
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Eco-i Manual 
Building Materials Supplement 

 



Introduction  

Sector transformation towards more sustainable, healthier building materials 

All of us are in some way linked to the activities of the building materials sector, through the buildings that we live, work and learn in and use for leisure, as well 

as through infrastructure such as roads and bridges.  Construction and the materials used are a constant in our lives, but one that carries with it a high 

environmental impact.   

As part of the wider effort to map the journey and take the action required for a more sustainable planet, the building materials sector faces complex challenges 

in how it contributes to this.   Construction is responsible for 39% of world carbon emissions1 (split between operational emissions at 28% and embodied carbon, 

at around 11%), and buildings use about 40% of global energy, 25% of global water and 40% of global resources.  The amount of construction debris produced, 

such as concrete, asphalt, bricks, metal, wood, ceramic and plastics is also expanding, expected to reach around 2.2 billion tons annually by 2025, compared to 

1.3 billion tons in 20122.    

To better define the types of building materials required to address these impacts, the Association for Sustainable Building Products states that materials that 

are “low embodied carbon, non-toxic, locally made and healthy in use are preferred.”  Beyond environmental impacts, the effects of building materials on 

human health also bears strong consideration, as more becomes known about the traditional materials, products and additives used over time.  We now spend 

up to 90% of our time indoors, and the long-term exposure to substances of concern in building materials is an area of growing focus for health practitioners.  

The sector faces a very real challenge to reduce these impacts, but at the same time cater for the housing needs of a rising, and increasingly urbanized 

population. A transition must also ensure high safety standards are maintained, as well as addressing other social challenges such as improving gender equality 

in the industry, responsible working and sourcing, and the social effects of building activity on lower-income communities and regions.  Industry insights suggest 

that that construction, in comparison to other sectors, has been slow to embrace change.  Resistance to adapt to a changing landscape has been seen in the 

materials processes, and business models that continue to be used, as well as the culture in individual firms and the wider sector.   

However, vast potential exists to harness new technologies, including greater digitalisation, improve the efficiency and connectivity of the value chain, and 

develop new materials and working practices that are better suited to today’s housing needs, as well as the more sustainable future of buildings to be reached.   

The current time is pivotal for the sector.  The expected boom in construction projects in emerging economies in the next decade may play out in different 

scenarios regarding sustainability depending on how market transformation and government policies affect industry practice.  A continued focus on deploying 

traditional materials and practices could lock in high energy use and carbon emissions in both the construction phase and the long lifetime of buildings’ in-use 

phase; scaling a more sustainable approach could enable these economies to leapfrog existing practices and establish new norms, ushering in a more sustainable 

future for buildings. 

SME are a significant driving force of industry activity, as well as potential change. In the EU, up to 98% of the companies in the construction value chain are 

SMEs3.  The challenge for companies of this size to improve sustainability is well researched– whilst smaller, more agile firms are often well placed to design and 

 

1 World Green Building Council: New report: the building and construction sector can reach net zero carbon emissions by 2050     
2 Transparency Market Research - Construction Waste Market: Global Industry Analysis, Size, Share, Growth, Trends and Forecast 2017-2025 
3 BUILD UP – The European Portal for Energy Efficiency in Buildings.  Supporting digitalisation of the construction sector and SMEs, including Building Information Modelling 

https://www.worldgbc.org/news-media/WorldGBC-embodied-carbon-report-published
https://www.cdrecycler.com/article/global-volume-construction-demolition-waste/
https://www.buildup.eu/en/practices/publications/supporting-digitalisation-construction-sector-and-smes-including-building


deploy innovation, at the same time they may lack the financial means and resources of larger firms to deliver this potential.  This is a barrier to increased 

sustainability; the sheer volume of SMEs in the sector account for a significant proportion of the activity, but individually face challenges to transform, even 

where expertise is present.  Many examples of innovative and sustainable building materials and practices have already been seen – low-carbon and low-toxicity 

materials with the same performance as traditional ones; and increased circularity from off-site assembly, use of reclaimed materials and efficient building 

deconstruction – these and other improvements now need to see increased scale. 

This supplement, as part of the UNEP Eco-innovation manual equips SMEs in the building material industry with a toolkit and methodology to embed 

sustainability into their business strategies and better identify new products, services and practices that can yield both sustainability and economic benefits, 

facilitating an industry transformation. 

How to use this supplement 

Building on the key principles and methodology presented in the Eco-innovation Manual, this supplement on building materials provides sector-specific 

information and guidance to service providers supporting companies in Eco-innovation.  It is intended to be used alongside the Eco-innovation Manual, to 

provide further context at each step and examples of how the methodology, activities and templates can be applied in real life to a company in the building 

materials sector.   

The target audience of both the manual and the supplement is the service provider, typically a sustainability consultancy organisation or individual. 

The overarching manual provides further guidance on how service providers can conduct and link together the different stages of the Eco-innovation process, as 

well as providing generic guidance, such as on how to research and engage target companies, gather data, pitch services, conduct meetings and workshops, and 

use the templates provided for assessing and documenting current and proposed operations.   

Presenting the Eco-innovation process through the example of a fictional company 

As with the previous Eco-innovation supplements, this guide uses a learning case study of a fictional company to demonstrate how to apply the Eco-innovation 

methodology and key templates to a company in the building materials value chain.   The fictional builders’ merchant GFC Building Supplies accompanies the 

reader throughout the journey of the supplement, with its current practices on sustainability and position in the market assessed, followed by the process to 

identify and implement new business strategies, models, and projects to address sustainability hotspots. 

 

A builders’ merchant has been chosen for the example to enable exploration of sustainability considerations for a range of materials, products, business models 

and value chain processes.  Different roles in the value chain are considered, e.g., procurement, supply, manufacture and processing, design, or involvement in 

end of life activity. 

 

 

 



Introduction to GFC Building Supplies 
 

GFC Building Supplies is a small builders’ merchant of just under 50 employees, who started out in 2000 as a small outfit supplying trade customers, initially 

specializing in the procurement and supply of cement, concrete, timber and bricks manufactured by third party companies.  

The company has since expanded its size and client base and developed an own-label product range alongside its sales of third-party materials and products. The 

product range also now includes roofing, plasterboard, paints, flooring, insulation, windows, wall coverings, fencing, adhesives, lighting, piping, sanitaryware, 

plumbing supplies, plastics, chemicals, tools, fittings and fixings. Around 90% of sales are in-country, with main trade customers based in the local region.  

However, GFC are putting an increased focus on international exports, as well as aiming to win further tenders outside of the local region to supply materials for 

larger public and private construction projects.  

Of domestic sales, the majority (around 75%) are directly to trade customers with some through contractual supply arrangements with construction and 

refurbishment companies, in some cases secured through competitive tenders. They have one long-lasting contractual relationship with a medium sized 

construction company, providing a relatively stable base of income. As well as product sales, GFC is interested in providing further services, such as logistics, 

digital design, repair, maintenance, and equipment hire. 

 

In recent years, alongside partners, GFC has developed an own-brand range of bagged cement and paints in response to customer needs.   GFC are interested in 

expanding this range, exploring more environmentally friendly variants of these products, and considering opportunities for more local sourcing of materials to 

mitigate the risks of price increases and volatility from the import market.  Own-brand bagged cement products are of various grades and produced by procuring 

Portland cement from suppliers in a variety of locations, using different production techniques.   

 

GFC is based at one site which consists of an office, warehouse, workshop and retail shop.  Employees work in departments covering operations, procurement, 

specification and design, logistics and delivery, sales and marketing, customer service and IT.  The design team mainly specialize in developing the own-brand 

range and specifying products for different applications. Whilst there is some focus on new product designs and discussions with suppliers on new products, GFC 

has never had a formal R&D arm as part of the company and no partnerships of note with external organisations in this area.   

A small management team oversees operations and business development and reviews the company’s strategic direction at quarterly meetings. The CEO and 

founder of GFC has a close working relationship with each of the team managers, and has a strong technical background, but is often more focused on 

supporting the sales and marketing arm of the business, as well as working at a higher-level with the operations team.  GFC has a relatively low level of staff 

turnover, and several employees in senior positions have been with the company since inception.  The current gender balance at GFC is around a 3:1 ratio of 

male to female staff, and of the six positions on the senior management team, only one is held by a woman.  GFC are seeking to improve the gender balance of 

the company.   

GFC is well-established in the construction industry and have many longstanding relationships with suppliers, trade customers and other industry actors, and 

have a good reputation for reliable service and good product quality.  GFC are also a member of their national trade body for building merchants.   Whilst GFC 

has maintained a strong market share in the region and are currently considering expansion to a second site, business appears to have slowed in recent years.  

Economic slowdown has affected the construction sector in general, and profit margins have been reducing, in part due to global increases in material costs. 



Figure 1 - Overview of example company GFC Building Supplies 

 
 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PREPARE 
 

Prepare to engage a company and its value chain 

 and build the potential company’s interest in 

 the rewards available from eco-innovation 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PR.1 Evaluate potential 

markets 

The first activity in the Prepare phase is to identify 

suitable markets and companies within the building 

materials sector to target with your eco-innovation 

services. As detailed in the eco-innovation manual, this 

will involve completing a sector, market and company 

level analysis.  

 



PR.1 – Evaluate potential markets 

BACKGROUND INFORMATION 

The IEA GlobalABC Roadmap for Buildings and Construction identifies a global transition towards “zero-emission, efficient and resilient buildings by 2050”.  The 

building materials industry, which covers a wide range of materials, with different properties, functionalities and impacts plays a key role in this transition.  The 

IEA Roadmap has assessed the current state of the industry, finding that choices of building materials for projects currently incorporate few LCA and circularity 

decisions, and minimum environmental standards for materials are not yet widespread globally.   

Whilst lower-impact, alternative materials are available, these are not yet mainstream, and policy interventions are recommended to help transform the market.  

Several material sectors, such as cement, have also produced sustainability roadmaps on a national and international level.  The IEA Roadmap identifies that the 

building materials industry needs to address the following aspects of sustainability: 

• Reducing embodied carbon 

• Material efficiency in extraction, production, use and at end-of-life 

• Energy efficiency and decarbonisation in material production 

• More locally produced materials 

• Tools for resource efficiency 

• Incentives and finance for sustainable materials 

• Training, capacity building and awareness raising. 

Building materials considered in this supplement can be categorised into six main groups, based on their primary SIC category, as in table 1 which have similar 

functionality, and in some cases similar sustainability considerations.  For example, concrete, minerals, clays and stone have a similar set of impacts related to 

raw material extraction and end of life treatment.   

Figure 2 - Building Materials industry classification – source: Roland Berger: Building materials industry potential upsides in an uncertain market 

Industry Sub-
Group 

Products Description 

A HVAC, Plumbing, and Electrical Equipment 
Includes manufacturers of refrigeration and heating equipment, hot water heaters, boilers, 
plumbing fixtures, blowers, fans, and electric housewares 

B Lighting and Wiring 
Includes manufacturers of electric lighting and wiring equipment, and those engaged in drawing 
and insulating of wire 

C Roofing, Siding, Lumber, and Other Materials 
Includes manufacturers of millwork, structural wood members, and wood products including 
cabinets; roofing, siding, and decking products of various materials; and paints, miscellaneous 
plastics, and other materials 

D Concrete, Minerals, Clays, and Stone 
Includes producers and manufacturers of cement and concrete ingredients, concrete products, 
mineral products, and structural clay products 

E Glass, Windows, Doors, and Flooring 
Includes manufacturers of finished glass products, windows, interior and exterior doors, and 
flooring products 

F Construction Metals Includes manufacturers of steel, basic metal products, and metal hardware 



A simplified schematic of the building materials value chain is displayed in Error! Reference source not found., showing the main stages.  Companies may be 

involved at one or more stages, and Eco-innovation practices can be embedded at different points, to reduce environmental impacts, costs and regulatory 

burdens, and enable the development of new innovative products, providing differentiation from traditional ones. 

• The raw materials stage includes all extraction and production processes, such as primary and secondary material sourcing for metals, petrochemicals 

for plastics, timber, stone, minerals, clay.  Environmental and social impacts may be encountered at this stage from energy use and impacts on land, 

water, as well as worker health and rights (e.g., safety, child labour and modern slavery). 

• Transportation of raw materials (which also may take place at later stages) may be carried out by extraction firms or by specialist hauliers. 

• Processing and refining of raw materials to produce the final material.  By-products may be created at this stage, with potential for added value at other 

stages, or in other value chains.  More efficient processes can also avoid creation of unnecessary by-products. 

• Manufacture of finished building products, including packaging.  This stage may impact worker health and the local environment. 

• Distribution and sale through markets to reach the end user, such as trade or domestic consumers. 

• Installation of building materials and products.  This stage generally creates waste, e.g. from leftovers and off-cuts of materials installed and removed.  

Other environmental impacts from site processes may include air pollution, vegetation removal, and soil and water contamination. 

• Firms providing maintenance and servicing may be involved in the in-use phase.  This phase that may impact building occupants for example by effects 

such as off-gassing of VOCs in paints, or lung issues caused by asbestos. More serious cases may be referred to as ‘sick building syndrome’. 

• The end-of-life phase may involve the firms who conducted installation, as well as specialist waste management companies.  A circular approach can 

mitigate the impacts of this stage.  To achieve this in practice, either waste is initially designed out of the building material, or it is repurposed at the end 

of its life. 

Figure 3 - generic building material value chain 

  

 

 

Establishing an effective system for categorizing companies within the sector is recommended as part of preparation for targeting activities.  Companies may 

share common practices and challenges (related to sustainability, economic, supply chain, social and others) and have similar potential for improvement, but 

very different appetite, commitment and resources to implement an Eco-innovation ethos and projects. 

The International Standard Industrial Classification of All Economic Activities code (ISIC) provides a useful basis for this.  Some of the different roles within the 

value chain of a material, including building services, are shown in table 2 using the SIC codes.   



Table 1 - companies classified by building material sub-sector 

ISIC Code and general 
description  

Example of sub-sectors  

C16 – Manufacture of Wood and Of 
Productions of Wood and Cork Except 
Furniture; Manufacture of Articles of 
Straw and Plaiting Materials   

• C1610 – Sawmilling and planning Of Wood  
• C1621 – Manufacture of Veneer Sheets and Wood-Based Panels  
• C1622 – Manufacture of Builders’ Carpentry and Joinery   
• C1623 – Manufacture of Wooden Containers (e.g. boxes and pallets)   

C22 – Manufacture of Rubber and 
Plastics Products   

• C2219 – Manufacture of Other Rubber Products, including: rubber plates, sheets, strips, rods, tubes, pipes, hoses etc  
• C2220 – Manufacture Of Plastic Products, including: plastic pipes, hoses, pipe fittings, doors, windows, frames, shutters, blinds, skirting 
boards, plastic role or tile coverings for floors, walls and ceilings, insulating fittings, components of lighting fittings,   

C23 – Manufacture of Other Non-
Metallic Mineral Products  

• C2310 – Manufacture of Glass And Glass Products, including: flat glass, rods, tubes, paving blocks, glass insulators and insulating fittings  
• C2391 – Manufacture Of Refractory Products, including: refractory mortars, concretes, ceramics, bricks, blocks, tiles, tubes, and pipes  
• C2392 – Manufacture Of Clay Building Materials, including: non-refractory ceramic tiles, mosaic cubes, paving, ceramic bricks, roofing 
tiles, pipes, conduits, and flooring blocks  
•C2394 – Manufacture of Cement, Lime and Plaster, including: clinkers and hydraulic cements such as Portland, aluminous, slag and 
superphosphate cements; quicklime, slaked lime and hydraulic lime; plasters of calcined gypsum or calcined sulphate  
•C2395 – Manufacture of Articles of Concrete, Cement and Plaster, including: precast concrete, cement or artificial stone used in 
construction (tiles, flagstones, bricks, boards, sheets, panels, pipes, posts etc); prefabricated structural components; plastic boards, sheets 
and panels; building materials of vegetable substances; asbestos-cement or cellulose fibre-cement; powdered mortars; ready-mix and dry-
mix concrete and mortars   
•C2396 – Cutting, Shaping and Finishing of Stone, including: stone used in construction, on roads or as roofing   
• C2399 – Manufacture of Other Non-Metallic Mineral Products Not Elsewhere Classified, including: mineral insulating materials such as 
slag wool, rock wool etc; worked mica and peat; articles of asphalt and asphalt-based adhesives   

C24 – Manufacture of Basic Metals   • C2410 – Manufacture of Basic Iron and Steel  
• C2420 – Manufacture of Basic Precious and Other Non-Ferrous Metals   
• C2431 – Casting Of Iron and Steel  
• C2432 – Casting Of Non-Ferrous Metals  

C25 – Manufacture of Fabricated 
Metal Products, Except Machinery 
And Equipment   

• C2511 – Manufacture of Structural Metal Products, including: metal frameworks or skeletons for construction and parts (towers, masts, 
trusses, bridges etc); pre-fabricated buildings mainly of metal; metal doors, window frames, shutters and gates etc  

F41 – Construction of Buildings   • F4100 – Construction of Buildings, including: all types of residential and non-residential buildings, assembly and erection of prefabricated 
constructions on site, remodelling or renovating existing residential structures  
• F4330 – Building Completion and Finishing, including: interior and exterior construction; installation of doors, windows etc; laying tiles, 
hanging or fitting construction materials; painting buildings; cleaning of new buildings after construction; interior installation of shops etc  
•F4390 – Other Specialised Construction Activities, including: construction of foundations, damp and waterproofing, shaft sinking, steel 
structure erection, steel bending, bricklaying and stone setting, roof covering for residential buildings, scaffolds and work platform erecting 
and dismantling etc  



CHEMICALS OF CONCERN IN BUILDING MATERIALS 

Increasing focus is being placed on the health effects of substances in building materials.  This is not a new area – the health effects of asbestos used in roofing, 

walls and insulation have been researched since the 1930s.  The 1970s saw some of the first legislation to restrict volatile organic compounds (VOCs) in paints, 

and polychlorinated biphenyls (PCBs) in flame retardants in upholstery fabric and insulation.    The current focus on reducing environmental impacts of both new 

and existing buildings provides an opportunity to also address health aspects of materials during their production, installation, in-use and end of life phases.  

Both short-term and long-term exposure to chemicals in building materials has been linked to respiratory and endocrine disruption conditions, and various 

cancers, as well as shorter-term health effects. 

Chemicals of concern are identified by a range of global regulatory frameworks, which vary across regions.  As a result, a substance in a building material may be 

phased out in one country, but still on the market in another.  Development of alternatives across the wide range of products remains ongoing, and different 

approaches may be taken to achieve this.  In some cases, a safer version of a chemical that provides a similar function replaces a phased-out substance.  

Alternatively, a very different substance may be used, for example cork and linoleum can be used in flooring, and timber or aluminium in window frames to 

replace PVC. 

The development of alternatives can be a long process, as determining whether substitutes also produce health concern requires ongoing study and testing.  

This supplement includes some of the guidance resources to implement a process to screen and assess substitutes for chemicals that manufacturers and 

policymakers wish to address and phase out. 

 

 

 

 

How do materials release chemicals? 

Volatilization Off-gassing of chemicals, such as VOCs in paints 

Chemical degradation As a result of chemical or physical breakdown of materials – for example the degradation of molecules in plastics releases 
chemicals into the environment.  Compounds may display persistence and accumulate in the environment. 

Abrasion The physical release of particulates and dust from wear of a material.  Substances may enter the body through inhalation or 
dermal absorption. 

Leaching Dissolved materials that enter other media, for example water soluble compounds that may enter water sources (e.g., lead 
in pipes).  These may be ingested through food and drink 

Oxidation Seen from burning or corrosion processes – for example incineration of PVC can release dioxins 

Climate change A changing climate affects the air we breathe, and may increase levels of pollutants (E.g., ground level ozone).  This effect 
may be seen in both outdoor and indoor air 

(Source: Healthy Materials Lab) 



CIRCULARITY IN THE BUILDING MATERIALS INDUSTRY 

The building materials industry, as mentioned earlier, is highly resource intensive, using around 40% of the world’s primary raw materials4.  Coupled with rising 

global housing demand, there is a great need for the industry to transition to a circular economy, uses our finite resources more efficiently, whilst also being 

restorative and regenerative by design.  

Action to achieve this transition is required from the full range of industry stakeholders, and requires strong oversight, long-term planning, available data on 

materials and a well-connected, efficient supply chain.   

The “take-make-dispose” model of linear economies has historically been the default approach for the building sector, but new approaches are being 

introduced.  Circularity is a combination of lifecycle thinking and system thinking (Balanay & Halog, 2016, Saidani et al, 2017).  Instead of ‘construction as usual’, 

new business models aim to embed circularity firmly at the design stage, with a longer term view of the building’s use, as well as how materials can be best be 

repurposed at the end of the building’s initial lifespan.  Key principles and examples of emerging practice in the building materials and construction industries, 

which are explored in this supplement, include the following: 

Principle Examples 

Circular economy 
design 

• Building products that are designed for 
dismantling 

• Building products designed for long 
lifetimes and upgrading 

• Off-site assembly 

• Alternatives to chemical use to facilitate 
recyclability 

New business 
models 

• Product as a service (XaaS) models 

• Platforms to realise secondary market 
value of materials 

Reverse cycles 
• Reversible building design 

• Take-back, collection systems and logistics 

Enablers and 
favourable system 
conditions 

• Policy and financial incentives for 
sustainable design and re-use 

• Accessible material inventory and 
monitoring systems 

• Exemplar project demonstration 
Source: Ellen MacArthur Foundation 

 
4 Creating a better world: circularity in real estate and construction.  https://www2.deloitte.com/content/dam/Deloitte/dk/Documents/real-estate/circularity.pdf  

Figure 4 - Linear and circular models applied to buildings.  Source: BAMB project 

https://www2.deloitte.com/content/dam/Deloitte/dk/Documents/real-estate/circularity.pdf


TIPS AND TRICKS 

 

Identify opportunities for improved 

value chain collaboration  

The construction sector has often been 

described as fragmented, and even at 

times as “adversarial”.  Due to the size 

of projects, and the nature of 

subcontracting arrangements between 

the potentially many linked processes, 

a disconnect is often seen between the 

individual or company carrying out a 

particular task and the ‘big picture’ of 

the project.   

Targeting only one company in the 

value chain may not tell the full story 

of the opportunity for improved 

sustainability.  Understanding the role, 

skills, infrastructure and organizational 

culture of companies before and after 

the target company in the value chain 

can help identify opportunities for eco-

innovation.   

Reduced waste and improved process 

efficiency can often be achieved 

through better collaboration in the 

building value chain, but other 

opportunities to reduce impacts may 

arise, for example more efficient 

transportation or production of 

materials. 

 

Differentiate between niche and mass 

market projects to identify companies 

in a position to drive innovation 

Different opportunities for eco-

innovation may be found between 

large scale, ‘mass market’ construction 

projects, such as residential tower 

blocks and more niche projects, that 

may include buildings designed for a 

very low environmental footprint, 

commercial buildings designed for a 

specific purpose, or those which are 

required to adhere to sustainable 

public procurement.   

Mass market projects may present less 

opportunity for highly disruptive 

innovation, but small improvements to 

a process could increase impact at a 

large scale – for example, a change to a 

product formulation, process efficiency 

or waste management could provide 

large benefits.   

Niche projects may provide a useful 

opportunity to pilot innovative 

materials and processes on a smaller 

scale and prove concepts that could 

provide a competitive business edge 

for subsequent larger scale 

deployment. 

 

 

Consider regional trends and variations as part of market 

evaluation 

A wide range of factors influence the opportunity for eco-innovation 

in different regions and countries.  Assessment of factors such as 

the level of regulation, condition of infrastructure, skills of 

workforce, local climate, local materials and political landscape 

must all be considered as part of market evaluation and targeting.  

Additionally, national laws and building codes related to historical 

and archeological sites and listed buildings must be considered – for 

example, the Declaration of Protected Ancient Monuments in Sri 

Lanka. 

 

Understand the key linkages between the activities of the building 

materials industry with the construction value chain 

Whilst building materials and construction are considered two 

separate industries, the activities of the two are strongly linked and 

improving sustainability requires effective collaboration between 

materials manufacturers and suppliers, builders and installers, and 

architects and design teams.  Using new, innovative materials may 

require different expertise and familiarity from builders and 

installers, and it is essential that the right material for the job is 

specified at the design stage. 

Effective working relationships in the value chain can also help 

reduce the impacts of material waste and operational inefficiency.  

This may vary between a smaller build carried out by fewer actors 

compared to a larger project that links together more companies in 

the value chain.  Improved oversight, planning, communication, 

and use of digital tools between companies can result in a lower-

impact and better executed project. 

 

http://www.gic.gov.lk/gic/index.php?option=com_info&id=1042&task=info&lang=en
http://www.gic.gov.lk/gic/index.php?option=com_info&id=1042&task=info&lang=en


USE ENVIRONMENTAL IMPACT DATA TO SELECT TARGET SECTORS 

Whilst no universally accepted definition of ‘sustainable building materials’ exists, priority sectors to target can identified through obtaining environmental 

impact data for a product’s manufacture, supply, use and end-of-life, and assessing the potential for improvements.  Establishing a system for comparing 

impacts forms the basis of the analysis explored in this section at sector, market and company level.   

Exploring a comprehensive range of impacts is recommended, and this should include carbon emissions (both in-use and embodied), energy and water use.  The 

environmental fate of a building material bears strong consideration, by exploring toxicity aspects, persistence and biodegradability.  Potential for recovery, 

reuse and recycling can vary strongly; technological recycling capability and the commitment, experience and level of regulation varies between different 

material value chains.  Establishing a ‘bigger picture’ of the full range of associated environmental impacts is beneficial, as this can help to avoid unintended 

consequences of addressing one impact, only to worsen another. 

It also recommended to combine environmental impact data with assessment of other relevant metrics.  However, no single rating system enables a full 

comparison of materials across the range of impacts. In terms of determining the relative importance, it is not straightforward to compare the long-term impacts 

of a material on long-term health of building occupants or workers of a material, or the social effects of material extraction, are difficult to weigh against 

embodied carbon data.  Determining priority metrics for sector targeting should include: 

• Regional considerations - for example where water scarcity is a large problem in regions, this impact may be weighted higher as a result 

• Key health considerations and legislation– for example, the use of asbestos has created widespread health problems and legislation in some regions to 

• The level of technology readiness for a particular application – certain materials may not yet be a viable option for construction of, for example, a bridge 

or a high-rise apartment block 

• The importance of a sector to the national economy. 

Open-source tools and databases that enable a top-level comparison of impacts for target sector identification include: 

• The ICE database, which provides embodied carbon data on a range of common building materials. 

• The Mindful Materials library – this collates metrics on over 8,200 building products, including an environmental profile, as well as identifying those 

which have reduced or eliminated certain chemicals of concern as defined in a number of chemicals databases, as well as responsible sourcing 

considerations 

• The Construction Material Pyramid, produced by the Centre for Industrialised Architecture (CINARK) at the Royal Danish Academy, is a concise tool that 

allows the user to assess top-level environmental impact of different building materials.  Comparison of impacts such as Global Warming Potential 

(GWP) and toxicity aspects of materials can be made, with materials at the top having the greatest impact. 

 

 



Figure X. Construction Material Pyramid from CINARK, comparing the global warming potential (GWP) of different building materials in kg CO2eq/m3

 

 

 

 



LEARNING CASE STUDY OF TARGET IDENTIFICATION  

Drivers and opportunities for Eco-innovation vary between sectors, markets and companies.  A standardized approach to target identification using a scoring 

system is presented to assess opportunities at different levels.  This is done step by step, to filter out lower-priority sectors, and ultimately identify the 

companies with the greatest potential and appetite for taking action in high impact sectors.   

The Eco-innovation manual provides a template and an example of conducting target identification at the three levels shown in Figure 5, resulting in the 

selection of ‘The Tasty Tuna Company’ as a target company. 

