“We cannot solve our problems with the thinking we used to create them” Albert Einstein
In a Times magazine article published in 1970, economist Milton Friedman said the sole  purpose of businesses was to generate profit for shareholders. Friedman argued that businesses did not have a social conscience and only individual people have responsibilities. Friedman went on to suggest that corporate executives who decide to invest in, what we now call, Corporate Social Responsibility would be doing so to the detriment of shareholders, customers and employees:
“the corporate executive would be spending someone else's money for a general social interest. Insofar as his actions in accord with his "social responsibility" reduce returns to stockholders, he is spending their money. Insofar as his actions raise the price to customers, he is spending the customers' money. Insofar as his actions lower the wages of some employees, he is spending their money.”  (Friedman, 1970)
Friedman was stating that responsible businesses would in fact become less competitive and struggle to survive in a global economy. I believe that Einstein’s quote: “We cannot solve our problems with the thinking we used to create them”,  made more than a decade before, can be directly applied to Friedman’s theory in a sustainable development context. How can we solve the global challenges we face, identified by the United Nations Sustainable Development Goals in Graphic 1 below, with the same outdated thinking we used to create them?
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Graphic 1: The global issues we face today are captured by the United Nations’ 17 Sustainable Development Goals
It is clear that polluting local communities and poisoning potential customers is bad for business. Exploiting the workforce results in higher staff turnover, increases training costs and often results in the business missing out on the best people. Ignoring social issues, such as the local education system, will have a detrimental impact in the long-term as suitably skilled workers dry up and industry-wide skill gaps emerge. 
Business executives cannot place profits over planet and ignore social issues and expect the world’s problems to disappear. In 2010, 93% of CEO’s recognised that sustainability issues will be critical to the future success of their business (Accenture, 2010). Yet, the updated report in 2013, found that only 33% of CEO’s report that their business is making sufficient efforts to address global sustainability challenges (Accenture, 2013).
It is interesting that as the world recovered from the global financial crisis momentum in addressing sustainability issues declined. There was a perfect opportunity for business executives to reset  Friedman’s business rules of ‘increasing profit whilst engaging in open and free competition without deception or fraud’ and develop new rules of the game which address the world’s problems and build business resilience to external factors. Perhaps the global recovery from the COVID-19 outbreak presents a similar opportunity for business executives to re-write the rules?
[bookmark: _Hlk42515949]Re-setting the rules of business
Despite Friedman’s view that business executives should solely focus on delivering shareholder value, he does leave room for some optimism:
In a free-enterprise, private-property system, a corporate executive is an employee of the owners of the business. He has direct responsibility to his employers. That responsibility is to conduct the business in accordance with their desires, which generally will be to make as much money as possible while conforming to their basic rules of the society, both those embodied in law and those embodied in ethical custom. Of course, in some cases his employers may have a different objective.”
Firstly, Friedman refers to basic rules of society, but ‘engaging in open and free competition without deception or fraud’ is not going to solve worldwide poverty and hunger or reverse our ever-increasing atmospheric temperature. To help solve the world’s biggest problems and contribute towards all 17 United Nations Sustainability Goals (SDG), business executives must change the rules of the game and set boundaries for a new sustainable society.
In their video’s, Sustainability Illustrated identify four root causes of unsustainability and define the minimum conditions for full sustainability:
	Four root causes of unsustainability

	Minimum conditions for full sustainability

	1.
	We extract large flows of materials from the earth’s crust
	In a sustainable society, nature is not subject to systematically increasing concentrations of substances extracted from the earth’s crust.

	2.
	Accumulation of substances created by society 
	In a sustainable society, nature is not subject to systematically increasing concentrations of substances produced by society.

	3.
	Physically inhibit natures ability to run cycles
	In a sustainable society, nature is not subject to systematically increasing degradation by physical means.

	4.
	Barriers to people meeting their basic human needs worldwide
	And in this society, people are not subject to conditions that systematically undermine their capacity to meet their needs.


(Sustainability Illustrated, 2014)
Forward-thinking business executives should use these four minimum conditions to develop organisational-specific rules which organisations could follow to help them adhere to a new sustainable business model and help solve the global challenges we are facing.
