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Introduction

We face a dilemma.  We are caught between the necessity to cope and survive in the here-and-now, at work and in our private lives, and the necessity to deal with large, often longer term, threats to the environment and society.  We face often-severe limits on our immediately available resources, the use of our time, and our freedom to act – and yet we know that the major environment and social problems can only be solved by extensive innovation and major changes.

What can we do about these apparently conflicting demands?  What should we be doing?

We can’t turn our backs on the immediate task of bringing in an income, facing competitive pressures and making sure that important near terms goals are met.  But we can’t afford to ignore the future either.

But when we try to tackle the needs of the future, we find ourselves trapped.  Hardly anyone lives their life in a way that fully supports sustainability.  So how can we sell products that make sustainability possible?  Only a minority of people vote for parties that are pushing for the achievement of sustainability, so how can the main parties promote the needed radical policies?  How can we lobby for the full and rapid achievement of sustainability when virtually all the key decision-makers think it’s an unrealistic goal (no matter how desirable it might be)?

One response to these dilemmas, the one adopted by most people who at least try to do something, is to push the envelope of our present constraints and try to move at least some way towards sustainability.  But given the constraints that are all around us it doesn’t seem to be very realistic to worry too much about what would be needed to fully achieve sustainability in a timely way, because we ‘know’ that all we can achieve are modest, slow incremental changes.  So we never really find out what is actually required to achieve sustainability.

In the end, despite our anxiety about the future and our efforts to inch towards sustainability, we are sure we will never get there.  The ties of the ‘system are too strong.

Is that it then? Is this all that is possible?  It could be if there was no other way to tackle our dilemma.

But there is at least one other strategy that can be tried – that is dual-track management - where organisations and individuals set out to do two things simultaneously, that is:

· to cope with and do better in the reality that exists now, and

· to take steps to deliberately create new preferred realities.

The dual-track methodology proposed in this paper makes it possible to systematically reduce the tension between the present and preferred future realities.

	Note: Because of the author’s interests this paper has been written with a strong focus on the application of dual-track management to sustainability issues and environmental sustainability issues in particular.  However it is important to note that an organisation’s dual-track management system can and should cover all issues that require transformation and improvement.


Sustainability challenges that demand dual-track management

Sustainability: The scale and urgency imperatives

The next 10 years will be unlike any of the past several decades.  Environmental issues are moving rapidly to a head.  The peak of world oil production will almost certainly occur during this time.  The level of CO2 in the air will reach and exceed 400 parts per million – the level at which really nasty impact acceleration could well occur.  Tensions over scarce resources (oil, water, etc.) are likely to reach very dangerous levels.  Biodiversity will be under massive pressure around the world.

To head off the worst impacts of these issues it is necessary to:

1. not only decouple economic growth from environmental damage – so economic growth does not create any additional damage and waste

2. but also reduce current impacts and to undertake major restoration works – to bring the current level of impact down to a sustainable level.

The first task alone will require a 100% decoupling.  The second task requires economic development to actually drive major environmental improvement from where we currently stand.
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De-coupling economic development from environmental impact / waste

To deal adequately with the sum total of the issues (oil, greenhouse, water, biodiversity, etc.) in the context of a world population possibly reaching 9 billion and the ethical and practical imperative of eliminating poverty globally, we will need to redevelop our economy across the board, very rapidly.

A series of transformations will be needed in much less than 50 years –for example in:

· transport (shifting to an access and proximity rather than mobility model)

· energy (to stop using fossil fuels)

· agriculture (to cope with trend climate change and increased weather extremes, and to release land for large scale habitat restoration)

· manufacturing (to close the material cycles, to dramatically reduce resource requirements [dematerialise], to eliminate releases of bio- and eco-toxins, etc.)

· urban systems, lifestyles and organisational management models (to facilitate and cope with all the needed changes).
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The need for our actions to be doubly practical

Preferred futures should be pursued with a very strong sense of practicality – otherwise they cannot emerge as reality.  This paper argues that we need to reinforce this approach by applying double-practicality.

· The first element of double-practicality is to get things done
The aim should be to actually achieve target outcomes and not just ‘go through the motions’ without achieving changes in the real world.

· The second element of double-practicality is to get outcomes equal to the challenges being faced
The outcomes achieved should be worth having.  That is, they should be equal to the challenges that society and the environment faces.  When we face sustainability challenges it is not practical to aim for outcomes below this level – otherwise we are pre-committing ourselves to not achieve sustainability – because the things and attributes that are valued will not be maintained.

