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Introduction

hen I opened my office back in 2004, sustainable business
was a fairly new topic, and it was frustratingly hard to get

companies to understand the business case for sustainability.
At the time, they really needed to understand “the why.” Years later,
after having consulted with more than 75 companies across 17 indus-
tries and spoken at countless sustainability conferences, I've realized
that the challenge now is to help companies figure out how to imple-
ment sustainability, how to make it last for the long term, and how to
get “unstuck” if their programs have stalled.

That is why I'm writing this book.

I want companies to fully realize the triple-bottom-line (financial, social,
environmental) benefits of implementing sustainability by truly inte-
grating it into everything they do. For years, Patagonia and Interface
have been held up as examples of companies that have done this, but
I've often wondered why is it that still ten years later we have no other
recognizable brands held in the same regard. The reality is that while
many companies have set out to do this, few have gone all the way and
been successful. I want to change that.

This book pulls from my firsthand experience helping companies imple-
ment sustainability using steps outlined in this book, as well as from
industry best practices, publicly available case studies, and interviews
with sustainability leaders. It is full of wisdom from some of the best
thought leaders in the business, leadership, change management, and
sustainability worlds, including Jim Collins, Peter Drucker, Peter Senge,
Daniel Pink, Stephen Covey, Gifford Pinchot, Bob Willard, and many
more. The book is equally balanced between success stories and lessons
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learned so that you can learn from other peoples’ stumbles and failures
while minimizing your own.

Many of my clients have agreed to be featured and go on record, while
others have preferred off-the-record conversations so that they could be
as frank and as honest as possible and share their lessons learned with
you and with a larger audience for the greater good.

Implementing sustainability is tough work. When someone asks me,
“How do I implement sustainability successfully?” my gut reaction is to
respond that it is almost like asking someone, “How do I raise a child?”
There are many different ways and distinct variables, so there really is
no single answer or magic bullet. In each case you will have a unique
context of culture and society that is changing all the time. The same
is true with implementing sustainability within your company because
you will be facing complex challenges that are unique to your business,
people, industry, and geographic reach.

Making Sustainability Stick is written to help you face those challenges.
It is not only about providing you with the knowledge of what to do, but
also about the keys to behavior change that are so crucial for overcom-
ing the numerous frustrations, barriers, and potential setbacks that you
will undoubtedly face.

This 11-step guidebook is designed to provide you with the tools for
engaging the head, the heart, and the hands of the people within your
organization so that you can successfully integrate sustainability into
everything you do—into every decision, product design, market, job
description, and business unit!

So if the idea of integrating sustainability into everything your company
does seems overwhelming, realize you are not alone in this journey. This
book is full of helpful tips, worksheets, new strategies, and illustrative
examples that are replicable, funny, and easy to emulate.

We need you! We need your passion and knowledge in this fight. We are
ata critical point in history: We are potentially in the middle of a decade
of economic malaise, the effects from extreme weather are increasing
rapidly, we just passed a critical milestone of 400 parts per million in
terms of CO2 levels, while simultaneously experiencing unprecedented
levels of income inequality. Never in our history has the planet faced

Making Sustainability Stick



such daunting social and environmental challenges, and we need all
of us working diligently to integrate sustainability into our jobs and
companies because business may be the only institution that has the
resources that can move fast enough to address these issues. It’s up to
us—not our kids’ generation, but ours. So read on for how to do it and
good luck!

Introduction
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How to Use This Book

very company and every reader of this book will be at a different
. point in their sustainability journey. Therefore, I've written this
book to help you, the reader, no matter what phase you are in.
The book is chock-full of tools, activities, and real-world successes to

provide you with the blueprint for sustainability implementation.
It is organized around three themes:

1. The Business Case: No matter what, you must always tie things
back to this issue. This is the reason you are playing the game.
(Chapter 1)

2. Fundamentals: These are the building blocks that are essential
for your success. This is the blocking and tackling that will enable
you to get to the next phase. (Chapters 2-6)

3. Engagement and Value Creation: This is where you look to score
and win the game. This involves change management, employee
engagement, and the policies and systems around sustainability
that you need to institutionalize so that you can throw deep for
the end zone. (Chapters 7-11)

The Hagen-Wilhelm Change Matrix, shown in Figure 1, is designed
to help you recognize where your company is and what it still needs
in order to truly integrate sustainability into everything you do. In
each phase, there are different characteristics, drivers, and leaders. It is
important to realize that as you progress as a company, you will reduce
your negative social and environmental impacts while driving business
growth and value through sustainability.
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Fundamentals Engagement and Value Creation

Phasel : Phasell @ Phasell @ PhaselV @  PhaseV
Status Quo:
Who: Individual : Team/ . Division/ i Company Business
. Department : Function : System
- 1 : - 1
F L : F L i ‘O
: —
‘ —~
‘ ‘ L ‘
Growth and Value // Environmental
Creation  : /// : and Social Benefits
- :
—

Environmental
and Social Negatives

= : :
Type of Random Increr Breakthrough
Change: : : :
Dominant Hero : Personal : Metrics : Structural . Radical Collaboration
Characteristics: (Martyr) :  Influence : Process . Collaborative :  Systems View

: . Eco-Efficiency ' Game-Changing : Industrial Ecology

Financial Costs More Investments/ROI Top Line Value Creation
Drivers:

Figure1 Hagen-Wilhelm Change Matrix.

Tips for Reading This Book

Here are a few tips to enable you to get the most out of this book and to
personally enhance the relevance of your reading experience:

n Ifyou are just getting started, you need to read the book chrono-
logically to make sure you first nail down the business case and
fundamentals before tackling how to Make Sustainability Stick.

m If you are a person or company that has been at this for a while,
feel free to jump ahead to the Part II, “Engagement and Value
Creation,” chapters.

m If you are stuck or feel as though you have lost momentum, take
inventory as to where you are on the Hagen-Wilhelm matrix
and go back and brush up on your fundamentals. Then pick the
specific chapters where your company needs to focus.

Making Sustainability Stick



These tips are merely suggestions as this book provides illustrative
examples, stories, and key insights throughout each chapter of the book;
but the goal is to help you implement sustainability successfully and to
make it stick for the long term, so read it however it best meets your
needs.

How to Use This Book
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Understanding Change Management
to Guide Implementation

hange is tough. Nobody likes to be told to change how they
do things, whether it’s at work or in their personal life. Don’t
believe me? Cross your arms in front of you. Now cross them
the other way. This feels weird, right? Now cross them back to your
normal way again. Feels better and more natural, right? This is what
you are up against. People are comfortable in the way they do things

and even the smallest, simplest behavior changes run up against both
real and perceived barriers.

