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[bookmark: _Toc99289713]Carrefour UAE Background
Exclusively franchised by the UAE-based Majid Al Futtaim, the French-owned retailer Carrefour started operating in the Middle East in 1995. With more than 320 stores across 16 the Middle East and North Africa, Carrefour serves more than 750,000 customers per day and has over 37,000 employees. Approximately 26% of its total operations are based in the UAE.

[bookmark: _Toc99289714]Current Strategy
Carrefour UAE’s existing sustainability strategy focuses on the two non-financial pillars of sustainability: environmental and social.

Carrefour UAE has two main initiatives as part of its environmental sustainability strategy:
1. “Reducing the ecological footprint through energy efficiency”: The energy sector is the highest contributor to the climate crisis, accounting for 78% of all global greenhouse gas (GHG) emissions (Climate Watch Data, n.d.). The UAE primarily relies on high-emitting fossil fuels, natural gas and oil, to produce its energy (IEA, n.d.). In an effort to reduce GHG emissions, Carrefour fits every store with a Building Management System (BMS) to automatically regulate mechanical and electrical services (e.g. air-conditioning, lighting, water chillers etc.). By methodically regulating electrical services, Carrefour UAE optimises its energy consumption. Carrefour also aims to upgrade its equipment to require less energy, such as LED lighting. 

Across its wide range of facilities, these optimisations will lead to significant energy and emission reductions. However, Carrefour UAE still relies on a huge amount of energy produced from the burning of fossil fuels.

2. “Replacing plastic bags with eco-bags to reduce waste”: Plastic bags take many years to decompose, can release toxic substances, and as a result are extremely harmful to the environment. Plastic pollution causes wildlife to become entangled, often resulting in starvation, drowning, choking, etc. (Ujeh, n.d.). To reduce their use, Carrefour UAE provides customers with the option to purchase “eco-bags”—fully recyclable and reusable shopping bags—with the intention of encouraging customers to reuse the same bag, reducing overproduction and the use of harmful materials.

Offering environmentally friendly alternatives does reduce the amount of plastic waste, however Carrefour UAE continues to provide the option of free plastic bags to its customers, furthering the use of single-use plastics.

Carrefour delivers its social welfare strategy through four main community-based initiatives: “Take a moment to Give a Moment, together we make a difference, make a difference, and Natural Disaster Response”.  All four are directed at distributing aid to segments of society in need: under privileged children, low-income workers and communities, and natural disaster victims. These are actioned at set intervals in the year: collecting donations during Ramadan and the “festive period” or following a natural disaster. Carrefour also fulfils their promise to “make a difference” by providing low-income frontline workers with free medical check-ups.

The initiatives assist local communities in meeting some of their basic human needs while contributing towards three Sustainable Development Goals (SDGs): no poverty, zero hunger, and good health and well-being.

There are two main issues with Carrefour UAE’s approach to social sustainability:
1. The seasonal nature of only providing aid results in inconsistent and negligible support to those that need it most. For example, those benefiting from food donations during the month of Ramadan will most likely benefit from food donations throughout the year.
2. Occasionally giving aid to underprivileged segments of society provides temporary relief to those suffering from the impact of long-term unsustainable practices but does not address the root cause.

[bookmark: _Toc99289715]Carrefour UAE’s Sustainability Challenges
Carrefour UAE directly and indirectly impacts many areas of social and environmental sustainability, but there are four main sustainability challenges resulting from its core business:

Carbon Emissions
Ranging from 15,400sqm hypermarkets to small, street-corner convenience stores, Carrefour possesses an extensive asset portfolio. Each store requires significant amounts of energy, mostly due to the refrigeration and AC systems (Business Energy Advisor, n.d.). With approximately 99% of all energy produced in the UAE coming from natural gas and oil (U.S. energy Information Administration, 2020), Carrefour’s operations contribute heavily to global GHG emissions.

