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FROM POOR VIEW TO RICH REALITY OF MARKETS



FROM POOR VIEW TO RICH REALITY OF MARKETS

Poor view of markets: 

external, given demand

Rich reality of markets: 

systems that can be influenced

Firm

Market 1 Market 2
Market 2Market 1 Firm



SHAPING MARKETS FOR GROWTH & PROFITABIL ITY
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Market-level changes
Competitors benefit as well5



• Technical standards
• Regulation
• Customer preferences
• Industry conventions

• Terminology
• Information (e.g., research, KPIs)
• Media
• Symbols (e.g., events, awards, associations)

• Set of actors (incl. competitors)
• Roles / work division
• Actors’ know-how
• Infrastructure

• Product (functionality, scope, property rights)
• Pricing (level, carrier) 
• Customer & jobs-to-be-done
• Channel & matching mechanism

WHAT MARKET ELEMENTS CAN YOU SHAPE?

Rules of 
the game

Network

Exchange

Representations
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CHANGING THE PRICING LOGIC TO ALIGN INCENTIVES 
FOR WASTE REDUCTION



MAKING EXCHANGES MORE EFFICIENT BY 
INNOVATING INFRASTRUCTURES



CATEGORY DECISIONS AND REVIEWS AS SHAPING ACTS
C A S E :  P LA NT - BA S E D  P R O TE I NS  I N  NE W Z E A LA ND
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No-meat meat?

Vegan / vegetarian?

Healthy / health food?

Alt-protein?



TWO CONCERNS WHEN APPLYING MARKET SHAPING 
FOR SUSTAINABILITY

10

Unintended 
consequences

Reliance on 
win-win-win solutions



THE  ROAD THE  HELL  IS  PAVED WITH GOOD INTENT IONS?
C A S E :  E L I M I N A T I N G  C H I L D  L A B O R  F R O M  S O C C E R  B A L L  M A N U F A C T U R I N G  

11

K
h

a
n

, 
F
. 
R

.,
 M

u
n

ir
, 
K

. 
A

.,
 &

 W
ill

m
o

tt
, 
H

. 
(2

0
0

7
).

 A
 d

a
rk

 s
id

e
 o

f 
in

st
it

u
ti
o

n
a

l e
n

tr
e

p
re

n
e

u
rs

h
ip

: 
S
o

c
c

e
r 

b
a

lls
, 
c

h
ild

 la
b

o
u

r 
a

n
d

 p
o

st
c

o
lo

n
ia

l i
m

p
o

v
e

ri
sh

m
e

n
t.

 O
rg

a
n

iz
a

ti
o

n
 S

tu
d

ie
s,

 2
8

(7
),

 
1

0
5

5
-1

0
7
7

.

1995 1996 1997 1998 1999 2000 2001 2002 2003 2004

CBS airs story on child 

labour in Sialkot’s 

soccer ball industry.

International Media 

Campaign begins

Industry announces 

the Sialkot Child 

Labour Elimination 

Project involving ILO, 

SCF, UNICEF and the 

SCCI

Agreement that 

stitching should be 

shifted to 

monitorable stitching 

centres away from 

village homes

US Department of 

Labor hearings on 

international child 

labour.

The international Foul 

Ball Campaign to 

eliminate child 

labour from 

Pakistan’s soccer ball 

industry is launched

Sporting goods trade 

association is coming 

up with its own plan 

to address the child 

labour problem.

Nike’s subcontractor 

opens up Pakistan’s 

first soccer ball 

stitching centre

ILO is appointed to 

monitor child labour 

involvement in the 

Sialkot soccer ball 

industry. Concerns 

start to be raised that 

the new stitching 

regime is adversely 

affecting women 

stitchers

Field offices of ILO, 

SCF and UNICEF set 

up in Sialkot

ILO begins 

monitoring the 

soccer ball industry 

for child labour

Project agrees upon 

what would 

constitute an all-

female stitching 

centre

Clinton hails the 

project as an 

exemplar of industry–

civil society 

collaboration

Sialkot soccer ball 

industry agrees to 

look at the issue of 

women being 

displaced and 

create all-female 

stitching centres

definition

95% of all soccer ball 

exports are child 

labour free. Women

participation in 

industry drops from 

50% to about 20%



WIN-WIN-WIN NECESSARY TO GET OTHERS ONBOARD
– BUT OFTEN LEADS TO MARGINAL SOLUTIONS

Minimum viable 

system
Shaping vision 

A 
Shaping vision 

B

Shaper +4 +1

Distributor +3 +2

Retailer -1 +1

End customer +5 +1

Net surplus +11 +5

Outcome Failure Success
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DRIVERS AND HINDERERS OF 
(UN)SUSTAINABLE SERVICE: 

A SYSTEMS VIEW

Kaisa Koskela-Huotari, Stockholm School of Economics

Kristin Svärd, Karlstad University

Helén Williams, Karlstad University

Jakob Trischler, Karlstad University

Fredrik Wikström, Karlstad University



Still, food is wasted to the extent that it is the 

main contributor to several planetary crises.

No one wakes up in the morning thinking 

“Today, I will waste food.”

Food waste is fundamentally 

a systemic problem. 

Figure: OpenIDUser2, GFD, via Wikimedia Commons



SYSTEMIC LENS ON FOOD WASTE  IN  RETAIL

What are the systemic mechanisms that enable and 

hinder retailers in engaging with food waste reduction? 

