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Abstract: This research aims to support sustainability practitioners at the 

beginning of a change initiative towards sustainability to increase the 

success of the change. Moving towards sustainability is a complex journey 

and requires radical and structural transformational change in companies. 

Mutual understanding of the company and the practitioner is required to 

design a suitable change process. Existing tools related to sustainability, 

change management, corporate analysis and assessment were analyzed. In 

addition, practitioners in organizational change and sustainability were 

interviewed. Identified were eight Areas of Inquiry for the practitioner to 

focus on at the initial stage of an engagement: Vision; Purpose and 

Commitment; Urgency, Importance and Business Case; Level of 

Integration of Sustainability; Business Goals and Strategy; Culture and 

Capacities; Communication and Stakeholder Engagement; Measurement 

and Reporting. These areas form a platform for dialogue to guide 

sustainability practitioners in gaining understanding of the organizational 

change capacities and sustainability within the company and, in doing so, 

contributes to addressing the sustainability challenge at large.  Keywords: 

Pre-assessment, Organizational Change towards Sustainability, 

Sustainability Tools, Change Management Tools, Readiness Assessment 
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Executive Summary  

Introduction  

The tremendous development of the industrial system, business and its 

benefit to humankind is unprecedented, but with its development come 

serious consequences for the global socio-ecological system. Companies 

are becoming more and more aware that to prosper over the long term, they 

must continuously meet society’s need for goods and services without 

destroying natural and social capital (Elkington 1999). Moving towards 

sustainability requires radical and structural transformational change, which 

is challenging and complex.  

Due to this complexity, external practitioners are frequently brought in to 

advise, facilitate, consult and lead companies through various stages of 

sustainable development as leading companies are reaching the limits of 

what they can do by themselves (Forum for the Future 2011). The Natural 

Step is a non-profit organization that works with organizations around the 

globe to strategically integrate sustainability practices into their business 

strategies (The Natural Step 2012 c) and they expressed a need for a way to 

understand their clients prior to the engagement. The Natural Step uses the 

framework for strategic sustainable development (FSSD). The FSSD refers 

to a five level framework designed to understand and plan for complex 

systems to move towards a sustainable society. The five levels are system, 

success, strategy, actions and tools.  

Currently The Natural Step has informal practices that assist them at the 

initial stage of the process. Practitioners of this framework, however, have 

identified a need for a method to increase their understanding of the 

company: the readiness, the culture, the drivers behind the initiative - all 

elements that can be enablers or barriers to successful change.  

A tool that is specifically tailored for the purpose of understanding a 

company prior to moving towards sustainability could enable external 

facilitators to design a process that takes into consideration relevant and 

specific information about the company that might enhance success of the 

initiative.  
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Purpose and research questions 

This thesis seeks to determine what a tool would look like that is designed 

for sustainability practitioners to facilitate understanding in the beginning 

of a change initiative to create successful change towards sustainability. 

The audience is framework practitioners. The research questions and data 

collection method and analysis are summarized in the table below.  

Research question and corresponding data collection and analysis methods 

 Research question Data collection and analysis 

SQ1 What are attributes of successful change 
according to practitioners?  

Semi-structured interviews 

SQ2 What are some relevant tools and methods that 
can be used for understanding companies?  

Literature Review , Semi-structured 
interviews 

SQ3 What patterns can be drawn from combining 
the attributes of successful change mentioned 
by the practitioners (answer SQ1) with the 
content of the tools and methods (answer SQ2)?  

Interviews outcomes (SQ1) and 
tools (SQ2) were analyzed, 
compared and combined into 
Prototype 1 and  a survey was 
conducted to gather feedback 

MRQ What would a tool look like that is designed for 
sustainability practitioners to facilitate 
understanding in the beginning of a change 
initiative to create successful change towards 
sustainability?   

Analysis of results from  SQ1, SQ2 
and SQ3 

Methods 

An interactive and emergent research design was used in the study. 

Interviews were conducted with an expert group made up of 16 members to 

understand the attributes of successful change according to practitioners. 

The expert group members were framework practitioners, change 

management practitioners, sustainability practitioners and corporate 

experts. Through the interviews and through a literature review, tools were 

identified that could potentially be used for understanding companies. 

Results of SQ1 and SQ2 were combined to determine what the dominant 

themes were to understand critical areas in the initial stage of a change 

initiative.  
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Results 

The research on SQ1 provided 15 areas that were critical as enablers of 

successful change, barriers to successful change or attributes of readiness. 

Grouped as attributes for successful change the 15 critical areas were the 

following: Commitment of top management and staff members, Company 

Culture and Values, Level of Integration of Sustainability, Urgency, 

Pressure and Need, Vision, Practitioner Related, Leadership, Company 

Capacities, Journey to Date, Stakeholders, Purpose, Strategic Planning and 

Business Goals, Financial Resources, Measurement and Reporting. 

Results from SQ2 revealed 32 tools that related to understanding 

companies. Out of these 32, 19 were selected that were relevant to the 

purpose of gaining deeper understanding of a company prior to a change 

initiative towards sustainability. Results from SQ3 provided the following 

15 themes that were dominant in the interviews and in the tools: 

Commitment to Sustainability; Company Culture and Values; Vision of 

Success (Company & Initiative); Level of Integration of Sustainability; 

Organizational Capacities; Business Case for Sustainability; Leadership; 

Strategy, Planning and Business Goals; Urgency, Importance and Need; 

Stakeholders; Measurement and Reporting; Purpose and Motivation; 

Communication and Information Flow; Financial Resources; Company 

Sustainability Journey. 

As a preliminary answer to the main research question these themes, except 

Financial Resources became the content of Prototype 1: Areas of Inquiry 

(AoI). Prototype 1 was sent to the expert group and a wider audience with a 

survey requesting specific feedback and general comments on the 

prototype. The main feedback from the survey was regarding the visual 

representation as well as the length and the structure. It was recommended 

several times to present the AoI in a concise and visually attractive way. 

Incorporating the feedback resulted in eight areas that a sustainability 

practitioner would benefit from understanding prior to engaging a client in 

a change towards sustainability. Further feedback was incorporated into the 

model including: a description of each Area of Inquiry, what success would 

mean for each of the eight areas, questions to ask to gain understanding of 

the specific area, signals to look for, and related tools. In addition, the 

results pointed to a pattern for using the AoI, moving from Vision 

clockwise through the AoI, using Appreciative Inquiry and dialogue. The 
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feedback was incorporated into a second version, as seen in the following 

figure. 

 

Areas of Inquiry Summary. 

Discussion 

Through the research, the emphasis has been shifted from focussing on 

readiness assessment to a need for increased understanding of the company 

by the practitioner in the initial stage.  

Areas of Inquiry and Strategic Sustainable Development  

The Areas of Inquiry are designed according to the levels of the FSSD, 

meaning the framework was used to strategically structure the information 

provided for each area to enable analyzing and planning towards 

sustainability. This helps the framework practitioner approach the process 

of the dialogue in a guided and comprehensive manner considering the 

system of the company within the greater system, success within that 

system, backcasting from that success, actions to take to understand the 

company as well as tools that support the practitioner in achieving success 

within the system. 

The ABCD process is a way to practically apply the FSSD in moving 

organizations towards sustainability. As framework practitioners are trained 

in the FSSD, the AoI are structured in a way that naturally complements 

their mental model for how they analyze and plan their work with 

companies.  
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Additionally, in answering SQ2, 32 tools were researched. This outcome is 

a unique resource as it consists of a large variety of tools related to 

understanding companies and this could be useful for framework 

practitioners as they are deciding on appropriate tools at the tools level of 

their specific endeavour.  

Strengths and Limitations of Prototype 2 

This research enhances the practical application of the FSSD firstly because 

there was a specific need expressed for the research and secondly because 

the AoI is built using FSSD concepts. The research empowers framework 

practitioner to become better at what they already strive for: facilitating, 

advising and leading change towards sustainability. The AoI take key 

knowledge and insights from the field of organizational sustainability, 

change, and corporate assessment and analysis. It builds on this knowledge 

with experience of real practitioners in the field of sustainability, change 

and corporate experts. In this way, the findings present a unique value.  

The length of the research period and the scope did not allow for testing the 

Areas of Inquiry in-depth and by framework practitioners in companies.  

Conclusion and Recommendations 

The researchers are confident that the Areas of Inquiry offer a wide range 

of valuable information that can guide framework practitioners in gaining 

understanding of the organizational change capacities and sustainability 

within the company to help the practitioner design a suitable change 

process. The information gained from the Areas of Inquiry could serve and 

be built on through the entire engagement with the client.  

The implications for strategic progress towards sustainability of this 

research are that an increased understanding of the company by a 

practitioner leads to a stronger foundation from which they can work. 

Having this foundation will allow for more informed planning and this will 

lead to more successful change initiatives towards sustainability. Because 

businesses play a key role in both the current unsustainable course of 

society and the potential solutions, increasing the ability of practitioners to 

facilitate the integration of sustainability in companies contributes to 

addressing the sustainability challenge at large. 
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Glossary 

ABCD Process: Provides a step-by-step approach for planning in complex 

systems and involves a business in visioning, baseline mapping, creative 

solutions and prioritizing.  

Appreciative Inquiry: An approach based on the assumption that the 

questions we ask guide our attention in a particular direction. It encourages 

focusing on building from the positive aspects rather than focusing on 

reducing the negative aspects. In the context of the research this means that 

the practitioner is encouraged to put emphasis on what works well in 

companies to build on this (Appreciative Inquiry Commons 2012).  

Backcasting: A method of strategically planning towards a successful 

outcome in the future by envisioning the desired future and asking what 

needs to be done to reach that outcome. 

 

Backcasting from Sustainability Principles: A method of strategically 

planning towards a successful outcome in the future by defining the desired 

outcome in alignment with the four Sustainability Principles and asking 

what needs to be done to reach that outcome. 

 

Beginning of a Change Initiative: Period after the recruiting phase and 

after there is some level of mutual commitment by the client and the 

sustainability practitioner. 

 

Change Initiative: Refers to a transforming process with the result of 

adaptation and realization of a new system (Kotter 1995).  

 

Corporate Experts: An individual with general experience as decision-

makers in large companies, with experience in change processes.  

 

Change Management: Approach that refers to structures, methods and 

tools intended to lead an organization through the process of transformation 

from one stage to a desired future.   

 

Dialogue: Dialogue is a form of conversation to support building common 
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understanding and mutual trust. It involves deep listening, suspension of 

own perceptions, assumptions and judgment (Senge et al. 1994; Schein 

1993) as well as it “encourages reflection and emergence” within the group 

(Seel nd).  

Framework Practitioner: Professional who is advising organizations in 

moving towards sustainability by using the FSSD (see FSSD) planning 

process.  

 

Framework for Strategic Sustainable Development (FSSD): Refers to a 

five level framework designed to understand and plan for complex systems 

to move towards a sustainable society. The five levels are system, success, 

strategic, actions and tools.  

 

Funnel Metaphor: Illustrates the pressure society and the ecosystem is 

facing by the systematically increasing demand for resources. 

 

Mental Model: “Deeply ingrained assumptions, generalizations, or even 

pictures of images that influence how we understand the world and how we 

take action.” (Senge 1990, 8)  

 

Masters in Strategic Leadership towards Sustainability (MSLS): 
International Masters programme at the Blekinge Tekniska Högskola in 

Karlskrona, Sweden designed to teach the framework for strategic 

sustainable development, organisational learning and leadership required 

for sustainability decision-making.  

Non Framework Practitioner: Change management consultants and 

sustainability practitioners that do not use the FSSD for advising and 

consulting organizations in change. 

 

Prioritization Questions: Three questions to consider to strategically 

prioritize actions. 

Prototype: An early draft of what the final result might look like. 

Prototyping often goes through several iterations based on the feedback that 

you generate from other stakeholders. Prototypes work on the principle of 

“failing early to learn quickly.” (Scharmer 2009, 417) 
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Stakeholder: Any individual or group of persons that has an interest in a 

company or organization.  

 

Sustainability practitioner: Professional who is advising organizations in 

moving towards sustainability. 

 

Sustainability: Is defined by the four Sustainability Principles (see 4 

Sustainability Principles) 

 

4 Sustainability Principles: Basic principles to define the minimum 

requirements for a sustainable society.  

‘In a sustainable society, nature is not subject to 

systematically increasing... 

1. … concentrations of substances from the earth's crust  

2. …. concentrations of substances produced by society  

3. … degradation by physical means  

and, in that society, 

4. … people are not subject to conditions that systematically undermine 

their capacity to meet their needs 

 

The Natural Step (TNS): Is a non profit environmental - education 

organization working towards a sustainable society.  

 

Tool: Process or method that is used in management as a means of 

accomplishing a task or purpose.  

 

Transformational Change: A deeply anchored and organization-wide 

shift from a certain stage to a desired future. 
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1 Introduction 

1.1 Impact of Business  

Over the past 400 years, Industrial age institutions, such as private 

enterprise, have dominated our commercial, political and social lives (Hock 

2000). These institutions and the development of modern capitalism have 

increased the material development of humankind (Hawken, Lovins, and 

Lovins 2002). The industrial system was designed to efficiently engineer 

and transform financial capital, manufactured capital and natural capital, or 

nature, into useful and critical elements that support human well-being: 

cars, highways, cities, bridges, houses, food, medicine, hospitals, and 

schools. Today, large companies have more financial capital than many 

countries (UN News Centre 2002), and companies influence the lives of 

most people on the planet through providing everyday goods and services, 

driving the economy, and providing employment. 

1.2 Sustainability Challenge 

This tremendous development of the industrial system, business and its 

benefit to humankind is unprecedented, but with its development come 

serious consequences for the global socio-ecological system; ‘natural 

capital’ is being consumed in this process at a rate quicker than it can be 

replenished (Hawken, Lovins, and Lovins 2002). The Living Planet Index, 

an indicator of the state of global biological diversity has declined by 12% 

globally and by 30% in the tropics. Only 13% of the world’s land surface, 

7% of its coastal waters and 1.4% of its oceans are protected (UNEP 2011). 

Over-exploitation, pollution, land-use change, climate change and loss of 

biodiversity are discussed as major international concerns (Fischer-

Kowalski et al. 2011). Scientists in various fields support the conclusion 

that society is currently on an unsustainable course, one that cannot be 

continued indefinitely (Ny et al. 2004).  

One of the first counter-perspectives to the idea that nature could be 

controlled and engineered came in 1962 with Rachael Carson’s book, Silent 

Spring. This book inspired public concerns regarding pesticides and 

pollution of the environment (Kroll 2006). Since Carson’s message, it has 
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become increasingly clear that economically driven industrial production 

has had profound ecological and social consequences (Docherty and Kira 

2011).  

1.3 Relevance of the sustainability challenge 

to business 

The current reality of the global socio-ecological system has large 

implications for companies operating in this industrial system. This idea 

can be explained using the metaphor of a funnel (Robèrt 2000). It illustrates 

decreased available resources and eco-system services, demonstrated by 

closing walls of the funnel over time. This metaphor, seen in Figure 1.1, 

demonstrates the urgent need for society, including businesses, to operate 

within the limits of the natural system (Robèrt 2000).   

 

Figure 1.1. The funnel metaphor.  

(The Natural Step 2008) 

The age of resource restraint will demand much from business: improving 

efficiency for use and disposal of products and services, increasing resource 

recycling, identifying alternative sources of supply or finding substitute 

materials (Schwartz et al. 2011, Hawken, Lovins, and Lovins 2008). 

Business is the primary engine of economic development and has power to 

change the current unsustainable situation as they have the financial 

resources, the technological knowledge, institutional capacities as well as 
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political power to influence change towards a sustainable society (Bradbury 

2003, Shrivastava 1995).  

1.4 Defining sustainability 

Broadly, sustainability is about “stabilizing the currently disruptive 

relationship between earth’s two most complex systems - human culture 

and the living world” (Hawken, Lovins, and Lovins 2008, 6) and despite 

this growing awareness of this disruptive relationship, there is often a lack 

of clear and actionable definition of what sustainability is. One way to 

define it is through staying within natural system boundaries, such as the 

four ‘Sustainability Principles’, which are informed by the laws of 

thermodynamics, systems thinking, and ‘thinking upstream’ (Broman et al. 