If we adopt a double-practicality approach to sustainability we need to be very clear what the challenges are that we must meet, without worrying initially about our current ability to meet them.  Developing that capacity should come after the challenge clarification step.  We need to know, and unflinchingly face, the nature, scale and urgency of the sustainability challenges.

We are facing the need for a major & urgent transformation in society

The Dutch Sustainable Technology Development program has estimated that the developed world will need to improve the eco-efficiency of its production by between Factor 20 and Factor 50 (depending on the issue) – that is by a rather staggering 95%-98% - if ecological sustainability is to be achieved in a world of 9 billion people where poverty is eliminated.  (Improvements of this magnitude are very challenging but have been demonstrated to be achievable
)  And to avoid dangerous climate change it will be necessary to rapidly move to zero CO2 emissions within a very short time (much less than 50 years).  And as already mentioned many of the big environmental issues are now expected to bite in the next 10 years (eg. ‘peak oil’, greenhouse).

So, if it could be achieved, during this coming decade, we should really be shifting the Australian economy, and economies around the world, into completely new modes that are able to truly deliver environmental and social sustainability.  On the other hand, based on the experience of the last few decades, it is not hard to imagine the next 10 years being taken up with modest incremental change.

To lose this coming decade for fundamental change could however be quite disastrous.
The dimensions of the challenge should not be underestimated.  The needed scale and speed of change is outside anything that we are used to handling outside the context of major wars.  To accomplish this major transformation will require the application of powerful new change management approaches.

Two journeys, two destinations (goals)


It is assumed that any organisation or person interested in this paper has (largely or formally) completed Journey 1 and wants to commence or proceed further with Journey 2. 

Dual-track management: the concept

A key method for solving the dilemma of having to deal with immediate pressures, demands and limitations as well as having to carry out a major and urgent transformation of the economy – is dual-track management.

Dual-track management involves simultaneously working on:

· coping with and doing better in the current reality that organisations or individuals face now (Improvement Track), and

· creating a new preferred reality (Transformation Track).

Through the Improvement Track we deal with the situation as it is now or how it unfolds from here – eg. driven by existing clients, needs and preferences, technologies, social settings, economic circumstances etc.  Viability in the here-and-now has to be maintained.  Acting in the Improvement Track involves responsiveness to changes in current circumstances and the capacity to anticipate trends.  For convenience, any situation where reality intrudes (now or in the future) in a way that isn’t consistent with the preferred future of the Transformation Track is considered to be part of the Improvement Track.

The Transformation Track, on the other hand, involves deliberately changing both:

· the organisation/person and

· the wider world 

so that they co-evolve to create a preferred future state that is not likely to emerge fully or quickly purely via spontaneous change.

For general ideas on how to practice dual-track management (ie. without reference to environmental and social sustainability) read Womack & McArthur (1995), and Blanchard & Waghorn (1997).

Where dual-track management is used to achieve sustainability it is essential to anchor the Transformation Track on the goal of “actually achieving sustainability, with the least loss along the way”.  Merely moving towards sustainability will not be enough to drive effective change.

One of the most important benefits of working on the Transformation Track is that is builds understanding of what it means to achieve sustainability and of the big-picture process of achieving it rapidly.
The balance and interplay between each Track will vary for each organisation and individual.  However it is essential that activities undertaken within each Track are undertaken so that they do not undermine either the ability to be viable in the here and now or the commitment and capacity to contribute to the fast achievement of sustainability.

	The Tracks
	Modes of action

	Improvement Track

Non-paradigm shifting change

(to ensure viability in the present and to unfold the implications of current paradigm motivators)
	· incremental evolution within the organisation’s control

	
	· system-evolution within the organisation’s control

	
	· system-evolution requiring substantial collaboration between the firm and other parties

	Transformation Track

Paradigm shifting change

(to create a markedly better world driven by [some] new motivators)
	· system-transformation requiring substantial collaboration between the firm and other parties

	
	· system- transformation within the organisation’s control

	
	· incremental transformation
 within the organisation’s control


It is essential when going down the Transformation Track to deal with the interplay between the organisation and the individual and the wider world.

