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Introduction
This report presents two initiatives for Megan’s Restaurants – a local London restaurant chain. The proposed initiatives are aimed at reducing waste, increasing the circular economy, and improving conditions for the employees. The initiatives are split into smaller projects, each taking between six and twelve months to implement (Appendix 1).
The main part describes the rationale behind the project and presents the arguments for the chosen initiatives and the proposed implementation process. The implementation process, consisting of a detailed description of the initiatives, the project and the communication plans are attached as Appendix 1.
Project Statement
This section introduces the organisation, makes a case for sustainability projects and presents an argument for continuous sustainability engagement achieved via a cultural change across the organisation.
Megan’s - About us 
Megan’s is a London-based café-restaurant chain offering breakfast, lunch, dinner and cocktails. It was established in 2004. Since 2014 it is owned and operated by Chelsea Fine Food Ltd. Today, Megan’s operate sixteen restaurants in 12 London Boroughs.
Megan’s mission is to become the most loved restaurant within their corresponding neighbourhoods and to be one of the best employers within the hospitality industry. Megan’s have committed themselves to contributing to several projects to mitigate social and environmental sustainability issues.
Environmentally, for example, they offer sustainably sourced fair trade and rainforest alliance organic coffee specialities and they try to use locally sourced ingredients for their meals. Twenty per cent of Megan’s furniture is purchased from Sustainable Furniture Ltd. which uses reclaimed and recycled wood to manufacture its sustainable products (https://www.sustainable-furniture.co.uk). Megan’s offer filtered water in glass bottles in their café-restaurants. This means less waste, energy, and lower carbon emissions from the production and transport of plastic bottles. 
However, Megan’s do sell takeaway food, drinks and shakes in one-way plastic containers, thus contributing to increasing waste. Additionally, Megan’s do not separate waste for recycling, further exacerbating environmental issues. On the one hand, pollution through waste and, on the other hand, exploitation of resources for the production of single-use containers. Finally, Megan’s do throw away surplus food, for example, they cut off the edges of freshly baked brownies to make the single cake pieces look more appealing, discarding these tasty edges. This presents another source of waste. 
Socially, 20% of the revenues from selling filtered water in reusable glass bottles are donated to local socially engaged charities. Megan’s has already raised £30,000 for local charities. Further, Megan’s purchase their wooden food display trays and high tables from RoughStuff Oak which collaborate with the Hertfordshire Prison where inmates get the chance to evolve skills in woodcraft which improves their employability (https://roughstuffoak.co.uk/philosophy).
Megan’s employees can get 15-hours or 30-hours contracts and there are no zero-hours contracts. This provides income security. Further, the employees are provided with online training in health and safety, food hygiene, and a train the trainer course. The restaurants do only accept card payments which makes fraud difficult. The employees get a 50% discount for the whole table when they visit with friends or family. Megan’s pay their employees £9.50 per hour (legal minimum wage for 21+) regardless of the employee’s age. Megan’s have implemented an hourly team bonus structure and do provide paid holidays. 
However, the payment scheme is not clearly communicated to their employees who cannot explain, how bonuses are calculated. Further, Megan’s demand a 12.5% service charge on all sales. However, their employees cannot explain how or whether at all this charge is redistributed to them. This presents a lack of transparency which causes dissatisfaction amongst staff who usually do not receive personal tips from customers due to the high service charge. Additionally, rotas are not planned well by managers and staff frequently have to work ten to twelve hours shifts. The lack of transparency and the long working hours must be addressed to improve employees’ trust, avoid misunderstanding, increase employees’ satisfaction and work-life balance and, thus reduce employee fluctuation.
Albeit, the company’s sponsor and leadership have established several standalone sustainability initiatives to mitigate some social and environmental shortcomings Megan’s, nonetheless, lack a real, sustainable sustainability culture.
Sustainability
There are various definitions of sustainability. One of the best known is by Brundtland Commission (1987): “meeting the needs of the present without compromising the ability of future generations to meet their own needs”.
I would like to define sustainability as protecting, preserving and regenerating the earth’s ecosystem with its biodiversity and replenishing resources, responsible, mindful consumerism, freedom, health and wellbeing of all beings, and social justice. A shift towards sustainability requires partnerships and global collaboration of individuals, businesses and governments (United Nations, 2019).
To achieve the UN Sustainable Development Goals (SDGs) (United Nations, 2020) businesses must contribute alongside individuals, governments, research and non-governmental institutions. 
Businesses’ responsibility 
Business operations have a massive impact on the natural and social environment, especially considering pollution and exploitation of natural resources and unethical treatment of human resources (Helfaya and Moussa, 2017). As a business, Megan’s have the responsibility to take action toward sustainability.
