Module 2: Management Practice - A Critical Perspective (BMSP7002D)
Assessment 1 – Sustainability Plan
Organisation:			Alun Griffiths (Contractors) Ltd.
Website:			www.alungriffiths.co.uk
Existing sustainability strategy:	https://www.alungriffiths.co.uk/wp-content/uploads/2019/08/SustainableChallenge_Brochure2019_LR.pdf 


Griffiths sustainability story to date
Griffiths’ corporate sustainability strategy, known as the Sustainability Challenge, sets objectives and targets for the next three years. These objectives and targets aim to guide the organisation towards a sustainable future and achieve the business’ purpose and vision:
Purpose: Our purpose is to provide the infrastructure to support a vibrant economy and cohesive communities without having a detrimental effect on the environment
Vision: Recognised by our clients as the contractor of choice
The Sustainability Challenge is split into four key headings: Health & Safety, Economy, Social and Culture, and Environment. It claims to be aligned to the seven Well-being Goals of the Well-being of Future Generations (Wales) Act 2015. However, the objectives and targets have not been mapped to the Well-being Goals, neither is there a clear link to the United Nations’ Sustainable Development Goals.
The Sustainability Challenge is endorsed by a senior business leader and both the purpose and vision help to set the business case for sustainability. 
For instance, within the business purpose, “vibrant economy” can be linked to economic progression and growth. “Cohesive communities” can be linked to social development. Finally, “without a detrimental having a detrimental effect on the environment” suggests that both economic progression and social development will be achieved with no negative impact on the biosphere or Lithosphere.
To achieve the business vision of being recognised as the contractor of choice, Griffiths must demonstrate clear shared values with key clients.
For instance, Highways England define sustainability as “encouraging economic growth while protecting the environment and improving safety and quality of life for current and future generations” (Highways England, 2017). The Highways England Sustainable Development Strategy sets visions and ambitions under five capitals of sustainability: Financial, Human, Natural, Social and Manufactured.
Likewise, Network Rail set clear targets within their Sustainable Development – Short Form Strategy, including targets to reduce non-traction carbon emissions by 25%, reduce energy use by 18%, send Zero waste to landfill and major projects are to deliver a net positive effect on GB biodiversity (Network Rail, 2013).
Root causes of unsustainability within Griffiths and “Rules of the Game”
Using the four root causes of unsustainability I have developed four principles which must be followed to ensure sustainable development. These are Griffiths-specific “Rules of the Game” for sustainability – Table 1.
Using these four rules, I will identify areas of strength and opportunities of the existing corporate sustainability strategy. 
	4 root causes of unsustainability
(Sustainability Illustrated, 2020)
	Griffiths-specific “Rules of the Game” for sustainability

	1.
	We extract large flows of materials from the earth’s crust
	Griffiths must not unnecessarily extract raw materials

	2.
	Accumulation of substances created by society 
	Griffiths must not emit carbon dioxide into the atmosphere at a rate that will increase the global average temperature

	3.
	Physically inhibit natures ability to run cycles
	Griffiths must not reduce biodiversity 

	4.
	Barriers to people meeting their basic human needs worldwide
	Griffiths must not source labour, goods and services in an unethical manner which could prevent people meeting their basic human needs world-wide



Table 1 – Rules of the Game
1. Griffiths must not unnecessarily extract raw materials
The construction industry is the UK’s largest user of natural resources and produces huge amounts of waste. Each year, around 400 million tonnes of material is used, 100 million tonnes of waste is produced (more than one third of the UK’s annual waste) and 25 million tonnes of construction waste is sent directly to landfill (WRAP, 2020). The construction industry will always depend on the extraction of natural resource. However, the sustainable use of virgin materials and responsible waste management, including re-use and recycling, should be a priority of every construction business. Griffiths are complying with this “rule for sustainability” within the Environment section of the Sustainability Challenge. There is a clear objective to minimise the demand on natural resources through effective waste management, reuse and recycling. There are two targets: maintain at least 90% of excavation waste is diverted from landfill and eliminate avoidable waste by 2030. These support the delivery of SDG 12: Responsible consumption and production, but this is not clearly signposted. Griffiths could also strengthen alignment with key clients, such as Welsh Government and Welsh local authorities, by mapping resource and waste targets against the Well-being Goals of the Well-being of Future Generations (Wales) Act 2015 – for instance “A Resilient Wales”.
There is also an opportunity for Griffiths to differentiate itself from competitors by providing a closed-loop recycling process for clients - maximising the re-use of site won material, reducing carbon emissions, minimising supply chain risk and reducing operational costs and, therefore, creating value for clients. The targets set seem to meet client expectations but does not exceed them. Some engagement with external stakeholders has been undertaken, evidenced by Griffiths becoming a signatory to Business in the Community’s Waste to Wealth Commitment.

