
whitepaper

The art of 
alignment
 
turn stakeholders into sustainability 
ambassadors



Contents
Why alignment is the key to sustainability  3
 Research on alignment 4 
 Real estate poll 5

Adding engagement to the mix 6
 Impact on project performance 7
 Adding a layer of purpose 7
 Stakeholder management 8
 Driving better decisions 9
 Stakeholder communication matrix 10

8 barriers to sustainability  12
& how to remove them
 1. Lack of goals 13
 2. Conflicts of interest 13
 3. Unavailable resources or skills 15
 4. Too many different stakeholders 15
 5. Late stage of engagement 16
 6. Fatique and cynicism 16
 7. Outcome is hard to govern 17
 8. Dialogue or engagement is missing 17
 Tips for engagement initiatives 18

A framework for your sustainability roadmap 19

Case studies 20
 Mökki: bringing circularity to the 20
 heart of the office
 Commonplace: where residents 22
 and real estate meet

2



Chapter 1

Why alignment is the 
key to sustainability

Whether you’re a sustainability 

manager, asset manager, portfolio 

manager or a building’s tenant, it’s 

safe to say you are aware of the 

Paris Agreement and the global  

zero-emissions goals for 2050. 

You probably also know that 

real estate is responsible for at 

least 40% of the world’s carbon 

footprint. How are you ensuring 

you can meet your goals in time?
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Past the point of ‘why’
We’re far past the point of deciding whether real  

estate companies should take steps towards sustainability. It’s not 

a matter of if or why, it’s a matter of how and when. If real estate 

companies are already willing to recognise their part in this, or are 

even taking steps towards making it happen, how come they’re not 

getting there fast enough? This may seem like a difficult question 

to answer. After all, there are many factors at play: complex  

dependencies, rules and regulations and conflicting interests, just 

to name a few.

Research on alignment
We believe the solution is closer than you might think. Research 

shows that alignment on a strategic level with your stakeholders 

can actually increase your efficiency by 20%. 

Research on efficiency and innovation
Gartner found that having strong stakeholder alignment can speed 

up R&D cycle time by 20% - and this applies to radical innovation 

projects as well.

In the February 2020 CMO Survey – conducted in partnership by 

Deloitte, Duke and AMA – marketing leaders indicated that ‘having 

all stakeholders aligned’ was paramount to driving revenue growth. 

As a matter of fact, this indicator saw the biggest jump from the 

previous 6-month report and seems to be on a significant upward 

trend.

“Setting project outcomes first will   
 improve the chances of meeting   
 your stakeholders’ expectations.” 

Benno Schwarz, CEO hello energy

Our recent poll among industry leaders also shows that the most  

important reason they are failing to meet their goals is lack of  
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alignment.  

Real estate poll: What, in your opinion, is the most  

common roadblock in meeting your sustainability goals?
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Leveraging innovation - a shared vision
With our previous white paper on Proptech ecosystems, industry 

experts gave their insights on combining innovative technology 

with real estate, leading to tangible progress and innovation.

A framework for the first steps
With this white paper, hello energy wants to provide a framework 

towards taking the first steps in engaging your stakeholders and 

aligning them on this journey. It also touches on ways to advance 

the dialogue and offers best practices from the real estate field 

to involve your key decision makers. This will help you to turn your 

stakeholders into ambassadors and meet your sustainability goals.

Last but not least, we also aim to inspire setting your ambitions 

even further. Why stop at net-zero carbon? Why not aim for  

buildings that give back? You’ll find some interesting opportunities 

to innovate your sustainability based on real-life examples of  

companies who did it best.

Continue the conversation
Want to share your thoughts with us on this topic? Find our latest 

views and discussions here on our LinkedIn page.
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Chapter 2

Adding engagement  
to the mix

It is said that people who are 

engaged in their work perform at 

a higher level. That’s why company 

departments put increasingly more 

emphasis on measuring employee 

and stakeholder engagement. Add 

alignment to that mix as a means 

to drive strategic growth, and 

you have the perfect recipe for 

success. 
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Two sides of the same coin
Engagement and alignment, although equally important, differ 

slightly. Let’s take a look at these concepts and why they should be 

integrated in your stakeholder management plan.

