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Backdrop
These are the summary notes of the 3rd Sustainable Innovation Lab, an initiative of 
Professor John Bessant and Dr Sally  Jeanrenaud of the Business School, University  of 
Exeter.  For the 1-day event, kindly  hosted by Marks & Spencer, a very diverse group with 
representatives from industry, academia, NGOs and government gathered to explore 
background and meaning of sustainability-driven innovation.1   Particular focus of this third 
meeting was to explore the role of systems building in achieving sustainability-driven 
innovation.
After a welcome by Simon Colbeck, Director of Innovation at Marks & Spencer and  
Dorothea Ernst (formerly Seebode) got us into the right mood for the day with an exercise 
that would allow us to experience what it is like to be part of a system.  Sally Jeanrenaud 
provided some context and framing for the day before perspectives from the journey 
towards systems building were shared by Jo Gordon of Marks & Spencer, Ramon Arratia of 
Interface  and Andy  Middleton of tyf who is involved in transforming Wales into the first 
sustainable country.
After lunch Rene Moretti, formerly  with Lafarge, and Michael Pitts from TSB (Technology 
Transfer Board) provided some contextualisation, looking at the role of government in 
supporting a climate where sustainability becomes the key driver for and of innovation. 
The last part of the day was dedicated to exploring the questions of what the role of 
individuals, enterprises and the government  respectively should be in creating sustainable 
societies.
Finally, the question of the  future of the SusIN Lab was raised.  While we had the luxury 
that the first phase of the Lab was funded by the University  of Exeter, a next phase has to 
be self-funding - keep your eyes peeled!

Our Next Event
! 12th September 2013: Conference hosted by Ordnance Survey, Southampton.
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1 Additional information can be found in the appendices: Appendix I: Announcement of the Sustainable 
Innovation Lab; Appendix II: Invitation to Launch Event; Appendix III: The Day’s Agenda; Appendix IV: 
Launch Event Participants; 



Welcome by Simon Colbeck, Head of Innovation at Marks & Spencer 
In his welcome Simon affirmed: we no longer need to argue that there is a challenge; 
awareness has grown and the challenge has been acknowledged that we can no longer 
continue on the trajectories we have been on, that we have to find new and different ways  
for society, business and our treatment of the environment if we want to enable 9 billion 
people to live this planet with acceptable standards of living.  
The question we are now facing is, how to address our  challenge?  Moving towards what 
is becoming known as the concept of the ‘circular economy’2  is not so much a technical 
challenge - a lot of the technical answers are already out there, for example, polymers 
being produced by fungi, just today it has been announced that we might be able to 
produce meat via stem cell growth - as it is a cultural and behavioural one.  Interestingly, 
some noticeable shifts are already happening with the younger generation: a survey 
conducted in Germany with 18-24 year olds revealed that 75% would rather loose their car 
than their smart phone.  It seems that the younger generations define themselves more 
through their networks and connections than through materials goods. 
Simon emphasised that the concepts of sustainability and innovation are invariably 
intertwined whereby innovation does not only refer to technology but (perhaps even more 
so) how we take things to market, how we communicate, how we shift from products to 
services and how we convert what is considered to be waste into raw materials in the 
future.
Very appropriately for the context of our workshop  he concluded that we need to pull it all 
together - to consider everything at the system level. If we are to solve the conundrum we 
got ourselves into and find different ways to grow - or find ways to grow differently.

Experience
To get us all into the right frame of mind Dorothea took us again through one of her 
wonderful exercises.  This time it was about experiencing the operations and being part of 
a system.3  For this we stood shoulder to shoulder in a circle passing a series of messages 
- sounds made with our hands, initiated by Dorothea, on to the person next to us.  The rule 
was very simple: take the ‘message‘ from the person before you and pass it on to the 
person on the other side of you.  It turned out not to be that simple after all!  The original 
‘messages’ given by Dorothea changed while being passed on around the circle, in terms 
of speed, intensity as well as the actual message itself!  It seemed that we were passing 
on what we thought the message was, i.e. we didn’t ‘listen carefully’ and did not seem to 
observe particularly  well but somewhat interpreted the message through our experience 
and expectations.  It also seemed that we were more focused on the process rather than 
the content than understanding and then passing on the message accurately. 
This triggered the thought that how we act depends on how we perceive ourselves and our 
our role.  The following little story illustrates the value of having an inspiring vision in 
systems-building work:
I came across three men chopping stones.  I went up to them and asked the first, “What do you 
do?” and he he replied, "I cut these stones to size, just as my master bids. I am a lowly stone cutter 
and will be working at this job until the day I die.”  I went to the second and repeated my question.  
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3 See Appendix IV for a description of the exercise.



The second stone cutter answered, "I cut these stones to size, 
just as my master bids. I am a loving father, and a husband to 
my wife and shall therefore shape these stones the best I can so 
that I can give them a good life."  When I went to the third men 
he looked at me and said, "I cut these stones to size, just as my 
master bids." Then, raising his eyes unto the skies, his vision 
shining clear he continued, "And I'm building a cathedral to last a 
thousand years."

 
It also seemed that we were more 
concerned with receiving rather than 
giving or contributing.  This reminded me 
of a powerful story told by conductor 
Benjamin Zander about his own shift 
f rom focus on sel f to focus on 
contribution (see insert).4 
Considering music-related metaphors 
can generally prove quite useful in the 
context of management.  What are 
implications for describing the culture of 
your organisation as an ‘orchestra’, a ‘string quartet’ or a ‘jazz band’?  Each of these three 
implies certain relationships, levels of hierarchy, skills and behaviours.  Accepting that we 
are part of a system requires us to embrace a different set of behaviours from the ones 
that served us well in a hierarchical, seemingly  independent context. Much more for the 
latter than the former we are required to listen and observe, to take responsibility, and 
translate the observed into our own context.  Interestingly, it was felt that we might have 
‘performed better’, i.e. paid more attention if there had been an explicit reward and 
punishment regime - though that would also immediately have resulted in competition and 
a blame culture.
After the discussion we engaged in a second round of ‘passing on the message’.  This 
time the message seemed to change much less, and much more attention was given to 
ensuring that the message we wanted to pass on was actually received properly.  This 
also lead to a much more steady pace of the exercise.  Some distortion still happened 
though, particularly  when messages were coming at us from both sides!   It meant that we 
had to prioritise and raised the issue of having the right skills to be able to engage in and 
contribute to a system.  We also realised that the systems in which all of us are actually 
operating are much more complex, making appropriate and shared skill levels throughout 
the system even more important.  It might be true that a system is only  as strong as its 
weakest part, but if each part of the system develops a sense of responsibility for the 
performance of the overall system this can be compensated for by everyone 
understanding their strength and weaknesses, as well as the strength and weaknesses of 
others, so we can give and receive the kind of help that ensures the performance of the 
system at its highest level. 
We also observed that awareness of and understanding systems as well as developing 
experience in operating in systems, i.e. a process of learning is really important.

From ‘it’s all about me’ to ‘what is my contribution’
Conductor Benjamin Zander had a major revelation 
when reading a piece of research on job satisfaction. It 
stated that those playing in small  musical groups, such 
as a quartet, expressed the highest levels of job 
satisfaction whereas those playing in an orchestra 
ranked amongst the lowest, below even street 
cleaners.  He realised that the main difference 
between the two groups was a person such as himself, 
the conductor!  This motivated him to shift his attitude 
from ‘being the boss’ to seeing it as his role to bring 
out the best in each and every one of the players in 
the orchestra.
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Some question to contemplate:
Where is your own focus, on receiving and your own performance, or on what you 
contribution might be ?  What is the position of your organisation ?
When communicating, do you ensure that the message has truly been received, or are you 
satisfied with the fact that you have put the message ‘out there’ (for example by sending a 
round-robin email) ?  Again, what is the attitude at the organisational level ?
Who are your / your organisation’s partners today, and how might that change if you took a 
wider system’s perspective ?

Framing of the Day
Sally reminded us of the 3-tier model (see below) developed by 
researchers at the University of Exeter as part of a review of what is 
happening in the field of sustainable innovation, undertaken on behalf of 
the Canadian-based Network for Sustainable Business (NSB). 
1. Operational Optimisation 

(Workshop 1) - it is about 
doing more with less, i.e. 
saving energy, reducing 
waste, about compliance; it 
is about doing less harm.

2. O r g a n i s a t i o n a l 
Transformation (Workshop 
2) - this is about setting 
targets, changing culture, 
providing incentives and 
working with the supply 
chain; it is about doing good 
by doing new things.

3. Systems Building (Workshop 3) - is based on the realisation that an organisation cannot be 
sustainable if the wider system of which it is part is not.

Drawing on Peter Senge’s declaration that “If the machine model inspired the industrial 
age, the image of ‘the living system’ may inspire a genuine post-industrial age” Sally 
shared the following thoughts on nature-inspired systems thinking, viewing nature as 
teacher and capital. with us:

• Natural systems are driven by the sun (not fossil fuels or ‘buried’ sunlight). 
• In nature there is no such thing as waste. Waste=food; everything is biodegradable and 

provides nutrients for other living organisms. 
• Everything in nature is interconnected and interdependent. 
• Individuals don’t act in isolation. The actions of one individual affect the whole system.
• Nature runs according to cycles and attention is given to feedback; feedback mechanisms 

ensure dynamic balance and continuity, adaptation.
• Natural systems are self-sustaining and abundant.
• Efficiency and effectiveness, competition and cooperation are both evident in nature.
• Nature is diverse and abundant and it is this diversity that helps build  resilience. 

Sally offered three metaphors that relate to the three tiers:

A 3-Stage Framework for Innovating

Companies’ positions on each of the dimensions correspond to the following three stages: Operational Optimization, 
Organizational Transformation and Systems Building.
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Organizations in Stage 1 add environmental and social criteria to existing quality or profit criteria. The result? Reducing 
the harm caused by business as usual. Organizations in Stage 2 see the business opportunity in producing new 
products or services that serve human needs and/or benefit the environment. This can be described as devising a 
business model around “doing good.” Organizations in Stage 3 are positive change agents who view themselves as part 
of an interconnected ecosystem – existing to benefit and change society. 

The Framework at a Glance

6 Innovating for Sustainability: A Guide for Executives
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Business as a Cherry Tree 
• Draws from the work of McDonough and Braungart’s Cradle to Cradle 

Rethinking the way we make things.
• Make a distinction between eco-efficiency and eco-effectiveness whereby the 

former seeks to do more with less while the latter seeks to emulate the 
abundance of nature, and to use this as a design principle for a new industrial 
system. 

• Only a small part of a tree’s blossoms will be fertilised and form cherries or new trees. Under our 
old world view the cherry tree’s strategy could be seen as profligate, inefficient, wasteful and to 
be avoided. 

• In nature, there is no such thing as waste. Blossoms, leaves are reintegrated into the system and 
provide nutrients for other organisms. 