2000, Ny et al. 2006, 64):  

In a sustainable society, nature is not subject to systematically 

increasing  

… concentrations of substances from the Earth’s crust (SP1, for 

example, heavy metals and fossil fuels) 

 … concentrations of substances produced by society (SP2, for 

example, dioxins, PCBs, and DDT) 

… degradation by physical means (SP3, for example over harvesting 

forests and paving over critical wildlife habitat) 

and in that society,  

… people are not subject to conditions that systematically undermine 

their capacity to meet their needs (SP4, for example, unsafe working 

conditions and not enough pay to live on)   

1.5 Increased awareness of sustainability  

Companies are more and more recognizing the self-benefit of avoiding the 

walls of the funnel as well as the opportunities the funnel presents, and 

beginning to address sustainability through the concept of sustainable 

development (Carroll 1999, Hoffman 1997). Many companies are 

recognizing that to prosper over the long term, they must continuously meet 

society’s need for goods and services without destroying natural and social 

capital (Elkington 1999).  
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Many companies however focus on reducing unsustainable behavior rather 

than on increasing the sustainability of the system via radical change across 

actors and levels (Ehrenfeld 2005, Seager 2008). Addressing the 

sustainability challenge requires more radical and structural changes. Eco-

efficiency strategies (Seager 2008) and incremental change (Könnölla and 

Unruh 2008) in business supports the current way of doing things and does 

not promote innovation (Van Bakel et al. 2007). Most companies today fall 

between the two extremes from struggling to meet legal requirements to 

being transformative and values driven (Gunningham, Kagan, and Thornton 

2003). 

An industry survey shows that many leaders see the importance of the 

alignment of sustainability with their business strategy and companies are 

increasingly motivated to follow the path towards sustainability (Park and 

Pavlovsky 2010, Lacy et al. 2012). Despite this, “many companies have a 

clear gap between their leaders’ aspirations with regard to sustainability and 

the way that sustainability is enabled within their organizations” (Park and 

Pavlovsky 2010, 3). As Seager states, “Applying sustainability knowledge 

to decision making, management, and policy can be recognized as a 

necessity, but remains in mere nascent stages of development and may even 

depend upon further progress in other fields to become fully realized” 

(Seager 2008, 448). This provides evidence of a potential a gap between the 

current way companies are operating and the way they should be operating 

given the urgency of the sustainability challenge and their desire to follow 

the path towards sustainability.  

1.6 Transformative change to enable 

sustainability 

“Will we emerge from the eggshell of our Industrial Age institutions into a 

new world of profound, constructive organizational change?”  

(Hock 2000) 

Enabling sustainable development within an organization means 

envisioning and accomplishing transformative change rather than 

maintaining the status quo. This change can be complex as it involves 

human systems and within these systems, external forces as well as internal 
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cognitive and emotional drivers shape organizational behavior (Doppelt 

2003). Sustainable development calls for a critical review of the existing 

unsustainable patterns. This involves understanding what is taken for 

granted in organizations including assumptions, beliefs, and theories 

underlying ´the way we do things here´ (Docherty and Kira 2011). 

“Resistance is a natural outcome of an organization´s feedback mechanism 

that seeks to maintain the status quo and can be expected whenever the 

possibility of a change in culture appears” (Doppelt 2003, 75).   

In addition to changes for the individuals within the organization, 

sustainable development involves changing structure and governance 

systems. “The structure of an organization profoundly affects information 

flows, decision-making and resource distribution. In many ways the 

structure drives behavior” (Doppelt 2003, 81).  

“Sustainable development is about challenging mental models, policies, and 

practices, not just about accommodating new considerations into current 

work or finding common ground between related programs” (Docherty and 

Kira 2011, 9). Embracing sustainable development is a challenging 

undertaking for organizations and they need support to be successful.   

1.7 External consultants 

Due to this complexity, external practitioners are frequently brought in to 

advise, facilitate, consult and lead companies through various stages of 

sustainable development as leading companies are reaching the limits of 

what they can do by themselves (Forum for the Future 2011).  

Triple Pundit, an innovative new-media company for the business 

community that cultivates awareness and understanding of sustainability, 

states that sustainability consulting is an emerging field. Large global 

consulting groups like Accenture, Deloitte, Boston Consulting Group, 

McKinsey and PricewaterhouseCoopers all have practice areas or 

publications devoted to sustainability (Marquardt 2008).   
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1.8 The Natural Step as a sustainability 

advisor  

One organization working specifically as sustainability advisors is The 

Natural Step (TNS). The Natural Step is a non-profit organization that 

works with organizations around the globe to strategically integrate 

sustainability practices into their business strategies (The Natural Step 2012 

c) and they expressed a need for a way to understand their clients prior to 

the engagement. They use a framework grounded in scientific research to 

address the sustainability challenge, including the system conditions, or 

definition of sustainability mentioned in 1.4. The framework for strategic 

sustainable development (FSSD) “describes a generic five level framework 

used to understand and plan progress towards a sustainable society” (The 

Natural Step 2012 b). The five levels are: system, success, strategic 

guidelines, actions and tools. It allows organizations to perform a gap 

analysis (Holmberg and Robèrt 2000) by using backcasting from an 

envisioned successful future defined by sustainability principles (Holmberg 

and Robèrt 2000, Broman et al. 2000).  

Within this framework, a step-by-step approach for planning in complex 

systems was developed - the ABCD process, which sequentially involves a 

business to create awareness of the sustainability challenge, a common 

vision of success, a map of the baseline, a brainstormed list of creative 

solutions and a list of prioritized actions (Ny et al. 2006; The Natural Step 

2012 a).   

1.9 Expressed need for research  

Practitioners of this framework have identified a need for a method to 

increase their understanding of the company; the readiness, the culture, the 

drivers behind the initiative - all elements that can be enablers or barriers to 

successful change. These elements are not explicitly part of the framework, 

but understanding them is critical as they provide the foundation on which 

the framework is implemented. Summarized by Åsa Stenborg from TNS 

Sweden, “The framework is so valuable, but it's more valuable in 

combination with other things than in isolation and I would like to use 

learnings from other sources outside the sustainability world” (Stenborg 
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2012). The expressed need is for resources from outside of sustainability to 

be analysed and integrated into a tool or process that is relevant for 

framework practitioners to be used complimentary to the Framework. This 

work should then supplement the work of the practitioner in the initial 

stages and throughout the entire process.  

The Natural Step has worked with more than 100 organizations, including 

many companies (The Natural Step 2012 c) using the ABCD Process.  

Currently, framework practitioners often have informal practices that assist 

them at the initial stage of the process (Seale 2012, Waldron 2012, 

Claesson 2012). A tool that is specifically tailored for the purpose of 

understanding a company prior to moving towards sustainability would 

enable external facilitators to design a process that takes into consideration 

relevant and specific information about the company that might enhance 

success of the initiative but be overlooked through informal practices. Åsa 

Stenborg states, “In organizations, if we can become better at assessment, 

we can be smarter at how we approach clients and use the resources. We 

are trying to do right now but it's basically more of a practical insight of the 

adviser, rather than a shared general model” (Stenborg 2012). 

1.10 Research questions  

Moving towards sustainability implies changing the current way of doing 

business and having a method to gain deeper understanding of the company 

prior to the change can lead to increased success (Weiner 2009). This 

research is designed to provide clarity on what specific areas need to be 

understood to assist practitioners in gaining a deeper understanding of a 

company prior to a change. To investigate a method of gaining this 

understanding, the following main research question was posed. This main 

research question was answered by addressing three sub-research questions. 

1.10.1  Main Research Question (MRQ) 

What would a tool look like that is designed for sustainability practitioners 

to facilitate understanding in the beginning of a change initiative to create 

successful change towards sustainability?   
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1.10.2  Sub-research questions (SQs) 

SQ1: What are attributes of successful change according to practitioners?  

SQ2: What are some relevant tools and methods that can be used for 

understanding companies? 

SQ3: What patterns can be drawn from combining the attributes of 

successful change mentioned by the practitioners (answer SQ1) with the 

content of the tools and methods (answer SQ2)? 

1.11 Audience, scope and limitations 

The intended audience for the outcome of this research is practitioners of 

the framework for strategic sustainable development (FSSD) because of 

their strategic approach to sustainability. A framework practitioner can be 

defined as someone who uses the FSSD to understand and plan progress 

towards sustainability. The outcome should guide framework practitioners 

as they begin an initiative, which is typically an ABCD Process.  

The outcome is designed for the stage when the company has expressed a 

desire to work with a framework practitioner and that there is a certain level 

of mutual commitment and a certain level of confidence and ability by the 

core contacts within the company. The research is not designed for 

marketing the FSSD and it is not designed to be explicitly visible by the 

company contact(s), but rather as a guiding tool providing a frame for this 

initial stage.   

Ideally, the outcome should be relevant to a wider community of 

sustainability practitioners; however, due to the scope the outcome may not 

be fully applicable without modification. Moreover, the research focuses on 

companies which have been defined as for-profit organization. Hence, the 

tool may be less applicable in non-profit or governmental organizations.  

The research is designed to provide clarity on what specific areas need to 

be understood and it is not designed to provide specific recommendations 

for modifying or designing an initiative.  
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There are limitations to the study based on the dual-role of framework 

practitioners and the limited geographic representation of our research 

subjects. In addition to being the audience for the outcome, framework 

practitioners make up a sample of the research subject. The majority of 

framework practitioners globally work with TNS which has its largest 

presence in Canada and Sweden, with other smaller offices in Europe. The 

research subjects outside of framework practitioners primarily represented 

Canada and Europe. Other considerations might need to be made should 

this outcome be considered in other geographic regions. Research subjects 

were chosen from these areas as they were members of the greater networks 

of the researchers.  
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2 Methods 

2.1 Research design  

A qualitative research approach was used as it was best suited to the topic 

of exploration. An emergent and interactive research design was conducted, 

meaning data collection and data analysis were simultaneous and ongoing 

activities, and influenced one another (Lincoln and Guba 1985, Maxwell 

2005). This research design is shown in Figure 2.1.  

 

Figure 2.1. Emergent research design  

(Lincoln and Guba 1985) 

2.2 Data collection and analysis 

Methods for data collection include semi-structured interviews, literature 

review and a survey. The methods are described in the order which they 

occur within the sequence. Table 2.1 lists the research questions with the 

corresponding data collection and analysis methods. 
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Table 2.1. Research question and corresponding data collection and 

analysis methods. 

 Research question Data collection and analysis 

SQ1 What are attributes of successful 
change according to practitioners?  

Semi-structured interviews 

SQ2 What are some relevant tools and 
methods that can be used for 
understanding companies?  

Literature Review , Semi-
structured interviews 

SQ3 What patterns can be drawn from 
combining the attributes of successful 
change mentioned by the practitioners 
(answer SQ1) with the content of the 
tools and methods (answer SQ2)?  

Interviews outcomes (SQ1) 
and tools (SQ2) were 
analyzed, compared and 
combined into Prototype 1 
and a survey was conducted 
to gather feedback 

MRQ What would a tool look like that is 
designed for sustainability 
practitioners to facilitate 
understanding in the beginning of a 
change initiative to create successful 
change towards sustainability?   

Analysis of results from  
SQ1, SQ2 and SQ3 

2.2.1 Semi-structured interviews   

Semi-structured interviews were chosen to answer SQ1 and contribute to 

answering SQ2. This type of interview consists of predefined questions and 

follow-up questions and interaction is allowed to gain the researcher further 

insight on the topic. This type of interview was chosen for this purpose as it 

allows the researcher to ask complex questions that may require 

clarification or allow for the researcher to capture unexpected answers that 

a survey or regular interview might have missed due to its format 

(Esaiasson et al. 2002, Maxwell 2005).  

Semi-structured interview sample. The sample chosen for the interviews 

consisted of several groups to provide multiple perspectives on the topic of 

study. The interviews were conducted with an expert group that consisted 

of three main groups; framework practitioners, non-framework practitioners 
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and corporate experts. Non-framework practitioners consist of change 

management consultants and sustainability practitioners that do not use the 

FSSD, and corporate experts consisted of individuals with experience in 

change processes from inside large companies.  

Framework practitioners are defined as sustainability professionals who are 

advising organizations in moving towards sustainability by using the FSSD 

planning process. They work with TNS offices or as independent 

consultants. Framework practitioners were selected because of their 

strategic approach to addressing the sustainability challenge. The selection 

criteria for framework practitioners were: a minimum of three years of 

experience as sustainability advisors using the FSSD as well as the needed 

time commitment to support our research. A total of six framework 

practitioners were interviewed, representing three TNS offices; Canada, the 

Netherlands and Sweden and three independent offices; in Canada, 

Switzerland, and the USA.    

 

The selection criteria for change management consultants and sustainability 

practitioners that do not use the FSSD were; a minimum of three years of 

experience in facilitating change initiatives or working as a sustainability 

practitioner as well as the needed time commitment to support our research. 

Two of the sustainability practitioners from this category were trained in 

the FSSD but do not self-identify as framework practitioners because the 

framework is not a dominant model in their work.  

The selection criteria for corporate experts were; a minimum 10 years of 

internal business leadership experience and a demonstrated interest in 

sustainable corporate development.   

The interviews were held via Skype and each took between 45 and 60 

minutes. A full list of the interviewees can be found in Appendix A and the 

interview questions can be found in Appendix B. The researchers received 

permission to cite the interviewees.  

Interview data analysis procedure. The process of analyzing the interview 

data was as follows: 

1. Semi-structured interviews were held with a minimum of two 

researchers present and were recorded   
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2. During the semi-structured interview, answers were coded and entered 

into a spreadsheet by one researcher  

3. Semi-structured interviews were transcribed and reviewed by all 

researchers  

4. As the researchers listened to the interviews, they verified that the 

coding during the interview was accurate and complete and made 

adjustments where necessary  

5. The two other researchers reviewed the spreadsheets to ensure themes 

were organized consistently  

2.2.2  Literature review  

The literature review was conducted to determine relevant tools and 

methods that can be used for assessing and analyzing companies and 

understanding change processes and answers SQ2. It was done through 

Internet-based search databases, including Summon (accessed from the 

BTH Library website), LIBRIS (accessed from the BTH Library website) 

and Google (google.com, scholar.google.com, books.google.com). The 

following key words were used: Change for Sustainability, Change 

Management, Corporate Assessment Tools, Organizational Pre-Assessment 

Tools, Organizational Readiness, organizational readiness for Sustainability 

and Maturity Assessment Model. It also included reports and books related 

to these subjects.  

2.2.3  Analysis of existing tools  

A total of 32 tools, models, practices and methods
1
 out of the sustainability 

field as well as the change management field were identified through the 

interviews or found through the literature review and recommended in 

interviews. All tools that were found through the literature review and 

recommended in interviews were summarized considering the following: 

purpose, main components, classification method and outcome, main 

strengths, limitations.  

                                                 

 

1
 This group is referred to as tools throughout this section  



14 

 

 

Based on this analysis, they were classified as tools relevant or not relevant 

to the purpose of gaining deeper understanding of a company prior to a 

change process that can lead to increased success of the change. The 

classification was based on a rating by the researchers on a scale from 1 to 

5, 1 meaning highly irrelevant, 2 somewhat irrelevant, 3 neutral, 4 

somewhat relevant and 5 meaning highly relevant for the purpose of 

facilitating understanding in the beginning of a change initiative. Tools that 

scored a 4 or 5 were considered relevant and analyzed further. The full list 

of the tools including their score is available in Appendix C. 

2.2.4 Combining interview and tool data  

The outcomes of SQ1 and SQ2 were combined to answer SQ3. The tools 

relevant to the purpose of understanding companies were broken down by 

their key components, and compared with the categorized attributes of 

successful change found in SQ1.  

 

The combined data from the tool analysis and the interviews was sorted by 

frequency of appearance. Researchers did not assume that frequency of 

appearance meant relevance, and all components from the tools and the 

interviews were considered individually and discussed by the researchers to 

determine if they were relevant to the overall purpose of the tool. The full 

tools and interview combination can be found in Appendix D.  

2.2.5  Prototyping  

The semi-structured interviews asked a question around the need and 

purpose for a readiness tool and special considerations for a tool for 

framework practitioners. This data was considered along with the patterns 

drawn from analyzing SQ1 and SQ2 to jointly answer SQ3. A prototype 

version 1 of the tool was created, designed for sustainability practitioners to 

facilitate understanding in the beginning of a change initiative to create 

successful change towards sustainability.    

2.2.6  Survey on prototype 1  

The outcome of Sub-section 2.2.5 gives a preliminary answer to the Main 

Research Questions (MRQ), and to add validity to this outcome, a survey 
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was sent out with guiding questions to gather feedback, determine if this 

tool would be usable for the audience, and if the areas included were 

relevant for the intended purpose.   

