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1 Considerations in connection to the topic

This chapter will clarify the considerations that I have had in regards to choosing a topic for this thesis and it will also include choices and delimitation of the topic. 

1.1 Area of focus

In the thesis handbook from Aalborg University there are guidelines for the CCG thesis. These guidelines are:

For thesis writers in the CCG programme there has to be an international and/or intercultural dimension to the thesis and the topic must be within one of the following themes:

· Market and Consumption studies

· Organization and Leadership

· International Relations and the Global Order

· International Migration and Ethnic Relations
             

This thesis can be characterised as a market and consumption study. The point of departure for this thesis is sustainability in the Danish fashion industry and I will examine a concept in a specific market, which is the fashion market in Denmark.

1.2 Background to choice of topic

We live in a world of consumption and it seems like we all have an appetite for more, better, bigger and easier. This appetite is using the resources of the planet and creating an environment that might not be able to sustain human life. Sustainability is a hot topic in the world of today. Everybody has become more and more aware of the increasing problem with the climate changes and almost everyday it can be read in the newspapers or heard in the radio or TV how the changing climate conditions are going to affect all of us. And not only the people of the world today but how it will influence the future generations and have an impact on the world they will be born into. In Denmark a TV program called “Guld og grønne skove” has been shown in order to teach the Danes to be more considerable to the environment and to teach them how to minimize their carbon dioxide emission in order to make the world a better place to live in for all of us and for the generations to come.
 Besides TV shows there is a play at a theatre in Copenhagen called Shopping, which is based on Pietra Rivoli’s book “The travels of a T-shirt in the global economy” where focus is on transport, sustainability and ecological produced T-shirts.
 There is also an increased focus on how we can help and support third world countries. Two Danish guys have started a website called engodsag.dk, where it is possible to support a good cause without actually paying. It is via buying your products at this website you automatically support a relief organisation.
 The founders of the website are expanding the idea to other countries as well.
 Another tendency is that celebrities are acting charitable. According to Johannes Andersen
 they are doing it because they need to promote themselves without the use of common media such as the Internet and TV and that is the reason why they choose charity. Charity is a good platform because it is already a good cause.
 It is not only the consumers who have an increased focus on sustainability and social responsibility, it is also the companies.

1.3 Problem field

The social responsibility of the companies is called CSR – corporate social responsibility and that is actually not a new topic. According to Adrian Henriques, the history of CSR is almost as long as the history of companies.
 CSR is associated with the so-called triple bottom line. The triple bottom line refers to the three P’s: people, planet, and profit. Research has shown that investing in the employees’ well being, the environment and society can actually benefit the bottom line and it will also give a better reputation.
 

Along with CSR is the concept of sustainable development. The Brundtland report, which was published by the UN in 1987, mentions sustainable development. In 1983 the UN asked the World Commission on Environment and Development (also know as the Brudtland Commission) to formulate “A global agenda for change” and sustainable development is in the Brundtland report defined as:

“development that meets the needs of the present without compromising the ability of future generations to meet their own needs”
 

Within the last 10-12 years many Danish companies have begun to realise that sustainable development and profit are connected with CSR.
 

Sustainability is a topic, which shows up in many different contexts. It is evident in the discussion about the environment in general. The water level in the oceans is rising with one centimetre per decade and the world’s largest glaciers are moving back. Furthermore, the global temperature is rising too.

It can for example also be seen in connection to the building industry and that people like to build and live in a sustainable house. In Denmark houses are being built with Svanemærket, which shows that the house lives up to being environmental friendly. Except being environmental friendly the Svanemærket house also has a better indoor climate, which is healthier for the persons who live there.
 

When it comes to food there is focus on organic products that are produced with no pesticides and with focus on animal health and well-being and it is also beneficial for the environment. The principals of ecology contribute to reduce the total chemically impact on the environment.

The consumers have gotten used to the fact that milk, coffee and bananas can be both ecological and fair trade marked. But now the consumers have to get used to the fact that clothing can be sustainable and ethical correct produced. Dansk Erhverv has experienced that during the past years more and more companies launch sustainable clothes and textiles. It is not only haute couture fashion that works with sustainability but brands such as Bestseller, H&M and Jackpot are acting sustainable. The Danish fashion industry can participate in improving the standards in the countries that they cooperate with and Dansk Erhverv believes that the Danish fashion industry can help solve some of the global problems and at the same time profit from having an ethical responsibility since the consumers and decision makers have an increased focus on sustainability today.

1.4 Problem formulation

On the background of the above I have found out that there is increasing focus on sustainability in the Danish fashion industry and I would like to examine that specific market. 

The following will therefore be the problem formulation for this thesis:

Explanation of sustainability in the Danish fashion industry with a view to develop a model for how Danish fashion companies can work with and implement sustainability.

The objectives of this thesis are:

1: to give a structured overview of how sustainability is perceived in the Danish fashion industry

2: to examine how the companies implement sustainability and 

3: to develop a model for how Danish fashion companies can work with and implement sustainability. 

The means used in order to fulfil the objectives of this thesis are three relevant interviews with companies in the Danish fashion industry and a theoretical framework. The first objective will be answered through an examination of how the three companies perceive sustainability, through secondary data that can give a more general perspective about the industry and through a comparison of the definition of sustainability in this thesis and the perception in the industry. The second objective will be answered by analysing how the actions of the companies conform to existing theoretical models. This will be done through statements and answers from the interviews in combination with the existing theoretical models for working with sustainability.

In connection to the third objective, I have a perception that the existing models are not elaborate enough in order to fit the Danish fashion industry and that is why I finally will develop my own model for how companies can work with and implement sustainability. The model will be developed on the basis of the findings of objective 2 and theoretical readings.

1.5 Delimitation of the topic

Through the process of defining the specific approach of this thesis I have had many considerations in regards of other topics for the thesis. However, it is obvious that there must be some sort of delimitation in order to make the problem formulation precise and specific. In this paragraph I will comment on some of the topics that I have chosen to leave out of this thesis.

I considered interviewing companies that both work with sustainability and companies that do not engage in sustainability in order to find a reason to why some companies do and do not work with sustainability. However, the focus of this thesis developed to be about finding out how sustainability is perceived in the Danish fashion industry and to develop a model of how to work with and implement sustainability, therefore it was no longer relevant to interview companies that do not work with sustainability. 

When choosing topics for the chapter of theory there have also been several considerations concerning that choice. However, I have made the choices on the basis of the statements from the three interviews as well as on existing theory and therefore I have left out topics such as; branding and management. This is not to say that these topics could not be relevant but I had to make a choice and therefore these topics were left out. 

1.6 The structure of the thesis

This is in order to give a visual overview of the structure of the thesis. The relevance of each chapter and paragraph will be explained in the beginning of each chapter throughout the thesis.
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Figure 1 Structure of the thesis


2 Methodological considerations 

This chapter will explain my methodological considerations and also explain which approach will be used in this thesis in order to generate knowledge and data. 

2.1 Research philosophy

There are two overall directions within research philosophy and they are positivism and interpretivism. As shown in figure 2 there are several different directions within these two overall directions. I will now explain the difference between positivism and interpretivism. There are three points where these two directions differ from each other and that are in regards to ontology, epistemology and methodology. The differences will be illustrated in the below table.

	
	Positivism 
	Interpretivism 

	Ontology
	· The world is external and objective

· Observers are independent

· Science is value-free
	· No direct access to the world

· Observers’ own knowledge is meaningful

	Epistemology 
	· Hard secure objective knowledge is obtainable

· Focus on generalisation and abstraction 
	· Understand through perceived knowledge

· Focus on the specific and concrete

	Methodology
	· Concentrate on description and explanation

· Detached observer

· Clear distinction between reason and feeling

· Distinction between science and personal experience

· Formalised statistical and mathematical methods are predominant
	· Concentrate on understanding and interpretation

· Experience what is studied

· Feelings and reason are allowed to govern actions

· Influence from science and personal experience is accepted 

· Primarily non-quantitative methods


Table 1 Differences between positivism and interpretivism

I will approach this thesis with an interpretivistic approach because I agree with the ontology of that direction, which is as follows:
“individuals do not have direct access to the real world but that their knowledge of this perceived world (or worlds) is meaningful in its own terms and can be understood through careful use of appropriate interpretivist and relativist procedures […]”
 

In this thesis I would like to examine a specific context and I do not believe that it is possible to be completely objective when gathering data and analysing it afterwards. I believe that it is important to interpret the data in order to be able to understand the reality. 

Opposed to positivists to whom statistics and mathematics are important research techniques and where the researcher tries to be as objective as possible, interpretivists use a more personal process in order to understand the reality and therefore it is important to interpret the data.
 

In order to make it clear how different the research philosophies are I will show a figure from Carson et al.:




 

Figure 2 Research philosophies
 

According to Carson et al. there are four directions within the interpretivistic approach; hermeneutics, humanism, natural inquiry and phenomenology. I will be generating knowledge and data through the hermeneutic direction within the interpretivistic approach. No matter which direction is chosen it will have consequences for the way data is gathered and the way the data will be analysed. According to Fuglsang and Olsen, there are several interpretative directions within the hermeneutic direction but they all share two fundamental considerations: 

“At forståelse og fortolkning kommer før forklaring, samt at de sociale fænomener og aktører, der studeres, er bærere af betydnings- og meningssammenhænge, og at det derfor er disse, som skal fortolkes og udlægges i en videnskabelig praksis”

The hermeneutic direction consists of three parts; understanding, interpretation and application. Understanding is to understand something as something and that has to be able to be interpreted and be applicable in practice. Within the hermeneutic direction there is a fundamental principle of the hermeneutic circle.
 Often the hermeneutic circle is described as a spiral, which is characterised by not having an observable beginning or end, but in principle is an infinite and unfinished process. 
 The hermeneutic circle can be viewed as follows:











Figure 3 The interpretation process
 

The hermeneutic circle can be characterised as an interaction between part and whole. The different parts can only be understood if the whole is being involved and contrary can the whole only be understood on the basis of the different parts.

The way I will be using the hermeneutic circle in order to answer my problem formulation is to get an understanding through reading books, articles, web sites, participate in lectures and interview people in the fashion industry. The interviews can be characterised as a dialogue and on the basis on my pre-understanding and prejudice I will interpret the gathered data in order to make a model, which can be used in the implementation and work with sustainability in the Danish fashion industry. After having analysed and examined the three companies in connection to the existing models I found out that more elements has to be included in the development of the model. These elements will be analysed in connection to the three companies, which will give me a new interpretation, which will be evident in the developed model. The hermeneutic way of gathering data and information can be seen as opposed to the scientific way and that can be illustrated as follows:

















Figure 4 Interpretation compared to observing in science

The difference between these two directions is that in the hermeneutic direction (to the left) there is a subject-subject-relation whereas in science (to the right) there is a subject-object-relation. This conforms to table 1 where it is evident that the researcher in the positivistic direction (science) is detached and there is a distinction between science and the experiences of the researcher, which is proven in the fact that the researcher is only observing the object. In the interpretivistic direction (hermeneutic) the researcher makes use of his/her own experience and understanding in order to interpret the data and there is an ongoing dialogue with the other subject. 

Another direction within the interpretivistic approach, which could be considered, is phenomenology. However, phenomenology differs from the hermeneutic direction by understanding a phenomenon from the actor’s own perspective. In that way the researcher will examine how a person experience the world. This direction is therefore primarily oriented towards feeling and thinking. The hermeneutic direction is more context-specific and through the interpretative approach the hermeneutic researcher will read between the lines. As I agree with the hermeneutic direction the thesis will be based on this direction. This direction will have consequences for how the researcher will behave in the gathering of data.
2.1.1 The role of the researcher

In the hermeneutic approach there is much focus on the researcher’s role in the entire process. An important concept is understanding and according to Fuglsang and Olsen understanding consists of pre-understanding and prejudice. Pre-understanding means that there always is an understanding previous to our existing understanding. Prejudice is knowledge, which we always carry into the process of understanding the world.
  Everything that is being given meaning is done by the researcher and on the basis of the researcher’s understanding. This means that every result is created on the basis of the researcher. The researcher is therefore an active part of creating the research material. This is not a disadvantage for the research. Fuglsang and Olsen argue that the prejudice and pre-understanding of the researcher shall not be eliminated or minimised but it has to be used actively in the process of creating knowledge. 
 According to Collin and Køppe no interpretation is more objective than another. Every researcher will probably argue that his/her interpretation is more correct than the other interpretations but there is no way to decide who is right.
  
It is important for the researcher to be aware of his/her prejudice and then put them on the line. Not in the sense of testing whether they are right or wrong but challenge them. Another very important aspect for the researcher is to ask questions. Asking questions is, in accordance with the hermeneutic circle, an ongoing process, which in principal never is finished. Every question asked will lead to new questions and that is the incentive to the research process.

2.2 Examination types

According to Heine Andersen there are four different examination types and these are describing examinations, explanatory and predictive examinations, critical-diagnostic examinations and change oriented examinations.

· Describing examinations 

The purpose of this type of examination is to describe a phenomenon in connection to its prevalence, dimensions and context. The research questions will typically start with where, how many, how much, how often, under which circumstances. 

· Explanatory and predictive examinations
This type of examination takes a step further than the describing type by asking the question; why. It also has a more critical point of view and will involve several different theories. 

· Critical-diagnostic examinations

The point of departure of the problem in this type of examination is that something is wrong. Through the project it is a matter of uncovering the causes and the possibilities of changing and improving the conditions. This type is even more critical than the previous two types.

· Change oriented examinations

In this type of examination it implies that the participants in the examination will carry out some practical actions with the purpose of changing conditions. This examination is sometimes also called action research where the primary goal is to increase the level of knowledge with the participants in a system where the changes are intended to take place. 

This thesis can be characterised as being both the describing examination type as well as being the critical-diagnostic examination type. The describing type of examination will be utilised in answering the first part of the problem formulation and thereby describe how sustainability is perceived in the Danish fashion industry. The critical-diagnostic examination type will be utilised in the second part of the problem formulation where I will develop a model for how Danish fashion companies can implement and work with sustainability. 
2.3 Examination design

Ib Andersen gives examples of three typical examination designs; static studies, dynamic studies and case studies. I will now focus on case studies since this is the examination design of this thesis. The reason why I do not use either a static or dynamic examination design is because static studies are connected to a specific time. The static studies often make use of surveys and they are for example appropriate when conducting a poll. Contrary to static studies dynamic studies are not connected to a specific time but the time factor is decisive since a cause over time is examined.
 I do not believe these two designs fit my problem formulation since I am not focusing on a specific time or cause over time and that is why I will make use of a case study.

2.3.1 Case studies

The central aspect of case studies is that it is non-experimental and that it only involves one phenomenon. The case study can be a single case study or a multiple case study. This thesis will deal with a multiple case study since there will be more than one company involved in the study. A multiple case study can have the purpose of producing generalised knowledge and that is easier with more than one case. Ib Andersen argues that it is not a question of whether or not it is possible to produce generalised knowledge it is about how valid that knowledge is. Ib Andersen says that at first it makes sense that the more cases that are involved the more valid is the generalised knowledge.
 However, in the literature there are very different views on how many cases have to be involved in a multiple case study. In Carson et al.  Eisenhardt says that a number between four and ten will work well. Hedges is somewhat agreeing with Eisenhardt as he believes that four to six cases should be a reasonable minimum for a serious project and Carson et al. argue that the usual view is that four cases should be the minimum.
 So according to the discussion in Carson et al. it seems like four cases should be the minimum in order to carry out a multiple case study. 

I have to question this view of a minimum of four cases since Yin (in Ib Andersen) argues that even one case is capable of producing generalised knowledge. It is a matter of finding the results that are specific for the case of study and find the results that can be generalised.
 Since there do not seem to be any general guidelines for how many cases are needed in order to produce generalised knowledge I believe that it will be sufficient to involve three cases in this thesis. 
2.4 Methods for collecting data

When talking about data there are different ways of categorising data. It can either be qualitative or quantitative data and besides that it can be primary or secondary data. 

2.4.1 Secondary data

I will start by explaining the use of secondary data in this thesis. First of all, secondary data is data collected by other persons, researchers or organisations. The secondary data I have used in this thesis is scholarly literature, scientific articles, newspaper articles, the Internet and lectures.
 This data has helped me understand the concept of sustainability as well as giving me a theoretical foundation on which the thesis is build upon. It has importance for a project if it is possible to use existing data since the researcher can save both money and time by using existing data.
 Another kind of data is the primary data.

2.4.2 Primary data

If the researcher collects the data him/herself it is categorised as primary data. According to Ib Andersen the primary data can be further categorised through stimuli data and non-stimuli data. When talking about qualitative stimuli data it is unstructured and semi-structured interviews and when talking about qualitative non-stimuli data it is every form of observation techniques.
 

