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Purpose and Strategic Direction of Toast Ale
The purpose of Toast Ale is to address the global crisis of wasted bread through turning leftover bread into delicious craft beer. The vision of the company is to produce environmentally friendly products and to use a percentage of profits to create a sustainable food culture. The vision for Toast Ale aligns with hybrid social enterprise models that integrate commercial and social objectives (Nyssens, 2022). By incorporating waste reduction into the production process of the product, Toast Ale can create an environmentally sustainable company from its inception, provides a direct pathway to a better environment (sustainable), and a strong foundation for future sustainable successes.
Toast Ale has developed a well-thought-out theory of change. The inputs of the model consist of: 
· Wasted bread.
· Brewing knowledge
· Partnerships built over time with organisations that support environmental rights through awareness raising efforts and funding sources. 
From these inputs, and the model's ultimate output of producing quality beers, creating public awareness, and funding supporting organisations with the same mission. The activities of these organisations have produced outcomes that were found to be reduced waste, along with increased knowledge and awareness of sustainability. These outcomes are consistent with research that identifies the significance of connecting activities to a longer-term strategy (Dart & Gates, 2024; Raimi et al., 2022).
The organisation's decisions regarding their operations and strategies are guided by an ethical framework. Some researchers have noted that social enterprise research recognises that ethical dilemmas often influence an organisation's decisions when there are multiple ways to create value in an enterprise (Bhatt, 2022). The values of transparency, zero waste and collaborative change in the industry are essential ethical underpinnings of Toast Ale and guide their organisational values.
Business Model and Innovation through Operations
Toast Ale has developed a hybrid business model that integrates three components: beer production for commercial sale, environmental advocacy, and charity. There is an increasing body of research that identifies hybridity as a characteristic of social enterprises that create value from multiple income streams (Grassl, 2012). The primary product beer from surplus bread is a form of circular economy innovation; it is creating a valuable product from waste.
The Toast Ale business model is configured the same as the social enterprise model. The social enterprise model has the same value proposition, partners and resources for creating social and environmental value as the Toast Ale business model canvas (Qastharin, 2016). The core value proposition of the Toast Ale enterprise is high-quality beer with a socially responsible mission. The primary partners of Toast Ale are bakeries, supermarkets, restaurants and other hospitality venues, and environmental organizations. The activities of Toast Ale are brewing beer, developing partnerships with other food businesses, engaging with their community and educating the public about sustainable business practices.
Ethical values are embedded throughout the decision-making process. Researchers have shown that ethical values are commonly used by social enterprises in selecting suppliers, creating products, and establishing governance systems for their organization (Bull & Ridley-Duff, 2019). Toast Ale collects surplus bread from bakeries in the community to create beer and uses transparent reporting to provide evidence of their environmental savings.
The Toast Ale business continues to grow because of their partnerships with bakeries and other food businesses, and by expanding the number of businesses with whom they collaborate. Innovative approaches for scaling Social Enterprises will generally include innovation avenues such as new product lines, distributed production systems, and collaboration through networks (Jha et al., 2021). The brewery known as Toast Ale works in collaboration with many different breweries around the world. By publishing its recipe on the Internet, Toast Ale encourages others to replicate its product, and this serves as an illustration of Open-Source Social Entrepreneurship.
Stakeholder and Resource Base
Toast Ale's stakeholder base consists of individuals and businesses involved in the processes of making and distributing beer and baking bread, as well as consumers, volunteers, environmental NGOs, and partners in sustainability (Awa et al., 2024). According to stakeholder theory, it is imperative that organisations and companies create and manage value for all stakeholders, which will enable an organisation to create and share value with its stakeholders.
The resources that support Toast Ale include economic revenue generated from the sale of beer; the use of volunteers to assist in the company's fundraising efforts; technical support from the breweries that manufacture the beer; and social capital created through the relationship the company has developed with the NGOs. The literature on Impact Measurement emphasises that connecting resources to outcome objectives is a key component of successful impact measurement (Costa & Andreaus, 2021). An ethical business measures its impact responsibly. Toast Ale captures and tracks a variety of environmental information, including the number of kilograms of bread saved and the number of carbon emissions avoided.
