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Executive Summary

This work introduces a comprehensive sustainability program as a tool for business sustainability 

implementation. Developed during a sustainability implementation at a software development 

company, it formed the basis of my work research project - the aim of which was to contribute 

something of value to the work practice. As well as facilitate my transition into a new career as a 

sustainability professional. 

This body of work is valuable because sustainability is a global concern. The New Zealand 

Government encourage businesses to adopt more sustainable practices – including carbon 

emission reductions (Ministry for the Environment, 2022). I believe that this project may help further 

that work. In addition, there is a lack of sustainability professionals in New Zealand (Sustainable 

Business Network, 2022) so work like this that can potentially improve practitioner confidence could 

be helpful.  

This work's major discovery was that implementing a genuine and impactful sustainability strategy is 

severely hindered by conflicting trade-offs between fundamental business principles and 

sustainability objectives. It seems that if businesses, leaders, and their performance indicators are 

solely profit-focused, they are not likely to achieve true sustainability despite making steady 

progress on their sustainability plan. In this case, in business-as-usual situations, even ethical 

loyalties to pro-sustainability values are often insufficient to drive companies to compromise on their 

profit margins for the sake of sustainability.  One then must guard against selectively implementing 

ideas –picking the low-hanging fruit and achieving low-impact results (this is what I refer to as the 

tick-box exercise).  

It is in response to this, among other issues, that the comprehensive sustainability program defined 
in this work was developed. One of the components included is an open and transparent arena for 
business leaders and sustainability professionals to confront and explore the tensions between 
profit and values - guided by the practicality of ideas. This mechanism involves a managed process 
of reflection, action, and feedback to enable growth. As the business reflects and attempts to 
balance the effect of business principles and sustainability values on activities - the depth of the 
conversation and impact will increase as sustainability becomes more embedded in the culture.  

This sustainability program evolved over the duration of the work research project, and I suspect it 
will continue to evolve with continuing sustainability implementation activities (and ideally, test 
feedback from other companies). For now, it culminates in a sustainability program that comprises a 
conceptual framework, an implementation model, a leadership model, and a responsibilities matrix. I 
have also included a process, various templates, and sample decision-making tools. I believe these 
elements make up a comprehensive business sustainability strategy (or program). 

The main benefit of this simple, ready-to-use, comprehensive sustainability program is the ability for 
companies to be self-reliant and autonomous in their pursuit of sustainability and quickly move past 
the tick-box stage of sustainability implementation - to the point of real impact readiness. It is 
envisioned that with a true commitment and the proposed action-feedback process, sustainability 
professionals and leaders can expand the company’s sustainability awareness, pro-sustainability 
values and culture in business-practical ways, thereby incrementally growing their appetite and 
abilities to generate realistic and beneficial genuine sustainability innovation over time.  

This work also defines my professional practice framework in terms of a conceptual model that 

describes the integration of new skills and knowledge and iterative growth and development. The 

model considers the internal tension created by my pro-sustainability values and business values 

which it mitigates with a pragmatic approach and guiding principles. This process has helped me to 

achieve my professional goals, and this work ushered me into a career as a sustainability 

professional. 
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1. Introduction
In this practitioner thesis, I describe the dual development of a work research project defining a 

sustainability approach for my employer - a software development and digital trading platform provider 

company- and my professional framework of practice as a sustainability professional. In this first 

chapter, I first state my argument, which has three contributions for each: the articulation of the 

framework of practice, the change in practice associated with developing and adopting that 

framework and the impact of that change programme. 

My Work Research Project 

Articulation of a framework of practice. 

In this work, I define and demonstrate a sustainability framework of practice that I believe 

encompasses the various elements necessary for comprehensive and practical business 

implementation.  

The change in practice associated with developing and adopting that framework. 

In my literature review, I discuss how most sustainability frameworks address specific environmental 

impacts, assessments, tracking and reporting or focus on a small area of business. As far as I can 

tell from the literature, there are currently no fully comprehensive sustainability implementation 

frameworks available to facilitate business adoption. Some sustainability implementation 

frameworks are more helpful (Hitchcock et al., 2008; EFQM, n.d.; BCorp, n.d.), but the coverage is 

still not comprehensive. That is, they do not address the full range of issues a business might 

experience when implementing a sustainability strategy, nor do they offer a model for addressing 

such complexities—for example, allowing for tick-box progress whilst facilitating longer-term 

change.  

The action-oriented approach to this work research project enabled organic growth of the idea as 

my understanding deepened. The bulk of this document describes the journey and outcomes 

associated with this process of identifying issues, teasing out practical steps for action, and trying, 

testing, and correcting. This iterative process resulted in the compilation of a collection of potentially 

valuable tools that I hope will contribute to a comprehensive and practical sustainability 

implementation framework.  

Impact of that change programme. 

I will discuss how the sustainability issue is complex; there is so much information and many 

contradictory opinions. All of which hinder the adoption of sustainability across the board. I believe 

that a clear and comprehensive framework will assist with sustainability implementations in 

business. 

My Professional Development 

Articulation of a framework of practice. 

In this work, I will reflect on the processes and practices I deploy and attempt to define the 

professional practice framework that represents my authentic professional development journey. 

The change in practice associated with developing and adopting that framework. 

The change in practice I wish to achieve by adopting this new framework is to actively engage and 

direct my learning in order to define myself as a competent sustainability professional. By applying 

new knowledge and techniques and integrating learning from deep reflection on the issues, I hope 
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to build confidence in my abilities as a sustainability professional and make these skills evident to 

my stakeholders. 

Impact of that change programme. 

My aim with the professional development leg of this journey is for a career change, to move into 

the sustainability field, and to generate credibility as a sustainability professional. 

The flow of this work research project starts with a description of my motivations for this work in the 

Background chapter; the Literature Review and Methods & Methodology chapters follow this 

chapter. Particular focus is placed on the processes linking my work project and learning journey in 

the Work Research Project chapter. The undertaking of the work research project is discussed in 

the Discussion chapter; this informs and illustrates my Professional Framework of Practice 

articulation and my Conclusions in the following chapters. Then finally, in the last chapter, I tell the 

story of my reflections throughout this journey. 
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2. Background
In this chapter, I describe my motivation for this work. This section describes the context of the work 
and summarises the events that lead to the work research project and my learning journey. It 
concludes with a review of my professional practice framework and its intended evolution over this 
time.  

My professional background is as a senior business analyst with 30 years of experience in business 
- including management, project and change management, and consulting in various contexts,
roles, projects, industries, companies, and countries (see Appendix 3 for a copy of my CV).

It has been for several years now that I find myself disquieted by an internal drive for a deeper 
meaning in my work. This disquiet became a quest for meaning connected to a growing concern 
about the issues facing the world today. I decided to pursue a professional avenue that would allow 
me to use my skills in the service of sustainability. However, I am also very pragmatic and realised 
that starting as a junior with zero credibility at age fifty would frustrate me. At this point, I decided to 
embark on this Master of Professional Practice (MPP) journey. I hoped to use my thirty years of 
experience gained as a business professional to springboard a pivot into a new, more fulfilling 
profession. I aim to position myself as credible, competent, and knowledgeable with the skills 
necessary to perform as a senior professional in a sustainability context.  

My initial focus in this sustainability research project was on the consumer or end customer. I 
surveyed a subset of the general New Zealand population to determine the relative importance of 
various factors in a sustainable purchase – from the customers' point of view. The learnings from 
this phase appealed to the environmental warrior in me as I determined that customers cannot solve 
the problems of sustainability on their own and concluded that obviously, the onus is on businesses 
to initiate sustainability changes. My focus shifted from a customer-centric view when suddenly I 
was presented with an opportunity to take on sustainability as an additional responsibility within my 
role as a Senior Business Analyst at my company. I was granted permission from my Capable NZ 
Mentor, Facilitator, and the Ethics Committee to expand my research project and align it with the 
new trajectory of my professional development. So, in phase two of this research project, I focused 
on business operations to consider how sustainability might be implemented from within a business. 

My employer is a software development business that provides a digital commodity trading platform 

(software technology) to various industries and players worldwide. [Please note that to protect the 

company's intellectual capital and the privacy of individuals, all identifiable information related to the 

company and individuals has been anonymised in this document.] The company – referred to as 

‘TheCompany’ in this document – had been mandated by the board of directors to focus on 

sustainability. To better understand the scope of this mandate, I worked with the Chief Operations 

Officer (COO) to refine the business case. Essentially, TheCompany must secure its future amidst 

the climate of growing industry-related sustainability governance requirements and increasing 

demand from customers and investors for sustainability. And thus began this work research project; 

I remember at the time; I was inspired by the potential for the platform to influence the interaction 

between buyers and sellers and potentially introduce some system parameters to enforce 

sustainability standards. I have drawn up Figure 2.1 to demonstrate the complexity of the 

stakeholder environment. It shows the various considerations involved in product development and 

illustrates the relationship between sellers and buyers that is mediated via the platform.  



Figure 2.1. Diagram describing TheCompany’s ecosystem, product delivery responsibilities and span of influence – relevant to the 
trading platform (software product). 



I understood from the start of this work research project that the framework for my professional 
development journey would integrate my current professional knowledge, skills, techniques, and 
business attitude as well as integrate the new sustainability knowledge, skills, techniques, and 
sustainability attitude. In summary, I intended to build on foundational business knowledge with new 
knowledge about sustainability while applying a pragmatic approach to decision-making and 
evolving my sustainability understanding to include the other sustainability goals. I created the 
model in Figure 2.2. below to illustrate this. Approaching my professional development in this way 
allowed for an evolution of my current skills through the practical application, testing and feedback 
process deployed in a real-life business context. This idea is explored and developed further in 
chapter 7 (Professional Framework of practice). 

Figure 2.2. My Professional Practice Framework (initial model). 

In this chapter, I have described the motivations for this work. It has explored the background of this 

work - personally, professionally, and organisationally. The opportunity presented in this work 

research project is to develop a business sustainability approach and represent that in a practical 

framework that can benefit people beyond my specific work context. It is my goal that this 

endeavour will help me to establish myself in the position of a credible senior sustainability 

professional, which I will articulate in a professional framework of practice. 
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3. Literature Review
This chapter has been structured to provide a summary of relevant literature supporting sustainability 

concepts and the complex landscape, exploring the problem of sustainability drivers in business, pro-

sustainability values and pragmatism as an approach. These sections have been labelled accordingly. 

I also review the literature that supports my professional development approach. The topics covered 

in each section are summarised in figure 3.1 below.  

Figure 3.1: Structure of topics covered in this literature review 

Literature supporting key components of sustainability and its complexity 

The Good Economy 

Based on the Greek origins of the word economy, which means "household management", we can 

assume that economy, in principle, should serve the well-being of people. It thus seems reasonable 

to assess a good economy against the efficiencies and financial benefits gained but also against the 

non-financial benefits to society (Asdal et al., 2021). The situation globally suggests that the verdict 

for the current economic model is not really that 'good' (Elliott, 2022). 

The world economy is six times (Kose & Ozturk, 2014) larger than it was in the 1970s when Milton 

Friedman ringfenced the social responsibility of businesses. Freidman said companies' only social 

duty is to increase shareholders' profits. Despite Friedman's views, social responsibility was a 

primary consideration in business up to the 1980s when Reagan and Thatcher reduced the 

regulatory responsibilities on business (Latapí Agudelo, et al., 2019). Then with the onset of 

globalisation, the concept of social responsibility became blurry until 2000, when the United Nations 

issued its Global Compact on Corporate Social Responsibility (CSR) which has been taken up to 

varying degrees in some countries since then (Latapí Agudelo, et al., 2019). One might take this to 

mean that there is government and corporate commitment (at least in some countries) towards 

social responsibility. However, a recent study by Kühne, et al. (2022) exposes the planned 

installation of 170 new fossil fuel projects globally that directly contradict the goals of the Paris 

Agreement and promises made at COP26 (European Commission, 2021; Danaher, 2021). 

Sumner et al. (2021) (who also argue that the World Bank's global poverty statistics are over-

optimistic) inform us that before the pandemic, 681 million people were living under the $1.90 per 
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day threshold. Rising to between 30-60% post-pandemic and this will now no doubt be further 

impacted by the situation with the Ukraine-Russia war (World Bank, 2022). While twenty-million 

Americans became jobless during the pandemic, the net worth of a select group of about 650 

increased from a billion to more than $4 trillion (Peterson-Withorn, 2021). The shortcoming of our 

current global economic model lies in its failure to meet the needs of all populations (Rice, 2008), 

manage resource limitations (Kilvert, 2019), waste (World Bank, 2022), and environmental damage 

(World Economic Forum, 2019) and inequality (Inequality.Org.,n.d; Sharrocks et al., 2021).  

In 1998 Alain Lipietz laid out his argument to the Organisation for Economic Co-operation and 

Development (OECD). He argued that economic prosperity is constrained by ecological viability and 

necessitates a new paradigm for technological advancement grounded in concerns for the 

environment, more precisely, energy and environmental efficiency (P160). As much as I'd like to 

share in the World Economic Forum's optimism about green growth (2021), the reality is that today, 

twenty-four years hence, we are no closer to establishing Lipietz's new paradigm for technical 

progress or adjusting economic principles towards sustainability. According to Howes (2017), we're 

failing because unsustainable practices still yield profits and attract customers and Governments 

are not making commitments or enforcing them. The simple fact of it is that the status quo is 

sufficiently financially rewarding to put off any impetus for change based on social or environmental 

values (Söderholm, 2020; Howes, 2017) – and that's not surprising. It is a value principle inherent in 

the intrinsic theory of value (Wikipedia, n.d.), and remedying this - if possible - will consequently 

change the economic model even if changing it was not an intended outcome.  

What is sustainability 

Sustainability is the principle of striving to meet the current generation's resource needs without 

impacting future generations' ability to meet their needs. In 2015, the United Nations (n.d.) 

announced seventeen sustainable development goals (SDGs) and set out a universal global plan to 

achieve sustainable development, known as Agenda 2030. These goals bring together the three 

dimensions of sustainable development: environment, social and economic. The SDGs apply to all 

countries (New Zealand Ministry of Foreign Affairs and Trade, n.d.). They are passed on to 

organisations in some countries via Environmental, Social & Corporate Governance (ESG) – 

obligations and reporting requirements. The ESG obligations and requirements provide a range of 

targets for businesses to improve sustainability across areas like inclusion, diversity, climate 

change, human rights and more (Winters, 2021). New Zealand does not yet regulate ESG 

sustainability reporting obligations, standards, or requirements (Ministry of Business, Innovation & 

Employment, 2021). In 2024, certain financial institutions will be required to provide environmental 

reporting (Ministry of Business, Innovation & Employment, 2021). 

Human-caused climate change due to the warming effect of trapped greenhouse gasses is widely 
accepted as a legitimate and relevant concern. The evidence for this spans many areas, including 
science, global politics, national policy, the legal system, mainstream media, and weather trends. 
For example, among biophysical scientists, Doran & Zimmerman (2009) and Carlton et al. (2015) 
report a consensus about climate change's occurrence and its human cause. The UN Sustainable 
Development Goals feature specific climate action goals, and the recent worldwide COP26 
conference country commitments (and widespread demonstrations) attest to shared climate 
concerns (European Commission, 2021). There is also evidence of support from the legal system; 
for example, in a landmark case on climate change and human rights, the Dutch Supreme Court 
ordered the government to slash greenhouse gas emissions by 25 per cent by 2020 (Lantz, 2019). 
In New Zealand, the average temperature has risen over the last century (Menne et al.,2018) and 
correlatively, so have the number of natural disasters (List of natural disasters in New Zealand, 
2022). In response, many governments like New Zealand (Minister for Primary Industries, 2021) are 
currently looking at carbon emission reduction plans to combat climate change. Now, government 
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policies toward carbon emission reductions are being drafted in several countries (Ministry for the 
Environment, 2022). 

The Greenhouse Gas Protocol was established and adopted worldwide to help everyone track and 
reduce their carbon emissions. Greenhouse gases (GHGs) are measured in terms of Carbon 
Dioxide emissions (CO₂-e). According to the protocol, greenhouse gases are calculated in metric 
tons: GHG emission = 0.001 * Fuel Usage * High heat value *Emission factor (US EPA, 2015). New 
Zealand pledged to cut emissions by 50% by 2030; however, our emissions increased by 2% in 
2018-19 (The Guardian, 2021); to 82.3 million tonnes of CO₂-e, 0.2 percent lower than 2005 and 
26.4 percent higher than 1990 (Ministry for the Environment, 2021). GHGs are categorised into 
different scopes or levels of impact based on their causal relationship; scope 1 is for emissions 
directly caused by that company, while scopes 2 and 3 are indirect. Some organisations offer 
programs and certifications to perform an audited measurement exercise (also called footprinting) to 
measure and reduce GHG emissions. However, climate change and emission reduction are only a 
subset of the sustainability goals being addressed by the United Nations SDGs. 

The inevitable question echoed in Tim Jackson's (2016) 'Prosperity without Growth' debate is 
whether sustainable consumption and our current economic model are adequate to achieve global 
environmental goals. In New Zealand, the Circular Economy approach was adopted to address the 
SDG for responsible production and consumption. A circular economy is a system that uses all by-
products as recycled material so that it does not exit the system as waste (Ministry for the 
Environment, 2021). The circular or green economy concept requires the least change and 
disruption to our current economic model and systems (Deloitte, 2022). However, there is still little 
consensus on the approach (Kalmykova et al., 2018). Many issues need to be addressed before the 
circular economy is a complete and effective sustainability solution (Corvellec et al., 2021), for 
instance, soaring consumption (Kharas, 2017) and the cost of waste reduction versus recycling 
(Moss, 2019). The New Zealand Government has attempted to address some of these 
inadequacies, for example, committing to emission reduction targets by 2030 (Ministry for the 
Environment, 2021) and have moved to ban some plastic packaging by 2023-2025 (McClure, 2021). 
Juliet Schor, a sociologist at Boston College and author of several books on consumerism, supports 
the idea that we should be talking about consumerism more in terms of saving the planet – in other 
words consuming differently and not consuming so much (Stewart, 2021). 

Some experts believe we cannot positively impact sustainability without a shift from our relentless 
focus on growth and an enormous reduction in unsustainable consumption and production (Brown & 
Vergragt, 2016). Ideas and proposals for alternative economic models, like Doughnut Economics 
(Raworth, 2019), degrowth (Hickel, 2021), Ecological Economics (Jackson, 2009), and Socialist 
Economy (Albert, 2022) – have been circulating. Sustainable Trade is one response that aims to 
address responsible sustainability by embedding sustainability principles and net-zero targets in 
cross-border and company-wide activities. These sustainability principles are also called ESG 
principles and represent the environment, social and governance aspects of sustainability.   

Commodities trading involves facilitating the sale, purchase, and distribution of large volumes of 
products globally. Sustainable Trade encourages Trade that generates social and environmental 
benefits, going beyond the mere creation of economic value and includes concepts like 'fair trade'.  
Commodities investors are encouraged by the United Nations to seek sustainably responsible 
opportunities. However, the "evaluation of commodity-related ESG risks is not yet standard practice 
in the market, so it can be challenging for investors to steer multi-asset portfolios towards positive 
ESG outcomes" (ISS Insights, 2021). 

Making progress towards sustainability is a complex matter 

Sustainability fits the definition of a wicked problem as defined by (Rittle & Webber (1973).  It is an 
ambiguous and complex matter (Jollands et al., 2015). Our inability to reach an absolute consensus 
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on sustainability means that many different nuances, intricacies, and often contradictory opinions 
complicate the discussions on how to solve the issues. For instance, the science of climate change 
is based on natural systems that we still do not fully understand (New Scientist, n.d.). Also, it relies 
on complex social systems, like the impact on human health, well-being, and safety (Popovic & 
Kraslawski, 2015). There are also many sustainability stakeholders, that is, individual, social, 
environmental, economic, and technical (Penzenstadler et al., 2013). Stakeholders and social 
groups with different opinions can hinder the progress of sustainable initiatives (Sianes & Vela-
Jiménez, 2020).  

One aspect of sustainability that gets much attention thanks to media coverage is greenhouse 
gases (GHG) and related emission reduction targets. GHGs are gases in the atmosphere that trap 
and absorb radiant energy causing increasing temperatures through the greenhouse effect. This 
effect is part of a natural cycle that regulates the earth's climate. Four main greenhouse gases are 
carbon dioxide (CO₂), methane, nitrous oxide, and fluorine gases. Carbon dioxide is considered the 
primary GHG emitted through human activity – which has increased over the last century throwing 
this natural process off balance and creating a warming effect that threatens life on earth. [Actually, 
water vapour is the main greenhouse gas and effectively doubles the planet's sensitivity to CO₂ 
(Soden & Held, 2006). The problem of increased water vapour in the atmosphere as a consequence 
of human-caused global warming (Buis, 2022; The Guardian, 2011) is a detail that is sometimes 
ignored in mainstream sources.]  

