DESIGNING A SUSTAINABILITY
STRATEGY FOR BEAT CYGLING
GLUBS PROFESSIONAL TEAM
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PREFAGE

Dear reader,

Welcome to this thesis, the finalization of my education and my Master’s in Strategic Product
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thesis subject, | asked myself the question: “What would your perfect thesis subject look like?”
This is the result.
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fore. As | received much help on this project, the people around me also provided me with much
help for myself. | can't put into words how thankful I am for that, but I will try: The rest of this page
is to thank these people around me.

Firstly, I want to thank BEAT Cycling Club for giving me the opportunity to work on this project.

| particularly want to thank Edwin in this regard, for guiding me through it. It has been a dream
come true to work on sustainability in professional cycling. I very much appreciate the confidence
you placed in me and the freedom you allowed me to get to this end result on my own, in a
healthy manner. On to a more sustainable cycling world!

Secondly, I want to thank Conny and Bart, for guiding me through the academic part of this thesis.
I highly value your positive way of coaching and framing your feedback, motivating me to improve
my thesis time and time again. Your genuine interest in me as a person and my energy levels
through the project gave me the confidence | could make this project a success. | want to thank
you for your patience in this project and the genuine and big smiles every time we ended a coach-
ing session.

Next, | want to thank my parents. Your trust in me means the world to me. Thank you for always
being there when | needed you in this project and for listening to everything | had to say. But also
a big thanks for allowing me to take my time and my rest alone. Knowing that | could take this
time and rest alone was very valuable. | could not have done this without you!

Lastly, a huge thank you to my friends. Thanks for all the laughs and the opportunity to relax and
have fun. And thank you for also being there for me when | needed you, especially during this
project. Your questions on my project and my health helped me grow into this project and helped
me grow as a person.

Now it is time for the thesis. | hope you enjoy this document and that it can provide you with new
insights. Enjoy!

Twan




EXEGUTIVE SUMMARY

Though cycling as a transportation method is widely seen as a sustainable method, profession-
al cycling and racing are not. Though the first calls for sustainable action are made and the first
efforts start to appear, not much has changed yet in the complex world of professional cycling.

This report describes the design of a sustainability strategy and plan for BEAT Cycling Club, a
continental cycling team. As an innovative organisation that was founded to break through the
status quo in professional cycling the sustainability journey fits BEAT. As one of the first teams
taking sustainability seriously, the strategy helps BEAT to increase the quality of their sustainability
actions beyond the ‘low-hanging fruits’ they have been tackling already.

The difficulty of starting a sustainability project is tackled by using the systemic design framework
of the Design Council (2021) to guide innovation with a complex system like sustainability. The
internal feeling of responsibility for sustainability of BEAT Cycling Club can be tackled by designing
a strategy through a continuously diverging and converging process.

To help understand the sustainability context for BEAT Cycling Club and to guide the direction
of the strategy, a (fast-track) life-cycle analysis is conducted. The results of this analysis are a set
of emission hotspots: the actions and areas where most of BEAT's emissions and environmental
impact occur. These hotspots are used to further shape a strategy to tackle them.

This strategy is built through the design roadmapping methodology, resulting in a strategic and
tactical roadmap. These are based on three horizons in which the role for BEAT in sustainability
changes. These roadmaps are substantiated with a playbook that guides BEAT through the strat-
egy and provides more detailed information about the steps that need to be taken. The playbook
and roadmaps are not only strategic assets but are also important for BEAT to communicate their
strategy with partners and other stakeholders.




TABLE OF CONTENTS

1 Introduction

2 Problem statement and Objectives
3 Project Approach

4 Parties Involved

]. INTRODUCING THE PROJECT

2 EXPLORE

Context

Professional Cycling
Stakeholders
Sustainability in Cycling
BEAT Cycling Club
Observational Studies
Theoretical Background

3 REFRAME

LCA

LCA Introduction

Material & Method

Inventory analysis

Results

Discussion

Validation

LCA-based Recommendations
3.2 Demonstrator: The impact of Food
3.3 Roadmapping
3.4 Roadmapping Theory

Cluster Insights

Vision

4 CREATE & CATALYSE

Roadmapping Horizons
Horizon 1 - Transparent Storyteller
Horizon 2 - Enthusiastic collaborator
Horizon 3 - Ambitious Innovation Pusher
Goal and Target Audience
Timepacing
Visual Design Strategy

4.2 Playbook Theory

43  The Playbook

9. CONTINUING THE JOURNEY

5.1 Recommendations
52 References
53 Image attributions

11

13
14
16
17

19
21
21
24
25
28
33
35

3]

39
39
40
42
45
47
48
49
50
55
56
62
64

70
71
72
73
74
75
76
78
80

101

103
104
107



1. INTRODUGING THE PROJECT



-
i
\
!
®
& -,-.

1.1 INTRODUCTION

" THE BIKE IS PART OF THE SOLUTION. PROFESSIONAL
CYGLING IS PART OF THE PROBLEM

This is the statement BEAT Cycling Club put out when launching its first sustainability awareness
campaign and project. They sprung out as one of the very few professional cycling teams that
even mention climate problems and an intent to start working towards solutions.

Professional cycling might be one of the most polluting sports in the world. Huge colons of cars
travel the world to bring people and bikes to races, only to leave a trail of waste like water bottles,
exhaust fumes and other trash. It does not only stick to cars but often includes many buses,
trucks and often flights. All for the performance of the athletes and the entertainment of the fans.

While the bike is a theoretically sustainable mobility platform, professional racing has detached
from this functionality. The quick conclusion is: the most sustainable cycling team does not
participate in races. No bikes necessary, and no travel needed. No clothing, no food, no bottles
and no wear and tear on material. Problem solved, right?

It's not. Though impactful, professional cycling fulfils many purposes: entertainment, marketing
operations, health-inspiring practice, job availability and more. Professional cycling cannot and
will not stop existing. So, how can we keep professional cycling around? How can we make
sure professional cycling can sustain operations with as little or no impact on planet earth? Or,
preferably, a positive influence!

This report explores this question in the context of BEAT Cycling Club, which by its own means set
the first exploratory steps into more sustainable ways of operations. The roadmap towards an
environmentally sustainable cycling team will be made: what is the route and which stages will we
have to finish to win the race?
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1.2 PROBLEM STATEMENT AND OBJECTIVES

The challenge mentioned, becoming a
sustainable professional cycling team, is the
heart of this thesis. The project set out with the
question:

“What does a sustainable professional cycling
team actually look like?”

This question was mentioned to set the basis
for exploration, what are the elements that
constitute a basis for a sustainable professional
cycling team and how to these elements
translate into barriers and enablers for a
sustainable strategy.

Since so little seems to be known about
sustainability in cycling, it will include mapping
and assessing the current situation including
the stakeholders, themes and possible
directions. Ultimately, it will conclude in the
design of a strategy, vision and roadmap for
BEAT and broader cycling world/ecosystem.

In the context of professional cycling teams,
sustainability is a very little explored subject.
Though the first calls for change have now
been put out into the world, solutions stay
behind and changes that are being made stick
to singular product solutions and tests.

To bring change to this situation, BEAT Cycling
Club wants a strategy to work on becoming
environmentally sustainable. In this case, the
focus will be on environmental sustainability,
dedicating social and economic sustainability to
other projects.

One of the big issues at hand is the
identification of impactful practices and turning
those into an actionable strategy. In short,
‘What are the (biggest) sustainability problems
and what and how and when do we need to
change to tackle those?’

Though BEAT is a cycling club for everyone
beyond their professional team, this graduation
project will stick to their professional road team
and generalizable professional cycling context.

The general lack of insight and lack of future
direction will need to be solved in this project,
but also repeatable for BEAT Cycling and other
professional cycling teams in future years.
Currently, understanding of how to organize
and tackle complex and larger sustainability
projects is a wish.

Assignment & Objectives

The operations of a professional cycling team
are complex and encompass a broad spectrum
of actions. | expect to find and deliver possible
steps for BEAT to take to improve their way of
operating. This includes the creation of insights
in the problems to be tackled, and how easy/
hard or urgent they are.

The steps that BEAT Cycling Club will have
to make will need to be made clear and
timeframed. BEAT Cycling Club will need a
'script’ to work by and to live by. This should
all be guided by a roadmap that maps the
trajectory of BEAT Cycling Club in their
sustainable efforts. The project brief for this
thesis is added in Appendix A.
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1.3 PROJECT APPROACH

In this design project, a foundation of diverging
and converging activities will be the underlying
framework to design a sustainability roadmap
for BEAT Cycling Club (Simonse, 2017).
Traditionnaly, the diverging and converging
process is explained as the ‘double diamond’
model, as introduced by the British Design
Council (Design Council, 2005). This model

has been significantly changed in the most
recent revision of the double diamond

model. The Design Council has evolved the
double diamond process into their systemic
design framework (Design Council, 2021), as

Orientation
and vision
setting

Figure 1. Beyond Net Zero - Systemic Design Approach

Connections &
Relationships

Leadership &
Storytelling

shown in Figure 1. This framework has been
build specifically in light of the sustainability
challenges currently faced and taking into
account the complexity of design projects

encounter when tackling sustainability issues.

Part of this framework is a renewed version
of the double diamond, or design process.
This new process will be the guideline for this
report and is shown below.

Continuing
the Journey

1.3.1 Report and project structure
With the readability of the report in mind, the
report is structured in order of the design
activities as previously described. Important
to note that these design activities from the
framework are not by definition meant to be
a linear process. In the creation of this report,

many steps forward and back have been made.

If and when possible it will be specified in the
report where such switches have been made.

1.4 PARTIES INVOLVED

TU Delft

Delft University of Technology

This chapter of this report was to initialize
the project. It sets the scene to create and
understand the (personal) connections in
this report and sets a first scope to start un-
derstanding the bigger system in the next
chapters.

B=AT

CYCLI CLUB

BEAT Cycling Club




2. EXPLORE

SETTING THE CONTEXT AND THEORETICAL BACKGROUND
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CHAPTER APPROACH

This chapter is part of the foundation for the rest of the project and report. As a diverging process
(explore), it explores more deeply and widely what is happening in the context. The information
necessary for formulating future visions is gathered here, like the discovery of problems and op-
portunities.

The goal is to gather information from different perspectives and do a first exploration of their
connections. This will lead to a basis that allows easy identification of opportunities in the next
chapter, where these will be substantiated to lay the basis for the roadmaps. Furthermore, this
chapter also allows the reader of this thesis to dive a bit deeper into the world of professional

cycling.

2.1 CONTEXT

This chapter treats the context of the project. The emphasis here will be on explaining all the
context-specific knowledge that is necessary to understand this sustainability project in the world
of cycling. The influences and traditions of the industry will be explained and BEAT Cycling Club as

an organisation will be introduced.

Professional Cycling

Before, treating the (non-)sustainable elements
of professional cycling, the context and com-
petition levels need to be introduced. Every
competitive level in cycling brings different con-
ditions that influence environmental impact.

BEAT Cycling Clubs’ first team is a professional
cycling team focussed on, but not exclusively,
road bicycle racing. Road racing takes place on
closed-off circuits, organised all over the world.
On a professional level, races occur on public
roads that are closed off for the race.

Cycling teams travel around countries and con-
tinents to participate in these races based on a
program that is dictated by their racing licence
level and the agenda of their own choice. The
racing licences, or tiers, are controlled by the
Union Cycliste Internationale (UCI), the world-
wide governing body in bicycle racing. This
includes road racing, which this report touches
upon most, but also a wide variety of offroad-,
track- and speciality cycling. The UCI classifies
professional road racing teams into the fol-
lowing tiers, in order of level. The description
below is based on the male cycling teams since
BEAT Cycling Club participates in this field.
Women team classifications are similar but
exclude a Proteam licence option.

1. UCI Worldteams (WTT)
This is the highest category in professional
cycling, limited to a number of 18 teams.
Teams can acquire Worldteam status by
gathering points in a point system (UC|
Cycling Regulations, 2023). Teams on this
level have compulsory attendance for races
that are WorldTour classified and a high
level of certainty of attendance in lower
categorised races that they apply to. The
races participated by Worldteams are high-
ly international and often are all around
the world like the Tour de France and the
United Arab Emirates tour (Union Cycliste
Internationale, 2023).

2. UCI Proteams (PRT), sometimes called Pro
Continental
UCI Proteams form the second-highest cat-
egory of professional cycling. Proteams can
participate in the abovementioned World-
Tour races through wildcards, which can
be earned by popularity, participation of
famous riders or arbitrary selection by the
UCI and organisatrions. Additionally, they
have guaranteed access to races classified
as ProTour races, like Paris-Tours and the
Tour of Slovenia. Proteams often race inter-
nationally but participate in a lower amount
of races that require extensive travelling.

3. UCI Continental Teams (CTM)
These are the third level of UCI-licenced
racing teams that are considered ‘pro-
fessional’ teams. Continental teams are
excluded from races at the highest level
(WorldTour) and have no opportunity
to obtain wildcards. Often teams aim to
promote to the ProTeam level to enable
access to more races but are limited by
budget requirements. They can compete in
races designed for Proteams, with higher
chances of acceptance if races are in their
origin countries. Most races participated
in by continental teams are single-day or
stage races in and near their origin country
countries within the continent. However,
intercontinental participation occurs but for
a selected number of times. Race calen-
dars are dictated by own preference, but
sponsorships and visibility for talent acqui-
sition often also dictate calendars (Laverick,
2021). Examples of races are Ronde van
Limburg (NL) and Tour du Jura Cycliste (FR)
(Union Cycliste Internationale, 2023). Often,
continental licenced teams express the
wish to promote to Proteam to, for exam-
ple, be allowed to attend more high-profile
races (TDT-Unibet, 2023; Wielerflits, 2022).
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All level teams have a similar general internal
structure. The team is led by management
staff, together with the performance staff.
Furthermore, they employ a team of riders and
additional support staff like physiotherapists.
The higher the racing licence, the higher the
number of athletes in employment must be
and the higher the (minimum) wages are.

The income for teams mostly comes from
sponsorship and partnership deals. Often
teams get named after their main sponsor(s).
Examples of this are Team Jumbo-Visma
(WTT), Lotto-Dstny (PRT) and VolkerWessels
(CTM). Change of team names is often seen

as sponsors change as, for example, Lotto-
Dstny was previously named Lotto-Soudal and
Omega Pharma-Lotto. Sponsor deals are often
based on single-year contracts since the UCI
Licences have to be renewed every year too
(Laverick, 2021).

The introduced competition levels thus
influence the behavior of the teams. Team size
and travel strongly differ between levels while
also strongly influencing environmental impact.
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Stakeholders

Apart from the complexity of different levels of
racing described before, the series of tasks that
a team executes is complex too. A wide variety
of people and organisations are involved in
these action, all in different ways. To give the
‘continental team’ operations some substance,
a list is shown below of the direct stakeholders
in professional cycling. Some have been
mentioned before and will be briefly reiterated
here.

Team management

Team management is responsible for
keeping the team running during the
season and over longer periods. They
manage licencing, calendars, sponsorships
and often the logistics, buildings and
materials necessary to participate in a
racing season.

Sports Staff

The Sports Staff is responsible for guidance
in the athletic performance of the team.
They build the training schedules, attend to
athletes' needs and play an important role
in the design of the season calendar. They
are responsible for talent/rider acquisition
and scouting.

Athletes

The athletes have a single goal to fulfil for
the team: prepare to be in the best shape
to perform to their best ability in races.
Sometimes teams require their athletes to
fulfil secondary roles and use their (social
media) following for promotions and media
engagement.

Commerce staff

Outside of sponsorship money, teams
gain income by selling merchandise and
branded items as well as items that are
provided by their partners. The ‘shop
teams’ are often dependent on the
popularity of the team and athletes for the
number of sales they make.

Partners/Sponsors

Professional sports are driven by
sponsorship money and often material
partnerships. In exchange for money or
free materials, partners expect exposure
and association (Lagae, 2015). Often this
occurs by presence with logos on clothing
and company items and branded posts on
social media. Sponsors hope to gain the
attention of potential new customers or
new purchases, or sometimes just as brand
builders as brands get recognised better
by fans when represented on merchandise
(Biscaia et al., 2014).

Race Organisers

The races teams participated in are
organised by external organisations. The
organisations desire to organise an event
that is attended to by as many high-profile
teams as possible and that is entertaining
to watch to attract sponsors, in a similar
manner as sponsorships for teams
function.

Fans

Another income source for sports is fan-
based income. Professional sports are
entertainment based. Fans attend races
physically or through broadcasts to support
and teams or individual riders compete.

Media

Building on the attention sports get
from sponsors and fans, media attend
professional cycling to provide coverage
and insights of the race to their viewers/
readers. Their opinions can influence the
popularity of teams, riders and races.

As all these stakeholders have their own
priorities and tasks to accomplish, they all
will need to make different adjustments
when sustainability changes are made. The
opportunities and challenges that drive the
change will be described next.

Sustainability in Cycling

To look at sustainability, let's also have a look
at what sustainability efforts have been made
already in (professional) cycling. General
web-based searches yield little results in
sustainability efforts or commitments made.
Shown below are the efforts made in the
professional cycling industry found.

Team Movistar & Team Deceuninck Quick-Step
Over the entire search, only two professional
cycling teams were found that have openly
published their footprint or carbon emissions.
These teams were Movistar Team and Team
Deceuninck - Quick-Step.

Team Movistar (WTT) published several online
articles about its sustainability plans. They
claim to “become the first top-tier cycling team
100% sustainable in its activities” (Movistar
Team, 2020). Furthermore, they provide the
reader with a carbon footprint number. They
claim an equivalent of 175.000kg of carbon
dioxide emissions every year and aim to offset
these emissions in the next few years. One
infographic is published that suggests that

this calculation is based on only Scope 1 and
Scope 2 emissions (ABARCA Sports, 2020).
They state they will execute their sustainbility
plans through a ‘set of actions already in place”.
However, no specifications for these plans

are published other than the commitment

to 100% renewable energy sources by solar
panels and switching to hybrid cars. This does
not provide enough backing for the ambitions
put in their publications. Since 2021, Movistar
has not published any concrete information on
sustainability plans. Upon contact request to
collaborate or discuss these claims, no reaction
was given.

Team Deceuninck - Quick-Step (WTT) has

a similar history in sustainability practice.

