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Creating and implementing
a strategy for sustainable IT

Leadership for Change is a network for organizations that have decided to lead the way for the
sustainable transformation of IT by creating a market for sustainable products and solutions, and
by implementing sustainable practices in their IT operations. One of the network’s underlying
principles is to share its best practices to provide guidance and inspiration to others. That way
more organizations can take on the journey towards more sustainable IT.

This document contains building blocks of a strategy for sustainable IT as well as success factors
for implementation that are based on cases from member organizations. Read more about
Leadership for Change here.

Disclaimer

The information in this document is based on successful implementations by members of the Leadership for Change. The document can only be used as
inspiration and guidance for organizations looking to create and implement a strategy for sustainable IT. Successful implementation of the actions listed, or
certain effects cannot be guaranteed, and Leadership for Change member companies or Atea cannot be held accountable for the results.
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Process

Identifying and selecting
best practices

The best practices listed in this do-
cument are examples of what mem-
bers have implemented in their own
organizations. The actions have been
identified through a thorough process:

1. A survey among all members to learn
how they have created and implemented
a strategy for sustainable IT.

2.From the result in the survey, members
that appeared to be the most advanced

were interviewed in depth to get more
context and to identify effects.

3.The information was distilled and
compiled into one document.

4.Finally, in two separate workshops,
members have been reviewing the infor-
mation, adding more context. Work has
also been carried out separately in each
member’s organization to review and
comment on the document.

This document should be viewed
as an inspiration and not as a
complete guide to setting a

strategy for sustainable IT. The
ambition is to launch new versions
as members’ efforts expand and
more effects are documented.

T



Context

Why a strategy?
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These are some of the drivers behind
members’ decision to develop a strategy
for sustainable IT.

o To provide the organization with a
purpose and a unified vision of what
sustainable IT is — a purpose that sup-
ports action and progress

o To make a statement that the organi-
zation and its management focus on
sustainable IT —which has conside-
rable signaling value internally and
externally

o To manage sustainability-related
business risks

o To make IT more effective in the work-
place, easier day-to-day life

o To reduce emissions

o To reduce costs

¢ To increase employee awareness and
improve culture around sustainable IT

o To facilitate the implementation of ini-

tiatives, such as lifecycle management
and device buy-back programs

Stand alone or incorporated?

A majority of the members (89%) have
sustainability in their IT strategies. Of
those, 60 % have a dedicated strategy for
sustainable IT and 40 % have sustaina-
bility as part of their IT strategy. Mem-
bers agree that both alternatives work
equally well, as long as the components
are there.

Challenges

The following challenges to creating and

implementing a strategy for sustainable

IT were identified:

e Resources. There might for example
be aneed to employ more people for
repair and support

o Aligning all stakeholders: getting pe-
ople involved, making them prioritize,
and making sure decisions trickle
down

e Dialogue with manufacturers (access
to representatives that can talk sustai-
nability on the desired level)
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¢ Getting data from suppliers

e Establish routines/processes and make
sure they are efficient

e Knowing where and how to get started

Areas of improvement

Based on where in the process they are

now, members agree that more can be

done to:

o Establish better routines

o Identify and implement KPIs and make
sure these are monitored

e Implement the strategy more
thoroughly across the organization

e Secure that the guidelines are followed

o Include clear sustainability require-
ments in any new contract negotia-
tions and implementations
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Framework

« Who owns the - What is » With defined » Plan
strategy? sustainable IT stakeholders » Set baseline

» What is the » Purpose and Involve
mandate from overall objectives stakeholders
management? « External/internal Integrate & create

alignment accountability
» Scope » Get started
» Stakeholders
» Materiality
Procurement/ End of life
supply chain
[ Objective  Policy ¢ KPI « Follow up ]
——_—d L |

| Devices ¢ Infrastructure (incl. Cloud) e Print ¢ Software |

The illustration is an example of how the process of creating and implementing a strategy for sustainable IT
can look like, based on member cases. On the following pages, the content is described in more detail.

This shouldn’t be viewed as the ideal model of a strategy. It represents what member strategies contain
today and should be used for inspiration.
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Framework

Areas & components

The set up and level of granularity of the strategy can differ according to what best represents your
organization; however, the areas and components below should be addressed in some way.

Owner & mandate

o Define the owner of the strategy.
According to members, the strategy
is preferably owned by IT, but most
important is to have an owner.

o Describe what mandate the owner of
the strategy has. According to mem-
bers, a clear mandate from top mana-
gement is crucial for success.

Define

Purpose & overall objectives

Describe what the strategy is meant to
achieve and how the organization sour-
ces, uses, and disposes of IT products and
services in a way that meets its environ-
mental lifecycle and social-responsibility
requirements.

Members recommend not having too
many goals and to define which goals
that can be considered base goals and
which that are stretch goals.