Figure 5 - template for target identification 

 

 

A – Sector level analysis 

The first step in conducting target identification is to assess the different sectors within the building materials industry.  This uses five questions to assess 

different sectors’ environmental impacts, socio-economic factors, and the existing level of and support on sustainability issues. A service provider, intending to 

target companies for Eco-Innovation services could complete this assessment through desk-based research, or potentially with the assistance of industry or 

public sector contact contacts. 

No. Question Scoring 

A1 To what extent does the sector contribute to global greenhouse gas emissions and climate change (taking into account 
the full lifecycle of the product or service delivered by the sector)? 

 

• High [2 points] 
 

• Medium [1 point] 
 

• Low [0 points] 

A2 To what extent does the sector contribute to global consumption of non-renewable resources and potable water (taking 
into account the full lifecycle of the product or service delivered by the sector)? 

A3 To what extent does the sector contribute to global pollution problems (taking into account the full lifecycle of the 
product or service delivered by the sector)? 

A4 How important is the sector for the national economy? 

A5 To what extent has this sector been targeted by Non-Governmental Organizations (NGOs) to encourage improvements in 
sustainability performance? 

 

 

 



The IEA Roadmap reports that steel, cement, bricks and timber (non-certified timber causes deforestation issues) have some of the highest impacts in terms of 

carbon emissions.  Example scoring for these sectors, considering a manufacturing base in Asia could be as follows: 

Sector Steel Cement Bricks Timber 

Comments 
High levels of national manufacturing, 

high levels of recycling 
High levels of national manufacturing, 

low market penetration of low-
carbon alternatives 

High impacts from clay extraction, 
few alternatives to traditional 

materials 

Some national sourcing, some 
imports.  Not yet a mainstream 

product in national construction.   

Questions 

A1 2 2 2 1 

A2 2 2 1 2 

A3 1 2 1 2 

A4 2 2 1 1 

A5 2 1 1 2 

Total 9 9 6 8 

 

Health and environmental effects of chemicals of concern in building materials should also be considered as part of question A3 on pollution.  For the materials 

shown in table x, sector level analysis should consider the below issues, as chemicals of high concern may be present in some products. 

Material/product Potential issues related to chemicals of concern  

Paints Presence of VOCs, heavy metals 

Building plastics Presence of high-concern phthalates 

Flooring Exposure risks from harmful intermediates and by-products in production and end-of-life phase 

Roofing Fibre/particulate release 

Insulation Presence of high-concern flame retardants, fibre/particulate release 

Adhesives and sealants Presence of VOCs 

 

B – Market-level analysis 

A market identifies a group of customers requiring closely related goods or services – this step of the assessment more closely defines the building material 

being explored for Eco-innovation and its application.  Having identified some target sectors in the first step, the Eco-Innovation manual provides a further set of 

scoring questions at this level.  Questions B1-B6 assess the likely demand for eco-innovation services in the market.  Questions B7-B10 consider the knowledge 

and expertise of the service provider in that market, and the probability that your organization could successfully provide this service. 

 

 

 

 



No. Question Scoring 

B1 How strong is the growth of this market? 

• High [2 points] 
 

• Medium [1 point] 
 

• Low [0 points] 

B2 How strong is the competition in this market? 

B3 To what extent is government policy encouraging and supporting moves towards improved sustainability performance? 

B4 Is this market affected by new or forthcoming legislation? 

B5 How interested are the end customers of this market in improved sustainability performance? 

B6 Are there trends that would encourage eco-innovation in this market? 

B7 Do you have existing customers, reputation and credibility in this market? 

B8 Are the potential companies in this market similar to the types of organisation that we normally choose to work with?  

B9 Do we have the necessary sector and market knowledge within our organisation today to deliver eco-innovation services 
to this market? 

B10 How easy would it be to collaborate with other organisations within this market based on geographic location? 

 

As an example, a service provider may have identified products within the cement, steel, paints and flooring sectors to conduct market analysis on.  Example 

scoring may be as follows: 

Market Ordinary Portland Cement for 
structural applications 

Steel beams Domestic paints Domestic PVC flooring 

Comments 
Standard CEM-I formula, high clinker 

content 
Market average product, not sourced 

from a low-carbon supplier 
Solvent-based formulation 

From supply chain with no known 
controls in place on production or 

end-of-life treatment 

Questions 

B1 2 2 1 1 

B2 2 1 1 1 

B3 1 2 1 1 

B4 1 1 2 1 

B5 0 1 2 1 

B6 1 1 2 1 

B7 2 1 2 0 

B8 1 1 2 1 

B9 2 1 2 1 

B10 2 1 1 0 

Total 14 12 16 8 

 

The example above identifies that markets within the cement and steel sectors are seeing strong growth, but barriers to improved sustainability exist due to an 

absence of demand side market drivers, and low awareness and acceptance of lower-carbon alternatives.  For paints, there is strong consumer pressure for the 

market to transform towards more sustainable products, regulations in place and new technological trends emerging, such as the use of bio-based feedstocks. 



The market for PVC flooring products was deemed to have medium growth, but with fewer regulatory drivers pushing the market to transform.  Assessment of 

the service provider’s knowledge and influence in these markets indicated a greater opportunity to affect change for cement and paint products. 

At market level, more detailed consideration of the regulatory requirements on chemicals of concern can be made, as product types are often defined within the 

scope of regulations (for example, the EU’s ‘Paints Directive’).  The regulatory landscape is varied between different regions with different levels of stringency 

and market surveillance.  A building material or product placed on the market would need to adhere to minimum regional requirements.  Eco-innovation 

projects addressing reduction of chemicals of concern would be expected to go above and beyond minimum levels, and demonstrate very low impacts on health 

or environmental toxicity compared to standard industry practice. 

Maintaining awareness of upcoming changes in legislation and technological trends on alternatives, as well as the wider global landscape on chemicals of 

concern is a valuable area of knowledge for the service provider to bring.  Understanding future directions and the effect of more ambitious regulations in other 

regions can form a sound basis for identifying opportunities for Eco-Innovation. 

C- Company level analysis 

The final step considers the viability, experience and appetite for Eco-innovation between different companies in the target markets.  This information can be 

gathered by the service provider through desk research by assessing a company’s publicly available policies (if these exist), marketing messaging and product 

range.  For example, does a company engage in strong environmental messaging that is clear, accurate and substantiated?  Is messaging backed up by products 

that can demonstrate sustainability credentials, for example through a certification?   

Other means of assessing different companies may require some contact with representatives, to understand better the company culture and top management 

commitment to sustainability.  Aspects such as the organisation’s attitude to risk, speed of decision making, and in-house knowledge are also useful to consider 

in this step. 

The below questions are used to compare companies within a target market: 

No. Question Scoring 

C1 To what extent is sustainability an explicit and public part of the core strategy and values of the company? 
• High [2 points] 

 

• Medium [1 point] 
 

• Low [0 points] 

C2 To what extent is sustainability performance of the company’s products and services part of their product marketing and 
positioning? 

C3 What experience and capability does the company have in innovation? 

C4 What experience and capability does the company have in managing environmental issues? 

C5 What is the position of the company in their market? 

 

The Eco-innovation manual provides further guidance on this step – table 1 in the PR.1 section of manual details a series of company attributes and how these 

may vary between start-ups, micro enterprises and SMEs. 

An example assessment between companies in the paints market is shown below.  Four paints companies known to the service provider, including GFC Building 

Supplies, as they work with partners to produce an ‘own-brand’ range of paints. 



Company Horizon Paints GFC Building Supplies Sky Blue Castle Interiors 

Comments 
Start-up company of 5 staff, 

developing innovative paints for 
niche applications 

Builders’ merchant with own-brand 
paints range and experience of 

innovation in other building materials 

Established paints company with 100 
staff, supplying a mix of solvent and 

water-based paints 

Established company producing 
paints for the high-end  

customer market 

Questions 

C1 2 2 1 1 

C2 1 1 2 1 

C3 2 2 1 1 

C4 0 2 2 1 

C5 0 1 1 2 

Total 5 8 7 6 

 

The example company assessment indicates that GFC Building Supplies are the best target in this product market.  Sustainability is considered to some degree by 

Sky Blue and Castle Interiors, the more established and larger paints suppliers, but their main selling points are more geared towards product quality and 

functionality than sustainability.  Horizon Paints show a high commitment and have expertise in house, as well as a low aversion to the risk of developing a more 

niche product, but at this point appear to lack the resource to fully implement the Eco-innovation process.  GFC Building Supplies demonstrate a strong 

commitment to sustainability, and whilst not the market leader, have enough experience in environmental issues and a sufficiently strong customer base to be 

able to not only initiate an Eco-innovation project, but one that could have significant impact if successfully delivered. 
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PR.2 Build the right  

internal team 

In order to deliver your eco-innovation services, it is key that your team 

has the necessary competencies, skills and knowledge. PR.2 guides you on 

how to identify the capacity your team currently possesses, identify gaps, 

and plan how to address these gaps. There are some key considerations 

when conducting this activity for services tailored to the building materials 

sector.  

 



PR.2 – Build the right internal team 

TIPS AND TRICKS 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ENSURE TEAM HAS FUNDAMENTAL SKILLS FOR THE BUILDING MATERIALS SECTOR 

For your team to be able to analyze the performance of companies in the sector and implement 

eco-innovation, it is important that there is a certain skillset and knowledge base within the 

organisation. 

This includes knowledge for different building materials on manufacturing processes, operational 

distribution, construction methods, demolition, and end-of-life material treatment. Having this 

understanding will allow for different sustainability hotspots and eco-innovation opportunities to 

be identified. It is also important to understand the types of business models in the sector and the 

scope for creating more sustainable business models and manufacturing practices. For instance, 

knowledge of sustainable and circular building material business models, material substitution to 

reduce environmental impacts, and measures for optimizing the efficiency of manufacturing and 

wider operational processes  

If internal competencies are missing in key areas, external experts can be brought in to increase 

the knowledge and skills of the internal team, and support on the delivery of projects. Strategic 

partnerships with other stakeholders in the sector can also be used to enhance internal expertise. 

Experts and strategic partnership opportunities can be identified through PR.3 Building the right 

external partnerships. It can also be beneficial to have someone within your team who has had 

direct experience working with building material manufacturers and the construction industry 

who has a network of contacts across the sector who can either be approached as potential 

clients, or as partners in project delivery.  

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PR.3 Build the right  

external partnerships  

The Life Cycle Stakeholders template is designed to enable you 

to identify external stakeholders and think about how they 

could contribute to your eco-innovation services and activities.  

This has been completed for a hypothetical cement 

manufacturer, who are a supplier for GFCs cement and concrete 

products, using the guidance in the eco-innovation Manual, to 

demonstrate how this can be applied to the building materials 

sector.  

 



PR.3 – Build the right external partnerships 

LEARNING CASE STUDY OF LIFE CYCLE STAKEHOLDERS 

Figure 4. Life cycle stakeholders for cement manufacturer, with yellow boxes signifying how stakeholders can support eco-innovation 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



BACKGROUND INFORMATION  

 
Collaboration along the building materials and construction sector value chain  

Collaboration in the construction sector has become an area of increased focus in recent years.  Industry practice may be highly fragmented due to the nature of 

projects that utilize different firms and multi-stage processes, which require different specialisms.  The industry has at times even been described as ‘adversarial’ 

with the 1994 Latham Report ‘Constructing the Team’ identifying issues in the UK with inefficient practices, inconsistent procurement and waste and calling for 

improved partnering, standardization and efficiency between companies in the value chain. 

Establishing principles of collaborative practice between diverse disciplines and different companies and contractors can be challenging, but can yield benefit in 

a specific project, as well as enabling effective longer-term partnerships.  Establishing common systems for information management, documentation and 

drawing such as Building Information Management (BIM) and Computer Aided Design (CAD) can be an important pillar of any collaboration between designers, 

suppliers of building products, and on-site contractors.   

The nature of many building projects is that they are ‘one-off’ – a team is brought together, often without prior opportunity to work together and build trust. 

Then the team is usually disbanded upon completion of the project.  However, process efficiencies, better management of waste, and opportunities for 

innovative practices may develop as a result of two organisations collaborating on-site or in the value chain.  This may then be lost if the practice is not captured 

or the organisations do not work together again. 

Forging effective ongoing relationships between designers, principal contractors and SME sub-contractors can result in better use and re-use of materials, on 

single projects or as part of an ongoing business relationship.  An effective external partnership can enable better strategies to be put in place at different stages 

for materials handling, storage, waste management and re-use. 

Collaborations outside the project or value chain 

Effective collaborations can be formed with value chain actors not directly involved in a project, both within the construction sector and outside.  This enables 

building materials companies to improve the circularity of their processes and identify opportunities for materials to be re-used or recycled.   

Construction and demolition waste (CDW) may include excavated materials, tarmac, cement, metals, wood, masonry, insulation, ceramic tiles, sanitaryware, 

paint, plasterboard and pallets.  Waste materials take various forms, as by-products, excess material, off-cuts, and even those in new condition and not actually 

used in the project.  Establishing external partnerships with other industries and actors can enable re-use, repurposing, and recycling (up-cycling or down-cycling 

may also occur).   

 

Effective partnerships with other construction and engineering firms, salvage yards, community organisations, repair companies, furniture makers, and firms in 

other industries who may be able to use materials can lower waste management costs as a result of reduced need for on-site storage, disposal and 

transportation. 



Examples of other external partnerships 

• Building relationships with stakeholder organisations, innovation hubs, academic institutions and research projects can enable knowledge sharing 

opportunities and access to new research on materials 

• Waste management service providers 

• Lifecycle analysis and carbon footprinting experts can help identify energy, water and cost savings at different stages 

• Test laboratories can provide recommendations on test procedures to prove effectiveness of building products and materials, including for new, 

innovative products where existing test methods and harmonized standards may not yet be in place, as well as providing the testing services themselves.  

This can provide customer assurance, certification and routes to market for new innovative building products and materials. 

• Collaborations with designers and architects can provide insights into the needs of the building occupants and enable greater understanding of the 

human-centric aspects of the project that require consideration.  This can be at the individual or community level.  This can also be addressed by forging 

partnership with local authorities and community groups, who may have specific sustainability plans and goals for a particular area.  Understanding 

these needs can enable better service provision and building these relationships can contribute to an increased success rate in tenders. 

• Associations, NGOs, lobby groups and wider collaborations working with governments, businesses and other stakeholders to drive for more sustainable 

building regulations and practices, addressing key areas such as occupancy health and chemicals of concern, embodied carbon and energy performance. 

Examples include: 

o Forum for the Future, a leading international sustainability non-profit working in the UK, U.S. Singapore and India, involved in developing 

sustainability solutions for the building and construction sector, including work on re-useable buildings.  

o The Environmental Coalition on Standards (ECOS), an international network of environmental NGOs, provide technical sustainability expertise in 

the development of standards, policies and laws. This incorporates lobbying in the field of buildings and construction, where ECOS are pushing 

for an ambitious EU strategy on circular construction 

o The Alliance for Sustainable Building Products (ASBP) is another major cross-sector organisation aiming to engaging with a wide range of 

stakeholders to drive the development, specification and use of sustainable building materials. 

o Development Alternatives (DA) is a research and action organisation addressing environment and social challenges.  DA have conducted 

research and development of building materials made from industrial wastes, fly ash bricks and lower-carbon cements 

o The Healthy Building Network address the use of chemicals of concern in buildings through research, policy advocacy, data tools, education and 

capacity building 

• Building relationships with regulatory bodies can enable a more efficient and cost-effective route to testing and compliance for products, against building 

codes and waste management protocols.  A proactive approach can in some cases identify issues at the design stage, and avoid complications further 

along the chain, and reduce the time burdens of audits and checks. 

The ISO standard ISO 44001:2017 – Collaborative business relationship management systems — Requirements and framework enables a structured 

approach to identification, development and management of collaborative business relationships for public and private sector organisations of all sizes.  It 

has been applied in the construction industry by companies aiming to implement a formal methodology and terms of reference for a collaborative project, 

or ongoing business relationship. 



External partnerships with industry bodies 

World Green Building Council (GBC) 

This global action network, which comprises around 70 Green Building Councils around the 

world, seeks to transform the building and construction sector through the three strategic 

areas of climate action, resources and circularity, and health and wellbeing. WorldGBC and its 

members are part of the UN Global Compact, and work with organisations, businesses and 

governments to achieve the Paris Agreement and UN SDGs. Businesses across the value chain 

can work with the WorldGBC and its national GBC members to create a sustainable built 

environment. 

 

Global Cement and Concrete Association (GCCA) 

This is a network of cement producers around the world, which emphasizes the sustainability 

value of concrete and pushes for innovations to realise the potential sustainability of this key 

building material. The network is working on innovations in cement types and production 

methods to reduce associated CO2 emissions, as well as enhancing the sustainability of 

buildings by using concrete in a way that allows for building to be designed for disassembly, 

enhanced durability, fire resistance, heating and passive cooling, self-healing concrete, and 

enhancing carbon uptake (recarbonation) of concrete. The GCCA has taken over the work 

previously carried out by the Cement Sustainability Initiative (CSI) due to a strategic 

partnership with WBCSD. The GCCA have sustainability guidelines, and members must 

implement sustainability initiatives and targets in line the GCCA Sustainability Charter. The 

organisation is seeking for their membership to account for 50% of cement production 

capacity globally, demonstrating the potential for sharing knowledge about sustainable 

cement and concrete production, and identifying opportunities for value chain stakeholders 

to engage with cement manufacturers with better sustainability standards.   

 

WBCSD – Circular Economy and Transforming the Built Environment programmes  

Since 1995 the World Business Council for Sustainable Development (WBCSD) has been a platform for supporting the sustainability of businesses and 

governments, with major achievements including the co-creation of the Greenhouse Gas Protocol alongside the World Resource Institute (WRI). One area of 

WBCSD’s work is in Transforming the Built Environment globally to one that is net zero-emissions, inclusive, healthy, resilient and circular. The organisation aims 

to do this by involving stakeholders across the building value chain to foster the market demand and create supportive regulatory landscapes. This project area is 

divided into six workstreams, for instance the Decarbonization workstream that looks to address challenges to reducing emissions in building and construction 

systems, including through the creation of coalitions to facilitate solutions across the value chain. The Circular Built Environment workstream places emphasis on 

bringing in elements such as co-creation processes, digital innovation, information sharing and education, and standardization.  

 

Case study: Cleveland Steel & Tubes Ltd 

Through building effective external partnerships, Cleveland 

Steel & Tubes Ltd have developed innovative methods of 

reducing the environmental impact of steel and other 

building materials by enabling its re-use. 

 

The company has found ways to repurpose steel used in 

other capacities which reduces the impact in comparison to 

recycling – for example excess steel, not used in the project 

was sourced from an oil rig platform project and were able 

to be repurposed as construction beams, due to the similar 

properties of the steel between the two applications. 

 

In another project to build a steel frame warehouse for the 

company’s site, the company contacted local farmers to 

provide free topsoil that was cleared from the site, avoiding 

estimated disposal costs of between £80-£120k.  

Additionally, 30 kT of tarmac skipped from the top of local 

road surfacing was obtained to be used as an aggregate in 

the concrete slabs on site, saving an estimated £300k and 

enabling repurposing of the waste material from the road 

resurfacing project. 

Case study from ASBP  

 

 

https://asbp.org.uk/case-studies/cleveland-steel-warehouse


External Partnerships with Research Projects and Not-for-Profit Organisations 

 

Buildings as Material Banks (BAMB)  

 

Buildings as Material Banks (BAMB) was a European Commission project funded through Horizon 2020, focused on enabling a shift to circularity in the building 

sector, and developing ways of increasing the value of building materials – as well as communicating this value to stakeholders.  

 

Reversible Building Design 

The BAMB focus on aspects such as Reversible Building Design in which buildings are designed to maximize resource efficient repair, recovery and re-use of 

building materials, products and components. This include design to enable easy access to floors, electric cords, ventilation, windows, and inner walls, which can 

be repaired and replaced.  

Material Passports 

A main area of BAMB’s work is in developing electronic Materials Passports (MPs). These are sets of data which describe defined characteristics of the building 

products and materials, supporting more circular uses of sustainable materials by giving them a value for recovery and reuse. The aim of these MPs is to retain 

the value of building materials over time, support the development of reversed logistics systems for building material take-back, incentivise manufacturers to 

produce sustainable and circular materials, and to align with Reversible Building Design projects, creating an easier process for developers and renovators to 

select the most sustainable material options.    

BAMB have developed over a free-access database of over 300 Material Passports submitted by manufacturers alongside supporting software which facilitates 

accessibility of the information for a range of stakeholders including those across the value chain.  

USE-IT 

This Durban based not-for-profit company is an example of local level ways of identifying opportunities to divert waste from landfill and instead use for 

producing sustainable products and creating employment. USE-IT works to support SMEs in sustainable business development, create strategic partnerships, 

and devise innovative waste solutions. The company has a database of sustainable building material product manufacturers and retailers to help consumers and 

wider stakeholders find eco-friendly building options. Examples include manufacturers of earth bricks, roof tiles made from post-consumer waste plastic, and 

recycled rubber flooring made from waste rubber tyres. Identifying regional and local organisations such as this in your area could help to identify feasible eco-

innovation opportunities and potential partnerships.    
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PR.4 Identify sustainability 

hotspots across the  

value chain 

A key step in the eco-innovation process is the understand the value 

chain sustainability hotspots, opportunities and threats. Within this, the 

activity of PR.4 will help you to go about hotspot identification through 

the Life Cycle Inventory and Life Cycle Thinking templates, which have 

been completed an SME in the concrete value chain that are a partner of 

GFC (figure 6 and table X).  

To complement this, table X explores the general sustainability challenges 

and opportunities for eco-innovation across life cycle stages for the 

building materials sector.  

 
 



PR.4 – Identify sustainability hotspots across the value chain 

BACKGROUND INFORMATION 

Table X. General sustainability challenges and eco-innovation opportunities for the building materials sector across lifecycle stages 

Lifecycle stage Sustainability challenges and unmet needs General opportunities for eco-innovation 

Raw materials 

Sourcing of raw 
materials  

• Increasing prices of raw materials, price volatility 

• Supply issues due to geo-political instability (e.g. metals from 
conflict regions) 

• ‘Dumping’ of products phased out by legislation in other regions 
where they are not restricted 

• Deforestation from unsustainable timber sources  

• Fossil fuel extraction for material feedstock 

• Pandemic disruptions to operations and supply chains  
 

• Increased secondary material use, recovery, urban mining  

• Developing responsible sourcing policies and supply chain mapping 

• Timber procurement from sustainable sources 

• Modifying timber through acetylation or thermal treatment 

• Replacement of fossil-based feedstock with bio-based materials  

Extraction of raw 
materials  

• Environmental degradation, agricultural land loss, reduced 
biodiversity  

• Air, water and soil pollution  

• Human rights issues, poor working conditions  

• Land disputes, displacement of local communities, noise pollution  

• Energy intensive raw material extraction processes  

• Sustainable raw materials procurement and due-diligence strategies.  

• Investing in extraction of lower impact materials (e.g. lime) 

• For vertically integrated businesses with direct control of raw 
material extraction sites, measures can be taken to reduce 
environmental degradation and pollution, and promote equity and 
local economy development 

Production 

Processing and 
manufacturing 

• Release of toxic substances from manufacturing  

• Excessive energy and water use (e.g. in cement manufacturing) 

• Fossil fuel sources of energy in product process 

• Improved waste management systems and processes  

• Substitution of materials for those with safer and cleaner production 
processes (eg Cr(III) replacing Cr(VI)) 

• Wastewater recycling, rainwater harvesting 

• More efficient machinery, HVAC and lighting 

• On-site renewables 
 

Transportation 

Transportation and 
logistics 

• Conventional fossil fuel-based road, air and sea transport modes  

• Building materials prepared for export being banned domestically 
or in host country/region (e.g. materials with asbestos) 

• Use of alternative suppliers to reduce shipping distances 

• Smart management of logistics to reduce number of journeys  

• Low/zero-carbon fleets 

• Lightweighting of product  

• Innovative delivery modes, e.g. drones and autonomous vehicles 
with efficient journeys and safe driving performance  

Customer demand  

Product packaging  • Packaging material contributing to waste streams 

• Damage to product in transit or on-site 

• More durable, reusable or recyclable packaging 

• Lower-impact materials for packaging  

• Take-back schemes 



Efficient use of 
materials 

• Material waste from over-ordering or lack of a joined-up approach 
between value chain actors 

• Improved collaboration and communication in value chain 

• Use of Building Information Modelling (BIM), tracking and database 
systems  

Shifting demand for 
building materials 

• Societal shift towards more sustainable lifestyles increasing demand 
for more sustainable building materials 

• Further technological development in sustainable building materials 

Installation 

Skills of workforce • Lack of experience and appropriate training 

• Incorrect specification or installation of products 
 

• Improved training offerings 

• Better collaboration between workforce and product manufacturers 
 

Impacts of construction 
process 

• Pollution and waste from on-site activities (installation, waste 
management) 

• Worker exposure to dust and toxic substances 

• Sorting and repurposing of materials  

• Modular design of buildings 

• Off-site assembly / prefabrication 

• 3D printing of building materials, and use for on-site printed buildings 

In-use phase 

Effects on occupants • Exposure to toxic substances (VOC, phthalates, heavy metals, 
asbestos, particulates) 

• Poor temperature, ventilation and moisture control of building 

• High building energy use 

• Use of lower-toxicity building materials  

• Better modelling and design of building and heating/cooling systems 
for temperature variation  

• Efficient appliances and lighting 

• Energy monitoring and behaviour change 

Management, design, and End-of-Life (EOL)  

Building destruction 
/demolition  

• Destruction of building structures before lifetime potential 
maximized 

• Environmental and social impacts of demolition process, e.g. air and 
noise pollution, fuel use and GHG emissions 

• Refurbishment and repurposing of buildings for new uses (e.g. 
keeping existing building frame from an office block which then 
converted into apartments) 

• Modularity of building structures, enabling disassembly, and reuse of 
components,  

Properties of building 
materials  

• High embodied energy of building materials  

• Toxicity of building materials and associated compounds  

• High maintenance costs 

• High costs for subsequent retrofit due to poor building performance 

• Compliance with changing legislation 
 

• Products with reduced embodied carbon, e.g. hempcrete,lower-
carbon cement grades, bio-based paints (further information below) 

• Improved design for sustainability 

• Consultation and support on legislative changes  

Primary and secondary 
lifecycles of building 
material 

• Linear properties of building materials leading to increased waste • Designing building materials and products for disassembly, repair, 
reuse and remanufacturing  

• Product as a service and supplier leasing business models  

• Internet of things (IoT) use for sustainability performance: 
optimization of building energy management and comfort (e.g. 
heating, cooling and electricity use), and identification/monitoring 
need for repair  

EOL treatment of 
building materials 

• Air, water and soil pollution 

• Generation of landfill gases  

• Emissions from incineration of waste materials 

• Development of construction and demolition waste (CDW) recycling 
infrastructure  

• Reuse and recycling 



Assessing sustainability impacts of building materials  
 

Many tools and studies are available to compare the impacts of building materials.  

Life Cycle Assessment (LCA) tools and Environmental Product Declarations (EPDs) 

are a useful source to quantify impacts.  Additionally, they can provide comparison 

of different materials for the same application, for example when comparing an 

equivalent unit of steel, timber or concrete to be used in a building frame. 

Life Cycle Assessments (LCAs)  

To determine the impacts associated with your building materials, there are 

different options depending on time, money and expertise. The most 

comprehensive approach is to conduct a Life Cycle Assessment (LCA). LCAs involve 

a four-step process to evaluate the environmental impacts of systems, including 

specific building material products in a business’ portfolio.  