In his statement, Friedman goes on to acknowledge that some business owners may have different objectives to just growing profits. For example, the emergence of the social entrepreneur. People like Blake Mycoskie, founder of TOMS and credited for the Buy One, Give One model, is addressing social issues such as poverty and hunger (Wilson & Hopewell, 2018) as well as growing a very profitable business. It is businesses executives like Mycoskie, who understand the external environment in which they operate and the factors that can affect their operations, both positively and negatively, who are helping to solve the world’s problems. 
Business executives looking to develop and embed a new sustainable business strategy need to be informed by their context, aware of internal and external factors, able to adapt with these in mind and conscious of the consequences of change (Bell, 2020). Understanding of the external macro environment or ‘big picture’ in which it operates can be achieved through PESTLE analysis. Political, Economic, Sociological, Technological and Legal factors are often those which are beyond the control or influence of a business, however, are important to be aware of when undertaking business or strategy planning (Morrison, 2007). 
A SWOT analysis often compliments PESTLE analysis by considering the actions which can be taken internally to the business environment. It allows business executives to focus on strengths, helps to build on weaknesses, take advantage of opportunities and minimise the impact of potential threats to the business. 
Nike’s Vice President of Sustainable Business and Innovation, Hannah Jones, now recognises that until the mid 1990s Nike did not understand the external environment in which they were operating and failed to identify a new business paradigm in the world – a shift in customer expectations on a company. This resulted in a PR crisis over child labour and poor working conditions throughout Nike’s global supply chains. It was this consumer backlash that prompted Nike to start to analyse their position internally and externally. Jones recognises that the journey from the mid 90s has seen Nike begin to recognise and understand their environmental and social impacts and now sees the Sustainable Business and Innovation function sitting at the heart of Nike’s growth strategy (Jones, 2012). 
There is now clear evidence to demonstrate the value of placing sustainability at the centre of business strategy. In his 2013 TEDx Talk, Sustainability Consultant Bob Willard describes how a typical small to medium sized company (six employees and £1m turnover) could increase profits by 51%. Even more impressive, a large company (1,000 employees and £500m turnover) could increase profits by at least 81% compared to business as usual. Willard says that these figures can be achieved in just three to five years by implementing tried and tested sustainability processes (Sustainability Illustrated, 2014).  Also, in their 2003 paper, Creating Sustainable Value, Hart & Milstein show that by linking the global challenges associated with sustainable development, business executives can contribute to a more sustainable world while simultaneously driving shareholder value (Hart & Milstein, 2003).
This new business paradigm seems a long way from Friedman’s view that role of business executives is to make as much money as possible. The game has changed and is evidenced by nearly 200 American companies, including Apple and Amazon, saying shareholder value is no longer their main objective. The reimagined idea of a corporation drops the age-old notion that corporations function first and foremost to serve their shareholders and maximize profits. Rather, investing in employees, delivering value to customers, dealing ethically with suppliers and supporting outside communities are now at the forefront of American business goals, according to the statement (Fitzgerald, 2019).
In his 2019 annual letter to shareholders, Chairman and Chief Executive Officer of BlackRock, Larry Fink, said: “Purpose is not the sole pursuit of profits but the animating force for achieving them. As divisions continue to deepen, companies must demonstrate their commitment to the countries, regions, and communities where they operate, particularly on issues central to the world’s future prosperity”. 
Sustainability is driving innovation
Business executives must change their way of thinking and embrace the new rules of the game. Many think they must choose between the social benefits of developing sustainable products or processes and the financial costs of doing so – believing sustainability erodes competitiveness, particularly from rivals in developing countries where sustainability pressures may not be as strong. Nidumolu, Prahalad, Rangaswami identified five distinct stages of change:
· Viewing Compliance as Opportunity 
To ensure that compliance with norms becomes an opportunity for innovation
· Making Value Chains Sustainable
To increase efficiencies throughout the value chain
· Designing Sustainable Products and Services 
To develop sustainable offerings or redesign existing ones to become eco-friendly
· Developing New Business Models
To find novel ways of delivering and capturing value, which will change the basis of competition
· Creating Next-Practice Platforms
To question through the sustainability lens the dominant logic behind business today.
By treating sustainability as a goal today, early movers will develop competencies that rivals will be hard-pressed to match. That competitive advantage will stand them in good stead, because sustainability will always be an integral part of development. (Nidumolu, Prahalad, Rangaswami, 2009)
Applying stakeholder theory to sustainability management
Despite his idea that maximising profits was the sole responsibility of business executives, Friedman also alluded to ‘shared value’:
“There are not values, no "social" responsibilities in any sense other than the shared values and responsibilities of individuals.”
