
 
  

  

Designing and Launching Environmental Products and Services 

Course Module in Business and Environment  
 
Course Modules help instructors select and sequence material for use as part of a course. Each module 
represents the thinking of subject matter experts about the best materials to assign and how to organize 
them to facilitate learning. 
 
Each module recommends four to six items. Whenever possible at least one alternative item for each 
main recommendation is included, as well as suggested supplemental readings that may provide a 
broader conceptual context. Cases form the core of many modules but we also include readings from 
Harvard Business Review, background notes, and other course materials. 
 
1. Overview of suggested content (HBS case unless otherwise noted)   
 

Title  Author Product 
Number 

Publication 
Year Pages Teaching Note 

 
1. Environmental Product Design 
Cradle-to-Cradle Design at 
Herman Miller: Moving 
Toward Environmental 
Sustainability 

Lee & Bony 607003 2007 21p 609013 

2. Environmental Product Differentiation  
Patagonia Reinhardt, 

Casadesus-
Masanell, & 
Jin Kim 

711020 2010 29p 711081 

Alternative: Clearwater 
Seafoods 

Reinhardt & 
Weber 

707012 2006 27p 712020 

Supplement: Environmental 
Product Differentiation: 
Implications for Corporate 
Strategy (CMR article) 

Reinhardt CMR125 1998 32p -- 

3. Environmental Product Development  
Toyota Motor Corporation: 
Launching Prius  

Reinhardt, 
Yao & Egawa 

706458 2006 22p 707558 

Supplement: The Hybrid 
Vehicle Market  
(HBS note) 

Toffel & 
Uludere 
Aragon 

612084 2012 
 

15p  -- 

4. Capturing Value from Environmental Savings 
Monsanto: Realizing Biotech 
Value in Brazil  

Bell & 
Shelman 

507018 2007 35p 507059 

Supplement: The 
Precautionary Principle  
(HBS note) 

Toffel & 
Uludere 
Aragon 

610043 2010 24p -- 

https://hbsp.harvard.edu/product/607003-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/607003-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/607003-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/607003-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/711020-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/716023-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/716023-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/CMR125-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/CMR125-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/CMR125-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/CMR125-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/706458-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/706458-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/612084-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/612084-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/507018-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/507018-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/610043-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/610043-PDF-ENG?itemFindingMethod=Search


 
  

  

5. Creating and Capturing Value from Carbon Markets 
Arcadia Biosciences: Seeds 
of Change (Abridged) 

Daemmrich, 
Reinhardt & 
Shelman 

711050 2011 16p 711042 

Alternative: Arcadia 
Biosciences: Seeds of 
Change  

Daemmrich, 
Reinhardt & 
Shelman 

709019 2008 19p 711042 

Alternative 2: Plantar S.A. 
(Brazil): The Value of Carbon 
Assets 
(Thunderbird case) 

Zerio & 
Conejero 

TB0011 2009 18p TB0012 

6. Designing Consulting Services to Leverage Environmental Capabilities 
InterfaceRAISE: 
Sustainability Consulting 

Toffel, Eccles 
& Taylor 

611069 2011 18p 612049 

 
II. Rationale for selecting and sequencing the items in this module  
 
This collection of six cases is designed to expose the challenges inherent to designing and launching 
environmental products and services and capturing value from environmental capabilities. The cases 
explore product design, differentiation, and development as they interact with corporate strategy, industry 
standards and best practices. They also look at using environmental design, technology and services to 
create value and strategies for capturing that value. 
 
In Section 1, the Cradle-to-Cradle Design at Herman Miller: Moving Toward Environmental Sustainability 
case describes the cradle-to-cradle (C2C) protocol, the details of how Herman Miller implemented C2C 
during the design of the Mirra chair, as well as the impact of the new protocol on the organization’s 
internal processes: design decisions, manufacturing, and supply chain management. The case highlights 
the challenges of environmental product design, how it often forces tradeoffs with respect to traditional 
manufacturing processes and supply chain decisions but can also serve as the source for innovative 
design, differentiation and competitive advantage. 
 
In Section 2 the Patagonia case follows a new environmental initiative at Patagonia, the Product 
Lifecycle Initiative, a holistic commitment to lengthen the lifecycle of each product and reduce landfill 
waste. The initiative was considered radical, forcing the company to rethink its business model and its 
relationships with its consumers. The case is an opportunity to understand how product and business 
model differentiation occur along environmental lines, what stakeholders are involved in the process, the 
importance of customers in the success of environmental products, the importance of credibility when 
selling and marketing environmental products, and how to remain sustainable as a business while driving 
industry best practices and profit. As an alternative, the Clearwater Seafoods case examines a seafood 
company that prides itself on its sustainable fishing practices, where it is a leader in the industry. 
Traditionally seafood is a commodity and the firm faces significant challenges in differentiating each of its 
product lines on the grounds of sustainability in order to compete with lower-priced, but lower-quality fish. 
The case allows students to examine issues of resource management, corporate responsibility, building 
credibility, and differentiating and marketing of commodities based on environmental practices.  
 

