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Overview: Building a Sustainability Roadmap

STEP 1

Define a Sustainability 
Vision

How to identify your 
overarching sustainability 
values

STEP 2

Setting Key Objectives

How to prioritise your key 
areas of focus

STEP 3

Set Measurable,  
Actionable Targets

How to set measurable goals 
that help you achieve your 
objectives

STEP 4

Implement  
Clear Policies

How you plan to implement 
your strategy

Read full article on CO Read full article on CO Read full article on CO Read full article on CO

This toolkit is designed to be used in conjunction with the associated articles on CO:

COPYRIGHT: The copying, distribution or sale of any part of this document is strictly prohibited, without prior written consent from Ethical Fashion Group Ltd (trading as Common Objective). 
Templates may be used to form the basis of a business’ sustainability roadmap but must credit Common Objective (www.commonobjective.co) where used publicly.

https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
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01. Values & Vision
Your overarching sustainability values

TASK

Identify business values

TASK

Your business and the industry

Personal values / areas of concern
Not sure? Use the United Nations Sustainable Development Goals to understand which 
global issues resonate with you personally.

Customers’ values
Do a survey or some 1-2-1 interviews; Find out where else your customers shop or what 
causes they engage with.

Your existing business practices
Do you already do things that are addressing social or environmental impacts? Like 
using recycled materials or working with artisans? 

Sustainability issues in the fashion industry
Look at the key sustainability issues on CO to identify which ones: 
- Impact your business the most
- Which ones you wish to tackle first

Read associated 
article on CO

https://sustainabledevelopment.un.org/sdgs
https://www.commonobjective.co/learn/sustainability-issues?a=19
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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TASK

Craft your vision

Examples

We dream of a time without landfill, when everything is recycled or 
composted.  - Elvis & Kresse

To be an impact catalyst to create a fair and just world to the small scale 
marginalised organic farmers in India. To have a fully traceable supply 
chain from farmer to finished product. - Dibella India

We believe that together, through our daily actions, we can create a more 
sustainable future for people and the planet. That’s why we’re committed 
to buying better and inspiring change, so you can do the same. 
- Selfridges

See more examples here
Eileen Fisher

Use your identified values, combined with your existing business practices and 
top sustainability issues in the industry to craft a vision that embodies what the 
business should be striving to achieve.

Read associated 
article on CO

https://www.commonobjective.co/article/7-examples-of-brand-sustainability-visions
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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02. Prioritise Key Objectives
How to prioritise your areas of focus

VALUES / VISION

RISK INFLUENCE

FRAMEWORK

Prioritising Objectives

What’s the big picture of what you 
are trying to achieve 

Which parts of your 
business do you have 
most ability to affect 

change in?

Use the tool on p7

Where are the biggest 
risk areas for your 
business and the 
industry at large?

Use the tool on p6

KEY OBJECTIVES
Identify 2-3 priority objectives based on where the biggest cross-over is 
between: vision, areas of risk, and areas of influence. This provides a starting 
point for a sustainability roadmap that is rooted in the company’s beliefs, and 
gives it the best chance at succeeding. 

1.

2.

3.

Read associated 
article on CO

https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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TOOL

 Industry Hotspots: Where are the biggest risks?

EXAMPLE 
SUPPLY CHAIN

RAW MATERIALS SUPPLY
OWN 

OPERATIONS
PRODUCT USE END OF USE

SPINNING DYEING FABRICATION CMT
LAUNDRY & 
FINISHING

Poverty & Decent 
Work

Decent Work

Climate Change

Water Pollution

Waste

60 million garment 
workers at risk of poor 

working conditions 
and poverty

Read more

350 million people 
in cotton farming 
at risk of poverty

Read more

High emissions and 
levels of water pollution 
to create raw materials.

