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Introduction

“Sustainability is one of the most crucial aspects of doing business in today’s world” (Acar et al. 2019). 

Today’s ever-changing trading landscape demands challenging the status quo, a shift in mindsets and improving sustainability approaches (ERM, 2021). It highlights the significance of climate change, and the urgent need to adapt. It is perhaps the most challenging environment a company has ever faced. Companies are becoming vulnerable to the increasing scarcity of raw materials, the rising costs of raw materials, interruption to supply chains, as well as a new competitive landscape of disruptive innovators and rising expectations from customers (Revell et al. 2009; Acar et al. 2019; Kellard, 2019). Yet the current landscape is merely a snapshot of how the current markets and systems will progress without a significant shift in business models and strategies (Acar et al. 2019).

Consumer awareness coupled with a demand for transparency amplify the need for businesses to act (Acar et al. 2019). While the need for more sustainable solutions is being recognised by national governments, it is the business sector that has “both the resources and the self-interest to act” (Kellard, 2019). 

This report seeks to review the current level of sustainability within online retailer, Good Club. The report begins with company profiling, introducing Good Club’s mission, core values and a brief outline of their current practices. The second part reviews Good Club’s sustainability practices in more detail comparatively to the trading landscape in which it operates. This paper seeks to highlight areas for Good Club to strengthen their operations to increase their positioning in the marketplace, with particular focus on value creation.  

Company Profiling 

Mission 

Good Club’s mission is to “help everyone live more sustainably” (Good Club, 2021a). Offering a zero-waste closed loop service for grocery deliveries, Good Club aims to “accelerate the elimination of packaging waste from groceries” (Good Club, 2021a).  Their core values (figure 1) form the current sustainability practices and processes that will be discussed in section 1. 
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Section 1 – Current practises

This section aims to identify the current sustainability practices, processes, and initiatives that Good Club have adopted. 

Plastic Waste 
Good Club is focused on “redesigning the single-use society” (Good Club, 2021a). In January 2021 Good Club launched its closed-loop zero waste range. Using a refillable, closed loop operation delivering pantry staples to households, reducing the need for single-use packaging. Good Club hopes by supporting the reduction of plastic use, this in turn will reduce the carbon emissions created from plastic manufacturing (Good Club, 2021). 

Sustainable Sourcing 
In addition to the central aim of reducing the need for, manufacturing of, and disposal of plastic waste, Good Club is also committed to sustainable sourcing. Good Club only works with producers and brands that comply with a sourcing policy which includes reducing carbon emissions; sourcing local as much as feasibly possible with a zero air-freight policy (Good Club, 2021b). Good Club champions organic produce believing that organic produce is healthier for our environment and our health, Good Club sources only the highest welfare animal produce, and seeks transparency in the environmental and ethical policies from their suppliers. 

Good Club do not hold any certifications currently which support the claims behind the sustainable sourcing principles (Organic, B Corp). There are also several initiatives and trusts within the UK that Good Club could engage with to support their ambitions. This multi-stakeholder engagement would further enhance the brands credibility and integrity (Epstein and Roy, 2003; Searcy 2019). This point will be further explored in section 3 of this report.  

Operations
Good Club has recently moved from a multi-site warehouse to one warehouse, which improves its energy efficiencies. The new warehouse has sensor lighting to reduce energy use. Within the cleaning process a non-hazardous detergent is used, however there are no controls over water or heat usage (and source).  There is huge scope to improve the process here looking at the heating, electricity, and water recycling within the cleaning process.  

For deliveries Good Club uses 3rd party hauliers with varying commitments to their environmental impact. There is a huge opportunity to improve on the operations at the centre of Good Club’s operation. One conflict is Good Club’s operating size and its reliance on 3rd party companies, and the assumption that adapting operations are not yet within Good Club’s scope of control. This point will be addressed in section 2 of this report. 

Carbon Emissions
Good Club is a member of Tech Zero, a climate action group supporting technology companies that aim to accelerate progress to net zero (Tech Zero, 2021). “Companies that join Tech Zero commit to measuring their scope 1-3 emissions” (Tech Zero, 2021). It is not yet clear how Good Club intends to measure its scope 1-3 emissions, or how it intends on reducing them. 