Who should adopt dual-track management for sustainability?
- taking account of change dynamics across whole communities
If the dual-track management approach is not applied, then a very small number of organisations will end up specialising in paradigm shifting, but the bulk of organisational resources and influence will remain with conservative organisations – so the transformation process will be blocked by the resilience and inertia of the conservative mass.
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But if the dual-track management approach is adopted and spreads, then, over time, the resources devoted to paradigm shifting will be able to grow and a major transition can be facilitated.
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How to apply dual-track management for sustainability

For simplicity this section is written as if it is being read by people who are interested in introducing dual-track management for sustainability into their organisation.

Initiating and driving dual-track management
Where should the initiative for dual-track management originate from?  It seems that most management text books argue that innovations with high-level strategic implications and with organisation-wide application will only work in the longer term if there is strong support from the top of the organisational hierarchy.  This is true.

But it hides another important truth and that is that it is better for an idea to start somewhere, anywhere, in an organisation, even if this is not at the top of the hierarchy, if the alternative is that the idea does not take root at all.

If the idea for dual-track management does not start at the top of your organisation, then there is a prior step, before it can be driven by the top of the hierarchy, and that is to create the preconditions for adoption by the top of the hierarchy.

Often challenging new ideas are introduced into organisations by ‘movements’, quite often at levels below the top of the hierarchy eg. total quality management, lean thinking, the learning organisation, equal opportunity/diversity employment, sustainability, etc.  This involves a fermentation process.

But once top management gets fired up they can drive the new approach through the whole organisation and can help sustain the approach over the long term.  Outside help might still be needed but this is now seen through the prism of ‘outsourcing’ and consultancies.
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Bottom up / Top down / Outside in /Inside out Action

Determining your organisation’s current profile

The very first step is to figure out the positioning of key players and your organisation as a whole in relation to the dual-track management idea.  Players such as dual-track management advocates, managers at the top of the hierarchy and the Board should be mapped onto the matrix below.  For example:

	
	Personnel
	Organisation (as a whole)
	Key stakeholders (internal & external)

	Convinced, strongly motivated
	eg. Advanced Products Division manager, CEO, Environmental Management Unit, Finance Director
	
	eg. Ethical investment fund suppliers, about ¼ of the Advanced Products Division, Environmental community groups

	Uncertain, curious, mildly motivated
	eg. Commodity Products Division manager, Board, Corporate Social Responsibility Manager
	eg. Organisation is mildly motivated
	eg. Materials suppliers; about ¾ of the Advanced Products Division, Unions

	Opposed
	eg. Manager Human Resources
	
	eg. Mainstream financial institutions


The next step is to see what elements of the dual-track management structure are in place and which elements are to dominate corporate strategy or business development.

For example:

	Management of both Tracks

	eg. Being set up



	Sustainability Improvement Track
	Sustainability Transformation Track

	eg. Largely in place 

(but the link to the Sustainability Transformation Track still to be set up)


	eg. Set up not yet commenced  /  CEO and Advanced Products Division manager hope that the Sustainability Transformation Track will dominate business development strategy




Managing both Tracks

The overall management of the dual-track management system should lie as far up the organisational as possible (ie. with someone in the top management team) – since the dual-track system is meant to have a very strong influence on the organisation’s strategy.

Top management needs to ensure that there is a consciously intended overall strategy or recognise and articulate the implicit overall strategy that makes sense of the two Tracks and their interplay.  Top management might also have a role in ensuring that people across the organisation (everyone?) have exposure to activity within the two Tracks.  Each track will have it’s own characteristics and some people will find that they can relate to and contribute most effectively to one of the Tracks.  There should be some mechanism in place to allow the best matching of people to each Track.

Determining your organisation’s preferred strategy for using dual-track management

Your organisation needs to have a clear idea during the current planning period of the role to be played by the dual-track management system.

Some possible roles are:

	
	Sustainability Improvement Track
	Sustainability Transformation Track

	1. 
	Main means of meeting regulatory and Environmental Management System requirements, and main source of new products
	For scanning horizon for surprises and to avoid dead ends, for educational purposes (and possibly to throw up new variations of products

	2. 
	For identifying and dealing with near term threats and viability issues
	Main source of new products and new business development


In some organisations one division might be a fast follower down the path to sustainability (using strategy 1 above) while another division might be a leapfrog trend setter with radical new products (using strategy 2).

With these strategies in mind (and with an open mind to develop other strategies not described here) you need to map out the best application of the two Tracks to each organisational unit in your organisation.

	
	Organisational Units

	Tracks
	Unit 1
	Unit 2
	Unit 3
	Other units etc.

	Transformation

(especially for sustainability)
	Role:

Why?


	Role:

Why?


