ZIP Analysis



ZIP ANALYSIS:
NORVIA-GREENGLOW

IRREDUCIBLE PURPOSE FINDER
+ ZERO INNOVATION FITNESS CHECK

GreenGlow receives an offer to expand into Norvia, a neighboring market investing heavily in public
infrastructure for renewable energy. A distributor in Norvia guarantees rapid approvals for solar panel
deployment in city-funded projects, promising GreenGlow contracts worth €25 million within the
year, six months ahead of competitors. However, the distributor has made it difficult for GreenGlow to
visit their facilities or audit their processes. Instead, they offer to submit a copy of their ISO certificate

as proof of compliance.

Marin Solvik, CEO of GreenGlow, must decide if this opportunity is worth pursuing.
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Step 1: List the Big Things
Does (main activities):

e Manufactures energy-efficient technologies (EV chargers, smart appliances, solar power
systems)

e Uses recycled aluminum and rare earth materials

e Designs products for sustainability-focused customers

e QOperates production facilities

e Manages supply chain relationships

e Documents and traces materials

e Makes environmental claims publicly
Provides (conditions people rely on):

e Energy-efficient products that work

e \erified sustainability credentials

e Supply chain transparency

e Products meeting environmental standards

e C(redible green technology solutions
Depends on (conditions or elements that only exist or are relevant because the structure exists):

e Environmental credibility

e Material traceability

e Sustainability commitments

e (ustomer trustin green claims

e Alignment with client sustainability goals

e (Compliance with environmental regulations

This material is part of the Zero Innovation learning resources.
© A. Stewart | Zero Innovation: Not Everything Calls for Innovation
Z1-106 Rev.0 Page 2



Step 2: Remove and Test

If | remove this, would people still call this GreenGlow Manufacturing?

Testing each element individually:

From "Does" (main activities):

1.

Manufactures energy-efficient technologies — No — ESSENTIAL. Without energy-efficient
tech, it's just "manufacturing company,” not GreenGlow

Ysesreeyeledalurminurmandrare-earth-rraterials — Yes — nonessential. Still GreenGlow

(could use virgin materials or different sustainable materials)

Besigrs-productsforsustainabiity—fecused-eustermers — Yes — nonessential. Still

GreenGlow (could serve other customer segments)

Operates-preductionfacitities — Yes — nonessential. Still GreenGlow (could outsource

manufacturing entirely)

Manages-stpphy-chainrelationships — Yes — nonessential. Still GreenGlow (though
operationally impossible, the identity remains)

Documents and traces materials — No — ESSENTIAL (in current context). Given the case
explicitly shows documentation gaps threatening GreenGlow's existence and major contracts,
this appears essential

Makes-envirormentatctaimsptbticly — Yes — nonessential. Still GreenGlow (could operate

without marketing claims)

From "Provides" (conditions people rely on):

8.

Energy-efficient products that work — No — ESSENTIAL. If products don't work or aren't
energy-efficient, it's not GreenGlow (would be fraud/defective manufacturer)
Verified sustainability credentials — No — ESSENTIAL. Without verification, it's

"greenwashing" not "green manufacturing”

This material is part of the Zero Innovation learning resources.
© A. Stewart | Zero Innovation: Not Everything Calls for Innovation
Z1-106 Rev.0 Page 3



10. Supply chain transparency — No — ESSENTIAL (in current context). Case shows major client
demanding this with 90-day deadline; investigative journalism questioning this; regulatory
requirements mandate this

11. Products meeting environmental standards — No — ESSENTIAL. Products that fail
environmental standards = regulatory violations and fraud

12. Credible green technology solutions — No — ESSENTIAL. Without credibility, customers

won't buy and identity collapses to "discredited manufacturer”

From “Depends on” (conditions or elements that only exist or are relevant because
the structure exists):

13. Environmental credibility — No — ESSENTIAL. Same as #12 - credibility loss = identity loss
in this sector

14. Material traceability — No — ESSENTIAL. Same as #6 and #10 - the case makes clear this is

non-negotiable

15. Sustainabiliby-cormmitrents — Yes — nonessential. Still GreenGlow (bad version: company

that breaks commitments but still manufactures green tech)
16. Customer trust in green claims — No — ESSENTIAL. Loss of trust = customers leave = no

longer viable as GreenGlow

17. Aligamentwith-chentsustainabitity-geals — Yes — nonessential. Still GreenGlow (could serve

different clients with different goals)

