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1. [bookmark: _Toc92647077]Executive Summary
In February 2021, the UN declared the year as ‘crucial’ (United Nations, 2015) advising that more ambition is necessary if member states are to make net-zero emissions a reality. COP26 delivered further calls for action, and in November 2021, the Scotch Whisky Association (SWA) acknowledged that while progress has been made among its members, progress needs to go further and faster (SWA, 2021c).
In response to these growing concerns and ongoing sustainability trends, Gordon & MacPhail (G&M) have reviewed previous sustainability initiatives to develop a detailed understanding of progress made against the SWA Sustainability Strategy to date (SWA, 2021a).
The review found that, while G&M had made some progress, the initiatives have been ad hoc, and the Senior Leadership Team (SLT) have acknowledged that much more can be done.
The SWA has made four specific sustainability commitments aligned with the UN Sustainable Development Goals (United Nations, 2015). As full members of the SWA, G&M are committed to these. 
	
	Commitment/Theme
	SDG
	SWA Target

	1
	Tackling climate change
	7 and 13
	Become net-zero by 2040

	2
	Using Water Responsibly
	6 and 14
	Ensure within a ‘responsible range’ by 2025

	3
	Moving to a Circular Economy
	9 and 12
	All new packaging to be reusable, recyclable, or compostable by 2025

	4
	Caring for the Land
	2 and 15
	Play an active role in conservation and restoration of peatland to deliver measurable benefits by 2035



A sustainability programme is intended to be launched by G&M to deliver the changes necessary to bring sustainability action into alignment with legislation and SWA commitments. This plan aims to address item 1, ‘Become net-zero by 2040’. Other SWA/G&M commitments will be addressed through separate sustainability plans.
The purpose of this document is to:
· Provide decision makers with the business justification for change
· Confirm the brands and businesses areas that will be impacted by the change initiative
· Outline the approach, methodology, actions, timeline, and the resources 
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2. [bookmark: _Toc92647078]Business Case
Contributing to the global effort to tackle climate change offers several potential benefits for G&M in the form of risk reduction or identification of opportunities for cost reduction:
	Benefit
	Impact
	Key points

	Avoidance of increased regulatory and compliance costs
	H
	· Scotland governments commitment to net-zero by 2045 may increase regulatory and compliance costs e.g., potential carbon taxes as governments look to incentive businesses to reduce emissions. While no carbon tax has been announced in the UK, studies and polls suggest this would be popular with voters (Harvey, 2021) and effective in accelerating the transition to net-zero (Harvey, 2021a).
· Failure to achieve net-zero may result in penalties for non-compliant members of SWA

	Reduction of brand damage risk
	H
	· Consumers are increasingly looking for more sustainable products (McCann, 2021). As sustainability becomes more important, G&M may experience a weakening in brand loyalty among their customers. Conversely, positive action on climate change may enhance G&Ms reputation
· A lack of sustainability action may result in investors being less likely to invest or reduce business value (Carrington, 2019). Additionally, lending institutions may be less likely to lend to unsustainable businesses, or alternatively offer preferential rates for businesses taking action (Kant, 2021)

	Reduced risk of operational disruption
	M
	· Reducing GHG emissions pollution will mitigate G&Ms contribution towards climate change, potentially mitigating associated impacts, such as extreme weather events, flooding, and droughts (CCC, n.d.). These factors may increasingly interrupt supply of critical resources, e.g., grain, water, peat, and packaging (Ghadge, Wurtmann and Seuring, 2019). Extreme events may also interrupt distribution networks and prevent deliveries from suppliers and/or to customers.

	Operational cost reduction
	M
	· Studies suggest that the implementation of energy reduction and recycling technologies in the whisky industry have resulted in significant cost savings (Newman, 2019).

	Productivity, talent acquisition and employee satisfaction
	H
	· Surveys suggest that employees want to feel that their employees are aligned with their values, and acting on sustainability issues (Acaroglu, 2020). In a recent study of 2000 UK office workers, 83% felt their employers were not doing enough to tackle climate change. G&M risk losing talent, employee disengagement, and an inability to attract future talent if action is not taken.

	Reduced risk of biodiversity loss
	H
	· Reducing GHG emissions pollution will mitigate G&Ms contribution towards climate change, and thereby reduce the risk of biodiversity loss (Morecroft and Speakman, 2015). There is strong evidence that loss of biodiversity will increase, as the impacts of climate change worsen.