Unpredictable events which have been caused by human actions also have a huge impact on the environment and society. For example, Megan’s experienced the impact of the pandemic which was induced by human action (Alvarez and Porac, 2020). It affected the environment, creating additional waste e.g. plastic containers of sanitisers which Megan’s had to provide and single-use face masks that staff, as well as customers, had to wear. 
Moreover, it affected society as organisations had to follow new regulations set by governments and implement hygiene concepts and new rules concerning business trips and working in the office. In Megan’s case, it resulted in a temporary closure of the restaurants. 
However, the organisation’s operations are governed not only by the legal framework but also by the ever increasing societal expectations of organisations’ contribution to sustainability (Van Beurden and Gössling, 2008, Zhang et al., 2020).
Businesses are forced to develop innovative sustainable products to meet societal expectations (Niesten and Jolink, 2020).  
We suggest that Megan’s introduce initiatives to reduce waste, increase the circular economy, and eliminate dissatisfaction of employees caused by unclear payment schemes and long working hours.
Managers’ task to become sustainability leaders
To enhance these sustainability innovations, Megan’s must adapt their business culture and transform it into a sustainability-oriented culture. Thus, shareholders set their managers the task of transforming the culture and leading the organisation to a higher level of sustainability. However, Megan’s managers are not necessarily leaders.
A manager’s authority is derived from their normative position within the organisation’s hierarchy. While acting as shareholder’s agents, managers do not necessarily follow a vision they believe in and can inspire people. Leaders, on the other hand, have the ability to influence people’s beliefs and values and so instil a permanent cultural change (Capozzoli, 1995, Kotterman, 2006, Williams, 2011). Leadership is independent of a formal position (Buelens and Broeck, 2006), thus allowing employees at all levels to “take charge” towards positive change for sustainability. The “sustainability training” initiative aims at enabling employees to develop and sustain the aspired sustainability culture beyond the project.
General leadership challenges 
There are manifold challenges for leaders. Rabinowitz (2020) categorised these challenges into external leadership challenges caused by the leader’s personnel and situational environment, internal challenges which lie within the individual leader e.g. due to her personality traits, and challenges which originate from the particular role of leadership. 
Williams (2006) suggests another way to differentiate the leadership challenges. He names six forms of adaption challenges. These are activist, development, transition, creative, maintenance and crisis challenges. These adaptive challenges represent the need of leaders to make the people aware of issues and create a sense of urgency; to realise strengths and weaknesses and maturity of people and develop their skills; to develop solidarity and the willingness to achieve a common vision; to engage the people in developing innovative solutions; to allocate and protect resources, and to prudently retain composure for enabling deescalating issues and focussing on goal achievement.
Some businesses stated the biggest sustainability challenge is “Translating long-term sustainability goals within each department, brand, and region” (De Mey, 2020). I believe, to be able to successfully master this task, there is the challenge of a cross-system sustainable cultural change towards sustainability. 
Megan’s owners and senior leaders are aware of several sustainability issues. However, they have not yet created this awareness amongst their employees and customers at every site. 
Sustainable cultural change - a business sustainability leadership challenge
Business leaders are under fire from two fronts: on the one hand, the general leadership challenges discussed above. On the other hand, new challenges defined by the UN SDGs. 
Many organisations have understood that they must become sustainable to get the legitimisation of their stakeholders. Therefore, managers initiate unconnected sustainability initiatives, which organisations proudly present on their websites and in their CSR reports (Helfaya and Moussa, 2017, Zhang et al., 2020). 
Megan’s too have implemented standalone sustainability initiatives that contribute to several SDGs.
However, it takes real sustainability leadership to transform an organisation into a sustainability-oriented business. Standalone initiatives do not have a lasting impact on the whole system that an organisation presents. To transform an organisation into a truthfully sustainably acting business, the big challenge for sustainability leaders is to effect a sustained change of the organisation’s culture towards a sustainability culture (Fullan, 2004).
Megan’s must change its organisational culture into a lasting sustainability culture to create a sustained organisational sustainability culture allowing responsible business actions.
Cultural change
Organisational culture goes beyond visible artefacts and behavioural norms (like wearing a tie or jeans), it includes shared knowledge, moral norms and deep-seated beliefs which guide decision-making and everyday behaviour (Hatch, 2012, Feinberg et al., 2019).
To change these moral norms and, hence, the culture towards sustainability it takes sustainability leadership to create awareness of the social and environmental shortcomings amongst the people belonging to this culture. Secondly, the people’s understanding of the urgency of a cultural change toward sustainability must be induced by drawing their attention to current issues such as floods, wildfires, and other social and environmental threats (Mintzberg, 1993, Solinger et al., 2020).
