
 
  

  

 
Environmentally Sustainable Operations 

 

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. 
 

I. Overview of suggested content (HBS case unless otherwise noted)    
 

Title  Author Product 
Number Publication Date Pages Teaching Note 

1. Environmentally Sustainable Operations 
Sustainability at Millipore Toffel & Lee 610012 2009 28p 610013  
Supplement:  Carbon 
Footprints: Methods and 
Calculations (HBS note) 

Toffel & van 
Sice 

611075 2011 16p -- 

2. Green Building 
Genzyme Center (A) 
(also: B and C cases) 

Toffel & 
Sesia 

610008 2009 33p 610011  

Supplement 1: Rating 
Environmental Performance 
in the Building Industry: 
Leadership in Energy and 
Environmental Design 
(LEED) (Darden case) 

Larson, 
Lotspeich, & 
Keach 
 

UV2005 2010 20p -- 

Supplement 2: Building the 
Green Way (HBR article) 

Lockwood R0606J 2006 10p -- 
 

3. By-Product Synergy: Turning Waste into Product   
Cook Composites and 
Polymers Co. 

Lee, Toffel, & 
Gordon  

608055 2008 20p 608079 

Supplement: From Garbage 
to Goods: Successful 
Remanufacturing Systems 
and Skills  
(Business Horizons article) 

Ferrer & 
Whybark 

BH056 2000 10p -- 

https://hbsp.harvard.edu/product/610012-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611075-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611075-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611075-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/610008-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/UV2005-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/UV2005-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/UV2005-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/UV2005-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/UV2005-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/R0606J-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/R0606J-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/608055-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/608055-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/BH056-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/BH056-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/BH056-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/BH056-PDF-ENG?itemFindingMethod=Search


 
  

  

4. Leveraging Synergies from Sustainable Operations and Systems 
Polyface: The Farm of Many 
Faces  

Lee & van 
Sice 

611001 2010 22p 612054 

5. Measuring Environmental Performance of Operations and Supply Chains 
Trucost: Valuing Corporate 
Environmental Impacts 

Toffel & van 
Sice 

612025 2011 17p 612051 

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

Toffel, Eccles 
& Taylor 

611069 2011 18 612049 

 
II. Rationale for selecting and sequencing the items in this module   
 
This collection of six cases is designed to expose students to the issues, challenges and opportunities in 
sustainable operations. The cases explore various business models, sustainability frameworks, metrics and 
systems for monitoring and achieving sustainability. 
 
In Section 1, the Sustainability at Millipore case provides a background of the sustainability movement, 
reviews major sustainability frameworks and performance metrics and describes Millipore’s sustainability 
approach. The case helps students define sustainability in an organization and also highlights risks and 
opportunities related to the public disclosure of greenhouse gas emissions. The supplement, Carbon 
Footprints: Methods and Calculations, teaches students how to calculate the carbon footprint of an 
organization's operations, supply chain, product or service. It also includes examples and data necessary 
to perform calculations.  
 
Section 2 takes a closer look at green building and its critical role in sustainable operations given that 
nearly a third of energy is used in buildings. In the Genzyme Center case the firm is planning a new 
corporate headquarters which it hopes will be a leading green building. Changes are needed to take the 
building proposal from a LEED silver rating to a LEED platinum rating, the highest rating available. By laying 
out the choices the CEO has to make, the case exposes students to the challenges, opportunities, tradeoffs 
and costs around voluntary environmental management standards, industry self-regulation, and green 
building practices. The first supplement, Rating Environmental Performance in the Building Industry: 
Leadership in Energy and Environmental Design (LEED), describes the evolution of the LEED rating 
system, a standard created to bring transparency, incentives, and education to green construction. The 
second supplement, “Building the Green Way,” is a Harvard Business Review article that argues that green 
building can be done on a standard budget, and that it has become and will continue to be a best practice 
and smart business decision. 
 
Section 3 looks at the process of by-product synergy and other remanufacturing systems that utilize waste 
to make saleable products. The Cook Composites and Polymers Co. case describes one firm’s effort to 
use byproduct synergy to optimize production, lower costs, and reduce waste. The case contains data to 
support quantitative analyses of financial, operational, and environmental issues. The alternative case, 
Applied Sustainability LLC: Making a Business Case for By-Product Synergy, takes a close look at by-
product synergy and follows an entrepreneur attempting to build a consulting firm based on the processes. 
It highlights the positive aspects of by-product synergy theory and also the challenges and hurdles to 

https://hbsp.harvard.edu/product/611001-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611001-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/612025-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/612025-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611069-PDF-ENG?itemFindingMethod=Search
https://hbsp.harvard.edu/product/611069-PDF-ENG?itemFindingMethod=Search


 
  

  

widespread implementation and adoption of new approaches to operations. The supplemental article “From 
Garbage to Goods: Successful Remanufacturing Systems and Skills” explains the process, systems and 
skills needed for remanufacturing, another process that creates saleable products from waste. 
 
In Section 4 the Polyface: The Farm of Many Faces case looks at a farm where biodiversity is leveraged 
to create value. The case contrasts Polyface’s approach with industrial farming which operates on the 
principles of economies of scale. The case challenges students to think about different approaches to create 
value from sustainable operations. The supplement Environment, Entrepreneurship, and Innovation: 
Systems Efficiency Strategies for Industrial and Commercial Facilities offers a look at cost savings and 
competitive advantages that sustainable building design and operations can offer to businesses. The focus 
is on whole-systems strategies for improving efficiency. 
 
In Section 5 the Trucost: Valuing Corporate Environmental Impacts case introduces students to ratings of 
corporate environmental sustainability. The firm aggregates and distributes corporate environmental 
performance data and analysis to investors and managers. However, Trucost struggles to differentiate its 
products from a wide array of lower-cost competitors, and is in need of a new strategy that can educate 
potential clients, open new channels for distribution, and deliver a profit. The case builds students’ 
capabilities to evaluate environmental and sustainability ratings, offers the opportunity to formulate strategy 
for an information provider, and suggests avenues toward profitability. 
 
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. 