The first step is to define your goals and the assessment scope, covering the reasons 

for your study (for example figure 7 is taken from an LCA study comparing the 

impacts of using steel or concrete frames in residential buildings in Iran), the 

functional unit and the system boundaries. The functional unit is the quantity of the 

given product you are studying, such as a tonne of concrete, while the system 

boundaries (e.g. cradle-to-gate, cradle-to-grave), define the life cycle stages that 

you will include in your analysis.  

Step 2 is the compilation of an inventory of data on all material and energy inputs, 

and environmental outputs (releases) that are associated with the product or 

system you are analysing. Databases can help with this process, such as Ecoinvent, 

one of the world’s most comprehensive life cycle inventory databases.  

The impacts associated with the inputs and outputs are then evaluated, using 

standardised categories, including global warming potential, and toxicity.  

When conducting an LCA, you will also consider regional aspects (carbon intensity of 

electricity, transportation distances), and time periods of the in-use phase of 

materials.  The final step is to evaluate your product LCA to identify sustainability 

hotspots, which can help inform priority areas for eco-innovation.  

Figure 7 - Global Warming Potential and effects of climate change from Comparative 
Lifecycle Assessment of Steel and Concrete Construction Frames: A Case Study of Two 
Residential Buildings in Iran 

Figure 6 - Overview of a product Life Cycle Assessment (LCA), source: Lund University 
International Institute for Industrial Environmental Economics. Note: Ecosphere refers to 
the planetary closed ecological system and the forms of energy and matter that 

https://www.ecoinvent.org/


Other tools are available that take an “LCA-lite” approach.  For example, the One-Click LCA tool enables a concise assessment of the embodied carbon of a 

product, or a full project - displaying breakdowns at different lifecycle stages and by structural element.  Performance comparisons can be made against building 

rating tools, as well as with standard practice benchmarks. 

Using standardised Environmental Product Declarations for understanding sustainability impacts of your products  

 

Conducting detailed LCAs will not always be feasible for businesses, so higher-level assessment methods are an alternative option to understand the 

sustainability hotspots within companies and take action to address these.  

Environmental Product Declarations (EPDs) are a standardized means of declaring potential impacts of product manufacture and use can be through Life Cycle 

Assessments (LCAs), with a system of Product Category Rules (PCR) for building materials to ensure consistency in reporting for product types.  These are 

detailed in the international standard ISO 21930. 

EPDs are often published on manufacturer website, and can be used to compare different materials, the impacts of variants of the same material (e.g., different 

CEM cement grades). 

Figure 8 Example of the One-Click LCA tool, providing benchmarking and quantification of embodied carbon at different lifecycle stages and by structural element 



Regional EPD database operators include EPD India, and EPD Latin America. Figure 9 - Extract 

from AZA Acero Sustainable Environmental Product Declaration for steel reinforcing 

barsFigure 9 shows the estimate of environmental impacts including global warming potential 

and hazardous waste across upstream and manufacturing activities for a declared unit (DU) of 

1 tonne of steel bar product from AZA Acero.  

The free-to-use Embodied Carbon in Construction Calculator (EC3) tool, launched in 2020, has 

been developed by an industry alliance, and using digitized databases of EPDs enables a 

comparison of the embodied carbon of building materials.   

The database includes over 16,000 building materials, from concrete, timber and aluminum to 

carpet and ceiling tiles.  This has enabled a better collation of EPD data, which is often 

available only in PDF files with inconsistent formatting.  The tool links with Building 

Information Management (BIM) software, which can also provide benefit at a later stage, if a 

company is specifying a material in a live project and wishes to quantify the impacts against 

alternatives. 

Inventory, assessment and substitution of chemicals of concern 

Various tools are available to identify and compare chemical hotspots within building 

materials.  

USEtox Model – Life Cycle Initiative and UNEP 

 

The database output of the USEtox Model is another key resource for organisations to 

evaluate their chemical impacts. Since there are several methods and models to quantify and 

compare chemical toxicity, with a lack of global consensus. As such, the USEtox was developed 

as a scientific consensus model to characterize human and ecotoxicological impacts of 

chemicals that the SETAC Life Cycle Initiative and UNEP endorse, and is used by the European 

Commission, and the U.S. Environmental Protection Agency (EPA).  

The resulting database comprises recommended and interim characterization factors 

including the fate, exposure, and effect parameters. USEtox can produce results for several thousand chemicals already and form a key part of LCAs and 

chemical risk assessments to support key decision making in the building materials industry. The model creates transparency, harmonization of factors and 

methods, and is used by a broad range of stakeholders. 

OECD guidance and toolbox on identification and substitution of hazardous chemicals  

The substitution of hazardous chemicals has been recognised by the OECD as an area of growing interest and prioritization by stakeholders around the world. As 

such, OECD has produced guidance on the selection of appropriate methods and tools for transitioning to safer chemicals. This includes the 2021 Guidance on 

Figure 9 - Extract from AZA Acero Sustainable Environmental Product Declaration for 
steel reinforcing bars 

https://www.epdindia.in/epd/
https://www.epd-americalatina.com/epd-publicados
https://www.lifecycleinitiative.org/applying-lca/usetox/)
https://www.oecd.org/chemicalsafety/risk-management/guidance-on-key-considerations-for-the-identification-and-selection-of-safer-chemical-alternatives.pdf


Key Considerations for the Identification and Selection of Safer Chemical Alternatives (summarized and applied later in the supplement, BR2 and BR3), and two 

reports on a key workshop and cross country analysis on approaches to support substitution and alternatives assessment, as well as the SAAT toolbox. 

 

Substitution and Alternatives Assessment Toolbox (SAAT) 

The OECD SAAT is key resource hub, with resources compiled relevant to chemical substitution and assessment of alternatives. The toolbox consists of four 

areas:  

 

1. Alternative Assessment Tool Selector: Inventory of chemical hazard data assessment tools  

2.  Alternatives Assessment Frameworks: Summary of current frameworks for assessing alternatives, as well as guidance on conducting chemical substitution or 

alternatives assessment 

3. Case Studies and Other Resources: Success stories and learning case studies, other toolkits, and product rating systems 

4. Regulations and Restrictions: List of national and international legislation that are driving the need for reducing Chemicals of Concern 

Example of alternative assessment tool through OECD: Chemsec – SIN List and Marketplace 

 

The International Chemical Secretariat, Chemsec, offers several such tools, including the Substitute It Now (SIN) List, which comprises hazardous chemicals that 

should be removed from products and supply chains due to the risk to the environment and human health. As well as a complete list of hazardous chemicals, the 

SIN list is also grouped by common ones in different industries including construction. The Chemsec Marketplace can then be used to identify tested alternatives 

that can substitute chemicals of concern in materials that serve different technical functions.  

Example of alternative assessment tool through OECD: GreenScreen for Safer Chemicals benchmarking tool 

 

This globally recognised tool is designed to assess and benchmark chemicals of concern based on hazard, enable business and governments to identify safer 

alternatives, as well as track and communicate progress. The criteria and guidance are freely available for all to use. The tool was developed by Clean Production 

Action organisation, who design and deliver strategic solutions and tools for green chemicals, environmentally preferable and sustainable materials and 

products.  

GreenScreen has a rigorous comparative hazardous assessment to evaluate alternatives to CoCs on the basis of 18 hazard endpoints, grouped by Human Health 

Hazards, Environmental Hazards, Environmental Fate that considers Bioaccumulation and persistence, as well as Chemical/Physical Properties such as 

flammability and reactivity. Various stakeholders in the building material and construction sector use GreenScreen, including for sustainability standards such as 

the U.S. Green Building Council (USGBC) LEED Standard, and Health product Declaration, and also the Phosphorus, Inorganic, and Nitrogen Flame Retardants 

Association. 

https://www.oecd.org/chemicalsafety/risk-management/guidance-on-key-considerations-for-the-identification-and-selection-of-safer-chemical-alternatives.pdf
https://sinlist.chemsec.org/
https://marketplace.chemsec.org/Alternatives
https://www.cleanproduction.org/about/cpa-mission
https://www.cleanproduction.org/about/cpa-mission
https://www.greenscreenchemicals.org/learn/learn-about-greenscreen


Example of alternative assessment framework through OECD:  BizNGO Chemical Alternatives Assessment Protocol 

 

 

The BizNGO Chemical Alternatives Assessment Protocol is 

a 7-step framework for decision-making on the 

substitution of chemicals of concern to the environment 

and/or human health with safer alternatives.  

The protocol also provides a means for screening out 

alternatives that are equally hazardous, and selecting the 

alternative that has the lowest human health and 

environmental toxicity impacts, as well as being 

economically and technically viable.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 10 - Extract from BizNGO Chemical Alternatives Assessment Protocol (v.1.1) (pp.5): Screening Logic for 
Selecting Safer Alternatives to Chemicals of Concern to Human Health or the Environment 

https://www.bizngo.org/alternatives-assessment/chemical-alternatives-assessment-protocol


LEARNING CASE STUDY OF LIFE CYCLE INVENTORY 

 

Figure 6. Life Cycle Inventory for concrete products 

 



LEARNING CASE STUDY OF LIFE CYCLE THINKING 

From the completion of the Life Cycle Thinking template for an SME in the concrete value chain who are a partner of GFC (figure 7), sustainability hotspots (economic, 

environmental, social) that might be encountered are: 

• Low profit margins on raw materials due to high-cost overheads, high market competition and a lack of product differentiation 

• Environmental effects of raw material extraction 

• Unsafe working conditions, low wages, a lack of worker protections, low gender equality in the industry 

• High energy intensity of production processes 

• High transportation costs 

• High levels of waste produced by production processes, in-use and at end-of-life 

Table X.  Life Cycle Thinking for SME partner of GFC in the concrete value chain, considering environmental, social and economic sustainability impacts 

Phase Activity Inputs 
Product 
Outputs 

Emissions 

Environmental Impacts Social Impacts Economic Impacts 

Resource use Ecosystem quality  On workers On consumers On stakeholders Profitability  

M
at

er
ia

ls
 

Raw material 
extraction  

Fuel, water, 
blasting 
chemicals  

Raw materials  GHG 
emissions, 
wastewater, 
PM, Noise 

Extracting finite 
mineral 
resources 
 
‘Blue’ water 
used to wash 
aggregates 

Impact on 
biodiversity & land 
 
Water pollution 

Unsafe working 
practices 
 
Gender issues, Child 
labour 

 Local communities: 
displacement, land 
use disputes, pollution 
 
Geopolitical conflict 
over natural resources 

Price volatility of raw 
materials 
Low profit margins 
from saturated 
market 
Rising costs of primary 
raw materials 

Pr
o

d
u

ct
io

n 

Concrete 
production 
(cement, 
clinker, blended 
concrete) 

Electricity, 
fuel, 
aggregates, 
admixtures 

 GHG 
emissions, air 
pollutants 
wastewater, 
heavy metals, 
PM 

Fossil fuel use 
for electricity 
and heat 
production 
  
‘Blue’ water, 
sand, limestone, 
gypsum, colour 
pigment 
feedstock 

Air emissions (NOx, 
SO2, dust) 
 
Wastewater  

Unsafe working 
conditions 
 
Gender issues   
 
 
 
 
 

 Impact of industrial 
production on local 
scale (air, water, noise 
pollution) 
Climate change 
impacts of concrete 
production  

High energy costs of 
production 
 
Cost of compliance 
with environmental 
legislation 
 
Low profit margin on 
concrete products  

Packaging, 
retail and 
transportation 

Fuel, 
packaging 
material 

 GHG 
emissions, air 
pollutants, 
packaging 
waste 

Fossil-derived 
plastic 
packaging  
 
High fuel use of 
transporting 
heavy materials 

Low biodegradability 
of packaging 
 
Transport emissions 
(NOx, SO2, PM, 
noise) 

 
 

 Impacts of packaging 
waste 
 
Impacts of increased 
road traffic 
 
Freight emissions 
 

Sunk costs of single 
use packaging  
 
Proportionately high 
cost of transporting 
heavy materials 



U
se

 
Installation, 
in-use phase
  

Cement and 
concrete 
materials 

Complete 
concrete 
structures 

Construction 
and 
demolition 
waste 
(C&DW) 

Mortar, water, 
aggregates   

Site emissions, e.g. 
particulate matter 
 
 

Current tendering and 
labour models driving 
down wages 
 
Unsafe working 
practices:  
 
Chemical leaching of 
from mortars  

Lock-in effects to 
concrete as building 
material 
 
Maintenance and 
repair issues  
 
Lack of design for 
circularity, modularity 
or flexible use of 
building  
 
 
 

Higher demand for 
housing and buildings 
increases overall 
impact of concrete 
production 

Low profit margin on 
construction projects 
 
Cost increases from 
value chain and  
on-site process 
inefficiency  
 
Projects not delivered 
to time or budget 
 
Sunk costs from 
cancelled projects 

En
d

-o
f-

lif
e 

(E
O

L)
 

Disposal and 
recycling 

Energy, 
aggregates 

Secondary 
aggregates 

Wastewater, 
PM 

Loss of metals, 
minerals 

Demand for landfill 
sites 
 
Heavy metal 
leaching, landfill 
gases  
 
Water waste and 
run-off pollution  
PM from demolition 

Potential health risk 
for workers in 
construction and 
demolition (CDW) 
waste management 

 Increased demand for 
landfill sites 

Linear disposal fails to 
capture secondary 
market value  
 
Competition from 
markets for 
alternatives to 
traditional single-use 
concrete  
 
Disposal costs, e.g. 
landfill permits and 
taxes 
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Available from https://www.iso.org/standard/63026.html  

Circularity in the Bult Environment: Case Studies. Available from https://www.ellenmacarthurfoundation.org/assets/downloads/Built-Env-Co.Project.pdf 

Life-cycle inventory analysis of concrete production: a critical review.  Gursel A, Masanet E, Horvath A, Stadel A.  Available from 

https://doi.org/10.1016/j.cemconcomp.2014.03.005  
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https://www.iso.org/standard/63026.html
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PR. 5 – Identify the general 

opportunities and threats 

across the value chain 

Now that you have identified the sustainability-related threats 

and opportunities, PR.5 will help you identify other sources of 

threats and opportunities that are not directly linked to 

sustainability issues in your value chain. 
 



PR.5 – Identify the general opportunities and threats across the value chain 

TIPS AND TRICKS 

Assess and gain insight into the future direction 
of codes and legislation 
 
Whilst an extended notice period is often given to 
allow industry to adapt during changes to 
legislation (for example building regulations, the 
phase out of materials and products on 
environmental grounds), changes in legislation can 
be seen as a threat to established working 
practices in the construction sector.   
 
However, looking ahead and understanding the 
overall direction of travel of legislation is an 
essential activity to prepare for the changing 
landscape and identify new opportunities.   
 
Developing short, medium- and long-term 
roadmaps against the backdrop of legislation can 
help to better understand what factors should be 
considered in future to a building material or 
product more desirable than those of competitors, 
or enable cost reductions.   
 
Legislative developments may include the phase 
out of a substance, where being an early adopter, 
or developing a specialism can lead to a first mover 
advantage.  Considering global regulatory trends 
as a whole, and where legislation has been more 
ambitious in one region ahead of others can 
provide a valuable insight into the overall future 
trajectory of regulations.   
 

Consider human-centric and ‘macro’ trends, 
including those related to working patterns 
and urbanisation 
 
Understanding and staying ahead of societal 
trends can provide the opportunity for 
construction companies to develop specialisms 
that provide a competitive advantage.   
 
For example, with increased urbanization, at the 
same time as growing awareness of 
sustainability issues, a large scale transition 
towards more sustainable cities is taking place. 
 
The concept of the ’15-minute’ city concept, 
established by the Mayor or Paris, Anne 
Hidalgo, aims to encourage more self-sufficient 
communities, great availability of amenities and 
greater space for walking and cycling.   
 
Understanding the intended direction of 
planning for a city or municipality can help 
building sector companies to prepare to provide 
the products and services required for the 
specific buildings and infrastructure needs of 
the inhabitants. 
 
Activities of the building materials and 
construction sector are expected to see changes 
as a result of the Covid-19 pandemic, in relation 
to further home working and reduced use of 
workplace buildings, as well as increased 
reliance on more local materials due to 
disruption in the global supply chain. 
 

Case study: Savroc TripleHard 
 
Use of hexavalent chromium – Cr(VI) - solutions in 
the production process for chrome plating has been 
the dominant method for years.  However, this has 
been accompanied with serious concerns about the 
safety of Cr(VI) for production workers, as well as 
environmental concerns from plant discharge.  Since 
September 2017, legislation on Europe has further 
restricted its use, with permits for use required under 
REACH.   
 
At the same time, it is considered that industry has 
been slow to adapt to substitutes, such as Cr(III) or 
alternative coatings, mainly due to familiarity and 
perceived higher cost from switching production lines 
away from the established Cr(VI) production.   
 
Savroc, a Finnish producer of coatings have 
developed TripleHard that replaces Cr(VI) with Cr(III), 
which removes the use of acids in the production 
phase. This is expected to reduce operating costs in a 
number of areas:  

• As all chemicals used are REACH approved, 
permits for Cr(VI) are not required 

• Wastewater management costs are reduced 

• New process is more energy efficient and 
requires reduced air ventilation systems  

• Reduced need for compliance and health and 
safety staff 



LEARNING CASE STUDY OF PESTEL 

The PESTEL analysis framework can help you to identify general opportunities and threats for the value chain and company emerging from the external 

environment of the company, and evaluating the timescales, likelihood and impacts of these issues and changes. The following table (X) shows a PESTEL analysis 

completed for the building materials sector  

Figure 11 - PESTEL analysis of building materials sector 

Heading Description of issue/trend Source or example 
Time scale (0-

6/7-24/24+ 
months) 

Impact (1= 
very low, 
5= very 

high) 

Likelihood 
(1= very 

unlikely, 5= 
certain) 

Significance 
(Impact x 

Likelihood) 

Po
lit

ic
al

 

Geopolitical issues related to 
raw material supply  

Raw Materials and International Relations.  
Security and Peace  
https://discovery.ucl.ac.uk/id/eprint/10038572/1/
Bleischwitz_Perincek-security+Peace-17.pdf  

0-24+ months 
 
 
 

2 
 
 
 

3 6 

Lack of policies and incentives 
to support construction sector 

Challenges faced by the construction industry in Sri 
Lanka: perspective of clients and contractors  
https://www.irbnet.de/daten/iconda/CIB11344.pd
f   

0-24+ months 4 4 16 

Ec
o

n
o

m
ic

 

Price volatility of raw materials 
for construction industry 

McKinsey. Resource Revolution: Tracking global 
commodity markets 
 https://www.mckinsey.com/~/media/McKinsey/N
ot%20Mapped/TEST%20Copy%20of%20Resource%
20revolution%20Tracking%20global%20commodity
%20markets/MGI_Resources_survey_Full_report_
Sep2013.pdf   
 

0-24+ months 
 
 
 
 
 

4 
 
 
 

4 
 

16 

Population growth and rising 
middle class, increasing 
demand for building materials   
 

BSRIA: Demographics - how a changing population 
is transforming the built environment 
https://www.bsria.com/uk/news/article/demograp
hics-how-a-changing-population-is-transforming-
the-built-environment/ 

12-24+ 
months 

4 5 20 

So
ci

al
 

Effect of Covid-19 on building 
material supply chain 

PWC: Supply Chain – Mitigating the impact of 
COVID-19 and building long term resilience  
https://www.pwc.com/sg/en/publications/a-
resilient-tomorrow-covid-19-response-and-
transformation/supply-chain.html  

0-12 months 4 5 20 

https://discovery.ucl.ac.uk/id/eprint/10038572/1/Bleischwitz_Perincek-security+Peace-17.pdf
https://discovery.ucl.ac.uk/id/eprint/10038572/1/Bleischwitz_Perincek-security+Peace-17.pdf
https://www.irbnet.de/daten/iconda/CIB11344.pdf
https://www.irbnet.de/daten/iconda/CIB11344.pdf
https://www.mckinsey.com/~/media/McKinsey/Not%20Mapped/TEST%20Copy%20of%20Resource%20revolution%20Tracking%20global%20commodity%20markets/MGI_Resources_survey_Full_report_Sep2013.pdf
https://www.mckinsey.com/~/media/McKinsey/Not%20Mapped/TEST%20Copy%20of%20Resource%20revolution%20Tracking%20global%20commodity%20markets/MGI_Resources_survey_Full_report_Sep2013.pdf
https://www.mckinsey.com/~/media/McKinsey/Not%20Mapped/TEST%20Copy%20of%20Resource%20revolution%20Tracking%20global%20commodity%20markets/MGI_Resources_survey_Full_report_Sep2013.pdf
https://www.mckinsey.com/~/media/McKinsey/Not%20Mapped/TEST%20Copy%20of%20Resource%20revolution%20Tracking%20global%20commodity%20markets/MGI_Resources_survey_Full_report_Sep2013.pdf
https://www.mckinsey.com/~/media/McKinsey/Not%20Mapped/TEST%20Copy%20of%20Resource%20revolution%20Tracking%20global%20commodity%20markets/MGI_Resources_survey_Full_report_Sep2013.pdf
https://www.bsria.com/uk/news/article/demographics-how-a-changing-population-is-transforming-the-built-environment/
https://www.bsria.com/uk/news/article/demographics-how-a-changing-population-is-transforming-the-built-environment/
https://www.bsria.com/uk/news/article/demographics-how-a-changing-population-is-transforming-the-built-environment/
https://www.pwc.com/sg/en/publications/a-resilient-tomorrow-covid-19-response-and-transformation/supply-chain.html
https://www.pwc.com/sg/en/publications/a-resilient-tomorrow-covid-19-response-and-transformation/supply-chain.html
https://www.pwc.com/sg/en/publications/a-resilient-tomorrow-covid-19-response-and-transformation/supply-chain.html


Gender inequality issues across 
construction and building 
sectors 
 
 

ILO: Baseline Study to Assess Gender Disparities in 
Construction Sector Jobs 
https://www.ilo.org/wcmsp5/groups/public/@asia
/@ro-bangkok/@ilo-
islamabad/documents/publication/wcms_185255.
pdf   

0-24+ months 
 
 

2 
 
 
 

4 
 

8 
 
 

Te
ch

n
o

lo
gi

ca
l Further automation of 

construction 
 

McKinsey: The impact and opportunities of 
automation in construction  
https://www.mckinsey.com/industries/capital-
projects-and-infrastructure/our-insights/the-
impact-and-opportunities-of-automation-in-
construction#  

12-24+ 
months 

3 3 9 

En
vi

ro
n

m
en

ta
l 

High proportion of global 
carbon emissions from building 
sector 
 
 
 

IEA. Global Statue Report for Buildings and 
Construction 2019.  
https://www.iea.org/reports/global-status-report-
for-buildings-and-construction-2019  

0-24+ months 4 
 
 

4 16 

High waste generation from 
construction sector 
 

International Conference on Solid Waste 
Management.   Construction Waste – Potentials 
and Constraints, S.E. Sapuay.   
https://doi.org/10.1016/j.proenv.2016.07.074 
 
International Journal of Environmental Research 
and Public Health. Waste Mismanagement in 
Developing Countries: A Review of Global Issues.  
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6
466021/  

0-24+ months 4 4 16 

Le
ga

l 

Regulations on Chemicals of 
Concern in different regions  
 

Chemical Inspection and Regulation Service – 2016 
Global Chemical Regulations Outlook  
http://www.cirs-reach.com/news-and-
articles/2016-global-regulations-outlook.htm 
 

0-24+ months 2 4  
 
 

8 
 
 

Changing health and safety 
legislation 
 

UNECE joins global coalition to improve fire safety 
in buildings through industry standards 
https://www.unece.org/index.php?id=49147  
 
International Fire Safety Standards https://ifss-
coalition.org/  

0-12 months 4 3 12 

https://www.ilo.org/wcmsp5/groups/public/@asia/@ro-bangkok/@ilo-islamabad/documents/publication/wcms_185255.pdf
https://www.ilo.org/wcmsp5/groups/public/@asia/@ro-bangkok/@ilo-islamabad/documents/publication/wcms_185255.pdf
https://www.ilo.org/wcmsp5/groups/public/@asia/@ro-bangkok/@ilo-islamabad/documents/publication/wcms_185255.pdf
https://www.ilo.org/wcmsp5/groups/public/@asia/@ro-bangkok/@ilo-islamabad/documents/publication/wcms_185255.pdf
https://www.mckinsey.com/industries/capital-projects-and-infrastructure/our-insights/the-impact-and-opportunities-of-automation-in-construction
https://www.mckinsey.com/industries/capital-projects-and-infrastructure/our-insights/the-impact-and-opportunities-of-automation-in-construction
https://www.mckinsey.com/industries/capital-projects-and-infrastructure/our-insights/the-impact-and-opportunities-of-automation-in-construction
https://www.mckinsey.com/industries/capital-projects-and-infrastructure/our-insights/the-impact-and-opportunities-of-automation-in-construction
https://www.iea.org/reports/global-status-report-for-buildings-and-construction-2019
https://www.iea.org/reports/global-status-report-for-buildings-and-construction-2019
https://doi.org/10.1016/j.proenv.2016.07.074
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6466021/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6466021/
https://www.unece.org/index.php?id=49147
https://ifss-coalition.org/
https://ifss-coalition.org/


BACKGROUND INFORMATION 
Opportunities for business table 

The following table (x) explores business eco-innovation opportunities for both large organizations and SMEs across the value chain stages (from 

material extraction through to end-of-life treatment and disposal) that service providers could offer consulting support on, considered for the 

building materials of metals, concrete, and paints/coatings. In addition, the relevance to different developing regions around the world is indicated.  

 

 

 

Value chain stage Area Regional relevance Material relevance Business opportunities for eco-innovation 

Asia Latin 
America 

Africa Metals Concrete Paints / 
coatings 

Extraction 
Environmental 
effects of quarrying 
and mining 

      • Waste buyback programs to enable repurposed materials from 
construction and demolition waste (CDW) 

Design 

Substitution of 
existing materials 
and products with 
more sustainable 
alternatives: 
Renewable and 
lower impact raw 
materials (embodied 
carbon, toxicity) 
longer lifetimes, 
modular, designed 
for disassembly 
 

      • Concrete: Sourcing and provision of sustainable local materials, (e.g. 
hempcrete, rammed earth), substitution of proportion of clinker in 
cement production to reduce embodied carbon, and reusing concrete 
building frames at end of building use lifecycles 

• Paints/coatings: Bio-based paints that use feedstocks and dyes from 
natural, renewable sources that are low VOC / VOC-free instead of oil-
based paints  

• Metals: Design steel building frames for off-site modular construction, 
and EOL disassembly and reuse  

Building Information 
Management 

      • Services to provide inventory of materials in buildings for future 
recovery 

Production 

Cleaner production 
processes for 
building products 

      • Consultancy, sale and installation of  more efficient drying kilns, waste 
heat recovery, on-site renewables 

• Metals: Sourcing and collection of scrap for increased production 
from secondary materials 

 

Packaging        • Operating packaging take-back schemes 
 

Alternative 
materials 

      • Sourcing and processing of biobased materials for paint production 

Transportation 
Smart logistics       • Collaboration with other haulage and shipping companies to collect 

and deliver materials 

Figure 12. Business eco-innovation opportunities across value chain stages. Note that regional and material relevance 
indicated (colour coding below) 



Installation 
Environmental 
impacts of on-site 
works 

      • Off-site prefabrication 

Use 

Product leasing 
schemes 

      • ‘Product-as-a-service’ business models for building materials, fittings 
and fixtures involves lease to customer, maintenance and repair 
throughout lifetime by retailer/vendor, and returned for reuse, 
remanufacturing or recycling at end-of-life.  E.g. ‘Lighting as a service’ 

Smart Buildings       • Data analysis and consultancy from building monitoring data 

End-of-life (EOL) 

Waste collection 
and treatment  

      • Waste segregation, collection, repurposing 

• Operating networks and databases to avoid disposal, burning or 
landfilling 

Recycling and 
repurposing of 
construction waste 

      • Urban mining  

• CDW buyback  

Holistic service offer 
and operational 

management 

Value chain 
integration  

      • Facilitating collaboration across value chain to create more efficient 
processes, and coordinate on sustainability action 

• IT-based services for Building Information Modelling (BIM), data 
analysis 

Organisational 
culture  

      • Employee and manager level training on improving sustainability in 
construction sector   

Environmental 
performance 
assessment  

      • Provision of assessments for building rating systems, eco-labels, LCA, 
hotspot analysis, audits 

 

References 

Worldwide list of Green Building Rating Tools. Available from https://www.worldgbc.org/rating-tools  

Ecolabel Index.  Available from http://www.ecolabelindex.com/ecolabels/?st=category,building_products 

Deloitte: 2020 engineering and construction industry outlook.  Available from https://www2.deloitte.com/us/en/pages/energy-and-

resources/articles/engineering-and-construction-industry-trends.html  
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PR. 6 – Develop a value 

chain vision 

Having assessed both sustainability and more general 

hotspots within the building materials industry, the following 

section illustrates a ‘value chain vision’ for a more 

sustainable building materials sector, representing an 

improved future landscape, which also seeks to address 

financial and social challenges for the industry. 

