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Executive Summary 

The purpose of this three phased project is to accelerate positive behavioural changes and to motivate small 
and medium-sized companies across Ontario’s food and beverage industry to integrate sustainability into the 
entire value chain of their operations, products and services, business strategy and decision making, in order 
to:  

 Improve the industry’s competitiveness and increase profitability;  

 Reduce the industry’s overall environmental footprint; and 

 Encourage social contributions from the industry.  
 

This is a multi-year project divided into three main phases.  
 
Phase 1:  Benchmarking the Sustainability Performance of the Food and Beverage Industry and Developing an 
Integrated Sustainability Framework – June 2009 – June 2010 

• Develop industry-wide superior sustainability performance benchmarks for the industry and 
provide a road map for the future. 

• Develop a sustainability self-assessment tool and an integrated sustainability framework that 
can be used by Ontario’s food and beverage processing industry to implement sustainable 
business practices.  

Phase 2:  Testing the Integrated Sustainability Framework – July 2010 – December 2011 
• Implement a pilot initiative to test the framework and based on the results, make 

improvements (as required) to ensure that it is relevant, practical and provides value to SME 
food and beverage processing facilities. 

Phase 3:  Implement an Ontario-wide Initiative – January 2012 – December 2012 
• Design and deliver a province wide initiative to support the adoption of the integrated 

sustainability framework and tools to “Raise the Bar” of the industry’s overall sustainability 
performance.   

 
This report outlines the results of Phase 1 of the project.  The specific objectives for Phase 1 were: 
 

1. Identify superior sustainability performance indicators for the food and beverage processing industry and 
develop a sustainability self-assessment tool based on criteria of Stage 4 companies (i.e., companies with 
superior sustainability performance) for primary and/or secondary processors2. Refer to the figure below 
for the definition of the five stages of sustainability.  

 

2. Benchmark3 the superior sustainability performance of industry leaders within the food and beverage 
industry (i.e., cluster of companies that are deemed to be at Stages 4 and 5 of the sustainability 
continuum).   
 

                                                           
 

2
 Although the project took into account the entire value chain, the objective of Phase 1 was to only develop performance indicators for 

the primary and secondary processors within the value chain. 
3
 Note: This project was not intended as a baseline-setting exercise, but rather to benchmark realistic superior sustainability 

performances of industry leaders that are deemed to be at stages 4 and 5 of the sustainability continuum.  
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3. Based on the sustainability performance benchmarks and lessons learned from industry leaders, develop a 
“how to” framework that can assist food and beverage processing facilities with integrating sustainability 
into their corporate structure and business operations.  

 
The five stages of sustainability were defined as follows (Adapted and updated from: Willard, 2005 and 
Freeman et al, 2000): 

 
The steps taken to fulfill the project objectives were:  
 

 Generated project awareness and engaged key stakeholders  

 Identified  and engaged expert advisors to obtain input on project activities and outputs 

 Identified sustainability performance indicators and developed a self assessment tool for the food and 
beverage processing industry  

 Assessed the current status of sustainability implementation of food and beverage processing facilities, 
including drivers and barriers through an industry survey 

 Characterized superior sustainability performance in the food and beverage processing industry 
through industry leader interviews and surveys 
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 Developed an integrated sustainability framework for SME food and beverage processors 

 Developed a plan for the Phase 2 Pilot to test the integrated sustainability framework  

 Developed an Ontario Food and Beverage Sustainability Recognition event based on the self-
assessment tool developed 

 
Key Findings and Outcomes 
 
Over 50 sustainability performance indicators were identified for SME food and beverage processors in the 
following areas: 

 Strategic governance:  sustainability vision and leadership, sustainability reporting and stakeholder 
engagement 

 Environmental performance:  management systems and continuous improvement, pollution/waste 
management, energy and water management, product and packaging design and stewardship, 
sustainable purchasing and supply chain management 

 Economic performance:  financial planning, environmental accounting, business development and 
customer satisfaction 

 Social performance:  food safety, labour practices, employee engagement and community contribution 
 
The following questions were answered by the survey and interviews conducted: 
 

What types of sustainable business practices have been implemented by SMEs in the food and beverage 
processing industry? 

