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[bookmark: _Toc237605921]Abstract
This research examines the sustainability and ethical sourcing challenges within Nestlé’s global supply chain, focusing particularly on the complexity of sourcing agricultural commodities such as cocoa, coffee and palm oil. Global food supply chains increasingly face environmental and social pressures relating to deforestation, biodiversity loss, farmer poverty, labour rights and supply chain transparency. For multinational organisations such as Nestlé, addressing these challenges is complicated by geographically dispersed suppliers, multiple supply chain tiers and differing regulatory and socioeconomic conditions.
The aim of the research was to critically examine the sustainability and ethical sourcing challenges affecting Nestlé’s global supply chain and evaluate the barriers that influence the implementation of sustainable supply chain management practices. Four research objectives were developed to examine Nestlé’s sustainability strategy, ethical sourcing challenges, supply chain transparency and traceability, and the influence of regulatory and stakeholder pressures.
The research adopted a qualitative approach based exclusively on secondary data. Academic literature was analysed alongside Nestlé’s corporate publications and independent evidence from organisations including the OECD, International Labour Organization, European Commission and World Benchmarking Alliance. Thematic analysis was used to identify recurring patterns and compare Nestlé’s reported sustainability progress with independent evidence.
The findings indicate that Nestlé has developed extensive sustainability commitments and responsible sourcing initiatives. However, a significant gap remains between corporate sustainability ambitions and consistent outcomes across complex global supply networks. Key challenges include farmer poverty, child labour, limited visibility beyond direct suppliers, environmental risks and difficulties in ensuring consistent supplier compliance. The analysis also demonstrates that greater transparency and traceability can improve risk identification but cannot independently resolve the structural causes of sustainability problems.
The research concludes that Nestlé’s principal challenge is not a lack of sustainability commitments but the difficulty of translating these commitments into measurable outcomes throughout complex agricultural supply chains. The study therefore recommends strengthening multi-tier supply chain visibility, developing long-term supplier and farmer partnerships, expanding living income and capacity-building initiatives, and increasing independent verification of sustainability performance.
Overall, the research demonstrates that effective sustainable supply chain management requires a combination of corporate accountability, supplier collaboration, transparent governance and engagement with wider institutional stakeholders. Sustainability should therefore be treated as a continuous process of improvement rather than a fixed compliance objective.
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Globalisation has made the contemporary supply chain more complex and also enables companies to use resources, production and markets around the globe. Nevertheless, this expansion resulted in environmental and social challenges for companies to run its global supply chains responsively. Thus, the issue of sustainability is increasingly being placed on organisations to incorporate into their corporate agenda. To achieve success, the focus of the companies has shifted from simply business performance to environment-friendly production and socially-responsible actions (Carter and Rogers, 2008). As a result, sustainable supply chains have recently been drawing attention for research, companies should integrate "environmental, social and economic aspects" and manage relations among stakeholders and suppliers, as well as handling risks with resource consumption, environmental degradation and social responsibilities (Seuring and Müller, 2008).
The reliance of global food and beverage companies on commodities sourced from all over the globe, often through complex supply chains, makes the topic of sustainability especially prominent in this sector. Commodities such as cocoa, coffee, palm oil and many agricultural ingredients, often pass through multiple suppliers, intermediaries and smallholder farmers before reaching the final consumer which makes the visibility, traceability and control of companies across standards related to environmental protection and ethics especially complicated. Research documents show that agricultural supply chains often go along with issues such as deforestation, biodiversity loss, poor working conditions, low farmer income and violation of labour rights (Gold, Seuring and Beske, 2010). Multinationals are thus facing rising pressure from consumers, investors, stakeholders and NGOs to exhibit responsible sourcing practices and to increase their transparency within their supply chain.
Nestlé presents a compelling case study because it operates on such an enormous, global scale meaning its supply-chain network is vast and immensely complex. As one of the largest food and beverage corporations, it is represented across diverse markets. Sourcing ingredients for a range of its leading products relies upon a network of extensive farmers. Nestlé established a series of environmental and social sustainability initiatives, including commitments over responsibility, regenerative agricultural practices, reducing Greenhouse emissions and improving transparency in the supply-chain. According to Nestlé, their sustainability agenda strives to produce shared value through enhancing environmental practices and supporting communities in their supply chains (Nestlé, 2024). Moreover, they employ programmes such as Nestlé Cocoa Plan alongside other responsible sourcing initiatives devised to eliminate sustainability risks linked to farming commodities.
Sustainability becomes increasingly difficult where Nestlé operate within countries with varied regulatory organisations and socioeconomic surroundings (Beske, Land and Seuring, 2014). Governments are introducing stronger legislation to better account companies on environmental and human rights, holding them more responsible for impacts across the supply chain. For example, legislation has been passed on by the European Union to enhance due diligence from companies and requiring organisations to identify and address their sustainability risks associated with operations and suppliers (European Commission, 2024). This is moving on from commitment to sustainability from voluntary obligations towards mandatory legislation, putting pressure on multinational organisations to provide evidence in measures that show their ethical sourcing practices. By tackling social and environmental issues, organisations can create long term value from their operations and strategy making than separate it from corporate responsibility (Porter and Kramer, 2011). 
[bookmark: _Toc237605923]1.1 Research Rationale

The growing importance of sustainability within global supply chains provides a strong justification for exploring this study's challenge of multi-national companies such as Nestlé. Even if sustainability remains top in many companies' agenda and vision, the challenge lies indeed in translating sustainability objectives into daily operations. While past research has examined sustainability concepts such as suppliers' collaboration model, environmentally-friendly approach and ethical sourcing procedures, there is need to research on how this concepts work in real-world MNCs food company functioning in varying geography and regulatory boundaries (Seuring and Müller, 2008). 
The main rationale of this study is largely based on the fact that global food supply chain are at high sustainability risks largely attributed to it dependence with agricultural commodities and involvement of numerous supplier relationships. Although any company may develop high-end sustainability targets, achieving those targets poses a challenge for them through its monitoring mechanism, relationship with suppliers and reporting. Research has found that sustainability issue remain in companies' upstream with higher challenges as the visibility and level of environmental and ethical control remain low on the part of food producers (Seuring and Beske, 2010). Nestlé's global supply chain thus provides a informative insight with practical difficulties found when it comes to adopting ethical sourcing practices within multi-national boundaries.  
The introduction of stricter sustainability regulations, due diligence requirements shows a move shifting away from voluntary corporate responsibilities and towards more accountability. Companies across industries are being held responsible to show that they are indeed identifying and addressing the risk related to environment degradation and human rights at several tiers in the supply chain as these regulations move forward (European Commission, 2024). 
From an academic point of view this research adds to the sustainable supply chain management literature as it critically looks at the links between how businesses communicate sustainability strategies and their operational implementation of that strategy. Although, previous studies exist which highlight sustainability frameworks and role of corporates on responsibility, few articles exist that would look into challenges experienced by multinational food companies on trying to achieve ethical sourcing across global supply networks. From a practical point of view, it is expected that findings of this research may support organizations to work towards supply chain transparency, effective ways to build relationships with suppliers through better sustainability strategies.
[bookmark: _Toc237605924]1.2 Research Aim
The aim of this research aims to identify the sustainability and ethical sourcing challenges within the global supply chains of Nestlé by exploring how they have impacted sustainable supply chain performance and corporate responsibility Practices.
[bookmark: _Toc237605925]1.3 Research Objectives
The report identifies these objectives in order to achieve the aim
1. Examine the role of Sustainability and Ethical Sourcing in Global Supply Chain Management of Nestle
2. Identify the key Sustainability and Ethical Sourcing challenges in supply network performance of Nestle - environmental, social and operational
3. Analyze the role and impact of initiatives on Sourcing Risks Management and Supply Chain Transparency of Nestle
4. Evaluate the outcomes - impact of issues and practices on corporate reputation, stakeholder relations and Supply Chain Performance in corporate context
5. Provide recommendations about ethical sourcing in MNC - Food Supply Chains context. 
[bookmark: _Toc237605926]1.4 Research Questions

Based on the research aim and objectives, the report will address the following research questions:
1: What role does sustainability and ethical sourcing lay within Nestlé's global supply chain management strategy?
2: What are the main environmental, social and operational challenges affecting ethical sourcing within Nestlé's global supply chain?
3: How effective are Nestlé's current sustainability initiatives in addressing supply chain risks and improving transparency?
4: How do sustainability and ethical sourcing challenges influence Nestlé's supply chain performance and corporate reputation?
5: What strategies can Nestlé implement to strengthen sustainability and ethical practices within its global supply chain?
[bookmark: _Toc237605927]2.0 Critical Literature Review 