	Role:

Why?


	Role:


etc.

Why?


etc.

	Improvement

(for all reasons)
	Role:

Why?


	Role:

Why?


	Role:

Why?


	Role:


etc.

Why?


etc.


The interplay between management tracks and sub tracks

	
	Sustainability
	Other issues

	Improvement Track
	

	

	Transformation Track
	
	


There are 6 relationships that could be considered but the relationships of most interest from the perspective of this paper are probably the interplay between:

· the Sustainability Improvement Track and the Sustainability Transformation Track

· sustainability and other issues within the Improvement Track

· sustainability and other issues within the Transformation Track

· the Sustainability Transformation Track and the Improvement Track dealing with non-sustainability issues.

Managing the Sustainability Transformation Track

The Sustainability Transformation Track should be part of a broader Transformation Track.

The purpose of the Sustainability Transformation Track is to deal constructively (in a doubly-practical way) with the need for transformation and the process of transformation.

There are a number of levels of engagement.  An organisation’s pattern of engagement might vary over time and not every organisation will have the same pattern.  The pattern of engagement may well vary between units within an organisation.  Possible levels include:

· a watching brief on transformation issues

· a discovery process to understand issues of why and how to engage with transformation

· an education process within the organisation to spread understanding of the issues of why and how to engage with transformation

· a keeping up process to ensure that the organisation or particular units can keep up/benefit from/not be disadvantaged by transformation processes generated by others

· a process of engagement and creativity to help drive forward the sustainability transformation through the activities and products of an organisation or organisational unit.  This could involve catalysing others to take needed actions that the organisation is not undertaking.

No matter what the level of engagement, the Sustainability Transformation Track should be focused centrally on the goal of “actually achieving sustainability, with the least loss along the way”.

Very few organisations currently have a Sustainability Transformation Track.  And even organisations that have a formal commitment to sustainability usually don’t have a Sustainability Transformation Track configured in the way recommended in this paper.  Almost all sustainability-orientated organisations currently aim to go towards sustainability rather than consciously trying to actually achieve it (with the least loss along the way).  But it will not be possible to achieve sustainability, fast, unless the goal is targeted explicitly.

Focusing on actually achieving sustainability with the least loss along the way prompts the following key questions:

· what are we trying to sustain

· why are we trying to sustain these things/attributes? (ethically, practically)

· how long are we trying to sustain these things or attributes?

· what needs to be done to actually achieve sustainability?

· what scale of action is needed? (within each society, across the world)

· what speed of action is needed? (within each society, across the world)

· how should sustainability actions be integrated with all the other things that society is doing?

People, societies and organisations will vary in what they think should be sustained, but there is wide support for sustaining the following:

· the community of life (from Earth Charter)

· human life - survival

· societies/communities/cultures

· the quality of human life

· the realisable potential of each human life

· nature/ other species/ biodiversity

· life support infrastructure

· resource supply infrastructure

· the social/economic value of non-renewable resources

· the ability of society to function, despite resource depletion

Broadly we want to sustain these, or other things, for two reasons:

· ethical – we care compassionately for some things

· practical – sustaining some things is necessary or helpful in achieving other goals

A simple way to bring the ethical motivations together is to use a 5-in-1 ethical framework, to care for:

· the traditional client/customer

· people locally

· people globally

· future generations

· nature
.

People’s potential and quality of life should be sustained for at least the lifetime of healthy people.  We would probably want to aim to sustain well-functioning human societies for an indefinite period (ie. there would be no default sunset period) and species of life should be managed to last the average period (about 2 million years) that they typically survived on average before humans were a major force in the environment (ie. before approximately 50,000 years ago).

Homeostatic sustainability model

To achieve sustainability we need to have in place a basic homeostatic
 protection mechanism.  That is, for each thing or attribute that is to be sustained a set of conditions should be identified which allows that thing or attribute to be maintained.  Mechanisms should then be put in place to stop movements outside those sustaining conditions and other mechanisms should be established to return the system to those conditions if the preventative mechanisms fail.  In addition, restorative or repairing mechanisms should also be in place to undo as much damage as possible that arises from the system straying from the sustaining conditions.  The capacity for reversal of localised damage/loss will often depend on redundancy in the system.