In addition to Tech Zero, Good Club has signed up to a climate solutions partner, Ecologi. This initiative funds both tree planting and carbon offsetting projects (Ecologi, 2021). At the time of writing Good Club had offset 21tonnes of carbon and planted over 1,000 trees (Ecologi, 2021). This initiative was implemented to not only plant trees and invest in healthy ecosystems, but to offset carbon, providing Good Club an immediate solution to offset the carbon of customer deliveries. The intent of purpose with this initiative should be celebrated, but companies must address their carbon emissions up front, rather than seek offsetting projects. It is hoped that as Good Club focus on their Tech Zero commitments, carbon emissions will be measured and reduced through efficiencies and operational improvements rather than the reliance on offsetting. As Downie (2007) points out, evidence shows that the potential for carbon offsetting to reduce greenhouse gas emissions is limited and ineffective. 

Food Waste 
Any food waste resulting from Good Club’s operations through both damages and returns is donated to a local food bank. 

Green Finance
Good Club offers its employees a pension scheme with an ESG approach, with funds that are designed to offset climate change (Smart Pension, 2021). Good Club is a venture capital business and has several investors from sustainable organisations and not-for-profits, which both challenge elements of the business and support ‘greener’ credentials. This in turn proves that sustainability becoming the focus of Good Club’s model and strategy posits the company in an advantageous and attractive position for further funding. 

The above outlines several practices, processes, and initiatives that Good Club is undertaking to become a sustainable business. Good Club has a clear commitment to the sustainability of the inbound raw materials that it purchases, and the outbound closed loop service that it provides. Good Club is now able to optimise the practices they already have in place, integrating them into a business strategy, rather than managed independently of one another in ad-hoc siloed functions (Carter and Rogers 2008; Lubin and Esty, 2010). 

As Lubin and Esty (2010) explain, companies must transition from siloed approaches to strategic integrated processes. It is important for managers to understand that sustainability cannot be looked at as one-dimensional, but rather as a multidimensional opportunity (Hart and Milstein, 2020). Managers are recommended to link sustainability and operational performance (Acar et al. 2019), so an organisation’s sustainability initiative and its strategy are closely interwoven (Carter and Rogers, 2008). Therein lays the biggest opportunity for Good Club, in its next steps to becoming a sustainable leader in the grocery sector. 

Another consideration is that it appears publicly that the ‘sustainability strategy’ of Good Club is centrally focused on the closed loop service, this is an outbound only practice, an external service for customers. This puts Good Club at risk of their sustainable intention being viewed as purely commercial, leaving stakeholders to question the intention and seriousness of the firm’s claims (Acar et al. 2019). 

Section 2 The Landscape 
This section hopes to contextualise Good Club’s sustainability comparatively to the food sector, whilst also addressing the implications and responsibilities of SMEs and larger organisations when looking at embedding sustainability into organisations. 

Food Industry 
The food sector is a major burden for the environment from growing crops (pesticides, fertilisers, deforestation) to production (waste, energy consumption), to delivery (emissions and excessive packaging and disposal after consumption (Acar et al. 2019). Companies involved in the supply chain should take part in the reduction of environmental impacts not only as their responsibility from a ‘polluter pays’ principle (Dietz et al. 2006), but because their trading success relies on sustaining or redesigning the systems that they rely upon. 

The sustainability of the UK food sector is ranked 16th out of 28 EU countries, a “poor performance from one of the largest economies in the world” (Food Ethics Council, 2019). Good Club is well positioned comparatively to optimise their market share. This further outlines the opportunity for Good Club in proactively embedding sustainable practices, with a resilient, adaptable, and sustainable operation which can scale up as their market share increases.

SMEs vs Large Organisations
One conflict of interest is Good Club’s size, being an SME there is a common assumption that sustainability is only a concern and consideration for large organisations. However. policymakers are increasingly recognizing the integral role that small firms must play in resolving environmental problems (Revell et al 2010). It is impossible to realise sustainability without sustainable SMEs (Acar et al. 2019, Revell et al. 2010). More importantly, for SMEs to succeed in reform they require the support and proactivity of their owners and managers (Revell et al. 2010). 

The food industry is highly competitive, with brand reputation of critical importance. The combined market share of the four largest food and drink retailers in the UK was 51% in 2019 (GOV.UK, 2020). Falle et al. (2016) explain incorporating sustainability into small enterprises improves their competitive position “vis-à-vis large-scale enterprises”.  