[bookmark: _Toc237605928]2.1Sustainable Supply Chain Management: Concepts and Theoretical Foundations
Sustainable supply chain management emerged in response to the growing awareness of environmental and social issues, adding these dimensions to existing economic objectives within conventional supply chain management. Earlier strategies primarily aimed at efficiency gains and cost reductions, but environmental degradation and social inequality have prompted businesses to consider the impacts of their supply chain activities. Sustainable supply chain management is defined as the strategic alignment of social, environmental and economic objectives in the administration and planning of supply chain strategies(Carter and Rogers, 2008).
 To embed sustainability, organizations must incorporate these three dimensions of the triple bottom line and achieve a balance: economic performance, environmental responsibility and social responsibility. This is especially true for Nestlé, a world food multinational - because financial outcomes are not a sole indicator used to assess the company's supply chain performance. Nestlé must consider broader issues, for example, responsible agricultural sourcing, carbon emissions and biodiversity impacts along with the welfare of its farmers who plant key commodities.
Seuring and Müller (2008) argued that sustainable supply chain management involves two major challenges: managing sustainability risks & improving supplier relationships. Research by the authors has suggested that organisations can struggle to carry out sustainability due to the fact supply chains operate at a level further than the organisation to directly affect. For a company operating in agricultural supply chains, having many tiers of suppliers and intermediates can make it difficult for organisations to ensure they are being environmentally and ethically compliant, an area where multinational companies are facing criticism.
 Pagell and Wu (2009) take the sustainability argument through the SSCM literature even further by stating sustainability cannot be achieved through initiatives but needs integration throughout its whole company strategy and external relationships. Their research suggested that a successful sustainable supply chain depends on capabilities including collaboration, innovation and close supplier relationships, an area in which Nestlé, being a multinational organisation, are finding a major dilemma due the scale and breadth of country based suppliers where sustainability practices must take effect. 
Furthermore natural-resource based view of a firm can help explain the development of SSM theory. The ability of the organisation to develop the capabilities to answer environmental challenges can provide that organisation with competitive advantage (Hart, 1995). Therefore, in this sense sustainability is not only a responsibility for Nestlé but a way, through investment, to create shareholder value & value across supply chain by encouraging innovation and building a company more immune to challenges of 21st-century capitalism.
[bookmark: _Toc237605929]2.2 Ethical Sourcing and Social Sustainability in Global Supply Chains
Ethical sourcing addresses social, labour and other ethical dimensions of sustainability in supply chains. It involves ensuring suppliers operate in conformity with acceptable social, environmental and ethical standards. While attention is often drawn to the environmental aspects of sustainability, ethical sourcing highlights the need to protect workers, communities and most vulnerable groups implicated in global production networks. Organisations are increasingly recognizing supplier social responsibility as an increasingly important part of supply chain management (Klassen (2010). 
Social sustainability concerns relevant in agricultural commodity supply chains, include: employee welfare, labour rights, health and safety and community development are relevant aspects when we consider food companies, as outlined by Mani, Gunasekaran (2018) in their research related to supply chain sustainability. These areas are specifically applicable to Nestlé, as they source agricultural commodities like coffee and chocolate from different countries where serious concerns about low worker wages, working conditions (child labour), remain prevalent issues.
Multi-tier supply structures add to complexity relating to managing social sustainability issues in the companies operating in agricultural supply chains. Seuring and Beske (2010) claim that organisations have limited knowledge about the activities of suppliers and have limited control over them, creating blind spots in sustainability risk identification and elimination. Multinational food companies have little control over the production process of farmers, subcontractors and intermediary brokers upstream supply chains through establishing direct relations with the suppliers. Thus, successful ethical sourcing not only refers to setting standards for suppliers but involves collaborative approach to monitoring and promoting of ethical and responsible manufacturing in supply chains.
[bookmark: _Toc237605930]2.3 Sustainability Challenges in Global Food Supply Chains
The reliance on natural resources and agricultural production systems means food and beverage is an industry with complex sustainability issues. Most companies can control their manufacturing process and ensure it delivers to their sustainability goal. However, food producers rely on a network of farmers and suppliers from different background, social and environmental conditions.
Environmental concern is one of the main issues in global food supply chain. Agricultural production caused serious problems about deforestation, rise of greenhouse gas emissions, water usage and loss of biodiversity. Those issues especially apply to food materials such as cocoa, coffee and palm oil which posed sustainability risks historically.
As a result, more pressure has been put onto organisations like Nestlé to manage its sourcing practices effectively so that they are not part of environmental issues. Sustainability target is often conflicted by commercial pressures such as needs for investments in supplier development, monitoring systems and certification programs when promoting sustainable sourcing (Seuring & Müller, 2008). On the other hand, a balance must be struck by maintaining reasonable price and operational efficiency (Seuring & Müller, 2008).
Global supply chain issues are being influenced by stakeholder expectations; Freeman's stakeholder theory stated organisations are obliged to identify the interest of each stakeholder and ensure that all stakeholders are satisfied. This means that every consumer, supplier, local and national government as well as investors and community must be considered when conducting business(Freeman, 1984). This theory applies to Nestlé in that sourcing issues could risk reputation as well as stakeholder trust.
[bookmark: _Toc237605931]2.4 Supply Chain Transparency, Traceability and Supplier Management
Transparency and traceability have emerged as priorities for organizations aiming to enhance their sustainability performance. With intensifying complexity in global supply networks, companies increasingly contend with difficulties in obtaining accurate information about operations taking place beyond their top-tier suppliers. This issue is salient within agricultural supply chains, characterized by numerous levels of intermediaries, farmers and processing organizations, which can diminish an organization's visibility. 
Busse et al. (2017) maintain that supply chain visibility is crucial for risk management, as organizations cannot address sustainability issues that are obscured within upstream activities. Lack of sufficient visibility hinders companies from detecting environmental damage, unethical labor practices and non-compliance with accepted sustainability standards. This situation constitutes a grave challenge for multinational organizations such as Nestlé, which operates in diverse countries and relies on thousands of suppliers producing agricultural commodities under varying social, economic and regulatory conditions.
Effective traceability systems require technological feasibility, consistent supplier capability and cost to monitor. However, according to Christopher (2016), increasing supply chain complexity has exposed companies to the greater threat, reducing some of the organizations controls over operations and over information flow throughout its extended global supply chain.
Relationships between suppliers and buyers also affect sustainability decisions. Beske, Land & Seuring (2014) claim that sustainable supply chains rely largely on closer cooperation with partners which should go beyond only compliance, meaning MNEs have to support partners by offering training, knowledge sharing or capability development within these relationships. This is important for Nestlé given many agricultural suppliers tend to be smallholder farmers lacking the means to invest in sustainability at present..

[bookmark: _Toc237605932]2.5 Stakeholder Pressure, Regulation and Corporate Sustainability
The pressure to enhance sustainability within businesses and supply chains has risen due to increasing demands from stakeholders. According to Freeman (1984)'s stakeholder theory, organizations have a responsibility to address different interest groups that are directly influenced by the organization, including consumers, investors, governments and NGOs. In global food chains, this means that companies are expected to not only take full responsibility over their own activities but also for their suppliers and business partners.
For Multinational Companies within food production, stakeholder pressure is especially relevant as consumers are forming their decision and opinion about a brand in relation to environmental and ethical issues. According to Eccles et al (2014), sustainable companies can achieve improved organisational performance on the long run thanks to relationships with stakeholders and reputation. This therefore indicates that sustainability moves from being only an activity of corporate responsibility toward a strategic business issue.
Nestlé's increasing sustainability commitments in terms of responsible sourcing, climate action, legislation and regenerative agriculture have risen due to growing expectations from stakeholders. Nevertheless, research within sustainability suggests that difficulties tend to arise when sustainability commitments rise above the capacity to carry out and make changes within organizations' vast global supply networks. This creates a potential divide between external communication of sustainability objectives and the actual outcome.
The legislation of new mandatory sustainability requirement is relevant for Nestlé. Operating in multiple countries across the globe, companies will have to align their suppliers to different types legislations without forgetting having constant level of sustainability throughout its supply chain. In such a way legislative pressure may push and create opportunities for companies that try and improve their supply chain governance.
[bookmark: _Toc237605933]2.6 Sustainability Strategies and Challenges within Nestlé’s Supply Chain