Some countries have set national targets by industry to help them reach their 2030 climate and 
sustainability targets. Governments mandate some action or require a preferred sustainable 
business practice to be implemented by a specified date—for example, phasing out coal-based 
energy sources (UNFCCC, 2022) or phasing out hard-to-recycle and single-use plastic by mid-2025 
in New Zealand (The Beehive, n.d.). National certification programs provide voluntary guidelines for 
some of these industries; for example, Brazil has a federal Certificate of Efficient Biofuel Production 
(BSBIOS, n.d.). In this vein, national, international, and private carbon offset programs allow 
institutions to claim net-zero emissions through an audited process of reducing and offsetting their 
carbon emissions. To offset, companies buy offsets (traded as carbon credits) from climate-positive 
projects and resign them, thereby writing off the net effect (- and + emissions). However, some of 
these programs have proven to be problematic, like with the recent scandal about Australia's carbon 
credit scheme (Morton, 2022), the industry as a whole was criticised by Stapczynski et al. (2021) as 
unsubstantiated and inconsistent 

Trust is essential for social change and education (Cerna, 2014). Sustainability awareness or 
education is essential so individuals can take responsible action (Abbasi & Nawaz, 2020) to identify 
false information. When information about a product or company is deliberately misleading or gives 
a false impression about its sustainability impact, such as changing the name of a product to sound 
more green or eco-friendly, it violates trust. Greenwashing is a term used to describe another type 
of fraudulent claim; it refers to activities (usually used in marketing, packaging, or labelling) that 
frame normal business activities regarding a sustainability objective (de Freitas et al., 2020; Hansen 
et al. 2002). The main problem with greenwashing (or bluewashing for social issues) is that it 
breaches expectations of transparency and dynamic communication required for educating 
awareness. Similarly, deceptive, or emotive marketing messages designed by organisations 
pursuing a specific agenda to generate attention (also known as clickbait) or deliver propaganda 
(Altheide, 1997) - whether by social media or advertising, erode trust and further complicate the 
sustainability message.  

Certain industries and products have a bigger footprint or negative environmental (or social or 

governance) impact than others. These impacts are primarily dependent on the business practices 

and processes adopted. Other than the apparent culprits like fossil fuels and coal-burning – it is not 

accurate to make assumptions about the generalised impact of a specific industry or product on the 

environment. The worst industries (Kamprad, n.d.) account for most of the global pollution we see 

today and have a substantial effect on the environment; these include Energy, Agriculture (crops but 

also includes meat and dairy), Fashion, Transport, Food Retail, Construction, Technology, and 
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Forestry. The environmental impacts come from many areas, including chopping down the 

rainforest, fertilisers and pollutants contaminating the soil and water supply, waste, plastic, air 

pollution and greenhouse gasses, and harm to plant and animal life. Approaches like organic 

farming - where the farm functions without synthetic chemicals or pesticides, for example, Organics 

Aotearoa New Zealand (Organics Aotearoa New Zealand, n.d.), is one of the ways the agricultural 

sector attempts to curb their impact. Many other such techniques are being researched, tested, and 

implement throughout the various sectors – see some of them here: carbon sequestration (CLEAR 

Center,2019), alternative feeds (New Zealand Agricultural Greenhouse Gas Research Centre, 

2021), biofuel (Lehman, n.d.), Algae (Sudhakar & Viswanaathan, 2019), mycelium (Seedlip, n.d.). 

When it comes to sustainability context matters (Camponovo et al., 2005), at the end of the day, a 

company can only be assessed against their business practices; the particular techniques and such 

that they deploy in the environmental context of that company.  

In the context of software development specifically, whilst designers and customers agree on the 
traits of effective software, this efficiency can come at a high cost to the environment. Data centres 
consume around 200 terawatt-hours of energy each year to provide a service that is easy to use, 
performant, reliable, secured, scalable, testable, maintainable, available all time and interoperable. 
Lami et al. (2013) introduced a bi-dimensional methodology for software development projects that 
consider project success factors and direct effects on the environment. Focusing on the direct 
impact of software is known as green software. The Green Software Foundation (Green Software 
Foundation, n.d.) was established in late 2021 to define the principles (Principles Green, n.d.), 
standards and best practices for building green software. However, software providers are also 
responsible for their indirect environmental, social or governance impacts. For example, one of the 
things Facebook is under investigation for is the negative social impact of user behaviour facilitated 
by the platform (Waterson & Milmo, 2021). Context is important when assessing the sustainability 
impact, specifically for software providers like TheCompany, who enable large volumes of Trade 
and growth in production or consumption of the worst industries, products, or players through their 
software efficiency. I, therefore, propose a multi-dimensional extension to the methodology 
introduced by Lami et al (2013). to include the indirect effects on the environment, expanding on the 
direct/indirect scope of TheCompany’s overall impact. 

In regard to sustainability models, generally, businesses and sustainability professionals need to 

pay membership fees for access to support, but they can consolidate a number of them to create a 

comprehensive action list. Many models exist for sustainability, starting with the organisations like 

the United Nations (n.d.), UNEP (2017) and the Ministry for the Environment (2022), which provide 

generic goals and guidance on specific environmental issues.  Then others (Kalmykova et al., 2018; 

Winters, 2021; EFQM, n.d.; IEMA, n.d.; BCorp, n.d.) expand on these with frameworks, standards 

and processes like environmental assessment, measurements, and controls. Models and 

frameworks tend to focus on a particular subject or industry or a small part of the business 

implementation, like the business case (Cote, 2012; IFC, 2012; Senge, 1990) or approach (Forum 

for the Future, n.d.) or workforce (Deloitte, 2022; IEMA, 2022). Some of the more helpful 

sustainability implementation frameworks, like the step-by-step guide published by Hitchcock et al. 

(2008), provide an extensive approach for businesses. Even so, this coverage is not complete. For 

example, the process supplied by Hitchcock et al. (2008) does not seem to generate an awareness 

of the contradictory principles of business versus sustainability.  Similarly, the BCorp (n.d.) 

assessment tool provides a very detailed guide for ESG categories but no framework for leadership 

values or organisational change adoption. As such, no solution is presented for managing that 

tension – or using it to create practical and sustainable solutions. As far as I can tell from my 

investigations into the literature, there are no readily available comprehensive sustainability 

implementation frameworks available to support, inspire or simplify business adoption of 

sustainability. 
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Literature exploring drivers of sustainability in business 

Sustainability conflicts with fundamental business objectives 

The business imperative of return on investment (ROI) drives the business toward performance 
improving or profit-seeking imperatives (The AIC, 2021), pursuing activities like cost reduction, price 
increase, and productivity improvement. Sustainability (as defined by the UN's SDGs) encourages 
more restrained and mindful use of resources in production and consumption. Contrast this against 
the primary goal of business to meet shareholders/investors' expectations for a return on their 
investment, which means scalability and growth (Friedman,1970; Manning, 2003). Suggesting that 
standard businesses are unlikely to compromise on profit to make real impactful progress in terms 
of sustainability. 

For a sustainable business, leaders need to understand the company’s end-to-end impact via 

lifecycle thinking (UNEP, 2017) and find more sustainable alternatives to damaging practices. They 

also need to guard against using the benefits gained via sustainable business practices to increase 

profits. Dairy intensification (Hughey, n.d.) is an example of the benefits of sustainable farming 

techniques (or improved energy efficiency) are fed back into the farm as increased productivity (milk 

production) which nullifies gains made via previous environmental/ climate solutions (Dumont et 

al.,2014). Some sustainable business practices, like agroecology or organic farming, offer radical 

food system transformation but are predicated on substantial political-economic change (Clay et 

al.,2020). My experience over more than 30 years in business is that, unless mandated to do 

otherwise, executives and managers will not invest in ideas that cost the bottom line. Unless the 

costs are justified (by, for example, meeting regulation requirements) or can be passed on to the 

customer, sustainability progress will remain slow (ISS Insights, 2021; Ministry of Business, 

Innovation & Employment, 2021).  

Efficiency is a principle of business that can justify spending, for example, when the benefits gained 

by outsourcing a specific action are deemed more efficient than doing it themselves or taking on 

more challenging tasks. Carbon trading is a good example of this in principle. Carbon Trading is the 

practice of purchasing carbon offsets to counter carbon emissions. Carbon Trading does achieve 

some sustainability objectives as funding goes to various sustainability projects, but it has not 

achieved the objective of reducing overall emissions (United Nations, n.d.). Still, it is a sustainability 

initiative as not all businesses opt to participate even at this level. There has been a renewed focus 

on reductions recently (ISO, 2015), but the progress is not good enough as even the EU is unable 

to meet its coal reduction targets (Ainger, 2022). Emissions must peak soon to limit global warming 

to 1.5C (McGrath, 2022).  

One way the United Nations (UNDP, 2015) is addressing this issue and attempting to engage 

business is by introducing the principles of ethical / sustainable development / investing, which 

encourages Investors to take ESG into account when making investment decisions (Kölbel et al., 

2020). Sustainable investing makes sustainability a factor in investor expectation, which encourages 

businesses seeking investment to take some action in the direction of sustainability. However 

sustainable investing does not guarantee return on investment (Braun, 2021) and as such is 

considered alongside the other business indicators. Figure 3.2 below describes sustainable investor 

interests - this points to the level of commitment required for businesses to invest in sustainable 

initiatives. 
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Figure:  3.2 – What Investors are looking for (IIGCC - The Institutional Investor Group on 
Climate Change, 2020).  

Governance/ 
Management 

Describe how you manage the physical impacts of climate change 

Risk analysis 
process 

Describe your process for assessing the risk/opportunities 
associated with the physical impacts of climate change 

Risk Management 
and Engagement 

Describe major actions you are taking to respond to the physical 
impacts of climate change and improve asset resilience. 
Are you engaged with your suppliers + customers on the impacts 
of climate change on their business? 

Monitoring and 
Review 

Describe how you are monitoring the implications of climate risks 
for your investments 

Reporting Describe info you provide to your investors, clients and other 
stakeholders 

Pro-sustainability value drivers of sustainability in business 

Pragmatic philosophy posits that a worldview that defines success as the accumulation of material 
wealth is self-defeating if it simultaneously destroys the environment on which wealth accumulation 
depends (Reitan,1998). Therefore, it is pragmatic to suggest that a change in worldview must drive 
any solution to the situation. Whilst the Modern view of success and happiness is dependent on 
product consumption (Stavrakakis, 2006), the current environmental crisis creates an urgency to 
reassess how we address sustainability issues in our personal lives and business. However, we 
cannot just change the prevailing worldview. Achieving positive environmental (and social) benefits in 
business requires a values-based judgment (Martin, 2015). Pro-sustainability values and the 
connections and interplays between technological and social systems will determine the outcome of 
a transition to sustainability (Kenter et al., 2019). In other words, sustainability requires a 
fundamental moral orientation that is reasonably concerned with the common good and self-interest 
(McCuddy, 2008).  

One such moral orientation, or pro-sustainability value, is taking responsibility for environmental 

aspects, as is encapsulated in the concept of stewardship (McCuddy, 2008). Customers, investors, 

and companies act as stewards/guardians of nature by considering the end-to-end picture from raw 

materials to services and product end-of-life to ensure minimal environmental impact. For example, 

businesses that act as stewards choose suppliers who are transparent about the processes, ensure 

that components can be accurately traced (SGS, 2018; Crowther & Aras, 2008), and enforce the 

Principles of ESG in day-to-day business (Winters, 2021). 

Aligned with stewardship is Kaitiakitanga, a concept included in the New Zealand Resource 

Management Act of 1991 that means to guard or protect (Te Ara - the Encyclopaedia of New 

Zealand, n.d). The key focus of Kaitiakitanga is to manage the environment following the Māori 

belief of kinship between humans and nature. Wise organisations incorporate the ethics of 

connectedness into business practices and practice fundamental values in pursuit of wellness of 

earth and the human spirit (Spiller et al.,2011). They treat the environment as a stakeholder 'with a 

voice', aware of a bigger picture and willing to trade short-term profit for long-term viability (Spiller et 

al.,2011).  

A key mechanism for managing pro-sustainability values is Values-based Leadership (VBL). VBL is 
the management of a business following values that convey a shared perspective and intent within 
the organisation (Simons, 1994). VBL in sustainability is where managers focus on guiding, 
inspiring, and promoting change that considers one's own needs and constrains self-interest 
(McCuddy, 2008). Jollands et al. (2015) illustrate the potential for VBL to influence sustainability 
objectives when managers find ways to drive actions that are not profit-based and begin to appreciate 
aspects like planetary boundaries and intra- and inter-generational equity. 
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Business excellence is another mechanism that can help businesses find business value in more 
than just profitability and shareholder value – by reinforcing the idea that a company's success is 
influenced by its social, ethical, and environmental contributions (Jankalová, 2020). In this case, the 
business excellence model would use a framework to demonstrate and measure business 
performance excellence as a vehicle for embedding pro-sustainability values and values-based 
leadership. Just like, for example, programs like EFQM set standards and reward exceptional 
business practices (EFQM, n.d.). 

Another mechanism for engaging pro-sustainability values is to establish values-based collaborations 
between actors in multi-stakeholder partnerships to navigate the complexity and interrelationship of 
social systems (Sianes & Vela-Jiménez, 2020; Iverson, 2016). Providing a trustworthy and 
transparent means to integrate disparate information is also helpful, especially in settings with 
various stakeholders who value different outcomes (Martin, 2015).  

Taking a pragmatic approach 

A pragmatic approach to management emphasises practical knowledge in the solving of daily 

problems and finding cost-effective solutions more effectively than other management approaches 

(Mumford & Van Doorn, 2001). By investigating the root causes of issues and agreeing to solutions 

based on current facts and reasoning (Jain et al., 2018), Pragmatism helps improve ethical 

decision-making while not falling into the ethical relativism trap (Drašček et al., 2021). The principles 

that guide a pragmatic approach to sustainability in business are dialogue-based approaches that 

stimulate partnerships and collaboration between workers, local governments, and other 

stakeholders (Wicks & Freeman, 1998; Knoll & Jastram, 2019).  

Literature supporting my professional development approach 

It is also necessary to review the following literature relevant to my professional development 

approach. Namely, experiential learning, reflective learning, and tacit knowledge, as these have 

been essential to this project and my professional development. 

Experiential learning is a cyclical process of learning experiences where the learner must go 

through each stage – experiencing, reflecting, thinking, and acting for effective learning to be 

achieved (McCarthy, 2016). Reflection is a key factor in the experiential learning process (Boyd & 

Fales, 1983). I used McCarthy's model in figure 3.3 to interpret my experience through the lens of 

reflection. Examining issues of concern has changed my conceptual perspective, as is evident in my 

Reflective Summary. 

Figure: 3.3 McCarthy's interpretation of Kolb's experiential learning cycle and basic learning 
Styles (McCarthy, 2016).  

 This work is licensed under a Creative 
Commons copyright license policy, CC-BY 3.0 
US. It is attributed to McCarthy and the original 
version can be found here. 

https://creativecommons.org/licenses/by/3.0/us/legalcode
https://creativecommons.org/licenses/by/3.0/us/legalcode
http://dx.doi.org.op.idm.oclc.org/10.19030/jber.v14i3.9749
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Learners with a Converger profile prefer to deal with problems rather than interpersonal or social 
issues, and our strength lies in problem-solving, decision-making, and practical application of ideas 
(Kolb & Kolb, 2011; Kolb et al., 1999; Geiger, 1992). Since I am a Converger (McCarthy, 2016) or a 
tactile learner (Education Planner.Org., 2022), my innate learning style is to obtain some basic 
understanding and then jump in; I am motivated (Song & Bonk, 2016) to learn from action and direct 
and indirect feedback. I have learned to adapt my style to suit the circumstances, and I have built an 
awareness of my learning patterns and have used them deliberately to bring about learning for 
myself. 

Iverson (2016) advocates for expanding sustainability competence through initiatives that deepen 
the learner's capacity to think and act systematically. Specifically, he references the need to 
improve social consciousness and skills for negotiating collective action. In reflecting on this, I felt it 
was necessary to consider and account for the context of my work practice learning, specifically the 
interactions and interconnections encountered at TheCompany.  

Thirty-plus years of working experience have given me a business insight born out of practical 

working intelligence. Asher & Popper (2019) describe how it is that 'we know more than we can tell' 

in their 'onion model', which consists of layers of tacit knowledge: 1) Hidden Practical knowledge 

(HPK)  gained through work experience; 2) Reflective tacit knowledge (RTK) resulting in 'rules of 

thumb' formulated as a result of multiple similar experiences; 3)Demonstrated tacit knowledge 

(DTK) which are the techniques put in place to address the 'rules of thumb' scenarios. To describe 

simply how these layers might apply to me, it is, for example, having a sense of how to define a 

business problem (HPK) in a way that gets a common picture of that problem across to others 

(RTK) and knowing what tools to use to do that effectively (DTK). After 30 years of experience, this 

tacit knowledge is unavoidable. Recognising that judgment and gut feelings can be biased 

(Maqsood et al., n.d.), I employed mechanisms to emphasise the context in each situation, set up 

discussions and build feedback loops.  

In creating my own professional practice framework, I was influenced by the Head, Hands and Heart 

model of transformative sustainability learning (TSL). This model was designed by Sipos et al. 

(2008), and it describes the integration of sustainability pedagogies in terms of study (head), skills 

(hand) and values (heart). This model is simple and practical, and as such, it appealed to me on an 

all-all-encompassing and holistic level. See Figure 3.4. 
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Figure 3.4 A Venn diagram depicting constituents (combinations of head, hands, and heart) 

and synergies (in spheres) of the TSL pedagogy wherein the principle of head, hands and 

heart engages and enables participants to enact sustainability (Sipos et al., 2008). 

This image can be found here. 

The question of how to achieve real-world results in sustainability is currently at the forefront of 

practical issues facing business today (and the world). This chapter has explored the theoretical and 

practical basis of implementing sustainability in business. While the initial questions were focused 

on sustainability as an idealistic theoretical imperative, positioning these questions in the context of 

business practice has enabled me to recast these questions in light of a pragmatic, realistic 

business solution. The link between theory and practice is being explored by businesses worldwide, 

so my work-based research is particularly pertinent. 

https://www.emerald.com/insight/content/doi/10.1108/14676370810842193/full/html
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4. Methods & Methodology

In the previous chapter, I explored the theoretical and practical basis of implementing sustainability 
in business. There are significant questions related to the wholehearted (genuine commitment) 
uptake of sustainability in business, and little is understood of how this applies in practice. The 
background (motivation) chapter described how my work practice acts as a driver for change. My 
personal framework of practice aims to develop skills in practical sustainability implementation. In 
this chapter, I describe the underlying methodology and the detailed method that have enabled me 
to undertake this work-based development aligned with my personal development. 

My research approach is guided by the philosophy of Pragmatism which provides a framework 
anchored in practicality (Kelly & Cordeiro, 2020). I adopted the organised, structured (Rittel & 
Webber, 1973) and iterative (Susman & Evered, 1978) process of action-orientated inquiry and 
mindful application of Insider Research (Coghlan et al., 2014) and interpretive power of 
Autoethnography (Baumeister & Newman, 1994). This study also drew heavily on my tacit 
knowledge; knowledge gained based on my experience in business, projects, and technology 
(Asher & Popper, 2019). 

Figure: 4.1 Research Approach 

Pragmatism focuses on practice, emphasising applying principles of 'Actionable Knowledge', 
'Interconnectedness of experience' and 'Inquiry as an experiential process (Kelly & Cordeiro, 2020). 
Using the instruments or our learnings, I defined the elements of practice-based evidence into a 
model for understanding the attributes important to and the likelihood of an approved outcome from 
executive and board members. By pooling old and new experiences and applying understanding 
pragmatically in the relevant context, I defined a coherent strategy for rolling out sustainability in the 
company. 

Autoethnography is a systematic analysis of experience to improve understanding through critical 

reflection. According to Baumeister & Newman (1994), autoethnography starts with constructing a 

narrative account of an event as a basis for critical reflection. Ellis et al. (2011) describe 

autoethnography as a socially conscious act involving both science and art in its application. I agree 

with Wall (2008) that autoethnography is not a straightforward method as it raises many questions 

and internal conflicts. During this work research project, I moved through periods of narration and 

reflection – managing a constant tension between my personal story and practical business 

objectives. This is shown in my reflective summary. 

I chose Action Research as a research method because it is an iterative or cyclical (Susman & 
Evered, 1978) process of analysing/understanding, acting, and learning. They describe five phases 
in action research's cyclical process: Diagnosing, Action Planning, Action Taking, Evaluating and 
Learning. Action Research provides a strategy for taking action using methods and instruments to 
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gather information and implement change. Insider action is a method that could trigger and enhance 
my personal development and TheCompany's performance around sustainability (Coghlan et al., 
2014) simultaneously. Action research is collaborative and continuously invites the opinion of all 
stakeholders; it is grounded in action, agnostic and situational (Susman & Evered, 1978). The 
iterative spiral process of the action research model encourages learning and incremental 
improvements on top of prior knowledge whilst mitigating risks and protecting against big mistakes. 
See Figure 4.2 below. 

