


Introduction
Food waste is a significant contributor to the carbon emissions and degradation of the natural environment. Commercial markets are responding to this challenge by creating social enterprises such as Toast Ale that integrate sustainable practices within those markets. The creation of craft beers from surplus bread otherwise discarded by traditional brewers’ positions Toast Ale as part of the burgeoning circular economy movement. The Social Audit Network (SAN) framework provides a systematic way to evaluate how Toast Ale creates social and environmental impacts through the transformation of its surplus bread resource into tangible social and environmental benefits over the long term.
There is considerable evidence supporting the benefits of hybrid business models that combine commercial activity with environmental goals to produce societal benefit when guided by ethical governance and mission clarity (Nyssens, 2021; Bhatt, 2022). This report will demonstrate how Toast Ale demonstrates these principles (Dart & Gates, 2024). Society has an ever-growing concern for the negative impact of waste on our planet and food waste as an issue that contributes to many global problems. This has led to increased research into the importance of having a clear understanding of how to create profit while eliminating waste from business operations. The input of resources used to create, brew, distribute and sell/buy beer or any other product is a good example of how a social enterprise like Toast Ale can create and share value with customers, suppliers, community members and investors to generate profits while addressing important issues (Bhatt, 2022). The theories of change being applied by Toast Ale and other similar businesses are meant to map out what they hope to achieve through their operations to continue creating value for consumers, suppliers and investors in the future.
To continue supporting the needs of the community and business partners, Toast Ale's operating model is adaptable to changes in the environment and operate on the idea that as businesses continue to adapt to needs in society, the impact will be positive for consumers, suppliers and investors. By using the theory of change framework for creating a business model, Toast Ale has included ethical reasoning as part of their overall operational strategy. This has allowed Toast Ale to blend ethics and business through sharing information, including having open-source recipes for beer and allowing others to replicate their model of producing beer from surplus bread. The hybrid business model is used by the Toast Ale company as they use social capital from partnerships with bakeries to help them achieve their environmental goals and provide a means of accessing the surplus of bread that they use to create beer. According to hybrid business model theory, social enterprises combine the logic of running a business with the mission of increasing to improve environmental sustainability by creating revenue through the sale of products that support their social objectives (Grassl, 2012). Toast Ale is a good example of this hybridity in action in their creation of a saleable product directly from wastage in the process of making beer.
Mission and vision 
Toast Ale's business activities are an important part of delivering their mission. The key components of the Business Model Canvas explain that the components of the value proposition, production resources, and customer segments, respectively, need to be aligned with each other to be successful at delivering their mission (Qastharin, 2016). Toast Ale's value proposition is focused on producing beer sustainably, and this value proposition is linked with an environmental message.
The literature on the performance measurement of social enterprises states that the connection between an organisation's input of resources and its mission outcome must be established. Therefore, organisations must provide information regarding their inputs, in addition to information on the environmental benefits achieved from using their products and processes (Costa & Andreaus, 2021). Toast Ale uses both a carbon footprint report and metrics on waste reduction to validate its claims of being an environmentally responsible organisation.
Social enterprises must innovate within their business models to sustain their impact. Research conducted on social enterprise innovation concluded that both diversification within the enterprise and the development of partnership-based models are beneficial to enhancing the resilience of social enterprises and expanding their reach (Tykkylainen & Ritala, 2021). Toast Ale works with breweries around the world, shares its recipe with other breweries through an open-source license, and runs campaigns to increase awareness of food waste and how it can affect environmental destruction.