The primary data in this thesis can be categorised as qualitative stimuli data since I have conducted unstructured and non-standardised interviews and these interviews have specifically been conducted in order to generate data, which can be of use when answering my problem formulation.

2.4.3 Interviews

The interview is a situation where the interviewer would like to get information from the interviewee and the situation is a communication process where the interviewer and the interviewee both influence each other. Heine Andersen makes a distinction between standardised and non-standardised interviews and between structured and non-structured interviews. Standardisation of interviews refers to if there is freedom to shift between the questions and to reformulate the questions in the interview situation. The structuring of interviews on the other hand refers to the possibilities of answering given to the interviewee. It is a matter of whether the questions are open or closed questions.
 Ib Andersen agrees with Heine Andersen. In connection to the standardised interview he says:

“Til forskel fra det ustrukturerede interview, kommer spørgsmålene i det standardiserede interview i en ganske bestemt rækkefølge, der er fastlagt på forhånd og er ens for alle”

The interviews that have been conducted in order to generate data for this thesis can therefore be characterised as non-standardised and unstructured interviews. The reason for this characterisation is that the questions in the interview guide are only guidance through the interviews. It is possible for me to reformulate the questions and the interviewee does not have to answer the questions in a specific order. Furthermore, the questions are open questions so the interviewee can answer freely in accordance to his/her former experiences.

There can be two kinds of interviews; depth interviews and focus group interviews. I have chosen to use depth interviews since I believe it is difficult to gather marketing managers at a specific day and time since they are all very busy in their respective jobs. An advantage of using depth interviews with marketing managers can be that they are more open to talk about their company and the way they work with sustainability since there are no competitors listening, which would be the case in a focus group. However, a disadvantage is that the interviewee is the only one to answer the questions whereas in focus groups more people are involved and can build on each other’s ideas.
 I will argue that since it is professional managers that I have interviewed, they are used to being put on the spot and have to answer questions by themselves, so I do not consider that a disadvantage in the interviews I have conducted. Compared to questionnaires, which is another way of gathering data, the depth interview gives the opportunity to ask elaborate questions in the interview situation, which I consider an advantage. 
2.4.3.1 Respondents

According to Andersen et al. methods for selecting respondents can be categorised into two major groups: random selection and conscious selection. Within these two groups there are four different methods, which are shown in the below table:

	Random selection
	Conscious selection

	· Simple random selection

· Systematic selection

· Stratified selection 

· Cluster selection
	· Convenience selection

· Estimated selection

· Quota selection

· Snow ball selection 


Table 2 Methods for selection of respondents

The estimated selection is the method, which I have chosen to make use of. This method bases the selection of respondents on personal opinions of for example the writer of this thesis or experts.
 The following respondents have been chosen because they have experience with working with sustainability in the Danish fashion indsutry. The respondents I have interviewed are:

Maryam Azmayesh Terp, who is business development manager, press responsible and shop responsible at Jackpot. Jackpot is a company, which works with sustainability and is present in the media and in the shops as acting sustainable.

Pia Odgaard, who is sustainable manager at Katvig. Katvig is a children clothes company where the foundation of running the company is based on sustainability. 

Mette Melchiorsen Kirsten, who is the designer behind Mette’s Afrika, where African materials crafted into Danish design is the passion. Mette’s Afrika has always practiced CSR. 

When using the statements from these interviewees in the analysis I will refer to the company name instead of the name of the persons in order to make it more clear which company they work for. I believe this is possible since they are participating in the interview on behalf of the company. 

3 Definition of sustainability

The concept of sustainability has various definitions in the literature that I have read. Therefore I believe it is important to define the concept in accordance to the topic of this thesis in order to work with a well-defined concept through the entire thesis. Furthermore, this chapter will be used in the analysis of how the three companies that I have interviewed perceive sustainability and thereby contribute to answering objective 1 in the problem formulation. Their perception will be compared to the general perception and definition of sustainability in order to examine if there is a correlation or if the reality differ from the theoretical definition of the concept. 

3.1 Sustainability vs. CSR

I have found it difficult to distinguish between sustainability and CSR. I have experienced that the two concepts are being used interchangeably, both in speak and in texts, and with no real distinction. Therefore I find it relevant to start by defining these two concepts. Djursø and Neergaard are authors of the book “social ansvarlighed” and they agree that, even on the concept of CSR, there are many different definitions. They argue that there often is an overlap between CSR and concepts such as corporate citizenship and sustainability. In Danish concepts such as bæredygtighedsledelse, virksomhedsetik and den tredobbelte bundlinie are often used as synonyms for CSR.
 Djursø and Neergaard present seven different definitions where especially one is interesting in connection to the discussion of sustainability and CSR. The definition is as follows:

“Corporate sustainability, and also CSR, refers to a company’s activities – voluntary by definition – demonstrating the inclusion of social and environmental concerns in business operations and in interactions with stakeholders”
 

This definition is just one type of interpretation of the concept and according to Djursø and Neergaard the different types of interpretation can be called “schools”. The above definition is part of the international school, which Djursø and Neergaard define as the most common perception in the literature. In the international school CSR is voluntary, about social end environmental conditions and happens in cooperation with stakeholders. Furthermore, CSR is defined as being something more than just living up to legislation. It is expected that companies comply with the law so therefore they have to achieve something greater than what is expected from the law and international agreements.
 

The social part of CSR is often divided into two areas; internal and external. The internal is referring to work environment and it is both the physical and physiological work environment of a company. The external is referring to the working conditions of the company’s collaborators e.g. suppliers. 

Referring to the Danish term den tredobbelte bundline, which is also known as the triple bottom line in English, there is also a third aspect of CSR and that is a financial aspect. According to Djursø and Neergaard the argument is that only a profitable company is capable of acting responsible and sustainable.
 

Danish Standards Association (DS) has published a handbook for implementing social responsibility of companies and there is another example of how ambiguous the terms are:

“De primære fordele, som virksomheder vil kunne få ved anvendelse af vejledningen er:

· Implementering af begrebet bæredygtig udvikling i virksomhedens drift

· […]

According to the above quote it can be argued that sustainability is part of CSR since the overall title of the handbook is about companies’ social responsibility and an advantage for making use off the handbook is to implement sustainable development. However, sustainable development is defined as a concept that secures integrated, well balanced and equal treatment of three dimensions: economy, society and environment.
 These three dimensions are exactly the same as Djursø and Neergaard argued are aspects of the triple bottom line, which is a synonym for CSR. 

The definition of DS also includes the aspect of society, environment and economy but DS add something else to the definition of CSR which Djursø and Neergaard put forward. DS argues that CSR is a leadership tool, which is a concrete part of a company’s strategy. DS defines CSR as follows:

“CSR er hverken et humant eller socialt program, men et ledelsesværktøj, som betragter samfunds- og miljømæssigt ansvar som en konkret del af selskabets strategi ud over økonomisk logik, fordi socialt ansvarlig adfærd giver vedvarende forretningssucces.”

When examining the definition of sustainability there are several different definitions as well. The Office of Facilities Management (OFM) at Griffith University says that there exist over 300 definitions of the word sustainability. The best-known definition is the definition made by the Brundtland Commission.
 

“forms of progress that meet the needs of the present without compromising the ability of future generations to meet their needs”

OFM further defines sustainability as environmental sustainability where it refers to the environmental actions or impact that people do to the environment. OFM continues:

“In moving towards sustainability, we are attempting to reduce our ecological footprint or to tread more lightly on the Earth”

Marc J. Epstein is another author with a definition of sustainability. In his book Making sustainability work, he defines sustainability by setting up nine different principals, which are: ethics, governance, transparency, business relationships, financial return, community involvement/economic development, value of products and services, employment practices and protection of the environment. However, he also says that although he presents a broad definition of the concept sustainability his book will focus on criteria that usually define sustainability in discussions, analysis, measurements and reports and that is the criteria of social, environmental and financial.
 These criteria, which he refers to have just been used in order to define CSR above. With all these different and overlapping definitions of both CSR and sustainability I will argue that there is a connection between the two. 

When a company is acting social responsible it includes both the internal and external perspective of a company. In regards to the internal working environment integrating a better working environment for the employees could for example include ecological food, coffee and tea. If a company needs to build a new office it can improve the working environment by using sustainable materials in order for the employees to have better working conditions in regards to their health. The external perspective includes for example the suppliers of a company. By improving the working conditions for them by for example replacing conventional grown cotton with ecological grown cotton it will improve the health of the farmers and workers since they do not have to work with pesticides in order to grow the cotton. Furthermore, it is better for the environment. I believe that the above examples can be used as an argument for that CSR and sustainability are connected since social responsible actions will automatically give better conditions for the environment as well as the workers. This complies with both definitions of CSR and sustainability since a company act both social and environmental responsible as well as reducing the footprint on the Earth. By reducing the footprints on the Earth we are not compromising the ability for future generations to meet their needs.

3.2 Definition of sustainability for this thesis

On the basis of the above discussion on the definition of CSR and sustainability I consider sustainability to be defined as including the three aspects of society, environment and economy. Furthermore I agree with Djursø and Neergaard in the perspective of dividing the social aspect into two areas; internal and external. In accordance with DS I believe that sustainability is a leadership tool and is part of a company’s strategy. Finally, I believe that the actions made on the basis of the above perception will help reduce the footprints on the Earth and thereby give the future generations the ability to meet their needs. After having defined sustainability in accordance to this thesis, the next paragraph will go more into details about sustainability and some lessons, which corporate leaders can learn from in connection to sustainability.
4 Sustainability

This chapter will present results from Economist Intelligence Unit (EIU), which recently has published a report that investigates the impact of sustainability on business today. This source will be supplemented by for example business people who talked at the Ethical Fashion Day at CBS. The new report from Economist Intelligence Unit (EIU) called Doing good: Business and the sustainability challenge is investigating the impact of sustainability on business today. The report lists 10 lessons for corporate leaders. These lessons will form a basis for the choice of topics for the next two chapters. The lessons also correspond to several steps in the existing models that will be presented in chapter 5. The ten lessons are as follows:

1. Work smart, not hard
This lesson refers to that it is not a matter of pursuing the largest number of sustainable activities it is about quality. Sustainability does not involve a simple checklist for the company but it requires that the company align its social, environmental and financial goals.

2. Know thyself
If a company would like to have successful sustainability programmes it is important for the company to define what it thinks is right and then act accordingly instead of running after often shifting public demands. The company needs to have defined goals in order to be able to navigate correctly.

3. Know thy impact
In order for the company to assess which sustainability issues it should address it is essential to have an accurate idea of how the company activities are affecting the stakeholders. It has to be positive. Moreover, the company needs to analyse all aspects of the triple bottom line. The financial part is often forgotten.  

4. Focus on your core strengths
Good performance comes from what a company does best. Therefore, it is a good idea for a company to consider where it can make the greatest impact. Immediate demands might inevitable draw a company into areas it does not know thoroughly and then it is important for the company to stay focused and choose the areas that it does know and where it knows that it can make a bigger difference.

5. Ask not just what your company can do for sustainability; ask what sustainability can do for your company
The report addresses the fact that it does not necessarily have to be a burden for the company to engage in sustainability. Taking account of social and environmental issues can lead to new innovations that can help reduce costs in the long run for a company. It can also lead to new markets and thereby sustainability can help the company grow.

6. Have clear leadership and board-level support
Sustainability will not just happen. It is relevant to have someone in the company who is responsible for sustainability. Regardless of where that responsibility is placed in the structure of a company it must have support from the board and CEO. If sustainability does not have support is will not make sense to engage in the issues.

7. Remember your supply chain
Too few companies are integrating their supply chain in the sustainability activities and policies. If one part of the supply chain act unacceptably it can harm the company both on its sustainability record and its reputation. On the other hand, a sustainable supply chain can very much enhance the company’s ability to deliver its own high social and environmental performance.

8. Monitor and report
Many companies do not even try to measure the activities they engage in. when a company says that it will do something sustainable and it is communicated to the stakeholders it is very important to measure it in order to be able to document the activities. There are several examples of reporting guidelines and they provide a place to start for the companies.

9. Integrate
Sustainability needs to be an integrated part of a company and not just an add-on. It needs to be integrated into the structures and processes of a company. It can be a hard challenge but it is the key element of success. 

10. Engage 
Sustainability is about the relationship of business to other elements of society. This means that a successful company will cooperate with several stakeholders. A company must also be actively involved in public debates about sustainability in order for putting the topic on the agenda and it can also contribute to success for the company to be actively involved in the sustainability debate. 

When looking at these ten lessons from the EIU several other people agree with these lessons. Rasmus Bech Hansen, for example, agrees with lesson number nine since he argues that it is very important to make CSR and sustainability specific and connected to the brand of the company instead of using sustainability as an add-on. This means that it is essential to integrate sustainability.
 A person who agrees on the lesson on remembering the supply chain is Jesper Mathiesen. He believes that it is important that the supply chain participate actively and one way of making sure that happens is to be a member of BSCI.
 BSCI stands for Business Social Compliance Initiative and is:

“the broadest business-driven platform for the improvement of social compliance in all supplier countries and for all consumer goods”
 

Through a membership of BSCI a company will also learn from lesson number ten. BSCI is in dialogue with society, which will ensure the spread of the topic and cooperation with external stakeholders such as governments and NGO’s will ensure social acceptance and independence of the BSCI system and thereby also sustainability in general.
 

As evident above there are many advice for how to work with sustainability and it will be too much for me to examine every aspect listed above in this thesis. Therefore, I have chosen some areas to focus on in the next chapter. The next chapter will, besides dealing with existing sustainability models, therefore deal with the area of implementation since one of the manager lessons, number nine, suggests that integration is of importance for the company and that implementation actually is a key element of success. 
5 Methods of working with sustainability 

This chapter will give an overview of three existing models for working with sustainability as well as the implementation process and some of the pitfalls that might involve. The models will be used as the foundation on which the analysis and the development of my model will be built. I believe that the chosen models are relevant in my work with developing a model for implementing and working with sustainability since the models deal with implementation and CSR. They have also been chosen in order to provide three somewhat different models in order to utilise them in the analysis and examine if there are elements from the different models that can be used in developing my own model. However, the analysis of the three models in paragraph 7.2 will determine if these models lack some elements in connection to the Danish fashion industry. The following paragraphs will present the three existing models. 

5.1 Existing CSR models

There are several different certifications a company can apply for in order to comply with international standards. One of the certifications is the ISO certification. The ISO standards have several purposes and one of them is to make the development, manufacturing and supply of products and services more efficient, safer and cleaner. Another aspect is to facilitate trade between countries and make it fairer. The ISO standards benefit customers, businesses, developing countries and the planet. Actually, everyone will benefit from the ISO standards on different levels.
 Among other labels for products and services are the Swan (Nordic Eco-label) and the Flower (European Eco-label). The purpose of the eco-labelling is to minimise impacts on the environment as well as on our health. The companies need to live up to the criteria that are being developed. These criteria are based on an assessment of impacts during the entire life cycle of a product or service. This means that factors from raw material to production as well as consumption and waste are considered.
 

This paragraph will deal with some other models in connection to implementing sustainability in a company.  The three models that will be presented in this paragraph are Grayson and Hodges’ Corporate Social Opportunity – 7 steps to make corporate social responsibility work for your business, Danish Standards Association’ handbook Virksomheders sociale ansvar – Vejledning i implementering af virksomheders sociale ansvar – “Retningslinier for CSR” and Maignan et al.’s A stakeholder model for implementing social responsibility in marketing. The first model is Grayson and Hodges’ seven steps to make corporate social responsibility work for your business.

5.1.1 Corporate Social Opportunity

The book is built around a seven step analytical process. Grayson and Hodges argue that the process enables managers the implications of corporate social responsibility on their overall business strategy. The authors agree with some of the perceptions that have been presented in chapter 4 because they believe that:

“CSR is too often a ´bolt-on´ to business operations rather than ´built-in´ to business strategy, resulting in CSR becoming a distraction and hindrance to business purpose and objectives, rather than a help.”

With this in mind the authors have made a seven-step model for how corporate social responsibility can be turned into corporate social opportunity:
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Figure 5 Seven-step analytical process

I will now go through each of the seven steps in order to elaborate on the process.

Step 1 – Identifying the triggers:

Changes of corporate strategy can be triggered by for example political, economic, social, technological and environmental changes. It can also be triggered by heightened expectations of stakeholders about corporate behaviour. Such a trigger can according to Grayson and Hodges act as a much needed catalyst in a company. It can stimulate the internal discussion about threats and opportunities in a market and by stimulating that discussion a company might just kick-start a journey from corporate social responsibility to corporate social opportunity.
 A company must be aware of looking for triggers because they can take many forms. It can for example be:

· A NGO or media campaign

· Pressure from government

· Loss of key staff or customers

· Proposals put forward by staff

· A new CEO

· A pollution or a health and safety incident

· Or stimulus of another company’s problems with poor environment or social performance

And for a new business it might simply be a question about ´what is the way we want to do business´. All of the above mentioned triggers act both independently and interdependently to influence the business operating environment. An outcome for a company from these triggers can be social, ethical and environmental factors that have repercussions for the company. Grayson and Hodges call these factors the CSR factors. It can for example be an increase in the prominence of particular issues in the company such as how a company handle pollution, wastewater or how it treats it staff. It can also be whether diversity is accepted or expected or how a company interacts with the local community and government. 
 Step two in the model will go more into details with the causes behind the triggers.

