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Intro & topic of today

Are circular business 
models actually more 
sustainable than linear 
ones? 
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Companies across industries are starting to implement circular business models, including in consumer electronics. However, the actual positive impact of 
circular business models remains difficult to quantify, creating uncertainty for all stakeholders

Circular business models have the ability to realize significant value, but their environmental and business impacts need to 
be assessed and optimized based on your data to unlock the full potential. 

Certainty about the sustainable impact of circular business 
models is relevant to unlock its full potential

Value creation 
Hard proof of circular product life 
cycles enables premium second-
hand pricing and new service 
revenues

Risk mitigation 
Auditable avoided-emission 
numbers strengthen ESG 
reporting and green-finance 
access

Market differentiation 
Transparent eco facts empower 
users to choose circular options 
to boost NPS and customer 
loyalty

Operational improvement 
Granular use-phase data 
identifies levers in logistics and 
refurbishment that lower costs 
and cut emissions 

How do user/consumer choices currently 
influence the sustainability impact of 
circular business models?

How can circular business models be 
measured and compared?



The problem with standardized impact measurement
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Current impact measurement methodologies do not consider the specifics of circular business models. The Circular Business Model Impact 
methodology enables business to track and optimize avoided emissions by comparing circular usage scenarios to circular ones

Unique capabilities of CBMI

Modular & scalable  
The model works for individual products, 
entire business models, or whole markets.

Precise & versatile 
Unlike other LCAs, CBMI factors in actual 
usage durations, rebound effects, and 
multiple life cycles, while being able to be 
adapted to different metrics.

Lever- & ROI-focused 
The methodology breaks total impact 
down into concrete drivers and pinpoints 
the lever with the highest ROI.

Traditional life cycle assessment/
product carbon footprint

Use phase modeling Standardized assumptions Real-word usage data

Total emissions per product Emissions per year of active use

Limited Core focus

Not included Explicitly modeled

Often ignored Fully integrated

General products Circular business models  
(rental, resale) 

Rebound effects

Metric

Multi-user journeys

Circularity focus

Application

New methodology  
“CBMI”
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Measure circular impact using the CBMI methodology
To bring data-driven transparency to circular business models, Circularity & Deloitte developed the Circular Business Model Impact (CBMI) methodology –  
a robust framework that quantifies both environmental impact and business value
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Step-by-step description 
1. �Environmental impacts are measured per 

lifecycle step

2. �They accumulate over the full product lifetime

3. �Total use time reflects actual usage across all 
phases

4. �Impact per active use hour is used as a KPI

Step Production Distribution 1st use  
phase

2nd use  
phase

End of lifeDevice 
intake

Grading Refur- 
bishment

Resale

GWP

Active 
use time

Total GWP
GWP per active year 
of use

Total active use time

Entire lifetime perspective 
CBMI analyzes and accounts for 
prolongation of use and utilization 
increase over the entire product lifetime. 

Example application for second-hand resale

About the CBMI methodology 
Developed with 12 industry partners and 
Fraunhofer IZM, the CBMI method is tailored to 
industry practitioners

CBMI complements existing frameworks, 
doubling down on the use phase

CBMI plugs into your favorite company impact 
assessment and provides additional depth & 
insights

%

Use time

Use time Use time

Use time

Use time

%
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Results | Customer study
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Circular business models like second-hand purchases and rentals are gaining traction, effectively extending product lifetimes but driving increased 
consumption – managing potential rebound effects may be necessary

Impact Levers in  
Customer Behavior

Adoption Rate 
Are circular business 
models attractive to 
consumers? 

20% of consumers 
purchase second-hand

48% of consumers prefer 
repairs over replacements

42% of consumers report 
buying more frequently

Rentals enable more 
frequent upgrades for  
41% of users

30% of companies 
purchase second-hand

Comparable usage time of 
used and new devices

Rentals enable access to 
devices for 39% of users

23% state that second-
hand options enable to 
own more devices

Rising Adoption 
· �Second-hand purchases gaining traction (especially B2B)
· �Financial attractiveness as key enabler

Extended Lifespan 
· �Second-hand sales extend total life of devices
· �Repairs are gaining preference over replacements

Reduced Downtime
· �Higher number of potential users is reached
· �Circular business models can minimize device downtime

Increased Consumption
· �Circular business models can drive increased consumption
· �More frequent upgrades and higher overall device 

ownership

Lifetime Prolongation 
Do circular business models lead 
to extend a products overall 
lifetime? 