Figure: 4.2 The cyclical process of action research (Susman & Evered, 1978) 
This image can be found here in the Administrative Science Quarterly, 23(4), 582 - Assessment of the 
Scientific Merits of Action Research. 

Susman & Evered (1978) addressed the positivist science argument against the scientific merits of 
Action Research based on legitimacy as science in philosophical traditions. Action research is 
valuable in terms of an organisational science - because understanding the behaviour of a group or 
persons requires knowing their values and norms. With action research, the researcher is invested 
in the outcome and engaged in the process; it is action-oriented; requires that researchers check 
actions and make corrections; the knowledge gained develops the capacity of the organisation to 
solve its problems (Susman & Evered, 1978). 

Insider researchers undertake research in and on their organisations (Brannick & Coghlan 2007); I 
believe this first-hand perspective will provide valid, helpful, and important knowledge about the 
company that traditional approaches may not uncover. Insider Research is typically disqualified 
because it is perceived not to conform to standards of intellectual rigour (Brannick & Coghlan,2007). 
This distinction is inaccurate as insiders and outsiders must contend with identity issues and the 
situational knowledge they possess (Fleming, 2018). In my view, the extended business knowledge 
acquired using insider action research provides "added value" to the development of the knowledge 
in the organisation to "design, facilitate and lead change" (Coghlan et al. 2014). A key advantage is 
the "pre-understandings" that an insider brings to the process (Brannick & Coghlan 2007). Still, 
Insider Researchers need to be mindful of 'researcher biases' to prevent personal values and 
experience from influencing the research (Fleming, 2018; Maqsood et al., n.d.). 

To develop a sustainability strategy, I drew on the ideas of Manning (2001), who defines strategy as 

a dynamic, living experiment and outlines these five steps for strategy development, and includes 

change management as an essential part of the strategy. Step 1, Define your purpose. Step 2, 

Define your business model. Step 3, Clarify your organisation's context. Step 4, Define goals, 

priorities, and actions. Step 5, Craft the conversation.  

Then, I used various tools and instruments to address the critical aspects of project management, 

change management and leadership.  

1. The Sustainability Maturity Matrix (KPMG, 2018) - as recommended by the Sustainable

Business Council in New Zealand - was used to determine TheCompany’s sustainability

maturity level (see figure 4.3).

2. The ADKAR process (Prosci, n.d.) -a widely accepted approach in change management

practice - was used to describe and plan for the various stages of change: Awareness, Desire,

Knowledge, Ability and Reinforcement.

3. Covin& Kilmann’s (1990) advice to ensure visible and consistent management commitment,

taking action and leadership. Also, conducting informal talks and ensuring inclusion (Rogers,

2007) to diffuse power differentials.

4. An amended role of Project Management was used, including the following: Navigating the
tension between the economic, administrative (governance), social and environmental effects of
projects and activities (APM, 2021; Martens & Carvalho, 2017).

https://doi.org/10.2307/2392581
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It was also necessary to incorporate sustainability-specific methods such as the sustainability 
assessment (self-audit) central to our process. It provides a baseline for the current state and a 
departure point for determining goals and identifying initiatives to begin TheCompany's sustainability 
journey. There is no agreed standard or format for sustainability assessments. Sustainability 
assessments must synthesise the relevant 'complex environmental information and consider the 
parts' interconnectedness' as well as be auditable and regularly reviewed (Munn, 2015). I believe I 
have built these considerations into the sustainability assessment and process. Other such 
sustainability methods used are summarised below. 

• Life cycle thinking is a sustainability practice that encourages businesses to find innovative ways

to make profits and, simultaneously, consider the environmental and social dimensions, a

process known as Life Cycle & Environment Management. (UNEP, 2017). Some sustainability

factors considered in a life cycle and environment management are Data, Carbon, or Water

Footprinting, Life Cycle or Sustainability Assessment/Audit and so forth.

• The Sustainability Assessment or Audit is an evaluation of the environmental impact of the end-
to-end operations or the end-to-end life cycle of a product (Ridoutt. et al., 2016). One of the
sustainability assessment or audit components is the carbon footprint. For TheCompany's
purposes, the sustainability assessments will be conducted using transparent internal/self-
assessment and an agreed rating scale.

• Carbon Footprinting is the evaluation and calculation of the number of carbon emissions created

in the end-to-end life cycle of various products and business operations. Standards for carbon

footprinting have been defined and documented (Ridoutt. et al., 2016) and online carbon

emission calculators are widely available. TheCompany chose to use a company called EKOS

(n.d.) as the Net Zero certification and audit provider.

• Certification Programs charge a fee to provide an independent sustainability audit in exchange

for a certification. These providers have standards, usually ISO (2015) and conditions that must

be met for the certification to be granted. Some providers in the Carbon offsets space have

recently come under criticism for creating a market that does not reduce emissions (Stapczynski

et al., 2021). TheCompany chose to use a company called EKOS (n.d.) as the Net Zero

certification and audit provider.



Figure: 4.3 Sustainability Maturity Matrix (KPMG, 2018).  Free resource available here from sbc.org.nz website. 

https://www.sbc.org.nz/wp-content/uploads/2022/07/A3-SBC-Maturity-Matrix.pdf


• Carbon Credits, Offsets and Reductions. Carbon credits programs offer credits to projects with

climate-positive results. Organisations can then purchase these to offset (cancel out or Net

Zero) their emissions Wikipedia (2022). TheCompany chose to use a company called EKOS

(n.d.) from among New Zealand offset providers.

• Targets, Measurement & Reporting. There are currently no clear regulatory guidelines for
compliance and reporting sustainability/ ESG measurements (Ridoutt et Al., 2016), goals and
initiatives in the software development / ICT industry, nor specifically for New Zealand-based
software companies. TheCompany decided to do a quarterly sustainability report to the board.

• Sustainability or ESG body of knowledge. I consolidated audit data from various auditing models
(KPMG, 2021; Brightest, n.d.) and assessment templates (Leboucq, 2017; BCorp, n.d.) to create
a list of sustainability criteria. I used multiple models to get a good representation of all factors
and combined them all for potential use at TheCompany. I believe these are credible as KPMG
is actively consulting and auditing many international organisations on sustainability issues,
including the Sustainability Business Council (SBC) in New Zealand, which released a maturity
matrix authored by KPMG (2018). BCorp is a not-for-profit organisation dedicated to
sustainability. They are well accepted in sustainability circles for redefining what it means to be a
successful business (Addiss, 2018) and meeting the highest standards of ESG (Harvey, 2019).

Other tools I used to simplify decision-making are Conjoint analysis and Bayesian statistics. I used 

these techniques to build models that helped limit the team's exposure to adverse outcomes. The 

Conjoint Analysis is often used in marketing to determine customer trade-offs between product 

features. Using various models to infer buyers' part-worths for attribute levels, marketers use buyer-

choice simulators to predict buyer choices (Green & Hall, 2001). I used the conjoint decision model 

to indicate the importance of various factors (like cost and impact) in the decision-making process. 

Bayesian statistics is a way to represent a current problem mathematically and then use reasoning 

to solve it; It is a method to accurately describe what I believe about a scenario – based on the 

information I have (Kurt, 2019). By calculating the probability of my hypothesis given the available 

data, Bayesian statistics showed me clear answers to how confidently I should believe (Buchinsky & 

Chadha, 2017) in the likelihood positive outcome.  

This thesis tells the story of a work-based project – implementing a sustainability approach for a 
digital trading platform provider - and developing my personal, professional framework of practice to 
become a credible senior sustainability professional. These two threads are closely interwoven, and 
this chapter has described the nature of this interweaving. The work's methodology is based on 
pragmatism and guided by pro-sustainability values. In this chapter, I reviewed the relevant tools 
and techniques used to formulate the business's sustainability approach and effective rollout. Each 
of the work project stages is explored in terms of the change in work practice and the impact of that 
practice. This review is done in the context of a digital trading platform provider company. It 
examines the extent to which a pragmatic and values-based leadership approach to sustainability 
can advance the theory and practice and the limitations of those findings. This approach and 
revisiting the original motivations for the work lead to suggestions for further research. The detailed 
method for the work-based change - my work practice is described in the following chapters. In this 
chapter, I have described in detail my methods in approaching this task that provide the means of 
development of my professional framework of practice 
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5. Work Research Project

In earlier chapters, I have described the overall objective of making a change in my work context 

and being recognised as a credible sustainability professional.  In the previous chapter, I described 

my methodology for undertaking this work research project. This chapter describes the major tasks 

through the lens of data gathering, data analysis, and the process followed. The data gathering and 

analysis sections have been split into phases one and two to reflect the information applicable for 

each phase - as described in the background chapter. The process section describes the steps 

followed and outcomes of phase two in detail. Finally, the work is considered in terms of the 

contribution to the overall work-based change process and in terms of my emergent professional 

framework of practice. 

Data Gathering 

I initially chose to do a customer survey to determine trade-offs and the barriers to sustainable 
product choices. I had intended to source feedback from industry experts via Action Research 
(Rittel, 1973) to define our outputs for phase two. However, I shifted focus to align with a new 
strategic role and opportunity I had accepted to implement a company-wide sustainability strategy. 
The insights gained from the initial customer survey (referred to as phase one) thus became prior 
knowledge (Asher & Popper, 2019) – which was beneficial to the Action research and Insider 
research performed in the rest of the work (phase two), the main focus of this study. 

Phase One 

Data was collected in the format of a shopping survey to customers. Data were anonymously 
collected and complied with using the secure 1000Minds software. 

• The survey data was collected and used (by 1000Minds software) to compute via conjoint
analysis the attribute relative importance results across participants (1000minds, n.d.).

• All data will be safely stored via a secure password-protected database and destroyed after
seven years.

• The 1000Minds Data Security (1000minds, n.d.) and Privacy (1000minds,n.d.) policies are
displayed on their website.

Survey participants were volunteers from the local New Zealand community, sourced from LinkedIn 
contacts. 

Anonymous data was collected (participants were allocated a participant number) in the survey – no 

interviews were conducted. Data collected was primarily food shopping behaviour based but 

included demographic data like location, age, gender, location, ethnicity, income range, and role in 

the household (for example, Primary shopper).  

All research data was recorded on a secure database and available for review. Conjoint analysis is 

being done by reputable external software. 1000Minds is a reputable, award-winning software that 

uses the PAPRIKA method. The PAPRIKA method involves the decision-maker (Participant A) 

answering a series of simple questions based on their expert knowledge and subjective judgment. 

Each question is based on choosing between two hypothetical alternatives defined on just two 

criteria or attributes at a time and involving a trade-off (in effect, the other criteria/attributes are the 

same). 

All personal data will be securely stored, and password protected on an Otago Polytechnic 

OneDrive student account. Confidentiality is ensured using the anonymity of information. This is 

achieved by allocating a participant number that is shared with 3rd parties instead of personal details 

(name and/or email address); working primarily with the participant number maintains participant 

anonymity throughout the process. Confidentiality is ensured using the anonymity of information. I 

https://www.1000minds.com/conjoint-analysis/pairwise-comparisons-method
https://app.1000minds.com/security%20(1000minds,%20n.d.)
https://app.1000minds.com/privacy?_gl=1*1df7r62*_ga*MjA0NjA1ODk0Ny4xNjU2MDE3MDk3*_ga_5V1Y5P5TMJ*MTY1NjAxNzA5Ny4xLjAuMTY1NjAxNzA5Ny4w
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created the diagrams in Figures 5.1 and 5.2 below to help illustrate the process that will be followed 

to ensure confidentiality (of personal details) is maintained. Confidentiality was maintained by 1) 

keeping personal information in secure databases and 2) allocating a participant number that is 

shared with 3rd parties instead of personal details (name/email address), and 3) working primarily 

with the participant number to maintain participant anonymity throughout the process. 

Figure: 5.1 Maintaining Confidentiality 

Figure: 5.2 Data Storage Model – Internal secure storage versus 3rd party data 

Phase Two 

For phase two, company data was gathered by means of a Sustainability Assessment that was 
completed with the help of TheCompany employees. Data was collected by means of interviews. 
Participants were those individuals identified as owners of specific functions – based on the role and 
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designation at TheCompany. All research data was recorded on a secure database and available 
for internal employee comment and review. 

Before data could be collected, I researched the components applicable to a sustainability 
assessment for a software development company to create the assessment templates for the 
interview. To do this, I gathered and consolidated data from various sustainability certification and 
auditing models (KPMG, 2021; Brightest, n.d.) and assessment templates (Leboucq, 2017; BCorp, 
n.d.).

Then using the Lifecycle thinking technique, I interviewed TheCompany employees. Data was 
compiled – captured onto the sustainability assessment form and saved on a company database. 
The scores allocated are based on a defined rating scale. The scores indicate areas for 
improvement across the various components; the relevant enhancements are incorporated into the 
action plan. For example, using the key factors criteria for project management as defined by 
Martens & Carvalho (2017) to set the criteria for the project management assessment, I captured 
the findings accordingly. Please see Figures 5.6 and 5.5 below for examples of the Sustainability 
Assessment form and the Rating scale. The Action Plan is available in Appendix 2.   

My process followed a spiral trajectory along with Susman & Evered’s (1978) cyclical action 
research process - see Figure 4.2. The iterative results from the steps of, Diagnosing, Action 
planning, Action Taking, Evaluating & Learning became more nuanced over time. I instituted a 
rating scale to indicate each business component's current and potential improvement sustainability 
impact level. I used the data collected in these interviews to establish a baseline for the start of 
TheCompany’s sustainability journey. I then set about researching the sustainability impact and 
available responses in each relevant scenario. I also set us a Sustainability forum to gather further 
data from a wider audience and disseminate sustainability information for awareness and change 
management purposes. 

All risk of untrustworthiness is mitigated through a logical, traceable, and documented process 
(Fleming, 2018). All assessment results were shared openly for internal comment to mitigate the 
criticism or risk of bias (Fleming, 2018). The sustainability process is auditable and credible because 
all internal communications and documentation are open and transparent. 

Privacy, confidentiality, and institutional anonymity (Fleming, 2018) will be maintained by referring to 
the company in terms of an alias, thereby protecting against access to privileged information and 
protecting the privacy of the company, the staff, and their customers. Due to the size and context of 
the company in New Zealand, any references to individuals (even using aliases) could compromise 
their anonymity by the nature of the comment. I will hide the company’s identity using a pseudonym 
to respect anonymity and protect the company's intellectual property. The permission letter to use 
this company in my study is available with my mentor Henk Roodt – for secure download. 

Data Analysis 

Phase one 

In phase one, I analysed data collected from the customer survey to determine trade-offs and 
barriers to sustainable product choices. We elected to use the Conjoint analysis (Green & Hall, 
2001) for data analysis via 1000Minds (n.d.) software.  Data Analysis revealed the following two 
significant outcomes. 

• The overall attribute preference ranking indicates that 'Quality' outranks the other attributes.
Trusted Label and Product choice outranking 'Fair Price' and 'Convenience'. See figure 5.3.

• Barriers to sustainable purchases largely relate to poor choice, high price, and poor quality. See
figure 5.4.
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Figure: 5.3 Attribute Preference Ranking 

Figure: 5.4 Survey Responses – Barriers to Sustainable Purchases 

Below is a summary of the knowledge carried forward to phase 2 from the findings from the 
customer survey in phase 1 – (Please see Appendix 1 for more information on phase 1 findings.) 

A. Customers believe that Quality Matters
According to the Business.Govt.NZ website - the Ministry of Business, Innovation and Employment
(n.d), "Quality Matters" (Quality Matters, n.d.). I questioned whether this translates to quality on
shelves for customers. Our survey participants ranked quality as an essential factor and indicated
that the quality of sustainable products does not meet their standard or compare to their standard
[unsustainable] product choices. This result aligns with Zuloaga et al. (2019), who report that
despite wanting quality products, customers feel that products generally do not last as long as they
used to. He recommends that products that last longer have a reduced Global Warming Potential
(GWP). Hellmann & Luedicke (2018) blame poor quality goods for perpetuating the throw-away
mentality. At the same time, White & Hall (2017) modelled a nutritional deficit in diets without animal
products. In terms of a circular economy, a positive impact on sustainability necessitates reducing
consumption (Brown & Vergragt, 2016); basically, we need to get more from less. David Garvin
(1984) wrote about the different definitions of quality and described several dimensions of quality:
Performance, Features, Reliability, Conformance, Durability, Serviceability, Aesthetics, and
Perceived Quality. Perhaps the Circular Economy calls for a new definition of quality, one that
includes criteria like longevity, reusability, recyclability, and even nutritional value.

0 2 4 6 8 10 12

I don't understand or trust the product labels.

I am limited by availability of choices.

The price is too high or doesn't compare to the…

The product quality is poorer, unknown or not…

I didn't think about it at the time.

I don't fully understand how to do my part.

Barriers to Sustainable Purchases
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B. Customers have limited choices
According to behaviour specialists Aibana et al. (2017), some of our consumption/shopping choices
are habitual, and we need to make sustainable choices easy to make. Participants in this survey
indicated insufficient sustainable options available to them. The government has set policies to
enforce the movement toward a circular economy, such as the recent decision to ban single-use
plastics by 2025 (The Beehive, 2020.). Such policies will help improve the range of sustainable
products readily available – at least from a packaging point of view. However, this only applies to a
few products, and in the meantime, advertising continues to freely promote the purchase of
unsustainable products. According to Sustainability Professor Michael Howes (2017), it takes so
long to achieve sustainability goals because of political, economic and communication failures. The
economy rewards environmentally damaging activities; governments do not implement effective
strategies, and poor communication results from ineffectual community consultation and
involvement. In the meantime, consumption continues to compound the effects on the planet and
climate (Kaplan, 2021).

C. Passing costs on to customers is not an appropriate sustainable strategy
A fair price assessment is at the heart of consumer decisions despite contemporary opinion (like
NielsenIQ, n.d.) that customers are willing to pay more for sustainable products. Mahajan (2020),
who defines customer value as the perception of worth against available alternatives, points out that
whether a customer's preference is for "value for money (price sensitivity) or money for value"
(value-centric), price is always a factor. Dominique-Ferreira et al. (2016) go so far as to say that
even brand loyalty is insufficient to make customers overlook price entirely. Essentially a customer
prepared to pay more for a sustainable item perceives more value in sustainable versus non-
sustainable products. Whilst applaudable, this strategy speaks only to a select group of customers
with particular values. An inflated price does nothing to serve a circular economy not predicated on
specific consumer values or excess budget to drive sustainable choices. In such an economy,
everyday product choices must be sustainable and affordable.

Phase two 

In phase two, the available data were analysed on multiple levels. 

1. Using the interview data and the rating scale I defined (see Figure 5.6 below), I worked together
with the interviewee to analyse each aspect and assign a current impact rating. Then we
discussed the potential for that particular component to improve with the implementation of
sustainability actions and assigned a potential improved rating. Both ratings were recorded on the
Sustainability Assessment form (see Figure 5.5 for a sample).



Figure: 5.5 Sustainability Assessment Analysis – Project Management sample 

©Venessa Darroll 2022 – Free to use.  

For more assessment examples, please see Appendix 2. 



 Figure: 5.6 Rating Scale for Sustainability Assessment Analysis 

Image created by Vdarroll using rating scale is defined in this 

Open Access Publication 

https://link.springer.com/content/pdf/10.1007/s11625-017-

0470-0.pdf. 

Weitz, N., Carlsen, H., Nilsson, M., & Skånberg, K. (2018). 
 Towards systemic and contextual priority setting for 
implementing the 2030 Agenda. Sustainability 
Science, 13(2), 531–548. 
https://doi.org/10.1007/s11625-017-0470-0 

This analysis resulted in a baseline measure as well as gap analysis and potential improvements. 

2. I used my discussions with staff in the interviews to assess TheCompany’s sustainability maturity

level – using the maturity test defined by KPMG (2018), reflected in figure 4.3. Analysing the

general response from interviewees to the questions posed in the maturity test, I determined that

the company’s sustainability maturity level was at a basic level (level 1). Lacking understanding in

all areas, including climate change, nature and natural resources, pollution and waste,

management, procurement, and IT. To counter this, I determined that I would need to build an

employee awareness program with internal communications to address this. I would also need to

include creating opportunities for company-wide and leadership awareness in the action plan

through various activities like creating a sustainability mission, revising company policies and

prioritising quick-win improvements for the sake of learning through positive communications.

3. I analysed and presented the content from investigations to executives and the sustainability
forum. In some cases, the impact and or potential solutions were not well understood, so I had to
do additional research on these cases, which I recorded and presented to the forum and senior
management for discussion. Some examples of additional data collected for analysis in this
manner include understanding biofuel's impact in Brazil and dairy's impact in Europe. Where
applicable, this research initiated risk identification and mitigation processes.

