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TransMission Masterclass

Introducing a leading approach for analyzing and accelerating 

the transition to a sustainable economy

March 2nd 2026
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Welcome

Crash Course TransMission 

Q&A

Break-out: Applying TransMission together

Reflection & next steps

15-minute break
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Over 20 years of experience across various sectors globally
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TransMission model for systemic change

NewForesight is based in 

Utrecht and Cape Town and 

active globally

We have been driving 

breakthroughs in sustainability 

since 2008 in 30+ sectors 3

André Nijhof,
Nyenrode Business 

Universiteit

Matthijs Jansen,
Copernicus Instituut

Lucas Simons,
NewForesight

The NewForesight Mission: We accelerate the transition towards a sustainable
economy
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What makes a problem complex and when do you need a transition strategy?

Difficulty of change:

• Radically different

• Multiple solutions 

• Readiness of the solutions 

• Causalities / Relation 

• Unpredictability 

Number of stakeholders that must also change, 

but have opposite interests 

Complex problem- 

System 

Transformation

Organisational  

Transformation

Innovation Collaboration
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All sectors globally are facing complex sustainability problems
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NewForesight - Sustainable Market Transformation
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• What is the market competing on?

• What are market parties good at?

• What are dominant purchasing 

criteria?

1) Market Dynamics

• What is and is not allowed?

• What is invested in?

• What is subsidized and promoted?

• What researched & educated?

2) Context & Policy 

regime

• Are alternatives available and (technically) mature?

• Is there a business case for alternatives and are they competitive?

• Are alternatives reliable and ready to be scaled up?

4) Alternatives

• Who experiences the negative effects?

• Are they being seen, heard and represented?

3) Those affected

‘Unsustainable markets’ are the natural outcome of underlying system dynamics 
(The rules of the Game)

Outcome: 
Unsustainable 

markets
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Accelerating a transition is done through the scale up and phasing out of practices 
through intended interventions

0. 

Inertia
1. 

Inception

2. 

Competition

4. 

Institutionalisation

3. 

Integration en Synergy

Problem urgency & solution directionality (Mission)

Knowledge (dissemination) & experiments

Market development and incentives

Means (Budget, HR, Infrastructure, Materials,…)
Sector organisation 

Regime

Niche

- NGOs/Civil Society

- Companies

- Academia & research

- Financial institutions 

- Government

VISION
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Each phase requires targeted interventions carried out by specific types of 
stakeholders

Intervention Matrix 

The Intervention matrix defines what needs to be 
done in what phase per key process
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+ N/A 

+ Acknowledge the 

problem and own 

contributions to it 

+ Start R&D, experiment 

+ Invite others to 

contribute to 

and learn from 

experiments 

+ Encourage 

sustainable and 

innovative start-ups/ 

social entrepreneurs 

+ Introduce 

differentiation in the 

market (standards, 

labels, indexes, 

rankings) 

+ Develop and invest in 

new revenue models in 

the chain 

+ Adjust selection criteria 

+ Buy socially 

responsible 

+ Reward frontrunners 

+ Organize supply and 

demand 

+ Identify and reduce 

market risks 

+ Make sustainable 

cheaper 

+ Work with competitors 

and long-term contracts 

+ Adjust award criteria 

+ Discuss new allocation 

of risks, costs and 

revenues 

+ Influence consumer 

perception and 

behavior 

+ Lobby for 

sustainable 

solutions to 

become the norm 

and create a new 

level playing field 

+ Amend legislation 

to secure 

agreements 

+ Adjust exclusion 

criteria 
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+ N/A 

+ Emphasize that 

harmful practices will 

not be profitable in 

the long run 

+ Identify which 

products, services and 

processes we need to 

discontinue over time 

+ Ensure transparency 

(reporting, due 

diligence, benchmarks) 

+ Campaigns and 

protests against 

laggards 

+ Name risks of stranded 

assets 

+ Make unsustainable 

more expensive (e.g., 

taxes) 