Engagement
Engagement means being emotionally involved or committed to 

something. It’s an appeal to our heart; focussing on how people 

feel about where things are going, whether they agree, how they 

react to what’s being asked of them and whether they care enough 

to give it their all. The purpose of engagement is two-way  

communication, empowerment and information.

Impact of engagement on project performance
The study below shows that the absence or lack of effective  

stakeholder engagement during a project life cycle, especially at 

the earlier stages of planning and implementation, often negatively 

impacts the expected performance of projects.

Engaging Stakeholders for Sustainable Development,  

Walter Leal Filho, Luciana Brandli

Alignment
Alignment is a more logical approach on how all the pieces fit 

together; the purpose is to establish a common understanding of 

goals across multiple teams and individuals. For this, you need to 

agree on a clear vision and roadmap, have a definition of what  

success means to you and the organisation (set KPIs), but also 

provide outlines on roles and mindset. Alignment affects  

governance, strategy, management and operations.

Adding a layer of purpose
Interestingly enough, engagement and alignment can exist without 

the other. For instance, people can agree to do something without 

fully buying in, simply because they expect a reward. They can also 

be really passionate about their work, without being aware of the 
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end goal they’re working towards. 

But by combining the two you can create real magic. It will result in 

an optimal communication flow between departments and between 

people - especially stakeholders - to deliver the best results. In  

essence: alignment takes engagement and adds the layer of  

purpose. hello energy believes that alignment with the company’s  

mission, vision and strategic plan is the next step from the  

evolution of engagement.

Stakeholder management
A famous psychologist once said that all problems are  

interpersonal problems, and that the best way to solve these 

problems is to look at your relationships and make changes there. 

Whether you believe this to be true or not, you’d probably agree 

that finding common ground with the people you rely on will help 

you in making sustainable progress. This may turn out to be a  

particularly challenging task, because people tend not to like  

change and may have varying needs or interests.

“All problems are
interpersonal problems.”
 

 Alfred Adler, Austrian Psychotherapist
1870-1937
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First, you need to identify who those stakeholders are - the  

decision makers who can either influence or are influenced by your 

company. 

Secondly, you need to manage those stakeholders. Stakeholder 

management usually involves engaging and aligning your decisions 

makers, by thorough research, planning and implementation. It will 

also require communication, lots of listening, exchanging  

information, negotiation, relationship building and maybe even 

some compromise. Typically, this role is overseen by the person 

who also manages the sustainability project, such as the  

sustainability manager or the building manager. 

Driving better decisions
The purpose of stakeholder management is to drive better  

decisions. Not only will they be more strategic, they will also fit  

better into your policies, help you to solve issues and avoid  

potential risks.
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Stakeholder communication matrix

A successful stakeholder communication strategy connects the 

right tools to the right stakeholder group in the right phase. This 

matrix will help you decide how to promote dialogue, have a  

two-way conversation and facilitate involvement.

← keep satified work together →

← low stakeholder interest and influence high →

Monitor Message Advocate Consult Dialogue Collaborate

Pay attention 
to the actions 
of stakehol-
ders through 
media scans, 
internet  
searches and 
conversations 
with other 
parties that 
may have 
knowledge of 
their actions of 
positions.

Create and 
target  
messages 
toward specific 
stakeholders. 
An invitation 
to respond is 
typically not 
implied.

Participate 
in activities 
intended to 
enlist support 
for a specific 
effort or  
position where 
there is an 
imbalance or 
implication of 
power/ 
influence 
affecting the 
relationship.

Solicit explicit 
feedback or 
input on a  
project or plan.

Initiate or 
participate 
in a two-way 
dialogue  
focussed 
on mutual 
learning and 
solutions. 
Can include 
co-creation of 
new ideas.

Share work on 
common  
objectives of 
the company 
and its  
stakeholders. 
Can include  
co-creation as 
well as 
co-implemen-
tation of new 
ideas.