A survey was chosen for this purpose as it is useful for mapping out trends 

and opinions, it could be sent to a wide audience easily, and could combine 

a ranking system, open questions, and can be designed with optional 

questions which allow for respondents to include varying depths of 

feedback (Esaiasson et al. 2002). 

 

Survey Sample The sample for the survey was the alumni network of the 

Masters in Strategic Leadership towards Sustainability (MSLS) which is 

the international Master’s program that teaches the FSSD, and to The 

Natural Step Network. Both networks were reached via their e-mail list. A 

link to the survey was also posted on relevant social media groups, such as 

the MSLS Alumni Facebook Group and TNS LinkedIn Group to increase 

visibility of the survey for the desired audience. The survey was also sent to 

the 16 members of the expert group to incorporate a wider perspective into 

the research. The survey with a link to the prototype 1 was open for five 

days. 

 

Survey data analysis procedure. Survey data was collected using 

www.surveymonkey.com. The data was reviewed using the reports 

provided by surveymonkey.com by three researchers, and trends were 

discussed and incorporated where possible. The majority of survey 

responses are included in the Appendix E
2
. Incorporating the feedback from 

the survey is the final step of the methods and this led to the final outcome, 

which is the answer to the MRQ.  

The methods and analysis are summarized in Figure 2.2 with the 

corresponding research questions that they are designed to answer.  

                                                 

 

2
 Longer responses were removed due to space constraints. All survey responses can be 

viewed on request. 
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Figure 2.2. Research methods summary.   

2.3 Validity of methods and research design 

Expert group. The sample of framework practitioners who participated in 

the interviews could be seen as a challenge to the validity of the research 

because only a small sample of the total framework practitioners were 

available for participation.  

Conversely, too much weight on framework practitioners in the sample 

would have potentially led to blind spots. As practitioners of this 

framework have identified a need for increasing their understanding of a 

company - specifically related to elements that are not explicitly part of the 

framework, individuals with other areas of expertise make up an important 

part of the expert group. Therefore the expert group is a combination of 

people from three different categories: framework practitioners, non-

framework practitioners - sustainability and change practitioners that do not 

use the framework, and corporate experts. This increases the diversity of 

our sample and includes perspectives from outside and inside a company. 

The selection criteria have been set to ensure that the experts have a certain 

level of experience in various change trajectories and therefore represent a 

concentration of knowledge and experience. Hence, their combined input is 

representative for a wide set of cases.  

Tools. The list of tools found in the literature is not comprehensive and this 

poses another validity challenge. The broadest set of potential tools was 
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explored initially for the researchers to gain familiarity with as many as 

possible. From this, a short-list was created based on the relevance and 

applicability and the short-listed tools were studied in greater depth.  

Additionally, the expert group was asked to recommend tools related to this 

topic to reduce the chance of overlooking essential tools through the 

literature review.  

The tools were not all designed for the same purpose (i.e., some were about 

process, some were about maturity assessment, or corporate social 

responsibility assessment, etc.) This led to comparing a number of the tools 

out of context of their purpose which is a potential challenge of the tools 

analysis.   

Survey. The respondents to the survey requesting feedback on the prototype 

1 were self-selected based on the willingness to participate in our research. 

Even though the survey was sent to selected networks and groups, there is 

no way to verify the experience, knowledge or value of their responses.  

Due to the time limitations of the research period, the survey was only open 

for five days, which could have limited potential participants.     
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3 Results  

Results are presented to align with the corresponding research question.  

3.1  Attributes of successful change 

SQ1: What are attributes of successful change according to practitioners? 

Defining success. The focus of the interviews was to identify what would 

lead to successful initiatives towards sustainability from a practitioner’s 

point of view. To set the stage for this, interview participants were asked 

how they defined success in their work. The most common response was 

that success means that sustainability is integrated in core business (Nyoni 

2012, Waldron 2012, M. Willard 2012, Stenborg 2012, Gerritsen 2012, 

Carstedt 2012, Strandberg 2012). Another way to define success was to 

achieve the goal of the initiative (van der Pluijm 2012, Nyoni 2012, 

Woofter 2012, B. Willard 2012). For framework practitioners, a goal is an 

ABCD process with a clear action plan (Nyoni 2012). Others defined 

clearly that having engaged and committed employees around the change 

was success to them (van der Pluijm 2012, Nyoni 2012, Waldron 2012, 

Stenborg 2012, Carstedt 2012, Woofter 2012, Kessels 2012).  

Some stated having senior management committed to sustainability by the 

end of an initiative was success (Waldron 2012, M. Willard 2012, Claesson 

2012, Strandberg 2012, Kessels 2012), as was a structural change, such as a 

committee put in place with a clear mandate (Seale 2012, Woofter 2012, 

Claesson 2012). One interviewee stated, “when you take ideas from 

strategy and operations from the abstract and ad-hoc base to actually 

infusing that into the culture and how people are paid, that's the best 

direction to go in” (Claesson 2012). 

Furthermore, success has been defined by a shared vision (Naring 2012, B. 

Willard 2012), authentic understanding of sustainability within the 

company (Kessels 2012) and a clear understanding of the business case (M. 

Willard 2012, Woofter 2012, Strandberg 2012). Success has also been 

defined by an increased belief within the company about their capacity to 

make a lasting contribution and knowing where they could have the most 
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impact with regards to sustainability as well as by established ways of 

measuring progress for moving towards sustainability (van der Pluijm 

2012). 

Attributes, barriers and enablers. Interview questions focused on enablers 

of successful change, barriers to successful change and the attributes of 

change which the practitioner would like to know in advance of a general 

change process or of a change process towards sustainability. This focus 

was based on the assumption that if the emerging themes of attributes, 

enablers and barriers were understood prior to an initiative, this would help 

the practitioner in designing a successful initiative. These questions yielded 

a comprehensive list of themes. The key findings are summarized in Table 

3.1.   

Table 3.1. SQ1 Attributes of successful change.    

 Total 
framework 
practitioners 

Total non-
framework 
practitioners 

Total 
corporate 
experts 

SUM 

Commitment 6 7 2 15 

Business Case  6 5 3 14 

Company Culture and Values 5 6 3 14 

Level of Integration of Sustainability  4 3 1 8 

Urgency, Pressure and Need  2 5 1 8 

Vision  2 4 2 8 

Practitioner Related * 4 2 2 8 

Leadership  2 4 1 7 

Company Capacities   3 3 1 7 

Journey to Date 3 3 0 6 

Stakeholders 1 4 1 6 

Purpose 2 3 1 6 

Strategic Planning and Business Goals  1 1 1 3 

Financial Resources 2 1 0 3 

Measurement and Reporting 0 2 0 2 

* Practitioner related is considered in more detail in Section 4.1 Trust and 

Relationship 

The themes are explored in further detail in Section 3.3.1.    
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3.2 Relevant tools for understanding 

companies  

SQ2: What are some relevant tools and methods that can be used for 

understanding companies?  

 

A total of 32 tools and methods were found through the literature review or 

recommended in interviews and were analyzed considering the following:  

purpose, main components, classification method and outcome, main 

strengths, limitations, and relevance to the purpose of gaining deeper 

understanding of a company prior to a change process (see 2.2.3).   

 

Nineteen tools or portions thereof were relevant to our purpose of gaining 

deeper understanding of a company prior to a change process that can lead 

to increased success of the change and are listed in Table 3.2.  

Table 3.2. Tools analyzed in-depth (19 out of 32). 

Prosci’s Change 
Management Maturity 
Model 

Auditing Instrument for 
Sustainability in Higher 
Education (AISHE) 

Barrett Values 
Assessment  

Beckhard´s  
Transition Model 

Bridge´s  
Transition Model 

Capability  
Maturity Model 

Change Levers Doppelt’s Wheels of 
Change 

EFQM Excellence 
Model 

HRM Assessment Tool Kotter's 8 Step Change 
Process 

PROBE Assessment 

McKinsey 7 s Model Questionnaire  
TNS Canada 

Questionnaire  
TNS Sweden 

Sloan MIT Business of 
Sustainability Audit  

Stages of Corporate 
Citizenship 

The Fifth Discipline 

The Weave 

 

The 13 remaining were not relevant to the purpose of this research but 

could be relevant for practitioners at other stages of change towards 

sustainability. The full list of the tools with a short analysis of each is 
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available in the Appendix C, and tools that had only portions considered are 

also noted.   

3.3 Patterns from combining attributes of 

successful change and the content of tools   

SQ3: What patterns can be drawn from combining the attributes of 

successful change mentioned by the practitioners (answer SQ1) with the 

content of the tools and methods (answer SQ2)? 

Patterns are drawn from combining the attributes of readiness, barriers and 

enablers mentioned by the practitioners (answer SQ1) with the content of 

the tools and methods (answer SQ2), to seek the answer to SQ3. These 

patterns form the basis for the content of prototype 1 (see 3.3.1). Combined 

with additional insights on the form of the prototype gained through the 

interviews (see 3.3.2), this led to the development of prototype 1.    

Fifteen areas appeared five or more times in the combined results of the 

interviews and tools. In the table below, these 15 areas are listed.  

Table 3.3. Totals of 15 most common areas from interview and tools.  

 Tools + 
Interviews 

Tools Interviews 

Commitment to sustainability 20 5 15 

Company culture and values 19 5 14 

Vision of success (company & initiative) 18 10 8 

Level of integration of sustainability 16 8 8 

Organizational capacities 16 9 7 

Business case for sustainability 15 4 11 

Leadership 14 7 7 

Strategy, planning and business goals 13 10 3 

Urgency, importance and need 12 4 8 

Stakeholders 9 3 6 

Measurement and reporting 9 7 2 

Purpose and motivation 9 3 6 

Communication and information flow 6 6 0 
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Financial resources  6 3 3 

Company sustainability journey 6 0 6 

3.3.1 Content prototype 1 

Results from SQ3 provided the content for the tool and are included below. 

These 15 themes are considered here with detail on how they were 

described by interviewees, and the tools in which they are mentioned are 

listed. This provides a preliminary answer to the main research question. 

Commitment to Sustainability. This area was mentioned by 15 out of 16 

interviewees (van der Pluijm 2012, Nyoni 2012, Waldron 2012, M. Willard 

2012, Stenborg 2012, Seale 2012, Claesson 2012, Gerritsen 2012, Woofter 

2012, B. Willard 2012, Benne 2012, Strandberg 2012, Kessels 2012, 

Naring 2012, Sills 2012). Commitment and drive can be fueled by 

‘passionate champions’ (M. Willard 2012) and ‘change agents’ (Nyoni 

2012) and signals that there is commitment include engaged young 

professionals as well as an underground movement in general (Kessels 

2012).  

Knowing the drivers and the commitment of the core team or participants 

were also stated multiple times (van der Pluijm 2012, Stenborg 2012, 

Strandberg 2012, Kessels 2012, Benne 2012, Claesson 2012). Having high 

level commitment in the form of a mandated board committee, or 

commitment by senior managers was consistently mentioned (Waldron 

2012, M. Willard 2012, Stenborg 2012, B. Willard 2012, Strandberg 2012, 

Naring 2012, Sills 2012). Often commitment of senior management is as 

lip-service only or commitment exists but sustainability is taken on as an 

add-on to regular work and this was stated as a barrier (Strandberg 2012, 

Seale 2012, Naring 2012, Sills 2012).  

Commitment was mentioned in six tools: The TNS Canada Questionnaire, 

the Weave, the Capability Maturity Model, Prosci’s Change Management 

Maturity Model, and the MIT Sloan Business Sustainability Audit and 

Changes Levers.  

Company Culture and Values. Aspects related to the company´s culture and 

values were mentioned by 14 out of 16 interviewees (van der Pluijm 2012, 

Nyoni 2012, Waldron 2012, Stenborg 2012, Seale 2012, Claesson 2012, 
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Gerritsen 2012, Woofter 2012, B. Willard 2012, Benne 2012, Strandberg 

2012, Naring 2012, Sills 2012, Carstedt 2012), including all the corporate 

experts. A set of barriers for successful change were mentioned related to 

individual mind sets or overall culture of the organization, such as a culture 

afraid to make mistakes (Carstedt 2012), employees afraid of superiors 

(Waldron 2012), lack of openness to new ideas (Benne 2012), arrogance 

(Waldron 2012), skepticism (Seale 2012), as well as assumptions that 

sustainability is costly and bureaucratic (B. Willard 2012).  

This area was part of five tools: Barrett Values Assessment, Wheel of 

Change, the Fifth Discipline, and Questionnaires used by TNS Canada and 

Sweden.  

Vision of Success (company and initiative). Having a vision in general and 

for sustainability specifically was stated as an important enabler (van der 

Pluijm 2012, B. Willard 2012, Claesson 2012, Gerritsen 2012, Carstedt 

2012, Woofter 2012, Naring 2012, Sills 2012). Vision was mentioned by 

six non-framework practitioners and only two framework practitioners.  

Vision is an area that has been mentioned in ten tools: in the Fifth 

Discipline, Wheels of Change, AISHE, Probe Assessment, Kotter’s 8 Steps 

of Change, Change Levers, McKinsey 7S Model, Beckhard´s Transition 

Model, and Questionnaires used by TNS Canada and Sweden.  

Level of Integration of Sustainability. Eight interviewees stated that the 

level of integration of sustainability in processes, operations and human 

resource management, such as job description and compensation, is 

important to understand upfront as it can be an enabler for sustainability. 

(Nyoni 2012, M. Willard 2012, Stenborg 2012, Seale 2012, Claesson 2012, 

Woofter 2012, B. Willard 2012, Strandberg 2012).  

Level of integration of sustainability is included in eight tools: TNS Canada 

Questionnaire, Wheel of Change, Stages of Corporate Citizenship, HRM 

Assessment, MIT Sloan Business Sustainability Audit, Kotter’s 8 Steps of 

Change, Change Levers and McKinsey 7S Model. 

Organizational Capacities. Nine interviewees stated that the organization’s 

capacities are useful to understand, including their knowledge around 

sustainability, their willingness to improve learning and creative capacities, 



24 

 

how they deal with challenges, and their willingness to embrace 

complexity. (Waldron 2012, Stenborg 2012, Seale 2012, Claesson 2012, 

Carstedt 2012, Benne 2012, Stranberg 2012). A barrier related to the 

company’s capacity is a lack of systems thinking. This was defined as 

narrow evaluation criteria, reductionist thinking, lack of understanding of 

complexity, short-term thinking and a lack of systems view (Benne 2012).  

Organizational capacities are also an important aspect of existing tools. In 

the analyzed tools, it is mentioned nine times, including in the Fifth 

Discipline, TNS Canada Questionnaire, Capability Maturity Model, 

AISHE, HRM Assessment, Prosci’s Change Management Maturity Model, 

MIT Sloan Business Sustainability Audit, Change Levers and the 

McKinsey 7S Model.  

Business Case for Sustainability. The importance of the company 

understanding the business case and what sustainability means for business 

has been stressed by 11 practitioners including all three corporate experts 

(van der Pluijm  2012, Nyoni 2012, Waldron 2012, M. Willard 2012, Seale 

2012, Claesson 2012, Carstedt 2012, Woofter 2012, B. Willard 2012, 

Benne 2012, Strandberg 2012). A lack of understanding of the business 

case is seen as a barrier, specifically a lack of understanding of the relation 

between sustainability and the financial valuation and risk management 

(Claesson 2012). Dave Waldron emphasized having a clear business case 

that goes beyond risk management, and states “Sustainability in businesses 

is aligned with obligation, public relations and branding and those can be 

somewhat good drivers but I don't think they're really going to move the 

organization towards the transformation needed for sustainability” (2012).  

The business case for the change was mentioned in four tools: the 

Questionnaires used by TNS Canada and Sweden, Prosci’s Change 

Management Maturity Model and the MIT Sloan Business Sustainability 

Audit. 

Leadership. Seven interviewees brought up elements around leadership 

(van der Pluijm 2012, Nyoni 2012, Claesson 2012, Woofter 2012, Benne 

2012, Strandberg 2012, Naring 2012). This includes understanding the 

leadership style, decision-making processes and knowing the influencers 

and informal leaders within the organization. Enabling aspects in relation to 
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leadership that were mentioned are clear and open decision-making 

processes, and clear role and responsibility of the sustainability team.  