This implies both businesses and society at large (and the natural environment) may have mutual challenges or issues that they wish to address. In their paper entitled Applying Stakeholder Theory in Sustainability Management: Links, Similarities, Dissimilarities, and a Conceptual Framework, Horisch, Freeman and Schaltegger (2014) suggest a move towards sustainability-centric value creation relies on a focus on stakeholders and the creation of a balance agreement between stakeholders, through agreed collective value. They identify three core challenges which must be overcome:
1. Business executives must anchor sustainability in the mindset off all stakeholders
Firstly, all stakeholders need to be identified. These may include, but not be limited to consumers, businesses as consumers, financiers, employees, environmental interest groups, regulators, lenders or investors and standard setters. 
2. Business executives must create mutual sustainability interests
The second challenge is recognising that all stakeholders may have varying sustainability interests, maybe even conflicting interests. For example, and returning to Blake Mycoskie and his business TOMS, the ‘buy one, give one’ model aims to help end poverty in Africa and pleases consumers in developed countries as they assume they are doing good. However, stakeholders located near to TOMS factories, employees or in the communities where donations are made, conflicting interests are seen. By displacing the pre-existing shoe industry and reducing the demand for employment local economies and people are suffering (Wilson & Hopewell, 2018).
Sustainability challenges are more likely to be overcome if they are addressed collectively, based on common values (Horisch, Freeman and Schaltegger, 2014).
3. Business executives must empower societal and environmental interests
As the state of our natural environment continues to deteriorate, it is clear that stakeholders are not satisfactorily considering nature. This makes the identification of and engagement with appropriate environmental interest groups crucial to success. This group of stakeholders should function as such intermediaries for nature.
The diagram below suggests three interrelated mechanisms, education, regulation, and value creation, which can be used by business executives to help address the above challenges:
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A conceptual framework for strengthening the sustainability mindset, creating mutual sustainability interests, and empowering stakeholders (Horisch, Freeman and Schaltegger, 2014)
· Education
Business executives should invest in education for sustainability. Business performance and progress towards the United Nations Sustainable Development Goals are increasingly linked to opportunities and risks driven by environmental and social trends (Norman, 2018). Skills for sustainability are vital for business leadership, innovation and a productive, adaptable workforce. Business executives can gain a competitive advantage by ensuring their employees are equipped with the skills and knowledge needed to identify future risks and potential opportunities brought by the new business paradigm. 
· Regulation
With climate change, shrinking non-renewable energy resources and environmental incidents – the latest being the Russian spill of 20,000 tons of oil into  an Arctic river – making headlines, its clear governments worldwide are enacting regulations to protect the environment. Business executives should see this as an opportunity to gain a competitive advantage by being early adopters and securing sustainability and environmental standards.
The Eco-Management and Audit Scheme (EMAS) and various ISO standards (e.g., ISO 14.001, ISO 14.030, ISO 14.040, ISO 26.000) all help businesses to improve their sustainability management and motivate to involve stakeholders – this helps to  create mutual sustainability interests.
· Value Creation
Value creation is vital. If the initiative or activity does not benefit the business and all stakeholders it is likely that it will not succeed. Sustainability-based value creations must create monetary value for the business and make sufficient quality of life improvements for each stakeholder in order for them to cooperate.  
Horisch, Freeman and Schaltegger give the example of pollution permit trading schemes, such as the European Union’s Emissions Trading Scheme. This is a good example of how mutual interests can be created for different stakeholders based on the idea of sustainability-based value creation for stakeholders. Businesses benefit as it makes financial sense to reduce emissions. It creates additional business opportunities for early adopters and support servies – think sustainability and environmental consultants. Environmental stakeholders favour trading schemes because they force action. Governments generate income. And, society, including future generations benefit through cleaner air and less pollution. 
A recent example in the United Kingdom, is the introduction of the mandatory Energy Savings Opportunity Scheme (ESOS).  ESOS is a mandatory energy assessment scheme, introduced by the UK government to make sure large enterprises in the UK are energy efficient. Under the scheme, large organisations are required to assess their energy usage every 4 years and to find new ways to save energy (Carbon Trust, 20202). Although ESOS is not a trading scheme, businesses benefit by realising energy saving opportunities and saving money. Governments benefit through the achievement of carbon reduction targets. And again, society benefits through reduced pollution.
Business executives need to identify or create sustainability-based value creations that make business sense, through savings or new business opportunities, and benefit all stakeholders.
