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Appendix 8.1: DESIGN BRIEF

Research set-up and the results

5
TUDelft
Personal Project Brief - IDE Master Graduation

How can we use Livework's approach to org change for CC for SF? project title

Please state the title of your graduation project (above) and the start date and end date (below). Keep the title compact and simple.
Do not use abbreviations. The remainder of this document allows you to define and clarify your graduation project.

start date 13 - 09 - 2021 21 - 02 -2022 end date

8.1: Design brief

INTRODUCTION **
8 i 2 : Resea rc h tree Please describe, the context of your project, and address the main stakeholders (interests) within this context in a concise yet

complete manner. Who are involved, what do they value and how do they currently operate within the given context? What are the
main opportunities and limitations you are currently aware of (cultural- and social norms, resources (time, money,...), technology, ...).

8.3: Fact sheet
8.4: LSA Interview guide

Livework's (LW) mission is to make people's lives and work better. The hint is in the name. They are a leading service
design consultancy that has over the years developed building blocks for organizational change to serve their
customers better. Being future-focused Livework is already preparing for sustainable futures and wants to help their
current and prospective clients in this complex journey. Given our current global environment of climate change,
rising consumption patterns, and increasing demands on resources, threats to biodiversity, urgent action is needed to
implement a system that fosters organizational change for sustainability (1,2,4). The entire cycle of organizational
transformation towards sustainable futures extends before and beyond the customer-centric (CC) phase. Thus
Livework wants to explore how can we take 'the service architecture' lifecycle from the building blocks for
organizational change towards customer-centricity and re-imagine them for sustainable innovation. Presently, the lens
in the model is 'customer centric' and | aim to explore 'how to bring in the 'human and eco-centric lens".

8.5: SF Interview guide & coded interviews

8.6: Miro board during SF interviews

. Organizational transformation is necessary for a long-term change, which in turn is good for the ecosystem. By

| organization change, it refers to the core elements of the organization at hand: its people with their norms, values,

| beliefs, and behavioral patterns; its structures, which includes procedures, hierarchies, and tasks; its resources and an

| organization'’s vision, which gives purpose and guidance for how resources might or might not be used. We argue that
. services cannot be isolated from these elements (2). Livework wants to position itself into more sustainable work by

. design. Organizations have had the intent to transition towards sustainable innovation (SI) they have faced challenges
. in the implementation of ideas towards sustainable futures (SF) (4). Some of these challenges include internal

| organization culture, building the right capabilities, lack of strategies, approaches, and tools available to managers, the
. need for new forms of multi-firm collaboration, value proposition, and poor consumer acceptance (3). Livework does

3 transformational projects with large players as they have the financial capability to hire consultants like them. Hence

8.7: Analysis of opportunity areas
8.8: Design exploration

8.9: Validation workshop

the focus of the project is on large companies. From this graduation, Livework aims to identify the key component in
the service architecture lifecycle building block from the model to help transform organizations towards
customer-centricity towards sustainable futures.

Design has a human-centric, iterative ,and dynamic process which is beneficial for systemic organizational innovation.
Sl focused on organizational change, from inside out to outside-in perspective. Last but not least, design fosters
stakeholder-driven approaches for strategic decision-making, oriented towards value creation, beyond the financial.
Using similarities between design, and SI my role is to collaborate with Livework how can we take the service
architecture building blocks for organizational change towards CC and re-imagine them for sustainable futures?

1. Baldassarre, B., Konietzko, J,, Brown, P., Calabretta, G, Bocken, N., Karpen, I. O., & Hultink, E. J. (2020). Addressing the
design-implementation gap of sustainable business models by prototyping: A tool for planning and executing
small-scale pilots. Journal of Cleaner Production, 255, 120295.

2.Hodgkinson, G. P., &amp; Rousseau, D. M. (2009). Bridging the rigour-relevance gap in management research: It's
already happening! Journal of Management Studies, 46(3), 534-546. https://doi.org/10.1111/j.1467-6486.2009.00832.x
3. Prendeville, S., &amp; Bocken, N. (2017). Sustainable business models through service design. Procedia
Manufacturing, 8, 292-299. https://doi.org/10.1016/j.promfg.2017.02.037

4.Wong, L, &mp; Avery, G. C. (2009). Transforming organisations towards sustainable practices. The International
Journal of Interdisciplinary Social Sciences: Annual Review, 4(1), 397-408. https://doi.org/10.18848/1833-1882/cgp/v04i
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These are the building blocks for an organisational transformation customer centricity by design,

The challenge for my graduation is: How can we re-imagine these blocks for organisational transformation
.4 tainable fi ? Which is they key component unigque to this change? What methods, tools or

trameworks will be needed to make the transition?

image / figure 2: _Develop a framework by understanding 'how' service design can help in org change to sustainability
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PROBLEM DEFINITION **

Limit and define the scope and solution space of your project to one that is manageable within one Master Graduation Project of 30
EC (=20 full time weeks or 100 working days) and clearly indicate what issue(s) should be addressed in this project.

ASSIGNMENT **
State in 2 or 3 sentences what you are going to research, design, create and / or generate, that will solve (part of) the issue(s) pointed

In an interconnected complex world of the alarming climate crisis, rising consumers, and consumption patterns,
urgent action is needed to implement a system that fosters organizational innovation for sustainable futures.
Organizations have had the intent to transition towards sustainable futures but they have faced challenges along the
way. This transition will require a systemic view. Sustainable innovation (Sl) is increasingly viewed as a lever for systems
for organizational change for sustainability. Empirical research highlights that service design can support SI.
Nevertheless, the value of service design to sustainable innovation is still often overlooked.

Livework is a leading service design consultancy that has helped transform organizations towards customer-centricity.
Being future-oriented Livework is already preparing for sustainable futures and wants to help its current and
prospective clients in this complex journey. Therefore, for my graduation, | will collaborate with Livework to
understand and resolve: How can we adapt Livework's service architecture lifecycle approach for transforming
organizations towards CC to organizations that are preparing for more sustainable futures?

Facing this exploration the following sub-questions arise:

1. How has the service architecture lifecycle tool helped transform organizations towards customer-centricity?
2. What sustainability frameworks bring together organisational change by design?

3. What can we learn and adapt from these frameworks to re-imagine Livework's sustainable model?

4. What is the unique lens for sustainability over customer-centricity?

out in “problem definition”. Then illustrate this assignment by indicating what kind of solution you expect and / or aim to deliver, for
instance: a product, a product-service combination, a strategy illustrated through product or product-service combination ideas, ... . In
case of a Specialisation and/or Annotation, make sure the assignment reflects this/these.

NOIK Or TOOIK NQIK an
eco-centric) futures, that builds on Livework's current 'service architecture' method for transforming organizations
towards customer-centricity.

My research methodology will follow an iterative design methodology with four phases: discover, define, design, and
validate.

Discovery phase: grounded in theory with literature review on what are existing organizational frameworks for
sustainability by design? What is the unique lens for sustainable human and eco-centric development? How is it
different from CC? Interview with key stakeholders from LW on how design is used for organizational change towards
customer-centricity (CC)? What makes it work? Interview with key stakeholders who have made major strides in the
transformation towards sustainable futures, to understand how did they manage this transformation? What worked,
and what is next?

Define phase: Take these learnings and analyze and synthesize the findings and insights into a reduced number of
opportunities. Reframe the problem statement and the solution space.

Design: From the insights deep dive into possible frameworks. Arrive at a framework best suited for LW. Prototype the
framework into an artifact to be shared with key stakeholders who want to transition towards sustainable futures.
Evaluate: Stress test the prototype with stakeholders in a workshop setting. Review through observations, note-taking,
video/sound/photo capture. Capture feedback over short exit interviews.
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PLANNING AND APPROACH **
Include a Gantt Chart (replace the example below - more examples can be found in Manual 2) that shows the different phases of your
project, deliverables you have in mind, meetings, and how you plan to spend your time. Please note that all activities should fit within

the given net time of 30 EC = 20 full time weeks or 100 working days, and your planning should include a kick-off meeting, mid-term
meeting, green light meeting and graduation ceremony. lllustrate your Gantt Chart by, for instance, explaining your approach, and
please indicate periods of part-time activities and/or periods of not spending time on your graduation project, if any, for instance
because of holidays or parallel activities.

Additional research for relevant frameworks

Project Week 12 3 4 5 6 7 8 910 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27
Workday 510/ 15 20 25 30 35 40 45 50 55 60 65 70 75,80 85 90 95100 O O O O
Research

Kick off meeting -

Literature research - org change & SI by design
Interview with LW for SD architecture tool
Interviews with successful org change towards SF
Conceptualisation

Transcribe & analyse the interviews

Synthesize results from lit rev. & interviews
Redefine the problem, identify opportinities
Additional research for ideal frameworks
Generate ideas for framework/toolkit

Choose framework/toolkit

Concept testing

Workshop with sakeholder from org for SF
Gather stakeholder feedback

Reiterate the framework/toolset

Meetings
Kick off meeting -
Midterm evaluation -

Green light meeting _

Graduation i
Reporting

Conclusion, limitations and recommendations
Personal Reflection

Creating Report

Creating Deliverables

Abbreviations: CC: Customer centricity | SF: Sustainable Futures | Org. : Organizations | Lit.Rev.: Literature review.

I will be working full-time on my graduation. The process of the project is based on a general design cycle: research,
analysis, synthesis, evaluation. Since there is little research on the topic, there is an emphasis on the research phase to
reach out to the right stakeholders and spend adequate time to define the right problem statement. The grayed-out
weeks are when | will taking a break to reflect and evaluate the progress.

Midterm is in grey to review and reflect after the mid-term check-in. There is also time set aside for winter break.
According to my plan, | am taking 21 weeks to complete my graduation, the reason for this is to be able to avoid any
spillover of work pressure and also accommodate national holidays. As per the planning, it looks like I'm only
documenting at the end of my project. However, | plan to write each week something about my process to overcome
a lot of documentation at the end.
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MOTIVATION AND PERSONAL AMBITIONS
Explain why you set up this project, what competences you want to prove and learn. For example: acquired competences from your
MSc programme, the elective semester, extra-curricular activities (etc.) and point out the competences you have yet developed.

Optionally, describe which personal learning ambitions you explicitly want to address in this project, on top of the learning objectives
of the Graduation Project, such as: in depth knowledge a on specific subject, broadening your competences or experimenting with a
specific tool and/or methodology, ... . Stick to no more than five ambitions.

My courses throughout SPD have given me the confidence to take on a challenge to look into transitions of
organizational design as a whole from a strategic point of view. Especially courses like DSP, SVD, and BPC. My electives
on creative facilitation and sustainable business model innovation give me the direction and inspiration | need to
pragmatically look into a topic of sustainability and stakeholder management.

Why this Project?

This project aligns well with my future ambitions to work ambitions in strategic design in the field of service design
and sustainable futures. | aim to gain hands-on learning experience in a real-time service design consultancy
environment. Take the lead on practical tasks, research, and managing the project. I believe in collaboration and
co-creation, so | will connect and ask for help when needed. | want to find the courage and confidence to understand
the problem and find an ideal solution space that is implementable, viable, creates value for the stakeholders, and
makes a positive impact on the ecosystem. | hope by the end of this graduation | am confident in my abilities as a
SPDer to work in the field of organizational design for sustainable futures.

Why focus on sustainability?

Given our current global environment of climate change, rising consumption patterns, and increasing demands on
resources, threats to biodiversity, urgent action is needed to implement a system that fosters innovation for
sustainable futures. As a designer, | want to play an active role in making this systemic level change and also show the
value creation of the triple bottom line (environment, society, and economy).

FINAL COMMENTS

In case your project brief needs final comments, please add any information you think is relevant.
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8.2: RESEARCH TREE

This research map is a guide to keep the thesis on track.

It shows how the components are connected and how they lead to the next phase.

Research Question Guide

TU Delft & Livework

N\

How can we use (adopt/reimagine] a
version of Livework’s SA approach
for CC towards organisational Change?

What is organisational Change?

What role do Why focus on
organisaions play? organisations?

How can we
influence an
organisation?

Interviewed 5 key stakeholders at Livework and
2 key clients who use this approach on a daily basis

What is Livework’s Service Architecture
(SA) model & why is it relevant?

What is the :olw hda§ it
model about? elped in org.
transformation?

Why has it
proven to be so
succesful?

RESEARCH QUESTION

Can we use (an adopted/reimagined
version of] Livework's SA approach to
organisational change for Customer
Centricity for successful organisational
change for Sustainable Futures?

LW’s SA
approach to

Organisational

organisational change for
change for Sustainable
Customer Futures

Centricity

What are the similarities
between the two?

What is different and unique for
Sustainable futures?

What can we do now to
prepare for the future?

A4

How can we transition towards
sustainable /ecocentric futures
in the fabric of the organisation

How do you define sustainable /

ecocentric futures

Factors to Influences to How was it
include consider evolving

Interviewed 5 Sustainability Leaders across 5 different

How was the journey towards

sustainable / ecocentric futures

Actions Barriers or Success stories
taken on this Challenges / Changes to
journey (Map them) Experienced celebrate

How do you see a fabric

of the organisation

Tools &
Measurement
Framework

People & Norms
Stakeholders & values

industry verticals to get an industry agnostic overview of
their organisational journey towards sustainable futures
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8.3: FACT SHEET

This fact sheet was emailed to invite sustainability leaders.

SPD Graduation thesis topic
with TU Delft & Livework

Key words:
Organisational Change
Sustainable Futures
Service Design

— Seeking partners organisations:

Y Sh’s
& N AA

that want to introduce human share with us the crucial factors enlighten us with your
and ecological factors in their necessary for a successful success stories of how your
organisational fabric. transition of an organisation organisation has made
towards more sustainable futures? the transition.

Inquiring into the organizational system and its culture, people with their
norms, values, beliefs, and behavioural patterns, given truths, has a
strong influence on the ways services can be delivered and provided.

ORGANISATIONAL CHANGE

— Your cooperation could help my graduation
by understanding:

— What are the challenges your organisation faces presently . o 7.0
or foresee in the future when transitioning the fabric of the deszgn thlnklng}
organisation towards more sustainable futures? approacheg, and
— What are the crucial attributes necessary for the successful i
transition of an organisation towards more sustainable SISO
futures? about these

How to leverage

— How did you create the ideal conditions necessary for a . .
smooth successful transition in your organisation? orgamsatlonal
— What has worked well and what can be improved in your changes?
organizational transformation towards more sustainable
futures?

Priyanka Singh | M.Sc. Strategic Product Design
Graduation thesis with TU Delft & Livework

2
livelwork  TUDelft

8.4: LIVEWORK SERVICE ARCHITECTURE (LSA)
INTERVIEW GUIDE

LSA INTERVIEW GUIDE

Hi [Name], thank you for participating. | am reaching out to you as I've learned that you are
a key stakeholder in the development of the CC model. As part of my graduation with TU
and LW, | want to explore ‘how can we use Livework’s approach to organisational change for
customer centricity for organisational change towards Sustainable futures?”

Our focus for this interview is on ‘What is Livework’s approach to organizational change for
customer centricity? And what makes it successful?’

You're one of the owners of the model and have been working on and with the model, | value
your opinion and your insight on the model. All the information shared with me is entirely
confidential and for the purpose of my graduation. If at any point you feel uncomfortable,
please feel free to stop the interview or ask me to skip the question.

There are no right or wrong answers, | only want to know about your experience about
developing the model. And lastly, are you comfortable if | record this interview? This
recording is for my research purpose only.

The four main focus points are:

Focus 1: Understand Livework’s service architecture approach to customer
centricity, currently.

Focus 2: Reflecting on the past understanding Livework's approach towards
change mindset in organisations.

Focus 3: A walkthrough of the Livework service architecture approach.
Focus 4. Looking to the future and what's next in the pipeline.

Focus 1: Understand Livework’s service architecture (LSA) approach to customer
centricity, currently.

*  How does LW define CC?

*«  Why s it important for an organization to be CC?

*  Whatis the LSA?

* How did you arrive at this model?

*  How has this model changed over the years?

*  What were the contributing factors for the evolvement over time?
*  What components of the model is unique to livework way of working?
*  What makes this approach successful?

*  What is your role in owning/developing the model?

* How long have you been working with this model?

*  How did you get involved in the development of the model?

15



Focus 2: Reflecting on the past understanding Livework's approach towards  change
mindset in organisations.

*  How does LW see or define org. Change?

*  Why does LW think org. Change is necessary for CC?

*  What attributes should an organisation have to enable this change?

*  What value does this model bring to the client’s organization?

*  What are the attributes necessary for this model to be a success in an organisation?
*  What are the disadvantages of this model towards organizational change?

*  Why do you think it is important for organizational change to be approached by design?
*  What are the biggest challenges of this approach?

What kind of mindsets, teams, capabilities are needed to work on this model at LW?

Focus 3: A walkthrough of the Livework service architecture approach.

* Can you give me a short walkthrough of the approach and its developments?

* Canyou share if and how you share this model with the organization? Are LW's clients
aware of the model being applied?

*  How much does it vary per client or stakeholder?

*  How has the model helped in transitioning towards organizational change for CC?

*  What are the tools in this model that organizations often find most helpful? Why? Is
there a story you can share to illustrate your statement?

*  How do you create a shared language? When marketing and technology have their own
lanaguage and culture?

* How does the team @LW work with this model? Who is the lead? Why? What
attributes do they have?

* Do you have KPIs to measure the success of this model?

* How did you arrive at these kpis and metrics?

Focus 4: Looking to the future and what's next in the pipeline.

*  What is in the pipeline for being developed next? Why that one? What is the
Motivation? What challenges are you facing with developing those blocks?

* Does someone at LW decide on which component is to be developed next? Or is this
driven by the client?

* Have you tried the same model for Sustainability? (Human and ecological factors) How
did it go?// Why not?

* Do you have thoughts on how we can use this model for sustainability? Can this model
enable those changes?

* s organisational change necessary for sustainable futures to be a reality?

*  What are the components missing from this model in your opinion to make the change
towards SF happen?

Closing:Thank you for your time and participation, [name]. If | have any further questions
or follow-ups, may | please approach you again to discuss them in my graduation journey?
Would you be willing to participate again?

8.5: SUSTAINABLE FUTURES (SF) INTERVIEW GUIDE

SFINTERVIEW GUIDE

Hi [Name], thank you for participating. | am reaching out to you as I've learned that you are
a key stakeholder in the making successful strides towards sustainable futures. As part of
my graduation with TU and LW, our focus for this interview is on your journey/experience in
the organization as it was making this transition. Also, celebrate your victories and discuss
your challenges, and look a bit into the future.

All the information shared with me is entirely confidential and for the purpose of my gradua-
tion. If at any point you feel uncomfortable, please feel free to stop the interview or ask me
to skip the question.

There are no right or wrong answers, | only want to know about your experience in this
transition. And lastly, are you comfortable if | record this interview? This recording is for my
research purpose only.

The interviews aim is to learn about four main focus points, which are:

Focus 1: Understand the current mindset of the organisation towards sustainable
futures.

Focus2: Reflect on the journey of successfully embedding sustainable futures

mindset into the organisations' fabric.

Focus 3: During this journey what were the challenges/ barriers faced by the
organisation and how did they overcome them?

Focus 4: Looking to the future for their organisation, what is next in the pipeline?

Focus 1: Understand the current mindset of the organisation towards sustainable
futures.

*  How does [your org] understand sustainability/ecocentrism?

* How did you arrive at this definition?

*  What was the driving factor/force behind this definition?

*  When was this definition introduced?

*  How long has this been in motion/implementation?

*  Who put this definition in place?

*  Did this definition come from bottom-up or top-down?

*  What inspired you to get involved in this transition?

Focus2: Reflect on the journey of successfully embedding sustainable futures
mindset into the organisations' fabric.

*  How did [your org] leverage SF thinking within the fabric of the organization?
*  How hard or easy was it to adopt these into the fabric of the organization?
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*  What was your role in owning/implementing this change?