It is no different with sustainability, where you might be asking employ-
ees to act or think differently. You will run into barriers that will need
to be overcome, especially from employees who have done their job a
certain way for a long time. You need to have a compelling vision of the
future and a good rationale as to why the new, more sustainable way will
be better. This is going to require a ton of heavy lifting, so you need to
explain why it is worth doing.

Kevin Hagen, the former corporate social responsibility director of REI,
says it best: “A sustainable business will outperform a traditional busi-

ness; it’s the change required to make the shift that is most difficult.”

Therefore, before attempting to implement sustainability across your
company, it’s important that you first truly understand how your com-
pany and employees manage change within its operations, processes,
and culture. Only after you have that understanding of behavior change
can you break down barriers, engage the skeptics, and set your company
on a path toward sustainability that will last for the long term.

141



Change Is Tough and Nobody Likes to Change

Think back to the last time somebody looked at the way you did your job
and suggested that you do something differently—how did this make
you feel? Probably not too good. Your first thought probably was, Why
is this person trying to tell me what to do? This was likely followed up
by the thought, I've been doing my job successfully for a long time. Who
are they to tell me to do it differently? These are very real emotions that
everyone has, which can create a natural resistance to any suggestion
toward change, however logical the idea is or regardless of whether the
person believes she needs to make a change.

Then there is the rational level. Think about the last time you were intro-
duced to a new piece of technology or your firm upgraded its computer
operating systems. Even though the new system was supposed to be
better and provide productivity improvements, your comfort level with
the existing system wouldn’t be the same and there would definitely be
a learning curve that you probably didn’t feel that you had time for.

Suggesting behavior change around sustainability is just like anything
else. Even though it shouldn’t be tough, it is. The common miscon-
ception that many environmentalists had over the decades was that if
people just understood the facts, they would jump to acceptance and
change their behavior. This was naive and is at the core of why so many
change efforts are unsuccessful.

The reality is that we all see and relate to the world through our percep-
tions. As John Koriath, a leadership professor at the Bainbridge Grad-
uate Institute, states, “None of us are seeing the world as it is. We’re
seeing it through our own beliefs and our emotional response to events.
This is fundamental to understanding change. Nothing can change if we
only see things the way we’ve always seen them. If we only see things the
way we’ve always seen them, we can only go where we’ve already been.

And, with sustainability, we need to take a new path.”

Change Brings Emotion

Change has a direct and significant impact on people. “Not every
employee will have the exact same response to every initiative, but by
acknowledging the different ways that employees respond to change,

142
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you’ll be better positioned to understand their reactions and how to best
move forward,” says Mary Kay Chess, the change management lead,
Bainbridge Graduate Institute.

“Additionally, you have to show how the adoption of a new way is
attractive and will be better for them. It can’t come across as, ‘Do this
just because the boss or company says so.”*

The diagram shown in Figure 7.1 illustrates the progression of emotions
when one is trying to implement change within organizational change.’

Anger Resignation Possibility

Integration
v
Adaptation . ’
- ’
. P ~ ~\ , L4
B ; ’
Denial N .
Y Acceptance , 4
)
Defense . ’
L d
¥ | Minimization P
A s
A Y . ’
IS e’
Awareness Education Empowerment
Understanding Ability Reinforcement

Figure 7.1 Stages of change.®

For example, when you talk to a skeptic about climate change, sure,
some of them don’t believe the science. However, the underlying psy-
chology is that there is a fear that they’re going to have to change and
that you are going to be telling them what to do and taking away things
they care about.

Your role as a change agent on sustainability is to facilitate with your
employees and skeptics how the new way will be better. Show them all
the business benefits outlined earlier relating to cost savings, lowering
risk, the ability to attract more customers, enhancing the brand, and

Chapter 7 Understanding Change Management to Guide Implementation
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attracting new employees, but be sure to demonstrate how the change
will be better for them individually as well.

Change Is a Phased Approach

As your company embarks on sustainability or as it tries to regain
momentum that it might have lost, it is helpful to realize that change is
not linear. As much as a strategist would like to map it out on a flow-
chart, change is a process. There will be people who “get it” right away,
whereas others will take more time. People move along at their own
pace, and even those who get it might understand something entirely
different from what is being presented by the company or leadership.

There are varying levels of idea adoption, as illustrated in Figure 7.2.
There will be first movers, fast followers, the middle majority, and the
naysayers. They will adopt and accept change at a different rate.

A

100
7]
c
2

75 B
=
Q
=2
=
<

50 5
=
1]
«Q
-
Q
=

25 9

10% 20% 50% 20% o
Champions First Fast Middle Majority Naysayers
Movers Followers

Figure 7.2 The Sustainability Adoption Curve (SAC).

The first thing you want to do is identify the first movers. Leverage their
passion and expertise to bring the fast followers along, because they’ll
move into the adaptation and integration phase relatively easily and this
will build momentum. Next, your efforts need to focus on the middle
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majority, on moving them from the resignation phase to one of pos-
sibility as soon as possible. After they are engaged, your ability to make
sustainability stick will greatly improve because this is the largest group
to try to shift. The naysayers and skeptics will take the most time and
potentially drain your energy, so you don’t want to start or focus there.
Deal with them last.

Change Is a Constant

After the change process has begun, it is important to take into con-
sideration that this will require “multiple attempts at a process because
with each change there will be ripple effects,” according to Chess.” The
reality is that when you try to implement change, even benign actions
will have consequences, both good and bad, on other aspects of the
organization. So realize that when you push on one point of the star
shown in Figure 7.3, it will tend to put other things out of balance.

The Chess Star

Strategy/Goals

Mgmt. Structure/
Org. Support

Rewards Communication

Figure 7.3 Change management star.

Chapter 7 Understanding Change Management to Guide Implementation
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The goal is to make sure that all five factors are internally consistent.
When this occurs, you will enable effective behavior and have the great-
est chance for successful implementation. And remember, sustainability
change is not much different from other change; it is just that the lan-
guage is different for most people.

The Hagen-Wilhelm Change Matrix

There are a number of different diagrams out there to help companies
understand where they are in their sustainability journey. However,
none truly captured what I felt companies wrestled with as they moved
from one phase to another in their adoption of sustainability. It turned
out, though, that a few months into my writing of this book, both Kevin
Hagen and I had started on new matrices that provided more detail,
context, and the characteristics of change as companies implement sus-
tainability. So we combined efforts and created the Hagen-Wilhelm
matrix illustrated in Figure 7.4. This is designed to visually help a person
or company understand what the dominant characteristics and drivers
are in each stage of sustainability implementation.

