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The Business 
of Sustainable 

Seafood

Maximizing Industry’s Return on Investment



Rethinking how we define 
Success: 

“Efficiently driving change 
in the system at the 

appropriate pace and scale”

Rethinking how we evaluate 
success:

“Collective/system impact 
on seafood’s biggest 

challenges”

How do we maximize return on investment for 
industry?



The Business of Sustainable 
Seafood

• Background:
• How it Started
• How it’s Going
• Types of Change

• The Business of Sustainability: 
• Return on Investment
• Barriers to Success

• Moving Forward;
• Guideposts
• Alignment
• The Emerging Future
• Mapping, Evaluation, Narrative, Dilemmas
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How It Started: A Normal Childhood

Sustainable Seafood

• Growing societal concern / Problem 
identified

• Response developed to address 
greatest concerns and pain points 
(individual fishery, species or supply 
chain)

• A robust network of programs, 
projects, and tools developed to 
respond to these concerns 
(certification, FIPs, audits, etc.)

• Success in addressing the pain 
associated with irresponsible fishing 
practices - replicable models deploying 
globally AND innovation

Housing/Shelter/Homelessness

• Media, civil society, government, industry

• typically locally or regionally

• shelter, food, medicine

• Success addressing pain points and 
providing impact where we have 
influence
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How It’s Going: A Successful Childhood Can’t 
Avoid an Awkward Adolescence

Sustainable Seafood
• We recognize the need to continue to put 

out fires in sustainable seafood, but we also 
need more work in developing a fire 
prevention strategy

• Coordination and collaboration leads to 
more reform efforts in seafood

• Shift to include strategies to address root 
causes of issues is not a natural flow and 
requires different skill sets

Common Challenges
• There is a clear need to address the root 

causes of homelessness / overfishing / human 
rights 

• There is still a need to address the pain 
associated with the issues and without both 
strategies we will continue to manage the 
problem rather than fix it.

• Legislation, gov’t action, mandates

• Shelters and programs to alleviate the pain of 
homelessness are not necessarily well 
positioned to address the root causes of the 
problem



All 
strategies 
fail (even 
when 
tactics are 
successful)

When market forces change, business strategies need 
to change (and how business adjusts is a good model for 
sustainability)

A Focus on innovation development has created greater 
complexity in the marketplace (good for fighting fires 
not helping the collective impact)

How we measure success is appropriate for project 
success, but not for system success – this needs to 
change

There is transformational work already going 
on in seafood, but the value is not appreciated



This Leads to Feeling “Stuck”

• Not Failure - More input, Less output

• In 638 3H responses, no one said 
money or resources was the problem

• The overwhelming complexity of 
sustainable seafood

• Lack of innovation adoption

• Compounding this challenge, is the 
sense that there is not a clear goal or 
end-point

This Photo by Unknown Author is licensed under CC BY

http://blogs.egu.eu/gfgd/2013/05/03/friday-photo-77-stuck-in-the-mud-on-seymour-island/
https://creativecommons.org/licenses/by/3.0/


Types of Change

Incremental Reform Transformation

Core 

Question

How can we do more 

of the same?

Are we doing things 

right?

What rules shall we 

create?  

What structures and 

processes do we need?

How do I make sense 

of this?

What is the purpose?

How do we know what 

is best?

Purpose To improve 

performance

To understand and 

change the system and 

its parts

To innovate and create 

previously unimagined 

possibilities

Power and 

relationships

Confirms existing 

rules. 

Opens rules to revision. Opens issue to creation 

of new ways of thinking 

about power. 

Action Logic Project implementation Piloting Experimenting

Archetypical

Actions

Copying, duplicating, 

mimicking

Changing policy,

adjusting, adapting

Visioning, 

experimenting, 

inventing

Tools Logic Negotiation logic Mediation logic Envisioning logic

15swaddell@networkingaction.net



How Transformation Develops

Slide 16

Fitness for purpose

Time

H2H1 H3
H2+H2-

Seafood2030 Three Horizons - 19 May 2021



Why think about the sustainable 
seafood “system” like a business

Return on Investment

and

Familiar Barriers to Success
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The Business of Sustainability :
Understanding Return on 
Investment

• Significant Investment in sustainability innovation and 
sustainable seafood system (certification, FIPs, audits, pre-
competitive collaboration, NGO partnerships) 

• We are tracking Individual Investments, but we don’t have a 
sense of how the portfolio is doing or if it is getting us to 
our goal at the right pace and scale

• When we think like a system, the barriers to success align 
with existing business strategies

• Seafood is one of the most sustainable proteins to produce 
and healthy for people, but it cannot differentiate itself as a 
sustainable protein with these challenges hanging over the 
category
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Framing Barriers to Success

• Managing Complexity

• Exploit and Explore

• Crossing the Chasm

• Making specific metrics = overall 
success



The Business of Sustainability:
Managing Complexity

• The world we are operating in is increasingly 
complex and business success means more 
complexity.  