This is followed by exploring a detailed learning case study 

for the cement and concrete value chain, which GFC Building 

Supplies operates within. 

 



PR.6 – Develop a value chain vision 

Learning case study of a value chain vision  

The building materials industry is successful, profitable and growing strong in both domestic and international markets.  

The industry is becoming more resilient to rising energy costs through low and zero-carbon processing techniques in value chains. More companies are reducing 

the energy intensity of manufacturing and choosing to source energy from renewable energy suppliers.  

Eco products such as natural fibre plasterboards and biobased paints have entered mainstream markets, with health benefits promoted alongside their 

environmental credentials. Staff and customers are receiving clear guidance and training to support the transition to new types of product.  Additionally, the 

industry has made great strides in eliminating certain chemicals of concern from products, in part from effective policy to phase out harmful substances and 

incentivise the take-up of alternatives. 

Value chain risks related to sustainability are being increasingly managed through improved supplier mapping, industry due diligence, collaborations and 

initiatives such as the Responsible Minerals Initiative to support sustainable raw material procurement. A combination of new regulations and customer 

pressure has increased the volume of timber being sourced from sustainable sources. These initiatives have also made significant strides in addressing human 

rights issues, particularly in relation to mining of conflict minerals. The industry has made substantial progress in addressing gender and racial equity issues, 

including addressing gender pay gaps, providing equal opportunities, and increasing diversity in leadership positions.  

Improved product durability is leading to reduced waste and increased customer satisfaction.  Circular business models are becoming mainstream, such as those 

that support modularity and dismantling of buildings and their materials, as well as ‘Product-as-a-service’ business models, with businesses realising the value of 

creating long-term customer relationships and developing a better understanding of how to ensure that their products are high performing and long lasting.  

 

 

 

 



Vision  

The cement and concrete industry is successful, profitable and strong in both 

domestic and international markets, whilst achieving high levels of sustainability. 

The high embodied carbon of cement and concrete has been substantially 

reduced through changes in manufacturing practices. Manufacturers substitute a 

proportion of clinker during cement production with alternatives such as 

industrial by products including fly ash and granulated blast furnace slag (GBFS), 

which reduces embodied carbon of concrete associated with cement production. 

The energy efficiency of cement plants has been increased with modern 

equipment, and there has been a shift towards alternative and renewable fuels 

and electricity sources. In addition, novel cements that achieve substantial 

emissions reductions have been developed and comprise a significant portion of 

the market share. These changes in the industry have enabled cement and 

concrete companies to respond to the increasing market demand and regulatory 

requirements for lower carbon concrete products.  

Water management has been improved by the industry through maximizing 

efficiency of use in cement and concrete production, using water from the most 

sustainable sources available (e.g. harvested rainwater and recycled water), and 

reducing water pollution by sustainable treatment of solid wastes and effluents.  

The industry has adopted the practice of forming new concrete (where 

appropriate for specification) through using aggregates such as recycled 

concrete, alternative materials, and secondary aggregates. This reduces 

construction and demolition waste being sent to landfill, and improves material 

efficiency. It also reduces environmental impacts, as well as embodied carbon 

and energy use by decreasing demand for new aggregate extraction from 

quarries. Companies in the sector have developed alternative income streams to 

a linear model of cement and concrete product development and sale, to 

responsible reclamation and reuse of concrete as aggregate. 

Companies in the cement and concrete industry have also diversified their 

product portfolios to include sustainable alternative materials for certain 

applications, including limecrete and hempcrete. 

 

 

 

 

 

 

 

  

 

Threats and opportunities 

Cement has a high 

embodied carbon 

Aggregate extraction from 

quarries disturbs the 

environment and is energy 

intensive 

Energy and water intensity 

of the production phase 

Construction industry is 

being required by national 

Governments to reduce 

carbon emissions in line 

with national carbon 

reduction targets 

Adoption of green building 

standards is leading to more 

companies specifying 

concrete products with 

lower embodied carbon 

COVID-19 pandemic causing 

economic slowdown and 

industry stagnation, yet 

opportunity to reset 

business strategies, 

products and business 

models to be successful 

when market operations 

return, and become more 

sustainable 

 

 

 

Partnerships  

 

• Research institutes 

• Central government departments  

• Local authorities  

• Cement and concrete manufacturers 

• Builders Merchants 

• Industry consortiums / partnerships 

 

Clients  

• Cement and concrete product 

manufacturers and retailers 

 

Figure 13 Learning case study of a value chain vision – cement and concrete 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PR. 7 – Develop a value 

chain pitch 

Having developed a vision for a more sustainable cement 

and concrete value chain, a service provider approaching 

GFC about their eco-innovation services will need to develop 

a pitch that communicates their messages about the 

importance of sustainability action in this material type, and 

how they can support GFC in improving the sustainability of 

their cement and concrete products (figure x). 

 



PR.7 – Develop a value chain pitch 

Learning case study of a value chain pitch  

 

 

 

 

 

 

 

 

 

 

Threats and opportunities 

Cement has a high embodied carbon 

Aggregate extraction from quarries 

disturbs the environment and is energy 

intensive 

Energy and water intensity of the 

production phase 

Construction industry is being required 

by national Governments to reduce 

carbon emissions in line with national 

carbon reduction targets 

Adoption of green building standards is 

leading to more companies specifying 

concrete products with lower embodied 

carbon 

COVID-19 pandemic causing economic 

slowdown and industry stagnation, yet 

opportunity to reset and embed eco-

innovation in business strategies, 

products and business models to be 

successful and sustainable when market 

operations return. 

 

 

Key messages 

The construction industry is a major source of carbon 

emissions and linked to large-scale environmental 

degradation, with cement and concrete a large contributor.  

The consequence of this is increasing regulation to reduce 

energy use and improve environmental performance. More 

companies are looking for products that will achieve the 

necessary requirements of green building rating systems. 

Eco-innovation is an approach that can be used to address 

major sustainability challenges such as these. 

We have a proven methodology to support the 

implementation of eco innovation that we can use to help 

you. We have specific examples of changes that are already 

happening in this industry including: 

• Substituting proportion of cement reduces embodied 

carbon of concrete associated with cement 

production.  

• Use of recycled concrete, alternative materials, and 

secondary aggregates in new concrete  

  
 

Market 

Concrete product 

manufacturers in country 

Company 

 

GFC Building Supplies 

Contact person picture 

 

CEO of manufacturing 

company 

 

Figure 14 Value chain pitch to engage GFC on eco-innovation in the cement and concrete value chain 



TIPS AND TRICKS 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Relevant examples and 

inspiration 

Inspire change by showcasing 

examples of similar companies 

that have successfully adopted 

eco innovations including 

examples of how they 

overcame challenges 

associated with changes to 

business models/practices 

 

Highlight short term 

opportunities 

Focus on how eco innovation 

could open up new business 

opportunities in the short 

term for example specific 

industry demand linked to 

new building standards, as this 

is more likely to attract the 

attention of the CEO. 

Explain how external threats 

can impact business activities 

Make the business case for 

eco innovation by linking 

issues such as environmental 

degradation to their business, 

helping them to make the 

connection and accept 

responsibility for taking action 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PR. 8 – Plan and implement 

engagement activities 

The Prepare phase up to this point has enabled data gathering in 

several areas; understanding of the main challenges facing the 

building materials and construction industry and how these 

related to firms of different sizes in the value chain, sustainability 

hotspots, and opportunities and threats that could enable a 

business advantage through cost leadership, specialisation, 

product differentiation, and harnessing innovation through 

collaboration.  

You will now plan and implement activities to engage companies 

in your target market and get them interested in your eco-

innovation services.  

 



PR.8 – Plan and implement engagement activities 

LEARNING CASE STUDY OF COMPANY ENGAGEMENT PLANNING 

GFC Building Supplies has been selected as a company to target for implementation of eco-innovation following a review of several companies in the regional 

building materials and construction industry.  GFC Building Supplies was shortlisted as a result of the following assessment: 

Company profile 

• The company has a diverse portfolio of business interests and income streams, across multiple product markets and types of construction project that 

they engage with 

• Experienced staff with have a large bank of technical knowledge, and a deep understanding of the risks inherent from varying traditional practices 

• The company has established processes and internal quality systems, and a strong reputation with various construction sector actors, including main 

contractors 

• Few external collaborations are in place 

• Senior management is fairly risk-averse, but recognise the need for changes in the industry and working practices and culture 

• The company structure is relatively horizontal, enabling fast decision making and transparency 

• The construction sector is currently expanding at the national level, but with concerns related to material supply and a high dependency on the import 

market.  The need to improve innovation has been highlighted, but innovative products and practices have yet to be proven at scale. 

Table 2 - Staff breakdown at GFC Building Supplies 

Permanent staff Number 

CEO 1 

Senior management team – department heads 5 

Sales, product buyers and account managers 5 

Product development 3 

Warehouse, workshop and production staff 5 

Logistics and delivery 5 

New business development 3 

Marketing 4 

Retail shop 3 

Accounting and finance 3 

Quality and compliance 2 

Human resources (HR) 2 

IT 2 

Administration 3 

Total 46 

 



Business operations 

• GFC Building Supplies sell mainly third-party building products, with a small own-brand range 

• The majority of the business is geared towards trade sales, maintaining existing business and improving procurement to increase margins on common 

products 

• The New Business Development team accounts for a smaller section of the business, but aims to target more niche projects and tenders.  These include 

public sector and social housing contracts, including those where sustainable procurement policy (SPP) is in place 

• The product development team are responsible for specifying and production of the own-brand product range.  This is a smaller, newer area of the 

business 

• One specialist member of staff in this team works on formulations for the own brand range, with scope to improve the performance and reduce 

production cost of the range 

• GFC Building Supplies are also exploring new service-based offerings.   

A pitch to the CEO has been developed in section PR7.  However, from initial discussions with the company, it is demonstrated that engagement with other staff 

and departments is also possible, despite a limited window of opportunity due to the time pressures faced by the business. 

Opportunities and strategies for engagement with other staff could include: 

• Discussions with the Head of Finance regarding the different profit margins on products, materials and services 

• Interviews with buyers on market and technological trends related to particular building materials 

• Workshop with front line retail and logistics staff on industry trends and customer feedback on products 

• Interview with Head of Operations on the varying overheads encountered by the business 

• Develop questionnaire for HR department on opportunities to increase the gender balance, training and worker retention in the industry 

• Discussion with New Product Development manager on current opportunities for product innovation 

• Interview with account managers on split of new and repeat business 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

SET STRATEGY 
The aim of the SET STRATEGY phase is to use your 

knowledge of the company’s strengths, weaknesses, 

opportunities and threats to propose a new business 

strategy that places eco-innovation at the core of 

the company’s business strategy to ensure progress 

towards a sustainable future for the company 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST.1 – Plan my data 

gathering strategy To assess the viability and best opportunities for eco-innovation, it 

is important understand a company’s position in the market, areas 

of expertise, organisational strengths and weaknesses, and current 

market opportunities.  An effective data gathering strategy can 

achieve this.  Opportunities to collect data may be limited - a 

company representative may assist with this, but this may be time 

limited.    

A data gathering strategy may also require collecting data from 

external sources, and independent research to assess the markets 

the company operates in.  Essential data may include technical 

information and market trends, but also qualitative data such as on 

company cultures, human-centric needs of buildings, and societal 

trends at the local, regional and national level. 

 



ST.1 – Plan my data gathering strategy 

BACKGROUND INFORMATION 

Setting a new business strategy requires collection of relevant data at the sector and market level (such as upcoming technological trends, regulatory 

developments, trading rules), as well as at the company level, which aims to gain insights into operational strengths and weaknesses, expertise, management 

priorities and the financial position of the business.  Examples of this are provided on p.100 of the main Eco-innovation manual - a Preliminary Assessment of the 

company followed by an In-Depth Assessment is outlined.   This covers how to gather data in an efficient way – at this stage of the engagement, there may be 

limited time for staff from the target company to engage outside their business-as-usual activities.  However, if an effective relationship has been built, it is 

possible that the target company may have provided funding for activities, in which case, the Preliminary Assessment, which is typically a remote activity, may 

be able to be combined with the In-Depth Assessment through direct contact with the company.     

Eco-innovation opportunities for cost leadership and product differentiation 

Building materials companies may prioritise cost leadership or product differentiation strategies to gain a competitive edge in the market and address 

sustainability hotspots.  Gathering the right data can identify opportunities to leverage for this purpose.   

For example, a building material supplier may achieve cost leadership by reducing the production cost of a material compared to competitors.  This could be 

through increased local sourcing, reduced energy cost overheads, or lower compliance costs from reducing toxicity of the product.  Product differentiation in this 

sector could be achieved by developing innovative products or services, with new and improved functionality that provide enhanced value over more 

established ones.   

Whether a company has the opportunity for cost leadership or product differentiation may also depend on the market they operate in.  Building materials are 

developed for varying needs, for both highly specialized, niche construction projects as well as those that are delivered at larger scale.  Smaller, specialist 

projects typically offer more opportunity for innovation and the use of newer products and materials.  Partners in the value chain can be a strong driver of this – 

a construction company aiming to deploy more sustainable methods may be a useful partner for helping to pilot Eco-innovative materials developed. 

High potential for innovation in the building materials industry may also lie in the provision of services, particularly those which encourage reduced waste and 

greater circularity, as this practice is still at a nascent stage for many companies. 

Gathering effective and sufficiently detailed data in the following areas therefore is an effective approach: 

• Number of firms in the market, market share, strengths and weaknesses, attitudes to change 

• Development of product markets (cost trends, saturation, current and projected levels of innovation) 

• Trends in customer attitudes and building design 

• Trends in commodity and niche markets 

• Current and future regulatory drivers 

Table X explores opportunities at the product and service level for where opportunities may arise in cost leadership and product differentiation.  Examples of 

appropriate data to gather to embed eco-innovation in these strategies is included. 



Table X - Opportunities for cost leadership and product differentiation strategies, and example data to gather 

Material, 
Product, service 

Potential opportunities for cost 
leadership 

Data to gather Potential opportunities for 
product differentiation 

Data to gather 

Concrete • Reduced material cost from 
collaborative, bulk sourcing 

• Reduced materials cost from 
using recycled construction 
and demolition waste (CDW) 

• Proximity of suppliers  

• Attitudes to collaboration 

• Proximity and types of raw 
materials available 

• Innovative materials with 
cheaper sourcing, 
production, transportation 
and waste 

• Lightweighting to reduce 
transport costs 

• Opportunity to source innovative 
materials such as hemp, lime 

• Degree to which lightweighted 
materials are tested and proven 

Paint •  Introducing a ‘paint as a 
service’ business model to 
reduce waste 

• Details and budgets of clients’ 
projects, opportunities to 
achieve scale 

• Bio-based, non-toxic 
materials that provide a new 
functionality (e.g. improved 
waterproofing, biocidal and 
thermal properties) 

• Performance data on bio-based 
paints compared to conventional 
paints 

• Details of partners to explore 
innovation (universities, start-ups) 

Bricks • More efficient value chain 
management between 
quantity surveyor and all 
contractors  

• Organisational culture and 
systems in place; ability of 
multiple value chain 
stakeholders to work together 
and use same systems 

• Automated technology for 
reusing old bricks rather than 
crushing 

• Details of local projects to match 
supply and demand for used 
bricks  

Flooring • Sourcing recycled and unused 
material 

• Details of local projects that 
may have an oversupply of 
material 

• New, innovative flooring 
materials as an alternative to 
PVC 

• Consumer attitudes to alternative 
materials 

• Degree to which new materials 
are cost-competitive 

Roofing • Locally sourced materials 
enabling cost savings from 
transportation and import 
duties 

• Proximity and reserves of 
supplier 

• Customer attitudes to 
alternative products 

• Innovative roofing product 
incorporating solar panels 

• Data on customer uptake of 
renewables 

• Expected system payback times 

Windows/ 
doors 

• Sourcing recycled frames • Details of projects or companies 
who may be able to supply 
frames 

• Innovative lifetime service 
and maintenance model 

• Customers’ attitudes to paying for 
products in this way 

• Length of time building expected 
to be in service 

Insulation • Identifying installation 
opportunities at large scale 
alongside client to enable 
bulk orders and reduce waste 

• Analytics data on sites that 
could be retrofit at large scale 

• Use of new, innovative 
materials, e.g. natural fibre 

• Environmental product 
declarations, performance data 

Lighting • Reduced cost of quality 
lighting through bulk 
procurement 

• Customer lighting design 
requirements, opportunities for 
bulk demand 

• Provide lighting-as-a-service 
to enable lower capital and 
maintenance cost to 
customer and establish 
ongoing customer 
relationship 

• Typical purchase and 
maintenance costs of end-users 
over set period 



Plating • Reduced regulatory and 
health & safety costs from 
shift away from hexavalent 
chromium 

• Ability of plant to switch existing 
production line from Cr(VI) to 
Cr(III) at low cost 

• New innovative replacement 
materials for chrome plating, 
providing longer lasting 
functionality 

• Level of expertise in coatings, size 
of R&D function, level of access to 
innovative partners (universities, 
start-ups) 

Ceramic 
tiles 

• Reduced production costs 
through more efficient firing 

• Reduced production waste 

• Cost/benefit analysis of new 
equipment 

• Attitudes of company to change 
processes 

• Use of recycled materials 

• Lightweighting of tiles 

• Opportunities to acquire 
sufficient supply of recycled 
materials with necessary 
properties 

• Properties of new technology, 
tensile strength of tiles 

Metal beams • Reduced production costs 
through use of less energy 
intensive production 

• Existing data of suppliers on 
energy use per unit steel output 

• Lightweighting or use of 
innovative alloys 

• Test and field trial data 

Timber  • Greater use of reclaimed or 
local materials 

• Details of local companies and 
projects making timber 
available 

• Use of modified timber in 
frames (e.g. acetylation or 
thermal treatment) 

• Opportunities to source timber 
suitable for treating 

• Consumer attitudes to new 
materials 

Construction services • Reduced waste by use of 
Building Information 
Management (BIM) and 
effective collaboration 
between sub-contractors 

• Company cultures, attitudes of 
value chain actors towards 
collaborating towards shared 
goal of better material 
efficiency 

• Off-site assembly reducing 
transportation and site costs 
and site air emissions 

• Details and viability of partner 
facilities to enable off-site 
assembly 

Design • Improved design, 
construction and building 
performance through use of 
BIM  

• Ability of all value chain actors 
involved in projects to use 
standardized BIM software  

• Use of modular building 
design to enable end-of-life 
dismantling 

• Mid- and long-term planning in 
local area; expected purpose and 
time in service of building  

 



TIPS & TRICKS 

 

Compile a repository of key performance indicators 

for sustainability aspects of building materials and 

products.   

This can be put together from various sources.  

Detailed data (i.e. from LCA databases such as the 

Global LCA Data Access network) can quantify the 

impacts of the different lifecycle stages of materials.   

Data gathering may have to be taken from a variety 

of sources, as many LCA databases require paid 

memberships.  An ‘LCA-lite’ approach can be taken by 

establishing the sustainability hotspots from 

academic and research papers, or tools such as the 

SCP Hotspot Analysis Tool for Sustainable 

Consumption and Production.  

Other industry standard indicators and benchmarks 

can be used to assess sustainability performance.  For 

example, the World Steel Association has developed 

a set of performance metrics and indicators for steel 

production, covering CO2 emissions per tonne of steel 

output, material efficiency, and number of employees 

covered by an environmental management system.   

The Transition Pathway Initiative also collates data 

for high-impact industries in one repository.  For 

building materials, the carbon emissions of the 

cement, steel and aluminium sectors are profiled, 

showing the performance of individual companies 

and the reductions needed to achieve the goals of 

the Paris Agreement and the 2 Degree scenario.   

 

Gather sustainability data from different suppliers of the 

same product or material.  Manufacturers and suppliers may 

record a range of data related to production of building 

materials and products.  This can be highly varied, from 

companies who record process energy use data as part of a 

formal environmental management system, to companies who 

are capturing very little data in this area.  However, even top-

level data can be valuable for initiating improvements, for 

example by determining the type of equipment used in 

industrial processes.  For example, a steel producer with only 

basic oxygen furnace equipment is likely to be using a lower 

proportion of secondary steel in products than one with 

electric arc furnace equipment. Use of variable speed drives, 

LED lighting and controls, and more efficient industrial fans are 

further examples of conducting equipment inventory that can 

identify opportunities for reducing production costs and 

impacts. 

Incorporate human-centric 

aspects into your data gathering.  

Whilst all buildings should deliver a 

good minimum standard of 

comfort, health and wellbeing, as 

well as energy performance, niche 

and large-scale projects often have 

differing approaches to design, 

procurement and surveying.  Both 

types present their own challenges 

and opportunities to ensure that 

the needs of occupants are met.  

Different environmental and 

circularity aspects may also be 

encountered in both types of 

construction project.     

 

Figure 15 - Transition Pathway Initiative reporting for carbon intensity of aluminium production 



 

 

Case study: Star Garment Innovation Center, Colombo, Sri 

Lanka 

The Star Garment Innovation Center, designed by Jordan Parnass 

Digital Architecture, is the first Certified Passivhaus project in 

South Asia, which involved the retrofit of an existing industrial 

building to provide a state-of-the-art combination office and 

industrial facility.   

Effective data gathering was key to enable an optimal solution 

for the needs of the business and sustainability aspects, and the 

best choices of materials installed.  This included: 

• The temperature and climate considerations for the 

building  

• Understanding the needs of the occupants and tasks 

being carried out 

• Carbon, fuel use and waste considerations of renovating 

an existing building versus demolition 

Many garment factories in tropical climates suffer from high 

heat, humidity, noise and poor ventilation.   Designing and 

building a solution that addressed these issues was key to 

improve the working conditions and overall well-being of the 

employees.   

In addition, by applying the PassivHaus design principles and 

efficiency standards, annual energy use was reduced by around 

54% in the first two years of its occupancy compared to the 

previous factory building’s performance.   

Key aspects of the building design included:  

• Maintaining the existing steel frame and concrete slabs 

• Installation of a high-performance HVAC system 

• Continuous layers of insulation 

• Windows and doors with high thermal performance 

• Design for natural light 

• Rooftop solar PV installation 



Key Performance Indicators (KPIs) can be used to identify and address sustainability hotspots across building material value chains, and also be developed for 

economic, business performance and social aspects of the business.  Considering performance across the range of indicators can identify areas to prioritise 

action and quantify the financial benefits of eco-innovation in products and services.   Some of the most relevant indicators to the building materials sector can 

be found in Table 3. 

Table 3 – Examples of Key Performance Indicators for firms in the Construction Value Chain 

Group of 
indicators 

Examples of indicators 

Financial  
indicators  
 
 

• Turnover/profit (by company, department or product category) 

• Repeat business versus new business 

• Return on invested capital (ROI) 

• R&D: Research and Development expenditure (%) 

• Overhead percentage  

Environmental 
indicators 
 

Inputs  
• Reused/ recycled content 
• Materials procurement from sustainable 
sources (e.g. timber from certified forestry) 
• Embodied energy of raw materials 

•  Transportation impact of raw materials 

Operations 
• Carbon emissions (all scopes) 

•  Water/energy intensity 
• Number of restricted 
substances and chemicals of 
concern in use 
• Chemical footprint monitoring  
• Number of employees 
covered by environmental 
management systems    

Outputs  

•  Number of products sold 
with sustainability 
certifications 

•  Building ratings scores 
(e.g. BREAAM, LEED) 

•  In-situ performance 
monitoring of products 
and projects 

Circularity 

•  Material efficiency 

•  Proportion of end-of-life 
waste reused or recycled 

•  Waste disposal costs 
(operations, taxes, 
compliance, penalties) 

Social 
indicators 
 

• Assessment and management of upstream responsible sourcing and working conditions   
• Impact on local communities and economy 
• Health and safety monitoring (production staff, site operatives, building occupants) 
• Gender and other diversity monitoring (in company and management roles) 

Business 
performance 
 

Operational  

• Proportion of projects delivered to time 
and budget 

• Lean metrics (e.g. batch cycle time, 
number of recurring issues, throughput, 
productive site time, lost-time accidents 

• Employee retention 

Market 
• Market share (%) 
• Market perception and trust 
• Market growth rate 

Customer relationships  
• Customer Satisfaction Index, complains or positive 
reviews 
• Customer retention rate 
• Marketing effectiveness 

 

 



KPI Example - monitoring and reporting through the Chemical Footprint Project (CFP) 

 

The CFP is built on the objective of reducing use of chemicals of concern, and is approached on the basis of measuring, improving, sharing and advancing 

chemical management in businesses including product manufacturers and retailers. A key component is the Chemical Footprint Project Survey, comprised of 19 

questions scored out of 100 points that intends to lead companies to environmentally sustainable chemicals management.  

Questions cover the topics of Management Strategy in terms of the policies and strategies in place to manage chemicals, Chemical Inventory, covering the 

information that a company collects on chemicals in their products and supply chain, Footprint Measurement which compiles baseline data that businesses have 

on CoCs in products as well as tracking of progress to safer alternatives, and Public Disclosure and Verification of the information.  

By using resources such as the CFP, manufacturers and retailers can better understand their chemical footprint, and identify performance gaps in their 

management strategies, and learn from other responders for instance through the annual reports.  Building Products & Furnishings CFP responders to the survey 

include HermanMiller, Inc, Milliken & Company, Naturepedic,  Nora systems, Inc., and Steelcase. 

References: 

 

World Steel Association.  Available from https://www.worldsteel.org/steel-by-topic/sustainability/sustainability-indicators.html  

Transition Pathway Initiative Tool.  Available from https://www.transitionpathwayinitiative.org/sectors  

Performance indicators for sustainability assessment of buildings, Kamali M, Hewage K.  Available from 

https://open.library.ubc.ca/cIRcle/collections/52660/items/1.0076427  

BRE. Key performance indicators (KPIs) for the construction industry. [Online]. Available from: https://www.bregroup.com/a-z/key-performance-indicators-for-

the-construction-industry/.  

Star Garment Innovation Center – Sri Lanka’s first Passive House.  Available from https://passivehouseaccelerator.com/projects/star-garment-innovation-center-

sri-lankas-first-passive-house  

Global LCA Data Access website.  Available from https://www.globallcadataaccess.org/  

Hotspot Analysis Tool for Sustainable Consumption and Production.  Available from http://scp-hat.lifecycleinitiative.org/ 

 

 

 

 

 

 

https://www.chemicalfootprint.org/assess/assessment-tool
https://www.chemicalfootprint.org/results/previous-chemical-footprint-project-survey-results
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https://passivehouseaccelerator.com/projects/star-garment-innovation-center-sri-lankas-first-passive-house
https://www.globallcadataaccess.org/
http://scp-hat.lifecycleinitiative.org/


 

 

 

 

 

 

 

 

Following the planning of your data gathering strategy and interviewing 

the CEO to better understand the current business strategy (see ST.2 

Manual guidance), you will now seek to get a better understanding of the 

current business model, and to capture this using the business model 

canvas.  