Sustainability has brought its challenges and solutions for Nestlé due to the geographic scale and diversity of supplier networks as agricultural commodities are often drawn out of 2 contrasting regions of different legal and socioeconomic conditions (Busse et al., 2017); thereby hampering efforts toward uniform implementation of such programs. The existence supply chains that extends over several tiers of suppliers reduces organisational visibility further and increases chances of environmental degradations and violation of labour rights or issues related to non-compliance of CSR requirements (Gold, Seuring and Beske, 2010). To solve this problem issues related to supplier transparency and traceability remain key challenges.
Nestlé has implemented various sustainability strategies, such as responsible sourcing, emission reduction targets encompassing scopes 1-3, deforestation-free commitments and investments in regenerative agriculture, to manage environmental and social risks across its global supply chain (Nestlé, 2024). These efforts aim to integrate sustainability into long-term business performance, aligning with Nestlé' s Creating Shared Value strategy. However, academic research suggests that while sustainability commitments are prevalent, they don't automatically guarantee improved supply chain outcomes, especially within complex multinational organizations(Touboulic and Walker, 2015). The effectiveness of these initiatives, therefore, depends not only on corporate ambition but also on the ability to consistently carry out sustainability practices across global supplier networks. 
In addition to operational challenges, Nestlé' s sustainability performance has faced external scrutiny from researchers and civil society organizations. Investigations have shown that although multinationals have strengthened their commitment in sustainable reporting and responsible sourcing programs, the actual efficacy of such CSR programs have been in providing measurable results across global supply chains (Gardner, Benzie and Börner, 2019). Academic debates exist on matters of gap existing between CSR commitments on paper and real-life practices.
Although initiatives like Nestlé cocoa plan have been praised as significant steps towards sustainable cocoa production but research reveals that certification schemes and corporate sourcing programs alone fail to address the core problems in sourcing agricultural commodities that of poverty, weak governance and limited institutional capacities arising in source locations (Voice Network, 2020). This shows that in order meet sustainability targets, long-term collaborations need to be set with governments, local communities and suppliers than relying on CSR activities initiated on sole authority of corporates. Literature also point out towards the crucial fact that sustainability strategies are hard to carry out in global supply chains successfully. Issues ranging from inability in adopting supply chain capabilities and developing effective governance practices to building effective relationships and collaborating with suppliers to integrate sustainability within supply chain operational decisions are important issues to be sorted out for companies according to Pagell and Wu. (2009) 
Sustainable Supply Chain Management implies continuous monitoring engagement and capability development through suppliers and not ad hoc or periodic audit checking, (Beske ,2014). Research highlights the same crucial facts that unless the companies are clear in their goals on sustainable supply chains and have clear actionable programs accompanied they stand out ineffectively. The same could be stated about the CSR activities under Nestlé whose efficacy remains ambiguous unless embedded in a practical roadmap.
​
[bookmark: _Toc237605934]2.7 Research Gap
Existing literature provides a solid foundation for understanding sustainable supply chain management (SSCM), ethical sourcing and corporate sustainability strategies. Early studies have provided evidence that it is important to incorporate environmental, social and economic aims into supply chain decision making (Carter and Rogers, 2008). Follow up research focused on such themes as supplier collaboration, sustainability risks and the role of transparency in improving supply chain performance (Busse et al., 2017). Recent research have also touched on the capability requirements to carry out sustainable supply chain practices and identified governance, supplier engagement and organisational learning as critical success factors (Beske, Land and Seuring, 2014).
Whilst helpful, current literature has limitations. Much of the research is conceptual and focuses on the development of theoretical framework for SSCM how sustainability commitment manifests in practice (Carter and Rogers, 2008). Empirical studies typically investigate specific sustainability practices such as certification schemes or supplier collaboration, but do not consider how multiple sustainability challenges interact within the complex global supply chains of multinational food companies (Pagell and Wu, 2009). Despite studies noting that little visibility, multi-tier supplier network and different regulatory environments present barriers to sustainability implementation, relatively few discuss how such challenges affect the effectiveness of corporate sustainability strategies in a single multinational organisation (Gold, Seuring and Beske, 2010).
Although the name Nestlé comes up in discussions on responsible sourcing and corporate sustainability due to its extensive portfolio of sustainability programmes, independent academic research tend to evaluation specific initiatives such as Nestlé's Cocoa certification programmes or its responsible sourcing policy, than look at implementation of sustainability and ethical sourcing along company's supply chain from an implementation point of view. As such, how factors such as supplier engagement, traceability issue, governance capabilities and regulatory pressures affect the translation of sustainability commitments in terms of day-to-day practice remains unclear. This research aims to try and fill this gap by looking into sustainability and ethical sourcing 
[bookmark: _Toc237605935]3.0 Methodology

The aim of this chapter is to describe in detail the methodological approach taken in investigating sustainability challenges and ethical sourcing issues facing global corporation like Nestlé. This chapter describes how the research was conducted, how data was collected and analysed as well as explaining why the chosen methods were appropriate for achieving the research aims and objectives described. As identified in Chapter 1 the research seeks to explore the issues that large organisations face when seeking to meet their sustainability commitment through their complex global supply chains. As such the researcher needs to be afforded with real life context through organisational practices, stakeholder pressures and supply chain challenges.
This research has drawn upon a qualitative secondary literature research study and a case study approach based upon Nestlé, a large multinational organisation that is exposed to the threats and opportunities created by global challenges. The choice of qualitative research drawing upon secondary data research is appropriate since the researcher aims to engage into issues affecting the social and organisational areas (Creswell and Creswell, 2023). Due to social context; it is not possible to draw upon quantitative measures hence qualitative approach is appropriate. This part will analyse academic references, sustainability reports, regulatory reports and industry paper towards in-depth understanding of the subject matter.
[bookmark: _Toc237605936]3.1 Research Philosophy

Research philosophy refers to the assumptions researchers have about the nature of knowledge and how it is investigated (Saunders, Lewis and Thornhill, 2023). Interpretivist philosophy in research explores complexities of social life through interpreting meanings of experiences and organisation. 
Interpretivism is a reasonable methodology to use for this research since sustainability in global supply chains is influenced by number of things, such as expectations of stakeholders, regulatory landscape, decisions of organisations and relations with suppliers. Unlike positivist research that seeks to test measurable relationships between the entities, interpretivist approach acknowledges that it is not possible to describe business problems just through measuring some variables and issues in business are mostly results of actions and behaviours of people and situations (Bell, Bryman and Harley, 2022). 
Nestle’ s sustainability performance cannot be defined merely by the number of emissions reduced or suppliers that have a certification. It is important to comprehend how the sustainability strategies are developed, implemented and sometimes challenged. For that an interpretivist approach works better to identify and explore organisational issues and challenges of ethical sourcing. 
[bookmark: _Toc237605937]3.2 Research Approach
The research is following an inductive approach this means it builds concepts and conclusion from reasoning and analysis of evidence they observe (Saunders, Lewis and Thornhill, 2023). There are no efforts to test an hypothesis. This approach is taken than a deductive approach or developing hypothesis because this research is primarily interested in finding the challenges faced by Nestlé with regards to sustainability and ethical sourcing instead of confirming a particular theoretical standpoint. 
Examining the evidence from scholarly work, sustainability reporting documents or regulatory provisions which concern the global food market as well as looking at particular aspects specific to the company of Nestlé, supply chain transparency, supplier management, ethical sourcing and sustainability implementation themes emerged. In addition, within a sustainability context inductive approach can be used as it does not try to prove specific cases but let the findings emerge from analysis, it enables exploration and findings from gathered evidence and can lead to new insights within the specific field.
 Depending on particular industry features, location nuances and actual company policies and procedures there might be dissimilar sets of sustainability challenges (Creswell and Creswell, 2023). Thus it was more suitable that results came about through investigation than deductive work or hypothesis building.