• the low-hanging fruit is gone which compounds 
the logistical challenge.  “last mile logistics” 
Challenges lie outside existing infrastructure and 
traditional spheres of influence (incremental 
approach doesn’t work)

• Lack of market rationalization is diffusing impact



The Business of Sustainability:
Exploit and Explore

• Every company faces the challenge of “exploiting” its existing business 
plan so it can sell fish, pay employees, and keep the lights on – while 
simultaneously “exploring” new business opportunities. Businesses 
tend to “over-exploit” and “under-explore,” leading to missed 
opportunities and roadblocks that can appear suddenly on the 
horizon.

• The sustainable seafood system tends to do the opposite – “over-
explore” and “under-exploit” – meaning it focuses more on innovation 
development and less on innovation adoption. There will always be a 
need for innovation development around sustainability. 

• The sustainable seafood system has done a very good job 
differentiating the most sustainable product in the seafood market, 
but now we need to focus on innovation adoption throughout the 
industry to differentiate seafood as the most sustainable product in 
the protein market.



The Business of Sustainability:
Crossing the Chasm

• A potential driver for the “over-explore” approach of the 
sustainable seafood system is a marketplace of innovators and 
early adopters

• Such innovators can drive change throughout their supply chains, 
but they have limited reach and are not representative of the 
model for uptake of innovation in the broader marketplace. 

• There has been a great deal of market research and theory around 
innovation adoption since the end of World War II. What this 
research reveals is that the marketplace for sustainable seafood 
solutions is acting like most other markets when faced with 
adopting innovation. 

• For the sustainable seafood system, exploiting its existing 
adoption model means “crossing the chasm,” an innovation 
adoption theory developed by Geoffrey Moore and embraced by 
the tech sector



The Business of Sustainability:
Evaluating Success Properly

• Seafood companies have a great deal of expertise and experience 
in developing and managing complex supply chains as well as 
coordinating departmental or branch success into enterprise 
success. 

• Project metrics alone are not sufficient to move us forward

• There is a new school of evaluation that is helping with this 
challenge. 

• Are we planning for the most efficient deployment of resources 
for system success at a pace and scale to differentiate seafood in 
the broader protein market?



Moving Forward

Getting Unstuck



Pivot the Strategy: 
To Where?

• No one has ever built a sustainable seafood 
system 

• We understand certain principles – fair labor, legal 
trade, responsible management and production –
but we don’t know what the end point looks like

• It is very difficult to create metrics for success 
because we do not know what success looks like –

• this is not a project with clear defineable
goals and steps, 

• this is the field of innovation. 

• Mothers Against Drunk Driving 

• This does not mean we cannot evaluate progress 
– it’s just different



Moving in the 
Right 
Direction: 
Guideposts

Global Seafood Markets Strategy

Stakeholder Input and 3Horizons 
Process

40 Years of Innovation Theory

Systems and Transformation 



Guidepost 1: Global 
Seafood Markets 
Assessment



4 approaches to Futures Thinking

31

Roadmaps Pathways

Forecasts Scenarios

UNCERTAINTY

AGENCY

3 Horizons

Guidepost 2:
3H and 
Stakeholder 
Input



PROVIDES 
VERIFICATION –
FOR 

/ 
PROVIDES VERIFICATION FOR

/
HELPS TO FILL
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HORIZON 2 
LEADERSHIP
FOR INNOVATION

Industry leadership of the 
system supports and drives 
adoption and development of 
innovation in the system to run 
and change the

Collaboration and alignment on 
governance, industry and 
government cooperation, 
human rights, communities.

1. What current initiatives do 

you feel could enable the 

transition of the Global 

Seafood system out of 

Horizon 1 and help 

produce our Horizon 3 fully 

sustainable system?

2. What initiatives do you feel 

need to be started that 

would lead the Global 

Seafood system out of 

Horizon 1 and towards 

Horizon 3?

