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The Société Général de Surveillance Group (SGS) is one of the world’s leading companies providing service in the fields of inspection, verification, testing and certification. SGS has 90,000 employees worldwide. SGS is a global benchmark for quality and integrity. SGS’s value for society is “enabling a better, safer and more interconnected world” (SGS, 2019).
The aim of this report is to present an innovative idea for enriching SGS’s current business strategy. This report introduces the project “Supreme Generation of Sustainability” as a new sustainable strategy extension.
New sustainability strategy
This section of the report starts with the introduction of core concepts of sustainability and value generation by commercial enterprises. It then critically assesses our current strategy using established management tools PESTLE, SWOT, and Stakeholder Analysis. Based on the results of these assessments, a new strategic opportunity is presented for discussion.
Introduction to sustainability
Thirty-four years ago sustainability was defined as “meeting the needs of the present without compromising the ability of future generations to meet their own needs” (Brundtland Commission, 1987). It is time to extend this definition and to define what the needs of future generations are.
In 2015 the United Nations set up the 2030 Agenda for Sustainable Development and defined the seventeen Sustainable Development Goals (SDGs). These SDGs are based on our fundamental needs such as food security, stabilised climate, decent work and economic growth and education (United Nations, 2020). 
Sustainability has become an issue for governments, businesses and the wider society who need to keep the three pillars (environmental, social and economic) balanced to reach sustainability (Schaltegger and Hörisch, 2017, Stubbs and Cocklin, 2008). Business, as a major cause of sustainability issues, must step up to the plate and help addressing them (Schaltegger and Hörisch, 2017, Abdelkafi and Täuscher, 2016). Businesses recognise that to stay competitive they must consider sustainability (Dyllick and Muff, 2016, Deloitte, 2020).


Value and sustained competitive advantage
Businesses create value for their shareholders by acquiring market shares, focussing on internal resources, and securing existing income streams (Moran and Ghoshal, 1996). For most of humanity, the utility-value had been the predominant concept to measure value. However, in the past 200 years, value has been measured in money as exchange value, placing more focus on revenue rather than usefulness (Grönroos, 2017). Considering that knowledge, reputation and brand are valuable assets for firms (Barney et al., 2011, Cable and Turban, 2003) businesses must also focus on the wellbeing of their stakeholders, thus utility-value (Grönroos, 2017). Aligning business and stakeholder interest is mutually beneficial (Stubbs and Cocklin, 2008, Annan-Diab and Molinari, 2017, Evans et al., 2017).
Analysis and critique of our current strategy
This section assesses SGS’ external environment, strengths and capabilities, and stakeholders. The current strategy is critically assessed before suggestions for improvements are made and discussed.
SWOT and PESTEL analysis
The analysis of internal and external environments of a firm is part of its strategic management, aimed at increasing the organisation’s ability to deal with uncertain futures (Bracker, 1980). Combined PESTLE and SWOT help to better understand the link between the macro and micro level (Dyllick and Muff, 2016).
PESTEL
Environmental factors play a vital role in assessing an organisation, including when developing a sustainability strategy (Zalengera et al., 2014). PESTEL analysis is used to assess SGS’ environment (Figure 1).
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Politically, the governments have declared their commitment to stop climate change and to the achievement of the UN’s SDGs (Bodansky, 2016, Bebbington and Unerman, 2018). The UNO has pointed out the importance of education in sustainability (Annan-Diab and Molinari, 2017).
Economically, the emergence of no/low growth and social enterprises challenges extant business models. However, the impact is not yet great enough and more must be done to meet the needs and expectations of all stakeholders (Parguel et al., 2011, Schaltegger and Hörisch, 2017). 
Society’s awareness of environmental issues and social injustice has increased. Simultaneously, good stakeholder relationships have become more important for businesses. To offer stakeholders better transparency CSR reports have become customary (Evans et al., 2017, Zhang et al., 2020).
Legislation is expected to raise taxes for unsustainable business behaviour e.g., CO2 emissions (BBC, 2021). Support packages for sustainable business models with high impact can be expected. Large organisations with global reach and vast networks, like SGS, could end on either the losing or winning side.
The natural environment is suffering from 200 years of industrialisation and a growing population (Douglas et al., 2002). This has an impact on the wider society, businesses such as SGS and governments. 


SWOT
To analyse organisations’ position on a micro-level SWOT is a useful tool (Figure 2).
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Strengths
SGS’ significant strengths come from its strong brand and reputation as the world’s leading service organisation for inspection, certification, testing and verification and its highly trained and specialised employees servicing various industries. Additionally, SGS is innovative in the development of new auditing programs.