The following description of GFC building Supplies’ business model canvas 

was developed using the template and methodology, which is shown 

completed for GFC Building Supplies in figure X. 

 

ST.3 – Capture the current 

business model 



ST.3 – Capture the current business model 

LEARNING CASE STUDY OF BUSINESS MODEL CANVAS 
GFC Building Supplies’ main customers are construction companies and installers, with some focus on bidding for public sector tenders.  Downstream in the 

value chain, the end-customers are the building occupants, utilising a range of building types from homes to offices to hotels.  Project sizes and orders vary, from 

small jobs at the single house level to bulk orders for large scale construction projects.  GFC Building Supplies has developed several longstanding relationships 

with customers to enable repeat business.  However, for many building materials and products, the market is competitive, and margins are often low.  GFC 

Building Supplies retain a strong market share through a good reputation for quality, and enabling a one-stop shop for almost all materials typically needed for a 

project.  This offering is bolstered by their specialist in-house knowledge and excellent customer service.   

Supply of building materials takes two main approaches.  For the most part, products are specified by the customer and GFC’s main role is to provide good 

quality materials at a competitive price, through efficient sourcing and procurement, and provide up-sell of further materials where possible.  Whilst an 

established network of suppliers is in place, GFC Building Supplies are highly reliant on imported materials, and at times are affected by volatile prices and supply 

delays.  Product suppliers are generally selected on the basis of cost and quality, and no sustainability or supply chain assessments of suppliers have been carried 

out to date. 

GFC Building Supplies work with the customer to ensure the right material for the project is supplied, and have adapted their own-brand range of paint and 

cement to provide commonly-demanded materials.  Additionally, some materials sold are bespoke for the job - for example, the cement blend, type of timber, 

and paint may be supplied in varying formulations, sizes and quantities.  In some cases, GFC Building Supplies use building design software to work with 

customers and specify the product, and carry out some processing of materials and packaging on site.   

Internal processes include IT systems for tracking orders, warehouse and supplier inventory, and transport and logistics.  A customer relationship management 

system is in place to track clients and business opportunities.  There is an all-company meeting once a month to review operations and business development, as 

well as a quarterly management meeting to review the business’ performance and strategy.  The sales and marketing team operate the website and produce 

advertisements. Some customer feedback is gathered, but this is mainly from direct customers in the building trade, rather than from the perspective of the 

performance of the buildings materials are used in, or from end-users themselves. 

GFC Building Supplies has a quality and compliance team in place and the order system includes a process for quality checks of products sold, including those 

that require on-site processing.  The management team tracks overhead costs and the profit margin on own-brand materials.  Product processes requiring 

energy use and water are carried out efficiently, but there is no environmental management system or formal plan for carbon, energy, water, or waste reduction 

in place.  Additionally, whilst all legal requirements of products sold are checked by the quality team, little attention to date has been given to reducing 

chemicals of concern and improving circularity aspects of building materials sold.   

GFC Building Supplies have internally discussed improving the diversity of their workforce.  A new recruitment strategy to interview more female employees at 

both entry and senior level positions has been considered at management team meetings, but a formal process has yet to be put in place.   

The above narrative is summarised in the business model canvas in figure X. 

 



Figure X. Business model canvas - GFC Building Supplies  

Key Partners 
 
Product and material 
suppliers 
 
Local firms conducting 
material processing and 
assembly 
 
Shipping and importing 
firms 
 
Distributors 
 

Key Activities  
 
Procurement of materials and 
products 
 
Product specification for customers 
 
Development and production of own-
brand range of cement, concrete, 
paint 
 
Customer relationship management  
 

Key Value Propositions  
 
Provision of most building 
material needs for trade 
customers in catchment area 
 
Specialisation in own label 
product range: good quality, 
high functionality, and 
(crucially) specialist 
knowledge on these product 
types 
 
Quality of service: short wait 
times for orders, high quality 
customer service and after-
sales support 
 
Vertical differentiation in cost: 
slightly lower cost own-label 
goods than competitors, 
wholesale pricing model that 
reduces the unit cost 

Customer Relationships 
 
Longstanding trade and 
supplier relationships 
 
Customer service team 
support via website, email and 
phone 
 
Dedicated account managers 
for wholesale B2B customer 
 

Customer Segments  
 
Direct customers 
 
Retail customers (trade 
and DIY) 
 
Wholesale (construction 
firms, installers)  
 
Supply contracts 
 
 
Indirect customers:  
 
Property owners and 
managers 
 
Municipalities 
 
Businesses 
 
Householders 
 

Key Resources 
 
Raw materials (e.g. timber, clay, 
limestone, shale) 
 
Facility, warehouse, production 
machinery 
 
Delivery fleet  
 
Integrated IT system for orders, 
inventory, production and distribution 
 
Strong financial position cash flow) 
 
In-house technical knowledge  

Channels  
 
Integrated Customer 
Relationship Management 
(CRM) system 
 
Website, advertising, social 
media 
 
Word of mouth 
  
Industry events and trade 
conventions 

Cost Structure 
 
Facilities 
 
Wholesale products and 
materials 

Shipping and import duties 
 
Own-brand product manufacture 
 
Logistics and transportation of goods 
 

Revenue Streams 
 
Sales of building materials (own-label and branded products) 

 



BACKGROUND INFORMATION  
 

Common business models used in the building materials industry 

Traditional business models in the building materials industry have been based on standard purchase and contractual agreements.  Products may be sourced in 

bulk, as a result of the assessment made of the amount of material needed for a project (for example as specified by a quantity surveyor), often through using 

design and planning software.  When construction projects suffer from a lack of connectivity between different subcontractors and project managers, issues may 

be seen with over-ordering and waste. 

Osterwalder & Pigneur (2010) identified emerging patterns of business models.  These broad categories are highly relevant to the building materials industry, 

with the potential to enable a more efficient value chain and create new business opportunities. 

 

 

 

 

 

 

New business models may also emerge from new technologies and trends in the construction sector:  

• Increased use of BIM can open up opportunities for consultancy 

• Services related to materials for modular and off-site construction, 3D printing  

• Service-based models – e.g. facilities management through contracts to build and maintain the asset, a particular product, use of specialist software (e.g. 

Lighting as a Service, LaaS, design and software as a service, SaaS) 

• Developing platforms that facilitate deconstruction and re-use of materials 

• Greater circularity in construction, enabling business models for material recovery and reprocessing 

References: 

Reinventing Your Business Model, Johnson M, Christensen C, Kagermann H, Harvard Business Review (2008).  Available from 

https://hbr.org/2008/12/reinventing-your-business-model  

Business models in the construction industry are changing; here’s how.  Amratia D.  Available from https://medium.com/nplan/business-models-in-the-

construction-industry-are-changing-heres-how-277b5ed05ca3  

 

Business model ‘patterns’ (Osterwalder & Pigneur, 2010) 

1. Circular supplies 
2. Resource recovery 
3. Product life extension 
4. Sharing platforms 
5. Products as a service 
6. Multi-sided platform 

 

https://hbr.org/2008/12/reinventing-your-business-model
https://medium.com/nplan/business-models-in-the-construction-industry-are-changing-heres-how-277b5ed05ca3
https://medium.com/nplan/business-models-in-the-construction-industry-are-changing-heres-how-277b5ed05ca3


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 4 – Do a walk-through 

audit 

An ideal starting point for evaluating the current operational 

performance of the target company is to conduct a walk-through 

audit.  

This will be through a guided tour of operations by the company 

point of contact, and the Eco-innovation Manual provides 

suggestions planning the activity, aspects to look out for, and 

questions to ask the guide in the Walk-Through Audit Guide 

template. The results of this analysis of GFC are presented in the 

following learning case study. 

 



ST.4 – Do a walk-through audit 

LEARNING CASE STUDY 

Outputs of a walk-through audit of GFC Building Supplies are shown in Figure X.  This identified the main internal processes, significant overheads, and 

connected upstream and downstream activities in the value chain (figure X).  This mapping exercise enables evaluation and assessment of strengths and 

weaknesses, sustainability hotspots, potentials for cost saving and opportunities for eco-innovation, as shown in table X. 

If not already in place, as part of activities related to procurement and material storage, it is recommended that companies compile an inventory of chemicals 

and chemical ingredients used to record and assess levels of chemicals of concern in use in operations.  This can help form the basis of subsequent projects 

conducting substitution and exploring alternatives.  Existing chemical hazard lists can be accessed to assist with this, such as those included within the Pharos 

Project.  Using a recognized listing system, such as the Chemical Abstracts Service (CAS) number registry for recording substances used is recommended. 

Figure X - Processes, overheads, upstream and downstream activities related to the operations of GFC Building Supplies 

 

https://pharosproject.net/hazard-lists
https://pharosproject.net/hazard-lists


Table X. Learning case study of Walk-Through Audit results  

General aspects 

• Own-brand product 
manufacturing happens offsite 

• The site comprises a warehouse, 
workshop, retail shop and back 
office 

Warehousing 

• Large space, mainly used for 
storage of stock 

• High energy use: inefficient 
lighting and HVAC 

Logistics and distribution 

• Older, diesel delivery trucks  

• Journey planning or route 
optimisation not considered 

Retail store 

• Customer service team has excellent market 
knowledge  

• No communication of sustainability 
credentials of products  

Design and specification 

• Internal team has strong 
knowledge of building material 
properties 

• High level competency with BIM 
software 

Workshop 

• Older, inefficient machinery 

• Wastewater recycling in place 

• High emissions from 
processing including VOCs, PM 

Procurement 

• Procurement mainly based on 
cost and availability 

• High dependance on import 
materials 

Management  

• Regular meetings to review operational 
efficiency and financial performance 

• Flat organisation structure allowing flexibility 
of processes  

Operational strengths 
• Good customer service and customer relationship management 
(CRM) system in place 
• Specialist technical knowledge of design and sales team 
• IT system effective at coordinating orders, inventory, production 
and distribution 
• Efficient internal decision making systems 

•  Strong reserves and financial liquidity 
 

Operational weaknesses  

• Dependence on third party, import suppliers of building materials, with 
occasional unreliability of supply, and fluctuating prices 

• High energy, water and fuel costs and waste generation from manufacturing 
and transportation operations 

• High environmental impacts of building materials sold, including own-brand 
range 

• No inventory or procedures in place to identify and log chemicals of concern in 
products 

• Low profit margins on majority of products 

• Health and safety of warehouse staff 

 

References 

Pharos Project Hazard Lists.  Available from https://pharosproject.net/hazard-lists  

Chemical Abstracts Service (CAS) Registry.  Available from: https://www.cas.org/support/documentation/chemical-substances/faqs  
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ST. 6 – Update the 

sustainability hotspots 

Following ST.4 and ST.5 (workshop/interviews with staff, detailed in 

Manual), this activity involves updating the sustainability hotspots 

analysis you conducted in PR.4 with the company-specific 

information you have identified through your analysis.  

This includes updating both the Life Cycle Inventory and Life Cycle 

Thinking templates you previously completed. Figure X presents the 

Life Cycle Thinking analysis updated for GFC following the greater 

insight and understanding gained on the company.  

 



ST.6 – Update the sustainability hotspots 

LEARNING CASE STUDY OF LIFE CYCLE THINKING 

Figure X. Life Cycle Thinking for GFC Building Supplies  

Phase Activity Inputs 
Product 
Outputs 

Emissions 

Environmental Impacts Social Impacts Economic Impacts 

Resource use Ecosystem quality  On workers On consumers On stakeholders Profitability  

M
at

er
ia

ls
 

Cement 
quarrying 

• Fuel 

• Water 

• Raw 
material 

• GHG 

• Wastewater 

• PM 

• Fossil fuels 

• Water  

 • Long term health 
issues 

 
 

 • Air and water 
pollution in local 
area 
 

 

Timber 
foresting 

• Fuel (trucks 
and 
equipment 

• Fertilizers 

• Pesticides 

• Untreated 
timber 

• GHG from 
deforestation 

• Wood • Effect on 
biodiversity 

• Loss of carbon 
sinks 

  • Land disputes 

• Loss of income from 
illegal logging 

• Increased flood risks 

• Growing market for 
timber as a 
substitute for 
concrete in buildings 

Pr
o

d
u

ct
io

n 

Concrete • Electricity 

• Fuel 

• Aggregates 

• Admixtures 

• Water 

• Concrete 
blocks 

• GHG 

• Fuel 

• PM 

• SO2 

• NOx 
 

• Fossil fuels 

• Water 

 • Respiratory issues 

• Dermatitis 

   

Timber 
treatment 

• Wood 
preservatives 

        

Paint 
production 

• Solvents 

• Pigments 

• Additives 

• Resins 

• Paint • VOC • Fossil-based 
resins 

• Solvent disposal • Exposure to VOC, 
heavy metals, fine 
powders 

• VOC off-gassing   

Chrome 
plating 

• Electricity • Plated 
chrome 
fitting 

 • Electricity • Soil and water 
pollution 

• Carcinogen, 
respiratory issues 
from Cr(VI) 

  • Higher cost of 
substitution by Cr(III) 

• Lower compliance 
cost of substitution 
by Cr(III) 

U
se

 

Concrete 
Installation 

• Fuel 

• Water 

• Structural 
concrete 

• GHG 

• Fuel 

• PM 
 

• Fuel  • Respiratory issues  • Mitigates use of 
wood, which 
sequesters carbon 

• Saturated market 
with low profitability 

• Cost of disposal 

Treated 
timber 

• Treatment 
solvents 

• Structural 
timber, 
flooring 

• VOC   • Wood dust 

• Heavy metal 
exposure (e.g. Cr(VI) 
dermatitis 

• Respiratory issues 

• VOC exposure 

   



En
d

-o
f-

lif
e 

(E
O

L)
 

Concrete 
demolition 

• Fuel • Secondary 
material 
and 
aggregate 

• GHG 

• PM 

• Fuel • Dust pollution • Respiratory issues   • Secondary market 
value  

• Landfill tax 

Waste 
incineration 

• Fuel  • Air pollution 

• GHG 

• PM 

• Dioxins 

• Fuel  • Heavy metal 
exposure 

• Dioxin exposure 

• Safety issues 

• Exhaust gas/dust 
pollution from plants 

  • Loss of resources 

• Loss of secondary 
market value 

 

Initial data about the life cycle sustainability impacts of building materials and products should be gathered during the PREPARE phase.  This can now be 

updated, with sustainability hotspots explored in further depth in relation to the product and services of the target company.   Further stakeholders and partners 

who can play a role in addressing hotspots can also be identified at this stage.  Examples of who these may be for addressing GFC Building Supplies’ hotspots are 

detailed in table x. 

Table X. Sustainability hotspots and how stakeholders could help to address 

Sustainability Hotspot Stakeholder and how they could help 

Rising costs for building materials • Manufacturer - exploring use of alternative materials 

Growing consumer demand for more sustainable and 
low-energy buildings 

• Customer – willing to pay a higher price 

• Governments – incentive schemes for high-performing buildings and grants for energy efficient 
retrofit of poor-performing ones 

Low level of circularity in construction sector  • Designers – embed circularity principles in products 

• Certification bodies – encourage circularity through buildings rating systems 

• Government – incentivise greater circularity through tax breaks  

Health and safety issues on projects • Manufacturers – agree on better safety standards in the industry 

Low investment and acceptance for new technologies • University or research facility – conducting field trials and testing 

• Test laboratory – developing test protocols and providing certification 

Supply shortages for imported raw materials • Waste management companies – increasing supply of secondary materials 

Toxicity issues in production, in-use and disposal phases • Manufacturer – more sustainable production process 

 

 

 

  

 

 



 

 

 

ST. 7 – Do a SWOT analysis 

In order to analyse the information you have gathered, a SWOT 

matrix is an ideal place to start.  

This analysis helps to categorise organisational strengths and 

weaknesses, and external opportunities and threats related to 

improving sustainability. This has been completed in table X, 

using guidance from the Eco-innovation Manual.  

 



ST.7 – Do a SWOT analysis 

 

Table X. SWOT analysis of GFC Building Supplies  

 Helpful to becoming more sustainable Harmful to becoming more sustainable 

Internal 
origin 
(attributes of 
the 
company) 

STRENGTHS  

• Extensive industry experience, longstanding relationships and 
good reputation for quality 

• Strong in-house technical knowledge on building materials 
developed over a long period 

• Good customer service and relationship management system 

• Well-managed price model for wholesale customers to reduce 
cost for larger order volumes, helping secure sales deals 

• IT system effective at coordinating orders, inventory, production 
and distribution internally and amongst external partners 

• Good quality own label product ranges, providing more control 
over product specifications   

• Healthy cash flows and reserves 

• Business strategy reviewed regularly (quarterly meetings) by CEO 
and business area managers 

• Low staff turnover with established procedures in place and good 
process efficiency 

WEAKNESSES 

• Dependence on other manufacturers of building materials; occasional 
unreliability of supply, and fluctuating prices 

• Legacy products containing chemicals of concern (paints, ceramic tiles) remain 
in product range due to low price and consumer demand 

• High energy, water and fuel costs from manufacturing and transportation 
operations  

• Generation of production waste in large volumes, requiring expensive 
treatment and disposal for partners  

• Potential health issues for workers associated with several manufacturing 
processes,  

• Minimal R&D capacity in-house, or links with external partners to drive 
innovation 

• Slow pace of change in working practices and culture in the construction 
industry  

External 
origin 
(attributes of 
the 
environment) 

OPPORTUNITIES  

• Increasing demand for housing 

• Increased consumer demand for sustainable building materials  

• Secondary market value from reused and recycled materials 

• Technological development in sector (e.g. increased use of BIM 
and design software) 

• Rapidly changing legislation incentivising more sustainable 
materials 

THREATS 

• Cost of raw materials 

• Fuel (diesel, petrol) and electricity price increases  

• Competitors (local and international) offering building materials at lower price 

• Rapidly changing legislation requiring adaptation  

• Declining supply of skilled labour 

• Slow pace of change in sector culture  

• Slow uptake of new products and technologies 

• Reputational risks from non-responsible sourcing 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 8 – Develop a vision for 

the company 

With inputs from PR.3 (build the right external partnerships), PR.6 

(develop a value chain vision) and ST.7 (SWOT analysis), the next 

activity is to develop a vision for the company that aligns it with 

value chain vision and key strategic priorities defined in previous 

activities.  

The output of this is a short description of the company operating 

in a more sustainable future, completed for GFC Building Supplies 

below (figure x). 

 



ST.8 – Develop a vision for the company 

LEARNING CASE STUDY OF COMPANY VISION 

Figure X. Company vision for GFC Building Supplies, developed using SWOT analysis output and building materials value chain vision 

 

 

SWOT 

• Longstanding company experience and value chain 

relationships 

• Strong in-house technical knowledge 

• High dependency on a small number of import suppliers 

• Lack of innovation capacity in-house 

• Strong potential to develop secondary material market 

• Concern on customer acceptance of new, sustainable 

building materials 

Company vision  

GFC Building Supplies is the leading building merchant in the region providing a one-stop 

solution for high quality products for projects of any size.  With 20 years’ experience in the 

sector, we understand the challenges faced in the industry today and are prepared for 

those in the future.  Our commitment to quality, and our team’s in-depth knowledge of 

materials, design and the market helps our customers achieve excellence in their 

construction projects. 

The construction industry is changing, and we are committed to being an industry leader in 

sustainability.  We have set targets on decreasing our energy use and carbon emissions, 

uphold high standards in health and safety, and through a rigorous green procurement 

policy we ensure our products are responsibly and ethically sourced.   

We have developed an own-brand range of building products with industry-leading 

sustainability credentials.  Our own-brand concrete, bricks, timber and paint products are 

quality tested and verified and enable our customers to deliver building projects with lower 

environment impact, that provide a healthy living or working environment for their 

customers. 

We aim to be at the forefront of the transition to a circular economy and are currently 

working with our suppliers and customers to reduce waste in the value chain.  Our own-

brand cement now includes 15% recycled aggregates, and our target is to increase this to 

50% by 2025.  Better waste management in the industry is essential, and we seek to be part 

of the solution to ‘closing the loop’ in construction. 

As an established, well-known firm in the regional building sector since 2000, GFC Building 

Supplies is driven to raising overall standards in the industry.  Beyond our leading product 

range, we can work with our customers to provide design, specification and consultancy 

services on delivering a building project with high levels of sustainability and quality. 

 

Value chain vision 

• Recognising the impact of the building sector and 

materials used (carbon, toxicity, waste) 

• Great collaboration to improve efficiency 

• Lower energy processing 

• Development of a circular economy for building 

materials 

• Phasing out chemicals of concern 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 9 – Define the  

strategic goals 

The strategic goals are now defined to address high priority 

strategic factors previously defined, using the same inputs for ST.8.  

Key components of this which have been completed for GFC 

Building supplies includes the TOWS analysis that uses your SWOT 

analysis to identify strategy ideas (figure x), and the strategic goals 

(section below).  

 



ST.9 – Define the strategic goals 

LEARNING CASE STUDY OF TOWS 

Figure X. TOWS analysis of GFC Building Supplies 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 STRENGTHS 
• Longstanding relationships and good reputation built with 

suppliers and local customer base 

• Strong in-house technical knowledge on materials and design 

• Effective CRM and IT systems 

• Healthy cash flows and reserves 

• Low staff turnover  

• Established procedures in place, good process efficiency 

WEAKNESSES 
• Dependence on import suppliers for common building materials 

• High energy, water and fuel costs from site and transportation  

• Minimal R&D capacity in-house or links with innovative partners 

• Reputation of construction industry for inefficiency, lack of 
collaboration, poor safety record 

• Lack of experienced and skilled labour 

• No company processes or infrastructure for recycling 

• Low focus on sustainability in the industry 

OPPORTUNITIES 
• Growing economy from increased 

demand for buildings 

• Consumer demand for sustainable 
building materials  

• Secondary value of waste 
construction materials 

• Trend towards more serviced 
building maintenance contracting 

• Emergence of new technologies in 
the sector 

STRENGTHS-OPPORTUNITIES strategy ideas 
• Green procurement and due-diligence strategy for raw 

materials and products 

• Use site for storage and reprocessing of secondary materials 
and off-site assembly 

• Use of IT systems and partner network to develop platforms 
for material re-use and more efficient logistics  

• Increased offering on BIM, consultancy, design, building rating 
assessment and training 

• Development of plant hire, repair and maintenance services 

 

WEAKNESSES-OPPORTUNITIES strategy ideas 
• Transition towards greater proportion of local raw material and product 

suppliers 

• Provide training, consultancy and safety equipment for customers as 
part of new service and product offering 

• Reduce energy use through on-site renewables, LED lighting, efficient 
motors and HVAC, energy management systems 

• Develop relationships with academic institutions, research projects and 
innovation hubs to develop and trial new products with enhanced 
functionality and cheaper production costs 

• Develop services for capturing value of secondary raw material  
  

THREATS 
• Price volatility of raw materials and 

products procured from 
manufacturers 

• Local competitors undercutting 
prices 

• Changing legislation on chemicals 
used in building materials 

• Saturated market for building 
products with low margins and low 
investment in innovation 

 

 

STRENGTHS-THREATS strategy ideas 

• Develop a product differentiation strategy and gain early-
mover advantage from development of innovative sustainable 
materials 

• Develop innovate material solutions alongside partners to 
satisfy customer demand and enable product differentiation 

• Build partnerships with other SMEs to reduce material costs 
through collaborative procurement 

 

WEAKNESSES-THREATS strategy ideas 
• Hire a sustainability advisor to work with customers to identify 

opportunities for improving practices, reducing costs, complying with 
legislation  

• External partnerships to develop innovative products with lower toxicity 
to reduce compliance costs 



LEARNING CASE STUDY OF STRATEGIC GOALS 
 

Conducting the SWOT analysis and using the TOWS template has enabled the generation of a new business strategy that harnesses the operational strengths of GFC Building 

Supplies, addresses weaknesses, better protects the company from market threats, and pursues market opportunities. The main threats and operational weaknesses include 

increasing costs of materials, high market competition, supply chain risk and price volatility, environmental impacts of products and processes, and use of chemicals of concern. 

The main opportunities are general sector growth, rising consumer demand for sustainable building materials, cost-savings from improved circularity and emerging new 

technologies.  

STRATEGIC GOAL #1 

What hotspot or other SWOT issues does the goal help to 
address? 

Low company profitability 

What is the desired change? Increase revenue and profit margins 

How will you know if the goal has been achieved? Measuring overall income and costs, and on specific products 

When will the change be achieved? Within 3 years 

Final formulation of the goal: Within 3 years, revenue growth of 10% and average profit margin increased by 5% 

 

STRATEGIC GOAL #2 

What hotspot or other SWOT issues does the goal help to 
address? 

Market saturation for building materials 

What is the desired change? Increase the diversity of income streams and increase product differentiation 

How will you know if the goal has been achieved? Reduced reliance on fewer suppliers; new products brought into range; development of service-based offerings 

When will the change be achieved? Within 2 years 

Final formulation of the goal: Within 2 years, number of suppliers increased by 25%; development of 2 new service-based offerings 

 

STRATEGIC GOAL #3 

What hotspot or other SWOT issues does the goal help to 
address? 

Chemicals of concern in building products 

What is the desired change? Identify and phase out of toxic substances from products sold 

How will you know if the goal has been achieved? Substances of highest concern identified with roadmap to phase out and introduce alternatives  

When will the change be achieved? Within 2 years for products with market ready alternatives and 5 years where alternatives are still in 
development 

Final formulation of the goal: • Within 2 years, elimination of high-VOC paint, asbestos, and CCA-treated timber from the range 

• Within 5 years, elimination of chrome-plated products produced using Cr(VI), phthalates from plastic products,  
halogenated flame retardants 

 

 

 

   



STRATEGIC GOAL #4 
What hotspot or other SWOT issues does the goal help to 
address? 

High company environmental impact  

What is the desired change? Measure and reduce scope 1, 2 and 3 carbon emissions  
How will you know if the goal has been achieved? Embodied carbon in products sold reduced; carbon emissions of operations reduced; products and services 

enable downstream carbon reductions 
When will the change be achieved? Within 5 years 
Final formulation of the goal: Set baseline and within 5 years reduce all company carbon emissions by 50% 

 

STRATEGIC GOAL #5 
What hotspot or other SWOT issues does the goal help to 
address? 

Low innovation in building materials sector 

What is the desired change? External partnerships with research and academic institutions to develop innovative products and services 
How will you know if the goal has been achieved? Return on investment from revenues from innovative products and services 
When will the change be achieved? Within 5 years 
Final formulation of the goal: Within 5 years, R&D to account for 10% of turnover with return on investment 

 

STRATEGIC GOAL #6 
What hotspot or other SWOT issues does the goal help to 
address? 

Diversity in the sector 

What is the desired change? Improved gender equality and diversity 
How will you know if the goal has been achieved? Set baseline, devise plan to increase representation in company, carry out activities, report publicly 
When will the change be achieved? Within 5 years 
Final formulation of the goal: Within 5 years, increase representation of women in the company and in management roles to at least 50% 

 

STRATEGIC GOAL #7 
What hotspot or other SWOT issues does the goal help to 
address? 