+ Hold parties liable 

(lawsuits, legislation) 

+ Acknowledge that 

mistakes have been 

made 

+ Phase out old 

products, services 

and processes 

+ Expose violations 
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+ N/A 

+ Map where funding is 

available for renewal 

+ Fund research and 

subsidize experiments 

+ Organize innovation 

prizes and 

competitions 

+ Put the innovators on 

stage 

+ Make funds available 

for MVOI 

+ Make human, financial 

and infrastructure 

resources available 

for acceleration in 

submarkets 

+ Link performance 

agreements to 

resource provision 

+ Apply positive 

screening (what do we 

want) 

+ Make long-term 

investment plans 

+ Provide the right 

framework conditions 

(financial, human 

resources, infrastructure) 

to scale up 

+ Financing chain 

partners without a 

covering revenue model 

(unprofitable top) 

+ Implement large- 

scale just transition 

mechanisms (e.g., 

retraining) 

+ Large investment 

funds to finance/ 

compensate for 

the transition to the 

new solutions 
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+ N/A 

+ Phase out renewal 

budgets in the old 

system 

+ Phase out funds for 

unsustainable practices 

+ Apply negative 

screening in resource 

deployment (what do 

we no longer want) 

+ No more resources 

for incremental 

improvements to legacy 

systems 

+ Prepare divestments 

+ -Buy out/ 

compensate 

stragglers 

+ -Divestments in old 

practices 
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+ N/A 

+ Organize a small 

group of leaders 

around Mission 

+ Organize knowledge 

sharing (symposia, 

webinars, community 

of practice) 

+ Work together to give 

innovators a stage 

+ Create 

experimentation labs 

and hubs 

+ Involve parties who 

want to join Mission 

+ Facilitate cooperation 

within the chain 

+ Identify/recognize 

which parties can and 

should potentially play a 

director’s role 

+ Set up a common 

standard 

+ Acknowledge multiple 

solutions and allow 

competition between 

them 

+ Bring together a wider 

group of stakeholders 

from the sector around 

Mission 

+ Organize multi- 

stakeholder 

consultations to arrive at 

a supported sector plan 

+ Explore sector plan via 

citizen consultation if 

regular consultations get 

bogged down 

+ Invite the voice of the 

new sector to develop 

policy 

+ Organize the 

monitor and 

watchdog function 

+ Recognize new 

industry and interest 

groups 

+ Use new structures 

to tackle new 

problems too 
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+ Organize joint 

campaigns 

+ Put pressure on 

industry and interest 

groups to act 

+ Understand how 

opposing forces 

organize and lobby 

+ Be prepared for the 

(predictable) arguments 

coming from the lobby 

that does not want 

change 

+ If necessary, deploy 

lawsuits to force 

laggards 

 

  
F0: Inertia 

(create urgency) 

F1: Inception 

(learning/ 

experimentation) 

F2: Competition 

((recognize) 

frontrunners) 

F3: Synergy and 

integration 

(scaling up/organising) 

F4: 

Institutionalisation 

(optimise/anchor) 
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+ Embrace 

unexpected events 

to get parties 

moving (black 

swans and crises) 

+ Name alternative 

views 

+ Highlight the need 

for change 

+ Start a Mission in 

a submarket / for 

specific solutions 

+ Create an initial vision 

of what the future 

should look like 

+ Recognize and 

acknowledge 

innovators 

+ Acknowledge 

contradictions and 

different end pictures 

+ Indicate which solution 

directions have 

potential 

+ Set quantitative / 

normative long-term 

goals 

+ Develop with the entire 

sector a roadmap to 

achieve the Mission 

+ Clarify which solutions 

are part of the final 

picture and which are 

not 

+ Make it clear how the 

new system will work 

+ Optimise the new 

system 

+ Organize 

negatively affected 

citizens, give 

nature a voice 

  + Implement policies for 

scaling up 

+ Recognize politicians 

and others showing 

courage 
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+ Protest visibly 

+ Launch campaigns 

(social media, 

petitions, 

demonstrations) 

