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[bookmark: _Toc38226596]What this report is trying to achieve 
The aim of this report is to first identify an organisation who needs a critique of their sustainability strategy. This will be guided by key principles, theories, and research from a wide range of sources and all will help in achieving a valuable critique of their sustainability strategy. The organisation that will be critiqued in this report is Greggs. This will include looking at its existing sustainability strategy and using key concepts of analysis, will be picked apart and determined whether it stands up to today’s world which is so heavily towards sustainability. 
The next part of the report will include an argument for a sustainability strategic plan. This will outline opportunities for the organisation to create greater functionality through intelligent access to products or services and coordination of resources. This part of the report will add to existing Greggs strategies. 
This will include a section on why a business case should be made for sustainability and why it should be a key focus. A section on the analysis of the external environment challenges and opportunities. A section on positioning the organisation through its strengths and weaknesses to meet these challenges identified in the analysis of the external environment. 
[bookmark: _Toc38226597]Definitions of major concepts 
Sustainability 
Sustainability is defined as “Meeting the needs of the present without compromising the ability of future generations to meet their own needs”. (Brundtland, 1987). This is the widely publicised definition of sustainability. It was taken from a report by the United Nations and has paved the way for them to develop their Sustainable Development Goals. (UN, 2020). It means covering today’s usage of resources, whether that be food, oil, water, making sure there is enough to cover all of today’s needs, while also prioritising the same resources and their usage for future generations. Never using too much for today, to give to the future generation tomorrow. 
Sustainability Strategy 
A sustainability strategy is now being “integrated into corporate level strategic planning”. (Scott, 2020). The management integrate the sustainability strategy into their corporate planning as it helps with “increased regulation set out, protects the brand from shame in the media and ensures stable supply chains”. (Scott, 2020). What has been found by pwc is that a good sustainability strategy “protects the companies’ reputation, drives innovation and employee engagement”. (Scott, 2020). It also “satisfies consumers, attracts and retains the top talent, demonstrates compliance with regulations and leads to market differentiation”. (Scott, 2020). 
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The 4 root causes of unsustainability and how if removed can lead to sustainability for all. 
The first root cause of unsustainability is relatively large flows of material from the earth’s crust. (Illustrated, 2013).
Oil for delivery vehicles 
These materials include oil, gas, metals. (Illustrated, 2013). Now Greggs does have many stores across the UK (2,000+) and twelve bakeries dedicated to service all those stores. (Greggs, Greggs Environment, 2020). This does require delivery trucks to deliver to these locations and it requires delivery every day after the shop closes. These deliveries include food items, coffee cups, cleaning products. This must accumulate a lot of petrol and diesel consumed by the vehicles, which has a knock-on effect down the supply chain. From the beginning of the supply chain, it requires vast extraction of the oil to be taken from the earth, leading to earth not being able to replenish oil taken. To the end of the supply chain, which leads to gases left in the atmosphere from the vehicles used to deliver to all those stores. This is relatively unsustainable as vehicles are delivering to stores daily. There is a counter point to this though, which is “Greggs is continuing to invest in driver efficiency training, along with the telematics systems, monitors driving performance and improves fuel efficiencies”. (Greggs, Greggs Environment, 2020). So, Greggs is taking steps in the right direction, regarding the use of delivery vehicles and how best to use the fuel available to them. 
The second root cause of unsustainability is accumulation of substances created by society. (Illustrated, 2013). 
This means that humans are creating or using chemical compounds that nature itself will take a long period of time to break down. (Illustrated, 2013). Humans also create chemical compounds which already exist in nature, in larger quantities than nature can handle. (Illustrated, 2013). As identified in the first root cause of unsustainability, it was the oil extracted and needed to drive these vehicles delivering to Greggs stores. The end result is carbon dioxide given off into the atmosphere. This causes unsustainability for the two first root causes. The first is extracting the raw material (oil) needed to fuel the vehicles and causes problems for the second root cause (substances), carbon dioxide, which is given off by the delivery vehicles. 
Greggs’ Environmental Management System
The Environmental Management System used by Greggs is certified to ISO 14001: 2015 standard. (Greggs, Greggs Environment, 2020). “ISO 14001 is an environmental management system, which maps out a framework that organisations can follow, for an effective management system”. (ISO, 2020). In the appendices of this document, is the certification as proof of this. “Greggs has the right systems and processes in place to support our commitment to reducing our impact on the environment”. (Greggs, Greggs Environment, 2020). Going back to the point brought up in the introduction, of having a sustainability strategy and one topic of that strategy, was that regulation is a key point of that. Greggs does not have to be certified to ISO 14001, it is just something Greggs has done, to go above and beyond the regulation set out by government. Greggs has “Carbon Reduction and Waste Management targets in place”. (Greggs, Greggs Environment, 2020). These targets can be tracked and give an indication of if Greggs is doing enough or not enough, with the numbers they report. The management system covers all “activities, services and/or products either directly or indirectly carried out by Greggs”. (Greggs, Greggs Environment, 2020). This management system covers all of Greggs’ supply chain and subsequent other tasks. This is easier for Greggs as they own their own supply chain, which gives them a significant advantage compared to other companies, when it comes to taking accountability for missteps or dole out praise if something is done in benefit of the environment. 
