


Exhibit 6
Description of the Partnerships from Dong Energy’s Point of View
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ZOOM

The climate challenge is on the agen-

da everywhere – at the UN, in the EU, 

in the Danish Parliament, in the busi-

ness community and in private homes. 

The climate debate and the need for 

action here and now create an ideal 

platform for growth and innovation.

DONG Energy has successfully entered 

into climate partnerships with busi-

nesses, housing associations and local 

authorities that see potential in the 

new challenges. Such partnerships are 

individual and tailored to each cus-

tomer’s needs. The recurring theme is 

that �nancial savings achieved by 

means of speci�c energy reduction 

measures �nance a climate strategy 

based on renewable energy. Partner-

ships enable our customers to react 

proactively to the business-critical cli-

mate challenges facing them while at 

the same time establishing a responsi-

ble climate pro�le bene�ting the com-

pany’s reputation and surroundings.

We entered into our �rst climate part-

nership in 2007, with Novo Nordisk, 

and by the end of 2008 we had entered 

into a total of 13 partnerships. In June 

2008, we entered into our largest part-

nership to date, with Novozymes. The 

aim is to make Novozymes in Denmark 

CO2 neutral in terms of power as early 

as 2012. As an element of the partner-

ship, Novozymes will signi�cantly re-

duce its energy consumption and con-

tinuously convert the savings into 

power purchases from the coming, new 

offshore wind farm Horns Rev 2.

In August, DONG Energy entered into 

a partnership with the Municipality of 

Fredericia. As one of the exciting ele-

ments of the partnership, the possibili-

ties of introducing natural and biogas 

as fuel in, for example, city buses are 

being explored. The aim is to reduce 

emissions of environmentally harmful 

particles and nitrogen. 

In December, we entered into a cli-

mate partnership with the Tivoli Gar-

dens in Copenhagen under which all 

energy must emanate from wind power 

from as early as 2010. The partnership 

acts as a stimulus to an increased sup-

ply of wind power to the market, as Ti-

voli will have its own turbine at 

Avedøre Power Station.

A partnership was also entered into 

with KMD in 2008. The aim of this part-

nership is to reduce direct energy con-

sumption by at least 10% by the end of 

2010. The municipalities of Albertslund, 

Ballerup and Kalundborg and the hous-

ing association DAB also entered into 

climate partnerships with us in 2008.

PARTNERSHIPS
– because the climate is the greatest challenge of our time

Source: Dong Energy Annual Report, 2008.





Sagawa Express (Sagawa) is taking the express route to 
leadership in climate change innovation in the transport industry 
by aiming to introduce 7,000 compressed natural gas (CNG) 
trucks into its fleet by 2012. Despite major challenges, such 
as limited infrastructure to support fueling and the higher price 
of CNG, Sagawa is adamant that such climate change related 
initiatives are a crucial element of their business.

Climate 
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Background

Founded in 1957, Sagawa is a major logistics service company based in 
Japan with operations throughout East Asia. It specializes in door-to-door 
delivery and other services connected with delivery and distribution. It is the 
second largest transport and logistics company in Japan, with over JPY 11 
billion in capital and annual sales of JPY 800 billion. In Japan, Sagawa’s 
36,000 staff operate 25,000 vehicles across 343 offices.

Sagawa had previously initiated programs and campaigns to encourage  
and reinforce environmentally sustainable driving, installed eco cargo 
compartments and improved the distribution and service center processes. 
In May 2003, it continued its environmental leadership by joining the WWF 
Climate Savers program.

WWF Climate Savers was founded in 1998 by WWF as a platform to 
enable companies to join forces in committing to more ambitious reductions 
in its greenhouse gas emissions and to transforming their industries’  
more customary incremental and/or passive approaches toward climate 
change action.

Sagawa’s Climate Change Strategy

Back in 2004, Sagawa introduced its management slogan, “First choice for 
everyone.” The goal was to build corporate value and sustainable business 
development for the long-term. In achieving this, the company had three 
objectives: (1) determining the scope of the business; (2) establishing firm 
foundations for business operations; and (3) meeting corporate responsibility.

The third objective, meeting corporate responsibility, was mainly focused 
on environmental management. Its first recognition as an environmental 
leader was in June 1998, when it was awarded the “Environmental Agency 
Director’s Award for Efforts to Prevent Global Warming” by the Eco Project 
Promotion Committee.1 This was for a company campaign that trained drivers 
in eco-friendly driving practices, such as resisting the tendency to leave 
vehicles idling, avoiding sudden braking, decelerating slowly and accelerating 
patiently. This had already saved 10 million liters of fuel per year and JPY 1 
billion in reduced fuel costs.

It then won another award2 before becoming the first company from the 
transport sector to join Climate Savers in May 2003. It set a goal to reduce 
overall 2002 levels of CO2 emissions arising from business activities by 6% 
by 2012. Instead of targets based on eco-efficiency or energy units, Sagawa 
aimed for net reductions.3 The company’s sustainability report in 2006 stated:

In order to prevent the air pollution attributed to exhaust gases – and global 
warming – we seek to promote greater transport efficiencies, the adoption of low-

IMD Research Associate Darren Willman 
prepared this case under the supervision 
of Dr. Aileen Ionescu-Somers and Professor 
Corey Billington, Deputy Director and Director 
respectively of the Forum for Corporate 
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Climate Savers Program.

It was developed with inputs from the 
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The contribution of all parties is gratefully 
acknowledged.
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1	SG Holdings. “Group history” SG Holdings. 
<ht tp : / /www.sg-h ldgs.co. jp/eng l i sh/
company/enkaku.html>. (accessed 25 
November 2009). 

2	December 2002, “Minister’s Award for 
Global Warming Prevention Activity” from 
the Ministry of Environment. 

3	Setting up net, or absolute, reduction 
targets is required by WWF for a company 
to join its Climate Savers program. 



emission vehicles and the practice of eco-safe driving. And we seek continuous 
improvement in our efforts to conserve the environment.4

Efficiency in existing processes has led to CO2 reductions. By streamlining 
processes in the company’s Hub Centers, it has been able to achieve 
greater loading ratios on its trucks. Hub Centers gather freight and parcels, 
and sort them by destination – an improvement on a previously unstructured 
process. This has been supported by utilizing its distribution centers and 
simplifying its workflow. Distribution centers manage the full distribution 
process all under the one roof, from acceptance to picking, packaging and 
shipping. Before, each process had been managed by a different center, 
with trucks transporting the products from one place to the next. Both have 
led to the elimination of unnecessary transport, with fewer trucks leaving the 
centers loaded with more to deliver.

The approach Sagawa has taken also involves diversifying away from trucks 
and vehicles. Sagawa began working towards a modal shift (from road to 
rail transport) in 2004. One “Super Rail Cargo” trip carries the equivalent 
of 56 ten-ton trucks, a return trip saving of 14,000 CO2 tons. Sagawa is 
increasingly incorporating bicycle and trolley delivery, by establishing non-
vehicle service centers to manage deliveries in congested urban areas. As of 
March 2009, there were 221 non-vehicle service centers.