Step 2 – Scoping what matters

CSR factors usually have the potential for creating negative effects for a company if they are not managed correctly and effectively. If a manager is open to creative thinking those same factors can actually be turned into business opportunities. These opportunities can range from reducing costs, provide insights for innovating products and services, creating new markets to finding a more productive way of organising the company.
 However, it is common sense for companies to consider those CSR issues that affect them most directly in their line of business and their market. 

Step 3 – Making the business case

When a company has gone through step two and found its strategies and opportunities step three will focus on helping to construct a business case for those strategies and opportunities. Here at this stage the managers are encouraged to consider the potential and feasibility of the corporate social opportunities that are emerging. A company also needs to be aware that any proposed strategy will not be delivered in isolation. It always has to be considered in a context of known business drivers and the overall corporate purpose and goals. Will the strategy for example contribute to a company’s reputation, does it reinforce or detract from existing market goals, does it fit with the organisational commitment to sustainable development or does it add to stakeholder value? All of these questions have to be considered before a business case can be made and thereby be judged in order to decide if it is attractive to the company.
 After deciding which CSR factors a strategy should be based on it is time to analyse and adapt the chosen strategy in the light of the company’s values and culture.

Step 4 – Committing to action

This fourth step is about weighing up the proposed business strategies in the light of a company’s values, culture and leadership style. Grayson and Hodges argue that it is very important for a company to consider the consequences of existing, implicit or explicit company-wide principles and values that guide the decision making. If a company does not have a clearly defined set of values and business principles this need to be addressed before new strategies can be validated. If a company fail to assure alignment between proposed strategies informed by ethical and responsible business drivers with a current dominant value-set that is not informed by these principals, it can lead to divergent and disruptive behaviour across the company. That can threaten not only the new strategies but also the sustainability of the company.

Assuming that a proposed strategy is consistent with corporate values and that they are consistent with CSR then committing to action involves identifying what will be required from the leaders in a company. That can involve the implications for governance and what signals will help reinforce the strategy. In practice this means that broader issues such as corporate culture, values and leadership will have to be addressed. Grayson and Hodges argue that CSR only benefits from a holistic point of view.
 After committing to action the next step in the model will deal with integration and gathering resources.

Step 5 – Integration and gathering resources

According to Grayson and Hodges, the starting point is to consider the required resources to fulfil the strategies from step four. The resources they are referring to do not only include cash and capital but also people and their capabilities, the necessary leadership style and corporate culture, the approach to knowledge-management and learning and the means used to secure an appropriate contribution to CSR practice from business facilitators such as consultants, auditors, bank managers and the advertising agency. In order to integrate the corporate social opportunities it is important for a company to brief the facilitators and involve them along with employees and other stakeholders. Another opportunity for a company to succeed in integrating CSR is to hire a CSR director or other specialist CSR staff. The goal of that person is to help all parts of a company to incorporate CSR into their operations, to work to ensure understanding and integration across the entire company and to initiate own CSR projects.
 The next step is to engage stakeholders.

Step 6 – Engaging stakeholders

If the full potential of CSR is to be realised it is now important to engage the stakeholders in the shaping and delivery of business strategies. Grayson and Hodges do not believe that considering stakeholder engagement as a tactical process is the best way forward. Therefore, it calls for an ongoing commitment made by the highest level of management and it has to be embedded throughout the entire company. Grayson and Hodges argue that the majority of stakeholder engagement is based on defensiveness. But when a company has a defensive approach to the stakeholders it will not lead to a long-term relationship build on mutual trust and it cannot be made robust by open, honest and regular dialogue. This, however, should be the aim of engaging stakeholders.
 

It is through a process of direct, managed stakeholder engagement that the cares, concerns, needs and motivations of stakeholders are revealed. This approach will also change the stakeholders from being obstacles to business progress to being a valued source of information and intelligence. Almost every action that a company makes is in cooperation with different stakeholders. Grayson and Hodges argue that cooperation will be more welcomed if the stakeholders are involved and understand the context, feel that they have had an opportunity to contribute to decisions and thereby feel a kind of ownership of business operations that directly affect them.
 After having engaged the stakeholders there is only one more step in the model of Grayson and Hodges.

Step 7 – Measuring and reporting

What and how a company measures and reports should flow from why it is measuring and reporting those items. The most important purpose of all is:

“the measurement of data and reporting of information that can be used to help improve the performance of the business”

This means that the company should focus on those issues for which measurement and reporting will influence the company’s ability to achieve proposed business strategies and in order for the company to continue to improve its performance and practices. Grayson and Hodges list three reasons to why measuring and reporting have increased during recent years:

· Compulsory reporting (´have to do´)

· Increasingly expected reporting (´need to do´)

· Self-interest reporting (´want to do´)

The last way of reporting can help a company in several different areas for example

· Assess progress

· Evaluate the relative effectiveness of different approaches

· Brief stakeholders

· Provide incentives to and reward managers and other employees for achieving improvements in performing

· Send clear signals that the business is serious about CSR – if it measures and reports other major aspects of the business and not CSR then it could imply the company is paying lip-service only

· Build and maintain trust with stakeholders

· Effectively defend against criticism

These are the seven steps that Grayson and Hodges believe that a company should follow in order to transform corporate social responsibility into corporate social opportunity. These steps will in the analysis be used in order to examine if all seven steps will comply with working with sustainability in the Danish fashion industry.  

The next model I will present here is the Danish Standards Association’ handbook Virksomheders sociale ansvar – Vejledning i implementering af virksomheders sociale ansvar – “Retningslinier for CSR”

5.1.2 Virksomheders sociale ansvar

The Danish Standards Association’s handbook is a handbook, which presents CSR-principles, -systems and –tools and it also gives advice on implementing a CSR managerial system. 

The model that is presented in order to implement a CSR managerial system look like this:
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Figure 6 CSR managerial system

This CSR managerial system follows a “Plan-Do-Check-Act” managerial model. When a managerial system is establish for the first time a company should start where the benefits are expected to be best. Gradually as the system is implemented procedures, programs and technologies can be added in order to improve the performance level of the company.

In order to view how it is implemented I will now go through the model step by step.

5.1.2.1 Koncernpolitik

DS defines koncernpolitik as being a policy that determines the principles of action for a company. It lays down the goal for the level of social responsibility and performance that is required for a company and all subsequent actions will be judged in accordance with that goal. Furthermore, it is argued that the policy has to be adapted to the influence the company’s activities, products and services have on the surrounding society. Finally, the policy should provide guidelines for setting up the objectives of a company. The policy should be communicated to everybody who works for or on behalf of the company. Moreover, it should be available to the public, which can be done through external communication channels. 
 The next paragraph will deal with the Plan part of the managerial model. 

5.1.2.2 Plan 

Planning is an ongoing process and it is used to both determine and implement elements of the CSR managerial system and to maintain and improve the elements on the basis of changed circumstances in the CSR managerial system. As part of the planning process a company shall consider how it will measure and estimate its level of performance when fulfilling its obligations, objectives and other criteria for the level of performance in connection to its concern policy. The company shall decide what to measure, how to measure it and when to measure it with which methods. The planning process can help a company to focus its resources on the most important areas in order to reach its goals and objectives. 
 The next paragraph will deal with the Do part of the managerial model.

5.1.2.3 Do

The management should provide the necessary resources for implementing, maintaining and improving the CSR managerial system. Aspects of resources could be infrastructure, information systems, education, technology and the company’s financial and staff resources. The management should also be able to assign relevant persons to be responsible for different areas of the CSR implementation as well as the management should create awareness and motivate the employees. It is important to motivate the employees because it is the engagement of the individuals that transform the CSR managerial system into a process instead of being deskwork.
 Another part of the implementation process is documentation and control of documentation. In order for the CSR managerial system to be understood and handled efficiently it is essential that the company develops and maintains sufficient documentation. The purpose of documentation is to inform employees and stakeholders. It is vital for a company to control the documentation in order to ensure reliability.
 The third part of the “Plan-Do Check-Act” model is Check, which the next paragraph will deal with.

5.1.2.4 Check

A company should choose a systematic procedure for measuring and monitoring the CSR performance level. The purpose of measuring and monitoring is to watch the progress in the company policy, objectives and improvements in general. It can also be to observe if the company comply with the different demands that it has joined and it can also be to procure data for evaluating the CSR system. The results of the measuring and monitoring need to be analysed and then used to identify successes and areas of improvement.
 DS also suggests a procedure for periodic evaluation of the company’s fulfilment of legal requirements and the company should register the results of the evaluation. It can be beneficial for the company to have an impartial and independent evaluation. This can be obtained by having planned audits every year and it will benefit the trustworthiness of a company’s CSR system to involve external experts from non-governmental organisations for such audits.
 The last part of the model is to act.

5.1.2.5 Act

The management of a company should at regular intervals check the CSR managerial system in order to evaluate the system’s efficiency. Furthermore, there should be continuous improvements to the CSR system. If the management can identify disadvantages in the system it will give the company a possibility to improve the system even more. This last step is for the management to be able to define defects or disadvantages and thereby continuously improve the system.
 

This is the suggestion from Danish Standards Association to how a company can implement social responsibility. The next model that I will present is a stakeholder model for implementing social responsibility in marketing.

5.1.3 A stakeholder model for implementing social responsibility in marketing 

This model is demonstrating how to implement CSR in marketing. The aim is to present a coherent CSR program where the marketing decisions of a company are driven by a fit with the values and norms of the company. Maignan et al. present eight steps in their approach for implementing CSR:
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Figure 7 A stakeholder model for implementing social responsibility in marketing
I will now present the above model step by step. In the first step the company has to discover its values and norms.

Step 1: Discovering organizational values and norms

Maignan et al. believe that a CSR program must align with the values, norms and mission of a company in order to enhance organisational fit. This first step of the model needs to identify the values and norms that are likely to have implications for CSR. Interviews of leading and senior members of the company can give an insight into the values and norms of a company. Besides defining the values and norms a company must also understand which corporate practices and impacts that are of greatest concern to its stakeholders.
 The next step deals with identifying the stakeholders.

Step 2: Identifying stakeholders

In this step it is important to recognise the needs, wants and desires of the stakeholders. There are many important issues that are visible due to for example consumer groups, regulators or the media express an interest. When identifying stakeholders Maignan et al. argue that it is based on stakeholders possessing one of the following attributes: power, legitimacy and urgency. Stakeholders have most power when their own survival is not depended on a company’s success. When assessing power it is also relevant to examine if the stakeholders can collaborate with others in order to pressure the company. At the end of this step, the company should have a list of stakeholders with an assessment of their perspective and common power. The level of power and legitimacy determines the degree of urgency in addressing the needs of the stakeholders and step three helps a company to understand the nature of the main issues of concern to the stakeholders.

Step 3: Identifying stakeholder issues

It can often be sales representatives, customer-service representatives, purchasing managers, public relations and advertising specialists who are knowledgeable about the main norms and concerns shared by stakeholders. However, relevant information can also be found elsewhere for example in secondary documents that have been published. Despite the existing data it can be relevant for a company to conduct panel discussions or interviews with stakeholders in order to better understand their specific concerns and expectations. After gathering data about the stakeholders a company should have a list of stakeholders and their concerns. 
 The next step will bring the first three steps together and give a clear definition of CSR that specifically fits the company of interest.

Step 4: Assessing the meaning of CSR

The definition that is made of CSR in this step will be used to evaluate current practices and to select concrete CSR initiatives. Ideally, the chosen definition is also formalised and incorporated into official documents such as annual reports, web pages or company brochures. Maignan et al. argues that the definition should at least consist of two points; the motivation underpinning the commitment to CSR and the stakeholders and issues that are perceived as priority by the company. The first element of the definition clarifies why CSR is of interest to the company and it also places CSR in a broader context of the company for example in regards to the objectives of a company. The second element says something about a company’s voluntary collaborations and it is related to the commitments in the values and objectives to participate in solutions that result in improved CSR.
 The next step of the model is dealing with auditing.

Step 5: Auditing current practices

It is important for a company to use social auditing to identify stakeholder issues in order to demonstrate the company’s commitment to social responsibility. The social auditing is a process of assessing and reporting on the company’s current activities and performance and thereby fulfil social responsibilities that are expected by stakeholders. If a company do not have auditing it can be difficult to verify the CSR activities and also to justify the expenditures to stakeholders. The focus of an audit should be on stakeholder issues since this will help the company to establish a clear profile in the eyes of the stakeholders.
 The model has now reached a stage where implementation is in focus.

Step 6: Implementing CSR initiatives

The process of implementation starts with prioritising the challenging areas outlined in step five. First of all, the levels of financial and organisational investments required by different actions should be considered. Secondly, urgency is relevant when prioritising CSR challenges. Maignan et al. argue that a challenge can be considered as urgent when it corresponds to a point listed in the definition of CSR and when stakeholder pressure can be expected. It is furthermore important to allocate responsibility both to individual initiatives and the CSR implementation process as a whole. The only way to ensure coherence of diverse initiatives is to designate an individual or a committee to oversee the CSR activities.
 The topic for step seven is promoting CSR.

Step 7: Promoting CSR

It is important for a company both internally as well as externally to inform about the company’s initiatives and activities. This can for example be done by using the company’s website. If a company would like to go beyond creating awareness it can be done by building bonds to stakeholders and invite them to participate in the company’s CSR initiatives. A company could make use of awards, prices or events in order to encourage the stakeholders to get involved. The purpose of this step is to give stakeholders a chance to understand that the company’s actions are similar to the values of the stakeholders. Thereby, the stakeholders may be more appreciative of the company’s efforts and may be more willing to support the company in its CSR initiatives.
 Another way of engaging stakeholders is to ask for their feedback.

Step 8: Gaining stakeholder feedback

Besides involving the stakeholders, additional feedback can be obtained through for example satisfaction and reputation surveys. Then a company can get an insight into the stakeholders’ assessment of the company and its practices. If the company would like to know more about the stakeholders’ opinions in a more specific matter it is a good idea to use more qualitative methods such as interviews. Maignan et el. suggest that the feedback of the stakeholders will be used in the audits of a company.
 Figure 7 further shows that the feedback can be used as input to a reassessment of the first three steps.
 These are the eight steps that Maignan et al. suggest in order to implement CSR in a company. As opposed to the previous two models, this model has a stakeholder focus.

However, all the existing models argue that it is important to implement sustainability into the entire company. Furthermore, it is argued in the previous chapter that it is essential for a company to integrate sustainability instead of dealing with it just as an add on. The next paragraph will therefore be dealing with implementation. It will deal with what is important for a company to be aware of when implementing strategy and sustainability into the entire company as well as some of the pitfalls there might be. If a company is aware of the pitfalls beforehand it has the opportunity to avoid these and make a more successful implementation. 

5.2 Implementation

Mike Freedman has written an article called “The genius is in the implementation”, where he argues that strategy implementation requires discipline, commitment and creativity. He also argues that the first thing to do is to formulate a strategy. If a company does not have a strategy it is like kicking a ball around with no goal and no goalkeeper in place he says. Furthermore, he says that many executives are lacking the skill of translating strategy into actions. Dr. Lawrence Hrebiniak agrees with Freedman since he argues that managers are trained to plan, not execute. This can mean that the way to successful results can be filled with mistakes and frustrations.
 Because when a company has formulated a strategy it is just the beginning and not the end of the job. Freedman says:

“Each day you have to look at ´How can I achieve this strategy?´ Implementing strategy becomes your work for the day”.
 

According to Freedman setting the strategy is the glamorous part and then when the strategy is set, interest among top team members decline and efforts to implement the strategy pull up short. Then operational behaviour and short-term goals take over and become the focus of attention for the managers. The result of this behaviour is according to Freedman suboptimal performance and then implementation pitfalls occur. Freedman has defined nine pitfalls and defined them as the deeper ones. They are as follows:

· Strategic inertia – Not getting started. Many managers resist change or fail to give it top priority

· A lack of stakeholder commitment – Not having everyone on board. Middle management are often the block to progress

· Strategic drift – Not focusing on your destination. This can start with a CEO if implementation is ignored. Drift will occur without iron discipline

· Strategic “dilution” – Things are moving but it is not clear who is driving. This can result in confusion and contradictory directions

· Strategic isolation – Things may be happening but communication is ineffective. Every business unit, its performance system, business processes and role modelling have to be coherent throughout the entire business otherwise there will be troublesome disconnects between the strategy and its implementation

· Failure to understand progress – Not knowing where you are on the journey. There has to be continuous measurement of a strategy.