A key concept for preventing environmental damage due to straying beyond the sustaining conditions, is the idea of not systematically changing the environment for any length of time.  This has been elaborated by the Natural Step organisation into a number of system conditions relating to preventing damage from systematic increases in concentration of chemicals (from the earth’s crust and from the human economy) and for avoiding systematic biophysical damage to the environment.  These preventive rules are very powerful given that we cannot be sure precisely how and when we will damage the environment if systematic changes are occurring and yet we have learned from bitter experience that something will go seriously wrong at some stage.  So avoiding the systematic change is a very sensible strategy that can forestall many major problems.

Similar broad-brush anticipatory rules need to be developed to guide the return process to sustaining conditions if overshoot has been identified.  For example, a prima facie case for overshoot exists if human impacts drive environmental conditions outside the range of natural variability that exists over long periods of time.

For example, for over 400,000 years the atmosphere has not had a CO2 concentration in excess of 300 parts per million.  Human CO2 releases have now pushed atmospheric levels to 381 parts per million.  This suggests that overshoot exists.  It is arguable that steps should be taken to pull CO2 out of the air to bring concentration below 300 parts per million.  Overshoot clearly also exists in relation to habitat destruction for native species.  A repair program seems desirable to re-establish significant areas of habitat.


Given the known scale and seriousness of environmental problems, the homeostatic sustainability model described above will have to have major implications for:

· creating a sustainability-compatible economy

· social mobilisation

· organisational management

Creating a sustainability-compatible economy

Achieving a sustainability-compatible economy doesn’t mean creating a static unchanging situation.  What it means is creating a set of dynamic conditions so that sustainability (of the things that we/society values) will occur despite all the other changes in society and the economy that emerge over time.  Some of the key dynamics needed are:

· fully decoupling any growth in the economy from environmental damage/resource wastage 

· dematerialising dramatically

· cycling materials on a closed-loop basis (largely within the economy)

· using renewed resources (energy and materials)

· detoxifying dramatically to overcome overshoot and ensuring no systematic increase

· sustaining nature through habitat restoration and maintenance and through the reestablishment and maintenance of species distribution and abundance.

· achieving sustainability-compatible populations and ensuring no systematic increase.

After considering the nature, scale and urgency of economic change this needs to be turned into a transformation strategy for the societies at large and for individual players.
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For more detailed ideas on the economic change and technology challenge read Weaver et al. (2000), Elzen et al. (2004) and Hargroves & Smith (eds.) (2005).

Social industrial mobilisation

A large-scale profound change to the economy on a tight time frame will only be possible if there is an effective social mobilisation that goes beyond simply the actions of organisations to get new products and services into play.  One strategy for creating a relevant mobilisation is the Race to Sustainability.  See:

http://www.green-innovations.asn.au/Race-to-Sustainability.htm
A rule-of-thumb for thinking about the preferred scale and speed of change

When thinking of the issue of scale and speed a useful rule-of-thumb is to think in terms of 100% (change scale) and one or two decades (for the urgency of implemented change).

Sustainability-promoting organisation strategies

Whether or not a dual-track management system exists or not and whether or not sustainability is a major factor in this system, it will be necessary to develop or revise any existing Sustainability Transformation Track strategy.  This is because the approach set out in this paper is almost certain to be more rigorous than any other program already in place.

Before creating or updating such a strategy it will be necessary to explore the issues raised in this paper to ensure that that Sustainability Transformation Track is firmly focused on achieving sustainability with the least loss along the way.  When taken in its entirety this will be partially or largely new territory for almost all organisation.

The challenges uncovered can be usefully mapped to identify the key performance and capability gaps – using a stretch goal methodology. 
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Once the key issues and challenges have been explored and mapped, it is time to refine the role of dual-track management across the organisation as a whole.  The least level of engagement is the watching brief mode – but it will be most beneficial for society and the environment at large if the organisation tries to move as far and fast as it can to a process of full engagement and creativity.

This engagement should cover both the primary purposes (core businesses) of the organisation as well as peripheral purposes (businesses).  And most importantly it should encompass catalytic activities that are designed to ensure that somewhere in society action is taken to deal with all the other aspects of sustainability policy/action that the organisation finds are beyond its own direct capability.  (See Sutton 1997a, 1997b, 1999 for ideas about how sustainability-promoting organisations might operate).
To enable an organisation to maximise the depth of its own understanding of sustainability issues it is probably a good idea to build up at least some externally financable activities that require deep understanding.  This strategy also has the side effect of significantly growing the leading-edge of the ‘sustainability’ industry.  To develop these leading-edge areas the organisation needs to identify customers or clients that are highly demanding.  Leading-edge service provision can either:

· roll out the provision of current leading edge services, or

· create new deeper demand.

