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The Business Case for Sustainability

“A business case for sustainability intends and realizes economic success through (and not just with) an intelligent design of voluntary environmental and social management” - Schaltegger and Lüdeke-Freund 2012.

Campus Life at Swansea University is my area of focus for this assignment. 
After researching different areas of the business and the office within the larger industry, Swansea University, it brought up some key focus areas of which I will look at in depth for this project. 

Campus Life sits inside the larger organisation of Swansea University. As a whole, the university has in the region of fifty pieces of legislation along with a number of requirements on its legal register – with areas ranging from waste to carbon, pollution to biodiversity. Initiatives run by the sustainability team within the university are somewhat distributed to departments within the organisation. 
The first area to improve upon would be how information is communicated, of which I will go into detail in the strategic plan.

The Campus Life department, even though part of a larger organisation with sustainability initiatives and legislations, is yet to have their own sustainability handbook for the office. This will be a key area for the office to work upon, heads of department will need to create this for current and future employees to follow and use as a guide in sustainable practise.

Focus areas that have been highlighted as opportunities within Campus Life are:
· Waste and recycling 
· Electricity
· Travel
· Procurement
· Staff well-being

These key areas will be looked at in detail, with some having more opportunities than others and some opening up some challenges. As Campus Life is part of a bigger organisation, there are some areas that are strongly dictated by the larger organisation. Heads of departments and employees can control their own space, but areas such as procurement are handled by the larger organisation. Likewise with certain items, such as paper, which comes from certain suppliers. These pose challenges, as there are more steps to take, and perhaps a longer timeline, to change these into more sustainable areas.

Taking into consideration the four principles of sustainability, which according to Wilson (2003) are sustainable development, corporate social responsibility, stakeholder theory, and corporate accountability theory, the strategic plan will be created. Throughout the strategic plan these key principles will be dictating what changes the Campus Life office could make, in line with the four values. 



Strategic Plan

Foreword
Businesses have an immense effect on both individual and societal levels. There are four types of corporate social responsibility that are generally accepted: “environmental sustainability initiatives, direct philanthropic giving, ethical business practices and economic responsibility.”

It is becoming more common that businesses in society need to take the position of supporting sustainable practise, therefore creating a need to implement certain guidelines and procedures within their organisation. Many governments have begun implement laws for businesses to follow. It is the businesses responsibility to abide by these, and encourage staff to comply.

Process 
Following the Welsh Governments guide to creating a strategic business plan, businesses need to undertake the following:
· A distinct and determinate path
· Defined and measurable inputs and outputs
· A corresponding set of activities and plans
· A fixed amount of resource
· A structure for governance and delivery

The Campus Life office is an already established department within Swansea University. There are already procedures in place, however there are no current sustainable guidelines in place for staff to follow. There are processes of which the larger establishment communicates to departments – these need to be implemented in formal manner.

Value creation
Business cases have certain fundamental drivers, which are outlined below. A sustainable business case is no different:
· Costs and cost saving
· Risk and the reduction of risk
· Reputation
· Employer attractiveness
· Inventive capabilities

A sustainable business plan is now becoming essential, not only for the planet but as law. Government guidelines all over the world are updating their regulations for businesses to become more in line with sustainable practise. An important driver for business is not to get left behind, and, if anything, become ahead of the curve. 

“Traditional business models aim to create value for shareholders, often at the expense of other stakeholders” (Harvard Business Review 2016). Sustainable businesses are creating models that generate value for all stakeholders, from employees, to where products are coming from, to society as a whole – whilst taking into consideration the planet.

Research has show that people in general are more focused on the environment now that ever previous, an international study by Unilever revealed that 33% of consumers are now choosing to buy from brands and businesses that they believe have a positive social or environmental impact. Focusing more on a purpose will put businesses in demand. Unilever’s Chief Communications Officer said, “This research confirms that sustainability isn’t a nice-to-have for businesses. In fact, it has become an imperative.”

Challenges and opportunities
There are certain challenges for Campus Life whilst implementing sustainable business practise. Firstly, the core values and principles of sustainable business must be the core driver in pushing forward the business.

Swansea University have created an app titled SWELL – this is where staff can log their sustainability progress and win awards. Each department works as a team to gain the most points. This is a great opportunity to promote sustainability and have departments more involved in the process to a greener future within the university. The outline for this is already created, so little work needs to be done here, making this a quick and easy win for the team.

Challenges lie mainly in the fact Campus Life sits inside a larger organisation that has their own rules and procedures. On the whole, Swansea University is a forward thinking place of work that have won multiple awards on their sustainable practices, which is promising for individual departments. However, for greater progress to be made rules sometimes need to work their way up the hierarchy before they are essentially ‘passed’ as okay to implement. This isn’t time efficient, and will be a challenge – especially when momentum is needed.

As mentioned at the start of this project, the sustainability team within Swansea University attempt to disseminate information to different teams within the university. I propose that at least one staff member from each department (depending on the size of the team) are pinned as environmental co-ordinators. Environmental coordinators would help communicate sustainability procedures, training, university direction and best practise. They would be monitored by bi-monthly meetings, which the sustainability team would lead, with all environmental coordinators from departments attending and feeding back. For example, there are monthly beach cleans run by the sustainability team that cover both campuses, this could be something used as a team bonding activity as well as staff-wellbeing. The role of the environmental coordinators is vital to communicate information and initiatives and generate a movement. During feedback at meetings, there will be accountability in actions, and this is an important driver for departments wanting to do well.

In a report published by the Journal of Managerial Psychology incentives are shown to be a key driver in regards to sustainability. 

Interestingly, 45% of Swansea University students are international, international students pay higher fees than home students. There is also financial gain to be made in this aspect.

