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Understanding the threats and discovering the opportunities




Business Adaptation Case Studies
From the ‘Marketing and Climate Change Programme’

Year 2 Case studies – group B (2007/8)
The Marketing and Climate Change Programme was jointly run by the Chartered Institute of Marketing (CIM), SWCCIP and Horizon South West.  The following case studies have been developed to demonstrate the adaptation and/or mitigation actions that each of the companies have taken as a result of taking part in the workshops. ‘Mitigation’ refers to actions that reduce our contribution to the causes of climate change.  ‘Adaptation’ refers to activities that address the impacts and opportunities resulting from the changing climate. 
The case studies highlight that there is increasing recognition of the need to address the impacts of climate change by building both mitigation and adaptation into business strategies.  Many of the participating companies found using the Business Areas Climate Impacts Assessment Tool (BACLIAT) particularly useful in identifying and preparing for the impacts of climate change.  

Case studies from the following organisations are represented:

Spiders and Milk – Marketing agency
Optimum – Consultancy
Kohler Mira – Bathroom and kitchen products manufacturer
MK Associates – Marketing and training business
Stroud District Council – Local authority
A meteorological and climatological specialist advisory organisation
Yeovil College – Further Education college
Serviced Apartment Company (SACO) – Accommodation provider
Spiders and Milk
Spiders and Milk is a marketing agency, run by two directors,  Andrew Morton and Matt Ryman.  Andrew and Matt formed the company in response to suggestions from current clients to provide creative online marketing solutions, principally in the form of on-demand video/TV and e-commerce sites.  Whilst much of the day-to-day work relates to the design, build and management on websites, a key aim is to manufacture saleable web-tools.
Adaptation activities
· The company is investing in hardware and processes to ensure that home working is a viable option. E.g. Webex, an internet communications tool, which reduces the need for face-to-face meetings.  Suppliers, freelancers and clients are also encouraged to use Webex.  This both reduces carbon emissions and protects the company by avoiding potential disruptions to travel as a result of bad weather.
· The Business Areas Climate Impact Assessment Tool (BACLIAT) is regarded as a standard tool for use in strategic decision making and its use is promoted to clients.
· Climate change assessment tools are now being incorporated at each 5-year review to become a standard tool to use for assessing the viability of the business.
Mitigation activities

· Plans to open an office in London and a new film studio were rejected, as the carbon footprint of another office and the travelling involved was considered too significant.
· The overall business set-up was reviewed with energy efficiency and climate change in mind.  Climate change is now a consideration at the root of most decisions.
· All policies are reviewed in a fundamental and honest way and will be strictly adhered to rather than just stating them.  This was identified as one of the key issues within the business – to always deliver rather than falling into the trap of using ‘green wash’.
· All employees and sub-contractors are actively targeted to increase their awareness levels and encourage changes in their behaviour and services.
Benefits
· Increased brand reputation amongst suppliers and clients has been experienced as a result of climate change alignment activities.
· Travel costs are being kept as low as possible.
· Relationships with suppliers, sub-contractors and employees have been strengthened by these climate change related activities.

· Adoption of the BACLIAT tool for use with clients has extended and deepened the service offering.
Once Andrew could see what was being achieved by other, larger, companies, he began to understand the opportunities a small business like his had and instantly started advising clients informally.  Furthermore, he felt that the Marketing and Climate Change Programme demonstrated that quality data is now becoming more easily available, which has reassured him and increased his confidence in speaking and dealing with the subject.

Optimum 
(formerly Hama Ltd.)
During the course of the programme Hama Ltd, a specialist Project Management consultancy specialising in carbon reduction projects, amalgamated with Orchard Consulting, a firm of Chartered Quantity Surveyors, to form Optimum Consultancy. 
The new company employs approximately thirty people who operate out of offices in Cheltenham, Haywards Heath and London and service both public and private sector clients.  One of the company’s three key profit centres is related to carbon reduction management and consultancy.

Mitigation activities

· Optimum Consultancy had already itself achieved ISO 14001 accreditation.  

· The company has provided project management services to many of the Carbon Trust’s Technology Acceleration projects and research work.  

· Optimum has recently joined a consortium, CRE, which is accredited by the Carbon Trust to provide carbon management services under the Carbon Management Energy Efficiency (CMEE) programme.  CRE is likely to grow, although this will depend in part upon other organisations’ willingness to participate.