· Initiative fatigue – There is many things going on but nothing gets done. 

· Impatience – A demand that change takes place right now. Intellectually we know that strategy cannot be implemented over night, but emotionally CEOs can be unreasonable

· Not celebrating success – Failing to recognise and reward progress can hold back the achievement of the ultimate goal.

These are the deeper pitfalls, which a company can encounter if strategy implementation is not taken seriously and given the time needed.  Freedman argues that world-class CEOs are aware of these traps and that they know that their involvement is essential. Hrebiniak continues:

“It also follows logically that managers who know something about strategy execution very likely have the advantage over their counterparts who don't”

In connection to the above quote Edward M. Gurowitz says that Fortune Magazine stated that less than 10 % of strategies effectively formulated are effectively executed. This means that only one out of ten companies with an effective strategy is capable of implementing it afterwards. Gurowitz believes that the answer lies in the way the nature of business has changed in the past 30 years. He argues that the rules of management have changed. The majority of a company’s market value has shifted from tangible assets to intangible assets. He continues: 

“Management of a company whose value-creating mechanisms are based largely on intangibles is a whole different ballgame than when those mechanisms are based on tangible assets”

He also argues that the intangible assets must be integrated as well as the tangible assets were. The challenge though is that intangible assets reside in people’s thinking and in order to create value it is essential for these people to put the assets to work. Furthermore, Gurowitz argues that in order to integrate the intangible assets it is not possible to make use of a top-down strategy since the assets are in everybody’s heads.

6 Theory

As mentioned in the introduction to the previous chapter I believe that the existing models for working with sustainability lack some elements. After having analysed the three companies in connection to the three existing models from the previous chapter I have found that it is necessary to involve two more areas of theory; strategy and supply chain. It is evident that these two areas are not dealt with in the existing models. However, they have proven to be of importance to the three companies, which is why they will be included in the development of the model. The paragraph about strategy will be dealing with the values, vision and mission of a company and how these are built and adapted to a company. The paragraph about supply chain will include a model, which explains how sustainability can be incorporated in the different functions of a supply chain as well as a paragraph concerning reverse supply chain. 
6.1 Strategy – vision, values and mission

This paragraph will be dealing with strategy and in order to make it more specific I have chosen to look more into the values, vision and mission of a company. These areas have been selected on the basis of statements from the interviewees in the interviews that I have conducted. It can be argued that the vision, values and mission of a company are the ground pillars of the company’s identity. It is these three areas that help the company define its identity. According to the interviews that I have conducted I believe that these three areas are of relevance because sustainability often was mentioned as a core of the company and it was referred to as the only way of doing business. First, I will deal with the concept of strategy and look more into what a strategy is and then I will go more into details with the three areas of vision, values and mission.

6.1.1 What is a strategy?

West et al. explain the origin of the word strategy:

“The word strategy comes from the Greek word strategos, meaning a general in command of an army; it is formed from ´stratos´, meaning army and ´ag, meaning to lead. Therefore, it was first defined in the ancient military dictionaries. Strategy was defined in military literature as ´a plan of attack for winning´ or ´a plan for beating the opposition´.
 

On the basis of different definitions of strategy West et al. argue that successful strategies typically consist of four key ingredients

· They are directed toward unambiguous long-term goals

· They are based on insightful understanding of the external environment 

· They are based on intimate self-knowledge by the organisation 

· They are implemented with coordination and effective harnessing of the capabilities to achieve the competitive position targeted

West et al. furthermore define strategy in terms of three organisational levels. These levels are; the corporate, business and functional levels.

The corporate level

This level describes the overall direction of a company. It concerns the general attitude toward growth and the management of the company’s various businesses and product lines to achieve a balanced portfolio of products and services. Additionally, it is at this level where decisions are being made regarding the types of business in which a company should be engaged. It is also the level where the flow of financial and other resources to and from the company’s divisions are being handled.
 The level below the corporate level is the business level.

The business level

According to west et al., this is the level where business strategy normally is being developed. The business strategy usually emphasises improvement of the competitive position of a company’s products or services in the specific industry or market segment served by the division. The business strategy aim to answer the question: how should the company or its strategic business units compete or cooperate in each industry?
 The last level defined by West et al. is the functional level. 

The functional level

This level is concerned with maximising resource productivity. The functional departments such as marketing, finance, R&D and production develop strategies to pull together their various activities and competencies in order to improve performance. Many companies choose to outsource some of their activities and the activities that are outsourced should according to West et al. be the ones that are not critical factors in the company’s distinctive competencies.
 

West et al. say that these three levels of strategy form a hierarchy of strategy development. They interact closely and constantly and in order for a company to be successful they must be well integrated. 

The next paragraph will now be more specific in connection to an essential part of a strategy, which is a company’s vision, values and mission.

6.1.2 Vision, values and mission

When looking at vision, values and mission as important elements of a company’s identity there are several advantages of having a clear and consistent identity. It will according to Bouchikhi and Kimberly benefit the company both internally and externally. When looking at the internal benefits, Bouchikhi and Kimberly emphasise that employees often identify themselves with the company if the company has a strong identity. A benefit of this identification is for example that the employees will project a positive image of the company to the outside world. Another advantage is that the employees will be more loyal and committed to the company they work for. The consistency of the company, which is obtained through a clear and consistent identity, will, according to Bouchikhi and Kimberly, foster trust and reliability. Loyal employees are more difficult to lure away to another employer, which means that the company can invest more confidently in education and development of its employees’ skills. Loyal employees are also more willing to help out in tough times and be willing to make sacrifices if the company faces difficulties. Lastly, another internal benefit is that a clear corporate identity will be an effective guide for dealing with problems that may occur and other day-to-day decisions.
 

When moving on to the external benefits it is clear that they are not fundamentally different from the internal benefits. The internal and external benefits are also mutual reinforcing for the company. One of the external benefits is that the company is easily recognised. This is important in a world where companies offer similar products and services. A company that enjoys a high level of recognition due to a clear identity does, according to Bouchikhi and Kimberly, not need to promote itself in the usual way because many stakeholders already know what the company stands for. Attractiveness and loyalty, as mentioned above as a internal benefit, are also external benefits that can help the company attract both employees, suppliers, customers and investors. Similar to loyalty, trust is both an internal and external benefit. From an externally point of view customers come and buy from a company because they trust the company and expect it to stand behind its products and services. Also investors remain loyal because they trust the company since they perceive the company to be reliable and predictable.
 

Jaffe uses the term visioning in connection to the process of clarifying values, focusing a mission and stretching the horizon with a vision. He also argues that it is not a one-time meeting but that visioning has stages that can be accomplished over time. Jaffe has set up a five-step visioning sequence, which I now will go through. This sequence will include vision, values and mission. The five steps Jaffe puts forward are: clarify values, scan the current situation, define the mission, create a vision and implement the vision.

6.1.2.1 Clarify values

Every person has his/her own set of values, which we often make decisions based on. Often these values are unconscious. In an organisational context where teamwork is important the values of a company can help the team work better together and help the team to make decisions that will lead to commitment and action. Values are the essence of a company’s philosophy for achieving success. Values can provide the employees of a company with a sense of common direction and guidelines for day-to-day behaviour. The first step in creating an atmosphere of common commitment to the company is to invite the employees to join the purpose of the company. Jaffe believes that one of the vital factors people look for in their work is that they can see a meaning with what they do. They need to see a connection between their actions and a greater purpose.
 It is essential for a company to be clear about its values in order to get the job done. Even before mission, vision and strategy a company must, according to Jaffe, come to an agreement about what it stands for both in connection to its customers as well as to its employees. The mission and vision only define the external focus, so the company need values in order to have a foundation for action. 

The company’s values are also of help when determining how the employees work together, treat each other and what bonds the employees together. People work for different reasons and therefore it is important for the company to have a common set of values to work from. When the company has defined its values it is important to turn these values into policies, practices and standards of behaviour in order to turn the values into actions.
 After having defined clear values for the company Jaffe moves on to the next step, which is scan the current situation.

6.1.2.2 Scan the current situation

In order to create a context for visioning Jaffe argues that it is necessary to have a clear idea of the environment in which the company makes business. It can start by looking at the history of the company and look at the reason why the company was founded since how a company begins often gives it a deep sense of purpose. When scanning the environment it is relevant to make a SWOT analysis as well as looking at the company’s customers and competitors. Lastly, Jaffe suggests that the company identify critical issues of the future since it will help the visioning process.
 The next step is defining the mission.

6.1.2.3 Define the mission

Jaffe says that a mission is not a narrow goal, but an overall guiding direction and that a mission is the core existential reason for existing. This is true for both humans and companies. With a clear mission people know what is important and then they can focus their activities in that direction. Kotler and Keller agree since they say:

“A clear, thoughtful mission statement provides employees with a shared sense of purpose, direction, and opportunity. The statement guides geographically dispersed employees to work independently and yet collectively toward realizing the organization’s goals”

According to Jaffe, the company needs to analyse who it is in order to define the mission statement. This analysis can be built upon the environmental scan. Furthermore, the mission statement can emerge from a process of asking questions externally as well as internally and then compare the answers. Jaffe defines a mission as follows:

“The mission is the synthesis of what the customers see as your business, what the employees in your group see as your business, what your products and services should be, who your customers are and what value you bring to them. It also includes what the larger environment sees as your purpose and what work you actually do. It is built upon your core values”

In addition to the above definition, Jaffe argues that the mission statement shall distinguish the company from others and make it clear what is unique about this particular company. When making the mission statement the company has to make sure that it evokes passion and feeling. The statement shall say who the company is and why it is passionate about it. Kotler and Keller are of the opinion that a good mission statement has three characteristics:

1. It shall focus on a limited number of goals

2. A mission statement stresses the company’s major policies and values. It narrows the range of individual discretion so that employees act consistently on important issues

3. It defines the major competitive spheres within which the company will operate

When then company has developed the mission statement it is time to create a vision, which the next paragraph will deal with.

6.1.2.4 Create a vision

The next step of visioning is where the company creates its vision. According to Jaffe the vision reflects what the company cares about, it will represent an expression of what the mission looks like and it will be harmonious with the values and sense of purpose of the company. A vision is rooted in reality but focuses on the future. However, even though the vision directs the company toward the future it is important to understand and remember that it is experienced in the present. When a company compares the images of the future with the present image it will give the needed tension for action. Jaffe argues that a vision is based and created on the fundamental values of a company as well as on the fundamental purpose and the company’s awareness of its current situation.
 Jaffe summarise what a vision is like this:

“A vision statement should include your basic strategy on how you want to achieve your mission. It should include your spoken and unspoken hopes and dreams. Your vision should inspire and touch you. If it does not inspire you, it will probably not inspire others. A vision comes from within and from without. Developing it is sometimes a messy process, and living it becomes a daily challenge”

The next paragraph will outline how a company can implement its vision.

6.1.2.5 Implement the vision

At this stage it is essential for the company to communicate the vision to the rest of the organisation, especially to the employees who have not directly been involved in the visioning process. The employees need to discuss the vision and clarify what it actually means and how it will affect their daily work. This means that the people involved in the visioning need now to listen to the employees and not defend the vision. The vision needs to be integrated in the entire company. This is the visioning process, which includes vision, values and mission and the following paragraphs will be dealing with the area of supply chain.

6.2 Supply chain

As lesson number seven suggested in chapter 4 it is important for a company to focus on its supply chain. Lesson number seven says that if one part of the supply chain acts unacceptably it might influence the company’s reputation and its work with sustainability. Contrary can a supply chain influence the company in a good way since the entire supply chain will contribute to a high performance of a company. The high performance can for example be of social or environmental character. This paragraph will deal with a definition of a supply chain and a model of how the supply chain can be of help when a company want to work with and implement sustainability. This model will be relevant when examining how Danish fashion companies can improve their work with sustainability. 

6.2.1 What is a supply chain

First of all, I will examine different definitions of a supply chain in order to get an overview of the concept. Coughlan et el. use the words marketing channel and their definition is as follows:

“A marketing channel is a set of interdependent organizations involved in the process of making a product or service available for use or consumption”

Another word for supply chain is value chain and thereby also a different definition:

“A connected series of organizations, resources, and knowledge streams involved in the creation and delivery of value to end consumers”

However, in the book Basics of Supply Chain Management there is a more clear distinction between supply chain and value chain. Fredendall and Hill argue that the supply chain consists of several individual firms that exist between the raw materials and the end consumer. The value chain is then functions within each of the individual firms and these functions add value to products or services that are sold. 
 I will be working with the concept of supply chain as being individual companies that are involved in the process of making a product or service as well as adding value to that specific product or service. 

6.2.2 Supply chain and sustainability

Kirstie McIntyre believes that supply chains are an excellent starting point for improving the environmental, social and economic performance of companies over the long term. She also believes that companies can have difficulties believing that it can both be sustainable and profitable at the same time. Therefore she suggests that:

“The functions that the supply chain organization manages are an ideal place for a company to begin putting together the actionable steps and investments that will demonstrate positive progress towards sustainable development”.
  

Furthermore, McIntyre argues that supply chain management has risen high on the corporate agenda since companies begin to recognise that there is a potential in creating sustainable competitive advantage. Coughlan et al. add:

“a strong channel system is a competitive asset that is not easily replicated by other firms and is, therefore, a strong source of sustainable competitive advantage”.
 

Thereby, McIntyre aggress with Coughlan et al. that a strong channel system can lead to a competitive advantage for the companies. It is often the supply chain that can provide the added value that customers require. McIntyre shows a figure of the major supply chain functions and then discusses their ability to improve sustainability in terms of environmental, social and economic impacts. The figure is shown below: 
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Figure 8 Common supply chain functions 

I will now go through each function and examine how McIntyre suggests the functions’ ability to improve sustainability. Furthermore, I will supplement with other authors and their perspectives and examples of similar solutions from other cases. 

6.2.2.1 Purchasing/procurement 

McIntyre says that purchasing is often the first place that companies start to implement environmental issues into their management processes and environmental performance is certainly integrated into many large companies now. These large companies can affect whole supply chains and cross many industries with their requirements for environmental performance.
 Wal-Mart is a good example of this because Wal-Mart is using its green conscience to drive efficiencies within the supply chain. Wal-Mart will compare similar suppliers’ environmental footprints and in that way highlight inefficiencies. This will put pressure on the suppliers and it will affect the supply chain.
 McIntyre argues that many retail chains are developing their own safety initiatives. They can for example ban chemicals in the production of their products. Many retailers are asking their suppliers of own-label products in order to avoid chemicals.
 The next function in the supply chain is production/manufacturing.

6.2.2.2 Production/manufacturing 

According to McIntyre less than 10 % of everything that is extracted from the earth becomes usable products. This means that the remaining 90 % can be defined as waste. This is a relevant area in which to improve sustainability. By resource efficiency it is possible to improve sustainability performance. McIntyre also argues that what is needed is a different view on products. IKEA believes that higher profits will come from better solutions rather than selling more units. This means that the products will get a longer life cycle and it will create a potential alignment between what is sound economically and what is sound environmentally.
 The next function in the model is distribution/warehousing, which the next paragraph will elaborate on.

6.2.2.3 Distribution/warehousing 

The main area of focus in regards to distribution and warehousing is transportation. This is a difficult area to work with because there are many considerations to take into account. It can be quite easy to reduce the fuel consumption but that does not take stakeholders into considerations. If it is possible it can be beneficial for the environment if the products are being transported by rail or ships instead of planes and lorries. However this might require some heavy investments in for example rail in order to minimise delays. This can to some extend be overcome by consolidators that ship many companies’ products together in order to maximise loading efficiencies.
 

Warehouse management is also a key social and environmental factor in distribution. Even though a company make many efforts to reduce its environmental footprints a energy consumption in a poorly managed warehouse can destroy the other efforts of a company. This is one reason to be more aware of the warehouse as a function in the supply chain. Packaging and waste management are often also important factors at the warehouse and these areas must also be integrated into the supply chain in order to make a holistic effort in reducing the impact on the environment.
 Use and maintenance is the next function in the model.

6.2.2.4 Use and maintenance

McIntyre points out that it is the use of a product that often creates the biggest environmental and social impact. More and more companies are concerned about their products even when they disappear into the next stage of the supply chain – to the consumer. The companies are concerned about how their products are being used since this stage, as mentioned above, creates big environmental impact. It ca be relevant for some companies to interact with the consumer and in that way make the consumer a co-creator of value for the product. McIntyre emphasises that training the consumer in how to use the product properly is also a very good idea in order to reduce environmental impact.
 When the consumer is finished using the product a question arises: shall the consumer dispose or reuse and recycle the product and this function can also be made more sustainable. 

