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4 BUSINESS TRANSITION TRAJECTORIES
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Presenter Notes
Presentation Notes
With that in mind, Forum has tried to make some sense of this complex world all around us – we think there are 4 pathways emerging right now, particularly in regard to climate. These 4 Business Transition Trajectories examine the range of different mindsets adopted by market actors to resist, respond or adapt to the world changing around them.

These trajectories are a tool to help us to imagine potential futures and think and act strategically WITH complexity and change - not despite it.  Beyond working with complexity, they help us see the importance of choice. 
Through activating our imagination, they help us act to bring forth the future we want.  

Forum's differentiation - Futures + Systems thinking

They are a futures tool to explore how business is responding to our environmental and social crises as we enter a new operating context. By delving into how specific mindsets will shape various future pathways, we hope to accelerate our potential to cultivate a 'Courage to Transform' mindset. 

And, in turn, these 4  trajectories can be used to engage individuals, organisations and sectors to help envision potential outcomes and transformative potential based on the current responses we see playing out today.

PROFIT SUPREME Resist or opt out, and always maintain a focus on maximising short-term shareholder value and profits. Business is saying “We are here to make money and that is our fiduciary duty.” you will all be familiar with this pathway.
SHALLOW GESTURES Business say we know we need to change, but we’re going to focus on what we can, but outcomes are incremental relative to the change that is needed. Or talking about the incremental change we’re doing, say, substituting one package for another. Hence, we get greenwashing.
TECH OPTIMISM I’ve heard this so many times – it’s all ok! We will come up with tech innovations so we don’t need to change our behaviour! We risk an overreliance on technology as a solution for all problems, the temptation of easy answers or 'silver bullet' solutions.
COURAGE TO TRANSFORM – This is the one we want to pay the most attention to. This is the one characterised by the massive amount of capital going into sustainable finance and rise of nature-based solutions to restore ecosystems, building in climate adaptation. This is Amsterdam’s donut economics getting adopted in cities around the world.  This is the Wellbeing Economy that Scotland and Wales and New Zealand are pursuing.

You don’t have to look very far to see evidance of all 4 of these trajectories.
Self-defeating and self-fulfilling prphecies are real. And you may see yourself or your organisation showing signals of several of these.
SO even paying attention to Courage of Transfomration – the more attention we pay it, the more we can adopt, the more chance that it will become the dominant version of our future. A way of making sense of all the turbulence and confusion around us.




● Businesses focus on their historical purpose: to maximise 
short-term shareholder value and profits.  

● Some companies believe that integrating ESG  might be a 
violation of fiduciary duty.

● Some companies don’t engage,  unclear about what to do –
a sense of apathy.  

● Some businesses actively oppose the value of sustainability 
initiatives - seek to make it a ‘culture war’ issue.

● C ritics challenge whether efforts actually do any good.
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Presentation Notes
Businesses are focused on their historical purpose: to maximise short-term shareholder value. 
Some companies choose not to engage, unclear about what to do. 
At the other end of the spectrum, some businesses are actively opposing the value of sustainability initiatives and using it as a polarising issue in the culture wars between liberal and conservative groups. 
Some critics, and sometimes rightly so, challenge whether efforts actually do any good.
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● Businesses appear to take actions to address 
environmental and social challenges,  but are 
unable to commit to the trade-offs that will be 
required and maintain ‘business as usual. ’

● Crises are left to voluntary market forces.  

● Bold announcements are made and “ green”  
product lines are launched but these efforts fall 
short of creating meaningful impact.

● People publicly repeat the rhetoric of ‘change’
but efforts ultimately resemble a placebo effect.
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● Companiesutilise the power of data and technology to 
address environmental and social challenges.  

● Companies rely on technology platforms that are asset-light 
and skilled in quick innovation and experimentation.  

● Technology solutions become central in managing the 
transition to decarbonisation,  disaster resilience,  and 
restoring nature.
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● Business, government, and civic leaders demonstrate 
the courage to step forward to accelerate the 
emerging paradigm shift.  

● N ew regulatory,  policy,  and procedural approaches 
expand the economic agenda to encompass 
safeguarding and rejuvenating ecosystems while 
bolstering communities.