2. Griffiths must not emit carbon dioxide into the atmosphere at a rate that will increase the global average temperature
Despite the UK Government stretching their original carbon emissions target from 80% by 2050 to “net zero” by 2050, it seems the construction sector is not playing their part. In 2014, the UK emitted 831 MtCO2e, of which 42% was attributed to the built environment with 48 MtCO2e was embedded through new construction (UKGBC, 2020). 2017 was the fourth consecutive year the construction industry reported increased levels of CO2 emissions – rising from 10.7 million metric tons in 2013 to 13 million metric tons in 2017 (statista.com, 2020). Hardly supportive of Government targets or SDG 13: Climate Action.
Key Clients, such as local authorities, are also demanding increased efforts to reduce carbon emissions. Many have declared climate emergencies and are setting more onerous targets than those set by Government. Griffiths was the first construction company to sign up to Devon County Council’s Devon Climate Declaration in 2020, demonstrating a will to engage with stakeholders regarding climate change action (T Dixon, 2020). However, the targets contained within the Sustainability Challenge fall short of net zero by 2050 with only a commitment to reach an 80% reduction in the same timeframe. Griffiths are missing an opportunity to become industry leading in this area.
3. Griffiths must not reduce biodiversity
Construction projects, highways, railways, commercial and residential developments, all impact on natural habitats, affecting wildlife and plant species. Limiting pollution and disturbance during construction reduces the impact on wildlife, however, historically most projects result in biodiversity net loss. This means habitats, trees, hedges, green fields have been lost to infrastructure or buildings. Despite an increasing demand from clients, the Sustainability Challenge offers no targets related to biodiversity, only an ambition to have zero environmental incidents – something which should be assumed not aspirational. Network Rail are just one key client who now set contractual requirements to measure and report on biodiversity. Their aim is to replace more natural habitat than is lost as part of their projects.
There is a significant opportunity for Griffiths to begin to measure and report net gain/loss of biodiversity – supporting the delivery of SDG 15: Life on Land. Significant planting is often undertaken as part of highway projects and therefore cost neutral. Where possible, planting could be increased and used to offset biodiversity loss on other projects. Griffiths could also increase engagement with environmental stakeholders and identify community carbon offsetting projects in the areas of projects. Tree planting would increase biodiversity and offer carbon offsetting opportunities. A simple calculation suggests a cost of £235k would offset the entire operational carbon footprint of the company and provide 18,247 new trees in the UK (carbonfootprint.com, 2020).
4. Griffiths must not source labour, goods and services in an unethical manner which could prevent people meeting their basic human needs world-wide
This is the biggest improvement area for Griffiths. It is clear that the company looks after the health, safety and wellbeing of its people and the communities in which it works. But, there is little evidence of any work to prevent people meeting their basic human needs world-wide – despite a long, global supply chain. The Social & Culture section of the Sustainability Challenge is very focussed communities and the Economy section is based around local employment and local supply chains. There is certainly an opportunity to demonstrate a commitment to a number of SDG’s, including 1: No Poverty, 2: Zero Hunger, 10: Reduced Inequalities and 16: Peace, justice and strong institutions. The Well-being of Future Generations (Wales) Act 2015 also has a goal to be “A Globally Responsible Wales”
Public sector clients have numerous requirements regarding modern slavery, blacklisting, zero contract hours and paying the living wage. Welsh Government go even further, often requiring their suppliers to commit to their Ethical Employment in Supply Chains Code of Practice (gov.wales, 2018). Highlighting business strengths, such as ethical employment throughout the supply chain, has the ability to help Griffiths achieve its other objectives, such as attracting and retaining the best and brightest employees, and delivering it’s vision to be the contractor of choice.
The argument for a sustainability underpinned ‘Strategic Plan’
Business case
The Sustainability Challenge demonstrates that Griffiths has an adequate sustainability strategy which contributes towards the United Nation’ Sustainable Development Goals. The key headings within the Sustainability Challenge shows there is an understanding of the triple bottom line and Griffiths have a number of existing targets which contribute towards society and the environment whilst increasing profitability. 
However, there is a case for the development of a Sustainability Strategic Plan. This will sit alongside the 2019 – 2021 Business Plan and set the societal and environmental targets which will be achieved alongside the profitable growth target of £230m by 2021. The Sustainability Strategic Plan will allow Griffiths to view performance against the triple bottom line, mapped to the 21 Future Fit Goals, 17 Sustainable Development Goals, or vitally to Welsh public-sector clients, the seven Well-being Goals of the Future Generations Act. The Sustainability Strategic Plan will also enable sustainability reporting mapped to various stakeholder frameworks, such as Highways England five capitals of sustainability: Financial, Human, Natural, Social and Manufactured. This would strengthen strategic alignment, help secure repeat business and, ultimately, help achieve the profitable growth target of £230m.
