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Your profile

Introduction to the Better Business Scan

Thank you for completing the Better Business Scan. You are part of a growing community of managers that

have used the scan to assess their present position in becoming a more 'future resilient' company. This scan

aims to give you insight into the sustainability ambitions of yourself and your company and how you can take

these ambitions further.

The Better Business Scan maps out, as efficiently as possible, where you currently are in this change

process and what challenges your position entails. To this end, the answers you have given to the survey are

placed in several analytical frameworks based on insights from recent scientific research into sustainable

business models. In this report, we focus on the following aspects: (A) your ambition and motivation for

sustainability, (B) which sustainable business case you are currently embracing, (C) what the associated

barriers and success factors are, (D) which functional management areas may need additional attention, and

(E) which leadership challenges you are facing.

This report contains the first results of this exercise. Our assessments have been generated by your

responses to the survey. Needless to say, much depends on how you completed the survey. The

interpretation of the results is therefore always personal and related to specific circumstances - which you

know best. In subsequent steps, perhaps together with you, the intention is to elaborate on common barriers

to be able to record relevant stories of entrepreneurs who have managed to break down important barriers in

their sustainability strategy. Good luck with this first personal scan.
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Your personal ambition

 

Company ambition

 

 

Ambition
A barometer for your sustainability challenge

Introduction

The feasibility of sustainability ambitions depends on the degree to which your own ambitions differ from

those of the company you work for. This applies to all three dimensions of sustainability that we distinguish in

this survey: ecological, social and economic. We have summarized your and your company's personal

starting scores for these dimensions in an ambition barometer. The higher your ambition, the further to the

right the arrow moves. The more your personal arrow and the organization arrow deviate from each other,

the greater the chance of friction between your ambitions and those of your organization. Well-functioning

organizations generally have a high degree of coherence and alignment between employees and

management. This makes expectation management easier.

General ambitions

The barometer score shows that your personal sustainability ambitions largely correspond to your company's

general sustainability ambitions. Identification with the company vision and strategy reinforces the motivation

to contribute personally to achieving the ambitions of your company, both at a strategic level and in the area

of sustainability. If those sustainability ambitions are relatively low (level 1 or 2), you will probably have to

overcome significant barriers to make progress, both on a personal level and from within the company. If that

level goes beyond a critical tipping point (from level 2 to level 3), bringing about change becomes much

easier. This also makes it easier to link your personal motivation to a widely supported sustainability

transition in your company. By talking to colleagues, you will discover new possibilities to promote this

transition. In the 'Leadership' section, you can read about what leadership qualities this requires.

Sustainability priorities

The survey zooms in on the three most important dimensions of sustainability: ecological sustainability (like

climate and biodiversity), social sustainability (like diversity and human rights) and economic sustainability

(like a fair tax system and transparency). Sustainability ambitions and expectations can vary in these three

areas.

There is not much difference between your sustainability priorities and your company's. It is important to

examine at which level of ambition these priorities come together (see the barometer). The higher the level of
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ambition, the greater the chance of progress in sustainability. An important side note: if you and your

company give all sustainability themes more or less the same score, this may also indicate a lack of

priority. In such cases, it is important that you find out, through dialog with your colleagues, what your actual

ambitions are. A common technique is to discuss concrete trade-offs (exchange relationships) with each

other. This makes it clear where priorities lie or which issues need to be tackled first. Finally, successful

entrepreneurship depends on the order in which sustainability themes are addressed.

General point of attention

A general remark about these three dimensions of sustainability is appropriate here. Currently, the ecological

dimension of sustainability is receiving the most attention from companies and the government. This is

understandable: the ecological business case is often easier to make than the social and economic business

case. Activities related to ecological sustainability are often already cost-effective and, therefore, particularly

attractive for companies that like to look a little further ahead than just the coming year. Eco-efficient

technologies are often already available and affordable. Promoting social and economic sustainability, on the

other hand, is more challenging. Financial sustainability themes are often more controversial and require a

more pragmatic approach at a time when personal and corporate ambitions are diverging. Social

sustainability themes often require a broader approach in which collaboration with other parties is required

and dilemmas are shared.

