Master of Science Thesis

Supporting sustainable packaging
decisions

A design proposal for increased sustainability focus in
ICA Special’'s packaging development process

DANIEL BERG
OSKAR SAMUELSSON

SUPERVISOR: ANNELI SELVEFORS
EXAMINER: HELENA STROMBERG

CHALMERS UNIVERSITY OF TECHNOLOGY Department of Industrial and Materials Science
Gothenburg, Sweden 2019 Division of Design & Human Factors



Master of Science Thesis, IMSX30

Supporting sustainable packaging decisions

A design proposal for increased sustainability focus
in ICA Special’s packaging development process

© Daniel Berg, Oskar Samuelsson

Department of Industrial and Materials Science
Chalmers University of Technology

SE-412 96 Goéteborg, Sweden

Telephone +46(0) 31-772 1000

Cover photo: Daniel Berg, Oskar Samuelsson
Print: Chalmers digitaltryck

Goteborg, Sweden, 2019



AKNOWLEDGEMENTS

This master’s thesis was carried out at the Industrial Design Engineering master’s
programme at Chalmers University of Technology in spring 2019. The project cov-
ered 30 credits and was conducted under the division of Design and Human Fac-
tors, at the department of Industrial and Materials Science.

First of all, thank you to Anna Sandvik, Ulrika Rénnholm-Olsson, Lena Bergendahl
and Annelie Carlsson, our supervisors at Ica Special, for initiating the project and
supporting us throughout it. Your active participation and engagement in the pro-
ject have been a huge asset.

Thank you to all employees at Ica Special who participated in interviews and work-
shops, your invested time and interest have meant everything for this project. With-
out your answers and creative ideas, this project would have been a lot harder to
conduct, and a lot less exciting. Thank you everyone else at Ica Special, who took
their time to answer questions and help us out when we needed it.

Thank you to the suppliers participating in interviews. You provided us with knowl-
edge that helped the insights in the project become more nuanced.

Thank you Sofia Pernbert and Malin Wistréom, our opponents, for the great feedback.

Thank you Helena Strémberg, our examiner, for supporting us and coming with rel-
evant feedback regarding the project and the report.

Finally, our warmest thank you to Anneli Selvefors, our supervisor at Chalmers. Your
support and advice throughout this project has been extremely valuable to us. Your
uplifting and on-point input helped us get back on track whenever we were in doubt.

Gothenburg, June 12th 2019

Daniel Berg and Oskar Samuelsson



ABSTRACT

Packaging fills an important role by protecting goods as they move through the sup-
ply chain. If designed correctly, the benefits outweigh the disadvantages from an
environmental sustainability perspective. However, finding this balance is not easy,
especially when this responsibility is assighed to someone who is not an expertin the
field. This study aimed to investigate how design could be used to support sustain-
able decisions regarding packaging. The study was conducted in collaboration with
Ica Special, the division that is responsible for the majority of non-food goods sold at
the Swedish retail company Ica.

The study consisted of two phases, where the purpose of the first was to identify
opportunities for increased environmental sustainability connected to decisions
regarding packaging of non-food goods. To do this, interviews, workshops and field
studies were conducted which formed the basis for the results of the first phase, a
set of guidelines that should be regarded when implementing the design concept, in
order to successfully support the development of sustainable packaging at Ica.

In phase two, the purpose was to design a concept that could facilitate the selec-
tion of sustainable packaging alternatives during the decision-making process. The
guidelines for implementation was used during the ideation, where ideas were de-
veloped for how to improve the packaging development process from a sustainabili-
ty perspective, as well as how to support product managers throughout this process.
The phase resulted in a design concept consisting of two artefacts and a proposed
working procedure. The first artefact is an informative packaging guide which aims
to increase product managers’ and suppliers’ awareness and knowledge of sustaina-
ble packaging. The guide also contains a set of questions that can be used to identify
packaging in the existing assortment that should be revised, and how these should
be prioritised. The second artefact is an interactive checklist, which is to be used as
a quick-assessment tool when choosing packaging for a new private label product.
The proposed working procedure aims to standardize the packaging development
process at Ica, and provides guidance for product managers on how to utilise the
designed artifacts in an efficient way.

The designed concept is the result of an extensive study where multiple stakehold-
ers that in some way affect or are affected by the packaging development process
have been included on several occasions. It also encompasses the majority of as-
pects that affects the packaging sustainability. It can therefore be argued that it will
aid in the development of sustainable packaging at Ica Special.



TERMINOLOGY

Artefact: This term refers to any man-made tangible or intangible
object, for example a product or a service.

Ica Special: The division of Ica Gruppen responsible for the majority
of non-food products in their assortment. They will further on in the
report be referred to as Ica.

Private label: Products sold under the brand of a retailer but pro-
duced by another company.

Packaging development: In this report, this term refers to the op-
timisation of a package in the purchasing process between retailer
and supplier.

Sustainability: If nothing else is stated, this term refers to environ-
mental sustainability throughout the report.
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O1. INTRODUCTION

This chapter outlines the background, aim, research questions and demarcations of
the project, as well as an overview of the report disposition and the project process.



1.1 BACKGROUND

In modern economy, packaging plays a fundamental role as the majority of products
we consume are bought and not produced by ourselves. Packaging is necessary in
order to ensure protection when these products are being transported from pro-
ducer to consumer. However, the fact that packaging generally is disposed of after
use means that the environmental impacts are considerable. In 2016, the accumu-
lated waste generated from packaging in the European Union was estimated to
86,689,000 tonnes (Eurostat, 2019).

Sustainable packaging is getting increased attention by consumers, partially due to
implementation of new legislations from governments (Pawaskar, Raut & Gardas,
2018). According to a study conducted by Innventia, consumers prefer paper over
plastic in packaging and tendencies to refrain a purchase due to an unsustainable
packaging is not uncommon (Innventia, n.d.). In a survey from 2018 conducted in
seven european countries, over 50 percent of the respondents had switched brands
due to concern for the environmental impact of the packaging. Moreover, nine out
of ten respondents wanted labelling demonstrating the environmental status of the
packaging (Pro Carton, 2018).

Organisations are also starting to attend to the problem. In 2018, the Swedish Food
Retailers Federation announced that all its members should have packaging that is
either fossil-free or recycled by 2030 (Jonsson, 2018). Swedish FTI, Forpacknings-
och Tidningsinsamlingen, who are responsible for collecting and managing disposed
packaging, will in 2020 increase their fee for packaging materials not compatible
with recycling systems. This will distinguish paper and plastics with good or bad re-
cyclability as an incentive for companies to develop better packaging.

However, packaging is a complex matter as it serves different stakeholders many
different purposes at different parts of its life-cycle. Producers want it to protect
the product throughout the supply-chain, retailers demand marketing attributes
and consumers want the packaging to be informative. This means that meeting, or
exceeding, sustainability goals by making sustainable decisions regarding packaging
can be hard.

Ica Special, the part of Ica Gruppen responsible for the majority of non-food prod-
ucts offered at Ica’s retailing stores, initiated this project as the organisation is cur-
rently increasing its environmental sustainability focus. The scope for this project is
to develop a concept that provides guidance on how to make sustainable packaging
decisions for their employees involved in developing and purchasing products and
packaging from suppliers. Although sustainability in a business context must ac-
count for environmental, economical and social aspects (Svanes et al., 2010), the
focus of this thesis is to improve the environmental sustainability of packaging de-
veloped and purchased at Ica.

1.2 PURPOSE

The purpose of this project is to identify opportunities for increased environmental
sustainability connected to decisions regarding packaging of non-food goods at Ica
Special and to design a concept that facilitate the selection of sustainable packaging
alternatives.



1.3 RESEARCH QUESTIONS

The following four research questions were posed and explored in order to achieve
the defined project purpose:

e Which factors determine if one packaging alternative is more sustainable
than another?
The concept being designed has to encompass the different factors that affect the
packaging sustainability.

e What factors, apart from environmental sustainability, affect packaging deci-
sions at Ica Special?
In order for the concept to be viable it must regard other demands than environ-
mental sustainability as well.

e How are packaging decisions made at Ica Special today?
By understanding how and by whom packaging decisions are made, one can derive
where (and if) pitfalls and lack of knowledge exist that hinders the most sustaina-
ble option to be chosen.

e Can an artefact be designed that facilitates the selection of sustainable pack-
aging?
Ideation of concepts and following evaluation will be done to derive answers re-
garding if the insights gained can result in an artefact that aid and facilitate the
product managers’ decision making.

1.4 DEMARCATIONS

The project focuses on the packaging development of Ica’s private label products, as
Ica has greater control over the process from design to store on these goods com-
pared to third-party label products.

The project does not focus on designing alternative or new packaging solutions.



Figure 1.1

The project
process

1.5 PROJECT PROCESS

The project consisted of a research phase and a concept development phase, see
figure 1.1. The research phase investigated how Ica conduct sustainable packaging
development today. User and stakeholder needs and attitudes towards increased
focus on sustainable packaging were also heavily emphasised. This phase result-
ed in a number of guidelines that should be met by a design concept in order for it
to facilitate the development of sustainable packaging. The concept development
phase consisted of ideation-, prototyping- and evaluation methods which aimed at
producing an concept that regarded all aspects of sustainable packaging and met the
defined guidelines. This phase resulted in a concept consisting of two artefacts and a
proposed process for how to develop sustainable packaging.

Phase 1 Phase 2
Activity Output Activity Output
User studies Guidelines for Concept Final
& research implementation development design concept

1.6 REPORT DISPOSITION

The report is structured as follows: First, relevant theory is presented. Secondly, the
two phases are described one at a time, starting with the process undergone fol-
lowed by the results of that phase. Lastly, the overall results and conclusions from
the study are presented and discussed.



1.7 INTRODUCTION TO ICA SPECIAL

As mentioned, this project is conducted at Ica Special, the division of Ica Gruppen
responsible for the majority of non-food products in their assortment. The product
categories they maintain are; kitchen supplies, cleaning supplies, garden, lighting
and light sources, candles, disposable products, consumer electronics, clothing, me-
dia and home office. Since Icais a retailing company all products in their assortment,
including their private label products, are produced by suppliers. The process from
sourcing a new product to it being bought by a consumer involves many decisions
and actions from several roles. The details and connections between these roles will
be further explained later on in this report. However, below is an introduction to the
essential roles involved in the decision making process regarding the products and
their associated packaging.

Advertising: Makes all graphical design on the private label products, both decision
on the general design templates and the fitting to each product in the assortment.

Category manager: Has the overall responsibility and is in charge for strategies in
each of Ica’s product categories.

Corporate responsible: Makes sure all products comply with current regulations.
Also construct the internal goals and requirements on social, environmental and
quality factors.

Logistics: Makes sure the transportation from supplier to the stores is safe and effi-
cient. Has responsibility for both the actual transport and warehousing.

Merchandiser: A role at Ica Global Sourcing (IGS), situated in Asia, responsible for
sourcing suppliers in that region.

Private label coordinator: Responsible for coordinating the development of prod-
ucts and their packaging sold under Ica’s private labels.

Private label strategist: This function owns the strategic decisions for all products
sold under the private label.

Product manager: The most extensive role, whose work tasks stretch from sourcing
products and changing designs to meeing budget demands. The role is also responsi-
ble for packaging development.

Product manager assistant: Has the main responsibility in aiding the product man-
agers in administrative tasks.

Space manager: Is responsible for layout and product placement in-store, as well as
the number of products that should be displayed on shelves.






02. THEORY

This chapter presents the necessary theoretical frameworks regarding sustainabil-

ity and packaging. The definition of a product-packaging system is explained, after

which the general life-cycle of a package is described. The chapter concludes by pre-
senting the factors that affect the sustainability of a product-packaging system.



Figure 2.1

Packaging units
and how they
relate

2.1 PRODUCT-PACKAGING SYSTEM

In the eye of a consumer, the packaging of a product in most cases refers to an en-
closing material around the actual product one aims to buy. This unit is in retailing
defined as primary packaging. The purpose of the primary packaging is, apart from
being sustainable, to protect and preserve its contents, present adequate informa-
tion and facilitate display of the product. Before this can happen, several steps are
required. First, products are transported from factory to stores or distribution cen-
trals on pallets and in order to organise, conduct safe transport and distribute the
appropriate number of products to each store, one or two additional levels of pack-
aging are used. The level above primary packaging is defined as secondary packaging
(ECR Sverige, 2018). The main tasks of secondary packaging are to hold several pri-
mary packages in order to stow them on a pallet and to allow for easier distribution
of products to each store. Depending on the size of the secondary package, a tertiary
package could be required in order to secure it on the pallet (ECR Sverige, 2018).
Figure 2.1 illustrates the relation between the various levels of packaging used in
distributing a consumer goods, from primary packaging to pallet.




2.2 LIFE CYCLE OF A PACKAGE

The life cycle of a package consists of the five stages illustrated in figure 2.2; sourc-
ing, manufacturing, distribution, use and end-of-life (Sustainable Packaging Coali-
tion, Green Blue Institute, 2006).

Resource extraction

ddd

Manufacturing
of materials

-

Supplier

LJ

Distribution

060

Consumer

Sourcing includes the extraction of raw materials, e.g. polymers and paper pulp, or
utilizing recycled content as feedstock. In the manufacturing stage, materials are
manufactured and then converted into packaging. The distribution stage includes
transportation all the way from the manufacturing location to the end-customer, as
well as intermediate warehousing and retailers. The use stage includes the use and
disposal of the packaging by the end-customer. In the end-of-life stage, the packag-
ing can take four different paths: landfill, incineration, composting or recycling. Re-
use is also a possible path, where the packaging could return from the customer to
the retailer, or from the retailer to the product manufacturer (Sustainable Packaging
Coalition, Green Blue Institute, 2006).

Flgure 2.2

The packaging
life-cycle



Figure 2.3
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2.5 SUSTAINABLE PACKAGING

Svanes et al. (2010) stresses the importance of considering all three pillars of sus-
tainability during development in order for innovation to be viable. This include en-
vironmental sustainability, economic viability and social equity. Economic- and social
sustainability already have high priority at Ica. To gain an increased balance among
them, this thesis focuses on improving the environmental sustainability of packaging
at Ica, which is wht the presented definition of sustainable packaging regards the
environmental aspects of sustainability.

There is a widespread consensus in the reviewed literature concerning the factors
affecting the sustainability of a product. All factors are not mentioned unanimously
but there is a common core. This section will present the eight different factors
identified in the literature that should be considered in packaging development with
respect to environmental performance. A solution for how to balance the different
aspects of sustainability could not be found anywhere in the reviewed literature.
Neither were any findings presented on how to balance sustainability demands with
the economical viability of a product, when these two clash.

Product Weight and Type of
protection volume material

Compatability with Transportation

existing recycling
systems

Production and Consumer
manufacturing information

Product protection

One of the primary purposes of the package is to protect and preserve the quality
of the product it is associated with (Azzi, Battini, Persona & Sgarbossa, 2012). If this
fails the environmental impact of the entire product-packaging system will probably
increase due to a discarded product that can not be sold. This is due to the product
and not the packaging often being the biggest contributor to negative environmen-
tal impact (Lewis, Fitzpatrick, Verghese, Sonneveld & Jordon, 2007).