SURVEY QUESTIONS

Filling strategic gaps 
including -
aquaculture, climate 
& plastics, social 
impact - innovation 
development

STRATEGIC GAPS

Innovations to 
transform the system, 
including multi 
stakeholder platforms 
and pre-competitive 
agreements

STRUCTURE FOR 
TRANSFORMATION

Finance rewarding 
sustainable practices 
elimination of harmful 
subsidies

FINANCE FOR 
SUSTAINABILITY

Increase accountability
of system to adopt 
innovation(s) to run
the system

ACCOUNTABILITY
FOR INNOVATION

Stronger narrative for 
sustainable seafood, 
including business case 
for fisheries – increases 
value of sustainable 
seafood

NEW NARRATIVE

Collaboration and 
alignment on 
governance, industry 
and government 
cooperation, human 
rights, communities

COLLABORATION & 
ALIGNMENT

ENHANCES 
INFLUENCE OF — ↑ DELIVERS 

STRATEGIES

↓ CREATES
TRACTION FOR

— RECOGNISES AS 
ESSENTIAL 

Increasing value and alignment of Sustainability 

Multi sector recognition, 
coordination and 
alignment for 
sustainability

SUSTAINABILITY 
ALIGNMENT

Market and consumers 
resonate with 
sustainability, 
increasing market value 
of seafood’s role in 
healthy people / planet

SUSTAINABILITY 
VALUED

Traceability and 
accountability accepted 
within industry and 
beginning to 
be enforced

ACCOUNTABILITY & 
TRANSPARENCY

Industry and supply 
chain accountability 
being supported

ACCOUNTABILITY 
FORMING

Growing accountability 
and transparency

Increasing innovation 
adoption and 
development within 
the industry

WILLINGNESS FOR 
INNOVATION

Rapidly growing 
innovation within 
industry, addressing 
aquaculture and 
related areas

GROWING 
INNOVATION

Increasing innovation within and around the system

LEADERSHIP
FOR INNOVATION

Industry leadership of
the system supports 
and drives adoption 
and development of 

innovation in the 
system to run and

change the
system

Multi-stakeholder 
alignment is increasing, 
being supported, and 
suitably managed

COLLABORATION & 
ALIGNMENT

Improvements
in aquaculture 
feed and footprint

AQUACULTURE 
IMPROVING

REINFORCES
/

/ 
ADDRESSES

←REWARDS     INSISTS→

←REWARDS     FUELS→

↑ IDENTIFIES 
NEEDS FOR

↓ PROVIDES 
PLATFORMS FOR 
CHANGE

← FEEDS

↓

— NEEDED FOR 
AND SUPPORTS

Growing 
acknowledgement of 
need to address 
human/community 
impacts beyond 
mitigation

HUMAN COMMUNITY 
IMPACTS

Diversity and fair 
labour becoming a 
priority

HUMAN RIGHTS

Addressing human rights is a priority and happening

Guidepost 2: 3H and 
Stakeholder Input



70 years of Innovation Adoption 
Theory and Research

Guidepost 3: Market 
Theory and Research



A Transformation/Systems Approach

34

Guidepost 4: 
Transformation / 
Systems Approach



When the guideposts Align…



Alignment of 
guideposts

• GSM Strategic Focus Area 1 says: Improve the efficiency and 
effectiveness of market-based tactics deployed in North America, 
Europe, and Japan…. Improved efficiency and effectiveness are needed 
to increase the impact and durability of tactics to create demand for 
sustainable seafood, enable supply to meet that demand, and mobilize 
advocacy for policy changes to institutionalize sustainable practices 
(fully realizing Phase 3 progress and pushing toward Phase 4). 
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• 40 yrs of Business Innovation Adoption Theory says: Biggest failure for 
innovation adoption is the inability to cross the Chasm – to gain 
adoption by the early majority, late majority, and laggards after 
successful engagement of the innovators and early adopters.

• Systems Approach says: To increase collective impact of the “system” 
there are a specific areas that need to “transform”: governance, 
capacity, innovation, finance, narrative, and evaluation. 

https://www.youtube.com/watch?v=2GEjCh1eQw0
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Alignment of 
guideposts

• GSM Strategic Focus Area 2 says: Get more leverage out of 
market-based tactics by expanding the sphere of influence. The 
North American, European, and Japanese markets alone do not 
represent enough import volume to drive sustainability at global 
scale…. 