Linked with the environmental management system is the environmental policy statement. The aim of this environmental policy statement is “to minimise our environmental impacts and protect the environment from harm”. (Greggs, Greggs Environmental Policy Statement, 2018). This a bold and welcome aim from Greggs, who are in an environment which does require a large consumption of materials, from animal products, to cleaning products, to packaging. They will do this by:
· Meeting our legal obligations and deliver on other commitments,
· Reduce, re-use and recycle as much waste as we can,
· Ensure natural resources, including water, are used efficiently, 
· Monitor our carbon footprint and reduce emissions whenever practical,
· Use energy efficiently, reducing use wherever possible, 
· Consider environmental impacts in all business investments, 
· Engage and consult with our people and external bodies about environmental issues and performance. 
(Greggs, Greggs Environmental Policy Statement, 2018). 
These bullet points have Greggs setting out an ambitious task to try to tackle their impact on the environment and are determined to make sure climate change can be as limited as possible. These policies can also lead to savings in monetary terms, which is of great benefit to Greggs and any business in general. It brings consumers into the business, who see these commitments and get excited that a company is taking climate change seriously. Thus, bringing in more money to the business. It brings new employees into the business who are engaged in sustainability and want to drive Greggs into a new era of environmental protection. Finally, it shows other companies, that they need to pick up the slack, otherwise customers will vote with their wallets and shop at Greggs. 
The third root cause of unsustainability is physically inhibit nature’s ability to run cycles. (Illustrated, 2013). 
Greggs could have a fundamental problem in the future, just like it had, and other companies have with single-use plastics, with wooden cutlery and paper bags. All this requires a massive amount of trees to be cut down to service Greggs’ 2,000+ stores, 12 bakery sites. The trees that are cut down to make products for Greggs, are biodegradable, which is better than the plastics, which break down and produce micro plastics, which get into the food chain. However, if they cut down as many trees as the equivalent single-use plastics, without replacing the trees, in the future there won’t be enough trees to produce oxygen for people to survive on the planet. There needs to be a plan in place, to produce twice as many trees as they cut down, because if there is not, the future will lack enough trees to service people. 
The fourth root cause of unsustainability is barriers to people meeting their basic needs worldwide. (Illustrated, 2013). 
Greggs has a foundation which helps people in the communities they operate in. The mission of the Greggs Foundation is to “make a difference to the lives of people in need in the heart of Greggs’ local communities”. (Greggs, Greggs Foundation, 2020). This foundation helps people meet their basic needs and Greggs organises breakfast clubs, grants and donates unsold food. Breakfast clubs were established in 1999 and they help primary school children get access to school meals. (Greggs, Greggs Foundation, 2020). “Every school is provided with bread and a grant for start-up and ongoing costs”. (Greggs, Greggs Foundation, 2020). The breakfast club programme supports 535 clubs and provides school meals to over 35,000 school children. (Greggs, Greggs Foundation, 2020). There is a fund which organisations can apply for called the Local Community Projects Fund and it allows organisations to deliver activities for their local communities.
[bookmark: _Toc38226600]The business case for sustainability
The business case for sustainability is high. It should be a huge focus for Greggs for these next few points. 
Stakeholder engagement 
Sustainable businesses are “designing models that create value for all stakeholders”. (Tensie Whelan, 2016). These stakeholders include employees, shareholders, supply chains, and governments. This is moving away from the age-old adage of businesses are only creating value for shareholders. They know must consider all stakeholders and hold dialogues with all, to best determine the next step in the businesses sustainability plans. “Through regular dialogue with stakeholders on sustainability, the company is better anticipated to react to economic, social, environmental, and regulatory changes”. (Tensie Whelan, 2016). Through communicating with every stakeholder, it can give companies a competitive advantage, as they can get feedback from lots of different stakeholders on topics, which would not have been picked up by internal company reviews. 
Fostering innovation 
“Investing in sustainability can drive innovation”. (Tensie Whelan, 2016). Redesigned products can offer new business opportunities for the company. (Tensie Whelan, 2016). If Greggs invested in new ways to package certain products or looked at more efficient ovens to cook their food in, that is innovation and it gives them an opportunity to meet environmental standards it set for itself. Innovation could lead to cost savings for Greggs, if they decided to look at minimising their water use or looked at how waste could be cut down even more than they do now. If they faced regulation, Greggs would have to look at changing certain products to fall in line with those regulations or go above those regulations to prove to customers they (Illustrated, Sustainability in Business, 2014) are the right choice. 
Improving financial performance 
“Significant cost reductions can result from improving operational efficiency through better management of natural resources like water and energy”. (Tensie Whelan, 2016). Through finding new techniques to limit water and energy use, Greggs could find significant cost savings. “A study estimated an average return of 27%-80% on low carbon investments”. That return could be huge for Greggs. It could lead to significant investment in new products/services and new investment in the company supply chain, which can have a knock-on effect for even more monetary gains. 
There are 7 benefits with percentages of how effect they are here:
· Increased revenue – 9%
· Reduced energy – 75%
· Reduced waste – 20%
· Reduced materials – 10%
· Increased productivity – 2%
· Reduced turnover – 25%
· Reduced risks – 16%-36% 
(Willard, 2013). (Illustrated, Sustainability in Business, 2014). 
By incorporating sustainable practices into Greggs, these returns on investment can be gained. Significant returns than if they carried on the same course, without much investment into sustainability. It increases shareholder value, which is the focus of businesses today. 