+ Make damage 

from unsustainable 

practices transparent 

+ Run more extensive 

campaigns 

+ Indicate which 

practices no longer 

have a future 

+ Calculate social costs/ 

externalities 

+ Indicate that stragglers 

are going to lose 

+ Establish a plan 

for phasing out 

unsustainable practices 

+ Say goodbye to 

parties that don’t 

want to come along 

+ Conduct litigation 

and elicit legal 

rulings 

+ Ensure media 

coverage 
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+ Analyze what is 

already happening 

(including abroad) 

+ Set new knowledge 

agenda 

+ Explore principles to 

which new solutions 

should conform 

+ Indicate the potential 

of new technical 

resources 

+ Create legal space for 

experimentation 

+ Research business 

models 

+ Share knowledge 

about promising 

solutions 

+ Develop monitoring 

systems 

+ Put the new system 

at the heart of the 

research agenda 

+ Determine what is 

needed for scaling up 

(fiscal, pricing, policy, 

(re)procurement) 

+ Monitor the progress of 

the transition 

+ Investigate possible 

unintended side effects 

+ Explore linkages 

between transitions 

+ Research 

optimization of the 

new system 

+ Determine which 

solutions are still 

missing or need to 

be scaled up 

+ Monitor whether 

the sustainability 

problem is solved 

+ Determine the 

negative impact 

of side effects and 

mitigation 
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+ Substantiate that 

things are not 

going well in the 

current way 

+ Clarify who 

benefits and who 

suffers from the 

current system 

+ Make it clear that 

research should no 

longer focus on the 

old system 

+ Clarify how the current 

system is subsidized 

+ Finish research on the 

old system 

+ Research lobby working 

against structural 

change 

+ Map where the 

transition will hurt 

+ Stop researching 

old system 

+ Monitor who is 

doing what in line 

with sector plan 

agreements 

 

Stakeholder Matrix 

The Stakeholder Matrix defines who needs to do 
what, and when
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From analysis to concrete effective collective action 
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=

Transition Roadmap

Implementation

How are we 
going to get 
organised?

How do we 
monitor and 

learn?

Transition Analysis

What 
problems in 

what 
sector/region?

What is our 
future vision?

What solutions 
we want to 

scale?

In which phase 
are they and 

state key 
conditions?

What is the state of the transition?

Download the TransMission paper for free at www.newforesight.com

+

Transition Strategy

What is already happening?

What are the 
strategies for 
each solution?

Who should 
be doing 

what?

What is 
already 

happening we 
can build on?

What needs to be done? By whom?
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▪ Strategic water source areas cover only 
~8% of South Africa’s land area, yet 
supply more than 50% of surface water

▪ Agriculture is the dominant water user

▪ South Africa is a water-scarce country

▪ In some regions irrigation bans and 
restrictions have already been imposed

▪ Water infrastructure is aging and 
catchment-level water balances are 
often uncertain

▪ Agricultural expansion and crop shifts 
toward higher-value, water-intensive 
crops

▪ Fragmented water governance

▪ Voluntary and fragmented allocation practices: 

▪ Limited real-time catchment-level data

▪ Low and distorted water pricing

▪ Poor integration between land-use planning, 
biodiversity protection, and water governance

▪ Data and coordination gaps

▪ Lack of adoption of technology

To achieve the 2035 mission (30% 
improved water efficiency in priority 
catchments), change is required at four 
interlinked system layers:

1. Transparent water allocation and 
governance reform at catchment 
level [Institutional]

2. Catchment-scale water 
infrastructure modernisation [Shared 
physical system upgrade]

3. Climate-adaptive farm water 
management & irrigation practices 
[Behavioural + Technical]

4. Circular water systems: reuse, 
recycling, and nature-based storage 
[supply diversification]

Situation Complication Solution

Securing agricultural water by 2035 | The problem is not only technical scarcity but systemic 

misalignment of governance, incentives, and coordination



©NEWFORESIGHT | All rights reserved 12

Water security in catchments under climate stress, with emphasis on 
efficiency, governance and allocation reform for irrigated agriculture

