
Figure 1: VCW-Value Creation Wheel (adapted from Lages, 2016) 

 

 

 

Figure 2: CPS model evolution (Isaksen & Treffinger, 2004)  

 



 

 

 

Figure 3: VCW-Value Creation Wheel approach to problem-solving 

 

 

 

 

 

 

 

 



Table 1: Comparison among Value Creation Wheel, Design Thinking, Creative 

Problem Solving, and Lean  

 Value Creation Wheel 
(VCW) 

Design 
Thinking (DT) 

Creative 
Problem Solving 

(CPS) 

Lean 

Who decides 
the challenge? 

Only KDM(s) can launch a 
challenge. The support of a 
VCW expert is 
recommended 

Anyone can 
launch a 
challenge  

Anyone can 
launch a 
challenge 

Anyone can 
launch a 
challenge 

Who judges & 
implements? 

KDMs select ideas and 
filters, and supervise 
implementation. Depending 
on the KDMs, the VCW 
team, different stakeholders 
and others might be 
involved 

DT team, 
designer and/or 
KDM 

CPS team and/or 
KDM 

Project manager 
supported by lean 
team or KDM 

Orientation Both structured and agile 
 

Agile Both structured 
and agile 

No agreement. 
Some qualify lean 
as agile, others 
qualify lean as 
rigid  

Efficiency and 
effectiveness 
of 
implementatio
n  

Implementation efficiency 
depends on KDMs’ 
leadership style and VCW 
teams. Works particularly 
well with KDMs who believe 
in co-creation, collective 
intelligence and collective 
thinking.  
Implementation is likely to 
occur due to KDMs’ 
involvement in the whole 
process.  

Attempts to 
implement can 
be frustrating 
due to lack of 
support from 
KDMs at the end 
of the process. 
 
 

Attempts to 
implement can be 
frustrating due to 
lack of support 
from KDMs at the 
end of the 
process 

Implementation 
efficiency. 
Change daily 
behaviour of 
employees. 
However, 
implementation 
can be stressful 
for employees 
due to constant 
focus on 
improvement, and 
orientation toward 
quality control at 
the expense of 
other areas 

Outcomes Ideas & filters, prototype(s), 
innovation(s), solution(s), 
value captured 

Idea(s), 
prototype(s) 

Idea(s) Improve value 
stream efficiency  

Paradoxes 
and/or trade-
offs addressed 

Paradox of choice, paradox 
of openness, GloCal 
paradox, top-down versus 
bottom-up trade-off, tech-
push vs. market-pull trade-
off, value-cost trade-off, 
stakeholder vs. customer-
led trade-off, lack of 
choices 

Lack of choices Lack of choices Value-cost trade-
off focused on the 
client 

Team impact Decision making efficiency 
and effectiveness, problem-
solving, co-creation, 
innovation, strategic 
development, creativity, 
fun. 

Creativity, fun, 
and innovation 

Creativity, fun, 
and innovation 

Manufacturing, 
operations 
management, 
specialists 
empowerment 

Publics Stakeholder-led User-led Stakeholders-led Client-led  



Tools Decision making meta-
framework which might 
complement, integrate or 
be integrated by other tools 
and frameworks. It also has 
its own specific tools (for 
example poker method, 
market-pull & tech-push, 
VCF)  

Specific tools Specific tools Specific tools 

Focus Broad, generic, and specific 
challenges. 
Idea-driven & filter-driven 
(yes/no, and/but)  
Insights from devil’s 
advocate (skeptics, 
laggards) and people not 
associated with the problem 
(for example from other 
industries, children) are 
recommended 

Idea-driven (yes, 
and) 
Builds on ideas 
of others and 
rejects insights 
from skeptical 
people and from 
the devil's 
advocate 

Idea-driven Reducing wastes 
and resources, 
increase value for 
client, constant 
improvement 

Filters/criteria Filters/criteria vary and are 
defined by KDMs. Dynamic 
over time  