Challenges and opportunities 
By aligning the Sustainability Challenge with the 2019 – 2021 BUusiness Plan, Griffiths have the opportunity to put sustainability at the heart of the business. As stated by Nidumolu, Prahalad and Rangaswam in there 2009 paper, sustainability should be seen as the driver of innovation and used to deliver business growth targets, without eroding competitiveness and increasing costs.
The paper identifies five distinct stages of change which businesses go through. I have identified challenges and opportunities at each stage which positioning Griffiths through its strengths and weaknesses to meet these challenges:
STAGE 1: Viewing Compliance as Opportunity: The UK became the first major economy in the world to pass laws to end its contribution to global warming by 2050 (gov.uk, 2019). Griffiths should see this challenge as an opportunity to go beyond compliance and reach net zero before 2050. The opportunity would come through working with plant manufacturers to research and develop electric construction plant and equipment. Solar powered site generators are already in use and this has resulted in praise from clients. Compliance with this law could increase repeat business with key clients in growth areas who have declared climate emergencies – such as Devon and Cornwall.
STAGE 2 Making Value Chains Sustainable: By signing up to Business in the Community’s Waste to Wealth Commitment, Griffiths have a challenge to mitigate all avoidable waste by 2030 (BitC, 2019). Significant investment in recycling plant means a “closed-loop” recycling process already exists – in just is not fully embedded company-wide. Collaboration with internal stakeholders, such as parent company Tarmac, could increase opportunities to incorporate plastic packaging waste into asphalt products in a similar fashion to waste tyres (tarmac.com, 2019). Additionally, plastic waste could be used to manufacture recyclable site hoarding rather than the unsustainable use/dispose timber or metal site hoarding option. Plastic hoarding would be sturdier and at end of life be completely recyclable.
STAGE 3 Designing Sustainable Products and Services: There is an opportunity here to partner with design consultants and develop more sustainable solutions for Clients. Through early contractor involvement (ECI), Griffiths should develop an alternative net zero carbon design along with the specified design. Competitors are already making similar proposals. For instance, by 2023 Costain will offer clients a "low carbon option" on any scheme, with the zero-carbon solutions expected to be delivered by 2035 (T Clark, 2020). This would build stronger relationships with design partners, clients and improve efficiency over time.
STAGE 4 Developing New Business Models: STAGE 3 above would result in a new business model. Griffiths should consider reducing the design consultants they partner with, favouring those with aligned sustainability agendas. Becoming more selective of the work Griffiths deliver, prioritising higher value, innovative, carbon neutral/negative infrastructure for clients with real ambitions to deliver against Government targets. This could lead to higher profit margins on higher value projects and improved relationships and repeat business with key, forward thinking clients.
STAGE 5 Creating Next- Practice Platforms: By increasing workload with select design consultants and prioritising high value, innovative low carbon infrastructure projects, Griffiths will be better placed to develop innovations that lead to next practices. Griffiths must broaden the stakeholders it currently engages with to identify opportunities to deliver infrastructure which supports emerging technologies. Rather than provide charging points for electric vehicles, can new carriageways wirelessly charge the vehicles that travel along it through renewable energy sources? To change existing paradigms, Griffiths must help to educate clients and broaden the stakeholders engaged at project conception. This will help connect all forms of transport and encourage more people to travel sustainably every day.
How Griffiths can create value
To create value, I would recommend Griffiths to develop a Sustainability Strategic Map which aligns the objectives of the 2019 – 2021 Business Plan to the Sustainability Challenge. This Map will build on the existing sustainability strategy, clearly demonstrating the steps Griffiths are taking to tackle global challenges. The Sustainability Stretegic Map will add value to clients, both in England and Wales, by enabling business performance to be measured against stakeholders preferred frameworks. This may be the Future Fit Goals, the UN’s SDGs, the Welsh Governments Well-being of Future Generations Act or, increasingly popular, the Social Value Portal’s National Themes Outcomes and Measures (TOMs) Framework for social value (https://socialvalueportal.com/global-goals-national-toms/). 
A draft Sustainability Strategic Map is attached below for discussion and brainstorming at the next Business Strategy Review Meeting.