Both strategies are important.

With a well thought out plan for activities it is possible to refine and clarify the role of each organisational unit in relation to the Sustainability Transformation Track.  Clarity on what each organisational unit will do opens the way for an appropriate personnel development or recruitment program.

All current staff should be exposed to Sustainability Transformation Track programs, and those that cope / thrive in this environment should be further engaged.
For organisations that are usually operating in a competitive environment or that have a strong competition-orientated internal culture it will be necessary to carefully consider the appropriate application of competition and cooperation.

The achievement of sustainability will require massive changes in the current economic and to some extent social structures.  There will be a huge demand for paradigm-shifting innovation.  This is almost always beyond the capacity of any one organisation to orchestrate.  Changing the system as a whole is going to require very large scale and vigorous cooperation.  Only once the paradigm shifts are beginning to settle into place will it be possible for competition to be a dominant strategy (Elzen et al., 2004; Sutton, 2004).

Because of the breadth of change required to make sustainability a reality it will often be the case that key functions are most efficiently and effectively handled by outsourcing.  For example, there are quite heavy information requirements to work out what sorts of changes need to be made to the economy, society and the environment and it is beneficial if the generation of this information is well funded and the work of the highest calibre.  Most user organisation would not have the resources to support the necessary investment in the creation of this information.  However, many organisations pooling resources could easily afford the cost.  This pooling of resources can be accomplished through a combination of outsourcing, government and philanthropic investment and conscious pre-competitive collaboration.  Outsourcing is an essential and unavoidable strategy for small organisations.

The Sustainability Transformation Track is just one thread of concern for transformation faced by many organisations.  To gain maximum effectiveness in the transformation process organisations will need to coordinate and inter-relate many of its different transformation processes.  For example, transformation work might be needed to tap strategically valuable opportunities for the organisation or for society that are unrelated to sustainability.

There will also need to be a dialogue between the activities related to the Sustainability Transformation Track and the Sustainability Improvement Track.  For example the Sustainability Transformation Track will need to feed insights into the Sustainability Improvement Track to ensure that the activities in the Improvement Track converge as fast as possible and to the greatest possible extent on the trajectory of the Transformation Track.  It will also be important to try to identify innovation and restructuring dead ends that need to be voided.

Feedback is also needed from the Improvement Track to the Transformation Track to identify activities that are considered essential to the maintenance of organisational viability that nevertheless seem to lock-in behaviours or outputs that are not compatible with society achieving sustainability.  As soon as possible invention and innovation processes need to be initiated to overcome these apparent incompatibilities and make sustainability possible while ensuring organisational viability.

Managing the Sustainability Improvement Track

The Sustainability Improvement Track should be part of a broader Improvement Track.
The purpose of the Sustainability Improvement Track is to cope with and do better in the current reality that organisations or individuals face now.  It takes current limitations as a given, at least for the moment, and concentrates on:

· ensuring the current viability of the organisation

· meeting current pressing needs of society

· driving incremental improvement

· pushing the envelope of improvement to the extent that current limits allow

Most well-managed organisations will have some sort of Improvement Track in place (perhaps as a quality management program), although it might involve work on sustainability issues affecting society and the environment.

So if an improvement program doesn’t exist it should be put in place, and if it is not working on sustainability issues they should be brought within its scope.

Some of the things that the Improvement Track activities should be dealing with include:

· keeping close to customers, 

· keeping a close eye on the competition, 

· building on existing core competences, and 

· keeping a look out for trends or shocks that might threaten or favour the organisation over the next few years.

It is worth identifying the organisational units and people pro-actively involved in maintaining and driving the Improvement program, in general and the Sustainability element in particular, so that:

· sustainability issues can be managed consciously within the improvement context

· there can be deliberate dialogue between those involved in the Sustainability Improvement Track and the other issues aspects of the Improvement Track, and between the Improvement Track people and those involved in the Transformation Track.

The elements of the organisation that are clearly custodians or drivers of the Improvement Track are those involved in monitoring the organisational ‘environment’, carrying out strategic planning and new business, product and competence development and managing quality systems from an improvement perspective.