6.2.2.5 Dispose or reuse and recycle?

Some companies have chosen to focus their environmental efforts on the other end of the supply chain by focusing on recycling. Companies such as IBM, Nokia and BMW encourage the customers to return used equipment to the company. Then the companies either recondition the old equipment or reclaim the materials they are made of. However, in order to minimise the total environmental impact it is essential that it is evaluated from the total system perspective and McIntyre suggests that reverse logistics may be the answer to improving the environmental impact of the supply chain by improving material use.
 Chris Lewis is of the opinion that it is important to ask a question such as ´how organic something really is´.
 It might be the case that some raw materials are grown without the use of pesticides for example, but what does it matter if the raw materials or the products are flown half-way round the world to the consumer. This perspective complies with the above suggestion of taking the entire supply chain system into account when evaluating if a product is sustainable or not. This is the last function in McIntyre’s model of common supply chain functions. In connection to this last function of McIntyre’s model I believe it is relevant to bring up the concept of reverse supply chain. I will in the next paragraph go more into details with reverse supply chain.

6.2.3 Reverse supply chain
Halldórsson and Skjøtt-Larsen refer to Stock (1998) who claims that reverse supply chain is:

“most often used to refer to the role of logistics in product returns, source reduction, recycling, materials substitution, reuse of materials, waste disposal, and refurbishing, repair and remanufacturing”

Furthermore, Halldórsson and Skjøtt-Larsen argue that a reverse supply chain is a series of activities required in order to retrieve a used product from a customer and then either dispose it or reuse it. However, this reverse supply chain will challenge the company in several ways. Some of the challenges are:

· Large variations in timing, quality and quantity of product returns

· Lack of formal procedures for product returns

· Lack of local competence in inspection, evaluation and disposition of the returned products.

Sam Tulip agrees that there are some limitations in the way the situation looks now. He says that industries are not picking up responsibility and he continues: 

“when we get down to the recycling level there is neither the support for the creation of appropriately scaled and located recycling industries, nor for the creation of markets for the products of recycling”
  

Furthermore, Tulip argues that it can be a messy business when running a process in the opposite direction to that for which it was primarily designed. However, he is of the opinion that this area has an increasing impact on a company’s and the entire supply chain’s perceived green footprint and therefore it is becoming an important and interesting area. One of the reasons why this area is becoming important is due to a shift in culture. People no longer expect things to last and this attitude runs counter to the green agenda of today. The next paragraph will give an example of a supply chain solution. 

6.2.4 Example of a supply chain solution

The example is a Scandinavian fashion company called NP Collection. NP collection has become the first fashion company to pilot an RFID
-based total supply chain solution. The aim was to improve the efficiency of the company’s logistics. The NP garments will be RFID tagged at the manufacturing site and then it is possible to track the garments throughout the entire supply chain. Furthermore, the RFID tag is able to collect data about the garment. This supply chain system makes it possible for NP to follow each stage of the supply chain in real-time. This results in cost savings and increases accuracy both in logistics and manufacturing. With the RFID system NP is capable of carrying out daily inventories to see what products are on the shelf and which products are on their way to the stores. Besides tracking, the RFID system covers the receipt and dispatch of goods, inventory management and point-of-sale functions. Managing director of NP Collection says that the product handling rate has improved tenfold and human error has been eliminated thanks to the RFID system. NP Collection expects to reach ROI in only six months.
 

7 Analysis 

In this chapter I will analyse the three companies Jackpot, Katvig and Mette’s Afrika with the purpose of being able to answer the problem formulation. This chapter will consist of four main paragraphs, where the first three paragraphs will correspond to the three objectives of the problem formulation. The fourth main paragraph will be an explanation of the developed model, where I will go through each element of the model. The first main paragraph will analyse the perception of sustainability in the Danish fashion industry, the second main paragraph will analyse the three companies in connection to the existing models of chapter 5 and in the third main paragraph I will develop a model for how to work with and implement sustainability in the Danish fashion industry

7.1 Perception of sustainability in the Danish fashion industry

In this paragraph I will examine and analyse how the Danish fashion industry perceive sustainability today. This examination and analysis will be carried out on the basis of the three interviews I have conducted with Jackpot, Katvig and Mette’s Afrika. Furthermore, I will include different articles from fashion magazines in order to get a broader view from the fashion industry. The first part of this paragraph will give an overview of how the three companies define sustainability, which is in accordance with the first question that I asked in the interview. Secondly, I will examine if the companies perceive CSR and sustainability as two very different areas or similar to each other and compare the perception of the Danish fashion industry with the definition of sustainability in this thesis, which is defined in chapter 3. I will also include secondary data in order to get a broader overview of the industry and also compare that view with the three companies and my own definition. Finally, I will examine how far sustainability has come according to the three companies. This paragraph will thereby give answers to objective 1 in the problem formulation.

The first question asked in all three interviews is how the companies define sustainability. Katvig works with the concept of sustainability within two areas. One is the product and the other is the company. It is defined as external and internal sustainability. Furthermore, when talking about sustainability Katvig uses a metaphor of a stool with three legs where the stool will fall over if one leg is shorter or longer than the others. The three legs of the stool are respectively economic, social or ethical issues and environment. Katvig continues:

“if there is a balance between these three issues, then we believe that we can live with ourselves. We also believe that we can be sustainable and hopefully be known for our work with sustainability. However, if our economy cannot keep up with our dreams and ambitions, we cannot exist as a company”

When Katvig was founded in 2003 the founders believed that the only way of doing business was the sustainable way. This perspective is different from the situation of Jackpot. Jackpot was founded in 1974 and the first organic products were produced for the summer collection in 2007. Jackpot works with sustainability very specifically in the production of clothes but has not made a specific definition of sustainability. However, similar to Katvig, Jackpot works with three areas of sustainability. This work is in cooperation with a company called Made By.
 The three areas of cooperation with Made By are sustainable production, CSR and transparent supply chain.
 When examining the third interviewee Mette’s Afrika, it is somewhat similar to Katvig in the way that Mette’s Afrika is born with a CSR profile. The company started in 2004 and since Mette’s husband is South African, and that is where the focus of production is for Mette’s Afrika, it has always been important to give something back to the communities. The CSR profile for Mette’s Afrika is that it is women who are hired to produce the products. In regards to the environment the company use ISO certified leather for the products.
 

In the case of Mette’s Afrika there is a bigger focus on CSR than in the cases of Jackpot and Katvig where there is a more balanced view of the concepts. It is evident that the three companies have some similarities in their work with sustainability. They all include CSR in their definition of sustainability and environmental issues are also included. However, as it is evident in the discussion in the definition of sustainability chapter, there are differences in the perception of what these concepts cover. Katvig believes that CSR does not cover the economic aspect but focus on social and ethical issues and to a certain point some environmental issues. However, Katvig continues that it is only possible to do CSR work if you exist as a company, which means that the company has to be sustainable including economically sustainable. So the main focus of CSR is social and ethical issues where economic and environmental issues are a secondary part of CSR. This perception of the concept of CSR is to some extent in accordance with Djursø and Neergaard who argue that it is only a profitable company that is capable of acting responsible and sustainable. However, there is a disagreement between Katvig and Djursø and Neergaard as well, since Djursø and Neergaard argue that CSR include social, environmental and economic issues where Katvig is of the opinion that CSR only covers social and ethical aspects. 
 

When Jackpot was asked about the distinction between the concepts of sustainability and CSR the answer was that it is a quibble. However, Jackpot is involved in different initiatives together with Made By where they try to certify other materials than cotton. That is the sustainable part in connection to the product. Furthermore, Jackpot actively pays a fair trade premium to the people who work with the cotton. The fair trade premium is 35 % where 20% is extra costs in connection to growing organic cotton and the remaining 15% is premium that goes directly back to the local communities where the cotton is grown. This is the social part of CSR.
 According to the answer it does not seem like Jackpot has a clear distinction between sustainability and CSR, which is also evident in the definition of sustainability chapter, where it can been seen that these two concepts are used interchangeably.
 

Mette’s Afrika agrees with Jackpot since it is believed that CSR and sustainability are the same. There are just a lot of ways of saying it. Mette’s Afrika believe that CSR is about social responsibility where child labour is not being used and where the workers get overtime payment and proper salaries. 

When looking at the above perceptions of the two concepts of CSR and sustainability it is clear that the fashion companies have may different perceptions just as the literature has. Thereby it is evident that sustainability and CSR are two concepts that are not well defined since there are so many different opinions about what they cover. After having established that the companies have different perceptions of the concept of sustainability it makes me wonder if it is possible to develop a model, which can be used by a wide range of companies within the Danish fashion industry. 

However, there is an agreement on some of the issues and if CSR and sustainability could be defined as one concept then I have reason to believe that it could be a better defined concept where people can agree on what it covers. In order to get a broader view of the concepts of sustainability and CSR in the Danish fashion industry I have looked at some magazines. One magazine is a magazine published by Max Havelaar called FAIRnok. It is a free consumer and lifestyle magazine and its target group is people who think about the condition of the world and who would like to make a difference.
 In FAIRnok’s issue three 2007 there is an overview of three different terms; fairtrade, ecology and CSR. According to this overview fairtrade is an alternative approach to conventional international trade. The idea is to secure a sustainable development for peasants and workers by paying them a fair price for products and labour. When a product is marked with fairtrade the peasants and the workers are guaranteed a minimum price and a fairtrade bonus. Ecology covers products and production methods that do not contain or make use of chemical fertilisers. With this perspective ecology is an aspect, which consider the environment but also the people who otherwise would have to work with toxic substances that are harmful to their health. CSR is, according to FAIRnok, companies’ work with integrating social and environmental considerations in their core business and in their work with their stakeholders. Within the textile industry CSR deals with environment and people in the supply chain. With this perspective CSR can also include fairtrade and ecology and therefore I will argue that this is another evidence that there is confusion about the concepts of sustainability and CSR in the fashion industry. There are several different terms and they each have an explanation of what they cover but at the end there is much overlap of the terms and I believe that one or two well-defined terms would be enough to cover them all. 

Another question, which was asked in the three interviews is: how far is sustainability in the fashion industry? The answers to this question will also give an indication of how sustainability is perceive and these answers give a picture of an industry where there are very different opinions about how far sustainability is. Katvig says that:

“I believe that it is just the beginning. I have to believe that otherwise we could not be so idealistic about it as we are”

Furthermore, Katvig believes that sustainability has come to stay because it is now possible to produce trendy clothes with strong colours and just as beautiful and smart as other clothing whereas when it was first introduced in the industry it was grey linen and really boring styles. When talking about sustainability as a trend, Jackpot believes that sustainability probably is a topic, which will fade out in the media and that people will begin to take it for granted. However, Jackpot continues:

“I do not believe that it is a trend that will disappear”

Jackpot substantiates this statement with the fact that Danish Fashion Institute (DAFI) is very hooked on the idea that sustainability shall be characteristic of the Danish fashion industry. And Jackpot does not see any signs of sustainability being a passing trend. Mette’s Afrika is of a different opinion about sustainability being a trend. It is believed that it will end at some point and that the trend is peaking right now. Another observation Mette’s Afrika has made is that:

“people do not care, it is all about the price. It is an extra bonus if something is sustainable or fairtrade but that is not the reason why they buy the products”

Another reason why the company does not see sustainability staying is that it is a small part of the population, which it means something to and nobody can make a living from that small part. From the above quotes it is evident that there is a difference in opinions about how far sustainability has come in the Danish fashion industry. If sustainability is peaking now and will disappear soon a question could be if it is necessary to develop a model for working with sustainability at all. However, I interpret the answers from the three companies in the way that sustainability might not be a hot topic to talk about in the future as it is now, but it will still be an area, which all three companies will work with because they all believe that it is the right way to behave and do business. Therefore I do believe that it is relevant to develop a model, which can help companies to work with and implement sustainability. The next paragraph will go further into the analysis of Jackpot, Katvig and Mette’s Afrika’s implementation of sustainability in order to analyse if their actions conform with the three existing models presented in chapter 5.

7.1.1 Summary

It is evident that the three companies have different perceptions of how to define sustainability. Jackpot does not even have a definition of the concept. It seems to me that there is some confusion about the concept. However, that is also the case in the literature that I have used in the definition chapter. There are also some similarities in their work with sustainability. They all include CSR in their definition of sustainability and environmental issues are also included in their definitions. There is also a difference of opinions when the three companies answer if sustainability has come to stay. However, it is clear that all three companies will work with sustainability in the future.

7.2 Jackpot, Katvig and Mette’s Afrika’s implementation of sustainability

In this paragraph I will examine the existing models in connection to the statements and answers from the interviews that I have conducted with Jackpot, Katvig and Mette’s Afrika. I will examine if the implementation in the companies conform to the three existing models from paragraph 5.1. This will be done in order to examine if the existing models are satisfactory for the work with sustainability in the Danish fashion industry or if there are areas, which are relevant for the Danish fashion industry but the existing models do not cover. This paragraph will answer objective 2 in the problem formulation and thereby contribute to answering the problem formulation. 

7.2.1 First step
All three companies have at some point decided to focus on sustainability. I asked them what the first step was to start acting sustainable and basically I received two different answers. Katvig and Mette’s Afrika have the same foundation for working with sustainability since both companies are born with a sustainable profile:

“We are born with a CSR profile”

“Katvig was founded in 2003 by Kathrine and Vigga and they have from the beginning aimed at Katvig being a brand, which is known for colours, strong patterns, good quality and sustainability”

This approach to working with sustainability fits with Grayson and Hodges step 1 in their model: Seven step analytical process. Their first step deals with identifying the triggers and they also argue that for a new company it simply might be a question about ´what is the way we want to do business´, which is the case with both Katvig and Mette’s Afrika.
 In the case of Jackpot the reasons for working with sustainability are different since the company has already existed for many years. However, Jackpot has had a desire to work with sustainability for a long time, but has not found that it was possible without an external partner with specific know how Jackpot could benefit from and draw on. Jackpot continues:

“It was a must for us because it is so close related to our core values, we had to do it because it is so well connected to our company”

Jackpot’s approach to sustainability fits with Maignan et al.’s step 1 in their model: A step-by-step approach for implementing CSR. In that first step Maignan et al. argue that a CSR program must be aligned with the values, norms and mission of a company in order to enhance organisational fit.
 In Jackpot’s situation the company already has a set of values, which is: ´respect for people and nature´ and the work with sustainability fit very well with these values. 

7.2.2 Planning for sustainability
The Danish Standards Association’s second step of their model is planning and this step is similar to Grayson and Hodges’ step 2 scoping what matters.
 When looking at the three companies and examining if these steps conform to their actions I will argue that it is important to plan for sustainability. Jackpot works very goal-oriented with sustainability in connection to production of clothes.

“we work very goal-oriented with it in our production of the clothes”

Right now Jackpot is at a stage where 10 % of the collection is produced of organic cotton. The goal within the next three years is to reach 15 %. So it is evident that Jackpot has plans for what will happen in the near future. Mette’s Afrika has also planned for the future and the goal is to:

“I would also like to make a clothing collection”

Furthermore, Mette’s Afrika’s goal is to promote production in Africa and influence other companies to move their production thereto. Katvig also has a plan for working with sustainability but it is said that:

“we have it internally but I do not dare to tell you because I do not believe that it will last”

The goals Katvig has are reformulated all the time because often things turn out to be harder to accomplish than expected and then Katvig might have to find a new supplier and therefore start from scratch. However, Katvig hopes that very soon it will be able to reorganise the collection so every piece of clothing sold has at least one better feature than ordinary clothing where no thoughts are given to sustainability. These features can for example be fairtrade and organic cotton.
 

7.2.3 Hiring a person responsible for sustainability
Another step, which is relevant for the Danish fashion industry is in accordance with Danish Standards Association’s step three ´Do´. Danish Standards Association argues that:

“the management should also be able to assign relevant persons to be responsible for different areas of the CSR implementation […]”

Both Greyson and Hodges and Maignan et al. also agree that assigning relevant persons is important. Grayson and Hodges talk about it in connection to integrating sustainability into the company and so do Maignan et al. also.
 Having someone in the company who is responsible for sustainability is also one of the ten lessons that EIU suggests for corporate leaders.

Both Jackpot and Katvig have persons who are responsible for sustainability in the companies. Maryam Terp, Jackpot, has many fields of responsibility and is among other things business development manager, management assistant and responsible for Jackpot’s cooperation with Made By. By virtue of these positions she is very much involved with Jackpot’s work with sustainability. Katvig also has a person who is responsible for sustainability:

“due to the fact that the company gradually grew, more and more people got employed and the collections were becoming bigger and bigger, they found out that they needed a person to take care of everything about sustainability”

The above quote shows the reason why Pia Odgaard was hired at Katvig. According to Katvig’s argument for hiring a person to be responsible for sustainability it can be argued that the company need to be of a certain size in order for it to be relevant to hire such a person. This is evident in the case of Mette’s Afrika where the company consist of two people, the owners. It is still the owners who are responsible for sustainability in Mette’s Afrika. 