Factors that affect packaging sustainability:
e Degree of product protection



Weight and volume

Two intertwined and important factors are the weight of material used in a package
and the volume of the package itself related to size and shape of the product. These
factors refer to reducing unnecessary material in the package as well as making sure
the volume is optimized for its purpose, since unnecessary material uses excessive
resources. Lewis et al. (2007) describe this matter as efficiency in packaging volume
and weight. Svanes et al. (2010) describe it in terms of material intensity and degree
of filling. What both sources agree on is that these optimisations should never over-
rule the minimum requirement for protection of the product.

Factors that affect packaging sustainability:
e Packaging weight
e Packaging volume

Type of material

In the job of optimising a package for the best environmental performance, the
choice of material is an important factor. However, deciding what aspects of mate-
rial to consider and how to prioritise them is far more complex. In literature, four
aspects that regard the sustainability of a package based on its material are men-
tioned. However, no source define how to prioritise among them.

According to Astrup, Fruergaard and Christensen (2009) the required energy and
climate impact is generally always lower for recycled material compared to its vir-
gin counterpart. Therefore, a material that is recyclable should be used in all cases
possible, to as high fraction of the total package material as possible. Materials in
Sweden relevant to this project are, according to FTI (20183, b), paper, cardboard
and variations of polypropylene and polyethylene.

Plastic has not historically been considered as a renewable material, that definition
has only been denoted to fiber-based materials e.g. paper or cardboard. This has
changed though and today plastic can be made from bio-based sources such as corn
and and sugar canes (Spierling et al., (2018). The plastic made from these resources,
defined as bio-plastic, can have the same mechanical properties and material struc-
ture as their fossil based counterparts, meaning no difference in practical applica-
tions according to FT1(2018b) and Sperling et al. (2018). Bio-plastics are mentioned
by numerous sources to have great potential save carbon dioxide equivalents (CO,
eq) compared to fossil counterparts (Spierling et al., (2018) and (Tsiropoulos et al.,
2015). However, current calculation methodologies and production methods vary
in their data to give a definite answer to this matter, meaning no unambiguous rec-
ommendations for all situations can be given.

The use of recycled material is always preferable from an environmental point of
view. Sevigné-Itoiz, Gasol, Rieradevall and Gabarrell (2015) express that the exact
environmental savings from using recycled plastic instead of virgin plastic depends
on where the material is recycled, mainly due to the electric consumption of the re-
cycling plant. However, all of their case studies still showed a net saving in using re-
cycled content. This is also confirmed by Astrup, Fruergaard and Christensen (2009)
and Mourad, Garcia, Vilela and von Zuben (2008). Clean fractions of plastic can be
recycled infinite times (Wallman & Nilsson, 2011) meaning the potential saving of
continuous recycling is significant. An active choice of using recycled material in

11
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package development is therefore desirable when a plastic material must be used.
Paper does not have the same difference in Global Warming Potential, GWP, as plas-
tic in regards to virgin and recycled pulp. The production of paper pulp does not in-
troduce as much CO, in the atmosphere as plastic from fossil sources does, though
recycling is still preferable (Mourad, Garcia, Vilela & von Zuben, 2008). The quali-
ty of paper pulp decreases with each recycling stage, leading to loss in mechanical
properties and ability to be used in packages where i.e. high quality print is desired
(Mourad, Garcia, Vilela & von Zuben, 2008). With a maximum recycling of five times
for an entity of paper pulp, virgin material can not be replaced completely. Neverthe-
less, using recycled pulp will decrease environmental impact.

The choice of material should also be based on the recovery value of a material. FTI
(2018b) has in addition to what materials are recyclable declared the actual second-
ary market for the most common plastics. Because even if one material can be recy-
cled, if the quality is too poor or the price too expensive for an actual implementation
thereis noreal value in recycling. PP,HDPE and LDPE-film are all considered to have
a good recovery value according to FTI (2018b). PP-film is possible to recycle but
should be avoided since the market is not as extensive as for LDPE-film. PET bot-
tles also have a good recovery value, but no other packaging of that material. Poly-
styrene (PS), expanded polystyrene (PS) and polyactic acid (PLA) are fairly common
plastics that can be separated in the recycling facilities but there is currently lacking
treatment methods for these plastics, which means that they should be avoided by
all means possible (Férpacknings- & tidningsinsamlingen (2018b).

Factors that affect packaging sustainability:

Amount of recyclable material
Amount of renewable material
Amount of recycled material
Recovery value of material

End of life

How the packaging material is treated at its end of life greatly affects its environ-
mental impact, as producing new resources are the biggest contributor to GWP (As-
trup, Fruergaard & Christensen, 2009). There are three potential paths at this step;
reuse, recycle and waste treatment (Sustainable Packaging Coalition, Green Blue
Institute, 2006). According to the Ellen MacArthur Foundation (2012), reuse is pref-
erable over recycling which in its turn is preferred over incineration or landfilling.
In terms of emissions from the material itself, paper shows no benefit for recycling
since the virgin material does not introduce any new carbon dioxide to the system.
however, emissions from the production facility is higher for virgin pulp compared
to recycled (Mourad, Garcia, Vilela & von Zuben, 2008). For fossil plastic materials,
these savings are greatly present, as producing new material of that sort introduc-
es additional carbon dioxide to the atmosphere (Astrup, Fruergaard & Christensen,
2009).

Factors that affect packaging sustainability:

e Whether the package is reused
e Whether the package is recycled
e Whether the package is incinerated or landfilled



Compatibility with existing recycling systems
There are a number of packaging design elements that affect packaging’s compati-
bility with existing recycling systems. The material composition as well as adhesives,

printing, colors and additives used in the packaging determine to what extent it can
be recycled.

A fundamental action when designing recyclable packaging is to use mono-materi-
als. Combined materials introduced to the recycling system will be harder to identify
and to separat which could cause contamination of the recycled product, leading
to worsened mechanical properties and visual abilities (Forpacknings- & tidningsin-
samlingen (2018b).

If possible, glue and other adhesives should be avoided in the package. But if nec-
essary, water-soluble adhesives are preferable since they cause less contamination
during recycling (Férpacknings- & tidningsinsamlingen (2018b) The glue should be
water-soluble below 60 degrees celsius, but up to 80 could also be compatible. In
cases where hot melt adhesive is required, a heat-resistant version should be used
with a melting point above 70 degrees celsius (Férpacknings- & tidningsinsamlingen
(2018a).

As for coloring and printing there are two major rules to follow, minimize colored
area on the package and don’t use black and dark colors (Férpacknings- & tidning-
sinsamlingen (20184, b). There is no loss in the mechanical properties of plastic due
to printing but all colors can not be removed in the recycling process leading to
discoloration of the recycled material and thereby less recovery value. Increasing
transparent areas and the use of light colors will cause less damage (Férpacknings-
& tidningsinsamlingen (2018b). The issue with coloring of paper often lies in the
material being ingrained. This complicates the decolorization of the paper. Instead
printing solely on the surface is preferable (Férpacknings- & tidningsinsamlingen
(2018a). Mineral oils (MOH) is a common substance in printing ink that can cause
health issues. This has led to producers not choosing recycled paper pulp since it
can contain MOH. Therefore ink that does not contain this substance should be
used to ensure recycled paper can be used in all applications (Férpacknings- & tid-
ningsinsamlingen (2018a).

Paper sometimes needs to be treated in order to sustain wet. If needed a single sided
plastic coating should be used. Other methods using additives for increased wet-re-
sistence or grease repellent paper should be avoided since it will cause contamination
in the recycling process (Férpacknings- & tidningsinsamlingen (2018a). Additives in
plastics should be avoided if not absolutely necessary, e.g. if products are sensitive to
moisture or oxygen. However, if needed the additives should not increase the densi-
ty of the polymer, PP and PE, to exceed 1g/cm3 since it then will not be separable in
the water bath at the recycling plant (Férpacknings- & tidningsinsamlingen (2018b).
Barrier material is also to be avoided if possible, though if required EVOH is to be
used and to a total fraction of less than 2% to ensure mechanical properties of the
recycled polymer.

Factors that affect packaging sustainability:

Use of mono-material
Use of adhesives
Printing and coloring
Use of additives

13
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Transportation

In transportation, there are a number of factors that affect the sustainability of the
packaging. The fuel type, transport distances and mode of transport used through-
out the distribution chain should all be taken into account as factors affecting the
packaging sustainability (Jedlicka, 2009). Shipping by water as a mode of transpor-
tation is usually preferable compared to shipping overland (Okala, 2014).

Another transportation-related factor that affects the sustainability of a package is
how efficiently the transportation space is utilised (Jedlicka, 2009). This is a factor
that has to be taken into account since it affects the transportation-related climate
effects per package. Lewis et al. (2007) defines this as cube utilisation, which re-
gards how efficiently primary packaging can be packed onto a pallet.

Factors that affect packaging sustainability:

Fuel type
Transportation distances
Mode of transportation
Cube utilisation

Production and manufacturing

As mentioned above in this section, increased amount of recycled material in the
package will reduce the energy consumption required in the producing a package.
Where the energy comes from is also a crucial factor that has shown to have a huge
impact. Astrup et al. (2009) studied the variations between using green energy or
fossil based energy in recycling and sourcing virgin material. Although that process
does not include the production of the finished package, their result of an varia-
tion in GHG emissions of up to four times higher environmental impact using fossil
based energy for the same process, stresses the urgence of that factor.

Factors that affect packaging sustainability:

e Energyusage
e Emissions
o Water usage

Consumer information

Sustainable packaging solutions should also support sustainable consumption. Ac-
cording to Lewis et al. (2007), manufacturers can assist consumers in acting sustain-
ably by providing information regarding the environmental attributes of a package
and how to correctly dispose it. Packaging that allow consumers to make informed
decisions and sort the packaging correctly most likely has a higher probability to
assure that sustainability is profited and that the recycling is done properly. There-
fore, a package that informs consumers on these two aspects can be regarded as
more sustainable compared to a similar packaging that does not (Lewis et al, 2007).
These aspects include information regarding the type of material used and how and
where the packaging is produced, as well as sustainability labelling and information
adapted to the applicable recycling systems (Lewis et al, 2007).

Factors that affect packaging sustainability:

e Encourage correct disposal
e Inform about environmental attributes of packaging



2.4 TAKEAWAYS

In order to achieve sustainable packaging, all components of the product-packaging
system must be regarded and the entire packaging life-cycle should be considered.
Moreover, all of the aforementioned factors that defines sustainable packaging, sec-
tion 2.3, should be accounted for. This definition is used as a benchmark for the con-
tinuation for this study, in which Ica’s current sustainability measures will be exam-
ined and compared against. The definition will function as a goal for what the result
of the thesis should contribute to achieve.

15



PHASE ONE

User studies
& Research

This phase of the study contains the user studies and research conducted in the
project. The purpose of Phase one was to understand how packaging decisions are
made at Ica and the factors that influence these decisions, as well as to identify miss-
ing prerequisites at Ica that hinders sustainable decisions regarding packaging to
be made. First, the process undergone and the methods used for this phase are de-
scribed. After that, the results are presented in the form of guidelines that should
be regarded when implementing a concept that should support sustainable decision
making, as well as personas that embody the various stakeholders involved in the
packaging development process.




<Workshop>
<Analysi>

' Guidelines er Personas
implementation

Interviews Field studies
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03. PROCESS & METHOD

PHASE ONE

This chapter describes the process and methods applied in the user studies and
research. The phase consisted of interviews, a workshop, field studies, analysis and
the creation of personas.

19



3.1 INTERVIEWS

As product managers are responsible for packaging decisions made at Ica, they
were emphasized during the interviews. However, since there are many stakehold-
ers involved in the process, interviews were held with suppliers, merchandisers at
Ica Global Sourcing (IGS) and with employees at Ica that are somewhat involved
or affected by packaging, in order to gain a broader understanding of the current
process. All interviews were documented by taking notes and recording audio. The
notes were later complemented by a transcription of the audio.

3.1.1 PRODUCT MANAGERS

Exploratory interviews

Three initial interviews were held with product managers at Ica to gain an under-
standing of the current work situation and role of the product managers. The inter-
viewees were responsible for the assortments lighting and light sources, underwear
and cleaning products. The interviews were of a semi-structured character (Gallet-
ta, 2013) in order to allow for a fully explorative approach and utilised a question
template (appendix A). The questions focused on how the current packaging devel-
opment process works and how the interviewees approach sustainability in their
daily work. Each interview lasted approximately one hour.

Table 3.1

Exploratory
interviews
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Interview no. Roles Assortment

1 Product manager Electrical lighting
2 Product manager Clothing

3 Product manager Hygiene products

Probed interviews

A second set of interviews was conducted, this time with product managers, product
manager-assistants and a product category manager. The purpose was to better un-
derstand the packaging development process undergone by product managers and
product manager-assistants. Moreover, the interviews aimed to identify problem-
atic aspects that entail that sustainable packaging decisions are not always made.
Each interview lasted for approximately one hour and in total nine employees at
Ica Special were interviewed over the course of five interview occasions, see table
3.2. The interviews commenced by asking the participants to map out the process
of choosing packaging for a product in five to eight steps. Next, probing material in
the form of basic design concepts (appendix B) were used to trigger the interview-
ees and elicit information regarding missing prerequisites for choosing sustainable
packaging. A semi-structured interview template (appendix A) was used alongside
the task and probing material.



Table 3.2

Interview no. Roles Assortment
Probed
1 Product manager Baby products interviews
Product manager Disposable products
2
Product manager assistant Disposable products
Category manager N/A
3
Product manager assistant Electrical lighting
Product manager Candles & decorations
4
Product manager assistant Candles & decorations
Product manager Kitchen Utensils
5
Product manager assistant Kitchen Utensils
Apart from the product managers and their assistants, there are several roles and
divisions that are involved in the process of choosing product packaging. There-
fore, a set of interviews were held in order to capture important insights and gain
a more wide-ranging understanding of problem areas that are present during this
process. As suppliers, merchandisers at IGS, space managers, corporate responsi-
bility, logistics and the private label coordinator and strategist were deemed to be
the most influential roles during the conducted workshop (see section 3.2), these
were interviewed. In total nine semi-structured interviews were held, each lasting
between 30 and 60 minutes. An interview template was used and adapted to the
specific role, see appendix A. The questions focused on the interviewees’ assign-
ments, their involvement in the packaging development process and how they work
with sustainability.
Interview no. Roles Assortment Table 3.3
Interviews held
1 Supplier Kitchen utensils with other
stakeholders
2 Supplier Hygiene products
3 Supplier Hygiene products
4 Merchandiser at IGS Kitchen utensils
5 Space manager N/A
6 Private label strategist N/A
7 Private label coordinator N/A
8 Packaging logistics specialist N/A
9 Corporate responsibility N/A
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3.2 WORKSHOP

A workshop was conducted with the purpose to understand factors affecting pack-
aging decisions and how different roles within and outside the company affect the
packaging development process. 17 employees from different divisions at Ica par-
ticipated, see table 3.4 below, and were divided into four groups. Involving various
roles would ensure multiple perspectives and feedback on the packaging develop-
ment process. The workshop consisted of three activities in total, where the first ac-
tivity was based on a sensitizing activity (Visser, Stappers, Van der Lugt, & Sanders,
2005). The tasks given to the participants can bee seen in appendix C.