 Respondents scored highest on social and economic elements of sustainability  

 The highest levels of sustainable business practice implementation were in the areas of consumer 
and employee health and safety (i.e., food safety and labour practices) and management systems 
and continuous improvement (even though environmental sustainability was weak as an element 
overall) 

 Community contribution and financial planning were also relatively high-scoring sub-elements. 
 

What areas of focus are required to help these facilities improve their sustainability performance? 

 The overall mean score on the self-assessment tool was 47% (out of a possible 100%) 
o This indicates there is considerable opportunities to improve the sustainability 

performance in the participants’ facilities 

 The lowest scoring elements were strategic governance and environmental sustainability   
o Of all the survey sub-elements, respondents reported lowest performance  in the 

following sustainability sub-elements:  sustainable purchasing and supply-chain 
management, product design and stewardship and business development  

 However, these were also weak areas for the leader group of respondents, which may 
indicate that they are not currently considered priority areas, but may be necessary for 
all facilities, in order to “raise the bar” of sustainability performance within the 
industry  

 Implementation was also low for business practices related to employee training on sustainability  

 Ontario SMEs scored lower on the self-assessment than did the larger Ontario facilities  
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o Ontario SMEs are furthest behind in the integration of environmental sustainability, as 
compared to larger facilities  

 The majority of respondents (63%) indicated that their facilities fell within or below stage 3 of the 
5 sustainability stages 

o This result corresponds well with the overall mean score on the self-assessment of 47%, 
since both results indicate that survey respondents have not fully integrated sustainability 
within their facilities (represented by stages 4 and 5; a score of 75% or better). 

 Based on the largest differences in survey mean scores of leaders and non-leaders, the greatest 
opportunities for “raising the bar” in sustainability performance of the industry are in the 
following areas: 

o Economic performance (overall element) 
o Sustainability Reporting 
o Environmental Accounting 
o Pollution/Waste Management 
o Financial Planning 

 
What drivers, barriers, tools and resources impact the level of uptake of sustainable business practices?  

 Cost savings/productivity/efficiency was identified as the greatest driver for sustainability 
implementation and lowered costs/increased profits was listed as the highest motivator for 
further implementation  

o Ontario SME respondents indicated a stronger level of agreement than the larger facilities 
with the statement that the need to increase food safety/quality is a driver for 
sustainability implementation 

o According to the leader analysis, corporate belief or strategy/commitment is a driver to 
sustainability implementation 

 A lack of knowledge about sustainable options, strategies and solutions was considered to be the 
largest barrier cited by respondents 

o Inability to make a business case for sustainability projects and a lack of prioritized 
investment or budget for these projects were also identified as barriers 

 Leaders were less likely to agree that a lack of knowledge or a lack of a business 
case for sustainability are barriers to sustainability implementation  

 Therefore, there is an opportunity to overcome these barriers with SME 
facilities 

 Based on these drivers and barriers, sustainability implementation may be accelerated through: 
o Dissemination of tools/resources that provide guidance on best practices and sustainable 

options 
o Training and educational support to help raise the awareness and understanding about 

the business case for sustainability, including case studies showcasing the financial and 
non-financial benefits of sustainability projects 

o Increased awareness about the importance of allocating a sustainability budget 
 This may go hand-in-hand with senior management support, commitment and 

strategy development 
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 Apart from financial incentives, respondents also agreed that the following tools/resources would 
facilite sustainability implemenation:  

o Lessons learned from leaders on successful strategies 
 Ontario SMEs were more likely than the larger facility group to agree that lessons 

learned from leaders on successful strategies and case studies of successful 
projects would be helpful tools/resources 

o Sustainability training for employees and management 
o Sustainability workshops/conferences in order to network with other food and beverage 

processors 

 Ontario SMEs were less likely than larger facilities to agree that software to measure/track their 
environmental footprint would be a helpful tool 

o Leaders were less likely to agree with this statement than non-leaders 
 We find this to be an interesting result which may be from the fact that leaders 

have already implemented this tool (as identified earlier in this section) 
 