Ultimately, the objective is to get the company all the way to phase five,
and by having a map of the journey and what is involved in each phase,
this should facilitate the process and help companies to avoid the pitfall
of skipping a step or stalling out. I've detailed the information in Table
7.1 about each phase and described the unique characteristics to help
you identify where your company is along the journey and the chal-
lenges you will face.

The goal of Figure 7.4 is to demonstrate the different types of change
that occur, who predominantly leads the change, the unique characteris-
tics, and the financial drivers of each phase as they differ as the company

I
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matures with its sustainability efforts. As you can see, at first the costs
and environmental and social impacts increase as you grow, and then
once sustainability becomes more embedded in everything you do, the
environmental and social positives increase and lead to greater value

creation and growth, and the negative impacts subside.

Fundamentals Engagement and Value Creation
Phasel : Phasell : Phasell : PhaselV @  PhaseV
Status Quo:
Who: Individual : Team/ . Division/ : Company Business
Department :  Function : System
: - 3 _— :
| | : [ | |
== [ e~
: -
P
. . L~ .
Growth and Value /// Environmental
Creation : - : and Social Benefits
s :
e

Environmental
and Social Negatives

= : 5

Type of Random Incre: Breakthrough
Change: ) : : 9
Dominant Hero :  Personal Metrics  Structural  : Radical Collaboration
Characteristics: (Martyr) Influence : Process . Collaborative Systems View

: . Eco-Efficiency : Game-Changing : Industrial Ecology
Financial Costs More Investments/ROI Top Line Value Creation
Drivers:

Figure 7.4 Hagen-Wilhelm Change Matrix.

Main Points of the Matrix

Next I want to highlight some key points about the matrix, especially
about the skills and competencies required to implement change
successfully.

Chapter 7 Understanding Change Management to Guide Implementation
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Table 7.1 Hagen-Wilhelm Matrix Phases and Skills
Muscle and Skills to Develop
Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Skills
Leadership Status quo. Strong personality, Moved from charis- | Leadership no longer | Radical collabora-
Typically mavericks, probably at/near the | matic leader to execs. | accepts compro- tion with industry
or martyrs, are work- | top or with endorse- | Need to make them mise. Tension arises | and stakeholders is
ing independently ment of CEO. Begins | think it’s their idea because innovation is | required for company
trying to make things | t© be a team effort. because it helps them | required. Leadership | to take next steps.
happen. Need the ability to make better business | now means outside Policy agenda is
lead without budget | decisions. Lead with- | the walls—leading aligned with company
or full authority. out recognition. industry work, collab- | outcomes on sustain-

Leader needs to give
credit to others.

oration with NGOs.

ability. Engage with
networks of nontradi-
tional partners on key
issues (e.g., Starbucks
joins BICEP).
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Muscle and Skills to Develop

Phase 1
Data Raw data might be Baseline work of gath- | Develop systems Sustainability inte- Data is essential to
around utility bills ering and tracking beyond Excel. Metrics | grated into ERP management and
but not organized. social and environ- and KPIs are devel- systems. Metrics long-term planning.
Just starting to ask mental data. Likelyin | oped. ROI and cost- | completely shift from | Part of business deci-
about social and envi- | Excel. Begin to match | saving info required. | historical to future sion process.
ronmental data. Not | cost and savings to Metrics become forecasting and
tracked well. these issues. Build forward-looking planning.
confidence in data tools.
accuracy.
Processes None. Processes discussed Processes launched, | Processes in place. Culture. Just how

and begin to be intro-
duced. People are
encouraged to look at
things holistically.

procurement guide-
lines created, etc.
Cross-silo functional
teams used to attack
key opportunities and
risks.

They work inde-
pendently of CSR/
green team. Processes
enforce actions.

things are done. It
would be foolish

not to use this way

of thinking now—it
delivers better results.
Embedded in strategic
and business-
development
conversations.
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Muscle and Skills to Develop

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Mind-Set
Prevailing Business as usual. Do less bad instead of | Leaders begin to Challenge to the Let’s change the
Mind-Set do good. Cost mitiga- | see little trade-off business model and | world! Think like an

tion and bottom-line
focus. Start showing
solid ROI with solid
rigor.

between sustainability
and financial benefits.
Attitudes shift to
innovating and deliv-
ering new solutions.
Focus begins to be on
top line. Company has
the data to make pub-
lic statements with
confidence.

value proposition of
company’s products/
services. Long-term
thinking is “let’s
choose to do things
with positive side
effects” (e.g., the tex-
tile mill that makes
clean water; the soda
bottling plant that

is restorative to its
watershed).

ecosystem. Industrial
ecology is used.
Regenerative products
and services. Let’s
outperform the com-
petition because we
have an inherent com-
petitive advantage.
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Muscle and Skills to Develop

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Characteristics
HR Benefits not part of Some benefits such HR formally involved. | Sustainability incor- | Sustainability fully
formal sustainability | as commuting incen- | Begins to show up in | porates everyone’s embedded in HR.

policy or strategy.

HR not involved with
green team.
Employees have no
pride of being in an
organization that
cares about what they
care about.

tives/wellness added.
HR rep on green team
and CSR/sustainabil-
ity directors hired.
Sustainability skills
become needed for
key roles (e.g., LEED
AP for real estate or
facilities team).

evaluations and com-
pensation. CSR dept.
and HR start hiring
sustainability exper-
tise in all departments
as these skills become
part of job descrip-
tions. Recruiting

gets easier—people
want to work for this
company.

compensation, job
description, and
evaluation. People
join the company to
be able to bring their
whole selves to their
profession and to be
part of something big-
ger than themselves.
Concern begins that
people might try to
“game the system”
by setting easy-to-
achieve goals.

Gaming” concern is
resolved.




(441

s Anpqeureisng Sunpepy

Muscle and Skills to Develop

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
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bility. No corporate lished. Shared respon- | begin to be delegated. | way down to indi- accountable.
goals. Random acts sibility with CSR Corporate and depart- | vidual level; they are
occur by individuals. | director. Corporate ment goals are given | embedded in com-
goals created butno | teeth. Top leaders pany expectations and
teeth. participate in annual | results.
sustainability goal set-
ting as part of strate-
gic planning process.
Rules Maverick is challeng- | Employees are oper- | More permission Rule breaking occurs. | Sustainability and

ing the mind-set.
People believe this
person is getting away
with things. Or this
person dies trying.

ating within the
company norms and
trying to get sustain-
ability done where
they can.

given to make change,
encouraged to do so
in role. Testing of
rules begins.

Employee engage-
ment starts to spike.
Leaders give permis-
sion to fail so that
innovation and new
ways of doing things
can be adapted faster.

innovation are the
new rule.