In 2020 they announced their ambition to
become a carbon-neutral cycling team in a
collaboration with the company CO2Logic,
responsible for CO2 calculation, compensation
and development of a program to change
behaviour and culture (Deceuninck - Quick-
Step, 2020). They have calculated their carbon
footprint for 2020 to be 1.288.000kg of carbon
dioxide equivalent. This is more than 8 times
the impact of Team Movistar, who race the
same races and operate on a budget that is

‘'only’ 20% lower than Deceuninck — Quick-Step
(Statista, 2022). The team has not provided any
insight or transparency in these calculations
and did not respond to requests to discuss
doing so. They did publish a series of pledges.
Since releasing the project, the team has only
sparingly mentioned their sustainability project,
often by auctioning products to support their
tree planting project (Deceuninck - Quick-Step,
2021). The last update provided is the mark of
3000 trees planted as a compensation project
(Quick-Step Alpha Vinyl, 2022).

Saint Piran and Instafund racing.

Two cycling teams were found that have a
strategic positioning that is fully focused on
sustainability for cycling teams. These are the
Continental Men team Saint Piran (UK) and the
Continental Women team InstaFund Cycling
Team (US). Both teams openly carry out a call
to the cycling community that there needs to
be a change in attitude and action towards
sustainability in professional cycling. They
provide updates on their journey to become
net zero (Saint Piran) and climate positive
(InstaFund) respectively (InstaFund, 2019; Saint
Piran, 2022). Neither team have published
impact numbers other than progress stories,
but aim to do so in the future.

Outside of professional cycling, the Shift
Cycling Culture initiative can't be left out.

Shift Cycling Culture is a network of players

in the cycling industry that together signed a
commitment letter to report and reduce GHG
emissions. It has been signed by big players
in the cycling industry like Specialized Bicycle
Components, Rose Bikes GmbH and Schwalbe.
Within this network, meet-ups, discussions
and co-creation sessions are hosted to learn,
teach and inspire (Shift Cycling Culture,
2021). A discussion panel on the role of the
Union Cycliste Internationale and their role

in sustainability yielded interesting results in
which participants saw the role of the UCl as
one that is very importants in almost all fields
that relate to cycling.

These examples show that there is an interest
in sustainability in cycling but concrete action
and transparancy proves hard. This report

will further explore what the barriers are that
cause this behaviour.
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Barriers in Literature

When looking for barriers to start working

on sustainability in professional sports, many
barriers found in literature relate to a shape of
short-sightedness, called short-termism. Barri-
ers found in literature are for example:

Lack of funding

Limited knowledge and desire about tech-
nology

Insuffient staffing

No sense of ownership
- Facility age
(Trendafilova et al., 2014)(McCullough et al.,
2020)

To explain this, the world of professional
sports, with the exception of several high paid
athletes and top-level teams, is one where
budgets are often well looked after to allow for
a certain financial sustainability. The ability to
‘splurge’ on projects that are non-essential for
sports performance is low. When the challenge
of changing to a more environmentally sustain-
able way of operating arrives, a quick reaction
is often that it is too expensive to operate more
sustainably.

This problem is widespread through sustain-
ability strategy and not exclusive to sports. It

is often mentioned to be a form of short-ter-
mism. Short-termism is often characterized

as "representing decisions and outcomes that
pursue a course of action that is best for the
short term but suboptimal over the long run”
(Laverty, 1996). It lacks a view of the future and
the returns that accompany that future. Gener-
al sustainability is the ability of a firm to balance
the short and long term without compromising
its own or others' ability to meet future needs.
Looking at these two definitions together
shows an interesting opposition: the incorpo-
ration of future needs. Like professional sports,
pacing your energy through time often leads to
better results without blowing up your energy,
or budget, right at the start (Bansal & DesJar-
dine, 2014). The returns you get from a steady
race are often better than lacking behind and
trying to catch up all in the end.

In other words, organizational inaction regard-
ing sustainability eventually leads to missing
out on opportunities. Slawinski et al. (2015)
presented a model in their framework about
understanding failure in reduction of Green-

House Gasses (GHGs) which suggests that
short-termism on sustainability issues not only
leads to low comprehension of future implica-
tions of sustainability but also brings a lower
likelihood of a company acting on sustainability.
Knowing future impact of sustainability is thus
key. In addition to knowing about the impact,
understanding the sustainability program is a
contributing factor to breaking barriers. Terms
as ‘green’ and ‘sustainability’ that are not sub-
stantiated, nondescript and vague have as a re-
sult that they are misunderstood (McCullough
et al., 2020).

To once again make the reference to high-level
sports, investing in your training and develop-
ment now to prepare for the future is import-
ant. Even in sustainability, the Olympic ideal
that “participation is everything” applies (WWF
& Green Sports Alliance, 2018).

As introduced with this topic, many barriers
relate to this state of ‘short-termism’ and lack
future vision. Some elements that can counter
this are described next.

Enablers in Literature

The role of professional sports as an entertain-
ment business is clear. Partly due to this visi-
bility, the United Nations recognise sports as
an important enabler of sustainability in their
2030 agenda (United Nations, 2015). This role
as an enabler of sustainability is also an import-
ant motivation and reason to start sustainabili-
ty programs.

Where other industries show trends of pro-
ducing reports that show their efforts towards
sustainability, the sports sector interestingly
does not follow this trend (Cayolla et al., 2022).
Cayolla et al. further mention three reasons to
carry out a sustainability project:

Perception of organisation by stakeholders
improves

Boosted diversity and inclusion in and
around organisation

Attraction and retention of human capital

improves
They call sustainability initiatives doubly favour-
able: it promotes more sustainable behaviour
as well as it improves links between supporters
and organisations. Sports sector specific, the
communication to stakeholders, making them
aware of the sustainable initiatives an organi-

sation takes, was the most important success
element of sustainability practices (Cayolla et
al.,, 2022).

This improvement in stakeholder perception
of the organisation goes beyond perception.
Casper et al. (2014) found that environmental
education actions of sports organisations may
impact the environmental behaviour intentions
of the fans. Additionally, awareness of sustain-
ability initiatives is connected to a higher eval-
uation of these and other initiatives (Cayolla et
al.,, 2022; Valeri, 2019).

This influence is not only for external per-
ceptions of the organisations. The perceived
organisational performance within an organisa-
tion also positively relates to the actions taken
in corporate social responsibility. Employee
satisfaction and identification with the organisa-
tion improve with sustainability initiatives (Jager
& Fifka, 2022).

Coming back to the short-termism barrier
theme, eventual cost savings (including return
on investment) and competitive advantages
are associated with executed sustainability
initiatives (McCullough et al., 2020). The fund-
ing topic has also been covered by Thormann

& Wicker (2021). They found that increasing
the level of environmental consciousness is a
method for sports organisations to help gain
monetary support for these environmental
projects by increasing the willingness to pay
for sustainability by club members. Increased
environmental consciousness and satisfaction
with the club positively determined willing-
ness-to-pay. Additionally, as a purpose-leading
brand higher inclinations for sponsorships are
often mentioned (Long, 2022).

This set of enablers answers both concerns
that relate to internal as well as external bar-
riers and should be used as reasons to tackle
those barriers in sports.




BEAT Cycling Club

BEAT Cycling Clubs' first team is a professional cycling team focussed on, but not exclusively, road

bicycle racing. Professional road racing takes place on public roads that are (temporarily) closed Traditional pro eyeling team
off. The main focus for BEAT Cycling Club is competing in these road races, but BEAT also has / aying sgont
athletes that compete in several other cycling disciplines like cyclocross, beach racing and track :FE}Z[\
cycling. Most athletes combine road racing with one of the other disciplines. This report and the- Jovel —8) %EL
sis are executed and written with focus on the road cycling team division of BEAT. ® (=)
Concept regular professional cycling team structure and PARY N
BEAT Cycling Club operates differently than the  BEAT Cycling Club is shown in the figures.. The 2 QY
traditional model that has been described be- ~ BEAT model adds several value streams to the
fore. BEAT Cycling Club is more than a profes-  traditional model. Race organizer : . Wecta
sional team with sponsors, it is a cycling collec- S D\ Iilﬂ
tive. Everyone can become a member of the For BEAT Cycling Club, having this model 8 =
club, disregarding experience, level or interest ~ mMeans: : '
in cycling. What is different, is that BEAT brings N
this ‘club’ culture, also found in soccer and * No yearly cycle of changing team names C[:P
other sports, to cycling. The ‘first team’ of BEAT ~ + Own name also means: own identity :
Cycling is a team with a UCI Continental Racing ~ *  Mutual benefits for partners, members and
licence, aiming to promote into the higher rac- the club through increased interaction. BOR
ing leagues. Having a club next to this profes- Financial Sustainability &
sional team is new for cycling and separates
BEAT from its competitors at a professional In short:
level and from other publicly accessible clubs. In the traditional model, it is all about perform-

ing with athletes. The other side is marketing , : . : :
This ‘different’ model brings about several dis- the performances through media to fans so Figure 2. Business Model Traditional Professional Cycling Team

tinguishing features. BEAT operates under its
own name, with its own identity, instead of that
of its name sponsor. For BEAT it is undesirable
to live by the grace of one or two big sponsors
like the ‘traditional’ teams do. For these tra-
ditional teams, the sponsor also determines
the clubs' name, direction and plans. This new
model is aimed towards a financially sustain-

the sponsors receive the desired awareness.
The club structure turns the sponsor-based
model into a community-based model. The big
step here is that fans go from looking at the
team from the outside to active participation in
the club. This diversifies the financial model so
partners are not the only contributors to the
stability of the club.

Pro Team

able business model for the club, based on %&

recurring memberships and a wide selection of

highly committed partners. The fall of one part-

ner does not mean the downfall of the entire VAR
team, like the very recent downfall of the B&B & &
Hotels-KTM team (le Télégramme, 2022). ;

Sport staff Athletes Commerce rones

Company Structure Jron)
BEAT Cycling Club thus operates a different ®
(business) model. The traditional model is

shown in Figure 2, to be compared to the BEAT iy —— @)
H H H H Ny visibility
model, shown in Figure 3. Next to being a new a4
financial model, it also provides new value to R e
ers Sall productsfsanicas CYCLING CLUB experience: lembers
fans, that now often become club members. i ‘ EE e
The club members get access to unique ex- 'R
8 q 112} 5 2 :

periences and behind-the-scenes access and
stories. One of these perks is access to dis-

counted products sold by partners, who by

sponsoring BEAT Cycling Club also gain access

to their members. The difference between a
Figure 3. Business Model BEAT Cycling Club
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DNA

Apart from having a different business model,
BEAT Cycling Club has a unique DNA as a team
in professional cycling. With DNA, the way of
thinking and behaving is meant. What drives
BEAT and its employees? These elements of
BEATs behaviour will be discussed here.

BEAT consistently takes the approach of do-
ing things slightly different than others in the
full width of operations, not just the financial
model. They openly speak about not wanting to
conform to the status quo of cycling and they
add athletes to the professional team that have
different ways of racing than normal. An exam-
ple can be found in former rider Jan Willem van
Schip, a cyclist very much invested in innovat-
ing aerodynamic gain in races. He initiated a
design challenge in which a new handlebar was
designed and created, creating a big fuss in the
cycling community (Algemeen Dagblad, 2021;
Wieler Revue, 2020). Additionally, BEAT cycling
initiated the first commercial track cycling team
in 2017, innovating in the track cycling sport,
outside of regular borders.

This vision and mission of non-conformity is
both the starting place for a sustainability track
as well as a motivation that should be taken
into account for BEAT specific. An often recur-
ring theme within BEAT is ‘challenge the sta-
tus-quo’ or even rougher ‘F*¥*k the status-quo'.
As previously introduced, the beating heart of
BEAT, the new model in professional cycling,

is a great example of this. In the own words

of BEAT: “Often people don't execute Plan X
because of reason Y. We often think, Plan X is
not executed because people think reason Y
applies, but is that really the case? We regular-
ly go on and try plan X, see what it yields and
then learn and tell the story” (internal discus-
sion).

New Focus

This year, a new focus has been applied with-
in BEAT. Together with a strategic partner, a
review of activities and actions has been done
and a new strategic direction for day-to-day
operations has been defined. Part of this is the
feeling of a restart”: the previous year, both
professional sports results have been lacking
as well as a clear focus on the club. For this,
internally, "BEAT = BACK” has been called out.
The feeling of a restart to go back to chasing
the original goals.

“Put some respect on our name”

This saying has been lent from the basketball
scene in the United States to put the feeling

into words for employees. BEAT. As a result,

the performance staff has been reorganised

to involve multiple personalities and plans to
have more room to play on the strengths of

the athletes.

More important is the realisation and renewed
focus on the club structure. Instead of trying
to do everything possible and imaginable, the
focus has shifted to doing fewer things but
always doing them properly. More involvement
for the club and more club events are the big
aim for the upcoming years.

Do Mentality:

All throughout BEAT as an organisation, a
do-mentality can be found. With a small and
manoeuvrable organisation, team members
of BEAT could be identified as ‘go-getters’, that
like to get their hands dirty and execute ideas
and plans. Internally, employees often call it a
'start-up vibe’ with quick and direct impact and
interaction.

This can be found in the sustainability ap-
proach as well. For now, BEAT's first efforts
into sustainability have been actions towards
‘low-hanging fruit’ solutions: change cars from
fossil fuels to (renewable) electric, switch to
recycled clothing material, eradicate single use
water bottles. However no red line or structure
in these actions has been introduced yet. The
go-getter mentality internally works contagious,
so is an important DNA point of BEAT to main-
tain.

On the page on the right, the internal moti-
vators to work on sustainability for BEAT are
shown.

Take OUR responsibilty

BEAT states that as a cycling team, they have the pleasure to ride through all kinds of
nature, in many locations. Forests, fields, mountains and coasts all alike. They love to
see these locations thrive, before during and after we make ‘use’ of it. Currently, pro-
fessional cycling is hardly a positive influence on the area’s it goes through.

Moreover, cyclists are greatly dependant on the environmental conditions for their
jobs. Races are noticeably getting hotter and the press mention the possibility cycling
might look vastly different in a couple years due to heat and environmental influence.
The fact professional cycling is wearing cooling vests is ironic, fighting against nature
even harder then necessary. Heavy rains, heat waves and high water are dealbreakers
for racing, we should to our part to prohibit those occurrences from happening more
often, so we can keep racing.

“Climate change is a fact and we believe everyone should take responsibility for the
actions they undertake. So we need to do this, even if it just about taking our responsi-

bility. It's nice to be able to tell the story, but even if we would not be able to do that we

should do the same.” (BEAT Cycling Club, 2022)

Don't be “het nicest kid in class” (The best kid in class)

From interviews and multiple observed conversations and discussions between man-
agement and marketing teams, it is clear BEAT does not want to be the ‘best-behaved
kid in class’. Sustainability is not something BEAT wants to boast about, but they do it
because it is important for society. Sharing and transparency have been values from
the start of sustainability for BEAT and they express the wish for this to stay and im-
prove. Don't point to others for not doing things, but just do what BEAT stands for, is
the wish.
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Growth

The external- and media focus on BEAT Cy-
cling Club is often on professional riders and
professional sports. However, the club was
founded to not just be a professional team,
but to be a club for everyone. As the internal
focus for 2023 and upcoming years, growing
the club and providing value for all members

is a priority. By building and launching inter-
nal amateur teams, like the Granfondo Team
and the Off-Road Team, an effort is put into
work on the ‘unique cycling experiences’ that
are mentioned on page 29 of this report as a
value stream. Moreover, significant effort is put
into work on internal systems to increase the
conversion rate for new members for all activ-
ities. With new staff on board for this specific
mission, BEAT hopes to grow its backing signifi-
cantly.

The sustainability projects are not directly re-
lated to or born from these ambitions but have
the possibility to aid in the goals. Where possi-
ble, connections to this goal could be explored
for the sustainability practise of BEAT Cycling
Club.

Current Scope BEAT Sustainability & BEAT The
Waste

In 2021, BEAT first spoke out about sustain-
ability in professional cycling. They started the
national championships in white pants, which,
according to the unwritten rules of cycling fash-
ion, are not accepted. This was done to raise
attention to their outfits, with T-shirts that were
made out of recycled base material, previously

The actions described in the section on the
page on the right serves multiple puposes.
Next to helping in exploration, they also aid in
working on Connections & Relationships, an
important process in a design project that is
focussed on systemic sustainability problems.
Sharing skills and information builds on net-
works that are important for any future steps.

little seen in cycling. Additionally they launched
a project with a company called Wasteboards.

Throwing away or breaking water bottles in
professional cycling is common. Wasteboards
used broken and old drinking bottles to press
a skateboard and do something with the waste
material. However, the big pointer for this proj-
ect was that this was a ‘solution’ to bring atten-
tion to the problem. It was also a way to show
commitment to start working on sustainability,
from which this graduation project was born.
This project marked the start of BEAT and its
sustainability projects.

They continued their work with more projects
they now sometimes call ‘low hanging fruits/,
problems and solutions that are easy to recog-
nise and start working on. Most noteworthy is
the step to systematically driving with electric
cars, a first in the worldwide industry (Hommes,
2023). These solutions are great, though BEAT
is looking for a more structural way of tackling
sustainability.

The scope, for now, has been set to start
sustainability on the road team of BEAT Cycling
Club. The reason for this first scope is because
this currently is the area where the most im-
pact for BEAT seems to occur, as will be further
substaniated in this report. Since the most
operational effort and budget move towards
this and since this team for now is an import-
ant element for partners, it is a good starting
point. It also is the most publicly visible project,
which allows for a wider influence than only
own operations.

Observational Studies

As part of context exploration and information
gathering, a variety of field studies has been
done in multiple forms. The purpose of these
studies and visits varies greatly and their timing
in this project differs greatly too. They are in-
troduced here, stated with the planned and un-
planned purpose of the studies. The report will
further elaborate on these findings where they
are used and refer to them in their respective
chapters.

To better understand the context of profes-

sional cycling:

+ General observation at the BEAT headquar-
ters. By being present at BEAT headquar-
ters, | developed a thorough understanding
of the day-to-day operations. Task division,
usage of resources and general tendency
to behave (un)sustainably slowly became
Clearer.

Visiting Race days. | visited two racedays,
one on Continental level and one of World-
Tour level. BEAT Cycling Club participated

in both. These days provided insight in the
overall purpose of the Continental team, as
well as insights of the usage of resources,
tools, cars and the stress and circumstanc-
es operated under. Intended for problem
identification, the race days helped more by
providing further insights to the operations
of running a Continental Cycling team. De-
tailed sub-problem identification occurred
often, for example the usage of plastic
bottles, but are to be interpreted as general
themes for the scope of this thesis.