Social media,
Google Alerts.

Blogs,
Alerts,
Press releases
Youtube.

hello energy
sustainability 
radar.

hello energy
sustainability 
radar.

Survey.
Ideation.
Discussion 
forums,
Message  
moderation,
Analysis and 
reporting.

hello energy
sustainability 
radar.

Intranet/wiki,
Team  
management,
Team  
messages,
Task  
assignment.

hello energy
sustainability 
radar.

Technical meet-
ings, 
Staff meetings,
Training,
Formal review,
Performance 
and  
development 
reviews,
Best practice 
sharing,
Strategy  
sessions.

hello energy
sustainability 
radar.

Source: bsr.org.
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CASE framework
If you want to read more about the steps towards stakeholder 

management, we highly recommend the CASE Framework by Paul 

Mansell which lays out a structured approach for 6 phases of  

stakeholder management. 

 
Study: enablers and barriers to successful  
ESG engagement
Empirical evidence shows that reporting information through  

environmental certificates help to increase the financial  

performance of commercial real estate. Although more and more 

real estate entities are expressing their interest for sustainable  

development, there is still a large gap between the assumed  

intentions and the real actions undertaken by the companies.  

Most of them do not have the strategy, culture and tools needed to 

turn sustainability commitments into concrete actions.

According to the average quality score (2.99 out of 5), the  

entities present their sustainability aspirations mostly qualitatively 

and report few quantitative key performance indicators (KPIs) to 

reveal the degree of achievement of the priority SDGs (Sustainable 

Development Goals).

The most commonly mentioned barriers to successful engagement 

that are mentioned:

→ Bureaucratic burdens (such as the difficulty to collect the 

  relevant ESG information for investors).

→ Lack of resources in terms of time and ESG expertise.

Source: enablers and barriers to successful ESG engagement.
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Chapter 3

8 barriers to 
sustainability
& how to  
remove them

We’ve established that 

engagement and alignment are 

paramount to ensuring the success 

of both your company’s growth, 

as well as positively influencing 

the outcomes for sustainability 

projects. Assuming you know who 

your stakeholders are, here are 

8 critical barriers preventing you 

from reaching your sustainability 

potential and how to remove them.
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It all starts with a plan
The knowledge is there, the processes are there, but nothing’s  

happening. This is often the case with sustainability projects, 

especially at larger real estate firms. We’d like to set out a pathway 

towards an ecosystems where you turn your stakeholders into true 

ambassadors. Let’s zoom in on 8 barriers and how you can remove 

them. 

1. Lack of goals
Ask yourself if you have communicated the following with your 

stakeholders: What’s the roadmap towards success? How long will 

it take? What are the rules or processes? Your stakeholders should 

understand the broader context of the sustainable development of 

your company, what it will take to get there and what their roles and 

responsibilities (also of others) are in the grand scheme of things. 

A clear definition of rules, roles and context will build trust and 

ownership. 

→ Set clear outlines for context, goals, rules, roles and  

 responsibilities.

→ Repeat the vision and goals for the sustainability project  

 frequently.

→ Tailor your messages to how this affects your stakeholders.

2. Conflicts of interest
Organisations tend to have many stakeholders, each with different 

levels of involvement and sometimes with conflicting interests. 

That’s why we recommend that you:

→ Research who your stakeholders are.

→ Find out about the needs and concerns of your stakeholders.

→ Identity the impact or influence of your strategies on your   

 stakeholders.
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The maturity of your relationships and the way you engage your 

stakeholders are good indicators of the result of your stakeholder 

management programs. Think about the way you communicate and 

enable the conversation in your project. Are you using a top-down 

approach or are you promoting collaboration? Are you allowing 

everyone to participate? Even those with less means of influence?

Involving all your stakeholders doesn’t mean you have to cater to 

all requests. You still have to determine if their requests are  

relevant and legitimate. Every stakeholder is still responsible for 

making their own decisions.

→ Ensure your stakeholder management takes communication 

 strategies into account.

→ Promote collaboration and facilitate dialogue so that your 

 stakeholders can voice their needs.