● Defining value evolves to encompass equitable and 
regenerative business models that enhance resilience.
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Some companies choose not to engage, unclear about what to do. 
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IMPLICATIONS FOR 
CORPORATE 
SUSTAINABILITY?
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TIME TO RAISE OUR AMBITION

Minimising 
negative 
impacts, 
doing less 
harm

Heading to 
zero/
no harm/
neutrality

Net Positive, 
putting more 
back into the 
environment 
and society 
than we take 
out

SUSTAINABILITY
1.0

SUSTAINABILITY
2.0

SUSTAINABILITY
3.0

Exploitative and 
harmful 

outcomes

Reconfiguring 
the systems 
we rely on to 
deliver 
resilience and 
a Just 
Transition to 
Net Zero

SUSTAINABILITY
4.0

ESG is somewhere here Just and 
regenerative

outcomes

Presenter Notes
Presentation Notes
Less harm, no harm, net positive, just and regenerative



A JUST AND REGENERATIVE APPROACH
• Recognises planetary boundaries
• Creates and distributes value in new ways
• Understands that humans are a fundamental part of nature
• Respects everyone's universal rights and potential to thrive
• Is underpinned by system change
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A bike is a system! Lots of different mechanical parts - gears, pedals, wheels, etc - that when put together in this specific structure, come together for the function of mobility. 



Presenter Notes
Presentation Notes
A transportation system in a city or county —to move people from Point A to Point B, that can include cars, buses, trains and the bicycle is also a system. This demonstrates an important idea of nestedness - there are systems within systems (and bigger than). What is the purpose of the transportation system? 



THE FOOD SYSTEM ISN’T ‘BROKEN’

It’s doing what it was set up to do. 
What would happen if the goals changed?
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Presenter Notes
Presentation Notes
How has the pharma industry as a system changed its goal over time? What have been the effects on the patterns of behaviour and the outcomes? 

When you want to think about how to change a system, it is important to identify the goal of the system so that you know whether the goal can stay the same and its just the behaviours that need to change or whether you need to do things to change the goal. 



Paradigm maintaining:
Maximise risk-adjusted 
financial returns

Policy is adjusted but 
overall goal the same: 
Maximise risk-adjusted 
financial returns using ESG 
investment criteria

Emergence of new 
forms and world 
views: Achieve specific 
social, environmental or other 
outcomes along with (or in 
lieu of) financial returnsCredit: UNEP Investment approaches and Impact 

Investment 

HOW MIGHT THE GOALS OF THE ECONOMY SHIFT?

Traditional investment 
approach

ESG Investing

Impact Investing 

Forum for the Future
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What does change really mean? 
1 First-order changes are ‘paradigm maintaining’, in that they adjust policy without challenging the existing, underlying assumptions about the way things are. 
Second-order changes are more significant, where the instrument of a policy is adjusted, but not the overarching policy. Third-order change sees the emergence of new norms, orthodoxies and worldviews.62




HOW TO MOVE TOWARDS 
SUSTAINABILITY 4.0, 
SYSTEM CHANGE AND MAKE 
COURAGE TO TRANSFORM 
OUR FUTURE?

5 SHIFTS TO CONSIDER 
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FROM A 
RISK MITIGATION 
MINDSET… 

“We only move when 
we have to. We do
just enough to keep 
people off our backs.”

…TO A 
TRANSFORMATIONAL 
MINDSET

“How can we do things differently, 
create positive change AND new 

pathways to value creation”

Presenter Notes
Presentation Notes
To start with – moving from a risk mitigation mindset to a transformational mindset
People in Risk mitigation say…
The opportunity here is to step forward and say…
None of this is destined to be,. We have the agency and we can change it.
It feels easy to say this, but when has this actually happened in reality? …





Presenter Notes
Presentation Notes
If we step back in time 15 years ago, into a Boardroom of DONG energy – one of the most carbon-intensive businesses in Europe – all based on extracting coal power.
There was a moment those leaders around the table said “All of our profits, all of our money is coming from coal power. But we know – we’ve read the writing on the wall – we know that if we’re going to survive and become a sustainable business over the long-term, we have to change. They saw the possibilities. They had all the intertia in the world holding them back. But they had the vision and the courage to transform into Orsted, one of the leading global wind power businesses, and in terms of profit, their recent results have been stellar.
So is there a vision? Is there courage? Do you have that vision and courage? IS it in your executive team and all the people across your business?