Do not underestimate the importance of these latter two areas: sustainable transitions can only really be

achieved if there is sufficient attention for social and economic sustainability. You cannot achieve ecological

change in the long term without – or at the expense of – social and economic sustainability. If your ambitions

and those of your organization vary widely in these areas, it is important to think carefully about how you can

implement changes. On which dimension can your company have the greatest impact? Which combination

of sustainability themes do you need to address? Does this also match your priorities and the extent of your

mutual ambitions?
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Your company’s intention: Proactive 

Your company’s realization: Relatively reactive 

The size and direction of the gap between

intention and realization determines how big the

challenge is to align the organization of your

current business activities with your sustainability

goals.

 
Gap: Large 

Position
What is your company’s position in the area of tension between intention
and realization?

Introduction

The ambition barometer shows a general – and often socially desirable – interpretation of ambitions. We

know from behavioral science research that your intentions are only really tested when you are confronted in

practice with the dilemmas and trade-offs that are part of transition processes. That is why most of this scan

focuses on how people in your company deal with the tension between intention and realization. Practice is

always unruly, but that is precisely where the biggest management challenge lies.

The intention of your company to become more sustainable translates into two dimensions: (1) to what

degree you are intrinsically or extrinsically motivated (primary motivation); and (2) the desire to have an

impact in the short or longer term (secondary motivation). Your motivation determines the business case for

sustainability. Next, the realization dimension reflects how and to what extent these sustainability intentions

are reflected in the business model of your company. The realization of your ambition brings about a

different area of tension: between (1) the need of integration (the extent to which all your sustainability

ambitions are aligned); and (2) the need to effectively organize sustainability (the necessity of

coordination).

The figure below links intention and realization. We distinguish four basic attitudes towards sustainable

business: [1] passive, [2] reactive, [3] active, and [4] proactive. Each basic attitude focuses on different

aspects of the business case for sustainability: [1] cost savings, [2] reputation effects, [3] strategic

(competitive) advantage, and [4] social impact. The basic attitude represents your current starting position in

any sustainability transition. It is important to correctly assess your starting position, because this will give

you an insight into possible transition route(s) and enable you to manage better on relevant challenges.
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Intention

The current intention of your company can be characterized as 'proactive'. A proactive intention comes with

a strong awareness that the transition to sustainable entrepreneurship is not only desirable, but also

necessary. Your company understands that the sector is currently not organized in a sustainable way; there

is even 'system failure'. The motivation for sustainable entrepreneurship in proactive companies is generally

shaped by both the ambition of the company itself and societal needs. A proactive intention is also

characterized by the realization that tackling societal challenges also leads to opportunities for frontrunners

('first-mover advantage'). Proactive companies are very willing to collaborate (co-creation and partnering)

and are driven by social impact. The extent to which your company can integrate these partnerships into its

business strategy, however, depends on the degree to which strategy and operational challenges are

compatible. 

Realization

Your realization can be characterized as relatively 'reactive'. Your company has set sustainability in motion,

but the organization is strongly influenced by external circumstances. For example, an important event (like

unforeseen price fluctuations) or pressure from stakeholders (like media and consumers). The sustainability

ambitions in the business model are not tightly coordinated. As a result, sustainability activities are often

incidental and hardly or not at all integrated into your company's core activities. 

Gap analysis

The size and direction of the gap between intention and realization determines how big the challenge is to

align the organization of your current business activities (the business model) with your sustainability goals

(the business case). In your case, this gap is relatively large. The difference in starting positions indicates
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that your company wants to achieve more in terms of sustainability (intention) than what you are currently

realizing (realization). Intention and ambition can be a source of inspiration. However, if intention does not or

hardly lead to results, this can have a demoralizing effect. The challenge lies in bringing longer-term

sustainability goals together with shorter-term realized business activities. Leadership plays an important role

in this respect. Which departments in your company can play a pioneering or leading role thereby?