Section 3 Creating Value  
Sustainability can be achieved by simultaneously considering social, environmental, and economic activities (Acar et al. 2019; Carter and Rogers 2008). Whilst this report has already addressed the current practises of Good Club, outlining its service designed to eliminate plastic waste from household grocery shopping (Good Club, 2021a), there is an opportunity for Good Club to begin to look beyond their packaging solution. Lubin and Esty (2010) posit that companies in sustainability may begin by focusing on cost and risk reduction, but over time, develop strategies for increasing value creation, such as brand and culture. 

Reducing plastic waste & the circular economy 
Good Club’s ambition to redesign grocery shopping and eliminate plastic waste through a closed loop solution puts it in a leading position to contribute to a circular economy. Geissdoerfer et al. (2019) highlight, like Good Club, many companies are becoming increasingly aware of the value potential promised by a circular economy. Accenture (2021) have calculated that the circular economy will be worth $4.5 trillion by 2030, presenting a unique opportunity for businesses proving that the circular economy offers significant competitive opportunities. 

45% of global greenhouse gas emissions come from the way we make and use both products and food (Ellen Macarthur Foundation, 2021). Therefore, a circular system would significantly contribute to a reduction in emissions.  Optimising the already established closed loop packaging solution within the full operation would support Good Club’s Tech Zero commitment.  

Socially, Good Club is well positioned to educate and support a shift in consumer behaviour. 
Deloitte (2021) found that “avoiding single-use plastics is the most common way consumers demonstrate a commitment to sustainability” with 61% of consumers saying they have cut back. Good Club can leverage its closed loop packaging model to educate and support more ethically minded consumers in doing the right thing (Giessdoerfer et al. 2019). 

Value Creation 
There are two main strands to implementing sustainability in business, the first focusing on risk and cost reduction, and over time developing strategies for value creation (Lubin and Esty, 2010). This report analysis has highlighted a gap in stakeholder consideration between operations and strategy. Good Club would find creating mutual sustainability interests among each stakeholder group (investors, suppliers, customers, employees, communities) can foster a feeling of inclusion, leading to enhanced reputation growth (Horisch et al. 2014; Hart and Milstein, 2013). Importantly, stakeholder considerations add a long-term perspective, which facilitates sustainability strategy in defining value creation for long term success (Horisch et al. 2014). 

One key element that could benefit Good Club in value creation is a clearer articulation of its purpose: Is it to reduce plastic pollution? Is it to provide sustainable groceries? 

Purpose is the fundamental reason for an organisation existing, and it is an important element when designing a business model with the resilience to trade in our ever-changing world (ERM, 2021).  Deloitte’s (2014) report on a “culture of purpose” found several benefits to a business focusing on purpose rather than profit. Namely, organisations focusing on purpose are more likely to find long-term success and strong financial performance, which builds business confidence. Business must understand that its purpose must include creating value beyond economics for customers, employees, suppliers, communities as well as shareholders and financiers (Freeman and Ginena 2015).

Conclusion
Good Club may be overlooking just how beneficial its model can be by not looking at sustainability holistically within the organisation. A business strategy that reflects a company culture underwritten by holisitically-driven sustainable practice would serve to strengthen Good Club’s market position. 

Recognising this would create value, new product design, brand integrity, employee commitment, customer engagement, while also allow it to gain confidence from investors, amounting to competitive advantage (Fromartz, 2009). 



“The goal is not to crack the code but to catch the rhythm”
								(Bateson, 2016)
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Simplifying sustainability — “Good Club exists to provide simple, sustainable grocery solutions
to reduce our environmental impact”

Eco-friendly groceries — “Good Club is dedicated to sourcing sustainable groceries from
sustainable producers who share our commitment to living well, without it costing the planet”
Eating well — “Good Club only sells products that are free from GM, and unnecessary
ingredients, avoiding products that contain artificial colours, sweeteners, hydrogenated fats or
preservatives”

Packaging waste — “Good Club are pioneers committed to treading lightly on the planet.”
Focusing on packaging that is better for the planet primarily through reuse, and if not,
packaging must be “recycled, recyclable or reusable” .

Cruelty free — “Good Club only sell Leaping Bunny certified products and will only list

products which are free of parabens and phosphates.”