Due to shrinking freshwater resources, rising temperatures, and desertification, food security is a major concern in the UAE (UAE Ministry of Climate Change and Environment, 2019). As a result, Carrefour import most of its produce, including their own brand, Carrefour Bio products (Carrefour UAE, n.d.). Transporting its produce from around the world increases the carbon footprint of an already high GHG emitting sector: agriculture (Visual Capitalist, 2021).

Single-Use Plastic (Plastic Bags)
Plastic pollution is one of the most pressing environmental issues today; the rapid accumulation of plastic exceeds nature’s ability to effectively deal with it, to such an extent that microplastics have been discovered in fish consumed by humans (Johnston, 2017).  Retail stores are largely responsible for the proliferation of single-use plastics with freely distributed plastic bags one of the most ubiquitous. 

Food Waste
Food waste is responsible for 7% of all GHG emissions and around 30% of all agricultural land produces unconsumed food (United Nations, 2020). Retailers are responsible for wasting 30% of produce with the rest occurring along the value chain or by consumers (Helmer, 2021). Aside from the carbon impact of producing food that gets wasted, it works in contrast to SDG 2 – Zero Hunger.

Low-Income Employees
According to job search firm, Bayt, Carrefour UAE frontline workers earn as little as AED 1,600/month (approx. £320/month) (Bayt, n.d.). Frontline workers in the UAE are predominantly from developing countries; Indians, Pakistanis, Filipinos, and Egyptians alone account for 50% of the UAE’s total population (Global Media Insight, 2022). Although these expatriates typically move to the UAE due to the average salary in the UAE being higher (World Data, 2022), the reality is the cost of living is also higher, resulting in many expatriates living in substandard conditions due to poverty.

[bookmark: _Toc99289716]Why Sustainability Must be a Business Priority

[bookmark: _Toc99289717]External Environment Challenges and Opportunities
There are many external factors that influence the organisation’s strategic decisions. Using the PESTLE framework, I have outlined the key sustainability challenges and opportunities that should underpin Carrefour UAE’s strategic vision: 

Political
Carbon tax and cap-and-trade policies to reduce carbon emissions have already been employed by 27 countries (Lai, 2021). The UAE’s Chief Executive Alliances for Global Sustainability’s has also called for carbon taxes in the UAE, signalling the UAE will eventually join the growing list of countries (GAUTAM, 2021). The implication of a carbon tax policy would increase the organisation’s overall operational expenditure. By incorporating sustainable practices to reduce our carbon emissions now, Carrefour UAE can reduce or eliminate any negative impact arising from carbon tax. 

Economic
Due to global supply chain disruptions, extreme weather patterns, and rising energy prices, food prices have reached their highest since 2011 (Swanson, 2022). The income inequality in the UAE will mean that price increases will disproportionately effect low-income customers.

Social
A recent report shows that consumers are increasingly concerned about sustainability with 28% refusing to purchase goods over ethical and environmental concerns (Deloitte, 2021). Demonstrating sustainable values will increase brand appeal to the growing demographic of consumers concerned by environmental and social welfare issues. 

Technology
Advancements in agritech (agricultural technology) over the last 10 years has created many new opportunities in food supply. Vertical farms and hydroponics have many benefits: greater and more reliable yields in a smaller area; up to 95% less water usage; negates the need for pesticides and chemicals, etc. (Myers, 2019). With regional water scarcity a major concern and increased global food chain volatility, utilising technology to grow consistent and cost-effective yields locally would be a key differentiator over competitors.

Legal
In October 2021, the UAE made a commitment to reach net-zero emissions by 2050 (Emirates News Agency, 2021). Along with significant investment from the government, it is reasonable to expect that legislation will be a key lever for driving sustainability-focused systemic change throughout the private sector. By proactively complying with the most stringent global sustainability standards, typically set out by Non-Government Organisations, Carrefour UAE can build a stable operating model, resilient to disruption from legislation changes.

Environmental
The increase in adverse weather patterns as a result of climate change, is having a detrimental effect on global agriculture and food security (University of Reading, n.d.). Volatile crop yields due to intense and adverse weather will cause food supplies to be unreliable and expensive (Elkins, 2021).  