Internal and external alignment

o Describe how the strategy for sustai-
nable IT ties into the organization’s
overarching sustainability goals and
strategy.

e Clarify the link to external sustainabi-
lity factors and other related internal
strategies.

¢ Define and describe potential and
actual conflicts of interest.

Scope & definitions

e Define the scope of the strategy. Please
note that for these best practices the
focus is on sustainable IT and not sus-
tainability through IT.

¢ Define what sustainable IT means to
your organization.

Materiality
Define the most material sustainability
areas connected to IT, such as where the

organization has its biggest footprint.

Stakeholders

List stakeholders and describe how they
are affected by the strategy, or in what
way they are critical for realizing it. (Ma-
nagers, employees in general, IT staff,
suppliers.)

Dialogue

Interview defined stakeholders to get a
picture of where they are in terms of sus-
tainable IT and how to best involve them
going forward.

Building blocks

e Procurement/supply chain
o Use

e End of life

These areas can be broken down into

product/service categories, such as:

e Devices

o Infrastructure (incl. cloud)

e Print

o Software

and/or sustainability areas, such as:

e Climate

e Circularity

¢ Responsible manufacturing/social/
Human Rights

Each area should contain the following
components:

e Objective

e Policy

o KPI

e Follow up

Implement

Create a plan for how the strategy will be
implemented and managed, including
plans for each stakeholder group, as-
signed responsibilities and processes for
monitoring and follow up.
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Best practices

To various degrees, members have used the framework to build their strategies, regardless of whether
it is a specific strategy for sustainable IT or sustainability incorporated into the overall IT strategy. The
list below represents actual components that are successfully implemented and that can be used as
an inspiration and starting point for organizations looking to build or rebuild their strategy. It is not to be
considered an outline of a complete strategy.

FOLLOW UP “ POLICY OBJECTIVE

« Tactical and operational
targets related to HW,
reuse/circularity, energy,
human rights

e 40% reduced carbon
footprint

» 100% educated employees

« Resource-efficient standard
workplace

« Carbon footprint
» No of devices/employee
within a 10-yr period

» Define how often

« Plan for addressing non-
compliances with the
strategy

« Regular follow up with
suppliers

« Include in sustainability
reporting

« Increase share of devices
carrying an ecolabel
Minimize resource use

Hierarchy for cost, quality,
sustainability

Each procurement needs to
have KPIs that are followed
up

Choose highest standard of
ecolabels

Choose enterprise models
for laptops

Criteria for supplier selection
Reused equipment
Extended warranty as
standard

Sustainability must be part
of every contract

Share of ecolabels
Share of purchased units
that are in line with set
requirements

Total weight of devices
bought

Are the KPIs of each
procurement met?

» Optimize energy use

» Decrease PUE of data
centers

» Extend use time by X yrs

0% devices replaced ahead

of time

Responsibilities and policies

for taking care of equipment

Repair-first

Number of peripherals

automatically included in

workplace

« Mandatory use of screen
protection and cases

» Devices are replaced on

need basis

Use time of devices

« kwH/FT workplace

» Data-center energy
consumption

« Share of units that are
reused

« Number of units that are

repaired

Failure rate of devices

0

« Climate emissions savings
of more repairs

OVERALL PROCUREMENT “ END OF LIFE

« Increase recovery rate
1:1 (one sourced unit should
lead to one recovered)

Policy on and process for
collection of used devices
Internal reuse

Recovery rate
Avoided climate emissions
for recovered units

Track devices
Climate report from supplier
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Best practices

Description of
components

Below are examples of strategy compo-
nents under each area that are part of
strategies Leadership for Change mem-
bers have in place today.

OVERARCHING

Objectives

o Tactical and operational targets related
to hardware, reuse/circularity, energy
and human rights

o 40% reduced carbon footprint through
effective lifecycle management

e 100% of employees educated within
sustainable IT

Policy
Resource-efficient standard workplace

KPlIs

e Carbon footprint, for example spend
or amount of purchased IT hardware;
cloud or software spend; e-waste
(spend or number of units)

o Number of devices per employee
within a 10-year period

Follow up

o Every three years: Are we doing what
we decided to do?

o Overall KPI development

e Plan for addressing non-compliances
with the strategy

o Regular follow up with suppliers

PROCUREMENT/SUPPLY CHAIN

Objectives

o Increase the share of products carrying
ecolabels

e Minimize resource use/increase mate-
rial efficiency

Policies

Procurement process:

e Prioritization hierarchy: 1. Sustainabi-
lity, 2. Functionality, 3. Cost

e No decision on IT procurement can be
made without a sustainability analysis
(supply chain sustainability, emis-
sions, efficiency, end of life, chemicals

used, raw materials, packaging, trans-
ports etc.) and a recommendation that
comes with it

¢ Go for the highest possible certification
standard on ecolabels

e Choose enterprise models for laptops

Sourcing of products:

e Minimalistic workplace as default
(extras are optional)

o Extended warranty as standard

e Include take back in agreements

e Durability: Products should score high
on robustness

Supplier selection:

o Suppliers should be members of
Responsible Business Alliance or
equivalent

o Supplier should have a carbon-reduc-
tion target

o Supplier should be certified according
to SA8000 or equivalent

KPIs

e Share of purchased products that are
carrying an ecolabel

o Total weight of purchased products

e Share of purchased products that are in
line with set requirements

Follow up

e Regular follow-up with suppliers

o Are the KPIs for each procurement
met?