Sagawa also sought opportunities to make its trucks and vehicles more 
efficient. Since these modes of transport were fundamental to the business, 
Sagawa had to ensure that it operated high performance vehicles. It was 
important to balance productivity with environmental management to ensure 
overall sustainability.

Small delivery vehicles were also fitted with “Eco Compartments,” a durable, 
safe and recyclable cargo compartment. A cargo compartment is the back 
of the delivery vehicle, which holds the deliveries and goods. These were to 
be fitted on all future delivery vehicles.

With all the established campaigns, events and processes to reduce the 
CO2 emissions of the company, it was a challenge for WWF Japan to take 
Sagawa to a new height in environmental leadership through the partnership. 
After much deliberation, it became clear that it was time to push efficiency 
within the core business and through the company’s vehicles.

Reducing CO2 in Trucks and Vehicles

Prior to joining WWF Climate Savers, Sagawa had flirted with the idea of 
transitioning to CNG trucks. In the early 1990s it had begun to study lower 
polluting vehicles and their efficiency. Efficiency was defined in terms of CO2, 
nitrogen oxide (NOx) and particulate matter (PM). It trialed hybrids, methanol 
vehicles and CNG, concluding that CNG was the best (refer to Exhibit 2, for 
comparisons of fueled trucks).

Sagawa’s target of reducing 2002 emissions by 6%, combined with WWF 
Climate Savers’s encouragement, drove it to give a green light to the fleet 
transition program. The logic was clear; Sagawa’s target translates into 
344,600 tons, but if Sagawa was to continue using only diesel trucks, CO2 
was estimated to actually rise to 393,500 tons (refer to Exhibit 1, for data 
on reduction action and targets). The program was to introduce 7,000 CNG 
fueled trucks to the fleet that would help achieve its emission target by 2012.
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Almost immediately after they began introducing the CNG trucks, the 
company faced setbacks due to infrastructure constraints. Mr Kinya Hiyama, 
manager of environmental preservation promotion section of the general 
affairs department, explained:

In Japan, there are very limited numbers of CNG filling stations. Japan’s lack of 
fuel-supply infrastructure is posing an impediment to our introduction plan. Actually, 
we still suffer from it. 

As CNG filling stations were rare in Japan, Sagawa had to take on the 
initiative of building them themselves. It established its first station in Tokyo 
in 1999 before it was truly serious about the fleet transition program, and 
since then it has expanded to 23 stations nationwide (as of August 2009).

The other major obstacle it faced was the greater expense of a CNG truck 
compared to a diesel truck. Sagawa’s collective and inclusive decision-
making processes allowed it to find the right solutions. Hiyama clarified:

Sagawa usually takes an approach where every party exhaustively clarifies the 
potential problems and issues to offset potential risks brought by the new 
initiatives. By repeating both a top down approach from the management and 
a bottom up approach from each department, we can eventually take the best 
measures for change.

Sagawa received some financial support from public sources, but the 
company’s view is that the internal determination to pursue this strategy 
was the most decisive factor in successfully reaching its established goals. 
Consequently, Sagawa will continue to build fuel stations and add CNG 
vehicles if subsidies are abolished. Hiyama explained:

In some cases, cost problems can be resolved through the provision of public 
support such as subsidies. However, we firmly believe that whenever we take 
measures, we have a strong corporate will to pursue those measures even in the 
face of adversity such as abolishment of subsidies. 

As business performance can often fluctuate depending on social criteria these 
days, Sagawa considers it highly important to collect key information about 
environmental policies. We need to survive the rough seas by being proactive 
depending on the situation.

As of August 2009, Sagawa had 4,306 CNG trucks in its fleet. This 
represents more than 25% of the total number of CNG-run trucks in the 
whole of Japan (refer to Exhibit 3, for the background and plan for CNG 
truck introduction at Sagawa).

More Changes Are Inspired
Participation in the Climate Savers program encouraged Sagawa to initiate a 
pioneering activity.5 

In February 2008, Sagawa launched the “Hikyaku Express with CO2 emission 
credits” parcel delivery service. Offsets would go under the Kyoto mechanism 
(refer to Exhibit 4). Sagawa charges a premium to customers who wish to 
use the service, with Sagawa adding an extra incentive by matching the 
payment, essentially doubling the offset credit. In September 2008 Sagawa 
began managing the offsets for other transport services and entered into a 
partnership with the mail order business Senshukai.
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All offset credits are donated to the Japanese government and they contribute 
to the country’s national emissions reduction targets of 6% under the Kyoto 
Protocol. To date the service has reduced 116 tonnes of CO2 from Sagawa’s 
and Senshukai’s footprint.

The Horizon: Challenges and Results

Sagawa executives consider the company to be at a midpoint in its climate 
change strategy: It is too early to elicit concrete results but too late to 
change or back down from the strategy. 

The company has received positive reinforcement. It has set a benchmark for 
its industry competitors. It has also improved the morale of its employees. 
Most tangibly, Sagawa has risen steadily in corporate surveys in Japan for 
environmental activities. In 2004 it ranked in the late 80s but today it has 
been raised to the 60s level.

The company’s emissions results since 2002 have been in steady decline, 
apart from an anomaly of 2007 and 2008 due to an acquisition (refer to 
Exhibit 5). From 2002 to 2006, the company decreased emissions by some 
10,000 tons of CO2. In that same period, emissions from diesel fell by 
37,000 tons and natural gas emissions increased by 19,000 tons despite a 
growing business. This is a clear win for emissions goals.

In terms of finances, cost savings have not yet materialized. The strong will 
demonstrated by executives at Sagawa shows they are confident that cost 
savings will come and that the strategy will make business sense. But this 
remains to be proven with hard numbers. What can be seen, however, is a 
marked transition from “sunk” environmental costs to a spirit of environmental 
investment. Sagawa is turning costs into value for the company.
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Exhibit 1
Reduction Action and Target
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Source:  SG Holdings Sustainability Report 2008

Exhibit 2
Comparison of Fueled Trucks

Source:  SG Holdings Sustainability Report 2008



Exhibit 3
CNG Trucks Introduction Plan and History
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Exhibit 4
Mechanism of the “Hikyaku Express with CO2 Emission Credits” Parcel Delivery Service

Source: SG Holdings Sustainability Report 2008
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Exhibit 4
Progress of CO2 Emissions & Costs of Environmental Accounting
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To reduce CO2 emitted in the use of its products, Sony has 
started to focus on improving the energy efficiency of televisions. 
By combining sophisticated technological improvements with 
simple features that make it easy for customers to save 
energy, Sony achieved a sustained reduction in the carbon 
footprint of its televisions.

Climate 
Innovation
Case Study

page 77



TOKYO, JAPAN, January 2009. Hidemi Tomita, general manager of the 
corporate social responsibility department at Sony Corporation, reviewed a 
press release related to the energy efficiency of the BRAVIA VE5 series. 
The company was about to launch the new model of television at the 
Consumer Electronics Show, the largest consumer electronics trade show in 
the United States. Innovative features that allowed the BRAVIA VE5 to reduce 
CO2 emissions by more than 40% when compared to conventional LCD 
televisions were receiving increased attention from the specialized media.