FROM ADDRESSING 
THE SYMPTOMS OF 
THE CRISIS …

“We’ve found the 
‘silver-bullet’ answers 
that solve the key 
societal issues we 
face”

…TO ADDRESSING THE 
ROOT CAUSES OF THE 
CRISIS 

“We know the issues we face
are complex, so we’re focusing 
on tackling their root causes.”

Presenter Notes
Presentation Notes
Second thing we’re talking about,
Moving from addressing the symptoms of the crisis to have the ability to embroace the complexity andaddress the root causes of the crisis.
Genuinely take effective decisions for change.
We all genuinely want easy answers, easy solutions. Typically, the temptation is to go for the easy answer that looks good in the report. 
We’ve planted trees, but we put the wrong trees in the wrong place, we didn’t engage the communities, they all died, but we got a great photo for the CSR report.
We need to recognise that the problems we’re facing are really complex. Being the person in the room and find the root causes.

speak to changing the rules of the game, e.g. the economy.
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MEASURING WHAT 
WE VALUE

• Investing for water security 
and quality was,  at first,  
about volumes 

• Now its about creating 
shared benefits with all 
stakeholders: River, wetland, 
marshland restoration plus 
investment in public health 
and local economic growth

Presenter Notes
Presentation Notes
For coca-cola in the past it started with “how much water do we use and how clean is it?” Let’s measure the volume.
They now understand the multiple cascading benefits that can be created from water stewardship and genuinely engaging wit complex watersheds where they are operating.



FROM A 
PASSIVE APPROACH 
OF RESPONDING TO 
YOUR
OPERATING 
CONTEXT…

“It’s safer to keep a   
low profile and not 
waste time on   
engaging externally.”

…TO PROACTIVELY 
INFLUENCING YOUR 
OPERATING CONTEXT

“Becoming a resilient, future-fit business 
requires us to enable wider change 
through partnership with suppliers, 

competitors and policymakers”

Presenter Notes
Presentation Notes
Next let’s talk abot moving from a passive approach of responding to your operating context TO proactively influencing your operating context.
We just say” we can’t sort it out, we can’t do anything. When is Washington/Westminster/Ankara/EU/New Delhi going to do anything about it?
Let’s keep a low profile.
No, we’re going to step forward and work with our suppliers, our competitors and our customers and shape this to be different.
Recognising that this is core business. From Forum’s perspective, it is impossible to have a resilient sustainable long-term business if you aren’t collaborating with your suppliers, with policy makers and with customers as well as shareholders.



PROACTIVE INFLUENCING THE OPERATING CONTEXT

Via individuals Via collaborations Via brands
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Presenter Notes
Presentation Notes
When we look around there are plenty of examples of leaders and companies being proactive about creating their future – with their smallholder farmers, with their competitors and with their customers.
Example: Nestlé CEO Mark Schneider has become a vocal advocate in interviews and on social media for the positive impact the business can have through its sustainability strategy. Mark is particularly passionate about the just transition to a regenerative agriculture and the support for farming communities in Nestlé's supply chain.
Example: In 2021 Mars joined forces with PepsiCo and McCormick to launch Supplier Leadership on Climate Transition. The initiative supports members’ suppliers with the knowledge, resources and tools to take action to measure and reduce their GHG emissions.
Example: Diageo’s corporate regenerative agriculture programme has now become an important driver of brand equity and consumer preference for one of its most iconic brands, Guinness. Their regenerative barley sourcing was featured in their TV advertising this year for the first time.




FROM
SLOW, CENTRALISED 
DECISION-MAKING 
AUTHORITY AND 
RESPONSIBILITIES…

“It’s a complex issue, 
and we’re taking steps 
in the right direction, 
even if they’re small.”