Understanding the Table

The company moves through phases in a cluster, not in lock
step—there will always be folks ahead of, and folks behind, the
main curve. The practitioner has to be able to recognize where
folks are at any time and keep the masses moving in the right
direction.

Each phase has things you must learn in order to be successful
in the short term and long term. Each phase has paybacks and
merit. You can deliver measurable value to the organization in
each phase.

You don’t check a box and move from one phase to another; it
will be more of a cultural and operational shift that everyone will
recognize.

Although the lines are smooth, expect small dips in productivity
between each phase reflecting the necessary learning, realign-
ment of processes, inevitable confusion, and just natural varia-
tion of people repositioning themselves for change.

When you get to that trade-off conversation in Phase 3 and ten-
sions mount because people are starting to become backed into a
corner, that’s when innovation and rule breaking occurs because
they might need permission to knock down a wall.

Start working with NGOs and industry partnerships early because
you’ll need these relationships later, especially in Phases 4 and 5.

Be warned that the dominant behaviors of the leader that are
needed for success in one phase can be derailers in the next. As
the leader, be self-aware and recognize it if you're the barrier to
next-phase success.

Skills and Competencies

There is a set of individual skills and competencies that go along
with this process. A company builds them over time, the same
way an athlete builds muscle. You might not need every skill in
every phase, but you’ll want to build that muscle for later phases,
where you’ll need it. If you don’t build it earlier, it will stop you
or slow you down when you need it.
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m Moreover, the skills, people, and competencies that were neces-

sary for one phase might be different from what you’ll need at
another phase. This will be difficult especially if you were suc-
cessful in the preceding phase. Getting people to change or think
differently will be tougher in the next phase. Ask, “What needs to
be changed to get to the next phase?”

People

As Kevin Hagen says, “The job of the leader is to know how much
to invest in skills and competencies in each phase. You can’t
spend all the resources in Phase 1!”®

“Executive sponsors need to adapt, learn, and move with the
organization as well. They have to move to deemphasize what
worked in that first ‘hero phase’ and move to a new stage.”

Everyone likes to be recognized, so remember a famous quote
that is often attributed to Harry Truman: “It’s amazing how much
you can get done when you let other people have the credit.”

From that point, realize that it might take time for a CEO or
manager to understand what is needed in a phase, so plant a seed
in their head well ahead of time, and then ask questions about it.
You’'ll be more successful if they think it is their idea when the
time comes.

The characteristics of the people who helped you get started in
the hero stage will be essential early on, but as you move into
later phases, you’ll want to rely less on individual heroism and
more on process and systems. For example, creative employees
might do great in one phase but struggle in the next phase when
operationalizing the idea requires a different skill set.

Arguments Worth Having
m Although there is always a cost to getting started and beginning

implementation, it’s also important to ask and calculate the cost
of not moving to the next phase. Be sure to ask, “What cost sav-
ings and efficiencies are we leaving on the table? What oppor-
tunities are we not capitalizing on?” Too often the conventional
wisdom focuses on what things will cost to “do”; be prepared to
show the cost of not moving!
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BUSINESS CASE: FREIGHT EFFICIENCY

A retailer was between Phase 2 and 3, and its CSR team was looking for
a way to lower the emissions from their freight transport. With almost
everything manufactured in China and Southeast Asia, a major portion
of the retailer’s carbon emissions came from their shipping. It turned
out that the freight team was looking for a better deal on freight, too.
Therefore, the two teams started working together to find a solution
that could lower freight costs and emissions. They soon realized that
if they worked with their freight forwarding company, they could use
a longer water route, which would take more time, but would cost less
and lower emissions. However, this ran up against opposition with sales,
merchandising, and inventory, which were focused on time delivery and
the ability to order whenever they needed it.

The breakthrough that was required was for the company to change its
inventory system and order further in advance to meet sales objectives.
And later, as they moved into Phase 4, they ended up actually partner-
ing with a competitor to find a way to share a cargo container coming
from overseas to reduce further costs and emissions for both companies.

Understand Your Company

Any change initiative is going to be messy. How do you best prepare for
this? You want to first assess your company culture and identify how
your company best handles change.

When assessing your company culture, you will want to look broadly
across your company at your services, products, customers, finances,
processes, history, and internal policies. This is because you’ll realize
that your culture is embedded in each of these. As intercultural solu-
tions specialist Cecilia Utne, of Shepell.fgi, states, “Culture is in how we

communicate, the words we use, and the way we think.”!

Don’t minimize the role that culture can play when trying to imple-
ment change. It can play a powerful role when the behavior you want to
change is in alignment with your existing corporate values and goals and
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isn’t something that is radically different. Operate from within a cultural
language and framework that people in your company can relate to, or it
simply won’t work.!! Therefore, be sure to assess and know your culture
before launching behavior change.

Beware of the “Initial Nice”

Claudia Capitini, the former sustainability maven of Eco-Products, said
about working with one of her former companies that “when you first
get started, a lot of people are initially nice, but the authentic culture
does not become apparent to you for months after those initial meet-
ings.”'? People might voice support or nod in agreement early on, which
might give the impression of perfect alignment, but the reality might
be quite different after they are asked to allocate resources, budget, and
staff.

How Your Company Manages Change

Company cultures are as varied as the employees themselves, and each
company handles and manages change differently. Here are a couple of
basic questions to ask to determine how your company best manages
change:

m How do policies and procedures normally take root? Is it a top-
down approach or more of a grass-roots movement?

m Do you have a command-and-control structure in which people
wait for approval before trying something new, or do you have a
creative structure in which people innovate and tend to ask for
forgiveness rather than permission?

m How competitive are you as an organization? Are people moti-
vated to win? For example, will people or departments be more
likely to embrace change if they can “beat” someone or a group
within the organization?

Table 7.2 displays the four methods for managing change according to
the National Environmental Education Foundation."
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Table 7.2 Change Management Methods

Collaborate Oriented Control Oriented

Facilitate group brainstorming
sessions

Understand relevant regulations and asso-
ciated risk exposure

Develop or improve the employee
suggestion and feedback system

Analyze or audit existing processes and
environmental impacts (e.g., life cycle
analysis)

Develop an online internal
collaboration platform

Review existing policies for procedural
inefficiencies and opportunities for
sustainability

Create Oriented

Compete Oriented

Use social media and crowdsourcing
to generate new ideas faster

Establish goals, objectives, and measures
based on company vision and standards

Create a training program to
cultivate creative thinking

Benchmark performance against initiatives
of key competitors

Empowered intrapreneurs

Use competitive means for project idea

generation, such as a contest between indi-
viduals and teams

Understanding how your company handles change sheds light on how
change can be implemented. In some cases the structure might vary on
the timing or type of initiative, so it might be a combination. Therefore,
it’s prudent to first figure out the best method for implementing that
change and apply the appropriate structure to give it the best chance
for success.