Toast Ale engages in several types of activities that are designed to fulfil their mission. They produce beer from the surplus of bread that they collect from bakeries, build relationships with bakeries to ensure they acquire ingredients in an environmentally sustainable manner, run campaigns to promote food waste awareness, and reinvest profits back to help fund environmental charities. They also work with restaurants and breweries to promote circular economy principles and to reduce waste throughout their supply chains. The creation of surplus bread used in the production process, along with the number of beers produced and the carbon savings brought on, along with the funds raised to be used to donate to environmental partners are purposed outputs from these activities. The use of ethical governance demonstrates transparency in sourcing, production, and donation processes associated with these output types, reflecting the views of Bull and Ridley-Duff (2019) regarding the need for ethical coherence in operation and concludes that Toast Ale is one of many organisations participating in the movement to reduce food waste described by Reficco et al. (2021) due to its transition from a "single issue" approach to addressing systemic problems.
Scaling studies show that organisations that diversify and work with many partners have greater impacts on society (Jha et al., 2021). Through the partnerships created with breweries throughout the world, Toast Ale has developed a method of scaling that is orientated towards collaborative partnerships, rather than centralised scaling of production.
Outcomes Produced
The SAN framework is a tool used to understand the effects of an organisation’s outputs. Consistent with the SAN framework, Toast Ale can produce significant positive effects on the environment by reducing the amount of bread that is disposed of, reducing emissions associated with production, and increasing public awareness of sustainable consumption methods. Research done in the sustainability area confirms the growing trend of organisations adopting a "triple bottom line" (environmental, social, and economic) approach to maximise their impact on society (Nogueira et al., 2023), with Toast Ale being an example of an organisation producing commercially and environmentally sustainable beer products. Toast Ale actively participates in campaigns and partnerships to educate consumers on how to reduce waste and create behavioural change to improve sustainability.
Narrative-based methods have demonstrated, according to ethical research, that they can change people's perceptions regarding sustainability and encourage them to make changes in their daily lives to make more sustainable choices (Bhatt, 2022). Toast Ale's recruitment of the community through its branding and community engagement is a way to normalise a circular economy idea.
The economic benefits derived from Toast Ale's sustainability initiatives include the creation of jobs, the development of innovative markets, and the generation of revenue to support environmental charities. As shown by Mahfuz Ashraf et al. (2019), social businesses are well positioned to contribute to the achievement of development goals when social and financial goals are aligned.
Toast Ale's positive impact extends beyond its immediate impact on the food and beverage industry, and it contributes to the systemic change occurring in this industry. Toast Ale advocates for food waste reduction and challenges the industry view of sourcing as a sustainable method for producing products. Stakeholder theory asserts that by engaging with stakeholders, such as suppliers, customers, and partner organisations, organisations enhance their social value and create collective responsibility for sustainability (Awa et al., 2024). Toast Ale has developed and operationalised model of stakeholder engagement by working with numerous stakeholders across different sectors.
According to Pasamar et al. (2025), increasing institutional pressure for sustainable operations has caused businesses to adopt environmentally responsible practices as society's expectations demand it. Toast Ale's success demonstrates how to develop a business model that is commercially viable which encourages other businesses to develop sustainable operations. By creating an open-source recipe and partnering with restaurants and breweries to replicate the Toast Ale model, Toast Ale provides an example of how innovations can be diffused throughout the entire industry.
Research on sustainable operations indicates that businesses that reduce waste and incorporate recycled materials into their operational processes will help stabilise the environment in the long term (Gimenez et al., 2012). Toast Ale's products demonstrate how circular production processes can mitigate negative ecological impacts and serve as a source of inspiration for establishments around the world to create similar sustainable business models.
Conclusion 
In conclusion, Toast Ale represents a strong example of how social enterprises can establish solutions to present-day environmental problems through innovative business models. The SAN framework illustrates how inputs, activities, outputs, and outcomes for Toast Ale are built around sustainability, the creation of social value, and waste reduction. Academic research has been utilised to support this conclusion by identifying the importance of hybrid business models, ethical responsibility, stakeholder engagement, and sustainability in developing effective social enterprises. In addition to supporting environmental charities, Toast Ale provides public education, transforms the food and beverage industry, and encourages collaboration between businesses globally. This demonstrates how innovative entrepreneurial strategies can play a meaningful role in combating climate change and reforming food system.
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