Background

Founded in 1946 in Tokyo, Sony Corporation employs over 171,000 staff 
worldwide. In 2008 the company had sales of 7,730 billion yen (€58 billion) 
and was ranked number 75 in the Global Fortune 500. A leading provider 
of networked consumer electronics and entertainment, Sony’s main products 
are audio and video systems, television, information and communications 
equipment, semiconductors and electronic components.

Sony began to set itself environmental targets in 1993. In 2006 as part of 
its regular review of corporate environmental targets, the company consulted 
with several environmental NGOs. This initial dialogue contributed positively 
to the company’s review process and led to a commitment to strengthen 
engagement with stakeholders.

In July 2006, Sony joined WWF’s Climate Savers. Climate Savers was 
founded in 1998 by WWF as a platform to enable companies to join 
forces in committing to more ambitious reductions in their greenhouse gas 
emissions and to transform the industry’s more customary incremental and/
or passive approach toward climate change action.

Sony Signs on to CO2 Emissions Reduction

Sony engaged in a more in-depth dialogue with WWF to set ambitious 
targets and design a comprehensive strategy to achieve them. Tomita 
explained the reasons for signing on with Climate Savers:

To join the Climate Savers initiative, a company has to commit to ambitious CO2 
reduction targets in absolute terms. We get added value from having an ambitious 
target, set up jointly with a respected NGO and audited by a third party.

As a Climate Saver company, the corporate commitment of Sony is to 
cut absolute CO2 emissions at its production sites, covering manufacturing 
facilities and offices, by 7% by fiscal 2010 (in absolute terms compared 
with fiscal 2000 emissions). The company is also committed to decreasing 
the energy consumption of its major products by setting specific targets for 
each one.

Sony’s approach to emission reduction at sites is mainly focused on:

IMD Research Associate Dr. Tania Braga 
prepared this case under the supervision 
of Dr. Aileen Ionescu-Somers and Professor 
Corey Billington, Deputy Director and Director 
respectively of the Forum for Corporate 
Sustainability Management at IMD.

This case was commissioned by the WWF 
Climate Savers Program. 

It was developed with inputs from the staff 
of both Sony and WWF. The contribution of 
all parties is gratefully acknowledged.
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•	 Improving energy efficiency through high-efficiency cooling and heating 
systems, switching fuels and improving the operations of energy-related 
facilities.

•	 Increasing the use of renewable energy1.

•	 Lowering emissions of perfluorocarbons (PFCs) and other greenhouse 
gases used in production processes.

As shown in Exhibit 1, emissions from the use of Sony products are 
significantly higher than emissions from sites and logistics. The company has 
adopted a three-prong approach to emission reduction: 

•	 Reducing the power consumption of products.

•	 Reducing the physical size of products. Smaller products use fewer 
resources, require less packaging and can be shipped more efficiently.2 

•	 Increasing use of reused/recycled material.3 

•	 Improving management of chemical substances in products. 

Sony’s climate change strategy also includes reducing emissions from 
logistics –through optimized transport and loading efficiency and shifting from 
long-distance air transport to rail and sea modals and increasing the use of 
virtual meetings to reduce business travel.

Lowering the Carbon Footprint of Televisions 

In 2006, as part of the process of defining its corporate targets for CO2 

emission reduction, Sony carried out a comprehensive assessment of 
emissions related to the use of its products. The results showed that 
televisions accounted for 76% of these emissions (refer to Exhibit 2), making 
the development of energy-efficient televisions a high priority.

The company began by focusing efforts on technological and design innovation 
to lower the carbon footprint of the BRAVIA LCD TV4. Tomita explained:

Our major technological challenge was to lower power requirements while 
enhancing picture quality. We decided to seek innovations at the very heart of 
energy consumption in LCD televisions: the backlight system. We also considered 
life style and consumer behavior and sought to create devices that would, for 
example, allow the elimination of energy consumption while products are in stand-
by mode or the reduction of power use while they are left idle.

In spring 2008 Sony launched new models of the BRAVIA LCD TV, which 
lowered CO2 emissions during product use by 33% in relation to the first-
generation of the BRAVIA released in fall 2005, according to Japanese 
energy conservation standards for 2008 (refer to Exhibit 3). 

Less than a year later, in spring 2009, the BRAVIA V5/VE5/WE5 models 
were launched worldwide. The BRAVIA V5/VE5/WE5 models were the 
first LCD televisions in the world to employ a micro-tubular hot cathode 
fluorescent lamp backlight, which consumes approximately 40% less energy 
when compared to similar 2008 models that use a cold cathode fluorescent 
lamp. Additionally, a light sensor combined with a dynamic backlight control 
automatically adjusts screen brightness according to ambient-light levels and 
video content. 

Tomita described the additional energy-efficiency features that were developed 
to take consumer behavior into account: 

page 79

1	In fiscal 2008 Sony reached its target 
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One of the most interesting innovations in the new BRAVIA models is the presence 
sensor, which eliminates unnecessary power consumption. We know that people 
tend to switch on the TV and leave the room to do something else while just 
listening to it. But showing images is the most energy intensive feature of a TV. 
Considering this, the presence sensor detects that no one is present around the 
TV according to a user-set timeframe. It then automatically turns off the backlight 
to conserve energy, while the volume remains on for a further 30 minutes before 
the TV switches to standby. We also brought back the mechanical switch-off 
button. Modern TVs enter a standby mode when turned off, a state that keeps 
them ready for immediate use but that draws energy on a continuous basis. Up 
until now, the only way to stop that type of energy consumption was to pull out 
the plug. So, we decided to give consumers the option of pressing a switch-off 
button on the side of the TV panel. 

To lower emissions even further, Sony developed a way of recycling polystyrene 
foam scrap generated during production processes. With the scrap, they 
produced flame-retardant polystyrene material for use in BRAVIA televisions 
using a closed-loop recycling technique (refer to Exhibit 4), thus reducing 
resources-related CO2 emissions by nearly 30% compared to emissions when 
using new resources.

Sony proactively marketed the new models of the BRAVIA as energy-saving 
products. In Japan, the company promoted sales of one of these models by 
giving registered customers green power certificates that equalled the annual 
energy consumption of the BRAVIA model they had bought. Buyers could 
then offset their energy consumption by purchasing power from green energy 
sources with the certificates.

Results and Challenges 

In fiscal 2008 Sony was well ahead of the target it had set for itself to 
reduce CO2 emissions from production sites. The 1.84 million tons emitted 
in fiscal 2008 were approximately 17% lower than emissions in fiscal 2000, 
the reference year. Emissions from transportation also showed absolute 
reductions. (Refer to Exhibit 5 for data on CO2 reduction between years 
2000 and 2008).

However, 2008 emissions from product use attained 23.53 million tons and 
recorded a 22% increase compared with emissions from the previous year, 
mainly from an increase in emissions from televisions. 