SGS has got a risk management oversight committee and a comprehensive management framework in place. This framework also considers stakeholders and the UN’s Sustainable Development Goals. Following scholar’s advice (Stubbs and Cocklin, 2008), SGS includes nature in the list of its stakeholders alongside employees, partners and communities (SGS, 2017).
In addition to the support for sustainability programmes (e.g., home-schooling of children in Poland during COVID), and stakeholder communication via CSR reports, SGS attempts to be transparent and invites third-party audits of itself. For example, the Carbon Disclosure Project CDP presents one of these external auditors. SGS is rated A- by CDP.
Opportunities
The global reach and working with customers of various industries provide SGS with an opportunity to learn from others and “borrow, beg and steal” great sustainability initiatives.
Additionally, SGS has offices in more than 140 countries which means an advantage with regard to the recruitment of appropriate staff for realising new business ideas. The local sites are familiar with the corresponding countries’ culture, legislation and other particularities. Further, new business units or sites in these regions benefit from the already established brand.
Social and global issues can create new business opportunities (Dyllick and Muff, 2016). Today’s weaknesses of other organisations present new business opportunities for SGS (COVID-19 requires new hygiene measures in hospitality, allowing SGS to develop and commercialise COVID-19 audits for hotels).
Weaknesses
SGS has 90,000 employees and has a tall hierarchy. Information gets lost when it is filtered through 8 management layers going in either direction.
The business line “Sustainability” operates separately and is not integrated with other business lines. Therefore, employees usually do not get in touch with “Sustainability” and are hardly trained on sustainability matters.
In some areas, certification/auditing services are presented as a contribution to sustainability. For example, SGS conducts a variety of audits in the food-producing industry. Therefore, SGS states they contribute to SDG 12 “responsible production and consumption” (SGS, 2020a). However, auditing a meat producer who slaughters 20,000 animals daily for compliance with food standards does not contribute to sustainable, responsible production or consumption. On the contrary, it intensifies sustainability issues such as climate change (Garnett, 2009).
SGS claims that every employee received an average of 48.8 hours of training in 2020 (SGS, 2020a). However, the online training is often not suitable for every employee (e.g. office based Customer Service employees must watch training videos about safety on a construction site).
SGS offers training courses on corporate sustainability reporting (SGS, 2020b). This is of course legitimate as likewise offering training on how to correctly write a financial report. However, it is questionable if these courses contribute to sustainability or greenwashing (Parguel et al., 2011).
SGS’ vision statement concentrates on competitiveness and productivity in service. Neither SGS’ vision nor values mention the words “social, environment and sustainability” (SGS, 2019).
Threats
Finally, SGS faces the threat of complacency and self-delusion by indulging in box-ticking exercises rather than focussing on enacting substantial changes towards sustainability.
Stakeholders
Stakeholders are people and organisations who can affect or are affected by the businesses’ operations to create value for their shareholders, this includes the wider society and the natural environment (Hörisch et al., 2014, Burns, 2019). Thus businesses have an obligation towards nature and society and Friedman’s shareholder view is morally reprehensible. When property rights must be respected than the property rights of stakeholders too must be respected (Deloitte, 2020, Burns, 2019, Donaldson and Preston, 1995). The stakeholder theory provides a framework for strategic management and contributes to sustainability management by creating a sustainability-focused culture amongst all stakeholders, enforcing common sustainability interests and promoting societal and environmental benefits (Donaldson and Preston, 1995, Hörisch et al., 2014). 
SGS’ main stakeholders are summarised in Table 1
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Evaluation and new business proposal
One of the four principles for sustainability is “No conditions that systematically undermine people’s capacity to meet their needs” (Magnin, 2014). To build people’s capacity to improve their lives and to augment sustainable development education in sustainability is essential (Annan-Diab and Molinari, 2017).
Building on the results of our analysis we suggest the project “Supreme Generation of Sustainability Workshops” (SGS-W) for SGS’ new business strategy. The idea is to develop workshops in sustainability education for schools. The workshops should be constructed as series of modules adapted for each age group. The “SGS-W” would contribute to the worldwide capacity for the wellbeing of all children. Allowing them to develop to our “Supreme Generation of Sustainability”. We suggest that SGS increases the awareness of sustainability issues and provides the necessary foundation for all children for developing innovative solutions for global sustainability issues when they grow up (Annan-Diab and Molinari, 2017).
This project would build upon SGS’ strengths: brand reputation, experienced employees, global reach, and the recognition of the planet/nature as one of SGS’ stakeholders. It will further foster innovation and create new business opportunities. 
The project benefits from a political focus on sustainability and addresses new and emergent market trends. Government grants for innovative projects may be available and new businesses may create new commercial revenue streams.