Suggested action

Show the sustainability perfor-
mance of each product and place
the best rated ones in top.

Documented effect from member:
99 percent of employees choose
the more sustainable product as
the other options are more difficult
to order and are challenged by IT.

Suggested action
Visualize what is purchased using
Power Bl or a similar tool.

USE PHASE

Objectives

e Optimizing energy use

o Decrease PUE (see fact box)

 Extend use time to X years (for ex-
ample smartphones > 3 years, PCs/
monitors > 5 years, Chromebooks 3—4
years)

Policies

e Mandatory use of protective gear

¢ Change from mandatory replacement
of laptops after three years to replace-
ment is allowed

KPIs

o Number of laptops per employee
within a ten-year period

¢ Energy use (for example kwH/FT
workplace)

o Printer usage

o Share of units that are reused

e Number of units that are repaired and
climate emissions savings of this

Suggested action

Require reporting on data-center
energy consumption/carbon foot-
print from suppliers.

What is PUE?
Power usage effectiveness (PUE)

is a ratio that describes how effi-
ciently a data center uses energy;
specifically, how much energy is
used by the computing equip-
ment (in contrast to cooling and
other overhead that supports the
equipment).

END OF LIFE

Objectives
e 100% recovery rate

Policies
o All sites need to have pick up at least
once a year

KPls

e Recovery rate

o Avoided climate emissions on recove-
red units
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Implementation

Implementation & success factors

Without proper implementation the
strategy is just a piece of paper. Make
sure to have a plan for how the strategy
will be implemented, including mapping
the behavioral changes it will require
and how these can be achieved for each
defined stakeholder.

These are the key factors identified
by the members for a successful imple-
mentation of the strategy. The listis a
compilation of all factors members have
found useful.

Involve stakeholders

¢ Get a clear mandate from the top/poli-
tical direction

o Highlight the financial values

o Acknowledge that the implementation
of a strategy for sustainable IT involves
a cultural change

o IT decisionmakers should be the dri-
ving force

o Identify someone in every department
that can be an ambassador

o Make sustainability part of the IT
handbook for employees

o Get people onboard by focusing on the
gains

o “Slice the elephant” to make the stra-
tegy and its effects easier to grasp

e Involve marketing as the implemen-
tation of a strategy is also tied to the
brand

e Communicate goals to suppliers and
challenge them. Have them explain
how they can tie in.

e Listen to those that use the equipment

Integrate & create accountability

o Align to overall sustainability and busi-
ness goals

e Include IT in sustainability reporting

e Create a statistical report with num-
bers to management

o Tie the strategy to cost savings

o Make sure key people own the chal-
lenge (as this will also make them
increase their knowledge)

e Involve suppliers in setting KPIs

¢ Track non-conformances to policies
and make them visible to relevant
stakeholders

Get started and keep going

e Define conflicting goals and how these
will be handled in the day-to-day work

e Start small and refine the process

o Start with the low-hanging fruit and

what can be accomplished in the short
term

Do first and then put in writing
Don’tlet go once the implementation
phase is over. Have regular check-ins
with stakeholders and make sure sus-
tainability is on the agenda on every
tactical and operational meeting
Collaborate with the procurement/
purchasing department — agree on
path forward

Make sure you have control over the
organization’s devices

“Make sure to get the strategy
down in governing documents.”

Quote from member on implementation

“Create a motion that can
be repeated.”

Quote from member on the follow-up
process

“We started from the hardware,
which is tangible compared to
software and cloud service. And we
started with the low hanging fruit
— computers and mobile phones.”
Quote from member on getting started

Members of Leadership for Change 2024

Adda Inkdpscentral
Alleima
Arbetsformedlingen
Assa Abloy
Axess Group
Chalmers Tekniska Hogskola
DF@

Electrolux
Ericsson
Granitor group

Goteborgs universitet
H&M
Handelsbanken
Ikea
Malmo Stad
Northvolt
SIENIE!

SEB
Securitas
Sykehuspartner

Systembolaget
StormGeo
Svenska Kyrkan
Svenska Spel
Soédertorns Hogskola
Sodra Skogsagarna
Tetra Pak
Uppsala Stad
Vattenfall