• Cradle to cradle suggest we design products and processes so safely so that there is no such 
thing as toxic waste and we don’t need legislation and regulations. Industrial products can be 
designed for disassembly and so that they provide industrial ‘nutrients’ for other parts of the 
industrial system.

• We need to find ways of maximising economic, social and ecological benefits, and of doing good, 
rather than less bad, emulate and celebrate abundance  and beauty of natural living systems.

• One of the challenges here is that, in most instances, is it currently still cheaper to buy oil and 
virgin materials than to take back and work with recycled materials!  It is also still cheaper to put 
rubbish and waste into landfill than it is to recycle and reuse it.

Business as a Forest 
• Innovative businesses are also taking inspiration from how whole living 

systems work to design new processes, whole cities, links between 
companies. 

• Seeing business as part of a system (not the system). 
• Here business sees itself as a wider set of connections and relationships, creating values out of 

collaborative, synergistic relationships. 
• Emphasis is put on connections between the parts and the relationships between people. 
• GE Ecoimagination, Interface and DESSO are organisations that are adopting closed loop 

manufacturing systems,  cradle to cradle systems where waste of one part of the system 
becomes ‘food’ for another. 

• Ray Anderson, founder of Interface said: “As forests’ symbiotic relationships are understood, new 
organising principles for industry will be revealed.”

Business as a tilted Playing Field
• Many pioneers of corporate sustainability claim that they have progressed as 

far as they can, but need better ‘enabling conditions’ to advance sustainable 
practices further. However, current economic and legal playing field is tilted 
against them. 

• For example around $1 trillion a year in perverse subsidies support ‘business 
as usual’, obscure social and environmental costs, and act as barriers to change (Suhdev 2012). 

• We actually need to dismantle human made barriers to change which lock us in to unsustainable 
ways of behaving; we need to change the underlying ‘rules of the game’, as well as the game 
itself.

• What we need are new incentives, regulations, planning legislation, contracts and partnerships 
that can create the enabling conditions required by businesses that want to increase human well 
being, environmental benefits and still generate strong profits.  

• This deeper systems-level change involves the collaboration of diverse stakeholders working 
together across institutional boundaries.
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Share
In order to truly achieve sustainability  it is not sufficient for individual parts of a system to 
embrace sustainability, it needs to happen in and be supported by all parts of a system.  A 
powerful example of this was shared with me during an interview with a senior manager at 
Unilever.  He explained the importance of looking at the wider system when driving 
sustainability  through the example of one of their products, teabags; he said, “How ever 
much the teabag itself is improved, materials taken out, sustainable resources used in its 
production, none of this changes the fact that the biggest environmental impact is in the 
boiling of the kettle to produce the hot water, accounting for 95% of its footprint. So unless 
we can educate our customers to boil only as much water as they need we will never be 
able to improve the footprint of our product in a significant and meaningful way.”
Or, to draw on an example given by Rene Moretti, we might well focus on improving the 
yield of crops and other plants to secure food supplies for our planet’s population, if in the 
process we are using pesticides that endanger the population of bees will cannot succeed 
in the long run as ⅓ of human food is produced through pollination.
Three stories on what is happening to drive changes at the systems level were shared 
next.
The first story was about Marks and Spencer’s Plan A.  When launched by CEO Stuart 
Rose in 2007 it was not exactly welcomed by the Investors and the City.  Yet break-even 
for the investment of £200 million came much earlier than expected, and by 2009/10 it had 
already added £50 million to the bottom line.

Marks and Spencer’s Plan A, Jo Gordon, Innovation Delivery Manager 
at Marks and Spencer
Plan A was launched in 2007 by  Stuart Rose to address challenges on climate change, 
waste, sustainable raw materials, "fair partnership" and health. Plan A outlined 100 specific 
commitments that were to be achieved by  2012.  The ambition was to become the world;s 
most sustainable retailer.
To start us off Jo showed a short film that provides an overview of what Plan A is and how 
it came about.5   Fundamentally, Plan A - as there was a firm belief in Marks and Spencer 
that there is no Plan B - is about partnership  and ‘doing the right thing, with and through 
people.  Eight areas were identified to help deliver that plan - Leadership, Employee 
Engagement, Dedicated Delivery Teams, Suppliers, Collaboration, Innovation Fund, 
Commitments, Communication - and Jo took us through them one by one.
1. Leadership
As already mentioned, Plan A was very publicly launched by the 
then CEO Stuart Rose, and fully embraced by his successor Marc 
Bolland when he took over in 2010.  Partnership  and collaboration, 
a key theme in Plan A, is brought to life not only  through what 
happens with employees, customers and suppliers but also through 
the Sustainable Retail Supplier Board, an Advisory  Board that was 
set up to support the executive team in its understanding and 
pursuit of sustainability.  So clearly, the entire initiative was very 
much driven right form the top.

 How M&S deliver Plan A
Communication

Marc Bolland: CEO
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2. Employee engagement 
Jo emphasised that sustainability at Marks and Spencer is the responsibility of (and 
opportunity for) each and every employee and to support and enable this it is embedded in 
everyone’s KPIs and objectives.  Beyond being embedded and supported inside the 
organisation M&S also supports its employees to live more sustainable lives outside the 
organisation through offerings such as energy monitors, loft insulation and days off to 
support charities or clean up  their local beach.  Employee engagement is seen to be 
critical to ensure that sustainability is the foundation on how M&S conducts its business.
3. Dedicated delivery teams

To ensure that sustainability  becomes part of 
‘the way we don business’ at M&S, a Plan A 
Delivery Team has been set up  to develop a 
strategy for the implementation of Plan A, 
working closely  with the Executive and afore 
mentioned Advisory Board.  
The strategy then goes to implementation 
specialists in the different business areas 
whereby General Merchandise have local 
Plan A teams around the world.  
While dedicated teams exist to ensure implementation of Plan A, it is clearly understood 
and accepted that it is everyone’s responsibility to deliver Plan A which has been designed 
in a way that everyone CAN get involved and deliver it.
4. Suppliers

An offering is only as sustainable as the sum of the inputs that are going into it.  Therefore 
transparency and collaboration across the supply chain are essential; everything has to be 
traceable back to ‘field’.
In order to enable and facilitate this M&S have establishing Minimum Standards that touch 
every farm and every supplier.  These standards for factories, dye-houses, spinners farms 
etc - have been developed by working closely  with suppliers as well as looking at best 
practice.  In addition collaboration takes place in the Sustainability  Consortium, 
Roundtables and SEDEX.6   Best Practice is communicated and shared through 
demonstration facilities, a website, conferences (such as the annual Sustainability 
Conference) as well as Eco Factories (see also Appendix V).  Awards are given to those 
who go above and beyond the duty or develop their own plans and initiative and everyone 
is brought together once a year for the Annual Sustainability Conference.
5. Collaboration

Collaboration is critical to Plan A.  Jo shared one example where sustainability  was a 
driver for collaboration with an organisation that might not necessarily  be on the list of 
‘usual suspects’.  Reducing, even better eliminating, waste is a big aspect of sustainability.  
Realising that every 5 minutes 9,513 garments are being thrown away, usually going into 
landfill, was a big motivator to do something about it.  In order to prevent discarded 
clothing from entering the waste stream in the first place M&S introduced Shwopping 
where unwanted cloths can be taken into a M&S store.  

 How M&S deliver 

Central Plan A 
Team

Everyone

Plan A 
Implementation 

Specialist- 
Property

Plan A 
Implementation 
Specialist - GM

Plan A 
Implementation 
Specialist - Food 

Dedicated Delivery Teams

RO Plan A 
Team
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Working then with Oxfam M&S ensures that all cloths collected are either recycled or re-
used.7  One example of what happens to the 3.5 million garments have been handed into 
M&S since the initiative was launched was illustrated through a film on an Oxfam project in 
Senegal. Huge packages of handed-back cloths are sorted by type and then sold on 
Dakar market.  All money raised goes back to Oxfam who in turn use it to pout it back into 
projects that help people in the poorest parts of the world to help themselves.
While reusing garments unwanted in the UK in other parts of the world addresses a big 
part of the challenge, a massive challenge still remains: what to do with the garments 
collected that are not suitable for resale? Taking a systemic approach M&S have 
developed an answer to this challenge too: the Innovation Fund.
6. Innovation Fund

The Innovation Fund was set up  to 
cont inue and pick up  where the 
accustomed channels no longer work: 
projects that would otherwise not have 
any traction, be it because they do not fit 
or because there the financial or risk 
aspects don’t work out within existing 
structures.
Unusable garments was one such 
situation.  The Innovation Fund funded a 
project that converted knitted garments 
back into fibres, and used these fibres to 
weave fabrics that could then be used for 
new garments. 

The example on 
the left is the result 
of this process: a 
jacket made using 
recycled wool and 
cashmere.

7. Commitments

The seventh element of delivering Plan A is the pubic and explicit commitment to “become 
the world’s most sustainable major retailer by 2015”. As Jo emphasised, in order to 
achieve this they  had to look at all aspects of our business - and not only their own 
business but also that of their suppliers, and to a certain degree also their customers.  As it 
said on Jo’s slide: “Plan A is about systematically making every aspect of our business, our 
supply chain and customer use and disposal of our products more sustainable.”

 How M&S deliver Plan A

Using the 
Innovation 
Fund we were 
able to deliver 
our first coat 
made from 
Shwopped 
garments.

Innovation fund
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In order to achieve that 
they defined Plan A 
Quality which required all 
aspects and parts of a 
product, which and how 
materials are used, how 
and where they are 
sourced and how things 
are brought to market 
had to be kinder to 
s o c i e t y o r t h e 
env i ronment than a 
convent ional ly made 
product.
Plan A Quality comprises 
7 areas of commitments 
that will help  M&S to 
move from the beginning 
of the journey in 2007 to 
the fulfilment of the 
promise by 2015:
✤ Climate change
✤ Customer 

engagement
✤ Natural resources
✤ How we do business
✤ Waste
✤ Fair partner
✤ Health & wellbeing

In order to be embraced and taken up  each of the Plan A qualities had to be significant, 
genuine and substantiated.  Following the statement “If you cannot measure it, you cannot 
improve it” William Thomson (Lord Kelvin) made in 1924 they also made sure there were 
specific targets set for each of the seven areas.  These are published in an annual booklet 
that lists every commitment and how it is going to be delivered.  As Jo emphasised, 
everyone works with it.  Today already 45% of products have reached Plan A Quality.  As 
Jo said, “still lots to be done but we are getting there!”
8. Communication

The final part of the delivery strategy is communication.  It is essential to keep everyone 
internally and externally  engaged, to ensure that everyone is aware of and aligned to what 
M&S are trying to do, and to bring everyone along with them on the journey.  This is not 
always easy, not least as it requires new and different ways of communication, as well as 
communicating somewhat different things.  Jo shared with us an example of a film made to 
communicate about their Cheshire Oaks store, which is one of three sustainable learning 
stores.8  

Summary Notes SusIn Lab 20th June 2013

Dr Bettina von Stamm! 9

8 For the film on Cheshire Oaks see http://goo.gl/VQ9rpy 

http://goo.gl/VQ9rpy
http://goo.gl/VQ9rpy


Some of the stores key features are: 
✤ It is 35% more carbon efficient; 
✤ It is 30% more energy efficient through the use of a biomass boiler and reclaiming heat 

fro refrigeration
✤ It was built using materials that lock-up carbon
✤ The roof is insulated with material made of recycled bottled
✤ Even the floor tiles are made to 40% of recycled material.
✤ There are electric car charging points and 100 covered bicycle stands.
A little more details on the sustainability aspects of the store can be found in Appendix VI.