To understand sustainability for BEAT Cycling
Club:
+ Season and sustainability kick-off for Ath-
lete Team and performance staff.

| got to join the kick-off of the cycling sea-
son for the cyclists and performance staff.
Additionally I got the time to further intro-
duce the concept of a sustainability effort
in cycling to the team. In a setting based on
open-dialogue and some prompts towards
co-creation | mostly used this meeting for
two purposes:

1. Creating awareness, much similar to
starting to go through a marketing funnel.
2. Gather information about the current
state of sustainability support and 'DNA’
within BEAT.

Insight were written down and later used
as input for the generation of clusters and
topics to be discussed. Based on post-ses-
sion reaction, this session very much
succeeded in its purpose to create aware-
ness. The level of involvement and support
afterwards was noted not only by me but
repeatedly mentioned by the team and
attendants.

To gather detailed information for solutions to

problems in the strategy.
Participation Brainstorm More2Win organ-
isation.
| got to participate in a conversation and
brainstorm with strategic sports organiza-
tion More2Win. This session took shape
as a co-creation session on what the main
impact area's are on which BEAT Cycling
Club has influence. Brainstorming with the
professionals of More2Win resulted in the
initial identification of the impact scope
that lies beyond internal operations. This
external influence was then called Scope F
(Fans).

Interviews and discussions.

Several interviews were conducted during
this project to further explore the back-
ground information in this topic. The inter-
views were informal and unstructed in the
form of open dialogue. The interviews were
guided by the topics previously identified
and described in this report, with the goal
to deepen personal knowledge and under-
standing. Interviews were conducted with:

o Erik Bronsvoort (Founder Shift Cycling
Culture initiative)

o Utrecht University Project Group Sus-
tainability tracking in Cycling

0 Benjamin Barrett (Sustainability Manag-
er UCH)

0 Kees Kerstens (Founder ESG Monitoring
company Salacia)

o Michiel Kort and Jonathan Verdonck
(Circularity Consultants at Rebel Group,
multiple sessions).

Several participations to industry ‘meet-ups'
to spot trends. Most noteworthy are the
Sustainable Mobility in Sports Conference
by NOC-NSF and the Green Claims meet-up
from Shift Cycling Culture.
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Theoretical Background

Sustainability Methodology in
sports

As global warming and local sustainability chal-
lenges grow, calls for action have been made
throughout the world. The intiatives taken
before and the background of BEAT have been
mentioned in the sections before. How can
these insights be translated into steps towards
sustainabiliy?

As the challenges grow, the most well-known
starting points for sustainability are the 2015
Paris Climate Change Agreement and the
Sustainable Development Goals by the United
Nations. The common denominator in these
initiatives is the call for action to limit global
warming. To accelerate the actions and invest-
ments the call for sustainable methodologies
has been made.

This (sub)chapter treats the methodologies
possible and necessary to work on these
sustainability projects. The availability of sus-
tainability programs is wide and is treated dif-
ferently by all sources. Some offer full method-
ology programs with step-by-step guides, while
others focus more on a pledge/commitment
and community than the specifics of the steps
to achieving set goals.

In light of the role of sports, several efforts
have been made to create methodologies

in addition to methods applicable to a wider
range of organisations. An overview matrix
has been generated of a selection of suitable
methods and frameworks that could apply to
professional sports. This matrix is added in
appendix C.

Though all methods differ, they often find simi-

larities in their setup. To create a methodology

best fitting to BEAT Cycling Club and profes-

sional cycling, elements from different method-

ologies will be taken and if necessary adapted

and sharpened. The common denominators in

these methodologies that form the backbone

of a methodology are:

1. A goal

2. A step-by-step methodology

3. A set of principles and guidelines

4. A necessity for Green House Gas (GHG)
Assessment, sometimes with an
additional calculation tool.

5. Optional: A verification requirement or

commitment

Identifying Hotspots

As stated in almost all sustainability method-
ologies, the necessity of a greenhouse gas
assessment is mentioned. This first assess-
ment can both be used as a baseline emission
assessment as well as a tool to identify the
most polluting activities and products for BEAT
Cycling Club. In this thesis, the methodology
chosen to approach this hotspot identification
is by doing a adjusted version of a fast-track
Life Cycle Analysis. The goals and further meth-
odology of this process are discussed in the
next chapter.
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38

CHAPTER APPROACH

This chapter is mostly a process that fits the activities classified as Reframe in the methodology
of the British Design Council. It is used to break out of the line of thinking of the previous chapter.
The first findings from the previous section can be reworked as a basis for the first iteration of the
design.

Here, we synthesize the insights and reframe them into a basis for the next chapter. This, for
example, are the value drivers produced. Opportunities and challenges will arise that can be used
and solved.

The LCA and the process of clustering to the first versions of the roadmap are a result of the syn-
thesis in this chapter. The creation of those products however happens in an iterative cyclus that
better fits the later stages of the design process as described here. As it is iterative, and looping
back is encouraged, this is not a problem. Some designs in their final iterations of the Create and
Catelyse phases are shown here already, to aid the description of the information synthesis.

3.1 LCA

LCA Introduction

To set a course for a sustainability roadmap,

a way of prioritizing and categorizing actions
needs to be developed and used. Part of the
accepted sustainable governance of a company
is the yearly reporting and assessment of a
company's greenhouse gas emissions. For
corporate reporting, the GHG protocol is the
most widely adapted protocol to follow. In
product design, a Life Cycle Assessment (LCA)
is similar tool, but here used to assess the
associated environmental impact of a product
from cradle to grave. Often, this is done in
terms of a CO2 equivalent emission number.

For this thesis, a fast track form of such an
assessment will be conducted to identify the
emission hotspots. These hotspots are useful
datapoints for the further development of a
strategy and accompanying roadmap. The

fast track nature of this assessment is due to
limitations in time and data availability/quality,
as well as the purpose of this assessment:
identify hotspots.

While general talk in cycling is that the
expected impact of a professional cycling team
is due to the amount of travelling involved and
the amount of bikes, parts and bottles used,
this assessment should clarify and confirm or
deny these industry assumptions.
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Material & Method

Goal and scope

Goal

The goal of this LCA-like analysis is not to
compare several (design) alternatives, but to
identify hotspots in the GHG emissions of BEAT
Cycling Club. Identification of those hotspots is
necessary to properly include these hotspots

in the design of a sustainability roadmap.

This roadmap will attempt to improve the
environmental characteristics of the operations
of BEAT Cycling Club and should target the
most harmful practices with a fitting urgency.

Additionally, a secondary goal can be identified.
This goal is less important and could be better
disclosed as a benefit. This benefit is that with
this assessment, a first ‘test’ is run with the
data available and the scope chosen. Finding
out what difficulties arise when collecting data
and what scope is both feasible and accessible
is an important insight for the yearly GHG
Assessment BEAT Cycling Club aspires to
conduct and will need in the future.

Scope

This fast-track assessment is not yet a full

and official assessment because of the
previously mentioned purpose of identification
of emission hotspots. Where an LCA is a
methodology normally used to evaluate the
environmental impact over the lifecycle of
products, here it will be altered and used

to assess the environmental impact of an
organisation over a yearly cycle of activities and
running this organisation.

For this iteration of this assessment, no
comparative scenarios are yet introduced to
align with this assessment's goal which, for
now, sticks to the identification of hotspots.
Having produced this document, however,
does allow for the easy production of
hypothetical scenarios in the production of a
future strategy.

LCA's regularly include the full life cycle of
products from cradle to grave. In the case
of the operation of an organisation, instead
of a production or product-based LCA, the
hypothesised impact will be mainly in Scope

3 activities. Examples of this are purchased
goods, travel and distribution. Furthermore,
lack of insight into the exact end-of-life
scenarios of products, the end-of-life is kept
out of scope for this assessment. Further data
inclusions and assumptions will be annotated
in the following chapters.

Functional Unit
The function of BEAT Cycling Club for this
assessment is defined as follows:

This functional unit was chosen with future
emission reporting in mind, where yearly
reporting will be expected. Since this reporting
is the main reason for BEAT Cycling Club to
start collecting data, this is the starting point.

However, using just this functional unit does
not include, for example, the number of races,
locations or riders in this functional unit.
These numbers vary considerably between
years and teams, so direct comparisons will
not be valuable. Even though race calendars
are different, this functional unit offers an
approach to compare teams overall. To

better be able to compare growth related to
emissions and climate impact, | propose a
secondary functional unit in this study that
complies more with the regular methodology in
LCA reporting and allows better comparison:

The inclusion of ridden race kilometres allows
for comparison between teams or seasons
since the growth of teams, race selection and
efficiency are now reflected in the functional
unit.

System Boundaries
In Figure 4, a simplified visual is presented for
the system boundaries of this assessment.
Roughly, this assessment includes two
categories:

1. Travel and Logistics

2. Purchased Goods
As previously introduced, this assessment

takes shape in the form of an LCA but has

the characteristics of an operational GHG
assessment. As a result, the elements that

are in the system boundaries are not the
traditional ‘cradle to grave' or ‘cradle to gate’
boundaries considering the operational focus
of BEAT Cycling Club as an organisation instead
of a product focus.

Ideally, the system boundaries do include
the end-of-life and energy use. However, this
is an assessment that fits better with the
regulations of the GreenHouseGas Protocol,
for an organisational assessment, rather
than a product lifecycle assessment. Taking
the purpose of this assessment and the time
available for data collection, this assessment
is a scope 3 assessment. Scope 1 and 2,
company-owned facilities and vehicles and
purchased energy are for now excluded. In
the figure below, a more detailed overview is
provided of the items that are included in the
scope and their categorization. A more detailed

CATEGORIZATION

Hotel use

TRAVEL TRAVEL

& &
LOGISTICS LOGISTICS
Fuel

&
Transport

Bike-related

PURCHASED G00DS Clothing PURCHASED GO0DS

Food

Figure 4. Categorization and Scope

Leased Assets
Manufacturing

scoping figure, including all items included
and excluded in the assessment, is added in

Appendix B.

SCOPE

Materials
& Transport Use
Manufacturing

(Fuel) Leased Assets
Use Devaluation / EoL

Transport

[ Energy j [ End of Life j
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Calculation Tool

For the calculations, a modified version of the
ldeMat 2021 LCA calculation tool is used. The
biggest modifications are in the categorization
methodology. The LCA tool is originally
optimized for product LCA calculation, where
this calculation focuses on the operations

of an organisation. The previously described
categorization replaces the original Materials
& Manufacturing - Transport - Use - End of
Life with the abovementioned categories. This
not only makes the calculation more fitting,
but it also allows for results that are better
interpretable.

Additionally, instead of a traditional Bill of
Materials, a quantification tab has been added
to the model. This tab was added to allow a
complete inventarisation of data that allows for
multiple types of data, for example, passenger.
km.

Inventory analysis

With the number of different kinds of data
collected and used in this assessment, it was
necessary to often rely on the use of proxies
for the quantification of the data. Those proxies
are briefly introduced in this chapter but for

all proxies and data use, the calculation file is
accessible.

Data collection and Quantification
In this section of the fast-track assessment, the
quantification of activities and goods involved
in the operations of BEAT Cycling Club will be
explained. Assumptions and simplifications will
be described and clarified.

Purchased Goods
In this section, all goods bought for the
acquisition of property by BEAT Cycling are
Included. In this section, three sub-categories
were instituted:

1. Bike-related goods

2. Clothing related goods

3. Food-related goods
These categories form the big components of
the operation of a professional cycling team for
BEAT Cycling.

___—

Bike related goods
Bikes are essential for the operations of the professional Cycling
Team. High-performance road bikes are complex products with a high

number of components. Trek Bicycles conducted a detailed LCA of their

high-performance road bike, the Trek Madone (Trek, 2021). This is the
most detailed and comprehensive assessment of a road bike publicly
available right now and very close in specification to the bikes used by
BEAT. This calculation is used as a substitute value for the exact bikes
used by BEAT Cycling Club. The subdivision of impact as calculated by
Trek is further used for replacement parts, which are replaced more
often than a full bike, in the calculations.

Additionally, the ‘usables’ are involved in a simplified way. Instead of

a big number of different lubricants, detergents and maintenance
goods, three categories have been made to simplify this: oils, soaps
and assembly goods. The average product weight from packaging at
BEAT Cycling headquarters has been used as quantification for each
subcategory.

Clothing

For the clothing category, the clothing packs the athletes receive
have been slightly simplified for calculation. Weighted average weight,
measured on a scale or as provided by the supplier, of clothing items
has been coupled to material and production processes.

Food-related items

Food-related items have been categorized by their functionality

(by brand). Substitutes for complex ingredient compositions have
been used by extrapolating the biggest ingredient categories for this
approximation. Known categories of high volume purchase, like water
bottles, have been treated separately. Less clear categories have been
treated as average, like ‘dinner portions.

L]



Transport of items

Taking the goal of this fast-track assessment,
identifying hotspots, into account. The
transport of items from the category purchased
goods to BEAT Cycling Club has been explored
in this calculation too. Travel distance is

taken from the location of the suppliers to

the BEAT Cycling Club headquarters. Though
not expected to be of significant impact, this
category was included in this analysis for
completeness considering the easy access to
data for this category.

Travel & Logistics

Travel of employees and athletes related

to races and other events have been taken
into account in a separate category. Travel

by plane, train and boat has been taken by
approximation of travelled kilometres, based
on race schedules. Fuel use for vehicles has
been taken by exact volume amounts if known
but approximated for the category ‘rider cars'
based on race distance and participation
averages. Hotel nights are taken into account.

All vehicles under operation by BEAT Cycling
Club are under lease by a sponsorship lease
deal. According to the Asset-specific method

that the GHG-Protocol prescribes, asset-
specific fuel use should be taken into account.
Since this emission source is expected to

be of significant impact, it is included in this
assessment. For this fast-track assessment, the
emissions associated with the manufacturing of
the car are not included. This subject is further
treated in the discussion and recommendation
chapters.

End of life

The end-of-life of purchased and leased goods
has not been taken into account in this fast-
track assessment. The data accessible within
the time scope of this assessment was too
little and of too low quality to be quantified.
An expected end-of-life scenario has been
added to the quantification of data to give an
expected indication of the end-of-life scenario
but not be quantified.

Results

Total impact

The calculated total emission for BEAT Cycling Club is 79t CO2 (equivalent). However, it should be
noted that, on average, an uncertainty percentage of 46% was present due to the fast-track na-
ture of this study. Taking this into account, the low- and high points of this study are 42t and 116t
of CO2 equivalent emissions, respectively. This is shown in Figure 5 below.

Total Impacts

o 20000 40000 60000 S0000 100000 120000 140000

BEAT Cycling 2022

Figure 5. Total Impact in kg CO2 equivalent. The black dotted line is the midpoint calculation.

If categorized, the division of impact is mostly shared between Purchased Goods and Travel &
Logistics. Their percentual share of emissions are 26.88% and 72.92% respectively. Lastly, the
transportation of goods has an estimated share in emissions of 0.20%, as visualized in the figure
below.
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Impact by Category

Purchas ed Goods

Transport of Items

Travel & Logistics

Figure 6. Impact by Category in kg CO2 equivalent.
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Within the categories, the biggest emission contributors can be identified. For the purchased
goods category, 4 contributors formed roughly 85% of this category. These items are the bikes,
the (spare) wheels and the lunch and dinner portions provided. These contributions are visualized
in the figure below.
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Figure 7. Impact per item in Purchased Goods Category, in kg CO2 equivalent

Though the smallest category overall, the transportation of items has 2 big contributors to the im-
pact within this category, which overall accounts for 0.2% of emissions. The shipping of Maurten
food items (gels and powders) accounts for a cumulative 76.1% in this category. The items follow-
ing the Maurten food items are the bikes, accounting for 11.2% of the shipping category.
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Figure 8. - Impact per item in Transport of ltems Category, in kg CO2 equivalent

Within the biggest emission category, Travel and Logistics, the combined energy input for road
vehicles is the biggest contributor. The team cars, rider cars and truck and camper account for a
combined CO2 equivalent of 35.6 tons CO2, or 61.8% of this category. Rider Cars have the biggest
impact within the road vehicle group. Following, the flights account for 30% of this category, with
boat travel and hotels completing the total impact. Figure 9 shows these elements.
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10000 15000 20000 25000 30000

Impacts by Component Flights

Train
Boat
Hatel
Team Cars
Rider Cars

Bakwagen + Camper

Figure 9. Impact by Iltem in Travel and Logistics Category, in kg CO2 equivalent

Impact per ridden kilometre

Looking at the second functional unit proposed in this assessment: “Running a continental cycling
team per ridden race kilometre for one season’, the calculated impact per ridden race kilometre

comes to 1.12 kg CO2 equivalent.

Discussion

Based on this assessment of the impact of
BEAT Cycling Club we can identify a first set of
emission hotspots and a first indication of their
proportions.

Firstly, the overall division between categories
is interesting. Travel & Logistics forms the
biggest impact by more than double the share
of ‘purchased goods'. Connecting these insights
to the goal of lowering the environmental
impact of BEAT Cycling Club, a good direction
could be to prioritize solutions in this Travel &
Logistics category.

This share of emissions does not come as a
surprise, since one of the biggest operational
tasks for BEAT is to participate in races, to
which a big part of the organisation travels for
approximately 63 races a year. The biggest
impact within this category are the road
vehicles, of which the team cars are hybrid
gasoline cars, but all other are diesel-fueled
cars. What is interesting, is that these road
vehicles are the biggest contributor in this
category despite the fact that their construction
and devaluation are not taken into account in
the scope of this assessment. Including these
is optional, according to the GHG protocol,

but desired. This is highlighted by it being the
biggest influence on the emission of BEAT
Cycling Club, even excluding this information.

Taking into account that the combined
emission caused by flying is caused by, in total,
about 20 return trips, the impact of flying

per instance is very high. Flying exceeds the
team cars and the trucks in its emissions. The
emission of travel by boat, compared to flying
and total road vehicle usage, is relatively low.
However, the usage of boats in this analysis
was low. Looking at the boat as a replacement
for other transportation should thus be done
with caution.

When looking at the transport of purchased
goods, the impact is practically negligible. As
shown in the results, several products make up
most emissions of this category but account for
no hotspots in emission identified.

The Purchased Goods category accounts for
roughly a quarter of the emissions of BEAT
Cycling Club. The wheels and bikes represent
almost half of this category. This could be
attributed to their size and number for a
cycling team, but also due to the fact that
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they are carbon fibre products (Trek, 2021).