Read more

High energy and 
chemical requirements 
for mainstream dyeing 

processes

Read more

High energy 
requirements, heavy 
chemical usage, and 

poor effluent controls

Read more

35% of supply chain 
materials currently 
ends up as waste

Read more

80% of all 
discarded clothing 
currently goes to 

incineration or 
landfill

Read more

Up to 1 million 
tonnes of plastic 

microfibres 
released into 

waterways per 
year

Read more

This tool provides a guide as to some of the biggest areas of risk in the fashion industry today - as they relate to key global issues like poverty and 
climate change. It is by no means an exhaustive list; you can use this tool to identify other areas of risk in your supply chain or the industry at large.

https://www.commonobjective.co/search/resources?q=cotton
https://www.commonobjective.co/article/microfibres-what-to-know-and-do-beatplasticpollution
https://www.commonobjective.co/article/faces-and-figures-who-makes-our-clothes
https://www.commonobjective.co/article/faces-and-figures-who-makes-our-clothes
https://www.commonobjective.co/search/resources?q=cotton
https://www.commonobjective.co/hubs/fibres-fabrics
https://www.commonobjective.co/hubs/fibres-fabrics
https://www.commonobjective.co/article/the-issues-chemicals
https://www.commonobjective.co/article/the-issues-chemicals
https://www.commonobjective.co/article/the-issues-chemicals
https://www.commonobjective.co/article/the-issues-chemicals
https://www.commonobjective.co/article/fashion-and-waste-an-uneasy-relationship
https://www.commonobjective.co/article/fashion-and-waste-an-uneasy-relationship
https://www.commonobjective.co/article/fashion-and-waste-an-uneasy-relationship
https://www.commonobjective.co/article/fashion-and-waste-an-uneasy-relationship
https://www.commonobjective.co/article/microfibres-what-to-know-and-do-beatplasticpollution
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
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TOOL

Areas of Influence

Relationship with 
suppliers /  
stakeholders

Knowledge and 
expertise

Possibility of 
collaboration

Use this tool to assess which areas of your business you have most influence and therefore ability to affect change. In each box, provide 
a score of 1-3 (3 being highest) and make notes as to the nature of your influence in that part of your supply chain and operations.

Read associated 
article on CO

5/5
Control how 
products are 
packaged

Decision-making
control

4/5 
Worked with 
them for over 10 
years

1/5
Don’t know 
who they are

3/5
Could work with 
other brands 
to collectively 
source

5/5
Strong 
communications 
skills to educate 
consumers

2/5
Low knowledge 
to bring to 
supplier on this 
process

https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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EXAMPLE

Mara Hoffman - Key Objectives

VALUES / VISION

RISK INFLUENCE

KEY OBJECTIVES

“to design and manufacture our 
garments with greater care and to 
reduce our impact [and] generate 

awareness”

•	 Climate change - raw 
materials, wet processing

•	 Poverty - raw materials, 
manufacturing

•	 Decent work - garment 
manufacturing

•	 Where products are 
made - factory locations, 
specific types of 
manufacturers

•	 Product design stage - 
choice of fabrics

•	 Product use - customer 
awareness and behaviour

1.	 Materials - “To produce a responsibly made 
product, choose each material with intention 
and care. When sourcing for our designs, 
prioritize natural, recycled, and organic fibers 
and do not use any fur, leather, or feathers. 
100% of our swimwear is produced using 
recycled nylon or recycled polyester.”

2.	 Manufacturing - “Prioritize fair treatment of 
workers and artisans, and aim to minimize 
waste and energy usage wherever possible 
throughout the production of each garment.”

3.	 Consumer behaviour and awareness - 
Encourage customers to care for their 
garments - extending their life, conserving 
natural resources, and keeping textile waste 

out of landfills. 

NB: This example was drawn from information available on Mara Hoffman’s website
Read associated 

article on CO

https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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TEMPLATE

Key Objectives

VALUES / VISION

RISK INFLUENCE

KEY OBJECTIVES

1.

2.

 

3.

Use this template to prioritise your own key objectives Read associated 
article on CO

https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-2-setting-objectives
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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03. Create Targets
Measurable goals that will help you achieve your objectives

VISION OBJECTIVES GOALS ACTIONS
Reformation example: 

To bring sustainable fashion 
to everyone

Social responsibility & 
accountability

•	 Monitor 100% Tier 1 & 2 suppliers
•	 Build a social compliance program 

that focuses on capacity building 
rather than audits

•	 Network with brands in shared facilities 
to reduce audit fatigue

•	 Grow monitoring and capacity building 
via preferred monitoring

•	 Align with a credible MSI focused on 
social responsibility; participate in early 
stages and help pilot new programs and 
initiatives

M&S example: 

To make M&S special 
again through sustainable, 
profitable growth that 
delivers value for customers, 
colleagues, shareholders, 
communities and planet 
alike.