Although a life-cycle assessment of BRAVIA televisions showed consistent 
improvements in product energy-efficiency between 2005 and 2008 (refer to 
Exhibit 6), total emissions were still increasing as a result of the increase in 
the number of units sold in new markets such as Brazil. 

In other words, even if energy consumption per television is being reduced 
in a sustained way, reducing the total (absolute) emissions from product use 
is still a major challenge to Sony due to market growth.

Sony reflected this challenge in the definition of its ambitious new 
environmental targets for fiscal 2015. In November 2009, it announced an 
absolute reduction in CO2 emissions of 30% for all Sony Group sites by the 
end of fiscal 2015, compared to fiscal 2000 levels and a 30% reduction of 
power consumption per product by the end of fiscal 2015, compared to 
fiscal 2008 levels. These serve as intermediate targets for Sony’s long-term 
goal: An environmental footprint of zero throughout the lifecycles of Sony’s 
products and business activities.
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Exhibit 1
Sony CO2 Emissions
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Source: http://www.sony.net/SonyInfo/csr/environment/data/ghg/index.html

Total 
(Unit: t-CO2)

Emission Intensity - emissions 
by consolidated sales 
(Unit: t-CO2/million yen)

Fiscal 2000 2,218,026 0.303

Fiscal 2006 2,028,096 0.244

Fiscal 2007 2,071,955 0.234

Fiscal 2008 1,836,694 0.238

CO2 Emissions from Production Sites

Source Emission 
(t- CO2)

Product use 23,535,000

Product shipment 720,000

Business trips 88,000

CO2 Emissions from Other Sources

Exhibit 2
CO2 Emissions from Product Use 2006

Source: http://www.sony.net/SonyInfo/csr/eco/newspaper/02.html



Exhibit 3
Sony’s BRAVIA Televisions: CO2 Emissions and Energy-efficiency.

Spring 2008 Models.
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Exhibit 4
Closed-loop Recycling – BRAVIA Televisions
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Source: http://www.sony.net/SonyInfo/csr/eco/newspaper/02.html    



Exhibit 5
Sony CO2 Emissions from sites
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Source: http://www.sony.net/SonyInfo/csr/environment/climate/ghg/site/index.html. 
Accessed November 16, 2009.

Exhibit 6
Product Life cycle Assessment for 32-inch BRAVIA Televisions

Source: http://www.sony.net/SonyInfo/csr/environment/products/index.html#block5. 
Accessed November 16, 2009.   



Tetra Pak efforts to align market companies, manufacturing 
sites and suppliers with its climate goals had required significant 
organizational change. By empowering shop floor teams to 
initiate and explore new approaches on energy efficiency along 
the supply chain, the company had created a structure that 
allows organic innovation to take place.

Climate 
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Lund, Sweden: July 10, 2009. Mario Abreu, Global Environment Director 
for Supply Chain Support at Tetra Pak International, a company involved in 
WWF’s Climate Savers partnership, was taking advantage of the bright sunny 
morning to cycle to the office. He pondered about Tetra Pak’s next steps 
on its Climate Savers journey. He was scheduled to start the day with a 
meeting to open internal discussions on Tetra Pak climate strategy beyond 
2010. He recalled that in 2006, when his predecessor first negotiated climate 
targets with WWF, he had felt that the company was committing a stretched 
target, which would be difficult to reach while growing the business. But as 
of 2008, Tetra Pak has achieved great progress towards reaching the target.

A comfortable level of internal buy-in had been achieved and the joint efforts 
with market companies and manufacturing sites were providing tangible 
benefits. Abreu asked himself how far they could go in setting new targets. 
What would it take to line up factory managers and business units for even 
higher goals? How fast could they move in lining up suppliers for increased 
efforts? Tetra Pak had thrived under challenge and achieving a comfort zone 
could potentially slow down innovation efforts. Abreu hoped that a new 
challenge was on the way.
 
Background

Tetra Pak is a global company that was founded in 1951 in Lund, Sweden. 
Part of the Tetra Laval group, it is the world leader for the supply of 
processing and packaging solutions for milk, juices, soups and other liquids. 
As of January 2009, Tetra Pak employed over 21 thousand staff, had net 
sales of 8.825 million Euros and was present in more than 150 countries, 
where the company distributed 142 billion packages.

Tetra Pak started working with WWF when it became a part of the Global 
Forest and Trade Network (GFTN), so as to be able to guarantee that the 
wood fiber used by the company came from responsibly managed forests.

Climate Savers was founded in 1999 by WWF as a platform to enable 
companies to join forces in committing to more ambitious reductions in 
their greenhouse gas emissions. At that time Climate Savers was the first 
partnership program of its kind. The main objective of this innovative venture 
between a credible global non- governmental organization and leading 
companies was to transform the more customary incremental and/or passive 
approach of industry towards climate change action. More “giant steps” were 
essential and a cleaner economy needed to be achieved more quickly. 

Tetra Pak joined Climate Savers in late 2005, thereby taking on a commitment 
to reduce its absolute CO2 emissions to 10% below 2005 levels by 2010. 
The target was approved by the company’s Strategy Council, on which the 
majority of Global Leadership Team (top management) sat, thus validating 
and endorsing efforts required within the company to achieve this ambition. 
Tetra Pak’s approach to emission reduction focused on increased energy 
efficiency at production sites and favouring renewable materials and energy 

Research Associate Dr. Tania Braga prepared 
this case under the supervision of Dr. 
Aileen Ionescu-Somers and Professor Corey 
Billington, Deputy Director and Director 
respectively of the Forum for Corporate 
Sustainability Management at IMD business 
school as a basis for learning rather than to 
illustrate either effective or ineffective handling 
of a business situation.

This case was commissioned by the WWF 
Climate Savers Program.

It was developed with inputs from the staffs 
of Tetra Pak and WWF. The contribution of 
all parties is gratefully acknowledged.

Breaking down alignment barriers: Tetra Pak 
pulls together allies to reach climate goals.
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(refer to Exhibit 1 for facts & figures on Tetra Pak CO2 emissions). An active 
engagement with transportation suppliers combined with an internal travel 
policy aligned with emissions reduction complemented the range of measures 
put in place by the company. 

Ensuring internal alignment

Before ever taking the step to join the Climate Savers in 2005, Tetra Pak 
already had an internal target for energy efficiency, but the connection 
with the climate issue was not yet well established and the alignment with 
business objectives was not yet clearly defined.

When the company joined Climate Savers, they drew up a general plan to 
combine energy efficiency with purchasing of green energy. The aim was to 
maintain absolute consumption of energy stable while growing the business 
and reducing emissions through green energy purchase. Tetra Pak planned 
to do it in a cost neutral way by using savings from energy efficiency – by 
using less energy per unit of product – to cover the premium price of green 
energy. Climate Savers gave the company an external target audited by a 
third party. Abreu commented on the key role played by the external target.

It sent a very strong message internally. Partnering with WWF gave high visibility 
to the target and increased buy-in from all levels of management. It focused our 
efforts on finding solutions. An internal target would have been subject to criticism 
and endless discussion.