• 3Horizons process says: We need strategic refinement outside 
our present sphere of influence (back to the old pattern of 
putting out fires, but no fire prevention strategy). “We cannot 
audit our way out of Unfair labor practices”

• 40 years of Business Innovation Adoption says: Successful 
enterprises are ambidextrous – having the ability to properly 
balance exploring new opportunities or how to adapt to 
changing markets while exploiting their existing strategy. 

• Systems Approach says: When dealing with complex or wicked 
problems, it is o.k. to not know what the end point looks like, but 
it is still necessary to evaluate progress and success in order to 
design an effective strategy.

https://hbr.org/2004/04/the-ambidextrous-organization


The Emerging 
Future: 
Managing 
Complexity

• Three organizations are working to address the 
challenge of complexity: 

• The Global Dialogue on Seafood Traceability, 
which is working to creating greater alignment 
and efficiency, as well as supply chain 
traceability; 

• the Global Tuna Alliance, which is working to 
increase and align support for more 
responsible tuna management; and

• SeaBOS, which is working to align and increase 
the sustainability work of seafood’s largest 
companies. These three entities have worked 
together to develop a “meta-collaboration” 
representing over 150 companies that is geared 
toward identifying priorities for the industry if 
it is going to truly address the challenge of 
illegal fishing. 



The Emerging 
Future: Exploit 
and Explore

• The International Sustainable 
Seafood Foundation (ISSF) stands 
as another example of an 
industry-led effort working to 
manage the incredibly complex 
world of tuna in a traditional pre-
competitive collaboration model. 
• ISSF works to increase the 

collective impact of sustainability 
efforts in tuna (exploit) 

• while also developing research and 
data to help shape future 
opportunities to support a more 
sustainable and responsible tuna 
industry (explore).



The Emerging 
Future: Crossing 
the Chasm

• The Sustainable Fisheries Partnership’s Supplier 
Roundtables are one of the few efforts in seafood 
focused on crossing the Chasm and engaging the 
broader industry. The SFP roundtable model aligns 
with innovation adoption theory like The Chasm by 
recognizing and addressing the different motivations 
and needs of the majority of seafood companies 
trying to incorporate more sustainable practices into 
their business. 

• SeaPact is another example of a pre-competitive 
collaboration working on the broader adoption of 
sustainable practices beyond the interests of the 
participating companies (avoiding the pain-point)

• GSSI The benchmarking exercise GSSI engaged in 
helped any company engage with certification 
(innovation adoption)



The Emerging 
Future: 
Appropriate 
Evaluation

• Future of Fish - Overfishing is a complex, systemic 
issue, and there are no silver bullet solutions. 
Through deep understanding of fishery systems and 
the environmental, social and economic dynamics at 
play, we develop strategic, coordinated and scalable 
solutions that unlock real change.

• Science Based Targets Initiative - Science-based 
targets show companies how much and how quickly 
they need to reduce their greenhouse gas (GHG) 
emissions to prevent the worst effects of climate 
change.

• Blue Marble Evaluation - Blue Marble Evaluation is a 
global initiative focused on training the next 
generation of evaluators to Think Globally, Act 
Globally and Evaluate Globally. It was launched by 
Utilization-Focused Evaluation in the Fall of 2015



How Do We 
Design a 
Comprehensive 
Change Strategy 
(Incremental, 
Reform, 
Transformation)?

Narrative  

Mapping 

Evaluation

System Dilemmas



Narrative

How to communicate to the broader 
industry

Defining Success in terms of system success

Highlighting the H2+ Initiatives

Continued stakeholder engagement 3H 
refinement

Surfacing Strategic Challenges



Mapping

Seeing the System

Describe relationships

Create a Shared Understanding/View

Identify Leverage, SOI, Gaps

Communicate to partners, stakeholders



Evaluation

Measurement

Evaluation

Research

Learning



Dilemmas

“The right thing to do” vs. “Pain Point”

Who is in Control?

Sustainable Finance

Human Rights – Price Point and Fair Labor

Foundations or Industry: Who cleans up the 
marketplace?



Rethinking how we define 
Success: 

“Efficiently driving change 
in the system at the 

appropriate pace and scale”

Rethinking how we evaluate 
success:

“Collective/system impact 
on seafood’s biggest 

challenges”

How do we maximize return on investment for 
industry?



The Business of Sustainable Seafood

QUESTION & ANSWER

To submit your question, select “all speakers” in 
the Q&A box, located on the bottom right of your 

screen.



Thank you for attending.

Check out the SENA Conference Program
https://www.seafoodexpo.com/north-america/conference-

information/

https://www.seafoodexpo.com/north-america/conference-information/