→ Prioritise interests based on influence of stakeholders.

→ Provide feedback to your stakeholder group.

 
Study: enablers and barriers to successful  
ESG engagement
Paul Mansell is an expert and independant consultant on  

stakeholder management. He says that the number one indicator 

of a project’s success is that there’s a clear and measurable goal in 

sight. According to his CASE framework, alignment between  

stakeholders follows after the goal is set or discussed.

“If you don’t measure it, you can’t  
 change it. If you don’t value it, you  

won’t change it.”
 

 Paul Mansell, Independant consultant
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3. Unavailable resources or skills
Stakeholder management requires that both the organisation and 

the stakeholders involved are taking responsibility and are  

accountable for their behaviour and practices.

Sometimes organisations don’t have the expertise or resources 

available in-house and should then consider external  

collaborations. However, managing those partnerships also requires 

a certain skillset.

Consider if your stakeholders all have access to the right 

resources, such as time and money, and that they are qualified and 

capable of performing the duties needed.

Typically, in managing stakeholders interests, you need at least 

one project manager who can manage conflicts, negotiate and has 

strong interpersonal skills. This can be the sustainability manager, 

but also another person in charge of relationships and the  

sustainability project. Stakeholder management is often also a 

company-wide task: higher management and corporate  

communication roles are involved in designing the vision and  

communication with internal as well as external stakeholders.

→ Involve a stakeholder manager (internally or externally) as well  

 as other departments such as corporate communications to  

 ensure effective communication and alignment of your  

 sustainability goals.

→ Define roles, responsibilities and determine whether you have  

 the right skills and resources on board.

→ Set a project budget.

4. Too many different stakeholders
If there’s too many stakeholders or too little information of who 

your stakeholders are, start by doing more research. This will help 

determine how to tailor your approach with a personal and  

relevant message. Take a deep dive to identify who your  

key decision makers are:
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→ Identify the primary and secondary decision makers or  

 influencers. The primary stakeholders tend to be the people  

 whose support is absolutely essential for the company to   

 exist, and to whom you may have financial or special duties. 

 The secondary stakeholders have no formal claim, but you  

 may have more moral duties towards them, such as informing  

 them on the sustainable impact of your business, or sharing a  

 privacy policy on your website explaining how you collect and  

 use data.

→ Tailor your stakeholder management interventions based on   

 the business drivers, culture, attitudes and capability of each  

 stakeholder.

→ Listen and learn from your stakeholders.

5. Late stage of engagement
Stakeholder engagement is an ongoing process to get a better 

understanding of issues and manage risks. If you want to give your 

stakeholders the opportunity to contribute to the decision-making 

process, it’s important to include them early. This builds trust and 

leads to better decision making. If you don’t seek out your  

important stakeholders in time, they may demand to be heard, 

potentially leading to conflicts or issues with implementation and 

misaligned plans.

→ Make sure that it’s clear to all stakeholders how, when and why  

 they can be involved in the sustainability projects. This also   

 ties in with the first point of having a clear context, goals, rules,  

 roles and responsibilities.

6. Fatigue and cynicism
Most problems occur during implementation of sustainability plans. 

This is due to the split-incentive problem: there are different  

(financial) interests at play within the stakeholder group when it 

comes to commitment to sustainable goals. If you want to prevent 

cynicism from your stakeholders, use simple, timely, attractive and 

goal-oriented interventions. Read more about engagement tips at 

the end of this chapter. 
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7. Outcome is hard to govern
If you’ve established a two-way communication street with your 

stakeholders, have built trust and set clear goals and context, 

the next step in ensuring your efforts will succeed is determining 

ways to govern and track your progress and process. Is there an 

infrastructure to measure progress and report findings? Is there 

a continuous feedback loop to keep improving your stakeholder 

management? Are internal and external communication efforts 

aligned? And do you have all the resources available to ensure all 

stakeholders can be involved?

→ Determine your KPIs and govern your process.

→ Consider using tools for assessing this (see page 19 on our 

 Sustainability radar, a framework to help you design your   

 roadmap). 