[bookmark: _Toc237605938]3.3 Research Design and Strategy

The research design is a qualitative case study, with Nestlé as the chosen organisation. Case studies are suitable when researching contemporary organisation issues within the real life context (Yin, 2018). Nestlé has been selected as the organisation is a appropriate example of a multinational organisation dealing with problems in agriculture supply chains on a global level. With sourcing the materials from different locations ranging from cocoa, milk, coffee, water to palm oil (Nestlé & Agriculture), the complexity of these demands from suppliers from different regions are creating environmental sustainability problems to monitoring and providing fair deals to the suppliers. 
Therefore Nestlé provides an opportunity for researcher to understand the difficulty of coping with this problems in the business. The case study allows the researcher to analyse all possible sources and able to come up with conclusions to the study. According to Yin (2018), case study is relevant because the difference in phenomenon and the context is fuzzy especially with the sustainability problems that happen at different location and on a global scale. The study uses a qualitative case study research design focusing on Nestlé as the selected organisation. Case studies are appropriate when researchers aim to investigate contemporary organisational issues within their real-life context (Yin, 2018).
[bookmark: _Toc237605939]3.4 Data Collection Methods

The data employed in this study is secondary qualitative data, acquired through document analysis. Secondary research consists in studying material gathered by other researchers or organisations in a formal manner and document analysis is a formal procedure for reviewing written information relating to research topic as documents have valuable information for qualitative study (Bowen, 2009).
The secondary data reviewed in this research includes:
· Peer-reviewed scientific papers concerning in particular the sustainable approach supply chain management and ethical sourcing;
· Nestlé research papers about their approach to responsible sourcing (Nestlé's own website; brochures), sustainability reports;
· Various reports published by leading international organisations in the field that have conducted studies on the sustainable supply chain management trends and the impact thereof on business strategy;
· Academic publications found at Google Scholar, ScienceDirect, Emerald Insight, SpringerLink with search words such as "sustainable supply chain management", "ethical sourcing", "food supply chain sustainability", "supplier transparency", "Nestlé sustainability". Academic publications can reflect different perspectives on ethical supply chain management and sustainability from different industries.
Applying different sources to study the same research question helps validate findings, as conclusions based on data derived from different types of sources tend to be more trustworthy. Independent institutional and academic reports, for example, evaluate Nestlé's stated sustainability commitments with scientific studies and actual progress to develop a less biased conclusions.

[bookmark: _Toc237605940]3.5 Data Analysis
The data that is collected is analysed using Thematic analysis. Braun and Clarke (2006) define thematic analysis as a way to identify, analyse and report patterns and emerging themes in qualitative data. The method is appropriate for the purpose of the research, which attempts to discover key sustainability issues and identify if they relate to Nestlé's supply chain practices. 
The method ensures the research is carried out using following steps: reviewing the literature and documents, identifying the themes followed by organising it, interpreting them and preparing the document according to the themes. The developed themes from the literature and documents include sustainable supply chain management practices, ethical sourcing challenges, supply chain transparency and traceability, suppliers' engagement and collaboration and stakeholder pressure and regulation challenges. 
Miles, Huberman and Saldaña (2020) state that analysing data systematically can classify data gathered in themes which is appropriate to the research aim. Documents are therefore analysed based on the proposed research for themes which ensure findings are relevant to research questions.

[bookmark: _Toc237605941]3.6 Reliability and Validity
When undertaking qualitative research, we must ensure research quality. Qualitative methods do not depend on issues of reliability as do quantitative methods. Where issues of statistical reliability do not apply in qualitative forms of research, credibility needs to be achieved in through transparency, selection of credible sourcing and diligent analysis (Guba and Lincoln, 1985).
This research achieves reliability by solely building on accredited academic publications. Moreover, official organisational documents, publications and well establish institutional reports have been used too. With reference to academic sources only peer reviewed academic sources have been used, due to highest quality standard in theoretical academic and empirical research available.
Validity has additionally been increased by means of triangulation in this research where different sources of one issue have been compared and only those results where the sources showed agreement about have been used. For example, statements for sustainability from Nestlé’ s sustainability report have been contrasted and compared to scientific articles that researched challenge of sustainability in supply chains from an external point of view. Therefore the possibility of reliance on purely organisational views could be minimised.

[bookmark: _Toc237605942]3.7 Ethical Considerations
Although there are no human participants involved in this research, there are still ethical considerations. This research considers ethical aspects by ensuring accuracy in portraying information from existing articles and reports and providing Harvard referencing where necessary to represent the original source. The researcher has considered different perspectives (including corporate reports, academic research and external assessment of corporate sustainability practices) to avoid selective interpretation. The researcher will try to stay as neutral as possible when analyzing corporate sustainability practices, as companies tend to view their achievement positively.
[bookmark: _Toc237605943]3.8 Methodological Limitations
There are few restrictions in these research methodologies; it uses secondary research meaning that research will be dependent on any previously obtained information. There may be certain activities in the supply chain that may be difficult to assess due to little transparency of data beyond Nestlé's suppliers. 
Furthermore, information obtained from company sustainability reports, although are triangulated with reports from independent and academic sources, may be presented from an organizational perspective therefore highlighting positive achievements of the company. However complete neutrality is not entirely possible.
Finally, the use of single case study organisation does restrict generalizability. However the purpose of case study is not generalization but development of deeper understanding of a complex organizational matter in a given context (Yin, 2018).

[bookmark: _Toc237605944]4: Results and Discussion
This chapter presents the results of the secondary qualitative analysis conducted to answer the two core research questions on the challenges of sustainability and ethical sourcing issues in Nestlé's global supply chain. The research findings are presented for each research objective identified in Chapter 1 based on evidence assimilated from previous academic studies, company reports, international organisations and independent industry publications. To present the findings in a coherent manner, each section is separated into three sub-sections.
Each section will start by presenting the findings identified through secondary document analysis by condensing previous evidence. Secondly the findings will be critically discussed against literature on sustainable supply chain management reviewed in Chapter 2. Lastly, managerial implications will be provided, explaining how the results can aid sustainability decisions of multinational food firms. Instead of merely describing Nestlé's sustainability practices, the chapter seeks to critically assess how successfully corporate commitments have been converted into practice. This аpproach recоgnises that corpоrate sustainability rеports provide vаluable information regarding organisational strаtegies but mаy nоt fully capture implеmentation chаllenges within cоmplex global supply nеtworks (Villena and Gioia, 2020). Ethical sourcing, supply chain transparency, stakeholder expectations and the rising role of sustainable regulation are of particular focus to the analysis. The chapter concludes by combining the findings from each research objective and highlighting the main barriers hindering the implementation of sustainable supply chain management in the global supply chain of Nestlé.
[bookmark: _Toc237605945]4.1 Sustainability Strategy and Corporate Commitments
First, my research objective concerned Nestlé's sustainability strategy and corporate commitments in its global supply chain. The research results from an analysis indicate that sustainability has become an integral part of Nestlé's corporate strategy than an independent corporate social responsibility initiative. Its range of sustainability programmes includes the Creating Shared Value framework, regenerative agriculture practices, responsible sourcing and commitments to cut greenhouse gas emissions to net zero by 2050 (Nestlé, 2024). 	
The research finds Nestlé has scaled up sustainability on major agricultural commodities such as cocoa, coffee and palm oil, which are most vulnerable to environmental degradation and human rights risks. Reports shows increased investment into supplier engagement, traceability systems and on-farm farmer support programmes to raise productivity and reduce environmental impacts. Furthermore, Nestlé has also strengthened its sustainability governance and reporting compared with many multinational food processing organisations (World Benchmarking Alliance, 2024). 	
Furthermore, a research objective seeks Nestlé's sustainability performance and key challenges identified. Research results show an uneven progress on sustainability. Although the corporate commitments on sustainability were comprehensive, independent improvements shows there were implementation challenges at the farm gates as companies have less control of operations. Hence corporate sustainability.
The findings bolster Carter & Rogers' (2008) proposition that sustainability ought not to exist as an standalone corporate responsibility activity but instead be embodied into a company's strategic decisions. This is mirrored in Nestlé's sustainability strategy which has intertwined environmental, social and economic aims into all its business operations. Likewise, Seuring & Müller point out that sustainable supply chain management necessitates coordination of environmental and social goals into supplier relations which in turn, is exemplified in Nestlé's focus on responsible sourcing and supplier engagement.
Despite this, the case proves development of sustainability strategies is inadequate to attain successful implementation. Though Nestlé can illustrate measurable developments (e.g. within responsible sourcing and Climate commitment), third party benchmarks persist to highlight weaknesses (e.g. biodiversity management, monitoring of suppliers, proof of implementation along far-reaching supplier chains) (World Benchmarking Alliance, 2024). This recommends assessment of CSR performance must be done accordingly to not only ambition of company's commitments but ability of organization to carry out those consistently over the multi-tier supplier network. The findings enrich further in this respect to existing supply chain theory as to commitment within strategy vs. implementation within multi-tier supply chain. When theoretical discourse focuses mostly upon implementation of CSR in organizational strategy, actual implication demonstrates that capability in implementation within fragmented agri supply chain is an area more worthy of scrutiny for multi-national food companies.
The findings imply that Nestle managers should focus on enhancing implementation capability alongside making new sustainability commitments. Greater investment in new supplier capability development, monitoring and measuring of performance of suppliers and engagement with suppliers further down in the value chain can lead to improved consistency of sustainability outcome throughout the supply-chain. The findings further suggest that focus should be given to measuring sustainability performance according to specific operating measures than through policy commitments or sustainability disclosures. Strengthening independent verification and monitoring of supplier performance can improve the credibility of organisation and also help in improved compliance with increasingly demanding regulations and stakeholder expectations.