* How did [your org] create an ideal environment necessary for a smooth transition
towards SF? / What actions did you take during this journey?

*  Were there other stakeholders? What were their roles?

*  How did you get their buy-in or involvement?

* How long has [your org] been working on this transition?

*  What were the goals set in place and by whom?

* Did you have guidance from an external firm or consultancies or was this driven
internally?

*  Were there or What metrics/KPlIs were put in place for this to measure the change?

* Canyou name a few and walk us through the impact assessment criteria?

Focus 3: During this journey what were the challenges/ barriers faced by the
organisation and how did they overcome them?

*  What are the crucial factors or attributes for a successful transition towards SF?
*  What are the challenges [your org] faced when transitioning towards SF?

*  What actions did [your org] take to overcome these challenges?

* Canyou share a story/anecdote of a success story and what impact did it create?
*  What are the achievements [your org] are most proud of in this journey?

Focus 4: Looking to the future for their organisation, what is next in the pipeline?
What is next [your org] in this journey?

* Looking back what are there things you wish [your org] to do differently and why?
*  What advice do you have for other organizations just starting out on this journey?
* How can they overcome their challenges within their organization?

*  How can we build a sustainable development culture?

= What are must-haves, nice to have, and can be discarded at the start?

Closing: Thank you for your time and participation, [name]. If | have any further questions
or follow-ups, may | please approach you again to discuss them in my graduation journey?

Would you be willing to participate again?
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Interview with Lise, Bugaboo

Pri: So | got an invitation for a miro board. I'll share that link later. Because that's just, | thought it'd be fun
to work together interactively. If we can do this in person, then try and do it over viral. That was my
thought. They saw me something super simple. Why don't you tell me a bit about bugaboo and your role?
And how you came to it?

Lise: Yeah, um, well, | worked for bugaboo for seven years already. Um, and [I started in the product
development departments a little bit on well, back then we still had like an r&d department. And | was
really focusing on production processes and materials. Really nice. But when you look at production
processes, you also see the things that are wrong, or at least that can be improved, not only efficiency
wise, but also environmental wise\. [And you see, the people that work there, you know, you just you got to
know really the value chain of your productsL And | was like, okay, we can change some stuff over here. So
after a few years‘, the opportunity arise that within bugaboo, we were like, Hey, we always care for our
people.‘And [we want to know where our products are coming from. And we make them long lasting, and
preferably modular, so we can easily replace certain parts. \But[we never voiced this to our consumer, we
never put this together in one strategy, or, you know, what are we actually going towards with this, there
was no bigger why behind it, which is when we started to focus and say, like, okay, maybe we should have
something like a sustainability strategy or do something around it‘. And it was really new for the company
back then. So that's like four years ago. And | was involved, really from product development. [So | was the
lead, for product development on sustainability. And really see how we can change things that, you know,
the way we were doing business. At that moment, you also knew, and you noticed, it was new for the
company. And even back then the topic was quite newL [I mean, the topic of sustainability and climate
change and climate crisis, and also the social parts of it, it really the awareness around it, and the
recognition around it really increased in the last couple of years. Sb aboutffour or five years ago, even
within our company, it was like, Yeah, of course, we need to do something about it. But without any extra
resources. And without any extra budget, you know, just go ahead and do something that was like the, the
vibe\. So it's, and | also hoticed that a lot of people, it's a change, you know, it's actually just change
management that you're doing. You need to implement a change of how people approach, you know, first
of all, their mindsets, and a lot of people already had with embark have already had this mindset of, okay,
we need to care about the world around us and the people and the environment, but then really
implementing it in your work and your day to day work. That was hug)e. You know, it's like, oh, | need to do
something different. [And change is always a bit scary‘A ‘So even though you're changing for the good, it's
still scary. And people were like, hesitant sometimes to do this, or to put budget behind it, or purchase
different materials like Oh, but will the quality be as good as we are having now and what we do towards
our consumers? And what if we get a backlash, you know, like, we are chasing one thing, but we are not
changing everything else. Bo how can we explain it?[And and | really noticed that back then, most of my
time, | was just working on creating awareness amongst employees, and really guiding this, this this
change process, it was like change management. So that was doing and also towards the board\‘ And |
noticed and also when | look back at it nowﬁ if there is not a clear sponsor in the board, and if there is no
budget behind it, you can do a lot of awareness changes, but you will never change the company\. And
never really change the | mean, [we make products. So we never really change the products that we're
making. If there is no mandate from the board, or if there is no budget from the board saying like, Hey, you
can go to a biobased material, but it will cost double. Go ahead. You don't have that mandates. You simply
cannot do it.”So back then | focused a lot on the supply chain and on the factories and on getting certain
certificates and it was the freedom | had. ‘But only since this year actually since the beginning of this year,
the CEO, [the current CEO, that CEO that we're having is heavily involved and any of them asters as a
company we were sold a few years ago, we had a reorganization and all those things also don't really help
in getting your sustainability strategy up or running. So, actually, only this year, the time is right to really
start thinking about changes and really implementing a strategy. So it takes a long time. And looking back
at it, it's needed that time, you know, people need to adjust.

Pri: Yeah.
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Lise: But it's also sometimes hard, because so you can do a lot of things bottom up, do you need buy in
from the board, Otherwise, you just can't really make long lasting changes,

Pri: Okay. Yeah, that sounds very believable. I'm also curious, because you said that this was something
new when you started out. And | was wondering like, now, when you look back at the past, and you're

looking at the present, do you? Do you feel like from where Bugaboo was to where it has come to, you
have a clear idea of what sustainability or ecocentric goals you're working towards.

Lise: umm now | have, but only now, because we had really dedicated projects about this at the beginning
of the years together with the CEQ, and together with our investors. | mean, like, hey, hf we want to
improve ourselves, we need to set goals, and we need to certain focus points.”What do we want to focus
on as a company? What is most important? And what do we want to achieve in three years from now, but
also in the longer run? For example, with co2, | mean, that's one of our biggest focus points, we make
products. So we do emit some co2 in scope three. LSo we need that part. lAnd let's calculate first, you know,
where are we actually? And then how much do we need to reduce if we want to contribute to a better
climate. So those are starting points that were actually only implemented this year. lAnd [before that, it was
really sometimes damage control, and really more focusing on the supply chain part, making sure that we
had all the audits there, that we had our suppliers on board, that we create the awareness with our
suppliers. And did we have things more and more on paper with actual goal setting and really knowing
what we work towards that only happened this year.‘

Pri: Oh, great. And you started working on this? Like you said seven years ago?

Lise: No, | started out. | started like, four. Yeah[, | think four years ago, full time on stability,|

Pri: Yeah. Okay. Wow. Yeah, | think so it is. Do you? Do you feel like it's still very new for the organization?
Or do you feel like now there's a better conversation going within the organization or what we want to do?
Lise: f’l’here‘s a better conversation going, and, but sometimes, it's still difficult because it will, it will cost
money\. And maybe it's better if you have, [I don't know, | think in the future, we will have more co2 taxes,
for example, from certain governments. And if you have like the true pricing, to have a better comparison,
because now you have your product price, and then you come up with something better, or you need to
have renewable energy, or you need to have certain materials or whatever. And it's, it is more expensive.
And even though you're doing the right thing, it is still like for a company, it's like, oh, okay, so how can we
budget this? Will we go for it? And how will we account for it? You know, will it just take a lesser margin?
Or will we increase our prices? Or how do you pay and how do you deal with it? And that is still still there?‘
‘I think the mindset is, is strong, and it's something we cannot deny anymore, we need to do something
and we want to do something on the social part, and on the environmental part, but then still, how much
do we want to do?HTo which extent Yes, still very much a balance -- cost wise, also, of course, capacity
wise, what can we do as a company? And then also still the change in people minds? Like, yeah, no, of
course we want to do something, but to which extentL

Pri: I love this. Okay. This is very interesting, because | was one of my questions also was like, what could
be the driving factors that brought about this change within bugaboo?

Lise: | think it's twofold. One of the driving factor, well, maybe three fold. [One of the driving factors is the
company that we are, we are quite young company, we are aging. We're all aging but we're still quite a
young company with a mean for the employee. The workforce is quite young\, \We are very much a
consumer facing brand, we are a high end premium brands, you know, and we make high quality products.
So it's, it feels natural, and a lot of people who work with us care, and a lot of people have this on top of
mind. So it's like internally, it's like a force, it's like, Hey, guys, we need to do something that helps still, |ike
‘I said, and implementing it in your day to day job and having it as a company goal, really part of your bigger
s'tra'tegyi then you need a bigger driver. So having the CEO on board, and our investors really made the
change.

Pri: Okay,
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Lise: IL in the beginning, | found it hard to admit, because | was like, you know, we can do this change
anyway, we will just start bottom up, and we will go for it. But now | realize if you have to buy in from the
board, and if the if the CEO says that we want to do this, we just we do it, you know, and it helps].

Pri: Yeah,definitely, definitely. And I'm also curious as to like, Did you once you got the buy in from the
board? Did you sort of get together and say, Okay, this is these are the sort of value propositions we want
to put down? And then, like you said, they wanted to work towards both social and environmental. And
the question is, how much of which can we actually do at the company? So did you because | still feel
these are very broad terms for any anybody like for a human capacity to understand. So I'm just curious as
to like, how did you guys come up with like, Okay, this is how we define social. And this is how we're
defining the environmental.

Lise: [Yeah, so we had actually, from January, February onwards, beginning of the year, towards the
summer, we had a project going on together with our investors, so really including them, and on a weekly
basis, almost that it was for them, like a pressure cooking project, although it was half a year, you know, it
really was a short focus project. And then we said, Okay, now we really need to define our strategy. What
are our focus points? And how are we going to move forward? And we quickly already came up with, okay,
when we have a decision, you know, so we want to focus our, what is our strategy, we need to come up
with it. \But then underneath it, Mhat are our focus points? And we said, Okay, we are we make products.
So one of the focus points will be our products, the other focus for it will lead to peopIeL And then we took
it further and further, and [vvithin products, we say, Okay, what is most relevant to us? What is our biggest
impact that we're having, and it was clearly co2, because we do use fabrics, but we are not a textile, or a
fashion brand. For example, with fashion brands, you also have a huge water impacts. But for us, water is
less than co2. So we said, okay, let's focus on co2. We don't exclude everything else, but the focus is co2.
[How can we focus on co2? Let's commit to the science based targets. So let's measure what we're doing
now. What is our baseline 20197? Is our baseline, our base year? What was our emission then? And where
do we need to go towards if we want to contribute to limit global warming to this 1.5 degree. So we are in
the process now. And it's like some discussions, you know, like, we have in our school, three our intensity
targets to lower the emissions per product. So per stroller with 40%, }we still need to communicate this
externallv Yeah, this is now in the final [final process of handing in the science based targets is quite a lot of
work. That we know we did a quick scan, and then a more detailed scan, but we quite quickly realized that
we needed to reduce quite a lot. So reducing 40% It's a lot, it's really means that you need to change
materials. So within that first half year, we also showed like, Okay, if we want to reduce 40%, it means
recycled fabrics, it means bio based plastic, it means recycled aluminium, not one of them, all of them. And
we just went out to the market, see what the prices are see what the impact would be having our growth
perspective in mind. And then we presented this and say like, Okay, if we want to do this, this is an
estimated price. And this is what it will cost in the upcoming year. And you know, we don't have to do
everything at once wants to change and you can't go back so these costs will stay. So those were heavy
well not really heavy, those were discussions like okay, how do we approach this and how do we want to
deal with this? And that's when we really start to make things very specific. Yeah, so in product it was co2,
and then you have a lot of data and a lot of things to show.H’I’he other part that we're focusing on the
circularity and long long lasting because our product stages they are very high cost and they do last for a
long time. | mean, a stroller you're using it maybe for three years, but we design and we engineer our
strollers to last for 10 years. And so we were like, we need to do something about this and we need to act
upon it. And so we in our product scope, we have co2 and circularity\. [circularity is a little bit harder to
measure or to put KPIs behind. So we are now approaching this in in two ways, one with new business
models. So we implement leasing and refurbishment. And we are starting in Europe, we just got started
this earlier this month, or last month in October. And we want to expand this of course, throughout the
upcoming years with partners by our own we are really it's a different way of doing business. So it's also an
inspiration\. And then also from ‘a design point of view. So we are looking into setting up design
requirements like okay, you can only use renewable or recycled materials, you cannot glue stuff together
because it means that you cannot easily separate them really make them modular, those are the things we
are thinking about now that it's less exact than the co2 part. Mith ‘Coz you have numbers, you have to go
there. With circularity it's, it's more fluent or something. And that's also sometimes it makes it more
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difficult, difficult to understand this well. But we're learning and we're growing bnd the IEU is, you know,
focusing on circularity as well, they're not going so fast, but at least they're focusing on it. So we might as
well and we try to put focus there. So it was for us quite easy, you know, what is our focus point co2,
because that's our biggest impact. So clarity, because we make products that are so long lasting, and are
still such a high quality, let's make sure that they can be reused and reused every time. So for the product
part that was a, an easy, maybe not to, to execute, but it was an easy focus to come up with. ]

Pri: Yeah, yeah, that's, that's very helpful for me, give me a very like, well rounded picture of this. But I'm
also curious, like, what do you think the social component of this is covered more in circularity, and then
the co2? And you said you also did like a science based target? So these were studies provided by the EU,
I? Or did you do a little research,

Lise: we did it ourselves[actually. In a science based target, it's it's an initiative initiative, it's a global
initiative. And you can apply to it. And they call themselves science based, because they have this
calculation platform, you can put in the emissions that you're having, and they for a base year, and then
you put in your target here, and then they say how much your emissions can be in the target year. So by
debt, they really make sure that you contribute to limit the global warming, | mean, you can reduce your
emissions, but to what extent when when does it have any effect with their calculation methods, they
show like, Okay, you need to reduce 30%, you need to reduce 20%, to contribute to limit the global
warming to 1.5 degree. So it's a nice platform to use. They're quite strict. They're also quite popular, they
entered waiting line now in order to be assessed, so | need to hand it in this week. But | already know that
I will only be assessed next year. So you know, there are a lot of companies applying to it. Yes. But it also
seems quite real. Because otherwise, it's very hard to know, how much do you need to reduce to have any
contribution?

Pri: Exactly. Yeah, | know, it seems at least it is bit more exact than the circular economy targets. That is
true. But then how many of you are working on this? Like you said, you had a few stakeholders and
investors buy in? So what do you think of your team sizes that is working towards this?

Lise: Um, it's not super big. It is scattered in the company. So we have of course, the buy in from the higher
management. And the day will not execute the ideas, you know, so you need people to really work on
everything. So from almost every departmentsL [I have one person who can dedicate 0.2 towards 0.5 FTE
(full time employee) on this program. So from the engineers, | have one engineer who is working one day a
week to help me with calculating the co2. From the designers. | have one designer who helps me two days
a week to make sure that with the new projects, we keep certain directions in mind from the sales team. |
have one girl so one colleague for 0.2 FTE so one day a week as well. Who is our bridge for the donations
because we are have several markets. And we really want to do to donations as local as possible, really to
your local women's shelter or your local hospital or whatsoever. So the markets need to execute this
themselves. And she is our, our bridge. So she has some dedicated time to really make sure that we draft
the policy together sees the voice of us, as is the voice of the market. So to say, with this, we have several
people throughout the organization who help and | think it are not super many, but maybe seven people
within the organization, who are then allowed to work at least one day a week on this topic. They don’t
report to me, | mean, they have like a dotted line for that one day week. But they are in your own
department. Of course, if they work in sales, they work in sales but for that one day, then | have the one-
on-one and we guide them.‘

Pri: That's the acquire holistic picture. So | was actually thinking I've put this deal together, | could be great
or could be a disaster, but | just wanted to try it out with you. | wanted to understand a bit about like, what
do you think were like your three big challenges when you started out on this journey? Because like you
said, This started a few years ago, but it's actually only coming into fruition today. So on the Miro board, |
can share the link. It's in the chat. Share it again.

Lise: Yeah, | should have it. | need to of course, then get into it.

Pri: Oh, yeah. I mean, | hope that's not a big challenge.
Lise: No, no. | used it before, but it's

clear.
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Pri:Yeah, | would have loved to do this in person. Yeah, you here. | see you're here. Yeah. So | mean, this is
just I'm putting, | just thought you could fill in this together, just maybe starting with like, your top three
challenges, like what were they? And if you have if it gave it some thought, and you're like, Okay, so these
were definitely there are many, but these are my top three that | had to get over. | just put these blue
posted here to three different

Lise: Yeah. Let me think.
Pri: It is hard. | completely get it. You can also just write five. I'm okay with it.

Lise: Yeah, no, | think maybe the{ first biggest challenge was to transfer people's enthusiasm to their day to
day job. So the Awareness. Yeah To their day to dayjob\. Wait, shut this down. Sure. ’Yeah, so really make a
job related. Because a lot of people, nobody will deny that they want to do good for the world to do good
for the environment or for for other people. Yeah. But then making it part of their job and making it a top
of their mind when they purchase materials or something that was a that was quite hard. Sometimes, by
the way4] Um, another challenge, yeah. involving the management involving the board, the higher
management,‘ Yeah. And then maybe fthe third one is making actual so setting the goals. Needed a second
and a third went hand in hand. But | can imagine that even [if your board is like, Sure, go ahead. Yeah, really
knowing what you're going towards? Yeah. It's sometimes hard because, like | said, for example, with the
co2 production, we need to immediately also know what the true impact will be cost wise supplier wise,
you know, it is it suddenly becomes a very big stain. You know, and it suddenly affects a lot of people think
these gosld was, it's quite hard,|

Pri: Yeah, | know. | am. 100% agree with you. | think this is it is such a big challenge that people are actually
delaying it further so that they don't have to deal with it. But I'm also curious to know Lise, why do you
think it's important for organizations to play a role in this?

Lise: [Because I think organizations can drive change. If we have to wait for governments. They are just, |
mean, they are doing their part of course and even now with the COP26 You know, all the governments
are saying that it's important that they are ready for the next step and implement stuff, but they're very
bureaucratic and very sIow.‘That's just the reality, fthey will not have like, legislation changes overnight. It
takes a little time. And you can wait for the governments but you can also start your own chains. And |
think, are these | feel that me personally or me with a company, | have way more impact with the
company. So | think if every company does their part, we can have a huge impact]. And other companies,
they want to see change on quite a short term. | mean, even now [with our investors, they were supposed
to make, like this long term plan. And they they said it for three years. And | was like, three years is not
long term. But for them it is. And so we now made like a three year plan and a 10 year like the far future, a
10 year plan. But everybody wants to see changes within those two years. So you really act upon it and
with a lot of companies that is like that, that they really want to, you know, implement stuff and see
change. And yeah, work on it. And companies, to my belief will have way more impact than then the
government will have

Pri: that very interesting. Why do you say that?

Lise: Because | think the government's are just too slow.

Pri: Okay, with that. So this is great. So for on the Miro board, what | actually ended up doing was | thought
we could ask, we can continue the talking format, or we can just play like we used to as kids, which was
just, you know, map some things together. So | was wondering, like, in the journey that you've described
so far, | was just curious to know, like, if it was this challenge about transferring the enthusiasm, or like you
said, first, and the second one about involving the board went hand in hand together. And sort of see the
organization maybe divided into certain layers, or the process divided into certain layers, where it's in
terms of the depth of the change that has happened, probably is from, like, when the vision and the
mission of bugaboo changed, or when you got a senior leader to join in. And then it's also what you
described, the people and the employees. And then there's the tools that you put in place, or to make
certain, you know, frameworks fall into place, which is when you need to start putting together certain
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measurements that you know, okay, by the end of, like, the first year, second year, third year, and like you
said, you also done the next 10 year planning, so this is perfect. | sort of was wondering, like, if we could
just use maybe the emojis are something to start with. Okay, so to solve my first challenge, | did this, this,
this, this, this, and you could just walk me through a journey.

Lise; Yeah, nice.

Pri: Sorry, it was too complicated.

