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[bookmark: _Hlk55727101]INTRODUCTION:

“If you cannot measure it, you cannot improve it ”. – Lord Kelvin

With the recent launch of The Travel Corporation’s (TTC) 5-year strategy, ” How We Tread Right” (HWTR), we have turned a corner, and are heading in a new direction (TTC 2021). A direction where, if handled with care, will lead us on an exciting and rewarding path of purpose and positive impact. As reflected in my previous report (2020), we at Uniworld have both the opportunity and the ability to influence ten out of the eleven specific goals set within this strategy. The responsibility now lies with us to initialize methodical and practical steps across our operation which tackles each of these ten goals one by one.

The aim of this report is as follows:
1.) to provide a clear description of the proposed initiative and the specific HWTR goal which it would target, and its expected impact on our different organisational functions
2.) to illustrate the business case for this initiative
3.) to forecast an initial implementation timeline and required resources
4.) to recommend an assessment plan for measuring progress made

This report serves as the first in a series of implementation proposals targeting the achievement of How we Tread Right by 2025, and the specific goals which we at Uniworld can feasibly impact.
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[bookmark: _Hlk55658050]1. MEASUREMENTS AS A FIRST STEP

The existence of a sustainability strategy comprising of measurable goals within a business is merely one of several necessary elements required for improved sustainability performance  (Epstein, Buhovac 2010). The ability to measure, and then to report, is another vital element that determines a successful outcome (Putnik, Edwards 2009). In analyzing HWTR and its 11 goals, it has become apparent and has been previously reported (Higgins 2020), that one of the largest barriers which we currently face within our organization is our inability to measure actual impact across several areas, due to a lack of tools or processes in place, with one such example being the measurement of food waste across our fleet. 

In response to the Sustainable Development Goal #12 targeting Responsible Consumption and Production (UNWTO 2015), our HWTR strategy has set Goal #3: Reduce food waste by 50% across all hotels and ships by 2025 (TTC 2021). Two of the forty brands within TTC can impact this goal specifically, and one of them is us: Uniworld. To achieve this goal by 2025, we need to have accurate measurements in place that we may then react and reassess our current operations accordingly and implement the necessary actions which will decrease our food waste by the amount of minimum 50% over the next five years. It is for this reason that I hereby recommend the placement of a food waste management system (FWMS) on each of our ships across our fleet as the first in a series of future implementations.

Several varying food waste management systems have been created for use within the hospitality industry, and are relatively simple systems. They comprise of a digital weighing scale placed beneath a waste disposal container, where food waste is placed within, the category of waste selected on the accompanying tablet, and the weight is logged. These measurements are continuously uploaded into a cloud, where all data is stored and accessible for numerical and graphical analysis via their online data platform (Leanpath 2021). Certain systems also have a camera in place above the scale, whereby photos of each waste placement are taken, uploaded into the cloud and through the use of artificial intelligence, contents are broken down and recorded in the cloud as individual ingredients, allowing for a more advanced in-depth analysis (Winnow 2020). The data analysis platform results in increased awareness, and provides learning opportunities regarding the assessment of existing habits, and for operational adjustments to be made which further reduce food waste.

By request of our Directors team, and following several weeks of research, numerous FWMS providers have been approached to ascertain whether their product may be a feasible solution to measuring food waste across the Uniworld fleet and that an informed decision may be made regarding which partner Uniworld will proceed with in the near future.  In particular, three FWMS providers, Company A, Company B and Company C were found to offer a tool that theoretically meets our immediate requirements, and would enable food waste to be measured, as well as to facilitate data analysis. Their slightly varied products have been compared below in Table 1.





Table 1: Food Waste Management System Provider Overview and Comparison
	
	Company A
	Company B
	Company C

	On-site devices
	Tablet
Scale
Camera
	Tablet
Scale

	Tablet
Scale
Camera

	Artificial Intelligence
	Yes
	No
	Yes

	Training Provided
	Yes – onsight or online
	Yes – onsight or online
	Yes – onsight or online

	Initial requirements from our side
	· Menu cycles
· Recipes
· Ingredient costs
	· Menu cycles
· Costs per food group
	· Menu cycles
· Recipes
· Ingredient costs

	Comparative Labour Intensity
	Pre Installation: High
Start: High 
Post Installation: Low
	Pre Installation: Medium
Start: Medium 
Post Installation: Low
	Pre Installation: High
Start: Medium 
Post Installation: Low


	Reporting/Data Analysis
	
· Daily reports
· Weekly reports
· Multi site reports
· Weekly calls report reviews