7.2.4 Measurement 

All three existing models agree that measuring and reporting are important aspects of implementing sustainability. Danish Standards Association argue that a company should choose a systematic measuring system to measure the CSR performance level. Furthermore, it is argued that:

“It can be beneficial for the company to have an impartial and independent evaluation”

Grayson and Hodges believe that it is important for the company to focus on the issues that can help the company to achieve proposed business strategies. Miagnan et al. agree that it shall be a measuring of the companies’ current activities and performance. However, it is interesting to examine if measurement activities of the three companies, Jackpot, Katvig and Mette’s Afrika, conform to the three models. This is interesting in order to examine how important measuring is in the Danish fashion industry and if measuring is an area, which shall be included in the development of my own model. 

Jackpot and IC companies, which Jackpot is a part of, will now certify all manufactures up to BSCI
 level. Jackpot has a good code of conduct, which the manufactures have to comply to. Jackpot continues:

“earlier it was not checked by an impartial third party but that will happen now and it will lift it up to BSCI level”
  

Katvig is at the same position where an impartial third party checks the products:

“we DO want a third party certification and that is Technological Institute that has that responsibility”

Katvig has also chosen to use the Flower and a company can actually read the criteria of the Flower and then hand them over to the suppliers and ask them to follow the criteria and then the company can make its own audits. But Katvig does not want to do it that way. Katvig wants a third party audit even though it is believed that it is unacceptable that the companies that are responsible have to pay so much money to be certified and other companies do not have to pay anything at all. Jackpot and Katvig’s actions conform to the guidelines from Danish Standards Association since they argue that it is beneficial for a company to have an impartial and independent evaluation. But when looking at Grayson and Hodges argument to focus on certain issues Katvig differs from that perception since, as it is evident in paragraph 7.2.2, the plan is that:

“all the pieces of clothes that we sell have some sort of better feature than regular clothes where no thought has been put into it”

Mette’s Afrika believes that a good idea is to visit the factories yourself. Relevant elements to look at when visiting a factory can be:

“how are the employees treated, how much do they get paid, which chemicals are being used, make sure that the employees are member of a union, do the employees have a contract, do they have to work at nights, are there toilets and do they get lunch”

This is a really basic thing but Mette’s Afrika argues that there is one rule of thumb; would you like to work there yourself? Mette’s Afrika does not have audits, however the company does cooperate with Danida
 and the African factories do have an African certification. There is one point where Mettes Afrika’s actions do not conform to the existing models in regards to measuring. Maignan et al. argue that:

“The focus of an audit should be on stakeholder issues since this will help the company to establish a clear profile in the eyes of the stakeholders”

However, Mette’s Afrika argues that:

“I do not know what I should use a certification to, who should use it, people do not care. I have never been asked about it, no one has never doubted our CSR profile”

Mette’s Afrika says that it has never experienced that the consumers have asked about it, contrary they experience that they do not care at all. That is why Mette’s Afrika has stopped labelling its bags with a certification about the materials used. However, ISO certified leather is used in production. 

All together it is evident that the three companies do care about measuring and auditing to some extent. Jackpot and Katvig have a more detailed plan for auditing whereas Mette’s Afrika checks the factories itself and cooperate with Danida. I believe that this situation can have something to do with the size of the companies, just as I believe that the size affects whether or not a company has a person responsible for sustainability.
 The bigger the company the more stakeholders to keep satisfied. IC Companies, which Jackpot is a part of, is quoted on the stock exchange and thereby there are a lot of owners who Jackpot needs to satisfy. According to Maignan et al. it can be difficult to verify the CSR activities and justify the expenditures to stakeholders if there are no audits.
 This is also one of the lessons from chapter 4 where it is said that measurement is important in order to be able to document activities.
 I believe that this is the case with Jackpot. The next paragraph will be examining if the three companies work with implementation such as the models do. 

7.2.5 Implementation of sustainability

All three existing models are dedicated to implementation. Both Grayson and Hodges and Maignan et al. are of the opinion that there is a financial aspect of implementing sustainability:

“the levels of financial and organisational investments required by different actions should be considered”

“the starting point is to consider required resources”

These arguments also have their effect for the companies. It is clear that the three companies do not have the resources to implement every aspect of sustainability at the same time:

“together with Made By we aim to make our five biggest suppliers, who make 80 % of our production, sustainable by giving them a SA8000
 certification. But that is a very long process. It is a situation where Made By works with every single company and make all the plans and help them get ready for certification”

Jackpot continues:

“10 % of everything we produce is made of organic cotton. We now work on getting that percentage up to 15 % within three years”

It is evident in the above two quotes that Jackpot cannot make the entire production sustainable at the same time. 10 % of the collection is now made of organic cotton and it will rise with 5 % within three years. This is a clear evidence that it is a long process and it is not possible to do it all at once. Another argument from Jackpot is that right now cotton is the only organic material but Jackpot and Made By are working together in order to certify other materials such as linen and silk as well since a collection is more than just cotton. That can also be a long process and that is why it cannot all happen at the same time.
 The fact that it is question about resources is Katvig also an example of. Katvig says that:

“We have the Øko-Tex label on our clothes and it is extremely expensive even for this standard. It costs between 2000 and 5000 Kroner per style that we have because then the button needs to be checked, then the zipper, the sewing tread, the fabric, the colours and there might be 4-5 colours in one print and sometimes it does not come through and then we have to do it all over again”

Katvig explains that Øko-Tex
 is only a certification that considers the consumer, so there are no considerations to the production phase and the people who work in the production. Katvig will in the near future also use the Flower and then Katvig has to pay for that as well. The reason why the company has chosen to start with Øko-Tex is because it produces children’s clothing and believe that the Øko-Tex certification is the most important to start with since it protects the user. This argument conforms to the arguments of Grayson and Hodges and Maignan et al. since they argue that the starting point is to consider the required resources. And it is evident that both Jackpot and Katvig have examined their resources and made a decision about where to start since they know that it is impossible to implement sustainability into the entire company at once.

Mette’s Afrika are aware of the fact that its products are a bit expensive and before the cooperation with Danida the competitors were Gucci and Prada, which was very difficult especially when Mette’s Afrika said that its products were produced in Afrika. However, Mette’s Afrika would like to convince people that it is a good idea to move production from China to Afrika because they do make great quality products, but no one seems to know that. Mette’s Afrika is aware of the fact that it is more expensive to produce in Afrika than in China or India, but believes that it is worth the extra costs in order to send a message. Mette’s Afrika says that:

“For four years people have asked us why we don’t have our products produced in China in order to lower the prices and sell more. But this is not what it is all about”

This is another way of examining the resources. Even though Mette’s Afrika chose a more expensive solution it is a prioritisation of the resources and in that way sustainability is implemented into the business. 

All three companies do implement sustainability into their companies and it is also evident that there have been considerations about the resources and thereafter it seems as if the companies have prioritised their actions because they know that they cannot implement sustainability all at once. 

7.2.6 Stakeholders
All three models deal to some extent with stakeholders. Maignan et al.’s entire model is about stakeholders and Grayson and Hodges have one step of engaging stakeholders and Danish Standards Association involves stakeholders in regards to documentation. However, through the three interviews it is clear that the companies do not involve the stakeholders as much as the models suggest.  In case of the customers it is especially clear from Mette’s Afrika that they do not care about sustainability. No one has ever asked about it and they are not involved in any way. When selling the products to other stores Mette’s Afrika says:

“Illum and Magasin for example do not buy our products because of our CSR profile. They look at the products and evaluate their saleability so everything is about money”

After Mette’s Afrika opened its own store there is a closer relationship with the end consumers and again the experience has been that it is all about the price of the product. Jackpot has had another experience with the customers. The organic collection has been very well received especially in the countries where ecology is high on the agenda and that are for example countries such as Denmark, England, Germany and the Netherlands. However, it is a push strategy. There is no demand from the customers and the wholesalers yet. So it is only a matter of will power and hard work from Jackpot’s side.
 

In connection to the suppliers I interpret it as the companies work hard to get their suppliers certified. It is not the suppliers who say that they work with sustainability and therefore the companies choose them as suppliers. However, it is evident that the suppliers are willing to change their processes:

“When Made By first introduced it to our biggest suppliers for instance in China, we did not know how they would react, but they were really positive and that must mean that others also have asked them about it”

Based on the three interviews and the above quotes I interpret it as the companies work with sustainability because they believe that it is the right thing to do. However, the pivotal point, as Maignan et al. suggest, is not the stakeholders since the customers do not care much and it is the companies that have a push strategy towards the customers and wholesalers and furthermore, it is the companies that work hard in order to certify their suppliers and not the other way around. 
Another element of Maignan et al.’s model which I do not see is consistent with the actions of the three companies is step 7, promoting CSR.  Grayson and Hodges also suggest in their step 7 that reporting is important for a company.
 

7.2.7 Promoting sustainability
As mentioned above I do not believe that the companies focus much on promoting sustainability. However, it can be an area to work with in order to get the stakeholders involved. Mette’s Afrika says that:

“We will keep doing what we do but we will throttle down on communicating it […]. The message is why do we have to talk about it, we just have to do it”

However, if Mette’s Afrika worked harder at getting the consumers or the dealers like Illum and Magasin to be involved in the communication about sustainability or received feedback, which could be used in order to adjust the communication it could maybe be possible to involve the stakeholders such as Maignan et al. and Grayson and Hodges suggest. On the other hand it is evident that the experiences of Mette’s Afrika are that stakeholders do not care so I believe that it is difficult for Mette’s Afrika to believe in it having an effect. I am also of the opinion that company size has a matter of saying in this case as well. Mette’s Afrika does not have other owners who it has to brief as Grayson and Hodges suggest.
 Nor are their intentions to:

“send clear signals that the business is serious about CSR”

That is clear from the previous quote from Mette’s Afrika. Katvig seems to be of a different opinion since it does mark its styles with for example the fair trade label but wants to do it because it believes that the company can set an example and thereby make more companies willing to work with sustainability. Katvig continues:

“the communication about sustainability is a very big part of our strategy. It is no good that we work so much with it, make so much effort and spend many resources on sustainability if nobody then knows the meaning of it, so of course we need to tell about it”
 
Maignan et al. suggest that communication can be done through the company’s website and it is evident that all three companies do that. 
 Jackpot also has its own magazine where the latest issue concentrates on fashion with meaning. So it is evident that sustainability is communicated to the world. There might be a difference of opinions about how much to communicate but I believe that at least through the company website all three companies communicate about their sustainability actions. It might not be the case in three or five years but for now they do. 

7.2.8 Missing areas in the existing models

After having analysed the existing models with the actions of the three companies that I have interviewed I believe that there are elements, which the existing models do not take into account. Grayson and Hodges touch upon values very briefly in step 4 and one area that Maignan et al.’s model to some extent deals with is organisational norms and values.
 However, since all three companies argue that they are involved with sustainability due to the fact that they believe that it is the only way of doing business and that sustainability fit their values, I believe that it is an area, which can be elaborated on in my development of a model. Furthermore, I believe that the area of supply chain, which has not been mentioned in the three models, is an area, which is important to focus on. One of the three areas where Jackpot cooperates with Made By is supply chain:

“the cooperation between Made By and us consists of three things. One is sustainable production another is CSR and the third is transparent supply chain”

So supply chain is an important aspect of working with sustainability for Jackpot in their cooperation with Made By. Another indication of supply chain being important is lesson number seven in chapter 4:

“Too few companies are integrating their supply chain in the sustainability activities and policies. If one part of the supply chain act unacceptably it can harm the company both on its sustainability record and its reputation. On the other hand, a sustainable supply chain can very much enhance the company’s ability to deliver its own high social and environmental performance”

Katvig also emphasises supply chain. One example is that the clothes are packed two styles in one plastic bag from the supplier and that plastic bag goes all the way through the supply chain to the end consumer in the stores.
 

On the basis on the above arguments I will include these two areas; vision, values and mission and supply chain in the next step of my analysis, which is development of a model. 
7.2.9 Summary
On the basis of the analysis in paragraph 7.2 it is clear that Jackpot, Katvig and Mette’s Afrika do implement sustainability in accordance with several of the three existing models’ suggestions. However, some steps are more used than others. It is evident that the stakeholders of the three companies are not as involved as Maignan et al. suggest in their model however, it is also evident that size of the company seems to have an influence. It has become clear to me that areas such as supply chain and the companies’ vision, values and mission are not elaborate enough in the existing models to suit the situation of the three companies. This is the reason why those two areas will be dealt with more thoroughly in the next paragraph where I will develop a model that, according to the above analysis, fit better to the Danish fashion industry.

7.3 Development of a model

In this paragraph I will develop a model for how to work with and implement sustainability in the Danish fashion industry. I have through analysis of the three companies Jackpot, Katvig and Mette’s Afrika found that there are several elements of the existing models, which are relevant for the Danish fashion industry and these will be incorporated into my own model. However, I have also found that areas such as supply chain and strategy are important to the companies but have not been dealt with thouroughly in the existing models. Therefore, I will analyse the three companies in connection to these two areas in order to evaluate where they fit in the new model. I will start by analysing the three companies in connection to strategy and vision, values and mission because I believe that is the point of departure for working with and implementing sustainability.

7.3.1 Strategy 

Maignan et al. do touch upon the area of a company’s values, norms and mission. However, I do believe that it is an area that needs more elaboration in order to be adjusted to the statements from the interviews I have conducted. There are several indications that the three companies do perceive sustainability as a strategy. West et al. argue that successful strategies typically consist of four key ingredients:

· They are directed toward unambiguous long-term goals

· They are based on insightful understanding of the external environment 

· They are based on intimate self-knowledge by the organisation 

· They are implemented with coordination and effective harnessing of the capabilities to achieve the competitive position targeted

In regards to the first key ingredient Jackpot says that it will still work with sustainability even when the topic is not given much attention in the media anymore. I interpret this, as Jackpot perceives sustainability as a long-term goal. It is not just a short-term goal, which will be overtaken by something new.
 In regards to the second key ingredient it is obvious that Mette’s Afrika is aware of both the working environment in South Africa as well as how the customers perceive sustainability, which I interpret as Mette’s Afrika having an insightful understanding of the external environment.
 In the interview with Katvig it is said that sustainability is a part of the strategy so it is very clear that sustainability is perceived as part of the overall strategy. On the basis of the above arguments I will argue that the three companies do consider sustainability to be a part of their strategy. 

West et al. continue with defining strategy in terms of three organisational levels: the corporate level, the business level and the functional level.
 However, I believe that it is difficult to use this definition in the case of the three interviewed companies. The reason why I believe that is that it seems to me that West et al. have made these three levels on the basis of large companies. Since the companies I have interviewed can be categorised as medium sized and small companies I do not find it possible or relevant to define strategy on three levels. 

7.3.2 Vision, values and mission

This paragraph will examine and analyse the three companies in regards to their vision, values and mission. The analysis will be performed through the strategy paragraph in chapter 6. Jaffe has set up five-step sequences of how to develop vision, values and mission and these steps will be used as point of departure for this paragraph.

Bouchikhi and Kimberly believe that there are certain advantages of having a clear and consistent identity. However, according to their arguments I interpret it as being relevant for medium sized or larger companies. In the case of the three companies that I have interviewed I believe that Mette’s Afrika is too small to benefit from the advantages Bouchikhi and Kimberly put forward. One example is that Bouchikhi and Kimberly argue that if employees identify with the company they will project a positive image of the company to the outside world. However, Mette’s Afrika only has two owners and no employees so that is not relevant. Nevertheless, I do believe that Mette’s Afrika shall be aware of the company’s identity in case it expands and hire employees some day. Then I believe that it will be beneficial for the company to have had a clear identity in the past, which will be very clear for the future employees to identify themselves with. However, it is also evident that Mette’s Afrika consider this aspect because the company is born with a CSR profile so it is automatically a part of the identity.
 Bouchikhi and Kimberly argue that an internal advantage and an external advantage is:

“A company that enjoys a high level of recognition due to a clear identity does […] not need to promote itself in the usual way […]”
 
This above quote is evident in both Jackpot and Katvig’s situations. They both argue that they believe that their work with sustainability will provide them with an enhanced brand image, which I interpret as being helpful in the way that they do not have to promote themselves in the usual way because through their brand image, people will know the companies and what they stand for.
 

When viewing Jaffe’s five steps for visioning it is apparent that many of the arguments are addressing larger companies. This makes me wonder if it is possible to include every company in the Danish fashion industry in the development of my model. For example in the first step; clarify values, Jaffe argues that values can help a team work better together. If a company only consist of two people I do not find it as necessary as if it is a bigger company with for example 50 employees. Another example is in the paragraph; define the mission, where he states that the statement guides geographically dispersed employees. Again I see this as being relevant for an international company with stores in more than one country. Lastly, in the implementation of the vision Jaffe believes: 

“The employees need to discuss the vision and clarify what it actually means and how it will affect their daily work”
 

However, this can only be done if there are several employees to discuss it. Due to this discussion I believe that it is relevant to conclude that the entire process of developing a vision, values and mission is more relevant when the company has a certain size. This does not mean that it is not important for a small company but there are certain elements of the process, which are not as important for a smaller company as they are to bigger companies due to the sizes.