A relatively high impact here was expected
and the bikes have been a topic of discussion
on sustainability in cycling before. Less
expected was the impact caused by the meals
provided for athletes and staff on race days.
They account for over a third of this category.
Lunch and dinner combined thus exceed the
assembled new bikes purchased each year as
an unexpected result. This surprise makes it
an interesting topic to bring to attention. The
fact that people eat food can not be changed,
but the way food is treated can be taken into
account in organisations.

Furthermore, interesting results can be found
in the bidon bottle assessment. In the full
scope of emissions, the bidon bottles only
account for 0.8% of emissions. Still, the bidon
bottles are often the subject of discussion on
sustainability in cycling. The emission impact of
bidon bottles might be low, further impact here
is not visible. Traditionally, bidon bottles were
thrown away on the roadside during races. The
local impacts created by this behaviour are not
reflected in this calculation.

The GHG protocol asks to account for
environmental emissions for objects in full in
the year of purchase of the products. An LCA
takes into account the number of products
per functional unit. An exemplary discussion
point is the accounting for the bikes and
wheels used. For BEAT Cycling Club, bikes are
often used for one year and then sold to a
second owner. It could be argued that due to
the lifetime of a bike, only part of the life-cycle
emissions of a bike are accounted to the team.
However, BEAT Cycling Club is a decision-
maker that every year orders many bikes. The
GHG protocol requires reporting in which the
organisation takes full accountability for the
impact of a purchase in the year of purchase.
For this calculation, the latter option is used,
to match the mentality that BEAT Cycling Club
has mentioned for their sustainability action,
to take responsibility. This topic is, however, an
important subject of discussion for validation,
as further explained in the next section.

As previously mentioned, the end-of-life
emissions for these purchased goods are not
taken directly into account in this assessment.
Not enough information was available to
calculate this impact but it brought about
internal discussions, like the one described
above.

The impact per ridden race kilometre in this
study is now just an individual number that
cannot be compared to other data or be used
as a comparison number. It is however a
valuable base number for future referencing.

Validation

To validate the scope of this assessment and

to provide further insights into the identified

hotspots and their origin and the possibilities

to lower these impacts, validation sessions

have been scheduled, but not yet executed,

with two experts.

+ Benjamin Barret
Sustainability Consultant for the Union
Cycliste Internationale and IEMA
(International Executive Master of Auditing)
member. Combining his insights into
developing assessments and the cycling
industry from the UCI perspective will help
develop this assessment.

Erik Bronsvoort

Sustainability manager in a sports context
and writer of the book ‘From Marginal
Gains to a Circular Revolution’. Knowledge
about circularity and in-depth knowledge
about sustainability in bikes particularly

is an interesting lens to reflect on this
assessment.

Validation was executed to spot inconsistencies
and verify elements like the scope. The general
attitude towards this calculations was positive
in both scope and quality of the conducted
LCA. Since very few calculations have been
done, it was commented that going beyond
just scope 1 and 2 was valueable and that this
is a good basis for further tracking practices.
Further recommendations are added on the
following page.

LCA-based Recommendations

The general recommendation of this

assessment is to use the identified hotspots

and their share of total emissions as a guideline

to prioritize action in the sustainability strategy

of BEAT Cycling Club. They should be used

as guides and references. They should be

used to inform and not to blindly follow. In

this assessment, many elements rely on the

responsibility (not) taken by an organisation like

BEAT Cycling Club. Examples of responsibility

topics are:

+ Food. As treated in the discussions chapter,
the provided lunches and dinners form
a significant share of emissions for BEAT
Cycling Club. The fact people need food
cannot be changed, so eliminating food is
not a realistic option. Lowering emissions
by food by making different choices like
plant-based diets could be a solution space
for BEAT Cycling. The way reporting is now
set up, however, would allow organisations
to tell riders to bring their own lunch.
This would yield lower emissions for the
organisation but would not bring about
change. It is recommended that BEAT
Cycling Club takes a second look at their
operations in light of this observation
and sets clear boundaries on how far its
accountability spreads.
The fact that the inclusion of manufacturing
and devaluation of leased assets is optional
in the GHG protocol incentivises leasing
objects for companies that want to report
lower emissions. In light of this observation,
manufacturing and devaluation of leased
items should transparently be added to the
assessments and taken responsibility for in
any further assessments.

Furthermore, an important recommendation

is in light of the overall goal of this GHG
assessment. The goal of identifying emission
hotspots to set priority and inform a
sustainability strategy and roadmap is good

but it should not be the only method to identify
emissions. The example of bidon bottles having
a local impact that is not reflected in these
emission numbers, for example.

The impact per kilometre is a very interesting
metric to use for comparison between years
or organisations and should be used for that
in the future. Furthermore, it could also be
used slightly more dynamically for planning
purposes. Race calendars could be modelled
with race participation, distance and travel
beforehand and the change in expected impact
could help decide which races to ride or skip
if sustainability motives are taken into account
while planning.
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3.2 DEMONSTRATOR: THE IMPACT OF FOOD

As introduced in the previous chapter, food is a significant contributor to BEAT Cycling Clubs envi-
ronmental impact. As a means of demonstration, this section highlights a way to lower the impact

of food for BEAT Cycling Club.

The food-related impact is the impact caused
by the food before, during and after the races
that is provided by BEAT to the athletes. The
estimated share of food is roughly 10% of the
total impact in the LCA presented. Within the
food category, most impact is caused by the
meals provided to the athletes on race days,
mostly post-race meals but also including
breakfast and dinner in hotels. Dietary
change can play a significant role in reducing
the impact of agriculture on global warming
potential (Meyer & Reguant-Closa, 2017) and
should thus be explored for these meals
provided by BEAT.

In collaboration with the team dietician,
better insight was generated into what meals
BEAT provides and how. The most important
takeaways for the food provision as currently
used:
+ The team dietician provides each rider with
a post-race meal, often prepared and eaten
in the team bus/camper directly after the
race.

On race days where riders come from
home and go home immediately after the
race (Close-to-home races), BEAT does not
always provide breakfast and dinner but
does provide a recommendation for the
macronutrients taken in.

On all other race days, where BEAT resides
in hotels, breakfast and dinner are often
provided by the hotel or race organisation.
BEAT requests the caterers to provide a
nutritional meal that fits the athletic needs
of the riders in accordance with the team
dietician.

In addition to the provided meals and race
food, supplements are provided by BEAT.
Examples of this are providing extra food
like protein-rich dairy before rest/sleep.

To further explore the possibilities to make

a change in these actions, the next section

will provide some background and theory on
sustainability in food choices and food choices
for athletic performance.

Sustainability and Food

In a brief overview, the next section will explain
the relationship between sustainability and
food choices. When considering sustainability
in food, the production and transportation of
the food influence the associated emissions. A
common finding is that vegetarian meals have
a considerably lower environmental impact
than meat- or animal-based meals (Takacs &
Borrion, 2020). The notion that the production
of animal proteins are associated with higher
Greenhouse Gas emission than plant-based
alternatives is further acknowledged by
Reguant-Closa et al. (2020). With this, they
have the highest improvement potential. These
alterations in diet are thus the most interesting
to look at in this scope. Other phases of the
catering supply, like storage and preparation,
seem to have lower improvement potentials
than changing diet composition (Takacs &
Borrion, 2020).

To provide an estimation of the difference

in impact between dinner meals regarding
sustainability, the study of Takacs et al. (2022)
provides some insight. Comparing 13 meals,
they did a Life Cycle Analysis. Vegan meals had
the lowest Global Warming Potential (GWP) in
kg CO2 equivalent. Vegetarian meals had, on
average, an impact that is 3 times higher than
the vegan alternative, where meat-based meals
had a 13 times higher impact. What should

be taken into account is the context of this
study, given BEAT exists in the context of high-
performance sports. Meals in this study were
selected as a meal portion and not meant to be
consumed with the primary goal of consuming
a certain amount of calories, protein or

other nutrients. In sports, this exact goal and
composition of the meal are more important.

This protein intake is a more important
subject for athletes than for the average
person. The protein intake recommendation
for athletes is about 150% to 250% higher
than for non-athletes. Apart from increased
intake, the protein quality is often mentioned
as important. Protein quality is the relative

composition of amino acids presentin a
protein, of which athletes require higher
quality. (Lopez-Martinez et al., 2022)
Considering that protein also forms the biggest
difference in environmental impact, it becomes
apparent that this subject is an important focus
to look at for a changing diet.

Duality of sustainability and health
The choice for animal-based protein is often
made with the argument that the protein
quality and amino acids completeness is best
achieved with animal-based protein. Reguant-
Closa et al. (2020) mention several studies
that treat this statement and suggest that
plant-based alternatives can provide both
high efficiency and low environmental impact.
They do mention that whole intact protein
from animal sources could work better than
isolates in plant sources. Recommended is a
reduction in animal protein, replaced by an
increasing plant-based strategy to lower the
environmental impact. It should be kept in
mind that an increased overall protein intake
compared to non-athletes stays important for
athletes.

Novel alternatives that are more
environmentally friendly are interesting to use
as supplements, even though protein quality
generally is lower in plants than in animals.
They bring other advantages that help with
oxidative stress in exercise and can still supply
enough protein to the athletes when meals
are composed properly (Lopez-Martinez et al.,
2022).

The change for BEAT

Where is this highest improvement potential
for BEAT? The food consumed during the

race is mostly plant-based and is the hardest
to change for BEAT Cycling Club due to its
limited influence on the composition of sports
nutrition in the short term. Little is known
about the exact impact of this pre-packaged
nutrition’s impact. For the impact for BEAT in
this demonstrator, it would be better to look at
a known food element: the meals provided.

For this example we use a day during a multi
stage race, in this case the equivalent of stage
1in the ZLM Tour of 2023, 202.5km flat terrain.
In accordance with the dietitian of BEAT cycling,
the most important subjects are the consumed
calories and the division between fat, protein

and carbohydrates, which should be 20%, 10%
and 70%, respectively. Protein intake is also
determined by a 1.6g/kg body weight rule of
thumb.

The main meals provided, as introduced
before, are:

Breakfast

Race nutrition
Post-race meal
Dinner

Protein before bed

Uik W=

Dinner and post-race meals are similar in
composition.

To take a look at the difference a vegetarian
meal could make in regards to a meat-based
meal for BEAT, the calculations of Takacs et al.
(Takacs et al.,, 2022) are used. A beef chilli and
a vegetarian chilli are compared, in which the
beef is replaced by a meat alternative and an
increased amount of legumes.
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The comparison in this study needs to

overcome two clear difficulties:

+ For the meals that are known to be suitable
for BEAT, no study data exists about their

environmental impact.

For the meals that are compared in the
study by Takacs et al. (2022), it is not known
whether the meals form a representative
meal for BEAT Cycling Club.

To bridge the gap between these challenges,
the nutritional values of macronutrients
(carbohydrates, fats, protein) were calculated
for both the meals used in the study as well as
a recipe known to be used within BEAT Cycling
Club. Using a food composition calculation

The difference in Global Warming Potential

(GWP) between beef- and vegetarian chilli

found by the research of Takacs et al. (2022)
was very big, partly to be explained by beef

being the most impactful meat (Meyer &

Reguant-Closa, 2017; Takacs et al., 2022). The
vegetarian chilli had a GWP of 0.44 kg CO2-
eq, whereas the beef chilli had a roughly ten

times higher impact with 4.97 kg CO2-eq.
When chicken-based meals in the study were

tool (Cronometer), the compositions shown

in Figure 10 are calculated. Slight differences
are noticed in the three macronutrients but
are deemed sufficient for the scope of this
study, which is to create a demonstrator for the

environmental impact that sketches a possible  2018).
improvement. Furthermore, they fit the

distributions of macronutrients as known to be

good by the known meal for BEAT, the wraps.

Beef Chilli

Vegetarian chili

compared to meals without meat alternatives
but other substitutes, they had an impact

that was between 3 and 7 times higher (0.78
kg CO2-eq compared to 0.27 kg and 0.11 kg
(vegan)). In both meat meals, the meat was the
biggest contributor to the GWP.

When comparing cow milk to alternative

soy milk, the impact is clear too. Cow milk is
associated with 3.15 kg CO2-eq, compared to
0.98 kg CO2-eq for soy milk (Poore & Nemecek,

Nutrition Information

Nutrition Information

Per 1 full recipe
%Reference Intake RI

Per 1 full recipe
%Reference Intake RI

Wraps

Nutrition Information

Per 1 Serving — 484g

%Reference Intake Rl

Energy 2917.1kJ / 696.7 keal 35 % Energy 3275.2kJ 1 782.3 keal 39 % Energy 2920.9kJ / 6976 kcal 35 9%
Fat (2169 31 % Fat (2519) %% = (1639) 2%
Of which Saturates 49 42 % Of which Saturates g 41% Of which Saturates a9 36 %
Of which 03g Of which 02g Of which 03g
Mono-unsaturates Mono-unsaturates IMono-unsaturates
Of which 03g Of which 039 Of which 074g
Poly-unsaturates Poly-unsaturates Poly-unsaturates
Carbohydrate (39 9 g) Carbohydrate (97 2 Q) Carbohydrate ( 98 gb
Of which Sugars 6.3g Of which Sugars g Of which Sugars ﬁb‘ﬁ
Of which Starches 822¢q Of which Starches 8486¢g Of which Starches 08g
Fibre 489 Fibre 529 Fibre
Protein (3489 70% Protein (3299 e8% Protein (79  13%
Salt 4qg 7% Salt 14a 23 % Salt 3g 50 %
Vitamin C 174 mg 22 % Vitamin C 10 mg 12 % Vitamin C 18.5 mg 23 9%
Vitamin A 442 ug 5 % Vitamin A 233 g 3% Vitamin A 1217 ug 15 %
Calcium 54.4 mg 8% Calcium 69 mg 9% Calcium 45.7 mg 8 %
Iron 51mg 37 % Iron 53 mg 38 % Iron 1.7 mg 12 %

* Reference Intake Values are based on a 2,000 calorie diet
Your daily values may be higher or lower depending on your
calorie needs

Per Serving E.

* Reference Intake Values are based on a 2,000 calorie diet
Your daily values may be highar or lower depending on your
calorie needs.

Per Serving E.

* Reference Intake Values are based on a 2,000 calerie diet.
Your daily values may be higher or lower depending on your
calorie needs

Per Serving E.

Full Info at cronometer.com </>

Full Info at cronometer.com <f>

Full Info at cronometer.com <>

Figure 10. Nutrition information comparison between meals. Produced with Cronometer.

To provide a calculation that demonstrates

the possible impact of switching to vegetarian

meals, the following assumptions are made:

+ Two meals are provided per race day that
fit the above-described opportunity to be

altered.

One of those meals is beef, the other meal

is chicken-based.

The change in this demonstrator is easy and

thus easy to follow:

+ Swap out meats for a meat substitute/
alternative. In the Netherlands, they are
widely available.

Supplement the meal with some protein
rich vegetables like legumes when the
meat alternative does not provide enough

Each rider, on average, gets the same protein.

portion size.

Swap dairy for plant-based dairy.

For 500g of yoghurt, 1L of cow milk is used.  These 3 small switches made a big difference
A similar protein content is achieved with 1L in the impact caused by the meal. For

of soy milk as a substitute.

proper results the team dietician should do

The difference in emissions per athlete per day  research into the exact and detailed nutrient

and per season is shown in Figure 11 and 12.

compositions of the meal.

Animal-based (in kg CO,-eq) Plant-based/vegetarian (in

kg COz-eq)
Chilli-meal 497 0.44
Chicken-meal 0.78 0.27
Evening Protein 3.15 0.98
Total per athlete per race 8.90 kg COs-eq 1.69 kg COzeq
day
Avg # of races per athlete 33
per year
Athletes 15x
Total number of meal-sets 495
Total impact per season 4405 kg COz-eq 837 kg COz-eq
(total meal sets x emission
per athlete per race day)
Figure 11. Impact comparison between animal- and plant-based race day diet

Taking this example, a total
of 3568 kg CO2-eq could
theoretically be saved by
switching the recovery meal,
dinner and evening protein
with plant-based alternatives.
This is just shy of 5% of the
total estimated emission of

BEAT cycling club in 2022. This

decrease can be achieved by

just changing the choices made
in just a few ingredients chosen.

Plant-based diet -

0 1 2 3 4 5
Impact per season
(x1000 kg CO2 eq.)

Figure 12. Impact comparison between animal- and plant-based race day diet
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3.3 ROADMAPPING

This chapter treats the creation of the roadmaps
in this thesis. After introducing the scope, the
end results will be presented first, after which
further explanation will follow.

As described in the project brief in Appendix A,
BEAT Cycling Club was specifically looking for a
roadmap for the future. With this, they wanted
both a vision and a strategy to work on sus-
tainability. The design roadmapping theory of
Simonse (2017) is a perfect fit for this. Design
roadmapping combines the elements vision and
strategy and helps communicate this to BEAT Cy-
cling club for both internal and external use.

As explained in this report, this project focuses
on the professional cycling team of BEAT Cycling
Club. Though initially scoped to only include

the operations of this team, the scope for the
strategy, vision and roadmaps is slightly larger,
including some club elements like the shop and
clothing. The reason for including those themes
is that they are an essential asset for BEAT to
keep on running the continental cycling team

and generate both revenues as well as exposure
and fandom. Thus considering their opportunity
for strategic usefulness, they are included in the
vision and roadmaps. To keep the scope of the
full project both feasible and detailed where it
matters, the elaboration on those topics will be
more superficial.
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3.4 ROADMAPPING THEQRY

In this project, BEAT Cycling Club is looking for a sustainability strategy. This strategy is meant as
guidance over time, for the future. By definition, strategy is a look to the future to, for example,
stay relevant, be prepared, know what to do and create consensus within an organization. A good
strategy not only provides guidance over time, but also for dynamic development of the goal and

context, as also stated by Simonse (2017).

To link this chapter to the project approach as mentioned in the
introduction of this thesis, the process of design roadmapping

as will be executed further on in this thesis, perfectly fits into the
iterative loop of Create and Catalyze, where interventions and
ideas are found that help move towards the goal by prioritizing
certain actions. Accordingly, these findings converge to show
what the new future vision looks like and to tell the story, with

room to iterate between these two often. (Design Council, 2021).