Three 
filters/criteria: 
desirability, 
viability, 
feasibility 

Filters/criteria not 
clearly defined 

Filters/criteria: 
added value, 
efficiency 
maximization, 
reduce seven 
wastes, voice of 
the client 

 



Table 2: The 35 challenges addressed in formal partnerships using the VCW decision 

making framework (2016-2018) 

Challenges Main topics of this project Sector/Industry 

1. How to convince resistant 
customers to switch to the new 
technological platform? 

Technology, I.T., engineering, big 
data, customer retention, marketing, 
communication, branding 

Finance 
Media 

2. How to find the value proposition 
for our 10million€ project? What 
should be the right target market? 
How to communicate the 
message to the final target 
market? 

VCW Innovation Ecosystem, 
governance, engineering, managing 
partnerships, creation of innovation 
ecosystems, value proposition, 
target market, communication, IT 
platform, human aspects, culture, 
Earth Observation, H2020, 
European Commission 

Consortium of 27 
partners across 13 
countries  
 

3. How can our consortium of 
partners ensure commercial 
sustainability after EU funding 
ceases in September 2020? 

Sustainability, engineering, value 
proposition, segmentation, 
targeting, positioning, marketing 
mix, government, public authorities, 
industry, research, technology 
maturity, scalability, communication 

Oceanographic 
Marine sector 

4. Which companies can we partner 
with in order to enter new 
industries? 

Sustainability, engineering, 
coopetition, partnerships, 
collaboration, new markets, market 
diversification, consulting 

Aerospace 
 

5. Which new market applications 
are there for our technology X? 
After selecting the one with the 
highest potential, which path shall 
we follow to guarantee a 
sustainable market launch?  

Lab to market, technology to 
market, tech-transfer, science-
market challenges, engineering, 
data science, big data, 
programming, organizational 
change, culture transformation, 
technological capabilities, marketing 
capabilities, financing, funds for 
science, market-pull, tech-push, 
hybrid organization   

Aerospace 
Agriculture 

6. What is the most appropriate 
ground-based application for our 
technology K? 

Lab to market, technology to 
market, tech-transfer, science-
market challenges, engineering, 
data science, big data, from idea to 
commercialization, market-pull, 
tech-push, oceanographic, marine 
sector, agriculture, land use, 
shipping, long-term sustainability 

Satellite  

7. How to increase group 
acceptance about a project 
reporting tool? 

HRM, project management, 
monitoring, control  

Gaming  
 

8. How to find and attract highly 
qualified and experienced 
candidates for this highly 
competitive function?  

HRM, hiring Banking 
 

9. How to keep the long-term job 
satisfaction for our sales team? 

HRM, employee satisfaction, 
employee retention, trust 

Pharma 
 

10. Which efficient ways and 
strategies can we apply to 
become attractive in the long-term 
as an employer for the young 
generation? 

HRM, millennial, employee 
satisfaction, employee retention  

Diesel, gasoline & 
alternative fuels, 
lubricants & additives 
 

11. Which salary package should be 
given to X in order to keep her 

HRM, salary, incentives, ethics Clinical trials  



motivated and interested in the 
long term? 

12. How to attract software engineers 
for our organization? How to 
retain them after the interviews? 

HRM, engineering, innovation, work 
environment, salary and benefits, 
graduates, millennial generation, 
company values/culture, 
progression, feasibility, financial 
resources  

Aerospace 

13. Which HRM solution should be 
used to replace our outdated 
information system?  

HRM, IT, consulting Energy  
 

14. How to prepare our operations to 
deal with the additional volumes 
and time spent on Data Entry 
Processing resulting from Brexit? 

HRM, services marketing, 
leadership 

Insurance 
 

15. Who are the best candidates to 
form the team of the new Digital 
Marketing Department? 

HRM, digital, marketing, services 
marketing 

Retailing 
 

16. How to ensure standardized 
reporting across different 
countries? 

HRM, change, reorganization, 
leadership, knowledge transfer, 
internationalization 

Gaming 
 

17. How to offer a unique flying 
experience and revamp the 
business class cabin in order to 
become the top priority over other 
options? 