As it was said towards the end of the short video, “The store represents the best we do 
today and it will help us doing even better tomorrow.”

Some lessons,
The importance of tackling the sustainability challenge not form one particular 
perspective but through a holistic approach.
The fastest and post powerful way to achieve sustainability-driven innovation is 
through commitment, understanding and support from the very top of the 
organisation.
Setting ambitious and visible targets (even if you do not yet know how to achieve 
them) is critical for translating intent into action.
If you want your employees to engage and get involved devising an agenda and 
action points that are relevant and meaningful for the individual and their work.
If you truly want to show commitment take an approach that goes beyond company 
and business boundaries and reaches into individuals’ personal lives.

Some questions for you:
How can you translate current waste streams and / or by-products into inputs or raw 
materials?  If not for your own organisation that perhaps for someone else ?
What are you organisation’s goals and ambitions around sustainability?  Are they 
driven by what seems achievable or by what is necessary ?
Does the drive for sustainability in your organisation happen on paper or through 
commitments and actions that affect everyone in the organisation ?
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Ramon Arratia, Sustainability Director at Interface 
Ray Anderson, founder of Interface, is famous for having stated 
(in the context of sustainability  and the negative impact of 
corporations activities on the social and environmental context) 
that “One day people like me will go to jail.”  
“Mission Zero” started in 1994 with the audacious ambition to 
become reduce any negative environmental impact to zero by the 
year 2020.  As Ramon commented, this was a very daring 
approach!  In most other countries we would have considered 
what might be possible, say a reduction of 30%, then committed 
to a reduction of 15%, secure in the knowledge that we would be 
able to achieve that.  
We live in a society where we look backwards to 
determine how we will proceed, and are prone to 
taking on tame ambitions that we know we can 
achieve rather than pursuing a worthwhile, perhaps 
even necessary outrageous ambition that we might 
not reach completely.  The problem with the 
currently dominant approach is of course that it 
allows us to continue in existing mindsets, creeping 
forwards at an insufficient pace through incremental 
innovation.
Achieving Mission Zero certainly was not possible 
without fundamentally  rethinking the products from  
scratch. Below just some of the (amazing) results 
that were achieved by the end of 2012:
Results towards Mission Zero (December 2012)
✤ Non-renewable energy  use per unit of production is 

down 61% since 1996;
✤ GHG (green house gases) emissions per unit of 

production are down 41% since 1996
✤ Energy use per unit of production is down 39% since 

1996
✤ 36% of energy used is from renewable sources
✤ 49% of total raw materials are recycled or bio-based
✤ Water intake per unit of production is down 81%  since 

1996
✤ Waste sent to landfill per unit of production is down 91% since 1996
✤ European absolute GHG emissions down by 74% since 1996

Ramon explained that these results were made possible by shifts in two paradigms: 
around the product, and around the wider system.
If the old paradigm only things within organisational boundaries would be taken into 
consideration.  It seem to have been predominantly about appearances, awards and 
labels.  Yet thinking from the Interface example, the actual manufacturing of carpet at 
Interface that is low compared to the manufacturing of the raw materials needed. 
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A little background

Interface was set up by Ray C. Anderson in 
1973 when he realised that there was a 
market for flexible floor coverings.  From 15 
employees at the outset Interface is 
employing about 3,000 people today on 33 
manufacturing sites and sales in 110 
countries in the Americas, Europe and Asia 
Pacific.  

Even though Dupont, inventor of Nylon has 
declared it impossible to recycle this 
materials, Interface succeeded in producing 
a carpet tile made from 100% recycled 
nylon face fibre and a layer of 100% 
recycled vinyl material in the backing in 
1998. Interface was the first carpet 
company to receive Environmentally 
Preferable Product (EPP) certification 
(2003), and also the first company to 
introduce Climate Neutral product offering.

From an innovation perspective also 
interesting that Interface was also an early 
user of the internet with the introduction of 
an online product catalog in 1999.

Notable though perhaps not surprising that 
Interface has been named by Fortune as 
one of the “Most Admired Companies in 
America” and the “100 Best Companies to 
Work For.” 



Paradigm 1 - Product

The graph on the right shows the impact of 
carpet tiles by different aspects and stages of 
its life cycle. We can see clearly that the yarn 
used for the production of a carpet tile is with 
45% the biggest contributor to the tile’s 
footprint.  Unless we consider the whole life 
cycle of our products and its ingredients we 
will never be able to reduce its negative 
impact.  This generally means that we need to 
redesign our product from scratch - not 
something that many organisations are happy 
to engage with !  
As Ramon described it, looking at the single 
item with the biggest impact, the yarn, also 
meant to challenge the core essence of their 
product.  I very  much liked the phrase Ramon 
was using: it meant acknowledging the 
elephant in the room.  I have deliberately 
chosen the picture of an amazing and beautiful 
elephant, as Ramon also described and 
explained how acknowledging the elephant in 
the room allows for the identification of 
amazing opportunities for innovation and 
growth, beyond the existing organisation’s 
boundaries.
What did Interface do to tackle the ‘yarn 
issue’? They pursued three avenues,

1.Reduce the amount of yarn currently used: 
they developed microtuft products which 
are using 350g versus 700g of yarn; in 
2012 these products accounted for 14% of 
total sales;

2.U s e m o r e r e c y c l e d y a r n i n t h e 
composition: in March 2013 100% recycled 
yarn was available in over 368 colours;

3. Invent a new yarn.
The chart shows the impressive 
reduction in kg CO2 equivalent in 
carpet tiles since 1996 and illustrates 
just how important it is to work at the 
right level.
In the end it is of course the ambition 
to create products that a ‘circular’, i.e. 
Where all materials used in the 
manufacture and use are recycled in 
their entirely  at the end of the useful 
product life cycle.
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Finding the magic metric

Being able to identify  a ‘magic metric’ is a great way of focusing people’s mind.  The metric 
should of course address a biggest issue, something that really makes a difference. For 
the car industry  gram of CO2 per kilometre (gCO2/km) has become this magic measure 
which is used at all level to influence behaviour: 
✤ EU level: industry-wide targets (95 gCO2/km by 2020 or there will be a fine) & 

requirement of displaying gCO2/km on all car advertising;
✤ National level: company car tax and road depends on gCO2/km and this is starting to 

influence purchasing behaviour
✤ City  level: e.g. cars with less than 99 gCO2/km do not have to pay congestion charge in 

London, in Salford such cars get free parking
Considering the portfolio level

Ramon also pointed out that successfully reducing footprint of an organisation’s offering 
requires to look beyond individual products and start working at the overall portfolio level.  
On the journey towards zero emissions there will always be products in the offering that 
are more sustainable than others.  It is part of the organisation’s responsibility  to work on  
educating and convincing their customers to shift towards the most sustainable products!  
Which means, for example, convincing customers to move away from the high-status high 
pile carpets towards the more sustainable yet lower pile carpets - another elephant in the 
room ....
Ramon also raised the question what else 
could be done to shift from the worst products 
on offer to the best products on offer, thereby 
shifting the overall curve over time.  Education 
and conviction through the producer is one 
option, here a few others: 
✤ Retailers could choice edit, i.e. Exclude 

certain products from their offering,
✤ Regulation could:

- Ban the worst products
- Tax ‘bad’ products more than ‘good’ ones - why  should people pay  the same tax for a 

carpet that has 20% CO2 as for one that has 5% CO2?
✤ Reward with labels that help consumer make their choices

For the car industry a lot has happened in the past five years due to the fact that there is a 
‘magic metric’.
Paradigm 2 - Wider System

A shift from product to system for the automotive industry  would be to move from 
considering cars to looking at, for example, the transport system of a city. One of the big 
levers here are substitution; some of the options and possibilities that came up were,
✤ Park & Ride
✤ Sharing (e.g. Zipcar)
✤ Shared ownership
✤ Home working
✤ Cycling 
✤ Reliable & frequent public transport  

Today’s worst products               Today’s best products

Today’s average          Tomorrow’s average
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When looking at sustainability challenges from a wider systems perspective many more 
opportunities and possibilities arise.  Whether these are noticed depends on how an 
organisations define their raison d'être.  If you recognise this as an opportunity  you can, as 
Ramon put it, Zero other’s out!  Here some example from Interface of where they have 
encroached the territory of other industries :
✤ Glue manufacturers: TacTiles - rather than gluing 

the entire tiles to the floor which generally  causes 
damage to the substrate as well as consuming large 
quantities of glue, Interface has developed TacTiles 
which have an adhesive in each of the four corners 
of the tile; 30 million tacTiles are sold each year 
which equals 20% of products sold globally.

✤ Zoning furniture: Zoning - using the full flexibility  and design capabilities of 
carpet tiles to create all kings of zones within open spaces.

✤ Wall coverings: Covering walls - using floor tiles to cover walls, improving, 
for example, acoustics and insulation.

So when thinking sustainability, and considering the wider system a lot of innovation 
opportunities arise!  However, it should also be pointed out that one critical enabler for 
moving into territories that are new for the company is trust.  Marks and Spencer’s move 
into, for example, green energy and banking would not have been possible had there not 
be fundamental and extendable trust from their customers.
However, even with all the opportunities and possibilities one challenge often remains: that 
it tends to be cheaper to throw away and buy new rather than recycle or repair, and there 
are not that many customers who are willing to may more, nor do investors appreciate 
sustainability  over profitability.  This is another reason why it is important to think at the 
systems level, i.e. how can we influence conditions in our industry, how can the market 
skewed in favour of sustainability? (Lobbying and collaboration are some powerful vehicles 
to achieve that.)  And it is a reason to think how to move from product to service where the 
ownership or products and materials remains with the company.

Some lessons
It is essential to understand where your efforts / changes would really make a 
difference.
This may well require you to challenge what you do, and how you are doing it.
It will also require you to look at the wide system.
It is the people who own the relationship with the customer who are the ones who are 
able to disrupt.