[bookmark: _Toc237605946]4.2 Ethical Sourcing Challenges
The thematic analysis identified ethical sourcing as one of the most significant challenges affecting the implementation of sustainability within Nestlé's global supply chain. The second research question addressed the ethical sourcing challenges impacting Nestlé's global supply chain. The document analysis revealed that while Nestlé is increasingly adopting responsible sourcing programmes into its sourcing strategy, its capacity to source ethically remains limited by challenges beyond its direct organisational management. Nestlé states to scale up investments in initiatives, such as Cocoa Plan, Child Labour Monitoring and Remediation Systems (CLMRS), Regenerative agriculture programmes and Income Accelerator Programme to improve farmer incomes and mitigate the social risks within cocoa producing communities (Nestlé, 2024). Through these examples, Nestlé signifies a shift away from sourcing programmes that mainly involve auditing and short-term relationships with supply partners to long-term collaboration with farming communities. However, independent sources indicate that challenges about ethical sourcing persist. Cocoa Barometer (2022) states that farmer poverty is fundamental cause of child labour, low productivity and unsustainable farming practices within West African cocoa supply chain. Similarly, International (2024) Labor Organization identifies agriculture as major source of labour around the world despite rapid increase in sustainability initiatives adopted by companies around the world (ILO and UNICEF, 2025). Certification programmes which address issues relating to ethical sourcing was also a concern among the independent sources. The articles written by OECD (2023) suggested that while certification improves efficiency and awareness, on its own it cannot guarantee living income, tackle labour rights issues and address the wider factors that impacts the lives of the farming communities. In entirety, this suggests that efforts to source product ethically is a systemic challenge, requiring collaborations between the multinational companies, governments, suppliers and communities collectively.
From the findings of the study, ethical sourcing is not a supplier compliance issue in global agricultural supply chains. Although Nestlé is extending responsible sourcing programmes and reaching out to suppliers, independent evidence continues to point out that the causes of unethical practices are embedded in socioeconomic conditions of producing companies. Such finding indicates organisations' sustainability initiatives can be subject to external factors that cannot be controlled directly, for example, prevalence of rural poverty, lack of enforcement on labour, low access to education, etc. With regard to this point, improvements on corporate governance may not resolve challenges of addressing ethical sourcing issues unless there are institutional and economic development externally. The findings offer a mixed support of sustainability supply chain management framework proposed by Pagell and Wu (2009). 
Following the logic of the framework, long-term sustainability can only be achieved under collaborations between organisations and suppliers. The findings indicate Nestlé invests more in farmers partnerships and income support programmes. These programmes have the aims to develop skills among suppliers. Nevertheless, the findings revealed a limit of the framework. Whilst collaboration improves suppliers skillsets, such approach relies on an assumption that organisations have influence to transform suppliers sustainability performance across the supply chain. In actual fact, the analyses in this paper show multinational companies operate with weak governance, fragmented supply networks and persistent poverty; hence it means organizations are constraint by the external environment in achieving sustainability objectives independently. 
Same limits apply when studying challenges with Triple Bottom line (Elkington, 1997). The framework argues organisations should balance economic, environmental and social objectives simultaneously. Given the framework provides a useful strategic perspective, the findings suggests achieving this balance in practice is much more complex in agricultural supply chains. For example, programmes aiming at increasing incomes to farmers may lead to increase in procurement costs in return. Further tightening of environmental standards may bring about increasing costs to small producing companies. Trade-off often emerges between social, environmental and economic objectives; therefore, sustainability should be seen as a way of optimising, but not simultaneously achieving the three dimension.
These findings show a fundamental shift in the face of ethical sourcing as voluntary corporate responsibility gives way to obligatory human rights due diligence. Instead of whether companies have a policy on sustainability, regulators and stakeholders are now evaluating whether organizations can show measurable improvement in supply chains outcomes. For this reason, independent benchmarking organizations continue to find implementation gaps while sustainability reporting is growing dramatically. The findings overall convey that Nestlé faces not only the challenge of having a sustainable commitment but also implementation capabilities to address the structural risks in its supply chains. This calls attention to understanding ethical sourcing as part of a governance challenge requiring collaboration, institutional support and continuous improvement than as a compliance objective which can be met only through corporate policy making.
A key finding of the analysis is that farmer poverty remains one of the primary drivers of sustainability and human rights risks throughout cocoa supply chains. Shift more resources from routine compliance monitoring to long-term supplier development and community development. Increased support to living income initiatives, farmer training and agricultural productivity programmes will address root causes of ethical sourcing issues instead of symptoms. Strengthen collaboration with governments, industry bodies and civil societies for challenges, such as child labor and rural poverty, which cannot be solved internally. Ethical sourcing performance measurements should focus more on long-term social outcomes such as household incomes, education and community development than relying primarily on supplier compliance measurements.