4. I created the following decision-making tools to check the initiatives I presented for approval and
help predict decision outcomes. Using Bayesian statistics (Kurt,2019), I built a model to check our
understanding of the likelihood that an idea would get approval. I also built a decision-making
model using the 1000Minds software (1000minds, n.d.) to check our understanding of the factors
important for executive approval. Section 4.A and 4.B below describes these decision-making
tools in more detail.

https://link.springer.com/content/pdf/10.1007/s11625-017-0470-0.pdf
https://link.springer.com/content/pdf/10.1007/s11625-017-0470-0.pdf
https://doi.org/10.1007/s11625-017-0470-0
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4.A Decision-Making Tool – Importance

I developed a model to check my understanding of what attributes are important for a 
sustainability initiative to be approved by the executives for budget and priority allocation. 
Investors want sustainability to be addressed, and Executives wish to deliver on that whilst 
staying on course with the company existing objectives for revenue, growth, and expansion. 

I built a custom decision-making model using the 1000Minds software to analyse customer 
trade-offs in phase one. The interviews were unstructured and conversational, and the 
information collected was recorded in a Sustainability Assessment (Template in Appendix 1). 
I considered all the factors that came up in the interviews and discussions with staff for the 
model attributes. I defined a list of eight factors that we thought might be relevant in the 
sustainability discussions: Impact on business goals (Revenue levers), Cost, competing 
priorities (resources), Size of work, Time to do (Duration), Level of customer support, Risk, 
Sustainability Impact. I considered all these factors and then incorporated the most relevant 
in the model, i.e., when it was considered a tradeable factor in the decision-making scenario. 
For example, a negative impact on revenue levers, specifically trade value ($), was deemed 
an unacceptable scenario. ''Impact on Revenue'' is excluded from the model because it is 
not a trade-able factor. 

The model incorporates the following attributes: Level of confidence in solution & mitigated 
risk, Level of customer support and Size of positive Sustainability Impact by estimating the 
size of Cost Impact (Resource, Size, duration). The values we attributed to each attribute are 
low and high. I assumed that there would be no direct negative impact on Revenue levers 
(transaction volume, value). We determined that there would be three scenarios linked to 
cost. Our model calculated the relative importance of attributes as follows:  

• For a Low-Cost Impact (resource allocation, size and duration), the model estimated an
equal weighting of preferences (33.3%) of the attributes against each other. See Figure
4.A.1.

• For a Medium Cost Impact (resource allocation, size and duration), the model estimated
that Customer Support was the key factor (57.1%)  that would win the trade-off between
Level of Confidence (28.6%) and level of Sustainability Impact (14.3%). For a Medium cost
impact scenario, Customer support is twice as important as the Level of Confidence and
four times as important as the Level of sustainability impact. See Figure 4.A.2.

• For the High-Cost Impact (resource allocation, size and duration), the model estimated that
the Level of Confidence was the key factor (50%)  that would win the trade-off between
Customer Support (33.3%) and level of Sustainability Impact (16.7%). For a High-cost
impact scenario, the Level of Confidence is one and a half times (1.5x)as important as
Customer support and three times (3x) as important as the Level of sustainability impact.
See Figure 4.A.3.



Figure: 4.A.1  Low-cost scenario – Results 
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Figure: 4.A.2 Medium-cost scenario - Results 
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Figure: 4.A.3 High-cost scenario - Results 



I speculated that the model would somewhat accurately estimate the relative importance of the 
factors within our low, medium, and high-cost impact scenarios. To test the model, I compared 
the expected outcome (see Figure 4.A.4 for our scenarios) against the actual outcome of 
TheCompany executives' approval decisions. 

For example, the cost for an audit and application to obtain a net-zero certification – excluding 
the cost of emission offsets (which is additional) was quoted at $10 000 NZD; this is 
considered a low-cost initiative. Considering the below three points to compare this initiative to 
the modelled scenarios (in figure 4.A.4 below), I determined that this initiative had all the 
necessary factors for a successful outcome (executive approval).  

• There is no guarantee that the audit will be successful, but we were reasonably confident
that it would be. (Medium to high)

• The certification on the company website is important to send a positive message about
our sustainability actions to both investors and new customers – but will not necessarily
result in additional support from existing customers. (Low to medium)

• The sustainability impact of this spend (which excludes emission offsets) is Low.



Figure: 4.A.4 Model Scenarios 

• The size of the sustainability impact does not appear to be an important factor in any scenario.

• For high-cost initiatives: - confidence is a primary factor (50%); however, the business case will also have to reflect solid customer support
(33.3%) to achieve a favourable outcome.

• For medium-cost initiatives: - customer support (57.1%) is the primary factor; however, the business case will also have to reflect confidence
(28.6%) to achieve a positive outcome.

• Customer support (33.3%) and confidence (33,3) are equally important for low-cost initiatives.



4.B  Decision-Making Tools – Likelihood of Success

I developed a model to check the likelihood of receiving executive approval on any specific 
initiative submitted. To do this, I used Bayesian statistics to calculate the probability of a 
successful outcome. In addition to ensuring we addressed the critical aspects of each idea via 
the Conjoint decision tool mentioned above. 

First, I looked at all the initiatives identified from the life-cycle assessments and estimated the 
cost level. I estimated that 20% of the initiatives were high-cost, 35% medium-cost and 45% 
were low-cost. I then defined my belief that lower-cost scenarios had a better chance of 
approval in terms of the following statements: 

• Low-cost scenarios have a 1 in 2 chance of being approved

• Medium-cost scenarios have a 1 in 4 chance of being approved

• High-cost scenarios have a 1 in 6 chance of being approved

And I used Excel to create the conditional probability of each scenario; see the values in 
Figure 4.B.1. 

I then used this model to check the likelihood of approval of initiatives. For example, the cost 
for an audit and application to obtain a net-zero certification – excluding the cost of emission 
offsets (which is additional) is $10 000 NZD; this is considered a low-cost initiative. In this 
case, I calculated that the probability of approval was 0.65060241 or 65%. I decided that the 
idea could be confidently submitted to the executives for a decision.   

Figure 4.B.1 Conditional Probability of Approval in low, medium, and high-cost 
scenarios 



Process 

The following steps define the process followed for this work research project to implement a 

sustainability strategy for the company, a digital trading platform provider. The first two points 

address the strategic aspects of the process, the following four address the execution aspects, and 

the final point looks at my emerging professional practice. 

1. Building the strategy – establishing a sustainability commitment, key objectives, approach
and rollout plan

In the context of this work, a sustainability strategy is the definition of the way TheCompany intends

to address sustainability. Essentially it is the adoption plan to create a pro-sustainability culture as

well as the practical mechanisms TheCompany will deploy to ensure that the change is successfully

implemented and sticks.

“Strategy is change management” (Manning, 2001, P46). 

I facilitated several discussions with the TheCompany team (all employees) as I worked to refine the 

scope, objectives, and expectations. I presented several possible sustainability strategies (like the 

triple bottom line, green economy and so forth) to encourage discussion and highlight the need for 

agreement. I also presented the case for our sustainability to be authentic and not manufactured, 

and TheCompany team agreed that sustainability solutions absolutely needed to be practical for 

business.  

A. Our approach

I assessed the body of work to be covered by the company and divided the program into 3 phases. 

This is so that we could prioritise emission reductions in people's minds without losing focus on the 

other important aspects of sustainability. These phases are Emission reductions, Other 

environmental, social and governance (ESG) improvements and Innovative product features. I 

created this slide for the purpose of internal communication. 

Figure 5.7 – TheCompany Approach 

©Venessa Darroll 2022 – Free to use.  
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B. Our Commitment

As a software development company, the obvious way to solve problems is with innovative technical 

solutions. It is not surprising that innovation became the core pillar of our commitment. To articulate 

and embed this commitment, I worked with the designer and sourced employee feedback to design 

an appropriate logo and slogan. See Figure 5.8 below, the logo and image that symbolise 

TheCompany's sustainability commitment to the sustainability program. 

Figure 5.8 – TheCompany Sustainability Program Logo 

©2022. All Rights Reserved. 

 Our Goals 
I facilitated the process of agreeing and setting up some initial sustainability goals and had them 
updated on our website in order to hold ourselves accountable. These goals are to become Net 
Zero certified by the end of 2022, which requires an audited process of carbon footprinting and 
implementing an emission reduction strategy. (We intend to offset all emissions for the past year 
and work to reductions in the future.) To explore innovative product features to solve sustainability 
issues for our customers. With the aim of discussing some ideas with customers from as early as 
July 2022. To assess and address our internal progress towards ESG by looking at company 
policies and processes and defining additional goals and measurements for these. For example, we 
want to become zero waste by the end of 2023. 

C. Our Rollout Plan

There were many considerations in setting up a plan for our Sustainability program, some of which 
drew on my prior experience in business. Also, my project management and change management 
skills were invaluable in managing the rollout (please see point 2 below for more information on 
this). In a typical project management style, the plan started out as a high-level plan and then 
evolved as I consolidated and integrated all information collected (including assessments, for 
instance) from all the steps defined below. This process aligns with Manning (2001), who said that 
an effective strategy requires a systems view of the business - this means considering the end-to-
end business operations and external business environment in decisions. In the end, I built a 
detailed action plan that covers all the aspects of TheCompany's sustainability program rollout. 
Please see Appendix 2 for the detailed action plan.  

In this work research project, I identified three main knowledge focus areas for our sustainability 
implementation (execution): strategy, project management and sustainability. Throughout the 
project, key themes had to be considered across all three focus areas. These themes include - the 
Mission, Implementation Approach, Change Management and Controls. So, for the strategic focus 
area, each theme is considered in terms of strategy and the actions required to meet these. 
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Similarly, for the project focus, each theme is considered in terms of imperatives and actions 
required as defined by the project management discipline and principles and sustainability by 
sustainability principles.  I created the following operational model (Figure 5.9) to illustrate the 
various components of the sustainability strategy: Focus areas and themes, as well as some 
specific roll-out components. 

Figure 5.9 – Sustainability implementation components – Operational Model 

2. Utilising Project Management and Change Management to ensure a successful

implementation of TheCompany's Sustainability program.

A. Change Management

I formed an approximation of employee sustainability understanding and opinion when doing the 
interviews. I also completed a company sustainability maturity self-assessment (as discussed in the 
Data Analysis section), and the results showed a low maturity score. This all flagged the need for 
change management as a key mechanism to support this change for TheCompany. Since changing 
people means changing their behaviour (Manning, 2001), I determined that - as is required with 
most new change adoptions - TheCompany’s culture would need to be updated. 

Using the ADKAR system (Buehring, 2021) of Awareness, Desire, Knowledge, Ability and 

Reinforcement, I created an Awareness of sustainability by speaking about sustainability at every 

opportunity. I created a sustainability channel on Slack (n.d) and engaged the marketing team to 

post regular sustainability content on social media.  

I decided to address the Knowledge and Ability aspects of ADKAR by providing some basic 

education. I did extensive research and used my IEMA study material as a guideline for knowledge 

material. Then, using the above findings as a basis for gaps (for example, where staff indicated they 

didn’t know about some sustainability topic), I built a list of the most relevant environmental, social 

and governance issues and set up a calendar of themes for an employee awareness program and 

calendar. The education or awareness program uses a range of mediums – video, email, slack 
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message, and blog posts. Our first education delivery was in June 2022. It is a basic shared page 

with the theme of “all you need to know about climate change”. It explains the issues related to 

climate change with an interpretation of what this means and some specific information that applies 

to the markets, industries and countries in which TheCompany operates.  

To address the remaining aspects of Desire and Reinforcement, I planned events to encourage 

physical participation and involvement in sustainability matters (like volunteering at a soup kitchen to 

create awareness of hunger and poverty and having a team event around introducing our new 

waste process). I also set up a voluntary sustainability forum for open discussion of issues and 

progress around sustainability. 

I updated the new staff induction pack (see Figure 5.10 below) to ensure that new employees are 

brought into the loop as soon as possible.  

Figure 5.10 – TheCompany Sustainability Focus established for new staff 

B. Project Management

In addition to Change Management, Project Management activities were essential to the rollout and 

change adoption of a sustainability strategy. I relied on my project management skills and 

experience to run the project in accordance with project management principles. These are some of 

the activities undertaken as part of that process: 

• Review the analysis of the assessments – verify and highlight gaps for attention.

• Review internal policies and processes to ensure adherence to sustainability and coherence

with other policies and procedures.

• Assessing Environment Management Systems (EMS) tools for future tracking and reporting

purposes.

• Engage with stakeholders.

• Board Reporting.
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• Oversee the compilation of evidence and reports for Footprinting and Emission Audit.

• Track progress to ensure we maintain momentum and keep making incremental improvements.

• Identify and mitigate risks. For example, when moving into new industries or countries – this

warrants an investigation into the current ESG environment (whether regulation, social or

political) to highlight potential impacts and risks. This risk report has been done on two

occasions: Dairy in Europe and Ethanol in Brazil (see Appendix 2 for an example).

Another essential Project Management activity was to provide updates to keep employees, 

stakeholders, and management informed of progress. For instance, I created the diagram in Figure 

5.11 to give the leadership team an overview of the program's progress in June 2022. 

3. Assessing the company’s Impact – across the business.

This initial question was to determine which business areas should be assessed. I considered the

product's full life cycle and business activities chain to define the broad business areas to be

assessed. Keeping in mind that TheCompany is a software development company, I identified these

high-level areas for assessment: Office & Employees, Projects & IT Development, Operations, and

Product – our Software Platform.

Then, since TheCompany enables trade through our software platform, I felt that it was also

important to assess and understand our product's potential impact in the hands of our customers

and their various countries and industries. This was used to raise and mitigate risks with movement

into new regions and or markets.

Using the life cycle thinking principle, I researched each business area extensively. I then used this

together with my understanding of business processes to create an assessment template with

items to address in each area/category. Each assessment is unique as it addresses different

components relevant to different aspects of the business. In other words, the Office & Employees

assessment addresses electricity use across the entire company, while the Projects & IT

Development assessment looks at process efficiency. I also implemented a rating scale (Figure

5.5). I then interviewed the managers responsible for each area to discuss impacts and agree on a

baseline rating and potential improvements. These interviews required me to have researched the

area in question and present / explain (social, economic and governance) justifications for the

questions. And interrogate answers and potential improvement discussions supported by

explanations whether in terms of legislation, governance, ESG principles, global sustainability

trends, models and so forth. This was defined in more detail in the section above on Data Analysis.

A. Record Keeping & Auditability.

The sustainability assessments are stored on a central company database and are accessible to be

viewed by all employees. Only I can edit these assessments, but edits and comments are tracked.

B. Reporting

I designed a Sustainability Impact Progress reporting template that will be published so that it can

be shared with other stakeholders – like the board. See Figure 5.12 - note that this report will only

be implemented in future (when the sustainability program becomes a business-as-usual (BAU)

activity). At this stage, reporting is still at a project level.



Figure 5.11 – TheCompany Sustainability Project Update – Project Reporting 
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Figure 5.12. Sustainability Impact Assessment Reporting Template – Planned BAU Reporting 



4. Establishing a Carbon Emission Reduction Plan

After completing the business area assessments, I collected emission data to calculate/estimate our

emissions.  I used a local calculator, and the estimate came in at about 51T-e. Most of our

emissions come from international business travel to visit TheCompany customers who are based

globally. This cost is mitigated by having some staff based in other countries. I negotiated approval

to contract with EKOS, a New Zealand-based company that offers an ISO-accredited Net Zero

certification, to help us formally measure/audit our emissions and define a reduction plan. We would

like to make an impact in all the countries where we have a footprint. TheCompany has committed

to being a net-zero company going forward. Please see Appendix 2 for sample emission

estimates/calculations done using the Toitū (n.d.) calculator.

There was a lot of time and work involved in retrieving records as there was no formal process for

collecting all travel data (other than some basics required for insurance). As part of this exercise, we

have streamlined several processes to ensure that we adequately collect the data and keep records

for the current and future emissions audits.

5. Review company ESG – including all company policies and procedures.

Using various resources, – including the UN’s SDGs, IEMA materials, KPMG Audit and BCorp

impact assessment templates, I defined a program of ESG work and built a framework for assessing

our ESG requirements.

Among other things, this phase addresses the internal policies, procedures and processes that

should be addressing ESG. I reviewed our internal policies and procedures against the framework

to assess our gaps. In some cases, the information was not readily available. I had to improvise, for

example, checking the cashbook for financial transactions and sending out an employee form to

capture staff home-office details and personal travel information.

I determined that there are some considerable gaps here and a long list of work to be done for the

rest of 2022. This work will involve negotiating the update of policies with stakeholders, updating

policies and procedures, instituting processes, and communicating the changes. Please see

Appendix 2 for a list of ESG items for review.

6. Innovative Solutions for identified gaps

Since TheCompany has committed to finding innovative solutions for sustainability – another key

area is to pursue innovative solutions specifically to solve sustainability issues our customers face.

One such example is - we have added a sustainability certification indicator to one of our platforms

– this is so that a buyer can see if the product they are interested in is sustainably produced. This is

an attempt to sway behaviour towards/in support of the national sustainability program. This change

is currently in pilot testing.

Another is that we are also looking at ways to track and perhaps offset emissions from 

freight/shipping on each trade. Figure 5.13 is a diagram I put together to illustrate this new product 

feature concept we are investigating. 
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Figure 5.13 TheCompany Innovative Product Feature - emissions per digital trade 

Further details regarding these two innovations have been omitted here to protect company IP. 

7. Emerging Professional Practice
At the start of phase two, I reflected on my working knowledge –my knowledge, techniques, skills
and attitudes. At the same time, considering the explanation from Wiek et al. (2011) that
competence in sustainability comprises five core competencies: systems-thinking competence,
anticipatory competence, normative competence, strategic competence, and interpersonal
competence. I determined that the working knowledge generally deployed in business to achieve
project or departmental success (both in task performance and problem-solving) aligns with those
required for solving real-world sustainability challenges and opportunities. To compliment my
working knowledge portfolio, I signed up for an Environmental Management Certification as I
identified the need to increase my credible working knowledge in sustainability. I obtained my
Environmental Management certification in May 2022. And at this time was appointed to Head of
Sustainability at TheCompany. I helped define my role responsibilities which are designed to take
the initial progress we made further and embed sustainability in the business. You can see these in
my CV in Appendix 3.

Daily I wrestled with the reality of business, my need to demonstrate progress along sustainability 

lines and my desire to make a positive change in the company's sustainability impact. This tension 

became a key factor in implementing my practice framework and the sustainability approach and is 

the reason for adding values and pragmatism to the framework. I believe they added an essential 

strength to the work; this will be discussed more in the following chapters. 

This chapter has described the overall work practice, data gathering analysis and processes 
undertaken better to understand the drivers for change in a company context. Several interviews 
were held to gather information, complete a sustainability assessment, and identify knowledge gaps 
and potential solutions. The strategy was defined, and its implementation was closely managed. 
The outcome of this is a sustainability program that is being rolled out in the company. Finally, I 
reflected on my emerging framework of practice; while it was easy to adapt the disciplines of project 
and management to the new sustainability content, the challenge of conflicting values was 
unexpected, but the use of values with pragmatism to guide the process has added an important 
strength to the work. 
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6. Discussion

In this chapter, I review the sustainability implementation for TheCompany. This review is done in
the context of the sustainability approach taken for TheCompany. It examines the extent to which
this contributes to advancing that field in theory and practice and the limitations of those findings.
This section is structured as follows: Implementation and Results. Each item is explored in terms of
the change in work practice and the impact of that practice.

A. The Context
TheCompany provides a software platform (product) for the online trading of commodity products in 

various markets. In some cases, the platform is owned by a customer and supported by 

TheCompany; in others, TheCompany owns the platform. In both these scenarios, TheCompany 

does not trade – they merely facilitate efficient trade by providing an online software platform (either 

indirectly or directly as a platform owner) for customers to buy and sell from each other. Looking at 

TheCompany's greenhouse gas emissions from this software development point of view, the 

emissions are relatively low (the bulk coming from overseas travel) and point to minimal climate 

implications on the surface. However, from a greenhouse gas protocol point of view, these core 

business functions only account for scope one and two emissions, and companies should also look 

at the impact of their scope three emissions. Scope three emissions are all indirect emissions (not 

included in scope two) that occur in the value chain of the reporting company, including both 

upstream and downstream emissions (Greenhouse Gas Protocol, n.d.). Since 95% of the products 

currently traded on TheCompany's platforms in Europe, New Zealand and now recently the USA are 

dairy products – specifically milk powders, butter, and cheese – there are some additional 

considerations under scope three. For instance, the high energy cost of dehydrating milk, the fossil 

fuel-dependent shipping and freight costs of global trading, and the many other sustainability 

criticisms currently being launched at the dairy industry.  

Due to TheCompany's association with dairy, dairy’s perceived environmental impact, which is 

primarily climate-related and the potential reputational implications of ignoring those from a 

sustainability point of view, I decided to prioritise addressing our carbon emissions above ESG 

sustainability initiatives. There were other reasons for this decision. For one, TheCompany’s 

appetite for addressing carbon emissions was high and there was huge support for the activity. This 

meant I could progress with net-zero as a (relatively) quick win while I spent time building 

awareness to improve the level of sustainability maturity. Also, I had discussed carbon emission 

offsetting and reductions with peers in my sustainability network and discovered that net-zero is a 

necessary entry point requirement for companies on a sustainability trajectory.  