Leadership was also mentioned seven times in tools: in the TNS Sweden 

Questionnaire, EFQM Excellence Model, Probe Assessment,  Change 

Levers, Stages of Corporate Citizenship, Kotter´s 8 Steps of Change and 

the McKinsey 7S Model.   

Strategy, Planning and Business Goals. Strategy, planning and business 

goals were mentioned by three interviewees. They indicated that knowing 

details on the current business reality of the company including their view 

on strategy and strategic goals would be helpful in the early stages 

(Waldron 2012, Carstedt 2012, Claesson 2012). 

Strategy, planning, and business goals were mentioned in ten tools, 

including in the Wheel of Change, the EFQM Excellence Model, the 

Capability Maturity Model, Prosci’s Change Management Maturity Model, 

the HRM Assessment,  MIT Sloan Business Sustainability Audit, the 

McKinsey 7S Model, Change Levers, and Questionnaires used by TNS 

Canada and Sweden.  

Urgency, Importance and Need. Eight interviewees, six of which were non-

framework practitioners stated that a sense of urgency and pressure is an 

enabling factor for moving towards sustainability (Benne 2012, Strandberg 

2012, M. Willard 2012, B. Willard 2012, Kessels 2012, Waldron 2012, 

Gerritsen 2012, Claesson 2012). Some stated this as political regulations 

(Gerritsen 2012, M. Willard, 2012), stakeholder pressure or internal crisis 

(B. Willard 2012, Kessels 2012), existential threats or recognizing the 

importance of moving towards sustainability (Strandberg 2012). 

Conversely, lack of clear external signals, such as an unpredictable political 

environmental can also be a barrier for the company to move towards 

sustainability (Gerritsen 2012). 

The importance of a sense of urgency, pressure and need was mentioned in 

four tools: Kotter´s 8 Steps of Change, Change Levers, Beckhard´s 

Transition Model and Bridge´s Transition Model.   

Stakeholders. Six interviewees mentioned that engaging with stakeholders 

enables success (Nyoni 2012, Claesson 2012, B. Willard 2012, Benne 
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2012, Strandberg 2012, Sills 2012). This was emphasized by five non-

framework practitioners and 1 framework practitioner.  

The importance of stakeholders was mentioned in three tools: the EFQM 

Excellence Model, the MIT Sloan Business Sustainability Audit and the 

Stages of Corporate Citizenship. 

Measurement and Reporting. Measurement and reporting was mentioned in 

seven tools and by two non-framework practitioners (both sustainability 

practitioners) who state that the effective measurement and progress 

indicators are seen as enabling factors and the lack of mechanisms for 

effective follow-up are barriers to successful change (Claesson 2012, 

Gerritsen 2012).  

Measurement and reporting was mentioned by seven tools, including the 

Capability Maturity Model, MIT Sloan Business Sustainability Audit, 

Kotter’s 8 Steps of Change, Prosci’s Change Management Maturity Model, 

Change Levers, and Questionnaires used by TNS Canada and Sweden.  

Purpose and Motivation. Six interviewees pointed out that understanding 

‘the deeper why’ for the company is important for enabling a change 

towards sustainability (Carstedt 2012, M. Willard 2012, Benne 2012), as is 

understanding the company’s role in the world (Gerritsen 2012, Nyoni 

2012). As Göran Carstedt describes it, the company should “come to the 

embarrassing level of truly understanding the need and the deeper ‘why’ of 

moving towards sustainability” (2012) and understanding where they are in 

relation to that understanding at the beginning would be useful for a 

practitioner to understand.  

Three tools stated purpose and motivation as area of importance: Stages of 

Corporate Citizenship, the Probe Assessment and the Weave.  

Communication and Information Flow. Communication and information 

flow were mentioned by six tools but not explicitly by one interviewee. The 

tools mentioned include the TNS Sweden Questionnaire, the Wheel of 

Change, AISHE, Kotter´s 8 Steps of Change, Changes Levers and the 

McKinsey 7S Model.  
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Financial Resources. A lack of availability of financial resources is seen as 

a barrier for successful change (van der Pluijm 2012, Stenborg 2012, 

Claesson 2012).  

Three tools considered financial resources, namely the TNS Canada 

Questionnaire, EFQM Excellence Model and the HRM Assessment. 

Company Sustainability Journey. Company sustainability journey was 

mentioned by six interviewees who stated that they would want to know 

about the client’s journey up until the point of contact by the practitioner 

(van der Pluijm 2012, M. Willard 2012, Stenborg 2012, Gerritsen 2012, 

Strandberg 2012, Sills 2012). This involves elements such as what the 

company has done before to address sustainability, the language used 

around sustainability and previous sustainability policies. One interviewee 

indicated that existing policies and documents show not only how well-

informed the company is, but considering questions such as “Is it lively? Is 

it boring?” (Stenborg 2012) can give the practitioner a lot of information 

about the journey to date towards sustainability.   

The sustainability journey to date is not specifically stated in any of the 

tools researched.   

3.3.2 Considerations for prototyping  

Beyond the content, there were other factors to take into consideration that 

the experts identified in the interviews to answer SQ3.   

From readiness to understanding. The research began with a focus on 

readiness as a state of being, and one of the critical pieces discovered 

through the research was that readiness may not be an appropriate term as it 

implies that companies that are not ready cannot move towards 

sustainability. The overall message from the expert group was that all 

companies are at some level of readiness for change towards sustainability, 

and the role of the practitioner is to meet the company wherever they are at 

and help them move forward from that point. Only one practitioner stated 

that they would turn down a client engagement based on the client’s 

perceived readiness (Stenborg 2012). Another practitioner stated that they 

would work with an organization on general strategy with no indication of 

an interest in sustainability, knowing that through their engagement, they 
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could spark a curiosity in the client which might prompt them to pursue a 

more sustainable path (Waldron 2012). The process of change towards 

sustainability is a journey with no clear beginning and no end-point, and the 

focus should be on the energy that can be created within the team to create 

something meaningful (Waldron 2012, Carstedt 2012). The word 

‘assessment’ also had negative connotations with many interviewees as is 

not inviting for the individuals within the company. There is, however, 

critical information that can be gathered at the beginning of a change 

process to assist a practitioner, but the results suggest the term assessment 

for this purpose is not appropriate.  

The desired purpose and content of the tool. All interviewees expressed the 

need for a method to increase their understanding of the company in the 

initial stage of the change initiative (van der Pluijm  2012, Nyoni 2012, 

Waldron 2012, M. Willard 2012, Stenborg 2012, Seale 2012, Claesson 

2012, Gerritsen 2012, Woofter 2012, Carstedt 2012, Benne 2012, 

Strandberg 2012, Kessels 2012, Naring 2012, Sills 2012) with one 

exception. Bob Willard challenged the need for a readiness assessment tool 

and responded that he was “unsure”, but added that “it would be valuable to 

put a crisp framework around intuition” (B. Willard 2012). Some general 

remarks have been made; the tool should be interactive, and the 

organization should learn and benefit from it, and it should be engaging for 

the company.  

Some cautionary answers were also received such as from Coro Strandberg 

who states “We need to be careful about providing simplistic and 

superficial advice and tools for companies” (2012). Geneva Claesson notes 

that, “When designing sustainability tools, prevent the mediocre and 

generic. Determine the specific application(s) of the tool before you design 

because it is the main influence for how practical and applicable the tool 

will be in real life situations” (Claesson 2012).  

One interviewee responded that there is a marginal need for the tool 

because most of the pre-assessment work is done through conversations to 

gauge where the client is at (Waldron 2012). He also stated that the tool 

could create a false sense of security for the practitioner in that, “There has 

to be a certain nimbleness and humility associated with the pre-assessment 

tool: there might be one key thing in the organization that hasn't occurred in 
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all the other previous organizations you study and therefore could be a 

surprising key barrier or enabler that you encounter” (Waldron 2012).   

A tool could set a baseline (Kessels 2012, Gerritsen 2012, Nyoni 2012) and 

find out where a company is at in relation to their aspiration (Nyoni 2012). 

It could also help see what already works and what can be built upon 

(Kessels 2012, Seale 2012), as well as help the practitioner to know the 

barriers for change and guidance to overcome them (Seale 2012). The tool 

could help to increase the practitioner's understanding of the organizational 

culture and values and find out if personal values align with workplace 

values (Sills 2012, Naring 2012).  

Tool as an interactive relationship-builder. Interviewees stated that the tool 

can play a role in coming to a shared mental model between the company 

and the practitioner, and that it can lead to relationship and trust building 

between the organization and the practitioner (van der Pluijm 2012). Göran 

Carstedt stated the tool should be engaging for both the practitioner and the 

organization (2012). It has been mentioned that the tool should not be 

judgmental; wherever the company is at is a legitimate starting point.  

From assessment to understanding. In the interviews, the terms ‘pre-

assessment’ and ‘readiness assessment’ have been used to describe the area 

of research. Initial findings showed that these terms were not reflecting the 

purpose and the reality of the initial stage of an engagement. Joseph 

Kessels shared that “It should be something that has already the dynamic of 

making a move. Pre-assessment is not associated with taking courageous 

steps forward, that's something you want to express, isn't it? Focus on the 

places where something positive is happening and try to investigate, how 

come you are so successful? What do you need to make a step further?" and 

"What do other people learn from that?" (Kessels 2012).  

It has also been stressed to “be careful about a tool that suggests the users 

of the tool are the ‘objective knowers’ and are observing the ‘subjects,’ 

who are the people in these organizations” (Waldron 2012). It has been 

suggested that “lifting yourselves above this ‘observer-observed’ approach 

reveals questions like: ‘what kind of future do we want to create 

together?’– as a starting point – which can lead to all kinds of interesting 

revelations about context-specific barriers and enablers” (Waldron 2012). 

Due to the above stated arguments and because of the interactive nature of 
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the research, the wording has been adjusted. The language that emerged 

was “increasing the understanding of the company”.   

Advice specifically for FSSD practitioners. Several interviewees cautioned 

against leading with TNS concepts early in the engagement. As Bob 

Willard frames it, “I strongly encourage sustainability champions to 

swallow hard, and not to talk about the concept until the readiness factor is 

a little higher.  We want to inject them with enthusiasm, not inoculate them 

against going further” (B. Willard 2012). It has been mentioned that a 

practitioner could engage the company in understanding of the funnel 

metaphor but in more generic language. 

3.3.3 Prototype 1: Areas of Inquiry  

Prototype 1 of the tool was compiled to include the content (see 3.3.1) with 

the other considerations (see 3.3.2). This is a preliminary answer to the 

main research question.  

Fourteen out of 15 areas of higher frequency in the combination matrix 

were brought forward into the prototype 1 as Areas of Inquiry (AoI). The 

researchers agreed based on the results, that these 14 areas were important 

to understand at the beginning of a change initiative. One area that was 

frequent was related to financial resources, but was not included as an Area 

of Inquiry because it is an area that requires attention prior to the stage 

where the Area of Inquiry would begin, specifically at the stage where there 

might not be commitment by the practitioner and the company. 

Conversations about the financial resources should also again take place 

during the D step of an ABCD process when specific action planning and 

prioritization are being discussed.  

Prototype 1 included 14 AoI, with a short description, questions to ask to 

better understand, things to look for, and related resources, all extracted 

from interview data and tool content (SQ1, SQ2, SQ3). The relevant 

resources contain a hyperlink to the suggested source. A sample is included 

in Table 3.4. 
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Table 3.4 Example Area of Inquiry: Commitment to Sustainability   

Area of Inquiry   Commitment to Sustainability  

Description  The commitment to the sustainability initiative is a key enabling 
factor.  This includes the commitment of top, senior and middle 
management and employees. Commitment is often expressed in 
resources and resources can be expressed in available time. 

Questions to ask 
to better 
understand  

How was the team created? 
How much time is allocated for this project?  
How much time is allocated for the implementation? 
Who has given the mandate and support for the change initiative?  
Who are the existing sustainability champions?  

Things to look  
for  

+ committed person in decision-making position  
+ committed individuals, often young people 
+ available time  
- A lack of commitment on the highest level/board buy-in 

Related 
Resources  

Phase 1 of The Weave
3
  

3.3.4  Feedback on prototype 1 

A total of 25 survey responses were received on prototype 1 and the full 

survey responses are included in Appendix E. The tenor of the feedback 

was positive. The main feedback from the survey was about the visual 

representation as well as the length and the structure. It was recommended 

several times to present the AoI in a concise and visually attractive way. It 

was also stated that there were too many categories in the prototype 1 and 

that some of these categories may allow for regrouping. Some suggestions 

were made for enabling the regrouping e.g. that leadership could be a sub-

part of culture.  

 

Based on the feedback, the 14 AoI from the previous prototype were 

regrouped and synthesized to eight areas based on the following questions: 

                                                 

 

3
 Taken from the The Weave (Cretney, Cretney, and Meisterheim 2011) 

http://www.bth.se/fou/cuppsats.nsf/all/4d93f831fc4959a8c12578a900485333/$file/BTH2011Cretney2.pdf
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is there a significant overlap between different areas and do the areas 

influence each other in a significant way? Culture and values, leadership 

and organizational capacities are grouped together as ‘culture and 

capacities’, Stakeholder engagement and communication and information 

flow have been merged as well as purpose and motivation with 

commitment. The urgency, importance and need have been combined with 

the business case as these areas are highly interrelated. The researchers 

decided to leave the area on the company sustainability journey to date out 

as an independent AoI, as the insights on this are overlapping with other 

areas. Instead, it is suggested to inquire on the journey to date as an 

introduction to the dialogue.  

The order is important for 61.1% of respondents, 22.2% were unsure and 

16.7% stated that the order does not matter. Related to the flow of the AoI, 

generally speaking it was suggested that AoI related to sustainability in the 

company should be addressed before AoI related to the company itself.  

It was suggested that each AoI would benefit from a statement from which 

a practitioner could backcast from: the defined success within each area. To 

accommodate this, the answers from the semi-structured interviews, which 

are discussed in Section 3.1 were used to build the success level of each 

AoI.  

Additionally, a number of concrete suggestions for ‘questions to ask’ and 

‘thinks to look for’ were integrated. This allowed for enhancing prototype 1 

with the experience and knowledge of the practitioners.  

 

3.4 Prototype 2: Areas of Inquiry 

The aim of this section is to answer the MRQ, “What would a tool look like 

that is designed for sustainability practitioners to facilitate understanding 

in the beginning of a change initiative to create successful change towards 

sustainability?” by presenting the tool designed for this purpose, drawn 

from the results from SQ3.  
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3.4.1 Summary of the Areas of Inquiry  

Prototype 2 consists of eight AoI that shape the process for understanding 

the critical areas in a company by a practitioner. This outcome provides the 

answer to the MRQ: What would a tool look like that is designed for 

sustainability practitioners to facilitate understanding in the beginning of a 

change initiative to create successful change towards sustainability? The 

Areas covered in prototype 2 can be seen in Figure 3.2.   

 

Figure 3.2. The Areas of Inquiry. 

3.4.2 Recommendations for using the Areas of Inquiry  

The AoI are designed to be guidance in the initial stage, as a platform for 

conversations and gaining understanding, and there are some 

recommendations for approaching this process. It is suggested to use 

dialogue and Appreciative Inquiry during the engagement. Dialogue is a 

form of conversation to support building common understanding and 

mutual trust. It involves deep listening, suspension of own perceptions, 

assumptions and judgment (Senge et al. 1994, Schein 1993) as well as it 

“encourages reflection and emergence” within the group (Seel nd). It 

should therefore be an essential part for the communication between 

practitioner and individuals within the company.  



34 

 

Appreciative Inquiry, an approach based on the assumption that the 

questions we ask guide our attention in a particular direction, uses 

affirmative or positive questions. This helps to create a positive 

environment, focus on what is already working well in the company and 

with that, focusing on solutions rather than on problems (Appreciative 

Inquiry Commons 2012).  

3.4.3  Context and rationale of prototype 2 design 

As described in Section 1, the FSSD is designed for analyzing and planning 

in complex systems such as a company with the goal of moving towards 

sustainability. Therefore, using the five distinct and interrelated levels as 

frame helps provide an understanding of the system, the definition of 

success within that system, and then provides a platform for dialogue for 

the practitioner to understand the gap. It then provides actions and tools that 

can support the practitioner as they seek to achieve success within that 

system (the company). This structure is shown in Table 3.1.  

Table 3.13. The structure of prototype 2 and its relation to the FSSD. 

1 System  Description of the Area of Inquiry 

2 Success What success mean for each Area of 

Inquiry 

3 Strategic Things to ask to gain understanding 

4 Actions Things to look for 

5 Tools Related resources 

Description. Each Area of Inquiry starts with a description which provides 

a general overview.  

