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and environmental 
agenda.  

How to work across the 
board to make radical 
progress towards 
sustainability.  
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Fulfilling the organization’s 
social and environmental 
agenda.  
This paper addresses officers of organizations having a 
defined CSR social/environmental agenda.  It analyses 
the challenges involved in following the social and 
environmental agenda as laid out e.g. in the articles of 
association or customer strategy. It identifies several 
strategies for handling these problems and suggests 
multilateral program collaboration as the way forward. 

Most people believe in sustainability 

Most people, when asked about sustainability readily support the notion that people 
should be working towards handing over to future generations the opportunity to live to a 
good standard if this does not mean creating difficulties for the present generation. A 
global patchwork of rules and regulations, organizations and statements all support this. 

However, many see with dismay the counter-sustainab le direction 
we are heading.. 

In the US, for example, average fuel consumption of vehicles is rising, not falling. The 
total endowment of oil in the Earth is perhaps 50% depleted. Climatic changes are 
reducing the carrying capacity of the land whilst population pressures are enormous and 
rising. 

According to the recent Millennium 
Assessment: “The loss of services derived 
from ecosystems is a significant barrier to 
the achievement of the Millennium 
Development Goals to reduce poverty, 
hunger, and disease.” 

Start from your own organization 

Our organization, the network of sustainability consultants, AVBP, has found that the 
articles of association of nearly every organization provide a foundation to approach the 
sustainability challenge. However, the challenge is best taken up in collaboration with 
organizations that share similar goals. 
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Again, according to the recent Millennium Assessment;” Better protection of natural 
assets will require coordinated efforts across all sections of governments, businesses, and 
international institutions. ” 
 
It should be born in mind that the reduced ability of ecosystems to provide services will 
increasingly affect every aspect of both public and private organizations. This will offer 
both opportunities and disadvantages. 

Individual action often produces poor results 

One problem with putting the intentions of articles of association into practice as a single 
organization is that it is often difficult to get a visible, lasting result for the effort that is 
put in. Often potentially environmentally-friendly developments run counter to 
sustainability. Increasing efficiency, for example of jet aircraft, leads not to reduced fuel 
consumption but lowers costs and therefore encourages more to fly. 
 
There is always the temptation when approaching sustainability challenges to want to 
create a new organization to specifically target that particular challenge. However, the 
advantages of clarity of purpose and focus are counteracted by the disadvantages of not 
being in direct influence over all factors affecting the issue. 

The Millennium Assessment provides a systems model 

In fact, organizations have a limited influence on only one or a few parts of the complex 
apparatus that supports our well being. Perhaps the simplest way to represent the 
interaction of systems is to use the following model. 
 

 
 
The Millennium ecosystem assessment, a global analysis of the carrying capacity of the 
world, models the provision of well being as a set of services from the environment. 

·  Provisioning Services: eg supplying products from the ecosystem like wood, 
food, water, chemicals etc 

·  Regulating Services: supporting our standard of living by reducing disease, 
purifying water, regulating climatic extremes etc. 

·  Cultural services: like providing the basis for recreation, inspiration and 
education. 

·  Supporting services: necessary for the other services, includes soil formation 
and nutrient recycling. 

·  These services in turn provide us with freedom and choice by providing the 
means to  
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o Security 
o Living standard 
o Health 
o Social relations 

 
These services then are the basis of the natural capital upon which we build our well-
being in combination with the other three elements: social capital, manufactured capital 
and human capital. 

 

 
 
It can be seen from the above that no organization, not even a government, has the 
capability to control or influence the chain of services to maintain well-being whilst 
reducing ecological impact. 
 

Working together with other organizations is requir ed if lasting 
impacts are to be achieved.  

Most organizations translate their mission into the basic elements of  responsible units, a 
dedicated number of hours per staff, and a budget. These are then put into plans for 
activities and deliverables. 
 
The same approach can be used to collaborate on sustainability promoting activities, but 
first it is important to identify which organizations to collaborate with. 

Identifying suitable collaborating stakeholders  

Below are criteria for choosing collaboration partners: 
 
The articles of association share common: 

·  Geographical area(s) 
·  Type(s) of capital 

The Organization has  
·  A Responsible unit(s) 
·  Staff / budget allocated 
·  Planned activities 
·  Specific deliverables, products or services 



 

 
 5/10  

 
 

Who should bring stakeholders together? 

The organization that, in their articles of association, is targeted to coordination or 
collaboration activities, and has a budget and organization for collaboration is the obvious 
choice to bring together stakeholders. If no such organization exists, the second choice is 
one that would gain most from the collaboration. 
 
 
Examples: 

·  AGENDA 21 
·  Financial institutions 
·  Specific Industry interest organizations 
·  Workers educational organizations 
·  Federations of industry 
·  Consumer rights organizations 
·  Individual organizations  will gain from multilateral collaboration when faced 

with reducing their levels of service due to e.g rising energy prices. These 
include: 

o Companies expecting to be offering reduced levels of service. 
o Public service agencies facing radical changes. 
o Charities expecting higher demands on their assistance. 