Waste and recycling
The key within Campus Life is firstly to minimize waste within the office. Secondly, what is wasted needs to be effectively recycled in a way it has a minimum negative effect on the environment. Within the office space there is a shared kitchen, of which there is recycling for glass, tin, paper and food. These are well used by staff. However, in separate offices, there is just black bag waste and paper. This could be improved by included all recycling bins in each office to make green choices easier for staff. A ‘waste warden’ for each department would benefit not only the Campus Life office, but also the university as a whole. The waste warden would be there to answer questions on recycling. Basic knowledge on waste and recycling would be required, and/or to have a page of information to show to those who need it. Any complex questions would be passed on to the sustainability team based within the university.

Electricity
For the past few years, the sustainability team have taken part in the ‘black out weekend’ and encouraged (somewhat successfully) all departments within the university to take part. The idea is to ensure all electronic equipment is fully shut down/switched off at the end of the working day (around 6pm) for the entire weekend, until Monday morning (around 8am). The below images show the difference between a black out weekend and an average weekend within the Campus Life office that is based in Keir Hardie building.

Blackout 2019 comparison data:

	Non Blackout Weekend kWh
	1437

	Blackout Weekend kWh
	1348

	Difference kWh
	89

	Savings £
	£13

	% difference
	-6.2%



Blackout weekend 2019 resulted in electricity consumption savings of £13 at Keir Hardie when compared to a non-blackout weekend, it is estimated this would result in £260 savings if Keir Hardie Blackout savings were applied to all weekends during non- British Summer Time (BST) months.
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Here shows not only a sustainability driver, but also a financial one. There are cost saving opportunities for simple changes, i.e. turning off all computers, printers, lights etc. inside the office at the end of everyday, not just black out weekend once a year. The savings can be quite substantial, not only within the office but across the university if this were to be implemented successfully.

Travel
The Campus Life department could benefit by encouraging staff to use public transport, car share, or cycle/walk to work where appropriate. There are priority spaces at Swansea University reserved for staff who car share, these need to be advertised appropriately to departments. Further to this, departments need to work together to see what employees could potentially car share - rather than leaving it to the employees themselves. There is a money saving incentive here on petrol/fuel, whilst also having a ‘better’ space at the university car park. The Campus Life office does not currently promote car share or the incentives, so this is an opportunity within the office.

Within travel lies some challenges, if all staff were to car share, they would not be enough priority car share spaces to accommodate the amount – therefore taking the incentive of car sharing away. If this were to happen, conversations between the department and the central sustainability team would need to take place to either increase priority spaces or alternatively create another incentive. 

Procurement
Encourage the Campus Life department to use sustainable suppliers and contractors where possible, or in place use local suppliers and contractors – supporting the local community. Using local suppliers increases the positive relationship with the local community. There is a community team based within Campus Life – connections here can be utilised to source local businesses whilst also spreading the word and bettering the universities reputation as a whole. I would advise working with the press team inside the university to create good news stories about staying local, which can send to local press to further reach.

Staff wellbeing 
Staff wellbeing is now a main focus point for most employers. It is a well-known statistic that people spend on average nearly a third of their lives in work. Employee wellbeing is a large part of sustainable practise in the work place. 
Unsurprisingly, committed staff are estimated to put in 57% for effort to their job roles, they are also 87% less likely to resign, a study conducted by the Corporate Executive Board has shown.

A study by Edelman (2014) found that when society has trust in a business, they “respect the views of employees there more than any other stakeholder.” This benefits the business by creating a reputation that holds up morally. This will be in the universities favour by contributing to a good reputation both locally, countrywide, and internationally. This is also time efficient - spending less training time on new employees.

United Nations, WHO and ILO have a set of principles, which state that every individual on the planet “has a right to healthy and safe work and to a work environment that enables him or her to live a socially and economically productive life.”

Creating value for not just stakeholders but society as a whole is important. Many businesses now give back to the local or wider community. Campus Life would benefit from organising volunteer away days either as a full team or at least smaller teams inside the department. This will contribute to meaningful practise and being a part of something. This is also a driver for employee satisfaction. Businesses that invest in sustainable initiatives create a desirable culture within the organisation. Additionally, “companies who embed sustainability in their core business strategy treat employees as critical stakeholders, just as important as shareholders.” (Harvard Business Review, 2016)

Leadership and reporting structure
“Responsible leadership is based on the concept of leaders who are not isolated from the environment, who critically evaluate prevailing norms, are forward looking, share responsibility, and aim to solve problems collectively. “Adding such a responsibility orientation helps to address critical issues that persist in research on ethical leadership.” (Voegtlin, 2015)

A reporting structure will need to be created for the department to be held accountable and responsible for their sustainable actions. Ultimately, this will lead back to the sustainability team, where updates on procedures will be updated. I propose this goes through the environmental coordinator; therefore there will be one point of contact within the office to report back.

Handbook
I propose Campus Life create a sustainability handbook for the office, with the assistance of the central sustainability team within the university.  This will ensure procedures either equal or accede current standards in place. The office can be at the forefront of the university – becoming the lead department and essentially trend setting to other departments. 

Final word
Evidence shows that sustainability is going mainstream – it isn’t enough to have guidelines that aren’t promoted. Sustainability handbooks need to be created and correctly implemented for each business and department. Companies need to be forward thinking and acting in regards to sustainability. Sustainability needs to become a core area in the business, not only to for financial reasons, but for staff wellbeing and the planet. The sustainable business strategy within the Campus Life office will drive enthusiasm and loyalty from employees, customers, suppliers, communities and investors. Whilst also contributing to innovative solutions and a general sense of a team working towards a bigger purpose.
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