Success. An indication of what success looks like is provided so the 

practitioner can see where the company stands in relation to the ideal. The 

practitioner can then see the gap clearly and backcast from this success. 

The definition of success is based on the interview data. Additionally, the 

overarching vision of success for a framework practitioner is moving 

towards the vision and the goals of the company within the system 

boundaries set by the sustainability principles. This forms a mental model 

of approaching each of the areas.    
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Things to ask to gain understanding. A set of questions have been 

suggested to guide the practitioner in gaining understanding around the 

particular Area of Inquiry. When asking these questions, the gap between 

the current situation and the indication of success for that Area of Inquiry 

becomes apparent. In this way, the practitioner can backcast from success 

within each AoI to the current reality. The questions form a platform for 

dialogue around each AoI to clearly understand the gap.  

Things to look for. Here, suggestions are made to look for documentation, 

behaviours, actions and other related signals that relate to the specific AoI. 

The input is inspired by the semi-structured interviews; partly directly taken 

from comments made by experts concerning attributes, enablers and 

barriers for successful change and partly suggested by the researchers. 

Things to look for include neutral (*), positive (+) and negative (-) aspects.  

Relevant resources. This section aims to provide practitioners with relevant 

resources so they easily explore the relevant AoI in more depth. Resources 

include tools, models or practices which may be appropriate to bring into 

the process at some stage if the company has a large gap between their 

current reality and the outlined success level. Resources were mainly found 

through the analysis of the tools. The relevant resources contain a hyperlink 

to the suggested source. 

3.4.4 Full content of the Areas of Inquiry  

The eight AoI are grouped in sustainability related and organizational 

change related aspects, with Vision as an area that combines both aspects. It 

is suggested to start the dialogue with an introductory question around the 

company’s sustainability journey to date and then move through the eight 

AoI, starting with the Vision, moving on to sustainability related AoI 

followed by the organizational change AoI. The 8 AoI are contained in 

detail in Tables 3.5 through 3.12.  

Sustainability and organizational change related Area of Inquiry 

Table 3.5. Vision of Success.  

Area of Inquiry  Vision of Success (for the initiative and the company) 

Description Understand the vision of the initiative as well as the company and 
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understand if sustainability is incorporated in the vision. 

Success A shared vision for the initiative and for the company as such that are 
‘lived throughout the company’ and which is within the 4 sustainability 
principles 

Things to ask to 
gain 
understanding 

What is the vision of the initiative and the company? 
Is sustainability incorporated into the vision?    
Is the vision lived within the company?   
What is the envisioned future of the company? 

Things to look 
for 

+ Formalized vision on website, business cards, posted in office, in 
publications  
+ sustainability as part of the vision 
+ if employees are able to recall the meaning of the vision 

Related 
resources 

Step 3, 4, 5 of Kotter’s 8-Step Process for Leading Change, Shared 
Vision in the The Fifth Discipline 

Sustainability related Areas of Inquiry 

Table 3.6. Purpose and Commitment.  

Area of Inquiry Purpose and Commitment  

Description Understanding what the purpose of the sustainability initiative is in 
relation to the company’s purpose and understanding the motivation 
of individuals involved in the initiative. The commitment to the 
sustainability initiative is a key enabling factor. This includes the 
commitment of top, senior and middle management and employees to 
sustainability. One way that commitment is often expressed is in time 
available.  

Success When senior management/the management team understands why 
the change towards sustainability is important and is committed to 
sustainability. 
Committed staff: a group of people in the org. energized and 
ambitious about achieving genuinely sustainable results and have the 
power and competence to execute. 
When sustainability is seen as something meaningful.  
When people in the company seek for answers to “What kind of role 
would I like to play in this life and society?” and “How can I express 
these objectives in the role that I'm doing?”  

Things to ask to 
gain 
understanding 

What is the purpose of the initiative? 
What does success mean in the context of the change initiative 
towards sustainability? 
To what extent is middle and top management committed to 
sustainability? 

http://www.kotterinternational.com/kotterprinciples/changesteps
http://www.solonline.org/FifthDiscipline/introduction/
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Who has given the mandate and support for the change initiative and 
how was the team created? 
How much time is allocated for this project and for implementation? 
Who are the existing sustainability champions? 
What is the motivation of the contact person/core team for 
participating in the initiative?  
Why does the contact person/do the persons in the core team care 
personally or professionally about sustainability? 

4
 

Things to look 
for 

+ Committed person in decision-making position  
+ Committed individuals, often young people 
+ Available time  
- A lack of commitment on the highest level/board buy-in 
- A core team that is assigned rather than participating out of personal 
commitment 

Related 
resources 

Phase 1 of The Weave  

Table 3.7. Urgency, Importance and Business Case. 

Area of Inquiry Urgency, Importance and Business case 
 

Description Understanding the experienced urgency of moving towards 
sustainability as well as the importance of and the need for moving 
towards sustainability. Understanding the company specific business 
case, the drivers, the risks and opportunities. This area is also 
important to explore because some purposes and motives are not 
sustainable. 

Success When the company has an authentic understanding and shared 
definition of sustainability as such within the company. 
When the company has identified the issues where they have the 
most impact in terms of sustainability and integrated this in the main 
strategy of the company. 
When the company understands the need for the change. 
When sustainability is integrated in the core business. 

Things to ask to 
gain 

What is driving the initiative?  
Does the company have a sense of what moving towards sustainability 

                                                 

 

4
 Taken from the The Weave (Cretney, Cretney, and Meisterheim 2011) 

http://www.bth.se/fou/cuppsats.nsf/all/4d93f831fc4959a8c12578a900485333/$file/BTH2011Cretney2.pdf
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understanding means? 
Is there a shared understanding of the need for change?  
To what extent does the company experience a sense of urgency?  Is 
there pressure from external stakeholders, i.e. regulations, customers, 
media?    
Are there any concerns regarding current business practices (i.e. rising 
costs, employee retention)?  
Does the company have a clear and specific business case for 
sustainability?  
What customer needs will the company satisfy in the future?  
What best matches their current strategic intent for the engagement?  

 Legal Compliance 
 License to Operate  
 Business Case  
 Value Proposition  
 Market Creation/ Social Change

5
 

Things to look 
for 

* Signals of external pressure: customer sustainability inquiries, media 
attention, pressure from NGOs, retailer supplier questionnaires, etc. 
+ Sustainability as part of their business goals 
- For many companies the business case may be made but it is still not 
seen as urgent or necessary 
- Greenwashing: when the motivation of the initiative is to carry on 
with business as usual but a little greener, with a main focus on 
marketing and communication 
- Focus on social license to operate indicates an interest in "keeping on 
doing what we're doing?” 

Related 
resources 

Relevant sustainability science (beyond TNS)  
Funnel Metaphor  
Step 1 of Kotter’s 8-Step Process for Leading Change 
SWOT, Sustainable Value Framework, Bob Willard’s Business Case for 
Sustainability, Case studies of similar companies that that successfully 
integrated sustainability   

Table 3.8. Level of Integration of Sustainability.  

Area of Level of Integration of Sustainability  

                                                 

 

5
 Taken from Strategic Intent Dimension of the Stages of Corporate Citizenship, The 

Centre for Corporate Citizenship at Boston College  

http://www.naturalstep.org/the-funnel
http://www.kotterinternational.com/kotterprinciples/changesteps
http://www.mindtools.com/pages/article/newTMC_05.htm
http://e4sw.org/papers/Hart_Milstein.pdf
http://www.sustainabilityadvantage.com/
http://www.sustainabilityadvantage.com/
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Inquiry 

Description The level of integration of sustainability in the operation includes 
integration of sustainability in the Human Resource structures and 
mandate

6
, such as job descriptions and hiring policies as well as the 

integration in daily operations, processes and management systems. It 
also includes the existence of the linkage between innovation and 
sustainability.  

Success When the company has the ability to put the strategies into practice and 
integrate sustainability into the daily operations. 
Success is commitment to sustainability as a material driver of their core 
performance and the continued embedding of criteria in their 
management. 
When sustainability is embedded in the performance metrics (in job 
descriptions, in the mandate of all business units, in performance pay). 
A structural change to embed sustainability, such as a committee put in 
place with a clear mandate. 
When innovation to address sustainability is actively promoted. 

Things to ask 
to gain 
understanding 

To what extent is sustainability integrated in the human resource 
management?  
Is sustainability a hiring criterion and is sustainability covered in 
induction for new staff?  
Is responsibility for sustainability clear and explicit?   
Who is currently involved in contributing to the sustainability policy? 
Is all staff involved in sustainability initiatives, or is responsibility given 
to certain staff/work areas? 
Is training offered for staff on sustainability? 
To what extent is sustainability incorporated into the 
remuneration/incentive/reward systems for senior executives and all 
employees? 
Does sustainability feature on standing agenda items?  
Is sustainability performance mentioned in all staff meetings?  
To what extent is sustainability covered within Occupational Safety and 
Health procedures? 
To what extent is sustainability incorporated in business processes or 
management systems?  
To what extent is sustainability integrated in daily reporting, meetings, 

                                                 

 

6
 Integration in HR Structure was emphasized as the most important and recommended as 

first area of integration  
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decisions? 
What processes and tools does the company have to enable innovation 
and to what degree is sustainability an integrated part of this? 

Things to look 
for 

* Company chart  
* Job descriptions 
+ When sustainability is part of the mandate of senior management 

Related 
resources 

Step 8 of Kotter’s 8-Step Process for Leading Change 

Organizational change related Areas of Inquiry 

Table 3.9. Business Goals and Strategy.  

Area of Inquiry Business Goals and Strategy 

Description Understanding what the existing business strategies and 
goals of the company are and in what way strategic 
planning takes place. 

Success When sustainability is aligned with and is an integral part 
of the business strategy and goals. 
When the company uses backcasting from the company 
vision within the boundaries set by the sustainability 
principles to design their strategies. 

Things to ask to gain 
understanding 

What are current business goals?  
What is the current business strategy?  
What is the company’s current process to create a 
strategy? (forecasting/backcasting) 
Does the company understand or use the concept of 
backcasting, “planning with the end in mind?”  
What targets and annual improvement goals are set 
within the organization's Environmental/Sustainability 
Report, if any? 

Things to look for * Review Annual Report 
+ Ways sustainability could align with their current 
business strategy 

Related resources SWOT, Sustainable Value Framework, Bob Willard’s 
Business Case for Sustainability 

Table 3.10 .Culture and Capacities. 

Area of Inquiry Culture and Capacities 

Description Culture:  Language, ‘the way people do things’, habits, shared 

http://www.kotterinternational.com/kotterprinciples/changesteps
http://www.mindtools.com/pages/article/newTMC_05.htm
http://e4sw.org/papers/Hart_Milstein.pdf
http://www.sustainabilityadvantage.com/
http://www.sustainabilityadvantage.com/
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meaning
7
. 

Values:  What is important; this includes individual values, or 
organizational values. 
Organizational capacities consist of existing skills and knowledge, the 
ability for systems thinking, learning abilities (team learning, staff 
training), creative and innovative capacities. 
It also includes understanding what leadership means for the 
company, the quality of leadership and relationships of individuals 
within the company. 

Success When the culture of the company starts to reflect the commitment to 
sustainability/ sustainability embedded it into the 'dna'. 
An increased belief within the company about their capacity to make a 
lasting contribution. 
Ability to involve staff, enthuse teams, design interactive and engaging 
education and engagement programs. 
Learning capacity and willingness to learn.  
When the capacity of (personal) leadership towards sustainability is 
part of the culture.  

Things to ask to 
gain 
understanding 

What are the characteristics of the company culture (‘the way people 
do things’)? 
What are the core values of the company?  
What does the company already care about?  
To what extent is sustainability incorporated in the company culture? 
What are company strengths (i.e. communications systems, strong ties 
with external groups)? 
What existing skills or strengths could be used to leverage 
sustainability?  
How does the company typically expand their knowledge base?  
Are new ideas and learning encouraged and supported? 
What does leadership mean for the company? 
What are characteristics of the company’s leadership style? 
Who are the thought leaders in the company?  
Who are the informal leaders in the company?  
What best describes leadership? 

 Lip Service, Out of Touch  

                                                 

 

7
 (Schein 1992) 
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 Supporter, In the Loop  
 Steward, On Top of It  
 Champion, In Front of It  
 Visionary, Ahead of the Pack 

8
 

Things to look 
for 

Phenomenon associated with culture: 
 language, traditions, embedded skills, principles and values, 

implicit rules 
  feeling that is conveyed by  physical layout (e.g. how the office 

looks, how people dress) 
 Habits of thinking, mental models, things taught to new members  
 Symbols: ideas, feelings and images groups develop to 

characterize themselves  
Examples of values:  
Individual: Adaptability, Commitment 
Organizational: Continuous learning, efficiency 
* Review Annual Report, look at existing environmental policies, 
sustainability report 
* Skill set of the company, trainings for all levels of the company 
+ Training  and learning budgets  

Related 
resources 

Step 8 of  Kotter’s 8-Step Process for Leading Change 
Barrett Values Centre 
System thinking and Team learning of The Fifth Discipline, Theory U, 
Level 5,  
Step 6 of Prosci´s Change Management Maturity Model, Criterion 2.3 
of AISHE, Area 6 of HRM Assessment Tool  

Table 3.11. Communication and Stakeholder Engagement. 

Area of 
Inquiry 

Communication and Stakeholder Engagement 

Description Who the company views as stakeholders and how the company 
engages stakeholders.  
How information is communicated throughout the company (top to 
bottom, bottom to top, inter-departmental, to external stakeholders).   
How visible the sustainability communication is around the workspace 

                                                 

 

8
 Taken from Leadership Dimension of the Stages of Corporate Citizenship (Center for 

Corporate Citizenship 2012) 

http://www.kotterinternational.com/kotterprinciples/changesteps
http://www.valuescentre.com/
https://docs.google.com/viewer?a=v&q=cache:WHEi8lochfYJ:www.audubon-area.org/NewFiles/sengesum.pdf+&hl=de&gl=de&pid=bl&srcid=ADGEESjo8oDMUZZ6W9WzeC91WW42TrrbXHGfl8ddkf34o6t_mvxx2XDRfMpGkuBeJRhYg3g0xk8Ud37qsAQMpux1St0BdR7iwaLyApT4YlsvhLpYfVodFZQqSicnMy6gSov
http://www.change-management.com/Prosci-CM-Maturity-Model-writeup.pdf
https://docs.google.com/viewer?a=v&q=cache:eeaSeF0l30YJ:www.eauc.org.uk/file_uploads/aishe-book1_5.pdf+&hl=de&gl=de&pid=bl&srcid=ADGEESiQMBn1Qlm-iICgWdp9sZ4KiuibpJYErKj5SwYzdnQHlFDH1quSurKCzDYjZg6Mvgv5w4DbL8q_JAgri-f2I-soK4qd-QnN55X9lPLW44QqKOmwcSxRF42u3Ub
http://erc.msh.org/newpages/english/toolkit/hrd.pdf
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(e.g. signage, prompts, posters).  

Success Good information flow to get everyone informed about the change 
Openness and depth in relationships with stakeholders.  
The company has positive influence on the supply chain and their 
consumers with regards to sustainability.  

Things to ask 
to gain 
understanding 

What type of relationship does the company have with their 
stakeholders?   
What does the company consider as stakeholder engagement 
(frequency, channels, form)?  
To what extent are stakeholders involved in decision-making processes?  
Is input from stakeholders welcomed on how the organization could 
improve its sustainability performance?  
Would the company define their stakeholder relationships as: 

 Unilateral 
 Interactive  
 Mutual Influence  
 Partnership Alliance  
 Multi-Organization

9
 

How is stakeholder engagement described in the organization’s 
Sustainability Report? 
How does the company currently communicate internally?  
Are communications from the senior management clear and frequent? 
Are there formal policies for communicating to senior managers, or 
other departments or divisions?  
Is cross-departmental communication encouraged in the company?  
Are there frequent staff meetings? 
Are there regular events or opportunities for the majority of the 
company to gather?   
How have changes been communicated in the past?  
How do people typically find out about company news, shifting 
priorities or company related issues?  
Is the organization participating in industry forums where information, 
learning and best practice around sustainability is shared?  

Things to look 
for 

* Communication means such as meeting agendas, internal and 
external newsletters, website, intranet etc. 