Lise: No, no, it's not, it's actually really, really effective. Um, and | think, ah, the measurement and
framework. | think for us it took like,

Pri: you can actually just even start, like, | know, you told me that who involve the senior leaders happen?
Maybe at the end of four years of this?

Lise: | think there's a | mean, you have to | can stand. So maybe we can use two of them? ‘Because, of
course, they were involved at the beginning. Because otherwise | could not spend my time on it. You
know, | wouldn't have the job description. There's a difference between saying ‘Go ahead’, or between
like, yes, we will put our money where our mouth is, you know, so | think there's a gap. And this gap is very
noticeable. But only after four years for us. The change really came with this mission and vision, it only
came after fouryears.]

Pri: Oh, okay. All right.

Lise: Like the true mission and vision, of course, you you want to have you know what, || have a certain
change, and | want to do good, but actually setting targets. And it also changes. Because after the first
year, we had like six focus points. And it was like way too much. | mean, now we have two ‘people &
product’ and underneath it, there's of course many different directions. But back then we had like six high
level focus points, and it was just not realistic. So also over the years, you you evolve, and you get it off the
table and then back again. Yeah, and only now we are really at the point as a company to say like, Okay,
this is the focus we need to have and this is what we're going to do\. So[the true mission of vision and
mission only comes now with the engagement of the senior management.]

Pri: That's great. And then did you Like when he said, | love the people and product thing that's really nice.
If there's someplace | can read more about your new policy,

Lise: [not yet, you have to wait until like January, February we we Okay, making it an internally it's quite
clear but externally, you know, internally, it's very much like corporate communication, you know, it's like
this is no program. But if you want to put it on a hang tag or on the shop floor or towards your actual
consumers its not attractive. So we are finding out we are working with an agency to make this internal
program really having any consumer facing message. It'll take some time. So we only have it beginning of
next year,

Pri: Is it okay for me to ask who the agency is? Or
Lise: Yeah, no, for me, it's okay. It's Salterbaxter. There are long, London based agency.

Pri: Okay. All right. And the reason for choosing them was

Lise: hhey really have experience in making a communication framework on sustainability. So there are of
course, many agencies out there. And we were not really looking at an agency. Yet to make the actual
visuals. For example, we really looking at this agency who can make the communication framework, not
our strategy, but making it communicatable. We had several several, we had like three or four agencies,
and Salterbaxter just came out the most strong, most bold as well. And it's what we like, as a brand. So
yeah, that's the that's why we have them].

Pri: Okay, so then I sort of put the, like an arrow bit connecting the vision to the employees we've got and
that something not happen next year, which would already be | guess, around five years for you in the
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process. And that would help communicate, not just like, people within the organization, you're also
looking at people like your, your customers and consumers, right?

Lise: [Yeah, yeah, definitely, we really have it separate. So we have our internal communication. And we
have, well, earlier we had like this Ambassador team, and really try to engage people internally hosting
movies and lectures. It went off the table, and now it's coming back on. So we really want to have this
enthusiastic workforce. But we also have our consumers. So you really differentiated what we do internally
with ext or externally, of course, we have the same message. But the execution is very different. And we
always try to involve our internal workforce first. And then the consumer]

Pri: how like is do you have certain like tools and artefacts that which you use to pass down this? This this
new vision or the like, how you're saying, how do you involve them? Like, do you use some sort of? Is it
through emails or newsletters? Or do you have workshops together, or some

Lise: All them actually, so we are having our newsletters, not really emails, because people get just too
many emails. [So we have our newsletter and our monthly company updates. So it's like a town hall
updates, and where we talk a lot about our ESD program. But also through trainingsL [So we started from
this summer, when we finished more or less the vision and mission with the senior management, we
started to host trainings for all our departments, and explaining like, Hey, this is what we came up with and
how we want to execute it. We don't have the details, but this is the plan. And so we try to involve people.
And from there we are building and we are now | think the core team, like | said, you know, the different
people who work on it. But it all started with with the trainings and the company updates‘

Pri: that, and then how do you feel like over the four years now, this, like one of your first challenges is
like, you know, getting the enthusiasm into the day to day job. Do you think that started to happen a bit
more now?

Lise: Yeah, yeah. | had, | must say, between [between year two and year three, so to say we had a big
reorganization and we were sold as a company, like | said, so it doesn't a lot of initiatives that we were
having, like an ambassador team and some awareness programs internally, they went off the table
because it was just, you know, the organization changed so much, that those Yeah, that the internal
awareness also just, | don't know, the initiatives weren't there anymore. And so that had quite some effect
on this program‘. \But then still transferring it to their day to day job. So the people or the employees were
involved and were very enthusiastic, but then more in like cleaning, do cleanups around the office and
stuff like that, but not in the day to day job, and the transfer to the day to day job only happens now,
because now we have the mandate to really do change. | mean, people, it's it's funny, you know, if you ask
people to like, hey, let's do a cleanup, would you like to help? And everybody's like, yeah, sure, hey, let's
change your job. They're like, yeah, if my boss doesn't say | need to change my job, then why should |
change my job? You know, so what do we do my job? Only now when we have this mandate, and the
vision is clear. And we are things | know materials and stuff like that. Yeah. Then it's it feels like allowed to,
to do to act upon it.]

Pri: Yeah, | can understand that sentiment that you also feel that, like over the you've been doing it for like
four years now, do you have certain things that you're extremely proud of right now.

Lisd: umm Well, | am proud of the fact that in the early years, | was able to really make everybody very
enthusiastic]. [Everybody was it was such a part of the company we had every three, four weeks, we had a
movie screening, or we hosted a lecture and workshops from external parties and other companies who
came over. And it was really alive in the company. But it was only on awareness. And that tipping points to
really acting on it as a company only came out. So I'm very proud that | managed thatL And nowadays, I'm
really proud of the fact that for example, [I'm about to hand in these co2 targets. So CO2 based targets,
yeah, it's really a lot of work to measure what you're doing as a company, and to really try to avoid
assumptions as much as possible with really measure your impact. Yeah, it's it's not only so much work, it's
also feeling quite awarding, you know, like, hey, now we know what we're doing. And we are going to
change it. So that really feels Yeah, that's something I'm really proud of at the moment.]

Pri: Oh, yeah, that sounds wonderful. And do you like today, when you're sitting here, and now you're like,
Okay, things are finally aligned. I'm extremely excited. How do you see like the next five or 10 years going,
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Lise: um, a lot of implementations, | also not sure what is coming, you know, || was always fighting to get
the strategy, you know, something, and now we are there, and we start to roll out things| And I'm also
quite curious if my role will now suddenly change more towards project management, almost, you know,
fthat to make sure that everything is being implemented, or that you are that and that's also up to me, or
up to the organization that I'm staying in this to strategic corner, and keeping ahead and making sure that
we adjust the strategy along the way, making sure that | read my white papers, and that I'm aligned with
what the EU is doing. And | think it will be a combination of both, because it certainly will be very practical,
because we do need to change, you know, we now need to do is Me also need to keep aligned with what is
happening in the world. So | think it will be very much a two fold in my role. And yeah, it's really nice. And
what | also like a lot is that | have to Work\l have to work with a lot of different people. Because you're
changing a material. Yeah, mostly means changing suppliers. So | need to work with our procurement
team, working with engineers seeing if the technical properties are the same, working with our
management teamL like lhow are we going to voice this towards the consumer.]And it's going to be more

and more a Yeah, | don't know. [Like really engaging everybody and making sure that they stay engaged‘.

Pri: But this this is slightly off topic question. But now that you brought this up about the supply chain and
vendors, I'm also wondering, like, is that? Is that a big challenge? To get them aligned on your vision? Or if
you do then just like how do you manage this? How do you manage it with your vendors?

Lise: Yeah, I'm most of them are aware and willing to cooperate?[Not all of them and some of them are
harder, but we decided to target 70% of our supply base of buys spent so you know really 70% where we
spend most of our money You know, where we have most of our orders and buy most of our raw
materials. That's where we focus on, And it is for us, [we are not a very huge company where they're like 15
suppliers, it's not, you know, we can handle it. And plus, we have the big advantage that we have our own
factory In China. We produce in China, we have our own factory there with a lot of engineers, and we have
it already there for 10 years. So it's really like a Knowledge Center. But with a lot of local people, so they
talk to our suppliers directly, they drive to them, they go to those places on a regular basis. And already for
years, we conducted our audits with them, but they were internal audits from from bugaboo itself. So it's
hard to tell the audience like you know, the outside world, like, we think it's a good supplier, you know,
you need to have a third party verified. So now we are bringing on board for already a few years, this third
party verification, it's not a big change for a supplier versus was asked asking how they deal with people or
waste water. And now it's a third party who were asking the same questions, but then it's a different
person. So we managed to keep them on board. But we also take them by the hand sometimes | post
trainings, and we host them in our own factory. So we invite all our suppliers to our factory, full day
training, we pay most of the times their verification fees for these third party verifications, and auditors. So
we help them we make it quite attractive to, to join to join us. ]

Pri: Yeah, that makes Yeah, that makes a lot of sense. It's a really good suggestions in there. So if I'm gonna
pick your brain just a little bit more, keeping in mind the time if you now look to like the future, and you're
also seeing your other organizations within EU trying to make this change, and some of them are scared,
some are struggling, some are trying but not clear. What do you what do you have as an advice for like,
okay, these are the crucial attributes, | think that are successful for that transition.

Lise: And focus, first of all, really focus now you and it's hard. And | also sometimes get the question, like,
why don't we focus on water. And I'm like, we are not forgetting a water. | mean, you see it now more and
more as well that sometimes people have this tunnel vision, but then only for carbon. [But for us, carbon is
the biggest, the biggest part where we have our impact, but it's never standing on its own. | mean, if you
improve your carbon footprint, you most of the times also improve the work environment or your social
footprint with it, you also improve most because you change materials or you go to renewable energy, you
most of times also improve your water footprint and your biodiversity. Bo it includes automatically a lot of
things, even though it doesn't have your highest focus, but you need to choose. lAnd maybe for another
company, it is water, it's not co2, but it's water, but then stick with it, you know, focus on it, try to measure
it, and try to set a goal for yourself and you cannot solve everything in one go. It's just it's not possible\. The
same way. You know, [we try to do a lot of community building. And we try to donate a lot of products that
we choose for the local approach. And we like to have we think it's very important that women shelters
have strollers available for for the women who come there. Child hospitals, who suddenly there's a family
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there for two weeks who cannot leave the hospital, it would be nice, they can at least walk around the
hospital. So we donate strollers to them|. And then we get a question, why don't you donate any strollers
to Afghanistan? Like, it's first of all very hard to get a stroller over there. It is may be needed. But | also
doubt if it's the first the first material that they need over there. Maybe they just, | don't know, they did
100,000 other things as well. We do hand out strollers also to refugee camps. But it's it's sometimes | don't
know you really need to focus you cannot do anything everythiné. I think focus is really the main thing also
when you hear that a lot as well when people try to commit to the sustainable development goals. So
yeah, you can do all 17 You know, focus.]

Pri: Definitely. How did you pick? | mean, what what kind of study or what did you do to find out that co2 is
our main and it's not water, like?

Lise: ‘Um, well, we have the advantage as a company that we design all our products ourselves, we
engineer all products ourselves, and then we have our own factory as well. So we have we are controlling.
We are we are in control as well bit So we know what kind of materials that we're using. So by knowing the
materials that you're using, you also know the impact of the materials. ﬁohf we use either out from the TU
Delft, or if we use the carbon database from the HiC index, you can see like, Okay, this is my water impact,
this is my co2 impact. And it's it's, even though if you have a lot of estimations, but you just focus on your
top three materials. Yeah, it says polyester fabric, Pa6 plastics and aluminum. If you focus on them, you
already see like, okay, co2 is the main driver in in those. So it was, yeah, of course, it takes time and you
need to build it, you know, you need to show it. But it was quite clear quite soon already that co2 is the
biggest driver.

Pri: Cool. What is there anything when you look back at your journey, you go like, Oh, | wish I'd done this
part differently.

Lise: Maybe | should have ‘been a little bit more vocal in the beginning towards the management. | was
like, I'll solve it, you know, no problem. But it's, it's not possible. And | did implement a lot of changes in
the supply chain. And | did create a lot of awareness that maybe | wish | would have be more vocal earlier,
because, of course, we had this reorganization and change of ownership. But next to that, | think we could
have this vision and mission that we're having today. Yeah, | feel we could have it a year, one and a half
year earlier.]

Pri: Okay, yeah, maybe maybe hypothetical thinking, though. But do you have any advice for how
organizations can actually build this culture of sustainability within?

Lise: Um, well, || said that it was hard to make people's minds change from normal awareness to changing
their job. But if you try to make it relevant for the job, and relevant for the company, you will get people
more bnd more important, if you are, | mean, we make products for the future generation. Yeah. ‘So in our
communication, we say that we do this for the future generation. And, you know, you have to make it
relevant, relevant for your employees and relevant for the brands that you're you're you already have
built, you know, so if you make it relevant, it's easy to step into it. And if you also then show like, okay, for
your make it practical, you know, relevant and practical. | think that it's an easy change, especially
nowadays, it's okay. Nobody will deny that you have to do good, you know, To start, but then that's the
job, you know, make it relevant. And yeah.

Pri: Do you have like maybe a story for me to understand how you made it relevant or unpractical for, for
your employees?

Lise: Yeah, well, it also really depends to which audience you're talking to. Right. Especially when | started
and |, I had a little budget, and | was going over it with one of the guys from our finance department. He
was like, Oh, do you need budget? You know, what is this fluffy sustainability thing? What are you going to
do, you know, hugging trees or something, he was really still in that mindset. You know, making it very,
you have to know who you're talking to. So when | was talking to this finance department, they're very
actual. So they want to know, what are you going to do? And why does it require money and budget, and |
was like, okay, but we want to be certified, and we want to do audit, and we want to show and prove what
we're doing in money. And this is, you know, this is why he was like, Oh, you're actually getting an audit.
Oh, okay. So you're, you're, you know, you're having proof points, and you're doing stuff. So those are also
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things that knowing who you're talking to, and if you talk to a designer, they don't care about money, you
know, they just want to know how they can change their design. And if you didn't say okay, but if you
make it modular, instead of gluing stuff together, you need to find a way how it still functions, but then
you can easily separate it and replace it so it can last the last the last. Then it also make this click so like,
oh, | can do my job.

Pri: Okay, yeah, that's very helpful. Yeah, | totally see that you just put it into their environment and you
just make them be a part of it. Okay. All right. Yeah. This has been such a wonderful conversation I've loved
like every minute of it you absolutely love the cats on your T shirt. Love cat. So,

Lise: yeah. | hope it was useful for you because I'm very enthusiastic. about a topic and I'm very happy
where we're at at the moment that our company so |, | tend to just talk and talk

Pri: definitely every I've literally taken so many notes like every minute of this was very useful for me
because | must, it's taking me some time to understand as well like, how do you decide what you're fact,
First of all, how do you put this vision in place when there are so many people involved? And then how do
you pick one versus the other? Like, it must be so hard and getting in the way of finance guys focus? Yes, it
was such an honor three, actually, like, are you going to talk to you? Yeah.

Lise: But | also think it's, it's fair, what you just put them on the Miro board, it will take time. And | do see a
lot of companies. | mean, a lot of companies have on-boarded on a sustainability journey already. Of
course, there are also a lot of companies who are now starting. lAnd then they have this job description for
sustainability manager, we need to do it all, you know, implement staff making the strategy do everything.
And I'm like, Okay, if you want to do this, as a company, be realistic, because it is change management.
And even though if you are in the first half year, you have a clear strategy, and this is what you're doing.
You need to have your whole workforce and everybody with you. So it will, it will take a few years, I'm
quite s]ure of that. Maybe not if you're a startup, but if you are an existing company, it will take a few
years.

Pri: Yeah, definitely. Definitely. It has to do you see it's like something that's really important to permeate?
Like you said you could you thought about doing it bottom up? And then he said nope.

Lise: So it's a bit of both, or you feel a [bit of both. Because if it's only coming from the top, you will create
resistance, because then it's the boss saying you need to change and it doesn't feel genuine, you know, so |
think you really need a bit of both. That also takes time and and it needs to come together at a certain
point. That cannot happen within a few months.

Pri: Yeah, | was it because of the reorganization that you happen to get a senior leader interested in the
topic? Or like you said, it just got paused, and then it got picked up again.

Lise: [No, it is also because of the reorganization because we got a new CEO on board. And he's very
passionate about a topic. And he reached out to the investors and investors. It's a private investment
company that is owning bugaboo at the moment. So they are maintaining private funds. And those
families and investors of their company. They're asking, of course, as well, like, what are you doing? So for
those private equity companies, it's also getting more and more focused, like, Hey, what are we doing?
What is our brand portfolio doing on sustainability? So when our CEO reached out to them, like, Hey, do
we in what is our playing field in this, they immediately jump on board? So maybe it's also the timing,
maybe six years ago, it wasn't like that. But at the moment, it just happened to be perfect timing, but it is.
And yet well, without the help of our current CEO, we wouldn't have been where we are now.

Pri: Well, that's great. | wish you all the luck on this journey. And | really hope we get to meet sometime in
person | would look forward

toit.

Lise: And good luck with with your thesis ofcourse.
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Interview with Mike Bary (M&S)

Mark: So|Marks and Spencers a legal entity is defined by what it owns shops lorries, warehouses offices. ]I
think that's the old definition of an entity I think in ‘a sustainable future. It's a much looser definition of,
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you know, let's just say a value chain )for now. So [Marks and Spencers is supplied by 2000 suppliers
making products for it 20,000 farmers 1000 raw material sources, and the other side 32 million
customers buying 3 billion items from it each year.HNow Marks and Spencer doesn't own any of that
supply chain customer base, but he's got an influence on it. bo in terms oﬂcreating a sustainable future,
Mark and Spencer, the legal entity cannot become sustainable without its supply chain changing and its
consumers changing. ]So there is much more voluntary, looser definition of an entity in the future in a
sustainable future are clearly that is the value chain of Marks and Spencers value chain participates in a
wide retail marketplace that participates in the wider economy that participates in the wider society
where your responsibilities begin and end for more risk be a little bit sort of shades of grey, [M
businesses having to take more and more responsibility beyond just what he owns.|

Pri: Right? That's, | find that very interesting. Oh, because | feel it's also a very big challenge for me to
define sustainability. How did you at Marks and Spencers define the idea of sustainability.

Mark: [So initially, back 15-20 years, it was much simpler, it was just about reducing the physical footprint
of Marks and Spencers, the Mark Spencer the entity, so less energy use less water use less waste. So it
was about numeric reductions in the impact of the entity of society and the planet.

Pri: Okay, how did you arrive? Yeah. How did you arrive at this statement? Or? Yeah,

focus.

