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Embracing complexity
Tools to collaborate
on sustainability
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Our team:
Digital experience for 
Sustainability



Displaying 
sustainability 
information 
in Zalando’s 
fashion store



Customer knowledge?

Assortment availability?

Brands capabilities?

Data processes?

Industry standards?

Zalando’s sustainability standards?
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We need good 
collaboration 
across teams to 
have real impact



3 things 
that worked
for us



1 What’s the problem 
we’re solving?

Lesson 1



Are we solving
the right and 
the same problem?



How to find what’s
important, when 
there’s lots of 
research?



Sexy spreadsheet 
does the job

Starting with data
by collecting all the 
insights in a database



How to create a shared 
understanding of those 
insights?



What are JTBD?

“A Job-to-be-done (JTBD) is an 
objective that someone is trying to 
achieve in a given context. It’s not 
about your product, solution or 
brand, but what people want to 
accomplish.”

— Jim Kalbach

Understand how 
an item has 
been made
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Daniel, Engineer

Seelin, User Researcher

Arevik, App Engineer

Harry Styles, Music & Life

Maddi, Content Designer

Ben, Head of Design

Nicolas, Product Manager
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Making it accessible
using JTBD to align 
on customer problems 
and needs



Keep it simple
Focus on a few JTBD
as a project mantra

Feel informed 
(enough) to make 
conscious choices

Understand what 
sustainability in 
fashion is

Feel confident that 
I buy from a 
responsible source
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Make research 
accessible through a 
database

JTBD can help 
interpreting insights 
in a similar way

Use few JTBD
as mantras for 
your project

Create a shared understanding 
of the problem you are trying to solve

Takeaways



2 How do we spark 
sustainability actions 
across teams?

Lesson 2



Collaboration in a 
big organisation is 
complex



Inspiration Purchase Delivery Use Reuse Let go
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Inspiration Purchase Delivery Use Reuse Let go

How can we spark 
thoughts about 
sustainability?



Embrace bureaucracy 
to bake sustainability into 
the company’s 
processes
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What worked well

Increase knowledge
By providing basic 
resources



The magic happens 
when different disciplines 
stick their heads together



Takeaways

Build a reminder 
into standard 
processes

Make basic knowledge 
easily accessible to free 
up time for support

Bake sustainability considerations in the 
organisations processes and practices by

Open up space to bring 
diverse skills together and 
learn from each other



3 What is the  
wider impact?

Lesson 3



It’s easy to get
lost in details



Staying connected 
to our purpose 
by zooming out



Creating space to
talk about our work 
critically



Many great toolkits 
are there to help us 
change perspectives 
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Examples: 
Reflecting beyond our 
current project



Takeaways

Zoom out to stay in 
touch with your 
purpose

There are many great 
toolkits out there, keep 
experimenting with them

Open up space to nurture
critical thinking



Takeaways

To pick up from here: 

Circular design guide

Planet centric design 

Ethical Explorer

Collective action toolkit

Ethics Assessment 

Zoom out to stay in 
touch with your 
purpose

There are many great 
toolkits out there, keep 
experimenting with them

Open up space to nurture
critical thinking

https://www.circulardesignguide.com/
https://planetcentricdesign.com/
https://ethicalexplorer.org/
https://www.frog.co/designmind/the-collective-action-toolkit-quick-start-guide
https://spotify.design/article/investigating-consequences-with-our-ethics-assessment
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What are your 
thoughts and 
learnings?

Heike Otten
heike.otten@zalando.de