                                                 

 

9
 Taken from Stakeholder Dimension of the Stages of Corporate Citizenship (Center for 

Corporate Citizenship 2012) 
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* Informal communication (are there e.g. open offices) 
+ Stakeholder mapping 
+ Channels for stakeholder engagement in decision-making 

Related 
resources 

Stakeholder mapping tools e.g.: LMC Stakeholder Mapping, 
Intervention 5 in Bob Doppelt’s Wheel of Change towards Sustainability   

Table 3.12 Measurement and Reporting.  

Area of Inquiry Measurement and Reporting 

Description What the company currently measures and reports on and how they 
measure and report.  
If sustainability is part of the current measurement and reporting 
system. 

Success Established ways of measuring progress on moving towards 
sustainability. 
Ability to assess current environmental impacts. 
The infrastructure and ability to measure the effectiveness of the 
change initiative. 

Things to ask to 
gain 
understanding 

What does the company currently measure and report?  
What tools are currently used for measuring and reporting?  
Is sustainability part of what the company currently measures and 
reports?  
What are key performance indicators to measure progress on 
sustainability?  
How much sustainability related data could be easily accessed? (i.e. 
GHG emissions, waste disposal)? 
Are permanent data collection systems in place to collect 
environmental performance data?  
How regularly does the organization report on sustainability?  
Do any surveys exist on client/stakeholder and staff expectations 
around sustainability performance? 
What (if any) benchmarks are used to compare the organization’s 
performance to its competitors, industry standards or leading best 
practices? 
How is the company's performance against its sustainability vision, if 
any? 

Things to look 
for 

* Sustainability Report,  Annual Report 
+ Employee satisfaction surveys 
+ Benchmarking, industry trends 

Related 
resources 

Sustainability reporting, such as GRI, environmental management 
such as ISO 14000 and social responsibility such as ISO 26000 

http://www.lmcuk.com/management-tool/stakeholder-mapping
http://www.greenleaf-publishing.com/content/pdfs/systhink.pdf
https://www.globalreporting.org/Pages/default.aspx
http://www.iso.org/iso/iso_catalogue/management_and_leadership_standards/environmental_management.htm
http://www.iso.org/iso/iso_catalogue/management_standards/social_responsibility.htm
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4 Discussion  

The aim of this section is to reflect on and discuss the outcomes of the 

research and the cumulated results - The Areas of Inquiry. This includes 

general reflections, the relation to strategic sustainable development, 

interesting patterns and strengths and weaknesses of prototype 2.  

4.1 Reflections on the outcome  

Reframing original research. The initial research was set up to develop a 

readiness assessment as there was a need expressed by framework 

practitioners for understanding where a company was at the beginning of a 

change initiative. Through the interviews, it came up that there is a need for 

this, but there were concerns related to the term itself as it was not engaging 

and it implied judgment and a ‘pass/fail’ mentality. The AoI have thus been 

designed to increase understanding of the company by the practitioner in 

the initial stage of a change initiative in a more neutral and non-judgmental 

manner. This process of reframing the original research triggered some 

reflections by the researchers.  

The paradox of understanding in complexity. As a practitioner 

acknowledges the complexity of transformational change, stemming from 

the complex interactions at the systems level, and the fact that it is in fact 

human systems that are changing, it makes the idea of truly understanding 

this reality seem unattainable. The practitioner is also a participant in the 

process and brings in their own mental models. In this sense, it could be 

seen as an impossible task to gain a real understanding of a company at any 

stage of the process as you have the dynamics of complexity and personal 

biases constantly at play. Conversely, in the feedback of the survey on 

prototype 1, practitioners expressed positive feedback and encouraged the 

development of a checklist or another digestible and easy to use and 

summarize formula for the AoI. As a practitioner becomes more aware of 

the reality of their role and their task, there is a fine balance between 

acknowledging that understanding a human, dynamic system is impossible 

to do, while there is still value to having lenses for which to help see this 

complexity in a specific way.  
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When considering the characteristics of the industrial age like the 

‘mechanistic worldview’, it seems to be the same one that led society to 

believe that it could control nature which led us to the sustainability 

challenge. This same idea led to the thinking behind an idea that something 

extremely complex can be packaged into something neat and concise such 

as an ‘assessment’. The researchers realized that their own mental models 

where challenged through the research. They found themselves caught 

between new knowledge gained through the study and the external forces 

of the prevailing mechanistic worldview of which they are also part of.   

A practitioner is brought in to help design a process with the ideal goal of 

achieving some level of transformational change and to do this they have to 

engage individuals. However, engaging people around something they 

cannot change does not lead to a trusting and open relationship. A 

practitioner has limited opportunity to understand the specific context and 

the reality for a company, so that might make it difficult for them to 

understand what is non-negotiable, and what they can engage individuals 

around. Practitioners have to test the water and try to understand what the 

reality is and, in the meantime, start to engage people around something 

meaningful. A practitioner can use a special lens in this beginning phase 

that helps them test the water, but it requires a certain humility, knowing 

that one is always just trying to understand something more, so they can do 

better work, have more influence, and make a bigger impact. In this 

context, tools, including the AoI, are just there as this lens but the map that 

this provides should not be confused as the territory (Korzybski  1933).  

Trust and relationship. As mentioned in the introduction, transformational 

change happens at an individual level. Sustainability and its implications 

for society are common topics in the media and in everyday conversations. 

The topic is relevant for all of humanity, and therefore personal in nature. 

Hearing about the sustainability challenge and seeing the funnel metaphor 

can be daunting at a personal level and on a professional level. For 

individuals within a company, establishing trust with an external 

practitioner would take time, as this is a person that would be leading them 

through a potential challenging and difficult change process. How can the 

company be sure that the advice is relevant for them, that the change will 

be successful, or that they will have a say in what the outcome will be? A 

surprising outcome of the interviews was the emphasis on the practitioner 
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attitude and relation to the company. As indicated in Table 3.1. SQ1 

Attributes of successful change, Practitioner related attributes such as 

building a good relationship and trust between a practitioner and an 

organization has been mentioned as a key component of the change 

initiative several times (van der Pluijm 2012, Benne 2012, B. Willard 2012, 

Sills 2012). It was emphasized for the practitioner to focus on what the 

client wants to focus on (Nyoni 2012). Interviewees indicated that barriers 

are often created by the practitioner, for example, starting the engagement 

without a clear understanding of the company leadership and culture, the 

practitioner not meeting the client where they are at, or not acknowledging 

what the organization is already doing (Nyoni 2012, Sills 2012). If the 

practitioner fails to help the client see what benefits sustainability can 

specifically provide, that will be a barrier for successful change (Sills 

2012). Furthermore, flexibility of the practitioner and an understandable 

language around sustainability without too much science behind the 

concepts was stated as important to create a successful change initiative 

(Nyoni 2012, Sills 2012). Given this, the AoI are a good platform for a 

dialogue that could lead to a trusting practitioner-company relationship.  

Bringing tacit assumptions to the surface. Another unexpected finding was 

that there is generally little difference between the insights framework 

practitioners and non-framework practitioners provided. This might 

indicate that practitioners intuitively know where they need to gain 

understanding on in a company in the initial stage of an engagement. Bob 

Willard states, “It would be valuable to put ‘a crisp framework around 

intuition” (B. Willard 2012). In this light, the main contribution of this 

research was to provide a context for bringing these tacit assumptions to the 

surface and enhance it with insights gained from various tools.  

4.2 Areas of Inquiry and strategic sustainable 

development  

The FSSD and how AoI enables gaining understanding within a complex 

system. The AoI is designed according to the levels of the FSSD, meaning 

the framework was used to strategically structure the information provided 

for each area to enable analyzing and planning towards sustainability. This 

helps the framework practitioner approach the process of the dialogue in a 

guided and comprehensive manner considering the system of the company 
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within the greater system, success within that system, backcasting from that 

success, actions to take to understand the company as well as tools that 

support the practitioner in achieving success within the system. 

AoI and backcasting. By defining success within each AoI, the framework 

practitioner quickly understands the gap between current status and 

envisioned success within each area. Having success explicitly stated for 

each area allows the practitioner to backcast from this scenario.  

Foundation for the ABCD process. The ABCD process is a way to 

practically apply the FSSD in moving organizations towards sustainability. 

As framework practitioners are trained in the FSSD, the AoI are structured 

in a way that naturally complements their mental model for how they 

analyze and plan within companies. With the information gained by using 

the AoI, framework practitioners can design a company specific and most 

suitable ABCD Process that will lead to successful change towards 

sustainability. For example, using the AoI can uncover relevant elements 

related to company culture, or their business strategies that a practitioner 

can then leverage as they design the ABCD Process.  

Providing information at the tools level. Additionally, in answering SQ2, 

32 tools were researched. This outcome is a unique resource as it consists 

of a large variety of tools related to understanding companies. This includes 

tools related to change, sustainability and generic corporate assessment and 

analysis as well as tools with focus on different perspectives within a 

change. This could be useful for framework practitioners as they are 

deciding on appropriate tools at the tools level of their specific endeavour.  

4.3 Patterns from results 

Despite few differences between the results from framework practitioners 

and non-framework, some patterns can be drawn from the results. The 

patterns below describe areas which have been stressed less by framework 

practitioners than in the other sources of data collection (the interviews 

with non-framework practitioners and the tools). The researchers would 

like to draw attention to these patters as they add value to building the 

foundation for strategic planning towards sustainability. 
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Sense of urgency as an enabler of change. Non-framework practitioners 

emphasized that having a sense of urgency, importance and need for a 

change was important. Framework practitioners are potentially placing less 

emphasis on this area which might influence the outcome of their 

initiatives. Some of the tools state that if urgency does not exist, it has to be 

created (Kotter International 2012). Conversely, a lack of clear external 

signals, such as an unpredictable political environment can also be a barrier 

for the company to move towards sustainability (Gerritsen 2012). A sense 

of urgency is also about perception so if it is created it when it is not there, 

it can be de-motivating or a barrier to actually moving towards 

sustainability. It could indicate that intrinsic motivators, such as a sense of 

purpose or personal understanding of the need to move towards 

sustainability are stronger than extrinsic motivators.  

Stakeholder engagement and systems thinking. It is interesting that 

stakeholder engagement was not emphasized by any framework 

practitioners as an enabler of success because stakeholder engagement 

could be seen as characteristic of systems thinking or having a systems 

view. Inquiring on the level of stakeholder engagement of a company 

provides the practitioner with insight on how the company perceives the 

system it operates in. Practitioners potentially could benefit from enhancing 

this perspective.  

Integration of strategy, planning and goals. Ten tools emphasized strategy, 

planning and business goals as being necessary for successful change. 

Sustainability is often positioned as an ‘extra thing’ (Waldron 2012, 

Carstedt 2012, Claesson 2012), outside of the regular business, and this 

limits the potential for the change towards sustainability to be successful. 

The importance of aligning existing strategic planning and business goals 

with sustainability possibly needs more emphasis from practitioners. In 

relation to that, the level of strategic integration of sustainability might be 

important as it is a leverage point for other areas. As Geneva Claesson puts 

it “To be successful, we (sustainability practitioners), need to have a strong 

understanding of the clients' business - strategy, economics, drivers, 

products, competitors, supply chains, key resources, future development 

plans, etc., because sustainability solutions cannot be applied in a vacuum” 

(Claesson 2012). Moreover, it is remarkable that all corporate experts 

stressed the importance of the business case. This refers to the possibility 
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that a sustainability practitioner should aim to provide clarity on real and 

specific business benefits for the specific company to move towards 

sustainability.  

The value of measurement. Measurement and reporting was emphasized in 

the interviews by two individuals from large consultancies, Deloitte and 

KPMG. Measurement and reporting was also frequent in the analyzed tools, 

specifically the change related tools. It could be useful for framework 

practitioners to better understand this as changes might be more successful 

if they are built on or integrated with what a company already measures and 

reports on.   

4.4  Strengths and limitations of prototype 2 

4.4.1  Strengths of prototype 2  

This research enhances the practical application of the FSSD firstly because 

there was a specific need expressed for the research and secondly because 

the AoI is built using FSSD concepts as described in section 4.2. 

The research empowers framework practitioner to become better at what 

they already strive for: facilitating, advising and leading change towards 

sustainability. The AoI take key knowledge and insights from the field of 

organizational sustainability, change, and corporate assessment and 

analysis. It builds on this knowledge with experience of real practitioners in 

the field of sustainability, change and corporate experts. This contributed to 

a comprehensive list of things to look for as you try to increase 

understanding in the initial stage of a change initiative for strategic 

sustainable development. In this way, the findings present a unique value.  

The research has practical relevance in supporting society’s transition 

toward sustainability. Frequent interaction with the audience has been 

maintained to ensure applicability and relevance for framework 

practitioners, through interviews and the opportunity to provide feedback 

on the first prototype through the survey. The outcome provides guidance 

for the practitioner on areas that are important to understand and 

recommends questions to ask, things to look for as well as additional 

resources to use. In addition to the research, a guidebook has been 
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developed to make the Areas of Inquiry available in a concise and workable 

format, as it describes the key outcomes of the research in a relevant 

manner for sustainability practitioners. The guidebook increases the 

practical application of the outcome significantly. 

The AoI are designed to be applicable for various settings in companies and 

used by practitioners advising companies of various sizes and structures. 

The level of detail the practitioner can ask for going through the areas 

depends on the change initiative as such. For example, the time allocated 

for an initial dialogue and how many people are involved in the initial 

dialogue are factors that influence the time needed for the process.  

Lastly, the vast majority of interviewees stressed the need for the 

importance of having a structured and guided process for the initial stage of 

a change process. Moreover, highly positive feedback was received on the 

content of the prototype 1 through the surveys. This leads the researchers to 

conclude that the research addresses a relevant question that has been 

considered by others in the field. 

4.4.2 Limitations of prototype 2  

Overall, a tool is simply an aid and it does not capture all the dimensions 

and subtleties of the complex reality and it would be a limitation to view 

the AoI as something that could capture these subtleties.  

The AoI give guidance to the practitioner in the initial stage but it is not a 

static process. There are critical and “personal to the company” information 

to understand and it requires the sustainability practitioner to adjust the 

dialogue to the specific need and situation of the company and the change 

process.  

Prototype 2 has a limited focus on individuals within the company. Even 

though the prototype was not developed for this purpose, it should be 

understood that companies are made up of groups of individuals and the 

AoI would be used with groups of individuals. This also implies that more 

participants interacting with a practitioner during the process of the AoI 

will lead to a more comprehensive picture for the practitioner.  
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The crucial role of the practitioner in the success of change initiatives was 

brought up several times. The inner conditions of the practitioner and their 

ability to build trust are key definers of a successful change initiative. It is 

important to keep in mind when using the AoI that they are only guidance 

and they do not fully cover the importance of the interaction. Furthermore 

The Weave recommends practices for framework practitioners to design an 

engaging process between sustainability practitioners and clients (Cretney, 

Cretney, and Meisterheim 2011). 

A limitation for using the AoI is that it does not provide a format to 

categorize the outcomes easily. There is no classification method or frame 

for comparing answers between different companies. The survey indicated 

that this could be useful but was not incorporated yet into prototype 2.  

Also, the assessment is mainly qualitative and this might limit its perceived 

value for practitioners seeking quantitative assessment.  

The length of the research period and the scope did not allow for testing the 

prototype 2 in-depth and by framework practitioners in companies. The AoI 

were built using the knowledge and experience of practitioners, yet it would 

benefit from a more extensive testing, evaluating and improving cycle.  
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5 Conclusion 

In this section, a summary of the key findings is provided as well as a set of 

recommendations for further research.  

5.1 Key findings  

Through the vast majority of the interviews, evidence was found for the 

importance of having a structured and guided process with the purpose of 

gaining understanding of a company in the initial stage of a change process. 

It has proven to be valuable to identify critical areas for the practitioner to 

focus in developing this understanding.   

In researching tools of the sustainability and change management field and 

through interviewing experts, critical areas to focus on to develop this 

understanding have been identified and called the AoI.  

The AoI provide guidance for sustainability practitioners to engage with 

companies at the beginning of a change initiative. The eight AoI are 1. 

Vision, 2. Purpose and Commitment, 3. Urgency, Importance and Business 

Case, 4. Level of Integration of Sustainability, 5. Business Goals and 

Strategy, 6. Culture and Capacities, 7. Communication and Stakeholder 

Engagement, 8. Measurement and Reporting.  