Retailer-related 
FW

Consumer-
related 

FW

Marketing efforts
(including pricing, 

packaging, 
communication) that 
lead to over purchase

Consumer expectations 
of large selection, 

freshness, aesthetics

E.g., Teller et al. (2018); Quested et al. (2013)



RESEARCH DES IGN:  ABDUCT IVE  METHODOLOGY

Systemic framework 
of sustainability

System dynamics
(stocks & flows, 

feedback, mindsets)

Case study of a 

Swedish food retailer
(15 semi-structured 

interviews + secondary 
data)

Prior literature on food 

waste within the 

retailer-consumer 

interface
(18 articles identified 
through a literature 

review)

Theoretical and 

empirical inputs 

in the abductive 

analysis



SYSTEMIC CONCEPTUAL IZAT ION OF SUSTAINABIL I TY
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System 2

System 1

Containing 
system

(e.g., the 

biosphere)

Focal 
system 
(e.g., a 

service 

firm)

Containing 

system
(e.g., the human 

community)

Implication: Sustainability requires the 
specification of two systems: 
1) the focal system of which 

sustainability is evaluated, and 
2) the containing system to be 

sustained

Sustainability: a dynamic ability of a 
focal system (e.g., a service firm) to 
sustain the system(s) that contains it 



FOOD WASTE  IN  RETAILER -CONSUMER INTERFACE
PHA SE BY  PHA SE

1. Major driver of food waste

▪ Unsustainable Expectations Loop
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FOOD WASTE  IN  RETAILER -CONSUMER INTERFACE
PHA SE BY  PHA SE

1. Major driver of food waste

▪ Unsustainable Expectations Loop

2. Underlying mindsets

▪ The Profit Maximization mindset

▪ The Sustainability mindset
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FOOD WASTE  IN  RETAILER -CONSUMER INTERFACE
PHA SE BY  PHA SE

20

Containing system
(Earth’s biosphere)

Profit Maximization 

Mindset

R-FW C-FW

Environmental 
Degradation+

Marketing

Amount of Food 
Purchased

Consumer
Expectations

+ +

Unsustainable 
Expectations 

Loop

Size of 
Stock/Selection

+

+

+

+

+

Sustainability 

Mindset

Awareness of Environmental Harm
+

+

FW reduction 
Initiatives

+

Profit

+
+

-

+

+

Diminishing 
Returns 

Loop

Cost-barrier 
Loop

Efficiency 
improvements

-

+

- Costs

Win-Win 
Loop

R

B
B

Focal sub-system 
(Retailer-consumer 

interface)

+

R

+

1. Major driver of food waste

▪ Unsustainable Expectations Loop

2. Underlying mindsets

▪ The Profit Maximization mindset

▪ The Sustainability mindset

3. Drivers and hinderers of food 

waste reduction initiative

▪ The Win-Win Loop

▪ Diminishing Returns & Cost-barrier



FOOD WASTE  IN  RETAILER -CONSUMER INTERFACE
PHA SE BY  PHA SE
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1. Major driver of food waste

▪ Unsustainable Expectations Loop

2. Underlying mindsets

▪ The Profit Maximization mindset

▪ The Sustainability mindset

3. Drivers and hinderers of food 

waste reduction initiative

▪ The Win-Win Loop

▪ Diminishing Returns & Cost-barrier

4. Missed opportunities in food waste 

reduction due to goal conflict



FOOD WASTE  IN  RETAILER -CONSUMER INTERFACE
PHA SE BY  PHA SE
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▪ Unsustainable Expectations Loop

2. Underlying mindsets

▪ The Profit Maximization mindset

▪ The Sustainability mindset

3. Drivers and hinderers of food 

waste reduction initiative

▪ The Win-Win Loop

▪ Diminishing Returns & Cost-barrier

4. Missed opportunities in food waste 

reduction due to goal conflict

5. Collective-level hinderers of food 

waste reduction



TAKE-AWAYS

▪ Prevailing mindset and feedback loops lead to lock-in effects into 

unsustainable practices

▪ In food retail, the identified nine feedback loops can be used as 

intervention objects in transforming both retailer and consumption 

practices

▪ The feedback loops vary in their impact potential and the means needed 

to attend to them

▪ The win-win loop is relatively easy for the retailers to engage with, but it has a 

limited impact on reducing food waste

▪ The self-reinforcing cycles stemming from the profit maximization mindset (the 

Growth Loop, Over-Purchace Loop and Overstocking Loop) have huge 

potential, but most likely will require regulatory interventions to be addressed 

due to significant goal conflicts
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CONLUSION:
UNDERSTANDING AND ACTING UPON 
FEEDBACK LOOPS AND UNDERLYING 
MINDSETS IN RETAIL IS PIVOTAL FOR 

SUSTAINABLE TRANSFORMATION. 



May 18

“Re-imagining the Physical Store” with Sara Rosengren

September 25

“Service Robots and their Effects on Customers” with Magnus Söderlund

November 13, 

“Making Retail Circular: The Role of Consumers” with Aylin Cakanlar

Thoughts, comments, ideas:
karl.strelis@hhs.se

NEXT  CFR  EARLY INS IGHTS



FOLLOW US ON INSTAGRAM:  @CENTERFORRETAIL ING
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