8. Dialogue or engagement is missing
Last but not least: consider using tools to facilitate the dialogue 

and the transparency that goes with it. Share truthful, relevant, 

clear and useful information with your stakeholders. It’s important 

to ensure integrity of communication, to promote collaboration and 

consensus and ensure inclusivity to your stakeholders. 

→ Collect feedback: try to learn from your engagement process  

 by sharing lessons and improving the engagement itself. This  

 will result in better relationships and mutual respect.

→ Figure out how to facilitate dialogue (also see the Stakeholder  

 communication matrix on page 10 that will help to determine  

 what type of communication tool for which stakeholder  

 (phase) you should use.)
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Tips for engagement initiatives
→ Make it easy 

  Ensure that proposed changes should be 

  easy to understand and achieve.

→ Make it timely 

  Plan engagement initiatives to piggyback on    

  to other initiatives and avoid busy work periods.

→ Make it attractive 

  Communicate and demonstrate consis 

  tently the multiple short and longer-term benefits that a   

  focus on net zero can deliver.

→ Provide continuity

  Change doesn’t happen overnight or through a single  

  initiative. Plan to engage tenants in net zero beyond the  

  period of a single initiative.

→ Make it social

  Create positive initiatives that involve people working   

  together, having fun, taking on a challenge and publicly  

  demonstrating achievements to provide a powerful social  

  motivation for people to take action.

→ Encourage commitment

  Create opportunities for individuals and teams to make  

  public commitments for the actions and outcomes they   

  would like to achieve.

Source: Better building partnership - Tenant Engagement  

Foundation report
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The Sustainability Radar: 
a framework to design your roadmap

Want to make your buildings more sustainable? But struggle to 

align your stakeholders? hello energy’s latest feature, the  

Sustainability Radar, helps you find out where you stand and plan 

out your roadmap to create energy-positive buildings. 

The Sustainability Radar measures and visualises you and your 

stakeholders sustainability score, including the steps you’ve  

already taken on these four key aspects: policy, communication, 

technical measures and behaviour. And it tells you where you and 

your stakeholders are aligned, or misaligned. This helps you  

improve collaboration, create ambassadors for impact and  

determine your next steps towards a sustainability roadmap. 

Hoe does it work?
Want to find out how this new feature works? Go to our blog to 

read all the ins & outs.
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Case study

Mökki - bringing 
circularity to the heart 
of the office

Offices aren’t the first place that 

come to mind when you’re thinking 

of buying sustainable consumer 

brands, or helping you to recycle 

or repurpose your used goods. 

Luckily, Mökki is here to change 

all that. They want to turn office 

spaces into more exciting, socially 

impactful places by opening 

circular relay (parcel pickup) points 

within office buildings. Tamara 

Brisk, CEO of Mökki, shares her 

ideas on this innovative approach 

of an office-retail hybrid space.



Why office buildings?
Office buildings make for a perfect meeting point to engage  

people in sustainable behaviour: they can stop by during office 

hours to pick up their parcels, go to a circular event, bring in their 

used appliances for repairs or recycle their waste in a responsible 

way - all with the help of a specialised Mökki team of sustainability  

experts. 

There’s an incredible appetite from consumers to buy and  

behave more sustainably. As Tamara Brisk, CEO and founder of 

Mökki puts it: “the digital circular initiatives are great, but they don’t 

always work so well into the physical world. Just think of ordering a 

second-hand item online, only to have to pick it up at a  

not-so-convenient time or a remote place.”

“We want to help consumers adapt   
 to more sustainable behaviour by   
 removing the obstacles to buy or sell  
 second-hand and explore new

sustainable options. We do that by 
bringing the circular economy to where 
they are and where they can inspire 
others: in office spaces.”
 