Incidentally, in addressing this, I found that scope three emissions are not clearly defined, especially 

for software companies. And the net-zero carbon certifications I investigated and interacted with do 

not currently appear to audit the value chain rigorously to this extent, probably because participation 

is voluntary, suggesting that Net-Zero, is perhaps an inconsistent measure. 

Please note however that whilst action for carbon emission was prioritised above the other aspects 

of sustainability, the work on all these other ESG components continued in parallel. The ESG impact 

of TheCompany was assessed as part of the interview process. Those outcomes - categorised in 

terms of Governance, Workers, Community, Environment, and Customers (BCorp, n.d.) - can be 

summarised as follows:  

• TheCompany is a relatively new company, making its first profits in the year ending June

2022. As a result, sustainability does not yet adequately reflect in the company practices

related to mission, culture, accountability, and transparency.
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• Staff appear happy as there is a high retention rate. There are 22 staff members (grown from

14 in the last year), and leaders manage employee issues organically. There are some

employee guidelines and internal policies, but they are generally flexible and open to

negotiating to meet the needs of their employees.

• TheCompany has good female representation at a senior level, but diversity is not replicated

across all categories and does not carry through to all levels. Supply chain management is

done from a financial due-diligence point of view but does not consider sustainability.

TheCompany does not generally engage with communities outside of its (current and

potential) investors, employees, customers, or suppliers.

• There are currently no environment management practices in place.

• TheCompany is very engaged with its customer base, providing quality software and service,

ethical marketing practices, data privacy and security, and regular communication and

feedback channels.

These are some of the ESG improvements made to date: 

1. Purchasing reusable coffee cups to reduce the waste from takeaway coffees purchased by

staff daily and for ad-hoc meetings with external parties (average 10 per day or 220 per

month @13g-E = 2.8kg-E per month.)

2. Reinforcing the processes and updated instructions to show what packaging can go into

recycling as this is adding additional bulk to the landfill bin.

3. An employee volunteering activity to pack lunches at Eat My Lunch took place in August

2022.

4. I am updating the travel policy to encourage staff to use more emission-friendly transport

alternatives like public transport, eco-taxi services or e-vehicles hires.

5. We have agreed in principle that doing a sustainability (lifecycle/materiality) assessment for

potential new customers is necessary.

6. TheCompany has implemented an annual employee review process.

And then just a note on the significance of phase one – given that the retail customer does not 

reflect the nature of the company customer. The findings from phase one would form the basis of 

my thinking about customer expectations in general. Any customer, retail or another company 

expects quality, choice, a fair price, and trusted information. From a sustainability perspective, the 

onus is on the supplier to provide trustworthy, transparent information – so that the buyer is 

adequately equipped to make responsible purchase decisions. These learnings are integral to the 

thinking currently going into designing new innovative solutions and sustainability product features, 

like the example in figure 5.13. Our aspiration with these product features is to enable our 

customers to make sustainable choices. 

B. The Implementation
In keeping with my insider-action researcher methodology, I encountered several opportunities for 

improvement - resulting in new realisations and revised iterations of the sustainability 

approach/framework. Below are the key findings and actions they instigated.  

A. Complexity, accountability, and priority

The cross-dimensional nature of sustainability and the complex operating environment
(described in the background chapter and illustrated in figure 2.1) show that the strategic
implementation of sustainability is a highly complex interaction, with many moving parts and
interdependencies. My experience at TheCompany showed me that sustainability touches on
areas across the entire business and overlaps with many professional disciplines.



   

I created Figure 6.1 to show the cross-dimensional nature of the sustainability strategy implementation at TheCompany. Reflecting on this 
illustration confirms the need for sustainability objectives to be shared across the organisation.  
 
Figure: 6.1 Diagram to illustrate the cross-dimensional nature of Sustainability initiatives – Responsibilities Matrix 

 



   

TheCompany is a growing business; as such, resources are all stretched, so the sole 
responsibility for sustainability at all levels fell on me, a considerable amount of work. However, 
the more significant issue was the lack of accountability for sustainability amongst the other 
teams. The lack of sustainability accountability with the existing constrained resource situation 
introduced practical problems like competing with business as usual and profit-generating 
projects for resources. I found that sustainability activities are typically assigned lower priorities 
and are frequently paused or deprioritised against other deemed more important or valuable 
activities. The impact of this on the sustainability implementation was generally negative.   
 
I have raised the issue along with my requirement to institute sustainability Key Performance 
Indicators (KPIs) into the roles in the next performance cycle. 

 
B. Sustainability concepts in a business context, realistically 

 

Businesses are accustomed to a growth mindset – specifically growing their profit margins. They 
can easily get on board with concepts like ‘reuse’ and ‘recycle’ when they make sense in terms 
of cost reduction. Businesses also have a frame of reference for material selection and quality – 
although these are primarily based on pricing principles (Garvin, 1984). However, other 
sustainability concepts like a deliberate reduction in production (and therefore profit) are 
completely foreign and seem counterproductive.   

 
It became evident in discussions with TheCompany team that some motivations and intentions 
centred around getting as many ‘ticks’ in the sustainability box as possible while continuing with 
business as normal. For example, they would not entertain the possibility of reducing travel or 
limiting growth potential by only working with customers in more environmentally friendly 
industries. Hence, the emission offsetting solution appeals to them - it seems like a practical 
solution that meets sustainability requirements and enables the business to continue as usual. 
However, while practical for business, emission offsets alone are not a viable sustainability 
approach – we need to reduce emissions. I noticed that many of the sustainability solutions 
available to companies are not practical in terms of business principles.   
 

C. Practical compromises 
 

Essentially the cause of business survival is profit. The levers of profit are sales and pricing 
above costs. Based on current economic and social systems it is not reasonable to expect 
businesses to make decisions that threaten their survival (profit).  Businesses are more likely to 
invest in sustainability initiatives that promote sales or create an avenue for profit, even if they 
present a reasonable cost to the business. There is definitely room for small improvements that 
grow incrementally over time (along with the company’s sustainability awareness and 
behaviours). In the few opportunities I had to test it, the Decision-Making tools helped to predict 
which ideas would be approved by management. 
 

d.   Impact of idealistic views of sustainability  

Fortunately, I did meet up with some strong support for sustainability. Interestingly, some of 
these views were expressed as negativity in the context of business implementation and 
presented as obstacles to practical, incremental progress. At times, small improvements were 
criticised for being too small. One staff member said if he really cared, he would resign and 
move to a different company. The nature of commodities trading contravenes most principles of 
sustainable development – but perhaps there is some wriggle room in a practical activist's 
conscience as TheCompany only provides the software; they do not actually produce or trade 
the products. It is my belief in incremental progress that helps me sleep at night – as long as I 
track it and keep the momentum going to ensure we make consistent progress. 
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e.   There is sustainability, and there is sustainability 

Businesses serve a core sustainable development function for the community and the economy, 
and overloading them with obligations could result in business closures and job losses. 
Legislation can go a long way to forcing businesses to make some of these adjustments, but the 
impact on business profits would have to be mitigated. The question remains as to whether 
sustainability improvements that a business is likely to achieve based on current models are at 
the level required to improve the situation in the world. Companies that embark on a 
sustainability journey will inevitably initially pick the low-hanging fruit. As time goes by, being 
truly sustainable will get harder. At some point on our incremental progress journey, 
TheCompany will need to decide if they are willing or in a position to transition and become fully 
sustainable. Many factors will come into play in this decision, like industry, innovation capability 
and willingness. I believe making this transition will boil down to the matter of whether 
sustainability is successfully embedded in the company culture and organising systems. It is with 
this embedding of sustainability into the business that I believe sustainability professionals can 
make a real difference. It is with this context and longer-term ambition in mind that I created The 
Sustainability Framework - in Figure 6.2.  
 
The Sustainability Framework describes the sustainability evolution – the process of adoption - I 
see it. The framework incorporates new learning about sustainability, integrates existing 
business knowledge – and encapsulates the tension between business imperatives and 
sustainability goals guided by a pragmatic approach and pro-sustainability values-based 
leadership. The framework includes an arena of working knowledge that applies these concepts 
in a cyclical iterative learning process, ensuring a continuous approach evolution within a 
specific context.  
 

 
 
 



   

 
Figure: 6.2 The Sustainability Framework  

 
 



   

This sustainability framework suggests some changes in work practice; the impact of each is 

defined in the sections below.  

 

A. Working knowledge and an iterative process 

Create an arena of working knowledge where employees can develop awareness, knowledge, 

vocabulary, and sustainability skills to supplement their existing areas of expertise. This working 

knowledge arena is the backdrop against which innovative solutions to sustainability issues will be 

able to emerge. This working knowledge arena is supported by an iterative process that allows for 

an action-feedback-learning loop to ensure that processes, knowledge, and solutions add value and 

are continuously improved. 

 

B. Pragmatism to counter sustainability expectations 

Pragmatism is the counter-tension applied to sustainability initiatives to ensure that the ideas are 

realistic, relevant, and justifiable. It pools from existing business decision-making skills and logic. The 

pragmatic approach is described further in the Literature Review.  

 

C. Values-based tensions to counter rote assumptions about business imperatives 

Throughout the work research project, I noticed a consistent tension in myself when weighing up the 

practical aspects of business and my pro-sustainability values.  My past managers groomed me 

over the years to adopt the principle of business efficiency. Business efficiency is a simple principle 

of business value that requires the best possible use of resources (capital, labour, and materials) to 

ensure that income exceeds expenses. It implies  

a return on investment (ROI), and the objective is to maximise profits (Indeed Editorial Team, 2021). 

It is therefore practical in management and consulting to assess an idea's impact on business 

efficiency, which will affect the decision-making process. Contrasting this principle of business value 

are my pro-sustainability values which are not measured in business efficiency terms, nor are they 

intended to maximise profits. The Literature Review defines the pro-sustainability values: Balancing 

need and self-interest, Striving for quality and business excellence, Stakeholder transparency and 

trust, Collaboration and Embracing stewardship and Kaitiakitanga. These are what I call values-

based tensions. 

I enhanced the definition of values-based leadership (VBL) from the definitions laid out by McCuddy 

(2008) and Jollands et al. (2015) to include navigating the tension between business values and our 

commitment to pro-sustainability values. This navigation aims to counterbalance the automatic 

assumptions around profit-making goals always superseding sustainability goals. At the same time, 

a pragmatic leadership style (see point B) ensures that sustainability ideas are practically 

implementable. I developed this diagram (see Figure 6.3 below) to illustrate the interaction of the pro-

sustainability values in my values-based leadership approach supported by a pragmatic 

management style.  

 

The impact of VBL depends on unpacking the extent of the company and employees’ genuine 

commitment to sustainability. It extends beyond words on a website and boils down to actions. It 

forces the company to face the truth of their commitment level or lack thereof. The extent to which a 

company can achieve sustainability beyond the low-hanging fruit or tick-box items – is limited by the 

articulation of their willingness to balance need and self-interest, strive for sustainable excellence 

and stewardship and collaborate with stakeholders. 
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Figure 6.3 Diagram of Practical application of pro-sustainability values in business – 
Leadership Model 

 
 

 
This Leadership model provides a constant reminder of the tension between business and 
sustainability – and the mechanism to use that tension in an effective way by countering the 
argument with either values or pragmatism. With the model, I was able to undertake successful 
commitment and values conversations across the company. In a recent company-wide forum, I 
facilitated a discussion with TheCompany employees and leaders to address the reality of 
sustainability and debate the company’s impact and responsibility, thereby defining the company’s 
appetite for change. I facilitated the discussion by displaying several possible sustainability 
commitments and asking individuals which ones they believed applied to TheCompany. I collected 
votes for each commitment by show of hands and posed questions from counterarguments to the 
group voting. For example – when they voted for a green economy, I asked if we would be building 
a green product offering, and when they voted for the triple-bottom-line, I asked if the budget would 
reflect this split between people, planet, and profit.  In the conversation, employees and leaders 
touched on balancing needs and self-interest but backed out of a commitment when they realised 
the cost implications. Whilst the desire for a more profound commitment to sustainability was low, 
there was a recognition of the need to be innovative and aware in all future activities. The 
implementation of this model is underway, but it is clear that the period for full adoption is still some 
time off. It will take considerable time to grow company sustainability maturity, reinforce pro-
sustainability values and embed sustainability in processes, leadership and decision making. This 
time frame is not unexpected; hence, I designed the comprehensive sustainability framework to 
endure this continual evolution. 

 

C. The Results 
The outcome of all the activities mentioned in this thesis is a sustainability strategy and approach 

that is currently being [successfully] rolled out at TheCompany. TheCompany has only been on this 

journey for seven months, yet they have made considerable progress towards an implemented 

sustainability program. Below is an outline of some of the results achieved. 

Assessments have been completed, and there is a clear understanding of baseline impacts and 

gaps for all major areas of TheCompany's business. And a process is in place to ensure these are 

reviewed each year. An auditable assessment record has been created. These are contained in a 

library that is transparent and accessible to all staff. A list of gaps /potential improvements has been 

identified – these still need to be addressed. Assessment Reporting templates are ready for use. 

Our Net-Zero certification is underway with (EKOS) – currently undergoing audited footprinting, 

offsets and emission reduction plans are in progress. A commitment that this certification will be 

achieved by the end of 2022 and maintained in future years. 
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TheCompany has committed to finding innovative solutions to sustainability. We have engaged with 

customers/partners and are having these conversations. We have implemented some changes and 

have some new ideas, but the results for these specific initiatives are still being assessed. 

Internal and external Communication programs are underway to engage and sensitise stakeholders 

to our sustainability journey and responsibility. This has resulted in an organisational vocabulary 

around sustainability and gives weight to our initial commitments as well as a level of accountability 

that comes with the commitment. 

Our employee education and awareness, engagement and change program is underway.  Some 
things have already changed just as a result of creating some awareness. For example, emails 
have been sent around reminding staff to switch the lights off when they leave. Staff are more 
conscious of their waste and are asking each other to dispose of recyclable waste (like computer 
boxes) correctly and confirming that process. Staff are more aware of the personal impact of their 
takeaway coffees. As a result, the company is looking at alternatives to prevent this waste. 
Sustainability conversations are becoming more nuanced as awareness grows. 
 

The project activities for TheCompany are on track for targeted implementation in early 2023. An 

Excerpt from the Action plan can be found in Appendix 2. See Figure 5.10 for a high-level project 

update of work done across the program to date. 

 

Obstacles  
At the outset, I expected the following obstacles and put mitigation strategies in place to limit the 

impact on the project. Uncertainties related to the project timelines: I am reliant on others for 

input but have no authority or control over their outputs or priorities. I identified this risk upfront 

and raised the potential for an extension in the January meeting with my academic facilitator, 

Jeremy. I tabled it for discussion again in March. Thanks to my experience in business, I also 

knew that sustainability projects would have to compete for priority and budget, so I immediately 

set about completing a business case and negotiating for budget and priority commitments and 

guidelines from executives. Then as is the case for all changes organisations, I knew that I 

would require planned communications and change management processes to facilitate their 

adoption of sustainability practices and activities.  

As the project progressed, I inevitably experienced some complexities that had to be addressed 
along the way.  

 

• Volume and inconclusive subject matter in conjunction with a complex business 
context 

The sheer volume of information related to sustainability was at times overwhelming. The 
size of the company’s portfolio (global client reach in multiple markets) spans several high-
focus industries (various countries and commodities markets). In most cases, the abundant 
literature supports arguments on both sides of the issue. 

 

• Experienced tension between idealism and progress 
Idealistic views of sustainability, while admirable, were found to lead to hopelessness and 
decision paralysis. Even when faced with impracticality, there was sometimes resistance to 
compromise. The definition of wicked issues (Rittel & Webber, 1973) was helpful here. 
Engaging stakeholders on the broader picture and complexity of interconnecting social 
systems helped keep them engaged and willing to settle for incremental improvements. This 
approach has helped achieve success in implementing a sustainability strategy – according 
to plan. However, these successes are mainly tick box items that feel relatively insignificant 
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from a sustainability activism point of view. I would like to quickly move past the low-hanging 
fruit and see more substantial sustainability impacts.  

 

Limitations 
This study is context-specific, and the results are located in one business. Also, the 
implementation of sustainability in TheCompany is far from complete. Embedding pro-
sustainability values into the culture and implementing the new practices outlined here will take 
time. 

 
This chapter has reviewed the impact of activities at various stages in the project and how they 
informed the development of a sustainability framework. The Sustainability Framework is shown to 
have impacted the understanding and balancing of the tension between business imperatives and 
sustainability goals. It has also contributed to a greater understanding of the need to clarify a 
company's scope of commitment to sustainability. The Sustainability Framework was developed to 
inform the implementation of TheCompany’s sustainability strategy and approach. It is noted that 
the generalisability of this is limited. It would be valuable for further research to explore this across 
other companies. 
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7. Professional Framework of practice 

As described in the background (motivation) chapter, there were two goals for undertaking this 

professional practice research – the implementation of a sustainability program at TheCompany and 

my goal of becoming a credible sustainability professional. In this chapter, I articulate that new 

professional framework of practice. The intention is that the articulation of the role is a significant 

contribution in itself, so it is written generically, although illustrated and informed by the work 

practice project described in previous chapters. Lastly, I reflect on my personal learning journey - 

asking to what extent I fit this new framework of practice? 

The story of my professional practice framework describes the process I undertook to transition from 

a senior business analyst to credible senior sustainability professional. The process was iterative 

from the start. With a preference for practical problem solving (Kolb et al., 2014; McCarthy, 2016) 

and using knowledge acquired (Asher & Popper, 2019) over 30 years of practical experience - I 

defined an initial framework and immediately set about refining it.  

I modelled my Professional Practice Framework off the Head, Hands, Heart principle of 

transformative sustainability learning (TSL) pedagogy (Sipos et al., 2008). This TSL framework 

helped me realise that engaging my values (heart) was key to enacting sustainability in my personal 

life as well as in business. The work also encouraged me that action orientation (hands) was an 

appropriate method, as was improving my knowledge (head).  It also validated the importance of 

continuous improvement – a principle that, to me, is intrinsic to quality creation.  

Early on, I was struck by the sheer volume of information on the sustainability topic and the vast 

range of considerations and contrasting/contradictory opinions, with no absolute answers. I realised 

the importance of context and personal discipline in sustainability matters. I included a control 

aspect linked to the ‘head’ component, specifically pragmatism, which engages rational, critical 

thinking. (For me, critical thinking imbues the quality of personal honesty and frank unemotional 

judgement.) 

I also formulated guiding principles to help steer my judgments and sustainability journey as a 

whole. These guiding principles were born both out of my sustainability motivation and an inherent 

desire for rational explanations. On the motivation side, my personal values and beliefs, concern for 

the planet, nature and suffering or exploited communities, and my desire to make a practical 

difference came into play. In addressing my need for a rational explanation, I drew on my years of 

practical experience, pragmatic nature, and a tendency for brutal honesty.   

I then included a working knowledge component to reflect the process of knowledge assimilation, 

practical application, testing, feedback, and continuous improvement. Reflecting on Nenniger’s 

(1999) explanation that motivation is linked to results helped me to realise that my deepest 

motivation is embedded in my perceived ability to make a genuine difference. And that my 

perception is inextricably linked to the perceived practicality of the solution. For this reason, an 

iterative process of learning appeals to me. My learned approach (which defends my motivation and 

prevents me from wasting too much time on unpractical solutions) is to ensure that my experiences 

are continuously assimilated and integrated into my process. This process is central to my learning 

style: my existing knowledge forms the foundation for a working knowledge that expands with 

experience and focused research and study. I researched, studied and applied new information and 

tools in my working practice based on gut (Asher & Popper, 2019) and validated by experimentation 

(Kolb et al., 2014) and reflection (Boyd & Fales, 1983). As I tested their application in the context of 

my experience at the company, my professional practice framework evolved over time. 

Finally, I added the engagements component. This aspect of the framework represents the 

engagement that is so imperative for deep sustainability competence (Iverson, 2016) and involves 
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multiple stakeholders, contributors, and communities across the spectrum. Engagement feeds into 

the working knowledge and is part of the process of continuous improvement. Figure 7.1 depicts the 

current evolution of my professional framework of practice. 

This framework of practices has enabled me to build a sustainability competence that aligns with 

Iverson’s (2016) deep sustainability learning requirements to make connections between ideas, 

examine underlying arguments, explore root causes of problems, and engage in active learning.  My 

professional development is progressing well as these are abilities I have been practising for years 

as a business analyst. Although currently, the engagement aspect of the framework is one I have 

identified as a current personal development focus area. 