Based on the learnings from all project activities on the elements that are necessary or helpful for superior 
sustainability performance, we developed the following sustainability implementation “how-to” framework, 
tools and resources for food and beverage processing SMEs: 
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Sustainability Implementation “How-To” Framework for Food and Beverage Processing SMEs 
 

 
 
The tools and resources that were compiled and developed to complement the sustainability implementation 
framework included: 

 
1. Self-Assessment Tool 
2. Case studies of successful sustainability integration by food and beverage processors 
3. Sustainability learning and networking opportunities 
4. Resources on sustainability integration (literature) 
5. Industry  and consumer sustainability trends 
6. Regulations applicable to food and beverage processors 
7. Criteria for participation in voluntary programs /standards 
8. Listing of and criteria for selection of technical assistance sustainability providers 
9. Employee engagement tools and techniques 
10. Opportunities for community contribution and engagement 
11. List of sustainability guides and calculators 
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12. “How to” economic analysis resource 
13. Financial assistance database 
14. Steps to procurement policy development 
15. Opportunities for recognition/rewards for sustainability accomplishments 

 
Conclusions and Next Steps 
 
According to an AT Kearney 20104 study on Green Companies, those that focused on sustainability during the 
financial crisis of 2008 outperformed their market competitors by 15%.  However, these benefits have not 
been sufficient to drive sustainability integration within a large portion of the food and beverage processing 
industry, especially the small and medium-sized enterprises5 (SMEs).  In general, although SMEs may be aware 
of this concept, many lack the knowledge, expertise and financial resources required to identify, implement 
and integrate sustainability solutions into their daily business operations.   
 
These food and beverage facilities, which fall within stages 1 to 3 on the 5 Sustainability Stages continuum, 
respond with a single media/issue focus for their compliance/management related activities, whether food 
safety, fire code, or sewer use bylaws.  On the other hand, sustainability leaders (those at stages 4 or 5) adopt 
management approaches that result in systematic, integrated responses to environmental, health and safety 
issues. These companies have a competitive advantage in the marketplace and smaller environmental 
footprints.  
 
Therefore, the driver for this study was that food and beverage companies that are not at level 4 require 
support in the form of tools, information and technical assistance to help them overcome the single media 
focus (air, water, energy or waste) that is imposed on them by regulations, and to help them work 
comprehensively and holistically in raising their bar of performance (Willard, Pojasek, OCETA, GFTC). 
 
The industry survey and, to some extent, even the interview results, show that most facilities are at stage 3 or 
below on the 5 Sustainability Stages continuum with a primary focus on responding to compliance issues.   
However, we also learned that some facilities have successfully achieved Stage 4 or 5, and the keys to this 
achievement, for the most part, reflect well with what was found in the literature on successful integration 
strategies.  These facilities have managed to take these strategies beyond the theoretical, and compile, align 
and apply them to sustainability integration in their operations and business planning.  The process requires 
persistence, a systematic and integrated approach, and, foremost, an understanding of the importance and 
benefit of sustainability integration to the business by all members of the organization. 
 
The project findings demonstrate that food and beverage industry facilities would benefit from a “how-to” 
sustainability integration framework to guide and manage their sustainability initiatives.  For those facilities 
that either lack an existing sustainability management framework, or are dissatisfied with the one that they 

                                                           
 

4
 ATKearney.  2010.  “Green Winners”  The performance of sustainability-focused companies during the financial crisis.  

Retrieved June, 2010 from http://www.atkearney.com/images/global/pdf/Green_winners.pdf 
5
 According to Industry Canada (2010), a small and medium sized establishment (SME) is “an establishment which employs, on average, 

less than 500 employees in a given year.”  For this project, SMEs were defined at the facility-level (in correspondence with Industry 
Canada’s definition of an establishment). 
Industry Canada, 2010, Retrieved June 1, 2010, from http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s 

http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s
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are using, the project team recommends the adoption of the sustainability implementation framework 
developed in this project. When adopting the framework, it is important to note that it should be aligned with 
existing priority planning/program development processes within the organization, to ensure that it is seen as 
part of the existing approach to doing business, rather than an add-on.    
 