	
· Always available to key users
· Multi site also available

	
· Always available to key users
· Multi site also available
· Real time feedback

	Coaching
	
· 3 kitchen coaching sessions included
	
· Web coaching @ extra cost
	
· Online collaboration with a community




The implementation of this FWMS will have an associated impact on several divisions of our organization:
1.) Operations: 
· The Culinary Department will be most impacted by this implementation regarding workload. Prior to installation, there will be a short term period whereby the Corporate team, together with our purchasing department will need to compile a file consisting of all ingredients used across each menu cycle, for each itinerary upon which we sail, as well as item pricing, which will then be uploaded into the system by our chosen partner. They will continue to be involved post-implementation in the analysis of data, and initiating resulting actions to be taken.
· Intensive training will be required in the first days of implementation for all team members involved in the food handling process onboard. This will be prepared and conducted by our Learning & Development Department in collaboration with the chosen FWMS partner. Continued support will be supplied by this department.
· The long term continued data analysis needs to occur to take full advantage of the learning outcomes, and adjustments to the menu cycle and standard operating procedures will allow for food waste decreases over time.
2.) Procurement:
· Impact within this area will be minimal, however, it is advisable to inform our food supply partners and ask for their support and flexibility as we inevitably make adjustments to our standard inventory orders based on the outcomes of our ongoing data analysis. This continued open communication further builds collaboration and shared commitment as partners in sustainability.  (Young, Kielkiewicz-Young 2001)
3.) Marketing:
· Once we have committed to our FWMS partner, this partnership should be communicated with all stakeholders, internal and external, and publicized to emphasize our commitment as an organization to our HWTR strategy, to increase awareness of the responsibility which tour operators have when it comes to managing food waste, not only to our clients but also to other operators within our industry  (Morsing, Schultz et al. 2008). As we also know, actions speak louder than words, and as data is captured, and progress is made, this should also be publicized to emphasize our continued commitment and celebrate achievements made. The achievement of relevant KPIs should be incorporated into our reward and bonus system.
· Inclusion of this implementation into our recruiting strategy, promoting our commitment towards sustainability and increasing our reputation as a trusted employer of choice for future talent (Galpin, Whitttington et al. 2015), as well recruiting employees who will support our strategy in the long term  (Bonn, Fisher 2011).


2. THE BUSINESS CASE: WINNING ON WASTE
[bookmark: _Hlk55666724]According to the Food and Agriculture Organization of the United Nations, it is estimated that approximately 1,3 billion tons of edible food are wasted across the globe per year, resulting in an estimated annual food waste cost of EUR620 billion  (FAO 2020). By implementation of a suitable FWMS, and thereafter setting appropriate actions to reduce our food waste, we are not only doing our bit for the environment by minimizing food waste and progressing within our #3 HWTR goal, our company also stands to gain on several levels.

Economic: According to Renouard, Mackenzie and Mansel, as our food waste is reduced we have the potential to reduce our food spend by anywhere between 2% and 7% annually– this is based on existing industry averages against our own 2019 actual fleet food spend totals, and equates to an estimated potential annual average saving of EUR500 000 across our fleet, with a return on investment after a 1.6% reduction in our current level of estimated food waste  (2020). 

Reputation: This benefit may be intangible, and difficult to quantify, however, should not be underestimated nor ignored when it comes to the potential positive impact on our company reputation and competitive advantage gain  (Lourenço, Callen et al. 2014). By using this as leverage in our marketing strategy to place us ahead of other organizations within our industry, we position ourselves further as a company of choice for those concerned with sustainable travel, with potential for increased occupancy and profit  (Hopkins, Haanaes et al. 2011) . 

Operational Efficiency: By continued assessment and analysis of our food waste, the aim is to identify exactly where over-production and unnecessary waste is occurring, and eliminating these instances. By doing so, we are reducing preparation time and operational input, thereby reducing working time of employees spent on food preparation which currently results in being designated as waste.

3. TIME AND MONEY
In order to implement a food waste management system across our fleet, specific resources will be required. 
Financial Resources Required: This is dependant on which partner we select as our provider, and expenses involved have been compiled here below in Table 2 as received individually in the form of quotations from Company A, Company B and Company C.


[bookmark: _Hlk61007476][bookmark: _Hlk61007898]Table 2: Financial Resourses for a Food Waste Management System
	
	Company A
	Company B
	Company C

	Annual Pricing for 1 ship trial 
	Option A:
EUR 4308 
Option B:
EUR 3228 plus configuration cost of £2,290 in first year
	Year 1:
EUR 6007
Year 2: 
EUR 4326
Optional: 2nd tablet for @ EUR762,50 per year
Impact suite and food waste coaching: EUR1690
	CHF 3880(for 8 month ave. season) plus configuration cost of CHF900 in first year
Optional : Additional CHF 3880 per device 

	Annual Pricing Fleetwide 
	Option A:
EUR 56004
Option B:
EUR 41964 plus configuration cost of £29770 in first year
	Year 1:
EUR 64341
Year 2: 
EUR 42488
Optional: 2nd tablet for @ EUR762,50 per year
Impact suite and food waste coaching: EUR19838
	CHF 46800 (for 8 month ave. season) plus configuration cost of CHF11700 in first year
Optional : Additional CHF 3880 per device 