Unfortunately, scholars and businesses have no universal answer to how the process of moralisation works. Therefore, it is a challenge for sustainability leaders to shift the people’s norms and values for enabling a sustainable change of the organisational culture into a sustainability culture (Feinberg et al., 2019). 
Create new sustainability leaders 
Today’s leaders must recognise the characteristics and professional maturity of individuals and adapt their behaviour correspondingly and must create new sustainability leaders within the whole system of the organisation to achieve a lasting change into sustainability-minded culture. These new sustainability leaders will multiply the ability to develop innovative sustainability solutions and will maintain and further amplify the organisational sustainability culture and, therefore, enable greater awareness of and more flexible adaption to occurring sustainability issues and changes in the organisation’s environment (Fullan, 2004, Rabinowitz, 2020)
However, systems are complex as they consist of subsystems and are embedded in larger systems which form again a part of another still larger system. Thus, it is often difficult, if not impossible, to understand the consequences of small actions of an organisation as a system itself on the larger systems within which it operates (Meadows, 2008). 
Megan’s Directors must become leaders and enlarge and impart their sustainability knowledge to their site managers, kitchen and front house staff across all sites which are subsystems of the business to enable the sustainability culture within their business. 
However, leaders’ visions and knowledge can be flawed and, hence, they might unknowingly come to false conclusions. Additionally, various leaders may have different opinions about moral norms and values and what is contributing to or hinders becoming an organisational sustainability culture (Williams, 2005, Williams, 2011).  
Conclusion
Leaders must realise the reality that they are facing (Williams, 2011). The sustainable transformation of the business culture can only be achieved when its whole system is affected (Fullan, 2004). The general complexity and interconnectedness of systems, different backgrounds, perceptions, deep-rooted values, and moral norms of individuals who build up the system organisation make it difficult for leaders to change the business culture. Therefore, the achievement of a lasting cultural change towards sustainability presents a difficult business sustainability leadership challenge (Williams, 2011).
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APPENDIX 1
Initiative description
We suggest implementing initiatives to tackle environmental as well as social sustainability shortcomings within Megan’s café restaurants. These allow their staff to exercise best practice at work. Further, through encouraging discussion of sustainability issues and solutions the exchange of sustainability knowledge will be enhanced amongst managers, front-house and kitchen staff. Therefore, Megan’s organisational culture can become a sustainable sustainability culture. Additionally, these habits and knowledge can be transferred into Megan’s employees’ private day-to-day life, expanding the impact of Megan’s sustainability culture beyond their business operations. 
Initiative: Support of a circular economy
In a circular economy, the value of products and materials is increased by keeping them through, for example, reusing, repairing, refurbishing and sharing as long as possible in use. Thus the exploitation of the Earth’s resources and the pollution of the Earth through waste can be minimised (European Commission, 2022). The Earth Overshoot Day is reached earlier every year. This highlights the necessity to support a circular economy and to keep resources as long as possible in use (Circular, 2021).
Action: Recycling/Waste separation
To support a circular economy we suggest starting waste separation at all of Megan’s sixteen sites. Restaurants are responsible for nearly one million tonnes of waste per year (Open Access Government, 2018). Megan’s are accountable for responsibly managing and disposing their waste in line with the law (Merton Council, 2022). When Megan’s separate their waste, materials can be recycled and kept in use instead of being sent to landfills after single use. Hence, through Megan’s contribution to maintaining the value of these resources, the business becomes more environmentally sustainable. 
Action: Introduction of reusable containers for takeaway food and drinks
Further, the introduction of reusable containers for food and drinks presents an additional opportunity to reduce waste. In the UK there are 11,000,000,000 fast-food packaging items per year going to the landfill. That is 349 pieces of rubbish every second or around four pieces of rubbish for each person in the UK per day (Takeaway Packaging, 2021). We suggest Megan’s collaborate with other businesses and London’s government to encourage the introduction of standardised reusable London’s Hospitality food containers and cups. For example, the German Town Bamberg is about to introduce a refill cup the “Bambecher” (Becher meaning cup) for takeaway drinks (scfp4476.org, 2022, Recup, 2022).
Action: Partnership with food banks 
Another way to enhance Megan’s sustainability culture is to reduce food waste. Globally, about 30% of all food is wasted. This food waste contributes one-tenth of society’s CO2 emissions (WRAP.org.uk, 2022). In the UK we wasted estimated 931 million tonnes of food in the year before the pandemic (Dray, 2021). Restaurants produce more than one-fifth of the UK’s food waste, almost 200,000 tonnes (Open Access Government, 2018). 
On the other hand, a third of the UK’s low-income population suffers from hunger and needs the support of food banks (Jones, 2022). Therefore, we suggest Megan’s collaborate with London’s food banks, to reduce their food waste and, at the same time, support people in need of food. 
Initiative: Sustainability training for sustainable sustainability culture