Modern communication technologies allow delivering training and education remotely, making it more accessible.
Stakeholder Analysis
Stakeholders are instrumental in an organisation’s success (Hatch, 2012). The stakeholder analysis (Figure 3) supports the development of our engagement strategy.
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We will plan our communication based on stakeholder’s interest and influence. The main target groups are Communities, Employees. 
The shareholders have great power to stop the project, therefore, we need to engage them and must regularly inform them. Communities are the key to getting entrance to the schools where we plan to do the “Supreme Generation of Sustainability” Workshops (SGS-W ). The commit-ment and knowledge of our employees are necessary for the development of our “SGS-W”.
We also need to engage and inform other influential stakeholders: banks and minority shareholders with whom we will engage via CSR reports.
The groups of low interest and influence will not be considered in our communication plan.
Our new sustainability story
The current situation of SGS contribution to sustainability consists mainly of assessments of other companies. We provide our employees with HSE (Health, Safety, Environment) training. We teach companies how to write CSR reports. All these actions are passive contributions. 
SGS active contributions to sustainability currently happen at a low scale (e.g., sponsoring four government schools in Tamil Nadu). We currently do not actively take actions on a larger scale to make the world more sustainable. We may even contribute to greenwashing which would be counterproductive (SGS, 2020a, Parguel et al., 2011).
However, SGS can become sustainability champions rather than passive observers. We will bring our sustainability knowledge into society and help to promote best practice (Stubbs and Cocklin, 2008). 
The aim of this project is to create our own sustainability story (Figure 1). The story will unfold in several stages. 
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We start with engaging the younger generation. Then we proceed to promote sustainable behaviour externally. At the same time, we also institutionalise sustainability internally. Finally, this results in a sustained competitive advantage by establishing and maintaining high sustainability standards, sustainability best practice, and knowledge distribution capabilities.
This new business strategy would be a milestone for worldwide long-term impact on sustainability (Figure 5). By reaching only 10% of school-age children just in Europe, we would increase our current maximum reach by a factor of three, growing exponentially.
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SGS currently reaches about 800,000 customers (SGS, 2020a). About 20% of the world population are children (Plecher, 2020). With the suggested “SGS-W” project we could reach about 50 million children in Europe alone (Statista, 2019, EACEA, 2019). That means, that in ten years the “Supreme Generation of Sustainability”-children will make up 22% of Europe’s workforce (Statista, 2021). They will be voters, managers, scientists. SGS has the opportunity to actively influence these future adults. SGS can help building their capacity to deal with the global challenges we are facing (Hörisch et al., 2014, Annan-Diab and Molinari, 2017).
By teaching children to think sustainably, we can encourage their values, beliefs and norms to be their drivers for decision making with the best intentions for the environment (Abdelkafi and Täuscher, 2016).
This project will require an initial investment. However, by creating additional capabilities, changing our trajectory and rewriting our sustainability story we will create greater long-term value for all our stakeholders (Stubbs and Cocklin, 2008).
The project will have a direct positive impact on SGS’ reputation, brand and image, increasing SGS’ attractiveness as an employer, reducing recruitment cost, improving retention, engagement and efficiency (Mosley, 2007, Dinnie, 2007). Thus the risk for investors and financiers will be reduced and cheaper credits can be expected. Further, the improved reputation of SGS will enable stronger long-term relationships with all our stakeholders (Abdelkafi and Täuscher, 2016).
The “SGS-W” project may have a further positive impact on policy, thus, enabling change at a system level (Evans et al., 2017, Stubbs and Cocklin, 2008).
SGS’ vision and values must be connected to the issues of environmental and social sustainability (Hart and Milstein, 2003). Through the “SGS-W” project SGS will create internal and external engagement: with our current and future employees, and additionally with the whole future value chain. We will actively build internal and external sustainability competencies. “SGS-W” will increase the capacity for wellbeing of the school children, who will play the most important role in our business’ and the planet’s future. 
Further discussion points
The objective of a commercial enterprise is to make profits for their shareholders. However, to maintain sustained profits they must consider the interests of all stakeholders including nature, and contribute to sustainability (Deloitte, 2020).
Michael Porter’s Five Forces framework places high value on the threat of new entries and substitutes in the analysis for the development of a business strategy (Porter, 2008). Although we did not place an emphasis on competitors in our stakeholder analysis we should also discuss the possibility of a joint venture with our biggest competitors in order to accelerate the project and to extend our reach. In turn, increasing the impact of our project “Supreme Generation of Sustainability” Workshops in schools.
Further, we should discuss cooperation with environmentalist groups and social interest groups such as social movements and charities to benefit from their knowledge in environmental and social sustainability to construct the modules of our “SGS-W”. 
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