Lack of options for sustainable building products 

What is the desired change? In response to customer demand and gaps and market opportunities, introduce further sustainable products to 
the range 

How will you know if the goal has been achieved? Products have sustainability credentials independently verified and can demonstrate being cost competitive 
again less sustainable alternatives 

When will the change be achieved? Within 5 years 
Final formulation of the goal: Within 5 years, 3 new, certified sustainable products brought into the product range 

 

 

 



STRATEGIC GOAL #8 
What hotspot or other SWOT issues does the goal help to address? Lack of circularity in building sector 
What is the desired change? Improved material recovery, lower waste 
How will you know if the goal has been achieved? Set targets for material and process waste reduction, revenue from secondary materials, introduce 

circularity aspects into product design process using measurement indexes such as prEN 45554 
When will the change be achieved? Within 5 years 
Final formulation of the goal: Within 5 years, material and process waste reduced by 25%, increase in use of secondary materials by 

25%, development of at least 3 products designed for circularity 
 

Examples of sustainability strategies in the building materials sector 

 

Companies in the building materials sector can pursue many different strategies to facilitate and drive eco-innovation across the built environment and material 

value chain. Some examples to highlight are as follows: 

‘Circular buildings’ – Rotor Deconstruction  

An award-winning company in ‘circular buildings’ business models is Rotor Deconstruction (Rotor DC) in Brussels, who have used several innovative business 

strategies to achieve their desired business model. The company focuses on dismantling, processing and trading salvaged components of buildings. One of the 

main strategic strengths of their business model is that as well as selling materials after they have been reclaimed, before deconstruction begins Rotor DC 

evaluates the reclaim value potential of buildings and makes this information publicly available for prospective buyers to purchase in advance. Rotor DC 

emerged as a spin-off company of the not-for-profit organisation Rotor, who hold many years of research and insight on the second-hand building material 

market in the region. This helps the company act as a leader, facilitating second-hand market growth. In addition to selling their own reclaimed building 

materials, Rotor DC works collaboratively with the wider second-hand materials market by selling materials from other real estate companies and demolition 

contractors. This business models helps to reduce demolition waste, offer building materials with negligible environmental impacts, and many of the reclaimed 

materials are often of the same quality as new equivalents but at a cheaper price.  

 

From a study by BAMB in which the Rotor DC team were interviewed alongside other case study examples of circular building business models, it was found that 

there is a large amount of room for growth in this type of business model which is less established than other building sustainability elements such as energy. 

The study also found that a holistic approach is key, taking into account sustainability elements such as energy, water, user health, and materials management. 

All interviewees also emphasized the importance of engaging all stakeholders from the start of the process, as this helps to foster early co-design in a way that 

takes account of a wide range of considerations, and also fosters future support for projects. It was also discussed that public procurement can drive the 

mainstreaming of circularity practices (as observed in Sweden) as public sector demand for sustainable and circular building materials and designs pulled the 

supply chain in this direction, and helped to lower the cost over time due to economy of scale. BAMB also highlight from their research that currently supply of 

second-hand materials exceeds demand, and there is a need to stimulate greater demand to fully realise material circularity in the sector.  

https://www.bamb2020.eu/topics/business-models/  

https://www.bamb2020.eu/wp-content/uploads/2017/11/BAMB_Business-Models_20171114_extract.pdf  

https://rotordc.com/about/  

 

https://www.bamb2020.eu/topics/business-models/
https://www.bamb2020.eu/wp-content/uploads/2017/11/BAMB_Business-Models_20171114_extract.pdf
https://rotordc.com/about/


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 10 – Generate ideas for 

new products, markets and 

selling points 

At this stage you will now review your company vision and 

strategic goals, as well as general ideas, to come up with ideas 

for new products, markets and selling points, with the template 

for this completed below for GFC Building Supplies (figure X). 



ST.10 – Generate ideas for new products, markets and selling points 

LEARNING CASE STUDY OF PRODUCTS, MARKETS AND SELLING POINTS 

Figure X. GFC Building Supplies – Products, Markets and Selling Points  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

General ideas 
• Explore existing and potential opportunities for products-as-

services (XaaS) business models (e.g. equipment and tool 

leasing, building maintenance contracting, lighting as a 

service) 

• Offer incentives for companies to collect and deliver C&DW 

for reuse, repurposing and recycling 

 

 

 

Markets 

• Local construction 

companies 

• Large municipal 

supply contracts 

• Export market 

Products 

• Low-carbon cements 

• Recycled concrete aggregates 

• VOC-free, bio-based paints 

• Reclaimed materials 

• Sustainably sourced and 

treated timber products 

• BIM and design services 

 

 

 

 

 

Selling points 
• Sustainability as a selling point – 

helping our customers reduce their 

environmental and social impacts 

compared to using conventional 

building materials 

 

• Horizontal differentiation – few 

competitors in the region sell our 

range of sustainable products 

 

• Innovation – added value and 

functionality to conventional building 

products 

 

• Circularity – reducing disposal costs 

and creating new secondary income 

streams 

 

 

 

 

Company vision  

• Leading builders merchant selling sustainable, high 

quality building materials 

• Industry leader in development and sale of innovative, 

own brand sustainable building materials and 

associated services 

• Champion of the circular economy and aiming to 

embed circularity in sourcing principles 

• Responsible and proactive in addressing chemicals of 

concern in products 

• Setting a good example in diversity, equity and 

responsible sourcing across the value chain 

Strategic goals 

• Revenue growth of 10% over next 3 years 

• Diversify income streams 

• Achieve targets for reduced carbon emissions and 

phase out of harmful chemicals 

• Embrace R&D and develop new innovative building 

materials and services 

• Be a positive contributor to sectoral change 

• Contribute to development of a circular economy in the 

building sector 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 11 Evaluate ideas for 

new markets, products and 

selling points 

With your ideas generated for new markets, products and selling points, 

you should evaluate these ideas using the process and template of 

Strategy Idea Evaluation in ST.11, which has been completed for the 

strategy idea of more sustainable own-brand cement for GFC in figure X.  

The evaluation found that this idea has a high risk rating , and has 

economic, environmental and social benefits that fit with a number of 

GFC’s strategic goals. 

 



ST.11 Evaluate ideas for new markets, products and selling points 

LEARNING CASE STUDY OF STRATEGY IDEA EVALUATION  

Figure X. Strategy idea evaluation for GFC Building Supplies – development of own-brand cement with high sustainability credentials 

 Idea title: Development of an own-brand cement with high sustainability credentials (lower-impact clinker, use of local materials, secondary aggregates, recyclable packaging) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BENEFITS 

Type of benefit Description 
 

Fit with goals 

Economic Strong product 
differentiation, access to 
new market segments 
 

Within 5 years, 3 new, certified 
sustainable products brought 
into the product range  
 
 

Environmental Lower embodied carbon in 
product and fewer 
emissions from processing; 
reduced quarrying 
upstream, lower-energy 
firing, use of secondary 
materials, recyclable, 
plastic-free packaging 

Set baseline and within 5 years 
reduce all company carbon 
emissions by 50% 

Social Lower dependency on 
quarrying and sourcing only 
from quarries and process 
facilities with appropriate 
health and safety policies 
and procedures in place 

Creating fair, safe and good 
quality working conditions for 
employees and other workers 
across the cement and concrete 
value chain 

RISKS 

Type of Risk Description Existing or 
new? 

Risk 
score 

Product High production costs due to short 
supply of new materials and lack of 
production scale for new 
manufacturing techniques 

New 1 

Market Strong position of traditional 
cement in the market  

Existing 1 

Selling point Cement marketed with 
sustainability credentials may be 
perceived as inferior to traditional 
products 

New  2 

 Total 4 

Risk rating High  



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

This activity enables the selection of which ideas you will include in the strategy 
proposal by evaluating them collectively. The Template of Strategy Proposal 
Development requires to you consider which ideas help to make the most 
progress towards the strategy and goals, which have the greatest benefits and 
lowest risk, are feasible considering market competition, and which cluster of 
ideas work well together.  

This has been completed for GFC in figure x for the ideas of sustainable bagged 
cement and lighting as a service (LaaS).  

 

ST. 12 Select which ideas for 

new markets, products and 

selling points to include in 

the strategy proposal 



ST.12 Select which ideas for new markets, products and selling points to include in the strategy proposal 
LEARNING CASE STUDY OF IDEAS FOR NEW MARKETS, PRODUCTS AND SELLING POINTS 

Figure X. GFC Building Supplies Strategy Proposal Development – Sustainable bagged cement and Lighting as a service (LaaS) 

 

Idea title: Sustainable bagged cement  Competition 

• Other building merchants 
selling traditional cement 

Cheaper, bulk sourced cement and 
lighting products from 
international suppliers 

Cluster 

• Both sustainable cement and lighting as a 
service emphasise sustainability 

Potential for up-sell to existing client Both could 
be used by a company on the same building 
project 

Product 
Low carbon, circular 
cement 
 
Market 
Local building companies 
with sustainability focus 
 
Selling point 
Lower carbon cement 
enables higher building 
rating scores, meets 
sustainable product 
procurement criteria  

Benefits of the idea 

• Product differentiation, contributes to waste 
reduction from using recycled aggregates 

• Lower production cost from use of secondary 
aggregates 

 
Risks of the idea 
Reluctance of building firms to move away from 
traditional materials  
 
Risk assessment 
High - new product, material and selling point 

Fits with strategy and goals 

• Both ideas address reducing carbon of product lifecycle 

• Sustainable cement fits with goal of bringing new innovative products to a highly 
competitive market, saturated market 

• LaaS enables diversification of income stream  

• Both ideas contribute to improved circularity in the industry 
 

Idea title: Lighting as a service (LaaS) 

Product 
Providing efficient, LED 
lighting, maintenance, 
replacement and energy 
monitoring for a monthly 
fee 
 
Market 
Businesses, schools, 
hospitals, hotels 
 
Selling point 
Reduced lifetime energy 
cost and maintenance 
burden for lighting,  

Benefits of the idea 
Regular ongoing source of income, reduced 
energy use by customer, increased material 
recovery from EoL lighting products (rare earth 
elements from LED and mercury from old 
fluorescent lighting) 
 
Risks of the idea 

• Customers slow to embrace new business 
model 

• Possibility to be undercut by firms offering 
cheaper, low-quality lighting products 

 
Risk assessment 
Low – existing customer base in place, possibility 
for customer trial period, existing product but 
with new approach 

Benefits 

• Lower risk from LaaS, 
likelihood of faster acceptance 
of new service 

Sustainable cement provides 
opportunity to win larger public 
sector contracts where SPP is in 
place 

Risks 

• No change to product or selling point of 
energy efficient lighting from LaaS 

• Some clients may perceive a higher overall 
cost or may not wish to “lock in” to a longer-
term contracting arrangement with LaaS 

Companies are reluctant to try sustainable 
cement due to perceived inferior performance 



     

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 13 – Do an 

individual/group review of 

the business strategy 

proposal 

With the elements of your business strategy developed, you will review this as 

a whole to identify issues and inconsistencies to decide whether they are the 

most appropriate option for the company. This is done either on your own or 

in a workshop with colleagues using the Template of Business Strategy 

Review.  

For this, you will lay out the company vision, strategic goals, and the changes 

proposed to the markets, products and selling points. You will then ask 

yourself key review questions detailed in the Manual, and edit the 

components of the strategy proposal accordingly. Figure X shows the 

template completed for GFC. 

 



ST. 13 – Do an individual/group review of the business strategy proposal 

LEARNING CASE STUDY OF BUSINESS STRATEGY 

Figure X.  
 

 

  

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

Company vision  
GFC is a leading builder’s merchant selling sustainable 

building materials with high quality at affordable prices 

for domestic and international export markets. 

We work closely with our suppliers of own brand 

products to reduce the environmental impact of key 

products through developing more efficient 

manufacturing processes to reduce energy use, 

introducing recycled and secondary materials and 

addressing chemicals of concern. 

We have joined several industry collaborations that are 

helping to address environmental and social issues 

further up the supply chain for example through the 

Responsible Minerals Initiative which is making 

significant strides in addressing human rights issues 

associated with the mining of conflict minerals 

Eco products such as biobased paints represent a 

growing proportion of our product ranges, with health 

benefits promoted alongside their environmental 

credentials. Staff and customers are receiving clear 

guidance and training to support the transition to new 

types of product. 

We are continually looking for ways to transition our 

business to support a circular economy, for example 

analyzing product damages and reducing these through 

improvements to product design and packaging. We 

are also developing tool rental and local collaborations 

to improve reuse and recycling of building materials. 

 

 

 

 

 

 

 

Strategic goals 
Own brand suppliers product sites implementing an 

energy efficiency improvement plan and sourcing 100% 

renewable energy 

100% sustainable timber within three years including all 

tropical hardwood achieving FSC certification 

Achieve minimum of X% cement replacement and X% 

secondary/recycled aggregate within next three years 

20% of sales from sustainable products within next 

three years 

Action plan in place to remove all chemicals of concern 

Reduce product damage and customer returns by 25% 

within the next two years and continue to improve 

through addressing issues with product quality and 

packaging 

Having waste management guidance, and a C&DW 

material take-back scheme for customers to reduce 

upstream waste 

 

Transitioning own label paints and coatings to 100% 

VOC-free, bio-based products  

 

Increase proportion of sustainable product sales to 25% 

of total sales within 3 years 

 

Sustainable/green procurement and certification system 

implemented, with all suppliers certified 

 

 

 

 

 

 

Markets 
• a) Domestic and b) 

international trade 

customer markets 

 

Products 

Cement and concrete 

Timber 

Bricks 

Wall and floor coatings and 

coverings 

Lighting 

Plumbing supplies 

Electrical supplies 
 

 

 

 
Selling points 
• Sustainability 

•Alternative product choice tailored to needs 

• Innovative product functionality 

• Affordable prices 

• Efficient service 

• After sales service and maintenance 

• Reduced disposal costs 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ST. 13 – Do an individual/ 

group review of the 

business strategy  

proposal 

Now that you have your new business strategy established, 

you will finally pitch it to the CEO and Senior Management 

Team alongside a proposal for your eco-innovation services to 

facilitate strategy implementation.  

To go about this, the Template of Business Strategy Pitch can 

be used, which has been completed for GFC in figure X. 

 



ST.14 – Pitch the new business strategy to the CEO 
Figure X.  

Value of your process 
 
Gathered data on current 
strategy, business model and 
operational performance  
 
Identified specific sustainability 
hotspots and opportunities and 
threats for the company  
 
SWOT and TOWS analysis  
 
Developed vision, goals and 
linked them to new products, 
markets and selling points 
 

Strategy pitch 
 
Vision 
GFC is a leading builder’s merchant selling sustainable building materials with 
high quality at affordable prices for domestic and international export markets. 
 
Goals 
Reduce our costs and carbon footprint through improving energy efficiency of 
key production sites and retail premises 
 
Increase our sales through aligning our product range with requirements of 
sustainable building certification schemes 
 
Manage risks and enhance our reputation through industry partnerships and 
collaborations to improve environmental and human rights performance in 
strategic materials sourcing 
 
Protect the health of workers in our supply chain, production sites and our 
customers through removing and replacing chemicals of concern. 
 
Achieve 20% of sales from sustainable products within next three years 
 
Maintain high levels of customer satisfaction and reduce costs by reducing 
product damage and customer return through improvements to product quality 
and packaging 
 
Story 
GFC has a strong market position but is currently struggling to expand. Building 
specific sustainability goals into your business strategy will help you to remain 
relevant to increasing sustainability standards in the construction sector while 
helping to manage supply chain and operational risks and costs 
 

Fit with current strategy 
 
Building knowledge and profile of 
sustainable products fits with strong 
customer service 
 
Focusing on product innovation on 
own brand products where we have 
most influence over suppliers and 
product specifications 
 
Reducing costs through reducing 
costs associated with energy use, 
waste and product returns 
 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

SET BUSINESS  

MODEL  
Defining a new business model  

to deliver the business strategy 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM.1 Update the data 

gathering strategy 

In this first step of defining a new business model to deliver the 

business strategy, we seek to understand in more detail the 

performance of the company through an In-Depth Assessment, 

involving updating the data gathering strategy (BM.1), gathering 

additional data on the business model (BM.2) and operational 

performance (BM.3) 

The data gathering strategy should be updating using the 

template provided in the Manual, completed below for GFC 

(figure x), which considers the business strategy, the areas 

where more detailed data is required, data type options, and a 

checklist evaluation of whether or not it is needed. 

 

 



BM.1 Update the data gathering strategy 

LEARNING CASE STUDY OF DATA GATHERING UPDATE 

 

 

 

 

 

 

 

 

 

Type of data Do I need it? 

Current company vision ✓ 

Current strategic goals ✓ 

Current products, markets and selling points ✓ 

Current business model ✓ 

Main competitors and what they offer ✓ 

Flow diagram of internal processes ✓ 

Biggest contributors to production costs  

Biggest contributors to materials and water consumption (for company and for value chain)  

Biggest contributors to energy consumption (for company and for value chain)  

Biggest contributors to health & toxicity concerns (for company and for value chain)  

Biggest contributors to social impacts (for company and for value chain)  

Sales revenue data for last three years ✓ 

Profit and loss data for last three years ✓ 

Number of employees including breakdown by role/department ✓ 

Details of key suppliers ✓ 

Details of key partners and nature of partnership ✓ 

Details of environmental and social management system or policies in place  

Understanding of how the company is viewed by the local community, suppliers and customers ✓ 

Details of the company’s policies and practices to promote innovation  

Details of facilities and resources to support product research and development  

Understanding of procurement policies and practices to promote sustainability ✓ 

Biggest contributors to energy consumption (for company and for value chain)  

Biggest contributors to health & toxicity concerns (for company and for value chain)  

Biggest contributors to social impacts (for company and for value chain)  

Business strategy 

• New product: Lighting as a 

Service (LaaS) 

• New selling point: Simpler 

installation and maintenance  

• Increased energy savings and 

improved circularity 

New data 

• Willingness of customers to 

enter into service agreements 

• Opportunities, partners and 

infrastructure for end-of-life 

collection, dismantling and 

material recovery 

• Number of competent 

installers available 



TIPS & TRICKS 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

FOCUSED DATA COLLECTION 

SMEs often are very time-poor, with business 

operations often leaving very limited time for 

activities that may not be considered to be 

revenue generating priorities.  Limited time may 

be available to gather data and it may not be 

possible to get all the information desired.  To 

prepare for this, a rough assessment of how much 

time the company can be expected to devote to 

data provision, and the priorities for information 

gathering related to Eco-Innovation strategies 

should be documented and used as part of the 

interactions with the company.   

Understanding the method for data provision that 

your contact at the target company prefers to use 

is key – for example this might be through a 

particular program or file type, verbal or written, 

or through a questionnaire.  Questionnaires should 

strike the right balance enabling the right level of 

detail whilst also not appearing so long to 

complete that your contact does not fill it in, and 

questions should attempt to not lead responses. 

COMMUNICATE THE REASONS FOR DATA COLLECTION 

AND POTENTIAL BENEFITS CLEARLY AND SUCCINCTLY 

Data gathering is generally much more effective if the 

person tasked with providing the information can link it 

directly to the desired outcome and tangible benefits.  It 

is important to make the end-goal of data gathering 

clear to enable more efficient collection and provide an 

incentive for the target company to provide this 

information. 

 

Building a good relationship with your contact at the 

target company through in person meetings or phone 

calls is often a more effective means of data gathering 

than using only email communications. 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 3 Gather additional  

data on operational 

performance 



BM.3 Gather additional data on operational performance 

TIPS & TRICKS 

 

SELECT A FLAGSHIP PRODUCT FOR PERFORMING AN 

LCA 

With many different building materials and products 

available, as discussed in PR.1 and PR.4, LCA is a 

useful tool for prioritising action and identifying 

areas for improvement.  It is essential that 

methodology is consistent between products 

explored – for example one product may have its 

largest impact in the production phase and another 

in its end-of-life phase.   

Ensure that LCAs compared use the same system 

boundaries (e.g. cradle-to-gate) and functional unit.  

Identifying the lifecycle stages where eco-innovation 

can have the greatest effect is key, and this should be 

considered alongside the processes, competencies, 

partnerships, equipment and infrastructure that is in 

place to address a particular lifecycle stage.  

Strong opportunities for eco-innovation exist where 

there is a combination of a specialism that can 

address an area of high impact at a particular 

lifecycle stage, even if this process or activity is not 

yet carried out by the target company. 

USE ENVIRONMENTAL PRODUCT DECLARATIONS (EPDs) TO COMPARE 

DIFFERENT PRODUCTS AND MATERIALS 

EPDs are published by some companies for their materials and products 

sold and enable a consistent methodology for assessing impacts of 

products, explored in PR.1 and PR.4.  EPDs also allow comparisons across 

different product types to enable prioritisation of areas to address. 

GATHER DATA RELATED TO CHEMICALS OF CONCERN AND POTENTIAL 

SUBSTITUTES 

At the Preliminary Assessment phase, it may still be possible to remotely 

gather data on the chemicals contained within building materials.  

Material Safety Data Sheets (MSDS) are often available on manufacturer 

or supplier websites.  Further detail can be obtained through direct 

contact with the company (signing confidentiality agreements may be 

required for this purpose). 

 

Using tools such as the OECD Substitution and Alternatives Assessment 

Toolbox can provide benefit in identifying where chemicals of concern are 

being used and what alternatives could be specified.  Additionally, the 

service provider can add value by providing consultancy and advice on 

upcoming regulatory changes and new industry trends on alternatives. 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 4 Generate business 

model concepts at the  

big picture level 



BM.4 Generate business model concepts at the big picture level 
 

LEARNING CASE STUDY OF BUSINESS MODEL CANVAS 
 

As a company with engagement at multiple stages in the value chain, several opportunities exist for GFC Building Supplies to apply their specialist knowledge and bridge 

gaps in the value chain to provide a better outcome in terms of the quality of the construction project delivered, as well as the impact of material use.  The construction 

industry has encountered issues with a lack of cohesiveness in the value chain, process inefficiency, a reticence to move away from traditional materials and high waste 

generation.  As well as changing their own internal processes to enable different practices, GFC Building Supplies could also develop new business model concepts to 

operate alongside external partners. 

Business models or components of overarching business model 

 

Three alternative business models have been identified, explored below, which can be pursued individually or as components of a holistic sustainable business model. 

These focus on adapting the existing business model to achieve the vision of making GFC Building Supplies a leader in sustainable building material services, product supply 

and retail. 

Alternative Business Model #1 – “Collaborative Vertical Integration” 

With many examples seen of the construction value chain operating in a 

fragmented way, a collaborative approach that seeks to better connect the 

end-user of the building, architects and designers, material specifiers, 

building firms and waste management service providers is suggested.   

The value proposition is that facilitating an improved collaboration reduces 

inefficiency (both in terms of process and material use) and can enable 

development of best practice between a set of value chain actors that can 

be captured and replicated in future.   

Additionally, the approach could enable scale in sourcing, and reduced 

material use if the collaboration spans multiple projects.  Better connectivity 

and communication between stakeholders could also enable more efficient 

use of on-site time. 

A data gathering exercise on recent projects that GFC Building Supplies were 

involved in revealed that: 

Figure 16 - schematic of facilitation of a vertically integrated approach to a construction project 



• The architect working on the project had low knowledge of natural fibre insulation products, and main contractor preferred to specify conventional insulation 

products, with lowest cost the main driver 

• Greater scale in sourcing could result in a lower price for natural fibre insulation, if procured alongside another similar project  

• High impacts in production and end-of-life phases, and safety issues were identified from using insulation with halogenated flame retardants 

• High impacts were identified from using imported concrete – by procuring concrete across two projects, use of a local supplier became more cost effective and 

could reduce the impact of transportation 

Entering into more formal arrangements with multiple partners at different stages of the value chain could enable GFC Building Supplies to apply their expertise and expand 

their offering to also become a services delivery company, beyond only supplying products directly to construction firms.  This would fit with strategic goals of diversifying 

income streams, as well as further partnership building.  Being part of a network of collaborating firms would also enable greater attention to be paid to the circularity of 

building products and processes.  For example, closer linkages with on-site contractors could enable GFC Building Supplies to facilitate waste collection, repurposing and 

recycling and benefit from the secondary market of materials used. 

Alternative Business Model #2 – “Leader in Sustainable Products” 

This business model is built upon the strategic goals of addressing company environmental impacts, responding to the demand for more sustainable building materials, 

improving circularity and addressing chemicals of concern.  Emphasising sustainability as GFC Building Supplies’ selling point is a differentiation strategy from most 

competitors in the market.  This would carry the risk of being seen as more expensive, and also that some building companies may not yet be familiar with more sustainable 

alternative building products and may perceive these as inferior, or only for use in specialist projects.  Conversely, branding the company as a sustainable building merchant 

could provide a first-mover advantage in the market as demand for more sustainable building materials increases.   

GFC Building Supplies could achieve this by ensuring all own brand products have strong sustainability credentials and set high standards for procurement of third-party 

products.  Green certifications could be pursued for products to provide assurance for customers as to their performance.  Ensuring that the shift towards a greater 

proportion of sustainable products is accompanied by appropriate marketing is key, as it is important that marketing claims are substantiated and ‘greenwash’ is avoided. 

Alternative Business Model #3 – “Circularity Champion” 

Embedding circularity within the GFC Building Supplies’ operations was identified as a business model that could provide benefits by harnessing Eco-Innovation.  Circularity 

could be enhanced through four main approaches: 

1. Product life extension.  This could involve setting minimum lifetime criteria and guaranteeing it through the warranty for certain products.  This could apply to products 

such as timber, for example certain modified timbers such as accoya, which when subjected to the acetylation process, can have a service life expectancy of over 50 years 

2. Design for dismantling (DfD).  This can be at the single product level, for example a window, light fitting or flooring system could be design for dismantling.  Increasingly, 

consideration is being given towards DfD for entire building sections that can both be put together and taken apart off-site. 

3. Resource recovery can exist as a service, through enabling the segregation, collection, and processing of end-of-life or off-cut building materials.  Other services could 

involve mapping projects and partners, or operating take-back schemes for materials that can be recycled.   

4. Innovative products made from process waste, repurposing by-products, and using secondary materials from other sources, e.g. recycled CDW as aggregates in cement. 

The above strategies fit with GFC Building Supplies’ strategy of increasing use of secondary materials in their own brand range and introducing products designed for 

circularity, cost savings through reduced waste and avoided landfill taxes, and diversifying income streams through providing services. 



 

The “Innovative products” aspect of the “Circularity Champion” business model is captured in the below business model canvas. 

Key Partners 

• Construction firm 
customers 

• Waste management 
companies 

• Logistics/delivery firms 

• Test houses 

• Academic institutions 
and researchers 

• NGOs 

• Trade associations  
 

Key Activities 

• R&D on product formulations that can be produced 
from e.g. renewable, lower impact materials in 
terms of carbon, chemical toxicity, environmental 
degradation and social concerns 

• Testing to ensure product is fit for purpose 

• Getting products recognized by building ratings 
schemes 

• Take back activities to secure a reliable supply of 
material 

• Marketing and awareness raising of benefits of 
alternative products 

Value Propositions 

• Reduced waste 
disposal costs for 
construction firms 

• Job creation from 
material recovery and 
collection 

Customer Relationships 

• Direct 
communication 

• After sales service 

Customer Segments 

• Local customers 

• Public sector 

• Self-builders 

• Export market 
 

Key Resources 

• Reliable network of collection partners 

• Storage facilities 

• Flexible manufacturing site and equipment 

• Effective software tools to track supply of materials 

Channels 

• Marketing 

• Trade associations 

• Conferences 

• Social media, 
webinars 

Cost Structure 

• Material procurement 

• Incentives to provide secondary material 

• Cost of new process machinery 

• Material transportation and storage 

• Testing, marketing, management costs 

Revenue streams 

• Higher margins due to reduced material costs 

• Income for repurposing own process waste/by-products 

• Aftersales service and maintenance 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 5 Generate ideas  

for the customer  

segments block 

For generating ideas for the customer segments block, 

some tips and tricks as well as background information 

for the building materials value chain are given to guide 

you in this process. 



BM.5 Generate ideas for the customer segments block  
 

TIPS & TRICKS 

 

BACKGROUND INFORMATION 

Demand for sustainable building products, and wider requirements in terms of specifications of these products, vary by customer groups and their needs and values.  

