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Milestones  
for a   
green  
Transformation  

IM AGINE ,  YOUR M A NUFAC TURING NEEDS A WHOLE OLY MPIC S WIMMING 
P OOL OF WATER – E V ERY DAY. A ND BE SIDE S TH AT, THE A MOUNT OF CO 2  OF 
A 40.000 PEOPLE TOWN IS EMIT TED A L SO DAY BY DAY. SOUNDS LIKE 
A SM A LL DEM A ND TO YOU?  

Well ,  in  this  case it  was not  seen like that .  Our client ,  a  global  player in  the phar-
ma industr y,  decided to reduce his  entire CO ₂- ,  water,  and waste consumptions 
by dr iving a cultural  transformation.  How ser ious the company was about  this  is 
made clear by the objec tives of  this  sustainabilit y  initiative:  a  reduc tion of  35% 
CO2 ,  25% waste and 20% water by 2030 at  the latest . 

They already were doing small  projec ts lef t  or  r ight ,  but  these targets could be 
descr ibed as aggressive rather than ambitious.  So how could the entire opera-
tions be mobilized in  working on that? This  is  where we came in.
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BEST PRACTICE 
INTEGRATING A 
SUSTAINABILITY INITIATIVE 
WITH AMBITIOUS TARGETS 
INTO BUSINESS



The companies’ requests was to set up a progression strategy and approach to engage management and employees to really start to create 
a transformation script. So we developed an approach for one pilot that we could test in a single plant. In case of success, this should be 
used for a global rollout to all the other plants and to the other departments. The project management process was clearly structured and 
well prepared: before the pilot started, the company already identified areas for reduction measures in a own assessment. On this basis, we 
tackled the following issues with the team responsible for the sustainability initiative in the company and developed appropriate solutions.

The sustainability targets: 
aggressive rather than 

ambitious. 

DEFINE THE PROGRESSION 
STRATEGY FOR THE 
GREEN PHARMA INITIATIVE 

A STRONG COMPELLING 
STORYLINE

LEADERS AS EXAMPLES AND 
AMBASSADORS CONCRETIZATION 
OF  SPECIFIC BEHAVIORS  
FOR EVERY POPULATION

SET UP A PERFORMANT SYSTEM 
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GREEN PHARMA: SIX LEVERS TO REALIZE THE TRANSFORMATION
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CO-CREATING A CLEAR ROADMAP FOR 
MEASURABLE RESULTS

At the beginning, we tested and fine-tuned our progression strate-
gy with the pilot plant. Basically, we developed a roadmap and the 
scripts for the implementation. Later on, those scripts were imple-
mented step by step by the companies’ departments as well as in the 
other plants. This approach takes two key challenges into account 
that are typical for dealing with such big targets: how do you define 
them in concrete targets? And how can you engage management 
and employees in the plants in a most effective way? Usually, they 
have to reach targets every day. But a target like a reduction of CO2 

with 35% in 2030 sounds so abstract that it is hard to feel committed 
to it. Together with the people of the pilot plant, we first defined 
the targets for the roadmap, but we also discussed how to identify 
concrete improvement opportunities. 

ACTIVATING 
OPPORTUNITIES 

The next step was to broaden the horizon of these opportunities. If 
people have worked all their lifes in one plant, they usually are not 
aware of other ways of working, other technologies that exist. So, 
we brought in experts that could bring in more innovative ideas. 
And based on that, we went to initiatives to see what the manufac-
turing team can do in the short and medium run, but also in break-
through initiatives. Typically, in a plant, people work on the short 
term and the medium term and improvements. But in case of the 
breakthrough initiatives, it is very difficult to completely take dis-
tance and think about something completely new, if you’ve worked 
in a process for 20 years. 

Based on that, we decided to split the roadmap in a ten-year frame 
and in a year-by-year perspective with more detail of the year to 
come. By doing this, we wanted to link the sustainability progres-
sion roadmap to the existing business cycle. So, it was linked to the 
ten years CapEx plan and to the budget for next year. By this way, the 
sustainability initiative starts to get really integrated in the busi-
ness – instead of standing aside like many other programs or ideas. 
Furthermore, this procedure defines a governance and involves in 
the right people at each level. This is also crucial, because all stake-
holders from the assembly line up to the management board must 
be convinced to go through that journey.
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IA short-term agenda for aI 
Ilong-term successI
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How can you engage 
people in in a most 

effective way?

Storytelling and 
visualization are key 
to engage people and 

change behaviours. 

CREATING A FACTUAL STORYTELLING 
AROUND KPI AND DATA

A very important step was to make the abstract project KPIs more 
tangible. In doing so, it proved to be very important to value the pro-
fessional experience of the scientists and engineers. This is a ques-
tion of communication, e.g. to point out that indeed they are the ac-
tors of a big change. And, of course, a pharma company is especially 
seen as a role model for responsible behaviour in the public eye. The 
second communicational challenge was to make the big KPIs of the 
project more concrete. For example, saying ‘we have to reduce our 
waste by 25%’, it is very abstract. Instead of this, we transformed this 
numbers into a factual storytelling as mentioned at the beginning 
or in other visuals like the ones shown here. 

BREAKING DOWN TO OPERATIONS   

Of course, it was also clarifying and making it concrete what it 
would mean in operations, what the company had to do differently. 
For example, regarding to spend in innovation, construction mate-
rials for new buildings, change the supply chain, circular product 
design and so on. We started with a campaign within the employees 
that were already contributing could make own movies about their 
green activities in the company and post it. This made it very lively 
what was going on in the project. But furthermore, we connected it 
with the project documentary to give the management a tangible 
outcome about the results and the most promising measures for the 
next year. And at this point we talked about a roadmap in the way 
how we would approach things realistically and successfully. 

After the first year of the project, the pilot was successfully imple-
mented. Based on the analysis, they also decided to build a complete 
CO2  neutral pharma plant. So, the company continued to use our 
methods in the years to come and we can already see that they are 
achieving their targets.

According to that, another aspect of purpose-related communica-
tion came into play: by sharing the sustainability movies and visuals 
within the association of pharma companies, it strengthened the 
case of what pharma was doing do fundamentally change its busi-
ness. This also led to airtime in the media – finally a perfect involve-
ment of all internal and external stakeholders.

We linked the sustaina-
bility progression 

roadmap to the existing 
business cycle. 

IOn theI 
IWayI 
Ito a greenI 
IfutureI

DID YOU 
KNOW? 
 

DID YOU 
KNOW?  

SCHON 
GEWUSST? 

We set the right ambitions to become 
one of the leading sustainable companies

1 production day = 1 day of emission of 
all the inhabitants of a city of 40.000 people

-25% -35% -20%

Did you know that our company 
produces the same amount of waste 
as a mid-size town? DID YOU 

KNOW?  

1 production day = 
1 olympic swimming pool