I believe this framework can yield real-world results. It encourages personal responsibility. And with 

the added focus on external engagements – the experience of which would be integrated into the 

process - it presents the potential to move beyond to an enhanced social consciousness and 

sustainability competence (Iverson, 2016). Whilst it will require some additional clarity as more 

practical issues are encountered along the way, this evolution is built into the system. This practice 

framework represents both the ambitions and direction of my journey well. I see this as an ongoing 

learning journey where both the framework and my development will continue to evolve with the 

integration of new experiences.  



   

Figure 7.1 My professional framework of practice  



   

8. Conclusion  
In this thesis, I have described the dual development of a work research project and my 

development as a sustainability professional. In this final chapter, I restate my argument with three 

contributions. Firstly, the articulation of the framework of practice.  Secondly, the change in practice 

associated with that framework. And finally, the impact of that change. For each, I place the findings 

in the context of established literature and practice and reflect on my personal learnings. 

My Work Research Project 

Articulation of a framework of practice 

My contribution to the sustainability practice is creating a comprehensive sustainability program 

comprising a conceptual framework, an implementation model, a leadership model, and a 

responsibilities model. It also has several templates related to the assessments, rating scale 

reporting, and a recommended process. The elements of this program as defined below are 

summarised in the illustration in Figure 8.1. 

The conceptual Sustainability Framework is an overarching guideline that describes a flexible 

working environment and iterative development guided by values-based leadership and a pragmatic 

leadership style. The Implementation Model describes the ecosystem of influence for sustainability 

change across the business operation – all the aspects of a business to be considered in the 

sustainability program. The Leadership Model reflects the various aspects of Value-based 

Leadership.  The responsibilities Model describes all the disciples, departments or people across 

the business that need to take accountability for specific sustainability deliverables.  

In addition, I created a template for the sustainability assessments and rating scale (Figures 5.5 and 

5.6) and a sustainability Reporting template (Figure 5.12) that reflects a summary section and detail 

section. These can all easily be applied or adjusted to fit other situations.   

   



   

Figure 8.1 Summary of My Contribution to the work 

 

Please note that the purpose of this diagram is to illustrate the comprehensiveness of the program. To see the details of each model clearly, 

please refer to the relevant section in the document. 



   

The Process is embedded in the document, but the steps are listed out here for summary purposes:  

1) Refine the scope and expectations (This will likely include a business case and competitor 
analysis). 

2) Do a company sustainability maturity assessment. 
3) Articulate the company's commitment to sustainability. 
4) Define the objectives and goals. 
5) Do planning (and produce an implementation plan). 
6) Determine the company’s core processes – determine what to assess - and identify the 

stakeholders / responsible persons.  
7) Perform the Assessments (with the help of persons responsible for various functions in the 

business)/ 
8) Analyse assessment data collected for gaps and opportunities. 
9) Refine & Execute Focused Actions ‘ 

a. Calculate emissions and produce and execute an Emission Reduction Plan. 
b. Employee Awareness / Education – define content, create material and launch. 
c. Internal Communications (New and Existing staff). Set up communication channels 

and a communication calendar. 
d. External Communications. Update the website, accordingly, set up communication 

themes and agree on a communication calendar for social media and blog posts. 
e. ESG Improvements. Assess the company's current policies and procedures and 

identify gaps and areas for improvement. Negotiate for these changes. And 
communicate them internally. 

f. Institute Innovation Initiatives for gaps identified in assessments. 
g. Set up customer and community engagements to determine where and how to get 

involved in future. 
10) Continuous monitoring, Change & Project Management & Reporting 
11) Review program annually – including updating assessments, gaps and so forth. 
12) Review and improve the process as required.  

 
 
The change in practice associated with the framework 

There is considerable value in a practical and re-creatable comprehensive framework to facilitate 
sustainability implementations in businesses.  
 

Impact of the change 

The main benefit of this comprehensive sustainability program for businesses is getting many small 

to medium-sized companies on board with sustainability and quickly moving them past the stage of 

ticking off sustainability boxes. And to the point of making fundamental, impactful changes. 

This work research was done in a specific context; it would be beneficial to test the principles to 
ensure they are transferable to other companies and industries. 
 

My Professional Development 

Articulation of a framework of practice 

My professional practice framework conceptually describes the combination of my existing and 

newly acquired knowledge into a working knowledge arena. In building this working knowledge, I 

am acutely aware of considering the various contexts – including goals and priorities. This working 

knowledge evolves and becomes more refined as I learn, test and revise ideas. Further, this 

working knowledge evolution process is influenced by guiding principles. Pro-sustainability values 

guide my head to pursue true change and prevent being caught up in the business status quo. 
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Pragmatism is both a philosophy and a guiding principle, and it ensures that my conclusions and 

actions are practical and logical. This model addresses the reflective requirement of learning (Kolb, 

1984; McCarthy, 2016) and practical knowledge acquired (Asher & Popper, 2019); also, it ensures 

that I stay motivated while at the same time creating progress in the direction of sustainability. 

Personally, I believe that this model will evolve over time. For one, it should be upgraded to define 

how it interacts with innovation expressly. I don’t believe this model will limit innovation; however, 

although I have visualised some - there have been limited opportunities to test it as we have not 

moved forward with any really innovative solutions yet. 

The change in practice associated with the framework 

This practice framework has changed my practice in two ways. For one, the working knowledge 

arena provides a conceptual ground for action research – and permission to try my best and 

improve. This permission addresses a common issue known as imposter syndrome that affects 

women and can affect their career progression (Tulshyan & Burey, 2021). Second, the idea of 

conflicting ideas is used deliberately to create an honest and genuine tension to guide and support 

better outcomes. This approach invites open communication and the opportunity to recognise and 

point out contradictions. This tension creates a heightened awareness. In this circumstance, it is 

more difficult to lie, deny or ignore for too long. I found this idea very effective from a personal 

perspective, and as such, it became the basis for my work on the Sustainability framework for 

TheCompany (see Figure 6.2). 

Impact of the change 

Personally, this journey has forced me to develop my sustainability knowledge and skills, and the 

reflection has helped me integrate them with my existing knowledge and skill. My professional 

practice framework has become my working model for thinking about and assimilating new 

information or ideas. I have achieved an internationally recognised Environment Management 

certification and practitioner level accreditation (PIEMA) through the Institute of Environment 

Management and Assessment (IEMA, n.d.), and I have been accepted onto the IEMA New Zealand 

steering committee. I reached my goal of credible sustainability professional in May 2022 when I 

was promoted to Head of Sustainability with additional strategic accountability at TheCompany. I 

intend to deepen this credibility over the next period by means of continuing my research, improving 

my knowledge, gaining more practical experience, and participating in social engagements. 
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9. Reflective Summary 

Introduction 

This reflective summary is structured using Joseph Campbell’s (1949) popular storytelling 

framework, the Hero’s Journey, as described in his book, Hero with a thousand faces. Campbell laid 

out stages that describe the hero’s progression through her metaphorical story. The hero’s journey 

follows the antagonist’s adventure through her discoveries, misdirection, perils, and insights, 

ultimately leading to her transformation, an apt description of my journey through this MPP. I chose 

this story format to capture my reflections because constructing my experiences through the 

narrative of a story helps me make sense of the data and assimilate the learnings into my life. Also, 

I felt that a story narrative might be a novel but effective tool to capture the symbolic significance of 

my transition in terms of my personal and professional development and the meaning it holds for 

me.   

 

A note to readers, this section is written in my voice. I have used some contractions in this chapter, 

specifically where I felt it was necessary to retain my authentic voice.  

 

Figure 9.1 The Hero’s Journey (Campbell, 1949) 

 
By scan from an Unknown authorpublication by an / anonymous poster, in a thread, gave permission to use it. Re- Vectorisation: Slashme - 4chan.org, 

thread about monomyths, AKA the hero&#039;s journey, Public Domain, https://commons.wikimedia.org/w/index.php?curid=10284342 
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The Call to Adventure 

It’s a Saturday morning in Auckland, New Zealand, and I’m in my study as usual. It feels like 
I have been cooped up here forever. My dog “Milo” is on the couch across from me, eagerly 
awaiting his favourite word – he’s having his best life and doesn’t share my lockdown fatigue 
and cabin fever. Covid19 has me spending hours each day in front of my HP window, 
watching the world, and the view is unsettling. Close to home, I witness fighting in the 
community: the media versus “anti-vaxxers”, farmers versus activists, National versus 
Labour. And further away, I watch conflict echoed on the global stage: a war, threats of war, 
and climate disasters are commonplace whilst climate talks are undermined by politics, by 
business, in the name of economic growth.  
 
My seat in front of the window to the world highlights many complex issues. Sometimes, I 
get overwhelmed and find it difficult to decide where to focus my attention. In these 
moments, the apathy sets in. (I say apathy, but what I mean is that I am overcome with a 
spontaneous, futile, and undirected clicking – my mouse-hand follows my every whim and 
leads me down too many futile rabbit holes.) A virtual smorgasbord of distraction – it’s the 
perfect disguise for what I realise now is a self-defence mechanism, shielding me from 
facing what feels like an impossible situation of catastrophe accentuated by a kaleidoscope 
of pointless responses: accusing, blaming, demanding, discriminating, excluding, coercing, 
refusing, conforming, exploiting. Reflecting on all this, I see myself and the world caught in a 
paradox whereby the problems to be solved - are caused by the very things we defend and 
value most. As we cling, the very fabric erodes. I can’t shake a profound sense of doom; 
maybe we are screwed. 
 
“Come, Milo, let’s WALK.” 
 
Outside, a strong wind blows the hood of my jacket; it flaps against the back of my head, 
distracting me from my thoughts as I scan the quiet, peaceful neighbourhood. The sun is 
pleasantly warm on my face. Milo’s tail wags at double speed as he performs with 
exaggerated bounce and barks excitedly at some birds ahead, forcing me to laugh. I’m 
grateful for the 7-year-old in me who is quick to take joy in the little things if I can just hold on 
to that hope. 

 
Crossing the Threshold 

I set out on this MPP journey to make a difference and connect with my work in a more meaningful 
way, establish myself as a credible player and build my confidence in working with sustainability 
initiatives. I did not know that the process would bring me face to face with my inner demons, 
although perhaps at least some of that had to do with the global covid19 fear pandemic. 
 
People say that what we’re all seeking is a meaning for life. I don’t think that’s what we’re really seeking. I 
think that what we’re seeking is an experience of being alive so that our life experiences on the purely 
physical plane will have resonances with our own innermost being and reality so that we actually feel the 
rapture of being alive. (Campbell & Moyers, 1991).  
 
One of those demons I discovered was a preoccupation with seeking meaning as a route to 
happiness. I have come to understand that society, in general, is obsessed with pursuing 
happiness, comfort and security. There is nothing intrinsically wrong with these values except that 
we have simultaneously devalued the work or effort and the critical thinking aspects of achievement. 
So we end up chasing avenues that promise to deliver us from unhappiness, discomfort and 
insecurity despite their efficacy. We are fuelled by the influential power of social media to capture 
perfect fabricated moments that get sold as absolute truth and choose to place our faith and invest 
our resources in bottled or packaged solutions to our everyday strife. The value of character 
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strength and genuine joy of achievement that comes from hard work and striving and struggle and 
the motivation that comes from discomfort has been lost to the glossy promises of quick and easy. 
 
I am gloomily reminded of Nietzsche’s warning about the instincts of the “Last Man” chasing these 
modern values. In the process, our economic model, business, and consumption practices push the 
exploitation and overuse of resources in various ways. The utilisation of large-scale commercial and 
cost-efficient business practices to increase profit and growth often causes ecosystems and habitat 
destruction in the name of comfort and security. Consumer culture is a desire for instant happiness 
that directs individuals and society to seek to consume more constantly. It all leads to a throw-away 
society, novelty-seeking, quality degradation and a growing waste issue. Our lands and oceans are 
littered with our waste, and obesity nearly tripled between 1975 and 2020. Through the mediums of 
advertising and social media, marketers’ prey on our fears and exploit our emotions, manipulating 
the message and information to suit their agenda. Overcommunication, misinformation, 
contradiction, and the spreading of misguided content – all cloud the issues and confuse individuals.  
 
Committing 

Initially, I was pretty driven by the assumption that this project would make a meaningful difference 
somehow. It seemed that consumption was an important place to start because we as consumers 
have some power to refuse to participate in the problem. I hoped that if enough people reached the 
same conclusion, we’d have the ability to change part of the process through the demands of 
responsible consumption. I reasoned that because businesses [and even the Government] are 
bound to the profit and economic growth narrative, they would not be motivated to change profitable 
practices in a hurry. Since business owners are accountable to shareholders to maintain a 
sustainable business [and profit makes a business sustainable], their sustainable profit practices 
may contradict the true spirit of sustainability. I predicted that, at least until government mandates 
are enforced, change will be minimal and very strategically controlled by business profit margins. It 
could take years to achieve our sustainability goals this way. Whereas, since the customer’s 
purchases affect business profit, customer demands that threaten the sustainability of business 
profits can motivate change. I decided that I could commit to a responsible consumption process 
that enables customers to demand quality, sustainable products and refuse alternatives. But of 
course, that was too easy. During this project, I was confronted with some really tough truths. 
 

At first, I was surprised to find that some people I encountered still do not believe in climate change 
– to be honest, this view reminded me of the flat-earthers, and I had to push through my incredulity 
on this one. I explored some contrary opinions and concluded that there is a general consensus 
about climate change and that the narrative is supported globally in various ways. Including NASA, 
the United Nations, and the New Zealand government, which in May 2022 publicised an emission 
reduction plan. The recent worldwide Cop26 conference in Ireland with attendees from many 
countries and widespread demonstrations attest to the fact of shared climate concerns. Whether 
you accept global warming and climate change as science or not – the world does at least claim to 
care about reducing greenhouse gas emissions. Still, one can’t help but ask why the effort to 
overcome climate change lacks any apparent urgency. I even wonder at the absurdity of 118 private 
jets taking world leaders to the COP26 climate summit collectively burning 1000 tons of Carbon 
Dioxide (Williams, 2021). 
 
I am committed to caring about sustainability for two reasons. Reason one is that having a social 
conscience can help to reduce and prevent suffering worldwide. The current economic model of 
perpetual unsustainable growth and endless consumption inevitably leads to resource depletion, 
perhaps even resource scarcity and elevated suffering in the form of poverty, hunger, violence, and 
war (Allen et al., 2016). The prospects of climate change, increasing pollution and waste levels, and 
water and soil quality erosion – will limit our ability to grow nutritious food to maintain health and 
wellness. Ecosystem and habitat destruction and biodiversity loss will affect the earth’s unique 
suitability for current [human] life.  
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The second reason is perhaps even more important as it is the source of suffering – and that is to 
take back our values. Good values have been replaced with the concept of being a good consumer. 
We were trained to support economic growth because it supports the well-being of the community. 
But over time, this spending has become more indiscriminate and self-indulgent. The values 
concept of ‘good for’ has been replaced with the notion of feels good. We are confused by the 
constant harassment of our senses as we are bombarded with shiny things. Lembke (2021) warns 
that in a situation like we have where we have easy access to highly addictive substances - and 
behaviours (Hogarth, 2020) - such an overwhelming over-abundance makes us all vulnerable to 
addiction. In this case, we’re addicted to the stuff and buying the stuff.   
 
Approach the innermost cave  

Of course, I am biased. Some factors about my nature and history may cloud my opinion in this 
work. For one, I have been working in the financial industry or corporate world for about 30 plus 
years. I have witnessed some shocking business practices and have become cynical about the 
social responsibility efforts of organisations in general. This may make me less inclined to hear their 
side of the story even though I understand the importance of profit to business and have worked 
towards these goals in my various professional contexts.  
 
Personally, I advocate for the Buddhist view of ‘no harm’ and ‘responsible livelihood’. This view 

appeals to me as it encourages us to strive to alleviate the suffering around us and take 

responsibility for our actions. I’d like to see these values adopted in the context of responsible 

business practice. I guess this makes me lean away from capitalism which may or may not be a bad 

thing. But I have spent time thinking about it, and I hold myself accountable to these values as far 

as possible. On the other hand, if I were a traditional Buddhist, I would not be a good one because – 

for one, I eat meat. Based on my personal experiences with health and wellness, I am obliged to 

rate the nutritional value of animal products higher than plants, much to the disappointment of the 

part of myself that would like to stand in solidarity with vegans on the grounds of animal rights 

alone. However, much to the frustration of my exciting new position, I cannot find any redeeming 

feature of powdered milk, which constitutes the bulk of our trading. 

I grew up in a single-mom home and, as fate (and statistics) would have it, ended up as a young 

single mom raising three children. Wealth or financial security has never been a reality for me, so I 

have grown accustomed to not having money or expensive things. As a result, I am not motivated to 

acquire material objects aside from the bare living essentials, and I am less sympathetic toward the 

pains of the very wealthy.  

In terms of my nature, I’ve learned to be tough and have a low tolerance for self-pity, and my 

strategy for life is to find a practical way forward. I despise lies and fear and fearmongering in all 

forms, especially when it’s a coercive tactic for selling a product or pushing a specific agenda. 

(Which is ironic since I worked for an insurance company for fifteen years.) I value practical lived 

experience about as much as I devalue materiality. Reflecting on this helps me realise that these 

attributes may obstruct or compliment my work depending on the context. 

My superpower is that I can compartmentalise an issue, ignoring (temporarily) the parts of the 

puzzle that don’t make sense yet, which is both valuable and a potential problem. I can keep 

moving towards goals and am open to discoveries, but it also means that I could miss something. I 

see the interconnections between systems but don’t believe they should paralyse us and prevent 

action. That said, like everyone, I do better with more context. 

 “You can’t be neutral on a moving train.” - Howard Zinn (2004) 
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Taking heed of Howard Zinn’s (2004) famous quote, I undertook a personal experiment during this 

period to assess the level of responsibility I took for my family’s consumption and reflected on the 

following: 

• The choices for sustainable products are definitely limited (even more so when you look for 
quality sustainable products at an affordable price). I quickly realised that to improve my 
responsible consumption score. I would need to own it, do the research, write the inquiries to 
manufacturers asking for information, and do the leg work to find alternatives. And what’s 
more, I’d have to sacrifice my convenience and refuse to buy certain products. Now I first 
actively try to invite and motivate the businesses I interact with to cater to the customer 
changing needs. We, customers, must change our habits, and companies need to change 
their practices – this is the opportunity for the future. 

 

• Generally, quality (longevity and excellence) is a traded-off against price to manage 
business costs. As a result, the market reflects poorer quality, with specific quality products 
sold only at a high premium. This means we can only get a quality product if we pay the 
often unaffordable, high prices. However, many countries like New Zealand have adopted 
the idea of a circular economy that supports the circulation of materials, resources, and 
products in the system. In other words, an economy that necessitates quality, so hopefully, 
we can look forward to a change in the future. In the meantime, I will need to sacrifice some 
things to get the few quality products that I need. 

 

• To Pay attention to the products and materials we use. One day on a visit to my sister and 
nieces, I noticed that my sister used wet wipes at home and was surprised at how often she 
‘needed’ to clean some mess. My sister does care about the environment wanting her girls 
to have a good life, and her actions here were entirely based on habit. It made me realise 
the extent to which we take our convenience for granted. And it made it clear to me that I 
had to question whether I even need some of the things I regularly buy and use. 

 

• The single biggest obstacle I come across is the packaging. Even ‘sustainable’ products are 
sometimes sold or delivered in plastic. The NZ government is making some slow progress 
towards banning single-use plastics – a long, drawn-out process that will take four years and 
only addresses a part of the problem.  

 
This activity led me to realise that whilst I may not know how to solve the problems in the world on 
my own, I must choose how to respond to them daily. In this way, my response leads me to a 
hopeful positivity – the kind that comes from taking intentional/directed action. It was vital for me to 
be honest with myself, refrain from wishful thinking, or hope against all odds. I invented the following 
responsible consumption guidelines and decided I would not buy a product if any of these were true: 

 

• I don’t need it 

• It is not sustainable 

• It is not quality 

• It results in waste that I don’t know how to or cant responsibly manage. 
 
These guidelines were tough to implement; I found myself going without most items. I wrote to 
companies and asked them if they realised the impact of their products, had more sustainable 
alternatives or were considering improvements. Most of them did not care enough to respond to me, 
and the few who did provided unsatisfying answers. However, two companies were in the loop 
about sustainability and were willing to provide special packaging for my orders. In the end, I 
realised that other than a few basic changes, these rules are generally not sustainable for an 
individual consumer.   
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The ordeal (fear) that is overcome 

The Survey results in this project indicated a strong customer preference for quality and fair price 

and a general lack of availability. This outcome resonates with my experience as a customer; it is 

difficult to find sustainable products that offer quality for a reasonable price.  