As a methodology for the roadmapping
process in this project, the methodology of
Simonse (2017) is used. Her methodology
describes 3 phases, which contain underlying
diverging and converging activies:

The Value Mapping phase. The first phase
in the roadmapping process is valuemap-
ping. By using (trend) research and obser-
vation insights, value drivers can be created
and eventually transformed into a future

vision, through the future visioning process.

The value drivers building the vision are the
benefits that come from value wishes that
express a desired end state and fulfills the
identified dilemmas in research.

The value mapping phase shares similari-
ties with the roadmap elements introduced
by Phaal & Muller (2009), called ‘strategic
perspectives’. They create the ‘why’ and
describe the purpose of the roadmap ele-
ments. This includes the needs, the drivers
and the general strategy.

The idea mapping phase seeks to further
solve problems identified and play into
future expectations. In a design roadmap
that is technology or product based, this
often involves a clear method of technology
scouting to diverge the future opportuni-
ties. Other than that, this phase treats the
possible solutions, mapped over time.,

Phaal & Muller (2009) describe this in more
detail in their segment labelled Design,
Development & Production Perspectives.
These perspectives in the roadmap de-
scribe the form, function and performance
of the more tangible systems that need

to be developed to respond to the future
vision and the ‘why’.

Pathway mapping. In this phase of the
design roadmapping process, the empha-
sis is put on answering ‘how’ to respond
to the identified solutions and visions of
the previous phases. It involves linking the
elements previously identified and tuning

the constraints within how they need to be
solved. Furthermore, the visualization here
comes into play.

As before, Phaal & Muller (2009) have a
similar perspective to this phase that is an
element of their roadmap. The Technology
& Research perspective in their cases also
answers the “how” question and treats the
knowledge-based research outcomes, the
financial constrants and the partnerships
and resources needed to executed the
roadmap elements.

As roadmapping could be seen as a visualiza-
tion methodology for strategies, it should be
noted that the visualization is not the main
goal, but is necessary to facilitate communica-
tion of the strategy and to reflect the content
(Kerr & Phaal, 2015). By making the roadmap(s)
tempting to look at it invites the reader to take
in the information and make complicated strat-
egies less daunting.

Additionally, it should be noted that though
the roadmaps are rooted in a future vision

and scenario and their accompanying strate-
gy, the future will not always be as planned. A
roadmap can be an evolving document that is
adjusted with the identification of new develop-
ments or information (Ahola et al.,, 2010).

Two Roadmaps

Two roadmaps will be created in this thesis, a
strategic and a tactical roadmap. The strategic
roadmap is meant to communicate the story
of the innovation strategy and vision. The
tactical roadmap elaborates on this with details
for execution and showing cross-functional
elements of the vision and strategy.

In context of BEAT Cycling Club. The goal of the roadmaps is to embody the future vi-
sion and strategy for both internal use as well as external communication purposes. It
should systematically describe the envisioned opportunities, progress and future and

the steps to be taken to arrive there.
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ROADMAP
DUURZAAMHEID

“BEAT Cycling Club
wil onderdeel zijn
van duurzame
oplossingen, niet
onderdeel van het
probleem.”

Voorkomen, verminderen
en de rest compenseren.
In die volgorde.

BEAT the WASTE
Bewust omgaan met
de grondstoffen.

Wees onderdeel van
de oplossing. BEAT
als partner en inspiratie.

WERKWIJZE

HORIZON 1

TRANSPARANTE VERHALENVERTELLER

P AT Cycling Club gaat door met het verbreken van de

status quo in de stugge wielerwereld. Door te werken aan
transparantie en het delen van informatie timmert BEAT
aan de inspiratie van anderen, een echte voorbeeldploeg
op duurzaamheid.

Door een goed systeem achter de schermen kan BEAT
dynamisch maar gestructureerd aan de slag met
duurzaamheid. Dit betekent dat naast een nieuw ritme er
wordt gewerkt aan impact hotspots die prioriteit
ontvangen. Er blijft veel ruimte voor het grijpen van kansen
die zich aanbieden en het aanpakken van ‘laaghangend
fruit’, de dingen die zonder extreme moeite veranderd
kunnen worden. De interne structuur en cultuur is
essentieel, maar resultaten mogen extern gevierd worden.
Het systeem bereidt ons en onze partners al voor op de
volgende fase.

>

HORIZON 2

In plaats van duurzaamheid ‘doen’, is BEAT nu duurzaam
in het DNA. Dit DNA toont zich en vormt een
inspiratiebron voor andere teams, renners van de club
en de industrie. Als groeiende organisatie is BEAT Cycling
Club een interessante partij om te steunen,
onderscheidend van de rest van het peloton.

De partnergroei helpt nu ook specifiek met het halen van
duurzaamheidsdoelen. Duurzaamheidspartnerships
werken vanaf nu twee kanten op. BEAT helpt hun
partners met duurzaamheid en biedt een platform voor
partners om hun innovatie te zetten. BEAT is niet bang
om een pilotploeg van nieuwe technologie te zijn en
werkt hierin actief samen met partners, zoals de
materiaalsponsoren.

De impact die BEAT nog niet duurzaam heeft gekregen
wordt nu gecompenseerd.

ENTHOUSIASTE SAMENWERKER

} Achter de schermen heeft BEAT z'n eigen

HORIZON 3

AMBEATIEUZE INNOVATIE PUSHER

duurzaamheids programma inmiddels heel strak
op orde. Dat is echter geen reden om te stoppen
met innoveren en werken aan duurzaamheid. De
innovatie van BEAT maakt het voor anderen
mogelijk om eenvoudig te volgen. Professioneel
wielrennen moet volgens BEAT vanaf nu
onderdeel van de oplossing van het
klimaatprobleem worden als zichtbaar voorbeeld
voor de maatschappij. BEAT jaagt deze
verandering hard aan en maakt statements om
verandering te bewerkstelligen.

Volledige Circulariteit en de material flow vormen
de laatste grote uitdagingen voor BEAT zelf, waar
hier de focus op ligt.

Dynamisch en Systematisch

@

Durven een pilotploeg te zijn en samen te werken

Blijven innoveren

SEMENEIE Proberen Awareness

Kansen
Pakken

B=AT

CYCLING CLUB




TACTICAL ROADMAP

TRANSPARANTE VERHALENVERTELLER

Transparantie en Communicatie

FUCUS &
WERKWIJIE

Dynamisch
EN
Systematisch

Kansen pakken Structuur en Begrip

Te team

Restanten compenseren

ENTHOUSIASTE SAMENWERKER

Durven een Pilotploeg te zijn

Samenwerking Uitdagingen aangaan

2 0 Lo O
Duurzaam 5 ql_rﬂ'lm K@ Tweezijdige

DNA Partnerships

Oplossingsgericht

Club (direct)

NET ZERD

Beleidsvorming &
innovatie pushen
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In die volgorde.
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Bewust omgaan met de oplossing. BEAT
de grondstoffen. als inspiratie en partner.




Cluster Insights

To create a foundation on which the roadmaps
and the vision can be built, the wide variety

of insights, dilemmas and wishes identified
throughout the project need to be clustered
and ordered. In the case of this roadmapping
procedure, this is done by the following steps:

First of all, as explained previously, throughout
this project all ideas, stories, observations, etc.
are captured. Some of these insights automati-
cally could be formulated as strategic value op-
portunities, whereas others were more trend-

like or formulated as dilemmas or problems.

From these, categories and themes could be
Created that relate to each other or show pat-
terns. As proposed by Simonse (2017), these
are created as Value Wishes.

Value wishes in this case describe a desired
end-state or dilemma. After having created
these value ‘wishes' these can be turned into
value drivers, as explained in the next section.
The value wishes and drivers are shown in
Figure 13.

The Money
Question /
Dilemma's

The Money
Question /
Dilemma's

Value
Wishes

We wish to
take our
Responsibility

environment

Barriers
S
benefits

Tracking
Difficulties

Status

Quo
Industry

"Regulatory"
action

Mismatch
between
sports and
environment

Can we make
sure road
cycling doesn't
disappear?

Solve the
Organisational
Challenges

Rolling up
the sleeves,
getto
action

F*ck the
status
quo

Dynamic &
Structured
way of
operating

Let
sustainability
grow

Industry

(in)Action

Value
Drivers

Transparency

Responsibility

Collaboration

Innovation

Influence

AmBEATie

Figure 13.
Value Wishes and
Value Drivers
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Vision

The most important part of this roadmap is
the general strategy for BEAT Cycling Club, this
strategy is reflected in the vision for BEAT in
each horizon. To arrive at these horizons and
visions, the Future Visioning steps as described
by Simonse (2017) are followed.

First of all, value desires and wishes were writ-
ten down. The concluding desires and wishes
are shown in the previous section in Figure
13. These value desires eventually describe

a desired end state in which the value fulfils

a dilemma or fits in a solution or opportunity
space.

Some of these value wishes were written down
explicitly as a wish, some were identified as
“ideas on how users and organisations are”
(Simonse, 2017) and taken from insight clusters
or implicit knowledge gained throughout the
project.

These value wishes were eventually combined
to value drivers after categorization. These val-
ue drivers form the basis for the three horizon
visions. And the general vision for the role of
BEAT. These value drivers are:

Show what BEAT is doing, the good, the bad and the ugly. Being transparent helps to
create awareness and eventually enables others to follow or to get inspired. Transpar-

ency is essential to fight greenwashing and allow people from outside the organisation
to see and comment on what you are doing. Transparency keeps you sharp and allows
to explain differences between organisations or projects.

Sustainability can't be done alone and it would be a waste if everyone has to invent the
wheel simultaneously and individually. Having a connection to transparency, collaboration

as a value driver emphasizes that sustainability is a topic that BEAT believes is an industry
problem, not an individual problem, like for example poor athlete performance. A sustain-
ability program should enable others to progress and is not a competitive advantage for
just 1 team. It fits the DNA of BEAT of ‘roll up your sleeves”.

Innovation as a (value) driver lies at the heart of BEAT. Originating from an innovation of
the traditional business model in professional sports, BEAT internalized not conforming to
the status quo as their personality. It fits the methodology with which BEAT kickstarted its
sustainability journey: by capitalizing on opportunities and working in a dynamic fashion.
The need for structure in innovation as a wish rises as the sustainability plans grow and this
corresponding strategy develops further.

Influence builds upon value drivers of transparency and collaboration and originated

from similar wishes and dilemmas but has a different focus. This dependency on previous
drivers is reflected in the ambition to spread sustainability as a topic in cycling. The influ-
ence meant in this value is aimed at multiple targets. First of all, the influence on others,
the industry and competitors, is meant, by showing what is possible and asking for change.
Closely related to the influence on regulation and being the voice of sustainability. Lastly,
influence is relevant in the scope of influence on fans and people watching cycling races.

RESPONSIBILI

Take our responsibility. This was the original motivator stated by BEAT Cycling Club at the
start of the sustainability projects. Caring about the climate and having realised that cycling
needs to change are the most important values for BEAT. As an underlying wish that cycling

Aim for the stars. Pressing on the importance placed on the sustainability efforts, ambition
as a value rises from the wish to go faster and place more importance on sustainability.
Doing things right and aiming for results drive this value which, preferably, also applies as
something that should infect the entire cycling industry. BEAT can use its voice to speak up
and challenge governing bodies like the UCI.

stays in existence for BEAT and for generations to come, this value driver embodies the
desire for change.




Of these value drivers, three distinctive pairs
can be created that fuel the vision of BEAT and
the three horizons that, in order, can treat all
value drivers for BEAT. These pairs are also
visualized by the connecting lines in Figure 10.
The process of translating insights gathered
into a set of values that drive a vision and a
multi-stage strategy has been iterated several
times, sculpting the value drivers into the set
described before. This iterative process of cre-
ating hand-written roadmaps helps in under-
standing the underlying values of the insights
and getting to the core of clusters. The most
noteworthy iterations have been related to the
translation of a roadmap that is fully aimed

at improving the organisation of BEAT Cycling
Club to include the scope and influence it has
on outside organisations and people.

General Vision:

Being part of the solution, not the problem.
The general vision for BEAT Cycling Club is
themed ‘being part of the solution’. Being part

Horizon 1

Figure 14. Overlapping Horizons

Horizon 2

of the solution does not only reflect on the own
transformation BEAT is willing to undertake and
explore, it also emphasises a role for BEAT in
the bigger picture of sustainability and compet-
itive cycling. Building a platform for sustainabil-
ity in which inspiration and collaboration with
the cycling industry, partners and competitors
are central is the overarching theme of the 3
horizons that accompany this vision in more
detail for the roadmap.

Three horizons were created. These horizons
are formulated independently and seem to
stick to their timeframes as indicated. However,
they are not mutually exclusive, as generally
visualized in Figure 14 below. Foundations for
new horizons are built before and the influence
and completed horizons impact the next hori-
zon as well.

The horizons are built upon the value drivers
mentioned before and written as a ‘role de-
scription’. These roles are the way in which
BEAT will primarily operate in this horizon.

. Horizon 3
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4. CGREATE & CATALYSE
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CHAPTER APPROACH

This chapter combines two of the important phases of the process: Create and Catalyze. In this
chapter the focus will be more on the ‘results’ and their argumentation. It descriped the resulst of
the generated interventions and ideas, as well as how they combine into the design. The roadmap
and playbook were developed in a most iterative manner, testing and changing things on the go
while taking the end result and goal in mind. The end of the catalyzation marks the current vision
and the current versions of the roadmaps and the playbook.
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4.1 ROADMAPPING HORIZONS

This section contains the further explanations into the horizons and their elements that form the
vision of the roadmap. Furthermore, other design elements of the roadmap will be explained and
detailed, like the visual design and timepacing.

Horizon 1 - Transparent Storyteller

The goal in this horizon is to keep the momen-
tum of sustainability efforts for BEAT going,
while improving the internal efforts. In the
theme of ‘getting your own home in order,

it is important to keep working on structure

of BEAT. The roadmaps and playbook of this
project are the first stept, but efforts should
continue by building structure and working on
the identified hotspots from the LCA. There
first efforts are still very innovative steps in the
status quo cycling world and thus interesting to
tell about.

Dynamic & systematic

Since sustainability is relatively new for BEAT
Cycling Club but it has been expressed that
they want to increase efforts, taking opportu-
nities that arrive is very important. The new-
ness of the project brings certain limitations

to the organisation, like a limited budget or
available hours of work. Because of this, ‘taking
opportunities' is one of the actions tied to this
horizon. Being open and available to dynami-
cally respond to opportunities that organically
arrive allows for the possibility to keep working
on sustainability without much organisation
and planning effort. (New) partners that offer
solutions to sustainability problems should be
embraced and given a podium to tell the story.
Meanwhile, BEAT can keep working on building
its sustainability practice behind the screen.
Improving processes like GHG accounting is im-
portant to prepare BEAT for the next horizons
in which own initiaves will play a bigger role.
This does not only improve efficiency but also
internal knowledge of the situation and oppor-
tunities at BEAT Cycling.

Transparency

Though implemented with limited resources,
the steps BEAT will take in this horizon are still
very innovative for the cycling industry. The role
BEAT has as a professional sports organisation
with the accompanying exposure can be used
here. To create awareness for sustainability
efforts and improve the carbon literacy of the
industry, any story can and should be told
transparently. This is the phase in which organi-
sations can learn from wins, but also from clear
losses in the transition. Since most actions for
BEAT are new too, sharing stories transparently
also allows for a peer-checking mechanism in

which mistakes can be identified from outside
of the organisation, also for BEAT to learn from.

Responsibility

Taking responsibility was the initial motivator to
start sustainability efforts for BEAT. This hori-
zon is the first chance to start working on this
wish. Taking responsibility for BEAT's actions

by working on the structure, understanding
and culture to develop new ways of working for
BEAT and the industry. As stated before, keep-
ing this to themselves at first, but talking about
it externally is the first step.

TRANSPARENT STORYTELLER

Figure 15. Horizon 1 Visualization
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Horizon 2 - Enthusiastic collaborator

The second horizon is meant to start when
BEAT has completed the steps from the first
horizon and got its internal operations struc-
tured and fully involved with sustainability.
Instead of actively having to think about every
sustainability action with much effort, sustain-
ability is now part of the BEAT DNA and re-
quires less effort. BEAT is expected to grow as
an organisation and professional team in this
phase, with this growing team, exposure grows
too. BEAT is now a source of inspiration for the
industry.

Collaboration

With the growth of BEAT, the ecosystem of
partners also grows. This growth, partly made
possible by the distinguishing sustainability
projects of BEAT now supports these projects
both with financial as well as professional
resources. In return, BEAT helps its partners
develop sustainability programs as well. Pro-
viding insights and experience, BEAT becomes
a co-creator of sustainable products and

programs. With collaboration, barriers can be
turned into benefits and opportunities with-
in the ecosystem of partners that BEAT has
collected. This ecosystem allows for a form of
cross-pollination and inspiration.

Innovation

As described above, BEAT becomes an innova-
tion partner to its sponsors and network. These
partnerships can take shape in many ways. In
all scenarios though, BEAT will be happy to be
a 'pilot team’, willing to try and experiment. The
ability for BEAT to openly test new solutions
with their visible professional team, as well as
their matured club with thousands of mem-
bers. This way, BEAT gets to benefit from their
strengths and distinguishing club features to
help themselves and their partners to improve.

ENTHOUSIASTIC COLLABORATOR

Figure 16. Horizon 2 Visualization

AMBITIOUS INNOVATION PUSHER

Figure 17. Horizon 3 Visualization

Horizon 3 - Ambitious Innovation Pusher

This horizon is the furthest from now. When
the previous horizons have been executed
correctly, BEAT and its network have now made
significant steps in sustainability and reduced
their impact on the climate. Though internally,
BEAT is now ready to keep on tackling the last
problems, the hardest projects remain and
take shape in projects that are less focussed
on impact reduction, but also at a model that

is sustainable at its core. A more circular ap-
proach to sustainability will now need to feed
the efforts of BEAT Cycling Club and the ecosys-
tem.

Influence

On the other side, BEAT has established itself
as the leading team and front of sustainability
in cycling. This leadership position can be used
to push innovation in the industry by shifting
the focus to influencing others. Internal proj-
ects will run throughout the industry but for
the most significant developments, governing
organizations like the UCI will need to take a
firm stand. BEAT will use its position of influ-

ence to take its stand and openly challenge
decision-makers and industry to move forward
most ambitiously.

AmBEATIe / Ambition

From now on, professional cycling, at least
within BEAT, must be able to be identified as
part of the solution for sustainability, not part
of the problem. However, this is not a reason
to stop. BEAT expresses its ambition to keep
innovating and improving. As mentioned above,
the hardest problems will remain and the aim
should be to solve these to. Do it right. Doing it
right might mean improving on solutions that
have been implemented before, taking it to the
next level and increasing responsibility.