The Sustainability Improvement Track should take responsibility for:

· moving attitudes in organisation from ‘opposed’, ‘oblivious’, ‘disengaged’ right through to ‘altruistically eager to act’
· trawling through ideas generate through the Sustainability Transformation Track to find ideas that can in fact be acted on within the current reality

· avoiding (if at all possible) actions that might block the organisation from taking up initiatives developed by the Sustainability Transformation Track

· creating a path from the current approaches to those being generated by the Sustainability Transformation Track – this is important for clients who are not comfortable with an overt or fully developed transformation agenda

· feeding insights from the current reality into the Sustainability Transformation Track to make the transition more effective.

It is essential to be very clear about the aspects of the Improvement Track that are considered to be essential for the maintenance of organisational viability that lock in behaviours or outputs that are not compatible with society achieving sustainability.  Both the Sustainability Improvement Track and the Sustainability Transformation Track people then need to work on avoiding this lock-in.
Matching personalities to Tracks
Some people are psychologically predisposed to working in the Improvement Track or the Transformation Track.  This predisposition should be taken into account and even built upon by matching people, wherever possible, to the Track they are most comfortable with or excited by.

	
	Improvement Track
	Transformation Track 

	psychological characteristics
	· can work with the limitations of the present

· prefers highly structured problem domains
	· can handle unstructured & ambiguous situations/blue sky

· possesses a high level of creativity


Initiating and supporting the dual-track management approach

Developing the methodology: A pilot program

This paper has been written to provide a foundation for the establishment of a dual-track management approach to sustainability in a wide variety of organisation.  However there’s no doubt that there is much to be learned about how to make the approach work really well.

For this reason Green Innovations is looking for a variety of different types of organisations to join a pilot program to test and further develop the dual-track management method.

Please contact the author if you would like to discuss this idea.  Contact details can be found at the front of the paper.

Supporting the methodology development: funding and research contributions

If you or your organisation can assist the program to test and disseminate the dual-track management approach please contact the author.

Donations can be made online via a PayPal facility at:

http://www.green-innovations.asn.au/Dual-track-management-for-sustainability.htm
Support services/outsourcing/precompetitive collaboration

An initial assessment of dual-track management for sustainability suggests that there is quite a large body of vital knowledge that is not unique to particular organisations and there are important but infrequently used skill sets that most organisations cannot afford to maintain in house.  In this situation outsourcing is a way to cut costs of providing the information and deploying the skill sets.

Once the dual-track management system for sustainability is being used in some form or other in a number of organisations, it should be possible to support the existence of contractors and other outside providers.  But before this has happened and even after it has, there is much to be gained by using pre-competitive collaboration to support work that couldn’t easily be justified by any one organisation acting alone.  See the reference on pre-competitive collaboration (Sutton, 2004).

Organisations and entrepreneurs are encouraged to:

· use pre-competitive collaboration strategies to help dual-track management efforts become more effective where investments cannot be supported by organisation acting alone

· develop formal, ongoing services to support dual-track management for sustainability.

Green Innovations is available to help any interested organisation to initiate and utilise dual-track management for sustainability.

Please let us know about similar management approaches being developed or applied anywhere around the world

Three quarters of the way through writing this paper the author discovered that the term dual-track management was already being used the same way at the general level (ie. not referring specifically to environmental or social sustainability) by co-authors Dan McArthur and Larry Womack in 1995! 
  Thank goodness for web search engines!

Across the world there must be quite a few others who have worked out many of the practical steps for working with dual-track management – even as it applies to sustainability.  It would be very helpful if everyone interested in dual-track management could connect up with that experience.  So please let the author know if you discover other writers or practitioners who have worked in or are currently working in this area.  These additional resources will be linked to the Dual-track Management for Sustainability web page (see link in previous sub-section).

Initiating awareness and action

It looks as if the widespread adoption of dual-track management for sustainability will contribute significantly to the transformation process that will allow sustainability to be actually achieved with the least loss along the way.  This in turn will be made more likely if more people and organisations know about dual-track management for sustainability.

It is therefore recommended that people pass the concept on, and this in turn will be made easier if people actively distribute this paper through their networks.  The most up-to-date version of the paper can be downloaded from:

http://www.green-innovations.asn.au/Dual-track-management-for-sustainability.htm
Philip Sutton is also available to:

· give introductory talks and 

· provide training in the installation and application of the dual-track management for sustainability

Contact details for Philip are at the start of this paper.

This paper will be expanded and released as a book in late 2006 by Greenleaf Publishing
. 

Glossary

	Backcasting
	Identifying a goal or ideal to be achieved at some point in the future, and then creating an action plan that begins at the point of achievement and sketches out the sub-goals that need to be achieved and the actions that need to implemented between now and the full achievement of the stretch goal
.