Change Takes Time

Sustainability is a complex issue. It requires systemic, long-term think-
ing and hundreds of small actions, not just one big one. Change is a
triathlon. You need time to train and build muscle. You’re not going to
wake up and do it all tomorrow. For even small changes to take place, it
is reasonable to expect that it takes two to three months to understand,
to tweak, and then to incorporate new approaches. As Mary Kay Chess
says, “For large, complex organizations with multiple changes under-
way, it might take almost a year for ongoing, conscious or unconscious

modifications to processes and communication.”**
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Get Comfortable with Uncertainty

There are going to be instances when there is no guideline, playbook,
or path to follow. In fast-moving markets you might be innovating or
making things up on the fly. Don’t let this scare you. Remember that
ambiguity and contradiction are inherent in what you're doing, because
it’'s complex; don’t cower from that, but embrace it.

Stay positive and realize that with sustainability, persistence is key.
Change takes time and you will lose battles along the way. Keep per-
spective and remember what change-management practitioner Terra
Anderson says: “There will be scary times, but the difference between a
loser and a winner on these issues is that the winner gets up one more

time.”!®

Understanding Your People

As mentioned, people will be at different points on the sustainability
adoption curve. That makes it essential that you make an extra effort to
understand the people within your organization.

Understand not only their opinions about sustainability, but their dif-
ferent personality types, speaking styles, and learning styles. You cannot
apply a one-size-fits-all approach to your sustainability implementation
plans.

You will need to tailor your message and education of your employees
using various methods and techniques based on how they see the world
and what they care about. As Steven Covey is fond of saying, “First
understand what the other person cares about, and then try and talk to
them about that.”® Don’t start trying to talk to someone about sustain-
ability and change without knowing what the person on the other end
cares about.

This will be more difficult within larger organizations, but this work
is essential. Dawn Danby, the sustainable design program manager
of Autodesk, states from her experience that “some people are effec-
tive at being collaborative. Others need to be told what to do and work
better under a more authoritative manager. Some are driven and self-
directed. Others need education and want a safer route with a plan and

formula.”"”
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The style you use will depend on the culture of the company, and it’s
important to realize that your change efforts will need to reach both
extroverts and introverts, as well as visual and auditory learners. Each
type of person has different ways in which he or she wants to learn and
embrace new initiatives.

For example, I've found that most CEOs with whom I interact are extro-
verts. Because of their time constraints, they learn best from short, suc-
cinct, summarized reports with easy-to-understand visuals. Because this
works for them, they sometimes think this is the best and only way to
reach all of their employees. Nothing could be further from the truth.

Having a fair understanding of these stylistic differences will open the
door to assorted methods to reach your employees, expand your reach,
and ensure that you will be appealing to all cross sections of employees
and not to only one group. This requires some nuance but it is doable.

The Culture Outside of the Office

Understanding your people means also considering the culture outside
of work—what the norms are in their lives, in their community, and in
the communication styles of their culture. This is especially important
with multistate and multinational companies.

Different offices from around the globe will be home to employees with
different cultural norms. For example, North American employees tend
to be more individualistic, talkative, pragmatic, and goal oriented, and
believe that their destiny is in their own hands, whereas in Japan or the
Far East, employees are more group orientated and listeners. Here, a
20-second delay to listen and think through an idea is commonplace.

You need to recognize these cultural norms, because if you are suggest-
ing sustainability ideas in a boardroom in the Far East and “hear no
objections,” you'll think you’ve nailed it, when the reality is that maybe
people are just being polite. Similarly, if you aren’t used to direct com-
munication and you present an idea to someone from Germany or the
Netherlands (where they tend to speak more directly), when they start
intensively asking you questions, you might take this the wrong way if
you aren’t prepared for that type of communication style. They might
simply be asking questions and are in total support.
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Culture norms are the things you are doing and the way you are doing
them, without knowing you are doing anything at all. For example,
Table 7.3 shows the differences between the aforementioned individu-
alistic and group-oriented cultures that you'll need to be aware of when
talking sustainability with your employees.

Table 7.3 Behavior Styles

Individualistic Group Oriented/Collective

Doer. Collaborator.

High-context communication style. Provide little context when
communicating.

Give feedback: verbally, nodding. Prefer silence. Don’t offer verbal or

Uncomfortable with silence. physical cues.

Direct. Indirect.

Assertive. Passive.

Explicit. Implicit.

Skeptic. Optimist.

When you’re working toward change within an organization, it is 50%
about learning about other people and their cultural norms and 50%
about inflection/learning of your own. So before you try to talk to your
employees about sustainability and why they should care about it,
understand both your culture and theirs and ask yourself, “What emo-
tions and expectations am I holding? Do I have an anticipated outcome
or am I open to any occurrence?”

Connecting Personally First

One technique I use when talking with someone about sustainability
for the first time is that I don’t try to get into the technical aspects of the
work before I connect with them on a human scale. So rather than ask-
ing people about what they think about sustainability, I start by asking
them where they are from because we all are from somewhere. I look for
some type of shared connection or shared cultural experience (whether
it be a travel experience, knowing someone from there, rooting for the
same sports team, etc.). This then helps smooth the path into talking
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about sustainability, because when we get to that point of talking about
change, you will have made a personal connection and won’t be seen so
much as “that green/sustainability” person.

ACTIVITY 17: ORGANIZATIONAL

CHANGE ACTIVITY

Following are questions to answer internally when you are trying to

figure out how best to approach a change initiative within your com-
pany, as sustainability will likely involve change for at least some of your
employees:
1. How does your company manage change: collaborate, control,
compete, or create?

m What does this mean for how you should handle change within
your organization?

m What elements work best for achieving your goal? How will
these play in your road map to implementing sustainability?

m What are the needs and self-interests of your staff?

2. Where is your company on the Hagen-Wilhelm Matrix?
m What does that mean for your company in terms of trying to
get to the next phase?
3. What roadblocks and constraints should you expect?
m How will you handle denial and resistance (business as usual,

focusing on the past, anxiety, anger, etc.)?

4. What other change initiatives has your company implemented
(diversity, affirmative action, etc.)? And what were the keys to
making this successful?

What worked and why?
m What motivated your staff?

m How did you communicate this new vision?

m Who were the empowered players in the process? Who needs
to carry out the vision for the change?
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5. What parts of your existing culture already support sustainability?

6. What initiatives have you tried and failed? What were the specific
reasons behind the failure and what could be done this time to
mitigate those issues?