B



]

Goal and Target Audience

Establishing the goal of the roadmaps and
their target audience is the first essential step.
As described in the project brief, the initial
purpose of the roadmaps was to inform BEAT
Cycling Club behind the screens and provide

a reference point for now and the future. As
the project developed, a shiftin purpose slowly
emerged that links to the insights gathered
that treat transparency and communication, as
explained above.

Furthermore, meetings with the main partners
that sponsor BEAT Cycling Club also showed
their interest in publishing the goals and
roadmaps publicly to show BEAT's plans and
progress and allow outsiders to comment and
aid BEAT. Since these wishes also were part of
the basis for the overall visions for the three
horizons and aligned with the next steps, the

roadmaps were further iterated to take in mind
stakeholders and readers from outside the
organisation.

The strategic roadmap fits this purpose best,
showing the vision and direction intended with-
out going into tiny details that, by itself or with-
out the playbook, might need further explana-
tion to be properly understood. The biggest
iteration shifts working towards this new target
audience are the tone of voice and level of con-
text explanation in the descriptions, contents
hardly changed since they were already built
from and aligned with the vision.

Timepacing

The 3 horizons are time-bound, for indication. The timeframes are divided as follows:

Horizon 1: 2 years (approximately)
Calendar Years 2023 and 2024

Horizon 2: 2 years
2025 and 2026

Horizon 3: 3+ years
2027 to 2030+

These years were chosen for several reasons.
First of all, the duration of horizons was chosen
to not be too long. BEATs wish was to get some
concrete steps in the strategy to work on. By
keeping the horizons relatively short, the ambi-
guity of descriptions and visions could be kept
low and practical.

Secondly, these horizons are aligned with the
internal BEAT 5-year strategy. Most noteworthy,
BEAT had already put into words that they want
to be ‘fully sustainable’ by 2027. Though initially
this was a goal without meaning or understand-
ing in what they meant with it, it helped with
prioritizing the BEAT internal changes towards
the first 2 horizons in this case. The terminol-
ogy 'fully sustainable’ has been adjusted by
using the descriptions from the horizon. Sub-
goals in the tactical roadmap, like reaching net
zero' have been aligned with the BEAT internal
strategy that needs these milestones for other
plans in the 5-year strategy.

Additionally, these 2-3 year time periods were
chosen to allow for optional course adjustment.
Sustainability technology and policy is a rapid-
ly evolving area. To allow for the dynamic but
structured methodology introduced in the first
horizon, timeframes and planning shouldn't

be too strict and too far ahead and allow for
course adjustment.

Finally, the reason for choosing full calendar
years can be tied to the racing seasons for
professional cycling teams. Racing season

align pretty well with the regular calendar year.
Though some preparation for new seasons is
started in the last quarter of a year, most teams
treat seasons as calendar years.

5



Visual Design Strategy

Though producing a visual artwork is not the
main goal of a roadmap, it is important that the
visualization reflects the content and facilitates
a vessel for the communication of the contents
(Kerr & Phaal, 2015). An additional benefit

is that an appealing roadmap design can be
tempting to look at and look less daunting.

As part of the roadmapping methodology of
Simonse (2017), analogies and metaphors that
fit the vision and theme were identified. Exam-
ples of this are the visualisations of the road-
book for the Tour de France, see Figure 18. A
multi-stage design is basically what the road-
maps convey. The map overview is the general
theme and the stage descriptions visualize the
challenge to overcome per race. This analogy is
however so often used in cycling, that the value
of the comparison diminishes and might be
interpreted as a gimmick.

Instead, a more traditional, stylized overview
of the most important topics was chosen.

To increase visual attractiveness and break
overwhelming lists of points. Big elements are
placed that contain simplified icons that cov-
er the main points of each horizon. For visual
coherency, these elements are placed in both
roadmaps.

Initially, the tactical roadmap was a collection
of data points with no clear direction or rela-
tionship. Based on the theory of Kerr & Phaal
(2015), an important reiteration was done.

Figure 18.

Without changing too much on the visual
content and to avoid losing content-related
detail, some minor detailing was put towards
the three factors: Structure, Relationship, and
Direction.

Structure-based, a layout that is more fitting
with the roadmap framework of Phaal & Muller
(2009) was implemented, separating the ‘Why,
the 'How' and the ‘What, as explained in the
roadmapping methodology. To show relation-
ships, crosslinks have been added to the most
noteworthy interdependencies and influenced
factors. On the right, the conclusions and goals
have been prioritized, aligned with the purpose
they have in the roadmap. Direction has been
subtly added to the roadmap by utilizing a
gradient that grows opacity in the direction of
time.

Themes and Topics

For the tactical roadmap, a set of themes and
topics have been selected to treat. The reason
for selecting these themes will be further ex-
plained in the explanations of the playbook in
the next section.
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4.2 PLAYBOOK THEORY

In addition to the roadmaps, which provide a centralised overview of the sustainability strategy,
BEAT was looking for a way to guide implementation beyond a strategy. To fit that need, a ‘play-

book’ will be produced.

By just providing a roadmap, chances are that
the nuance behind the strategy disappears
and that the implementation of the strategy
might not come to fruition. To substantiate the
roadmaps, a ‘playbook’ is added to the design
and deliverable for BEAT Cycling Club.

A playbook, originates from sports as a “book
containing a team's plans for a game” but is
also defined as “a set of rules, suggestions, or
methods that are considered to be suitable
for a particular activity” (Cambridge Dictionary,
n.d.). It will provide background information
and explanation to the pointers on the
roadmap.

Inspiration for the basis of this playbook comes
from multiple sources that created a playbook
or similar information book to substantiate a
strategy or aid implementation. Examples of
this can be found in:

- Graduation Thesis of Anna Vinke, a (former)
fellow student at the TU Delft Faculty of
Industrial Design Engineering, who created
a campaign book (Vinke, 2023).

The nlmtd Green Venture Building
playbook. A playbook meant to explain

an innovation process of Dutch company
nimtd. | was partly responsible for the
production of this playbook in the job role
of a former intern for nimtd (nimtd, 2022).
The 1.5C Business Playbook, a playbook
meant to mobilise CEQOs, board

members and managers to prepare for a
sustainability transition (Johan Falk et al.,
2020).

The social innovation playbook. A very
practical playbook aimed at improving
project development needing social change
(European Commission, 2020).

The goal of the playbook is to substantiate the
strategy from the roadmaps and to provide
more insights into their content as well as into
the execution of specific steps. Furthermore,
this insight and background should help BEAT
staff members understand sustainability and

its value to the organization.

As the roadmaps are built up on the relevant
themes, company sections and projects that
are identified, these subjects should also be
represented in the playbook. Additionally, the
playbook should give a complete picture of
sustainability for BEAT Cycling Club.

Goals
The playbook has several goals it needs to fulfil:

First of all, it is meant to provide background
information about sustainability and with that
inspire the reader to comply and sympathise
with the plans and visions presented further

in the roadmap. To do this, the roadmap takes
inspiration from the way that often is described
as the 'marketing funnel’, in which the following
stages follow each other: awareness, consider-
ation, conversion, loyalty and advocacy. Though
normally used in a context in which potential
customers need to pass through the funnel for
the best results for a company, it does describe
a process in which something new is intro-
duced that a potential customer/reader needs
to be convinced by. A similar model is the AIDA
funnel, containing the stages of Awareness,
Interest, Desire, and Action.

The playbook is set up to walk through this
process. By first creating awareness by intro-
ducing the problems and solutions space to

be followed by reiterating why this proposition
is interesting. The book follows with a more
descriptive version of what is possible to create
desire and helps in the first steps of getting
into the action by explaining the visions and
steps to be taken.

The book has been tailored for the reader to
consider how this book fulfils the goals of the
abovementioned steps. A quick explanation
with some assumptions is provided here.

First of all, the choice for a book. The format
of a (physical) book was chosen to make the

barrier for picking up the book as low as pos-
sible. Not another e-mail with a pdf or a linkin
a social media post. This book is meant to be
something different from that what | observed
to be the normal way of operations at BEAT Cy-
cling Club. Having a book that you can just pick
up and scroll through makes it different.

To help this scrolling behaviour, the AIDA
funnel works well and has been implemented
in multiple ways. An example can be found in
the structure of the book. The book opens with
some general, easy texts with a lot of visuals to
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capture the readers’ attention. Only further on
in the book, detail emerges and more detail is
given.

The book is not meant to be an expert’s guide,
but for anyone that needs to know about or
work on the BEAT sustainability project. A tone
of voice that is direct and to the point, like the
BEAT Cycling Club DNA, was chosen to appeal
to the reader. This book describes all process-
es but does not make them complicated and
keeps difficult explanations at an easily under-
standable level.




DUURZAAMHEID EN KILMAATVERANDERING

Kiimaatverandering kunnen we miet meer ontkennen. We moeten hard aan de slag om
verdere verandering tegen te gaan. Sterker nog het liefst werken we 70 hard dat we de

4.3 THE PLAYBOOK

The following section will go into further detail on the contents of the playbook and their explana-
tions. These explanation will be given per subject of the roadbook.

INTRODUCTORY PAGES - THE WHAT & THE WHY

The playbook opens with Chapter 1 The what
and the why of sustainability. These pages
are meant to inspire and capture the readers’
attention, as well as introduce the topic of the
book. First, the what is introduced by brief-

ly explaining climate change and the role of
sustainability: “meeting the needs of the pres-
ent without compromising the ability of future
generations to meet their own needs” (United
Nations Brundtland Commission, 1987).

What follows is the vision BEAT presents in this
playbook. This vision is a general representa-
tion of the three horizons but provides a look
at a sustainable future for BEAT in a couple

of ways. One of those is framing the vision as

“being part of the solution” for sustainability
problems. As the introduction of this thesis
described, cycling can be an amazing way to
sustainably transport people, but professional
cycling currently is just part of the problem.
Changing that, the status quo in professional
cycling, that is the vision for BEAT Cycling Club.

Tying this to the horizons is the last statement
on this page. This emphasizes that BEAT en-
visions a future in which working together is
essential. Sustainability is not meant as a com-
petitive advantage, but as a project that should
be worked on by everyone.

" DE WIELERSPORT MOET VERANDEREN,

Figure 19. Playbook pages 8-11. Introductory pages

WANT ANDERS VERANDERT HET KLIMAAT DE
WIELERSPORT "

VISIE

Onze visie is een wielerwereld die als geheel onderdeel van de oplossing is voor
duurzaamheidsproblemen, niet onderdeel van het probleem,

Voor BEAT geldt altjd al dat we werken aan een duurzaam model in de wielersport,
op financieel viak, maar ook als we het hebben over het Kimaat. Om als BEAT Cycling
Club onderdeel van de oplossing te zijn, willen wij ons verder ontwikkelen als platform
voor meer dan alleen sportprestaties (Maar ook die mogen er zeker zjn, dat versterkt
elkaar!). De kern van dit platform is een versie van BEAT Cycling Club dat niet als kip

zonder kop aan de slag gaat, maar met een plan. Structureel aan de slag met onszelf,
en met anderen.

Om de wielerwereld te veranderen denken we niet alleen aan onszelf, we willen dat
juist mét anderen doen. Samen kom je verder.

HORIZON 1

Horizon 1 is the product of the wishes of BEAT  sustainability up until now, to a structurally
when formulating and discussing this gradua- sustainable club. Examples are made out of in-
tion thesis and making the first sustainability sights gathered during the project, typical BEAT
steps: understanding sustainability for BEAT terminology like “breaking the status quo” and
and what they are doing. Like all methodol- elements of the horizon.

ogies, this is an important step to take. This

horizon, as described in this report, helps BEAT  Since this horizon is the first one and requires
navigate its first steps into sustainability and immediate action, it has been slightly further
Create some structure, while transparently worked out and introduced, in the playbook as
communicating this with the world. well. The pages describing this follow next.

This is emphasized by a quick comparison
of the changes that can be made by moving
on from ‘low hanging fruits’, like BEAT tackled

Herhaling visie: NAAR
BEAT Cycling Club gaat door met het verbreken van de status quo in de VAN
stugge Door te werken aan transp: en het delen
LAAGHANGEND FRUT EEN STRUCTUREEL DUURZANE
voorbeeldploeg op duurzazmheid WIELERCLUB
Door een goed systeem achter de schermen kan BEAT dynamisch maar
gestructureerd aan de slag met duurzaamheid. Dit betekent dat naast 5 ercul Doorbroke
een nieuw ritme er wordt gewerkt aan impact hotspots die prioriteit tugge wielercultuur @  Doorbroken status quo
ontvangen. Er blift veel ruimte voor het grijpen van kansen die zich aan-
bieden en het aanpakken van ‘laaghangend fruit, de dingen die zonder
extreme moeite veranderd kunnen worden. De interne structuur en cul- G ht o et twe d
tuur is essentieel, maar resultaten mogen extern gevierd worden. Het een inzid eten wat we doen
systeem bereidt ons en onze partners al voor op de volgende fase.
Lukraak Actievoeren @  Acties kiezen met een duidelijk
TRANSPARANTE VERHALENVERTELLER o
Kansen pakken @  Kansen Creeren (voor onszelf en
anderen)
We gaan dus aan de slag met een systeem achter de schermen. Alles
moet klaar staan. We bouwen een weg om duurzaam te zijn, niet du- Dynamisch & Systematisch
urzaam te ‘doen en bij alles moeten nadenken. Met structuur gaat het Achter de Schermen @ Transparant duurzaamheidsplan

straks vanzelf
Onze weg daar naartoe, die vertellen we. ledereen mag (moet]) hiervan
leren, dus dit doen we zo transparant mogelijk

Kansen Structuur
Pakken & Begrip

"

Figure 20. Playbook pages 18-19. Horizon 1
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STRATEGY PAGE

Since one of the big themes of the first horizon is to create a structure and a clear
way of working for BEAT, this is first characterized by a series of overarching topics.
More detailed structuring by theme will be discussed further in the booklet but the
overall theme of the horizon is characterized by a threefold of pages:

One Goal
Three Themes
Four Steps

These subject are intended to be the main references of any sustainability action
or Campaign for BEAT and could be used as a kind of mantra for any employee to
repeat when working on sustainability.

L AN 4

N DOEL

DRIE THEMA'S

VIER STAPPEN

Figure 21. Playbook pages 22-23. Strategy page explanation.

To reiterate the vision and goal, a central principle of operations is offered to the reader of the
playbook. This central principle is the mantra that prioritizes actions and emphasizes that a
hierarchy of importance in messages is present. The principle used is as follows:

Avoid Reduce Offset

This is a slightly simplified version of the hierarchal approach as proposed by the United Nations
in their Sports for Climate Action Framework (Sports for Climate Action Framework, 2016) and

as supported by the UCI (Union Cycliste Internationale, 2021). The simplification made includes
taking the proposed ‘Report’ step from this mantra. This element will be extensively covered
further in the booklet and is thus left out to keep this section in a ‘to-the-point’ tone of voice.

The importance of considering offsetting or compensating as a mitigation step that receives less
priority then avoiding and reusing has historically been neglected or has been unclear (Stevenson,
2020). For that reason it was included in this first section of the playbook. The fit with BEAT Cycling
Club and the importance of ‘one goal' is characterised by embedding sustainability into the DNA
of employees.

BEAT Cycling Club wil een duurzame wielerwereld. Als onderdeel daarvan moeten we zelf een duurzame wielclub
worden. Wij willen de negatieve impact die wij op de aarde hebben verminderen en de positieve invioed die we

hebben vergroten. Zodat BEAT en de aarde kunnen blijven bestaan.
Het leidende principe in duurzaamheid is:

YOORKOM VERMINDER COMPENSEER

VOORKOM

Allereerst willen we voornamelijk voorkomen dat we een slechte invloed hebben op het klimaat. We moeten onszelf
continue blijven afvragen of dingen die we doen écht nodig zijn, of kunnen we deze uitstoot / dit afval / deze impact
voorkomen? Voorkomen heeft de meeste impact.

VERMINDER
Kunnen we het (nog) niet voorkomen? Dan moeten we het zoveel mogelijk verminderen. Verminder bijvoorbeeld de
hoeveelheid grondstoffen die we nodig gebben voor een shirt door gerecycled materiaal te gebruiken.

COMPENSEER

Kunnen we het écht niet voorkomen en niet verminderen? Dan pas kiezen we voor compenseren. Dit is een laatste
redmiddel. Nooit een doel. Door bijvoorbeeld bomen te planten of CO2 op te vangen kunnen we een stukje van
de slechte invloed die wij op het klimaat hadden compenseren en goed maken, maar we hadden liever die bomen
helemaal niet hoeven planten.




THREE THEMES

To categorize the actions taken in the sustainability strategy for BEAT Cycling Club, three theme's
are introduced in the playbook:

+ Emissions
- Waste
+ Influence

They are meant to help provide overview of the themes that are important for sustainability as
well as to provide labels for projects to help communicate and understand the projects done.
This is deducted from the insight cluster ‘actions taken' in which | made multiple observations and
notions that treat the current actions from BEAT. Noteworthy in this case is the outspoken desire
from BEAT for assistance in the understanding of their actions and the variety of actions taken by
them and others. The concrete actions taken are often mostly opportunistic and not organized or
targeted by a theme. This makes some of the sustainability efforts random and unorganized.

Several theme categorizations were considered for BEAT. As guided by the I0C sustainability
guidelines, resource efficiency (for BEAT called ‘waste’ for reasons of familiarity), Emission and
Education (here in the broader way of direct and indirect influence) form the main themes of
starting a sustainability program in sports (I0C, 2018). This guidelines was followed since it was
specifically designed for a sports context where other contenders were more focussed on the
company structure.

EMISSIE

De uitstoot van broeikasgassen versnelt de opwarming van de aarde. CO2 uistoot en andere
processen die omgerekend zijn naar CO2 zijn een nuttige tool om klimaatimpact bij te houden.
Hoe minder uitstoo, hoe beter

AFVAL

Naast uitstoot is er ook nog een andere directe invioed op het milieu om ons heen in het thema
duurzeamheid. Afval en materiaalgebruik zijn de andere kant van het plaatje. Wij willen de gelimiteerde
grondstoffen op aarde goed gebruiken en zo min mogelijk afval produceren.