I will now examine the steps in connection to where they have their effect in regards to Jackpot, Katvig and Mette’s Afrika. According to Jaffe, companies need to have values in order to have a foundation for action. I will argue that all three companies do have defined values and a clear attitude towards what they stand for. Katvig and Mette’s Afrika are both born with a sustainability profile so their values have been developed in connection to the start up of their companies.
 Jackpot does also have clear values, which are: respect for people and nature.
 

Jaffe is of the opinion that it is important to scan the environment of the company in order to create a context for visioning and he says that it is a good start to look at why the company was founded. In that case both Mette’s Afrika and Katvig have been founded on the basis of working with sustainability. They both believe that if it is impossible to do business without doing it in a sustainable way, they are not interested in doing it. 

These perspectives about companies being born with a sustainability profile is also relevant in connection to the mission of a company since the mission is the core existential reason for existing. And that is evident for both Katvig and Mette’s Afrika. Jackpot has existed since 1974, so I find it difficult to know on what basis the company was founded. However, its values and present attitude to business certainly prove that sustainability is its mission.
 In regards to defining a mission Jaffe also argues:

“the mission statement shall distinguish the company from others and make it clear what is unique about this particular company”
 
Mette’s Afrika use very unique materials in the production of bags. These materials are for example springbok and ostrich. These are materials from Africa and not many companies have their production in Africa so therefore this contributes to making Mette’s Afrika unique. Katvig and Jackpot both perceive themselves as first movers within their field.

“we are the first commercial brand that really work with sustainability in depth”
 

“actually I will say that we are first movers because if we look at for example Møller & Co, H&M and Bestseller it is evident that they have it as a niche, whereas we do it on everything. Not at the same time, but we do it on everything”

I interpret being a first mover as being distinguished from other companies just as Katvig and Jackpot are. Therefore, I can conclude that all three companies are unique and that sustainability is a part of these companies’ missions. 

Moving on to creating a vision for the companies it is, according to Jaffe, the strategy of how to achieve the mission and Jaffe says that a vision is rooted in reality but focuses on the future. This is evident in the case of Katvig:

“I hope that within very few years that all our products in one or another way can be called sustainable”
 
And when implementing the vision of the company it is important to involve every employee who has not directly been part of the process and it is important for the companies to give their employees an opportunity to discuss the vision in connection to their daily work. 

In the light of the above examination and analysis it has become clear to me that creating vision, values and mission is important for all three companies. However, it has also become apparent that it most likely is more important to larger companies than it is to smaller companies with for example only two owners. The utility value of a vision, values and mission is often in connection to the employees of a company and therefore I will argue that it is more important for companies with a certain amount of employees. All together I have become certain that these areas are important when working with and implementing sustainability. They are fundamental areas, which makes be believe that they shall be included in the first step of the model. I will now examine the three companies in connection to supply chain in order to get an indication of where to place supply chain in the model. 

7.3.3 Supply chain
This paragraph will, as the vision, values and mission paragraph, analyse and examine to what extent the three companies work with sustainability in their supply chain. This paragraph will take point of departure in McIntyre’s model: Common supply chain functions, which is presented in paragraph 6.2.3. There are five functions in McIntyre’s model, which I will go trough and examine the three companies in connection to these five functions. Lastly, I will examine the three companies in connection to reverse supply chain, which is presented in paragraph 6.2.4.

7.3.3.1 Common supply chain functions
The first function in the common supply chain functions model is purchasing/procurement and McIntyre argues that this is often the first place companies start to implement sustainability issues. This can be confirmed by Jackpot that says:

“I work with sustainability in connection to the press, our marketing department in connection to shooting pictures of the sustainable products but all of this is secondary. The most important is the way our designers and purchasing department work”

Jackpot also says that the designers and the purchasing department define how many styles will be organic and then the purchasing department examines which organic materials can be bought since it is not possible to pick and choose from all materials. There is an example of Wal-Mart pressuring the suppliers to be green.
 However, I do not believe that any of the three companies I have interviewed are big enough to pressure the suppliers. Katvig agrees:

“we risk that the Chinese suppliers say that Bestseller or Nike came and said that they will buy the production certified in that way and then we can still have our products produce there, but it will cost twice as much and that makes us very vulnerable”

The next function in McIntyre’s model is production/manufacturing where McIntyre argues that a different view on products is needed. This can be done by increasing the lifecycle of the products by making better solutions rather than selling more units. However, I have to question this view when dealing with the fashion industry since the fashion trends change all the time. New collections are introduced at least twice a year and often even more frequent. Mette’s Afrika says:

“Vores kvalitet er superhøj men i det vi laver små aftentasker, makeup tasker og andre mindre accessories gør det at kunden måske ikke så ofte køber 1 taske, men vil købe flere mindre accessories/tilbehør”

In connection to this specific function I will conclude that it is more difficult to obtain within the fashion industry than for example within furniture, which normally have a longer lifecycle than clothes. The next function in the model is distribution/warehousing. Since I do not have any information from the three companies regarding warehousing I will only concentrate on examining distribution.

One area where it is possible to save much on carbon dioxide emission is on flights. If it is possible to make use of ships instead it will be very beneficial for the environment but is that possible in reality? Mette’s Afrika answers:

“Vi har længe overvejet at få sejlet vores ting hertil for at nedsætte Co2 fodsporene vi sætter, men vores udfordring er leveringstiden bliver meget meget lang men det er noget vi går og arbejder med p.t.”

In the beginning Katvig had all their products produced in China but Pia Odgaard has changed that since she cannot see that it is sustainable since there is much transportation and many samples are sent back and forth. Another aspect is the transportation of people when inspecting the factories and other business travels. Katvig has talked about a solution:

“when we go on a long trip […] we will buy carbon dioxide emission quota corresponding to the impacts we have on the environment, well in quotation marks because we will take the money and make a fund and use these money in order to further develop our work with sustainability”


Some times it is necessary to make use of flights and I believe that Katvig’s solution is a good solution because even though the company does not pay the money to for example the airline company, it is put aside and used in Katvigs own work with sustainability and it might even be ore beneficial in the long run. 

The fourth function is use and maintenance where McIntyre points out that it is the use of a product that has the most impact on the environment. At that point Katvig agrees on:

“the amount of energy being used in order to produce a product is only 20 %, this means that the rest of the energy is placed with the consumer in regards to for example washing. That is 80 %, that is really much”
 
Because of this, Katvig also makes an effort in order to educate the consumers on how to treat the products. That is for example done through the company website.
 Mette’s Afrika also makes an effort in educating the consumers:

“med alle vores produkter medfølger et 'info/care card' - vi råder netop folk til ikke at benytte sig at forskellige sprays/behandlinger på vores produkter da de er naturlige og derfor bliver flottere med tiden”

The two above quotes verify the arguments of McIntyre in regards to educating the consumers because that is where the primary energy consumption is placed when looking at a product’s lifecycle. At some point the clothes are not being used any more and that will arise the question about whether or not to dispose it or reuse and recycle, which is the last function of the model.

In regards to reusing the products, Katvig has such a solution. The solution is in connection to the outdoor clothing, which is made of polyester from water bottles. The outdoor clothing can be returned to Katvig and then the product will be melted and reused in production. In regards to Katvig’s other styles it argues that children clothes normally are not worn out and therefore they are also given to younger brothers, sisters or cousins.
  Mette’s Afrika has not considered such a solution:

“Nej vi har ikke overvejet en sådan ordning men det vi har haft oppe at vende er at bruge alt det læder som ikke bliver brugt.........resterne fra vores tasker så der bliver mindst spild det er noget vi overvejer hvor vi kan komme hen med det”



Even though Mette’s Afrika has not considered a similar solution to Katvig’s, it does have considerations in connection to make most use of the materials being used in production. This will entail less waste of materials in production, which is also contributing to a sustainable production. These examples of reuse and recycle can be defined as reverse supply chain, which the next paragraph will deal with.

7.3.3.2 Reverse supply chain

As the examples above show there are still many opportunities in reverse supply chain. There have been made some attempts in order to provide reverse supply chain solutions. However, as Sam Tulip argues it is an area of potential. Tulip says that:

“this area has an increasing impact on a company’s and the entire supply chain’s perceived green footprint […]”

Furthermore, he argues that nowadays people do not expect products to last and therefore there is an increasing need for reverse supply chain in order to minimize the footprint of the products. This corresponds to the concerns I have about making products to last in the fashion industry. If the culture is shifting to a culture where people do not expect products to last and especially in the fashion industry where the trends change from season to season I believe that reverse supply chain can be the future challenge for fashion companies. One solution is to provide the possibility for people to return the clothes to the producer and then the clothes will either be reused in production or the company can have an agreement with a relief organisation so the clothes will be send to people in need in stead of being disposed by the consumer. 

Furthermore, this solution will then challenge the companies in several ways. Halldórsson and Skjøtt-Larsen list three challenges:

· Large variations in timing, quality and quantity of product returns

· Lack of formal procedures for product returns

· Lack of local competence in inspection, evaluation and disposition of the returned products


These can be some of the challenges companies will meet if they engage in reverse supply chain. I do believe that reverse supply chain will become more important in the future. This function can also help companies gain a competitive advantage when many more companies engage in sustainability. And a supply chain can be difficult for competitors to imitate. However, as it has been evident in the analysis a company cannot focus on all aspects of sustainability at the same time and I believe that it is evident that an area such as production is being prioritised so therefore might reverse supply chain be a future function, which we will see that companies will engage more in. In the light of the above examination of supply chain it is clear to me that also supply chain is an area, which Jackpot, Katvig and Mette’s Afrika find relevant in their work with sustainability and that is why supply chian is include din the below model.
On the basis of the examination and analysis carried out in paragraph 7.2 and 7.3 I can now present a model for how to work with and implement sustainability in the Danish fashion industry and it looks like this:
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Figure 9 Working with and implementing sustainability in the Danish fashion industry

7.4 Explanation of the model


This paragraph will explain and argue why the model looks like it does and why the different elements have been chosen to be a part of this model. I have become aware that it is difficult to dictate in which area a company should start by working with sustainability. Some companies start with production other companies start with procurement of fibres. It is an individual assessment of where a company would like to start since it also has become clear to me that it is impossible to start everywhere at the same time. I believe that a company can start wherever it believes is the best place to start according to its situation and then define it in its strategy. I will now go through each element starting with strategy.
7.4.1 Strategy

The first element of the model is strategy. Within the element of strategy there are five areas, which I will argue are part of making a strategy. These five areas are; vision, values, mission, definition of sustainability and planning. The reason why I believe that this is the starting point for working with and implementing sustainability is because Jackpot, Katvig and Mette’s Afrika all argued that their core vision, values and mission are reasons why they work with sustainability today. In regards to defining sustainability it is clear that for example Jackpot have not made a definition of the concept. However, as evident in chapter three, definition of sustainability, and in paragraph 7.1, there is confusion about the different terms that are similar to sustainability and what they cover. Therefore, I will argue that it is important to have made a definition of sustainability in order for companies to be able to work with a well-defined concept. Furthermore, I believe that it will be beneficial to have a definition in connection to communicating about the companies’ actions in regards to sustainability both internally as well as externally in order for the employees and stakeholders to avoid confusion. The last area within strategy is planning. It is evident in paragraph 7.2.2 that it is important to plan. It is both important to plan where to take action in regards to sustainability as well as it is important to plan long-term goals and as evident in paragraph 7.3.1 long-term goals are part of making strategy. 

The strategy element is actually similar to Danish Standard Association’s koncernpolitik. In the DS Handbook it is called a policy but I believe there are similarities to the first element of the above model: strategy. DS argues that the policy shall be communicated to everybody who works for or on behalf of the company.
 I interpret this as being similar to the visioning process, where it is important to communicate the vision, values and mission of a company to the employees in order for them to have clear values to work from. Furthermore, DS argues that the policy lays down the goal for the level of social responsibility and performance that is required for a company. This, I believe, is similar to the plan part of strategy in the above model. I interpret laying down goals and planning for sustainability to be similar and therefore it can be argued that DS’s koncernpolitik is similar to the element of strategy. 

No one of the three existing models has a step, which is called strategy, however, as mentioned above, DS’s koncernpolitik is similar to strategy and Grayson and Hodges’ scoping what matters can to some extent also be characterised as dealing with strategy. In that step Grayson and Hodges argue that a company should consider those sustainability issues that affect them the most.
 I interpret this as choosing certain issues and concentrate on them, I believe that also means that these issues are the goals of the company and that they are the issues the company plan to follow up on. In that perspective is Grayson and Hodges’ scoping what matters also similar to the element of strategy in my model. 
The next element of the model concerns implementation. 

7.4.2 Implementation

After having made a strategy I believe that it is important to begin to implement it before moving on to other areas. According to Freedman, the first thing to do is to formulate a strategy, which is in accordance with the first step of the model. Freedman also argues that formulating strategy is just the beginning and he continues:

“Each day you have to look at ´How can I achieve this strategy?´ Implementing strategy becomes your work for the day”
  
On the basis of this quote I will argue that implementation is placed correctly in the model. Freedman also argues that many leaders do not have what it takes to implement a strategy since they are trained to plan and not execute. With this in mind and the statements from the interviews I have chosen to add to the implementation element that assigning a person to be responsible for sustainability is a good tactic. Both Jackpot and Katvig have such a person and Katvig says:

“as the company grew […] they found out that they needed a person to take care of everything in connection to sustainability”

I am of the opinion that assigning a responsible person can benefit companies in regards of avoiding some of the pitfalls Freedman lists.
 However, I believe that it is most relevant when the company is of a certain size, since it has not been proven relevant in for example the case of Mette’s Afrika with no employees and only two owners. Katvig also argues that it was not until the company grew it needed to hire a person responsible for sustainability. When looking at Freedman’s pitfalls I believe that the first pitfall, strategic inertia, can be avoided since there is a person whose job is to get started with sustainability. Another pitfall that might be avoided is strategic drift. I believe that the person assigned will focus on the destination and thereby avoid strategic drift. Strategic “dilution” can in my opinion also be avoided by assigning a responsible person since everybody in the company knows who that person is and therefore it is always possible to see who is driving the strategy. It will also be that person’s responsibility to make sure that initiative fatigue is avoided. Making sure that follow up will happen on the ongoing projects and making sure to finish the projects can do this. In my opinion assigning a responsible person will benefit a company. It is also evident that by hiring a person to be responsible for sustainability it means that implementation is going on all the time. This element does not stop when a company starts to involve stakeholders or implement supply chain. It is, as Freedman argues, the work of the day. All three existing models also include the element of assigning a person to be responsible for sustainability. Danish Standards Association believes that the management should assign a relevant person to be responsible for different areas of the sustainability implementation. Both Grayson and Hodges and Maignan et al. are of the opinion that in order to succeed in implementing sustainability it is necessary to designate a person to oversee the activities of sustainability. Both the statements from Jackpot and Katvig and the existing models imply that it is correct to place a sub-element such as ´assign a person to be responsible for sustainability´ in the implementation element. The next element of the model is external collaborator.

7.4.3 External collaborator

None of the existing models take an external collaborator into account but through the three interviews it has become clear that all three companies, at different levels, do collaborate with an external partner. So therefore I have included that element in the model. It is most distinct in the case of Jackpot. Jackpot collaborates with Made By and the following quote is a reason why I have placed external collaborator above implementation:

“when Made By at last started up we thought: yes finally someone can help us through this process”

Jackpot claims that it was not possible to do anything or start implementing sustainability before Made By was established since Jackpot did not have the required know how. And according to Jackpot, know how is exactly the benefit of an external collaborator. 

Mette’s Afrika has also experiences with an external collaborator. It collaborates with Danida, which has created benefits for Mette’s Afrika:

“last year Danida called and asked if they could join the project with women workers in Afrika and of course they were welcome to join us. Then it was possible for us to move our production to another town, which has been very beneficial for us”

Katvig does not have a distinct collaborator as Jackpot and Mette’s Afrika but it does make use of experiences of other companies:

“it is always very important to exchange experiences because it is actually really really difficult to work with sustainability”

Katvig is therefore member of an association called Fairwear, where it is possible to discuss sustainability and get support from others who work with sustainability as well. Actually, in order to become a member the company has to prove that it works seriously with sustainability.
 It is evident that all three companies do in some way collaborate with others in order to further their work with sustainability. I believe that it is correct to place this element above the implementation element since it is evident in the three companies that the external collaborator is helping the companies to implement sustainability. Therefore I believe that it shall happen at the same time as for example hiring a person responsible for sustainability in the company. In the case of Jackpot that person is also responsible for the collaboration with the external collaborator, which shows that it can be correct to place the element where it is in the model. The next elements of the model are; involve stakeholders and implement supply chain.