Stakeholder engagement
To ensure the new  Sustainability Strategic Map creates value for all stakeholders, I have identified, grouped and listed primary values for all Griffiths stakeholders. Potential clashes/conflicts of interest have also been identified.
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This could be used to demonstrate performance against the Goals for each project delivered for a Welsh public body.


References:
BitC, 2019 - accessed online 14/4/2020
https://www.bitc.org.uk/fact-sheet/the-waste-to-wealth-commitment/
carbonfootprint.com, 2020 - accessed online 7/4/2020
https://www.carbonfootprint.com/offset.aspx?o=18247  
T Clarke, 2020 - accessed online 14/4/2020
https://www.newcivilengineer.com/latest/costain-to-present-clients-with-low-carbon-option-26-02-2020/ 
T Dixon, 2020 – accessed online 7/4/2020
https://www.devonclimateemergency.org.uk/griffiths-becomes-the-first-private-sector-company-to-sign-up-to-the-devon-climate-declaration/ 
gov.uk, 2019 – accessed online 14/4/2020
https://www.gov.uk/government/news/uk-becomes-first-major-economy-to-pass-net-zero-emissions-law 
gov.wales, 2018- accessed online 7/4/2020
https://gov.wales/sites/default/files/publications/2019-11/code-practice-ethical-employment-in-supply-chains.pdf 
Highways England, 2017:
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/605079/Sustainable_Development_Strategy_6.pdf 
Network Rail, 2013:
https://cdn.networkrail.co.uk/wp-content/uploads/2019/05/Short-Form-Strategy.pdf 
statista.com, 2020 - accessed online 7/4/2020
https://www.statista.com/statistics/486106/co2-emission-from-the-construction-industry-uk/
tarmac.com, 2019 - accessed online 14/4/2020
https://www.tarmac.com/news-and-media/news/2019/june/rubber-roads-pave-the-way-for-tyre-recycling-as-tarmac-expands-asphalt-range/ 
UKGBC, 2020 – accessed online 7/4/2020
https://www.ukgbc.org/climate-change/
WRAP, 2020 – accessed online 1/4/2020
http://www.wrap.org.uk/sites/files/wrap/Reducing%20your%20construction%20waste%20-%20a%20pocket%20guide%20for%20SME%20contractors.pdf
image1.jpeg
'GRIFFITHS

1 civil engineering and construction F





image2.png
Stakeholders Group Primary Values
Clients Businesses as consumers Budget
(Often Governments or Local Financiers Health & Safety

Authorities)

Standard setters

Environmental protection
Local economic benefits
Programme

Reputation

Representing the community

Design Consultants

Businesses as consumers

Budget

Health & Safety
Environmental protection
Programme

Repeat business

The public and local Consumers Disruption / Nuisance

community Communication
Environmental protection
Local benefits - employment

Environment Agency / Natural | Regulators Environmental protection

Resources Wales

Ecological enhancement

Regional protected species
groups (eg Carmarthenshire
Bat Group)

Environmental interest group

Environmental protection
Ecological enhancement

Employees

Employees

Sustained employment
Health & Safety
Training and development

Highways England / South
Wales Trunk Road Agents

Standard setters

Disruption

Meeting standards

Looking after highway users
Health & Safety

CRH (Parent company)

Lenders or investors

Profit / share price

Health & Safety

Reputation

( and therefore Environmental
protection and local benefits)
Business resilience

Supply Chain Partners

Businesses as consumers

Supplier opportunities
Repeat business

Protest Groups — such as
Extinction Rebellion

Standard setters
Regulators
Environmental interest groups

Environmental protection
Ecological enhancement
Sustainable development
Alternative sustainable options





image3.jpeg
GRIFFITHS

civil engineering and construction

Griffiths Sustainability Strategic Map

Business Purpose:
Our purpose is to provide the infrastructure to support a vibrant economy and cohesive communities without having a detrimental effect on the environment

Business Vision:

Recognised by our clients as the contractor of choice

Section of Sustainability Ch¥flenge:

Social & Culture Economy Environment
Society Financial ] Environment
F1: Profitable target turnover of £230m by 2021: P -
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/ \ e Reduce costs associated with waste disposal
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