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Brainstorming: Where are trade-offs and tensions in
sustainability?
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Summary of brainstorming
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A new 360-degree case study approach: Navigating tensions and
trade-offs in Coop’s sustainability portfolio
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Q&A and open discussion
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Exercise: Brainstorming Trade-offs

5 minutes - Individually
Write down 3 instances where you consciously had to make a trade-off
about some aspect of sustainability, WHILST AT A SUPERMARKET
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Example of key concept in the case

Tension and trade-offs in sustainability

A tension is a competing demand between the
economic, social, or environmental elements of
sustainability.

Tensions are inherent in sustainability decision

Tensions arise everywhere in sustainability decisions

« Between dimensions of sustainability: planet-profit
considerations

 Inter-temporal tensions: over time and between
generations

« Spatial tensions: between countries and regions

» Cost-impact tensions: the marginal costs of avoidance

ETHzirich SusTec 4



Three perspective on tensions

Win-win perspective Trade-off perspective

» Exchange of one benefit for another

ETHzirich

Financial profitability can be aligned
with social and environmental
dimension

Corporate priorities “dictate” social
and environmental issues

Only engage in sustainability when
its financially profitable

The “Business case” for
sustainability

Useful emphasis for companies at
the beginning of their journal but
widely overemphasized and limited
in reality

SusTec

benefit

« Managers must prioritize one
objective over another and choose
between competing demands

» Requires extensive assessment of
alternatives

* The ‘static’ tension: an either/or
choice

Example of key concept in the case

Paradoxical perspective

Avoid choosing between either/or

Invest time and resources into
finding innovative ways to reconcile
sustainability aspects over time

Maintain tensions in order to
understand the complexity of
competition demands

Work through the tension rather
than resolving it

Acknowledge that tension may
exist, and use maintain tensions to
foster innovation, creativity,
commitment



Learning objectives

After completing the case, the participants are expected
to:

e Grasp the diversity of sustainability challenges that
companies are facing

e [earn to evaluate sustainability proposal along
several dimensions

e Experience the challenges of negotiating different
pathways for companies to become more sustainable

e Recognize key concepts of corporate sustainability,
such as tensions and trade-offs
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https://unsplash.com/@jasongoodman_youxventures?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/Oalh2MojUuk?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText

What is a (Harvard) Teaching Case Study?

—

Available online on int.
case centers
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Cases allow developing decision-making sKkills

Put yourself in the situation of the protagonists

Ask yourself “What would | do?”

Analyze situations with imperfect information

Recognize core problems

Find information and come up with creative solutions

Apply theoretical concepts to practical problems

Get comfortable with making decisions




What is new about our case?

Traditional Teaching Case

Our Teaching Case

« Focus on a single challenge, » lllustrate the challenge of managing
challenging decision situations challenges across an entire company

« Select a single company that is ideal * Provide a holistic perspective on
for illustrating a specific problem sustainability, including environmental,
(R&D, supply-chains, strategy making) social, and governance issues

« Students using the case all adopt the * Highlight the tensions and trade-offs
identical perspective involved in managerial decisions

(o]
3 6 o A 360-degree case study in which we examine

@ ) one company from all different angles
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Navigating tensions and trade-offs in
Coop’s sustainability solution portfolio




COOp
Coop: A century-old sustainability leader

Coop is the largest food retailer in Switzerland and a global sustainability leader in its
sector. Founded in 1864, Coop is a cooperative managed by a Board of Directors and
led by an executive committee. The Board is concerned about growing sustainability
challenges, the rise of sustainability-conscious consumers, and competitors eroding the
firm’s competitive advantage as a sustainability leader.
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The CEQO’s task

« Coop’s Board of Directors has identified that Coop needs to
work on its portfolio of sustainability actions.

* The Board of Directors has asked Coop’s CEO, Philipp
Wyss, to prepare proposals on how Coop may address
important sustainability challenges.

* Mr. Wyss has commissioned proposals on seven
sustainability challenges based on the company’s materiality
matrix and submitted them to the Board.

* The proposals suggest paths to address each sustainability
challenge for the next 2 and 10 years.
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Coop

Coop’s seven most pressing sustainability

challenges

* Analyze existing packaging and
focus on reduction in volume
and recyclability

* Invest in R&D into chemical
recycling, edible coatings, etc.