7. Is management onboard with changing the institutionalized leg-
acy and culture of the organization?

Breaking Down Silos and Coordinating
across Departments

Organizational structures have long been set up with silos to create spe-
cialization and focus. Although this worked well in the 20th century
with managers concentrating on their own stovepipe and rarely looking
up, down, or across the company, this will no longer work in today’s
fast-paced, information- and consumer-driven economy.

Companies need to get away from the silo mentality because coordina-
tion across departments is where the greatest opportunities lie to cre-
ate efficiency, drive change, incorporate sustainability, and harness the
power and ideas of all of your employees.

Most large companies still work with siloed departments, in that each
one has little to no idea what another is doing. Someone might be driv-
ing the sustainability program in one department, but other groups like
marketing, public relations, philanthropy, sales, business development,
R & D, operations, logistics, and community relations might be imple-
menting their own efforts, usually without communicating with each
other, and rarely aligned.

This typically happens because people are evaluated and incentivized
by what they do for their boss and within their department, not for
how they help the company’s overall efficiency, productivity, or suc-
cess. Therefore, five things have to occur to help break down silos and
increase collaboration around sustainability:

1. Ensure that information flows across, up and down, and within
departments.
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2. Priorities need to be aligned—the company versus the
department.

3. Decision making should be coordinated across silos.

4. Create a team that looks across the company. They should be
skilled leaders with credibility to identify opportunities and drive
change, including key people who could block things later.

5. Find examples in the past—whether they be a product, process,
or service—where cooperation between departments led to suc-
cess, and build off those instances.

The goal in breaking down silos is not to destroy a department’s auton-
omy, but rather to eliminate the issues that caused conflicting priorities,
lack of information flow, and duplication of efforts and resources.

How many times have you come up with an idea at your company,
only to find out that another branch or department is working on the
same thing? At one point when Kodak was trying to get into the digital
camera market, it had seven separate initiatives taking place across the
company.

Let me give you two examples that illustrate two different siloed
approaches: first, where silos were plain as day and led to inefficiency
and a lesser work product, and second, where sustainability was used
as a means of breaking down the barriers between various silos and a
new process was developed that led to a new product and a new revenue
stream.

The first scenario was with a utility company. We had been working
with their green team on a variety of issues over the course of a year,
and it got to the point where the team decided that it wanted to create
a CSR report. Then after weeks of working with the team and talking
through the best stories to share, we drafted the beginnings of a C-Level
GRI report. But about six weeks in, a communications person joined the
conversation and blurted out in frustration: “I don’t know why we keep
talking about this; we have an environmental report at the printer right
now. My department has been working on this for months!”

We were all dumbstruck. Nobody on this fairly high-level green team
knew that this was already in the works. In addition, after reading the
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report, we all found it full of fluff and it seemed that it was likely to do
more harm than good. The siloed approach of this company’s commu-
nication department wasted energy and resources of all those involved.
It resulted in the group feeling burned by the process, and it made them
less inclined to help the next time around.

What you want to do is use sustainability to break down silos. Take, for
example, the second scenario with Cascade Designs, the maker of the
popular Therm-a-Rest mattress. It was looking for ways to reduce its
waste costs associated with the disposal of excess foam from its mat-
tresses. In a traditional siloed organization maybe the manufacturing,
facilities, or designers would have tried to come up with a solution on
their own that could reduce waste disposal costs. However, what Cas-
cade did was bring together a cross-functional team to look at this issue,
and they found that the excess foam could be used as the raw mate-
rial for new camping pillows, something that its customers had been
requesting. So they took what was waste and turned it into the raw mate-
rials for a new product, thus reducing waste costs and increasing top-
line revenues at the same time. It took what was an expense and turned
it into productive revenue on the income statement, all while meeting
customer expectations and lowering their environmental impact.

This is an example where sustainability can turn what was once thought
of as business as usual onto its head, inviting innovation, collaboration,
and excitement into any organization as long as the people are willing to
adopt a new way of thinking. This can make any type of change initiative
feel more empowering and less daunting.

Don’t Rest on Your Laurels

There is a tendency at some point within any initiative to feel as though
you’ve made it and you can begin to relax. For any of us who have ever
tried to diet, we’ve gone through this same cycle. After you lose the
weight and feel good, at some point you want to reward yourself ever so
slightly. It’s a snack here or there, and soon you stop getting on the scale.
Then because the changes are so slight, you don’t notice them until it
gets bad enough that you feel as though you need a drastic change again.
In the same way, companies get started on sustainability, make progress,
feel good, and then lose momentum and have to reenergize their efforts
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over and over. Because the feedback and measurement for social and
environmental issues are usually not immediate, the steps backward are
less visible. Be careful to avoid this step.

When you are doing great, have a budget, and have engaged employ-
ees, don’t take your foot off the gas; step on it with all your might!

Engaging the Skeptics

Throughout life, we have all run into skeptics or naysayers about some-
thing we’re trying to do, whether it is at work or in our personal life. The
natural tendency is to get annoyed and try to disassociate yourself from
skeptics. Don’t do that in this case. When trying to implement sustain-
ability, engage the skeptics early on. They are the ones who will identify
the land mines on your path. And it’s better to find these out and figure
out how you are going to address them before you get 80% of the way
down the path.

Skeptics can be one of the greatest resources you can have with any
implementation project or change initiative because they are the ones
who have concerns, see potential hiccups, notice blind spots, and think
they know what’s wrong with your idea. They might know the answers
to the unspoken questions. And remember, not all naysayers or skeptics
are ill-intentioned. As Terra Anderson is fond of saying, “The cynic is

the one whose heart has already been broken.”!

Go to your skeptics and ask these questions:
» What’s going to go wrong with this plan?

m Can you think of something that would work better that will
address your concerns? If not, who should be asked?

m What has to happen for this to work? What would you do?

Then, repeat this process at every major stage of work flow.

As with all things, the key here is timing. You don’t want to engage skep-
tics fully and try to address all their concerns before you’ve even started,
or else, in shipping terms, you might never leave port. The best time to
engage them is when you are 20% in. This is where course corrections
can be made easily before too much time and resources have been spent,
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and it allows for heightened engagement because they can help shape
the effort. If you wait until you are 50% or 75% of the way there, it will
require much more time and work to undo things, cost more, and be
demoralizing to the people involved.

Find Common Ground

When you run into resistance, ask questions differently to find out what
is behind their resistance, and try to seek common ground.

When we started working with one of our retailer clients, the sustain-
ability director had cooperation from most of the people she worked
with but not all. There were a few people who viewed sustainability as
a distraction and therefore weren’t fully supportive. In a heart-to-heart
discussion with these individuals, she realized that the sticking point
wasn’t that they didn’t believe in the idea of enhanced sustainability
across the company, but just that they were already stretched thin and
were worried about how the costs were going to show up on their own
department’s profit and loss (P & L) statements.