To consider: If you want to take your company's sustainability strategy to a higher level, integration of

sustainability goals within the entire company forms an inescapable precondition. Your ‘license to operate’ as

a credible company is at stake. You are more predictable and credible to your stakeholders if the gap

between your intention and the realization (also called the difference between the 'talk' and the 'walk') is not

too big. This may even mean that you have to adjust your intentions downwards, or that you have to explain

to your stakeholders what dilemmas this particular intention confronts you with. A realistic interaction with

both internal and external stakeholders leads to mutual trust and saves time and money.
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Your company is on the:

Capability route

The size and direction of the gap between

intention and realization determines how big the

challenge is to align the organization of your

current business activities with your sustainability

goals.

Challenges along your route.

 

Routing
Where are you heading?

Introduction

The transition to higher levels of sustainability can take five distinct routes, that usually represent three

phases: (1) a compliance phase in which the company starts to move either by internal drivers like a new

leader (route A) or by external considerations like pressure from stakeholders (route B); (2) an internal

alignment phase in which the internal alignment of activities and the building of strategic capabilities are

central (route C); and an external alignment phase in which the sustainability problem as a whole is tackled

jointly with external stakeholders (route D and E). All three phases come with their individual challenges and

depend on the context and transition route on which your company currently finds itself. Based on your

starting position on one of these transition pathways, however, it is much easier to determine which

challenges you will face.
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Your main route

 

Route (C2) Capability route

Your company is in the middle of the so-called capability route. You are well past the stage where you are

working on sustainability mainly because of reputation effects. On a successfully completed capability route,

sustainability activities are fully strategically oriented and integrated step by step throughout the company.

The sustainability strategy is becoming a core activity.

The main challenge in this transition phase is therefore to develop and implement a coherent sustainability

strategy. It is important to anticipate opportunities and barriers that will come up in your field of work. Your

company will have to develop its own long-term sustainability strategy that requires the necessary

innovations to your current business model. This includes improving the supply chain (making it circular,

inclusive and fair), coordinating a clear sustainability vision and mission and/or passing on social and

ecological costs in your decision-making. The strategy is focused on the opportunities and strategic

advantage that sustainability can offer your company and society. The intention of sustainability activities

shifts from 'do no harm' to 'do good'. The successful completion of this route should result in a long-term

strategic advantage for your company – otherwise it will not be financially sustainable.

9/18



Common challenges on the capability route

Your transition pathway has multiple challenges that should be taken into account while making your

business case and business model more sustainable. Important challenges along your transition pathway

include:

Dare to confront trade-offs. Sustainability is not always a win-win situation. There is a chance that

your company will encounter difficult trade-offs during this transition phase: ad hoc responses to the

market versus long-term planning, feeling liable versus being responsible, ecological sustainability

versus economic sustainability. The starting point is to create a vision in which these trade-offs are

addressed. It is important that you do not postpone unavoidable choices, since delaying them can

cause your company to get stuck in the middle of the route. It is also important to dare to conduct

strategic discussions about relevant trade-offs, both within your company and with external

stakeholders. However, internal stakeholders are the most important target group in this transition

process: they can frustrate or facilitate changes.

Take the 'Kodak effect' into consideration. The implementation of sustainability strategies creates

a new internal reality, but also a new mindset. Some activities need to be stepped up; others need to

be downsized. Companies that fail to do this are missing opportunities. This is also called the 'Kodak

effect': Kodak was by far the leading company in the photographic industry. It also had all the

technology in-house to go digital, but failed to organize this properly. People clung too much to old

success formulas and the associated business model, and the company went bankrupt as a result.

Opposition often comes from within, because change is not always easy to accept. Large, established

companies, in particular, often find it difficult to change how they do business. Developing a proactive

vision of where the company wants to go is essential in order to reduce fears of radical change. With a

clear strategic vision for every department in your company, you can map out what the transition will

mean in concrete terms for each facet of the organization and for each employee, and how this will

affect day-to-day operations.