Mission

• Industry

• Municipal

• Private use

• Agriculture

• Mining

• FMCG

• Energy production

• Forestry

Major water users
Industrial-scale water system 

transition

By 2035, South Africa improves water efficiency with 30% 

in priority catchments by implementing a climate-adaptive 

allocation and smart farm-level irrigation system
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Making allocation transparent, 
adaptive, and enforceable

Modernizing irrigation 

infrastructure

Increase supply sources and 
substitute water sources

Reduce demand-side pressure 
through water efficiency

Transparent water 
allocation and governance 
reform at catchment level 

Catchment-scale water 
infrastructure 
modernisation 

Climate-adaptive farm 
water management & 

irrigation practices

Circular water systems: 
reuse, recycling, and 
nature-based storage 

Allocation rules & licensing 
reform

Digital water allocation & 
restriction management 

systems

Remote sensing-based 
abstraction verification

Linking allocation rules to 
climate scenarios and recharge 

rates

Smart bulk abstraction metering & 
telemetry at catchment scale

Climate-adaptive distribution & 
release control systems

Canal lining, leakage reduction & 
conveyance efficiency upgrades

Catchment-scale nature-based 
storage & recharge systems

Precision irrigation systems 
(drip/micro irrigation packages)

Climate-linked irrigation 
decision-support tools

Low-cost irrigation retrofitting 
kits for emerging farmers

Extension services linked to 
catchment water signals

Treated municipal effluent reuse 
systems for irrigation

On-site agricultural drainage 
water recycling systems

Modular wastewater treatment 
units for agro-processing sites

Incentive structures for circular 
water investment

Securing agricultural water by 2035: Addressing both supply and demand 
through four system levers

Solutions
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3: Synergy2: Competition 1: Inception0: Inertia 4: Institutionalisation

The solutions are in different transition phases, each require a different type 
of intervention to mature into the following phase

Solutions in different phases

14

Transparent water 
allocation and 

governance 
reform

Catchment-scale 
water 

infrastructure

Climate-adaptive 
farm water 

management & 
irrigation practices

Circular water 
systems

Accounting 
platform

Metering and 
monitoring packages

Digital allocation 
management 

systemRemote sensing-
based verification

Smart canal and 
pipeline

Climate adaptive 
distribution

Upgrade scheme

Nature based 
buffer and storage

Precision irrigation 
systems

Retrofit kits
Decision support 

tool

Low water demand 
crops

Reuse effluent 
system

Nature based 
treatment

On-site drainage 
system

Modular WWT unit 
for agro-processing
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We will jointly apply TransMission phase-based thinking to this case

16

We split up

• 5 groups of 5
• Each group = different 

stakeholder

1. What can you do
(20 min)

2. What do you need form 
others

TIP: Use the TransMissie 
Stakeholder Matrix for 
inspiration

Questions to discuss

Break-outs
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Learn, Apply, Experience, Engage? Contact us!

Follow us on LinkedIn 
for all the latest 
developments

APPLY

Organize a Bee the 
Change session

EXPERIENCE

Follow the Changing the 
Game training

LEARN

Download the free 
TransMission e-book

KNOW

https://www.linkedin.com/company/trans-mission-institute
https://www.linkedin.com/company/trans-mission-institute
https://www.newforesight.com/new-transmission-institute-page/
https://www.newforesight.com/new-transmission-institute-page/
https://www.newforesight.com/changing-the-game-training/
https://www.newforesight.com/changing-the-game-training/
https://www.newforesight.com/wp-content/uploads/2023/07/TransMission-E-book_NL.pdf?x37230
https://www.newforesight.com/wp-content/uploads/2023/07/TransMission-E-book_NL.pdf?x37230
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