Some businesses believe customers are prepared to pay more for sustainable products (Gerhardt, 

2021). While that may be true, this excludes 45% of survey participants who say that high prices are 

an obstacle to buying sustainable products. For sustainable consumption to work in a circular 

economy, sustainable products must be affordable. And quality. I was reflecting on a story I heard 

about the manufacturing of the light bulb. Apparently, when the light bulb was first made, it could 

last for something like two hundred years (Veritasium, 2021). The company making them quickly 

realised that they wouldn’t make any money if they went to market with those. So, they set about 

researching ways to reduce its quality and longevity. And this is the story of how we ended up with a 

screw-in light bulb that lasts a mere 10,000 hours so that we throw away 8 billion of them every 

year. (This is slightly better now with the LED in the last five to six years. But that is still 8 billion 

thrown away every five to six years.) Whether this story is true or not, it clearly illustrates what the 

growth economy does and will continue to do – it results in business practices that trade-off 

sustainability principles like quality, longevity, waste reduction, and environmental impact for 

profitability. And that’s the bottom line! 

From the survey results, it seems that consumers are generally willing to make the shift to buying 
more sustainably, but it raises the question of whether these options are on the shelf. In my view 
and experience, New Zealand is a long way off on the quality mark. Products, in general, are not 
made to last (throw-away society), sustainable products are sparse, and most of the product 
packaging (even for sustainable products) is not adequately sustainable. Although the 
Government’s decision to ban plastic by 2023 will help a lot in forcing businesses to make existing 
product packaging more sustainable.  
 
It seems like an impossible equation to balance quality and price. New production and packaging 

methods and processes cost money, offering no incentives to businesses to change. I can’t help but 

feel that the solution sits with a change in consumption habits and behaviours and, ideally, our 

economic system. I feel like customers need to drive the changing behaviour. I considered that it 

might be helpful to have an infographic, website, or blog to help customers refuse substandard 

quality products and demand better product choices for a fair price. (Perhaps worth considering for 

a future endeavour.) 

The economic model is embedded in our thinking and values, and our entire lives revolve around it. 
Yet when survey participants reflected on the attributes to determine which they value above others, 
their actual needs are not aligned. Consumers want product quality and longevity over high product 
turnover. This motivates me to be involved in helping to solve the problem of irresponsible 
consumption as pushed by our current economic model to an economic model that moves away 
from convenience and cheapness to quality and fairness and values human prosperity over 
economic growth. I am intrigued by the idea that this necessitates a value change and wonder if it is 
possible to change our consumptive behaviour through a closer look at our values.  
 
Conscious consumerism is a lie. Small steps taken by thoughtful consumers—to recycle, to eat locally, to buy 
a blouse made of organic cotton instead of polyester—will not change the world.  
- Alden Wicker (2017) 
 
If Alden Wicker (2017) is correct, then no amount of individual effort will solve the problem if we 
continue to consume (even sustainable products) at the current rates. And levels of growth 
demanded by our economic system. This means significant scale reform of social systems, 
including our economic model & policy.  
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The circular economy approach, as has been adopted in New Zealand at the moment, seems 
fantastic as it requires the least amount of change and disruption to our current economic model 
and systems. The underlying assumption is that all products can be replaced with sustainable 
material, process, and waste minimisation alternatives. The economy continues in a more-or-less 
fairy-tale-like win-win scenario. Unfortunately, while the circular economy is appealing, many 
answers are required before we can lay out an effective plan that will get us there (Corvellec et Al., 
2021). The Government has committed to some emission targets and has moved to ban some 
plastic packaging by 2023-2025. Even hand-in-hand with 100% responsible consumption (where 
customers refuse to buy anything that is not sustainable) if we could achieve it, it would not be 
sufficient to make a dent in increasing global waste levels or greenhouse gas emissions. We need 
more. If the circular economy is to be the answer, we need commitment from businesses and the 
Government to take the necessary steps forward. 
 
Plus, our modern society makes us particularly vulnerable to overconsumption and compulsive 
consumption due to the neurological makeup that has us in constant pursuit of pleasure or pain 
avoidance. Dr Lembke, a psychiatrist, and chief of the Stanford Addiction Medicine Dual Diagnosis 
Clinic at Stanford University, says the modern world is designed to ‘hook’ us. She says products and 
our consumption of them are central aspects of our social, economic, cultural, and political identity. 
Dr Lembke goes on to say that breaking a habit of compulsive overconsumption can be achieved 
through a reset in the dopamine systems in the brain, which can be done by simply abstaining for 
30 days. Anna Lembke (2021) Dopamine Nation. The question is, how do we motivate everyone to 
go dark for a month? In capitalist societies, consumerism is at the heart of everything we do and 
accept as true. It’s so embedded in our thinking. This paradigm that supports our economic model 
and consumption is the cause of many of our problems. But changing it will require that we 
renegotiate and possibly give up what we have if we have a lot; what we want – if we want a lot and 
what we need. It will require that we make sacrifices. And that goes against our survival instincts. 
And our habits that have been carefully manufactured and enforced by years of consumerism, 
marketing propaganda, and the fruits of economic growth – are systematically motivated by 
pleasure, narcissism, fear and insecurity. 
 
 “it is easier to imagine an end to the world than an end to capitalism” - Fisher, (2009, P1).  
 
There were many moments on this journey when I was confronted by despair. Sort of like when 

reading a book or watching a movie and you recognise the exact point when the antagonist has 

gone too far; when she’s overstepped and pushed past some point of no return. It feels like an 

inevitability to me in these dark moments when the dismal truth of our lack of progress towards 

sustainability dawns on me. I reflect on a random quote I read a few months back, “I consume; 

therefore I am …” (Anon), and I wonder if it is true that consumption is central to human nature and 

thriving. I want to reject this idea outright – and argue that consumption is a mechanism crafted to 

support our capitalist culture and the pursuit of economic growth at all costs. Humans must indeed 

eat, but so do animals, and I don’t see them constantly overeating! I can’t help but wonder, what if 

our culture was built around another motivation like creativity or compassion? What might thriving 

look like then? And consumption – would it even be a noteworthy concept? 

The road back – recommitting (back to the ordinary) 

In early November 2021, my contract was suddenly and unexpectedly cancelled, leaving me feeling 

resentful of business and the financial services industry. As it turns out, however, this was very 

fortunate as shortly thereafter, I was head-hunted and offered a business analyst position with 

sustainability tasks at TheCompany.  

This company was seeking me out for my business analysis and sustainability capabilities. They 

wanted me to identify and perform various sustainability tasks. I thought it was an exciting 

opportunity to try to get a business to change some of the barriers identified by customers in my 
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survey. I worked extra time to make sure I had enough time to spend on the sustainability functions 

and the business analyst work. I was challenged to upskill quickly and apply my knowledge to the 

business. 

This new company is a software development and trading platform provider company – the impact 

of which is relatively clean. However, the markets we operate in are some of the worst from a 

sustainability point of view. Our customers are generally the biggest polluters, emission creators, 

community, labour, water, and land exploiters. Commodities trading moves large volumes of 

(usually processed or preserved) products over long distances. 

The biggest share of our business is in processed dairy – with our footprint starting in New Zealand 
and extending across Europe and the USA. The criticisms against commercial dairy include their 
impact on water, land, and climate. This is mainly due to synthetic (nitrates) fertiliser used in dairy 
practices to speed up feed growth seeping into waterways. Dairy’s health and nutrition benefits are 
disputed due to lactose intolerances and antibiotic use. Farmers are negatively affected by 
commercial suppliers as they control pricing. Also, the use of fossil fuel electricity (coal-powered 
plants) to create dehydrated milk products is an issue. Of course, the dairy industry is fighting back 
with two prominent counterarguments. 1. The high nutritional value of dairy outcompetes plant 
alternatives, and 2: impending food shortages and the beneficial extended shelf-life of processed 
dairy. Nowadays, many farmers are looking at new, more natural ways of farming to improve the 
sustainability of the farms – but the farmers are not our customers. However, some of our supplier 
customers do offer training and support programs to assist the farmers who supply them with 
products to transition to more sustainable farming. 
 
A quick word on coal. There is a growing drive worldwide to reduce emissions, particularly from the 

burning of fossil fuels which is the biggest contributor to the greenhouse gas problem. Initially, the 

national emission reduction targets provided by countries after the Paris protocol in 2015 included 

substantial reductions from coal. Some countries have backtracked that commitment in recent 

years. Holland, for instance, has reduced its stated coal emission reductions and is instead looking 

at reducing the number of cows by a third (hopefully humanely!). Whereas New Zealand just 

excluded dairy – including the coal used for dairy from their emission reduction targets. This is 

getting a lot of negative attention in sustainability circles. 

Another market we will be starting up this year is biofuel in Brazil. Biofuel is a much better prospect 

than fossil fuels, and the gas waste generated in production is used to power the production plants. 

However, there are social aspects to this market that we need to consider, including claims of labour 

and land abuse, health concerns, and neglected community responsibilities. These social issues will 

be challenging to determine, assess and manage as we are based outside of the country and do not 

have access to the community. Also, there’s the language barrier. 

It has been a little frustrating trying to engage management on this matter, other than to highlight 

the risks and recommend mitigation strategies. Namely, to get involved in the community and 

projects that support improved sustainability in these countries and markets. These 

recommendations did prompt my appointment into the Head of Sustainability role – so hopefully is 

an indication that we will be able to actually address these recommendations going forward. For 

now, I am told that the company has no plan to move into more sustainable markets at this stage. 

That’s not to say that sustainability isn’t rated. Overall, I found that whilst in isolation from other 

business objectives, sustainability is considered an important intervention. However, in the context 

of other income-generating or cost-saving goals and priorities, it is not. The company’s commitment 

is to spend as little money as is necessary to achieve the minimum sustainability outcome required 

so they can get on with making lots of money. Since there is no legislation or regulation for this in 

New Zealand, this minimum is seen as achieving a net reduction in carbon emissions. My sense is 

that attitude is reflective of other companies in New Zealand and elsewhere. Since the company has 
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no intention of reducing its actual emissions - the bulk being from business travel and is seen as 

central to business (profit-generating activities) – the only option for net reduction is offsets.  

Unfortunately, the carbon offsets and associated net-zero certification programs are a crock of 

(excuse my language…) shit. The reason for this very blatant statement lies in my utter 

disappointment with the whole net-zero business. I was hopeful that carbon offsetting was a viable 

interim option for businesses, but that is not the case for various reasons. The principle of net-zero 

and specifically carbon offsetting pre-supposes that some businesses will actually make some true 

reductions – as this is what creates the credit to be traded. It also pre-supposes that businesses will 

use the offsets as an interim step towards emission reductions – not in place of reductions. And in 

principle, it requires transparency and honesty. The complex and unregulated nature of 

measurements (carbon footprinting) – not helped by the voluntary nature of participation - means 

that each certifier has its own calculator, approach, and label. So, for example, what one certifier 

requires for net-zero is not required by another. This inconsistency makes everything harder to 

understand and assess. The confusion created by the whole business of it means that statements 

on products and websites cannot be taken at face value. Essentially it amounts to a feasible avenue 

for legitimate greenwashing. 

I considered that perhaps the reason for a meagre sustainability commitment was due to 

sustainability values not being central to business. I invested time and effort into working with the 

company to define our sustainability commitment and values. I hoped that clarifying these would 

reset some of the values used in leadership and business decisions. I did not expect to see an 

immediate improvement as it seemed practical to me that the commitment would grow as it is 

enforced and embedded in the organisation over time.  

The Resurrection – most dangerous life and death ordeal (deep dark secret) 

I found this journey to be confronting and challenging on many levels. For instance, despite 

managing the sustainability portfolio of work and holding a personal commitment to pro-

sustainability values, driving the project forward with sustainability principles, and witnessing values-

based leadership among some leaders – it was difficult to obtain more than a superficial 

commitment to balancing business needs and business self-interest. Personally, I could not 

rationalise making significant sustainability investments that could not be justified by a comparable 

return. Even I was on board with taking shortcuts (like purchasing offsets when we had no intention 

to curb our travel agenda) to make practical progress. The environmental purist in me is unhappy 

with these compromises. Still, as a manager, I understand that it would be unreasonable for a 

business to act differently – perhaps this will change with time, as more awareness, budget, 

credibility and authority are associated with sustainability activities. I pacify my activist self with the 

notion that we will take on the bigger issues in time, and at least right now, we’re taking practical 

steps in the right direction. 

Thinking back on my life, my professional career and even my learning preferences as a child at 
school, I cannot quite determine when exactly it was that I adopted a practical approach to life. It 
seems to me that whilst I have always been curious about and entertained by the likes of theories, 
philosophies and stories, my preoccupations have always been on bringing about outcomes in real 
life. The notion of making practical progress towards a goal was always a no-brainer to me; making 
steady imperfect progress in the right direction is just common sense. 
 
According to Gramsci (1972), common sense is a practical consciousness that helps us make 
sense of the world. He says much of our behaviour is rule-bound, a mechanism that allows us to 
take things for granted, as in the case of the status quo. The status quo exists through these rule-
based filters, and our behaviours become solidified over time. This we call ‘common sense. 
Common sense is not a solid concept – it is just a common opinion that is malleable and open to 
manipulation. Of course, after focusing my entire project (and life) around it, I realise now that my 
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well-intentioned standard of practical progress may be nothing more than taking steps permissible 
within the boundaries of the status quo. This idea causes me immense anguish. Noam Chomsky 
came to my rescue in his book, Consequences of Capitalism. Apparently, it is possible to “extract 
the kernels of good sense out of common sense” (Chomsky & Waterstone, 2021, 18:43). To do this, 
I need to put hard work into thinking with the characteristics of open-mindedness and scepticism. I 
am comfortable with that and do believe that with a conscious effort, I can question automatic 
thinking by reinforcing these characteristics so that they are more prominent in my thinking and 
work. 
 
I can honestly say that as much as I distrust the mechanics of business to yield meaningful 
sustainability changes – I do know that most of the people working in businesses are good people 
who are concerned about sustainability; they have the ability to turn the business around. However, 
I no longer believe, as I did before, that the sustainability commitment and decision-making will yield 
more impactful sustainability outcomes (other than the low-hanging fruit or income-generating 
products or features) over time - as pro-sustainability values are embedded in the business. Not 
unless there is a fundamental shift in the current business and economic models – because it is not 
in the nature of business to forgo profit, and it’s not in the nature of the economy to forgo growth. 
However, I will continue to work in the field and try to prove myself wrong about this! 
 
On the more obscure side of the coin, I consider the dynamics of our global society. A dynamic that 
is non-sensical as it seems to place us (most of the population) in direct opposition with our own 
best interests. Why would it be considered common sense to buy into such a system? Who does 
such a system benefit? The elite are a small group of powerful people holding a disproportionately 
large amount of wealth, privilege, and political power. Today, this elite class - which includes the Big 
Tech companies - controls the status quo (though controlling what we read, watch, or listen to). For 
example, the decision-makers in 6 corporations control the international media (Louise, 2020). Their 
objectives are to maximise profits (for investors), maintain legitimacy (status quo) and sell the most 
they can to you and me. Conspiracy theory or not - I wonder what society would look like if we 
headed in a new direction. 
 
Finally, the most difficult thing I had to admit to myself was that sustainability is generally treated as 

a tick box exercise. I noticed an advert on the television. A specific brand was advertising the fact 

that they are sustainable because 30% of their packaging is now made from recycled plastic. I was 

enraged and shouted out loud in my lounge, “in what reality is 30% actually good enough?”. To top 

it off, it was plastic which does not even belong in a circular economy! As the rage subsided, I 

remember being surprised that activists had not called for more stringent sustainability advertising 

criteria. And governments have not instituted any. As well as horrified that the sustainability 

professionals employed by this company were on board with this deceit. Then one day, I noticed 

that I was doing a similar thing - following a checklist of common sustainability tasks - out of 

frustration just to get some wins on the board. Realising this upset me quite and bit at the time. 

Now, I realise that whilst it will be difficult to change the status quo of business (and we should 

continue to push on this front and take care not to misrepresent the facts) our hands may seem tied. 

There is some genuine social value to be extracted in terms of sustainability that goes beyond profit. 

This value lies in increasing awareness and in interacting with local communities to address the 

day-to-day need of those communities on some level. For instance, one of the activities we have 

planned is for staff to work at a soup kitchen on World Hunger Day.  
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The Return 

It is the middle of winter 2022, and the world has changed again. I don’t think we’ll revert to 

the old pre-Covid normal – I don’t think we can. My home office sits empty – presumably 

with Milo still napping on the couch. Companies have recalled staff back into the offices – for 

part of the time at least. 

My experience of Covid, like most, was intense. I was let go from two separate contracts 

over the two-year period. That probably had something to do with the fact that it wasn’t easy 

to connect and bond with new teams virtually, as none of us were accustomed to building 

relationships online. Anyway, my first contract was cancelled during the pinnacle when the 

whole country was in lockdown, and so I could not find work for a number of months. To top 

it off, my parents and daughter still live overseas in South Africa, and so, with the travel 

restrictions, today marks three years since I last saw any of them. My parents have both 

been ill and hospitalised over this time. Let’s just say this was all incredibly stressful – it was 

a difficult time for me financially, emotionally, and mentally.  

Reflecting on this now, I see that the outward chaos was mirroring my inner discontent. I was 

caught in an inner dialogue of planning for a more fulfilling type of work - without doing 

anything to change it. It was only when I did the things that I had enough information to 

adjust course and choose the next action. For example, when first embarking on the MPP, I 

was focused on the consumer because I had no reason to expect a job offer with 

sustainability accountabilities. It’s only when I engaged my network about the customer 

survey that this generated the opportunity to do sustainability in a business context. I could 

then reflect on my experience to date and adjust course, to make decisions related to my 

current reality, which led eventually to my appointment as Head of Sustainability. 

This recount of my experience tells a bigger story. It demonstrates my ability to integrate 

experiences and reflections – to achieve professional transformation. I am now a credible 

sustainability professional, just as Milo is now used to life on the couch without mom. 

The deep integration of experiences and reflections on my MPP journey have all followed a similar 

trajectory. First, I am motivated to change - by some passion or an inner discontent. Second, I think 

about it until I can articulate the cause or the concern. Then I source information from a variety of 

sources from which I will make a determination. I will test this determination until I am satisfied that it 

meets my standard of truth (thereby avoiding self-deception). Also checking to see how it fits into or 

changes my (past, current and future) sense of self. Finally, I will make a decision to act or not. For 

example:  

• I was motivated by my discomfort about the fact that sustainability is treated as a tick-box 

exercise – including by myself.  

• The problem with this is that it lacks the integrity to make a genuine difference in the world. 

Given that sustainability is a complex issue.  

• The information I have on this suggests that most sustainability professionals are doing this 

and the few companies making innovative claims are using greenwashing to various 

degrees, are not balanced (focus on one sustainability area to the detriment of another), or 

the ideas are totally impractical for our current reality.  

• Personally, I don’t want to be a person that just follows the status quo or implements 

sustainability as a tick-box exercise. On the other hand, I want to, at the very least, have all 

these boxes checked (it would be unforgivable to not have the basics in place).  
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• Then I made the decision to continue with the tick-box exercise whilst simultaneously 

pursuing other more innovative sustainability initiatives. 

To summarise my reflections with regard to my professional development, I would say that I have 

succeeded in generating credibility as a sustainability professional. My professional development 

framework reflects the components and processes I applied to achieve this goal. The work research 

project and sustainability program I designed for TheCompany is being implemented, and the 

objective to introduce sustainability to the company has been achieved. In the coming months, the 

implementation will be monitored, the follow-up actions will be undertaken, and sustainability will 

continue to be embedded in the culture and operations. 

In closing, I would like to summarise my commitment to my continued development in the area of 

sustainability with the following five principles. To aim to make a genuine and practical difference; 

To be human; To reach out to align with others and expand our collective ideas. Always be sceptical 

and open-minded – even of my own ideas; remember that there is no answer sheet – we’re all 

doing what we think is best.  

As I work to find pragmatic solutions to sustainability challenges facing business, I find myself in 

direct conflict with my ideals and my hopes. This project, and perhaps also the Covid19 journey 

over the past two years, has left me with a sense of diminished hope for a future of human thriving 

that abandons the most damaging patterns of consumption and embraces the sincerity of 

sustainability. But idealistic hope is not a pre-requisite for action – nor for success. In fact, I think 

hopelessness creates more urgency, and I argue that is exactly what is needed right now. 

In my Learning Agreement last year, I said I felt like the only tree in a paved parking lot. Now I can 

see we are all trees in paved parking lots.  
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Appendix 1: Phase 1 - Participant Survey: Additional Information 

A. Survey Execution
The purpose of the sustainable shopping survey was to determine customers' trade-offs when buying
sustainable products in general and identify the significant barriers to sustainable product purchases in
New Zealand.

Planning and preparation 
The survey was run during Covid19 lockdown, and so the consent form was set up in google forms so that 
participants could access it and sign it remotely. The survey was set up in 1000Minds.com, taking 
advantage of their internationally renowned Conjoint Analysis software. Participants were sourced 
through various social media platforms (Facebook and LinkedIn) via a direct message to 
connections/potential connections and posts to different Facebook groups. The entire process was tested 
end-to-end, and some minor corrections were made before going live. 