A key insight from the surveys and personal interviews with food and beverage processing companies is that if 
the CEO/President is not convinced of the business value, implementation of initiatives to improve 
sustainability performance does not happen. The concomitant insight is that there is a need for a “why to” 
sustainability communications framework to complement the “how to” framework, to help motivate the key 
decision makers in the food and beverage processing industry.  The project team therefore proposes the 
development of this “why to” framework in the next phase of this project.  
 
The project team also recommends the development of an institutionalized annual event for celebrating 
success to engender greater buy-in from the industry as a whole.  An outcome of Phase 1 was the 
development of a Sustainability Recognition Program based on the key findings from Phase 1.  The Program 
will be rolled out at the GFTC Sustainability Gala on November 4, 2010 at the Pearson Convention Centre in 
Brampton, Ontario.    
 
Moving forward, it will be critical that the findings from this study are communicated to the industry in a way 
that motivates food and beverage processors to begin or continue the journey of sustainability integration, as 
opposed to demoralizing them with statistics on their current weaknesses in performance.  The key to this 
communication will be to highlight opportunities, as opposed to gaps, and to showcase the successes achieved 
by some members of the industry, and the strategies adopted to achieve these successes.  The framework 
steps, along with the complementary tools and resources, have been designed to demystify the strategies for 
facilities that have not seen sustainability integration in action.  They were developed with the goal of not 
overwhelming facilities looking to start the process, but rather to break down the increasing complexity of 
disintegrated sustainability demands and approaches.  The framework will be tested in Phase 2 to ensure that 
it meets this goal of simplicity and effectiveness, as these elements will be key to industry adoption of this 
resource.  Communication of the framework at this stage should focus on the expected outcome from Phase 2, 
and the benefit to the industry of the approach to framework development.  
 
The project team also tried to advocate, in the framework discussion for industry, the importance of 
systematic learning and application of sustainability in order to decrease the risk of facilities being 
overwhelmed by the process, and therefore discarding it as unbeneficial and providing no business value.  The 
communication of the project results should support this goal.   A draft of a first communication piece for 
industry has been included with this report.  The project team will work with project partners and funders to 
continue communication with industry as Phase 2 unfolds.   
 
In Phase 2 of this project, which will begin as early as fall 2010, the “how to” framework, tools and resources 
that were developed in Phase 1 will be tested through a pilot program with GTA food and beverage SMEs.  The 
learnings from the pilot phase will allow for the refinement of the framework, tools and resources to ensure 
that they are practical and effective when put into action across the province by food and beverage processors 
in Ontario.  
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Purpose of Phase 2 
 
The purpose of Phase 2 is to test the sustainability implementation framework developed in Phase 1 to 
determine its effectiveness in supporting improved sustainability performance in the Ontario food and 
beverage industry.   
 
The proposed objectives of Phase 2 are to: 

1 Test the sustainability implementation framework in the Greater Toronto Area, where approximately 
50% of the food and beverage processing industry resides in Ontario. 

2 Test the ease of use, from the industry’s perspective, of the framework, tools and resources 
developed. 

3 Demonstrate the quantitative and qualitative benefits and costs of using the sustainability 
implementation framework, resources and tools at three to five facilities at various stages of the 
sustainability continuum. 

4 Disseminate the final sustainability framework, resources and tools for application and use by food and 
beverage processing facilities across Ontario. 

   
The project team will be developing a detailed project plan and soliciting the remaining funding requirements 
for Phase 2 during the summer of 2010.  
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1 Introduction 
 

In today’s marketplace, businesses, both large and small, are under increasing pressure to perform against a 
triple bottom-line that addresses  economic, environmental, and social needs and expectations. 
 
In general, although small and medium-sized enterprises6 (SMEs) may be aware of this concept, many lack the 
knowledge, expertise and financial resources required to identify, implement and integrate sustainability 
solutions into their daily business operations.  An environmental performance benchmarking study conducted 
in 2005 by the Australian Food and Grocery Council (AFGC)7 found that food companies need particular 
assistance in integrating environmental management.  
 