ETHzirich

Reducing emissions in logistics

* Electrify the diesel-powered
trucks owned by Coop

» Cooperate with other retailers
on a ‘last-mile’ distribution
system

Improving human rights

* Identify and track the risks
of human rights abuses in
the supply chain

* Create a label to make these
visible

Reducing value chain emissions

* Methanogen inhibition in cows
via feed additives

* Support the development of
cell-cultured based meat

Fostering a sustainability culture

* Exchange and education
platform

Reducing food waste

* Develop a new Coop app, in-
store smart pricing and
marketing to help purchase
about-to-be-wasted food

* Digitize Coop’s operations to
improve stocking and avoid
waste

Enhancing biodiversity

* Points scheme with Pro Specie
Rara to support heritage
vegetables

* Invest in regenerative
agriculture with Swiss farmers

13



Proposal example

Globally, rosd

roposal 1: Reducing scope 1 emissions in logistics

Scope 1 emissions occur from sources that are confrolled or owned by companies.
frdfisport is responsible for 25% of the yeary CC: emissions and

3 Socpe 1 smisslons in loglsties

cocperation
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[Conp repiaces an average of 27 diesel inscks per pear,
[wrien ressching their ened of ie 3 15 years-ok, with e

n@rﬁcusmuu

et 10 years

Bkt 2 snared ‘Lastmie’ distrbuton sysiem witn ather
retatiers to reduce emissions.

S

CRArgng MITASTUCIIN & ICGISTCS CENtres MUst DE BUR and tested
Langar charging limes.

High-uptrant investments in e-dnucks, which s subject o uncerainties. such as faiure devespment of
energy and batiery prices and the residual value of bucks

Stockout risk because of food rder quantly reduction and hard 4o-predict demand
Buiding a calaboration WHh competions coud be challenging

Load redisiribution over a redused number of iracks s an obstagks 2
dighalisation of logisficg gl =

M

[iterTT4 | 5 [comment

e tnsck sawed

[FReducton of 1/3 of Coop's Scope 1 emisskins., equal o 32.3 100 year

[Fewer employees necded 1o maintain and aperate he truck Neet [medum
regatve); Reduced air and naise pollston (smal poskive)

[Food craer reduction Implkes sakes reduction of suppiers (smal negative);
miproved eMdency in process (small pasitive}

[Fuei-unen 1o earucks can ne gone quicay.

ogistics requires mutip
[imedium smeiicity)

s o cocrdnate

The success of project phase 1 ﬂn:cW-ml actuiis
c¢ Coap, phase 2 heal refes g raton wih atner refaiers and
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Sustainability

challenge
introduction

Proposal’s title, core
idea, and summary

Proposal’s impact and viability evaluation

How to read the impact scores

Dimension description

Very high (5)

Very low (1)

Reflects the depth, extent, and
persistence of the board
proposal's influence on the local
g environment (e.g., city), broader
ecosystem (e.g., region, country)
and global climate.

The proposal has a profound,
comprehensive, and permanent
influence on the local environment,
broader ecosystem or global
climate. For example, the
permanent restoration of an
ecosystem endangered by the
agricultural activity of Coop
suppliers.

The proposal has a significant
negative influence on the local
environment, broader ecosystem, or
global climate. For example, the
proposal would deplete local, non-
renewable resources and endanger
the balance of the broader
ecosystem.

Reflects the depth, extent, and
persistence of the board
proposal's influence on local
5 communities and broader human
=} populations directly or indirectly
affected by the firm's operations
and value chain.

The proposal makes profound,
comprehensive, and permanent
improvements to local communities
and broader human populations.
For example, ensuring non-
discriminatory hiring practices in all
the firm's suppliers

The proposal accentuates and
perpetuates negative social impacts
on local communities and broader
human populations. For example,
the proposal would continue to rely
on a value chain where human
rights violations have been

reported.

Reflects the depth, extent, and

persistence of the board

proposal's influence on the local
Q economy, the firm's value chain,
and the firm itself.

The proposal brings deep,
widespread, and permanent
benefits to local economies, to the
firm's suppliers and customers, and
to the firm.

The proposal represents high
continued costs and reduced
revenues for value chain companies
or Coop itself, as well as for local
communities (e.g., in the form of
reduced fiscal revenues, job losses
industry relocation)

Proposal’s phase 1
and 2 budgets

How to read the viability scores

=z
]
B
E
2]

Dimension description

Very high (8)

Very low (1)

Reflects the speediness with
which the board proposal can be
implemented.

Indicates projects that can be
successfully implemented within a
few months of its approval with
measurable impacts in the short
term

Indicates projects whose completion
could take several years and whose
effects will only be noticeable in the
long term.