Some questions for you:
Do you know what ‘the elephants in the room’ for your organisation are ?
What are aspects of the system that need to be involved / changed in order for true 
sustainability to be achieved?
What are new territories that thinking at the systems level would let you move into ? 
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Andy Middleton, Founder of the tyf group
When starting his presentation by explaining that many thought that living in a far corner of 
Wales meant living ‘at the end of the world’ whereas he considers himself to be living ‘at 
the start of the world’ made clear immediately, how much our attitude, and therefore how 
we express things, influences the understanding and possibilities we create. 
The main theme of Andy’s presentation was about implications of our predominant attitude 
towards risk for embracing sustainability, and what we can learn from an outbound 
adventure company when engaging in systems building for sustainability, illustrated 
through the example of Wales.  
Some Thoughts on Risk

Part of Andy’s background is running an outbound 
adventuring organisation in Wales, taking 
individuals and groups of all ages from all walks of 
life into nature for sea kayaking, coasteering and 
other exciting activities. Just looking at the pictures 
on the right one immediately understands that these 
activities are not without risk, so not surprising, 
running this business has taught Andy a lot about 
risk.
The way risk is considered and managed in his 
organisation is quite different though from how most 
businesses manage risk - as Andy put it, “If we managed risk in our business like other 
businesses, we would be killing people every week.”  I should mention here, that in his 
over 25 years experience of running this business and taking around 200,000 people to 
play in wild places, they’ve never had a serious injury.  Part of managing risk in his 
organisation is about understanding, and preparing for, what might happen.  Going 
kayaking in rough water conditions or extreme rapids will require different kinds of 
preparation and approaches that trundling down a gentle river.  Even though knowledge is 
never perfect, making the best guess and anticipating what is ahead, and preparing for it 
are key.
So how does business manage risk?  The graph on the right, 
mapping probability and impact of projects or events, will be 
familiar to most.  This matrix is used in many businesses to 
determine how much senior management attention should be 
given, depending on where on this matrix a project is.  If 
something is ‘in the red’ it will probably be reviewed by senior 
management on a weekly if not daily basis.
It would be unfair to argue that management does not 
anticipate and manage risk, it just seems that the fundamental 
challenges and risks that drive the necessity to consider 
sustainability  more, such as climate change, a reduction in biodiversity, mounting national 
debt, pollution, dwindling natural resources and scary increases in population, are 
somewhat not on the radar of organisations - at least not to the degree that they should 
be.  Given how critical all these challenges are, not only for governments and individuals 
but of course also for businesses, it is surprising that most organisations (and 
governments) seem to treat them as if they were green. If you asked in organisations how 
many people are dedicated to dealing with these challenges many organisations would 
probably struggle to identify one...
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Preparing for Sustainability

Andy argued that the big shift that needs to happen is that we / businesses/ governments 
need to start to prepare properly.
Part of preparing properly is to re-define how we measure our performance. Presently we 
seem to spend far too much effort on doing things right, instead of doing the right things!  
Many organisations, and particularly government, like to think that they can play it safe, by 
only promising things they know they can deliver, rather than working on things that need 
to be done.  For example, they would never promise to ensure that all kids would know 
how to cook a healthy meal by the time they  leave school.  They know they would not be 
able to deliver, so they don’t even attempt to start that journey.
Andy’s chart describes the dilemma: we can either 
play by the rules or we can play by reality.  
Presently we seem to operate on the left hand side 
of the framework: we are playing by the rules, either 
for effect without impact - which is the bottom left, 
or with great effect but with the wrong results - 
which is the top left.  While we are at least 
addressing ‘reality’ on the bottom right, we are 
entirely  ineffective - which is the realm of, as Andy 
put it, tree huggers.
A big challenge is that in order to get to the top  right 
corner we need to start asking entirely different 
question and forget what we believe is and isn’t 
possible.  We need to accept that, right now, we do 
not have the right answers, we need to accept that 
in order to find the right answers - or even the right 
questions - we need to play around, experiment, 
learn (what some might call ‘fail), and we need to 
accept that we can only find possible answers by 
collaborating and innovating in radical, new and 
different ways.
Companies that calm their conscience by sending 
their executives to perform community services are frustrating and upsetting Andy; as he 
said, “It is a complete waste of talent!  You should not ask people who earn £100k to paint 
sheds. You should not use sustainability  experts to collect plastic form the beach.”  What 
he proposes is to let go of traditional CSR and create corporate social opportunities 
instead. 
So, how to translate some of these insights and learnings into reality ?
Wales

Wales, home to 3 million people, is an exciting place to be, especially now, as it is the first 
country that is in the process of legislating for sustainability.  Once this process has been 
concluded, sustainability will be a legal duty for the public service sector in Wales.  Indeed, 
since devolution sustainability  has been a central part of the country’s constitution and has 
already led to some reshuffle of government.  While about half of local authorities are still 
in special measure about some elements of their performance, and there are not always 
the tangible consequences for those who are under performing, i.e. not enough CEOs are 
loosing their jobs when failing to deliver, all actions taken are moving into the right 
direction.  
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Examples of what is happening to move towards making Sustainable Wales a reality 
include the country’s key strategic document, One Wales, One Planet, which was 
developed jointly  with the WWF and set out how to live within the planet’s resources within 
one generation, the combination of the Environment Agency, the Countryside Council and 
the Forestry Council to form the Natural Resource Commission, and the collaboration with 
the Ellen MacArthur Foundation to support preparation for the forthcoming 
environmental bill on what an ecosystem based on the circular economy might look like.  
They are also working with PWC  to build a Transparency Toolkit for SMEs; TYF’s goal is 
that unless businesses of all sizes are using appropriate sustainability  reporting tools and 
are becoming more transparent they  should not be eligible to receive any government 
grants or other support.
“Slipstream Wales is all about bringing together a bunch of organisations, neither of which 

has the answer but all of which are willing to try and play.”
Fundamentally, what they are doing is using Wales as the 
world’s prototype lab  for system-scale, country-wide 
sustainability.  Looking at nature for inspiration is part of it; for 
example, what can we learn from the geese who are able to 
save 65% energy by flying in formation, sharing leadership 
and ensur ing a constant flow of informat ion by 
communicating effectively together ?
Sleepstream Water is one of the project they are working with a wide range of 
organisations in to determine the true price for water.  Dwr Cymru Welsh Water is a mutual 
company with one share which is owned by the people of Wales.  Currently £7 million are 
spent per year for clearing products from drains, products and packaging from FMCG 
companies such as P&G and Unilever.  These companies are invited to join - if they are 
not interested they might feel the consequences, particularly as companies such as 
subscription retailer Splosh is sitting in the wings, ready to supply communities directly and 
in a sustainable way with cleaning products instead.
10 Jars - is about teaching every child biomimicry & innovation by having everyone grow 
the contents of 10 jars of food from seed to shelf, including exercises to brand, sell or gift 
what they have produced.  This enables them to learn planning, systems thinking, 
innovation and so on.  Similar exercises can be developed to help  understand issues 
around energy, waste and other resources.
Working with the concept of Reality Glasses which is about bringing everyone up to a 
certain level of knowledge and understanding equivalent to ‘competent crew’ in sailing.  
Whereas  x-ray glasses tell you what had already happened, reality  glasses tell you what 
is likely to happen next through better pattern recognition.  As Andy put it, if you are on a 
yacht when the wind is blowing strong, with a bunch of passengers who have never sailed 
before you are in trouble; if you face the same situation with everyone being at least 
competent crew you can have a lot of fun!”
To help people understand where we need to get to Andy often talks about the Oak Tree 
Test.  When an acorn decides to grow it will take into consideration a wide range of factors 
such as the quality  of soil, temperature, nutrients, sunlight, squirrels and so on; these 
factors are not only taken into consideration when germinating, but for the entirety of its 
life, and for the duration of its life it is the entire tree, every  part of it, that doing the 
sensing.  It is useful to think about what the Oak Tree Test would mean for organisations or 
communities if they all had the same level os sensing about what is going on there and 
with whom?  If we can get more people to do some sensing more of the time, and feed the 
insights back into the system, e.g. a wiki, we will be much better prepared for what is 
coming, and in a better position to deal with it.
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Play  for the  Planet is about developing a system that rewards those who give the most. 
TYF give 20-50% discount on their adventures and ‘first refusal’ on sales lists from 
Patagonia to the people who spend their time working on sustainability and social 
innovation.

Some lessons
We will never have the right answer so we might as well start.
When you want to clean up rivers, start with the cleanest ones; that gives you visible 
results - and hope to people that change is possible.
Don’t wait for everyone to get on board, start playing with those who want to play

Some questions for you
Are you playing by the rules or face reality - How well is your organisation prepared 
to face the challenges of sustainability ?
Whom can you engage to start playing ?
What kind of ‘controlled experiments’ might you be able to initiate to prepare for 
sustainability ?

Conceptualise
If the morning was more about hearing stories of individual organisations (or countries…) 
and how they are driving change at the systems level, the afternoon was more focused on 
exploring some broader contextual factors that help  create conditions for sustainability-
driven innovation at the systems level.

Rene Moretti, Founder RM Sustainable Management, Formerly VP 
Environment & Public Affairs at Lafarge

Rene shared with us his thoughts on the importance of identifying the right metrics as well 
as the role of government in creating an environment that is conducive for embracing 
sustainability  driven innovation which are based on his 40 years experience of working in a 
global organisation.
With the title of his presentation, Collective Duty, he wanted to emphasise the importance 
of a collective and collaborative approach; as he put it “Because we will not succeed if 
every single organisation tries to solve the problem on their own.”  He identified three 
major players: business, rule makers (government) and civil society. In theory the 
interaction between the three goes as follows: civil society elects the rule makers, the rule 
makers are ruling the business, and business is serving the civil society.  That is the theory 
and quite nice but, as Rene also noted, it does not work.  The reason it does not work are 
because everyone is rather short-term minded: business wants short term profits, 
governments want to be re-elected and everyone is waiting for their neighbour to make a 
move first.  So in order to make the threesome collaborate in a way that leads to 
sustainability we need to find ways of influencing the context and the relationships. 
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The reason why we should be concerned 
with finding a way is the graph from the 
WWF Living Planet Report - an earlier 
version of which we have seen in the first 
workshop.  This graph is somewhat different 
in as much as it takes into account of the 
inequalities of distribution of revenue.
In order to move into the sustainability  zone, 
the green zone in the bottom right corner, we 
need to stop expanding, in terms of 
population as well as consumption.  This 
means the maximum allowed footprint per person is 1.8.  However that is today, if we are 9 
billion people on this planet it will be considerably lower.  Not only is the overall population 
growing, this is compounded by the fact that we are all living longer.  I remember hearing 
in a recent presentation of the RSA that ⅔ of anyone over 65 who has ever lived is alive 
today!
As Rene emphasised, we will never solve the problem if we do not know how to measure 
progress and of course the question is, what is the right metric - which connects closely 
with the argument made by Ramon in the morning.  
Think for example about the ecological footprint. The two tables below show (a) the 
ranking of countries according to their ecological footprint as considered traditionally and 
(b) the ranking taking into consideration the country’s natural capacity9 which results in a 
very  different ranking.  (We should also not forget that the ecological footprint only  takes 
CO2 into account re. emissions. Other emissions and waste are not included)

The importance of pertinent metrics
(2008 ecological footprint figures from Global Footprint Network)

3

Individual footprintIndividual footprintIndividual footprint

gha/cap Nb of 
planets

USA 7.19 4.04

Australia 6.68 3.75

Canada 6.43 3.61

France 4.91 2.76

UK 4.71 2.65

Germany 4.57 2.57

Japan 4.17 2.34

China 2.13 1.20

India 0.87 0.49

Country 
biocapacity

gha/cap

3.86

14.57

14.92

2.99

1.34

1.95

0.59

0.87

0.48

Country footprintCountry footprint

Nb of 
countries

Japan 7.07

UK 3.51

China 2.45

Germany 2.34

USA 1.86

India 1.81

France 1.64

Australia 0.46

Canada 0.43

(2008 ecological footprint figures from Global Footprint Network)

Big bang or big crunch?