· There will be an ongoing need for consultancy in the property and construction industries.  Optimum are considering how they can maintain a competitive advantage in a market where numbers of new entrants will be high and customers likely to be increasingly well informed.
· Optimum’s more traditional project management roles in carbon reduction will be maintained and where possible the service increased. 
Stuart Hills, a Project Manager for Optimum found that the most useful part of the programme was the opportunity to form interest groups on a regional basis, “as it gave a chance to discuss and better understand what some of the other organisations’ motivations were in taking part in such a programme.” 
A key learning from this case study is that risk management based investment is not yet front of mind in organisations that are focussed on grant funded carbon reduction/energy efficiency cost reduction activities.

Kohler Mira

Recently acquired by Kohler Co, a leading American manufacturer of bathroom and kitchen products, Mira Showers and Rada Controls are international market leaders in their field and provide products to both the domestic and commercial shower user. The company employs around 1200 people in the UK and is based in Cheltenham, Gloucestershire.  
Chris Clarke, Product Manager said “perhaps the biggest surprise to me was the severity of the situation, the realisation that the damage is done and that now it becomes a case of reducing further damage, but also adapting to the challenges that climate change WILL present”.
Adaptation activities

· A combination of marketing tools, such as the Business Areas Climate Impacts Assessment Tool (BACLIAT) and a Political, Economical, Social and Technological (PEST) Analysis were used to assess future needs and opportunities.
· New product development focus on water-efficient products.  This includes a brand new mixer shower (Mira Minilite Eco) which uses only half the water of a typical 12 l/min mixer shower.  Water resources will be put under mounting pressure as the climate changes, making it increasingly important to use water efficiently.
· A global Kohler Environment Leadership Team is in the process of rolling out a 17 point key performance indicator (KPI) plan relating to varying aspects of business climate adaptation and mitigation.  

· Careful and clear marketing of activities in this area.  Since attending the programme, Kohler Mira have recognised the need to inform their customers about what they are doing and environmental messaging is now becoming part of the brand.

· Use of the “Change Management Matrix” to manage and measure the shift in the organisation (from the Government Office South West and Envirowise’s Managing Change Guide www.oursouthwest.com/SusBus/mggchange.html).

· Kohler Mira are now knowledge sharing with a Code for Sustainable Homes assessor, who also attended the Marketing and Climate Change Programme, and have an on-going phone / email dialogue.
Mitigation Activities
· All Mira showers have the option to select the Eco or Medium power setting which halves energy and water consumption.
· A “Shower at half power” campaign is planned for 2009, as the company knows it already has a number of eco benefits inherent in its electric shower products but at present does not effectively communicate these to its target audience.
· A number of environmental teams have been set up under the headings; Environmental Steering, Sustainability, Environmental Management Improvement, Energy Management, Greening the Office and Waste Management.

· An eco-week was run with a number of environment related events for staff. More than 290 staff also completed an environmental survey which canvassed their opinions and ideas.
Benefits
· Improved relationships with major players in the industry.
· Increased competitive edge due to having a sustainability story.
· Kohler Mira hopes to start being perceived as an “expert” in the field.  In some sectors they are regularly being invited to contribute to feature articles in key target publications.  
· The business is becoming much more receptive to proposals for initiatives relating to sustainability because they are now seen to be future proofing the business and giving competitive edge. 

“From a business perspective it was encouraging to note that climate change not only represents a challenge but also an opportunity. If there is commercial justification for an eco product or communication campaign then it is more likely to gain business acceptance”.

Already there is a ground swell of awareness, interest and action from the grass routes of the organization, achieved from the interventions already made.   The next step is for Kohler Mira to achieve the “shared vision” with the whole organisation, starting with the senior management. It’s believed that developing the vision together will achieve a broader and deeper engagement. 
MK Associates

MK Associates is a marketing and training business, which was founded in May 1997 and is run by Malcolm Castelow, a sole trader and Chartered Marketer.  The company ethos is to give high value support at affordable prices.  

