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Participants Briefing/ Pre-reading Material 

Case “Henkel Energy Community” 
 

Background 
 

1. Context at Henkel 
As a leading industrial company, Henkel is committed to being a pioneer in the field of 
sustainability, while continuing to develop its business in a responsible and 
economically successful manner. In doing so, sustainability is to be activated as a 
competitive advantage. This goal deliberately encompasses all activities of Henkel along the 
entire value chain. A key element of this is Henkel’s commitment in the area of “Energy & 
Climate”. Here, the topics of renewable energies and CO2 reductions are specifically 
mentioned. 
 
In addition to this ecologically-driven approach, Henkel also aims to support sustainable 
social progress, as Henkel is aware of the potential impact of innovations on society. 
Therefore, not only ecological but also social criteria have been integrated into the 
innovation process at Henkel. 
 
One way to achieve the above goals is to build a new movement and community around 
sustainability, involving as many Henkel employees as possible worldwide. 
 
Imagine: in order to take the community idea into account, a team would be formed in the 
department “Sustainability Management” at Henkel (hereinafter referred to as the 
Sustainovation Team) to identify trends at the interface of sustainability and social trends  
to evaluate their introduction at Henkel. One of the most promising trends identified 
would be the Energy Communities trend – one of the manifestations of the social 
megatrend “Sharing Economy” in the energy sector.  
 

2. Introduction to the social trend “Sharing Economy” 
The Sharing Economy has been on everyone’s lips for years. It is in the process of radically 
changing entire sectors of the economy and the way people interact with each other and 
with goods. But what exactly is the Sharing Economy?  
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Definition  
The term Sharing Economy covers business models, online and offline platforms and 
communities that allow users to share goods, services or information. Instead of owning 
something, the focus is on using it. 
 
Sharing Economy is widely used in private households as well as in the economy  
Many households own a drill – but it is often only used for a few minutes a year. So, the idea 
of making the drill available to other do-it-yourselfers in the unused time is obvious. In this 
way, products are used more permanently and the resources that would be needed for the 
production of countless drills are conserved. This principle can of course also be applied to 
cars, living space and even media. Borrowing is the new way to buy - and the Sharing 
Economy makes it much easier. 
 
Many people are familiar with Sharing Economy companies today – Airbnb entered the 
Sharing Economy in 2008 with the principle of flat-sharing, but through the great wave of 
mobility sharing new providers have emerged such as “Kleiderkreisel” – a platform for second 
hand clothes, or the many e-scooter providers that have now reached the general public. 
 
The Internet has fueled the desire to share since the beginning  
Wikipedia, for example, only works because many users share their knowledge with others 
and create new content. However, the sharing of tangible and intangible assets has only 
really taken off with the advent of smartphones and powerful mobile data connections. 
Today, apps make it possible in seconds to rent a car or bicycle or to find an expert who can 
help you with advice and who is happy to share his knowledge or work. 
 
The role of companies can be direct and indirect 
The role of companies in the provision of services is mainly related to the business model. In 
most cases they offer the necessary technical infrastructure, for example an app or online 
platform. Here, a company can act as a direct provider and implementer or only as an 
intermediary for the service, while an external provider takes over the implementation. For 
example, the car-sharing provider DriveNow (now Share Now) acts as a direct provider and 
implementer with its own vehicle fleet, while UBER only provides the platform - the service is 
provided by private individuals/solo self-employed with their own vehicles.   
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Many advantages of the Sharing Economy are obvious 
1. Pricing: The prices of the goods and services offered are usually significantly lower 

than those of incumbent companies. 
2. Accessibility: Due to the high user-friendliness of platforms, it is possible to take 

advantage of the respective offer in an uncomplicated and time-efficient manner. 
3. Environmental protection: The collective use of e.g. cars or the reuse of used goods 

means fewer goods have to be produced, which saves resources and ultimately 
protects nature. 

 

3. Sharing in the energy industry 
Even in the very conservative and highly regulated energy sector, the Sharing Economy has 
already penetrated the market. Energy Communities are increasingly becoming a trend, as 
they promote regional, regenerative power generation on the one hand and direct, regional 
consumption on the other. Up to now, Energy Communities have been more familiar to the 
specialists of companies active in the energy industry, such as municipal utilities. An example 
here is the EWS (Elektrizitätswerke Schönau) - an electricity provider from the Black Forest 
region in Germany who bought back the electricity grid in the community from the state in 
order to make it available to the inhabitants of Schönau as an Energy Community. However, 
other players are increasingly coming into play, such as e.g. battery manufacturers who offer 
their customers the possibility of sharing (stored) electricity among themselves or even 
landlords of larger building complexes, who offer the electricity from the photovoltaic system 
on the roof to the tenants at a reduced price, thus forming a “Mini Energy Community”. In 
this way, more and more electricity consumers are becoming members of an Energy 
Community, even if they are still a marginal phenomenon.  
 
Paradigm shift in the energy industry through conversion to renewable energies 
The energy sector has been in a state of rapid change not only since the Fukushima disaster. 
Traditional power generation using nuclear, gas and coal-fired power stations is increasingly 
fading into the background. Due to the volatile power generation by photovoltaics and wind, 
the implementation of the energy turnaround therefore brings with it a paradigm shift in the 
supply model. For example, the demand-oriented supply of energy by means of large power 
plants will be replaced by a system in which the supply and use of electricity is continuously 
balanced by a complex interplay of time-adjusted energy generation, stronger coupling of 
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the electricity, heat and transport sectors, the temporary use of flexible generation plants and 
storage facilities. 
 
