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Title: Examining antecedents of value co-creation in SPO value networks. 

Summary 

In seeking to add value under burgeoning environmental constraints, Social Purpose 

Organisations (SPOs) are reconfiguring traditional, silo business models, towards value 

networks thereby extending the potential for value co-creation (VCC) with multiple 

stakeholders. To compete for large service contracts in a competitive environment, 

characterised by increasing demand for public services, and reduced resources, SPOs have had 

to scale up their operations by forming inter-sectoral and cross-sectoral collaborations. 

However, VCC is differentiated within a value network as the context of the service delivery 

environment is more complex and dynamic. Embedding VCC requires changes to SPOs 

business models, yet much also remains unknown on how SPOs can effectively innovate their 

business model to operate within a value network. Accordingly, this paper aims to address 

these limitations by examining antecedents of dimensions of the VCC process in SPO value 

networks. 
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Literature Review 

Value co-creation in a value network 

The extensive use of commercialisation, competition, and contracting out service delivery to 

SPOs have influenced fundamental changes in public service funding arrangements (Glennon 

et al., 2017). This has led to the procurement of services attracting higher value contracts with 

an increased duration, and a payment-by-results orientation based on the delivery of 

performance targets. In the interests of securing service contracts, SPOs have adopted more 

collaborative approaches of service delivery by forming ‘value networks’ (Evans et al., 2017) 

where linked partners with discrete services and expertise collaborate to meet multiple and 

complex needs of service users and deliver superior value (Bolton and Hannon, 2016). Within 

value networks SPOs and their stakeholders engage in tangible and intangible value exchanges 

to achieve economic or social good (Evans, 2017). However, as value networks involve 

different organizations and stakeholders with different expectations, specific value 

propositions are required to enable value creation for all stakeholders (Den Ouden, 2012). 

In order to participate in value-networks, SPOs have had to innovate silo business models to 

recognise the roles and value creation potential of multiple stakeholders (Weber et al., 2017). 

Accordingly, SPOs have formed value networks wherein value is created ‘through actor-

generated institutions and institutional arrangements’ (Vargo and Lusch, 2016, p. 6) at ‘the 

intersection of the offerer, the customer,… and other value creation partners’ (Lusch, Vargo, 

& O’Brien, 2007, p. 11). Within value networks, value is delivered through reciprocity 

whereby knowledge, skills and experiences are exchanged by multiple stakeholders for the 

benefit of the collective (Palo and Tahtinen 2013); a concept known as value co-creation (VCC) 

(Vargo and Lusch, 2008). Stakeholders in a value network are interdependent, leading to value 

creation in a value network being complex, given the conflicting needs of multiple stakeholders 

(Hodgkinson et al., 2017). Furthermore, increased competition for funding presents a 

disproportionate focus on short-term performance goals that restricts the demonstration of 

systematically developing VCC and resultant social impact (Taylor and Taylor, 2013). 

Innovating a silo business model to one comprising an interdependent value network, results 

in the need to ensure VCC for all stakeholders. Therefore, for SPOs to engage in a value 

network, fundamental changes are needed to their traditional silo-based business model in order 

to embed VCC processes within their core business model activities, structure and governance 

(Amit and Zott, 2001; Best et al., 2020).  

Evans et al., (2017) suggests that the business model concept is widely underpinned by the 

value concept in the literature and it is recognised to comprise of the following value 

dimensions; value propositions, value creation, value delivery, and value capture (Sosna et al., 

2010; Bocken et al., 2014). Value creation is regarded as a network phenomenon, where there 

is increasing recognition that organisations need to innovate their business models to ensure 

long-term sustainability (Frankenberger et al 2013; Palo and Tahtinen, 2013); similarly, SPOs 

are challenged to innovate their business models to co-create social and economic value. 

However, beyond changes to product and service innovation (Clauss et al., 2019), VCC within 

a value network may require changes to value dimensions including value propositions, value 

creation, value delivery and value capture (Teece, 2010; Sosna et al., 2010; Bocken et al., 

2014). The multiplicity of stakeholders in a value network can lead to varying views on what 

constitutes ‘value’ (Harrison et al., 2015). Wirtz et al. (2016) also reflects that different levels 

of a network may have an influence on value creation activities in business models. 

Accordingly, co-creating value within a network is a resource intensive and complex activity, 

where a greater understanding of the antecedents of VCC at different levels is needed. 

Antecedents of value networks 

Foss and Saebi (2017) suggest that antecedents of VCC may be many, different in nature, 

placed at different levels, and internal or external to an organisation. Only a few studies have 
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considered possible antecedents of VCC. Murthy et al., (2016) identified 25 value drivers and 

six antecedents of VCC in IT services outsourcing in dyads. Laud and Karpen (2017) suggest 

customers’ embeddedness in the network is a key antecedent of customers’ VCC behaviour in 

a health service system; and Qazi and Ali (2017) show brand attractiveness and brand response 

as antecedents of customer VCC in Small and Medium Enterprises. More recently, Zadeh et 

al., (2019) examined the psychological antecedents of customer-to-customer VCC in online 

platforms and Nenoenen et al., (2019) identified exploring and experimenting as antecedents 

of VCC in market-shaping efforts. 

Prior research suggests the need to examine further the antecedents of VCC and their 

importance in the VCC process in networks (e.g. Murthy et al., 2016; Zadeh et al., 2019), 

particularly in multi-stakeholder contexts (Nenonen et al., 2019). Accordingly, this paper aims 

to address these limitations by examining antecedents of dimensions of VCC in SPO value 

networks. 

Research question 

Based on the aim the research question is: what are the antecedents of the value co-creation 

process in SPO value networks? 