Reflects the number and
complexity of fasks involved in the
board proposal's implementation.
the number of partners involved,
and the amount of non- lised

Typical of projects with few, simple
tasks involving only a reduced team
of Coop personnel with the
knowledge and skills required to
the tasks st sfully

knowledge and skills required

Indicates a project involving a very
high number of specialised tasks
requiring the involvement of large
teams from different divisions in
Coop and specialised partners such
as technology providers, who bring
highly specific knowledge and skills.

Reflects the firm's independence
from the actions of second and
third parties for successfully
implementing the board proposal.

The proposal's outcomes entirely
and exclusively depend on Coop's
actions. For example, the reduction
of energy consumption in in-store
refrigeration by acquiring
commercially available
technologies

Indicates that the proposal's
outcomes are almost entirely
dependent on the actions of Coop
suppliers, customers, and others
such as legislators or technology
providers. For example, the
approval of new national or
international legislation that
establishes stricter retail industry
standards
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Proposals overview

Sustainability Solution Bu.dget Solution Bu_dget
challenge (next 2 years) (million (next 5 years) (million
CHF) CHF)
Reducing emissions Electrification of 39 Shared last-mile 20
in logistics truck fleet distribution network
Reducing value Deploy methanogen Support culture-
. . R 20 50
chain emissions inhibitors based meat
Reducing food Expand COOP gpp 57 Digitalise operations 40
waste and smart pricing
Reducing plastic Packaging analysis 31 R&D on chemical 50
waste and redesign recycling
Improving human Human rights label 10 Supply chain due 20
rights diligence
Fostering a Exchange and Maintain and expand
LT : 20 20
sustainability culture education platform platform
: : Regenerative
E.nhgncm.g Heritage vegetable 30 agricultural advice to 40
biodiversity scheme
farmers

ETHzirich

Budget rules

 Available budget: CHF 280 million
* Free allocation below limit; no

obligation to use the entire budget

« Minor proposal adjustments are

allowed as long as their budget

stays the same
 Independent proposals can be

combined; Phase 1 is not required

for Phase 2

15



Your assignment

* You are a member of Coop’s Board of Directors. Together with
your colleagues, you need to discuss the seven sustainability
proposals, which were prepared by the Executive Committee to
help Coop be as sustainable as possible in the short and medium
term.

 Together you must combine the proposals into one single
portfolio to be presented to external stakeholders.

« Due to financial and other constraints, you cannot implement all
proposals — creative ideas on how to mix and match might be
necessary!

« At the end of the meeting, you will present your portfolio
proposal to the annual assembly of Coop’s regional cooperatives.

ETH:zirich SusTec 16






Target learning groups

The case study is suitable for all levels of study: Undergraduate, graduate, executive

Participants studying the following topics, among others, would find this case study insightful:

e Management o Corporate sustainability

e Environmental science e Sustainability management
e Corporate strategy e Engineering

e Environmental management

Class size:
e We recommend 15 to 30 participants working in groups of 5 to 7 participants.
e Depending on the group size adjust

e # of sustainability challenges

e # board members;

e # of parallel board meetings

ETH:zirich SusTec 18
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Navigating tensions
and trade-offs in
Coop’s sustainability
solution portfolio

Emily Elsner, Oliver Akeret, Nora Meier,
Alejandro Nufiez-Jimenez, Johannes Meuer,
Volker H. Hoffmann

ETH Ziirich

© 2023 by Group for Sustainability and Technology, ETH Zurich. This exercise is part of a
teaching case study and aims to provide material for class discussion rather than to ilustrate
either effective or ineffective handling of a management situation. The descrbed case situation
is partly fictitious, particularly with regard to the suggested soluticns. The case was compiled
from published sources. No part of thiz publication may be copied, stored, fransmitted,

reproduced, or distributed i
copyright owner.

Case Study

any form or medium whatsoever without the permission of the

Extensions

Sustainability at Coop: Extension

As the in-house expert teams begin their work, Coop’s PR department issues a
press release outlining the fim's plans to rebuild its sustainability portfolio. The
press release explicitly mentions the five challenges that Coop has identified.
Within just a few days. however, several highly influential NGOs are criticizing
Coop in the strongest terms. They accuse Coop of neglecting influential
stakenholders (including the NGOs themselves) and, as a result, overiooking other
major that the portfolio of a leading
retailer must address.