Usage Intensification  
Do circular business models 
reduce unused downtime of a 
product? 

Rebound Effects 
Do circular business models 
trigger consumption patterns 
that lead to negative effects? 

Customer Behavior 
per Lever

Key Takeaways excerpt
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Results | case study results of CBMI
Integrating impact levers into key components of the business strategy not only facilitates the achievement of sustainability objectives but also enhances 
efficiency, particularly in areas such as device management and resale value
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Impact levers for circular business models Case study results of CBMI in B2B market (smartphone) 

Product & service design 
E.g., flexible rental duration, device collection, 
maintenance service

Device management 
E.g., preventive refurbishing, resale channel 
diversification, pro-active spare parts harvesting

Procurement & “Re-Sell Strategy” 
E.g., through international trading practices 

Baseline scenario (linear): 
· �Active use time of 55 months
· �14 kg CO2e per year 

Rental scenario: 
· �Active use time of 70 months
· �12 kg CO2e per year 

Second-hand sale scenario: 
· �Active use time of 73 months
· �11 kg CO2e per year 

+27% longer usage
-14% CO2e/year

+33% longer usage
-21% CO2e/year
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Exemplary approach for circular impact measurement
Based on our experience with impact measurement in circular contexts, we suggest the following approach to get a holistic and 
transparent view on your business’s sustainability impact

7Deloitte & Circularity can support you in your individual journey to measure circular impact.

1. Analyze and strategize

1.1 Status quo assessment 
· ��Conduct stakeholder interviews to 

assess current impact measurement 
methodology. 

· ��Assess data maturity and quality of 
current KPI set in joint kick-off workshop

1.2 Strategy development 
· ��Identify potential business value levers, 

strategic levers and individual focus (e.g., 
drive innovation, improve operational 
efficiency, strengthen competitive 
advantage)

· ��Define approach to address and involve 
all required suppliers/customers

3. Conduct & implement

3.1 Conduct impact measurement 
· ��Perform quantitative assessment & 

sensitivity analysis

· ��Iterative scenario testing with various 
stakeholders

3.2 Methodology implementation 
· ��Define change requirement in current 

offering design and tool set based on 
initial quantitative assessment

· ��Implement set of defined KPIs in 
standard monitoring and management 
dashboard

2. Design & prepare

2.1 Individual methodology design 
· ��Derive change or extension 

requirements based on results from 
phase 1

· ��Adapt CBMI method to specific needs

· ��Define data requirement and focus 
impact metrics.

· ��Identify affected processes

2.2 Prepare impact measurement 
assessment 
· ��Gather KPIs and data from internal and 

external data sources

5. Operate

5.1 Insight generation 
· ��Generate result report

· ��Derive individual strategic levers 
based on results, e.g., for procurement 
(hardware and services), logistics, 
internal operations, untapped value 
pools, impact reporting

5.2 Impact measurement 
maintenance 
· ��Review and adapt impact measurement 

regularly

4. Enable

· Design training materials · ��Conduct training courses for relevant 
stakeholders

· ��Set-up change management and 
communication initiatives

Exemplary
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Kickstart for circular impact measurement
Boosting impact transparency could be the game-changer that unlocks the full economic potential of your circular business model –  
kickstart your sustainability transformation 
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Circular impact measurement kickstart Key results

Transparency on current 
maturity level of impact 
measurement

Start 09:30

Build common understanding

Approach and guiding principles for circular impact measurement

End 16:00

Welcome

Introduction to currently used impact measurement 
methdology

10:00

Discussion of current challenges and untapped opportunities  
of improving impact transparency for your business

11:00

Lunch break12:00

Introduction to CBMI  
methodology

13:00

Outlook and next steps15:00

Mapping of change requirements based on status quo  
and CBMI methodology

14:15

Initial business levers and value 
opportunity map with adapted impact 
measurement methodology 

Roadmap for future impact 
measurement
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Partner
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Contacts and collaboration details

About Circularity Partners & Deloitte 
The methodology was developed as part of the UNDRESS Circularity 
project, a collaborative industry project led by Circularity and further 
supported by Deloitte. 

Carolin Schmid
Manager
caschmid@deloitte.de

Inga Schubert
Senior Manager
inschubert@deloitte.de
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