Mark: [For very loosely, | think we arrived at it because that was the prevailing consensus in the wider
world around us of expectation of a business. ﬁo when we're talking to stakeholders, they will be saying,
you know, why Greenpeace, we want Mark and Spencer to use less energy. That's our expectation of you
to mark and Spencer, we might disagree as to how much less energy we use, we might want to 10% they
might want 20%. But you're still talking about less impact. ‘So we were part of the prevailing societal
definition of what it meant to be a less impactful business at the time]. Now was the last 15 years the
definition of being a sustainable businesses as evolved on from being less harmful? But, but running the
\old prevailing linear business model, so what you, you, you weren't changing what you sold, but how you
sold it, you're just making it less impactful\. [And now you're changing the fundamental business model
from left to a low carbon one, a circular one more equitable, one more diverse than we have today. So
you're shifting actually, the business model? That's the prevailing discussion now\. [But you can already see
a new discussion emergent beyond that to say, that's still not enougﬂ\How do you create a more
expensive business model is positively impactful in all that it does. Okay, so you're not just changing the
business model to be dramatically less impactful, you're changing the business model to be dramatically
more positively impactful in the future. It's constantly evoIvingL]

Pri: Yeah, what? | think that's a good sign. We're constantly evolving, so but how do you? How would this
be more positively like, well, there suddenly? Did you have like an idea of what factors would go in? Oh,
Mark: hhere was never a moment when there was suddenly a book, a pipe or a script that said, this is
exactly how you do it. And that's finished. Now. There's a new script and this is how you do itl |It's
constantly evolving and emergin_g;HAnd | think your challenge then in terms of organizational change, is
you can't keep going back to the the Marks and Spencers boardroom was saying, Ah, new set of rules.
We've got to change what we do in last week's out fashion. Now we've got to do something else because
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you drive the business crazv.\ Because being a retailer, forget sustainability. Being a retailer is difficult. If
you think what's happening now you're dealing with Brexit pandemic lorry driver strike, the Suez Canal
being blocked by Christmas is coming but fuel strikes of lack of fuel. So wherever you look, running a
retailer on a day to day basis, it's just difficult economically. And then suddenly you say, but ah, but we've
also got to do all this sustainability stuff. And even though we're doing all this stuff today is still not
enough, we need to do even more. So if you keep going back to the business every weekend seem crazy.
\But what we did with Plan A are systemically plan, we said, we're going to launch it, we're going to do it
for three years, we're going to learn, we can improve, then we'll stop, we'll breathe, we'll learn and say,
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do we need to evolve it again? Yes, we need a new pI:mL So Plan A was launched in two January the 15th
2007. But it was updated in 2010 2014 2017. And now this year 2021, as the world around mark and
Spencer moved on, but what plan A had, they always had this sense of evolutionL [So you could get
Marks and Spencers come from where it was and where it needed to go. [There's this constant, we would
say the are the words that went through the stick of rock. Yeah, consistent sense of multispace. is doing
this in a consistent way. ‘I ‘saw a lot of other retailers do this, a lot of other businesses for three years
would work from having a plan. And then say this isn't working stop that throw it all in the bin. But go
across up a brand new plan. And you plan it was good plan. But then don't do that two years, and they
just stopped and marched on aheadL [But what Marks and Spencers had was this constant sense of
evolutionary journey? Not a moving motion?]

Pri: Yeah, definitely, definitely. When you when you say the we in this situation, is it the board of
directors, or only the senior leadership or was it a bit of both bottom up and top down as well

Mark: ‘as so what Plan A did 15 years ago was really try and create a plan that was both top down and
bottom up. %nd a lot of businesses even now develop a good systematic plan that's developed by the
central system team. Full time professionals working with space either clever people work working on
this, they take it to the board supported, sign it off, and then nothing would change. [And what Marks and
Spencer tried to do was co create a plan that works for everybody and then democratize it down
through the organization. }So everybody in the business worked on it. So let me give you one example.
Yeah, Marks and Spencers soul sells 3 billion items a year, an item being a bottle of wine, a ready mail a
dress, pair of shoes. Yeah. And it's set in 2010. It set a goal that by 2020 Every one of those 3 billion items
would have at least one Plan A story to tell. So this would avoid it having just a niche, Fairtrade organic,
super elite systemic range here, and then everything else do nothing. This was M&S saying every single
product needs to be consistently getting better. And once it's got one place A attribute story it's got then
has 2,3,4, And then one day a system. fThat meant that every buying group mark and Spencer had to be
involved. ’You know, the men's slippers team, the Italian ready meals team, the m&s Money Team, the
MLS energy teamL everybody had to have Plan A as part of their planning. ‘Every Marks and Spencers shop
had a plan A champion. So every store had somebody in it big and small, who would be doing a day job in

that store, but also being a spokesperson for plan A,

Pri: That that's really interesting. Um, what what | shared with you in the microbore. So to make help
articulate this thought of like, how did you bring like the bringing this change into action? Yeah. And |
think | wrote to you in the email, but maybe we can even discuss it right now. | imagine when you were
like putting this together, | love the evolving attitude. But at the same time, | imagine that every time you
did this, there must have been a few challenges that are that are prevalent through every evolution.
Mark: Yeah, of course. Of courseL the biggest challenge always is what | would call bandwidth. So the
Marks and Spencer board will be saying this is really important that we really support it. But we've got
short term challenges. The economy's in recession, we're not selling enough. There's going to be a new
chief executive. There's always lots of short term things that mean that you've postponed sustainability
action for 3,6,9 months. So that's the biggest challenge is bandwidth. h’he second challenge is relevance.]
So Marks and Spencers sells ready meals and underwear. And suddenly we're talking about carbon and
water and human rights and for a lot of people who are not in the full time sustainability that can seat
feel very distant from what you actually sell. So a lot of the time you're trying to make these quite
distance Sustainable Development Goals feel relevant to people who are running shops or buying things
selling things, marketing, things running lorries rink, building, building things all the time, you're trying to
make it relevant to people. Yeah. And that's hard. And that's yeah.‘

Pri: Is this a challenge? Also not just within Marks and Spencers? Or do you think Marks and Spencers is
made up of all this value chain vendors as well?

Mark: So yeah, | mean, and and hhat‘s the other challenge is that the vast majority of your footprint,
social and environmental is not owned by vou\. You know, those shops, those lorries, those warehouses
have five or 10% of your impact. 90% of your impact as a retailer, is what you call your scope three
emissions. Yeah, your suppliers and your consumers your productL Now. h’hat's the third for fast moving
consumer goods, businesses like Unilever and Coca Cola. It's a bit different from manufacturing
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companies, where more of their impacts are actually happening in their factories or their steel work\. @
but generally, the ability of certain business models, models to control all their impacts and reach reduce
them is much harder, because they're spread into their scopes, right.

Pri: Okay, so | guess it's, we could say that the third challenge, perhaps is taking the value chain with you.
Because it's the third, like you said, it's the third tertiary circle that actually has an impact on your vision,
even if you want to go towards sustainability. Yeah. Love all these challenges. And what I'm now
extremely curious about is like, how did you overcome some of these, like, | actually put this what I've
put together in the miro board is a bit to understand a timeline on, which just shows you like, it's not, it's
not immediate, like you were saying every three or four years you guys evaluated. And then and the
depth of change, | was thinking that sometimes we just worked, like we were saying, it's just
measurements and frameworks are put in place, sometimes. You just introduce a new tool, does it work,
you actually go to the next one. But then it's also like you were saying, it's about taking the people with
you, whether it's the champion, the largest. And then | guess, I'm wondering, it does get deeper when the
senior leadership is involved, and the vision and mission of it of the organization changes. So if we were
to tackle some of the challenges that you put down, I'm curious to know, how did you make this journey?
Take this journey to like overcome some of these challenges.

Mark: So so so let me just sort of frame it in my language and then Miroboard. So So plan A went through
five fundamental stegs.\So the very first plan back in 2007, |built a firm foundation), identified all the
material social environmental impacts, that m&s had lset targets to reduce them, time bound targets
created a structure within the business to reduce those impacts in class if the traditional corporate
responsibility program. And he gave Mark, he spent a lot of credibility with the external stakeholder
audience. And he started the business on the initial steps to reduce its impact by 10, or 15%. So firm
foundations firstL fThe second thing that Marks and Spencers then did in 2010 was integrated more deeply
into the business. So it felt more of a business issuel [It built a business case that helped the business save
750 million pounds net in 10 years. Yeah, so it was measuring how much it spent, and how much it saved
from a Plan A from less energy and less water use, less waste. It got every business every part of the
business on this model of building a plan a story into every product area. So again, commercially became
much more relevani It made sure that all its food suppliers were on a bronze silver gold ladder to
become more sustainable. So the second phase is Plan A was about integration of the plan A into every
part of the business.“’l’he third phase of Plan A was then looking out externally to say there's only so far
that you can go yourself internally before you start running into these systemic global challenges that
mean you just can't solve it on your own. And Mark and Spencer created a joint series of partnerships to
}tackle things like deforestation from soya sourcing, or from palm oil sourcing tiny little mark and Spencer
couldn't solve on its own. It had to work with Tesco. It had to work with Nestle new live and Coke and
Pepsi in global collaborations, so that was the third part was build these external partnerships to
accelerate Marks and Spencers own journey, because it couldn't solve problems on its own. h’he Fourth
part of the journey that in 2017, was to start a conversation with the customer base to say, look, we're
doing all this work on your behalf behind the scenes. Now, let us start to tell you the m&s difference
about what we're doing, why our products are different. And at that stage, what you're doing is in effect,
taking the single word that defines Marks and Spencers for its 32 billion customers quality. If Marks and
Spencers perceived as selling quality, food and clothing, it wins. If it's not perceived as selling quality, it
looses us because it costs more. So Marks and Spencers brought the definition of quality beyond the
functional quality buttons that don't follow shirt packaging, that doesn't lead to emotional quality. This
was made by people who were treated well, it doesn't harm the environment. So you start a
conversation with the customer. LAnd then the fifth and final phase of plan A, which is where the business
is now, my former colleagues are working on his business model disruption. So you're starting not just to
sell meat, but plant based alternatives. You're starting not just to sell clothing as new clothing, but you're
starting to look at models now, rental or resale, or donation of clothing. So it has a second, third, fourth
m.HSo first you build the foundations, then you integrate to then you build external partnerships, then
you have a conversation with Customers, then you disrupt your business. \Does that make sense? [S_o
those those five things happen sequentially. But even when you get to that fifth level of doing the
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business model disruption, you're still not you're still doing what you started off doing, which is having a
firm foundation, reducing your impact you're constantly adding and building upon those foundations.

Pri: Sorry, | think it was a mute. | was asking like, how did how do you define setting up a foundation?
Mark: ‘so a firm foundation, it's identifying all your social environmental impacts. So Mark and Spencer do
100 of them. Any juice would sourcing impact on high streets impact of salt and sugars in food. So every
possible social environmental impact, identify thmh(eah. \Second is then set targets to reduce those
impacts 10% less than 50%, less sold\. And then thirdly setting put in place a governance system internally
to make sure that the words on paper, the target is delivered and hold people to account for delivery].
[And then the fourth part then is external reporting to say, we said we would do 10% reduction with an
11% reduction or 9%. But then you've got this external transgarency}. And what are you doing?

Pri: Okay. Did you actually put put down as like, Oh, we're doing circular economy when you said that?
Oh, this is the business. Sorry, what did he call it? It's the business model disruption now. Yeah, the stage
where you're

Mark: at stage five? Yeah. Yeah,

Pri: | knew | arrived as it as you're looking at where you want to be? Is that another evolvement? In the in
the vision?

Mark: So that's a good question. So until very recently, no one was able, on an endpoint to say if we keep
doing all this activity to become less impactful. [In 2030, or 2040, this is where we need to be. Now with
carbon, we've got science based targets and Net Zero to say all this, all this activity here is taking us to an
endpoint which is Net Zero scope, one, two and three by 2040 underpinned by science. So on carbon and
climate, you know, where you going on circularity, by diversity, on gender on equality on human rights,
you don't know where you go. So let's take human rights. For example. You do lots of audits every year
to make sure that you're not doing anything really bad. Children in factories. But that's not positive.
That's just stopping bad things from happening, Yeah, where she positive aspirational endpoint to set this
point mark and Spence will know that whichever human life it touches in the supply chain in its business
customers, it's been a positive force for good for people and their aspirations. So there is no human
equivalent to a science based target on that zero.]

Pri: | know. Yeah, that's, do you have any thoughts on this? Very,

Mark: so that it's really hard to do. So let's just use the social dimension for now. So when it comes to
environmental, like just carbon, carbon can be measured? Yes, my generation of business leaders who all
look like me, white male, gray head, we like numbers we made, you know, we need to make 3% more
profit 3% less carbon, | understand that. lAs soon as we start talking about social issues, and much more
fluid, Black Lives Matters, Pride, Metoo, all of that is it can't be measured, it can't be turned into a
number. So when we talk about what we want Mark and Spencer to look like in terms of social
aspirations, social sustainability, 2040 is hard.\ And so you've got to ask the question. Do we need new
leaders who can cope with this much more fluid in precise definition of being good for people good for
society?Or i it just you can never quite do it in the numeric way they do for carbon?| People will always
be this looser sense of a feels like not a good business. Yeah. But | can't turn it into report and numbers
and targets. Yeah.

Pri: Yeah. Interesting. So what? What would the metrics for future look like if we were to go down this
road? Okay, very conscious of time and only have five minutes. But | have so much more to ask you. See
what | want to do you? Do you have any sort of advice for organizations that are perhaps just starting out
on this journey?

Mark: So again, | think what Marks and Spencer didn't have \15 years ago, was this big reference pool of
what's happening today, everybody else is doing something. This cop 26 There's new laws, new investor
interest, consumers are more interested, all the big businesses are working in this space. Marks and
Spencer didn't have any of them. It was looking deep into the future sort of think all this will happen. But
we're not quite sure when so today, to me, it's more obvious that a business needs to act much more
obvious. But I still got back to build a foundation integrated into your business, build partnerships,
engage your consumer and your colleagues, disrupt your business model, I think those are the five
steps. | think what you can do now is you can do that much quicker, because it's more obvious that you
need to act and more people are doing it. And therefore it's easier to change the system because
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everyone else is trying to change the system. ﬂMarks and Spencer was introduced a brought in a fee
charge for plastic carrier bags in food halls in 2008 hours really controversial because no one else had
done it. And it reduced carried bags usage by 80%. But lots of customers really unhappy because it used
to be free. And now what we're seeing is, it's the law, you have to charge five p or 10 P for a plastic bags
now. So no one's upset. It's just the marketplace norm. So it's in some ways, it's much easier to do it now
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than it was 15 years ago, because the pressure for change is more obvious.|

Pri: And the last question, why do you think it's important for organizations to lead this change?

Mark: [So I think in the in the past, it was optional, you could decide it was it was a reputational issue for
very public visible brands like Marks and Spencer or Tescos of Coca Cola Unilever, but for 99.9% of
businesses that no one's ever heard of. Who cares? Nou know, | could save a little bit of money for a bit
less energy. Some heavy, polluting industries had laws associated with them, but it was optional. Now it's
not ogtional.\ So [whether it's there are more laws, whether it's there's more interest from your investors,
more interest from your colleagues who want to work for a good company, your customers who want to
buy from a good company, or just marketplace disruption. So if you're a diesel car company today, and
you ignore electric cars, you'll die. If you're a meat based business that ignores the rise of plant base
you'll die. So if there's just a lot more obvious things to respond to change your business very radically
company | took 15 years. I'm really sorry. I've got to stop.

Pri: No, totally get it. | was also just very conscious of it. Have a wish you would love for your
presentation. And it was such an enormous pleasure talking to you.

Mark: | really. Yeah, we're here and I'm sure we'll talk again. But there's so much. And remember, I've
grown up in a different paradigm from you. | actually a lot, what a lot of what I've learned now is
redundant. And there's some there's some good learning from the past, but actually, the world is moving
so fast into a sustainable future. So So | would challenge you to say you're as good a leader as me. You're,
it's just, | learned a lot about how to disrupt the old paradigm. [Now, there's a new paradigm to still be
disrupting, you know, we're only halfway to a quarter of the way up the Everest to building a sustainable
future. Yeah, definitely. | joined a 10% you're joining when we're 25%. Yeah, but the still 75% to do|

Pri: Well, I hope it's a difference. Yeah, definitely. Yeah. Thanks. This was an extreme pleasure for me.
Thank you. Have a lovely day and a lovely weekend.

Mark: Good to talk. Good bye

Notes:
Design like approach
- Evolving and iterative planning and reviewing.
- Co-creation and democratization with everybody in the organization.
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Interview with Nicole:

Pri: I'm looking forward to talking to you today, we could, maybe you could give me a little bit of an
introduction of how your journey has been at Erasmus MC.

Nicole: Yeah, | started working here at 2011 eh 2010, as a hospital pharmacist, with already expertise in
intensive care. And then | investigated what my role could be in the intensive care unit in academic in an
academic center. Because before | worked in a teaching hospital that smaller in The Hague, and then
well, we, we found out that there are so many patients here, and they use so many drugs, that | can do a
lot of good things, also in reducing drug costs. So | made a business case about myself. And they hired me
for 50%, that was in 2012 started. And then also there was a big change, because all of a sudden, the
doctors over here had a pharmacist was talking to them and giving advice. Okay, |so | have a lot of
experience in changing, changing mindset, different views.‘And from that on, | worked in the hospital,
pharmacy, as well as want to prize with my ICU hospital pharmacy project. And then | did a lot of
management stuff in the pharmacy. Also over there, \we changed the whole setting the whole system in
your hospital, pharmacy in a computer system]. So we had to change people all the time. Okay. But |
learned a lot from that. So that might be nice for you. And then | think last year, about a year ago, did a
commerce asked me ifll wanted to lead the sustainable ICU project with Metabolic‘.

Pri: Oh, great. Alright, so | was, yeah, | guess that's what | would like to start with. I'd like to start with
how how do you? How do you at Erasmus MC, define or see sustainability?

Petra: Well, we ‘do have a large task force called sustainable Erasmus MC task force with people from all
over the place in hospital. Yeah. So it's like a wide / broad group of people from different departments.
People with a green heart\. Okay, at this moment, and | think it's already quite common to have like, a
report on sustainability with our co2 footprint, but it's really on a high hospital level. So, for the intensive
care, we have no cIue.]Okay, so and then Massa Timmerman, that's one of our strategic buyers, who
knows, I think you saw his name, he know he knows people from Metabolic. Okay. So he was connected
to them, and then they decided to start the ICU project. So then they defined the goal of material flow
analysis, so that well investigate a lot of things but also get a little bit feeling by what material is really
bad for the environment where where should we start? Towards circularity, because we have no clue.
Pri: Okay. All right. And then

Nicole:[yeah, and it's all because of COVID. We saw all the bins outside the ICU, normally they were in the
patient room. But now with COVID. It's all infectious materials. So you're not allowed to take that out in
the room. So you have to step outside, take it off, put it in a trash bin, and all of a_sudden, these bins
were visual. We saw them every day. And then we were thinking like, oh, no, this is so much waste. This
is terrible. Everybody noticed like okay, this is not okay. Right. That helps with the change.

Pri: Yes, definitely. Yeah. When it can ignore it anymore. But I'm also curious to understand like, what are
the goals that you have set aside right now for Erasmus MC?

Nicole:[Erasmus MC itself follows the Green Dea]l. Okay. And but we have our already we said like, okay,
it's 49% reduction of co2, co2 for batteries. Well, 49 is not enough. So we go above 50. [And for the ICU,
specifically, we said like, we want to be a circular Intensive Care Unit in 2030.]

Pri: Okay, all right. And then May | ask, like, hold that these goals in place?

Nicole: [I think the Green Deal. One Is from the Government, yeah. Yeah. And the other one from the ICU,
that was me.]

Pri: Okay, so and, and what were like, now maybe it would like to know a little bit about like, how did you
then you have the goal in mind, then how did you leverage it throughout Erasmus MC?

Nicole: [Well, we had a lot of media attention. Okay, it was easy so that you don't have to do anything
anymore.

Pri: Okay, but still have you must have had to convince your entire team or perhaps.

Nicole:[No, | don't. | don't have to convince anyone. Okay, everybody likes this topic. And the assessor is
really important. So they want to help/

Pri: Okay, all right. So is it more like, like your team? Or do you also have support from like, senior leaders
on top?

Nicole: | think[that the Board of Erasmus MC really supports this\. Okay. Are you still there?

Pri: Yeah, | am. Can you see me? | can see you.
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Nicole: Yeah, a bit of a freeze. Our board members really supports us. So that helps a lot. ‘Okay. And also,
the task force really helped. Because that's already a network with you. And we also see we have
different green teams in our hospital. And also those people are starting to connect.|

Pri: Okay, could you maybe walk me through what your task force does?

Nicole: Now you're in a freeze sometimes.

Pri: Oh, sorry. Am | clearer now?

Nicole: quality a little bit.

Pri: Oh, is it better now? Yeah. Okay. I'll go closer to my computer. | guess. | was, Can you maybe tell me
a little bit more?

Nicole: Are you on and off?