Table 3.4

Workshop
participants
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Roles No. of participant(s)
Communicator 1
Corporate responsibility 1
Graphic designer 3
Innovation manager 1
Logistics manager 1
Price strategist 1
Private label coordinator 1
Private label strategist 1
Product manager 3
Product manager-assistant 3
Project manager 1

A sensitizing activity was sent out via email prior to the workshop, in order to make
participants more amenable and prepared for the session to fully utilise it. The ac-
tivity encouraged the participants to bring one good and one bad packaging exam-
ple to the workshop, along with brief motivations on why the examples had been
chosen. In the first activity, the participants got to tell each other about the pack-
aging examples they had chosen in their groups. Next, the groups were asked to
list positive and negative aspects from three perspectives; ecological sustainability,
customer acceptance and cost. The purpose of the activity was to identify the par-
ticipants’ definitions on appropriate packaging. In the second activity, the groups
were handed a set of factors and tasked with ranking these factors depending on
how much they influence the packaging decisions today. They could add any factors
they saw fit. Thereafter, the groups were to define the actors that had responsibility
or influence over these factors. The purpose of this activity was to elicit factors that
influence packaging decisions and understand how these are prioritized as well as
who is responsible for them. The purpose of the last activity was to understand to
what extent different stakeholders are influencing the packaging decisions and how
they are connected. The activity was largely based on the method Mapping innova-
tion ecosystems (Kimbell, 2014). The last activity was concluded by the participants
answering four questions regarding how the existing “ecosystem” could be altered
to put more focus on sustainability in the process.



Insights were captured by encouraging the participants to write down notes and to
use the provided material. Additional notes were taken by the facilitators and the
discussions were recorded. The workshop lasted for two hours with a five minutes
break in the middle. The result were then summarized and analysed to give an esti-
mation of prioritization in packaging decisions, utmost responsible stakeholder for
each factor affecting packaging and level of involvement for each stakeholder in the
packaging process.

3.3 FIELD STUDIES

Two different field studies were conducted at an Ica Maxi in order to gain knowledge
about the current assortment in terms of current packaging designs, placement in
stores and variations and similarities between the various brands categories and as-
sortments. This was done by taking notes and pictures. The first observation was
conducted early in the project and helped to gain an understanding of the assort-
ment in general. During the second visit a more defined aim of mapping all current
packaging solutions was applied. Doing so would not only enable listing all designs
in use, but potentially give input to recommendations of designs in the output of this
project.

3.4 ANALYSIS

The ultimate goal for phase one was to find the potential sustainability mismatches
in lca’s current working procedures and to identify missing preconditions for a sus-
tainable approach. Results and insights were summarised and analysed using meth-
ods such as affinity diagram, customer journey and matrix comparisons. The gath-
ered data from each method, i.e. interviews and workshop, was first summarised
individually and then merged and analysed together.

In order to understand and visualize the current procedure for packaging develop-
ment, a variation of a customer journey was created (Wikberg Nilsson, Ericson &
Torlind, 2015), which is presented in section 4.1. The components for this was de-

Figure 3.1

Participants
discussing the
third task of the
workshop
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Figure 3.2

KJ-analysis
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rived from the interviews in the user study. The various packaging types identified
during the field study was structured in categories based on the amount material
they generally would use for a specific product. Finding the mismatches in current
sustainability knowledge was done through a comparing matrix with the actual
knowledge withinthe organisation, measures taken by the product managers and the
literature’s definition of sustainable packaging. This resulted in a conclusion on why
certain areas are addressed or not and the impact Ica’s defined strategies have on
achieving a sustainable approach. The summarized information from the interviews
and the workshop was structured in an affinity diagram (Plain, 2007). Statements
and information were written down on individual post-it notes and categorized into
groups that represented the identified problem areas. The structured information
in the affinity diagram was analysed by looking for correlations between the various
problems elicited. Issues of similar nature were clustered together, resulting in nine
areas for improvement, described in chapter 4.4.

All the findings from the analysis about missing preconditions and knowledge led
to a set of guidelines for implementation of the upcoming design concept. These
comprehend the requirements to solve the current improvement opportunities and
to ensure that sustainable packaging development can take place.

3.5 PERSONAS

The insights gained from the analysis of the data collection phase was used to cre-
ate five personas (Wikberg Nilsson et al., 2015). The purpose was to embody the
diverse characteristics, attitudes, motivations and obstacles that people involved
in the packaging-decision process have, in order to develop a design that would
be feasible for all of them. Three different stakeholders were embodied in the five
personas; three product managers, one supplier, and one packaging manager. The
last mentioned does not represent a current role at Ica, but instead a role that was
frequently requested during the data collection phase. The idea was that by includ-
ing this persona, it would be easier to account for eventual problematic aspects
that could arise, e.g. if a concept was heavily reliant on this packaging manager that
would make the workload too heavy.



O4. RESULTS & ANALYSIS

PHASE ONE

In this chapter the findings from the first phase of the project are presented. These

include the current working process, package types used for private label products

and nine improvement areas identified relating to these themes. The conclusion

from this chapter is a set of guidelines that should be regarded when designing for

increased sustainability in Ica’s packaging development process. Moreover, five per-

sonas that embody the central stakeholders involved in the packaging development
process are also presented.
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4.1 PACKAGING PROCESS AT ICA

Maybe the most important insight from this part of the study is the absence of an
explicitly expressed packaging process for product managers to follow. The present-
ed packaging process for introducing a new private label product and packaging is
based on the findings from the interviews with employees at Ica and suppliers. The
flow chart is a description of the common steps involved and the order in which they
most often are executed, but the depth and intensity of each step varied between
each product manager.

The biggest issues and potentials for improvements from a sustainability perspec-
tive lies in the sometimes omitted Review packaging options-step. Greater focus on
packages and an increased aid in how to conduct this step will most certainly have
a positive impact. These issues and their consequences are further elaborated on in
section 4.4.

DECIDE
PACKAGING
INFORMATION

All information going on the package or label is When the packaging design is determined, a
administered by the product manager assistant. diecut with dimensions and placeholders for
The information is collected in a document mandatory elements on the package surface is
referred to as the script file. sent to the product manager by the supplier.

CONFIRMATION
OF FINAL
PACKAGING

SEND SCRIPT FILE
AND DIECUT TO
ADVERTISING

This script file together with the die cut is sent When advertising, product manager and
to the advertising department at Ica, who is product manager assistant are satisfied with the
responsible for the graphical design on the result, afinal check at Ica is made by the product
packages. There are not really any collabora- label coordinator. After this, all material is sent
tions between the people at advertising and the to the supplier where final checks are made as
product manager or the product manager well before productions can begin.
assistant, it is merely corrections and comments
sent back and forth.
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DECISION TO
BRING IN NEW
PRODUCT

A product is introduced as a private label due to
an identified opportunity to sell a specific
product with higher margin. It can either be an
existing product in the assortment which is
remade as a private label product, or a new
product whichis introduced directly as a private
label product. All these decisions are made by
the product manager.

REVIEW
PACKAING
OPTIONS

After the offer, the product manager has an
opportunity to review the offer and propose
changes to the packaging design. The thorough-
ness and degree to which this step was conduct-
ed varied between the product managers. It is in
this step the potential consultation with other
functions within Ica occasionally could happen.
If desired changes have emerged, these are
discussed with the supplier and if suitable,
implemented.

RECEIVE
PACKAGING
SUGGESTION FROM
SUPPLIER

After a decision to buy the product from the
supplier is made, the product managers receive
a packaging suggestion.

When a first agreement on the specifications of
product and package is made the supplier send
their official offer to the product manager.
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4.2 PACKAGING CATEGORIES AT ICA

With the number of products in the private label assortment, approximately 4000, a
variety of primary packaging alternativesis required. Despite the fact that alot of va-
rieties exist, a schematic structure of the packages can be made. Primary packaging
alternatives at Ica can be divided into three categories, based on the general amount
of material that is required to package a specific product, assuming that the same
material type is being used. As long as product protection is not compromised, pack-
aging from the first categories are generally better, since less material is required
compared to the categories below. It is important to stress that this is not always
the case, since the packaging types in the different categories can be customized to
the specific product it is associated with. Moreover, different packaging types have
different implications for sustainability apart from the amount of materials used,
which is why this categorization cannot be regarded as an absolute indicator for the
sustainability of a package.

The categories have been labeled hangtags and labels, partial packaging and enclosed
packaging. Each of the packaging categories consist of a number of packaging types,
which in their turn comes in a variety of alternations in design, attachment options
and material options.

Category 1: Hangtags and labels

The first category includes the packaging types hangtags and labels. These are some-
times referred to as “no packaging” since they are small and do not enclose the prod-
uct in any way. The characteristic features of primary packaging in this category is
that they use a minimal amount of material, and thus offers no product protection
and often only display brief product information.

Category 2: Partial packaging

The second category consists of backcards, headers and sleeves. These packaging
types do not generally enclose the product, but are instead “open”. Many of the
packaging types in this category are used for keeping several products or product
components together. Headers and sleeves allow products to be displayed hanging,
while sleeves are mostly used for products lying or standing on shelves. They use an
average amount of material and the amount of protection they offer is limited, with
a few exceptions.

Category 3: Enclosed packaging

The third category consists of boxes, bags and shrink-wraps. Packaging types of this
category fully enclose the product and offer maximum protection. Exceptions are
variations of boxes that have open windows or sections removed from them.



HANGTAG

LABEL

Figure 4.1

Category 1:
Hangtag and
labels

BACKCARD
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Category 2:
Partial
packaging

BOX
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Figure 4.3

Category 3:
Enclosed
packaging
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4.5 SUSTAINABILITY AT ICA

Ica’s efforts towards sustainable packaging can be divided into three levels. Their
overall strategies and goals, the guidelines communicated to product managers and
the actual activities performed by the product managers in order to improve pack-
aging from a sustainability perspective.

In their overall strategies and goals, Ica addresses a number of the aspects that af-
fect the sustainability of packaging. Their most prominent and well-defined strate-
gy regards plastics, which mention parts of the aspect type of material. The strategy
states that all plastic consumer packaging is to be recyclable in 2022 and by 2030
all materials used in their plastic consumer packaging should be either fossil-free or
recycled. In their brand criteria Ica define, amongst other aspects, product protection,
transportation as well as weight and volume as important sustainability focus areas.
The document states that transports and waste should be reduced by optimizing the
size and weight of the packaging without compromising durability and functionality.
In their sustainability appendix for products, production and manufacturing is ad-
dressed by stating that water and energy usage connected to production should be
measured and that targets for reducing energy usage should be reviewed regularly.
Apart from the aspects end-of-life and compatibility with existing recycling systems,
all sustainability aspects, as identified in section 2.3, were covered to some extent in
Ica’s strategies and goals.

The guidelines communicated to product managers are generally more specific in
terms of what actions that are to be done in order to achieve sustainable packaging,
compared to the aforementioned strategies and goals. An example of this is when
the aspect compatibility with existing recycling systems is addressed, where the
guideline states that LDPE-film, PP and HDPE are the primary plastics that are to
be used. However, some aspects are still communicated vaguely, e.g. weight and
volume where the guideline, similarly to the overall strategies and goals, states that
the consumer packaging should be adapted to the size of the product as efficiently
as possible.

From the interviews and workshops conducted, information was elicited regarding
the knowledge and actual efforts done by the product managers in order to improve
packaging from a sustainability perspective. Minimizing packaging weight, remov-
ing plastics and requesting FSC-certified paper and cardboard were the three most
recurring strategies for improving sustainability, which corresponds to the sustaina-
bility aspects weight and volume and type of material. Other aspects were only men-
tioned occasionally, and the extent to which those are actually cemented in practice
is questionable.

Table 4.1 provides a comparison between the identified aspects affecting packaging
sustainability with lca’s strategies and guidelines regarding sustainability as well as
the actual measures they take. The numbers in each column represents how many
factors of a sustainability aspect that is mentioned and somewhat regarded, but not
to what extent.

No strategies regarding the end-of-life of a package are mentioned in the internal
documents. Probably due to the ability to affect this ends at the point of sale. In-
troducing systems for reuse of packages could be a potential action but requires a
massive change on logistic structure. Therefore this subject is not and should not
currently be addressed by the product managers.



The reason for transportation and logistic guidance not being mentioned in the sup-
portive documents for product managers is probably twofold. One aspect is consid-
ered to be that theresponsiblerole for creating the document is lacking the sufficient
knowledge to incorporate such guidance. The other side is that the responsibility lies
mainly on the logistic department, and not the product manager.

Production and manufacturing are somewhat defined in the strategies but no guid-
ance or action to secure sustainable use are taken. The explanation and reason for
this is that current procedures does not involve sourcing supplier on these aspects
and that knowledge and decisiveness to impact and change them are potentially not
available.

Sustainability factors Strategies & goals Guidelines Product manager
Product protection 1/1 1/1 1/1
Degree of product protection [} o ()
Weight & volume 2/2 2/2 2/2
Packaging weight [} o ([
Packaging weight [} o ([
Type of material 4/4 3/4 2/4
Amount of recyclable material [ @)
Amount of renewable material [} o (]
Amount of recycled material o o ([
Recovery value of material O O
Comp. with existing recycling systems 0/4 3/4 0/4
Use of mono-material @) O (@)
Use of adhesives (@) [ O
Printing and coloring (@) o O
Use of additives (@) () O
Transportation 0/4 1/4 0/4
Fuel type ® O O
Transportation distances [} (@) (@)
Mode of transportation [} (@) (@)
Cube utilisation () O
Consumer information 2/2 2/2 2/2
Encourage correct disposal o o [
Inform avout environmental attributes [ o o
Production and manufacturing 4/4 0/4 0/4
Fuel type ® O O
Transportation distances o (@) (@)
Mode of transportation [} (@) (@)
Cube utilisation [ ) O O
End-of-life 1/3 1/3 1/3
Whether the package is reused @) O (@)
Whether the package is recycled o o ([
Whether the package is incinerated/ O (@) O

landfilled

The most prominent conclusion from the comparison is that actions towards sus-
tainable packaging do not happen if not mentioned in Ica’s strategies and goals or
guidelines to product managers. As shown in the table, all areas where action is tak-
en are supported internally to some extent, whilst those areas with no support never
or rarely are addressed in development. This highlight the importance of providing
knowledge to the product managers, not only as strategies but how to turn them
into action. The other conclusion extracted from the current working procedures is
that even though a few of the areas are considered today, the actual execution and
implementation could be improved.

Table 4.1

Comparision of
Ica’s knowledge
and actions with
sustainability
aspects
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Figure 4.4

Nine areas for
improvement

32

4.4 IDENTIFIED AREAS FOR IMPROVEMENT

The interviews and the first workshop resulted in nine identified areas that hinder
the development of optimal packaging solutions from a sustainability perspective.
These areas and their implications are listed and elaborated on in this section.