The Middle East is warming up twice as fast as the rest of the world. On the current global warming trajectory, it is likely that the UAE will be practically uninhabitable by the end of the century (Wintour, 2021). Without significant change, global warming will render the UAE market obsolete. 

[bookmark: _Toc99289718]Current Strengths and Weaknesses
Carrefour UAE has many strengths and weaknesses that need to be considered when analysing its strategic vision in relation to these challenges and opportunities. Its strengths include availability of resources, in-house expertise, and a well-established infrastructure. Weaknesses can be found within its expansive and complex supply chain, reliance on fossil fuel energy, and lack of access to locally grown produce.  

Strengths
1. Majid Al Futtaim’s (Carrefour UAE’s holding organisation) consistent financial performance has enabled the group to secure a $1.5 billion sustainability linked loan (Majid Al Futtaim, 2021). The loan will help provide Carrefour with the necessary resources to affect major sustainability-focused change.
2. Carrefour UAE can draw on the knowledge and expertise of Majid Al Futtaim’s network of Carrefour stores across the region, which in some cases, have already overcome major sustainability challenges.
3. Carrefour UAE’s extensive network of facilities across the UAE gives the group proximity to the communities it aims to serve.

Weaknesses
1. Most of Carrefour UAE’s carbon footprint will be produced by its expansive global supply chain, not its immediate operations (Carbon Disclosure Project, 2019). Carrefour UAE’s dependency on its supply chain will make it more difficult to control its total carbon emissions.
2. Meeting all its energy needs from the local power grid eliminates the option of less-polluting energy sources.
3. Carrefour UAE’s over-dependence on importing fresh produce causes increased food waste. The further food travels, in particular fresh produce, the more likely the food will spoil in transit.

[bookmark: _Toc99289719]Value Propositions
Through the analysis of the organisation’s internal and external challenges, weaknesses, strengths, and opportunities, we can start to build on Carrefour UAE’s strengths to exploit key opportunities. I have identified four main areas to create shared value, outlining the stakeholder considerations:

1. Invest in renewable energy
Carrefour UAE has made important inroads into reducing its energy consumption; however, its operations still require a lot of energy, which comes from GHG emitting fossil fuels. In 2021, Carrefour Jordan partnered with a solar developer and the Jordanian government to build a solar park in the desert that would power 35 Carrefour stores across the country (Majid Al Futtaim, 2021). Leveraging sustainability linked loans and the group’s in-house expertise from the project in Jordan, Carrefour UAE should adopt the same approach to drastically reducing the organisation’s carbon emissions and energy costs.

Shareholders – the switch to renewable energy is expected to cut energy costs in half (Majid Al Futtaim, 2021), significantly reducing Carrefour UAE’s operating costs.

Society – the reduction in GHG will improve air quality for local communities, reducing the risk of respiratory related illness (Climate Change Connection, n.d.). 

Government – Carrefour UAE switching to renewable energy will contribute to the UAE government’s 2050 energy strategy, which aims to increase its contribution of clean energy to 50% by 2050 (The United Arab Emirates Government, 2022).

2. Grow produce locally
Utilising Majid Al Futtaim’s impressive sustainability linked loan to invest in state-of-the-art agritech, Carrefour UAE will be able to start growing its own local produce. Growing produce locally within a controlled environment will reduce dependences on global supply chains, making the organisation more resilient to external factors and stabilise fresh produce prices. Controlled yields will allow Carrefour UAE to produce exactly the desired quantities of produce on demand, reducing potential food waste and its associated costs.

Additionally, the new skills required to grow fresh produce in-store or in local facilities will provide employees with opportunities to develop new skills and progress their career.

Shareholders – reducing overall produce cost and reducing food waste will positively impact Carrefour UAE’s bottom line.

Customers – UAE residents are subject to varying quality, high-cost, imported produce. Vertically farmed, local produce will provide Carrefour customers with consistently high-quality, fresh, pesticide-free produce all year round at a lower cost. 

Society – the controlled nature and highly efficient use of water in hydroponic/vertical farm agriculture means local communities will benefit from food security without the risk of exhausting local water supplies.  Additionally, designing, implementing, and managing vertical farms will create new job opportunities in the surrounding communities.