Implementation of corporate sustainability management
For a business to truly place sustainability at the heart of the business, like Nike did in the 1990s and recommended by Bob Willard, environmental and social issues need to be integrated into the general management system of the business. To help business do this, Kaplan & Norton developed the balanced scorecard model in the early 1990s. The aim was to measure business performance using both financial and non-financial data. Their framework was based on four perspectives:
· Financial
· Customer
· Internal processes
· Learning and growth
This framework would allow executives to align business activities to the vision and strategy of the business, improve internal and external communications, and monitor business performance against strategic goals (Riley, 2020). Today, this initial concept of the balanced scorecard provides business executives the opportunity to incorporate environmental and social factors into the general management system of their business – what we now call the triple bottom line.
In his 2017 video titled Example Business Sustainability Strategy Map with Future Fit Goals, Brett Knowles demonstrates how Kaplan & Norton’s four perspectives can be adapted into a Sustainability Strategic Map. In the video, Knowles shows how a business’ corporate strategy is reliant upon societal, environmental and economic factors and business executives should be looking for “a new break even point, where taking and receiving is in balance” (Knowles, 2017). He identifies the financial success of the business is reliant upon meeting customers needs. In order to meet customer needs, the business needs to have the right internal process in place and the right people working in line with these processes. There is a cause and effect up and down this framework – for instance, poor internal processes may result in poor quality products, which in turn results in poor customer satisfaction, which negatively impacts financial performance. However, as well as up and down this system, each of the factors (financial, customers, internal process and employees) are interlinked to society and environment. Employees and customers are part of society, the business processes may require natural resources from the environment and the process my result in impact on both society and the environment.
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Brett Knowles’ Sustainable Strategy Map showing business sustainability goals (Knowles, 2017).
Business executives should use this Sustainable Strategy Map to develop headline business goals that will help their business achieve their corporate strategy – profitable growth, improve society at large and no environmental harm. No business would survive without these. Business executives should develop underpinning business-specific goals related to their industry and countries, regions and communities in which they operate. These goals should contribute towards the United Nations Sustainable Development Goals and collectively, address the problems our world faces today and in the future.
There are numerous tools available to help business executives develop and focus their sustainability goals. Knowles acknowledges that his Sustainable Strategy Map is developed from a businesses existing corporate strategy and sustainability best practices identified by the Future Fit ‘break even’ Goals.
Through its 8 topics, 23 underpinning Break-Even Goals and aspirational Positive Pursuits, the Future-Fit Business Benchmark offers a holistic framing for companies to consider all their social and environmental impacts (Future-Fit Business, 2020). Each of the Future Fit Break Even Goals has been mapped to the Sustainable Development Goals and allows business executives to see how their goals, on any scale, are contributing towards addressing world problems.
In the United Kingdom and similar to Future Fit, the Social Value Portal aims to support business executives to develop sustainability goals by providing a framework of National Themes Outcomes and Measures (TOMS) – not the shoe company mentioned earlier!!
The aim of the National TOMs Framework is to provide a minimum reporting standard for measuring social value. For those organisations (private and public) just starting out on their journey to embed social value into their management processes, it provides an easy to use solution that is immediately available, and may be applied to any project (The Social Value Portal, 2020).  The National TOMs Framework has been designed around 5 principal issues:
· Jobs: Promote Local Skills and Employment
· Growth: Supporting Growth of Responsible Regional Business
· Social: Healthier, Safer and more Resilient Communities
· Environment: Decarbonising and Safeguarding our World
· Innovation: Promoting Social Innovation
There are 20 Core Outcomes and 38 Core Measures (sustainability goals) all of which have been mapped to the Sustainable Development Goals. The Social Value Portal provide a useful interactive tool which allows business executives to select their Core Measures and see the impact each measure is having on the Sustainable Development Goals (https://socialvalueportal.com/global-goals-national-toms/). The Social Value Portal also talks in pounds and pence. It allows business executives to put monetary values on the social value they are delivering.
Both the Future Fit Goals and Social Value Portal allow business executives to use the Sustainability Strategy Map to measure and report sustainability performance to multiple stakeholders. This helps to anchor sustainability in the mindset off all stakeholders, create mutual sustainability interests and empower societal and environmental interests, overcoming the challenges identified by Horisch, Freeman and Schaltegger.
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The Social Value Portal visualisation tool which maps 38 core measures against the 17 Sustainable Development Goals
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