After a swift round of intemal consultations, Coop issues a holding statement
welcoming the feedback. Coop pledges to take such comments seriously and
revise its list of sustainability challenges. As a result of this process, Coop’s CEO,
Philipp Wyss, decides to add two additional sustainability challenges and issues a
revised budget limit for sustainability actions of 160 million CHF (60 million in the
mid-term; 100 million in the long term). The two additional challenges are: (1)
Reducing plastic waste; and (2) Fostering a sustainability culture. Figure 1
provides an overview of the updated list of seven challenges and solutions the
experts proposed.

pressing

Figure 1 Overview of Coop's seven challenges and proposed solutions (*Tafen statt Worte” logo
transiates 3z “actions, not words"). Image: Author's own work

After receiving the seven proposals from the GEO’s team, you and your fellow
Board members begin analyzing the proposals to define a new portfolio of
sustainability actions for Coop. Table 1 provides an overview of the seven
proposals, separating solutions for the mid-tem (approximately in the next wo
years) and the long-term (approx. in the next 10 years) and the estimated budgets
for each solution

Table 1: Updated overview of the seven sustainability propos:
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Three perspectives on tensions Four "action” modes to address tensions
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Teaching notes
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Teaching note used in environmental sciences or engineering classes. G
. . . . familiarity with supermarkets and the retail industry, the
Navigating tensions and trade-offs in Coop’s intemationally

sustainability solution portfolio
Teaching objectives
Case synopsis
The case is about Coop, a global sustainabilty leader in the retaill supermarket
industry. The story is told from the perspective of Coop’s Board of Directors, the group
within the organization with ultimate responsibility for the company's direction and
strategy, who must negotiate and decide on the company’s portfolio of sustainability
actions. The Board of Directors requests Coop's CEO, Philipp Wyss, to commission
sustainability proposals on a range of topics relevant to the organization so the Board
can choose a selection of ideas to build a strategy. The case's decision point centers

viability)

become more sustainable

The main teaching objectives of this case are to help students

= Grasp the diversity of sustainability challenges that comp
= Leam to evaluate sustainability proposals along differen

*  Experience the challenges of negotiating different pathu

* Recognize trade-offs and tensions in corporate sustainat

on that choice process, and how the Board of Directors should select their portfolio of * Leam and

ideas to maintain Coop’s position as a sustainability leader in the retail industry.
Case positioning Learning objectives

The case uses a 360° case study design to provide a holistic perspective on

for

resolving tensions in sustainability decisions.

After the case, the participants should be able to

that includes , social, and issues." In so doing, = Assess sustainability proposals for different impacts
it highlight managing t * Fomulate a coherent sustainability strategy for a com|
and allows e the te d trade-offs (among budget
challenges, over time, between regions, etc.) involved in managerial decisions on + Justify and explain the strategy in terms of the trade

corporate sustainability. perspective of the company

We have developed this case for use in an MBA or executive education program * Understand how decision-making happens within a corpc

focusing on corporate CSR, strategic
management. The case is also suited for Bachelors or MSc students and Executive
MBAs, and we have outlined suggestions for drawing attention to either strategic or
operational challenges in the case. As the case adopts a holistic perspective and
involves a wide variety of sustainability challenges that companies face, it may also be

Assignment

Coop i one of the one of the most sustainable retailers in the v
long commitment to sustainability. Yet, the growing sustainabili

rise of sustainability-conscious consumers have led you and yc
Coop's Board to question the impact of your firm's sustainal

* Kaplan, . (2019). The 360° Gorporation: From Stakeholder Trade-offs o Transformation

address this challenge, you and the Board ask Coop’s CEO, Pt

you with options for expanding the company’s portfolio of sustai

“This note was prepared by Dr. Emily Elsner, Oliver Akeret, Nora Meier, Dr. Alejandro Nufiez-Jimenez,
and Professors Johannes Meuer and Volker Hoffmann for the sole purpose of aiding classroom
instructors in the use of «Navigating Tensions and Trade-offs in Coop’s Sustainabilty Solution Portolio.
Funding for the develo this note was provided by ETH Zurich and not by the company. It
provi is and questions that are intended to present altemative approaches 1o deepening
students comprehension of business issues and energizing classroom discussions. The note and the
for class di d do not

You are now preparing for the next meeting of Coop's Board of D
aware that although all Board members share the goal of makin
Coop, each member has a different viewpoint. Therefore, the Bc
negotiate which proposals should be approved. As a result of th

flective or need to agree on and select a portfolio of proposals that Coo

‘a management situation. The described case situation is partly ficttious, particularly with regard to the
suggested solutions. The case was compiled from published sources.
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