Malcolm’s intentions were to broaden his knowledge and understanding of the issues and consequences of climate change and to formulate his own views on what might lead to a differentiating offer.
Adaptation activities

· An opportunity was identified for providing climate change seminars that promote this particular issue of adaptation.
· Malcolm intends to become an ambassador and advocate for good practice within the Cornwall Sustainable Tourism (CoaST) network.
· MK Associates is developing a ‘practical master class’ training course in marketing and sales, which will include climate change and sustainability.  This is to be promoted throughout Cornwall.
· Continuous research is being undertaken into specific marketing activities and services that will allow the promotion of the subject, to create competitive advantage.
Mitigation and other activities

· Internal behavioural changes to mirror attitudes by ‘practicing what is being preached’ and continuously increase mitigative action.
· Malcolm joined CoaST, utilising his 23 years of experience in sustainability in this area from an operations’ point of view and as an educator at the university.

· Identified opportunity to utilise Malcolm’s knowledge and skill-set to work with individual clients who want to benefit from a particular viewpoint on climate change.
After attending the programme, Malcolm felt that the mitigative actions already taken by the company through recycling and re-using were the right thing to do, but that there was a lack of planning around the business impacts of climate change.  While Malcolm himself always felt comfortable with the subject matter, he feels that the time now has come to “just get on with it and make it happen”.
Stroud District Council

Stroud District Council is a local authority in Gloucestershire.  It provides a wide range of services to the local community including recycling and waste collection, environmental health, housing, neighbourhood wardens, elections and sport and leisure facilities.  The council employs around 450 employees.

As a council, it is expected that activities will be a combination of some mitigative action as well as some adaptation and using the BACLIAT as a tool will support the focus on adaptation.  
Adaptation activities

Some of the areas that the council are now considering include the following:
· While there is legislation for buildings not to get too cold; there is no legislation in place for buildings being too hot.  The council are therefore considering looking at their own building, as well as setting some strategies in place for the region to aid businesses and buildings in dealing with rising temperatures.
· Training for neighbourhood wardens may need to change to include abilities for them to deal with flooding and heat related incidents.

· The council is reviewing whether environmental health training will need to be updated in line with new vermin appearing due to climate change.
· Intend to run the BACLIAT tool with the council’s 50 key Managers.

· Plan to identify options on how to offer the BACLIAT tool to local businesses by running sessions for them as part of the ‘Proud of Stroud’ programme.
Mitigation activities

· Increasing energy costs result in a large increase for the council on an already large bill.  The council is therefore looking at energy saving options for themselves, as well as for other people in the district.

· The council is reviewing whether public transport and cycle paths need to be increased and expanded.  This would help people with increased fuel bills and enable them to take advantage of a warmer climate by cycling.
Kam Mistry, Principal Marketing Officer (Corporate), found that hearing about the experiences of the other companies on the programme, including the difficulties they face and how simple tweaks can have a huge impact, was particularly interesting.  He also identified the BACLIAT tool as having a lot of potential.  
Meteorological and climatological specialist advisory organisation 

The organisation is related to, and part funded by, public bodies and is involved with public weather services, services for Government and bespoke services for commercial clients. Customers are at the heart of the organisation and its focus is to meet the needs of customers in relation to weather and climate change.

The organisation is at the forefront of global climate change research.  Its technical skills and world-leading science capability make it uniquely positioned to understand how climate change affects government and business – now and in the future.  The organisation’s consultants inform a wide range of customers about the likely risks and opportunities that climate change will bring so they can act now to mitigate, adapt to or exploit them. 

Adaptation activities

Adaptation issues are identified as a key opportunistic approach.  The Marketing Manager comments “Adaptation has provided us with a significant opportunity in regard to our product offering and developments. These will continue to be developed as our (relatively new) market begins to become increasingly competitive.”
A number of internal adaptation activities have been undertaken, including:
· Asset management and building efficiency.
· Operational and business continuity is currently under investigation, particularly whether the growth strategy over the next 5 years will be physically affected by climate change. This includes investigating energy alternatives.
· A borehole has been installed to provide a sustainable source of water and alleviate the strain on the water utilities infrastructure.

· The in-house catering team is encouraged to source local food and drink for events.  This has mitigation benefits but also minimises disruption to logistics from severe weather events.
Mitigation activities

· Internally the new Corporate Social Responsibility committee is helping to focus effort and resources into a pragmatic strategy to deliver agreed carbon objectives through a variety of different mechanisms.  