Pri: | can come to Erasmus MC right now. But that's not an option. So I'm back. | was wondering if you
could like walk me a little bit through the role of the task force, and how did it come about and what it
does on a day to day basis?

Nicole: ‘Well, the task force is just like a group of people. And we meet every six weeks, and then discuss
like the things that are going on, on a regional level, because we have a lot of hospitals in this area. Also
on the academic level, because those hospitals are also put together in a group. That's from the UN is
called MFU. Okay, so that's the Dutch society of university hospitals. Okay, you have also a sustainable
working group. And also, the region has a sustainable working group from the local hospitals here, we are
the biggest hospital so they always look at their Erasmus MC and what needs to be done, and together
with these groups, goals are set. |But also, we set some goals with the task force, like we want a
sustainable year report. So we met on for the first time also in English, people can look at our website
and find the regortL And those goals in the report are quite common goals. Like your co2 footprint, on
mobility on the building. Those are like the | think, quite a normal things that you want to report. And
then every six weeks we sit together and we we just tell about what's going on with our Green Teams.
We have college tours, [we invite people to speak or to learn something, okay? in a digital way. | have
students from TU Delft as well, from IO.\ So give us an update about their setting. Yeah, so those kinds of
things we discuss, alright. \Everv year, that's a sustainability week at the hospita”. So we prepare that
week together. All those kinds of things. Okay. |It’s a bit on a high level. It's not on the ICU level.

Pri: Yeah, that's what | was keen to understand. Like, is it more like you had a small team, and they're all
from different departments. | was just curious to know like, what kind of departments at what level do
they sit at? And

Nicole: khese are people from, let's say, our facility department. So there they are. That's the department
that's about logistics and trash, that kind of things. It's someone it's a there's a doctor in there. We have
someone that represents patients. We have a student med student in there, she represented students.
There's the director of this group, we have the manager of this group. | represent, like the acute care. We
have also someone from that represents everything that has to do with the building. Okay. And we have
a secretary. So that's pretty much it, Ithink.]

Pri: Yeah, that's kind of a comprehensive theme. And then, like, how long ago? Did you put the taskforce
together?

Nicole: Yeah, |I think it started two years ago]. There wasn't me. | wasn't in there.

Pri: Okay. But you joined the team. That's what you meant. Yeah. Yeah. So the the, and the initiator for
sustainability has been going on for much longer than the task force has been there. Right.

Nicole: |We|| we started really late. Okay, hospital started really late.

Pri: Okay. Why do you say that?

Nicole: Because | think a lot of companies are way ahead of the care sector.

Pri: Which ones?

Nicole:[PhiIips, clothes, clothing companies, although the food or flowers. Care started really late, but |
think we are, we are now growing and improving also what we want to achieveP

Pri: And then what kind of factors do you think come into play over here, when you have to make your
goals like what define what affects your decision making?

Nicole: ‘It has in a hospital, it has to do with safety. So if you want to change something, your protocols
still have to be safe. Your patient safety is the most important thing.HAnd people have to be able to work
with it. So we have a lot of nurses that, that if we change something, it's really important that they can
use it, they know how to use it\. LAnd money is the other the cost\.
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Pri: Sure, yes. So then I'm gonna, like, do this a little faster. | was also wondering, like, Do you have any?
Like, do you have an idea of like, what were like a top three challenges that you faced on your journey or
towards becoming sustainable?

Nicole: Well, I think the biggest challenge is like the crazy rules we have about infection prevention.
Okay. Because everything is, is, let's say, in a protocol. And those protocols are made with the idea that
there is no percent transmissions of viruses or bacteria. Okay, so we always have to work in a safest way
as possible. So you have to change your clothes all the time. And it's all plastic that you throw them away,
you throw away your gloves all the time. That's because of the infection prevention rules. Okay, the basis
for those rules, is that you that there is no percent there's no risk at all for any transmission.]

Pri: Oh, right. Okay. So that's one big challenge.

Nicole: Yeah. Especially if you want to change those ruIe_s].

Pri: Yeah, definitely. Do you have any other in mind,

Nicole: money is also a big one. And this, everybody thinks it's sustainable things are, are expensive. %nd
one other thing is that Me buy all this stuff. | think all these companies have to chﬂggl:

Pri: Right? Right.

Nicole: So three big hurdles we have.

Pri: That is true. So if | may, I'm actually just going to very quickly share my screen with you if the internet
allows it. And and at least see, do you do you have a visual of any guy? Yep. Oh, great. So so what | did
here was | took your top three challenges. And I've been trying to work on a framework to try and
understand how organizational mind like mindset changes are done. And then | measured it against two
metrics when | measured against the timeline because for sustainability, obviously, it takes a while for it
to get into action. And then so | saw it from one to five years and then the next 10 And the next 20. So
long term future And then | also looked at in terms of the depth to the depth of change was more like it
would be least if it is just implementing a framework, or just introducing a tool or not involving your
employees or, and the deepest, like, the most strongest change would come if actually, the vision or the
senior leadership is like, yes, we need to do this. So, if | can sort of clear that what | was wondering was,
you gave me three challenges that seem quite compelling. So | was wondering, like, what actions as
Erasmus MC, did you take looking at, like, you know, the DNA of your organization, and then saying,
Okay, if it is about infection prevention rule, then these are the actions we take every day, yearly,
whatever, to make sure that we are moving away from it or or achieving it.

Nicole: Well, with infection prevention, it all falls back on leadership. Yeah, yeah. Because | really have to
convince these people that our treatments are still safe. Even if we change the protocol a little bit, okay.
It's a lot of talking.

Pri: It's a lot of talking. And you need this. And you need their buy in for this to be a reality.

Nicole: Yes. Yeah. They have to agree because they determine how the protocols are written. Okay, but
the rules really important.

Pri: Okay. And then how does this affect like, the, the next steps? Like, what, once you've convinced them
what happens next?

Nicole: |f they agree, then we can, let's say, change from disposable gowns to washable gowns.

If they agree to change certain protocols, we can increase the speed up to circular circularity‘.

Pri: Okay. Right. Okay. So we can and for Do you have any, like, tools, methods or frameworks that you
use for this?

Nicole:[Yes, we have like the material flow analysis for metabolic. So they determined seven hotspots.
Okay. And we are currently working on the hotspots. ]

Pri: Oh, lovely. Okay. Yeah.

Nicole: [So I know their co2 footprint. So | know. So | just have to ask the company that is going to deliver
the washable gowns, what the footprint of the washable gowns, and then we can calculate the Co2.

A lot of data already, so it helps. ]

Pri: Oh, great. Yeah, | get Yeah, data would be important component. And then, like, how, how do your
employees and people like how do you get them involved In this?

Nicole:[We all gave them clinical lessons about sustainability. Okay. And we had a workshop with them
about, what do you do you think you can change tomorrow? Or what do you want to change?

Pri: Oh, nice, like, so their aspirations in a way? And then once you have this data from your employees,
what do you do next?
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Nicole: ‘We had like a very cool runway. Two weeks ago with seven washable gowns, okay, with music
and all kinds of fun.\ And [really to, to ask them, What do you want? What is important for you if you're
working and you're wearing a gown? Yeah. So we had like, questions with QR code on their phone, and
they really liked it. You see that everybody's helping us. | started thinking about it and gave a lot of
information.]

Pri: Yeah, that's great.

Nicole: iThis can really help us to make the change].

Pri: Right? Does this also help convince the leadership if you have this data?

Nicole: ’Yeah, it's gonna help me again, with my story to the infection prevention department like Well,
well, the nurses really want to change that he_l;gL

Pri: Right? Of course. And then if | may, do you want to add something to this to this journey of bringing
about this change?

Nicole: | think if do you also want to find the last one vision and mission?

Pri: Yes, of course. Yeah.

Nicole: IThe mission is like 100%, circularity in 2030.‘

Pri: Okay, so Yeah. Yeah, that's nice. And okay. And this is this is like sort of the goal that the senior
leadership is convinced for.

Nicole: Yeah.

Pri: And now you're working towards, okay the material flow with metabolic. Okay. Got it. All right. Shall
we switch to the next challenge? Okay, so for funding, how do you overcome funding?

Nicole: We don't have Yeah. [For this whole project, the ICU, just paid the bill.| Okay.

Pri: That's under your leadership, right?

Nicole: Yeah. Yeah, not exactly mine, but the head of the department paid for it. Okay. But a department
itself.

Pri: Okay. But is this something you see as like a scalable, sustainable solution for the future? Or?
Nicole: Yeah, well, | think with the hotspots, that's, that's the seven. We start with, sometimes we will
have to pay something but sometimes you really need to companies to help. So it has not there. It's not a
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is one solution. Yeah. And company depends also the hotspot.

Pri: Right. Do you? | would ask two questions. One, do you maybe know the seven hotspots? Yeah. Okay.
Nicole: ‘But then in English, it's syringes. Okay. It's plastic gowns. It's the, the masks. It's quite nice with
COVID. Now. It's also the plastic that's around the syringes and infusion band. It's the infusion lines.
Because they contain PVC. Okay, yeah. Toxic, and it's also the bed Iiners.‘

Pri: Okay. Yeah. Oh, so these are the seven hotspots that are there for the ICU? Or is this for the entire
Okay, for ICU?

Nicole: No, it's not for the ICU. [Most of them are also used in the rest of the hospital, but we only have
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Pri: Okay, got it. And then | guess my next question would be that you said it also makes a difference
about the other companies and other companies in this case are like your suppliers,

right?

Nicole: Yeah. Yes

Pri: Okay, my internet is gone now.

Nicole: No.

Pri: Okay. Oh, good. | just gotta wait a second. So if | may, kind of take notes on paper for now. So if | may
ask the next question like these, oh, this is lovely. The material flows are very clear. And at the moment,
you're paying for your share of the seven hotspots. But do you have sort of a plan for how you want to
bring along your supply chain vendors?

Nicole: Yes, the plan is that we are going to [st_art co-creations, with TU Delft with our suppliers, and we
will be the experts from the ICU. And then | know some companies are willing to pay or we can get some
funding‘}

Pri: Okay. All right. And do you | mean, is it like a really large base of suppliers in this case?

Nicole: ‘Sometimes it is, and sometimes it's not. With the syringes, there are only two big ones
worldwide. Uh huh. But the bedliners there are plm
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Pri: Okay. And yeah, obviously, it depends on the material. Okay, so we have the goals we. And, like, for |
guess, no, | think those are my questions for this part. That's fine. And this is, is the seven hotspots also
connected to the vision then of 100% circularity?

Nicole: Well, it's the big it's the [Yeah, these are the largest ones. So if we have things left the co2
footprint of those materials, not as big as the seven hotspots.

Pri: Okay, got it. And then | guess, the do you see value chain now is like a separate challenge here. And
then do you have should we address it as a separate challenge and then work how we want to address it?
Nicole: You mean the value chain in the value hill with the Rs?

Pri: Yeah, | mean, or | don't know the value hill with the Rs. You mentioned during your

Nicole: Recycle, reduce those kinds of Rs.

Pri: okay. Okay. No,. We can also add that but in the three challenges you mentioned to me one was
infection prevention rules? Funding? The third one you said was also the value chain? Partners?

Nicole: Oh, yes. That sounds Yeah. Yeah. Yeah. Let's see if we have a syringe? Yes, the syringe consists of
three kind of two types of plastic and it has rubber in there. Yes. So we are never, we will never be able to
recycle these kinds of materials. Right. So if we want to change it, and we want to move towards a
circular Intensive Care Unit, we need different syringes. Right? So we depend on the company, they have
to change their process, or we need a new startup that comes with new syringes or whatsoever. And
also, the packaging is really bad. It's also paper laminated with plastic. Right? So we can never share, we
can never separate those things. ‘

Pri: Oh, yeah, absolutely. Yeah.

Nicole: [So companies have to be really willing, they have to make large investments, they have to change
their products, they have to change their protocols‘. So we, it's a big question that we have.

Pri: That is true. And at the moment, do you like are you? What is the what are the actions that you're
taking to like overcome this challenge of getting your value chain windows,

Nicole: starting with co-creation with TU Delft? Okay. And they already started with two hotspots,
because | really need their expertise to be able to ask the supply or to tell the supplier what they have to
change. Okay, because it's not my in my field of expertise. | don't know every | don't know anything
about plastic. So those students from TU Delft do know it. So they can help me, and | can help them to
make a plan. And then we go to the supplier and we tell them, hey, we already looked into these things.
We have the details, we have the patient journey of the material journey. This is what we need

Pri: Yeah. Yeah. Okay, that's fantastic. Um, do you have maybe another challenge that you want to add to
it? Or you think it's a big hindrance right now in your journey towards sustainability?

Nicole: No, | think | mentioned the biggest ones. Go wait, okay, then I'm gonna lsay to people itself is not
a big problem. They want to ch:mgg]

Pri: Okay, that's nice.

Nicole: Yes, the easiest part.

Pri: Yeah. That is really nice. So | guess for me, I'll be very conscious of the time. Yeah, | guess you also
mentioned just now something about the three R's or the big R's? | don't know. They were Can you
maybe walk me through?

Nicole: | think you think you should have seen this in TU Delft, | think. Did you? Did you have sustainable
classes there?

Pri: Yeah, | did. | did sustainable business model innovation.

Nicole: It's a very famous model. Let me check. If you can see it. This is like the [value Hill model.

Pri: the value Hill model

Nicole: Yeah, that's what we use a lot with metabolic.

Pri: Oh, got it. Got it. Okay. Okay.

Nicole: [It really helps if you show these these graphs to people. Especially nurses said they have no clue
what sustainability is. So have to explain what's a linear process and what's a circular process. So |, |
showed this like a zillion times, and then explain to them the RS like recycle reduce and the value of these
Rs, because they think you only have to recycle and then everything all your problems are solved. Alright,
that's how that's how they think because that's what you do at home. Yes. So then | tell them, Okay,
recycling is nice, but it's the first step in retaining value. We want to reuse or we want to repair or we
want to whatsoever but in the end, also a bit of recycling but it's it's much better not to focus on waste,
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but to but to focus on beginning of the process. That's, that's how we made our clinical lesson. That's
that's how we teach them what circularity is?]

Pri: Yeah, it sounds nice. | would also like to attend that | guess

Nicole: Its so simple Yeah. [Because they understand those graphs‘.

Pri: Yeah, and do but I'm also curious like when you're putting all the reuse, refurbish all the hours in
action. You have a lot of support from within Erasmus MC and like also externally

Nicole: \sometimes we have sometimes We don't because it depends on Is there a tender already? Is the
buyer group busy with something else? Or do they really? Or is this a topic of interest? Only the ICU or
the whole hospital? So it really depends on the topic. Okay. And also on the people?

Pri: Yeah. What do you what do you mean by people

Nicole: Well, | did this whole metabolic project with one of the, the buyers in-house from from our
hospital, so he knows exactly what's going on[. So if he helps me, then it's fine. But his colleagues are not
working on sustainable things or sustainable goals. So sometimes it depends on just one person.

Pri: Right? Do you have any advice for people who are in that situations?

Nicole: ’Yeah, make sure that there are more people in a team involved. Or if it's just one person, make,
make sure that person is really involved in your team]

Pri: Okay, all right. Yeah, there's one person in their chain who's super interested to get them be a part of
Nicole: \with sustainability, you have to work together? Yes, people from the infection prevention are also
in my green team. So | see them every two weeks, we talk to each other. So they know exactly what's
going on. And that helps]

Pri: Do you maybe have a story to help me understand like how it helps?

Nicole: Normally all departments in the hospital can order stuff. So if | would say | would like to pink or
yellow gowns, | can ask for pink or yellow gowns. But no one asks questions about sustainability. And it
could be that once the gowns are ordered, because it's quite easy process, the infection prevention says,
“Hey, ICU that's not gone, you can use that was forbidden.” But then it's already happened. So then
you're too late. So what we did is we made a green team and integrating our people from the buyer
group people from the infection prevention, not one, but three of them. | have doctors and their nurses,
in quality staff. And we do this together. And | can just ask them, okay, we are going to change the
gowns. Infection prevention, Can you make an advice? Or can you tell me exactly what's important?
Yeah, we are going to build a runway on Tuesday afternoon to test seven gowns. We need you there. Can
you help me with the setup? Can you help talking to nurses, etc.. Instead of what we used to do was
involve them in the end when it was too late. Now they are already involved from getting, so they start
thinking as well earlier in the process. ]

Pri: That's the way to go. Yeah, that sounds really nice.

Nicole: It sounds easy, but this is the trick. Yeah.

Pri: | don't think it's that easy. | guess keeping that. Yeah, no, bringing them this early, also would require
enthusiasm from there to be a part of it, | guess.

Nicole: Yeah. %nd | also tried to give them a project. So they are in the lead, sometimes, that also helps.]
Pri: Okay, that's nice. So this would be the other team or this would also be including the buyers.

Nicole: And one of the buyers is also in this green team.

Pri: Oh, okay. All right. Yes. Lovely. | guess I'm going to use your next few minutes to maybe try to
understand like, what are what are the most crucial factors you think in, like if you looking now and back
at your journey, and you're like, these were very crucial factors for the success of sustainability to happen
at Erasmus MC.

Nicole: | think success is puilding a good story that everybody understands because sustainability is not
an easy word. Yeah. Recycling at home is completely different from using things at work. Yeah, so | think
we made a very good story.\ And \I talked to a lot of nurses just by the coffee. Okay, how are you doing?
Yeah, we started the green team, you know, we're doing what do you do at home? Is it important that
you work on a sustainable basis at work? And then if it's all nice, great answers, yeah. M/ell, ﬁhere will be
aclinical lesson. So all the nurses got clinical lessons from people from our green team. We made the
lesson together with the green team. And then everybody was really happy with it and also enthusiastic
because it has to do with the way people work. \It has nothing to do with your patient at that time. Yeah.
’And we also metabolic really helped us with nice graphs with nice value Hill graphs with numbers. We
icould say, okay, one patient in a bed is 2000 kilometers with a car, co2, co2 emission. And then
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everybody's like, Huh, that's from here to Russia. And those things really held building a story. And then
everybody starts thinking like, Oh, this is terrible. How can we change this? And especially the younger
people really liked it. Oh, I'm already vegan. Yeah. Oh, okay. Cool. Yeah. So then you then you have a
conversation. And that's, that's all you need rest Will go off.|

Pri: So nice. Okay, oh, this is a lovely intro like, steps to understand how it works. But you mentioned ‘the
story’. Can | really read about the story? So where do you want to tell me the story? What story exactly,
you told me that like, start with telling a story that, understand what

Nicole:[l tell them, if we keep on going like this, we will destroy the planet. And we will run out of
materials. Because we already knew with COVID, that there's not enough material in the world, in a
pandemic or whatsoever. So we have to be careful. So we are going we will move towards circularity,
that means that we have to do it together. And every time you grab something, you have to think do |
really need it? Or can | leave it outside the patient room? And that's pretty much my story. And then they
start thinking already. | tell the same thing every time.

Pri: That's, | love that | really keep it as something special to remember. Yeah, | am. | guess, those are my
major questions. | also know that we're running out of time. Just maybe | will ask the last two questions,
which would be what is the future for Erasmus MC, what is like what is looking towards a sustainable
future? Could be five years, 10 years 20 years.

Nicole: Well, | think that's pretty much the same as in the ICU that we really have to build change that
contain value. So that's that's circulaﬂyLAnd fchat's also repeating your story all the time, so that people
are conscious of what they're doing]. And then | think everybody's working on this topic. It's not at the
moment the board supports it. Think everybody around you awesome. ‘See, also the city of Rotterdam is
quite busy on sustainability. So there is already a movement. So we just have to keep keep moving, |
think/

Pri: And, and maybe you have any, like achievements that you're super proud of in the last one year that
you want to share with me?

Nicole: Yeah, | think we had a lot of media attention. And it made me really proud because we did it as a
team. Yeah.

Pri: Lovely. Alright. And any last words of advice for other organizations that are struggling to start with
sustainability?