Through the above-mentioned actions which contribute to the initiative “supporting a circular economy” Megan’s organisational culture will become more sustainable. However, to ensure this sustainability culture will be sustained there is required training regularly and ongoing exchange of knowledge within the whole system of an organisation to ensure that the sustainability knowledge is imparted to every new employee (Fullan, 2004). 
Therefore, Megan’s directors must become sustainability leaders and evolve an environmentally and socially friendly opinion forming amongst their employees on all hierarchies. It will become the normal behaviour to think, act and react sustainability-minded once Megan’s leadership starts repeatedly communicating their expectations regarding environmental and social sustainability. Regular training on sustainability issues and means to combat these will enable a common understanding. Initiating intensified communication between employees about the SDGs will enhance lateral capacity building. This will foster a corporate feeling and identification with the system which Megan’s café-restaurants presents. Hence, a sustainable sustainability culture will be created and ensured, leading to better sustainability and organisational performance (Clegg et al., 2012, Fullan, 2004, Minkes et al., 1999).
Online onboarding sustainability training
Online onboarding sustainability training will be provided for every new employee. This will include a comprehensible explanation of Megan’s payment scheme allowing to easily understand how, for example, the service charge is distributed. This will increase employees’ satisfaction and, hence, reduce the fluctuation of staff. The site managers will be responsible for explaining the mandatory waste management and recycling rules corresponding to the requirements of the relevant borough. 
Regular on-site sustainability training
Furthermore, there will be regular on-site sustainability training provided by the support office. This will include a discussion forum to enhance communication about sustainability, exchange of experiences considering sustainability issues and solutions, and ensure a common understanding of sustainability. Therefore, the organisational success will increase simultaneously with the transformation into a sustainable sustainability culture (Fullan, 2004; Buelens, 2006}
Expected outcomes 
To assess and monitor the success of the initiatives, the following KPIs (Table 1) will be measured before, during and continuously after the project completion.
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[bookmark: _Ref102331035]Table 1 - Project Success KPIs
Implementation description
The two initiatives “Sustainability Training” and “Support of a Circular Economy” will be enrolled in parallel. However, the single actions contributing to a circular economy will be introduced incrementally. We start with an introduction team event with all directors, managers and employees. Here we present Megan’s revised and extended vision to become the most sustainable café-restaurant in their neighbourhoods, explain the objectives and set tasks. We further communicate the expected outcomes and the required involvement of everyone in the organisation’s cultural change project. 
We will introduce reusable takeaway food containers as soon as possible across all restaurants. The collaboration with our industry peers on the introduction of a London-wide system will happen in parallel.
Due to the different recycling schemes and various food banks in each borough the enrolment of the action waste separation/recycling is planned to be executed borough by borough.
The sustainability training will start with the introductive team event and will be further evolved. The training will be an ongoing process and a feedback culture will be encouraged to enable consideration of all employees’ ideas and foster their engagement. Therefore, the ongoing development of the training’s scope and elaboration of future sustainability activities will be inspired by Megan’s employees. Thus, every single employee is going to become a sustainability leader for new employees. This amplifies Megan’s ability to maintain a sustainable sustainability culture (Fullan, 2004).
Project Plan
The Project Plan (Figure 1) visualises the duration and phases of each project. Most projects are scheduled to take 26 weeks (6 months) in elapsed time.
Each project has distinctive phases which usually run sequentially. These phases are:
1. Initiation Phase, when the project team is assembled, the project schedule is agreed, and the aims, responsibilities and outcomes are agreed upon. At this stage, the resource and project plan can be adapted.
2. Setup and Configuration Phase, when the necessary information is gathered (e.g., in the field and on the shop floor, supplier offers are requested and evaluated, and so on).
3. Implementation Phase, when concrete steps are taken to “make the wish come true” (e.g., contracts are negotiated and signed, materials ordered, IT systems put in place).
4. Pilot Phase, can run in parallel to the Implementation phase and can influence the decisions and actions of the latter. During this phase, the implemented processes, acquired products, or IT setup is tested with a small discrete group of users, e.g., in a single restaurant.
5. Rollout Phase, when the results of the implementation phase are put into place across the organisation. This can happen as a “Big-bang” (e.g. all recruits will receive the new training), or sequentially (e.g. recycling containers will be introduced borough by borough)
6. Finally, during the Operations and Continuous Improvement phase will see the project is handed over to the day-to-day operation and the project team stepped back.
Notably, each project will be closed with a project retrospective to reflect on the project’s success and failure and to learn from the project, however, this phase has been consciously omitted from the plan for brevity.
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[bookmark: _Ref102250208]Figure 1 - Project Plan. High-level. Tasks omitted for readability