Through this research, the knowledge of the framework practitioner, non-

framework practitioners and corporate experts have been combined with 

insights from change management, corporate analysis and assessment tools, 

as well as sustainability tools. The researchers are confident that this offers 

a wide range of valuable information that can guide framework 

practitioners in gaining understanding of the organizational change 

capacities and sustainability within the company to help the practitioner to 

design a suitable change process such as an ABCD process. The 

information gained from the AoI could serve and be built on through the 

entire engagement with the client.  

The implications for strategic progress towards sustainability of this 

research are that an increased understanding of the company by a 

practitioner leads to a stronger foundation from which they can work. This 
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foundation should provide insight into the gaps within each Area of 

Inquiry. For example, if a company does not have a clear business case for 

sustainability, through the questions in the Business goals and strategy Area 

of Inquiry, the practitioner would see this gap and be able to adapt their 

process to ensure that this is focused on at an early stage. Having this 

foundation will allow for more informed planning and this will lead to more 

successful change initiatives towards sustainability. As stressed in the 

introduction, businesses play a key role in both the current unsustainable 

course of society and the potential solutions. Therefore, increasing the 

ability of practitioners to facilitate the integration of sustainability in 

companies contributes to addressing the sustainability challenge at large. 

Therefore the AoI help practitioners to be more effective in guiding 

companies through the walls of ‘the funnel’ as presented in the 

introduction.  

5.2  Next steps and recommendations for 

further research 

Test, verify and improve. The AoI were not tested with a company through 

this research. Testing the AoI to verify and improve them would allow 

them to better aid a practitioner in the initial stage of a change initiative 

towards sustainability.  

Process design. It would be valuable to research possible ways to integrate 

the insights gathered through the tool in the design of a change process 

towards sustainability such as the ABCD Process. In doing so, it would be 

valuable to research the relation between AoI, The Lotus (Baan, Long, and 

Pearlman 2011) and The Weave (Cretney, Cretney, and Meisterheim 2011) 

as all three aim to enhance the practitioner’s capacity and perspective for 

the process of helping society move towards sustainability.  

Applicability for a wider audience and other contexts. The tool is designed 

for framework practitioners and it would be valuable to test its applicability 

for other sustainability practitioners. The tool is designed for companies 

and it would be worth it to test its applicability for governmental and non-

profit organizations. 
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Appendix A: Expert Group Details  
Name Country Date of 

Interview 
Position 

Åsa 
Stenborg 

Sweden 28 March 12 Senior Advisor, The Natural Step Sweden 
and Chief Executive Director, The Natural 
Step International 

Beatrice 
Benne 

USA 28 March 12 Organizational Transformation Facilitator, 
Soma Integral Consulting 

Bob 
Willard 

Canada 27 March 12 Board member of TNS Canada and Author 
of “The Sustainability Advantage”, “The 
Sustainability Wave” and “The Sustainability 
Champion´s Guidebook” 

Brendan 
Seale 

Canada 5 April 12 Advisor, The Natural Step Canada 

Coro 
Strandberg 

Canada 28 March 12 Sustainability Consultant, Strandberg 
Consulting 

Dave 
Waldron 

Canada 4 April 12 Sustainability Professional with Synapse 
Strategies, Founding Director of MSLS 

Don 
Gerritsen 

Netherlands 27 March 12 Climate Change Consultant, KMPG 

Erin Sills Canada 27 March 12 Change Consultant (Culture & Strategy) 

Freek van 
der Pluijm 

Netherlands 02 March 12 Sustainability Advisor and Director, The 
Flexible Platform 

Geneva 
Claesson 

Canada 19 March 12 Sustainability Practitioner, Deloitte 

Göran 
Carstedt 

Sweden 26 March 12 Chairman, The Natural Step International 
and former president of IKEA Retail Europe 
and Volvo Sweden 

Jennifer 
Woofter 

USA 20 March 12 Sustainability Consultant, Founder and 
President of Strategic Sustainability 
Consultant 

Joseph 
Kessels 

The 
Netherlands 

29 March 12 Professor of Educational Leadership and 
Human Resource Development 
(Netherlands). Co-founder Kessels & Smit, 
The Learning Company 

Marsha 
Willard 

USA 30 March 12 Co-founder and CEO of AXIS Performance 
Advisors 

Rickard 
Naring 

Sweden 29 March 12 Leadership Consultant, Apoteket 

Stanley 
Nyoni 

Switzerland 20 March 12 Advisor, The Natural Step Switzerland 
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Appendix B: Interview Questions  
Interview Questions 

1. Definition of 
success 

How do you define a successful change initiative/process 
towards sustainability? 

2. Key enablers Think of a successful change initiative - what was it, and what 
were the key enablers that made it successful?  
Based on your experience, what most commonly enabled the 
company in moving towards change/towards sustainability? 

3. Key challenges/ 
barriers 

Think of an initiative that wasn’t as successful as the team 
involved had hoped. What was it, and what were the barriers 
to success? (as defined by the team or stakeholders)  
Based on your experience, what most commonly prevents 
companies from moving towards change/towards 
sustainability? 

4. Attributes of 
readiness 
 

What factors and variables should be considered in an 
organization prior to the change process that would enable 
success? 
Based on your perception of what a successful change 
initiative should look like, what are the key attributes that 
define readiness for change/change towards sustainability? 

5. Identifying need Our research explores the need for a pre-assessment tool for 

determining readiness for change towards sustainability. 

Based on your experience, do you see the need for such a 

tool? Why or why not? 

Is it important to start sustainability change initiatives with an 

assessment process whether an organization is ready to move 

towards change or not? 

If yes, what do you consider? If no, why not? 

6. Current practices Do you currently consider whether an organization is ready for 

change before engaging in change/change towards 

sustainability?   

If so, how? If no, why not?  

7. Desired future What practices, models, processes, resources or tool do you 
think could potentially be used to assess the organization’s 
readiness for change/moving towards sustainability? 

8. Enhancing FSSD 
(applicable only 
to FSSD 
practitioners) 

What are important considerations in developing a tool 
specifically for FSSD practitioners to assess readiness of 
companies for moving towards sustainability? 
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Appendix C: Tools Analysis 

 

Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Integral Model http://www.aubynhoward.com/

Pdfs/

IntegralModelIntro.pdf

Ken Wilbur A tool to understand 

the dynamics behind change 

and transformation, diagnose 

complex organisational 

situations and decide what 

intervention strategy is 

needed. A tool to guide and 

support leaders in developing 

their capacity for systemic, 

Interior World: 

Individual/ Micro Level; 

Exterior World: 

Collective/ Macro Level

Four Dimensions 

in Quadrant

Pro) Focus on interior and exterior 

world

Pro) Focus on individuall and 

collective level

Pro) Outcome nicely visualized 

through the quadrants

Con) Not academically approved

2 Basic 

Analysis

n/a

The Fifth 

Discipline

Book by Peter Senge: The Fifth 

Discipline: 

The Art and Practice of the 

Learning Organization

Peter Senge A method to convert 

companies 

into learning organizations. 

Represent approaches for 

developing three core 

learning capabilities: fostering 

aspiration, developing 

reflective conversation, and 

understanding complexity.

5 Diciplines: 

Personal Mastery, 

Mental Models, 

Shared Vision, 

System Thinking, 

Team Learning

None Pro) Increasing awareness of 

systems thinking and change 

towards a learning organization

Fact) It´s more than just a tool. 

Need for big changes and full 

commitment.

4 In Depth 

Analysis

fully analyzed

Doppelt’s Wheels 

of Change

http://www.pegasuscom.com/l

evpoints/

7blunders.html

Bob Doppelt Leverage Points for 

successful change in 

organizations

7 Leverage Points: 

Change Mind-Set, 

Rearrange Parts (Teams)

Alter the Goals, 

Restructure Rules of 

Engagement, 

Shift Information Flows, 

Correct Feedback Loops, 

Adjust Parameters

None Pro) Specifically designed for 

organizational change towards 

sustainability

Con) No clear assessment 

5 In Depth 

Analysis

fully analyzed
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

ISO 26000 http://www.iso.org/iso/iso_cat

alogue/

management_and_leadership_st

andards/social_responsibility/sr

_discovering_iso26000.htm

International 

Organization for 

Standardization

International Social 

Responsibility Guidlines

Guidlines for practices, 

subjects, 

scope, considerations, 

principles for implementing 

of social responsibility in 

organizations 

Advise on how 

to integrate 

the guidelines

Pro) It was developed with 

thousands of opinions of social 

responsibility leaders worldwide 

Pro) Great reputation 

Con) Very complex

1 Basic 

Analysis

n/a

FSSD (5 Level 

Framework)

http://www.naturalstep.org/our-

approach

TNS helps for planning in complex 

systems

5 levels: system, success, 

strategic, action, tools

5 levels to 

plan/structure

Pro) Helps to plan stretegically 

towards sustainability 

Pro) Everyone in the organization 

can be involved 

Con) No concrete guidlines

2 Basic 

Analysis

n/a

EFQM Excellence 

Model

www.efqm.org/ European 

Foundation for 

Quality 

Management 

(EFQM)

Self assessment management 

framework that allows 

organizations to identify 

strengths and areas of 

improvement 

 9 Criteria: 

1. Leadership  2. Strategy  3. 

People  4. Partnerships & 

Resources  5. Processes, 

Products and Services  6. 

Customer Results  7. People 

Results  8. Society Results  9. 

Key Results

Management 

Framework

Pro) Varyfied method 

Pro) Used by many big companies

Con) Very complex 

Con) Many details required

4 In Depth 

Analysis

Criteria 1 to 

4

Auditing 

Instrument 

for Sustainability 

in Higher 

Education 

(AISHE) 

http://www.guninetwork.org/

guni.toolbox/

he-articles/a-roadmap-to-sisd-

system-integration-of-

sustainable-development-in-

higher-education

Dutch 

Foundation for 

Sustainability in 

Higher Education 

(DHO)

Auditing Instrument for 

Sustainability in Higher 

Education

20 Criteria in 5 Categories:

1. Vision and Policy

2. Expertise

3. Educational Goals and 

Methodology

4. Education Contents

5. Result Assessment

Classification 

based

 on Plan, Do, Act

 Pro) Comprehensive structure 

Con) Nice visualization of current 

situation and desired future

Con) Developed specifically for 

sustainability in education

4 In Depth 

Analysis

1. Vision and 

Policy: 

Vision, 

Communicati

on

2. Expertise: 

Staff 

Development
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Ladder of 

Participation

http://lithgow-

schmidt.dk/sherry-arnstein/

ladder-of-citizen-

participation.html

S. R. Arnstein Analyzing and classifying 

levels of participation 

8 Levels (Rungs):

1. Motivation

2. Therapy

3. Informing

4. Consultation

5. Placation

6. Partnership

7. Delegated Power

8. Citizen Control

Describes level

 of participation

Pro) Easy to understand 

Pro) Widely used 

Con) Not applicable for 

organizations 

Con) No explicit explanation of 

different levels

1 Basic 

Analysis

n/a

Capability 

Maturity Model 

http://www.sei.cmu.edu/cmmi/

start/

Carnegie Mellon 

University, 

(CMU)

A tool to assess and improve 

general business process 

performance. Originally 

designed to improve software-

development processes.

5 Aspects: Maturity Levels, 

Key Process Areas, Goals, 

Common Features, Key 

Practices; 

5 Levels: Initial, Repeatable, 

Defined, Managed, 

Optimizing, Key Process 

Areas:

1. Goals, 2. Commitment, 3. 

Ability, 4. Measurement, 5. 

Verification

Structured Levels 

and aspects to 

assess current 

situation

Pro) Structured quality 

assessment for further 

improvements

Con) Very complex

4 In Depth 

Analysis

Key Process 

Areas 1 to 4

Deming Cycle http://www.12manage.com/me

thods_

demingcycle.html

W. Edwards 

Deming Institute

Continued quality 

improvement 

4 stages: 

1. Plan, 2. Do 

3. Check, 4. Act

None Pro) Helps to stretegically improve 

quality 

Con) Very generic

2 Basic 

Analysis

n/a

SWOT http://www.mindtools.com/

pages/article/newTMC_05.htm

n/a Strategic planning method 

to current situation and 

future opportunities to help 

decision makers 

Internal: Strengths, 

Weaknesses

External: Opportunities, 

Threats  

Summarized 

assessment 

in quadrant

Pro) Easy to use

Pro) Well-known 

Pro) Appreciative lens and 

strategic approach 

Con) Just summarizes information    

1 Basic 

Analysis

n/a

Global Reporting 

Initiative (GRI)

https://www.globalreporting.or

g/Pages/default.aspx

Global 

Reporting 

Initiative (GRI)

Internation standards for 

sustainability reporting

Ecological Footprint 

Reporting, 

Environmental Social 

Governance (ESG) Reporting, 

Triple Bottom Line (TBL) 

Reporting, Corporate Social 

Responsibility (CSR) reporting

Reporting 

Guidlines

Pro) Very positive if everything is 

reported

Pro) Makes it easier to understand 

what the comapny is alredy doing

Con) Takes a long time and much 

effort to report everything 

Con) Would need to take place 

before the pre-assessment

1 Basic 

Analysis

n/a
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed
PROBE Assessment http://www.naturalstep.org/pro

be 

Comparison 

International

Current state assessment for 

business to identify next steps 

with regards to sustainabiliy

Benchmark on 4 

components: 

1.Vision & Context 

2. Leadership & Motivation 

3. Product/Service and 

Business Process 

4. Business Continuity 

Benchmarking Pro) close to TNS 

language/concept 

Con) Time consuming than wanted

Con) Doesn´t go further than TNS

Con) Just a comparison with 

competitors

5 In Depth 

Analysis

Components 

1 and 2

Theory U http://www.ottoscharmer.com/ Otto Scharmer Developing leadership 

capacity 

for leading in complexity and 

helping leaders learn to sense 

the future that is seeking to 

emerge, tapping into 

collective capacity, 

illuminating blind spots 

Moving through the stages of 

the U: 

Downloading, Seeing, 

Sensing, Presencing, 

Crystallizing, Prototyping, 

Performing

Deep 

understanding of 

modes 

of listening and 

patterns of 

behaviors 

Pro) Allows for learning from the 

future as it emerges 

Pro) Getting to the deeper why

Pro) Builds collective capacity 

process 

Con) Time cinsuming process

Con) Requires focused effort

Con) Can be uncomfortable for 

participants

2 Basic 

Analysis

n/a

Janssens´s 4 

Room Apartment 

http://www.claesjanssen.com/f

our-rooms/about-the-four-

rooms-of-change/index.shtm

C. F. Janssen Model to help to understand 

how to engage people in 

change. 

4 Quadrants, stages of 

engagement in change: 

1. Contentment 

2. Denial 

3. Confusion 

4. Renewal

Better 

understanding of 

engegement in 

change

Pro) Gains understanding

Con) More information than a tool 

to interactively use

Con) Missing professionalism

1 Basic 

Analysis

n/a

Barrett Value 

Center

http://www.valuescentre.com/ R. Barrett Reach value allignment in 

organizations

Questionnaire to assess 

your value in 7 levels of 

consciousness.

Values 

assessment

Pro) Touches both on current and 

desired values

Con) It purely focusses on values 

and may overlook other important 

issues 

Con) It seems like a whole 

undertaken in itselves

Con) It doesn´t honour the 

outcome

4 In Depth 

Analysis

Values
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Prosci’s Change 

Management 

Maturity Model

http://www.change-

management.com/

Prosci-CM-Maturity-Model-

writeup.pdf

Prosci Describes the varying levels 

of change management 

capability 

across organizations. 

5 Levels with descriptions, 

ranging from "no change 

management" to 

"organizational 

competency". Each level 

involves more attention and 

management of 

the people side of change.  

Current state 

assessment

Pro) Built on situational awareness 

Pro) Customization, allows 

organization to move to higher 

levels while retaining 

the flexibility for individual groups 

and departments.