DRIE THEMA'S INVLOED

Een minder tastbaar thema in duurzaamheid is e invioed die je hebt op anderen. Als wij anderen
kunnen inspireren duurzame stappen te zetten, is de impact die we teweeg brengen vele malen hoger
dan wanneer we alleen onszelf duurzaamer maken. Deel en inspireer

Figure 22. Playbookpages22-23. Threethemeexplanation.

EMISSION

WASTE

INFLUENGE




FOUR STEPS

There are four steps that form the foundation of BEAT Cycling
Clubs sustainability program. These steps account for this

project, as well as for any future sustainability actions or projects.

As with the build-up of the playbook, these steps are based on
the 10-step program as introduced by the International Olympic
Committee (2018). Taking into account methodologies that
require a lower number of steps and are more concise, like The
Toolbox (11th Hour Racing, 2021) and adjustments from the UCI
(Union Cycliste Internationale, 2021). The conciseness of having
just 4 steps aid in remembering and understanding the points
made and is a way of ‘dumbing down’ the information.

This resulted in the following 4-step overview:

VISIE EN
STRATEGIE

leder project begint met een
idee. Leg dit eerste idee vast
door een visie op te stellen:
Hoe draagt dit project/idee/
product bij aan een duur-
zame toekomst voor BEAT Cy-
cling Club en het wielrennen?
Hoe ziet die duurzame toe-
komst er ideaal gezien uit?

Maak aan de hand van die
visie een duidelijk plan. Dit

is plan hoeft niet definitief

te zijn maar forceert om
vooruit te denken. Hou hierbij
ook rekening met wat in het
verleden is gedaan en wat het

startpunt is op het moment
van starten

HET DNA

Als de visie en strategie staan,
zorg dan dat alles achter de
schermen op orde komt voor
het uitvoeren van die strate-
gie. Belangrijke punten hierbij
zijn

Toon leiderschap: duurzaam-
heid is een gedeelde verant-
woordelijkheid en je moet
iedereen achter het idee
krijgen. Neem de verantwoor-
delijkheid om iedereen goed
te informeren van het plan

Bedrijfsstructuur: zorg dat het
duurzame plan past binnen
de organisatiestructuur. De
uit te voeren taken en de te
maken beslissingen moeten
passen bij de organisatie én
duurzaamheid

Betrek dus alle stakeholders
vanaf het begin. Zorg dat ie-
dereen achter het plan staat
om het in het DNA te laten

‘smelten’

TRACKING

Het bijhouden van data en
voortgang is essentieel om
het succes van een actie te
meten.

Begin met het identificeren
van de hoofdproblemen en
de omvang van het project.
Wat neem je wél mee en wat
niet en wat is de begin situ-
atie?

Aan de hand hiervan zet je
doelen en subdoelen. Zodra
deze gezet zijn kun je aan de
slag met het bijhouden van
de voortgang. Meet en eval-

COMMUNICATIE

Ten slotte is de communicatie
van het project belangrijk. Dit
is niet alleen belangrijk in het
oog van de inspiratie die je
voor anderen kunt vormen,
maar ook voor de kwaliteit
van het project.

Door betrouwbaar en trans-
parant verslag uit te brengen
van je acties maak je voor
anderen duidelijk wat en
waarom het project nuttig is.
Daarnaast bied het ruimte
voor controle voor jezelf en
door anderen, die goed kun-
nen volgen wat er is gebeurd
en eventueel vragen kunnen
stellen.

De resultaten mogen gevierd
worden! Spread the word en

VIER STAPPEN

Deze 4 stappen vormen de basis van BEAT's duurzame traject en de
hoofdstrategie voor duurzaamheid. Ze werken voor alle acties en
plannen die we gaan uitvoeren.

ueer de effectiviteit van de vertel over wat er geleerd en
acties bereikt is!

Figure 23. Playbook pages 24-25. Four Steps Explanation

1. Vision and Strategy
A combination of IOC steps 1 and 2, "Assessing your starting point” and “Define your vision
and strategy”. This step is meant as check of the starting point and careful consideration of
the goals and necessary strategies. To improve chances of success, an action or programme
should fit properly with the central purpose of the organisation and the general heading, as
well as challenge it. Conscientious thought should be put in at the start of the project.

2. The DNA
Inspired by step 3, 4 and 5 from the I0C-proposed steps, “the DNA” step captures the nec-
essary background action that should be taken when engaging in sustainability practices.
“Demonstrating Leadership”, “Establishing Effective Governance” and “Engaging Stakeholders”
are important background systems that need to be embedded in the core of a project. Estab-
lishing good leadership in a project enables the inclusion of context factors other than those
taken into account with the overall goal and vision from step 1. In explanation, these steps are
so closely related that they are often combined in other literature as well (I0C, 2018; Union
Cycliste Internationale, 2021).

Tracking

‘Execution’ is an implicit step in this four-step method. During this execution, the third step

- Tracking - is of importance. Tracking combines step 6, 7 and 8 from the IOC methodology.
This starts before execution with the identification of most impactful practices and priority
setting. Vision and strategy can be adjusted accordingly. Making objectives and targets from
the identified priorities allows for targeted tracking of impact. Tracking takes preference over
measuring afterwards since it allows adjustments in the set course.

Communicate

The final steps is to share the story. As reflected in the future visions for BEAT, the impact
potential is bigger than just own actions and functioning as a source of inspiration and infor-
mation for others increases impact. Furthermore, it forces transparency and good practice in
execution.
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STARTING POINT AND MAIN PROBLEMS

Since this playbook with accompanying roadmaps is to kickstart bigger sustainability
projects and to tell the story where this sustainability journey comes from, it also
states the work done. Part of this is the starting point, which starts with the results
of the fast-track LCA. Accompanied by a disclaimer on the accuracy of the calculation
emphasizing the fast-tracked nature along with a scope disclaimer, this page
illustrates the division of impact area's.

Additionally, a first rough but safe estimation of total impact is mentioned,
accompanied with an estimation of how many trees would be needed to
compensate for this. This has been added to give a first indication to the readers of
the playbook but is also accompanied by a disclaimer that states that planting trees
is not the ultimate solution.

The other theme's, waste and influence, of BEATs sustainability program are also mentioned. As
a starting point, the importance of the themes is restated on this page. Several initial challenges
are mentioned, labelled as opportunies that have been mentioned in the roadmaps. Additionally,
good practise starting points like working on an own clothing label that has a sustainable origin
and goal and the fact BEAT is already an example team in the professional cycling scene.

STARTPUNT & HOOFDPROBLEMEN UITSTOOT BREAKDOWN - BEAT 2022

80 - 120
TON €02 EO.

(2022)

|

+5000
BOMEN PLANTEN

OM DAT DIT JAAR UIT DE LUCHT TE VERWIJOERN

Figure 24. Playbook page 26-27. Starting Point emissions

Materiaalgebruik
verbeteren

STARTPUNT & HOOFDPROBLEMEN

Keteninzicht &
data vergroten

Oprichting BEAT

Cycling Wear goed

startpunt materiaal
gebruik

Belangrijk om in acht te nemen is dat duurzaamheid meer is dan alleen de uitstoot van broeikasgassen. Het geb-

op een verkeerde plek achterblift of een shirt dat sljt en op een vuilstort beland en een carbon frame dat in de
verbrandingsoven moet omdat er een scheurtje in zit zijn voorbeelden van afval en materiaalgebruik dat ook niet
duurzaam is en slecht wordt vertegenwoordigd in een CO2 equivalent

Daarnaast heeft BEAT Cycling Club een voorbeeldrol. Zowel de club als het eerste team is veel zichtbaar op even-
ementen, tv en op de weg, De invioed die BEAT kan hebben op medefietser, andere ploegen en toeschouwers

kan vele malen meer impact hebben dan de CO2 die BEAT zelf vermindert
Transparantie

verhogen

Ontwikkelingssamen-
werking met partners.

Nu al een
voorbeeldploeg.
Handen uit de
mouwen

Figure 25. Playbook page 28-29. Starting Points Waste and Influence




In addition to the previous introduction to the horizon in this document. In the
playbook, explanations have been added about the themes growth, partners & club
and extra text about working together, meant to inspire.

Growth and Partners & Clubs are added to emphasize that with the growth of BEAT
and their partners, changes will occur that need to follow the right sustainability
steps and that this should not be forgotten. An extra page has been added to
emphasise the importance of working together and to illustrate the possibilities and
goals of this horizon.

2
iR %

HORIZON 2

ENTHOUSIASTE SAMENWERKER

8 Zin, niet
pact die BEAT nog niet
nu gecompens:

Figure 26. Playbook page 30-31 - Horizon 2

DE ENTHOUSIASTE SAMENWERKER

ELKAAR EEN HANDJE HELPEN

Figure 27. Playbook page 32-33 - Horizon 2 extra page

Horizon 3 has a similar setup to Horizon 2. Meant to elaborate on the contents of the vision for
this horizon, the general direction is substantiated with some explanation and two separate pag-
es for the main themes Circularity and being an innovation pusher.

These pages accentuate the vision of aiming at those topics in a way that is most ambitious and

meant to inspire. By providing an example of the topic and the way to treat it (in good and bad
situations), they are meant to help understand the topics in a deeper sense.

Nu al belangrijk

HORIZON 3

bewerkstelligen.

Volledige Circulariteit en d:
laa gen
de

loopt achter, maat,

Figure 28. Playbook page 34-35 - Horizon 3

AMBEATIEUZE INNOVATIEPUSHER

HET KAN NIET SNEL GENOEG GAAN

Figure 29. Playbook page 36-39 - Horizon 3 extra pages

Circularity

This horizon tackles the topic of circularity. With circularity, a system that aims to minimize waste
and maximize the efficient use of materials and products by keeping them in circulation for as
long as possible. Products designed with the end of their use fase in mind and a clear next option
for the product or materials to be used. Generating no or as little as possible waste is thus seen
as an ultimate solution and goal in this horizon for several themes.
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ORGANISATION

Since sustainability is a new topic to BEAT,
organisational challenges will arise. The most
important challenges here will occur in this
phase when sustainability is new, so Horizon
1. To emphasize that setting up a system for
tracking and gaining insights is important, this
is the main organisational focus and will get a
dedicated plan.

Furthermore, a clear task division is necessary
and thus mentioned on this page. According to
own experiences and opinions, BEAT currently
is in a phase that is similar to that of a start-up
that needs to behave as a scale-up . As a result,
all staff is very busy (probably burdened with
more than they should). BEAT staff mentioned
that every task they get extra is often a task
that they can't and often won't execute. Fitting

ORGANISATIE

Om duurzaamheid op gang te krijgen zullen er organisatorische acties
moeten worden ondernomen. Het werken aan de organisatie om
duurzaamheid goed te laten passen is grofweg op te delen in 2 delen:

Alle taken die duurzaam te werk gaan met zich meebrengt zijn nieuw. Dat betekent dat deze taken duidelik verdeeld
moeten worden. Allereerst zal het takenpakket grotendeels bestaan uit het opzetten en uitvoeren van het tracken en
bijhouden van materizalgebruik en milieuimpact. Dit zal de grote focus van horizon 1 zijn. Omdat de trackingsoftware en
volgende stappen nog niet volledig duidelij zin zullen er gaandeweg meer taken toegedeeld moeten worden

Systeem Opzetten Systeem & Tracking Uitvoeren en Samenwerken

Basisprincipes (playbook) Van‘doit' naar be it’- DNA Actief testen kennis/begrip
Cultuur & Kennis

Cultu n kent

Buiten ke uitvoren en Impact bilvauden zullen er ook veranderingen plaatsvinien op kennisgebied. Door te doen
zullen we veel over durzaamheid en de organisatie leren. Deze leerweg moeten we zo veel mogelijk et elkaar delen.
Daarnaast is duurzaamheid een complex onderwerp, waarbij de beste oplossing soms niet direct de meest voor de hand
liggende is. Door te doen en de handen uit de mouwen te steken zullen we al veel leren en zal duurzaamheid steeds meer
vanzelf gaan. Van actief duurzaam doen, naar duurzaam zijn in het DNA. Zodra de eerste systematische stappen gezet zijn
gaan we actief inzetten op scholing en begrip van duurzaamheidsprincipes zodat we onszelf nog beter kunnen ontwikkelen
en controleren,

Figure 30. Playbook page 44-45 - Organization

in sustainability thus means dividing tasks and
preferably making someone responsible for
running the strategy. It might be necessary

to increase the size of the team to execute it

properly.

Ultimately, sustainability practices other
than innovation will become more and more
embedded in the day-to-day and more

time can be allocated to education and
external influence. After a system is in place,
the sustainable DNA and active testing of
knowledge and understanding are added to
make sure internal development does not
come to a halt. This topic however is mostly
added to make sure that the first horizon is
used for building a structure to build upon.

Uitspreken en verbeteren
Vooruitgang pushen

Horizon 3 - Systeem & Kennis
In horizon 3 zullen we ons systeem en onze kennis achter de
schermen al goed op orde hebben. Ze zullen mee moeten
blijven groeien met de organisatie, maar dat wat al staat

zullen we gebruiken om de vooruitgang van anderen te

pushen. Er zullen zich problemen voordoen waarvoor wi een
systematische oplossing voor onze organisatie gevonden
hebben, maar waarvan we eigenlijk vinden dat het anders moet
Denk bijvoorbeeld aan regels van de UCL Hierover zullen wij ons
nu uitspreken en ons hard maken voor onszelf en anderen.

TRACKING

The chapter about tracking in the playbook
treats several questions about the future of
sustainability tracking for BEAT Cycling Club. A
first assessment has been made in this thesis.
More regular assessment and reporting will
need to be integrated in the operations of BEAT
Cycling.

The chapter describes a couple steps and shifts
that will aid in setting up reporting and assess-
ment for BEAT Cycling Club.

First of all, one of the encountered difficulties
while performing the LCA was getting access

to reliable and accurate inventory / asset data.
Considering the purpose of the LCA, this was
not an issue, but for the future this should
change. The integration of new partner IFS Ulti-
mo and their Asset Tracking software has been
added to the roadmap. This software is getting
implemented in BEAT Cycling Club to improve
the logistics and inventory of BEAT Cycling Club.
It perfectly fits the goal of improving the col-
lection of data for sustainability as well. It has
been recommended and already set in motion
that with the implementation of IFS Ultimo,
sustainability tracking will be kept in mind and
will be prepared to work with the next steps for
BEAT.

TRACKING

Het bijhouden van de impact die we hebben op de wereld en onze omgesing op gemed van duurzaamheid is niet eenvcud ig, maar wel belan-
grijk. Het is immers Meten is weten’ In een waar duurzaa nog nog ijk en ongekend is, gaan we er
et BEAT hard mee azn de slag. We willen weten waar onze Impact 2, hoe groot e is en welke projecten voor ons her belangrijkst worden
om op te pakken zodat onze impact zo groot mogelik is.

Zoals eerder in dit boek gepresenteerd, hebben we een eerste
schatting gemaakt van de Impact. Met deze eerste schatting
kunnen we direct aan de slag maar we moeten nu doorzetten
en berekeningen doen met meer precisie.

Wij kiezen in dit geval om dit om te rekenen naar een kg CO2
equivalent, de hoeveelheid CO2 die wij zouden uitstoten als al
onze itstoot CO2 zou zin. Alle andere gassen en producten
worden middels een omrekenfactor omgezet in een ‘CO2 equiv-
alent.
In samenwerking met onze partner IFS Ultimo is de eerste stap
het opzetten van een uitgebreide data structuur. Zo weten we Deze berekening plannen wij te doen via Salacia Solutions, een
van alles wat we gebruiken en hoeveel we daarvan gebruiken, oplossing die wij moeten gaan implementeren. Salacia helpt ons
ditinzicht s essentieel. ‘gedurende het jaar te monitoren en et alleen achteraf inzicht
te krijgen. Zo kunnen wij gedurende het jaar al inzicht krigen en
Deze data moeten we nu 0p een zo transparant en accuraat eventueel onze koers wizigen
mogelijke wijze omvormen naar onze impact op het kimaat.

Scope Te team
Club (direct)
Integratie Salacia Groei verantwoordelijkheid
e schatting Opzetten IFS Ultimo  Standaard Rapportage & kwaliteit
Acties

Figure 31. Playbook page 46-47 - Tracking

One of these next steps is the yearly and reg-
ular performance of these calculations. In this
project many methodologies and their calcu-
lators have been considered for the future, as
explained in the methodology chapter. In this
consideration, the free-to-use calculators often
had very limited functionality and the profes-
sional calculators are out of budget for BEAT
Cycling Club.

Upon mentioning this problem within internal
discussions a quick brainstorm session was set
up. As a result, a plan was made to investigate
the opportunity to approach Salacia Solutions,
a scale-up company from one of the initial
founders of BEAT Cycling Club, Kees Kerstens,
to explore possibilities to collaborate. Sala-

cia Solutions specializes in ESG tracking and
reporting and provides a platform that would
be able to be set up in a fitting way of BEAT by
means of a club partnership.

The actual implementation was discussed with
Salacia Solutions and would fit the scale and
resources of BEAT Cycling Club. The implemen-
tation of the Salacia Platform and integration
of the IFS Ultimo software is left as a task to be
executed in the near future .

Uitbreiding scope
Wat begint als een project dat iets unieks laat zien in de
wereld van professioneel wielrennen s uiteindelik on-
derdeel van de methodologie om het wielrennen duurzaam
te maken. Daarom zal, zodra wij de tracking en reporting

op gang hebben, de berekening uitgebreid moeten worden
met alle andere acties die BEAT onderneemt. We doen dit in
stapjes, zodat we dit op Je juiste manier kunnen doen,

NET ZERD \_/
[




Figure 32. Playbook page 48-49 - Tracking

Part of this chapter, see previous page and
figure 28, has been dedicated to the topic Net
Zero. Net Zero before 2040 is formulated as
one of the main goals in the Uniteds Nations
Sports for Climate action framework (United
Nations, 2016), to which almost all sports relat-
ed programs refer (Union Cycliste Internatio-
nale, 2021).

As described before, BEAT set ambitious goals
in their 5-year planning and wants to reach this
goal by the end of 2027. For this goal, we take
the definition that the UN provide: “net zero
means cutting greenhouse gas emissions to as
close to zero as possible, with any remaining
emissions re-absorbed from the atmosphere,
by oceans and forests for instance” (United
Nations, 2016).

Since this definition leaves a lot of room for
interpretation in the ‘cutting greenhouse gas'
metric, an additional reduction goal was set for
BEAT Cycling Club. In the framework from the
UN they also suggest a 50% reduction of emis-
sions by 2030 in comparison to a base year,
which for BEAT could be the year 2022 with the
calculation done in this report.