Nicole: Yeah, just|start somewhere with baby steps|.

Pri: Okay, just we've got five minutes over time, but it was such a pleasure talking to you. And although
it's a really stressful time, so | appreciate you taking out even like half an hour, 45 minutes. For me, it's a
lot of time. And it was a pleasure talking to you getting to know like how the hospital would ever
imagined sustainability for me also, like quite new, like, Oh, | didn't even know that you had such a
detailed and thorough process. So it was such a pleasure, like learning from you.

Nicole: Thank you. So when do you have to finish your thesis?

Pri: | have to finish it by the end of February

Nicole: Well, good. Good luck finishing everything.

Pri: And I'd love to share it with you.

Nicole: Yeah, that would be nice. Send it to me.

Pri: Yeah, I'd love Okay. Thank you.

Nicole: You're welcome. Bye bye.
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Interview with Petra Hissink (Heineken)

Pri: Tell me just a little bit about how did you come to this?

Petra: Exactly. So how, how did | end up in the topic of sustainability within Heineken now. So my career
in Heineken goes a long way. Actually, | started in Heineken 28 years ago. | have my study background in
food technology in Wageningen in the Netherlands, and started to work in Heineken In R&D as a product
and process developer, so really got to know everything about the brewing process, etc. Then | moved
into roles really, in some of our breweries. So really, | worked quite a lot of years in the brewery in one of
the breweries in the Netherlands in ‘s-hertogenbosch really in supply chain management roles. Managing
the operators in the brewing department, the utilities department, I've been Maintenance Manager, all
kinds of things. And, and then | had the opportunity to go for an international move. So | took my family
to Ireland and | became the sustainability director for Heineken, Ireland. So | became responsible for the
brewery we have in Cork in Ireland, including logistics, including planning, etc, etc. Really, really nice
time. And then my next step was actually for the first time not a role in breweries, but in head office
roles. So in the corporate office, still for supply chain. And it was first a role that was called policies
director, but then the last four years in supply chain, | was the director r&d In Heineken, really working
on all kinds of great innovations, | have to say, then the topic of already in my time in the breweries, and
you you you work on reducing energy consumption, you work on reducing water consumption, and it was
not so much with the lens of hey, we have to improve and lower our co2 emissions or water becomes a
scarcity, So it is important to definitely head lower our water consumption. It was more if I'm honest, and
talking about a change journey, it was more also about cost savings. So and lower energy consumption,
also bring savings in a brewery, same for water, etc, etc. And then actually, after my time in r&d, as an
r&ad Director, the opportunity came up to move into the corporate affairs function, because my role
reports into the corporate affairs function, and to become the Global Director of sustainable
development. That is now a bit more than two and a half years ago, | thought it was a very good
investment in my own education. And because as you said, it's, we have to really make that a strong
business agenda. And there's so much, yeah, depending on that, also, that the future business agenda
has to find the balance between growth profits, but also on the mid and the long term to do that in a
sustainable way. So |, | thought it was a great opportunity, and, and maybe to conclude first a little bit on
my role, so |l have a small team of six people. And | call my team the Orchestrators of the sustainable and
responsible consumption strategy for the company. Okay. And in my team, | have somebody who
specialized on circular economy, on decarbonization, on water, So on the topic of water, | have a person
who is really managing our stakeholder management elements related to our sustainability agenda. |
have somebody who is specialized in the whole reporting side. So the ESG disclosure elements have
because there are a lot of reporting requirements and only increasing and then | have a project manager
for sustainability that can support actually the team on all kinds of projects that we do, but sustainability
and responsible consumption, it's a very cross functional agenda. So so that is why | call ourselves the
Orchestrators because in developing the strategy, but also of course in the implementation and
execution of the strategy. First of all, we cannot do it with only the employees in the head office because
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water already and a long time, efforts to increase water consumption. So but actually, when || the
commitments that we had as a company, a lot of them were formulated with a kind of ended in 2020. So
that's what you see very often by 2015, we do this by 2020, we do this. So actually, | arrived at a moment

in my role in June 2019, where my team immediately called me Petra, we have to do a lot of work,
because a lot of our commitments as a company are coming to an end. Because we have set targets for
the year 2020. So we have to start to develop the strategy for the decades after 2020. So that is why we
started to develop our 2030 strategy, which we launched in April this year.

Pri: This is | have to ask you a lot about that because | haven't read about it yet. But whatever. Maybe I'll
start with something super simple right now, how do you at Heineken understand the concept of
sustainability or define it?

Petra: h(eah, redefine it for us, it needs to be an holistic strategy. So sustainability has to be an holistic
agenda and what | mean with that it has to address the environmental elements. It has to address the
social sustainability elements and for us, but that is of course very industry specific for Heineken because
we are in the alcohol industry. It also addresses the role we have to pay with regards to responsible
consumption. So we have built and launched our Brewer better world 2020 strategy earlier this year, and
you see if you go on our website, you can read about it. It has three pillars Priyanka, so it has an
environmental pillar, where we have three ambitions one around decarbonisation, one around circular
economy and one around water. Yeah. Then we have a social sustainability pillar that is really about
fairness, equitability. Safety is in there so you see a set of commitments there, really on those ambition
areas, and then we have a pillar around responsible consumption|. This is really about with our product
portfolio, which contains more and more 00 products, we want to give consumers always a choice it it's
not necessarily always alcohol that you should offer consumers but you can also offer non alcoholic
products. We want to be very strong in sharing responsible consumption messaging with the Heineken
brand leading that agenda. [So we commit to spending every 10% of our worldwide Heineken media
boots yet on responsible consumption messaging]. And now we say as well, we are going to measure how
many consumers we be connect with on that message every year so we want to tie the 1 billion
consumers every year. There's responsible consumption messaging, and what we also find very
important is transparency on the labels we are ahead of legal requirements there but we want to have on
the pack On our products information about the ingredients, the nutrient value of the products, but what
about we also have is the symbols had the legal drinking age, they don't drink and drive. Don't drink it if
you're pregnant. There is a new element that we are going to implement, we are going to put on every
label of our products, a QR codes, that gives the consumer access to a website where you can find
information about alcohol and health.

Pri: Okay, all right. Okay, that's okay

Petra: to give you a little bit, and at the same time explaining you a little bit [our new strategy with the
three pillars in each pillar. Yeah, three ambition areas, and in total 22 commitments\. Yeah, that is, that is
it's not a bit of a long answer. But that is our interpretation of sustainability and responsibility.

Pri: Now, | think it was a great answer, because | didn't realize it gone into so much depth already. But
also, like, most of these factors, you said, were also put into force in 2008. I'm wondering like, what, what
was the motivation back then to do it?

Petra:\Um, | think it was, it was it was, the motivation was definitely also already grounded to a certain
extent into, protecting the climate. Sustainability angle, but I'm also very honest, | think it was also very
much a cost saving angle, increase productivity, cost saving kind of angle, for sure. Yeah. But the title
brewing a better world and in the in the past, it was called brewing a better future. That that umbrella for
a kind of sustainability agenda we have already quite long. | see, | think since 2010, 2012. For the first

sustainability
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time, and and the interesting thing is that already in 1994, we produced and disclosed our first
sustainability report.

Pri: Oh, okay. That's really great. So does this mean that this sort of futuristic, being careful about the
planet thinking was always there? At the at the top tier in the organization?

Petra: Yeah, it was at least in in, in the in the thinking was it fully integrated into strategy that came later
on that really came later on that it was? | think, maybe since since 2000, mid, around 2015, | think it was
really, it became more and more integrated into the strategy as one of the pillaﬁ. [And what we did
another step up with the launch of the 2030 strategy in April, because we to measure how success looks
like for the company. So you have a kind of company and set of KPIs open until now, these were only
financial driven KPIs. Yeah, yes. But now our new CEO hand in hand with the new company strategy,
which is called Evergreen, and the new sustainability strategy, which is called Brew a better world, it has
changed what was always a triangle with on each corner of financial KPI, he has changed that into what is
now called the Green diamonds. bkay. And on the four corner of the diamonds, there are measures of
success related to our sustainability strategy, nine, so we are discussing to include that into remuneration
and the bonus structure of the senior managers. So you see, over the years, at first you get some KPls,
then it gets a name brewing a better future, then it gets later a few years later, it gets embedded as one
of the pillars of the stratggy]. And And now, that is still the case. But then you add an element saying, but
hey, |if we want to measure in the coming years, what does success look like for our company? It cannot
just be financial parameters, there need to be some sustainability parameters. So that's actually how you
see it evolving. Yeah‘.

Pri: Yeah, that's really great. Because my next question was going to be like, how do you then leverage
this sort of thinking within the organization? Like, is this change that you're describing to me? Always
come from top down, or was it also some bottom up inspiration as well?

Petra: Yeah. So you see that in the in the | have to say, we as | said, we already have a set of external
commitments for a longer time. Um, we have gone through a face that especially with all those operating
companies, how strong this was embedded in an In an in a local strategy of an, in a country in an
operating compan%, | always felt it was very much depending on the personal leadership of the local
general manager. And we have very good examples of where it is fully integrated in Vietnam and in New
Zealand and in the Netherlands, and and you probably are familiar with the phrase, culture eats strategy
for breakfast. ]

Pri: Yes.

Petra: [And so what we saw over the past years is that when you have strong local leadership, and where
the leader said, I'm going to really embed sustainability in my local operating company, strategy for the
coming three to five years. Then the vehicle starts to right to turn, ri_gmL P—\nd that's varies from company
from, from operating company to operating company. Of course, they all have to contribute to certain
extent because we as a, as a company, we had these company commitments, that whole but now with
developing the new company strategy evergreen with the new CEO, | think the the end to be honest, in
developing that strategy, | already started in 2019, even before the CEO said, Oh, we are going to develop
a new company strategy for the five years and sustainability and responsibility has to be in there. Yeah,
we already started with that Wwhole materiality assessment journey. So we spoke with NGOs, we spoke
with senior managers we spoke with, we did a lot of desk research, what what do other companies
commit to? What do big the big four consultancy advice and are expecting from companies in the coming
years, bnd | also recorded a movie in which he is on our internal channels, | asked all the employees to
share with me what they wanted to see, in the next gen strategy for the coming 10 years in the
sustainability strategy of the company, | got more than 150 responses, people sometimes really
responding and what needs to be in there. So | think that is also to really, so it was a bottom up exercise
to really develop this new 2030 Blue a better world strategv\. In the end,
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really developing that. And And now of course, now it is launched. Yeah. %nd that is the phase we are
exactly in now. lNow we say we have to operationalize the strategyi So we have to develop a performance
management dashboard,
also helps is now since Mve this new strategy in our supervisory boards. There is an an a small
committee with members of the supervisory board that is really our sustainability and responsibility
committee at the supervisory board. So the new strategy back in April was also signed off by the
supervisory board that has never been done before.|

Pri: Oh, alright. This is fantastic. | mean,

Petrd: all these building blocks help. Yeah. To really? Yeah. elevates the strategy. And to really, yeah, so
we tried to put a lot of effort in communicating about it, embedding it in the strategy at SP level. Yeah, so
it's, but that's a journey. That is, that's really a journey. Yeah.

Pri: Yeah. And | didn't realize that it takes so many partners of research to get to that. So that's really
interesting. But | also then have a question because you seem way ahead of the trend, the way things are
happening. Did you Did you ever, like could you maybe think of your top three challenges that you faced
in this journey?

Petra: Top Three challenges. | think one [challenge was always to get it to a holistic strategy. So not only
having environmental there but also having social sustainability there. And and in combination with
responsibility, | think now we landed at the place that we have an holistic sustainability strategy with
commitments addressing all those three areas. ]I think a challenge we still are facing and that is still a
journey is to make but as | said, [we are building all those elements with the green diamond and with the
performance management system,} but to really, yeah, get almost the performance of on sustainability
and responsible at a at a same level, then the financial that |is still a change management 'ourney]had to
to to as we spoke about the personal leadership element, etc, etc to sit still. Yeah, get everybody behind
this green diamond principle Hey, the company after the success of the company is no longer only market
share or revenue or profits. And that's, that's hhat is that is culture you have to buildi, | think that is still
not something at every level in every Op.co.(operating company) and in every company decision that we
make. It has sustainability has to be integrated in the thinking and you should not only think if me so so if
you build somewhere a new brewery How can | build it as green as possible? Is there water in this area?
So all these kinds of things to really embed our sustainability agenda in every daily decision that we make
as a business? | think that is still a challenge. Yeah,

Pri: | get it. | absolutely understand. Yeah. Do you maybe have one more in mind?

Petra: Um so | have to holistic | have to really embedded in every business decision and get everybody
behind it will be a third challenge? | think in general, and that is not a specific challenge for us. | think the
whole reporting and data collection to really so so | think that the biggest if | take carbon, so we have a
commitment that we want to be completely net zero emission in our own production sites by 2030. And
in the full value chain by 2040.

Pri: Yeah. Okay. Yeah, that's, that's a big claim.

Petra: That's a big claim. We were the first Brewer making that claim, the whole data collection, accurate
reporting, driving and having that to enable decision making, etc, etc. Yeah, that is that is a big challenge.
We are getting there. And we are making the | think we are absolutely another Legger. | think we are
doing really well. But that also takes time. |So to enable decarbonisation and to enable transparent
disclosure on that whole net zero journey. Yeah, that is that everything you have to put in place from
Reporting Initiative mapping decision m@g]? That is? That is a challenge. Yeah.

Pri: Yeah, definitely it is. But I'm going to maybe share my screen, go ask, because | wanted to show you
something | put down. Like some ideas, | put down what like what your top three challenges were in
here. And, and I've also, what I've tried to do is put together a very small, what | think could be a
framework to understand like, how do you then drive this change, like you've had your top three
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challenges. And what I've tried to map it against is two things. One is the timeline. Because this is also
something that takes a while to get, you know, to get integrate, first of all to be brought into the thinking
that then to integrate it. And then to make it like you what you said it just becomes culture at the end.
And what I've also tried to map it against is the depth of change, which is, to me it feels like if you're just
implementing a tool, perhaps it's just a very, this the first level of depth. But if it comes all the way down
to your vision and mission, then it's like a really deep change that affects everything, which is something
that I think I heard in your story as well.

Petra: Yeah, correct.

Pri: So, maybe we can just have some fun or you can maybe help me understand like, when you face this
problem about making it holistic or embedding it in the culture or whether it's a simple thing about
accurate reports. How do you like manoeuvre this? If this look like the fabric of your organization? How
do you manoeuvre this change? Hmm.

Petra: Shall we? Shall we just pick the first challenge to make it holistic?

Pri: Yes.

Petra: Yeah, and I'm almost tempted to say, fchat is a kind of organic process. So what you see in many
companies is that their [sustainability journey started really, on the environmental elements of it.
Traditionally in supply chain, okay, with focus on the breweries, as | said, improving water consumption,
improving energy consumptioni, etc, etc. Then you see, that and that's it that is that is by following trends
in society by staying close to NGOs, partner with NGOs. You, you, you learn that these topics still matter,
but that you have lto evolve them into a bit more on holistic strategy]. So for to give you an example, on
water, as | said, we started already back in 2008, to focus on improving water consumption, Yeah. And
you can invest in breweries to make them more efficient in their water consumption, etc, etc. Then, in
2019, we thought, let's have a look at our environmental topic on water. V\nd it's just focusing on
lowering water consumption. Is that the right strategy, and then we said, iwith help of WWEF and other
parties, then we said, actually, what it is all about is that we have our breweries, and those breweries,
they have to use water, beer is 95%. Water. Some of these breweries they have, they are in locations,
where there is four periods in the year there is scarcity of water. And the water the breweries get they do
come from a certain watershed or a certain water basin. And actually, the aim of our strategy should be
to keep those water basins those watersheds to keep them healthyL That is the whole thing. But we
should ensure that communities around the brewery still have access to good quality water to sufficient
water, et cetera, et cetera. And then we can say, we said we can only work on that improving water

consumption, water consumption, water consumption, but there is more we have to do, because in the
end, product goes live at the brewery in the bottles and in the cans. And that product has water that we
took from the watershed. So let's go for another leg to our water strategy. P—\nd say we also make a
commitment about replenishing in those watershedsi, all the water that ends up in the product. Wow. So
that was not only focusing on water consumption, but we are also going to focus on water balancing on
replenishing that water. And then we said actually, there is another element we have to do right to
protect the health of those watersheds. That water you use in your brewery for cleaning the tanks, etc,
etc. We have to make sure that that wastewater is treated so that every brewery has a wastewater
treatment plant, the treated water has to meet a certain quality, you have to do the treatment, right.
And then we said actually to enable ourselves to pull as less water from the watershed for our
production. We have to look into water circularity in two wayk. Iflwe have treated our wastewater, are
there processes in the brewery that don't need the good quality water that we retrieve from the
watershed, but maybe we can reuse recycle bad water that we have treated? And then another element
is in that same area, we might our brewery might be next to a paper factory, or next to a farmer. And
that data factory or that farmer is now also pumping of water from that watershed. But what if we could
make our treated water available for because the quality might be good enough for that farmer to
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irrigate his lands or for the paper industry to do that? The first 30 steps of their process. So now we have
a water strategy called EveryDrop.l That has commitments around, still improving our water consumption,
but also commitments on water circularity and also commitments on water balancing replenishing the
water. So that is how you see [how organically you learn you, you discuss with NGOs, and Llou come to
Pri: Yeah, yeah.

Perta: this strategy

Pri: is a lovely story. | mean, | love how you think of it in systems you even saw in surroundings and then
added to it, it's yeah, it's brilliant.

Perta: So [maybe you start a bit internally focused, and then you say, but what is actually the objective?
So you then and | think this, and then you see that, that the social sustainability elements, because now
we have embedded it officially as a second pillar in our strategy. But what happens before that is that you
see hhat the company already hires a social sustainability director, also, again, from talking to NGOs,
NGOs, you see how have a fair wage, human rights, how important these things are. So you start to work
on these topics without having really external commitments in your strategy. And then after a few years,
you revise your strategy as we did this year, and then the timing is right]. And of course,
of what is because we have a lot of stakeholders, our employees, our stakeholders, to society, our
stakeholders, consumers, our stakeholders, NGOs are our stakeholders. And of course, they also point us
in that direction, hey, when you revise your strategy, make social sustainability.] The [good thing is that we
then never start fully from scratch. Because there is always already some resources somewhere done.

And that is | hope to explain a little bit how such a journey goes in a company.‘

Pri: Yes. I'm learning so much from you in. Yeah, okay. That's so that's one journey.

Perta: that is on the holistic one. Yes. I’I’hen on the leadership one? Yeah, that is, | think a couple of things.
Having external commitments is the first driver. | think that is where we started certain elements,
company wide external commitments, that it where it, that is where it starts. Then the journey is a little

bit as | said, based on personal Ieadership]. The[agenda in operating agendas is further evolvingL And then
you really get and that is a little bit and then you really get that moment, hey, [we embedded in our vision
mission company strategy had the building block that you have also in your indes‘. And then now we are
actually in the face of integrating it in remuneration. Had, as | said,
of success for the company, improve your whole governance improve your performance management
reporting system. That's a little bit how | would picture that journey.‘

Pri: Okay. Okay. Okay.

Perta: Yeah. And it's also learning and because if if, if, if you don't know, what the impact of climate
change is, and how what you can do in your brewery, so | think[awareness creation, and education
capability building is also a very important element on that wall of getting the whole senior leadership
getting everybody on board.}

Pri: Right. Yes, | understand that. | have a very silly question. Do you do you then also have some
measurement frameworks or tools in place that help you measure?

Perta: Yeah, yeah, we have [a brew a better road dashboard.