…TO MORE AGILE, 
DISTRIBUTED
GOVERNANCE MODELS

“With so much volatility and 
the accelerating pace of 

change, we must respond 
quickly, or it will be too late”

Presenter Notes
Presentation Notes
from slow centralised decision-making authority to more agile distributed governance models.
In the past, with reletaively stable contextm it was more important to make the right decision than to make a quick decision. You could get more info, take your time. Right decision is key. Baby steps.
click
But today, this has changed. “With so much…”
SO the need is to empower those on the cutting edge to make those decisions – and quickly.
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SHIFTING TO 
SCENARIO-BASED 
PLANNING

• Shift from fixed business 
planning cycles to 
scenario-based business 
planning, innovation and 
operations transformation 
• Acknowledges there is no 

predictability 
• Many outcomes can happen

• Focus is to empower 
teams with built-in agility 

Presenter Notes
Presentation Notes
We’ve donework regularly with IKEA or INGKA business group in the past.
It’s incredible to see how they have recently moved from Fixed annual business planning cycle and strategy roadmaps.
They’ve thrown them out because they just don’t work anymore. Their operating context is changing too quickly.
They need scenarios that anticipate the shift and give flexibility when things inevitably change
Rather than a business strategy that isn’t worth the paper it’s written on as soon as it’s published.



FROM AN ASSUMPTION 
THAT WE ARE EXEMPT 
FROM BIAS…

“Let’s just follow our 
peers; it will all work 
out in the end, it’s just 
too expensive to act 
now…”

…TO INCORPORATING 
BIAS AWARENESS INTO 
DECISION MAKING AND 
STRATEGY 
DEVELOPMENT

“We’re aware that our biases 
will shape our evaluation of risk, 
but bias training has helped us 

make better decisions.”

Presenter Notes
Presentation Notes
Final shift is from an assumption that we are exempt from bias in how we assess risk – we have all the answers to incorporating bias awareness into decisions around risk.
We cover 5 types of bias in the report, from herd bias by listening to our peers, optimism bias that assumes it will all work out in the end, to trade-off boas because it’s just too expensive to act now, 
To actually being aware that we do not kow what the future looks like – and being aware of how our bias can inform will lead us to better decision-making.




1. Shift from a risk mitigation mindset to a transformational mindset.

2. Shift from addressing the symptoms of the crisis to addressing the root 
cause of the crisis.

3. Shift from passively responding to your operating context to actively 
shaping the context.

4. Shift from slow centralised decision-making authority to more agile 
distributed governance models.

5. Shift from an assumption that we are exempt from bias in how we assess 
risk to incorporating bias awareness into decisions around risk.

FIVE PRINCIPLES TO TRANSFORM
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Presenter Notes
Presentation Notes
SO those are the 5 Shifts or Principles to Transform.




COURAGE
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Presenter Notes
Presentation Notes
Speakers notes: 
But the key thing here in all of those shift are all asking YOU – as individual leadrrs in your personal and business life to actually step forward in a very different way.
It’s easy to be a leader when the going is good. True leadership is how we face adversity, challenging conditions.
This is the moment when you need the vision, you need the mindset, and you need the Courage – the Couer, the Heart, to being open to thinking differently and making this pathway to Transfomratino possible.
OR
In our personal and professional lives, we all face immense uncertainty and complexity.  Our challenge, and dare I say opportunity, is to lean into it, to embrace new ways of thinking and acting.  
To take heart.



We are called to be architects 
of the future, not its victims.

- R. Buckminster Fuller

Presenter Notes
Presentation Notes
Speakers notes: the quote (can just flash up and let participants read if feels appropriate)
SO if different possible futures ahead, and we need to change our mindset to do things differently, then we get to the Art of the Possible. The future isn’t written.
What happens now is a function of decisions made in the past. That’s why we use this quote from US Architect.
How we respond to this emergency – how governments respond, how the capital markets respond – and we can influence all that.
This is, if you will, our message of hope.
The future isn’t written and by shifting our mindset, we can change what comes next.
Tones: instinct

https://www.brainyquote.com/authors/r-buckminster-fuller-quotes


Thank you

Download our latest report: 

Future of Sustainability: 
The Courage to Transform

Dr Sally Uren OBE
s.uren@forumforthefuture.org

Forum for the Future 
2023

Presenter Notes
Presentation Notes
Thank you so much for coming.
Please download our FoS report – the Courage to Transform – and please get in touch and share your feedback! 
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