This suggestion is also added in two ways. First
of all, as an intermediate step, an emission
reduction of 50% per rider was added vor
2027. As introduced before, growth in organ-
isation size is expected for BEAT Cycling Club
shortly after 2022/2023. Having an intermedi-
ate reduction goal per rider helps beat to both
keep track of sustainability progress as well as
efficiency while growing.
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A 50% absolute reduction was added for 2030,
to comply with the wish of the UN framework.
After the storm has settled of growing the
organisation while improving sustainability
efficiency, lowering the absolute impact of the
organisation is an important next step. In this
timeframe it better fits the context and situa-
tion BEAT will find itself in.

The playbook treats growth of the scope of
emission tracking. By emphasizing that since
responsibility is an important theme this
growth will happen and that the impact of the
club will need to be assessed in the future too.
A reason for only starting this assessment in
the future is to first make sure that all systems,
as described above, are in place.

Additionally, changes in scope are mentioned.
Changing the scope of assessment is allowed,
as long as it gets paired with transparency,
reason and good communication. Backtracking
the changes to previous years for fair compar-
ison has been introduced as a point of consid-
eration.

As final scope-related point, growth and an
additional functional unit are mentioned. As
BEAT grows, the number of athletes will grow
too. When the number of athletes grows but
the environmental efficiency of BEAT improves
too, the cumulative emissions will look similar.
Though the goal will need to stay to reduce
and avoid as much as possible, to compare
BEAT cycling between years, a different func-
tional unit can be used. This has been further
explained in the LCA chapter and added as
information for BEAT in the Playbook.

PARTNERS

Partners are one of the most important ele-
ments in the organisation of BEAT Cycling Club.
They form one of the main forms of financial
income for BEAT Cycling Club. The way they are
embedded in the organisation fits the overall
model of BEAT: not just one or two main part-
ners that cover all expenses, but a wide variety
of partners that support BEAT but also support
the club. The partners support the club by
offering their products and services at a dis-
counted price for the members of the club.

Working on sustainability can help BEAT and
partners to further work on building a model
that takes the traditional open-loop partner-
ship model, to a closed-loop partnership. In a
closed-loop partnership model, the partners
are not only serving BEAT, but BEAT is also able
to provide services back. In this case, working
on sustainability together opens up new oppor-
tunities for partners and is a new benefit for
them to bind to BEAT Cycling Club.

At the same time, BEAT must stick to their val-
ues. BEAT historically only has chosen partners
that believe in the BEAT ideology, but also only
partners that BEAT deems ethical. Gambling
parties have been denied partnership, despite
offering sponsorship. Additionally, sustainabil-
ity has been set as one of the important goals
for BEAT. To continue commitment, partners
need to be asked to share their sustainable
ambitions with BEAT. Stance should be taken to
those partners that don't have sustainability in
their priorities.

PARTNERS

Figure 33. Playbook page 50-51 - Partners

Furthermore, this timeline asks for the delivery
of LCA data from partners that deliver prod-
ucts. Asking first and demanding later, this
information helps the accuracy and fidelity of
sustainability reporting for BEAT as well as it
forces partners to gain insights into the most
important impact areas of their products.

BEAT is not only able to help partners by fa-
cilitating cross-pollination and facilitating and
organizing workshops that fit the mission and
vision of BEAT, but they could also help justify
sponsorships and make general partnerships
interesting. Partners in sports choose sponsor-
ship most often for exposure. This exposure

is much more valuable if it fits with the norms
and values of both team and partner. Since
the partner's commitment is important for the
growth of BEAT's sustainability program, this
timeline is initialized early and prepares for
and focusses on the second horizon, in which
collaboration, technological advancements and
structural budgets and pilots are central.

In a first evaluation round, in which the play-
book draft was presented to the main partners
of BEAT, partners reacted enthusiastically to
the opportunity to get a copy of the playbook.
The general opportunity identified was for the
partners to further explain and justify sports
sponsorship by highlighting shared values.
Additionally, it would help explain sports spon-
sorship to their colleagues that don't have the
passion and love for sports that they share.

This feedback led to the slight adjustment of

some of the content of the playbook. Some
highly detailed ‘behind-the-screens’ descrip-
tions were moulded in a more story-like tone of
voice.
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COMMUNICATION

The communication page in the booklet elabo-
rates on the main themes that communication
practices will encounter. First of all, it empha-
sizes transparency as an important factor.
Showing how BEAT operates and what exactly
is done, calculated and worked on both helps
with countering greenwashing as well as pro-
vides a platform for feedback and others to
learn. Transparant communication does not
only helps spread knowledge for others: people
can also come back to BEAT and comment on
actions taken. If done and formulated positive-
ly, this feedback can help BEAT improve their
program.

Furthermore, the playbook tackles the role of
communication. It will be further emphasized
in the page and explanation about the first
team, but BEAT has a role and an opportunity
to inspire people. A way to inspire is by show-
ing what is possible and proving that there
are alternatives to the status quo. Additionally,
explanations should be offered to explain why
the actions BEAT takes are better.

THE FIRST TEAM

A separate page was added for the first team.
Though not represented by a line on the road-
map with specific plans. The first team is one
of the important elements of BEAT. Aside from
athletic performance, one of the functions of
this team for BEAT is exposure to ‘the outside
world'. This exposure plays an important role
for BEAT by communicating and showing what
BEAT is and representing that at the highest
level. This representation is a form of commu-
nication, but not added in the ‘communication
part of the roadmap and playbook.

lJ

The page reiterates the importance of the
first team as a showcase of what BEAT can do
sustainably and what innovation is possible.

A quick, but important note is added about

the framing of sustainability communication.
As part of their DNA and as a wish of how they
want to tackle sustainability, like the DNA point
“Don't be the best in class” earlier in this report,
the focus in communication should be positive.
Emphasizing positive communication on sus-
tainability keeps it interesting. It forces BEAT

to stick to their own actions and not point the
finger to others who are not (yet) working on
sustainability.

Lastly, an extra note on greenwashing is made in the playbook.
As mentioned before, for BEAT, sustainability is about taking
responsibility because it is their responsibility, not because it is
good for marketing. Greenwashing is a difficult topic, a difficulty
for example is that the people responsible for the communica-
tion are not the people that now about the intricacies of correct
terminology. Because of that the book refers to the proposal
for Green Claims Directive of the European Union (2023). This
new directive contains directives and recommendations that
will need to be followed in the near future when communicating
about sustainability.

Greenwashing

COMMUNICATIE

Als professioneel sportteam bevinden we ons in een unieke situatie. Zonder dat we ons daar soms van bewust zin, zjn we voor veel mensen
een voorbeeld en hebben we een groot bereik onder fans, toeschouwers en de industrie. Naast deze ‘onbewuste invioed die we hebben, heb-
ben we ook een bewuste invioed: we ondernemen veel acties rondom marketing, het showcasen van onze partnermaterialen en onze avon:
turen. Deze communicatie kunnen we ook gebruiken om ons duurzaamheidsverhaal te vertellen. We moeten het dan wel goed doen.

Belangrijkl Duurzaamheid benaderen we positief! We laten zien wat goed is en goed gaat. We proberen zo min mogelijk te zeuren over het
Klimaat en proberen niet met het vingertje te wijzen naar anderen

Een belangrijk principe in duurzaamheids com De invioed die we hebben moeten we gaan inzetten om mensen te inspireren, hoe
municatie is transparantie, Het is belangrijk dat  meer mensen we mee krijgen in ons duurzaamheidsverhaal, hoe beter. We zin niet de
we laten zien wat we precies doen en waarom enige die aan duurzaamheid werken, maar ons verhaal spreekt tot de verbeelding en
we dat doen. vertaalt zich vaak eenvoudig naar individuen.

We moeten bijvoorbeeld laten zien welke dingen

we wel en niet in onze b 1 Onsduur haal moet anderen inspireren om ook mee te doen, en moet

van CO2 impact. Dat zorgt ervoor dat mensen met concrete handvaten en voorbeelden laten zien wat er allemaal mogelik is, maar
begrijpen waar onze berekening vandaan komt ook laten zien hoe eenvoudig verandering kan zijn. Als wij kunnen laten zien dat elek
en zorgt ervoor dat onze resultaten eerlijk verge-  trisch rijden mét fietsen op het dak van de ploegleiderswagen geen probleem is, maakt

leken kunnen worden met die van anderen. dat super duidelij hoe goed elektrische auto's al zijn

£en bijkomend voordeel is dat door transparant Als wij met nieuwe, duurzame, kettingsmeermiddelen riden en daarmee op het hoogste
te werken we onszelf direct forceren om dat wat niveau meedoen, maakt het duidelik dat het schakelen naar duurzame alternatieven
we doen ook goed te doen, we kunnen immers niks anders is dan een keuze in de winkel, die uiteindelik veel impact kan hebben.

niet zomaar dingen verbergen. Dit houdt ons

scherp én voorkomt greenwashing. Bij alles wat we laten zien krijgen we de kans om uit te leggen waarom we dat doen, en

Het grote gevaar bij duurzaamheidscommurnicatie is Greenwashing, Greenwashing is het jezelf duurzamer voordoen dan je
daadwerkelik bent.

Zo transparant mogelijk communiceren is één manier om greenwashing tegen te gaan, we laten dan namelijk precies zien wat
we doen, we verhullen niets. Het gevaar van greenwashing ligt ook in het ‘creatief omschrijven’ van informatie.

Je kunt niet zomaar zeggen “Dit is duurzame Kleding. Het is belangrijk om dan ook toe te lichten waarom het duurzaam is.
Beter is bijvoorbeeld: “Deze Kleding is geproduceerd van gerecycled materiaal’. Officeel moeten je nog duidelijker zijn over wat
de impact van duurzaamheidsacties zijn. Hiervoor kijken wij naar de Green Claims Directive van de Europese Unie

Hoe duidelijker en precieser de communicatie, hoe kleinder kans op fouten en hoe groter de kans dat anderen van ons leren.

Figure 35.

Furthermore, it emphasises that the members
of the first team understand sustainability.
Understanding sustainability leads to better
behaviour which in turn leads to better ambas-
sadors for BEAT and sustainability.

External pressure and perceptions have been
found to be one of the strongest influencing
factors on the adaption of ecological manage-
ment by sports events (Mascarenhas et al.,
2021). The first team can thus be a force for
good. Lastly, it states once more that carbon
literacy and understanding about the why and
what of sustainability is important, to create

valuable athletes that represent something that

they care and know about.

daarbi] dragen we bij aan het duurzaamheidsbegrip van anderen

Playbook pages 52-53 - Communication.

HET 1E TEAM

BEAT 1, de weerspiegeling van alle BEAT teams op het hoogste niveau. Dat hoogste niveau moeten we niet
alleen op sportief niveau halen, dat hoogste niveau gaan we ook halen op het gebied van duurzaamheid

Het straalt in dit team altijd van amBEATie. Op de weg, offroad, van UCI koers tot Gran Fondo. Dit zijn de races
waarbij het eerste team gaat laten zien dat wielrennen onderdeel van de oplossing voor onze duurzaamhe
idsproblemen kan zijn. Hier laten we niet alleen aan toeschoumers zien dat we duurzamer moeten en willen,
maar aok aan organisatoren en bonden. Het s tijd voor verandering,

Het eerste team moet zich blijven focussen op prestatiesport, dat is en dat blift de kern. Naast prestatiesport
ten waarom we aan duurzaamheid werken en hoe dat in elkaar
ietsen = de beste ambassadeurs.

or de fietsers van het eerste team worden ze ambassa
er uit het eerste team én naar hun
persoonlijke leven. Als we dat goed doen, worden ze duurzaamheidsambassadeurs zonder dat ze het door-
hebben. Ze zijn namelijk duurzaam, tot in het DNA,

BEAT 1 gaat laten zien wat er mogelijk is. Ze lopen continue voor op de rest van het peloton en vormen de
duurzame kopgroep. Laat de rest maar werken om ons bij te halen!

. EERSTE

TEAM

Figure 34. Playbook pages 54-55. The first team.(Image source: Zwierlmages)
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BEAT CYGLING WEAR

Beat Cycling Wear is the own clothing label that
BEAT Cycling Launched with the 2023 season.
The label was launched as a way to support the
club and further tailor the offered clothing to
the club members and first team riders. Addi-
tionally, the other main reason for launching
the label was having more influence on the
production process, especially with regards to
sustainability.

The label was launched with a line of cycling
clothing that are produced with a recycled
polyester. This is a start, but BEAT Cycling Wear
should make similar steps to what BEAT as an
organisation has taken. The playbook offers an
outlook on these steps for BEAT Cycling Wear
to follow, so it can better support the sustain-
ability mission as well as the professional team
and club.

First of all, note is made about working towards
transparency and chain influence. Currently, no
information is given or known about the source
of the recycled material or the processes used
to produce the clothing. The risk of greenwash-
ing currently is very high for BEAT Cycling Wear
and for this product and the practices intro-
duced in the communication chapter, tied to
the Green Claims Directive of the EU need to
be taken into consideration.

BEAT CYCLING WEAR

Als uitbreiding van de club heeft BEAT een eigen Kledinglabel gelanceerd: BEAT Cycling Wear.

Dit kledinglabelis er et alleen om de club te ondersteunen, het is er ook om Kieding te
produceren die voldoet aan al onze eisen. Meer invioed op de keten, meer invioed op het
design en dat betekent ook zelf de verantwoordelikheid ervoor dragen

Transparantie Materiaal Opzet Circulariteit 0% virgin material Eerste aanbod circulaire items

Doelenzetten  Scope 182 ->0

De eerste generatie wielerkleding is gemaakt van gerecycled polyester. Voor alle Kleding
nieuw material produceren is zinloos, er is genoeg materiaal waar dit ook van kan. Een fijn
Startpunt voor BEAT.

Hetis nu zaak om door te pakken op BEAT Cycling Wear en de principes die hier in het boek
toegelicht zijn toe te passen op BEAT Cycling Wear. We moeten gaan controleren of dat wat
we doen écht onze meest duurzame aplossing is en hoe we dit kunnen blijven verbeteren.

BEAT Cycling Wear is wederom een platform om te kunnen laten zien wat er mogelijk s,
maar dan moet het écht goed zijn. Het belangrijkste speerpunt is dus door te beginnen met
krijgen en geven van transparantie en vervolgens structureel door te biiven werken naar de
ultieme wielerkleding.

Figure 36. Playbook pages 56-57. BEAT Cycling Wear.

To help envision the possibilities of BEAT Cy-
cling Wear, the label is explained as an oppor-
tunity to show what is possible and to execute
ambitious plans. Starting with transparency and
aiming for full circularity.

A slight emphasis is placed on circularity be-
cause BEAT has a unique opportunity due to
the circumstances of operations. Firstly, BEAT
clothing is almost exclusively sold to members
of the club, to which BEAT stays in close touch.
This close relationships is a big enabler for
Circularity, since it is easy to set up a chain in
which clothing comes back to the manufactur-
er after use. To iterate on this idea, an idea of
the early days of BEAT has been introduced to
spark ideas and inspire out-of-the box thinking
for the reader of the playbook: a clothing lease
model. Though it is very important to carefully
consider all circumstances in such a model

to make it actually sustainable, it could be a
direction for BEAT to explore. The most import-
ant opportunity here is tied to the ease of use
in returning materials, the biggest challenges
the quality of returned goods and actual return
numbers.

BCW Circulair

Circulariteit

Het eindpunt op deze huidige roadmap is ‘BEAT Cycling Wear' Circu-
lair. In een circulaire economie zorgen we ervoor dat alle grondstof-
fen onderdelen en producten na hun levensduur opnieuw ingezet
kunnen, Zo wordt hun waarde zo veel mogelijk gebruikt en eindigt
een product eigenlijk nooit op een wuilstort eindigt. Circulariteit bete-
kent bedenken waar materialen vandaan komen, maar ook waar ze
na gebruik weer naartoe gaan en vraagt om verantwoordelikheid.

De unieke mogelijkheid ligt open voor BEAT om hier verantwoordeli-
jkheid te nemen, we kennen onze leden nameljk goed. Denk bijvoor-
beeld aan leasemodellen voor kleding waarbij we zeker weten dat wij
ook alle gebruikte kleding weer in kunnen zamelen en de kleding een
nieuw leven kunnen geven. OF een beloning voor het terugbrengen
van je kleding. Het liefst maken we van oude kleding weer nieuwe
Kleding, dus werken we hard aan processen die dat mogelijk gaan
maken

CLUB AND SHOP

The Club and the Shop were added as el-
ements to the roadmap and the playbook.
Though they don't directly fit the initial scope
of the professional team, they are relevant to
them. The club elements relate back to the
previously explained points on influence and
communication. Furthermore, the club is also
a responsibility for BEAT, if they want to keep
working on sustainability, they will need to
tackle the club’s impact as well. The place in the
roadmap for the club is mostly to keep BEAT
aware of this and plan for the future.

Figure 37. Playbook pages 58-59. Club and Shop

The shop also needs to plan for the future.
Here too, the addition to the playbook has
been made as a reminder that there is much to
win on several elements of BEAT Cycling Club
as an organization beyond the operations of a
continental cycling team. Lowering current im-
pact and working towards circularity have been
added as points on the horizon after starting
this section with the identification of points of
improvement. The club and the shop will have
to undergo a process that is similar to the pro-
cess the continental team is going through.

Shop Circulair
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5.1 RECOMMENDATIONS

Throughout this report, several recommenda-
tions have already been given. Most of these
are provided in the light of how to execute the
vision and strategy presented. Two recommen-
dations that rest are presented here in brief
form.

- First of all, the nature of sustainability asks

for adaptability. The strategy presented in this
thesis does not aim to be followed word-for-
word without considering changing contexts.
Novel technology, regulations and insights will
develop that are not integrated in this strategy.
Allowing dynamic change of plans will aid the
sustainability mission of BEAT Cycling Club that
now tackles a complicated problem with limited
resources.

- Secondly, reflecting on feedback from stake-
holders that were presented with the Playbook,
a recommendation has been given to develop
te playbook as a product that helps partners to
sell their sponserships. Aiming for sustainability
is a common denominator for many partners
for BEAT and helps partners identify with BEAT
on more levels. To help understand colleagues
and outsiders that don't resonate with just pro-
fessional sports, an innovative sports organisa-
tion that pushes sustainability is more under-
standable and helps boost image and impact.
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