Necessary resources
The RACI Matrix (Table 1) highlights the responsibilities and involvement of team members in the overall project execution.
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[bookmark: _Ref102324930]Table 2 - RACI Matrix
The breakdown of resources on the individual level and identification of people involved in the project execution will be done in the “Initialisation” phase of each project.
Communications plan
A communication plan is a critical part of every project. The stakeholder analysis (Table 2and Figure 1).
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 Figure 1 - Stakeholder Engagement Matrix
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[bookmark: _Ref102325420]Table 3 - Stakeholder analysis
Based on these analyses we suggest managing the communication to shareholders and employees closely (Table 4). 
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[bookmark: _Ref102325977]Table 4 - Communication and Engagement Plan
Albeit nature is a stakeholder with a high interest in Megan’s cultural change into a sustainability culture there is no communication to environmental protection organisations or activist groups planned. 
The communications plan for Megan’s internal stakeholders will be created for each separate action of the program. 
Monitoring
Based on the KPIs (Table 1) the following measures are recommended to capture and  evaluate the progress (Table 5).
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[bookmark: _Ref102331065]Table 5 - KPIs Monitoring
Implementation cost analysis
This report is not intended to present a defendable business case. This section is intended to highlight the resources required and to give an estimate of internal labour cost only (Table 4).
[image: ]
[bookmark: _Ref102328872]Table 6 - Internal Project Cost Calculation
The costs are estimated at the current fully-loaded cost including social security contributions, office costs etc. It is acknowledged that the project may incur further costs not covered here and the numbers are intended as an indication only.
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Stakeholder  Interest  Priority of  Interest  Estimated  Impact  

