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Introduction 
Toast Ale's mission is to combat food waste by creating exceptional beer that focuses attention on the enormous amount of waste that occurs throughout our global food supply chain. Their strategy includes sourcing additional bread; integrating it into their brewing process; collaborating with other craft breweries to create new styles of beer with added nutritional benefits; attracting consumers to their products through social media; investing part of their profits back into food waste activism.
To examine how Toast Ale creates positive societal impact using SAN analysis, this report utilises a SAN framework to analyse and assess its input/output transformation process. Toast Ale's vision offers both a healthy planet and an economically viable business. In other words, by using surplus bread to replace 1/3 of the barley needed to produce the beer, they are reducing their reliance on natural resources (such as land, energy and carbon emissions).
Through the sharing of its brewing recipe with the public as well as encouraging other breweries to participate in collaborative efforts with Toast Ale, it is fair to say that Toast Ale is operating according to the principles of open-source technology. Furthermore, the concept of open-source fits perfectly with the principles of social enterprise, meaning they believe that their commitment to creating a better world (i.e., by producing a sustainable product) is more important than creating a competitive advantage for themselves (Alhaddi, 2015).
Collaborative Engagement and Resource Allocation
Toast Ale partners with numerous stakeholders, such as bakeries that provide surplus bread, breweries that brew their beer, environmental NGOS, customers, restaurant partners, and employees who are involved in the distribution of surplus food. Based on stakeholder theory (Faucher 2022), Toast Ale creates value for each of these stakeholder groups through cooperative relationships between them where they each contribute a different type of resource(s) (e.g., expertise, legitimacy, etc.) and collectively benefit.
Toast Ale has developed long standing partnerships with bakeries that supply its main raw ingredient (i.e., surplus bread), partnerships with breweries who help produce its beer, and charitable organisations like Feedback to whom they donate a percentage of their profits.
Toast Ale allocates its resources across a variety of areas; for example, by using surplus bread as a primary raw material to produce its beer, Toast Ale reduces the cost of production while also reducing its impact on the environment. To manage this process, Toast Ale employs skilled brewers, sustainability experts, marketing professionals, and people who are responsible for managing its supply chain partnerships and logistics. In addition to the direct purchase and sale of beer through retail outlets or crowdfunding, Toast Ale has developed its financial resources from many other outlets, such as using its brand to advocate for sustainability and developing strong community relationships that support its efforts. Research indicates that the highest levels of impact from social enterprises are realized through combining direct service with systemic interventions directed at long-term change (Koleros et al 2024), and this allocation supports this idea. Toast Ale’s dual role as producer and catalyst for environmental awareness.


Delivery of Social Value
The focus of Toast Ale's delivery of social value is through sustainable brewing operations, waste reduction and advocacy. Each time bread is wasted, it represents an opportunity for other purposes other than simply discarding it. The process of brewing illustrates how surplus food products are converted into high-quality beers through a circular economy model.
By collaborating with local bakeries and collecting surplus bread, Toast Ale is helping to solve the waste problem and build strong local supply chains while encouraging sustainable practices among bakeries. The partnerships that Toast Ale has established with hospitality venues and retail outlets allow for widespread distribution of the company's products and promote awareness of sustainable consumption. The benefit of Toast Ale's partnerships with hospitality and retail outlets supports the expansion of ethical business models in various industries.
Additionally, Toast Ale's operational transparency and impactive reporting create additional social value for their company. They provide information regarding their carbon footprint, the volume of waste generated, and the amount donated to food banks to support food waste reduction in the form of direct and indirect donations. This concept of accountability aligns with the SAN principles of gathering and sharing proof of the social impact of a company. As a result, all distributable profit made by Toast Ale is reinvested into supporting environmental sustainability initiatives.
Changes Experienced by Beneficiaries
Beneficiaries of Toast Ale’s efforts include food waste charities, small bakeries, supply chain partners and consumers purchasing their products that follow the principles of sustainability. Food waste charities such as Feedback derive a financial benefit from the donations made by Toast Ale which allow them to be able to grow their programs that promote sustainable agricultural practices; waste reduction practices; and food redistribution organisations. These donations support long-term systemic interventions designed to enable food security while reducing the harmful impacts on the environment.