[bookmark: _Toc237605947]4.3 Supply Chain Transparency and Traceability
Research Objective 3 explored how supply chain transparency and traceability contribute to sustainable sourcing in Nestlé's global supply chain. Findings suggest that increased supply chain visibility has become a key element of Nestlé's sustainability strategy, for commodities like cocoa, coffee and palm oil, which face high environmental and social risks. Nestlé notes continued investments into responsible sourcing systems, supplier assessments and traceability mechanisms to improve visibility across its agricultural supply chains. 
According to the company, improved traceability allows better identification of sustainability risks, helps in holding suppliers accountable and strengthens enforcement of environmental and social standards (Nestlé, 2024). These efforts suggest a shift towards greater monitoring of agricultural supply chains, than solely relying on established procurement relations. However, the findings also indicate that complete supply chain visibility remains a challenge, as global agricultural supply chains often contain many intermediate layers of actors, from farmers, cooperatives and traders to processors and exporters. As products move through complex agricultural value chains, firms typically gain limited visibility beyond direct suppliers, making it difficult to find out whether standards are consistently met across the value chain. There is little independent evidence that supports these findings.
 According to World Benchmarking Alliance (2024), in a landscape where many multinational companies have improved sustainability reporting and disclosed more supply chain information, gaps remain about the monitoring of environmental impact and implementation of standards at supplier level. Consistent with this, Global Canopy (2024) claims that companies are still facing challenges in sourcing products free of deforestation risks, disclosing all suppliers and providing proof of deforestation-free supply chains. This suggests that while strong transparency mechanisms now exist through Nestlé, traceability should still be understood as ongoing capability than a concluded achievement. 
The research findings have implications for the literature on sustainable supply chain management because they show how transparency can be both a strategic capability and a practical challenge. Existing literature suggests that supply chain visibility is crucial for risk identification and enhanced coordination between supply chain actors (Busse et al., 2017). The example of Nestlé reinforces this view, as effective sustainability management is dependent on having access to accurate data on supplier practices, environmental footprints and working conditions.
However, the findings also highlight a significant shortcoming of transparency-focused strategies. Increased visibility allows organisations to identify risks; it does not automatically provide the capacity to rectify them. This is relevant in agricultural supply chains, where several sustainability problems stem from systemic issues such poverty, poor governance and enforcement. Thus transparency functions best as a necessary, but not as the sole condition of an improvement in sustainability. The findings presented challenge a common assumption held in corporate sustainability-management, namely that increased visibility will necessarily lead towards better sustainability outcomes if only enough data can be collected. In reality, organisations may be better informed about risks in their supply chains but unable to exert sufficient influence, resources or authority to manage these risks effectively. Identifying environmental and/or social problems occurring on one or more supplier level is just the initial step for Nestlé; the major managerial challenge lies in forming effective intervention strategies in cooperation with the corresponding suppliers and locals.
The findings furthermore contribute to the global value chain literature according to which multinational companies often govern global supply chain networks (GVCs) through standards, monitoring systems and through relationship with suppliers because not because they generally do not hold direct ownership or control over the entire vertical chain of production (Gereffi, 2018). Nestlé's approach to global sourcing mirrors these governance mechanism through its dependence on formal supplier requirements, responsible sourcing standards and partnerships targeted at sustainability-issues. The findings therefore stress the limitations of their application: in settings of informal markets or poor governance they lose part of their effectiveness.
Finally, the research helps illustrate a drawback for technological-focused sustainability-strategies because a modern digital traceability system, satellite-monitoring or complex data platforms cannot substitute for good governance and cooperation amongst stake-holders. The OECD (2023) argues with regards to the increasing debate on due diligence that firms are obliged not only have to identify, prevent and mitigate risks while address them for which transparency on its own is not sufficient.
Hence Nestlé has improved in increasing supply chain transparency; visibility cannot overcome the complexity of the problems originating in global sourcing practices because it cannot per se ensure sustainability on a general scale; it is not simply whether information is present, but more so if organisation have adequate capabilities and encourage effective partnerships and in turn are able to use information use to realise sustainability improvements in supply chains are pivotal.
Nestlé managers should follow up with investments in traceability systems and they must come hand-in hand with effective engagement with its suppliers as transparency alone cannot prevent sustainability failure. More data should be collected and stronger governance mechanisms should put into place on providing support, helping remediation of supply risks and improving its supplier performance on sustainability.
Managers should also focus on developing greater transparency beyond the first tier going into visibility in the supply chain going into deeper and even multi-tier supply networks. This would enhance its ability to identify emerging and current risks and to react to them quickly before failures erode stakeholder trust or risk reputation damage.
[bookmark: _Toc237605948]4.4 Regulatory and Stakeholder Pressure 
The fourth research objective examined how regulatory requirements and stakeholder expectations influence Nestlé’s sustainability and ethical sourcing practices. The findings indicate that sustainability is increasingly influenced by external pressures rather than being determined solely by voluntary corporate commitments.
Regulatory expectations have become particularly important. The European Union’s Corporate Sustainability Due Diligence Directive (Directive 2024/1760) established requirements for companies within its scope to identify and address adverse human rights and environmental impacts across their operations and global value chains (European Commission, 2024). Although the regulatory framework has subsequently been amended through EU simplification measures, the broader direction remains towards greater corporate responsibility for impacts occurring within global value chains.
The findings also demonstrate that stakeholder expectations continue to influence corporate sustainability performance. Consumers, investors, NGOs and civil society organisations increasingly expect companies to demonstrate measurable improvements rather than simply publish sustainability commitments. The World Benchmarking Alliance’s Food and Agriculture Benchmark, for example, evaluates companies against indicators including child labour, forced labour, living income, small-scale producer resilience and human rights. Its assessment indicates that there are encouraging signs of sustainability integration across the sector, but significant implementation challenges remain.
Consequently, Nestlé faces pressure from multiple directions: regulators require greater due diligence, investors and consumers demand transparency, and civil society organisations increasingly scrutinise corporate claims. The findings suggest that these pressures reinforce one another and make sustainability increasingly relevant to strategic risk management and corporate reputation.
The findings can be critically interpreted through Stakeholder Theory, which argues that organisations must consider the interests of multiple stakeholder groups rather than focusing exclusively on shareholders (Freeman, 1984). Nestlé’s sustainability strategy reflects this principle because its supply chain policies respond to expectations from governments, consumers, investors, farmers, employees and civil society. However, the findings suggest that stakeholder pressure does not operate equally across all groups. Regulators possess formal enforcement mechanisms, while consumers and NGOs primarily exert reputational and market pressure. Therefore, the influence of different stakeholders depends partly on their ability to impose consequences on organisational behaviour.
This provides an important limitation of Stakeholder Theory. While the framework is useful for identifying groups affected by corporate decisions, it provides less explanation of how organisations should prioritise competing stakeholder interests when their expectations conflict. For Nestlé, stricter environmental and social standards may increase procurement costs, while suppliers and consumers may simultaneously demand competitive prices. Similarly, rapid compliance with new regulatory requirements may create additional administrative and financial pressures within complex supplier networks. Stakeholder Theory therefore helps explain why Nestlé faces multiple sustainability demands, but it is less effective in explaining how these competing interests should be balanced in practice.
The findings also demonstrate a shift from voluntary sustainability towards more formalised due diligence. The OECD’s responsible business conduct framework emphasises that companies should identify, prevent, mitigate and address adverse impacts through a risk-based process, rather than assuming that perfection can be achieved across every part of a global supply chain. It also emphasises meaningful engagement with business partners and stakeholders. This is particularly relevant to Nestlé because regulatory compliance alone cannot resolve the socioeconomic and environmental conditions identified in earlier sections of this chapter.
An important interpretation from the findings is therefore that regulation can strengthen corporate accountability, but regulation does not automatically create sustainable outcomes. The effectiveness of due diligence depends on the quality of risk assessment, supplier engagement, remediation and monitoring. This is consistent with the OECD approach, which treats due diligence as an ongoing process of improvement rather than a one-time compliance exercise.
The findings also reveal a potential tension between regulation and the operational realities of global supply chains. Research examining supply-chain networks suggests that risks such as child and forced labour can remain several tiers removed from the purchasing company, making individual buyer-supplier monitoring difficult. This reinforces the findings from Section 4.4 that visibility and governance become increasingly difficult as supply chains become more fragmented.
Therefore, the increasing regulatory pressure facing Nestlé should not simply be interpreted as an additional compliance burden. It can also be viewed as a mechanism for strengthening organisational governance and encouraging more systematic identification of sustainability risks. However, the analysis suggests that regulation will be most effective when combined with supplier capability development and stakeholder collaboration. A compliance-driven approach could otherwise encourage organisations to focus on documenting procedures rather than addressing the underlying causes of sustainability problems.
Overall, the findings indicate that stakeholder and regulatory pressure has changed the strategic importance of sustainability for Nestlé. Sustainability is increasingly connected to legal exposure, reputation, supply chain resilience and stakeholder trust. However, the evidence also demonstrates that external pressure is a driver of change rather than a complete solution. Nestlé’s ability to translate these pressures into improved sustainability outcomes ultimately depends on its internal governance capabilities and its ability to collaborate with suppliers and other stakeholders.
For Nestlé managers, the findings suggest that regulatory compliance should be integrated with broader sustainability risk management rather than treated as a separate legal function. Managers should establish clear responsibilities for identifying, monitoring and addressing human rights and environmental risks across relevant supply-chain tiers.
Stakeholder engagement should also become more systematic. Rather than responding primarily when reputational or regulatory problems arise, Nestlé could use structured engagement with farmers, suppliers, NGOs and affected communities to identify emerging risks earlier.
Finally, managers should measure the effectiveness of due diligence through outcomes rather than documentation alone. Indicators relating to remediation, farmer livelihoods, labour conditions and environmental performance would provide stronger evidence of whether sustainability policies are producing meaningful improvements. This would help Nestlé move from demonstrating compliance towards demonstrating measurable sustainability performance.