Non-existent pack-
aging process for
new private label
products

Vague requirements
and guidelines for
product managers
to relate to

Balancing sustain-
ability with other
aspects is difficult

Existing packaging
is seldom improved

Product managers do
not have necessary
knowledge regarding
sustainability and
packaging

Unbalanced dialogue
between product
manager and supplier

No routine for
sharing packaging
knowledge

Product managers
do not get sufficient
input from other
roles at Ica

Insufficient require-
ments to suppliers
and IGS

Non-existent packaging process for new private label products

There is no explicit process for the product managers to follow in packaging devel-
opment for a new private label product. There are a number of steps that have to be
executed (see section 4.1) but except for those, the product managers are free to do
as they please. Moreover, the extent to which certain steps are emphasised varies
between product managers. Without a defined process for how to regard packaging,
there is no guarantee that all necessary aspects of the packaging are elicited and
therefore potential sustainability improvements in certain areas are not considered.
Making packaging improvements before the packaging has become a part of Ica’s
assortment is crucial, since this means that the packaging is done right from the be-
ginning and therefore will no have to be reviewed.

Existing packaging is seldom improved

The second problem area, unlike the first, regards packaging that is already part of
Ica’s assortment. The problem lies in that these packages scarcely are being evalu-
ated or altered. There is no strategic approach to how existing packaging should be
reviewed in order to maximize the sustainability effects. Instead, packaging is mostly
reviewed due to new regulations or when a new brand design is to be implemented.



No routine for sharing packaging knowledge

Due to the differences between the product assortments, different packaging de-
cisions will be made and different packaging solutions will emerge in the different
assortments. Despite the product variations between assortments, the same type
of packaging is in many cases used for widely different products. Today there is
no knowledge exchange between the different assortments, which means that ex-
amples of “best practice” decisions or good packaging solutions are not shared or
implemented beyond the assortment they emerged in.

Vague requirements and guidelines for product managers to
relate to

Looking at table 4.1, it is evident that when Ica Special provide clear requirements
and guidelines, it has an effect on the daily work that is carried out in the organi-
sation. However, when interviewing the product managers, it became obvious that
they have different perceptions on what is expected from them. For instance, some
product managers believed that using FSC-certified paper was compulsory while
others saw it merely as desirable. Moreover, as different versions of guidelines have
been provided to product managers, they found it hard to know which of these they
should strive to comply with.

Product managers do not have necessary knowledge regarding
sustainability and packaging

Product manager is a wide role that implies several areas of responsibility. This
entails that product managers do not have enough resources to become an expert
within all these areas, including packaging and sustainability. Consequently, product
managers at Ica are forced to make decisions regarding how packaging should be de-
signed for optimum sustainability without having the necessary knowledge to make
an informed decision. This is not an optimal working procedure, which today is being
resolved by providing guidelines for product managers to use. As previously men-
tioned, these guidelines have an effect in that product managers become aware of
the aspects being mentioned in them. The problem however, lies in that these guide-
lines are not covering all aspects of sustainability.

Product managers do not get sufficient input from other roles at
Ica

Packaging affects several parts of Ica and therefore more roles than just the product
manager. Today, information exchange between these roles and the product manag-
er is not formalised, which results in information being exchanged too late, or not at
all. The consequences of this is that packaging being developed does not become as
sustainable as it would if information was exchanged, or that the process is slowed
down and problems that could have been avoided arise.

More specifically, the functions that this concerns are corporate responsibility, space
management and logistics. Corporate responsibility have knowledge regarding laws
and regulations that packaging has to comply with for different products. If they are
not consulted before the packaging is decided upon, there is a risk that it has to be
altered, which makes the process laboursome. Space managers have knowledge re-
garding how the product should be displayed in store, as well as the maximum size
and shape of the packaging. If information is not shared early in the process, this can
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lead to costly modifications or unfavourable layout changes. Another consequence
would be a package that is not as sustainable as it could have been, using more ma-
terial or a packaging type adapted for one type of in-store display, when it in the
end is being displayed in another way. The responsible person for packaging during
transport would have important input regarding how primary, secondary and ter-
tiary packaging should be designed in order to optimize the transportation of the
product, whilst still complying with logistic regulations and demands.

Balancing sustainability with other aspects is difficult

Despite knowing what factors makes packaging sustainable, it can be hard to im-
plement changes that improves the packaging since there are other demands on
the packaging that are conflicting. From the conducted research, six demands that
frequently obstruct sustainable packaging changes were derived.

Using certified renewable materials, e.g. FSC-certified paper or cardboard, is more
costly compared to using materials that are not certified. This problem is especially
prevalent when purchasing from suppliers in Asia. Certified materials are not as fre-
quently requested in Asia as in Europe and therefore not a standard option, which
results in increased costs.

Switching to a different packaging or changing materials might require suppliers to
invest in new machines or production methods, which raises the cost of the product
and packaging. If large quantities of the product are purchased, this is not a problem.

Some products have to be protected whilst still being visible to the consumer, which
often results in fossil materials (non-renewable plastics) being used. An example of
this would be decorations, whose visual appearance is important to communicate
while they at the same time are fragile and therefore require an enclosed packaging.

Sometimes it is difficult for product managers to see the value in making altera-
tions to the packaging that leads to increased sustainability. The first reason for
this is that product managers do not see the actual impact of the improvement. The
second reason is that a sustainable change to a package is not always evident to
consumers and if product managers believe that the change affects other aspects
negatively, e.g. marketing of the product, the change becomes harder to motivate.

Even if there is a possibility for the packaging to be right-sized to the product by
minimising packaging weight and volume, the amount of consumer information
which the product manager regards as necessary to include limits this possibility.

The number of products that can be packed in a secondary packaging is limited
due to how Ica’s logistics work. Ica’s different retailing concepts (Nara, Kvantum,
Supermarket and Maxi) have different capacities and therefore the secondary pack-
aging must contain a number of products that is manageable for small retailers. Even
though it would be theoretically feasible to package more products per secondary
packaging, which would reduce the amount of packaging materials used, this would
take up more storage space than small retailers could handle. Therefore, the sec-
ondary packaging is bound to contain a specific number of products.



Unbalanced dialogue between product manager and supplier

Many reasons for unoptimised packages are due to too much responsibility being
given to the supplier and the design not being challenged enough by the product
manager. Suppliers often have great knowledge in packaging design and their au-
thority should not be neglected. But it is also easy to be satisfied with something that
has worked for a long time and where development and changes requires financial
sacrifices without knowing if it will pay off. If product managers were better at chal-
lenging suppliers and not having an exaggerated trust in them, sustainable packaging
improvements could be done more frequently.

Insufficient requirements to suppliers and IGS

The final aspect that makes sustainable packaging harder to achieve is the insuffi-
cient packaging requirements being communicated to suppliers and IGS. Employees
at Ica participating in the conducted workshop, the interviewed suppliers as well as
the interviewed merchandiser at IGS all stressed the fact that they have to establish
a closer collaboration and that Ica has to communicate their packaging require-
ments better. If Ica do not state what they want in terms of packaging, it becomes
harder for suppliers to offer the correct production methods and materials. IGS also
have to be aware of these packaging demands, as it is their role to prepare their
suppliers or source new suppliers that can deliver this to Ica.
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4.5 GUIDELINES FOR IMPLEMENTATION

From the identified areas for improvement a set of guidelines was derived. Their
objective is to embody the requirements on the packaging development process
and to make sure sustainability knowledge is mediated in an effective and efficient
way to the product managers, through the design concept. The design guidelines
are divided into three areas that together cover the overall process and knowledge
necessary to ensure sustainability focus.

1. Provide standardized processes that support the development
of sustainable packaging.

There should be a defined process for how to develop packaging that is enter-
ing the private label assortment

There should be a defined process for how to review and improve existing
packages in the private label assortment

There should be a way to share best-practice packaging between the different
assortments

When necessary, product managers should get input from supportive func-
tions during the packaging process

2. Provide useful knowledge on how to develop sustainable pack-
aging to product managers.

Product managers should receive assisting knowledge in improving the sus-
tainability of the packages introduced in their assortment

Product managers should receive assisting knowledge in balancing sustaina-
bility with other demands that packaging solutions has to meet

Expectations on product managers in terms of sustainability must be well-de-
fined

Product managers should be assisted in becoming more active and knowl-
edgeable in the dialogue with suppliers

The design concept must be applicable on all product categories within Ica
Special

The design concept should be applicable on packaging regardless it’s current
level of sustainability

The design concept should be useful regardless of the user’s knowledge of
sustainability

3. Provide all suppliers with knowledge regarding Ica’s require-
ments for sustainable packaging

The design concept should aid suppliers in achieving and meeting Ica’s sus-
tainability requirements



4.6 PERSONAS

This section of the results from phase one presents the developed personas which
were used as inspiration in the concept development phase. They were also used
when evaluating proposed ideas and concepts.

Jenny, 46
Product manager

Jennie has worked many years as product manager at Ica, but was recently assigned
anew assortment. She enjoys her new role and feels confident from her prior experi-
ences, yet stimulated by the new challenges that are specific to this assortment. The
biggest difference compared to her previous role is that there is a broader range of
product types in her new assignment.

Right now Jennie is in the process of purchasing a new colander and have had short
discussions with the supplier about how it should be packaged. The supplier has sug-
gested an option which Jennie believe is too large, and she would also like to remove
the plastic if possible. By doing so the sustainability of the packaging could improve,
which is important to her. It should be possible as long as the cost stays relatively
the same, but if the supplier needs help with investments in new machines it will not
work, as they are not buying large enough quantities to cover for it.

Jennie feels that she does her best to regard sustainability, but is unsure whether
she does enough according to Ica, as she feels that the organisation’s guides and re-
quirements are rather fuzzy. She would also want to know how become even better
in this matter.

Abilities

e Open-minded to new working procedures and ideas for improvement

e Has an understanding attitude towards demands from suppliers and
other roles within Ica

e Always approach problems with an analytical mindset

@

Motivations
e Driven by measurable performance
e Seeks continuous professional development
e Wants to place Ica at the industry frontier in sustainability issues

Obstacles

e Don’t know how to obtain sustainability knowledge
* e Never question current transportation solutions from suppliers
e Dont know if other assortments have developed packaging solutions
that could be applicable to her assortment




38

Jacob, 28
Product manager

Jacob has worked as a product manager at Ica since last year. Although he is respon-
sible for a narrow assortment with few product types, he feels that he has more
than enough to manage. He has never had a role that is this versatile, and being new
makes it hard to understand all of the different aspects that goes into this job. He
enjoys some parts of it, especially sourcing new products for the upcoming seasons
and making sure that Ica’s customers have everything they could expect from his
assortment. Jacob likes that Ica has started focusing more on sustainability, and he
does his best to do his part. He has received some material from the private label co-
ordinator to use as a guide when choosing packaging, but it is hard to integrate these
guides since many recommendations clash with reality.

Recently, he removed the plastics from one product line, but for the most part his
products have paper packaging. Replacing ordinary paper with FSC-certified is cost-
ly, so even though it is sustainable it is hard to implement. Jacob thinks that he needs
to get more knowledge regarding sustainability, but above all he feels that he does
not have the time needed to make sustainable decisions. Right now he is in the mid-
dle of another project, where he wants to make his packaging more uniform over his
assortment so that it looks better in the stores. Today the products have differently
sized packages although the products are roughly the same size, so he might have to
increase the size of the smaller ones.

Abilities
e |s positive, outgoing and continuously looking for social connections
e e Enjoys being creative in finding new solutions to problems
e Can be persuasive and get his will through

Motivations
e Creating an exceptional assortment for Icas’ customers
e Loves trend forecasting

e Develop the mid segment and beat IKEA as the no.1 sponge retailer

Obstacles
e Has trouble allocating time to manage more than his mandatory tasks
* e Finds it difficult to make packaging sustainable without compromising
other aspects
e Always have trouble fitting all products on the shelf




Lisa, 52
Product manager

As an experienced employee within Ica, Lisa has been responsible for many products
over the years. Maximizing profit and creating a visually attractive assortment are
two things that motivates Lisa.

Since the time of year for planning the christmas assortment is approaching, Lisa is
in the process of sourcing and deciding the design and patterns on these products.
Because the design and kind of products in the segment are roughly the same, re-
gardless of season, the main dialog with the supplier concerns variations on product
design and making sure the correct graphical profile she have gotten from the design
department is delivered and implemented on the package accordingly. Though most
of these administrative and document related tasks are handled by her assistant.
Other than design, packages are not really discussed, since Lisa does not really have
any knowledge on how to improve or change them. She feels that the supplier should
provide the best solution, because they are the expert after all.

During the project where Lisa was planning the summer offers, she actually changed
three packages on her products. The amount of material on those packages looked
well over necessary and when approaching the supplier it was no trouble fixing these.
This action saved a few 6re with no extra cost, meaning better profit on the products.
The environmental impact improved simultaneously which she knew should be ap-
preciated as well.

Abilities
e No special relationship to sustainability, but sort and recycle garbage
at home
e Great at coordinating work and delegating tasks
e Creative when it comes to adjusting products to fit in the assortment

@

Motivations

e Wants to be responsible for all aspects of a product
e Loves creating great in store marketing with the products

' e Driven by maximizing the commercial success of the assortment

Obstacles

e Don’t possess enough sustainability knowledge related to packaging.
e Believes the supplier always knows best

e Needs motivation to increase packaging focus
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Camilla, 31
Packaging manager

After only a year as both new Ica employee and head of packaging, Camilla is over-
whelmed by the achievements the company have done lately but also by the amount
of possibilities still untouched. All product managers have been very cooperative,
even though the role is very demanding. The huge amount of different products sold
by Ica requires constant meetings with product managers, where the discussions
varies from switching packaging solution entirely to just removing some unneces-
sary material.

The current time of year is a very hectic period since all categories must develop
their spring offerings for the upcoming year. For Camilla this means meetings that
fill up every day, leaving no time for other tasks. She feels that these meetings many
times could have been avoided if the product managers just had a little more knowl-
edge about packages. Camilla thinks that if the product manager can deliver better
requirements to the supplier in an early stage, she does not have to spend as much
time on each product to improve.

An issue Camilla have noticed so far is that her proposed changes often has to be
comrpomised due to aspects such as cost, weird sales argument or unclear inter-
nal strategies at Ica. Camilla understand some of these arguments but some seem
invalid and she in general lacks knowledge in many of these areas in order to give
proper recommendations on the packaging. All meetings and new products continu-
ously launched limits and almost completely remove any available time to overlook
existing products and conduct improvement projects on that part of the assortment.