Multiple value propositions are generally needed by any business.  If too few are in place, a sufficiently wide variety of customers cannot be reached.  However, with too 

many, the business may likely be attempting to deal in markets where they lack specialism and a competitive edge.  It is necessary to define the business’ strengths and go 

after the specific segments that stand to benefit most.  The size of the opportunity may vary in different segments, and some may provide higher profit margins than 

others. 

Customer segments can be categorised into different criteria, for example, the different industry segments (e.g. commercial, industrial, infrastructure, with corresponding 

sub-segments), or by geography.  Within these segments, different drivers and preferences exist that affect demand. 

McKinsey identified six major industrial movements affecting customer needs in their 2019 article Value creation in European building materials—where do the 

opportunities lie? These were trends towards more multifamily houses (requiring fewer materials), strong regional preferences for building materials, increasing 

consolidation in the market, tighter environmental regulations (carbon-emissions trading, reduced waste production), limited workforce and construction productivity, and 

digital disruptions across the value chain. 

IDENTIFY CUSTOMER GROUPS FOR SUSTAINABLE PRODUCT OFFERINGS 

Tailoring sustainable product offerings based on the different customer 

groups you have is a valuable way of increasing the success by designing 

and marketing products accordingly to better meet the needs and values of 

customers. The types of trade customers of building material 

manufacturers, suppliers and retailers include both business-to-business 

(B2B) and business-to-customer (B2C). B2B customers include property 

developers, construction companies, and their downstream building end-

user clients across the three main sectors of commercial and public 

buildings, residential buildings, and infrastructure. Direct, B2C customers 

include those purchasing products through the retail stores of companies 

such as builders’ merchants, with customers including individuals working 

on construction and refurbishment projects.  

 

CONSIDER ENGAGING KEY PARTNERS  

To gain insights on the business services and product types and specifications 

that would be most valuable and have the most viable potential markets, you 

can consider reaching out to supply chain partners such as suppliers of materials, 

equipment and services, as well as customers. This can be done through 

workshops, where the most valued (and feasible) business eco-innovation 

opportunities can be captured. When considering key value chain partners and 

the insights they could provide with regards to customer segments, it can be 

valuable to refer back to your work for PR.3 Build the right external partnerships. 

These workshops and wider engagement with supply chain partners can also 

allow for further information to be gained on the sustainability issues that should 

be priorities, helping to quantify impacts and building on the general assessment 

of PR.4 Identify sustainability hotspots across the value chain.  

 



B2B trade customers’ requirements 

Many B2B trade customers will, either through their own business values or through regulatory pressure, require a high standard of sustainability performance of building 

materials. With the latter, in order to win tenders, the trade customer might need to demonstrate that the materials they use align with local or national legislative 

requirements, such as for chemical safety, building codes, and energy performance both in manufacturing and in the operational lifetime of buildings. In order for the 

products to be valuable to the customer by helping them to win tenders, it can be important to evaluate what their end-user clients are looking for. National and sub-

national legislation on building material requirements, as well as the private sector market expectations for sustainability performance of products, should be evaluated so 

that your company can design products that meet sustainability specifications.  

B2B customers may also be affected my market trends, such as the availability of materials or labour, or societal trends that give rise to demand for different building types. 

 

B2C and End-users of building materials 

One of the main drivers of demand for sustainable building products is the building end-user and B2C customers’ preferences. These may be largely cost or value driven, the 

latter of which can covers aspects such as durability, aesthetic and function, and sustainability performance. 

   

 

 
 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 6 Generate marketing 

ideas for the value 

proposition block 

To generate marketing ideas for the value proposition block for 

companies in the building materials value chain, some sector 

specific guidance is given here.  

The process of using the People Planet Profit (PPP) template from 

the Manual to generate these ideas is illustrated for GFC in figure X, 

helping to identify ideas that align with these three key areas 

holistically.  
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TIPS & TRICKS 

 

 

 

 

 

 

 

 

 

USE ECO-LABELS, BUILDING RATINGS SYSTEMS AND TESTING TO COMMUNICATE VALUE OF PRODUCTS 

Consider the most appropriate means of communicating the value of and environmental credentials of your product.  The best approach may depend on the nature of 

the product and who the audience is.   

Testing or in-situ field trials is one approach to conveying the performance of building products or materials.  This can effectively tell the story of what the product does 

to improve sustainability, wellbeing and reduce energy use.  Field trials can use measurement data, images of the installed product as well as qualitative data and 

feedback from occupants. 

Use of eco-labels, test data and certifications can also demonstrate that a product or material meets a defined set of performance criteria.  Schemes may be voluntary, 

whereas others are mandatory (for example EU energy labelling of lighting, or minimum thermal performance values for regional building codes).  Different schemes 

may also require a greater degree of independence in testing, and third-party, or verified tests are required in some cases. 

Determining which approach is best for the audience of the product is key.  In-situ testing accompanied by a detailed report that shows the benefits as well as providing 

key performance metrics may be a good way of communicating to end-users who are interested in the less tangible aspects of a building project as well as hard data.  

However, where a product is part of a tender with minimum performance requirements in place, certification again defined protocols may be the best route.  In some 

cases, the customer may want to only see short, concise data about a product to understand how best it fulfils the needs of their project. 



BACKGROUND INFORMATION 

The International Organisation for Standardisation (ISO) has identified three broad types of voluntary labels. 

Type I: Voluntary, multiple-criteria, third-party verified labelling schemes.  This type of eco-label indicates the overall sustainability performance of a product, split into 

appropriate classes, based on life-cycle considerations.  An example of this type is the EU Ecolabel scheme. 

Type II: Self-declared information environmental claims, not validated by an independent, external party.  An example of such a label can include manufacturers’ own eco-

labels, which may develop criteria and involve testing, but are not necessarily subject to external governance or oversight.  Various guides exist to making effective 

environmental claims of a Type II nature and avoiding ‘greenwashing’.  It is advised that the claim is not misleading, and messaging is clear, accurate and substantiated. 

UNEP and ITC propose 5 fundamental and 5 aspirational principles to follow in this space in their “Guidelines for Providing Product Sustainability Information”.  

Type III: Voluntary reports providing multi-criteria quantified environmental data, from a Life-Cycle Assessment (LCA).  This must follow the defined Product Category Rules 

(PCR) for a given category, and must be third party verified. 

Different labelling schemes, certifications and reporting formats can have various benefits and drawbacks.  According to the Ecolabel Index, there are over 450 ecolabels 

operating in nearly 200 countries and 25 industry sectors.  These labels vary in their effectiveness and quality processes followed by organisations who administer them.  A 

2010 study from Duke University, An Overview of Ecolabels and Sustainability Certifications in the Global Marketplace looked at the effectiveness of various programs, and 

identified that the key principles of effective schemes were: 

• Appropriate governance and impartiality in place 

• Keeping pace with technological progress  

• Monitoring the social and environmental effect of the programme 

Therefore, it is important to be discerning in the choice of scheme or certification sought for products, and consider which is the best tool to use to communicate the value 

of your product or service to stakeholders.  Appropriate use of eco-labels and certification is an effective tool to convey your client’s products’ benefits, and can have a 

positive effect on improving the market as a whole to differentiate between good and poorly-performing products and raise the overall industry bar.  Whilst regulation, and 

demonstration of minimum standards in safety and performance (for example the conformity that must be demonstrated for CE marking of a product) is a key pillar of the 

building materials sector, eco-labelling plays an important complimentary role.  

 

 

 

 

 



LEARNING CASE STUDY  

OF PEOPLE, PLANET, PROFIT  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

References 

Duke University, An Overview of Ecolabels and Sustainability Certifications in the Global Marketplace.  Available from 

https://www.academia.edu/20586265/An_Overview_of_Ecolabels_and_Sustainability_Certifications_in_the_Global_Marketplace  

Energy Labels and standards, IEA.  Available from http://www.iisbe.org/iisbe/gbpn/documents/policies/instruments/IEA-energylabels-experiences_00.pdf   

GreenSpec.  Type I ‘Ecolabels’ commonly used in Europe for building materials and products.  Available from https://www.greenspec.co.uk/ecolabels-used-in-europe/   

 

https://www.academia.edu/20586265/An_Overview_of_Ecolabels_and_Sustainability_Certifications_in_the_Global_Marketplace
http://www.iisbe.org/iisbe/gbpn/documents/policies/instruments/IEA-energylabels-experiences_00.pdf
https://www.greenspec.co.uk/ecolabels-used-in-europe/
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relationships block 



BM.9 Generate ideas for the customer relationships block 

BACKGROUND INFORMATION  
 

The building materials sector has substantial scope to improve circularity and generate value through secondary markets through eco-innovation by improving the 

relationship of manufacturers and material suppliers with customers. Circular business models for building material companies include repair and maintenance services and 

take-back schemes. 

Take-back schemes are an emerging model for both reducing waste disposal impacts and financial burdens and lowering production costs.  A trend towards “becoming your 

own waste company” is developing in various markets, including electronics and the building sector, but is not yet mainstream. 

Take-back schemes can also be designed to provide incentives for return of materials.  The simplest example in the building sector is the metal scrap yard, and this business 

type is expected to see a boost in activity as trends for ‘urban mining’ emerge and reduced extraction of raw material is desired.  However, take-back schemes are 

becoming commonplace for other building materials.  Effective design of materials such that they can be removed and returned when replacement is needed can facilitate 

this process from earlier in the value chain, enabling companies to receive back their own materials, for which they are equipped to carry out secondary processing.   This 

can also help to build relationships with partners in the value chain. 

Environmental benefits can also be realised from the take-back rather than linear disposal methods.  Products such as synthetic insulation, flooring and fluorescent lighting 

can have detrimental ecotoxicity and human toxicity effects if disposed of through landfilling or incineration.  A good example of this type of activity that utilized 

relationships with value chain customers is the case study of Recofloor, a PVC take-back scheme operated in the UK.  Customer relationships with end-users of buildings can 

also be built to facilitate initiatives of this kind (which may include facility managers, housing associations, municipalities, businesses and private households). 

References 

Resource Efficient Scotland.  Best Practice Guide to improving waste management on construction sites.  Available from 

https://www.zerowastescotland.org.uk/sites/default/files/Improving%20waste%20management%20on%20construction%20site%20%E2%80%93%20best%20practice%20g

uide_0.pdf  

Case study – Recofloor 

In the UK, the flooring manufacturers Altro and Polyflor collaborated to found Recofloor1, a national PVC take-back scheme in 2009.  This included collaboration 

with flooring distributor companies who would accept drop-offs of off-cuts and post-consumer vinyl flooring.  These were recycled into new products by the two 

companies, including flooring products, but a collaboration with firms outside of the industry was also seen.  Traffic management products such as cones and sign 

bases are produced from collected PVC.  By 2015, 100 members had joined Recofloor and by 2017 a total of 3,000 tonnes of post-consumer PVC had been 

collected. 

 

https://www.zerowastescotland.org.uk/sites/default/files/Improving%20waste%20management%20on%20construction%20site%20%E2%80%93%20best%20practice%20guide_0.pdf
https://www.zerowastescotland.org.uk/sites/default/files/Improving%20waste%20management%20on%20construction%20site%20%E2%80%93%20best%20practice%20guide_0.pdf


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 10 Generate ideas  

for the revenue streams 

block 

Companies should use the Template of Revenue Streams 

Ideas for this activity, considering the four key areas 

provided as well as any other areas relevant for the specific 

context. The following figure (X) is the template completed 

for GFC.  



BM.10 Generate ideas for the revenue streams block 

Figure X. GFC eco-innovation revenue stream ideas  
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Revenue streams 

 
Maintenance contracts and service 

fees 

• Building and product maintenance 

and repair services  

• Offer products as services, e.g 

lighting installation, maintenance 

and replacement, BIM/CAD 

software as a service 

Training 

• Develop training service for 

sustainable and socially responsible 

construction techniques 

• Offering on building with 

alternative, sustainable materials 

• Offering for upstream supply chain 

partners (e.g. sustainable extraction 

and manufacturing) 

Advertising  

• Allow companies to advertise on 

our website and social media 

platforms 

• Advertising on trucks and product 

packaging 

Equipment hire 

• Lease construction tools, 

equipment and machinery to 

customers 

• Hiring space to companies for 

material storage or off-site 

assembly 

Licensing 

• License own brand cement, 

concrete blocks and tiles, fired-

clay bricks, paint, and timber 

products to companies for sale 

to export markets (maintain 

sole rights for domestic 

market) 



 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 11 Generate ideas  

for the key resources  

block 

Opportunities for eco-innovation in the key resources block can be 

assessed by asking a range of key questions detailed in the Manual for 

BM.11.  

You should first identify the key resources for your organisation, and 

then work through the template to analysis and brainstorm 

opportunities related to each, as demonstrated for GFC in figure X. 

 



BM.11 Generate ideas for the key resources block 

BACKGROUND INFORMATION 
It is important to consider key resources across the building materials sector which can support eco-innovation, with several common ones and related sustainability 

interventions characterized in the following list: 

• Raw materials: Procurement of materials used in building product manufacturing, with potential for green procurement criteria and downstream supplier 

sustainability auditing to be implemented. 

 

• Facilities and equipment: 

- Manufacturing plants and equipment (e.g. for cement: Crushers, grinding mill, preheater, cement kiln, clinker cooler, and cement silos) 

- Packaging (e.g. plastic and paper sacks, pallets, boxes and wooden crates) 

- Warehouse storage space 

- Retail stores 

- Laboratory/product testing space within manufacturing facilities, enabling new eco-innovative product designs to be trialled 

 

• Resources consumed during operations: Electricity, water and fuel used in material extraction, manufacturing, transportation, and retail stores operation. Area 

of eco-innovation action for improving resource efficiency, switching to low/zero pollutant emissions and carbon vehicles, electricity and feedstocks. 

 

• IT systems: Integrated IT systems to coordinate production and procurement with sales demand, and manage logistics/deliveries 

 

• Human resources: Technical skills and knowledge of staff, which can help develop feasible eco-innovation strategies. With the right organizational culture, 

where there is strong awareness of sustainability issues and potential sustainability improvements in operations, companies can foster eco-innovation. 

 

• Financial resources: With healthy cash flows, a proportion of revenues can be invested in R&D, product design and operational change for eco-innovative 

business models. 

 

• Customer relationships: Sales, branding and marketing, and offer of products and services to customers. Success of eco-innovative business models can be 

enhanced by engaging customers on product repair, take-back and return schemes, as well as communicating the sustainability of product and services offered 

and the role of customers in sustainable use and disposal. 

 

 

 



LEARNING CASE STUDY OF KEY RESOURCES IDEAS 

Figure X. GFC key resources ideas for eco-innovation 

SWOT 

• High environmental impacts and 

embodied carbon of building materials  

• Compliance costs (health & safety, 

disposal, chemical use permits 

• Potential health issues for 

manufacturing workers  

• Price volatility of energy and fuel 

sources  

• Rising price of raw materials and 

building products 

Additional data on the business model 

Key resources 

• Raw materials 

• Facility, warehouse, production 

machinery 

• Delivery fleet  

• Integrated IT system for orders, 

inventory, production and distribution 

• Financial resources and cash flow 

• In-house technical knowledge 

Additional data on operational 

performance 

• Good internal processes and decision 

making 

• Inefficiencies identified in waste 

generation and process equipment 

Key resources 

 

Competitive advantage 

• Harnessing in-house technical 

knowledge to help drive eco-

innovation ideas beyond 

competitors.  

• Strong relationship with 

manufacturers to develop 

own-brand range, enabling 

improved sustainability of 

products compared to 

competitors 

• Efficient internal processes 

allow for rapid change of 

strategic direction  

Future risks 

• Losing staff to rival companies 

• Financial recessions affecting 

building sector and limiting 

investment in eco-innovation 

• Rising cost of raw materials 

• Regulation on chemicals of 

concern phases out certain 

product formulations; 

requires changes to 

production lines and 

machinery 

Gender equality 

• Increase proportion of 

women in management roles 

• Engage suppliers and partner 

manufacturers on improving 

their gender equality 

 

 

Effectiveness 

• Introduce reverse logistics 

(reducing empty running 

distances) to improve service 

offer, process efficiency and 

reduce fuel costs 

• Training and professional 

development support for 

employees, improving 

performance. 

• Introduce R&D in-house team as 

part of design team, and build 

links to external partners. 

 

 

Social issues 

• Strong internal knowledge 

base on materials helps to 

mitigate safety concerns in 

production and installation 

• Knowledge and relationships 

in value chain enables 

identification of responsible 

sourcing issues 
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block  



BM.12 Generate ideas for the key activities block 

 

BACKGROUND INFORMATION 

Key activities in building materials sector can be areas for eco-innovation: 

• Raw material and products procurement: 

- Procuring from quarries and mines with EMS including minimising impact during 

operation, and site aftercare and environmental restoration  

- Branded products with eco-labels, or clear sustainability info disclosure by supplier 

that achieves high standards 

 

• Design and R&D: 

- Dismantling, repair, reuse/reclamation, remanufacturing and recycling   

 

• Production: 

- Resource efficiency: water, electricity, heat, and raw materials  

- Quality control: Reducing wasted “off-spec” products 

- Waste treatment: Minimizing pollution etc; reusing and recycling off-cuts and 

other waste raw material generated during manufacturing  

 

• Packaging and transportation: 

-  Sustainable packaging, e.g. paper sacks instead of plastic for cement 

- Light-weighting, low emissions vehicles, logistics efficiency 

 

• Customer Relationship Management (marketing, sales and customer service): 

- Creates business case for eco-innovation if substantial customer demand can be 

documented/’created’ through marketing and sales  

 

• Circular business activities: 

- Closing loops through return or collection/take-back schemes, reuse/reclamation 

of product and materials, remanufacturing and recycling 

- Facilitating closure of loops through Extended Producer Responsibility (EPR), voluntary by company or regulatory 

WORK WITH ACADEMIC AND RESEARCH INSTITUTIONS AND 

TEST HOUSES TO IDENTIFY APPROPRIATE TEST METHODS AND 

CONDITIONS 

Whilst many standardized test methods exist and are covered 

by ISO or national standards, for new, innovative building 

materials, existing test protocols may not be fully appropriate or 

may not fully convey the performance and value of a new 

material. 

In Europe, EOTA have the remit to test innovative building 

products where harmonized standards do not yet exist to 

demonstrate necessary safety performance and enable a route 

to market. 

Independent testing from accredited laboratories generally 

carries more weight than manufacturers’ own tests, but is 

usually more expensive.  When designing tests for products that 

do not yet have recognized protocols it can be valuable to have 

the inputs of third parties such as universities and researchers 

who can provide further insight into the areas to explore with 

testing.  Where building materials are concerned, including in-

situ and human-centric tests can also be valuable to gain 

information about the product’s performance outside of ideal 

laboratory conditions, and qualitative data on the experiences 

of how the end-users of buildings perceive products and 

materials. 
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BM.13 Generate ideas for the key partnerships block 

BACKGROUND INFORMATION  

Key partnerships that can be typically found in the building materials sector include:  

• Raw material suppliers  

• Delivery / logistics companies 

• distributors and wholesalers 

• Core service providers, including energy companies,  

•Technology service providers, including equipment suppliers, IT support (e.g. data management and security), manufacturing process optimization experts etc. 

•Customers (mainly trade) participating in material take-back schemes, which provides a source of reclaimed building products, and materials that can be reused and 

recycled in the manufacture of new products 

• Government authorities (local, national and international), who can play a key role in facilitating eco-innovation amongst SMEs through supportive R&D projects with 

industry, alongside policy incentives and regulations (e.g. Innovate UK, Green Building Councils (e.g. World GBC, and national GBCs) 

LEARNING CASE STUDY 

A key partner for GFC Building Supplies is their supplier of timber products, a domestic brand and manufacturer.  GFC Building Supplies represent around 15% of revenue 

for the timber product supplier, so have significant potential to influence product design and manufacturing, but the supplier is not dependent upon them. To engage the 

supplier and make the business case for sourcing all their wood from sustainable forestry sources, the benefits to the brand are emphasized by GFC Building Supplies, 

illustrated though best practice examples of sustainable sourcing from other leading companies in the sector. 

Challenges to achieving more sustainable sourcing are then identified collaboratively, which includes a lack of knowledge about the practices of upstream timber suppliers. 

It is proposed to the supplier that these challenges are overcome through raw material supplier engagement strategies and setting green procurement criteria. This allows 

for the timber supplier to develop long-term sustainability criteria for their suppliers, and help them transition towards more sustainable practices, as well as identify 

existing sources of sustainable timber and alternatives to switch to.  

 

References 

IKEA sustainable wood sourcing policy.  Available from https://about.ikea.com/en/sustainability/responsible-sourcing/becoming-forest-positive 

https://about.ikea.com/en/sustainability/responsible-sourcing/becoming-forest-positive
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BM.14 Generate ideas for the cost structure block 
 

BACKGROUND INFORMATION 

Ensuring a sound basis for the cost structure behind a business model is essential in the building materials and construction industry.  The cost of building 

materials has been a growing concern in the industry for several years.  Rising and volatile material costs can strongly affect a firm’s profitability, whilst 

making budget estimating at the design stage very difficult.  Reasons for increases in material costs are varied and nuanced, but in general are related to 

supply shortages, government policies on trade (including tariffs) and the environment and regulation.  For example, McKinsey report that as companies shift 

away from coal for energy generation, that the supply of gypsum, a by-product of flue-gas desulfurization in coal plants, is set to decrease. 

Uncertainty in markets for commodities and housing, and external events also plays a role.  In 2020-21, the Covid-19 outbreak strongly affected global supply 

chains and construction markets, causing production slowdowns and shipping delays.   

Beyond raw materials, fuels used in production (particularly crude petroleum) and labour, as a result of supply shortages, have also seen price increases.  

McKinsey estimates that the typical cost of energy for a building materials company ranges between 15 and 20 percent of the total cost of goods sold. 

Factoring in the potential threats is key to developing an effective cost structure for products and services.  Understanding the drivers of these increases is 

also valuable when considering alternative materials or means of procuring less price-volatile materials, for example by accessing the secondary material 

market.  Cost-driven and value driven preferences of the end customer may also need to be taken into account. 

Embracing pre-fabrication in building, using Lean design principles (involving maximising value and reduced waste from product manufacturing, greater 

integration between value chain actors and customers to improve the productivity and efficiency of manufacturing and delivery), and better planning for 

material use with BIM are three industry trends that are expected to contribute to lower building material costs in the future. 

LEARNING CASE STUDY 

Considerations of cost structure within of GFC Building Supplies’ “Circularity Champion” business model are as follows: 

• Product life extension.  GFC Building Supplies aim to offer long-lasting, but higher cost building materials, and factor in ongoing maintenance and a 

long warranty into the price.  This has to be weighed up against the lifetime cost of cheaper materials than may need earlier replacement. 

• Innovative products.  Obtaining secondary materials can have a significant benefit in reducing the cost of building materials such as cement.  

However, the full effect this has on the material end cost must be considered – this strategy may require investment in new equipment to be able to 

utilise the secondary material. 

• Resource recovery.  Provision of this service has many aspects, for example efficiently recovered material can be collected, separated, processed and 

repurposed.  Material values can be highly variable depending on the supporting infrastructure and technology in place to realise the secondary value.  



For example, whilst there has been a strong focus on the development of ‘urban mining’ over the past few years, separation techniques for different 

metals used in different products can have varying degrees of cost-effectiveness. 
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Case study: Philips Lighting as a Service 

Lighting as a Service (LaaS) is one of the first building products to begin the move to service based models and provides a major market opportunity to 

address the issue of high energy costs through lighting, enabling a consistent stream of income for the service provider.  LaaS can reduce a customer’s 

energy costs, improve their building aesthetic and functionality, and provide key analytics data.  Material recovery benefits are also high from collection 

and processing of end-of-life products – where fluorescent lighting is removed, this can divert mercury from entering the environment, and taking back 

LED lighting can enable recovery of critical raw materials such as gallium used in semiconductors and rare earth elements used in phosphors. 

Philips are a pioneer in LaaS and in 2007 set a target that 30% of its revenue would be from green products within 5 years.  LaaS works as a performance-

based business model – instead of an upfront payment and ownership of the asset, customers pay a monthly fee on a ‘pay per lux’ basis, with options for 

ongoing adaptability of the system.  This shift to a service-based model was timely for larger business customers and municipalities who were reluctant to 

take out a large investment in new lighting systems – whilst upgrading to LED lighting and controls generally provides a quick return on investment 

through the energy savings, upfront costs can be a barrier.  The LaaS model reduces the initial capital cost investment and transfers the risk to the service 

provider.   

In 2009 Rau Architects used the Philips LaaS model to retrofit the lighting in their Amsterdam office.  Initially, savings from installation yielded 35% energy 

savings.  Subsequently, Rau upgraded to also using smart energy monitors that gave data on Rau’s energy consumption per unit area from lighting.  

Adding these optimisation strategies in lighting control meant that further energy savings of 20% were realised. 

 

http://www.nzwc.ca/focus/circular-economy/case-studies/CaseStudies/PhilipsLight.pdf
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https://blog.plangrid.com/2018/05/4-strategies-to-offset-the-rising-material-costs-in-construction/
https://blog.plangrid.com/2018/05/4-strategies-to-offset-the-rising-material-costs-in-construction/


 

BM. 15 Evaluate the benefits 

You will now evaluate the potential benefits of each business 

model option using the Template of Life Cycle Thinking, as 

shown for GFC in table X. 

 



BM.15 Evaluate the benefits 

LEARNING CASE STUDY OF LIFE CYCLE BUSINESS BENEFITS 

 

Table X. Business model concept: “Leader in Sustainable Products” – example of natural fibre insulation, compared to conventional insulation 

 Environmental Impacts Social Impacts Economic Impacts 

M
at

e
ri

al
s 

• Use of renewable or recycled materials 
 

 • Greater opportunities for local suppliers 

P
ro

d
u

ct
io

n
  

• Avoided use of fossil fuels in production 
• Safer production process compared to synthetic 

materials 
 

Tr
an

sp
o

rt
at

io
n

 

• More scope for local materials reduced 
transport impacts 

  

U
se

 

• Improved comfort in home (both insulating 
and passive cooling) 

• Reduced energy use from thermal 
performance 

 

• Better building acoustics, reduced noise 

• Reduced levels of VOC off-gassing 
 

• Lower energy costs for building 
occupants 

En
d

 o
f 

lif
e 

• Recyclable and compostable 

• Avoided toxicity impact from incineration of 
synthetic insulation materials 

  



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 16 Evaluate the costs 

The costs of each business model are now evaluated for 

each business model, considering both monetary costs 

and effort required to implement considering the gap 

between the company’s current business model and the 

desired end state. 



BM.16 Evaluate the costs 

LEARNING CASE STUDY OF BUSINESS MODEL CANVAS 

GFC Building Supplies’ suggested business model idea of “Collaborative Vertical Integration” is explored in the canvas below.  Digitalisation in the construction industry is 

expected to be a significant opportunity to add value in future, through the use of Building Information Modelling (BIM), with SMEs well placed to provide this service 

alongside larger industry players. 

Implementing this strategy is considered viable for GFC Building Supplies given their existing expertise and strong relationships across the value chain.  BIM is a relatively 

new area, and gaining a first-mover advantage in this area is considered advantageous.  GFC Building Supplies’ technical team includes two staff members with the training 

to use BIM tools and enable this to be valorised as a service, and has also discussed collaborations with architects to access further experience on design capability. 

Conducting a performance gap analysis identifies the cost benefits and challenges that may be encountered to implement this new business model. 

Advantages of this business model are expected to include: 

• Minimal upfront investment is needed to enter this market, beyond training and licensing for GFC Building Supplies’ users.    