· Requirements for committed actions with milestones and deliverables to achieve the office mitigation plan have now been included into the corporate plan.
· A procurement process which is committed to the purchasing and use of sustainable resources has been developed.
· The existing fleet of pool cars and commercial vehicles have been replaced with a more environmentally-friendly diesel fleet.
· Total waste recycled has been increased by 27.2% compared to 2006/7.
· Total waste disposed of has been reduced by 17.8% compared to 2006/7.
· The organisation has switched from plastic bottled water to re-usable glass bottles refilled with tap water for meetings.
· Electronic methods are now used for invitations and delegate packs for events to reduce the amount of paper and printing required.
· The organisation has achieved the “excellent” rating in the Building Research Establishment Environmental Assessment Method (BREEAM) for three consecutive years.  BREEAM is recognised as the world’s leading assessment method for the environmental performance of office buildings.
· An environmental management system has been retained for the Exeter site that is certified to the internationally recognised ISO14001 standard.
Ross, the Marketing Manager felt that “the programme worked hard to change thinking and challenge the perceptions of the delegates.  From conversations with several of other delegates I was fascinated at the varying levels of knowledge and detail of climate change from an individual to an organisational level. The learning curve for most was very steep”.
Yeovil College

Yeovil College is a tertiary college serving the communities of South Somerset and North West Dorset.  A wide range of qualifications are offered from traditional academic routes such as A/AS levels, vocational work based routes and bespoke short courses.  There are currently around 550 staff employed at the College and around 9000 students across all areas.  The College also operates a number of outreach centres across the county as well as a University Centre partnership with Bournemouth University and the University of Exeter.

Adaptation activities

· Development of new environmentally focussed courses and encouragement of any student projects that tie into climate change themes.  

· The role of marketing is beginning to change and is now fully integrated into the business planning process where it can supply research, feedback and Labour Market Information to assist the portfolio analysis and the function of informed course product decisions.  Facts about the impacts of climate change and the changing environment are included within this.
· The college is currently considering the planning of a complete new campus and climate change and environmental issues have now been pushed to the top of the agenda.  This includes considering how the college will adapt in the future – both in terms of how new buildings are constructed, powered etc, and in terms of how, and what, will be taught in the next 50 years.

Mitigation activities

· Yeovil College is reviewing their role in awareness-raising, leading to greater mitigative action to combat climate change.
· Various small, mitigative changes have been made.  Lisa, Marketing and Events Manager, admits “there is much left to do but just achieving a few small steps helps to change the way that the organisation thinks and functions.”
· Use of recycled corporate stationery, 30% target to reduce hard copies and encourage use of the internet.
· Launch of new e-prospectuses and reduction in printed copies.  Core publications are printed on FSC recognised paper along with a new environmental statement.
· Marketing - A new section, “Yeovil College going green!” will shortly be added to the website, which will detail the ways in which the college and its staff and students are taking steps to help the environment.
A key outcome of the Programme for the college was recognition of the need to re-order priorities in future-proofing the college, to include climate change and sustainability. 

Serviced Apartment Company (SACO)

The Serviced Apartment Company (SACO) operates a worldwide serviced apartment network, providing accommodation that is somewhere between home and hotel for longer-stay business and leisure travelers.  SACO has a UK staff of around 70, headquartered in Bristol.
The company is committed to customer service to maintain loyal and repeat business, especially from its core corporate clients. Lesley Freed, SACO Chief Executive says "Our ethos is simple: we treat people as we would like to be treated ourselves." 
Mitigation activities
· Matt, Marketing Manager, researched replacing light bulbs in the head office to energy efficiency bulbs, calculating a saving of around £1000 per year.

· The cost savings involved with removing everyone’s personal printers and changing them for 2 multi-functional devices (a reduction of some 18 machines overall per building) was also investigated.  The cost savings involved with both the reduction in toner cartridges required and overall energy use enabled Matt to justify the initial investment to management.

· A green team has been created to develop an environmental induction process for all new employees.
· Energy efficiency measures are now being introduced into the company’s apartments in the form of energy efficient lighting and appliances. 
· Recycling facilities are now being introduced to all apartment locations.
· The company hopes to work towards a Green Tourism Business Scheme (GBTS) award in the future.
Customers are beginning to ask questions about SACO’s environmental policy and requesting copies.  This is particularly true of SACO’s larger corporate clients who themselves have CSR policies which require them to work with suppliers of group purchases.  With this in mind the Managing Director is now keen to get on with the changes and for the company to ‘set out its stall’ on environment.
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