(High/Medium/Low)  

Shareholders  Increase of market share and  revenues, sustainable business  H  H  

Employees  High wages and fair tips,  good  work  climate, shifts not to exceed 9  hours à day, quality education  H  H  

Customers  Value, good service, nice  atmosphere, responsibly operating  restaurant, pleasant  neighbourhoods  M  L  

Councils/  Governments  Tax  income, votes, elimination of  littering, support of businesses to  contribute to SDGs  H  M  

Suppliers  Increase of market share and  revenues, reliable customers, good  customer relationships  L  L  

Food Banks  Ensure communities' food savety,  reliable partners  M  M  

Hospitality  Industry  Low cost for take away food  containers, improved image in  regards to sustainability  M  H  

Nature  Responsible,  considerate,  regenerative consumption of  natural resources and actions  towards the natural environment   H  L  

 


image6.emf
Shareholders

it is critical to influence the shareholders to get their 

approval

Employees

consulted to get important information about issues and to 

get their engagement.

Customers

evolve a marketing strategy to keep customers informed 

about Megan’s sustainability actions to get their approval 

and foster the customer relationship

Councils/ 

Governments

High degree of close collaboration for uniform food 

container introduction

Suppliers will be kept to a necessary minimum

Food Banks only informed concerning the food distribution

Hospitality 

Industry

High degree of close collaboration for uniform food 

container introduction

Communication Plan Stakeholder
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Sustainability Actions  Measure  

Waste reduction  General waste tonnes per week  

Recycling increased  Recyclable waste tonnes per week  

Elimination of single - use cutlery and  containers  Return flow of  reusable food  containers  

Reduction of food waste  Amount of food distributed to food  banks  

Reduce fluctuation of staff  Number of employees leaving per  year  

Understanding and awareness of  employees regarding sustainability  issues and, for example, the  imp ortance of a circular economy  Engagement of employees in  training’s discussion forums; Number  of employees’ innovation ideas  submitted;  
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Support of Circular Economy

Total Initiative Cost

226,600.00 £ 

26 Weeks Recycling/Waste separation

PM 34 13,600.00 £        

Support 130 21,840.00 £        

Site Manger 60 13,440.00 £        

SMEs 102 11,424.00 £        

Total Project Cost

60,304.00 £       

52 Weeks Introduction of reusable containers

PM 88 35,200.00 £        

Support 400 67,200.00 £        

Site Manger 88 19,712.00 £        

SMEs 88 9,856.00 £          

Total Project Cost

131,968.00 £     

26 Weeks Partnership with foodbanks

PM 21 8,400.00 £          

Support 65 10,920.00 £        

Site Manger 60 13,440.00 £        

SMEs 14 1,568.00 £          

Total Project Cost

34,328.00 £       

Sustainability Training

Total Initiative Cost

93,888.00 £   

26 Weeks Onboarding - initial training

PM 21 8,400.00 £          

Support 130 21,840.00 £        

Site Manger 21 4,704.00 £          

SMEs 0 - £                 

Total Project Cost

34,944.00 £       

26 Weeks Continuous training

PM 25 10,000.00 £        

Support 170 28,560.00 £        

Site Manger 76 17,024.00 £        

SMEs 30 3,360.00 £          

Total Project Cost

58,944.00 £       

Overall Internal Cost for both Initiatives 320,488.00 £ 

Position/Role

Days 

required

Initiative

Action Total cost