 

Identifying common priorities and concerns and agre eing on a 
common course of action. 

Bringing together many organizations can be daunting. Experience shows that two main 
approaches can be used: 
 

·  Specific program. We call this the NASA model, where one organization with a 
large budget purchases services from other stakeholders for a specific purpose. 
The coordinating organization provides expert knowledge, funding and project 
and program management. 

 
·  Short term reoccurring program. In this, a variant of the NASA model, a 

standard program is designed to fit in with the budget years of stakeholders. This 
“empty” program is filled with content based on the intentions and capability of 
the participating stakeholders. A facilitating organization is brought in to manage 
the program. 

 
 

As very few organizations have a giant budget to purchase services from others, for the 
purposes of this white paper we shall concentrate on the second model. 
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Schematic overview of Program 

 
 
Starting with the current 
situation and a council of 
stakeholders, the program 
works with environmental 
knowledge and technology 
through human behaviour and 
infrastructure changes to 
achieve stakeholder 
organizations goals and build 
stakeholder capability for 
coming activities. 
 
 
 
 
 

Short term standard program steps 

 
·  Identify Stakeholders 
·  Invite to Council 
·  One day priorities workshop. Main deliverable: common assignments. 
·  Council ratifies priorities and assignments and dedicates staff to planning 

workshop if they align to organizational priorities 
·  Activity planning workshops. Assignments are turned into plans for activities to 

achieve assignments. 
·  Council approves plans and dedicates resources and commits to deliverables. 
·  Activity phase: activities carried out, each organization responsible for one or 

more deliverables during this stage. Council meets regularly to hear progress and 
handle issues. 

·  Follow up. After completed activities group reports to council on what was 
achieved and learned, and presents proposals for the future. 

Alligning deliverables, program elements and stakeh older goals 

The diagram below shows one approach. Each stakeholder goal is mapped against  
program features to the extent they contribute to the goal. For elements that corresponds 
closely to stakeholder goals the  organization provides resources or may even take on 
deliverable ownership. 
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Features and Benefits 

Working with already committed resources 
Taking as a starting point the organization’s already committed unit, resources etc. means 
that there is no long time delay for participants to obtain resources. The only issue 
becomes to what degree they will be involved in the program. 

Standard annual structure 
The standard annual structure means it is easy to plan participation a long time ahead, 
which means when the time comes for activities the decision time is shortened 

Shorter projects 
Many people ask why we only work with a limited time horizon, or at least why we break 
activities down to limited (less than a year) chunks. For momentum to be built up it is 
important to see results, and for planning and budget purposes it is vital that each year, 
like an annual harvest, yields a good result.  
 
Shorter time spans are also easier to plan and easier to get commitment for. The challenge 
to sustainability is going faster than many imagined, so a short time span gives flexibility 
to address previously unrecognized issues. 
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Voting with the feet: commitment is made in stages 
During the yearly program, an organization can withdraw at different points in the 
process. This is good because it reduces the pressure to commit at the beginning and we 
can get thereby more stakeholders onboard initially. 
 
It also means the longer during the year an organization participates, the longer they have 
to understand the implications of taking part and what their commitment is. 
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Deliverable responsibility per organization 
 

The activities are planned so that each 
deliverable is the responsibility of one 
organization. The advantage of this is that 
the only project management needed to be 
done by the program is to monitor progress 
of that deliverable. This means that the 
delivering organization itself manages the 
deliverable and there is no double work, 
and that the simple arrangement means it is 
easy for the program to create transparency 
and overview. 
 

Framed assignment 
Each prioritizing session is followed up with a framed assignment. The advantages of this 
approach: 

·  An agreed document minimizes the risk of misunderstanding the assignment 

·  Creativity is always better when a problem or challenge is well specified 

·  The framing process ensures all aspects of the challenge are considered 

 

 

Step by step model with stage gates 

 

The step by step model is suggested to take full advantage of the insight that the further 
along a project you go, the greater the costs and the lesser the ability to influence the end 
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result. The early stages require less manpower for the planning and offer the greatest   
opportunity to influence outcome.  
 
Stage gates are points at which a council decision or ratification is needed to continue. 
These are also planned in advance. The advantage of stage gates is they ensure progress 
continues with insight and approval from all, as well as ensuring all work needed for each 
stage gate is complete so the work does not proceed without all necessary completed 
planning and preparation. The stage gates are approved by the council ensuring that the 
intended result is feasible and commitment to the next stage is fully secured. 

Find out more 

AVBP offers white papers on a number of related subjects, like behaviour based program 
approaches and developing a think tank using the latest creativity and innovation 
techniques. Please see our website (AVBP.net) for the latest range of white papers. 

Developing your own program 

If you would like assistance with developing your own program structure, please contact 
AVBP for discussions about how we can help bring this about. 
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