7.4.4 Involve stakeholders and implement supply chain

I see these two areas as equally important and I believe that it is a longer process that will happen interchangeably and they are therefore placed above each other in the model instead of after each other since I believe it is difficult to say which one is before the other. 

I have chosen to include the element of involving stakeholders, which is an element that is present in all three existing models. Grayson and Hodges also agree that it is a long process since they argue that engaging stakeholders calls for an ongoing commitment.
 Maignan et al.’s model deals with stakeholders in almost every step from identifying stakeholders to gaining feedback from stakeholders and that is also an evidence that involving stakeholders is a longer process that can not be completed quickly. 

Through the analysis of the three companies it is evident that customers are not much involved, according to Mette’s Afrika the customers do not care at all. However, it is evident that the three companies do involve their suppliers and make an effort in order to make them change their conventional cotton production to organic cotton. I believe that involving stakeholders shall be a part of working with and implementing sustainability and I believe that companies shall try to involve as many stakeholders as possible and not only the peasants who grow cotton. Grayson and Hodges argue that cooperation will be more welcomed if the stakeholders are involved and, in this case, understand sustainability. Another reason to engage stakeholders is that every action a company makes is in connection to stakeholders, so why not benefit from it and make an advantage of their information ad intelligence. However, it is difficult to involve everyone at the same time, which is also the reason why I believe that this element is an ongoing process such as supply chain is.

It has through the analysis in paragraph 7.2 become clear to me that it is necessary to include supply chain in the model for working with and implementing sustainability in the Danish fashion industry since none of the three existing models deal with that area and it is an important area for Jackpot, Katvig and Mette’s Afrika. In that way supply chain is similar to the element of external collaborator since that is an area the existing models do not deal with as well. 

There are several different functions where sustainability can be incorporated in a supply chain. As it is seen in the analysis it is impossible to implement sustainability in every function at the same time, among other things due to the great amount of resources required. This is an argument for why I have placed supply chain at the same place as involving stakeholders in the model. Working with and implementing sustainability in the entire supply chain is a process that takes time. It is not possible to answer the question about where to begin to implement sustainability in the supply chain. It depends on the individual company and its situation. McIntyre argues that many companies find it natural to start with purchasing.
 However, it is evident in the analysis of the three companies that there are other solutions as well. Katvig has started by being certified by Øko-Tex because it is children’s clothes Katvig produces and therefore it was the thought to start by protecting the user. The next step is to implement sustainability into procurement of fibres and then step-by-step implement sustainability into more and more functions.
 Jackpot has chosen to focus on production and that is also the case with Mette’s Afrika since there is much focus on the working conditions for the women who work on the factories in Africa. Mette’s Afrika also argues that it is almost impossible to know everything about the supply chain. Even though it is known where the materials come from, it is unknown how the man who took care of the animal is treated. Does he get paid enough? Does he have a good place to live and does he get enough to eat?
 There are so many questions. Therefore I believe that it is an ongoing process because it is only possible to start one or two places in the supply chain but the aim must be to involve every function of the supply chain. A function I believe will increase in importance is reverse supply chain. This is a function where it is possible to reuse materials in production, which will enhance sustainability for a product’s lifecycle. Katvig already does it with its outdoor clothing where the polyester is melted and used again.

7.4.5 Measurement 

As seen with involving stakeholders, measurement is an element present in the three existing models. I have chosen to include measurement in my model as well since I do believe that it is important for several reasons. One reason is that it is beneficial for the companies being measured to have the opportunity to evaluate where they perform and where they do not. Danish Standards Association also believes that measuring is done in order to watch progress in the company policy, objectives and improvements in general.
 Grayson and Hodges agree that measuring can benefit the company by helping to assess progress. 
 Maignan et al. also agree that measuring is about assessing a company’s current activities and performance.
 A benefit for the companies is that it gives them the opportunity to reallocate resources. Another reason is that the result of the measurement is evidence for the stakeholders. Maignan et al. agree since they argue that it can be difficult to verify the activities if they are not documented and measured.
 The stakeholders can thereby see which actions the company make in order to act sustainable. A third reason is that if there is a yearly audit it might make the company more aware of living up to the promises and also make the company do their best, which is evident in one of the statements from Katvig:

“the Flower is a standard which is tightened up every three years, which means that when you get the Flower you cannot rest on your laurels but you have to improve and add improvements to you work”

In the analysis of Jackpot, Katvig and Mette’s Afrika it is clear that they all find measuring important. Jackpot and Katvig make use of third party audits, whereas Mette’s Afrika believes that a good idea is to visit the factories yourself and see if it is a place where you would work. I believe that third party audits can be very beneficial for the companies because then there are no doubts about the results and it is more trustworthy to present results from a third party audit to the stakeholders. The last element of the model deals with promotion of sustainability.

7.4.6 Promoting sustainability

This element of the model is placed as the last element of the model. This is done because I believe that a company must have something to communicate before starting to promote sustainability. After a measurement it can for example be beneficial for a company to promote sustainability based on the results of the audit and as mentioned above it will be even more beneficial if it is a third party audit because it makes it more trustworthy. Katvig will not start branding itself on sustainability before it is sure that all the products are sustainable. However, Katvig says that:

“of course we would like to brand our selves on sustainability if it can give us additional sales or a profit, which we then can use in order to do even more about sustainability”

Actually, Katvig already brands itself because when the collections are sold to the customers it is clear that Katvig tells them about the sustainable features. So when promoting sustainability it is not only a matter of telling people about your actions, it can also be about gaining a profit, which makes it possible for the companies to develop their work with sustainability even more. It is evident in paragraph 7.2.5 that it can be very expensive to certify a company’s products. Maignan et al.’s model is the only model that specifically deals with promotion of sustainability. However, Mette’s Afrika questions why it is necessary to say it. Even though I agree with Mette’s Afrika that it is something that just has to be done I also agree with Katvig in regards to promoting sustainability in order to generate more profit, which will go to developing sustainability even more and that is why I have included promoting sustainability in the model. Until sustainability becomes mainstream, as Katvig predicts will happen,
 then I believe that the companies can use extra resources in order to further develop their work with sustainability in order to benefit even more stakeholders.

8 Conclusion

The problem formulation for this thesis has been to explain how the Danish fashion industry perceives sustainability and afterwards to develop a model for how to work with and implement sustainability. I have worked with answering the problem formulation through three objectives and by answering those objectives it has lead me to the answer to the problem formulation. Firstly, I will give answers to the three objectives and lastly, I will give an overall answer to the problem formulation.

Objective 1

Objective 1 was to give a structured overview of how sustainability is perceived in the Danish fashion industry. Through defining sustainability for the thesis in chapter 3 it is clear to me that there is some confusion about the concept. Words such as CSR, the triple bottom line and corporate citizenship are often used interchangeably with sustainability and there is an overlap in the meanings of the different concepts. When analysing and examining the three companies Jackpot, Katvig and Mette’s Afrika it became clear to me that there also is confusion about the concept of sustainability in reality and not only in the literature. The three companies do have similarities in their perceptions of sustainability. They all perceive CSR and environment to be part of sustainability. Also in magazines it was evident that there is confusion about different concepts since there is an overlap in the definition of ecology, fairtrade, CSR and sustainability. There is also the aspect of economy and the general perception is that a company cannot act sustainable if it does not exist. That means that the economy of the company has to be stabile in order for a company to exist and thereby be able to act sustainable. 

Another aspect of the perception of sustainability in the Danish fashion industry is if sustainability has just begun or if it has already peaked. I can conclude that there is also a difference of opinion between the three companies. Mette’s Afrika believes that it is peaking now, where jackpot and Katvig are of the opinion that it is just beginning and Katvig believes that at some point sustainability will become mainstream. Even though there is a difference of opinion about how far sustainability has come, all three companies agree that they will keep on working with sustainability. This is why I believe that it is relevant to develop a model for working with and implementing sustainability even though Mette’s Afrika believes that sustainability has peaked right now. 

Objective 2

Objective 2 was to examine how the three companies implement sustainability. This examination has taken point of departure in the three interviews and three existing models of how to implement sustainability. The three models have some similar steps and also some different ones. The aim was also to find out if the three companies work with any elements, which the existing models do not deal with. I can conclude that the three companies act similar to several of the existing models’ steps. It is for example important for all three companies to plan sustainability. Planning means that the companies have goals for the future and thoughts about how the development will evolve. Measurement is also an area that both the existing models and the three companies agree is important. Jackpot and Katvig make use of third party audits and Mette’s Afrika checks the factories of production itself. Implementation is also important. However, implementation happens step-by-step since it takes a great amount of resources, especially financial resources, to implement sustainability. Jackpot points out another obstacle for implementation and that is the fact that right now it is only possible to buy organic cotton. Other materials such as linen and silk are not certified as organic yet. However, Jackpot is working on certifying these materials in cooperation with Made By. An area where there is a difference of opinion between the three companies is in connection to promotion of sustainability. Mette’s Afrika will throttle down on communication about its work with sustainability whereas Katvig will start branding itself on sustainability in order to gain a profit, which will then give Katvig the opportunity to develop sustainability even more. Mette’s Afrika believes that it just has to be done, why talk about it. I believe that it makes sense to promote sustainability if the profit that is made from the promotion will go back into the development of sustainability in the company since the company then will be able to develop better conditions for, for example, more suppliers and in that way further sustainability. 

The existing models suggest engaging stakeholders but it is not evident that the companies focus much on that element. Mette’s Afrika argues that the customers do not care therefore it is difficult to involve them. Mette’s Afrika has had the same experience with retail customers who only care about the saleability of the products. Jackpot has had another experience where its organic styles have been very well received in several countries and suppliers have also been keen to convert from conventional cotton to organic cotton. The difference of opinion can be due to the fact that there is a difference in size of the companies. The bigger the company the more stakeholders and as in Jackpot’s situation the company is quoted on the stock exchange, which then means that there are many owners who expect results. Another area where company size has proven to be of relevance is when hiring a person to be responsible for sustainability. It is only Jackpot and Katvig that have such a person, whereas Mette’s Afrika has two owners who also take that responsibility. Lastly, I can conclude that I have found two areas, which are important to the three companies but the existing models do not deal with. The first area is strategy and more specifically vision, values and mission. The other one is supply chain. 

Objective 3

The third objective is to develop a model for working with and implementing sustainability in the Danish fashion industry. However, I believe that is important to point out that my analysis and examinations have come to the conclusion that there are some elements that are not relevant for smaller companies. So in order to gain the most value of the model I have developed, it is necessary for the company to be of a certain size with a certain amount of employees. This is also evident when analysing the three companies in connection to vision, values and mission. I can conclude that clear vision, values and mission are more relevant to a medium sized or larger company, since the advantages in connection to a clear vision, values and mission are often connected to the employees of a company. So in the case of Mette’s Afrika it is again evident that the company is too small to gain these advantages. However, I do not conclude that the model is irrelevant for smaller companies since I do believe that it is important to have a clear vision, values and mission in case the company expands and hire employees. In that case it will be beneficial for the company to have these defined in order for the new employees to have clear guidelines for what the company stands for.

When analysing the three companies in connection to supply chain it is evident that they all find it an important area to work with. It is difficult to implement sustainability into every function of the supply chain at the same time, however, the analysis has shown that it is possible to implement sustainability into every function of a supply chain. On the basis of the analysis for objective 2 and the analysis of strategy and supply chain for objective 3 I have developed the following model:
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The reason why I have placed strategy as the first element is that I can conclude that the reasons why the three companies work with sustainability is because it is part of their vision, values and mission. It is the foundation for doing business. Furthermore, I believe that it is important to define sustainability since it was evident in the answer to objective 1 that there is much confusion about the concept. Lastly, I can conclude that it is a benefit to have a plan for sustainability, which I believe shall be one of the first aspects to focus on. The next element is implementation and assigning a person to be responsible for sustainability. This is where the model does not apply to smaller companies since it is evident that only medium sized and larger companies utilise the element of hiring a person to be responsible. However, it is relevant for all companies to implement sustainability. It is also beneficial for all companies to have an external collaborator that can be helpful with for example know how. Involve stakeholders and implement supply chain are elements, which are ongoing processes and therefore they are placed above each other since I conclude that these two elements will be carried out simultaneously. The element of involving stakeholders might not apply to smaller companies since larger companies probably have more stakeholders to involve. This can be if the company is quoted on the stock exchange and therefore have many owners to take into account. Measurement is the second last element of the model and it is apparent that measurement is important in order for companies to prove their work to stakeholders. Lastly, there is the element of promoting sustainability. I can conclude that it can be beneficial to communicate the results of for example an auditing, which is why this element is placed after measurement. Promoting sustainability should be done in order to gain more profit, which will then be put back in the development of sustainability. 

On the basis of the above answers to the three objectives it can be concluded that there is confusion in the perception of sustainability in the Danish fashion industry. However, there are areas, which can be agreed upon and that is CSR and environment. Furthermore, I have developed a model for working with and implementing sustainability in the Danish fashion industry with the remark that the model is mostly relevant for medium sized and larger companies, whereas smaller companies can gain from some of the elements but not all due to their size. 
9 In perspective

During the work with this thesis more problems have occurred to me in line with the new and more elaborate knowledge and experience that I have gained. Therefore, I will in this chapter mention some of the problems that I have encountered and thereby set up suggestions to what this thesis can provide a basis for. The reason why these problems are not dealt with in this thesis is because I have through the work found out that they exist and furthermore, they are not relevant according to my problem formulation.

9.1 Testing the model

One of the objectives of this thesis has been to develop a model for how to work with and implement sustainability in the Danish fashion industry. Therefore, it can be relevant to use this model as point of departure in another paper where an examination of the Danish fashion industry will evaluate if this model can be a tool, which a broad range of companies can use in their work with sustainability or if it is limited to a specific group of companies. Since I have come to the conclusion that the model does not primarily apply to smaller companies it could be interesting to test how big the companies have to be in order to benefit from the model. 

9.2 Why do companies work with sustainability?

Another area that could be interesting to examine more thoroughly is the reasons why the companies choose to work with sustainability. In this connection it can be relevant to interview companies that have chosen not to work with sustainability. In my search for companies to cooperate with in this thesis I did get in contact with one company that does not work with sustainability and does not have any plans for doing so. My objective for this thesis has not be to find out the exact reasons for why Danish fashion companies work with sustainability. However, I have received answers that can give an indication of why. Those answers mainly deal with the fact that the companies believe that it is the right thing to do and that it is the only way forward. However, with a hypothesis of that companies only act in order to make a profit or that their actions will benefit the bottom line, there might be more complex and more thorough answers to that question. 
10 Evaluation

I will in this chapter consider the quality of this thesis. It is essential to evaluate the conclusions that are reached in this thesis and assess whether or not the theoretical and empirical findings correspond. Furthermore, it is important that the conclusions and the development of the model are built on secure data. With secure data I mean that the thesis has a high degree of validity and reliability, which I will evaluate in the following paragraphs. 
10.1 Validity

Validity is when you measure the phenomenon you wish to and no more or less than that.
 Besides validity it also concerns relevance. Validity is about the general agreement between the theoretical and empirical perception. Relevance is about how relevant the selection of empirical data is for the problem formulation.
  

In connection to the interviews I have kept the possibility open for contacting the respondents again in order to clarify the answers or ask additional answers. I have also used this possibility, however, only one of the three companies has replied, which lower the validity. The purpose of the thesis was to explain sustainability in the Danish fashion industry, which has been done on the basis of both primary and secondary data. Another purpose was to develop a model for the Danish fashion industry. However, it has become clear that it was not possible to make a model for the entire industry since it is evident that smaller companies cannot benefit as much from the model as medium sized and larger companies can. This will lower the validity of the thesis. 

10.2 Reliability 

A precondition for the thesis to examine the actual conditions is that the conditions comply with a reasonable demand about reliability. Reliability is presence when there is agreement between the results of different examinations of the same phenomenon. Heine Andersen differs between intra-subjective reliability and inter-subjective reliability where this thesis will have intra-subjective reliability since the phenomenon will be examined by the same researcher.
 

The qualitative interviews can reinforce the reliability since I through the interviews have collected primary data used in order to supplement the secondary data and in that way it can be evaluated if the two data sources comply with each other. 

The interviews are characterised as non-standardised and unstructured interviews, which means that the respondents can answer freely and it is possible for me to ask elaborate questions. This helps raise the reliability of the thesis. In connection to the respondents’ answers it is relevant to evaluate if the respondents are competent in order to answer the questions on behalf of the companies. That I believe they are since both Maryam Azmayesh Terp and Pia Odgaard are responsible for sustainability in their respective companies Jackpot and Katvig. I also evaluate the third respondent as competent since Mette Melchiorsen Kirsten is the owner and founder of Mette’s Afrika and thereby responsible for the company’s CSR profile.
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