Independent research suggests that the identity of a company that operates in this manner adheres strongly to the broader ethical principles that govern Social Enterprises. Research on the social contract emphasises that the responsibility of organisations such as Toast Ale is not only to generate a profit, but also to create an environment that supports the collective well-being of the population (Byerly, 2014). Ethical resource allocation, therefore, takes precedence over shareholder returns. Through its social responsibility campaigns, Toast Ale works with individuals, restaurants and retail establishments to foster consumer engagement in environmentally responsible behaviour. The types of collaborative methods used between different groups are not new to business model innovation, as research has shown that many social enterprises use networks rather than operate from isolated structures (Tykkylainen & Ritala, 2021).
Toast Ale's value creation model is based on the reduction of food wastage. Bread accounts for one of the world's largest volumes of food waste and using bread in brewing has the effect of reducing resource use, lowering greenhouse gas emissions, and making positive contributions while creating value (Kamaludin et al., 2024). The use of a "circular" production model at Toast Ale is a tangible demonstration of this principle.
Toast Ale also runs several food waste awareness campaigns to educate consumers on the impact that food wastage has on our environment. Creating a culture of awareness about food waste complements most social enterprises, as they often have an educational or cultural shift element (Grassl, 2022). The branding and messaging created by Toast Ale promotes consumers to rethink their purchasing behaviours and transition to eco-friendly habits.
Benefits of Toast Ale's funding model extend to environmental charities. Funds raised through the sale of product are allocated to charitable organisations who are focused on reducing food waste, promoting sustainable agricultural practices and conserving natural resources. Research in the social business space has shown that these types of charitable partnerships enhance the social mission of the organisation when the work being done aligns with its core objectives (Brown et al., 2019).
In addition to the monetary value generated through its business operations, Toast Ale also creates social value by fostering collaborative networks of suppliers, retailers and community members.
Supporting local bread makers and supporting eco-friendly organisations through Toast Ale is also about building connections across a supply chain. According to ethical research, creating connections through relationships allows you to have a longer lasting impact on people and accountability (Bhatt, 2022).




Impact on Stakeholders and Systemic Changes
Toast Ale has produced measurable outcomes because of its work. In addition to preventing the disposal of bread into landfills, this activity contributes to environmental savings. In addition, carbon emissions associated with beer production and food waste disposal due to lowering waste of food are also eliminated. These results correspond with sustainability literature indicating that environmental, social and economic value should all be incorporated into business practices (Kamaludin et al., 2024).
In addition to the environmental savings realised by Toast Ale, the organisation influences consumer behaviour. Through this campaign, Toast Ale encourages consumers to purchase and use sustainable products and to reduce their food waste. This aligns with the stakeholder theory of why organisations can influence society's values and visions (Awa et al., 2024).
Toast Ale also provides influence on the brewing industry. By sharing their recipe and encouraging collaboration between brewers, the organisation has been an advocacy for new ideas across the sector. This fits with the innovation literature within the business model innovation industry because sharing knowledge and exposure to new ideas allows social entrepreneurs to encourage systemic change (Tykkylainen & Ritala, 2021).
The contributions made through funding have had a long-term impact on environmental organisations. The funds raised through organisations will assist with project development, policy advocacy and research initiatives within the community. The literature about the social business model has shown that when charities and social entrepreneurs share their vision and purpose, it becomes easier to create larger and more effective impacts (Mahfuz Ashraf et al., 2019).
Conclusion 
Toast Ale provides a way of combining the innovative concept of developing environmental sustainability with the opportunity to operate a commercially viable social business. The transformation of bread into beer generates environmental, social and economic value and supports other sustainability efforts. Their hybrid model incorporates components from many social value creation theory, ethics theories, business model innovation and sustainability literature. The organisation decreases waste; encourages the public to change their behaviour; provides a financial incentive to support ecological funding; and encourages innovative practices within the brewing industry. As such, Toast Ale represents a good example of a successful mission-oriented entrepreneurial activity addressing a global ecological challenge through innovation.
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