Explicitly embrace societal goals. The explicit embracing of societal goals, like the Sustainable

Development Goals (SDGs), can help to align internal expectations and ambitions. Are you familiar

with these goals? These goals were drawn up for governments, which are increasingly aligning their

policies with these goals. In addition, 96 percent of the largest companies in the world have embraced

these goals. If you also embrace these goals, make sure that you do not stop at embracing (intention),

but that you also implement the goals (realization). Involve employees in the formulation of your richer

value proposition and give them a role in its implementation. The Dutch chapter of Global Compact,

CSR Netherlands and the Global Reporting Initiative have developed tools to help you align your

corporate strategies with the SDG agenda.

Recognize the danger of getting 'stuck in the middle'. If you score in the middle of the capability

route, you run a significant strategic risk, because you are in a 'mixed zone' in terms of motivation.

This makes it difficult to determine what motivates you and your organization to pay more attention to

sustainability. Although you have taken organizational measures to take further sustainability steps,

this does not mean that this runs parallel with the right intention of yourself and the other employees.

This is normal in transitions – certainly when a lot is at stake strategically – but can also lead to

organizational paralysis if you are unable to manage this process properly. 'Stuck in the middle' is a

strategic problem that always involves limited coordination between ambitions and achievements. The

leadership challenge in this phase is therefore to find out which change processes you want to tackle.

For example, you can choose to become fully active first, or perhaps go straight to a proactive phase

in which you develop initiatives together with external stakeholders. Your pathway moves from C to D

in the ‘mixed motives’ zone. Be aware that this strategy prolonges your 'stuck in the middle' syndrome

but creates more rapid change – if managed properly. The intermediary strategy might be difficult to

• 

• 

• 

• 
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explain to your employees as well as your external stakeholders. It requires a different leadership

style.

Please note: the relative importance of the barriers identified depends, among other things, on the sector in

which you operate and the strategy of your competitors. Ultimately, your success is mainly influenced by how

you shape your company's internal operations and strategy. Companies that successfully complete this

phase make sustainability the core of their business model. Are you ready? Then you need to think about

two essential elements of your sustainability transition: how to align functional areas with each other and

which leadership challenges are associated with this. In the 'Coherence' section, you can read more about

the relative position of functional areas, like HRM and Strategy, and in the 'Leadership' section, you can read

more about your leadership challenge.

A reality check of your assessments

The scan asked for your personal assessment of the main barriers your organization faces in its present

sustainability strategy. Your answer mentioned the following priority/priorities:

Creating internal awareness on the necessity of sustainability.

Developing knowledge on and/or freeing up sufficient resources for sustainability goals.

For companies on the capability route (route C), two barriers appear to be particularly important: (1)

'stimulating participation within all departments in the company' and (2) 'the development of knowledge and/

or the release of sufficient resources to become more sustainable'. You have identified one of the two

barriers. The barrier you have identified is characteristic of the transition phase your company is in. At the

same time, you have not identified the other barrier that is characteristic of this phase. This may mean that

you experience barriers from other routes as a bigger problem. Although we recommend that you also

consider the other barrier of route C, this does not mean that the barriers that you experience are not

important. 

• 

• 
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Coherence
How big is your ‘span-of-control’?

Your company’s coherence score Frontrunners

55%  

+ Strategy

+ HRM

+ Marketing

+ Finance

+ Natural sourcing

Laggards

 

Introduction

For a transition to a more sustainable business model, it is important that there is coherence in strategy and

implementation along functional management areas. In the management literature, these questions get

linked to your 'span-of-control'. Based on your answers to a number of trade-offs linked to key functional

areas of management, we give you two scores – each of which stands for a different challenge with regard to
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that 'span-of-control'. The overall coherence score provides an indication of the overall integration

challenge you are faced with. The higher you score on this measure, the easier it is to manage the

organization. An adjusted coherence score provides an indication of your coordination challenges: the

more your organization is spread over each of the three transition phases, the lower your strategic coherence

and the greater your coordination challenge becomes. The figure shows your scores.