As of 2006, key organizational changes were put in place to ensure internal 
alignment, amongst them measures refocusing the environmental master pillar 
on energy efficiency.
 
There were also significant changes made to the internal reward/evaluation 
systems. Previously, each production plant had an energy cost KPI1 as part 
of the converting factory2 individual objectives that was incorporated in their 
bonus system since it was a criteria for factory performance evaluation. 
Tetra Pak switched the energy KPI to one based on energy efficiency, which 
meant that factory managers started to have this incorporated to their bonus 
system also. Then it was scaled up. The aggregate energy efficiency KPI  
of all converting plants under the responsibility of any given factory  
manager became part of the bonus evaluation. As for the Global Environmental 
Vice- President, the absolute CO2 reduction has been incorporated to 
his bonus evaluation.

Refocusing the environmental master pillar

Since 2004, converting factories at Tetra Pak started putting in place a cross-
functional task force of employees responsible for implementing solutions for 
environment-related manufacturing problems; these were called environmental 
pillars3. Victoria Olsson, Supply Chain Specialist and Environment Master 
Pillar Leader, commented on how this approach fundamentally differed to 
traditional approaches:

In the traditional business hierarchy you have, in the best case, one person 
responsible for environmental issues in each factory. This person can very easily 
become isolated even though their work requires liaising with others in the 
organization. The “pillar approach” enabled us to set up cross-functional groups 
made up of maintenance staff, engineers, electricians and any other relevant parties. 
In this way, we get people from different parts of the factory working together 
to implement solutions. Key messages are transmitted much more effectively by 
“champions” from the groups and the work involved is 
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1	KPI is the acronym for Key Performance 
Indicator. They are measures commonly 
used track an organization performance 
towards long-term goals.

2	Tetra Pak production plants are deno-
minated Converting Factories.

3	Tetra Pak is working with World Class 
Manufacturing (WCM), which is a set 
of concepts, principles, policies and 
techniques for managing and operating a 
manufacturing company. It primarily focuses 
on continual improvement in quality, cost, 
lead time, flexibility and customer service. 
The WCM work within Tetra Pak is built 
up by a number of “pillars” (teams); for 
example in the areas of maintenance, cost, 
focused improvement, quality, safety and 
environment.



more effectively disseminated within the factory. Since information on targets and 
progress is shared visually on boards at the factory shop, staff are made aware 
of developments and are invited to contribute.

Each local environmental pillar communicates with the master pillar at the 
corporate level, composed of a core group and a few ambassadors (acting 
as bridges to regional groups of local pillars).

In 2007 Tetra Pak’s environment master environmental pillar objective was 
refocused on energy efficiency. Dealing with energy efficiency issues inside 
the environmental pillar was in itself not innovative. What was new was to 
place it at the very heart of the pillar’s mission. Previously, the environment 
master pillar focused on diverse environmental issues. The rationale was 
to better leverage efforts through a highly focused approach on energy 
efficiency. Abreu commented:

We changed mindsets; the focus in our converting factories switched to prioritizing 
investments in energy efficiency. We brought people together and gave them a 
mandate to find solutions, innovate on processes and, with the help of the master 
pillar, share best practices with other factories in a structured way. 

The environmental master pillar called the attention to the robustness of the 
business case for energy efficiency. A strong message was sent around the 
company that timely action on energy efficiency was the best way to avoid 
future costs related to higher energy prices and carbon taxation. Knowing 
that traditional pay-back time evaluation does not incorporate the full value 
of future operating cost savings and performance enhancements, Tetra Pak 
gave flexibility to the evaluation of the pay-back time for energy efficiency 
projects.

The role of the refocused master pillar was to identify opportunities and 
share energy efficiency best practices in a structured way. Whenever a local 
environmental pillar developed a solution that could be shared the master 
pillar immediately developed an implementation toolset, which first described 
the problem and its causes and then the solution and newly adopted 
practice. The toolset explained the solution in detail from the perspective of 
the factory manager, showing results and giving accurate figures on cost 
and pay-back time. Part of the master pillar mandate was to collect data 
on energy efficiency from all converting factories and identify areas where 
increased efforts were required. It also developed new projects and drove 
the implementation of large initiatives worldwide.

In 2008 the number of ambassadors within the environmental master pillar 
was expanded (refer to Exhibit 2 for an overview of its participants as of 
August 2009) so as to strengthen its capacity to liaise with converting factories 
in different countries and regions. Jaap Couvee, Quality & Environmental 
Coordinator at Tetra Pak Moerdijk (Netherlands), who joined the master pillar 
in June 2009, commented on his own motivation

In 2006, when we first started working towards having our factory powered with 
100% renewable energy, master pillar support was crucial to our success. It 
helped us build a strong business case for the factory manager and to break down 
skepticism amongst the staff. Essentially, the big “bang for buck” in the area of 
climate change will be through fundamental changes at shop floor level. I recently 
joined the environment master pillar mainly to provide support from the factory 
side. My motivation was to give the team first hand feedback on the application 
of solutions proposed. I also bring a very hands-on approach to the table and try 
to make solutions as simple and practical as possible. 
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Partnering with suppliers

Partnering with suppliers was one of the other preferred approaches adopted 
by Tetra Pak to reduce CO2 emissions. Since 2006 the company has been 
working with suppliers in four different spheres: measuring suppliers’ carbon 
foot print and seeking for improvements, purchasing renewable energy from 
electricity suppliers; driving improved energy efficiency at manufacturing sites; 
optimizing logistics and reducing transportation emissions. 

Partnering to ensure responsible renewable energy purchase

Ensuring responsible purchase of green energy had been a major challenge 
from the outset. Both Tetra Pak and WWF saw that it would be essential 
to hardwire the climate change strategy such that traps of careless offset 
projects4 could absolutely be avoided. The WWF Climate Savers program 
assisted Tetra Pak in setting up clear directives to avoid those traps5. Although 
directives are clear, Tetra Pak have been facing a recurrent challenge to  
buy energy at the required quality and scale at the different regions the 
company operates.

Buying renewable energy can be a particularly complex task in developing 
countries. Because of the lack of transparency from the outset, companies 
cannot be sure how the additional resources paid for green energy are actually 
being used. In order to overcome this barrier and ensure transparency, Tetra 
Pak took the approach of directly negotiating with energy companies on an 
individual basis.

In the case of a new plant built in Hohhot, China, the provision of renewable 
energy was one of the main points of negotiation with local governments 
when choosing the location of the converting factory. Tetra Pak has 
worked on the issue with the government of Inner Mongolia and agreed 
on a Memorandum of Understanding specifically stating that the premium  
price paid for energy would allow new wind power energy to be brought 
to the grid.

Decker Yao, Communications Manager at Tetra Pak China responsible for 
negotiations with the local energy company, explained:

We’re working with the local government and the public company for energy 
to define a transparent and traceable mechanism to ensure that renewable 
energy powering the Hohhot facility fully aligns with company policy on green 
energy supply. We’ll pay a premium energy price for our facility to be exclusively 
powered with energy coming from additional capacity at local wind farms. The 
local government will collect the premium and transfer it to the public energy 
company. We’re working for this process to be transparent. The Inner Mongolia 
local government is keen to cooperate as it has to meet its own renewable targets, 
set up by the central government, so it sees this as a win-win situation. Tetra 
Pak is one of the first companies to pay an energy premium price. We expect the 
system to be operational by October 2009.