• GFC Building Supplies have a strong network of contacts in the local building sector value chain 

• Certain clients have expressed a preference that a third party such as GFC Building Supplies, rather than the main contractor on the project, deliver the BIM services 

to ensure more impartial oversight of the project.  Conducting a performance gap analysis shows some challenges that may be encountered to implement this new 

business model. 

As challenges, competition from other firms may be strong, and larger construction firms, who may be targeted as customers for this, could also be attempting to develop a 

specialist BIM arm and may have a competitive advantage in their IT resources, marketing capacity and existing processes and systems to liaise with multiple value chain 

partners.   

 

 

 

 

 

 

 

 



The performance gap analysis is summarised below. 

Figure X. GFC cost evaluation of blocks within business model canvas for Collaborative Vertical Integration 

Key Partners 

• Architects + 

• Product designers 

• End-user of building + 

• Logistics companies + 

• Software developers - 
 

Key Activities 

• Providing BIM services across the value 
chain -  

• Advising architects and contractors on 
sustainable building materials 

• Bulk material sourcing + 
 

Value Propositions 

• Expertise in multiple value 
chain areas + 

• Improving the efficiency of 
processes by facilitating a 
more joined up approach 

• More efficient use of 
materials 

Customer Relationships 

• On-site liaison + 

• Regular progress 
meetings + 

Customer Segments 

• Construction firms - 

• Planners + 

Key Resources 

• IT systems  

• Training and expertise of staff + 

Channels 

• CRM system 

• Word of mouth + 

• Marketing - 
 

Cost Structure 

• Day rate or fixed price for project 

• Cost of software licensing and user training 

Revenue streams 

• Consultancy and analytics 

• On-site inspection 

• Software as a service 

• Training 

• Facilitating sale of secondary materials 

 
 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

BM. 17 Evaluate the risks  



BM.17 Evaluate the risks 

LEARNING CASE STUDY OF RISK REGISTER 

Table X. Risk register for GFC Building Supplies “Leader in Sustainable Products” business model 
Risk code and name Impact description Probability Impact Risk Mitigation Contingency Action 

date 
Action by 

Risk 01 
Lack of interest or 
perceived inferiority of 
sustainable building 
products from supply 
chain customers 

• Low sales 

• Loss of customers to 
competitors 

• Poor return on investment 
of new 
manufacturing/processing 
equipment 

2 2 4 • Develop awareness 
campaign 

• More targeted marketing 
strategies 

• Gain certification or eco-
labels for products 

• Maintain higher value 
conventional products in 
range and make more 
gradual transition to 
sustainability as main 
selling point 

6 months 
after launch 
of BM 

CEO and 
head of 
marketing 

Risk 02 
Shortage of supply of 
raw materials for 
sustainable products 

• Increased cost of new 
materials 

• Inability to keep pace with 
orders   

2 2 4 • Conduct inventory with 
suppliers 

3 months 
before 
launch of 
BM 

CEO and 
head of 
procurement 

Risk 03 
Issues with product 
quality compared to 
conventional building 
products 

• Loss of reputation 

• Low sales 

• Safety of installers and 
building end-users 

1 3 3 • Consult R&D partners 

• Conduct testing with 
independent bodies 

• Identify potential higher 
risk components at design 
stage and identify 
substitutes 

6 months 
before 
launch of 
BM 

CEO, head of 
quality, 
external R&D 
partners 

Risk 04 
General economic 
downturn results cost 
rather than 
performance as main 
driver of demand 

• Low sales of products with 
cost structure based on 
performance aspects 

1 2 2 • Conduct market 
assessment exercise with 
external experts 

• Purchase market data 
trend reports 

• Promote lower lifetime 
costs of sustainable 
products 

• Maintain conventional 
products in range 

• Reduce costs of 
sustainable products to 
maintain market 
positioning 

• Reduce costs elsewhere in 
the business 

3 months 
before 
launch of 
BM 

CEO, business 
development 
team, head 
of marketing 

Risk 05 
High than expected 
market competition in 
sustainable products 

• Reduced sales and 
margins 

• Competition for raw 
materials 

2 1 2 • Conduct detailed 
competitor analysis  

• Maintain higher value 
conventional products in 
range and make more 
gradual transition to 
sustainability as main 
selling point 

3 months 
before 
launch of 
BM 

CEO, business 
development 
team, head 
of marketing 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BM. 18 Integrate all the 

evaluations and make  

the final selection  
Following activities BM15-17, you will now collate the information 

from these evaluations, and use this to inform your final decision on 

which business model(s) you will pursue. Figure X provides an 

example for GFC’s three aforementioned business models.  

Overall, the business models with the greatest benefit scores are 

“Leader in Sustainable Products” (24), and “Circularity Champion” 

(22). “Collaborative Vertical Integration” has a substantial benefits 

score (20), but the risks and costs are considered too great for GFC 

to pursue it. 

 



BM.18 Integrate all the evaluations and make the final selection 

LEARNING CASE STUDY OF BUSINESS MODEL EVALUATION 

 

Metric 
Current 

situation 

Business Model #1 
– “Collaborative 

Vertical 
Integration” 

 

Business model #2 
– “Leader in 
Sustainable 
Products” 

 

Business Model #3 
– “Circularity 
Champion” 

 

B
e

n
e

fi
ts

 

Energy intensity 
 

2 4 4 3 

Material and water efficiency 
 

2 4 4 5 

Human health and toxicity 
 

2 3 5 3 

Other social issues 
 

2 3 4 4 

Profitability 
 

2 3 4 4 

Job creation and security 
 

2 3 3 3 

Total score 12 20 24 22 

R
is

ks
 

Long term risk (after mitigation actions and 
successful 
implementation) 

Low High Medium Low 

Implementation risk (High/Medium/Low) 
 

(None) High Medium Low 

C
o

st
s 

Upfront capital investment (state cost estimate) 
 

(None) High Medium Medium 

Implementation effort (High/Medium/Low) 
 

(None) High High Medium 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BUILD ROADMAP 
Defining a new business model 

to deliver the business strategy 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BR.1 Prepare for the  

roadmapping workshop 

The first activity in building a roadmap for eco-innovation 

implementation is to use the Template of Roadmap Development Matrix 

to prepare for a roadmapping workshop. This template summarises the 

benefits, costs and risks of each key innovation idea, as explored for GFC 

in table x., pursing the chosen business model components of “Leader in 

Sustainable Products” and “Circularity Champion”.  

Cost estimates were calculated based on the current state of GFC’s 

business model with respect to each innovation idea, and the 

investment that will be needed to achieve this idea through experience 

and research conducted by the Service Provider.  

 



BR.1 Prepare for the roadmapping workshop 
LEARNING CASE STUDY OF ROADMAP DEVELOPMENT MATRIX 

Table X. GFC Roadmap Development Matrix 

Innovation idea title Benefits 
Capital 

investment 
Implementation 

effort  

Approx total 
cost and 

payback period 

Implementation 
risk (High/ 
Medium/ 

Low) 

Scheduling Considerations 

R&D, and product design and 
development (internal and 
through collaborative 
partnerships) 

• Can become pioneer in sustainable 
products and services offerings 

• Gain external support in developing new 
eco-innovation ideas 

US$40,000-
200,000 (over 
5 years) 
 

17 person months 
(over 5 years)  

US$45,000-
220,000, 5-year 
payback 

High When working with external 
partners with varied priorities 
and conducting R&D generally, 
consider need for flexibility in 
timescales  

Take-back scheme – 
Reclaimed fired clay bricks, 
insulation material, and 
product packaging  

• Lower environmental impacts through 
maximizing resource use, reducing 
demand for virgin materials, diverting 
waste to landfill, and recycling materials 
(circularity benefits of slowing, 
narrowing and closing loops) 

• Lower costs to company and consumer 
due to secondary material supply 

US$20,000-
50,000  

6 person months 
(over 12 months)  

US$25,000-
60,000, 2-3 years 
payback 

Medium • Ensure repurposing, 
reclamation and recycling 
systems in place at partner 
facilities before beginning 
take-back system 
• Ensure clear guidance on 
process given to customers 

Software IT system 
capabilities for: product LCAs 
(including assessing 
Chemicals of Concern in 
products); sustainability 
information sharing; and 
Building Information 
Modelling (BIM) services 

• Enables product impacts to be 
determined, and areas for product eco-
innovations to be determined 

• Enables transparency on sustainable 
product offerings 

• Allows company to offer BIM services, 
potentially improving sustainability 
impact and diversifying revenue streams 

Free-
US$20,000 
(depending 
on software 
fees for 
perpetual 
license) 
 

4 person months  US$1,000-5,000, 
1-2 years payback  

Low New service offer and product 
information that should be 
communicated through 
marketing campaign  

Green Procurement Policy for 
all products 

• Following implementation and transition 
to only certified suppliers (e.g. FSC 
certified timber suppliers, RMI metals 
suppliers, instantly reduces 
environmental and social sustainability 
impacts across value chain 

• Beneficial for assuring market of value 
chain sustainability 

US$500-
10,000 
 

2 person months 
(over 6 months)  

US$100-12,000, 2-
3 years payback 

Low • Consider any differences in 
properties of sustainably 
sourced materials and ensure 
product design and production 
equipment compatible before 
transitioning to new materials  



Marketing campaign to 
launch sustainable and 
circular product ranges, take 
back scheme, BIM services, 
and wider sustainable 
business achievements (web 
design, content marketing) 

• Key activity to facilitate sufficient 
demand for sustainable products and 
services 

US$5,000-
25,000 
 

3 person months 
(over 12 months)  

US$7,500-30,000, 
1-2 years payback 

Medium • First establish new 
sustainable products and 
services, green procurement 
policy, necessary software and 
initial manufacturing efficiency 
optimization 
• Identify marketing channels 
first and customer types (e.g. 
wholesale or retail trade 
customers, building project 
managers requiring BIM 
services), and consider if need 
for varied marketing 
approaches 

Gender equality and diversity 
policy in recruitment  

• Equal opportunities for men and women 
across workforce 

Free-US$2000 1 person months  US$200-2000, 
payback N/A 

Low • Ensure that the company 
structure and processes have 
been reviewed first, to 
understand scale and areas of 
business where change 
required 
• Complement policy with 
awareness raising campaign to 
encourage more women to 
work in construction sector 

Production optimization in 
partnership with 
manufacturers of own label 
products  

• Material efficiency improvements, thus 
cost-effective and lower environmental 
impacts including virgin resource 
demand and associated extraction 
impacts, and less waste generation 

• Reduce pollution and waste generation, 
beneficing workers and wider 
communities  

US$10,000-
100,000  

2-5 person months 
(over 3 years)  

US$10,000-
100,000, 3 years 
payback 

Medium Work closely with partner 
manufacturers and seek to 
understand viability, extent 
and timescale of production 
optimizations. 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BR. 2 Do a roadmapping  

workshop with input from  

value chain partners 

You will now create a detailed roadmap of projects, aligned with each of the 

company’s strategic goals over the next 5+ years. Note that at this stage 

some larger projects (those requiring over 12 months to implement) can be 

divided into smaller, more manageable and specific projects, while smaller 

projects and ideas (including those taking less than a month to implement) 

can be grouped together into a single project.  

Taking GFC’s innovation ideas, a roadmap has been created by the Service 

Provider and GFC with input from value chain partners at a workshop (figure 

x).  

 



BR.2 Do a roadmapping workshop with input from value chain partners 
LEARNING CASE STUDY OF ROADMAP  

 

 



BACKGROUND INFORMATION 

 

Phasing out chemicals of concern - OECD Guidance on Key Considerations for the Identification and Selection of Safer Chemical Alternatives 

In 2021, OECD released a guidance document on best practices for choosing safer chemicals, which aims to advance the broader agreement on a general 

approach and criteria for selecting safer alternatives, emphasizing chemical substitution. There is a focus on understanding the minimum requirements 

needed to assess whether an alternative is safer than the product or chemical to be substituted. Guidance focuses on four core areas for assessment of 

alternatives: 

(1) Determining the assessment’s scope: Defining goals and principles of assessment, selection of a shorter list of viable options. It is highly recommended 

that stakeholders are included in this process to capture their input and concerns.  

(2) comparative hazard assessment: Analysing the relative hazards of alternatives to the priority chemical for substitution 

(3) comparative exposure assessment: Evaluating the relative exposure potential of alternatives compared to chemical for substation, regardless of exposure 

control measures (e.g. safety equipment) over the substances life cycles. 

(4) the integration of hazard and exposure results to select a safer alternative: Evaluate trade-offs and address uncertainties to make final decision 

* Recommendations for moving beyond the minimum criteria and assessment practices 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

BR. 3 Define and prioritise  

the requirements of  

the first project 

Taking phase 1 of GFC’s first project to phase out Chemicals of Concern in 

paint products, table X shows the key requirements identified, commentary 

information for these requirements to be fulfilled, the priority allocation, and 

the date by which it should be reviewed.  

 



BR.3 Define and prioritise the requirements of the first project  
LEARNING CASE STUDY OF REQUIREMENTS SPECIFICATIONS 

Table X. Requirements specification for: Chemicals of Concern (CoC) in paint products – Work with suppliers on development of alternatives, changes to production processes.  
Phase 1: Make a chemicals of concern phase-out plan 

Number or 
code 

Requirement  Comments Priority 
(MSCW) 

Review date Reviewed/Approved 

Req01 Assess legislative 
requirements and market 
expectations on VOC 
content levels / phase out 
and implementation 
timescales 
 

Legislation to consider in key markets include e.g. EU Paints 
Directive and REACH Regulation, U.S. National Volatile Organic 
Compound Emission Standards, TSCA China’s limits of harmful 
substances of coatings (e.g. GB 38468-2019), and the adoption of 
lead paint regulatory restrictions in ~73 countries, including 
Bangladesh and Israel setting limits on lead content in paints to 
90ppm.  
 
Refer to chemicals of concern lists, such as Chemsec’s SIN 
(Substitute It Now) list, REACH restricted chemicals,  

M Within 3 years 
 

Product development, 
new business 
development, quality and 
compliance, and senior 
management teams 
 

Req02 Complete a chemical 
inventory and footprint 
analysis of paints products 
range, identifying levels of 
Volatile Organic 
Compound (VOC) content 
in all paints 

Use Life Cycle Analysis (LCA) methodology to complete a chemical 
inventory and footprint assessment to understand current 
chemical toxicity impact/risk. Use key approaches such as the 
USEtox Model to complete this chemical risk assessment across 
the life cycle of the chemicals within products.  
 
VOC content should be calculated and expressed as mass of VOC: 
(1) per unit volume of paint – water and exempt compounds 
(2) per unit volume of paint solids 
(3) per unit mass of paint solids  
 
  

M Within 3 years Product development, 
new business 
development, quality and 
compliance, and senior 
management teams 

Req03 Identify key sustainability 
standards for paints, and 
align R&D and product 
design strategy around the 
goal of achieving 
certification 

Includes Green Seal standard for paints, coatings, stains, and 
sealers (GS-11) 
 
Identify requirements to align with compliance / performance 
testing requirements of key standards: Green Seal requirements 
cover adhesion, applicability (flow and leveling), abrasion 
resistance, washability (stain removal), hiding power (opacity), and 
impact resistance  

S Within 5 years Product development, 
new business 
development, quality and 
compliance, and senior 
management teams 



Req04 Desk research of 
alternative paint products, 
and assessment of 
markets 

Include research into VOC-free and bio-based paint types, industry 
leaders, alternative suppliers and regional market retailers 
(competition) 
 
 

S Within 5 years Product development, 
new business 
development, and senior 
management teams 

Req05 Desk research to develop 
longlist of potential 
partners, and carry out 
scoring exercise as part of 
selection before 
approaching organisations 

R&D partners: Evaluate regional Universities and research 
institutes 
 
Downstream value chain partners: Identify agricultural companies 
and local producers with potential to supply bio-based feedstocks 

M Within 5 years Product development, 
new business 
development, and senior 
management teams 

Req06 Begin internal alternative 
product development  

Access laboratory testing capacity (either internally or with 
partners). Note that alternative paint formulation may take some 
time and multiple iterations of the product to achieve the 
objective of lower chemicals of concern content whilst maintaining 
or improving performance standards. As such laboratory testing as 
and when potential alternative formulations are designed will be 
needed to test samples. 
 
Embed the principles of green chemistry in research objectives. 
 
If pursuing chemical substitution of CoCs in formulation with safer 
alternatives, compile lists of existing tested alternatives e.g. from 
Chemsec's Marketplace, and identify other alternatives for R&D. 
Follow OECD Guidance on Key Considerations for the Identification 
and Selection of Safer Chemical Alternatives, using tools and 
frameworks such as GreenScreen’s comparative hazard 
assessment, and BizNGO’s 7-step Protocol (see guidance in PR.4). 

S Within 5 years Product development 
team, new business 
development, and senior 
management teams 
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IMPLEMENT 
Implementing the first project for 

eco-innovation that will help to realise the  

new business strategy and business model 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

IM.1 Create a project plan 

In the implementation phase for delivering your first eco-
innovation projects, the primary area of input from the Service 
Provider will be in the creation of a project plan (IM.1). This 
involves taking the requirements of the first project defined and 
prioritised in BR.3 and completed the Template of Project Canvas 
to have a detailed plan which is then presented to the Senior 
Management Team in IM.2 (see Manual).  

The project canvas presented in figure X is for GFC’s first five-year 
project to phase out of chemicals of concern in paints, insulation 
and treated timber products, and bring products that use 
alternative materials, chemicals and feedstocks to market.  

 



IM.1 – Create a project plan 

LEARNING CASE STUDY OF A PROJECT CANVAS 

Figure X. GFC project working with suppliers to develop alternative building materials with phased out chemicals of concern – product ranges including paints, insulation and treated timber 

Aims and objectives 
Phasing out chemicals of concern in paints; working 
with suppliers on development of alternatives, 
changes to production processes. 

Scope 
Products identified are high-VOC paint, insulation containing 
formaldehyde, CCA-treated timber 

Success Criteria 
Bring alternative products to market with phased-
out chemicals of concern that are profitable by 
year 5 

Milestones 
Year 1 
Make phase-out plan 

 
Year 2 
Partnerships in place 
and funding secured 

 
Year 3 
Complete first  
prototyping project 

 
Year 4 
Review first project and finalise 
product specifications 

 
Year 5 
Bring products to 
market 

Deliverables 

Actions 

• Map CoC in range 

• Identify alternatives 

• Market assessment of 
alternatives 

• Develop longlist of 
partners, carry out 
scoring exercise and 
select, develop 
partnerships 

 

• Funding sources 
and budget 
identified as part 
of financial 
planning 

• R&D and academic 
partnerships in 
place  

• First prototyping 
project kick-off 

 

• Conduct 
prototyping 
project 

• Report on results 
of project 

• Agree budget for 
final product 
specification 
project 

 

• Evaluate prototyping and make 
changes 

• Conduct customer trials 

• Conduct necessary testing 
(safety, quality, performance) 

• Determine budget and business 
plan for new products 

• Conduct updated competitor 
analysis 

 

• Gain product 
certification 

• Conduct marketing 
campaigns 

• Gain customer 
feedback 

 

• Final products 
brought to market 

• Report on financial 
performance of 
products 

• Plan for future 
product 
development 

Team 

• Production manager 

• External paint 
manufacturing partner 

 

• University partner 

• Quality control 

Stakeholders 

• Production team 

• Senior management team 

• Procurement team 

Customers 

• Senior management team 

• Trade customers 

• End-users of buildings 

Resources 

• $150,000 budget (funding and own resources) 

• One production line and 2 new staff 

• University test laboratories 

Constraints 

• Availability of replacement feedstocks 

• Expertise of production team in new techniques 

• Capital cost of required new machinery 

Risks 

• Product does not perform as intended 

• Many competitors have entered market 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

IM. 3 Provide guidance  

and solve problems 

This activity helps the service provider to be prepared to 
provide guidance and solve problems as they emerge in 
the initial implementation of eco-innovation, with 
detailed guidance in the Manual, and additional 
background information relevant to building materials 
value chains provided below. 

 



IM.3 Provide guidance and solve problems 
 
BACKGROUND INFORMATION 

Additional tools can be used to support the company in implementing projects to develop more sustainable building materials, with the different aspects of sustainability 

explored below. 

Circularity in building products 

• UNEP circularity platform https://buildingcircularity.org/  

• Ellen MacArthur Foundation circular economy resources 

o  https://www.ellenmacarthurfoundation.org/circular-economy/concept  

o https://www.ellenmacarthurfoundation.org/assets/downloads/Built-Env-Co.Project.pdf  

Building and building materials assessment and rating tools 

• ICE database with tools and resources for LCA of building materials https://circularecology.com/ice-database-faqs.html  

• List of Green Building Rating Tools https://www.worldgbc.org/rating-tools  

Use of biobased materials 

• IEA, Standards and labels related to Biobased Products https://www.ieabioenergy.com/wp-content/uploads/2018/10/Standards-and-Labels-related-to-Biobased-

Products-2016-to-2018.pdf  

• European Bioplastics – association for bioplastics industry https://www.european-bioplastics.org/ 

Reduction of chemicals of concern and assessment of alternatives 

• Usetox chemical impacts tools https://usetox.org/  

• Perkins & Will transparency list on substances of concern in building products https://transparency.perkinswill.com/lists/precautionary-list  

• Pharos Project.  Hazard, use, and exposure information on 166,429 chemicals and 165 different kinds of building products.  https://pharosproject.net/ 

• US EPA – Basics of Green Chemistry https://www.epa.gov/greenchemistry/basics-green-chemistry%23definition 

• Healthy Building Network.  Research and policy, data tools, education and capacity building for reducing chemicals in building products https://healthybuilding.net/  

• Design lab raising awareness and providing training on toxicity of building materials https://healthymaterialslab.org/  

• International Living Future Institute – The Red List – database of harmful substances in building materials. https://living-future.org/declare/declare-about/red-list/  

• Chem Safety Pro – Global Chemical Inventories.  https://www.chemsafetypro.com/Topics/Category/Global_Chemical_Inventories.html  

Sustainable building materials 

• The Alliance for Sustainable Building Products.  Training, events and extensive guidance resources on a range of sustainability aspects of building materials.  

https://asbp.org.uk/  

• World Green Building Council.  Global network aiming to improve sustainability in buildings. https://www.worldgbc.org/  

 

https://buildingcircularity.org/
https://www.ellenmacarthurfoundation.org/circular-economy/concept
https://www.ellenmacarthurfoundation.org/assets/downloads/Built-Env-Co.Project.pdf
https://circularecology.com/ice-database-faqs.html
https://www.worldgbc.org/rating-tools
https://www.ieabioenergy.com/wp-content/uploads/2018/10/Standards-and-Labels-related-to-Biobased-Products-2016-to-2018.pdf
https://www.ieabioenergy.com/wp-content/uploads/2018/10/Standards-and-Labels-related-to-Biobased-Products-2016-to-2018.pdf
https://www.european-bioplastics.org/
https://usetox.org/
https://transparency.perkinswill.com/lists/precautionary-list
https://pharosproject.net/
https://www.epa.gov/greenchemistry/basics-green-chemistry%23definition
https://healthybuilding.net/
https://healthymaterialslab.org/
https://living-future.org/declare/declare-about/red-list/
https://www.chemsafetypro.com/Topics/Category/Global_Chemical_Inventories.html
https://asbp.org.uk/
https://www.worldgbc.org/


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

REVIEW 
Review the performance of the first  

project for eco-innovation and update  

your plans for the future. 



 

 

 

 

 

 

 

 

 

 

 

 

 

RE.1 Do a project  

review workshop 

With the first eco-innovation projects implemented, you will 
now review how they performed. This allows you to assess 
whether existing projects need to be altered, or whether more 
fundamental changes need to be made to the business 
strategy and model in an iterative process in order to realise 
the full potential of eco-innovation in the business.  

The first activity is to do a project review workshop, with the 
Service Provider using the Template of Project Review to plan 
for this workshop. This has been completed for GFC’s project 
to work with suppliers to develop alternative building 
materials with phased out chemicals of concern (figure x). 

 



RE.1 Do a project review workshop 

LEARNING CASE STUDY OF PROJECT REVIEW 
Figure X. GFC project under review: Work with suppliers to develop alternative building 

materials with phased out chemicals of concern 

 

 

 

 

 

Project data and documentation 

• Current progress against project delivery and budget 

milestones for alternative product development 

• Market reports for competitor analysis 

• Progress assessment against related strategic goal of phase 

out of chemicals of concern 

 

Review questionnaire 

• Do the new, alternative products have the same 

performance as those being replaced? 

• Are new manufacturing processes identified as viable? 

• Has the project helped to embed a culture of eco-innovation 

in the company? 

• Does the project link to achieving other objectives and 

strategic goals (e.g. profitability, improved gender equality, 

improved health and safety)? 

• What is the level of customer familiarity and acceptance of 

alternative products? 

• What is the current position of associated regulation? 

• How effective is the working relationship with the university 

and partner manufacturers? 

• What aspects of the project have been the most 

challenging? 

• Is the project expected to be on-time and on-budget? 

• Are there any unintended consequences? 

 

 

 

Scope 

• Scope changed as funding could not be found for a project to explore 

developing alternatives to CCA-treated timber.  Change in plan to 

address this by other means 

• Review questionnaire to be completed by product manager, production 

team, university project lead, partner manufacturer project lead 

 

 

 

 

 

 

 

 

 

Workshop participants 

• Product manager 

• 4x production operatives 

• Quality manager 

• University project lead 

• partner manufacturer project lead 

Key aspects to review 

• Assessment of successes and issues with the project 

to date 

• Assessment of working practices and effectiveness 

of communication 

• Review issue log and risk register 



 

 

 

 

 

 

 

 

 

 

 

 

 

RE. 3 Review the business 

model and roadmap 

You will finally review the business model and 
roadmap, and agree the next steps with the company.  

Using the corresponding review template, you will 
compile the results from the project review, and 
review against key themes including the validity of the 
business model and roadmap, as well as implications 
from the project review on the next projects for the 
company. This is demonstrated for GFC in figure X. 

 



RE.3 Review the business model and roadmap 

LEARNING CASE STUDY OF BUSINESS MODEL & ROADMAP REVIEW 

Figure 17. GFC Business Model and Roadmap Review 

Results from project review 
 

• Some issues encountered 
in developing production 
techniques for new 
materials – further 
training recommended 
 

• Consumer knowledge 
about bio-based materials 
is low 

 

• Several competitors 
entering the market for 
formaldehyde-free 
insulation 

 

• New options for bio-based 
materials becoming 
available (e.g. algae as 
feedstock)  

 

Validity of business model 
 

• Positive consumer feedback on reducing chemicals of concern 

• Some challenges and concerns from trade customers on performance and cost of sustainable 
materials 
 

Progress on sustainability hotspots 
 

• Reduction in sales of high VOC paint by 10% in last year 

• One high-VOC paint with specific functionality identified as providing strong revenue.   More 
detailed replacement plan required for this product 
 

Performance gaps 
 

• Current price projection for new bio-based, low VOC paint is currently higher than planned – efforts 
required to reduce production costs 

• New equipment needed to conduct in-house processing tasks for bio-based paint 
 
Validity of roadmap 
 

• Concern that more resource than necessary is being used on new product development and carbon 
emissions goals are behind schedule 
 

New ideas to roadmap 
 

• Inclusion of paint tins in the take-back scheme being implemented in parallel 

• Raising target on increase in supplier base as new products require further suppliers 
 

Roadmap order 
 

• Further effort needed on reducing carbon emissions – it is identified that changing the cement 
formulation through more use of local suppliers and secondary materials can achieve this, and also 
address the strategic goal of having 3 circular products.  Developing the take-back scheme project 
and supplier research to be extended.  Upgrading delivery fleet to electric vehicles to be moved to 
year 4. 

Next project for the company 
 

• Working on developing circular 
products; this enables 
economies of scale by 
partnering with the same 
university 
 

• Both products can be timed to 
finish around the same point 
in time, to both be included in 
a combined future marketing 
campaign 

 

 