2
Source: WWF - Living Planet Report 
2012
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human economy. Hence what is considered “useful” can change from year to year (e.g. use of corn (maize) 
stover for cellulosic ethanol production would result in corn stover becoming a useful material, and thus 
increase the biocapacity of maize cropland). The biocapacity of an area is calculated by multiplying the 
actual physical area by the yield factor and the appropriate equivalence factor. Biocapacity is usually 
expressed in global hectares.



Many of the metrics and measures we are currently using seem to miss the point they  are 
trying to make.  For example, one aspect that is sued to assess the environmental impact 
of factories is to consider the amount of dust as measured in milligrams per cubic meter.  
As someone living lose to that factory I am not so much concerned with that as the 
absolute amount of dust I am breathing in on a daily basis. 
The challenge is, what actually IS the right measure?  GRI (Global Reporting Initiative) is 
offering guidelines for companies who want to report against the triple bottom line though 
there is no obligation to use this agreed set of indicators.10

Rene argued that in our move towards 
sustainability  we need to tackle three 
issues: production, individual consumption, 
population; the relationship between them is 
shown in the graph in the right.
The only one improving in recent years has 
been on the element of production - and this 
is not enough to compensate the increases 
in the other two.  Rene also pointed out that 
about 90% of the population do not really 
know what GDP and growth actually mean, assuming that as long as GDP is going up 
everything is fine - which of course it is not.  However, with GDP being the key indicator for 
measuring progress wrong decisions will be made.  Measuring the wrong things leads to 
the pursuit of the wrong things.
Two fundamentally  different  perspectives on how to address the problem 
were introduced.  The thinking of Thomas Malthus (1766-1834) describes 
one; he declared that the only  possible recourse is to slow our progress: a 
good citizen is one who reduces, reuses and recycles. This is generated with 
regulation, incentives and social or moral pressure.  This is a reductionist 
approach.

For winner of the Nobel Prize in economics Robert 
Solow (born in 1924), innovation is the most powerful driver of 
productivity. Building on his theory Paul Romer (born in 1955) 
argues that growth has no natural limits because the capacity for 
technological innovation is unlimited.

Rene argued that Thomas Malthus is fundamentally  right and innovation absolutely 
necessary, but if you tell people innovation is the unique solution they will not consider it 
necessary to change their ways.
Given all of the above, what is the impact of the regulatory framework?
Rene gave us the bad news first, stating that ”Present regulations don’t contribute to the 
massive shift which is dramatically needed, as they are (a) much too weak, which leads to 
brown products being cheaper than green ones. No product should be allowed to be 
placed on the market without a 100% recovery potential at the end of its life, and (b) not 
global, which leads to unfair competition that cannot be tackled due to World Trade 

GDP

The human impact factors of 

4

Production 
Resources & 
impacts/unit

Individual 
Consumption

Units/cap

Population
Number of cap

X X

Reduction vs. Innovation

For Thomas Malthus (1766-1834), 
the only possible recourse is to 
slow our progress: a good citizen is 
one who reduces, reuses and 
recycles. This is generated with 
regulation, incentives and social or 
moral pressure.

5

For Robert Solow (born in 1924), Nobel 
Prize in economics, innovation is the 
most powerful driver of productivity. 
Building on Solow’s theory, Paul Romer 
(born in 1955) argues that growth has 
no natural limits because the capacity 
for technological innovation is 
unlimited.

Reduction vs. Innovation

For Thomas Malthus 
(1766-1834), the only possible 
recourse is to slow our 
progress: a good citizen is one 
who reduces, reuses and 
recycles. This is generated with 
regulation, incentives and social 
or moral pressure.

5

For Robert Solow (born in 1924), 
Nobel Prize in economics, 
innovation is the most powerful 
driver of productivity. Building on 
Solow’s theory, Paul Romer (born 
in 1955) argues that growth has 
no natural limits because the 
capacity for technological 
innovation is unlimited.
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reporting framework that is widely used around the world. For more information see https://
www.globalreporting.org 
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Organisation rules.”  The good news he saw was that, “Despite the weakness of 
regulations and the presence of perverse subsidies, a lot of innovative initiatives can be 
developed to align sustainability and profitability.”
Through the graph overleaf he outlined how pressure - regulatory, financial and moral - 
might be turned into innovation opportunities.

7

Turning pressures into innovation 

Regulatory 
pressure

Financial 
pressure

Moral 
pressure

Compliance & standards
Ensuring compliance with regulation

Designing internal standards
Lobbying for stronger regulation

Industrial ecology
Reducing natural resources consumption

Phasing out waste landfilling
Reducing valued emissions (GHG, SO2, 

NOx..)

Building trust internally & externally
Employees awareness

Risk management
Stakeholder relationship management

Communication/Reporting

Organisation,
Governance,
Policies and 
management 

systems 
suitable for 
boosting 

SUSTAINABLE 
INNOVATION

To then engage everyone in embracing and making use of these innovation opportunities 
Rene referred to a Harvard Business Review article, “The power of collective ambition” 
published in 2011.  The article suggests that in order to engage everyone in innovation you 
need to create a compelling story of the company’s future and a collaborative process for 
building the capabilities to achieve it. Fundamental ingredients are,

✤ Purpose: the company’s reason for being, the core mission of the enterprise
✤ Vision: the position or status the company aspires to achieve within a reasonable 

time frame
✤ Core values: the guiding principles that dictate what you stand for as an 

organisation, in good times and bad; amazing how little employees know their 
organisation’s values

✤ Targets and milestones: the objectives you define and the metrics you use to assess 
progress towards the vision

✤ Strategic and operational priorities: the actions you do or do not take in pursuit of the 
vision

✤ Brand promise: the commitments to stakeholders (customers, communities, 
investors, employees, regulators and partners) concerning the experience the 
company will provide

✤ Leaders’ behaviour: how leaders act on a daily basis as they seek to implement the 
company’s vision and strategic priorities, strive to fulfil the brand promise, and live 
up to the values; 2-3 bad people can undermine the whole system

The article also contains a self-assessment questionnaire that allows you to assess 
whether you manage your organisation sustainably.11
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11 The questionnaire can be found in Appendix VIII; the pdf of the full is available on The Power of Collective 
Ambition (or google the title of the article).
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The final point Rene made was about the importance and value of sharing.  As he put it, 
“Sharing is a low hanging fruit with the potential of a true breakthrough” and the example 
of the power of sharing he offered was from General Mills. “In 1878 at General Mills an 
explosion destroyed the largest flour mill. The company’s founder developed a far safer 
technique for milling flour. Rather than patent it, he gave it away to all his competitors. 
Everyone in the company knows the story and is proud to tell it. It is part of the heritage.”
Depending on where the sharing takes place `Rene also identified some challenges that 
need to be addressed before the potential can be realised:
• Sharing within the company: needs to overcome the NIH (not invented here) syndrome 
• Sharing within a sector: needs to address the competition issue 
• Sharing within the whole business: valid for social innovation and some technological 

ones 
• Sharing at large: Between business, law makers and civil society. Between cities, 

countries... 
In his experience the most powerful way of overcoming the challenges is to design a 
system that rewards sharing and collaboration.

Rene’s summary points were,
• We desperately need pertinent and global regulations as well as the extinction of 

perverse subsidies 
• Even within the present regulatory frame a lot can be done by the business to align 

profitability and sustainability 
• We need to create the conditions for the innovator potential existing in everyone to 

materialise 
• Sharing is the way to improve hugely in the short term, but some barriers shall be 

overcome 

Rene closed with a quote from Michelangelo:
“The greatest danger for most of us is not that our aim is too high 

and we miss it,  
but that it is too low and we reach it.”

Some lessons
Reiterating the importance of identifying the right measure; the challenge is to find a 
measure that is meaningful and effective - and one that is easily  understood and can 
be measured.
If we want people to share and collaborate then we need to put mechanisms in place 
that will allow them to do so (or remove barriers that may be embedded in existing 
systems).
If you want people to innovate you will find that a carrot tends to work much better 
than a stick.
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Some questions for you
What are mechanisms and incentives for people in your organisation to collaborate, 
particularly across  boundaries (between teams, departments, business units, 
organisations, etc) ?
What is the compelling story your organisation has to tell in the context of 
sustainability ?
How and where do you look for collaborators in the sustainable innovation field ?

Michael Pitts, Lead Specialist at the Technology Strategy Board (TSB)
In the final presentation of the day Mike explained the work of the Technology Strategy 
Board (TSB), the Innovation Agency of the UK Government whose remit it is to invest in 
business-led innovation projects with particular emphasis of trying out the slightly more 
adventurous ideas.  Everything they do is about “How can we help  UK business bring new 
ideas and technologies faster to market?”  They run over 60 competitions this year, often 
themed, committing £250m, involving 4,000 companies and maintain networks with over 
60,000 members.  Mike pointed out that all staff at the TSB come originally from industry
Mike also introduced Horizons, a tool the TSB has developed 
in collaboration with Forum for the Future.  The tool enables 
individuals and organisation to understand the trends and 
challenges we are facing better, and based on a better 
understanding can develop propositions and solutions that 
contribute towards a sustainability future.  
Mike’s job is to ensure that sustainability  thinking is embedded into everything the TSB 
does.
Role & Working of the TSB
The TSB was set up  by the UK Government to address the causes of the following five 
challenges identified with regards to innovation in the UK:
1. Due to constraints of access to capital technical and financial risks business 

investment tends to be too low and too late;
2. As Innovation disrupts value chains and business models, new partnerships are 

required to build new supply chains; investment and innovation are required at multiple 
points;

3. Longer term trends are not visible to all players so awareness for impact and 
opportunities from emerging technologies & policies needs to be increased;

4. Being fragmented and difficult to navigate with knowledge flowing imperfectly the 
existing Innovation infrastructure can be complex and inefficient;

5. Government does not make best use of its levers such as procurement, regulation, 
standardisation, fiscal incentives.
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F r o m c o n c e p t i o n t o m a r k e t 
introduction is a wide playing field.  
The graph below shows where the 
TSB is active, using Technology 
Readiness levels as indicator for the 
maturity of an idea.12

In order to support organisations in the 
middle phase (somehow reminds me 
of the ‘valley of death…) they work 
with a whole range of different tools 
(see below).