Pro) Focuses on alignment of 

change management with 

individual project management 

Con) Designed for general change

5 In Depth 

Analysis

Level 5, 

Description 

1,2,4,5,6

Human Resource 

Management 

Rapid 

Assessment Tool 

For Public- And 

Private- Sector 

Health 

Organization 

(HRM 

Assessment Tool)

http://erc.msh.org/newpages/

english/toolkit/hrd.pdf

Management 

Science for 

Health

Identify main characteristics 

and capacity of an 

organizations HR system and 

help to form an action plan 

Matrix: 23 HR components 

that fall within 6 areas of HR 

Management;

 4 stages of HR Development; 

Characteristics that describe 

the stages of HR 

Development;

Current state 

assessment 

based 

on the 

discribtion of the 

characteristics 

of HR 

Development 

and 23 HR 

components

Pro) Very detailed

Con) HR specific

5 In Depth 

Analysis

Areas of HR 

Management

: 1,2,3,5,6

Sustainable Value 

Framework

http://e4sw.org/papers/

Hart_Milstein.pdf

S. Hart, 

B. Milstein

Foster sustainable value 

creation in organizations

4 Dimentions of shareholder 

value: 

(y=tomorrow/today 

x=internal external) 

Quadrant Pro) Builds the business case 

Pro) Maps out what is important 

for the organization with regards 

to sustainability

Con) No clear assessment method 

Con) Not designed to be used at 

the initial stage of a change 

initiative

3 Basic 

Analysis

n/a
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Sloan MIT 

Business of 

Sustainability

http://sloanreview.mit.edu/

special-report/the-business-of-

sustainability/

MIT Sloan 

Management 

Review 

Current state assessment for 

companies regarding 

sustainability

10 Statements with 

4 levels of agreement 

Plot on the 

different levels 

for each 

statement

Pro) Grounded in research 

Pro) Based on barriers and 

capabilities 

Con) Focus on structure and 

material items 

Con) Difficult to answer some 

questions  

Con) The audit provides no way of 

assessing the statements 

5 In Depth 

Analysis

fully analyzed

The Weave http://www.theweave.info/ T. Meisterheim, 

S. Cretney, A. 

Cretney

Participatory Process Design 

Guide for Strategic 

Sustainable Development

5 Phases of the client- 

practioner 

relationship and engagement

Process design 

guidance

Pro) applied for framework 

practitioners

Con) It's not tested 

4 In Depth 

Analysis

Pre-work 

(Exploration 

stage) 

Bob Willard's 5 

stage continuum 

http://sustainabilityadvantage.c

om/2010/07/27/the-5-stage-

sustainability-journey/

B. Willard Ranking on which 

level the organization is 

regarding ist sustainability 

journey

Evolving 5 Stages: 

1. Pre-Compliance 

2. Compliance 

3. Beyond Compliance 

4. Integrated Strategy

5. Purpose and Passion

Characteristics 

of the 

organization 

for all 5 stages

Pro) Allows to classify 

organizations

Con) No guidance how to move 

from one level to the next 

Con) Difficult to assess where the 

organization is at

3 Basic 

Analysis

n/a

Stages of 

Corporate 

Citizenship

http://bccorporatecitizenship.or

g/

index.cfm?pageId=2009

Boston College, 

Center for 

Corporate 

Citizenship

Shows sequential stages in 

development of corporate 

citizenship 

5 Stages: 

1. Elementary 

2. Engaged 

3. Innovative

4. Integrated 

5. Transforming

Stage Pro) Academic approach

Con) Companies are at different 

stages within different dimensions 

5 In Depth 

Analysis

Level 2 to 6
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Kotter's 8 Step 

Change Process 

http://www.kotterinternational.

com/

kotterprinciples/changesteps

J. Kotter 8 Steps to successfully 

implement change

8 Steps:  1. Urgency  2. 

Coalition 3. Create vision 4. 

Communicate vision 5. 

Remove obstacles  6. Create 

short-tem wins  7. Build on the 

change  8. Anchor change in 

company culture

None Pro) It adressess valuable points

Con) It is a whole change process 

design so not quite something for 

the first encounter

5 In Depth 

Analysis

fully analyzed

Walmart Supplier 

Index

n/a Walmart Sustainability check for 

Wallmart´s suppliers

15 Questions regarding 

sustainabilty

Answers to 

questions

Pro) Good set of questions 

Con) "Hard-fact" oriented 

Con) Very Walmart supply chain 

specific

1 Basic 

Analysis

n/a

A Portfolio 

Approach to 

Embedding 

Sustainability in 

Organizational 

Culture

www.nbs.net/knowledge/cultur

e

Network For 

Business 

Sustainability

Approach on how 

sustainability can be 

embedded in the 

organizational culture 

Circle with 20 practices, 

organized into categories: 

1. Fostering commitment 

2. Clarifying expectations 

3. Instilling capacity for change 

4. Building momentum for 

change 

none Pro) Very relevant 

Pro) Recently published 

Pro) Case studies included in the 

report 

Con) Too general 

Con) Less information on how to 

apply it 

3 Basic 

Analysis

n/a

Beckhard´s 

Transition Model

http://www.strategies-for-

managing-

change.com/beckhard.html

Beckhard Successfully managing change Generic Change Framework 

with 

4 Phases: 1. Determining the 

need for change 2. Articulating 

a desired future 3. Assessing 

the present and what needs to 

be changed in order to move 

to the desired future 4. 

Getting to the desired future 

by managing the transition

none Pro) Clear phases

Pro) Easy to understand

Con) Very generic

Con) No guidance on how to do it

4 In Depth 

Analysis

Phase 1 and 

2
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Bridge´s 

Transition Model

http://www.strategies-for-

managing-change.com/william-

bridges.html  

W. Bridge Navigating the transitions 

of change

3 Phases of change:

1. Describe Change Reasons

(Letting go)

2. Listen, Empathises Support 

(Neutral Zone)

3. Model new Attitudes and 

Behaviour (New Beginnings)

none Pro) Valuable phases

Con) Less explanations what 

exactly to do in the different 

phases

Con) Very generic

4 In Depth 

Analysis

Phase 1

Change Levers http://www.change-

management.net/

chgmodel.htm

Richard M. 

DiGeorgio & 

Associates

Successfully managing change 12 Change Levers: 1. Clear 

Understanding of the need for 

change 2. Quality of 

Leadership 3. Commitment of 

Sponsors 4. Clear Vision of 

Future and Strategy 5. Strange 

Structure 6. Education and 

Training  7. Effectife two way 

Communication

8. Measurement Systems

9. Infrastructure Aligned

10. Reward Systems Aligned

11. Organization Structure 

Aligned

12. Skill of Change Agents

none Pro) Valuable list of things to 

watch for

Pro) Quick and easy to understand

Con) Very generic

Con) No exact guidance on what 

to do

5 In Depth 

Analysis

fully analyzed
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Name Tool Resource

Inventor 

of the Tool Main Purpose 

Main 

Components 

Clasification 

Method and 

Outcome

Main Strenghts, Limitations & 

Facts

(Pro´s & Con´s & Facts)

Relevance 

Ranking

Basic/ 

In Depth 

Analysis

Parts 

Analyzed

Questionnaire 

TNS Sweden

n/a TNS Sweden Current State Assessment Set of Questions regarding the 

comapany´s sustainability 

journey

Questionnaire 

answers

Pro) Gives a good overview about 

current state of sustainability

Pro) Very valuable questions

Con) Not very engaging

Con) Can be too generic

5 In Depth 

Analysis

fully analyzed

Questionnaire 

TNS Canada

n/a TNS Canada Current State Assessment Set of Questions regarding the 

comapany´s sustainability 

journey

Questionnaire 

answers

Pro) Gives a good overview about 

current state of sustainability

Pro) Very valuable questions

Con) Not very engaging

Con) Can be too generic

5 In Depth 

Analysis

fully analyzed

7 s Model http://www.changemanagemen

tmodels.net/

n/a Successfully managing change 7 Areas: 1. Shared values 2. 

Strategy 3. Structure 4. 

Systems 5. Style 6. Staff 7. 

Skills

none Pro) Comprehensive list on things 

to watch for

Con) Very generic

Con) No guidance on what to do in 

the different areas

4 In Depth 

Analysis

fully analyzed
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Appendix D: Tools and Interview Combination (1/4) 

 

           

Commit-

ment

Culture 

& Values Vision

Level of 

integration of 

Sustainability in 

Processes, 

Operations , 

Culture, HR, Job 

Discription, 

Compensation

Capacities (of 

Individuals 

and the 

Organization 

for 

Sustainability 

and General)

Business 

Case/ 

Link Sust. 

to 

Business

Leader-

ship

Strategy/ 

Planning/ 

Business 

Goals

Urgency/ 

Importan

ce/ 

Shared 

Understa

nding of 

Need for 

Change

Stake-

holders

Measure-

ment/ 

Reporting

1 TNS Sweden Questionnaire 1 1 1 1 1 1

2 TNS Canada Questionnaire 1 1 1 1 1 1 1 1

3 The Fifth Discipline 1 1 1

4 Wheel of Change 1 1 1 1

5 EFQM Excellence Modell 1 1 1

6 AISHE 1 1

7 Capability Maturity Model 1 1 1 1

8 PROBE Assessment 1 1

9 Barret Value Assessment 1

10 Prosci’s Change Management Maturity Model 1 1 1 1 1

11 HRM Assessment 1 1 1

12 MIT Sloan Business of Sustainability 1 1 1 1 1 1 1

13 The Weave pre-work 1

14 Stages of Corporate Citizenship 1 1 1

15 Kotter´s 8 Steps of Change 1 1 1 1 1

16 Change Levers 1 1 1 1 1 1 1 1

17 Beckhard´s Transition Model 1 1

18 Bridge´s Transition Model 1

19 7 s Model 1 1 1 1 1

Content

Tools / Interviews
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Tools and Interview Combination (2/4) 

 

           

Purpose/ 

Motivation

Communi-

cation

Journey 

to 

Date

Financial 

Resources Staff

Infra-

structure

Remove 

obstacles to 

Change

Create 

Short 

Term 

Wins

Issues 

Mana-

gement

Trans-

parency

TNS Sweden Questionnaire 1

TNS Canada Questionnaire 1

The Fifth Discipline

Wheel of Change 1

EFQM Excellence Modell 1 1

AISHE 1

Capability Maturity Model

PROBE Assessment 1

Barret Value Assessment

Prosci’s Change Management Maturity Model

HRM Assessment 1

MIT Sloan Business of Sustainability

The Weave pre-work 1

Stages of Corporate Citizenship 1 1 1

Kotter´s 8 Steps of Change 1 1 1

Change Levers 1 1

Beckhard´s Transition Model

Bridge´s Transition Model

7 s Model 1 1

Content

Tools / Interviews
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Tools and Interview Combination (3/4)

 

           

Commit-

ment

Culture 

& Values Vision

Level of 

integration of 

Sustainability in 

Processes, 

Operations , 

Culture, HR, Job 

Discription, 

Compensation

Capacities (of 

Individuals 

and the 

Organization 

for 

Sustainability 

and General)

Business 

Case/ 

Link Sust. 

to 

Business

Leader-

ship

Strategy/ 

Planning/ 

Business 

Goals

Urgency/ 

Importan

ce/ 

Shared 

Understa

nding of 

Need for 

Change

Stake-

holders

Measure-

ment/ 

Reporting

1 Freek van Pluijm 1 1 1 1 1

2 Stanley Nyoni 1 1 1 1 1 1

3 Dave Waldron 1 1 1 1 1 1

4 Marcha Willard 1 1 1 1 1

5 Åsa Stenborg 1 1 1 1

6 Brendan Seale 1 1 1 1 1

7 Geneva Claesson 1 1 1 1 1 1 1 1 1 1 1

8 Don Gerritsen 1 1 1 1 1

9 Göran Carstedt 1 1 1 1 1

10 Jennifer Woofter 1 1 1 1 1 1

11 Bob Willard 1 1 1 1 1 1

12 Beatrice Benne 1 1 1 1 1 1 1

13 Coro Strandberg 1 1 1 1 1 1 1 1

14 Joseph Kessels 1 1

15 Rickard Naring 1 1 1 1

16 Erin Sills 1 1 1 1

Sum : Tools + Interviews 22 19 18 16 16 15 14 13 12 9 9

Sum: Tools 7 5 10 8 9 4 7 10 4 3 7

Sum: Interviews 15 14 8 8 7 11 7 3 8 6 2

Difference Tools vs Interviews 10 9 -2 0 -2 7 0 -7 4 3 -5

Ranked higher I I T Same T I Same T I I T

Content

Tools / Interviews
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Tools and Interview Combination (4/4) 

 

           

Purpose/ 

Motivation

Communi-

cation

Journey 

to 

Date

Financial 

Resources Staff

Infra-

structure

Remove 

obstacles to 

Change

Create 

Short 

Term 

Wins

Issues 

Mana-

gement

Trans-

parency

Freek van Pluijm 1 1

Stanley Nyoni 1

Dave Waldron

Marcha Willard 1 1

Åsa Stenborg 1 1

Brendan Seale

Geneva Claesson 1

Don Gerritsen 1 1

Göran Carstedt 1

Jennifer Woofter

Bob Willard

Beatrice Benne 1

Coro Strandberg 1

Joseph Kessels

Rickard Naring

Erin Sills 1 1

Sum : Tools + Interviews 9 6 6 6 2 1 1 1 1 1

Sum: Tools 3 6 0 3 2 1 1 1 1 1

Sum: Interviews 6 0 6 3 0 0 0 0 0 0

Difference Tools vs Interviews 3 -6 6

Ranked higher I T I

Content

Tools / Interviews
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Appendix E: Survey and survey answers 

Full Survey (25 responses) 

1. How would you categorize yourself? (Multiple answers were possible) 

Group Number of Answers 

Member of our Expert Group (interviewee) 9 

Sustainability Practitioner (not using the FSSD) 5 

FSSD Practitioner 11 

Change Consultant / Practitioner 11 

MSLS Alumni 9 

Other 1 

Total 46 
 

2. Name*, Country and Contact Details* (optional), (*confidential) 

Country Number of Answers 

Canada 8 

USA 4 

The Netherlands 2 

New Zealand/Mauritius 1 

Mauritius 1 

Australia 1 

Sweden 1 

Switzerland/Zimbabwe 1 

Total 19 

 

3. After reviewing the Areas of Inquiry attachment, please provide your 

general feedback. Things to consider could be overall impression, 

presentation, usability of the format, areas of inquiry missing, etc. 

Responses to this question are available upon request. The vital answers are directly 

reported in the results section 3.3.4 Feedback on prototype 1, and incorporated in the 

design of prototype 2.  

4. Is order important to consider when exploring these 14 Areas of Inquiry? 
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Answer Number of Answers 

Yes 11 

No 3 

Unsure  4 

Total 18 

 

5. Please suggest the order (1 to 14) in which you might address these Areas of 

Inquiry by checking the number that corresponds to its recommended place 

in the sequence. 

The table captures the number of practitioners that suggested to address the Area of 

Inquiry in the sequence. E.g. five practitioners suggested addressing the ‘Company 

sustainability journey’ first.  

Suggested 
place in the 
sequence  

Area of 
Inquiry 

1 2 3 4 5 6 7 8 9 10 11 12 13 14 n/
a 

Company 
Sustainability 
Journey 

5 0 1 3 0 1 0 1 1 1 0 1 0 0 2 

Commitment 
to 
Sustainability 

1 1 2 2 2 2 1 1 0 1 1 0 0 0 0 

Vision of 
Success for 
Company 
and Initiative 

1 2 0 1 2 2 1 1 2 0 0 1 0 0 0 

Business 
Case for 
Sustainability 

1 3 2 0 2 1 2 1 1 0 1 0 0 0 0 

Urgency, 
Importance 
and Need 

1 4 2 1 1 1 2 0 0 1 0 0 0 0 0 

Purpose and 
Motivation 

2 2 3 2 0 1 1 1 0 0 0 0 0 0 0 

Leadership 2 0 0 1 3 3 0 0 1 1 1 0 0 1 1 

Company 
Culture and 
Values 

1 1 1 1 0 1 4 0 0 3 1 0 1 0 0 

Organization
al Capacities 

0 0 0 1 2 0 0 0 3 1 3 0 0 0 1 
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Business 
Strategy and 
Goals 

0 1 2 1 1 1 2 3 1 2 0 0 0 0 0 

Stakeholders 0 0 0 1 0 1 0 1 2 1 3 4 0 0 0 

Level of 
Sustainability 
Integration 

0 0 0 0 1 0 1 1 2 1 1 3 3 0 0 

Measuremen
t and 
Reporting 

0 0 0 0 0 0 0 1 0 0 1 0 5 7 0 

Communicati
on and 
Information 
Flows 

0 0 0 0 0 0 0 3 1 0 0 2 3 3 2 

 

6. Do you have comments on the individual Areas of Inquiry? (Optional) 

Responses to this question are available upon request. The vital answers are directly 

reported in the results section 3.3.4 Feedback on prototype 1, and incorporated in the 

design of prototype 2.  

 