To alleviate this problem, she pulled money from her budget and used
some of it to create an internal fund to support internal projects. Then
she reached back out to one individual who had the greatest reservations
about “this whole sustainability thing” and used that money to fund an
energy-efficiency project for this individual’s line of business. It was a
win-win for both of them and the skeptic was happy because it did not
negatively impact his department’s P & L.

The result was that now they are working together and looking for other
high-value projects where they can partner again in the future.

Group Discussion versus One-on-Ones

There are times when you are trying to get things worked out and you
want all the decision makers and affected parties in the room so that
there can be agreement. Realize that it is actually very rare when you
need to have everyone in the room. Most of the time it’s best to have
little side meetings offline, where you can work out the uncomfortable
issues ahead of time and quietly rather than in front of everyone. If
someone is showing true resistance, often it isn’t what they are saying
in the big room that is the reason. There usually is something more
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fundamental that is bothering them—they might be afraid of being “on
the hook” if things don’t work out right, and they don’t want to be the
fall person. In these instances, rather than trying to convince them in
front of everyone, try to meet up with them one-on-one and hash out
the issues privately.

Sometimes an Outsider Works Best

If you cannot make any headway, sometimes a solution is to bring in
an outside consultant or facilitator. They can do the research inde-
pendently and provide a report to management or the skeptic. This
can have a way of providing an opinion outside of the company that
they haven’t heard from before. I've seen this be successful a number of
times, because it changes the dynamic between you and the skeptic. It
is no longer about you or your opinion; instead, the discussion can be
about the report, what the expert said, and the information instead of
the personalities involved.

ACTIVITY 18: WORKSHEET ON HOW TO

ENGAGE DIFFERENT NAYSAYERS

Following are a number of comments you can expect to hear from

naysayers, along with some tailored responses. I've outlined them as
“expected barriers” and “strategic responses.” In each category, feel free
to add others, and identify the naysayer, their likely issue, and a potential
response that is specific to what they care about. There is also a space
for this at the end.

If the responses don’t match up exactly with the mind-set of the per-
son at your company, develop questions or strategic responses that ask:
“How could we use this sustainability initiative to make our jobs easier
and provide value to the stakeholder?”
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Investor Relations
Expected Barriers

We need to maximize
shareholder value.

Strategic Response

Focus on new SEC guidelines that require disclo-
sure on climate change, etc.

Show how the Dow Jones Sustainability Index has
actually outperformed the S&P 500 over the past
11 years.

This money could be
better spent elsewhere.

Demonstrate the ROI for sustainability initiatives
to support your argument.

Identify intangible benefits like increased brand
value, competitive advantage, and goodwill that
are improving shareholder value.

Not everyone reports.

The reality is that more of the Fortune 500 are
reporting to the CDP than not. If you are in
the “not” category, this may raise a red flag to
investors.

Shareholders aren’t
demanding sustain-
ability over other
issues, especially
during economic
uncertainty.

Maybe not, but it prepares you for the future and
is a smart risk management strategy.

Other barriers.

Expected Barriers

Enter your own.

Finance/Accounting/CFO

Strategic Response

This is going to cost
more.

Use activity-based costing and total-cost account-
ing to demonstrate the financial benefits and show
where it will actually cost less.

We need to see a quick
payback.

Ask what other projects are held to such a quick
payback period. Ask what payback was required
for diversity and sexual harassment education.

We want both short-
term and long-term
ROL

The business case shows both short-term and
long-term ROIs. Show low-hanging fruit opportu-
nities in the short term, like energy efficiency.
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There is a lack of
information and no
way to track progress
easily.

Work with operations, HR, logistics, and finance
to look for solutions using your existing ERP and
accounting systems. All you have to do is build in
codes and line items into your chart of accounts
for ways to track the things you typically haven’t
been tracking. Eventually you'll want to move to
an automated system.

We don’t understand
the information by
anyone right now.

Put everything into normative, easy-to-understand
factors and terms that you already use to make
decisions.

We are not being
asked to generate this
information.

Investor relations, marketing, or sales will be ask-
ing soon, because stakeholders are demanding to
know what you are doing.

There is a cultural
legacy of sticking with
the status quo.

Acknowledge that it’s always easier sticking with
what you know. But in this case, by not improv-
ing your data and financial systems to capture
this information, “you don’t know what you don’t
know!” And you might be at risk.

There is no business
benefit.

Firms that demonstrate stronger ESG performance
have a much higher market capitalization than
those that don’t.

Other barriers.

Expected Barriers

Operations/Facilities

Enter your own.

Strategic Response

This is too expensive
to implement.

Start with no-cost and low-cost investments, and
then move to bigger projects and potential savings.
The earnings from the small changes can help pay
for some of the costlier, bigger changes.

It will take too much
extra time to make
this work.

Highlight case studies that saved money and actu-
ally made things easier and more efficient.

There is limited acces-
sibility to renewables.

Focus on efficiency first, second, and third, and
then on renewables.

Work with industry association and academic
institutions to find green alternatives.
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It’s too difficult.

It doesn’t have to be. Start small and focus on effi-
ciency that is core to what you do.

This requires a cul-
tural change and that
is difficult.

Yes. But you can accomplish this by a few mea-
sures. Update policies, procedures, and systems to
incorporate sustainability. Set up a realistic time
frame and let them know that not everything will
be expected overnight.

Enact a structure to help support sustainable deci-
sion making.

There is a lack of com-
munication between
facilities/departments.

Create cross-departmental/facility meetings where
groups share best practices and concerns. This
leads to cohesiveness, collaboration, and creative
problem solving.

We have a way of
doing it, and it works.
Don’t mess with it! We
understand our opera-
tions, so don’t try to
tell us what to do!

True, but we need you to look at things with a
sustainability lens. You might be missing things
just because you haven’t thought of them in that
regard.

This is only extra work
and doesn’t help me or
my business unit.

Show them where the organization is heading and
how their actions can be part of that change.

We've done every-
thing we can.

Ask yourself, “Where are we normal?” Those are
the places you can start to work on.

It is important for every department to try, even if
they can’t change much.

Other barriers.

Expected Barriers

Enter your own.

Strategic Response

Will this put us more
at risk?

Sustainability is good financial and risk mitiga-
tion. By paying attention to new areas and keeping
track of new potential social and environmental
regulations, you might actually be reducing your
risk over the long term.
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We don’t want to dis-
close risks if we don’t
have to.

You don’t have to disclose, but you should track.
It’s a risk-mitigation strategy.