 Tamara Brisk, CEO Mökki

Value-added services
Mökki has its vision set on expanding with new locations  

throughout different multi-tenant buildings, as well as malls or 

residential areas. Their concept consists of a physical showroom, 

a relay point to send and receive parcels sustainably, concierge 

services and different partners that promote the sharing economy 

such as clothing rental and recycling. Sustainable brands have a 

hard time competing with bigger brands online. Consumers want 

to adopt greener habits, but may not be aware of the best ways to 

discover new alternatives. By bringing these into a physical space, 

the circular economy gets more airtime.

https://mokkispace.com/


Skeptics and believers
Asset managers and property managers that work with Mökki see 

the added value for their tenants and building visitors, as well as 

the measurable impact it has on the sustainability score of their 

buildings. Skeptics may need a little more convincing, but  

Mökki has just the answer for them: “What an asset manager does 

in terms of measuring the performance of their building or building 

portfolio can be quite divorced to what actually happens in their 

buildings and how people engage with it. Mökki likes to integrate 

tenant engagement by showing them how they can make a tangible 

impact by consuming more sustainably, even involving others in the 

process. This creates a chain reaction, because offices are  

communities of people in the end. Offering valuable services like 

this also actually helps attract new tenants, as well as facilitate 

the dialogue between the building owner and its stakeholders on 

what type of services add most value to both the people and their 

environment.”

“What an asset manager does in measuring the 
performance of a portfolio can be quite  
divorced from how people actually engage in 
their buildings. We help attract new tenants 
and build a community.”

Measured impact of customers experience
→ 14% of building users signed up for notifications by email 

  and data sharing on consumer habits including details on   

  recycling and reselling.

→ 56% are active users receiving or sending at least one 

  package per month.

→ One third of these packages were resale (incoming and   

  outgoing).

→ Active members recycled 12 articles of clothing per person.

→ 27% participated in events featuring partner brands and   

  platforms.



Public participation plays an 

important role in the effort to 

achieve net-zero carbon. For 

interventions to be effective, it is 

crucial that people are aware of 

them, and to have the full support 

of the community. Commonplace 

is a platform that helps identify 

what’s important to communities. 

It pinpoints the key locations and 

topics local people are talking 

about, making it easy to integrate 

feedback into planning decisions.

Case study

Commonplace:
where residents and 
real estate meet



Building better places
Commonplace is a platform that allows communities to influence  

local planning decisions. It helps planners and real estate  

companies collect knowledge on their community to shape ideas 

and build better places.

How Haringey are involving their residents 
in climate action
The London Borough of Haringey wanted to put the community at 

the centre of their Climate Action Plan. Using Commonplace, they 

sought the opinions of local residents and businesses to  

understand their views and ideas to help reach net zero carbon by 

2041.

Haringey worked with Commonplace in 2021 to raise awareness 

of their draft plan. They wanted to tap into the knowledge of local 

residents and use the feedback and ideas to help shape a better, 

more inclusive strategy to tackle climate change.  

For interventions to be effective, it is crucial that people are aware 

of them, and to have the full support of the community. That’s why 

Haringey was keen to share a draft action plan with the  

community, to help surface new insights based on local knowledge 

and get community buy-in for their proposals.

The image below maps out Haringey’s plans for reaching net-zero 

carbon by 2041, demonstrating key dates and outcomes at each 

stage. 



Community heatmap
One of the features Commonplace offers is a community heatmap. 

The Heatmap allowed users to pin their ideas and suggestions 

directly on a map of the borough. Haringey wanted to use this tool 

to empower the community to support, build, and get involved in 

community low-carbon projects from the outset. This bottom-up 

approach to climate action represents the type of connected,  

sustainable future Commonplace is proud to facilitate and be a 

part of.

“Investment in our towns is needed more than ever as we 
move to the next stage of the economic recovery from 

Covid-19, and the Fund will play an important part in the 
kick-starting of our economic recovery and levelling up our 

regions.” 
Simon Clarke MP,  

Minister for regional and local government

What Haringey learned from the community
These tools helped to spark the conversation about climate action 

in Haringey. In total, the project collected over 700 contributions 

from the public, suggestions such as the creation of new parklets 

and solar panel installations across the area. Over 70% of  

respondents are very concerned about climate change and over 

85% stated that climate change needs to be a major priority.

Source of Case Study: Commonplace.is 