[bookmark: _Toc38226601]SWOT Analysis 

[image: ]
“A SWOT analysis is a planning tool which seeks to identify the Strengths, Weaknesses, Opportunities, and Threats involved in an organisation”. (CIPD, 2020). 
Identified above, is a SWOT analysis of Greggs. 
The first task is identifying the opportunities that Greggs can get from communicating a sustainable message. Brand reputation is key for any business, without reputation a company would go bankrupt. A business wants to appeal to a wide variety of customers, and that is shown through how good its reputation is. Sustainability is now becoming a good indication of a brand’s reputation. If a company is engaging in sustainability, then it shows to customers, that it is trustworthy. On the other hand, if it does not, then a company will lose customers. 
Getting buy in from management and all through the supply chain is hard but is necessary for a company to do, to ensure it is sustainable in everything it does. With the buy in, it will ensure there is no crossing over lines, it is all one cohesive plan from management all the way down. 
The second task is identifying the threats that Greggs can face in the market. The biggest would be the potential cost of switching to sustainability, the big first capital investment required. It would require a load of investment, which could cost the company dearly, if it goes wrong or just could cost them and bring them close to the brink of collapse. To invest in every part of the business would also require significant change and that could cost people their jobs, who do not agree with the change. Competitors could be seen to do more than Greggs, so that means potential lose of customers and reputation, to not be on the same level as the competitors. 
The third task is positioning Greggs on it’s strengths. They are certified to ISO 14001 Environmental Management System. This means they have put the right policies and procedures in place to be effective in the managing their environmental impact. So, in theory with this accreditation, they are already doing all they can to meet climate change head on. They are certified Fairtrade, so giving farmers fair wages and improving their standard of living in developing countries. There has been a reduction in single-use plastics, which is great for the environment and good for Greggs’ reputation. 
The last task is positioning Greggs on their weaknesses and what they can do going forward. Their consumption of resources, e.g. water and energy, could be vastly improved, if they took time to invest in new processes and procedures to reduce those impacts. They still use single-use, hard to recycle plastic coffee cups. That is one big learning curve to overcome for Greggs. They need to find a suitable, easy to recycle alternative to the plastic coffee cup. 
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In conclusion to this report, Greggs has done some good work in fighting against climate change and their own environmental impact. They continue to work hard against plastics in their supply chain (made easier by the fact they own it). Their environmental management system is ISO 14001 accredited, which means they have the right procedures in place to manage their impact throughout their company. The work in the community, ensures other get access stuff they need, linked with that is their Fairtrade work, which ensures developing countries get access to better wages and working conditions. 
Although more could be done, as is the case with everything. Greggs has proved time and time again, that they are already striving to be the best in sustainability. 


