https://hbsp.harvard.edu/product/711050-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/711050-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/709019-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/709019-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/709019-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/TB0011-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/TB0011-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/TB0011-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611069-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611069-PDF-ENG?itemFindingMethod=Search


 
  

  

The supplemental article, “Environmental Product Differentiation: Implications for Corporate Strategy,” 
argues that in order for environmental product differentiation to work, the strategy must be in concert with 
the overall business strategy. Furthermore, the product must be in an industry where the economics are 
viable and the firm must be internally capable of driving innovation and delivering a strong product. In 
more detail, the author argues that firms hoping to differentiate based on environmental products must 
find and communicate with willing customers, market the environmental attributes effectively and defend 
the product from imitation.  
 
In Section 3 we look further into environmental products and how they are developed. The Toyota Motor 
Corporation: Launching Prius case, set in 1995, takes the perspective of Toyota’s president and asks 
whether to push for a more aggressive launch of the Toyota Prius—an automobile that incorporates 
Toyota’s new and technically advanced hybrid powertrain. High and unpredictable gas prices, as well as 
environmental concerns, prompted investments in hybrid vehicles like the Prius that delivered far better 
gas mileage than traditional drivetrain cars. The launch decision facilitates discussion around the 
importance of the Prius in overall product strategy as well as market structure, competitive advantage and 
competitive dynamics. It also allows for a discussion around the industry setting, what remains unique to 
the auto industry and what experiences and strategies are transferable. As a supplement, The Hybrid 
Vehicle Market describes the hybrid electric vehicle market, the results of different automaker strategies, 
and the environmental regulatory issues that can promote or inhibit market growth in the United States. 
The note introduces the technologies and regulatory aspects of vehicles using alternative powertrains and 
fuels including hybrid electric vehicles, plug-in hybrids, electric vehicles, and diesel engines.  
 
Section 4 looks at the potential value of environmental savings and strategies for capturing that value. In 
Monsanto: Realizing Biotech Value in Brazil, Monsanto, a leader in the biotechnology industry, has 
developed products that create substantial value but, in many countries, also elicit concerns. Monsanto 
needs to consider how to navigate these concerns and capture the value its products create. The case 
offers ample opportunity to calculate potential value from Monsanto’s products, debate how best to collect 
on that value, as well as an opportunity to reflect on the potential role of biotechnology. Furthermore it 
allows students to analyze the challenges of introducing new technology in uncertain legal and consumer 
environments. As a supplement, The Precautionary Principle outlines the benefits and drawbacks of the 
precautionary principle, especially when regulating activities whose effects on human health and the 
environment are uncertain. The supplement pairs well with cases involving new products and 
technologies that might harm human health or the environment or risk posing other societal problems. 
 
Section 5 addresses capturing value from carbon markets. In Arcadia Biosciences: Seeds of Change 
(Abridged) the California-based company is seeking to introduce genetically modified rice into China 
which will lower farmers' costs and generate environmental benefits through reduced greenhouse gas 
emissions. The firm needs to decide on a strategy to capture value from this process. The case facilitates 
discussion and learning around value creation and value capture in an industry where environmental 
externalities, intellectual property rights, and market power are critical. The alternative is a longer version 
of the case with additional detail included. As an additional alternative, Plantar S.A. (Brazil): The Value of 
Carbon Assets features a Brazilian pig iron producer that hoped to be one of the first firms to capture 
value from the trade of Kyoto Protocol carbon credits. At the time of the case, the processes and 
methodologies for capturing value from carbon credit trading were not well defined. The World Bank saw 
Plantar as an opportunity to consolidate the process and showcase the Kyoto Protocol. The Plantar 
project was successful financially and helped transform the company. 



 
  

  

 
In Section 6 the InterfaceRAISE: Sustainability Consulting case facilitates a discussion around how to 
best design and implement consulting services to leverage environmental capabilities. InterfaceRAISE is 
a sustainability management consulting firm created to spread and share the ideas and competences of 
its parent company Interface Inc., a carpet manufacturer recognized as a global leader in corporate 
environmental sustainability. InterfaceRAISE targeted accelerated growth while achieving three 
objectives: improving its clients’ sustainability performance, enhancing its parent company’s brand image 
and sales, and increasing operating profits. The case can be used to discuss a number of topics 
including; the opportunities and challenges of creating a consulting business based on selling a 
manufacturing company's environmental and operational capabilities; the strategy of offsetting one firm's 
environmental impacts by reducing the environmental impacts of other firms, and contrasting this with the 
carbon offset market; the differences in operational strategies between manufacturing and consulting 
companies, and the implications on investment, R&D, marketing, and human resources policies; and the 
different types of business models that exist for consulting firms and how these affect decisions about 
client selection and client portfolio. 