End-users can become part of the flexible electricity supply and use through Energy 
Communities 
End consumers can feed their own electricity generated by a photovoltaic system and wind 
turbine or by a combined heat and power unit in their home cellar into the electricity grid (if 
there is a surplus). And, conversely, flexibly purchase electricity from the electricity provider if 
their own system is not sufficient. This results in decentralized, local electricity generation in 
very small units. 
 
Definition Energy Community 
The basic idea of Energy Communities is not simply to feed electricity into the large electricity 
grid, but to market it specifically to like-minded consumers. What all Energy Communities 
have in common: They want to combine sustainable producers and conscious consumers. If 
possible, both sides should save money and promote energy system transformation.  
 
Motivation and typical target groups for an Energy Community  
Energy Communities are based on the desire of many consumers to become independent of 
the established energy supply companies. And thereby become as self-sufficient as possible, 
become independent from electricity price increases and, above all, become more 
environmentally friendly.  
 
There are complex decision patterns that motivate people to participate in Energy 
Communities. Often there is one argument at the beginning of a decision-making process, 
but the actual decision for or against an Energy Community is usually based on a mixture of 
many different reasons. These include, for example, sustainability and participation, 
technological interest or, not least, economic advantages. Typical personas1 for Energy 
Communities could be the following: 

 
1 Personas are fictitious persons who, for market researchers or marketing managers, represent user 
models that characterize the characteristics of a target group 
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Task definition  
 
1. Initial situation 
You are a member of the aforementioned Henkel Sustainovation team, one of whose tasks 
is to  

 to observe the so-called mega-trends (technological, socio-economic, etc. such as 
shared economy, digitization, etc.) relevant to the topic of sustainability and  

 to work out decision papers, whether and in which form the trends relevant for 
Henkel could be implemented 
 

The Sustainovation team consists mainly of employees from the Sustainability department 
(part of HR & Infrastructure). Depending on the topic the team is currently working on, it 
involves other experts from relevant areas within Henkel. The following constellation of 
sustainability and other Henkel employees has been formed for the Energy Community topic: 
 

Role  Attitude towards the Energy Community  
Sustainability  
Employee 1 
 

Supporter, because 
 the topic has potential to be implemented as a pilot 
 opportunity for Sustainability to further increase its 

visibility within Henkel and with the management 
Sustainability  
Employee 2 
 

Supporter for reasons as above, but points out that the issue is 
not uncomplex 

HR Strategy Employee 
(HR Strategy, TM, 
Leadership & Diversity) 

Supporter, because the topic can be used positively for 
employee retention as well as for new applicants  
 

Executive Assistant HR 
& Infrastructure 

Critical: the topic could become too big/too complex for 
Henkel, takes us away from our core business 

Employee from the PR 
Department 

Supporter, because great PR topic 

Director Utilities 
Infrastructure Services  

Generally supportive, but: as both the conceptual design in the 
construction phase and the management of the operator in the 
implementation phase are likely to end up in his department, 
he is concerned about the availability of sufficient resources 
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As already mentioned, the topic "Energy Communities" has been identified as one of the top 
areas to be investigated within the existing sustainability efforts for Henkel due to the  

 fits to Henkel’s understanding of sustainability as well as  
 rapidly growing number of followers among normal electricity consumers (cf. Fig. 1 

below). 
The context of sustainability is automatically given in Energy Communities due to the local 
production and use of renewable energy. In addition, further positive side effects are 
associated with the topic of Energy Communities (public image, employee loyalty, etc.) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

      Figure 1: Representative survey 2019 by the Fraunhofer Institute Freiburg 
 
2. Task and end product  
Your task is to prepare a decision paper to convince the relevant stakeholders/ decision 
makers to take up the topic of Energy Communities at Henkel.  
 
The level of detail of the document should not be too detailed/technical, but should have 
enough substance to lead to a Go/No Go decision for the next step: the elaboration of a 
possible concept for an Energy Community at Henkel. 
 
Your decision-makers are, in the first step, Head of HR & Infrastructure (board member) and 
one of his subordinates - Head of Sustainability (part of HR & Infrastructure). You have 
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already found out within informal talks the following about the attitude of the two decision 
makers: 

 Head of HR & Infrastructure: Generally, thinks the topic is a good one to fuel Henkel’s 
commitment to sustainability. However, he is critical when it comes to using it for 
employee retention, because belonging to such a community should not cause any 
economic impact/expenses for employees 

 Head of Sustainability: Advocates, because "good for Henkel, good for the energy 
turnaround” 
 

Nevertheless, you should anticipate in the document that the topic is also relevant for other 
decision makers at Henkel and that the document would be presented to them at a given 
time. Which ones are they? Identifying these is another task of this case study in addition 
to the preparation of the decision paper.  
 
The draft decision should consider, among others, the following questions: 

 Why is this trend interesting per se? What is the current progress in this respect in 
Henkel regions? 

 Why are Energy Communities especially interesting for companies? 
 What would Henkel need to take care of/to invest to build an Energy Community? 
 What could be the attitudes of the various relevant stakeholders towards this and 

how could they be addressed in the document? What else could be done in the 
course of the preparation of the decision paper (stakeholder management)? 

 etc. 