18. Cornphance-with-epvironrmmentalregttations — Yes — nonessential. Still GreenGlow (but a

lawbreaking version facing shutdown)

Analysis of Results

Items that are ESSENTIAL to identity:

1. Manufactures energy-efficient technologies
2. Documents and traces materials

3. Energy-efficient products that work
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Verified sustainability credentials

Supply chain transparency

Products meeting environmental standards
Credible green technology solutions
Environmental credibility

Material traceability

20N u R

0. Customer trust in green claims

Notice the overlap: Items 2, 6, 10, 14 are all variations of the same core requirement

(traceability/transparency/documentation). Items 7, 9, 12, 13, 16 are all variations of credibility/trust.
This reveals three irreducible clusters:

1. Energy-efficient technology production (items 1, 3, 8)

2. \Verifiable environmental performance (items 4, 6, 11)

3. Transparent/traceable operations (items 2, 10, 14) with defensible credibility (items 7, 9,
12,13, 16)

Step 3: Make It Unique

Check what's left:

Energy-efficient tech + verified environmental performance + supply chain transparency + credible

sustainability
Is it too broad?
Could this also describe:

e Ageneric green tech manufacturer? Yes, too broad
e Any company making solar panels? Yes, need more specificity

e An environmental consultancy? No, they manufacture products
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What makes GreenGlow distinct?

The case reveals GreenGlow operates in a high-scrutiny, high-accountability environment where:

e Transparency is not optional (legally required in Groenia, demanded by major clients)
e Environmental claims must be defensible under investigation
e Supply chain documentation is mission-critical

e (redibility is directly tied to business viability

Refined answer: "Manufactures verifiable energy-efficient technologies with defensible

environmental credentials and transparent, traceable supply chains”

Write Your Answer

"The irreducible purpose of GreenGlow Manufacturing is to produce energy-efficient technologies
with verifiable environmental performance and transparent, traceable supply chains that can

withstand regulatory and public scrutiny.”

Step 1: Innovation Identification

Proposed Innovation: Expand into Norvia market through a distributor partnership offering rapid

market access and €25M in contracts within one year (6 months ahead of competitors)

Novel in this context? Yes. GreenGlow hasn't operated in Norvia before, and this distributor
relationship model (accepting ISO certificate without facility audits or process verification) appears to

be new for GreenGlow.

Step 2: Context Definition
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System boundaries:

GreenGlow Manufacturing as a whole, including:

e All operations (Groenia and potential Norvia expansion)
e Reputation and credibility (which crosses borders)
e Existing client relationships and commitments

e Supply chain integrity across all markets

Environment:

e Regulatory landscape (Groenia's transparency laws, potential Norvia requirements)
e Customer expectations (sustainability-focused clients with audit rights)
e Public scrutiny (investigative journalism, social pressure)

e (Competitive market for green technology

Step 3: Core Value Identification

From irreducible purpose identified above:

1. Verifiable environmental performance - Products must actually deliver on sustainability
promises

2. Transparent, traceable supply chains - Documentation and audit capability must exist

3. Defensible credibility - Claims must withstand regulatory and public scrutiny

4. Energy-efficient technology delivery - Products must meet technical performance standards
These values are what stakeholders fundamentally depend on:

e (Customers depend on verified sustainability for their own commitments
e Regulators depend on transparency for enforcement
e Public/media depend on defensible claims for trust

e Employees depend on legitimate operations for job security
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Step 4: Commitment Mapping

Existing obligations:

Mandatory/Legal:

e Groenia's transparency laws (material tracing, supply chain disclosure)

e Environmental reporting requirements

e Emissions tracking obligations

Contract-Based:

e Major client giving 90-day deadline for full supply chain transparency proof

e C(lient certifications and lifecycle emissions requirements

e Existing supplier agreements with documentation standards
Voluntary:

e B-Corp certification standards
e Internal sustainability commitments beyond legal requirements

e Public environmental claims and marketing promises
What would constitute "breaking" these:

e Inability to document or verify supply chain components
e Products that don't meet stated environmental standards
e False or unverifiable sustainability claims

e Supplier relationships that can't be audited or disclosed

This material is part of the Zero Innovation learning resources.
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Step 5: Fitness Evaluation