	Competitor advantage
	H
	· There are over 130 grain and malt distilleries throughout Scotland. Previous analysis of competitors suggest that a small number are taking action (with publicly declared strategies), particularly the larger brands. Many have not declared their activities publicly, so it is difficult to say whether they are making significant progress. G&M runs the risk of lagging, or conversely, we can seize the opportunity to reposition ourselves as a leading sustainable brand. 
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3. [bookmark: _Toc92647079]Project Scope
The changes proposed in this initiative will cross all brands and most business areas, as outlined below:

i. Brands/Locations in scope
G&M comprises four brands, all of which are in scope:
· Wholesale bottling and distribution of non-company owned or manufactured brands.
· Manufacture and distribution of:
· Benromach Scotch Whisky (at the Benromach Distillery, Forres).
· Red Door Gin (at the Benromach Distillery, Forres).
· ‘The Cairn’ Scotch Whisky (at The Cairn, Grantown-on-Spey).

ii. Business Areas in scope
The following business areas are expected to be impacted by this initiative:

	Function
	Potential Impact

	Strategy & Programme Team
	· Measurement, baselining and reporting of emissions
· Assessment and definition of the vision (i.e., net-zero by 2040, including interim goals and objectives)

	Procurement
	· Vendor selection for alternative energy sources

	Legal
	· Negotiation of energy contracts

	Facilities
	· Facilitate property and infrastructure changes as per the plan

	Manufacturing, Operations & Supply Chain
	· Changes in business and operational processes

	HSEQ & Compliance
	· Assessment of changes to processes to ensure Health, Safety, Environmental and Quality compliance is adhered to, and support in emissions measurement and compliance

	Training
	· Where training is required in the use of new technologies, e.g., Anaerobic digestion (Gomes, n.d.), identify the key stakeholders involved, and develop and deliver training courses

	Logistics & Distribution
	· Potential changes in business processes, transportation methods and reporting

	HR
	· Travel and working practices and policies (i.e., review of company cars, working from home energy policy, potential cycle to work scheme, public transport incentives)

	Marketing
	· Ensure customer facing collateral reflects the net-zero ambition and strategy, for example website, packaging messaging, press releases
· Consideration of appropriate certifications, for example, PAS 2060 (BSI, n.d.), The Butterfly Mark (Positive Luxury, n.d.),

	IT
	· Enabler of emissions data capture for measurement and reporting
· Deliver energy efficiencies for IT solutions, e.g., onsite data centre migration to Cloud technologies

	MI
	· Implement annual GHG emissions measurement and reporting. Preparation of Sustainability Reports and SECR annual emissions reporting

	Finance
	· Financial planning and analysis to allocate appropriate capital for emissions reduction projects, in line with forecasts




4. [bookmark: _Toc92647080]Approach and Methodology
We recommend this initiative is delivered in four stages. There is some overlap in the stages, as outlined in the delivery timeline in section 5. As outlined in section 6, a programme team will be formed to monitor and track progress of all milestones, provide status updates, and address any potential risks and issues that may prevent delivery.



	Stage 1
	Impacted Areas

	Baseline emissions and set ambitious targets
	· Programme Team
· Strategy/SLT

	
Key Activities:
· Programme Team & HSEQ – Identify and measure GHG emissions and energy consumption - All G&M Scope 1, 2, and 3 emissions to be calculated in accordance with the GHG Protocol, an international standard regarded as best practice for GHG measurement and accounting (GHG Protocol, 2021) (see Figure 1)
· Define specific targets – Net-zero by 2040, with achievable interim targets, e.g., 50% by 2030
· Voluntary Reporting – Explore sustainability reporting frameworks to identify appropriate and effective emissions reporting communications for stakeholders, e.g., GRI, CDP


	Stage 2
	Impacted Areas

	Identify Solutions and develop detailed, fully costed
	· Programme 
· Strategy/SLT
· All functions as above engaged in solution design