Becoming a zero-waste business By 2025, the 50 key raw materials 
used for M&S products will come from 
sources verified as respecting the 
integrity of ecosystems, the welfare of 
animals and the wellbeing of people 
and communities. This will cover 80% 
of M&S raw material usage by volume.

EXAMPLE

Targets: Reformation and Marks & Spencer

Read associated 
article on CO

https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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VISION KEY OBJECTIVES GOALS / TARGETS ACTIONS
Objective 1 Short term

•	  
•	
•	

Long term
•	  
•	
•	

Objective 2 Short term
•	  
•	
•	

Long term
•	  
•	
•	

Objective 3 Short term
•	  
•	
•	

Long term
•	  
•	
•	

TEMPLATE

Target Setting

https://www.commonobjective.co/article/sustainability-roadmap-part-3-setting-targets
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04. Policies
How you plan to implement your strategy

FRAMEWORK

Building a Policy

Vision, Objective, Targets/Goals
As per the previous templates in this guide

Scope
Clearly state what is and isn’t covered by the policy - 

Requirements 
a) State clearly what the company will or will not tolerate as part of the business, and what 
measures will be taken to enforce this
b) State what the company expects staff, external contractors and suppliers to do in this 
regard

Reporting
A statement of commitment to continual improvement details of how the company will 

regularly report and review.

EXAMPLE

Patagonia Post-consumer Recycling Strategy 
& Upcyling Policy

Vision, Objectives, Goals

Requirements

Scope

View the full policy and other Patagonia policies here

Read associated 
article on CO

https://www.patagonia.com/reference-library.html
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-4-creating-policies
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
https://www.commonobjective.co/article/sustainability-roadmap-part-1-defining-a-vision
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TEMPLATES

Build your roadmap and policies
Finally, use the templates below to pull together everything into a Sustainability Roadmap and as many 
Policies as required.

Download Word doc templates

https://drive.google.com/file/d/1WLp2eDEslFDtErAV0ln4UxdQm5hJHjKB/view?usp=sharing
https://drive.google.com/file/d/1WLp2eDEslFDtErAV0ln4UxdQm5hJHjKB/view?usp=sharing
https://drive.google.com/file/d/1WLp2eDEslFDtErAV0ln4UxdQm5hJHjKB/view?usp=sharing
https://drive.google.com/file/d/1WLp2eDEslFDtErAV0ln4UxdQm5hJHjKB/view?usp=sharing
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ETHICAL FASHION GROUP LTD RESOURCE AND TRAINING MATERIALS: TERMS AND CONDITIONS 

PLEASE NOTE: 

The content of all Ethical Fashion Group Ltd (EFG) training and resource materials are provided ‘as is’ without 
warranty of any kind, either express or implied, including without limitation warranties of merchantability, fitness 
for a particular purpose, and non-infringement. 

EFG does not make any warranties or representations as to the accuracy, completeness, reliability, suitability or 
availability of these materials. 

Any reliance you place on such materials is therefore strictly at your own risk. The reader accepts that it is their 
responsibility to verify that the training materials are suitable for their requirements. 

In no event will EFG or any of the consultants contributing to training materials on its behalf be liable for any 
indirect or consequential loss or damage, or any loss or damage whatsoever arising from loss of data or profits 
arising out of, or in connection with the use of EFG training resources and materials. EFG will not be liable for any 
loss or damage as a result of any negligence by any person making use of the resources and materials. This con-
stitutes the entire agreement between the parties and supersedes any previous arrangement, understanding or 
agreement between them relating to the subject matter of this agreement. The invalidity, unenforceability or ille-
gality of any provision (or part of a provision) of this agreement under the laws of any jurisdiction shall not affect 
the validity, enforceability or legality of the other provisions. 

COPYRIGHT: The copying, distribution or sale of any part of this document is strictly prohibited, without prior 
written consent from Ethical Fashion Group Ltd (trading as Common Objective). Templates may be used to form 
the basis of a business’ sustainability roadmap but must credit Common Objective (www.commonobjective.co) 
where used publicly.
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