Methodology 

This study is supported by a research grant from the British Academy/Leverhulme. Case 

studies of three SPO networks in a UK region are examined. A qualitative, interpretivist 

methodology was adopted to holistically address the research question. Case study one 

comprises an inter-sectoral network (ISN) of seven SPOs contracted by a UK government 

department to deliver welfare services over a three year period with a value of £1.5m per 

annum, enabling people with disabilities to retain employment. Case study two, represents a 

cross-sectoral network comprising a private sector organisation and a Social Enterprise (SE1) 

whose mission is to deliver training and employment opportunities to disadvantaged adults. 

Case study three, is a cross-sectoral network comprising a Social Enterprise (SE2) working in 

partnership with a Non-departmental Government Body to prevent fuel poverty in a UK region.  

Data collection methods included documentation analysis and semi-structured interviews with 

20 participants across the three case study organisations and their partners. Participants 

included stakeholders working across a range of functions including corporate procurement, 

project management, and service delivery. All interviews were recorded, transcribed and 

checked for accuracy by the participants. Data saturation was determined where no further new 

insights were forthcoming (Eisenhardt, 1989). The data collection and analysis process 

underpinning this study is presented in Figure 1. A systematic analysis of the data was 

supported through manual and electronic coding using NVivo 10 in an open coding process 

that involved sense-making by reading and re-reading all of the data, and highlighting sections 

of the data in colour.  
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Figure 1 Data Collection and Analysis Process 

Key themes and relationships emergent from a concurrent process of data collection and 

analysis (Saunders et al., 2012) enabled a sequential analysis of data and the development of a 

chain of evidence by triangulating the data sources.  Axial coding enabled the identification of 

sub-themes relating to key themes and the properties and dimensions were specified (Corbin 

and Strauss, 2008). Data categories included defining value, value propositions, value 

processes, outcomes, and enablers of value  

Findings and discussion 

Through the use of an evidence table (see Table 1) and supportive verbatim evidence quotes 

(Corbin and Strauss, 2008) an evidence chain was formed to address our research question. 

The findings showed that antecedents of VCC differ across SPO value networks (See Table 1) 

and so may be context dependent. Across the three SPO value networks we identified 39  

antecedents of VCC. The data also revealed that antecedents of VCC are differentiated at the 

micro, meso, and macro levels and across dimensions of the VCC process (value proposition, 

value creation, value delivery, and value capture) (See Table 1). However, a number of SPOs 

identified similar antecedents across different dimensions and levels of the VCC process. For 

example, considering antecedents of the value proposition customer centricity (at the micro 

level), shared values and improved competitiveness (at the meso level), and impact 

demonstration (at the macro level) were identified by participants from both Case 1 and Case 

2 of the three SPOs (see Table 1). Antecedents of value creation and value delivery were more 

differentiated across the SPOs at the micro, meso and macro levels and at the micro and meso 

levels of value capture (see Table 1). Impact demonstration represented a shared antecedent of 

value capture for all three SPOs at the value capture stage (see Table 1). 

The findings also show that SPOs develop value networks, to innovate their business models 

and maximise value through multi-stakeholder service exchanges. Consistent with our aim and 

research question, we contribute to the literature by firstly extending prior research that 
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examines VCC in dyadic inter-organisational collaborations in not-for-profit contexts (e.g. 

Weber et al., 2017). Second, our findings widen public value conceptualisation beyond a 

public-sector manager perspective (e.g. Bryson et al., 2017). Our study shows that the 

effectiveness and sustainability of SPOs competitiveness relies on them innovating their 

business models to embed complementary value creation activities that extend their 

organisational boundaries by recognising and addressing antecedents. This requires SPOs to 

open up their business models to collaborate with a network of value delivery partners with 

complementary skills. In multi-stakeholder networks, value propositions, value creation, value 

delivery, and value capture configurations implicit in traditional business model designs and 

routines, are different in a value network and thereby require substantial changes to a firm’s 

business model components (Spieth et al., 2014). Our findings provide new insights into VCC 

in service network contexts by illustrating the increasingly interdependent and networked 

dimensions of SPO business models and identifying a range of both differentiated and common 

antecedents across different dimensions of the VCC process and different levels of context. 

This is important as innovating a business model to include VCC process, requires 

organisations to understand the dimensions of value and their level of analysis as positive 

stakeholder relationships are predicated on the determination and communication of value 

expectations across stakeholders enabling the creation of reciprocal and strategically aligned 

value propositions (Ballantyne et al., 2011). 

Third by exploring SPO value networks we extend research beyond the more traditional dyadic 

context and thus address a research gap (Frow et al., 2015; Ekman et al., 2016). In particular, 

we extend the “value-in-behaviour” literature that suggests that consumers perceive value 

through the performance of behaviour (Gordon et al., 2018). Our study offers insights on the 

broader relational context in which stakeholders create value (Vargo, 2011). We also contribute 

to the “value in context” view that recognizes a network ecosystem as a relevant context for 

VCC through multiple stakeholder exchanges, where value realised through “value-in-

behaviour” is not addressed (French & Gordon, 2015; Gordon et al., 2018). Our findings 

provide empirical examples of stakeholder exchanges and interdependencies impacting “value 

in context” and “value in behaviour” that address the lack of empirical support, and the 

importance of context as a frame for understanding VCC in specific ecosystems (Enquist et al, 

2015). We conclude that customer centricity and normative principles grounded in acting 

ethically to serve the interests of service users help unite the value propositions of all 

stakeholders, thus enabling greater stakeholder affiliation within SPO value networks. 

How the paper will be developed prior to discussion/presentation at the conference. 

This paper will be further developed by extending insights emergent from the findings, and 

identifying policy and practice implications. 
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Table 1 Antecedents of value propositions, value creation, value delivery, and value capture at 

the micro, meso, and macro levels in SPO Value Network 
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