Your coherence score

Overall coherence score: Average

Adjusted coherence score: Low 

Your overall coherence score is average, partly because functional departments are spread over various

transition phases. This means you are faced with several integration and coordination challenges. Research

shows that major differences in sustainability between different departments make sustainable transition

more difficult. This spread is relatively large in your company. In this situation, focus primarily on the

functional areas that are lagging behind. Depending on their size and importance in the business strategy,

laggards can significantly hinder progress. One alternative is to focus on the frontrunners. With an average to

low coherence score for the entire organization, you should, however, seriously consider separating their

activities strategically from the rest of the organization. Whether that is desirable depends on the size of your

organization, your ambitions and the transition phase in which the frontrunners find themselves.

Frontrunners and laggards

Every business organization has functional management areas. In large companies, these areas are

organized into separate departments. In smaller organizations, one person is often responsible for several

areas. But even if several functions and responsibilities are held by a single person, they are not always

coordinated in such a way that they help the company to become more sustainable. For example, one cause

of lagging behind may be unfamiliarity with the latest management tools in this field. This is a real danger for

small organizations in particular. It is important to be aware of differences between functional areas. Often,

there is a lack of insight into which departments are ahead in terms of sustainability, why and how this

happens. This 'internal alignment' is therefore a challenge for all organizations. The lower your coherence

score, the greater the challenge, especially when different departments of your organization are in

fundamentally different transition phases.

Examine the positions of the various functional areas in your organization as we have positioned them based

on your estimates. It appears that a good strategy formulation (see 'Overall Coherence Score') also has two

operational components:

[1] an internal component aimed at the laggards (who are clearly in a lower phase of transition). How do you

encourage them to join the rest of the company? The quadrant of their current positioning (see figure)

determines whether this is going to be easy (route A) or whether you should expect internal resistance (route

B). The finance and purchasing departments often fall short of the general ambition. Many tools are available

to help these departments make a change.

[2] An external component aimed at the frontrunners (departments/functional areas that are in a higher

transition phase). A frontrunner is your 'window' towards society. Successful companies facilitate this

department or functional area in order to form alliances with external stakeholders. Together, they create the

preconditions for reversing the business case for sustainability: from a supply-oriented model to a co-creation

model. There are many initiatives in this area, but companies often find it difficult to organize this properly

and link it to their core activities. The frontrunning department can play an important role in this. In many

companies, the communication and CSR departments are at the forefront of sustainability ambitions. This
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brings with it a danger that the sustainability strategy becomes separated from the core activities and that

external stakeholders will not consider the sustainability ambitions credible. Ensure connection and

embedding. For example, link the frontrunners to the laggards in internal leadership programmes.

Examine your company's figure and draw your conclusions. Change trajectories for functional areas are often

worked out in quantitative terms (KPIs – Key Performance Indicators). This is, of course, essential for

companies, but be careful that this does not lead to merely 'ticking boxes' and an overly strong focus on

measurable (financial) results. KPIs become ‘Key Performance Illusions’. In the sustainable change

processes, other measuring instruments are also useful. More and more companies are, for instance,

formulating so-called KVIs (Key Value Indicators). Formulating these indicators together with the relevant

department creates support for change and learning from experience in the meantime.

Finally, in the scan we asked you whether you think there are sufficient relevant tools available for your

functional area. Change Inc. will pool the needs that emerge from this, to support companies with journalistic

content. The RSM team is available to help you and your company in getting access to relevant tools.
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Key points

Agile leadership builds on an 'agile'

organizational structure, often working with self-

managing teams that work on a project basis.

The leader as coach, instead of manager.

A high degree of autonomy and self-management

requires trust and collaboration between the

employee and the manager.

In this position of the sustainability transition,

this also includes that leaders are not afraid to

address social issues and to make the associated

dilemmas and trade-offs part of their own

communication strategy.

Leadership
What are your main challenges?

The leadership style that best fits your dominant transition pathway is: Agile leadership 

Introduction

Leadership is central to integrating the sustainability strategy into your organization. Leadership can be

collective and leaders – also known as 'change agents' – can be found at all levels in organizations – not just

at management level. Leaders are able able to break through barriers, even if they can't figure out exactly (in

a profit-loss statement) which way to go. Leaders define the route, managers ensure the speed with which an

organization goes down that road. It is important that the leader – or ideally several leaders – can convey the

company's vision in such a way that employees widely support it. To this end, different leadership styles can

often be used simultaneously and by different people.