In their work the TSB focus on 
certain industries as we as certain 
technologies with high-value 
manufacturing and digital services 
as cross cutting themes.  
Sustainability has to be part of 
everything the TSB gets involved in, 
aiming to contribute to answering 
the question how we get the 9.5 
billion people that will be on our 
planet by 2050 to live well.  
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The graph below gives an indication on where the TSB is expecting to spend their budget 
in 2014-15.

Some of the system type problems the TSB have been looking at for a while now include,
✤ Challenges around ageing population & healthcare - if the trajectories we are on 

continue unchanged, every person at the age 18 would have to become a nurse by 
law.  Clearly this is not going to happen.  At the same time we do know that the best 
way of keeping people fit and healthy is to keep  them involved with people.  What 
does that mean for how we build communities?  How do we build our buildings?

✤ What are consequences of urbanisation? 
How can we make cities work better? How 
can we get the good things in cities help 
solve the bad ones?

✤ We know that prices for commodities will 
explode (see graph).  We need to start 
d e v e l o p i n g r e s o u r c e e f fi c i e n c y 
programmes which is something that is 
too big for individual company to address.

In their applications they are seeking information on 
the ‘why’ - what is the problem you are trying to 
tackle (is there is market), the ‘what’ - what is your 
offering (what is the product or service), and the 
‘how’ - how you are going to do it (what is the 
underlying technology.  They also think very 
carefully  about timing - is it right both from a market 
and technology perspective?

Driving Innovation

Source: Grilli and Yang; Pfaffenzeller; World Bank; International Monetary Fund; Organisation for Economic Co-operation and Development 
statistics; UN Food and Agriculture Organization; UN Comtrade; Ellen MacArthur Foundation circular economy team – image from  their ‘Towards 
A Circular Economy ‘report 

Extraction is predicted to account for 
40% of the world’s energy use by 2050 
[Green Alliance (2011) Reinventing the Wheel: A circular economy for 
resource security] 
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Horizons 
“Horizons is a practical tool designed to help you identify the big trends, issues, risks and 

opportunities coming your way. Use it to develop and test your strategy, inform commercial 
decisions, and drive new innovation.”

Horizons.innovateuk.org 

In their work the TSB have experienced that businesses are pretty good at thinking about 
the technology trends that are shaping markets as well as thinking about economic 
challenges and drivers; however, they are relatively  poor at thinking about environmental 
and social values that drive the markets.  In order to help  business address this 
shortcoming the TSB got together with Forum for the Future to investigate what a 
sustainable economy actually means and look like, and then develop  a toolkit that helps 
organisations to understand drivers of the future as well as what it would mean to embrace 
these in a sustainable way.13   The chart below is the summary overview of the areas that 
are covered by  the tool, the main part of which is a deck of cards (for examples see further 
below).

Mike pointed out that these cards are not only for the industry  to use, but every  part of their 
own strategy has to go through the process of using the cards.  Using the cards is a great 
facilitator of open conversations - especially those cards that do initially not seem 
particularly relevant to the business tend to provoke the most interesting and insightful 
discussions.
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Below some screenshots of the topics covered under the three broad headings of 
‘environmental boundaries’, ‘social and political factors’, and ‘essential needs’, describing 
characteristics of sustainable economy, that are addressed through the cards.  

! !
As Mike put it, the cards help  you to understand how to respond in terms of what you 
must, should and could do.

!
While the cards can be printed off for offline use, the nudge questions, case studies and 
examples make the tool ever more powerful online.  In Mike’s experience it is amazing 
how quickly one can come up with clever ideas.
It is interesting that Mike pointed out that he felt that the ’trust’ card in the set is perhaps 
the most important one.
System Innovation
The final part of Mike’s presentation was about system level innovation as defined by Mike 
as “A set of interventions that lead to a shift in a whole system (a sector, a city, an 
economy) on to a sustainable path” and is about “solving the tricky sustainability  problems 
that are too big for one organisation to tackle on their own”.
The graph shows the different levels of the 
wider innovation system.  The Horizons tool 
operates at the economy level.  For system 
change we need to get consortia aligned 
around sector level issues.  Much of the work 
of TSB takes place with companies and 
consortia with a focus on encouraging 
companies to work with partners with whom 
they have not worked before.  In order to work 
towards sustainability  it is of course essential 
to think particularly carefully about the 
composition of the consortia as sustainable 
solution generally require input from a wide variety of different sectors and industries 
because:

‘Today's problems cannot be solved if we still think the 
way we thought when we created them’

Albert Einstein

economy

sector

consortia

company

System Innovation

individual

Feasibility Studies

Collaborative R&D
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Some lessons
Trust is an absolutely critical ingredient for developing a sustainable future; it is 
required to collaborate with 
Education, facilitation and the availability of appropriate and relevant tools are critical 
to considering and designing a sustainable future.
Collaboration with those inside, collaboration with those outside, collaboration with 
those you never thought of before. 

Some questions for you
How can you define your organisation’s skill set and contributions so that a 
meaningful playing field for sustainable innovation evolves, a playing field that aims 
at truly meaningful and impacting change ?
What kind of tools and techniques do you use to anticipate and understand what a 
sustainable future is and looks like ? (Do let us know if you have some interesting 
ones!)
Are you aware and looking out for funding opportunities that might help you explore 
and engage with a sustainable future ? (Again, do let us know if you have some 
interesting ones so we can share them with the group!)

Plant & Harvest
The tables below provide a summary of the feedback form the World Cafe setting14 
discussions on the following three questions:
1. What should the role of the Individual be in shaping sustainable society ? What are the 

challenges and barriers ?  How can the be overcome ?
2. What should the role of Business be in shaping sustainable society ? What are the challenges 

and barriers ?  How can the be overcome ?
3. What should the role of Government be in shaping sustainable society ? What are the 

challenges and barriers ?  How can the be overcome ? 

Role Challenges & 
Barriers

How to over come them

IndividualIndividualIndividual

• Passing on values and moral 
education through education / 
parenting

• We van vote with out feet in what we 
buy and which government we elect

• What do we want in life
• Shift of what we consider to be our 

needs

• Society is geared 
towards consumption

• Convenience is big 
factor

• Apathy
• Cognitive dissonance
• A lack of role models

• Raise awareness / education
• Turn the marketing messages back / 

honest marketing
• Help people imagine a future
• Move from quantity to quality
• Nurture and encourage longer term 

thinking
• making it more convenient
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Role Challenges & 
Barriers

How to over come them

BusinessBusinessBusiness

The feedback from this table was very short and distinct!  After noting that we should be careful not to talk 
only in a way that is relevant to large businesses, the role for business was to create demand for a 

sustainable society.  After all, if there is something business know how to do it is to create demand! A 
desirable shift would be to focus creating more products and services that can be shared. 

The feedback from this table was very short and distinct!  After noting that we should be careful not to talk 
only in a way that is relevant to large businesses, the role for business was to create demand for a 

sustainable society.  After all, if there is something business know how to do it is to create demand! A 
desirable shift would be to focus creating more products and services that can be shared. 

The feedback from this table was very short and distinct!  After noting that we should be careful not to talk 
only in a way that is relevant to large businesses, the role for business was to create demand for a 

sustainable society.  After all, if there is something business know how to do it is to create demand! A 
desirable shift would be to focus creating more products and services that can be shared. 

GovernmentGovernmentGovernment

Group 1
• Think long term
• Remove market 

distorting subsidies
• Think globally
• Lay out scenarios 

and options
• Be a convener & 

communicator

Group 2
• Act!
• Provide legislation
• Provide education
• Provide financial 

incentives

• Society increasingly 
acting as regulator 
(through social media)

• Economic vested 
interests

• Creating a shared 
vision of a sustainable 
society

• Regional autonomy

• Consistency of policies
• Confrontational nature 

of politics - competition 
versus collaboration

• Short-termism / 5-year 
terms

• Public cynicism / Daily 
Mail effect

• Stimulate debate
• Public procurement to drive change
• Influence shareholder demand longer term
• Shift towards stakeholders rather than focus on 

shareholders
• Alignment of incentives - enable rather than 

penalise / 
• Preventative rather than corrective action, e.g. Health 

care 

• Wide engagement & clear communication of 
information

• Right enabling infrastructure
• Credible actions to engage the mainstream
• Open & transparent - publish what is happening
• Name, shame & blame 

What I found quite interesting is that it seemed to me that the further we move away from 
our self and our sphere of influence the more we seem to be able to allocate 
responsibilities and suggest action points...

Two quotes finished the day:

“You never change things by fighting against  the existing reality; to change 
something build a new model that makes the old one obsolete.”

Buckminster Fuller

“We are responsible not only for what we do but for what we don’t do.”
Jean-Baptiste Molière

Summary Notes SusIn Lab 20th June 2013

Dr Bettina von Stamm! 29



Appendix I! Sustainable Innovation Lab Announcement

Announcement:  

Sustainable Innovation Lab - Exploring The New Innovation Agenda 
An Initiative of

We are delighted to welcome you to the Sustainable Innovation Lab, an initiative of the Business School, University of Exeter.
Over the course of a year we are inviting you to explore and discuss the new innovation driver: SUSTAINABILITY.  
The challenges we are facing at the economic, environmental and social levels are making innovation more necessary than ever before - but not just any kind of innovation!  
WHAT IF ...

Any innovation today, be it around products, services, processes or business models, was driven by one common goal, the big idea: 
In 2050 some nine billion people live well and in the limits of the planet?!

The role of business in society would change; co-creation and cooperation leading to multi-stakeholder value creation became the new competitive edge?
New strategies, ways of thinking and working, tools and measures required to implement sustainable innovation were already there, waiting to be found and applied?

These are questions we would like to explore with you, developing insights, approaches and tools as we go along.

Do join us on this exciting and necessary journey and put the following dates into your diary - and sign up with us sooner rather than later as places for the workshops are limited:
Thursday 13th December 2012! Workshop 1: What is Sustainability-oriented Innovation @ 15 Hatfield, Chadwick Court, London, SE1 8DJ
Thursday 21st March 2013 ! Workshop 2: Who plays which roles in Sustainability-oriented Innovation
Thursday 20th June 2013 ! Workshop 3: How to make Sustainability-oriented Innovation a Reality
Thursday 12th September 2013! Conference: Pulling it all together; hosted by Ordnance Survey in their HQ (built on sustainability principles) in Southampton

We have now fixed our venue in London, and are talking to companies such as Marks & Spencer, Shell and Canon who have expressed an interest to host the March and June 
events at their facilities in London - we will keep you briefed!

