of the methodology is to analyze the drivers represented by intangible
assets (human capital, relational capital, structural capital) and connect them with the
process to achieve value proposition and delivery made to the clients.

To do so, we need to clarify what happens in what we call a fuzzy box (Fig. 2)
where players activate processes and stakeholders to achieve objectives and create
value. Key steps here are to identify helping events occurring during the life of the
project to evaluate the role and contribution of intangibles assets, and breaking events
to capitalize on experience and construct feedback.

3.3 Mapping Value Created/Destroyed and Stakeholders’ Impact

We have elaborated an interactive tool that allows the mapping, contextualization and
linking of the stakeholders, their interactions and the value created or destroyed for

Fig. 1. Placing intangible assets at the heart of renewed value propositions.
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each one of them (Fig. 3). The different stakeholders of a project or process are listed
twice: Underneath the time line, each stakeholder has its own timeline to position the
source of helping and breaking events. Above the timeline, the same stakeholders are
listed with once again their own timeline to position the different impacts of the events:
value created or destroyed, assets created.

Helping and breaking points of the projects’ life are positioned on the timelines.
The interaction of the events (a) are visually mapped. When an event is positioned, it is
possible to map the value destruction caused by the breaking event (b) and the value
created for each helping event (c). Causes and consequences are spread over time and
can generate positive or negative impact on different horizons: short, medium and long.
Hence, assets created during one project can be identified as a significant source of a
helping event in a future project (d), or directly create value (e).

This is a capital notion we want to document because assets mobilized in one
project are probably the result of a previous investment, just like assets generated in the
current project can be drivers of future value, a concept that is at the core of our
research work. This can have a significant impact on the affectation of costs and value
in industries, because every production line is analyzed through return on investment.

Fig. 2. The fuzzy box.

Fig. 3. Visual canvas, mapping events, value and stakeholders’ interactions.
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3.4 Empirical Validation of the Method

To validate the method and the tools we have organized a workshop with a team from
each of the firms. The objectives of the workshop were to validate the methodology,
and to verify the ease of appropriation of the method and the tools, knowing that the
concepts and approaches used by the tools were quite far of the everyday operations
and scope of the participants.

All the team members found easy to list the stakeholders, to map the helping and
breaking events, to connect the values generated, even though these values were
outside of direct economic results, and to point value destructions for the different
stakeholders. A very significant result is that the method offered the possibility to
identify and map the ripple effects of the outcomes of a given project, allowing the
affectation of more value to the global outcome of a project due to previously unac-
counted dissemination to other projects. Comments were here that the method offered
unsuspected outputs: some assets generated are reusable and thus multiplying their
effects and value while remaining unaccounted or miss-affected. Value generated by
one team could be capitalized by third parties without recognition of the original
creators. Some assets generated by one project could be integrated in an innovative
Business Models not foreseen before.

The results showed that the buyers and the managers of the purchasing departments
easily grab the approach and tools, both to build a reflexive dialogue on past experi-
ences, where they try to identify solutions to achieve better performances, but also to
elaborate a decisive argumentation to promote the strategic role of the purchasing
function. All participants noted that the method could be used as a knowledge man-
agement tool to communicate the history of a project, to illustrate the history of the
relationship with a supplier, allowing the understanding of the factors, namely human
related, that were decisive along the projects phases.

4 Conclusion and Future Works

Our approach to integrate in the same framework different types of value (i.e. eco-
nomic, monetary but also market, image, competencies, organizational skills etc.) was
validated. The method and tools allow the objectivization of the different values created
or destroyed, and of the future values that will eventually be generated with the
intangible assets activated or created. Very formalized processes can alter the adaptive
capacities of companies and networks, building the case for the ability to build
transversal qualitative approach of relationships and information sharing, all these
heavily relying on the intangible assets of companies.

The ability for firms to adapt, reconfigure and respond, greatly relies on the capacity
of the different stakeholders involved to collaborate and mutually adjust to each-others,
diffuse information and realign. All this relies almost exclusively on the very own
capacities of the actors involved thus illustrating the central importance of intangible
assets. This research builds meaningful methods to track, document and manage
intangibles assets in response to internal or external pressure on value creation.

Expected outputs are tools to: analyze the strategy of the firm, how it is translated
along the supply chain; identify and take into account all the stakeholders; map,
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contextualize and link the stakeholders, their interactions and the value created or
destroyed for each one of them. These deliverables are being developed and refined
through field work. They describe, operationalize and value intangible assets, not in the
book value of the firms, but in the future value they can generate or destroy. Other
outputs are being developed in field now such as knowledge management tools.

Among scientific contributions, we expect this research will contribute to
Resource-Based View theory, to Knowledge Management, to Sustainable Supply
Chain and to Supply Chain performance.
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