Abilities
e Communicate knowledge in dialogue very well
e e Persuasive and good at convincing sustainable options and changes
e Stays up to date with best practice packaging solutions

Motivations
e Establish Ica as the most sustainable retailer in Sweden
e Save money whilst saving the environment

e Remove plastic from the surface of the earth
Obstacles

e Heavy workload to aid all categories
e Feelsitis difficult to balance other demands with sustainability

e Don’t know how to find time to review the existing assortment




Anders, 43
Supplier

Anders works as a sales person at a swedish mid-sized company producing kitchen
tools, and has done so for the past 15 years. He enjoys his job because it is both social
and challenging. The thing that really gives Anders positive feelings iswhen he is able
to meet internal demands as well as demands from customers. Ica is one of their larg-
er customers, and they have a good collaboration. Especially Anders and the product
manager at Ica he is in contact with, since they have both been at their respective po-
sition for many years. They have a mutual understanding for each other’s interests
and goals when they negotiate products.

Anders is happy that sustainability is becoming a more prioritised topic in his compa-
ny. Two years ago it was barely discussed so it is good that they are finally catching up.
Removing plastics from their packaging solutions is something that customers start-
ed requesting frequently last year, and it's become easier to meet those requests
now since Anders’s company have developed several collaborations with packaging
suppliers who can deliver other types of materials, since they saw that this was not a
one-time specific request.

But there is still cases when the customer’s demands are hard to meet. Ica recent-
ly wanted to replace a plastic packaging with paper, but since that implied that the
product would have to be attached manually instead of automatically, the price was
too high for Ica. At least they replaced the label of the packaging to a paper label
instead of a plastic one, after Anders suggested it.

Abilities
e Have great knowledge regarding production and manufacturing
Q e Open-minded to changes
e Can make use of input from different customers to improve their en-
tire line of products

Motivations
e Increasesalestolca
e Strengthen sustainability profile to increase company’s attractiveness
e Conduct more extensive collaborations with their best customers

Obstacles
e Different demands from different customers
e Limited sustainability knowledge

e Only conduct large changes on legal or customer demands
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PHASE 2

Concept
Development

The second phase of this study aimed at developing a design concept that could as-
sist in the selection of sustainable packaging. First, the process undergone and the
methods used for ideation, concept development and evaluation are described. Af-
ter that, the developed design concepts and the results of the evaluation of them are
presented before the final design concept is described.




Concept

Ideation refinement

Design

concept
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05. PROCESS & METHOD

PHASE TWO

This chapter describe the process and methods used during the concept devel-
opment phase. The phase consisted of ideation methods, co-creating workshops,
evaluative methods and concept refinements.
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Figure 5.1

Speedstorming
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5.1 IDEATION

The purpose of the ideation was to formulate ideas that could meet the defined
guidelines for implementation and encompass the relevant aspects affecting the
packaging sustainability. The main focus during the ideation was on how to increase
knowledge of packaging sustainability and how to make it useful for product manag-
ers in the process of purchasing new products, i.e. the area Provide useful knowledge
on how to develop sustainable packaging to product managers defined in section 4.5.
Ideas and concepts were developed using various brainstorming and concept creat-
ing techniques such as speedstorming, morphological matrix and user journeys.

First, the technique speedstorming was used to generate a broad set of ideas (Wik-
berg Nilsson et al., 2015). Specific ideas were generated for the different guidelines
individually. The most viable and interesting ideas were ideated on further in order
to develop and concretise them.

In order to broaden the set of solutions, two ideation workshops were held (Design
Kit, n.d.). One with six other masters’ students not involved in the project, to get in-
put and ideas from individuals not affiliated and affected by the project. Another ide-
ation workshop was held with eight participants from Ica; one product manager, one
innovation manager, two private label coordinators, one space manager, one corpo-
rate responsible and one logistic packaging manager. The purpose was to generate
ideas with people that have deeper knowledge of the work situation and the organ-
isation in which the design is to be implemented. Both sessions were conducted as
speedstorming ideation. Six statements were defined from the identified areas for
improvement, which formed the base for ideation and the following discussion, see
Appendix D. The workshop with the students was lasted for one hour whilst the time
spent on the second workshop with Ica employees was two hours.

Ideas generated from the workshops and other creative sessions during this phase
were combined using a morphological matrix into five concepts (Wikberg Nilsson et
al., 2015). Each concept was defined in terms of a process map as well as conceptual
images describing an artefact. The main ideas in those areas was further developed
in order to assure they covered the second area in the guidelines for implementa-
tion. Visualisations of the artefact and the process were done using Figma, a graphi-
cal design tool. The remaining guidelines not incorporated in the first concept devel-
opment were further ideated on to the final concept, after the evaluation of the five
main concepts.



Table 5.1

Roles No. of participant(s)
Co-creation
Product manager 1 participants
fromIca
Innovation manager 1
Private label strategist 1
Private label coordinator 1
Space manager 1
Corporate responsibility 1
Logistic packaging manager 1

5.2 EVALUATION

To decide which of the five concepts that was going to be developed, they were eval-
uated heuristically against a set of criteria, and a second evaluation was done to-
gether with employees at ICA.

For the first evaluation, a list of six criteria was set up which the concepts were eval-
uated against. The criteria were selected in a way so that they encompassed the in-
tended purpose of the concepts, as described in section 4.5, but the selection was
also based on requests from ICA. Each concept was given a score ranging from 1 to
5 for each criteria, where a higher number was desired. Each concept was evaluat-
ed against the personas individually, after which a mean for each concept could be
calculated and inserted in the overall matrix. Since the criteria were not regarded as
equally important, they were weighted by doing a pair-wise comparison.

An evaluation of the concepts was also done together with employees at Ica. The
concepts were presented and discussed. Among other topics, the probability of re-
alising the concepts, how different aspects from them could be integrated into one
concept as well as how to modify the proposed processes were covered during the
discussion. The evaluation concluded with a recommendation of what concept the
employees believed was the most feasible. Based on the outcome of the two eval-
uations, a final concept was chosen and developed further.

5.3 CONCEPT REFINEMENT

After the evaluation, a final concept was developed by combining aspects of the
two concepts that were regarded as the as the most promising. The guidelines not
fully addressed in the first concept phase were further ideated on and implemented
as components in the final concept. This mainly regarded a process and support for
improving existing primary packaging in the assortment and support in communi-
cating packaging demands and sustainability to suppliers. Functionality was speci-
fied in detail as the concept was evolving, whilst regarding the evaluation results in
order to improve on the concepts weaknesses and to assure that the strengths were
not compromised. To be able to communicate the concept, prototypes were devel-
oped using Adobe InDesign. Fonts, tonality and layout was determined by using Icas
corporate graphic charter.
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06. RESULTS

PHASE TWO

This chapter describes the five concepts that were developed during the second

phase of the project. Each concept is a combination of an artefact and a packaging

development process. The chapter concludes by presenting the results of the con-

cept evaluation, the chosen concepts to be further developed and the refinements
done in order to arrive at the final design concept.
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6.1 CONCEPTS

The five concepts presented in this section address the second area in the guidelines
for implementation, Provide useful knowledge on how to develop sustainable pack-
aging to product managers, with different approaches. Each of the concepts, except
Packaging expert, are presented as an artefact to be used in packaging development
and a corresponding process of how it should be used in order to be efficient.

6.11 THE CHECKLIST

Artefact

The concept Checklist consists of a set of questions for the product manager to pose
to the supplier when discussing possible packaging changes. By using the Checklist,
the product manager will explore all possibilities for sustainability improvements of
a specific packaging. It will be accessible through lca’s intranet and can be filled in
similarly to a questionnaire. The Checklist will be divided into a number of sections,
each covering one of the aspects that affects the packaging sustainability, described
in section 2.3. Each question will be designed to elicit an answer regarding if a sus-
tainable change is possible to do or not. If the answer is no, follow-up questions will
be provided to determine the reason why a change is not possible, to ascertain that it
is the case. In order to further empower and inspire the product manager to investi-
gate possible sustainability changes of a package, illustrative examples that demon-
strate possible changes will be provided along with the questions.

Process

When having decided that a product is to be introduced as a private label product at
Ica, the product manager contacts the supplier and requests an offer. After receiving
a packaging suggestion from the supplier, the next step is having a discussion with
the supplier, where the proposed packaging is reviewed. Here the Checklist will be
used for guidance. After that the product manager consults the packaging respon-
sible at Ica, to ask for advice if there are uncertainties, or to confirm the decisions
made with the supplier regarding the packaging.

Advantages
e Easy, quick and cost-effective to implement.
e Allows the product manager to challenge supplier suggestions.
e Allows for a somewhat standardized process across the assortments, since the
questions will not be derived by the product managers themselves.
e Facilitate a discussion focusing on realistic options rather than solely proposing
a fictional ultimate packaging.

Challenges
e Can be laboursome and tedious having to go through the same questions every
time with a supplier.
e Does not provide the ability to determine the most sustainable option.
e Provide information that is perceived as helpful and valuable and not only as an
increased workload.



Checklist

Does the product require protection?

Does the package have to be fully
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Is it possible to reduce the amount
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6.1.2 PACKAGING SUGGESTIONS

Artefact

An issue commonly mentioned during the interviews was a lack of knowledge in po-
tential improvements during packaging development with the supplier. This Packag-
ing suggestion concept provides a support in the dialog by suggesting viable pack-
ages for each product. The artefact is an interactive software with a set of questions
and predefined answers, covering both sustainability and marketing aspects of the
packaging. Aspects to be determined internally at Ica as well as with the supplier are
provided. Each answer is linked to a library of packages. The answers functions as a
filter for available packages. When all questions have been answered, the software
will have provided a set of packaging solutions feasible for each situation.

Process

When having decided that a product is to be introduced as a private label product
at Ica, the product manager contacts the supplier and requests an offer. The product
manager first answer the questions he or she have or can manage based on inter-
nal demands. After that, a dialog with the supplier is held to investigate the other
aspects. A final packaging solution is chosen from the derived suggestions. Finally,
the product manager consults the packaging responsible at Ica, to ask for advice if
there are uncertainties, or to confirm the decisions made with the supplier regarding
the packaging.

Advantages

e Allows the product manager to challenge supplier suggestions, without being an
expert in the field

¢ Allows for a somewhat standardized process across the assortments, since the
questions posed to the supplier will not be derived by the product managers
themselves.

e Facilitate a discussion focusing on realistic options rather than solely proposing
a fictional ultimate packaging

Challenges
e Can be laboursome and tedious having to go through the same questions every
time.
e For products where the general suggestion is not the best option this concept
can limit rather than support creativity.
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6.1.3 THE PACKAGING GUIDE

Artefact

The packaging guide is a web page at Ica’s intranet that provide extensive informa-
tion regarding sustainable packaging. By gathering information at one single acces-
sible place, product managers can easier assimilate new knowledge regarding sus-
tainable packaging. This will help them in posing relevant questions to the supplier
and making more informed decisions. The packaging guide will be divided into a
number of sections, each covering one of the aspects that affect the sustainability
of a packaging. Examples illustrating how different principles can be realised, e.g.
minimizing material of a packaging, will be provided alongside the informative text
as inspiration for the product managers.

Process

When having decided that a product is to be introduced as a private label product at
Ica, the product manager contacts the supplier and requests an offer. The next step
is receiving the suggested packaging description from the supplier and, by using the
packaging guide, identifying possible improvements that can be made. After that,
the product manager is having a discussion with the supplier about possible changes
to make. Finally, the product manager consults the packaging manager at Ica, to ask
for advice if there are uncertainties, or to confirm the decisions made with the sup-
plier regarding the packaging.

Advantages
e Easy to implement as no major organizational changes or advanced systems are
required.
e Provides the product manager with deeper knowledge regarding sustainability.
Gives direction and makes it easier where to start in packaging development.

Challenges
¢ Providing information that is perceived as helpful and valuable in order to in-
crease the user acceptance, and not only be perceived as increased workload.
¢ Relies on the product manager’s ability and interest in assimilating the knowl-
edge and using it to improve packaging.



Packaging guide
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6.1.4 LCA-TOOL

Artefact

The LCA-tool concept is to be used by product managers during the packaging de-
cision process, to derive the most sustainable packaging option. The idea is that by
examining data on the environmental impact of a package, product managers will
be able to see what changes that would be most beneficial from a sustainability
perspective. Moreover, showing the actual effect of altering a product in terms of
environmental impact could motivate product managers to make changes. In order
to use the LCA-software effectively, a form where comprehensive information re-
garding the supplier’s possibilities in terms of packaging options has to be provided
by the supplier.

Process

When having decided that a product is to be introduced as a private label product at
Ica, the product manager contacts the supplier and requests an offer. The first step
is sending a form to the supplier to be filled in for each packaging suggestion, e.g.
weight and material specifications. The supplier sends the form back to the product
manager, who inputs the parameters into the LCA-software and evaluates them.
The product manager can then use the software to find alternative ways to improve
the packaging further. After that, the product manager is having a discussion with
the supplier about possible changes to make . Finally, the product manager consults
the packaging manager at Ica, to ask for advice if there are uncertainties, or to con-
firm the decisions made with the supplier regarding the packaging.

Advantages
e Can provide the product manager with an accurate measurement of the environ-
mental impact of a packaging.
e Minimizes the risk on making wrongful decisions that will actually reduce the
sustainability of a packaging.

Challenges
e Does not support in exploring all aspects that affect sustainability of a packaging.
e Provide the tool as something helpful and valuable not only be perceived as
increased workload.
e |s expensive to develop or purchase.



Total climate impact (CO2e)
Packaging system 1 -
Packaging system 2 _

[ | Transportation Primary package Secondary package

Climate impact from primary packaging (CO2e)

Primary package 2

[ Header Bag

RECEIVE CONDUCTLCATO
BDREEEIIﬂI:IESV PACKAGING FIND MOST
SUGGESTIONS FROM SUSTAINABLE

PRODUCT

SUPPLIER OPTION

Product manager Product manager

Supplier

Product manager

CONFIRM CHANGES
WITH
SUPPLIER

DISCUSS WITH
PACKAGING
MANAGER

DISCUSS
PACKAGING
WITH SUPPLIER

Product manager Product manager Product manager
Supplier Packaging manager Supplier

57



58

6.1.5 PACKAGING EXPERTS

The idea of the concept is based upon the fact that product managers are not pack-
aging experts and do not have the necessary knowledge to make informed deci-
sions regarding packaging. A way to solve this is by relieving the product manager
from the responsibility of deciding about the packaging, and instead introducing a
packaging specialist to take over the responsibility. Moreover, other functions at
ICA (i.e. space managers, corporate responsibility and logistics) that have specialist
knowledge in their respective area are involved in the process to assure that sus-
tainable changes conform with other demands on the packaging. The main idea is
to have meetings where possible changes are discussed when the product manager
has received packaging suggestions from the supplier, but before meeting with the
supplier. The packaging specialist also accompanies the product manager during
the following meeting with the supplier, and takes responsibility for the packaging
discussion.

Advantages

e A packaging expert who possess more knowledge compared to a PM (even with
a supportive tool), is more likely to achieve a packaging that is as sustainable as
possible under the circumstances.

e By integrating other specialists into the process, the outcome will be realisable
and instead of assuming that something is not possible, it can be evaluated and
possibly implemented.

e The concept can be adaptable to different types of packaging, as people and not
static guides constitute the concept.