But an effective leadership style for your organization depends on two critical questions for which sections

one to four provided input: (1) where does your organization stand, and (2) which barriers and tipping points

must be overcome? Passive companies are often led by so-called 'transactional' leaders. Active companies

(which do not wait for pressure from society) are often led by 'visionary' and 'moral' leaders. As organizations

become more outspoken in their sustainability strategy (phase 3), so-called 'connected' leadership, and also

'thought leadership', becomes important. Recent leadership research shows a new challenge for leaders; so-

called 'agile' leadership. Agile leadership essentially boils down to the ability of leaders to adapt quickly to

changing circumstances. An agile leader exerts his own influence and does not shy away from difficult trade-

offs. Which leadership style seems the most important for your organization?

Given your coherence score and the dominant transition pathway you are on, you will probably have to apply

different leadership styles. We have identified the most obvious leadership challenge for you and linked this

to particular leadership styles.

• 

• 

• 

• 
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Your leadership challenge

 

Be of service, but with vision

Given your position on the capability route, you can gain insights from literature on agile leadership to

further your sustainability transition. Agile leadership builds on an 'agile' organizational structure, in which

people often work in self-managing teams that work on a project basis. Managers and supervisors transfer

many responsibilities to individual employees. This means that leaders primarily assume the role of coach in

agile leadership, instead of manager. The high degree of autonomy and self-management requires trust and

collaboration – partnership – between the employee and the manager. In particular for these teams, it is

important to develop a broad value proposition that helps them along in the right direction. However, agile

leadership in this phase of the transition also means that as a leader you are not afraid to address social

issues and make the associated dilemmas and trade-offs part of your own communication strategy. Various

attributes of this leadership style can help you along in the transition: setting inspiring goals, creating an

organizational culture based on trust, collaboration and learning through giving feedback and maximizing

ownership among team members. 
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Management Summary
Introduction

Sustainability is one the main challenges for companies and managers. At the same time, many

opportunities are not yet seized. Corporate sustainability has many approaches whereby intentions –

your own and your organization's – and realization are often at odds. You operate in a very dynamic

field of conflicting goals and social expectations. How can you deal with this in an entrepreneurial

manner? A brief summary of your results is provided below.

A collaboration by   

Introduction

Sustainability is one the main challenges for companies and managers. At the same time, many

opportunities are not yet seized. Corporate sustainability has many approaches whereby intentions – your

own and your organization's – and realization are often at odds. You operate in a very dynamic field of

conflicting goals and social expectations. How can you deal with this in an entrepreneurial manner? A brief

summary of your results is provided below.

Ambition

A barometer for your sustainability challenge

The barometer score shows that your personal sustainability ambitions largely correspond to your company's

general sustainability ambitions. Identification with the company vision and strategy reinforces the motivation

to contribute personally to achieving the ambitions of your company, both at a strategic level and in the area

of sustainability.

Position

What is your company’s position in the area of tension between intention and realization?

Intention

The current intention of your company can be characterized as 'proactive'.

Realization

Your realization can be characterized as relatively 'reactive'.

Gap analysis

The size and direction of the gap between intention and realization determines how big the challenge is to

align the organization of your current business activities (the business model) with your sustainability goals

(the business case). In your case, this gap is relatively large.

Routing

Where are you heading?
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Your company is in the middle of the so-called capability route. The main challenge in this transition phase is

to develop and implement a coherent sustainability strategy.

Your transition pathway has multiple challenges that should be taken into account while making your

business case and business model more sustainable. The section ‘Routing’ elaborates on important

challenges along your transition pathway.

Coherence

How big is your ‘span-of-control’?

Your overall coherence score is average, partly because functional departments are spread over various

transition phases. This means you are faced with several integration and coordination challenges.

Leadership

What are your main challenges?

Leadership is central to integrating the sustainability strategy into your organization. The most obvious

leadership style for your transition pathway is agile leadership.
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