[bookmark: _Toc99233460]Employees – the introduction of new agricultural processes and technology will provide development opportunities for many low-income employees. Employees would receive professional development in areas like agrictech, furthering their skill set for promotion and/or future employment.

Government – the adoption of agricultural practices that cause minimal impact on the environment supports the UAE government achieve its SDG targets (e.g. Zero Hunger and Climate Action). Additionally, domestic production, as opposed to imports, will increase the UAE’s GDP.

3. Meals for the underprivileged 
Even if most of the root causes of food waste have been addressed (e.g. over-ordering, poor storage, mismanagement of cosmetically “imperfect” produce etc.) it will never eliminate the problem entirely. Assuming these Carrefour UAE has already optimised their operations to reduce food waste as much as possible, we will address the challenge of the remaining food waste.

Much of the food retailers waste is perfectly fit for eating (The World Counts, n.d.). One common approach for managing edible food waste is by donating it to food banks but it has its flaws. The logistics of transporting, storing, and preparing the food often takes too long and can result in food banks disposing of it anyway. Instead, Carrefour UAE should utilise its kitchens and kitchen staff to prepare the food into ready-to-eat meals. Utilising its existing extensive resources and distribution (e.g. food storage, fleet of refrigerated vehicles, canteens, etc.), Carrefour UAE should distribute the meals to underprivileged members of the community directly. Removing the middleman (food banks) will streamline logistics and reduce the risk of food being wasted. The same distribution methods should be used to feed Carrefour UAE’s large frontline workforce.

Shareholders – consumer behaviour is increasingly influenced by companies’ social and environmental values (Deloitte, 2021). Leveraging the existing resources to launch canteens for the underprivileged will improve the organisation’s brand value with minimal investment.

Customers – with increasing media coverage on sustainability issues, consumers are more aware of the ethical pitfalls of consumerism. The challenge for consumers is knowing if their retailer of choice acts in a way that they would consider ethical. Supporting the needs of the underprivileged makes a clear statement on Carrefour UAE’s values and allows customers to conveniently continue grocery shopping at their local store without the conflict of supporting an unethical organisation.

Society – although the UAE does not publish official poverty rates, several unverified sources claim approximately 19.5% of the UAE’s residents live on an income of USD 22 or less per day (Long, 2018). Access to free food would be life changing for many of the nearly 2 million residents living below the poverty line.

[bookmark: _Toc99233461]Employees – access to free meals would help alleviate some of the challenges of being a low-income worker by helping them meet the most fundamental human need – access to food and water.

Government – preparing meals for the underprivileged would support the “UAE Food Bank” initiative, which aims to help the UAE government fulfil its aspirations of Dubai becoming the first zero food waste city (Government of Dubai, n.d.).


4. Replace Single-Use Plastic Bags
The best way to prevent plastic accumulating in the environment is to not use it at all. Carrefour UAE must phase out single-use plastic bags and encourage customers to bring their own reusable bags. Branded, eco-friendly, reusable bags, such as fully biodegradable and compostable jute bags (Ross, 2015), should be made available, for a small fee, to customers that do not have a bag with them. 

Shareholders – removing plastic bags eliminates the cost of providing them to customers. Plus, the sale of reusable jute bags will create an additional revenue stream. Customers using the branded reusable bags elsewhere will result in free marketing.

Customers – although they will have to slightly adapt their behaviours to bring their own means of carrying their groceries, the environmentally conscious of them will benefit from knowing that they are not contributing to the plastic crisis when visiting the supermarket.

Society – every living thing relies on nature. The elimination of single-use plastic bags will drastically reduce the amount of plastic finding its way into the environment impacting nature’s ability to regenerate and continue producing clean air, clean water, and crops.

Government – aligned with its strategy to reach net-zero by 2050, the UAE government recently announced that plastic bags will be made chargeable to customers, eventually banning them altogether in the next few years. Eliminating plastic bags now will encourage other retailers to follow suit and expedite the government’s ambitions of eventually eradicating single-use plastics in the UAE.
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