Much looking forward to hearing from you, and to welcoming you to our kick-off meeting 13th December,
On behalf of the Steering Committee,

 
Confidentiality Agreement 
Page 4 
 
 
 
4. Other provisions 
 
4.1. Without the prior written consent of MARS, the Contracting Party shall not use the 

name, trademarks or trade names of MARS or the Associated or Dominant Companies 
of MARS (or any name or mark which are or may be perceived to be similar to such 
an extent as to be misleading as to a name or make the rights to which are attributable 
to MARS or the Associated or Dominant Companies of MARS, or which benefit from 
renown / recognition of this name or mark on the market) nor refer to the business 
connection with these entities following from the fulfilment of the Agreement, unless 
required by statutory law or the performance of the Agreement. 

 
4.2. If any of the provisions hereof ceases to be effective, it shall not influence the 

effectiveness of the remaining provisions. The Parties shall replace the provision 
which has ceased to be effective with a new provision which to the maximum extent 
reflects the business purpose of the ineffective provision. 

 
4.3. For the avoidance of doubts, the Parties agree that this Agreement shall remain in 

force irrespective of the cessation of the Business Relationship between the Parties. 
 
4.4. Any amendments to this Agreement require written form under the sanction of nullity. 
 
4.5. This Agreement shall be governed by Polish law. 
Agreement has been drawn up in two identical counterparts, one for each of the Parties. 
 
In witness whereof, the parties have signed this Agreement on the day first written above. 
 
 
On behalf of the Contracting Party:    On behalf of MARS: 
 
]       [signature] 
  
 
 
 

 

Dr Bettina von Stamm, Director & Catalyst, Innovation Leadership Forum

Steering Committee:
Prof John Bessant, Director of Research and Professor of Entrepreneurship and Innovation, University of Exeter Business School

Dr Sally Jeanrenaud, Senior Research Fellow - Sustainable Development, University of Exeter Business School

Dr Dorothea Seebode, Sustainable Innovation Expert, Author of the Philips publication on “Sustainable Innovation”
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Appendix II! Sustainable Innovation Lab 3 - Invitation & Agenda

Invitation & Agenda

Systems Transformation

When:! Thursday 20th June 2013, 9.30-16.30
Were:! Marks & Spencer, Waterside House, 35 North Wharf Road, London W2 1NW

In order for sustainability  to be truly achieved, changes at the system levels are necessary and 
in order to make these happen we need to “Do good by doing new things with others”, as it says 
in the  NBS Report ‘Innovating for Sustainability’.  Only by thinking and collaborating across the 
system will we be able to move beyond ‘doing less harm’ towards becoming net-contributors to 
sustaining our planet along the three dimensions of the triple bottom line: People, Profit, Planet.  
What does this mean, and how does it look like, to explore this is on the agenda of our third 
Sustainable Innovation Lab.
Below our agenda; we are very much hoping that you - and or your colleagues - will be able to 
join us.

10.00! Welcome & Introduction 
10.15 ! EXPERIENCE - what embracing sustainability at the system 

level means
11.15! Break
11.45! SHARE - stories and insights from those leading the pack: 

Marks & Spencer, the NHS, Wales and Interface  
13.00! Lunch
14.00! CONCEPTUALISE - drawing on the knowledge that is already 

out there; including contributions from Rene Moretti, formerly 
Lafarge, and Michael Pitts, TSB (Technology Strategy Board)

15.00! Break
15.30! HARVEST & PLANT - making sense, identifying open issues 

and planning next steps
16.30! Close
!

What next:! Let us know if you can join us !!!! (Bettina@innovationleadershipforum.org)

Looking forward to seeing you the 20th June at M&S!
All best wishes,
On behalf of the Steering Committee,

Bettina
Dr Bettina von Stamm, Director & Catalyst, Innovation Leadership Forum

On behalf of the Steering Committee:
Prof John Bessant, Director of Research and Professor of Entrepreneurship  and Innovation, University of Exeter 
Business School
Dr Sally Jeanrenaud, Senior Research Fellow - Sustainable Development, University of Exeter Business School
Dr Dorothea Seebode, Sustainable Innovation Expert, Author of the Philips publication on “Sustainable Innovation”

Marks & Spencer: Plan A
• We launched Plan A in January 2007, setting 

out 100 commitments to achieve in 5 years. 
We've now extended Plan A to 180 
commitments to achieve by 2015, with the 
ultimate goal of becoming the world's most 
sustainable major retailer. Through Plan A we 
are working with our customers and our 
suppliers to combat climate change, reduce 
waste, use sustainable raw materials, trade 
ethically, and help our customers to lead 
healthier lifestyles. We're doing this because 
it's what you want us to do. It's also the right 
thing to do. We're calling it Plan A because we 
believe it's now the only way to do business. 
We launched Plan A in January 2007. There is 
no Plan B.

From: http://plana.marksandspencer.com/about
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Appendix III! Sustainable Innovation Lab 3 - Participants

Title First name Surname Company email
1 Dr Bettina von Stamm ILF bettina@innovationleadershipforum.org
2 Prof John Bessant University of Exeter j.bessant@exeter.ac.uk
3 Dr Sally Jeanrenaud University of Exeter S.Jeanrenaud@exeter.ac.uk
4 Dr Dorothea Ernst 

(formerly Seebode)
Sustainable Innovation ExpertDoro.Seebode@gmx.net

Host
5 Mr Simon Colbeck Marks & Spencer Simon.Colbeck@marks-and-spencer.com

SpeakersSpeakers
6 Ms Jo Gordon Marks & Spencer jo.gordon@marksandspencer.com
7 Mr Rene Moretti formerly Lafarge rene.moretti84@orange.fr
8 Mr Michael Pitts TSB Michael.Pitts@tsb.gov.uk
9 Mr Andy Middleton tyf andy.middleton@me.com

10 Mr Ramon Arratia Interface Ramon.Arratia@interface.com
ParticipantsParticipants

11 Ms Diane Osgood Virgin Unite Diane.Osgood@virginunite.co.uk
12 Ms Michaela Rose One Planet MBA ela@itsallaboutimagination.com
13 Mr Tony Cooke One Planet MBA tony.cooke@gmail.com 
14 Ms Kristy O’Connell Guest of above
14 Ms Annie Tamada One Planet MBA et289@exeter.ac.uk
15 Mr Leyton Lark Lark Consulting leyton.lark@larkconsulting.co.uk
16 Mr Richard Foulerton Allianz richard.foulerton@allianz.co.uk
17 Ms Surinder Kooner Allianz Surinder.Kooner@allianz.co.uk
18 Dr Palie Smart Cranfield palie.smart@cranfield.ac.uk
19 Dr Clive Savory Open University c.savory@open.ac.uk
20 Mr Lewis Savory son of above
21 Mr Richard Adams University of Exeter r.jadams@btinternet.com
22 Ms Mary Ward Innovation Kinetics maryward@innovationkinetics.co.uk
23 Ms France Selvides Kaliris francekaliris@gmail.com
24 Ms Anja Stoll Guest of above am only
25 Mr Anthony Armitage Ordnance Survey Anthony.Armitage@ordnancesurvey.co.uk
26 Ms Judith Austin Canon Judith.Austin@canon-europe.com
27 Dr Geoffrey Ahern Working Planet geoffrey@working-planet.com
28 Mr Chris Parker Ordnance Survey Chris.parker@ordnancesurvey.co.uk
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Appendix IV! Systems Maturity Exercise

Systems maturity exerciseSystems maturity exercise

What happens?

• Group meets in the open space 
and positions itself in an 

Reflective dialogue: 

• What did you experience? and positions itself in an 
almost closed circle. All 

• What did you experience? 
How did it feel?almost closed circle. All 

participants standing next to 
How did it feel?

• What does this have to do participants standing next to 
each other: shoulder to 
shoulder.

• What does this have to do 
with our today’s topic: 

shoulder.

• SILENCE

with our today’s topic: 
system change

 This takes between 15-20 min.• SILENCE

• Facilitator introduces the rule: 

 This takes between 15-20 min.

• Facilitator introduces the rule: 
you hand over the sound to you hand over the sound to 
your neighbour standing left to 
you.  Once you have handed you.  Once you have handed 
over the sound, you turn back over the sound, you turn back 
to your neighbour to the right. to your neighbour to the right. 
The last in the line can’t give 
his sound further.his sound further.

• Participants experience the Room set up• Participants experience the 
rhythm  of  

Room set up

• Room offering open space 
rhythm  of  
“ receiving & handing over”;

• Room offering open space 
to form a circle out of all 

“taking & giving”

• And they experience than 

to form a circle out of all 
participants

• And they experience than 
many different sounds can be 

participants

many different sounds can be 
in the group at the same timein the group at the same time

• The experiential part of the  
exercise stops once the whole 
group is still again with a 2nd • Required time: 30 min.group is still again with a 2nd

time of
• Required time: 30 min.

time of

• SILENCE• SILENCE
 This takes depending on group size  This takes depending on group size 

8-12 min.

Summary Notes SusIn Lab 20th June 2013

Dr Bettina von Stamm! 33



Appendix V! Marks and Spencer’s Eco Factory in Sri Lanka

Working in partnership with our supplier, MAS, the first of our four 'eco-factories' opened in May 
2008. Designed to be carbon neutral, the lingerie manufacturing site, in Thuruliya in Central Sri 
Lanka, combines energy saving devices, renewable energy, waste reduction processes and a 
healthy working environment for the factory workers.
The primary  power source for the factory  is renewable energy brought in through the national grid, 
supplemented by on-site solar panels. These will supply 10% of the energy.
Our first eco factory.
Every  aspect of the building has been 
designed to minimise its environmental 
impact. Even the building materials - mainly 
'eco-bricks' - have low embodied energy. 
Overall, it uses around 40% less electricity 
than a standard, similar scale factory.
Planting greenery on and around the site 
(including the factory's roof) creates a 
cooler micro-climate. In addition, the bio-
diversity  enhances and revitalises local flora 
and fauna.
Rainwater harvesting and low-flow  fixtures 
aim to reduce water usage in the factory by 
around 50%. Nearly  all waste is separated and sorted for recycling, with anaerobic digestion being 
processed to produce bio-gas for the kitchens.
Overall, it uses around 40% less electricity than a standard, similar scale factory.
For the workers, the natural lighting, views and fresh airflows will provide a comfortable, positive 
environment. There's a holistic medical centre on site too, with provisions to care for the 1300 
personnel expected to be working there by 2010.
This groundbreaking development is a logical move on from the success of our eco-stores in 
Bournemouth and Pollok. Many of the best practices implemented there have been translated on a 
larger scale for the factory. Even during the construction stages, we were thinking about Plan A - 
the work was carried out in an environmentally-friendly  way, with waste being recycled wherever 
possible.
The factory  is aiming to achieve the highest status in 'green building' certification by  LEED, a 
widely accepted international scheme run by the US Green Building Council.
So, since May 2008, our supplier in Sri Lanka has manufactured lingerie exclusively  for us in a 
factory  that's aiming to be as green as the surrounding countryside. That's something to give us all 
a boost.
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Appendix VI! Marks and Spencer’s Cheshire Oaks store
Opened on Wednesday  29th of August, and packed full of eco-credentials, M&S Cheshire Oaks is 
our biggest greenest store. It’s designed to be the most carbon efficient, premier M&S store to date 
with an architectural and design strategy  that addresses several areas of sustainability  at once, 
just click on any  of the following areas to find out more: water, energy, waste, biodiversity, 
community and materials.