Pri: Okay, fantastic. Okay. Yeah. Yeah. All right. So that and that leaves us with the last challenge if we
have to address it, which he said was the accurate reporting and data,

Perta: More specifically for the whole netzero decarbonisation journey? Yeah. Yeah, that is, that is
actually something that that started in already years ago. | think it already reports. So again, very
interesting when it comes to the [carbon footprint of our breweries. Yeah, we already have four years in
supply chain, a system that collects all kinds of data from all our breweries over the world more than 160
breweries. bkay. If we call that the brewery comparison system, it drives nicely, a little bit of internal
competition, you can use it for internal benchmark setting. But there are also the data in there that we at
a certain moment could use to calculate our carbon emissions. So as | said, it started with energy
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measures, and then all of a sudden you say, hey, but lnow we have to start to calculate our carbon
footprint in our laboratories. rThen, I think already, yeah, years ago, |we already started many already 10-
15 years ago, we started to also say, but it's not only about the carbon footprint in our breweries, it is

about the carbon footprint in our whole value chain‘. Interesting is that [we started with working with the
consultants, big questionnaires, we had to collect data from suppliers]. And once a year now we started
with once every three year, we reported the carbon footprint of the entire company, including the value
chain, oh, okay, then we move to once a year. And we did that with a with a bit of an extrapolation. So
we looked at the biggest suppliers and the biggest breweries and, and with always with help of an
outside consultant, okay. tThe Journey arrives at the moment where you say, Yeah, but decarbonisation
becomes a very important topic in our whole environmental sustainability agenda and be said, but on
that whole data collection, and the tooling, and etc, etc. And, and producing the carbon footprint once a
year, behind months after the year closest is not good enough, we have to really be able to report that
faster and then and have the results at a higher frequency. So then we decided that this knowledge we
need to have in house. So we put the consultant out of the door. And we said we have to develop our
own carbon reporting to the need to create specialists, etc, etc. And we are still in that journey to further
improve that | just had a workshop yesterday, very cross functional, that the type the name of the project
is to develop and shape the Northstar of carbon reporting. So we are still evolving into because in the
end, we say it might be that in a few years, |we want to when the consumer and it grabs a can of
Heineken that you can put on the label. The carbon footprint of the scan is so much. Yeah. So it means if
you have that as a kind of dream, that you further have to develop your whole data collection and your
carbon reporting. |So all of these things are indeed, journeys.\

Pri: Yes. Oh, | absolutely love that. You said that. At the end of the day. All of these are just journeys.
Because yeah, the maybe, I'm also interested to understand like, do you have do you have any advice for
people or organizations that are making this change today? Like, how can they want to be the first thing
that they should do? Maybe?

Petra: Yeah, and | think it lstarts with agreeing at top managementL hey, Me want an holistic sustainability
strategy. And then and then and [then you start with your materiality assessment\. You \start with a desk
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include all your stakeholder groups,|| was reading an interesting article because there is now in the
society also cop 26 Last week, yeah, nice. All these pledges, nice all these commitments, but it is now also
about really acting and delivering results. There was an article of McKinsey. Yeah. That was an article
from McKinsey. Could be also another another, another magazine or something like that, but it has
proven that companies who have stretched themselves really by setting bold ambitions, that helps in the
end, also to really make results so you have to so if you're less ambitious, you will also be slower in
achieving results. | think it's something that Unilever already also uses for years. Okay. Hey, they
sometimes Overpromise and they realize that but it was already performance, saying, yeah. But if | put
my ambition lower and | reach 80%, | am here, | rather put my ambition here and reach 80% because
then at least that is what | was able to achieve.]So |I would always start with with and and then look
what's already cooking in your organization for many years, what are the elements you can integrate, and
approach it as a very cross functional journey.HAnd you have to really do it with all the functions and with
all the data, and not only in the head office, but you have to have your production units or operating
companies, whatever you name it. behind it. LAnd then of course, it is all @bout performance
measurement and reporting.lAnd here, you have all these Ibuilding blocks to really embed it into wrinkle
that to leave it in the DNA of the organization.]

Pri: Yes, | love that. It is it is lovely. But yeah, | think the challenge also for a lot of organizations is how do
we bring our value chain partners with us?
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Petra: So it's just challenging, but it is. Yeah. And that's that is why we said we have 2030 commitments
to decarbonize fully our own productions, you have to be credible, on your own journey, fﬁrst in your own
operations. And that gives you the credibility to talk with suppliers and the value chain, etc, etc].

Pri: Yes, oh, this. | mean, this has been so great. Because | have learned so much from you, because I've
been reading it about it in the paper, like Academy papers and trying to understand how to make this
change happened. But I'm listening to you and you've actually made it happen on ground lake for

Petra: Still on the journey. And we are not there yet. And that's nice, because the way we phrased our
three pillars in the strategy, Priyanka is for the environmental one, we are on a path to zero impact. We
are on a path to a fair, safe and equitable world. So we see ourselves still on that journey.

Pri: Yes, | think that's beautiful. That is an ever evolving world. Journey? Well, | mean, | think on this note,
I am sort of done with questions, but | feel like | can talk to you for ever about this. There's so much,
there's so much to do. | could go on forever, because | feel like you've lived the experience. You've done
the change. And um, maybe I'll just leave you with the last question, which is, what is the like? What is
the thing that you're most excited about in your new set of strategies? Like what what's the dream thing
that you're looking forward to?

Petra: I'm tempted to say two things. So I'm very proud on our both commitments on the Net Zero
journey. Yeah. And I'm very proud that there is now also a pillar on social sustainability in that strategy.
Pri: | think | think that's fantastic. And with that, | will, | will say a big thank you.

Petra: And it has been more than welcome.

Pri: It has been a pleasure. It has been an honor, it is | cannot begin to tell you how wonderful this chat
has been for me. So thank you so much for taking the time and talking to me.

Petra: What is truly my pleasure, | wish you best of luck with your thesis, you think and if there are any
questions popping up, | think you have my email address by now. Yes or no? Feel free to pop them in an
email and let me know. Yeah.

Pri: That's, that's very sweet of you. Thank you so much. Yes. Thank you so much. Have a wonderful week
ahead.

Petra: Yeah, same to you. Take care, stay safe and all the best. Bye bye bye
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Pri: To understand a bit more about like, what is it exactly that organizations do well, to make
sustainability happen, and for every organization is different, so it'll lead you to learn something new that
coming from a financial sector would be very different from any other product design company. So |
would love to know your point of view. And, I'm really excited to get to talk to you today. So that's my
story and read I'm coming from, and maybe you could tell me a bit about yourself, like how you got
around to be into sustainability in a financial sector?

Sandra: Yeah, super. Yeah, very good question. Okay, so. Mmm, hmm. Where to start? So maybe then
starting? How do you How did | end up being in a bank or a financial institution? I? Okay, | don't know.
Exactly. To be very honest, how did | end up in a bank. But | do know that | was always intrigued by
money, and not so much by having money, but just the fact [that money is such a big change maker in the
world. %nd being able to manage your money is quite important to actually just be happy, right. And
that's the entire thing. So | was really intrigued by that, and ended up in working in a bank, basically,
doing my profession, which was 20 years ago, data analytics, marketing, data analytics. And banks
happened to be very good at that, because they have a lot of data and very good tools, and very, very
good and intelligent people working on it. So it was a great place to be in. And for about 17 years now, |
have really enjoyed working at a bank because it's an extremely changing landscape. [Banking is not at all
what it was 17 years ago when | entered it. So it's very, very fast changing environment]. And there's just
great people working in banks. | really like my colleagues. How did | end up with sustainability? That's a
bit of a coincidence, actually, | was a bit on a sort of stuck part in my career as well didn't know exactly
what to do, and managed huge parts of the organization. Many people, but then in the end, what do you
do? So I felt okay, I'm, I'm supposed to create a lot of impact. But in the end, I'm just writing emails the
entire day. So what am | really doing? How can |, what can | change here? And then sustainability or
global stability just landed on my path? And | thought, Okay, that's a nice, nice change, a huge change.
For me a terms of, you know, career perspective, this was actually a step out. But | just wanted to learn
more and understand this topic better. V-\nd this was about six years ago, where sustainability was not at
all what it is now. | mean, people, there were a few people who said, that's such a nice topic, and | really
want to do more with it. But it was really only a handful. %nd | actually looked at them at Oh, really, | had
no idea this was something because it was totally not a topic that was largely talked about. [And then in
the last six years, it's completely booming.} Yeah, so that's a very, yeah. | mean, if | would be, you know,
twisting the story a little bit | could say, and | knew it was coming and therefore | want it to go there and
then, but that's just not true. | was just very fortunate to be there at the beginning. But then again, if |
look at okay, and how did we, you know, how did we go about that ING is really stepped up and really,
really delivered massively especially in the climate area, but but also in social. ﬂAnd we're one of the few
banks who are really reporting on climate and climate change and how it impacts us and the impact we
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have on it. And that is very nice to be part of. lAnd it's only because we have just great people working in
our team, a lot of young people, so. And what I've seen is that these young people, good educated
people on this topic, don't, don't say get don't they don't rest until they're satisfied with how that needs
to be done. So where | would probably say, Can this be done ever? They would just say, yes, we need to
do it. And that's why we are so far. So it's really because of great people.|

Pri: Oh, that's such a nice thing to say. But | love what said about like that, even from the time that he
started working, the banking is really changing in its landscape. Could you give me a small hint of how
much it has changed from when he started to now?

Sandra: Ooh, maybe one? Yeah. Well, | think | can give you so many examples. But maybe. And you mean
that really from banking? Not so much sustainability in banking? Or is it that combination?

Pri: Oh, that will be my follow up question for sure. But first, when you said like, oh, banking is really
changing the landscape. | was curious what you meant by that.

Sandra: One example, a bit more from the retail banking space, especially back then, | remember, in my
first years that in order to understand the bank, we would have to go to the places where the how do you
call it the paper? Paper stamps, not stamps, but like an overview what you would receive as the where
these were processed and printed? And had it all worked. And it was like massive, massive, massive
production places. And | mean, how many millions off of paper statements we would send out bach and
that was, | mean, that would be the interesting part to work at, right. That was where it happens. Same
goes for the call center. And | before this job, | worked there actually. millions and millions. And actually
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that|only went down down there because of the digital banking. No, | in entire year. | have not received a
paper statement from my bank. Nothing.

Pri: Okay. Okay. So then how now I'll follow it up with the question that you already framed? How do you
think and this very curious, how do you think sustainability and banking go together?

Sandra: Well, they go together, [because in the end, the world changes where money rows\. And this was
exactly why | wanted to be in banking, because | saw the importance of money, right. [And in the end, you
can really have influence, and with stainability is exactly the same. So if we change where our money
goes to, that has an impact on the real economy. At the same time, if something good happens, it's not
always the case that it's because of us. \I mean, our clients are really changing their own emissions are
really changing their own processes. But a little bit of support from our side can help. And when banks
and more and more banks do so saying no to certain things, that is really hampering those type of
activities to continue. L%o it does help. And it also helps to ask questions. In order to get things done, you
need money back start asking a lot more questions. And that's supporting all of that. But yeah, | mean,
it's, of course, not enough. It's not that much. \I would not say banks can save the world. Not at all, but it
is an important influencer.

Pri: That's true, though. Do you have maybe an example to help me understand, since I'm not in the
banking sector, like how, what kind of, like | said, you have an influence over the organization. Can you
give an example of like what?

Sandra: Yeah, yeah, one, okay. One example one positive and one negative. Let's start with the with the
negative one. So back in | think 2017. We have said, No more new coal financing. So coal for energy
production for electricity production. We've said no more new. And then | think a year or ayearand a
half after we even say close to zero by 2025 in our portfolio. And | always forget numbers. But let's say
it's about, Oh, don't be me to this, but | think it's about two or 300 million Oh, no, | don't think so no?
Okay, | would have to look it up. But you can find it in our annual report, the exact amounts that are
called portfolio was in 2017. [So we're not talking about pennies here, it was quite substantial. And where
it is now, and that is a huge reduction 90% is gone in just a few veaﬁ]. Okay. So in terms of we have an
influence, when we say we don't find it anymore, it runs out of our books. Now, the negative part of this
is that that[CLal production is probably still there, but now financed by someone else. But hopefully, the
more and more banks embark on that, it is going to be harder and harder for them to get their financing
and with that produce the go_al.‘ So that's the way to influence but maybe in a negative way, because they
need to say no, in a positive way. We've introduced the sustainability linked loans. So if our corporate
clients are up for sustainability, they can get an interest rate reduction. So if they have let's say they have
a sustainability program, and they have an ambition, and they put, and they share those visions with us.
Yeah, and they hit those targets, then the interest rate is lower for them. Okay, can also be done with
independent rating agencies. So you can also ask senolytics to do that for you. So anything, so if you're
into sustainability as an organization, the finance with us is cheaper. So those are all kinds of
sustainability linked? offerings we have. So that's a positive way to influence.

Pri: Yeah, definitely. So then how, how do you add ING then understand egocentrism or sustainability?
Sandra: Sorry, what do you mean with eco?

Pri: | mean, how do you how do ING understand sustainability? Like, how do you define it? Maybe?
Sandra: Yeah. Um, oh, that's a very good question. So what, um, so the sustainability direction that we
have set is Imde up of two cornerstones. One is on climate change. And the other is on the show on
social climate change. That means we want to [a_lign our portfolio with the Paris Agreement goals, and
now it's the net zero by ZOSOL Goals, okay. But it's also about understanding climate risk. And it's climate.
But [ actually should say, climate related, because biodiversity and other environmental elements are, of
course, also part of that. %nd that's scope is from our own footprint. So our buildings our traveling that
we do, up until what we finance and just the finance we do, and we measure the impact ofthat\. And
that's quite advanced, because not a lot of banks do that, because it's quite hard. And then [on the social
side, it's human rights, protecting and fostering human rights and financial health. We know that a lot of
people struggle to make ends meet. And therefore we also have a role to play to help specifically those
people to manage their money in a better way. So that's the landscape of sustainability or the translation
of super broad topic of sustainability to to us, and how do we decide on these topics? So we have a
materiality assessment, we ask different stakeholders, we look at media, we look at ourselves, and all of
that we decide what are really material, most important topics to us. Where can we have an impact?

system
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Okay, and based on that, and we, we take these topics, but of course, there's more topics that are
important to us, but that are out of the scope of sustainability. Let's say cybersecurity. It's not a topic of
sustainability. Some might say yes, because there's also data ethics involved but okay, let's leave that
apart. So for us, khat's how we decide this is where we feel the impact should be But of course, we also
look at external frameworks, let's say the SDGs, for example, and other climate commitments. So like the
Paris Agreement goals, but now the net zero, but also in the Human Rights area where the there's the
OECD guidelines. %nd [so we take guidelines, our own materiality assessments, and then a bit of the mix
of our own, you know, sense of where it should be. And that's where we focus on.|

Pri: Yeah. Oh, that's, would you mind my asking a little bit more about the materiality investment that
you said? What does it cover? Exactly? When it comes to ING? Like,

Sandra: which topics? You mean?

Pri: Yeah, what factors there does that take into influence?

Sandra: So what we, we what we do is we look at, we take a very long list of all kinds of topics, okay. And
then we look at are these topics relevant for us?]So we [gp out with a survey to quite a large group of
stakeholders. And we ask them, is this topic important to us? And then we do that with internal
stakeholders as well. And then we go even into a dialogue with all these stakeholders to understand and
what does it mean? And that's how a shortlist is then. Neah, then we get to a shortlist and then another
round, and then okay, here's the let's say 11 key topics that are really material to us as a bank.
Materiality analysis is also important from a reporting perspective. So in order to do your annual report,
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it's important to first determine what do | need to report on? ]Because yeah, it can be anything. Yeah.
That's also why it is so important to do it. But of course, [the concept should be that is not just for your
reporting, but it's also on, you know, what you focus on as an organization|. Yeah. And one of the
interesting things, yes, that's an environment or climates. [I think it's called environment and social due
diligence as a topic. It wasn't ranking very high a few years ago, but this year, when we did the analysis
again, it was number one. So it's really growing. Yeah. growing in importance. Okay, more important than
financial results to apparently to stakeholders, that's probably not the case with some investorsL Sodon't
don't get me wrong. It's a wide group of stakeholders. Right. That is? Yeah, that is an interesting trend to
see.
Pri: All right. So | think that also brings me to the question like how, who is like the team? Or who are the
stakeholders in this that take this decision? Or make the list? And then make the shortlist like, is there a
small team? Or how does that happen?
Sandra: Yeah, that's a good question. [So itis indeed a small team.. It's mostly us. So our team. But then, of
courseL we also connect to media relations, communications, finance, investor relations. Bo it's, there's a
lot of people who are able to put topics on the, let's say, the long list. And \we work with an agency as
well, that, of course, also understands this concept and sees other organizations as well. And, yeah,
getting to the shortlist. Yeah, [that's based on all these results that we then get in, and then we prepare a
few of these topics for the dialogue. When we do as a team as well. And then yeah, that's, that's how it
goes.\And then our auditors who [KPMG they provide an audit on on our reports, they also provide an
audit on this particular part. So they also, it's not that they can put topics on the list, of course, but they
do audit whether those topics make sense. Did you follow the right steps? And is this really a good
process that you followed?]
Pri: That's, yeah. Oh, that's lovely. Um, but maybe I'm skipping forward to a question | had later on. But it
seems so connected to what you're saying. Because the two cornerstones that you put down were
climate related change and also social. And both of these. Do you feel that it's easy to put down metrics
for For these two cornerstones?
Sandra: Well, for climate, it is, it seems to be a little bit easier in that sense that we all agree that climate
change is caused by co2 or greenhouse gas emissions. So we know how climate change is cost, you know
we know what the causes. So we also know how to measure that. And therefore we also know, if we
want to measure something, it needs to be around co2 or greenhouse gas emissionsL So that's clear.
hat's the easy part, then it becomes very difficult. So how do you measure that? On which level? Does it
say anything? Can you influence that all of those questions? And that's what we've done in our climate
report, in our, in our approach, we sort of try to cut through all of that and come to a methodology to do
it. That's on the climate side.HOn the social side. There's no such thing as a social metric. It doesn't exist.
Yeah. If you would take well being as a sort of a highest form of the social metric. ‘But then [what's the
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measurement of well being? Yeah, it's not there. Yeah. So we've given quite some thoughts. And we've
also done quite some experiments on for example, as particular to financial health there, which is, |
would say, close to wellbeing for at least prerequisite for well being most of the time not also, but, but
even there. | mean, if we ask people, do you felt, do you feel in control of your finances? They say yes.
And then in those cases where we were able to check, okay, what does it mean, in terms of financials?
Yeah, it's not always the case that they have a lot of money. So it's not connected to the way you feel and
whether you are really financially healthy. If we would look at your finances? Do we then say you're
financially healthy? connection between these two is not always there. So then, is your answer, | feel in
control the truth? Or is the data we see you're not in control that job? What is it? Yeah. So that's the
difficulty part there. Then your own human rights, of course, there's clear guidance on how to to detect
human rights violations. But again, data, there is not always the case. How far do you go into the value
chain? is a is a human rights violation? In some countries? It's not right to ask. But in that particular case
in that particular context, maybe it has a different meaning. Yeah. So how do you? What do you do with
that? And the interesting part that | find, and it's not so much of an answer, but hhe interesting part here
is that it's all connected, right? And so an end, understanding or trying to understand the complexity of
that interconnection is what is yeah, really interesting. Although extremely difficult, because there's no, a
yes or no, or a black or white. It's always, yes, this, but look at the other side. %nd yeah,

Pri: | get it. Thank you so much for answering that. But then, um, so you said that this proposition for
sustainability started six years ago, but only today is gaining momentum. How was it at ING to leverage
this Sustainable Thinking within the organization? Yeah,

Sandra: yeah. Yeah, |it's a lot of pushing the agendaL [It's a super important that the top management
believes in this End sends out that signal very clearly into the organization. And we've been very lucky to

hear as well with our former CEO, but also our current CEO, being a strong believer in this topic, and
really pushing it. | think, now with one regulation coming up more, but also, maybe [a different mindset of
our current CEO.\That all that let's say positive vibes, now also ket translated into very clear KPIs that go
into the organization. bkay. And | think that is [really helping us to get to the next step even‘. So what
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happens how did we get this far. ‘It was really about our, let's say visionary people }that said, | just want
our books to be aligned with the Paris Agreement goals‘. Just go figure out how to do that. And we'll just
make the claim. So [really bold and visionary]. Yes. On the social side, | just want to impact 100 million
people, go do it, and then figure out how now it's a lot more about we know how to do it, maybe, but
then, what exactly are we aiming for? And how can we exactly let the entire organization contribute to
that? Okay, not just one central team, but really, make sure it's integrated into the entire organization,
that's really the next step.‘ Okay, that you [need a lot more nitty gritty detail, KPIs, and you know, getting
everyone to work on it.]