As of July 2009, the European situation was no less challenging. From 2005 
to 2009, the Eugene (European Green Electricity Network), an independent 
group of experts from environmental, consumer organisations and research 
institutes, facilitated the search for qualified renewable energy providers with 
quality labels for green electricity. However, in January 2009 Eugene was 
discontinued6, rendering the process of ensuring responsible energy purchase 
in Europe more complex and less efficient. As Abreu pointed out, 
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4	The offset market is meant to pay for 
CO2 reductions that would not have 
happened otherwise. Careless offsetting 
can enable greenwashing, double selling of 
carbon credits and other types of fraud to  
take place.

5	 Tetra Pak agreed to go for green 
energy purchasing only after exploring 
all the possibilities of on-site generation 
and energy efficiency. Furthermore, the 
company agreed to buy energy exclusively 
from companies audited and certified 
to bring additional renewable energy  
to the grid.

6	EUGENE was discontinued as a European 
organisation because it became clear 
that green power labels are difficult to 
harmonise across European electricity 
markets, as they are tailored to the needs 
of different national electricity markets and 
national consumer expectations. Several 
European markets are not adapted for a 
functioning voluntary green power market, 
making it impossible to introduce voluntary 
labels for green electricity products.



the company had to negotiate making decisions related to renewable energy 
providers with WWF on a case by case basis. 

Working with suppliers on full energy auditing

Energy auditing had already become part of the normal way of doing business 
at Tetra Pak converting factories even before the company joined Climate 
Savers. However it was neither systematic nor mandatory. Moreover, energy 
audits had been restricted to the most strategic areas within converting 
factories, such as cooling and ventilation systems. Although this worked well 
for identifying the most salient areas for energy efficiency improvement, it 
was not that helpful when it came to pushing identification of opportunities 
for energy efficiency improvement to the limit.

Tetra Pak Brazil addressed the challenge by partnering with a machinery 
supplier to put in place a systematic full energy audit at Monte Mor converting 
factory. Energy efficiency was the only path open for the Brazilian business 
unit to contribute to company efforts to reduce direct CO2 emissions, as 
energy in Brazil was already mainly generated from renewable sources7. The 
local environmental pillar decided to address the challenge of pushing energy 
efficiency to the limit by partnering with Danfoss Group, on a full energy audit 
project. Valeria Michel, Senior Environment Specialist at Tetra Pak Brazil, 
described the initiative: 

We wanted to gain a better understanding of the energy consumption of all 
processing systems and equipment in our factory. We installed new measuring 
systems allowing us to assess energy consumption at multiple points. That way, 
we can be very precise in determining the energy consumption of individual 
production steps. We then examined the energy use of our equipment and 
compared this with the best available technology. 

The energy audit results showed a potential of 6.15% of energy savings at 
Monte Mor facility between 2008 and 2010, with an average pay-back time 
lower than one year (refer to Exhibit 3). A full potential of 14% increase in 
energy efficiency at Tetra Pak Brazil was identified. The local pillar shared 
the results with the master pillar, highlighting the potential for energy savings 
on the short, mid and long term. Converting factories in Germany adopted 
this solution with their own suppliers, and they found they could potentially 
increase energy efficiency by 8%. As of mid 2009, the master pillar was 
studying the feasibility of issuing a new corporate energy audit policy based 
on these experiences.

Lining up suppliers with Tetra Pak’s founder vision

Tetra Pak’s founder, Ruben Rausing, used to share a vision that “a package 
should save more than it costs”. By innovating in energy efficiency, Tetra 
Pak had now incorporated not only economic performance but also anchored 
material and energy inputs to this vision. 

A significant part of Tetra Pak’s climate strategy is the minimization of 
material input and the maximization of the use of renewable resources as a 
raw material. It includes R&D joint initiatives with suppliers to include material 
minimization as a key criterion in Tetra Pak package design, as well as the 
creation of long-term partnerships to reduce the carbon footprint of suppliers. 
As of mid 2009, Tetra Pak had established such partnerships with key paper 
suppliers and was negotiating with aluminum and polymers suppliers to 
create similar collaborative initiatives.
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7	As of 2007, 85% of the Brazilian electricity 
was generated from renewable sources 
(hydroelectric mainly).



Reducing the carbon footprint of transportation was also part of the 
company’s approach to allow a package to save more resources than it 
costs. Abreu explained that Tetra Pak systematically assesses greenhouse gas 
emissions from centrally-contracted logistic suppliers and uses the information 
to negotiate improvement or phase out targets. The company was also 
working on increasing transport efficiency, by delivering aseptic packages to 
customers in rolls, thus optimizing storage in trucks, and reducing weight 
while increasing the robustness of carton packages.

Future challenges

Lund, Sweden: July 10, 2009. Abreu parked his bicycle in front of the Tetra 
Pak office building and quickly checked his e-mail on his blackberry. A 
message from his counterpart at WWF popped up on the small screen of 
his blackberry. He smiled to the thought that by having WWF as a partner, 
Tetra Pak was unlikely to achieve a comfort zone, since the NGO would 
keep challenging the company to innovate and move forward on their climate 
savers strategy.

For more information: panda.org/cleaneconomy
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Exhibit 1
Tetra Pak CO2 emissions – Facts and Figures
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Source: Environmental and Social Report. Tetra Pak. 2009. 
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Exhibit 2
The Enviroment Master Pilar Team
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Source: Tetra Pak. 2009. 
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Exhibit 3
Tetra Pak Brazil. Full energy audit results
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Source: Tetra Pak Brazil. 2009.

2008

2009

2010

Total

3,6%

2,3%

0,25%

6,15%

Saving

Long Term Energy Action Plan – based on energy audit

MAIN ACTIONS

MOTORS AND 
INVERTERS

REPLACEMENT

Long Term Energy Action Plan – based on energy audit

Energy Audit Results and Priorities

2 - Install frequency inverter for 4 Cooling Towers – 0,3%
1 - Hall 1 and 2 air conditioning control – 2,88%

Energy Audit Results and Priorities
Listed by energy saving in Kwh / year: 

Área Motor Descrição HP Ação Hs. 
Oper. / 

Ano 

Econom. 
Kwh/ano

%
Econom. 

Ret.
Invst. 
Anos 

Obs. 