[bookmark: _Toc237605949]4.5 Discussion: Evaluating the Sustainability Implementation Gap
The findings from the four research objectives collectively indicate that Nestlé’s sustainability challenge is primarily an implementation gap between corporate commitments and consistent outcomes across complex global supply networks. The analysis found that Nestlé has developed extensive sustainability policies and responsible sourcing initiatives, but their effectiveness is constrained by interconnected economic, governance, information and institutional factors.
The first objective demonstrated that sustainability is strongly embedded within Nestlé’s corporate strategy. However, the second objective showed that significant ethical sourcing risks, including farmer poverty and child labour, remain within agricultural supply chains. The third objective further demonstrated that improved traceability can increase visibility but cannot independently resolve these problems. Finally, the fourth objective showed that regulation and stakeholder pressure are increasing accountability but do not remove the underlying operational difficulties faced by multinational organisations.
These findings suggest that the challenges should not be considered as separate problems. Instead, they form a connected system. Farmer poverty can contribute to social risks such as child labour, while fragmented supplier structures make these risks more difficult to identify. Limited visibility can then reduce the effectiveness of corporate interventions, while regulatory and stakeholder pressure increases the consequences of failing to address them. This interpretation suggests that improving one area in isolation is unlikely to produce substantial improvements in overall sustainability performance.
The findings broadly support the Sustainable Supply Chain Management perspective of Carter and Rogers (2008) and Seuring and Müller (2008), particularly their emphasis on integrating economic, environmental and social considerations into supply chain decision-making. However, the Nestlé case demonstrates that integration at strategic level does not necessarily translate into consistent outcomes at operational level. The theory is therefore useful for explaining what organisations should integrate, but less capable of explaining the practical difficulties of implementing sustainability across fragmented agricultural networks.
Pagell and Wu (2009) provide a stronger explanation of the importance of supplier relationships and organisational capabilities. The findings support their argument that sustainable supply chains require collaboration rather than simple compliance. Nevertheless, the evidence also exposes a limitation: multinational buyers cannot independently control the socioeconomic and institutional conditions in which suppliers operate. Supplier collaboration can improve capabilities, but it cannot fully compensate for weak public governance or persistent poverty.
The Triple Bottom Line perspective is also useful because it highlights the need to consider economic, environmental and social dimensions simultaneously (Elkington, 1997). However, the findings demonstrate that these dimensions can conflict in practice. For example, improving farmer incomes, strengthening environmental standards and maintaining competitive procurement costs may create competing pressures. Therefore, sustainability should not be understood as a simple balance between three equally controllable objectives. The Nestlé case suggests that sustainability involves managing trade-offs within a wider system of economic and institutional constraints.
Stakeholder Theory (Freeman, 1984) helps explain the increasing influence of regulators, consumers, investors, NGOs, suppliers and local communities. However, its limitation is that it provides relatively limited guidance regarding how managers should prioritise stakeholders when their interests conflict. The findings indicate that regulatory stakeholders may have greater immediate influence because they can impose legal requirements, while NGOs and consumers can exert reputational pressure. Consequently, stakeholder influence is not equal and varies according to the resources and mechanisms available to each stakeholder group.
Global Value Chain Theory provides an additional explanation for the findings by highlighting how multinational organisations govern geographically dispersed networks through standards, relationships and different forms of coordination (Gereffi, 2018). This is particularly relevant to Nestlé because the company frequently influences suppliers without directly owning or controlling upstream production. However, the findings suggest that governance becomes weaker as supply chains become more fragmented and further removed from the focal organisation. This helps explain why traceability and supplier oversight remain challenging despite improvements in corporate monitoring systems.
Overall, no single theoretical framework fully explains the findings. Sustainable Supply Chain Management explains the need for integration, Stakeholder Theory explains external pressures, Global Value Chain Theory explains governance and fragmentation, while the Triple Bottom Line highlights competing sustainability dimensions. Their combined application therefore provides a more complete explanation than reliance on any individual framework.
The central interpretation emerging from this research is that Nestlé’s sustainability challenge is not primarily a lack of corporate ambition. Rather, it is the difficulty of converting strategic commitments into measurable outcomes across supply chains characterised by fragmented governance, socioeconomic vulnerability and incomplete information.
This distinction is important because it changes how sustainability performance should be evaluated. A company may have extensive policies, reporting systems and supplier standards while still experiencing persistent sustainability risks. Consequently, corporate sustainability should be assessed through implementation capability and outcomes, rather than the number or ambition of commitments published.
The findings also suggest that transparency should be viewed as an enabling mechanism rather than an end objective. Better traceability allows Nestlé to identify risks, but meaningful sustainability improvements require the organisation to have sufficient influence and resources to respond to those risks. Similarly, stronger regulation can increase accountability, but compliance will not necessarily address structural causes such as farmer poverty. The evidence therefore points towards an integrated approach combining traceability, supplier development, stakeholder collaboration, remediation and measurable social and environmental outcomes.
From a managerial perspective, the most important implication is that Nestlé should move from a predominantly commitment-and-compliance model towards an outcome-oriented sustainability model. This would involve measuring whether interventions produce improvements in farmer livelihoods, labour conditions, environmental protection and supplier performance over time. Such an approach would also strengthen the credibility of corporate sustainability reporting and help align internal strategy with increasing regulatory and stakeholder expectations.
The overall findings therefore support the view that sustainable supply chain management is a continuous governance process rather than a final state that can be achieved through individual policies or certification schemes. For Nestlé, long-term sustainability performance will depend on its ability to combine corporate resources with supplier capabilities, independent oversight and wider institutional cooperation.
[bookmark: _Toc237605950]4.6 Chapter Summary
The findings acrоss the four research objectives indicаte that sustainability within Nestlé’s glоbal supply chain should be understood as a governance and implementation challenge rather than simply a policy chаllenge. The research fоund evidence of established sustаinability strategies, respоnsible sourcing initiatives, increasing traceability and stronger responses to regulatory and stakeholder expectations. Hоwever, the effectiveness of these mechanisms depends on how successfully they are translated intо practice across geographically dispersed and structurally cоmplex supply networks.
The findings prоvide support for Sustainable Supply Chain Management theory, particularly the argument that economic, еnvironmental and social objectives should be intеgrated into supply chain decision-making (Carter and Rogers, 2008). Hоwever, the research also highlights a limitatiоn of this perspective. Integration at corporate level does not necessarily mean that sustainability objectives are integrated throughout the entire supply network. The Nestlé case demonstrates that the distance between strаtegic decision-making and аgricultural production can crеate an implementation gap. Therefore, Sustainable Supply Chаin Management provides a strong framework for understanding the desired direction of sustаinability but is less effective in explaining the organisational and institutional barriers that prevent consistent implementation.
The Triple Bоttom Line provides a further useful perspective by recognising economic, environmental and social dimensions of organisational performance (Elkington, 1997). The research suppоrts the importance of considering these dimеnsions together, but it also indicates that they cannot always be achieved simultanеously withоut trade-offs. For example, improving environmental standards and farmer livelihoods may increase short-term sourcing costs. Cоnsequently, the findings suggеst that sustainability should nоt be viewed as a fixed balance between three objectives, but as an ongoing process of mаnaging competing priоrities.
Stakeholder Theory also helps explain why sustainability has become increasingly important to Nestlé. Regulators, investors, consumers, NGOs, suppliers and affected communities can all influence corporate decision-making (Freeman, 1984). Hоwever, the research highlights a limitation of the theory: stakeholders possess different levels of power and influence. Rеgulatory authorities can impose legal requirements, whereas consumers and NGOs may influence organisations primarily through market and reputational pressure. Stаkeholder Theory therefore helps identify competing expectations but provides less guidance regarding how managers shоuld prioritise them.
Glоbal Value Chain Theory adds an important structural dimension by explaining how multinational corporations cооrdinate and govern geographically dispersed supplier networks (Gereffi, 2018). This pеrspective is particularly relevant to the research because sustainability outcomes are influenced not only by Nestlé’s internal pоlicies but also by the capabilities, incentives and conditions of actors further upstream. It therefore helps explain why cоrporate control becomes more difficult as supply chаins become increasingly fragmented.
Taken tоgether, the theoretical perspectives suggеst that Nestlé’s sustainability challenges cаnnot be adequately explained by a single framework. The strongest interpretation emеrging from the research is that corporate sustainability performance depends on the interaction between strategy, supply-chаin governance, stakеholder pressure and the cоnditions in which suppliers operate. This prоvides a more complete еxplanation of the implеmentation gap identified throughout the chapter.
For Nеstlé managers, the implication is that sustainability performance should be evaluated primarily through measurable оutcomes rather than the existence of policies and commitments. Indicаtors relating to supplier performance, farmer livelihoods, labour conditions and environmental оutcomes can provide stronger evidence of effectiveness. The research therefore suggеsts that future sustainability efforts should focus on strengthening implementation capabilities and long-term supply-chain relationships alоngside continued regulatory compliance and trаnsparency.