Challenges
e Costly and resource-intensive, since many people will have to be hired and many
employees will have to allocate time to attend meetings.
¢ Implementation may take long time as roles has to be redefined and introduced
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6.2 EVALUATION

This section presents the evaluation of the concepts, first in regards to the formal
evaluation done with the evaluative criteria and finally the conclusions from the one
performed with employees at Ica. The full definition of the list of six criteria used
in the evaluation is showed in appendix E. The results of the first evaluation with
the six defined criteria are shown in table 6.1, and is discussed further on in this
chapter. The full evaluation matrix for the last criterion, persona feasibility is shown
in appendix F.

Table 6.1

Evaluation of
concepts

60

Checklist Packaging Packaging LCA- Packaging
suggestions  guide tool experts

Implementation 5 4 5 2 3

Time perspective 4 3 4 3 1

Cost 4 3 4 2 1

Ability to increase sustainability 3 4 3 3 5
Efficiency 4 4 4 1 3

Persona feasibility 34 3.2 3 24 4.6

Score 234 21.2 23 134 17.6
Weighted score 319 3.7 3.8 2.2 3.5

The concept Checklist received the highest total score as the artefact is simple to
implement, require limited financial investments and can be done in near future. Its
feature of eliciting packaging discussions in a simple way should lead to a lean pro-
cess and at least an increase in sustainability compared to today.

The concept Packaging suggestions received a high score and could have higher po-
tential in increasing sustainability than the checklist, since it is based on suggesting
packaging solutions for each specific case. This idea of aiding creativity and poten-
tially questioning existing solutions was considered positive. Being fairly similar to
the checklist on some aspects the slightly lower total score was due to a bit more
effort and time required for implementing this concept.

The Packaging guide did also receive a high score, were the difference compared
to the Checklist lies in it being slightly less feasible with the personas. This concept
demands more discipline from the user to actually review the information in the
guide and to formulate the necessary questions to the supplier from the knowledge
gained. That aspect was not as compatible with the personas as receiving direct
guidance in the communication.

Using concept LCA-tool as the artefact did receive a low score in the evaluation.
Not only because such a tool would introduce new costs but mainly the projected
low efficiency and compliance with the personas. In addition, even if a LCA-tool can
calculate the exact impact of each packaging option, it does not aid in the creative
development of improvements like the other concepts can do.



The last concept where a Packaging expert would take all responsibility for the pack-
aging of each product did score good as well and was considered to potentially have
the largest potential for increased sustainability. However, the concept requires big
changes in current working procedures and hire of many new employees with ded-
icated packaging knowledge. This problematic implementation is the main reason
for the total score not being higher.

In the evaluation with employees at Ica the concepts got almost the same feedback
as in the evaluation done through the matrix. The Packaging experts was considered
a possible solution as well but something that lied a bit more into the future due
to the organisational changes required and costs involved. A combination of the
Checklist and the Packaging guide was desired since both of them was considered
quick and easy to implement and at a low cost.

Based on the results in the evaluation matrix and the feedback from Ica the final
concept will be developed with the combination of ideas from concept one and
three. All of them scored high points and prosper in slightly different areas of the
design guidelines. Increasing sustainability knowledge and sufficient support in the
dialog with a supplier were both requested by product managers and can be done if
the concepts are combined.

6.5 CONCEPT REFINEMENTS

The final concept was concluded to consist of three parts; a packaging guide, a
checklist and a set of evaluative questions for improving the existing assortment at
Ica. Throughout the ideation and evaluation this division of components was con-
sidered to best fulfill all guidelines defined in section 4.5.

Implementation

Different ways to implement the concept were discussed. The main concern was
whether to implement the Checklist as an interactive online system on Icas intranet
or as an interactive pdf. An online system would allow for more sophisticated func-
tionality and interactions, where filled in data could automatically be stored in data
sets that easily could be retrievable and useful for a variety of applications. After
discussing the matter with Ica, it was determined that this would be too costly and
time-consuming to implement. Instead, it was decided to build the concepts as in-
teractive pdf-documents which also would be accessible through the intranet.

Guide for reviewing existing packages

In order to meet the guideline on a process of how to review and improve exist-
ing packages in the assortment, a section for this task was added in the packaging
guide. A number of criteria to be used as checklist for evaluating packages was con-
structed. Each of the criterion focus on an sustainability aspect directly connected
to the primary packaging and formulated in a way that could be answered through
a brief evaluation. The purpose of this guide is to identify packages with opportuni-
ties for improvement, while the actual changes will be aided by the Packaging guide
or the Checklist.
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Packaging guide

Since the concept was to be realised in the form of pdf-documents, it was decided
that the packaging guide should encompass all information except the checklist
in order to avoid an excessive amount of documents. Therefore the questions for
evaluating the existing assortment were added in the end of the packaging guide.
Moreover, a description of the proposed packaging development process and infor-
mation regarding how and when to use the different artefacts was added. As the
packaging guide was deemed to be beneficial to the suppliers as well, it was decided
that it should be sent to them as well. A summary was added in the beginning of the
guide, to allow suppliers and product managers to quickly understand how to meet
Ica’s packaging demands.

Checklist

Textboxes for alternative answers and comments were added to the concept, as
the provided answers might not be applicable in every case. It was decided that
the product manager always should be the one filling out the checklist and not the
supplier. Because leaving the decisive power, i.e. choosing the predefined answers,
to the supplier will create the same issue of an unbalanced dialog between suppli-
er and product manager as discussed in section 4.4. This means that when having
mail contact with suppliers, the relevant questions will have to be written in an
email, rather than sending the form for the supplier to fill out. Moreover, the need
of documenting packaging attributes and decisions was acknowledged by Ica and
therefore functionality for doing this was included as well. The examples and tips
on how to improve the packaging sustainability in the packaging guide was added
to the checklist as well, since they would be beneficial here too.



O07. FINAL CONCEPT

PHASE TWO

The final concept consists of three tools; the Packaging guide, the Checklist and the

Review questions. The final concept also consists of a proposed packaging process

which combined with the tools will improve the development of sustainable pack-
aging at Ica.
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Figure 7.1

The three tools
that constitute
the design
concept

7.1 OVERVIEW OF THE FINAL CONCEPT

The final concept intends to provide a solution which can be implemented quick-
ly and then later be adopted to future changes. It has been designed to fit current
working procedures at Ica, and is not reliant on large organisational changes or the
introduction of digital systems that are not already available at Ica today. The pur-
pose of the concept is therefore to make the current working procedure as good as
possible from a sustainability perspective. It consist of three tools, the Checklist ,
the Packaging guide, and a set of review questions, which combined will improve
the procedure of increasing the environmental sustainability of Ica’s private label
packaging. All levels in the product-packaging system are addressed in the Checklist
and the Packaging guide, although primary packaging is emphasized. This is due to it
being easier to affect, and secondary and tertiary packaging are also revised by the
logistic division at Ica.

C}C\qin g g‘,/.
<5 %

Structure of concept

The three different tools are designed as interactive pdf:s in order to be compati-
ble with the current systems used at Ica. As Table 7.1 demonstrates, the three tools
are structured in two pdfs (the Packaging guide-pdf encompass both the Packaging
guide and the Review quesitons). The three tools can be used individually but are
meant to complement each other. The Checklist is supposed to be used as a commu-
nicative aid with suppliers and to facilitate documentation of packaging decisions
and changes. The Packaging guide is more comprehensive and is focused on inform-
ing product managers and suppliers on how to work towards sustainable packaging.
The Review questions are designed to be used for improving existing packaging in
the assortment.

Table 7.1

The artefacts
(pdf:s) and the
tools in each of
them
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Artefact Tool(s)

Packaging guide
Packaging guide
Review questions

Checklist Checklist

Sustainability aspects encompassed by the concept

The different tools are intended to be used at different stages of the packaging de-
velopment process. During these different stages, different aspects that affects the
packaging sustainability are more or less relevant. Table 7.2 provides an overview of
the aspects that are addressed by the different tools.

None of the tools address the sustainability aspects production and manufacturing,
end-of-life or three of the factors in transportation; transportation distances, fuel type
or mode of transportation. Because these aspects, as mentioned in section 4.3, is be-



yond what the product manager can affect at this stage. The Packaging guide ad-
dress the remaining aspects of sustainable packaging, whilst the Checklist does not
regard consumer information. The reason for this is that the supplier is not involved
in decisions regarding what information that is to be provided on the packaging, be-
cause that information is decided upon later in the process. The Review questions
have been designed to be used as a quick evaluation tool of an existing packaging,
and it should be possible to review packaging simply by looking at it. The aspects
that are not addressed in this tool are aspects that could not be determined without
investigating the packaging on a deeper level.

Sustainability aspect Packaging guide Checklist Review quesitons
Product protection 2/2 2/2 1/2
Weight & volume 2/2 2/2 2/2
Type of material 5/5 5/5 1/5
Comp. with recycling systems 4/4 4/4 1/4
Transportation 2/4 2/4 0/4
Production & manufacturing 0/3 0/3 0/3
Consumer information 2/2 0/2 1/2
End-of-life 0/3 0/3 0/3

Continuous updates

An important basis for this concept to be valid on a long term scale is it being con-
tinuously updated. Both the Checklist and the Packaging guide does provide cur-
rent up to date information, but the validity of certain information will probably
change over time. Additional information about packaging, not directly linked to
sustainability should also be included further on to keep all information in one doc-
ument. The responsibility of updating the documents is envisioned to be put on the
role responsible for packaging, in this concept referred to as packaging manager.
This role does not exist at Ica today, but the private label coordinator currently has
similar responsibility to that of an packaging manager and will therefore take on this
assignment initially.

Table7.2

Addressed

sustainability
aspects in the
final concept
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Figure 7.2

Desired process

New product entering assortment

Existing product in assortment

checklisg checklisg

CONFIRM
DISCUSS
PACKAGING WITH IMPROVEMENTS

PACKAGING
MANAGER WITH SUPPLIER

Review the answers in the Checklist with Discuss potential sustainability improve-

the packaging manager. Confirm changes ments of the packaging with the supplier.
or identify aspects of the packaging Go through the provided questions in the
design that has to be re-addressed. Checklist.

DECIDE
PACKAGING
INFORMATION
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PRODUCT
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IDENTIFY
PACKAGING
THAT SHOULD
BE IMPROVED

Use the Review questions in the Packag-
ing guide to identify and prioritize what
packages to improve in the assortment.
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INVESTIGATE
PACKAGING
IMPROVEMENTS

Investigate sustainability improvements

of the packaging by using the Packaging

guide and answering questions in the

checklist that does not require answers
from the supplier.

SEND SCRIPT FILE
AND DIECUT TO
ADVERTISING

RECEIVE
PACKAGING
SUGGESTION FROM
SUPPLIER

CONFIRMATION
OF FINAL
PACKAGING
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7.2 PROPOSED WORKING PROCEDURE

One of the insights from the user study was the variation in sustainability knowl-
edge and accuracy about the internal goals and requirements on the environmental
approach. Reading the Packaging guide should therefore be a mandatory task for all
product managers and their assistants, so that all have the same preconditions and
source for future decisions to be based on.

In figure 7.2 the proposed packaging development process is shown. The initial step
in the process can either be the introduction of a new product or the revision of a
primary packaging in the existing assortment. When introducing a new product in
the assortment, the supplier should have received the packaging guide beforehand,
and should propose a package that is believed to be feasible in Ica’s private label as-
sortment. Alternatively, if an existing packaging is being reviewed, the first stepis to
identify packaging that should be improved by utilizing the Review questions in the
Packaging guide. More details on how this review is done is described in section 7.4.

Once these steps have been performed, the actual improvement focus on the pack-
aging begins. The product manager use the Checklist and Packaging guide to reflect
on how the packaging should be designed according to Ica’s preferences and the
defined aspects of sustainability. After that, potential packaging improvements are
discussed with the supplier, using the Checklist as guidance. Once this discussion
has been held, the concluded packaging design must be approved by the packaging
manager. This is to ensure no unfavourable designs are put in production and then
become irreversible. The rest of the process, regarding the printing and consumer
information proceeds as usual.

7.3 PACKAGING GUIDE

The purpose of the Packaging guide is to support product managers at Icainimprov-
ing the sustainability of the packaging in their assortment, by providing knowledge
as well as strategies and tips for how to make sustainable improvements. Moreover,
since the Packaging guide is accessible to suppliers, it aids in communicating Ica’s
ambitions regarding sustainable packaging which will support suppliers in meeting
Ica’s requests. The complete guide is displayed in appendix G.

Description of the packaging guide

The packaging guide consists of four parts: an explanation of the three tools, an
introduction, a part describing strategies for achieving sustainable packaging and fi-
nally the review questions for improving existing packaging within Ica’s assortment.

Figure 7.3

Structure of
Packaging guide
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Part 1 Part 2 Part 3 Part 4

Explanation Introduction Strategies for Review questions
of the tools achieving sustainable
packaging




The first part of the packaging guide describes the three different tools available for
the product manager and when and how to use them. This is done by presenting a
preferred working process in text and with anillustration.

Ndr och hur anvéinds de tre hjdlpmedien?

Férpackningsguiden, Checklistan och Utvérderingsfragorna tar upp li-
knande aspekter, men &r anpassade for att anvandas vid olika tillfallen

-
och pa olika s&tt. @ . @ .' i ~
1 Férpackningsguiden samlar nédvandig kunskap om hur férpacknin-
gar bor utformas for att bli sa hallbara som méjligt. Las igenom den
och anvand den sedan fér att ga tillbaka till ndr du ska besluta om

forpackningsforbattringar.

Borja med att lisa igenom Maila ut Férpackningsguiden
Eftersom Férpackningsguiden sammanfattar ICAs riktlinjer for Férpackningsguiden. till dina EMV-leverantdrer.
EMV-férpackningar bor den &ven skickas ut till dina EMV-lever-
antdrer, sa att de far koll pa hur deras férpackningar bér utformas.
En leverantorsanpassad version av Férpackningsguiden finns att
ladda ner pa Sharepoint.

S ; o foroaci @ 9 ° @ ®
For att underlatta framtagandet av hallbara férpackningar har '

N

w

Checklistan tagits fram. N&r du fatt ett férpackningsforslag av din
leverantér kan du bérja med att sjélv besvara de fragor i Check-
listan som du kan. Anvénd &ven i Férpackningsguiden i den man du
hinner och behéver.
Underssk forbattringar pa forpackningen Diskutera forpackningsforbattringar
Kontakta sedan leverantéren och gé igenom Checklistan tillsam- s e et petlessiues
mans, fyll i svaren direkt i det interaktiva pdf-dokumentet.
du snabbt och enkelt kunna identifiera vilka férpackningar som har ' ' I
férbattringspotential. Nar du gjort detta kan checklistan och for- Ry Anvéind Utvarderingsfrigorna for att

packningsguiden anvéndas i sjélva forbattringsarbetet. férpackningsansvarig pa ICA. identifiera & prioritera forpacknings-
forbattringar i ditt existerande sortiment.