Survey – Attributes 
Participants were required to answer 8-10 questions about which combination of factors is most 
important to them when buying a sustainable product. The 1000Minds software algorithms adjusted the 
combinations presented to them based on their answers. The descriptions of the attributes given to 
participants were:  

• Trusted label:  I believe the products' sustainability claims are valid and can be trusted. Labels and
packaging information is easy to understand, and sustainability claims include facts about the product
packaging.

• Product choice: The product and its use are like my standard product, and I have a range of products
from which to choose.

• Fair price: The price compares with the price of an equivalent standard product and offers similar
value for money.

• Quality: The product quality compares with an equivalent standard product.

• Convenience: The product supports my lifestyle.

• Level of Effort: A measure of the effort I must personally put into making sure that the product and
packaging are sustainable during purchase, use and waste management.

Execution  
The survey opened for submissions on 11 September 2021 and ran until 4 October 2021. Any New 
Zealander over 18 years of age was welcome to participate. We received 27 electronic consent forms at 
this time. We issued the 27 participant numbers via email within 24 hours.  However, five of these 
potential participants (consenters) did not complete the survey, and 2 of them started it but did not 
finish. We did not receive any emails or feedback indicating why they did not start/complete the survey. 
The remaining 20 became our pool of survey participants. A pool of 20 participants is small, but we 
believed this size was sufficient to provide relevant information about consumer sustainable shopping 
preferences for us to continue with the next step.  

Process Adjustments & snags along the way 
A Conjoint Analysis usually measures customer preferences between two actual values (for example, a 
customer might prefer to pay $200 for a medium quality item than $500 for a high-quality item). As we 
were surveying sustainable products in general and not specific products and prices, we decided to 
measure participant preferences using the values: "More Important" and "Less Important" - for example, 
the attribute "quality" is more/less important than the attribute "convenience". However, this had an 
unintended consequence in that the 1000Minds software reported results against the "Less Important" 
value. So, in effect, a more significant percentage of respondents selecting a particular attribute would be 
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a vote of that attributes "Less importance" compared to the others.  Whilst our data is accurate, the 
1000Minds results must be considered with this in mind. To overcome this difficulty, we have exported 
the data into Excel and will reflect those results below. 

Survey Results 
We executed a small-scale survey of 20 participants. Still, we achieved a fair distribution of participants 
across the various demographical categories,  
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B. Electronic Consent form

Thank you and Participant Number (email) 
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C. Survey Results

I. Attribute value functions

II. Distribution of Attribute Rankings
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D. Excel Results
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ADDITIONAL - Interesting Data – correlations [not used] 
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Appendix 2: Phase 2 – Sustainability Strategy Implementation 

A. Sample Assessments
Platform

Component Date Rating Findings & Potential Improvements Potential  
Rating 

Comments 

1 Platform 
Infrastructure 
and Network 
Optimisation 

17 
Feb 

2022 

-1 Moves to 0 (no Significant positive or 
negative impact) with optimisation:  

• TheCompany try to ensure AWS
usage is efficient by scaling
resources when needed - for
example increasing during tenders
otherwise maintaining minimal
resource use. i.e. increased with 2-
6 Tenders a week and other that
that fixed cost / usage. IN
PROGRESS

0 Microsoft - Principles of sustainable software engineering. 
1. Carbon: Build applications that are carbon efficient. To be carbon-

efficient is to minimize the amount of carbon emitted per unit of work.
In the engineering space, the part we play in the climate solution is
building applications that are carbon-efficient. Being carbon-efficient is
about building applications that add the same value for you or your
users, but emit less carbon.

2. Electricity: Build applications that are energy-efficient. One of the best
ways to reduce electricity consumption and the subsequent emissions
of carbon pollution made by our software is to make our applications
more energy-efficient.

3. Carbon Intensity: Consume electricity with the lowest carbon intensity.
Carbon intensity changes by location since some regions have an energy
mix containing more clean energy sources than other regions.

4. Embodied Carbon: Build applications that are hardware efficient. (Life
of hardware)

5. Energy Proportionality: Maximize the energy efficiency of hardware.
Energy proportionality is a measure of the relationship between power
consumed in a computer system and the rate at which useful work is
done (its utilization). If the overall power consumption is proportional
to the computer's utilization, then it is said to be energy proportional.

6. Networking: Reduce the amount of data and distance it must travel
across the network. When you send data across the internet, you send
that data through many devices in the network, and each of those
devices consumes electricity. As a result, any data you send or receive
over the internet emits carbon. Energy consumed is almost double for
data transmitted over mobile networks.

7. Demand Shaping: Build carbon-aware applications. If the supply of
renewable energy is high, increase the demand - do more in your
applications - if the supply is low, decrease demand - do less in your

https://en.wikipedia.org/wiki/Energy_proportional_computing
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applications. 
8. Optimization: Focus on step-by-step optimizations that increase the

overall carbon efficiency. Rarely, can we directly measure our
application's carbon cost, but if we follow a resource chain down and it
eventually has a link to carbon emissions, then that is a good proxy for
carbon.

2 Optimisation 
of machine 
hardware 

17 
Feb 
2022 

0 Hardware - no intention to change / out of 
our control. NO ACTION  

0 

3 Efficiency of 
the code 

17 
Feb 
2022 

0 Python software - no intention to change 
NO ACTION  

0 

4 Sustainable 
Trade  

17 
Feb 
2022 

-2* No evidence of sustainable trade i.e. enable 
commercial level trade with ‘guilty’ 
Industries.  

Could improve with a well defined strategy 
stating our intention to work with specific 
Industries and/or encouraging specific 
ESG/Sustainability activities within relevant 
industries. NOT STARTED  

-1* Sustainable trade is the exchange of goods and services that generate social 
and environmental benefits which go beyond the mere creation of economic 
value. 

5 Product 
Sustainability - 
principles of 
stewardship in 
product 
design: 

• Transpare
ncy

• Complian
ce (e.g.
certificati
on, etc.)

17 
Feb 
2022 
13 
Jan 
2022 

-2* Ideally   THECOMPANY promote the 
principle the Sellers/Producers are 
transparent about their ESG Sustainability 
compliance. 

This would put us on "+1", current path I 
would say we are on "-2" to "-1" NOT 
STARTED  

-1* • All pricing EXW and freight/premium/variant etc. is transparent on top
for both parties

• Basic trading (pricing) data is open/public (anonymous)
o Platform encourages fair trading for both buyer/seller (not

skewed to single seller for example)
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6 Tech Team 
commitment 
to 
sustainability 

17 
Feb 
2022 

-1 Can improve with more awareness. NOT 
STARTED  

0 Role of ICT in Sustainability 

 TOTALS -6 -2

Projects (Change & Support) 

Component Date Rating Findings & Potential Improvements Potential  
Rating 

Comments 

1 Estimation 
Trust 

25 Feb 
2022 

0 We are not great at estimating however, we do not 
believe that over or under-estimating impacts on clients or 
projects or result in wasted efforts because we manage 
customer expectations closely. (Mitigated) 

0 Project and process inefficiencies result in improper planning, and 
organising work which can lead to inefficiencies and wasted effort 
i.e. Greenhouse gas emissions: Effort/Time Waste

2 Efficiency of 
tools 

25 Feb 
2022 

-1 Change: Restraining - results in wasted effort. The team is 
currently streamlining this process - we should achieve +1 
(enabling) with more efficient work. 

Support: Zen desk adequate. 

+1

3 Value of 
activities 

25 Feb 
2022 

-1 Change: Not fully understood by end to end team in time 
which does cause some wastage. Product ownership will 
potentially improve to +1. 

Support: Processes will help 

+1

4 Wasted 
effort 

25 Feb 
2022 

–3 Change: Not measured. Would help to put measures in 
place to quantify any wasted effort.  

Support: Processes are not optimised - need to do 
business process review and understand and improve 
business processes (+1) 

+1

https://hal.inria.fr/hal-01429749/document
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5 Team 
member skill 

25 Feb 
2022 

-1 Change: We need a better mix to cater to bottlenecks, but 
are actively trying to recruit +1 

Support: Analytics skill is lacking as we have data available 
but are not sure how to use it. 

+1

6 Adding 
value for the 
stakeholders 

25 Feb 
2022 

+1 to solution owners yes - can improve usability to improve 
value to users - +2 

+2

7 Recruitment 
and 
retention of 
talented 
employees 

25 Feb 
2022 

-2 How to attract, presence in the market - ‘image’??? 

Induction - work on it technical understanding (basic) 0 

Staff retention = ESOP employee share … in future +1 

+1

8 Reducing 
business 
risks 

25 Feb 
2022 

-3 Needs to be assessed and reviewed, Need to understand 
business processes and Review data policies. 0 

0 

9 Process 
Maturity 

25 Feb 
2022 

-2 LOW - established but incomplete / undocumented and 
not efficient/improved.  

0 

10 Change 
Managemen
t Process 
effectivenes
s 

25 Feb 
2022 

-3 Low. focus on client change program , internal change ; 
processes, training; journey etc. comms internal can 
improve. 

0 

11 Commitmen
t to ESG / 
Sustainabilit
y 

25 Feb 
2022 

-2 Not obvious in the office / can improve e.g. printing, 
recycling products. Should improve with awareness 
introduced via proposed ESG forum sessions. 

+1

12 Fair labour 
practices. 
non-

25 Feb 
2022 

-1 Many different countries and nationalities, no 
discrimination practices observed.  
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discriminato
ry, Diversity 
representati
ve 

From the website, customer perception may be otherwise. 

Internal Operations – Office & Staff 

Component Date Rating Findings & Potential Improvements Potential 
Rating 

Comments 

1 Electricity/Power 7 
Mar 
2022 

-1 Service provided by Meridian - 100% renewable but goes to 
the grid 

• Turn off when we leave, all except fridge, alarm
and internet

• Bill under $200 (@$0.22 per unit = 927.27) per
month

• Aircon on timer

• New led lights and bulbs in most of office (and
replace when needed)

0 Potential improvement: 
Offset Emissions & Net-zero certification 

Potential improvement: To find recycling programs for these & 
amend policies: 

• Remotes for TV’s

• *batteries not recycled.

• e waste?

2 Waste 7 
Mar 
2022 

-1 Chemicals: We provide eco-friendly sprays; cleaners use 
what is provided. (Refraining from using dangerous 
chemicals) 
Waste:  

• Average household waste (420kg per year /
54x25kg wheelie bin).

• Recycle bin.

• Coffee pods are posted to Nespresso for recycling.
(Future improvement to check the recycle
(postage bags) are recyclable and courier
impact.)Shred and recycle - standard municipal
bin.

• All kitchen rubbish goes into general waste. All
shredded paper is separately disposed in blue bin
for recycling.

• +/- 2 weekly recycle;

Potential improvement: To split kitchen waste into recycle, 
compost and other bins. 
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3 Flights 7 
Mar 
2022 

-3 Travel in last 12 months (Mar 2021- Apr 2022) : 

Flights: 179 946 kms; Hotel days: 101 (estimated) – This will 
increase next year due to Covid travel restrictions being 
limited 

Car: None recorded 

0 

0 

Potential improvement: To amend company policy for all flights - 
must select to Offset Emissions. 

Potential improvement: 
Offset emissions 
Reduce Travel? 

Potential improvement: 
To record all business-related travel, kms and whether offset or not. 

5 Remote / flexi 
Office 

7 
Mar 
2022 

0 15 desks. (2 new)  
Staff (14) work remotely 34% of the time: 

• wfh = 25 days

• wfo = 45 days
Staff travel distance? Unknown 

(Remote work will reduce post Covid) 

Potential improvement: 
Increase remote workdays 

Potential improvement: 
Policy for sustainable remote office 

6 Efficiency of 
Office Tools 

7 
Mar 
2022 

0 XERO: Okay for small size, will need to upgrade to better 
tool in time - with more complexity. 

Manual Effort: Client Subscriptions are billed and managed 
manually 

Microsoft is much better than google - else wasted effort / 
delays  

+1 Potential improvement: Implement a more efficient process to aid 

with new billing processes 
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B. Sample Emission Calculations
Emission estimates - Business Travel 

Emission estimates - Office 
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C. Sample Action Plan - Summary
Item Status Status Date Steps Status 

1 Define Scope ON TRACK May 2022 Scope, risk, goals, budget etc… WIP 

June 2022 Check regulatory requirements WIP 

2 Craft the 
Message 

ON TRACK May 2022 Customer Perspective DONE 

Board Perspective DONE 

Investor Perspective NOT YET 
DUE 

Staff Perspective WIP 

Community Perspective NOT YET 
DUE 

Governance/ Management WIP 

Risk analysis process WIP 

Risk Management and Engagement WIP 

Review of sustainability policies and process 
underway 

WIP 

Reporting NOT YET 
DUE 

3 Climate 
Response 

ON TRACK May 2022 Estimates & Research providers DONE 

Sign up for certification / Audit DONE 

Foot printing WIP 

Offsets NOT YET 
DUE 

Certification / Audit NOT YET 
DUE 

4 External 
Comms 

ON TRACK May 2022 Website DONE 

Social Medial WIP 

Themes WIP 

Content WIP 

5 Internal Comms 
(Awareness) 

ON TRACK May 2022 Internal Comms calendar WIP 

Themes WIP 

Content WIP 

https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154922102/Define+Sustainability+-+Scope+goals+risks+budget+etc.
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154659922
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154659922
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154725416
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154725416
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154922031
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154922031
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154758211
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154758211
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New Staff Induction DONE 

6 Policies: ON TRACK May 2022 Consider all in terms of sustainability policy WIP 

Entity -wide policies and procedures WIP 

Relevance, targets &date NOT YET 
DUE 

Consistency between policy framework. NOT YET 
DUE 

Policy Management NOT YET 
DUE 

7 Processes ON TRACK May 2022 • Existence of processes

• Update & List all
processes/procedures: Training and
Documentation

WIP 

8 Sustainability 
Implementation 
Management 

ON TRACK May 2022 Set up process WIP 

Resolve issues / agree 

Ensure Ongoing execution 

9 Product 

(Execute 
Sustainability 
Implementation 
process) 

ON TRACK May 2022 Impact & Product sustainability Features 

• Existing product reviews

WIP 

Raise issues / enhancements / etc. WIP 

New product reviews WIP 

Innovation & sustainability features WIP 

End to End product review (including down 
and upstream & suppliers) 

NOT YET 
DUE 

10 Suppliers NOT 
STARTED 

May 2022 Determine level of sustainability, diversity, 
up/downstream emissions, etc. 

WIP 

11 Technology 
support 

NOT 
STARTED 

May 2022 Technology to support sustainability 
program – define what this looks like 

NOT 
STARTED 

12 Change 
Management & 
Communication 

(Awareness) 

ON TRACK May 2022 Organogram WIP 

Internal Comms Roll Out WIP 

sustainability forum WIP 

External Change program NOT YET 
DUE 

https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154823707
https://creamtrading.atlassian.net/wiki/spaces/CT
https://creamtrading.atlassian.net/wiki/spaces/CT
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2156724238
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154659946
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154659946
https://creamtrading.atlassian.net/wiki/spaces/~230229130/pages/2154659946
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D. Sample Risk Report

Brazil – Summary of 'ESG risk' and how we could mitigate it 

Summary 

The ESG risks associated with biofuel in Brazil are twofold. For one, first-generation (G1) BioFuel can 
be more damaging to the environment than fossil fuels if not produced appropriately. Second is the 
risk of direct or indirect association with business practices that are not ESG, like land conflicts, labour 
abuse and deforestation. In mitigating these risks, the fact that we are supporting biofuel over fossil 
fuel (all things equal, even G1 is better) and enabling support of the Brazilian economy (emerging 
market country) are positive from an ESG perspective. We can further demonstrate our intention for 
a positive ESG outcome in Brazil if we get involved in the community and encourage customers and 
the stakeholders to follow best practices, for example, move toward replacing G1 with G2 biofuel 
over time. In addition, we can support the national RenovaBio program & certification requirements 
by encouraging certification and sustainability practices in principle and via processes on our 
platform. Some ways we can do this:  

• Display certification against supplier/product info (optional)   [Immediate]  

• Calculate CO2 emissions per trade     [Medium-term] 

• Offer an option to offset trade emissions – via the national program  [Long term] 
------------------------------------------------------------------------------------------------------------------------------------- 

Detailed Info – if required 

Biofuels appear as a powerful alternative to fossil fuels. However, 1G production of biofuels is not 

economically and environmentally sustainable as it competes directly with fossil fuels. However, 

alternative production processes (to utilise surplus biomass and agricultural waste to produce 

bioethanol) produce 2G,3G and 4G biofuels and bioproducts via the biorefinery model – improving 

the efficiency and viability of biofuels – making them competitive with fossil fuels.  

Brazil is the second-largest producer of 1G ethanol (7060 million gallons of 1G ethanol were produced 

only in 2017). The production of second-generation (2G) ethanol takes time to develop and is still not 

competitive due to the high operating costs and lack of robust technologies in the operating plants. 

Growing plants for fuel is a controversial topic because some people believe the land, fertilisers, and 

energy used to grow biofuel crops should be used to grow food crops instead. Further to this, the 

Brazilian biofuel market has been criticised for multiple reasons, including land conflicts & labour 

abuse and deforestation. Brazil instituted a national carbon credit program in 2017 called RenovaBio, 

which operates alongside the National Biofuels Policy (CBIO).  

 The key concept of RenovaBio is to reduce carbon emissions and improve the life-

cycle performance of biofuels by promoting sustainability practices. Producers are required to 

demonstrate compliance via a Certification of Biofuels' Production. The program is investing in 
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research about G2 ethanol. The program encountered some technical, economic and institutional 

difficulties, but the government and academic institutions are working to improve the various aspects 

of RenovaBio. 

The Risks 

• G1 BioFuel produced in an unsustainable fashion can be more damaging to the environment than
fossil fuels

• Direct or indirect association with practices that are not ESG

• Platform efficiency results in increased biofuel production – NOT LIKELY?
The Benefits

• Platform efficiency results in more efficient biofuel trade – DEFINITELY

• More transparency and compliance – DEFINITELY

Mitigation strategies 
Why our involvement is justified 
1. Support biofuel industry over fossil fuel – even G1 is better (if no land changes and sustainable

practices are used).

2. Supporting the Brazilian economy (all in-country trade)

3. Supporting the national RenovaBio program & certification requirements by encouraging

certification and sustainability practices – on our platform:

• Display certification against supplier/product info (optional) [Immediate]

• Trade emissions calculator [Medium term enhancement]

• Option to offset emissions – via CBIO [Long term enhancement]

4. Supporting sustainability (and national objectives) via Brazil (in-country) community engagement

• with the communities & relevant networks

• influence/encourage the replacement of G1 with G2 biofuel over time

Recommended reading: Biofuels and Bioenergy - Opportunities and Challenges (2021)  
ISBN780323852708 
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E. Sample list of ESG activities
Item Details 

1 How do we integrate social and environmental performance into decision-making? 

2 What have we done to engage stakeholders about our social and environmental performance? 

3 
How do we identify, measure, and manage the most material social and environmental issues relevant to your operations 
and business model? 

4 

How do we support internal management and good governance? 

• Travel Policy: must record these details in travel schedule; reduction targets and sustainability policy e.g. car
rental = eco friendly or alternatives like train are preferred.

• Credit / Debit Card Policy – who is the commercial manager? Who authorises business expenses? Evidence is
required.

• Delegated Authority – what policies and procedures are in place?

• Expense Claims & Reimbursement Policy

• Motor Vehicles Policy – are there any? Fuel?

• Employment Agreement Breaches (Disciplinary procedures) and Relationship Policy

• Exit Policy

• Sustainability _Waste Policy

• Sustainability _ Emission reduction Policy

5 

Ethics Policies and Practices - What practices do we have in place to promote ethical decision-making and prevent 
corruption? 

• Anti-bribery & Anti-corruption Policy (clients, associates, business partners & suppliers)

• Code of conduct – Rebecca

• Protected Disclosures (Whistleblowing) Policy – Who is the independent reporting service /3RD party?

• Privacy Policy – privacy officer? Data Protection Policy (GDPR) – what is the complaints process or process to
request data?

6 

Creating and Managing Inclusive Work Environments - Which practices does your company have in place around diversity, 
equity, and inclusion? And wellness, working conditions, flexibility? 

• Recruitment Policy: - enhancements re: non-discrimination and equal opportunity

• Bullying and Harassment Policy

• Employee Assistance Policy (EAP):

• Material & Provider Info (link)

• Flexible Work Policy

• Leave and Holidays policy

7 
Spending on Local Suppliers - What percentage of our company's expenses (excluding labour) was spent with independent 
suppliers local to the company's headquarters or relevant facilities in the last fiscal year? 

8 How does our company encourage good environmental stewardship in how employees manage their virtual offices? 

9 
Does our company have an environmental management system (EMS) covering waste generation, energy usage, water 
usage, and carbon emissions etc 

https://gdpr.eu/what-is-gdpr/
https://creamtrading.atlassian.net/wiki/download/attachments/184025094/What%20is%20an%20Employee%20Assistance%20Programme.pdf?api=v2
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