It’s the second biggest M&S store in the world, and 
the biggest we’ve ever built from scratch, with over 
148,000 sq ft of selling space over two floors – 
that’s the size of nearly  11 Olympic-sized 
swimming pools! The store will feature the very 
best and most extensive range of M&S products, 
giving customers thousands of shopping 
options,as well as a large Food Hall and two M&S 
Cafés, with seating for around 430 customers. It’s 
also  created over 350 new jobs and includes 
placements for Marks & Start, which provides 
employment opportunities for disadvantaged 
groups.

We’ve considered the environment through every 
aspect of the store design and build, creating our 
biggest greenest store to date. 

But what makes M&S Cheshire Oaks so green?
✤ The 1st retail store to have a 100% FSC-certified 

glulam roof. Glulam is a type of  engineered 
softwood timber,  it’s as strong as steel or concrete 
but requries only a fraction of the carbon to produce!

✤ The 1st store to use hemp and lime external wall 
panels which have excellent insulation properties - 
comparable to brick and block building materials – 
and absorb carbon from the atmosphere.

✤ 30% more energy  efficient than our others 
stores with 70% of heating for the store coming from 
a biomass boiler plant and heat reclamation.

✤ An 80,000 litre rainwater harvesting tank.
✤ Achieved BREEAM ‘excellent’ rating – the leading and most widely-used environmental 

assessment method.
✤ Climate change resilient features, including a re-landscaped swale, sustainable urban drainage 

system (SUDS), mature trees, a green wall, white reflective roof, rainwater harvesting, 
displacement ventilation, Hemclad® external wall panels and earth bunding around the store.

Finally, as a first for M&S, we’ll be engaging customers in and around the store by producing 
informative signing relating to each major area of sustainability that the store design addresses. On 
each sign, customers will be able to scan a QR code that will take them to M&S Stories to receive 
more information about that specific area, which the customer will then be able to comment on and 
share over social networks.

For more information on the store see http://corporate.marksandspencer.com/documents/
publications/2012/cheshire%20oaks%20tour%20guide 
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Appendix VII! Sustainable Innovation Ambition Questionnaire
Source: The power of collective ambition, by Douglas A Ready & Emily Truelove, Harvard 
Business Review, December 2011

Terms definition
Purpose: your company's reason for being – the core mission of the enterprise

Vision: the position or status your company aspires to achieve within a reasonable time frame

Core values: the guiding principles that dictate what you stand for as an organisation, in good times and bad

Targets and milestones: the objectives you define and the metrics you use to assess progress toward the 
vision

Strategic and operational priorities: the actions you do or do not take in pursuit of your vision

Brand promise: the commitments you make to stakeholders (customers, communities, investors, 
employees, regulators and partners) concerning the experience the company will provide

Leaders' behaviour: how leaders act on a daily basis as they seek to implement the company's vision and 
strategic priorities, strive to fulfil the brand promise and live up to the values

Self-audit (1=not at all, 7=fully)   

1. Does your company have a clear and meaningful statement of its core 
purpose - why it exists? 1  2  3  4  5  6  7

2. Is your company's vision compelling and aspirational yet achievable, 
motivating all employees to contribute their very best? 1  2  3  4  5  6  7

3. Do your company's core values represent what you stand for as an 
enterprise and as a group of people working together? 1  2  3  4  5  6  7

4. Has your leadership team gone through the hard work of identifying 
targets, milestones and metrics that ground the vision in reality? 1  2  3  4  5  6  7

5. Has your company strongly prioritised the strategic and operational 
actions to be implemented in order to win on a sustainable basis? 1  2  3  4  5  6  7

6. Does your company's brand promise capture the experience you 
intend to deliver to stakeholders (customers, communities, investors, 
employees and business partners)?

1  2  3  4  5  6  7

7. Does senior leaders' day-to-day behaviour reflect the leadership 
behaviours that you say are critically important to your company 
success?

1  2  3  4  5  6  7

Result: If your total is below 35, improvement is needed, starting with the weakest points 

The pdf of the full is available on The Power of Collective Ambition (or google the title of the 
article).
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Appendix VIII! Briefing on ‘Technology Readiness Levels’
From Wikipedia (7.8.13)

Technology Readiness Level (TRL) 
TRLis a measure used to assess the maturity of evolving technologies (devices, 
materials, components, software, work processes, etc.) during its development and 
in some cases during early operations. Generally speaking, when a new technology 
is first invented or conceptualized, it is not suitable for immediate application. 
Instead, new technologies are usually subjected to experimentation, refinement, and 
increasingly realistic testing. Once the technology is sufficiently proven, it can be 
incorporated into a system/subsystem.

What exactly each level is and looks like varies from industry to industry.  The graph 
on the right is a fairly generic description, below examples from the US Department 
of Defense and the European Space Agency.

Technology Readiness Levels used by the US Department of Defense

7. System
prototype
demonstration in
an operational
environment.

Prototype near or at planned operational system.
Represents a major step up from TRL 6 by requiring
demonstration of an actual system prototype in an
operational environment (e.g., in an air-craft, in a
vehicle, or in space).

Results from testing a prototype system in an operational environment. Who
performed the tests? How did the test compare with expectations? What
problems, if any, were encountered? What are/were the plans, options, or
actions to resolve problems before moving to the next level?

8. Actual system
completed and
qualified through
test and
demonstration.

Technology has been proven to work in its final form
and under expected conditions. In almost all cases, this
TRL represents the end of true system development.
Examples include developmental test and evaluation
(DT&E) of the system in its intended weapon system to
determine if it meets design specifications.

Results of testing the system in its final configuration under the expected
range of environmental conditions in which it will be expected to operate.
Assessment of whether it will meet its operational requirements. What
problems, if any, were encountered? What are/were the plans, options, or
actions to resolve problems before finalizing the design?

9. Actual system
proven through
successful
mission
operations.

Actual application of the technology in its final form and
under mission conditions, such as those encountered in
operational test and evaluation (OT&E). Examples
include using the system under operational mission
conditions.

OT&E reports.

Related DoD definitions

The DoD uses similar definitions for the following specialized areas:

Software Technology Readiness Levels[2]

Biomedical Technology Readiness Levels
Manufacturing Readiness Level

NASA definitions

Technology Readiness Levels in the National Aeronautics and Space Administration (NASA) [3]

Technology Readiness
Level Description

1. Basic principles
observed and reported

This is the lowest "level" of technology maturation. At this level, scientific research begins to be translated into applied research
and development.

2. Technology concept
and/or application
formulated

Once basic physical principles are observed, then at the next level of maturation, practical applications of those characteristics can
be 'invented' or identified. At this level, the application is still speculative: there is not experimental proof or detailed analysis to
support the conjecture.

3. Analytical and At this step in the maturation process, active research and development (R&D) is initiated. This must include both analytical

Technology Readiness Levels in the Department of Defense (DoD) [1]

Technology
Readiness Level Description Supporting Information

1. Basic principles
observed and
reported

Lowest level of technology readiness. Scientific research
begins to be translated into applied research and
development (R&D). Examples might include paper
studies of a technology’s basic properties.

Published research that identifies the principles that underlie this technology.
References to who, where, when.

2. Technology
concept and/or
application
formulated

Invention begins. Once basic principles are observed,
practical applications can be invented. Applications are
speculative, and there may be no proof or detailed
analysis to support the assumptions. Examples are
limited to analytic studies.

Publications or other references that out-line the application being considered
and that provide analysis to support the concept.

3. Analytical and
experimental
critical function
and/or
characteristic
proof of concept

Active R&D is initiated. This includes analytical studies
and laboratory studies to physically validate the
analytical predictions of separate elements of the
technology. Examples include components that are not
yet integrated or representative.

Results of laboratory tests performed to measure parameters of interest and
comparison to analytical predictions for critical subsystems. References to
who, where, and when these tests and comparisons were performed.

4. Component
and/or breadboard
validation in
laboratory
environment

Basic technological components are integrated to
establish that they will work together. This is relatively
“low fidelity” compared with the eventual system.
Examples include integration of “ad hoc” hardware in
the laboratory.

System concepts that have been considered and results from testing
laboratory-scale breadboard(s). References to who did this work and when.
Provide an estimate of how breadboard hardware and test results differ from
the expected system goals.

5. Component
and/or breadboard
validation in
relevant
environment

Fidelity of breadboard technology increases
significantly. The basic technological components are
integrated with reasonably realistic supporting elements
so they can be tested in a simulated environment.
Examples include “high-fidelity” laboratory integration
of components.

Results from testing laboratory breadboard system are integrated with other
supporting elements in a simulated operational environment. How does the
“relevant environment” differ from the expected operational environment?
How do the test results compare with expectations? What problems, if any,
were encountered? Was the breadboard system refined to more nearly match
the expected system goals?

6.
System/subsystem
model or
prototype
demonstration in
a relevant
environment

Representative model or prototype system, which is well
beyond that of TRL 5, is tested in a relevant
environment. Represents a major step up in a
technology’s demonstrated readiness. Examples include
testing a prototype in a high-fidelity laboratory
environment or in a simulated operational environment.

Results from laboratory testing of a prototype system that is near the desired
con-figuration in terms of performance, weight, and volume. How did the test

environment differ from the operational environment? Who performed the
tests? How did the test compare with expectations? What problems, if any,
were encountered? What are/were the plans, options, or actions to resolve
problems before moving to the next level?
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Technology Readiness Levels used in the European Space Agency 
• TRL 1" Basic principles observed and reported
• TRL 2" Technology concept and/or application formulated
• TRL 3 " Analytical & experimental critical function and/or characteristic proof-of-concept
• TRL 4" Component and/or breadboard validation in laboratory environment
• TRL 5" Component and/or breadboard validation in relevant environment
• TRL 6" System/subsystem model or prototype demonstration in a relevant environment 

(ground or space)
• TRL 7" System prototype demonstration in a space environment
• TRL 8" Actual system completed and "Flight qualified" through test and demonstration (ground 

or space)
• TRL 9" Actual system "Flight proven" through successful mission operations
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