>

("]

Efter att fragorna fyllts i laddar du upp dokumentet p& Sharepoint
fér godkdnnande fran férpackningsansvarig. Efter att férpackning-

sansvarig godkant férpackningen ar det bara att implementera! @
For att kunna forbéattra existerande forpackningar i ditt sortiment

x

anvands Utvérderingsfrdgorna. Genom att anvénda dessa kommer

The introduction begins by presenting a summary of the guidelines and demands
that are described in the packaging guide. The reason for this is that product manag-
ers that already are familiar with the contents of the packaging guide should be able
to quickly get an overview of the contents, as a reminder of what Ica expects from
them. Moreover, suppliers should be able to to quickly get an overview of what they
are expected to deliver in order to meet Ica’'s demands. In the next part of the in-
troduction, the concept of packaging and product-packaging systems are explained
and put into relation to the various packaging components that are used by Ica.
This part stresses the fact of considering all components of the product-packaging
system, and it also presents a categorization of primary packaging that is based on
the amount of material a packaging type generally uses. This part aims to inspire
product managers and suppliers to consider all packaging types, especially those
that use less material. The introduction concludes by explaining sustainable pack-
aging, emphasising the packaging life cycle and highlighting the aspects that affect
the sustainability of packaging.

The next part of the Packaging guide, Strategies for achieving sustainable packaging,
is divided into five chapters, each dedicated to one of the relevant aspects that af-
fect the packaging sustainability. End of life and production and manufacturing are
not included, as explained in 7.1. The aspect product protection is not addressed in
one dedicated chapter, but rather as a prerequisite that should always be regarded.
Each chapter describes why the sustainability aspect is important to consider and
also provide a number of strategies to employ in order to improve the packaging in
this regard. Table 7.3 shows the different chapters and the corresponding strategies
provided.

Figure 7.4

One of the
introductory
pages
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Table 7.3

Content of each
chapterin the
packaging guide
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Chapter Strategies

Change packaging type to one that uses less material

Package several products in the same packaging
Minimize weight

& volume Reduce the size of the product

Remove unnecessary material

Use paper instead of plastics

Use recyclable materials
Use the right

materials Use recycled content
Use renewable materials when using virgin material
Use the same material in the entire packaging
Make it easy to separate different materials

Allow for

recycling Use feasible adhesive materials
Use feasible printing
Avoid handling units

Optimize Avoid transporting air

transportation

Minimize packaging material per pallet

Communicate the environmental attributes

Provide relevant Inform consumers on how to dispose the packaging

information
Remove redundant information that entails

increased packaging size

The chapter continues by explaining each of the strategies. Each strategy is accom-
panied with examples that illustrates the intended goal along with a text describing
the benefits for that specific occasion. The informative paragraph explains how to
achieve the strategy and why it is important. When applicable, examples of the
strategy implications are included. These either illustrate one example of the strate-
gy in practice or a comparison between one poor packaging solution compared with
a good packaging from the particular perspective.



Minimera vikt & volym

Férpackningsvikt och -volym péverkar hallbarheten ur flera av-
seenden. Dels innebér en 6kad férpackningsvikt och -volym att en
stérre méngd material och resurser har férbrukats vid framstallnin-
gen av férpackningen, vilket i sig innebar en stérre klimatpaverkan.
Dessutom har férpackningens volym implikationer for hur effektivt
produkter kan transporteras. Mindre volym per férpackning bety-
der att fler produkter kan transporteras tillsammans.

Att minimera forpackningsvikt och -volym &r inte bara fordelaktigt
ur ett ekologiskt hallbarhetsperspektiv, det innefattar &ven min-
skade kostnader kopplat till férpackningsmaterial samt minskade
transportkostnader. Det kan ocksa ge ett kad kundvarde i mindre
férpackningar som behdver béras fran butik och ta upp plats i av-
fallssorteringen.

Viktigt att tdnka pa &r ocksa att inte ta bort eller minska tjocklek pa
material pa sadant satt att forpackningen i sig gar sénder under
transport eller i hanteringen av butikspersonal och kunder. Ett ex-
empel pa detta &r forpackningar i papper dar utstansningar for att
kunna se produkten eller fér upphangning bildar en fér smal remsa
av materialet leder till brott nér en drar eller lyfter i férpackningen.

Det finns fyra for att minska vikt och volym pa en férpackning. Des-
sa ar sammanfattade i rutan till héger, och resten av detta avsnitt
beskriver var och en av dessa mer ing&ende.

Notera igen att forpackningens huvudsyfte &r att skydda produk-
ten vilket innebar att férandringar fortfarande maste ske inom ra-
men fér detta, om produkten behdver skyddas.

Strategier

Figure 7.5
Innehdll

. Overview of a
SAMMANFATTNING. Strategy area

VAD RAKNAS SOM

® Byt till en férpackningstyp som anvander mindre ma- FORPACKNING?

terial

® Eliminera onédigt material

VAD AR EN HALLBAR
FORPACKNING?

DEL2

® Packa flera produkter i samma férpackning

* Minska produktens storlek

MINIMERA VIKT & -VOLYM
VALJ RATT MATERIAL

UNDERLATTA FOR
ATERVINNING

OPTIMERA TRANSPORT
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UTVARDERINGSFRAGOR

Minimera vikt & volym

Byt till en férpackningstyp som anvénder mindre material

Som tidigare ndmnt i avsnittet Konsumentférpackningar pa ICA
Special finns det férpackningar som generellt sett anvéander min-
dre férpackningsmaterial &n andra, givet en viss produkt. Genom
att byta till en férpackningstyp som anvénder mindre material kan
produkt-férpackningssystemets klimatpaverkan minska betydligt.

Det &r ltt att tdnka att en viss produkt maste férpackas som den
gjorts tidigare eller som det vanligtvis gérs. | ménga fall kan det
vara sa, men langt ifran alltid. Darfér bér mojligheten till att byta
férpackningstyp alltid undersdkas.

Vissa produkter har inte behov av en konsumentférpackning som
skydd. | dessa fall behodvs bara en etikett eller en hangtag som in-
formationsbérare.

Om en produkt behéver skyddas, fundera pa var i vardekedjan
detta &r. Om produkten bara behéver skyddas under transport kan
det vara effektivare att undvika konsumentférpackning och skydda
produkten med enbart distributionsférpackning.

Distributionsférpackningar aterfinns ocksa i olika utféranden, till
exempel |ador, banderoller och pasar, och &ven har bér den typ
som i fallet anvdnder minst material véljas.

Tips!

Manga produkter behéver inte
skyddas och kan enbart ha en
hangtag eller etikett som informa-
tionsbérare. Fiberdukarna till ICA
Basic-sortimentet anvander bety-
dligt mindre material jmfort med
fiberdukana frén ICA Skona

Innehdill Figure 7.6
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Stekpannan frén ICAs EMV for-
packas med en infalld sleeve istél-
let for en lada som Fiskars. Detta
kréver betydligt mindre material
och medfor éven att stekpannor-
na kan staplas, vilket sparar plats
bade under transport och i butik

Minimera vikt & volym

The last part of the packaging guide provides the review questions, which is de-
scribed in section 7.4.
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7.4 REVIEW QUESTIONS

The review questions are designed to support product managers in identifying po-
tential sustainability improvements of the existing consumer packaging within their
assortment. It is also used to prioritize which of these packaging that should be
improved. The review questions consists of the following six questions:

e Is the degree of product protection offered by the packaging either over- or
under-proportionate?

e Arethere volumes of the packaging that is not filled up by the product?

e Are there unnecessarily large areas on the packaging that neither are in con-
tact with the product, nor contain any information?

e Does the packaging contain plastic materials?

Does the packaging contain different materials?

The questions have been selected with the purpose of covering the five aspects of
the packaging guide, whilst still being reasonable to be answered by the product
manager alone, by simply examining the consumer packaging.

The questions should be answered with either “yes” or “no”, and are designed in
such a way that a “yes™answer implies that the packaging could be improved from
a certain perspective. The number of “yes”answers correspond to how inadequate
a consumer packaging is from a sustainability perspective. This means means that
packaging that receives many “yes”answers should be prioritized over one that
receives few.

Description of the review questions

When reviewing existing packaging, the product manager starts by reviewing con-
sumer packaging with the highest sales rates, since improvements of these packag-
es will have greater effect compared to improvements made on packages with lower
sales rates. After selecting a number of consumer packaging with the highest sales
rates, the product manager uses the review questions for each of these. The ones
scoring the worst here should be attempted to be improved first. In order to actually
improve the packaging, the Packaging guide and the Checklist are used.



7.5 CHECKLIST

One of the major reasons why packages are not optimised for sustainability, or even
cost in some cases, is due to the standard packaging solution provided by the sup-
plier not being reviewed and questioned. But the developed Checklist will ensure
the required prerequisites exists to conduct the necessary discussion in order to
ensure all relevant aspects affecting the sustainability are considered. The Checklist
consist of two sections, where the first one provides the communicative guidance
in terms of questions and informative guidance of probes and packaging examples.
The second section summarise the discussion by allowing the product manager to
document the chosen packaging solution and the properties of included materials.
In the first section, the questions are divided into five areas highlighting different
aspects affecting the sustainability of a packaging; Change type of packaging, Volume
and weight, Choose correct material, Compatible with recycling and Transport.

Process of using the Checklist

Create a new Use the Checklist Discuss the Meet the the Document the
project folder in and Packaging content of the packaging Checklist and
the Ongoing guide to get a Checklist with manager to sign other related files
folder in your sense of the your supplier off the derived and move the
category on desired packaging packaging project folder to
Sharepoint solution solution the Archive folder

The intended process for using the Checklist are designed to both be efficient and
supportive during packaging development. A flow of the interactions is illustrated in
figure 7.7. With every new purchase of a product or improvement of either product
or packaging, a new project folder including the Checklist file should be created
on SharePoint in the Ongoing projects folder. Before the communication with the
supplier, the product manager should reflect on the questions and fill in those an-
swers he or she can answer beforehand. After this has been done, a dialog about
the packaging must be held with the supplier to confirm the product manager’s de-
cisions and discuss the remaining aspects. This can be done in three ways; by mail,
by phone or as a live meeting. When all questions are answered and the temporary
packaging specifications are decided, the product manager schedule a meeting with
the packaging manager to ensure the design is optimized for the product and meet
the sustainability goals. If there are some aspects the packaging manager regard not
sufficient, those changes are communicated to the supplier by the product manager
to evaluate if possible to apply. Once this is signed off, the project folder is moved
to the Archive folder where all finished and updated packaging projects are stored.

Naming document

Since this document will be used for every new and redesigned products in the as-
sortment, proper organisation is crucial. Not only for documentation per say but in
order to make use of the actually documented decisions. On the first page, informa-
tion about each product is entered to know when and by whom the development
project was undertaken.

Figure 7.7

Process of using
the Checklist
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Figure 7.8

Instructions on
how to use the
checklist
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How to use it

A guiding page on how to use the Checklist, both the document itself and in the de-
velopment process, is included and presented as an introduction in the document.
The process described for the product managers on this page is presented in figure
7.7. By including the necessary steps in the Checklist, a reminder of each step in the
process is always directly available and therefore more likely to be acknowledged by
the user compared to being presented solely in a separate document. There are also
illustrations describing how to enter the derived answers in the file, as interacting
with a pdf is not considered common knowledge. Answers to each question can be
documented through the clickable checkboxes and in the text fields dedicated to
each question.

Guide till dokumentet

Detta dokument ska anvéndas vid inkdp av nya produkter till ICA special. Frdgorna som finns definierade i de sex olika kategorier-
na &r till for att underlatta ditt arbete med att hitta en korrekt anpassad och miljévanlig férpackning till din produkt. Till din hjélp
finns exempel pa lésningar och hur en kan tackla olika svarigheter som kan uppst&. Mer information om hallbarhet och hur du
kan jobba med olika forbattringar kan du lasa om i Férpackningsguiden.

Dokumentera de svar som du och din leverantor diskuterar fram ochw stam av dessa med den som &r férpackningsansvarig for

ditt sortiment.

Skapa en ny projektmapp pa Sharepoint under Hur gorqu7
din kategori och namnge den.

Ar det mgjligt att endast anvénda en hangtag €
etikett till produkten?

O Ja

Kolla férst igenom Checklistan notera med
hjélp av den och Férpackningsguiden svar pa
de fragor du tycker dig kunna avgéra sjalv

Ga igenom punkterna i Checklistan med din /\

leverantér. Dokumentera svaren pa fragorna \ Fylli dina svar genom
Léigg ven till andra relevanta bilder och doku- att kiicka i cirkeln framfr
ment i projektmappen

Skriv in anteckningar

Boka ett méte och stém av utformningen med och andra svar i rutorna
férpackningsansvarig pa din avdelning Kommentar

s

Nar slutgiltig bestélining &r lagd flytta mappen
fér projektet till Avslutade projekt.

Q0000Q

ICA

Components for each question

Each of the five aspects affecting sustainability consist of one or several “groups” of
components. These components are; a question, answering options, tips and text
fields for alternate answers and comments. The questions are formulated to directly
address and impose a desired design or approach to packaging sustainability. One
of the issues elicited during the user study was the product managers experienced
lack of knowledge and guidance on how to approach this issue. By providing actual
questions to approach suppliers with, the Checklist removes the initial uncertainty
of how to initiate the discussion concerning these aspects. A continued dialog can
then be held with the aid of information from the Packaging guide if necessary.

The predefined answers to each question serve multiple purposes. Defining the
most common and potential answers can prepare the product managers on how
to respond in the communication with a supplier and potentially give suggestions
on alternate solutions to meet sustainability demands. The alternative answers are
not defined as radio buttons, but rather multiple choice boxes to not exclude sev-
eral reasons for a desired solution to be neglected. These answering options can
also be used as probing questions if a weak or no reason for an unmet demand is
given by the supplier. Understanding the reason for a negative response can be a
valuable experience to draw from in further projects or valuable information in the



Byta férpackningstyp

| manga fall kan stora miljo- och kostnadsbesparingar uppnas genom att anvanda en ‘ripsi
korrekt anpassad forpackning till produkten. Féljande fragor hjalper till att sékerstélla °
att din produkts férpackning &r korrekt anpassad

Ar det mgjligt att endast anvanda en hangtag eller etikett till produkten?

Oa

Om nej, varfor inte?

QO Information som krévs far inte plats

QO En/flera delar av produkten maste hallas ihop
O Produkten maste skyddas for att inte skadas

O Produkten maste skyddas fér att inte bli smutsig
O Produkten maste skyddas p.g.a. ett/flera lagkrav
O Annat:

En produkt som inte behéver
skyddas kan visualisera produktin-
formation med en hangtag istallet
a ti och dérmed minska mangden
Basic-sortimentet anvénder bety- material.

dligt mindre material jamfort med

fiberdukarna fran ICA Skona

Kommentar:

ICA

reconciliation with the packaging manager in order for them to provide adequate
suggestions for improvement. Additionally, predefined answers to tick in is quicker
than typing every response and thereby reducing potential experience workload of
using the Checklist. For those situations where reason for a unmet demand is not
one of the defined options, the text field below those options can be used. Other
additional information or notes on the matter can be documented by the same prin-
ciple in the comment box.