[bookmark: _Toc38226603]References 

Brundtland, G. H. (1987). Our Common Future. Oslo: United Nations . Retrieved April 11, 2020, from https://sustainabledevelopment.un.org/content/documents/5987our-common-future.pdf
CIPD. (2020, February 26). SWOT analysis, Online. Retrieved April 15, 2020, from CIPD: https://www.cipd.co.uk/knowledge/strategy/organisational-development/swot-analysis-factsheet
Gov.uk. (2020, March 19). Carrier bags: Why there is a charge, Online. Retrieved April 11, 2020, from Gov.uk: https://www.gov.uk/government/publications/single-use-plastic-carrier-bags-why-were-introducing-the-charge/carrier-bags-why-theres-a-5p-charge
Greggs. (2017, January 3). SHE Management System, Online. Retrieved April 13, 2020, from Greggs: https://corporate.greggs.co.uk/sites/default/files/CP%200190%20%20Energy%20Management%20Policy%20-%20Issue%202.pdf
Greggs. (2018, December 18). Greggs Environmental Policy Statement, Online. Retrieved April 13, 2020, from Greggs: https://corporate.greggs.co.uk/sites/default/files/SREC%200020%20-%203.1%20-%20Env%20Policy%20-Issue%206.pdf
Greggs. (2020). Greggs At a Glance, Online. Retrieved April 11, 2020, from Greggs: https://corporate.greggs.co.uk/at-a-glance
Greggs. (2020). Greggs Environment, Online. Retrieved April 11 , 2020, from Greggs: https://corporate.greggs.co.uk/social-responsibility/environment
Greggs. (2020). Greggs Foundation, Online. Retrieved April 13, 2020, from Greggs: https://www.greggsfoundation.org.uk/
Greggs. (2020). Waste Management, Online. Retrieved April 13, 2020, from Greggs: https://corporate.greggs.co.uk/social-responsibility/environment/waste-management
Illustrated, S. (2013, November 18). 4 root causes of unsustainability, Online. Retrieved April 11, 2020, from Youtube: https://www.youtube.com/watch?time_continue=67&v=2Gng0tfOuNM&feature=emb_logo
Illustrated, S. (2014, July 21). Sustainability in Business, Online. Retrieved April 15, 2020, from YouTube: https://www.youtube.com/watch?v=KlW8-WW0k3g
ISO. (2020). ISO 14000 Family Environmental Management, Online. Retrieved April 11, 2020, from ISO: https://www.iso.org/iso-14001-environmental-management.html
Leblanc, R. (2020, April 8). Recycling Polyethylene Terephthalate, Online. Retrieved April 11, 2020, from the balance small business: https://www.thebalancesmb.com/recycling-polyethylene-terephthalate-pet-2877869
Refill. (2020). Refill , Online. Retrieved April 11, 2020, from Refill : https://refill.org.uk/
Scott, L. (2020). Strategic Sustainability, Online. Retrieved April 11, 2020, from pwc: https://www.pwc.com/gx/en/services/sustainability/responsible-corporate-strategy.html
Tensie Whelan, C. F. (2016, October 21). The Comprehensive Business Case for Sustainability, Online. Retrieved April 15, 2020, from Harvard Business Review: https://hbr.org/2016/10/the-comprehensive-business-case-for-sustainability
UN. (2020). Sustainable Development Goals, Online. Retrieved April 11, 2020, from United Nations: https://www.un.org/sustainabledevelopment/sustainable-development-goals/
Willard, B. (2013, June 18). The Business Case for Sustainability, Online. Retrieved April 15, 2020, from YouTube: https://www.youtube.com/watch?v=TWOVY1Q_otA
Williams, K. (2020, February 19). Greggs Branches unable to open and selling limited stock due to Storm Dennis aftermath, Online. Retrieved April 15, 2020, from Wales Online: https://www.walesonline.co.uk/whats-on/food-drink-news/greggs-branches-across-wales-unable-17769080
























[bookmark: _Toc38226604]Appendices 
This link is for the Greggs’ ISO 14001 certification. 
https://corporate.greggs.co.uk/sites/default/files/ISO%2014001%20Certificate.pdf 

This link is for Greggs’ Environmental Policy Statement 
https://corporate.greggs.co.uk/sites/default/files/SREC%200020%20-%203.1%20-%20Env%20Policy%20-Issue%206.pdf

This link is for Greggs’ Energy Management Policy 
https://corporate.greggs.co.uk/sites/default/files/CP%200190%20%20Energy%20Management%20Policy%20-%20Issue%202.pdf
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