Small bakeries also experience operational benefits from receiving and redistributing their excess bread rather than throwing it into landfills or composting piles. Costs associated with waste disposal are reduced and metrics measuring food waste go down, thereby enhancing the sustainability performance of the bakery. The above statements demonstrate that environmental performance has become increasingly relevant within today’s organisations and ultimately leads to stronger economic and reputational results (Delmas et al., 2013).
Wider Social, Economic and Environmental Impact
Consumers have a unique opportunity to purchase products that allow them to practice environmentally conscious purchasing choices. A large percentage of customers responding to customer satisfaction surveys conducted by Toast Ale indicate that once they have meet Toast Ale’s branded messaging, they now have a much greater awareness of the food waste crisis. The resulting change in consumer behaviour is extremely important because it establishes a pathway towards sustainable behavioural changes that will support long-term environmental sustainability.
Brewery partners are similarly able to leverage their partnership through the exchange of knowledge; co-branding opportunities; and sharing of their respective expertise. Toast Ale collaborates with breweries to enable experimentation with circular production methods, which would not be possible without this type of partnership.
Environmental, Economic and Social Impacts
Although many of Toast Ale's environmental contributions come from the enterprise’s long-term engagement with best practices in the food and beverage industries, as well as developing public awareness of issues related to global food waste, they contribute more broadly to several environmental systems and to establishing public environmental responsibility in the food and beverage industries.
Regarding the environmental impact of Toast Ale, research shows that developing innovative supply chain solutions based on sustainable practices demonstrates a link between increased environmental accountability and increased business performance (Channa et al., 2021). By stimulating a craft beer industry with innovative supply chain solutions, Toast Ale creates opportunities for work in local communities and develops partnerships that foster entrepreneurial collaboration through providing a model showing that sustainable production does exist and can be achieved.
Toast Ale provides a great example of how a social enterprise can showcase the impact of innovative business practices on the broader food industry, increasing expectations for environmental responsibility (Spieth et al. 2019). For the social operations of Toast Ale, the advocacy campaign against food waste reinforces the size and scope of the food waste problem as a contributor to climate change. Using media and public advocacy, Toast Ale is raising awareness of food waste among individuals and businesses and inspiring behaviour change as it relates to food waste reduction. To effect systemic change in food systems, culture must go through a transformation E.g. To provide for a long-term reduction in waste, consumer behaviour must also go through a transformation.
Institutionally and in terms of the relationships that Toast Ale has developed, its work is contributing to the creation of policy discussions regarding the importance of waste reduction; recycling and sustainability; and are building upon the body of sustainability research that suggests systemic change requires an increased level of collaboration and cooperation among businesses, communities and governments (Sala, 2020).
Discussion/Implications
Analysis has demonstrated that the innovative business model of Toast Ale can create substantial environmental and social impact. Hybrid business models that integrate waste reduction, production for commercial purposes, and advocacy efforts demonstrate the benefits of balancing mission and market forces (as demonstrated by Toast Ale's open-source and collaborative emphasis).
Implications emerge for the enterprise sector at large: 
· Principles of a circular economy can be a viable means by which to create both financial and environmental benefits.
· A business that demonstrates processes of transparency and stakeholder engagement can build trust and legitimacy, which enables them to connect with consumers and affect behaviour.
· The combination of commercial activities and activism provides an enterprise with a means to affect systemic change, as evident through the campaigns and partnerships formed by Toast Ale.
Conclusion
As this case demonstrates, a social enterprise such as Toast Ale is able to take the challenges of an environmental issue and convert them into opportunities to be innovative, collaborate within their community, and create awareness through their customers. By using surplus bread to brew beer, reinvesting profits back into charities that combat food waste, and advocating for sustainable practices throughout the supply chain, Toast Ale creates social and environmental impact that can be quantified. Analysis conducted through the lens of the SAN framework highlights that the mission of the enterprise, its operations, and its outcomes align in a significant manner. The business model developed by Toast Ale can serve as an example to other social enterprises on how to create structural change while also generating profits through operating within commercial markets.
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