Pri: Okay, I'm gonna approach this in a slightly different angle, and maybe also share my screen just to
make it a bit more fun. | was like, over the six years, my question to you would be, what were like your
top three challenges that stood in the way? Could you think of some?

Sandra: Um, yeah, | would not, say call it my challenges, but the challenges of the organization or
challenges that we encountered when approaching people in the organization? Yes. First of all, the
biggest challenge, and that's still of course, the case. how is this impacting my p&I? p&I Profit and Loss?
Sorry, yeah. Sorry. So how how is, you know, |if you want me to do more about sustainability, how is that
impacting the profits that | make? And what will it cost me? Okay, that's the number one chaIIengeL
Everyone has that hurdle is done, then how many resources do | need to free up in order to do this?
Because yeah, resources are constraints. And even if it's not hitting my profit or loss, | still need to free up
people who are not working on something eIseL And the third item, || think the biggest challenge is maybe
the maybe a bit of a lack of understanding that the there's a role of business to play here]. Okay. Okay.
And | think that latter part is now really slowing down. It's not that much anymore. | would say, No,
sometimes that's still a bit of the of the of the challenge. Yeah. It's a, it's a bit similar to when we asked
people who own a house, yes. [Who's responsible for making your house more sustainable? And the
answer a lot of people gave was the government. Yeah. But you own this house, you make money out of
this house, if you sell it. So why is the government's response responsible for making your house more
sustainable? Yes. And many people felt that that was the case. Okay. And if that's sort of the sort of the
belief people have sustainability is something to be solved in the public domain, not by me as an
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individual, not by me as an organization? That's really a challenge that you need to Yeah. You need to
fight?)

Pri: Yeah, and that is a tough one to fight. Well, | mean, so if we go challenge by challenge, how do you
think, What actions did you take at ing to make these overcome these challenges? Like, if we can start

with anyone that you think is like, easy to address, and | can show you what I'm mapping it against? Yeah.

What what | tried to do is like an experiment, just put down a certain timeline could be a year, two years,
three years, five years, and then plus 10 plus 20, looking to the future, and then also looking at the depth
of change, which could be lowest thing, like, Oh, it's just a measurement and a framework we're
implementing to the deepest level of change, which is we're really bringing it into our vision. And as a
strategy pillar in the thinking of the organization. So that's how I've tried to map it out. And then
obviously, there are like, people and the role of senior leadership and also tools, artifacts that have help
take a vision forward. In implementation, so this is what I've tried to do to create, | guess, an
environment to make a conversation with both of us slightly more interesting, | guess.

Sandra: If | don't | don't see your screen yet. Okay. | think | have the right picture in my head the way you
describe.

Pri: So sorry, | should have asked that first. Is it visible now?

Sandra: No.

Pri: no? Okay, let me try one more time. My entire screen. Sure. Yeah. Wonderful. Oh, | didn't realize
learning so much about online communication. So | put together

Sandra: put it on my bigger screen. Alright. Okay. See? Okay, interesting concept. Nice.

Pri: Okay, so while you were talking to me, | put down the three challenges that you shared with me? Yes.

One is how is this impacting my p&I? How many resources do | need to get free to meet this goal? And
just the lack of understanding of the role that businesses need to play here? Yeah.

Sandra: | can clearly see you, you've been with Livework, I've been a workshop exactly like this. It's really
funny. Moving around stickies on the board.

Pri: This is so much easier person. But yeah, just trying to do this online. And no,

Sandra: I'm I'm very amazed. I've tried it a little bit myself, but | don't | can't do it. So it's, I'm really
amazed by it. So we did, let's let's maybe start with how is it impacting my p&I?

Pri: And then maybe you can just tell me like, these are the actions, you or your team to get ing to
overcome this challenge? Yeah, it could be an ongoing one, that's fine.

Sandra: So maybe [take the coal example | shared with you earlier. So what happened there is that we
didn't just look at the losses that were being made at that right moment. Because obviously, you know,
bring the book down is also a loss in profits. But we also looked at what are the risks? So we obviously
also have costs of risk risk costs, as a bank, that is an extremely important driver. And we were able to
make the business case to claim that in near future, the cost of risk would grow massively for continuing
continuing financing coal. Yeah. And that was, so it's maybe the loss of doing that business no longer
itself, that is indeed true, but then try to look at other parts that are also impacting the business case.
And bring that into the mix is not always possible, but in the case of coal, that was absolutely true, Yeah,
and if you are not sure how to put it here, but I think senior leadership is extremely important there,
okay. ‘Because you need so you have even in senior leadership, you have people oriented towards the
business oriented towards the risks. And so you need to be able to also have a conversation with both of
them to, you know, not just see this from one perspective, but also take other perspectives into account.
Pri: Right. And did this become part of your vision and mission as well?

Sandra: No,

Pri: no? Okay. Good. Okay. No. Okay, so now was |more of a decision from the senior IeadershipL

Sandra: Yeah, | would say yes. Okay.

Pri: Okay. And then how did Do you like what was the next steps? Did you take?

Sandra: In this case, [not a lot of next steps, right. So it's a decision that we made, and we started to
report about Ft. Okay, now to communicate it outside]. And indeed, if we [Iook at measurement and

framework, yeah, we created sort of a measurement dashboa rdL where every year we report on the on
the progress we're making.

Pri: Yeah. Okay. That's interesting, right? And for the reporting, do you have to like then get your team to
be involved in it? Like, does it become part of their day to day working? Also?
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Sandra: Not Well, yeah, f(he reporting is only done on a yearly basis. Okay. There's, of course, quarterly
report, but then, in the end, this really is a yearly exercise. So it's, it's part of what we do. Okay. But it's
not it's not a day to day exercise.

Pri: Okay. | understand now. Yeah, it's much clearer. All right. And then shall we approach the next
challenge, then? Actions? Is that okay, so the next challenge was, how many resources do | need to free
up for to achieve this goal?

Sandra: Yeah. Yeah, that's absolutely a thing. So [I would then start with indeed, people employees. So
one of the things is that, so it starts with, | don't have the resources. So how do you? What are the things
that people often do is sustainability on the on the side?HWe have sustainability champions. Yeah. And
usually, it starts really, from these people to say, okay, but if you can free me up for only a day a week, |
can do it.\ Okay. So that challenge is then okay. But if you have this challenge in your team, [network,
wherever there are these people, and they actually do want to work on this, let's say, yes. V&nd hhey then
start to become, you know, more of an expert, and then the end, it becomes their job, usually, oh, that's
one thing to, you know, due to hate this challenge. ‘But of course, Mhat we've done some more on, let's
say, that's the vision. And the mission is to make sure that we also foster that group of champions to
become larger and larger and larger, because in the end, it's really going to help usL So [we set up training
programs, and it's not it's 20 programs that people go through what we also connect with them on a very
frequent basis. So it's training as a community to make this group bigger and keep them involved]. So
that's really part of our vision. ﬁn the end. In order to do this as a next step, so the next step for this would
be not to only go to the, let's say, the ones that really want to become a champion. But fto also train, let's
say, the mass, the ones that don't really care, also not not care, but just know. Yeah, ignorant, so to say,
we really want to train them as well. Yeah, because in the end, it's, it's, it's only if that critical mass is, you
know, involved, everything will will move. So that's the, that's really the next step. And it's also really part
of how we see our role. We need to make sure that the action is in our business. And for that we need all
employees to embark on this|

Pri: Okay. All right. That's it. And then, shall we address the last one? Or do you want to add more to this?
Sandra: No, that's fine. And the last one was lack of understanding. Is there really a role for business to
play here? Right, that

Pri: was exactly Yep.

Sandra: There's nothing in your framework, like just you know, ignore or think

Pri: there's a whole room full of stuff outside of the board. Ignore this.

Sandra: No, | don't know you can't always ignore because to be very honest, this, of course, also
sometimes comes from quite senior people. ﬁo [ifthis comes from any normal employee you can ignore
but it's not always the case. But maybe it's ignored.\ In that sense that what we see is maybe six years
ago, &his was a more common thoughts, and then you can't just ignore|. Yeah, but these days, what | see
is [that there's always someone else who will then say, No, that's not true. We really have a role to play. ]
So, yeah, yeah, yes. Ignore and you know, the Yeah. | don't know. Do you? Oh, maybe maybe sorry. | just
just thinking about how, what do we do then? So maybe then these days, we would, | would then say,
yes, h/ou can ignore or you cannot agree with this. | don't care. But there's just regulation here. So yeah, if
you don't do it, because you believe in it, then just do it for the regulation.‘

Pri: Okay. Yeah, | like to do it for the record. I like alright. | get it and what the, in this case, if you do it for
the regulation and this regulation would have been set by the senior management or it's just or is a part
of your strategy already.

Sandra: [No regulation would come from outside right from the regulators.‘

Pri: Okay. Okay. Okay. So this sitting out here. Okay. Got it. Okay, thank you so much for this. I'm going to
stop sharing. And this was helpful. If you want to add something to it. | can add it even now. To the
challenge.

Sandra: No, it's fine. It's very visual visual, presented very nicely. Yeah.

Pri: Thank you. That's so nice of you. But | guess that sort of brings me back. Also, when you? Like, | love
what you said about ignoring. I'm thinking like, what is it? Do it for the regulation? What is the response
that you get?

Sandra: If we say you have to do it? Because? Yeah. Oh, usually then as well, that's, that's, um, oh,
usually, then that's it. | mean, Me are as a bank, we are very scared of not meeting regulations]. So that is
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a very good argument. Okay. It might be that they would say, Yeah, |but there's so many regulations. So
you tell me which regulation to follow? bren‘t usually that's not the case. No.

Pri: All right. And you also mentioned something about, like how you evaluate the KPIs every year? What
is the reason for doing this?

Sandra: Oh, that is a Very good question.

Pri: I'm also wondering like, because you all, you described some very intangible reporting KPIs to at the
start, which are the social and very hard to define, as you said, that was wondering like, you do it? Do you
do the intangible ones more quarterly, or all of them are evaluated at the end of the financial year?
Sandra: Hmm. Some of them are. Event. Sorry, some of them are quarterly, others, Midyear, Endyear,
and others are quite hard to measure. And then usually, it's only at the end of the year. In a perfect
world, | would say you would want at least quarterly or even more frequent. But it's just a matter of lack
of data that is not available, or it takes too long to really process it, or we need to collect the data of all
countries where we operate in. And that is just a huge hassle. So then for that reason, it's not being done‘.
lAnd why do you keep track of of KPIs? Why do you set KPIs at all? In order to to see if you're actually
making the progress that you want to make? That's the only reason? Yes, otherwise you don't know
where you are? Right? So

Pri: Right. Yeah. So I'm conscious of our time and I'm like, I'm learning so much from you're constantly
going on and on with questions. But the one that | wanted to ask you, importantly, was add ing what
were like the crucial factors that existed for the success of this transition towards sustainability.

Sandra: And do you want me to only name one? Or can | mention that?

Pri: They were four to five? All okay.

Sandra: Yeah, but | do feel that if you want to, if you want crucial, then it should be a bit limited. Right.
It's it is what is. And that's why I'm thinking. | think very, very important. [For the success is one,
leadership. h(eah, the turn of the top and leadership is so important. And I've not been convinced about
that. As much as | am right now. Six years ago, when | entered the team people were saying, but we will
not achieve here something because we don't have KPIs, why is a KPI needed. | never do my job. Well,
because | have a KPI. | don't care. But that's not how the big world works. [So I now really am a strong
believer of leadership and KPIs. It needs to be there, otherwise, it's not happening\. Okay. [And the other
part is good people. Yeah, very good and talented people who really understand their stuff and really
want to make it make it work. That is so important. \For me, those are the two, the only two, okay,
\regulation is helping. The importance of climate change on the agenda and in the media is helping
probably these are all also very good elements that have brought, you know, the entire thing to
flourishing. \Buthf you don't have leadership involvement, if you don't have very good people, then it's not
like, so that's. So that's how | would see it].

Pri: Yeah. | love it. Yeah, that's super nice. And lastly, in your professional opinion, for other banks, that
are other organizations that are moving towards sustainable futures, what can they do today to help
them prepare for the future?

Sandra: [Start just start anything, just something small and make that bigger and bigger and bigger.

Pri: Okay. And at ING How do you when you do the evaluations every year? How do you then compare it
to the goals that you want to achieve? Like? Let me see what | want to like? Like, how, what do you feel
most proud of right now, in the last six years, comparing your journey from where you started to where
you are today? With all the frameworks you put in place all the visions and goals you put in place? What
are the things that you're the most proud of?

Sandra: Yeah, that is a bit hard. It's a bit as if you would say which of your three children you like the
most?

Pri: What are the top five things you're super proud of?

Sandra: Yeah, okay. Yeah, well, | think I'm very happy with the way I'm ﬁ/ery proud to be part of the team
within ing that has made ing a front runner in sustainability and more specifically, on climate. ‘I had the
honor to speak today at an event, a Reuters event. And then again, we're always introduced as ing one of
the leading banks in sustainability and climate. | mean, that is it's a huge compliments, because it's what
we achieved as a team as an organization. So that | mean, that's, | think I'm very proud of Yeah, no, also
ﬁ/ery proud of the fact that we keep on pushing for the more social topics that need to be included. And
the way we're doing that we're extremely conscious of what is the impact that we really want to make,
we're just not just spending an awful lot of money on good causes, and then say, Oh, we don't care. No,
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8.6: MIRO BOARD DURING SF INTERVIEWS

During the interview for SF participants were asked to map their journey.
This kept the participants engaged and gave a visual respresntation of their journey and challenges.

we're, there's really a vision behind itL Why do we do this? And why? What do we want to see out of that, Commented [MOUS8]: Proud of the vision, not mindlessly HELLD & WELCOME WELLD & Wencoue
and we're really making an effort there. So I'm also very proud of that. And it's as hard work as it is for throwing money to good causes and pushing boundaries S ) .
climates. And it sometimes doesn't get as much attention from the the organization and the rest of the impact to create and of what’s possible Lol : : : : : s
world. So | would say it's a thought of both of these teams. Yeah. That's really nice. “:7_; s ST % sy o
Pri: I'm so curious about your team. How big is your team now, the one that you work with? — - - ]
Sandra: |t's about 20 people [Cnmmented [MOU8Y]: Team size J Beivicrn i pusss TN - \, e e NAA
Pri: Okay, that's huge. e i — P el
Sandra: Well, I if you, if you if you compare it to the work that we're doing, | think it's super small. If you p—— .
compare it to teams in other organizations, it's sometimes it's it's compared to it's rarely small. L A8 it . fi s A& neln ai aa
Sometimes it's super large. Yeah. It really depends also, what kind of work you actually do in that team? o
Pri: Yeah, yeah. And they're, like | said, it's not just one day a week they work with on this topic? e T device - ™ ] i T
Sandra: ||t's a five day job, their Sustainability ConsultantsL so to say, and it's their job. Yeah, that's okay. [Commemed [MOU90]: Full time sustainability consultants ] = i — - g " -
Pri: That's super nice. | read this was a lovely conversation. | really like, Oh, sure. Other time this late in S = e e = w
the evening to talk to me. And | learned a lot from you. So | want to thank you immensely for sharing - (] ! oot = chain e T H
; i 1] - 2
your knowledge with me. na )
Sandra: Absolutely. It was my pleasure. And you could read it very well. And little whiteboard. So very
nicely done.
Pri: I'd be really happy to share this towards the end of my thesis with you if that's okay.
Sandra: That's fine. Yeah, happy to see the end results. Absolutely. So and good luck with that and enjoy
the journey because it's also a very nice journey to be on. ke & peci oo HELS 8 Yo
Pri: | do agree. Yeah. Thank you so much, Sandra. Have a lovely evening and a very nice weekend ahead. - b
Sandra: You do. Okay. Bye bye.
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LIVEWORK
= Create a vision and purpose that the
organisations fabric to always make choices
that are guided by the big purpose.

SERVICE DESIGN

Alignment of current practices etc.
creating a narrative and story

process to come to a shared vision

check their vision with the real ppl, human
sense check

CHALLENGE
= most companies feel that they can do this
themselves.

LIVEWORK
- Governance on human factors can be our
area of influence
- as other aspect has science based targets
etc.

‘SERVICE DESIGN
- Measuring and evaluating
- Reorganising

CHALLENGE
= Dowe wish to develop the metrics for
human/social factors?

8.7: ANALYSIS OF SF OPPORTUNITY AREAS

Opportunity 2: Model Could:
Collaborate with leaders

LIVEWORK
+ Explore different potential and
opportunities

SERVICE DESIGN
+ Co-creation and collaborative way of
working
+ Prioritising
» Build business value

CHALLENGE
+ Do we have the expertise for material
agsessment?
= What kind of help can we offer here?

‘What is human lens, the value, empathy

FOR LW

LIVEWORK
+ We are experts on this bringing this change

SERVICE DESIGN
= Co-creation and collaborative way of
working towards SF
« Integrating in the org
+ Educating and training

CHALLENGE
+ Do we have the expertise for assessment?
+ What kind of help can we offer here?

Opportunity 5: Opportunity 6:

create business. ecosystem of
model disruption organisations.

LIVEWORK

+ Can set the standards for good practices

+ Sign up future

SERVICE DESIGN
+ Creates mindset shifts
+ Changed behaviours

+ inclusive and integrated change

CHALLENGE

+ How can we build time space and capability

for this

« This change will be expeadited if t
1 . 11

11

p L or
willing to experiment?

+ this will need time and be experimental.

8.8: DESIGN EXPLORATION

Early concept sketches

REFORM REVITALISE
Goals ok Targets
L enwironemntal
an an Svaf
: -{y‘:;.an societal leyg
Assessment Focus
REFRESH REWARD

Pro

Enables holistic thinking
for senior leadership

Helps set eco & social
goals, targets, focus at
an organizational level

The circles and the
quadrants give structure
to thinking

Cen

Still high level.

Lacks to capture rege nerative
interactions & thinking.

Hard to incorporate how this
fits in to the day-to-day for other
people in the organisation.

Model borrowed from systemic thinking tools website and tweaked to fit the concept
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Pro

The hive creates an ecossytem
of connected actions

Enables holistic thinking
for senior leadership

Can see interaction emanating
from the neighbouring hive

EXTERNAL
KNOWLEDGE
CAPABILITIES JOINT
Gaitie PARTNERS

Borrowed 7S McKinsey's organisational analysis and modified it to suit the systemic
thinking context but this concept had a few limitations.

Con

It is limited in capturing
regenerative interactions
across the hive

Doesn't spark imaginaion
to integrate into the fabric
of the arganisation

Initial drawings of the garden metaphor-01

Initial drawings of the garden metaphor-02
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Early iterations of the chosen concept
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8.9: VALIDATION WORKSHOP

P

Let's plant your
organisation as a
garden

Together we will learn how we can
nurture the garden towards an
acocentric & regenarative future
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Thvehwork

Let's plant your
organisationas a
garden

Together we will learn how we can
nurtura the gardan towards an
ecocentric & regenerative future

Validation of tool -- real time with ING & Bugaboo

Supervisors

—r

Customers

Customers

Internal
sustainability

ambassadors .

INSTRUCTIONS

STEP 3:

Map the connections we can
leverage or partnerships that
will make your sail thrive,
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Consultants

INSTRUCTIONS

STEP 3!

Map the connections we can
levarage or partnerships that
will make your soil thrive.
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