[bookmark: _Toc237605951]5.0 Recommendations, Conclusion and limitations of the research
[bookmark: _Toc237605952]5.1 Recommendations
The findings indicate that while Nestlé has made substantial progress in integrating sustainability into its business strategy, further improvements are required to strengthen ethical sourcing across its global supply chain. Firstly, Nestlé should continue improving supply chain transparency beyond its direct suppliers by expanding digital traceability systems and supplier mapping. Greater visibility across multiple supply chain tiers would enable earlier identification of environmental and human rights risks while improving compliance with emerging due diligence regulations.
Secondly, the company should strengthen long-term partnerships with suppliers and farming communities rather than relying primarily on compliance monitoring. Increasing investment in farmer training, sustainable agricultural practices and living income programmes would help address the underlying socioeconomic factors contributing to child labour, low productivity and environmental degradation. Collaborative initiatives involving governments, non-governmental organisations and industry partners should also be expanded to support sustainable rural development.
Thirdly, Nestlé should enhance independent verification of its sustainability performance. Although corporate sustainability reporting has improved significantly, greater use of external audits, third-party assessments and publicly available performance indicators would increase stakeholder confidence and demonstrate measurable progress towards sustainability objectives.
Finally, the company should continue integrating sustainability into strategic decision-making by ensuring that environmental and social performance indicators are considered alongside financial objectives. This would reinforce sustainability as a long-term competitive advantage while improving organisational resilience in an increasingly regulated global business environment.
[bookmark: _Toc237605953]5.2 Conclusion
This research examined the sustainability and ethical sourcing challenges within Nestlé’s global supply chain through qualitative analysis of secondary data obtained from academic literature, corporate reports and independent organisations. The findings demonstrate that Nestlé has established comprehensive sustainability initiatives, including responsible sourcing programmes, traceability systems and commitments to reducing environmental and social risks throughout its supply chain.
However, the analysis also identified significant implementation challenges. Persistent issues such as farmer poverty, child labour, limited supply chain visibility and differing regulatory environments continue to restrict the effectiveness of sustainability initiatives. The findings suggest that while corporate sustainability strategies are essential, their success depends upon effective collaboration with suppliers, governments, industry organisations and local communities.
Overall, the research concludes that sustainability within multinational food supply chains is not achieved solely through corporate commitments but through continuous governance, transparency and stakeholder collaboration. Nestlé’s experience demonstrates both the progress that multinational organisations have made and the ongoing challenges associated with implementing sustainable supply chain management across complex global agricultural networks.
[bookmark: _Toc237605954]5.3 Research Limitations and Future Research
This study has several limitations. Firstly, the research relied exclusively on secondary data, meaning that findings were based on existing academic literature, corporate reports and independent publications rather than primary evidence collected directly from stakeholders. Secondly, the research focused on a single multinational organisation, which limits the extent to which findings can be generalised to other industries or companies. In addition, corporate sustainability reports may present organisational achievements more positively than independent assessments, although this limitation was reduced by comparing company information with evidence from academic studies and international organisations.
Future research could incorporate primary data through interviews with supply chain managers, sustainability professionals or agricultural producers to provide deeper insight into the practical implementation of ethical sourcing initiatives. Comparative studies involving multiple multinational food companies could also identify best practices and provide a broader understanding of sustainable supply chain management across the global food industry.





[bookmark: _Toc237605955]Element 2: Research Process Reflection

Description
Gibbs’ Reflective Cycle provides a structured approach for examining experience through description, feelings, evaluation, analysis, conclusion and action planning (Gibbs, 1988). During my dissertation on sustainability and ethical sourcing challenges in Nestlé’s global supply chain, one of the most important experiences was receiving feedback that my Introduction and “Identification of a Business Problem” repeated similar information. I was also told that my Chapter 4 relied too heavily on describing literature and needed stronger critical evaluation, clearer links to the research objectives and more independent evidence.
Feelings
During the early stages of the project, I felt anxious about whether I would be able to complete a 9,000-word dissertation to the required academic standard. The large amount of information available about sustainability created confusion because it was difficult to determine which sources were relevant and reliable. I also felt pressure when reviewing feedback on my initial drafts, particularly regarding the need to strengthen critical evaluation, improve the use of independent sources and clearly separate findings from discussion.
I initially felt overwhelmed and disappointed because I had spent considerable time collecting information and believed that having many sources would automatically strengthen my dissertation. The feedback made me realise that the problem was not the amount of research but how effectively I was using it. Although the criticism was stressful, it gave me a clearer understanding of what was expected from independent academic research.
However, as the research progressed, I became more confident. Developing a clearer structure and receiving feedback helped me understand how to approach academic research more effectively.
Evaluation
One positive outcome was that I changed my approach to evaluating evidence. For example, when analysing Nestlé’s sustainability performance, I compared the company’s own reports with independent sources such as the OECD and World Benchmarking Alliance. This allowed me to distinguish between organisational claims and external assessments rather than accepting corporate reporting without evaluation. I also decided to remove the duplicated business-problem section and integrate its relevant content into the Introduction.
A challenge was managing my time effectively. At certain stages, I spent too much time collecting information without sufficiently analysing it. This increased stress and made the research process feel more difficult than necessary.
Analysis
This experience showed me that collecting excessive sources can reduce research quality. I initially spent too much time searching for additional material, leaving less time to compare findings, identify contradictions and develop my own interpretation. I learned that academic research requires selection and critical evaluation, not simply accumulation of evidence. The feedback also changed how I approached Chapter 4: instead of summarising what authors had said, I separated findings from discussion and explicitly linked the evidence to each research objective and relevant theoretical framework. The feedback process helped me recognise the difference between describing existing knowledge and contributing my own interpretation of research findings.
Conclusion
The research process improved my understanding of critical analysis and evidence evaluation. I learned that independent sources are particularly important when assessing corporate sustainability claims because they provide an external basis for comparison. I also recognised that structured planning is necessary to prevent stress from affecting the quality of analysis.
Overall, although the research process was challenging and stressful, it significantly improved my academic confidence and research abilities. The experience taught me the importance of structure, time management and critical evaluation when completing an independent research project.
Action Plan
For future research projects, I will create a weekly research timetable from the start of the project. I will limit myself to approximately 8–10 core sources per major theme, maintain a search log recording the purpose of each source, and review progress every Friday. For a future 12-week project, I will complete the first full draft by Week 8 and finish substantive revisions by Week 10, leaving the final two weeks for referencing, proofreading and submission checks. This approach will reduce unnecessary source collection and provide more time for critical analysis.
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Background

Nestlé operates one of the world's largest food and beverage
supply chains, sourcing agricultural commodities including

cocoa, coffee, and palm oil.

Ethical sourcing remains challenging due to child labour,
farmer poverty, deforestation, climate change, and limited

supply chain transparency.

This study examines sustainability and ethical sourcing
challenges within Nestlé's global supply chain and evaluates

the effectiveness of its sustainability initiatives.
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Research Objectives
Identify key sustainability challenges in Nestlé's

supply chain and analyse ethical sourcing practices
in cocoa, coffee, and palm oil.
Evaluate the effectiveness of Nestlé's sustainability
v programmes and recommend strategies to improve
supply chain sustainability.
Recommend strategies to strengthen transparency,
accountability, and long-term sustainability across

global

Research Aim

To examine sustainability
and ethical sourcing

challenges within Nestlé's
global supply chain and
evaluate the effectiveness of
the company's sustainability
initiatives.

Methodology
Research Approach
Qualitative research using a
single case study analysis of
Nestlé's global supply chain
operations.(Yin, R.K., 2018)

Data Collection
Secondary research using
academic journals, Nestlé
sustainability reports, NGO
reports, and international
organisation publications.

Data Analysis
Thematic analysis focusing
on ethical sourcing, human
rights, supply chain
transparency, environmental
sustainability, and supplier
accountability(Braun and
Clarke, 2006).

Student Mariya Vezarova

Research

(Key Findings)
Positive Findings
V/ Nestlé has significantly expanded
supply chain traceability.

V/ The Nestlé Cocoa Plan has improved
farmer training and sustainable farming
practices.

V Increased investment in regenerative
agriculture.

Vv Commitment to achieving
deforestation-free supply chains.(Nestle,
2025)

V/ Stronger supplier monitoring and ESG
reporting.

Challenges identified
Deforestation risks remain in agricultural
sourcing regions, and limited supply
chain transparency continues to hinder
progress toward full ethical compliance.

(Nestlé, 2025). . .
Increase transparency of sustainability

reporting and strengthen accountability
mechanisms to address persistent gaps
in supply chain ethics and environmental
protection(WBO, 2024).

Conclusion
Nestlé has made measurable progress in

supply networks.
Findings

Key Challenges
Child labour remains present in cocoa-
producing regions despite company
initiatives.
Smallholder farmers continue to
experience low incomes.
Full supply chain transparency has not
yet been achieved.
Climate change continues to threaten
agricultural productivity.
Monitoring of indirect suppliers remains
difficult.

Recommendations
Strengthen multi-tier trace:
supplier:
Increase independent verif of sustainal
ethical sourcing claims.
Support farmer livelihoods through living-income
initiatives and long-term partnerships.
Improve supplier capacity building through training and
sustainability support.
Use measurable social and environmental KPIs to
monitor supplier performance.
Strengthen stakeholder collaboration with farmers,
NGOs, regulators and local communities.
Focus on measurable outcomes, not only sustainability
commitments and reporting.

y beyond direct

and

sustainable supply chain management, yet

child labour, deforestation, and
transparency gaps remain significant

challenges.

Long-term ethical sourcing requires
systemic accountability, multi-stakeholder
collaboration, and robust transparency
frameworks across all supply chain tiers.
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