Marketing, services marketing, 
unique selling point, value 
proposition, competition, customer 
expectations, catering, 
benchmarking, business class 
services  

Airline services 
 

18. Which new international market is 
the most appropriate for our 
satellite technology for farming 
solution? 

Marketing, R&D, technology 
development, paradox of choice, 
glocal paradox, technology-push, 
market-pull, space engineering 

Satellite, farming 

19. Which should be the next region 
in China with the highest growth 
potential to enter? 

Marketing, services marketing, 
retailing, guanxi, trust, domestic 
expansion, new market, incense 
products 

Retailer 

20. How to increase market 
penetration of this foreign 
motorcycle in the local market? 

Marketing, market penetration, 
sales, distribution, brand image 

Distributor 

21. Which new organizations should 
we reach in order to enlarge our 
portfolio of projects and clients? 
After identifying the organizations, 
how can we engage the new 
clients? 

Marketing, market penetration, 
targeting, technology transfer, 
communication, trust, loyalty, 
engineering, space program, World 
Bank 

Earth Observation 

22. What is the best strategy to enter 
into the HoReCa channel? 

Marketing, services marketing, 
market innovation, market 
segmentation, distribution, growth, 
strategy, business development, 
HoReCa 

Retailing, Hotels, 
Restaurants, Cafes 
 

23. What is the best strategy to add a 
new category of products into our 
distribution portfolio? 

Marketing, strategy, distribution, 
new product development 

Retailing 
 

24. How to design attractive 
experiences for business clients 
in order to increase income during 
the low season market? 

Marketing, services marketing, 
international business, transference 
of  knowledge to local markets, 
disseminative capacity, seasonality 

Hotel services 
 

25. How to take advantage of the fact 
that we have our spa staff 
available during the whole day 

Marketing, services marketing, 
productivity, market penetration, 
transference of  knowledge to local 
markets, disseminative capacity 

Hotel services 
 



and this service is only being 
used a small portion of the time? 

26. How to please the young people 
and families in my franchisee 
simultaneously, while keeping 
inside the limits imposed by the 
master franchise? 

International business, relationship 
building, trust, young generation, 
franchising 

Food  
 

27. Which innovative and affordable 
service that does not exist in our 
industry should be created to 
generate revenue? 

International business, innovation, 
new service development, 
franchising 

Retailing 
 

28. In which international trade fairs 
should we participate? 

International business, international 
marketing, sales, communication, 
stakeholders 

Education 
 

29. Which new services shall we 
develop for Country X? 

International business, new service 
development, innovation, 
headquarters-subsidiary 
relationship 

Finance 
 

30. How to use the late-adopters to 
develop new services for our 
partnership in Country Y? 

International business, new service 
development, innovation, 
headquarters-subsidiary 
relationship, lag-user method 

Telecommunications 
 
 

31. Which geographic market has the 
highest potential to sell one more 
satellite and grant the 
sustainability of SBU W? Which 
business model should be used to 
enter the final market? 

International business, international 
market selection, targeting, 
positioning, value proposition, 
business model 

Satellites 

32. Which criteria to use to find the 
best subcontractor for our 
company? 

Knowledge transfer, supply chain 
management, partner selection, 
coopetition 

Aircraft maintenance 
services 
 

33. Which entity has the best fit as a 
challenge promoter for our service 
X? 

Communication, B2B, engagement 
model, visibility in society and social 
media, social impact 

Aerospace 

34. How to increase our production 
capacity in order to meet the 
demand and satisfy the different 
stakeholders? 

Growth, production, supply, 
operations management,  
shareholders, stakeholder 
orientation 

Industrial 
manufacturing 

35. How to create a VCW Innovation 
Ecosystem in our company? 

Innovation, value creation, problem 
solving, governance model, board, 
steering committee, internal and 
external stakeholders, technology, 
market, innovation committee  

Aerospace 

 

 