To guide the product managers and increase creative solutions, each question in
the Checklist has one or more tips showing examples on how to use the specific
principle. The included tips are not the only way to improve a packaging solution,
but it illustrates one potential approach. This further probes the product managers
with potential solutions and questions to ask suppliers, encouraging more active in-
volvement in the packaging development. But even the creativity, or at least desire
to be creative increase, solely discussing the principles in the tips with the supplier
can improve many packaging solutions in the assortment.

Figure 7.9

Layout for each
questionin the
Checklist
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Figure 7.10

Documentation
of the chosen
packaging type

Figure7.11

Documentation
of materials
used for the
package
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Final documentation of package design

Definiera vald férpackning

Efter att du och din leverantor har diskuterat méjligheterna kring vilken férpackning-
styp, dess storlek och material som &r mest ldmpad for produkten fyller du i valet pa
denna sida genom att markera rutan under motsvarande férpackning. P& nésta sida
kan du fylla i material och vikt pa férpackningen

‘] 4

Hangtag Hangtag Etikett
Standard Folder Standard

. \ =% .I
Header Header Backeard Backeard Backeard Backeard Backeard Backeard Sleeve Sleeve Sleeve
Standard Pése Band Utstansning Sleeve Plastruta limmad Plastruta - slide Dubbel Standard Inflld Utstansning
Léda Lada Léda Léda Lada Blister Pése Pése Krympplast
Standard Fonster Utstansning Plastiock Krympplast Standard Standard med backcard Standard

ICA

The second section in the Checklist is not meant to derive new information in about
the packaging, but rather summarise the discussion and visualise the decision. On
the penultimate page, all packaging types at Ica are listed and he chosen package are
noted by ticking the corresponding box. Chosen materials are filled in on the final
page. For each of the main materials and label used, all relevant specifications can
be documented; weight, type of material, recycled fraction and renewable fraction.
Additional materials, often staples of some sort, are often a very low fraction of the
total packaging weight but still crucial to document for knowledge and further im-
provements in weight and number of materials used. Apart from the actual docu-
mentation, the fields for recycling and renewable fractions acts as complementing
reminders for the importance of these details.

Definiera vald férpackning

Fyll i alla parametrar for férpackningen i féljande falt for att doku-
mentera det som du och din leverantér kommit éverens om. Detta
gors for att sakerstallav vad som ar bestédmt och som underlag i din
avstdmning med férpackningsansvarig pa din avdelning

Material 1 Material 2 Etikett
Fyll'i vilken vikt férpacknigsmaterialet har och Fylli vilken vikt forpacknigsmaterialet har och
om det &r fiberbaserat eller en plast: om det &r fiberbaserat eller en plast. Vikt l:l
O LDPE
Q Papper O Kartong O Wellpapp Q Papper Q Kartong O Wellpapp O HDPE
O[__J%stervunnet O FSCRecycled O[  |#atervunnet O FSCRecycled O[] stervunmet

O FsC100%

QO FsC100%

O[ | #fornyelsebart (plast)

O FSC Mix QO FSC Mix
LS )
[ LDPE HDPE P LDPE HDPE

O o O O O O QO Metall Qvrp
@) % stervunnet O] | #atervunnet O Hampa O LoPE
0] % fornyelsebart (plast) O | #%fornyelsebart (plast) O Papper O HoPE
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Reason for documentation

Designing the Checklist as a fillable document rather than solely written statements
has multiple advantages. It will ensure that the product manager finish a packaging
discussion process with documented material of what is actually decided. The pack-
aging manager will receive a more secure basis for their final check of the proposed
solution. Finally, knowing the details why certain decisions were made and storing
the physical information of the packaging allow for an improved and perhaps more
supported processed in the future. Although no digital system for storing, analysing
or making use of packaging data is currently in use, when such a system is intro-
duced, the advantage of already possessing the raw data means the timeline to ac-
tually get value from such system will be shorter. Collecting packaging information
will, based on the result from this study, only be done when a new product is added
to the assortment or through limited improvement projects. Therefore, document-
ing all packages in the assortment will probably take years and that process should
be initiated as soon as possible. Another advantage is potential cost savings. Know-
ing the exact materials and weight of all packages ensures that the correct FTI-fee
(see section 1.1) is paid. In the future additional charges for unsustainable material
properties may be added and by knowing the details of their packages, Ica will be
prepared for such changes. The entire tool can ne viewed in appendix H.
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DISCUSSION

Result

In order to successfully reach positive sustainability effects, the product and pack-
aging have to be regarded as an integrated system. Moreover, considering the entire
packaging life-cycle allows for aspects that are not as evident as packaging size or
materials to be dealt with. The factors that affect packaging sustainability can be
summarized in eight factors; product protection, treatment at end of life, packaging
weight and volume, materials used, compatibility with existing recycling systems,
production and manufacturing, transportation and consumer information. The pur-
pose of the packaging as protection and providing adequate information is superior
to the remaining factors.

Apart from environmental sustainability, there are a number of factors that affect
packaging decisions at Ica. These include price, marketing of the product in-store,
material availability, available production techniques and tools, the quality of recy-
cled material, perceived customer value and regulations. Instead of regarding these
as factors that obstruct environmental sustainability, they are deemed to be impor-
tant factors that fall under the broader definition of sustainability that includes eco-
nomic and social factors. Nevertheless, there are instances where these need to be
balanced with the aforementioned factors that affect sustainability, e.g. profit mar-
gin that can be sacrificed for the sake of better packaging materials or finding alter-
native ways to market a product in store in order to remove fossil-based material
from the packaging.

At Ica, product managers are responsible for considering all these aspects and mak-
ing sustainable packaging decisions. There is no standardized process for how this is
to be done, which results in different approaches being employed by different prod-
uct managers. Some invest more time while others invest less, and since many prod-
uct managers lack a sufficient amount of knowledge regarding sustainable pack-
aging, they rely heavily on recommendations from suppliers. Moreover, packaging
is generally discussed in the later stages of the buying process, which results in a
shortage of time for making packaging improvements from a sustainability perspec-
tive. Amongst the sustainability factors, it is mainly two that are being addressed:
packaging weight and volume, and materials used. In terms of weight and volume,
the main strategy being employed is removing unnecessary material, and for materi-
als it is mostly about replacing plastic packaging with paper and using FSC-certified
paper when possible.

The study identified nine areas that could be improved in order to facilitate the selec-
tion of sustainable packaging at Ica. These areas concern undefined or non-existing
processes, knowledge deficiencies and insufficient communication of requirements
and ambitions. Defining processes for how to select packaging to new private label
products, how to improve existing packaging in the assortment and how to share
packaging knowledge between the assortments would allow for increased packag-
ing sustainability. By allowing product managers to gain increased knowledge re-
garding packaging sustainability and how to balance sustainability with other pack-
aging demands would also allow for increased sustainability, as product managers



could become more active during discussions with suppliers. Additionally, allowing
for input from other roles at Ica to be shared at the correct instant would have pos-
itive implications for packaging sustainability. Lastly, communicating requirements
and guidelines internally and externally would also be beneficial from a sustainabil-
ity perspective.

The design concept that this study resulted in addresses all but two of these improve-
ment areas (sharing packaging knowledge and getting input from other roles are not
encompassed). Moreover, six of the eight factors that affect packaging sustainability
are addressed. This suggests that introducing artefacts can facilitate the selection
of sustainable packaging. However, findings also suggest that some aspects of pack-
aging sustainability are hard to address fully without making organisational or pro-
cedural changes. More specifically, transportation, production and manufacturing,
and end-of-life are aspects that cannot be fully addressed with the current organi-
sational structure and processes at Ica today. To fully address transportation and to
address production and manufacturing, suppliers would have to be selected based
on the sustainability of their product-packaging systems, including transportation
modes and distances as well as their production and manufacturing processes. End-
of-life could be addressed by introducing a system for reusability, which also would
require dramatic changes in the current logistic structure.

The strategies provided in the packaging guide are open to interpretation since they
must fit all product categories at Ica. This implies that the end results could vary if
two different product managers would be given the same packaging to improve.
However, now that strategies actually exist, the gap and variations between the as-
sortments should decrease.

The design concept has to a great extent been shaped by a willingness to quickly im-
plement a tool that supports the development of sustainable packaging for Ica’s pri-
vate label assortment. The concept has been adapted to the current working process
at Ica, and has been implemented without being reliant on the introduction of digital
systems that are not readily available today. Therefore, the realisability of the con-
cept is deemed to be high. However, these constraints are reflected in the function-
ality and usability of the design concept. Storing packaging data using pdfs makes it
harder to retrieve and also harder to utilise. If the time-frame for implementation
was not as narrow, a system that stored packaging data in the same place could have
been designed, allowing for that data to be searched, sorted and presented in a more
sophisticated way. As the design concept relies on users to save and structure the
information themselves, potential negative effects such as bad structuring of data,
use errors (e.g. forgetting to save a filled in Checklist), as well as reduced user accept-
ance due to a more demanding working procedure, could have been accounted for if
the system had been designed in the form of a digital system.

Nevertheless, viewing the concept from a wider perspective, as a first of several
more steps to come towards increased packaging sustainability at Ica, still motivates
the decisions to design a concept that can be implemented quickly. Ica has just start-
ed taking action to achieve their recently defined strategies regarding sustainabili-
ty, and according to Kotter’s eight-stage process of creating major change, the next
step that should follow is empowering broad-based action (Kotter, 1995). In these
stages, Kotter (1995) states that getting rid of obstacles and changing structures
and systems that undermine the change are key activities that should be undertak-
en, which the designed concept does by providing knowledge and defining a packag-
ing development process.
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A final notion of the strategies provided in the packaging guide is that product man-
agers are recommended to use natural fiber materials instead of plastic. This rec-
ommendation is not unambiguously supported by the reviewed literature. However,
as lca already has a cemented strategy for reducing plastic packaging which in its
turn is supported by strategies defined by the European Union, it was considered
relevant to include in the designed concept. This entails that for some packages de-
signed with the concept as support, the environmental impact can be greater since
plastic packaging sometimes will have a lower impact compared to e.g. cardboard
packaging.

Method

In total, product managers from eight of the 15 product categories participated
in the conducted user study. The reason for not including product managers from
all categories was that all of them could not allocate time to participate. It can be
discussed to what extent this has affected the study and consequently the design
concept. Some product managers might have different working procedures or prod-
ucts that adds dimensions of complexity when it comes to balancing sustainability
with other packaging demands.

Three suppliers were interviewed, of which two deliver cleaning products and one
kitchen utensils. Moreover, all of them were Swedish. The results of the study might
have been different if international suppliers and suppliers delivering other prod-
ucts were interviewed as well. The interviewed product managers mentioned that
attitudes towards sustainability differ from supplier to supplier, and that Swedish
suppliers are generally positive and active when it comes to making changes that
imply increased sustainability. Interviewing other suppliers could therefore have
elicited new challenges for facilitating sustainable packaging choices.

The study took a broad approach, in the sense that many of the conducted methods
during the user studies and research phase focused on acquiring insights regarding
both organisational preconditions and challenges as well as insights more close-
ly related to the artefacts being designed and their main user’s (product manager)
needs. This approach helped in distinguishing between what improvement areas the
artefacts should address and what areas that instead should be addressed by organ-
isational changes. Many important insights that shaped the purpose of the concept
could have gone unnoticed if a narrower approach were taken and the risk of sub-op-
timisation, by solely designing artefacts and not processes, would have increased.

Nevertheless, taking a narrower approach more focused on developing an artefact
might have entailed a validated end result, as time could have been allocating to
testing and evaluating it in a real context with users. This was not done, and there-
fore the actual feasibility of the concept can not be fully ascertained. User accept-
ance as well as the concept’s effectiveness when it comes to making sustainable
packaging alterations are two areas that should be tested, and the concept should
be altered accordingly. However, as the study included stakeholders and users dur-
ing creative and evaluative sessions, the concept is likely to be aligned to fit the
working procedure and the users’ needs to an extent that makes it useful.



FURTHER
RECOMMENDATIONS

The proposed concept in this report is considered the first stage towards a more
sustainable working process regarding packaging at Ica. Continued change is nec-
essary as not all identified areas for improvement could be solved right away by the
concept. Some due to the requirement of quick implementation and others due to
organisational working procedures on a greater scale would be required.

Product managers should be relieved from the responsibility of meeting sustainable
packaging requirements. Sustainable packaging is a subject that spans over many
functions at Ica and requires specialist knowledge in different fields in order to be
adequately addressed. The way the product manager role is defined today makes in
unrealistic that they should become experts in this field. Instead this responsibility
should be allocated to a specific role, i.e. a packaging manager. There will probably
have to be several roles of this kind, in order to handle the workload that the size of
the Ica assortment implies. These roles should be responsible for packaging-related
issues with the supplier, whilst the product manager focuses on the product. This
way, the workload would decrease and sustainable packaging could be addressed
more effectively.

The selection of suppliers should be based on the sustainability of the product and
packaging that can be delivered. By doing this, sustainability aspects which are not
included in the final concept, such as energy usage in manufacturing, production
and transportation as well as transportation distances can be accounted for. Again,
viewing the product and packaging as a joint product-packaging system is of impor-
tance in order to make decisions that improve sustainability.

The climate impact should be determined for the product-packaging systems that
are being considered to be introduced in Ica’s private label assortment. This allow for
more informed decision making. Having this data documented is necessary in order
to work strategically towards sustainable packaging, e.g. since it allows for setting
KPIs that truly reflect the sustainability of a product-packaging system. Moreover,
this data can be used for marketing purposes and is valuable to consumers and who
wants to make informed decisions. Climate impact of the product-packaging sys-
tems could either be assessed by Ica or provided by the suppliers themselves. One
alternative would be to introduce a quick life cycle assessment tool, such as PIQET
(Verghese, Horne & Carre, 2010) or COMPASS (GreenBlue, 2019). These tools can
be used to assess the climate impact of a product-packaging system in roughly 30
minutes.

Finally, the FTI-fee should be integrated into the cost estimates for product and
packaging, in order to reflect the actual cost of it. Today, using an unsustainable
material (as defined by FTI) does not change the cost estimate, although the actual
cost of the product-packaging system increases.
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CONCLUSION

This study has shown that there is potential for Ica to improve their work towards
sustainable packaging by addressing more of the factors that influence packaging
sustainability. The study also identified a number of improvement areas at Ica that
should be addressed in order to facilitate the selection of sustainable packaging, e.g.
having defined working procedures, providing clear requirements and guidelines,
providing useful knowledge regarding sustainable packaging and communicating
requirements and guidelines externally to suppliers. In order to address as many of
these improvement areas as possible, the design concept that this study resulted in
consists of both artefacts and a a redefined packaging development process. Three
tools were designed in the form of interactive pdf-documents (a packaging guide, a
checklist and a set of review questions) which allows for the concept to be imple-
mented, used and tested straightaway. As the result is based on an extensive study
where multiple stakeholders that either affect or are affected by the packaging de-
velopment process have been included on several occasions, it is our belief and hope
that it will aid in the development of sustainable packaging at Ica.
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