Bombas M3 BAG Hall #2 e #3 100 Inv. 8.000 282.684 16,0842% 0,22 
Vent. M7 Hall #2 - Insuflador #1 40 Inv. 8.000 98.535 5,6065% 0,28  
Vent. M8 Hall #2 - Insuflador #2 40 Inv. 8.000 98.535 5,6065% 0,28  

Bombas M10 Lam #24 - Rolos Resfr. 75 Inv. 6.240 98.170 5,5857% 0,57 
Bombas M19 Compressor Ar #1 150 Inv. 6.400 69.194 3,9370% 1,73 Estimado 10% 
Bombas M20 Compressor Ar #2 150 Inv. 6.400 69.194 3,9370% 1,73 Estimado 10% 

Vent. M9 Hall #2 - Exaustor #1 30 Inv. 8.000 61.584 3,5040% 0,40  
Vent. M1 Hall #1 - Insuflador #1 20 Inv. 8.000 49.267 2,8032% 0,42  
Vent. M2 Hall #1 - Insuflador #2 20 Inv. 8.000 49.267 2,8032% 0,42  
Vent. M3 Hall #1 - Insuflador #3 20 Inv. 8.000 49.267 2,8032% 0,42  
Vent. M4 Hall #1 - Insuflador #4 20 Inv. 8.000 49.267 2,8032% 0,42  

Bombas M12 Lam #24 - Bomba 
Porão 1 

25 Inv. 6.240 34.970 1,9897% 1,60 

Bombas M13 Lam #24 - Bomba 
Porão 2 

25 Inv. 6.240 34.970 1,9897% 1,60 

Bombas M14 Lam #24 - Bomba 
Porão 3 

25 Inv. 6.240 34.970 1,9897% 1,60 

Vent. M5 Hall #1 - Exaustor #1 10 Inv. 8.000 27.097 1,5418% 0,69  
Vent. M6 Hall #1 - Exaustor #2 10 Inv. 8.000 27.097 1,5418% 0,69  

Bombas M1 BAG Hall #1 15 Inv. 8.000 25.943 1,4761% 0,74 
Bombas M6 Lam #21 - Rolo Resfr. 1 12,5 Inv. 6.240 22.700 1,2916% 0,85 
Bombas M7 Lam #21 - Rolo Resfr. 2 15 Inv. 6.240 22.700 1,2916% 0,85 

Priorities for 2008

Listed by energy saving in Kwh / year:



Xanterra Parks & Resorts’ focused strategy of bringing on-site 
renewable energy generation to the next level required not 
only significant dedicated resources, but also singular efforts 
to break down skeptical mindsets and risk-related barriers 
to innovation. By active learning from an almost terminated 
project, the company was able to build one of the largest 
privately-owned solar photovoltaic systems in the US. 

Climate 
Innovation
Case Study
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DEATH VALLEY, UNITED STATES. SUMMER, 2009. Andrew N. Todd, 
president and chief executive officer of Xanterra Parks & Resorts, strolled 
along the 5,740 solar panels installed by Xanterra at the resorts the company 
operates in Death Valley National Park. He felt proud and accomplished.

Three years earlier, Todd had publicly recognized that financing and installing 
one of the largest privately-owned zero-emission renewable energy systems 
in the sunniest part of the United States looked like a lost battle for Xanterra. 
However, Todd’s adamant determination to succeed on the project led to 
its completion and allowed Xanterra to gain scale in its on-site renewable 
power generation strategy.

Background

Xanterra is the largest park concessionaire in the United States. The 
privately held company operates hotels and lodges, restaurants, stores, golf 
courses, marinas and passenger trains at national and state parks such as 
Yellowstone, Grand Canyon, Death Valley, Rocky Mountain and Crater Lake, 
among others. As of 2008, Xanterra had over 8,000 seasonal employees and 
received 18 million visitors annually. 

In September 2004 Xanterra became the first hospitality company to join 
the WWF Climate Savers program. Climate Savers was founded in 1998 
by WWF as a platform to enable companies to join forces in committing 
to more ambitious reductions in their greenhouse gas emissions and to 
transform industry’s more customary incremental and/or passive approach 
toward climate change action.

Xanterra’s commitment as a WWF Climate Savers company is to reduce 
CO2 emissions to 10% below their 2000 emissions by 2015. The approach 
the company adopted to achieve the emission reduction goal focuses on 
establishing on-site renewable energy generation systems, mainly solar, 
at properties operated by the company. Energy efficiency also plays an 
important role, through a combination of measures such as the installation 
of energy management control systems at hospitality facilities, seasonal shut-
down of systems, education programs aiming to change employees’ behavior 
regarding energy use, extensive lighting retrofits and efficiency upgrades  
of equipment.

The goals established by Xanterra with Climate Savers are part of a set of 
broader environmental goals set by the company in 2004, the Xanterra’s 
2015 Environmental Vision goals (refer to Exhibit 1).

Chris Lane, Xanterra’s vice-president of environmental affairs, explained that 
the company’s commitment to environmental leadership is core to the very 
nature of the company’s underlying business; that of operating natural parks. 

IMD Research Associates Dr. Tania Braga and 
Eva Hubsman prepared this case under the 
supervision of Dr. Aileen Ionescu-Somers and 
Professor Corey Billington, Deputy Director 
and Director respectively of the Forum for 
Corporate Sustainability Management at IMD.

This case was commissioned by the WWF 
Climate Savers Program.

It was developed with inputs from the 
staff of both Xanterra Parks & Resorts and  
WWF. The contribution of all parties is 
gratefully acknowledged.
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Parks & Resorts gaining scale in on-site  
solar power generation. 
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He commented:

If you’re not a leader in environmental management, you’re not going to last very 
long in this business. Environmental performance is one of the key performance 
measures evaluated by our client, the National Park Services.

Breaking down skeptical mindsets

As of 2004, the company was aware that achieving their 2015 Environmental 
Vision goal would call for “giant steps” and the company began to seek 
opportunities for large scale reductions on both CO2 emissions and dependence 
on fossil fuels. Todd explained that installing the largest privately-owned zero-
emission renewable energy system in the country at one of the properties 
operated by Xanterra seemed to be their best bet. 

Death Valley, the sunniest place in the United States, was a natural choice 
for a large scale solar power system. Furthermore, Death Valley had built 
up a solid record as an ideal testing ground for innovative products and 
systems. According to Xanterra sources:

It’s a good place to test environmental climate change related technologies. When 
a product survives the 120 °F heat, high winds, and dust storms found only in 
Death Valley, you know it will work any place!1

In 2004 a project to build a 220 kW solar photovoltaic energy system at the 
Death Valley was presented to Xanterra senior managers. Reactions were 
mixed given the poor economic performance of the project. With mounting 
skepticism in the managerial ranks regarding technical and financial aspects 
of the project, things were put on hold. In Xanterra’s 2005 corporate 
sustainability report, Todd stated: 

One of the biggest environmental setbacks of the year was our inability to finance 
and install a 220 kW solar energy system in the sunniest place in the country; 
Death Valley. While we lost that battle, I vow not to give up on this project 
because I know that weaning our company off fossil fuels could be the most 
important environmental achievement we could ever accomplish.

 
Following Todd’s public recognition of setbacks on the project and pledging 
to strive for its successful completion, Lane actively focused on learning 
from the setback and removing existing barriers that prevented Xanterra from 
building large-scale solar photovoltaic systems.