Human Resources: Throughout the actual implementation phase, as well as post-implementation, employee input is required in the realization of this project. A forecast of this requirement has been summarized here in the visual timeline represented in Image 1 below, as well as the accompanying Table 3.
[image: Chart

Description automatically generated]Image 1: Visual Time line for Implementation of a Food Waste Management System

Table 3: Implementation Phases, Milestones, Duration and Accountability
	Phase
	Description
	Duration
	Accountability

	1
	Quotations gathered, recommendation report prepared and shared with Decision Making team. Secondary round of demonstrations given by a narrowed down selection of potential partners
	4 Weeks
	UW Project Lead

	2
	Virtual ship visits for partner and technical needs survey

	2 Weeks
	UW Project Lead
FWM Partner Lead

	3
	Menu Cycles and costings prepared internally per ship and passed to partner for uploading and refinement
	8 Weeks Internal
4 Weeks External
	UW Culinary Director
UW Culinary Corporate Chef
UW Purchasing Manager
FWM Partner Lead

	4
	Internal communications plan agreed
	1 Week
	UW Project Lead
UW Culinary Director
FWM Partner Lead

	5
	Onboard Introduction and training facilitation and ongoing Artificial Intelligence system training
	8 Weeks
	UW Project Lead
UW L&D Department
UW Culinary Corporate
FWM Partner Lead

	6
	Baseline creation
	3 Weeks
	Onboard Executive Chef
FWM Partner Lead

	7
	Reduction phase, making adjustments and taking action based on reporting and analysing
	6 Weeks
	UW Project Lead
UW Culinary Corporate
UW Executive Chef
FWM Partner

	8
	Review progress made and adjust KPI/targets and actions taken accordingly
	Ongoing
	UW Project Support
UW Directors
UW Culinary Corporate

	
	
	
	

	Milestones
	Description
	Expected Date
	Accountability

	1
	Decision taken/contract signed
	January 31, 2021
	Managing Director

	2
	Equipment Delivered Fleetwide
	March 31, 2021
	FWM Partner
UW Project Lead
UW Purchasing Manager

	3
	Projected start date of sailing
	April 30, 2021
	

	4
	KPI/Targets set and communicated
	May 31, 2021
	UW Project Lead
UW Culinary Director
UW Culinary Corporate

	5
	Survey sent out by FWM partner to involved employees for feedback. Project Lead steps back as supporting role and hands project over to Culinary Corporate Chef.

	July 15, 2021
	FWM Partner
UW Project Lead
UW Culinary Corporate




ASSESSING OUR PROGRESS:
To continuously assess and monitor our progress towards the achievement of the HWTR Goal#3, and aiding in the realization of the ultimate success of our food waste management project, the recommended Assessment plan is presented below in Table 4. It should be noted here that the below-displayed metrics have been created for the first year of FWMS use, and expected annual outcomes should be revised on an annual basis to allow for sufficient progress and the ultimate 2025 achievement of our goal.



Table 4: Recommended Assessment Plan
	Metric Category
	Specific Metric
	Data Collection Method
	Data Collection Frequency
	Functional Data Collection Owner
	Person Responsible for Delivery Outcome

	Financial Performance
	
	
	
	
	

	
	Decrease food cost by fleet average of 5% in first year of operation
	Food Waste Management System Data Platform
	Monthly
	Corporate Chef
	Onboard Executive Chef

	Operational Performance
	
	
	
	
	

	
	Decrease physical fleet average food waste by 30% in first year of operation
	Food Waste Management System Data Platform
	Monthly
	Corporate Chef
	Onboard Executive Chef

	Product/Service Quality
	
	
	
	
	

	
	Maintain guest satisfaction survey results for food at minimum of 96% across the fleet
	Guest Satisfaction Surveys
	Per Cruise
	Hotel Manager
	Onboard Executive Chef

	Employee Satisfaction
	
	
	
	
	

	
	Achieve NPS of min. 65% from employees directly involved in food waste management system implementation
	Employee survey
	Annual
	FWM Partner
	Project Leader





CONCLUSIONS AND RECOMMENDATIONS:
Through the implementation of this food waste management system as our first step in the realization of How We Tread Right, we turn a corner.
As shown here, with the implementation of just one tool on each ship across our fleet, slight adjustments to how we have worked until now, increased cooperation across several departments and collaboration between partners, the potential gains for us as an organization are tantalizingly impressive. By ensuring we have the ability to measure our impacts across our operation and being able to identify and justify any need for operational or behavioral change within our organization through this quantitative measuring and analysis, we open ourselves up to numerous possibilities in the realistic achievement of our HWTR goals. 
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