Does the innovation enhance or erode core value?
Analysis of the Norvia opportunity:
% RED FLAG 1 - Transparency Violation:

e Distributor "made it difficult" to visit facilities or audit processes
e Only offering ISO certificate copy (not verification)
e This directly contradicts GreenGlow's irreducible purpose of "transparent, traceable supply

chains”
% RED FLAG 2 - Pattern Recognition:

e (ase explicitly identifies "Missing Records" and "Gaps in Traceability" as current red flags
e GreenGlow is already under public investigation for recycled materials documentation

e This distributor relationship would replicate the exact vulnerability causing current crisis
» RED FLAG 3 - Credibility Risk:

e "Rapid approvals" promised without transparent process
e (uaranteed contracts without normal due diligence
e Speed advantage (6 months ahead of competitors) suggests circumventing standard

procedures
»” RED FLAG 4 - Commitment Conflicts:

e Major client has 90-day deadline for "full supply chain transparency”
e (annot provide transparency for Norvia operations if distributor blocks audits

e \Would violate both contractual obligations and Groenia's transparency laws

Assessment: This innovation ERODES core value
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© A. Stewart | Zero Innovation: Not Everything Calls for Innovation
Z1-106 Rev.0O Page 9



The opportunity would:

® Undermine supply chain transparency (can't audit distributor)

% Create unverifiable environmental claims (no facility access)

% Replicate existing traceability gaps (same problem, new market)

® Introduce credibility risk (suspicious rapid approval process)
Potentially deliver energy-efficient products (if they're legitimate)

Generate revenue (€25M)

Net result: 4 of 5 core values compromised for financial gain

Does it maintain or break commitments?
Commitment violations:

1. Breaks contractual obligations: Client's 90-day transparency deadline cannot be met if
Norvia distributor blocks audits

2. \Violates legal requirements: Groenia transparency laws likely require disclosure across all
operations

3. Contradicts voluntary commitments: B-Corp and internal sustainability standards require
supply chain verification

4. Damages stakeholder trust: Public already questioning GreenGlow's environmental claims,

adding unverifiable operations would confirm suspicions

Step 6: Decision
Evaluation Results:

% Erodes core value (transparency, traceability, defensible credibility)

% Breaks commitments (contractual, regulatory, voluntary)
RECOMMENDATION: REJECT
This material is part of the Zero Innovation learning resources.
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Step 7: Implementation Control & Alternative Path

Why this must be rejected:

The Norvia opportunity is not just a risk. It's structurally incompatible with what GreenGlow IS. The
case study explicitly states that GreenGlow is facing a crisis precisely because of gaps in supplier

documentation and traceability. Adding a distributor who actively prevents auditing would:

1. Deepen the existing crisis rather than resolve it

2. Provide ammunition to investigators questioning GreenGlow's claims

3. Potentially disqualify GreenGlow from major contracts requiring transparency

4. Risk triggering regulatory violations with retroactive consequences (political uncertainty in

Groenia)

The €25M opportunity costs more than it's worth.

If Norvia expansion is strategically important, pursue it differently:

Option A: Conditional Engagement

"We're interested in Norvia, but we require facility audits and process documentation before

proceeding. We can offer [X premium/support] to help you meet our supplier standards."

If the distributor refuses — They're hiding something. Walk away.

This material is part of the Zero Innovation learning resources.
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Option B: Direct Market Entry

Skip the problematic distributor entirely. Enter Norvia through:

e Direct sales to municipalities/projects
e Partnership with transparent local suppliers

e Slower but defensible market development

Timeline: May take 6-12 months longer, but protects core value.

Option C: Strategic Patience

Focus resources on resolving current traceability crisis rather than expanding into new markets with

similar vulnerabilities.
Priority order:

1. Meet 90-day client transparency deadline
2. Strengthen existing supplier documentation

3. Then consider international expansion with verified partners

This material is part of the Zero Innovation learning resources.
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Bottom Line for CEO Solvik

The question isn't "Is €25M worth the risk?"

The real question is: "Can GreenGlow remain GreenGlow if we accept partnerships that prevent

transparency?"
The answer, based on irreducible purpose analysis, is no.

This distributor relationship would force GreenGlow to choose between its core identity and
short-term revenue. The case study makes clear that GreenGlow's survival depends on protecting

credibility and transparency. This opportunity threatens both.

Recommendation: Decline the Norvia opportunity as structured. Counter-offer with audit

requirements, or pursue alternative entry strategies that maintain supply chain transparency.

This material is part of the Zero Innovation learning resources.
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