In 2007 a much larger solar PV system, a one-megawatt project, was 
presented to senior managers and ownership. Although they were positive 
regarding the purpose of the project - taking Xanterra to a leadership position 
in on-site renewable generation - they were skeptical about the magnitude of 
the project and the level of technical expertise required. Managers questioned 
the reliability and durability of solar panels, the cost of maintenance and 
resistance to Death Valley’s tough weather conditions that include high winds 
and extreme heat. In addition, with a total investment stake of close to 8.5 
million dollars, the management team was still uncertain about the economic 
viability of the project.

Lane explained that solar projects can be quite diverse depending on size 
and location. A project’s economic viability can also change significantly in 
proportion to the availability of public incentives. Solar projects often require 
tailor-made solutions for major technical, operational and financial challenges. 
He recalled many a late or sleepless night during his search over several 
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months for cutting-edge technology, anticipating and solving operational 
problems and calculating and recalculating pro-forma reports.

For example, on the technical side, Lane had to find solutions to reduce the 
system vulnerability to wind storms. Since Death Valley is often hit by strong 
wind storms (at times over 100 miles per hour), the danger of potential 
damage to the solar panels had to be eliminated. To mitigate this risk, 
Xanterra would install a system to monitor wind velocity and automatically 
flatten the panels once a certain wind speed was exceeded.

On the operational side, the project also faced challenges such as the 
development of a cost-efficient panel cleaning system - thus avoiding higher 
maintenance costs draining the project’s financial feasibility2. Additionally, non-
native date palm trees covered the site where the system would be installed. 
Rather than cutting them down, Xanterra salvaged 144 trees, replanting them 
on site and chipping less healthy trees for landscaping projects on site. 

Through careful planning, fiscal incentives - 30% tax credit and accelerated 
depreciation - from the federal government and State of California Solar 
Initiative, use of a solar PV tracking system that captures up to 40% more 
solar rays, and the unique climate of the Death Valley that has more sun than 
any place in the US, Lane managed to reduce the return on investment to 
roughly five years3. With solid financial figures and more innovative technical 
solutions, skepticism to the project dissipated and Lane got the green light 
to start planning the development of the system in March 2007. 

Reaping the rewards

In July of 2008, Xanterra succeeded in taking their renewable energy portfolio 
to a new level as the Death Valley solar photovoltaic energy system went 
fully operational. The system is the size of five football fields and generates 
on-site energy of more than 2.2 million kWh per year. 

The Death Valley solar system saves 832 tons of CO2-equivalent per year, 
representing more than 4% of total company reductions in any one year. The 
project is also the first of its kind in this business sector. According to Todd:

This system (at the time) is not only the largest renewable energy system in the 
country amongst all private companies, it is also the largest in the entire tourism 
industry, the entire Department of Interior, and of any national park concessioners. 

The learning curve with the project has been steep, giving Xanterra a unique 
hands-on knowledge of the challenges and rewards of building and operating 
large scale solar photovoltaic power systems. 

Lane noted that many people think that a solar project is simply putting up 
panels. However, he explained that there are some operational and technical 
aspects of this kind of project that become apparent only once it is fully 
operational. With regard to the shortcomings, he stressed that suppliers 
and consultants usually do not mention several challenges that can bring 
substantial additional costs:

No one talks about dust covering panels, heat reducing generation, ongoing 
maintenance costs, replacement of parts such as inverters that break or overheat, 
panels being broken by rocks, hail, or golf balls and how to cope with that, 
the adverse effect of wind on the system, seasonal shade; these are all issues 
that affect solar panels and these factors inhibit the maximization of electricity 
generation. 
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2	Since Death Valley has a dusty environment 
with very little precipitation, the accrued 
dust on the panels was a major issue 
that could affect their efficiency. To keep 
maintenance costs down, the company 
developed a technology to clean the panels 
using minimal manual labor.

3	The pay-back time calculated for the same 
project few years earlier was between 10 
and 12 years.



Lane mentioned the roughly 40% increased generation of the system due 
to the sun tracking device4, which he recommends to anyone considering 
implementing a large scale solar system.

Last but not least, both Todd and Lane see the project as one of the 
pinnacles of their careers. As put by Lane:

When I am long gone in 50 years, it will still be generating clean, renewable and 
free electricity while making profits for the company”.

What is next for Xanterra?

In 2007, the company issued a Climate Change Action Plan, which was a 
starting point to aggregate all the measures and strategies related to the 
reduction of greenhouse gas emissions. Xanterra internally assessed the 
likelihood of meeting short and long-term climate goals. The assessment 
showed that the company had already exceeded its Climate Savers goal in 
2007, by reducing emissions by 17% in absolute terms (refer to Exhibit 2 for 
facts & figures on Xanterra’s CO2 emissions and energy use).

However, Lane noted that this is not the end of the line for Xanterra’s efforts 
in reducing its carbon footprint. From now on every saving will be more 
difficult, since all the “low hanging fruit” has been harvested. In addition, it 
is clear to Xanterra that reaching a target is different from maintaining it. 
Simple issues, such as an unusually hot Summer or decreasing efficiency of 
the solar system, affect emission levels. This is where he sees the role of 
Climate Savers becoming even more critical:

WWF “keeps our feet to the fire” through corporate peer pressure and by ensuring 
that the company is accountable for its own objectives. 
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4	The device automatically adjusts the panels 
according to the location of the sun so 
that there is maximum exposure to light 
at all times. This increases the solar panel 
efficiency by 30% bringing the total output 
to 100% of company’s local requirements 
during daytime. In addition, the system is 
100% operational once the sun comes up 
and it works full capacity until the sun sets.



Exhibit 1
Xanterra’s 2015 Environmental Vision Goals
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Source: http://www.xanterra.com/long-term-environmental-goals-371.html

Xanterra’s 2015 Environmental Vision Goals* 
Fossil Fuels Decrease fossil fuel usage by 30%.

Renewable Energy Increase usage of renewable energy to provide 7% of total electricity consumed.

Emissions Decrease greenhouse gas (CO2) emissions by 30%. 

Solid Waste Divert from landfill 50% of all generated solid waste . 

Sustainable Cuisine Increase purchases of sustainable food items to 50% of all company-wide food 
expenditures. 

Transportation Achieve company-wide CAFE (corporate average fuel economy) standard of 35 miles 
per gallon (EPA rated combined city and highway) for all passenger vehicles (under 
10 persons) purchased annually.

Hazardous Waste Generate zero hazardous waste. 

Water Decrease water usage by 25% (baseline year 2003).

*All goals use a baseline year of 2000 except where specifically noted otherwise.



Exhibit 2
Facts and Figures – Xanterra’s energy use and CO2 emissions
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Source: http://www.xanterra.com/environmental-performance-375.html 
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WWF’s mission is to stop the degradation of the planet’s 
natural environment and to build a future in which humans 
live in harmony with nature, by:

•	 conserving the world’s biological diversity

•	 ensuring that the use of renewable natural  
resources is sustainable

•	 promoting the reduction of pollution and  
wasteful consumption

Climate Business Engagement Unit
WWF International

climatesavers@wwfepo.org
www.panda.org/climatesavers