If people aren’t ask-
ing, let’s not volunteer
information.

Don’t be afraid to show the good you’ve done. If
you are worried about being attacked, engage an
NGO or friendly stakeholder to provide “air cover”
for you.

You can’t write that.

If you're afraid of public commitments, keep
things internal. Set caveats that will allow you to
use statements such as “best to our knowledge” so
that you can be transparent.

Will this make us
“contractually” bound
in some way? We
don’t want to seta
precedent.

Show best intentions and maintain the right to
restate and clarify if new information becomes
available. You’re not contractually bound to report
or continue reporting if you choose to stop in the
future.

Will disclosure make
us liable?

Legal experts suggest that disclosing risk lowers
liability by creating a more defensible position:
“We told you.”

Supply Chain

Expected Barriers

Philanthropy and No, this is how sustainability used to be thought
volunteerism are of. You need to evolve your thinking because
sustainability. stakeholders have higher expectations.

Other barriers. Enter your own.

Strategic Response

Our suppliers don’t
get what we're trying
to do.

Invite them to a supplier conference where you
can explain your goals/vision. Ask them to share
in your vision.

Ask them to suggest solutions rather than listing
problems.

There is a language/
cultural barrier.

Use internal team members who are native speak-
ers/fluent, or use a trusted third party to explain
things in their language/dialect.
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We’re not a big
enough fish to influ-
ence change.

Partner with others in your industry. For example,
many outdoor retailers use the same factory in
China; together they could create a critical mass.

See who among your peers are having the same
issues, band together, and call your suppliers on
the same day!

Work with industry associates to create new
guidelines for your industry.

Don’t just give us
another questionnaire.

Offer support in responding to the requirements/
questionnaire.

First offer to engage, educate, and help, but com-
municate a “two or three strikes you’re out” policy.

State how you need to do this to meet investor or
customer demand.

Other barriers.

Human Resources

Enter your own.

Expected Barriers Strategic Response

Policies

We don’t have a Create one or draft one. Realize that when you
policy. start, you don’t have to have the perfect policy for

everything that matches your vision right off the
bat.

We can’t afford to do
this.

Highlight low- or no-cost things you can do;
for example, switch to double-sided printing,
e-statements, and internal intranet sites so you
don’t have to create HR manuals.

Sharing Information
We can’t get employee | Add sustainability questions to annual employee
information. surveys that already exist (satisfaction, commute

trip reduction).
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We can’t afford sus-
tainability benefits.

Audit what benefits employees are currently using.
You might be able to replace some that aren’t
being utilized.

You could also create an opt-in or trading system
where you could provide a suite of benefits. Then
based on costs, employees could trade one for
another. (For example, younger employees could
trade away life insurance for wellness or gym
membership benefits.)

We have to deal with
the union, and we
don’t want things like
bus passes incorpo-
rated into the next
union contracts.

Offer it as an incentive or a reimbursement, not
something that is included in their actual contract.

Benchmark Benefits
and Compensation

We can’t compete
with Google’s benefits.

You don’t have to. Do what you can that will
support your sustainability goals and that your
employees will appreciate.

How can we know this

Demonstrate how millennial/Gen Y and Gen X

will help with reten- | employees expect this, and show case studies of
tion and recruitment? | other companies.
There is no hard data | There is a ton of data out there on the cost of

about retention and
recruitment. What is
this going to cost?

losing a good employee, costing between 70%

and 200% of current pay. Perform a cost-benefit
analysis of the cost of the sustainability benefits to
employees.

Highlight studies where changes were made,
resulting in tangible benefits such as improved
morale and enhanced customer relations. This
should be a win-win for employees and the
company.

We can’t afford to
train everyone.

The more people you train, the more opportuni-
ties you'll uncover and the more money you’ll
save. Explore low-cost training or online classes by
Hunter Lovins and Kevin Wilhelm.
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We can’t offer these
new benefits to

Then create competitions and offer up things as
prizes for the sustainability idea that saves the

Expected Barriers

everyone. most money. Use these savings to pay for the
benefits.
Other barriers. Enter your own.

Sales, Marketing, and Public Relations

Strategic Response

There is no market.

Show them the market and LOHAS (lifestyle of
health and sustainability) market statistics about
the preferences of younger consumers.

The market is

Maybe, but that provides an opportunity for first-

seems to be doing
this).

unproven. mover advantage and a way to build out top-line
revenue growth.
This is a fad (everyone | Show them Chapter 1, “The Business Case.”

This requires a lot of
effort for little return.

Actually, it is not that difficult and there is an
opportunity for differentiation and/or competitive
advantage.

Current customers
are not asking for
sustainability.

Tell your story to a select group of customers; see
whether your sustainability efforts resonate with
them. They might just never have thought of your
company or your products/services in that light.
Few will see it as a negative; the majority will react
positively.

This takes away from
our core brand mes-
sage (which is premier
products, comfort,
performance, price,
etc.).

It doesn’t have to. It can actually support and
strengthen your message. People may assume that
“premier or performance” are the ones that meet
their needs and are green, too.

We don’t know how
to talk about it or how
to message it to new
customers.

Talk with your younger employees, and look at
your competitors’ Facebook/social media pages to
see how they are talking about it. Seek input from
your green team.
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We don’t want to Don’t. Just be authentic and communicate only

overpromise or what is true.

greenwash. Apply for awards; these can actually do your mar-
keting for you.

Sustainability will Maybe, but it might increase brand loyalty over

mean lower margins. | time.

Other Skeptics

Expected Barriers Strategic Response

Lessons Learned

The following are key takeaways from the “Understanding Change
Management to Guide Implementation” chapter:

» Change is tough. Do not expect it to be easy or quick. Accept
that it takes time. Change is scary for most people. People will go
through various emotions during the change, from anger to res-
ignation to realization of possibility. If you ask people to change,
you have to show them how the new/sustainable way will be bet-
ter for the company.

m Change is not linear. People, departments, and offices will not
move in lockstep.

m Deliver. After you tell people you are going to change, you have
to do so. Nothing is more demotivating than having an employee
with a passion who offers something but nothing is done!

m Before starting on incorporating sustainability, understand your
people and how your company deals with change.

I
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Know where you are on the Hagen-Wilhelm matrix and realize
that the skills and competencies required in one phase might
be inadequate or you might need new ones in order to move
through the next phase.

When you experience success, push the advantage while you have
the momentum.

There will always be skeptics. Rather than dismissing them,
engage them. Find out what their concerns are, and then address
them.

Look at past change initiatives that have been successful, such
as introducing sexual harassment policies, work from home, or
diversity. Identify what the keys to success were and replicate
them.
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