	Double-practicality
	Not only “getting things done” but “getting things done that are equal to the challenges being faced”.

	Dual-track management
	A management method that short term necessities and the long-term necessities are worked on simultaneously and potential conflicts between goals are minimised.

	No major trade-offs
	A recognition that there are some goals that are so important that they should not be subject to major trade-offs, if at all possible.  Flexibility and feasibility should be pursued through major trade-offs of other goals or minor-trade-offs of the ‘protected’ goals.

	Stretch goals
	Goals that go beyond what is currently feasible and that are used to drive invention and innovation (rather than being used to drive negative management controls for punishing poor performance.
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Endnotes










Task 2: Reducing impact & restoring





Task 1: 100% decoupling





Person’s/ organisation’s social/ environmental focus





Organisation’s/ person’s business focus





Economy





Society





Environment





Journey No. 2 destination: 


to build competence to help society actually achieve sustainability, with the least loss along the way.





Eager to act for altruistic reasons





Eager to act for selfish reasons





Forced to act by external pressures





Oblivious / disengaged





Actively opposed





Journey No. 1 destination: to develop an altruistic concern for sustainability








�  Despite this extraordinary requirement, the Dutch Sustainable Technology Development program went on to develop methodologies that could actually achieve such efficiency improvements.  For example they developed methods for producing high quality food protein with a Factor 80 improvement in eco-efficiency (nearly a 99% efficiency improvement).


� Incremental transformation is not quite a contradiction in terms.  It is an approach to transformation based on general a vision, rather than a detailed backcasting plan, where it is hoped that fast incremental change will keep opening up possibilities until a full transformation is achieved.)


� Locally, globally, now and in the future.


� Homeostasis: the tendency of an animal or organism to maintain a constant internal environment regardless of varying external conditions.


� It would be very desirable to turn this rule-of-thumb into an active program of economy and infrastructure transformation.  While it would be much easier to carry out the transition over 30 years (or even more) it appears that in relation to some issue that amount of time may not be available.  For example, the implication of oil peaking and greenhouse ideally need to be substantially dealt ‘on the ground’ over the next decade.  This program could be perhaps be referred to as the first decade of the sustainability transformation.  See Hirsch et al. (2005) and the ‘dangerous climate change’ web links in the references.


�  � HYPERLINK "http://larrywomack.com/STRATEGIC%20OUTCOME%20MANAGEMENT.htm" ��http://larrywomack.com/STRATEGIC%20OUTCOME%20MANAGEMENT.htm�


Dan McArthur and Larry Womack


The strategic plan serves as the meeting agenda for the company’s senior group or executive committee (whatever it’s called). The strategies for improvement and change are the agenda items.  The executive committee is the keeper and monitor of the plan.  If strategies are off-course, it is their job to bring them back on course.  If one or more aspects of the TEMPO of change are more or less dynamic than predicted, it is the executive committee’s responsibility to call for an adjusted or new strategic action. Dan McArthur and I first introduced this dual-track management approach in Outcome Management:


Organization Track – dedicated to the continuous improvement of all the activities of the company to ensure operational efficiency.


Business Track – dedicated to changing the products and services of the company to ensure its continued relevance and success.


Most companies and their leaders are more comfortable managing improvement projects than managing projects for change.  But change alone provides opportunities for becoming an industry leader.  Elegant change plans require dogged implementation by the workforce and constant vigilance from senior management.  The greater the degree of difficulty of a desired outcome, the more likely the chance of its failure or the acceptance of mediocre results.  The executive committee must stay the course and be both firm and flexible in managing and monitoring the progress of a company’s improvement and change strategies, especially those dedicated to change. 


� http://www.greenleaf-publishing.com/


� A variant of future-based backcasting is “historical backcasting”.  In this case innovations that are considered to be of vital importance for the future are examined to see whether they have historical antecedents and when these antecedents first emerged.  The historical record is then examined to work out what the barriers were that prevented the desired innovation from being implemented at an earlier time.  Then counter-factual variations of history (alternative histories) are developed to identify the minimum change that would have been necessary to robustly ensure that the desired innovation emerged as early as possible.  This creative process can throw valuable light on how best to make the desired innovation happen in the future as soon and as effectively as possible.  A much richer picture of reality is available for the past than is available for the future – so this can help people gains a much deeper, more multifaceted understanding of change processes than is available from future-based backcasting alone.