	
Key Activities:
· Programme – Explore opportunities for collaboration and partnerships
· Manufacturing, Operations & Supply Chain - Develop feasibility assessments for all available technologies to reduce emissions, as outlined in the Net-Zero pathways report commissioned by SWA (Sibille, 2020). Identify suppliers and obtain cost quotations for all solutions for comparison
· Facilities – Identify energy efficiency, and renewable on-site solutions, e.g., solar panels, wind turbines, green roofs, low energy light bulbs in offices, optimise heating and cooling systems and timings, introduce paperless office policies (Green Element, 2018). Develop business benefits cases for each initiative
· Logistics and Distribution – Develop transport optimisation strategy, including assessment of distance efficiencies, mode (can alternate modes be used), cleaner equipment, loading efficiency, driver training for efficiency (Blanco and Sheffi, 2016 p.171-173)
· HR – Review current employee travel and ‘work from home’ policies to explore opportunities for GHG reduce and develop cost/benefits business cases for all initiatives, e.g., transition company cars to electric vehicles (Harris, 2019), reduce unnecessary business travel, provide cycle-to-work/public transport incentives, and incentives for home workers to switch to green energy suppliers (Gallacher, 2020)
· IT – Identify greener solutions for digital infrastructure, e.g., consolidation of unnecessary data, and migration of servers to cloud providers (Müller, 2021). Develop IT solution for collecting GHG data
· Finance – Identify potential green finance solutions
· MI – Define ongoing sustainability reporting process, i.e., frequency of data collection and GHG emissions measurement, reporting format and frequency, submissions guidelines, necessary internal approvals required prior to public release. Define KPIs e.g., intensity ratio (Hub, 2020), emissions by function, employee mileage. DEFRA have provided guidance on appropriate metrics (Department for Environment, Food & Rural Affairs, 2013).

	Stage 3
	Impacted Areas

	Decision making and prioritisation of emissions reduction solutions
	· Programme 
· Strategy/SLT
· Finance
· Marketing

	
Key Activities:
· Programme Team – Maintain oversight of plan and develop a set of options based on the costed potential solutions in Stage 2 and make recommendations to SLT. Develop a low-level implementation plan for all approved solutions.
· Finance – Input FP&A insights into solutions options, to determine feasible timescales, affordability, and support of the delivery
· SLT – Make decisions and approve funding to implement solutions
Marketing – Develop a marketing strategy to support the implementation



	Stage 4
	Impacted Areas

	Implement emissions reduction solutions
	· Programme 
· Strategy/SLT
· All functions as above engaged in delivery

	Key Activities:
· Programme – Maintain oversight and tracking of the implementation plan, ensuring milestones are met, benefits realised, and changes are embedded into business as usual
· Programme – Implement continuous review process to ensure solutions remain most appropriate and fit for purpose
· All Functions – Deliver changes as per the detailed planning and prioritisation



Figure 1 – GHG Protocol, Scope 1, 2 and 3 emissions sources (Dewberry, n.d.)
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While there is no legal requirement currently to decarbonise, it is sensible, during the solution phase, to adopt UK building regulations energy measure hierarchy approach as an ambition, Figure 2 (GLA, 2019):
· Lean (find ways to use less energy)
· Clean (supply energy efficiently)
· Green (use renewable energy)
· Offset (Where GHG emissions cannot be avoided, offsets may be used)

Figure 2 – Energy Measure Hierarchy (GLA, 2019):[image: Diagram, funnel chart
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5. [bookmark: _Toc92647081]Timeline
[image: Table

Description automatically generated]The programme is proposed to start in February 2022, following the appointment of a sustainability lead. Key activities for baselining, target setting, solution design and implementation planning is expected to take place over a five-month period. A further detailed plan will be provided at the end of Stage 3, indicating specific initiative timescales once the initiatives have gained financial approval and prioritisation (e.g., electrification of company cars, implementation of anaerobic digestion).




The following critical milestones will be tracked:
Milestone 1 - Programme Launched and communicated
Milestone 2 - All pre-decarbonisation emissions measured, baselined and interim targets set until net-zero in 2040
Milestone 3 – All solutions identified and costed
Milestone 4 – Key energy and emissions reductions strategy defined, and a detailed, prioritised implementation plan delivered (including further milestones for tracking to meet interim and final targets).
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6. [bookmark: _Toc92647082]Roles and Responsibilities
A dedicated programme team will be formed, comprising a subject matter expert from each impacted function, along with the appointment of a Sustainability Lead:











Responsibilities:
SLT – Programme sponsors accountable for the overall success of the initiative and ensuring sufficient funding and leadership support to ensure the success
Sustainability Lead – Responsible for managing the plan and ensuring deliverables are met on time and within the allocated budget. Responsible for ensuring appropriate governance is in place, management of risks and issues and programme status reporting.
Functional Leads – Act as sustainability champions and subject matter experts for each area, responsible for communicating within their teams, and working directly with the sustainability lead to identify solutions for their respective business areas, and report on their progress. 


7. [bookmark: _Toc92647083]Conclusion and Recommendations
G&M have the opportunity to develop a strong GHG emissions strategy and delivery plan, while also developing the sustainability skills of their existing employees. The next steps for G&M Strategy team are to confirm their approval of this plan, appoint a sustainability lead, and appoint a Sustainability Lead/champion from each business area.  	
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