Since 1999, OCETA has collaborated with various government agencies to deliver industrial sustainability 
programs that assist Ontario-based SME companies with improving their environmental performance and 
economic competitiveness.  While these programs have been very successful in motivating individual SME 
companies to change their behaviour and adopt environmental measures to optimize their manufacturing 
processes at the facility level, there is a significant opportunity to assist SME companies with transitioning to 
the next level and fully integrating sustainability practices into their corporate structure, operations and 
business processes. 
 
In March 2008, the Ontario Ministry of Agriculture Food and Rural Affairs (OMAFRA) provided $1 million in 
funding to the Guelph Food Technology Centre (GFTC) as part of the Food and Beverage Processing 
Environmental Sustainability Project.  The purpose of this funding was to begin to address the sustainability 
needs of the Ontario food and beverage industry by conducting environment and energy efficiency facility 
assessments; providing strategic management consulting services; delivering training courses; and organizing 
and hosting annual sustainability symposia.  
 
Despite the program efforts to date, there remains a need to assist SMEs with making the transition to fully 
institutionalize sustainability business practices, by developing an integrated approach to address multi-
dimensional sustainability aspects – from food, health and safety to energy and environmental management to 
packaging and procurement and supply chain management.  The results would be improved competitiveness 
and a reduced environmental footprint of the food and beverage processing industry.  

                                                           
 

6
 According to Industry Canada (2010), a small and medium sized establishment (SME) is “an establishment which employs, on average, 

less than 500 employees in a given year.” 
An establishment “is the level at which the accounting data required to measure production is available (principal inputs, revenues, 
salaries and wages).The establishment, as a statistical unit, is defined as the most homogeneous unit of production for which the 
business maintains accounting records from which it is possible to assemble all the data elements required to compile the full structure 
of the gross value of production (total sales or shipments, and inventories), the cost of materials and services, and labour and capital 
used in production.  Generally, the establishment corresponds to a plant, mill or factory. However, the establishment may comprise 
more than one plant if accounting records do not permit separate reports for each one. An establishment may also include ancillary or 
support units, such as sales offices or warehouses.”  Retrieved June 1, 2010, from http://www.ic.gc.ca/eic/site/cis-
sic.nsf/eng/h_00005.html#s 
For this project, SMEs were defined at the facility-level (in correspondence with Industry Canada’s definition of an establishment). 
7 Australian Food and Grocery Council.  2005.  “Environment Report.” Retrieved September 28, 2008, from 
http://www.afgc.org.au/index.cfm?id=390. 

http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s
http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s
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Why the Food and Beverage Processing Industry? 
 
The food and beverage industry is of critical importance to the economy of Ontario.  There are approximately 
3,500 companies in the Ontario food and beverage industry generating annual sales of $33B and employing 
more than 110,000 Ontarians8.   The industry is comprised primarily of small and medium-sized food and 
beverage processing companies in Ontario.    
 
Like other   industrial sectors in Ontario, the food and beverage processing industry is facing intense global 
competition, while at the same time is under increasing scrutiny from stakeholders to reduce its 
environmental footprint. There is a wide spectrum of small to medium-sized food and beverage processing 
firms in the Greater Toronto Area (GTA) and province of Ontario that fall into different stages of sustainability, 
as shown in Figure 1.1 below.    

                                                           
 

8
 Ministry of Economic Development and Trade. 2009. “Overview of Ontario’s Food Processing Industry”.  

http://www.investinontario.com/food/Overview.asp 
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Figure 1.1: The Five Sustainability Stages with "Shades of Green"
9
 

 

                                                           
 

9
 Adapted and updated from: Willard, 2005 and Freeman et al, 2000  
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A range of economic, regulatory and non-regulatory drivers motivate SME food and beverage processing firms 
to implement sustainable business practices. For example, the food and beverage processing industry is a high 
resource consuming sector (energy, water, raw materials) and with increasing energy, water and raw material 
input costs, there is an economic incentive for companies to reduce the consumption of these inputs through 
conservation and efficiency improvements.  The industry is also facing newly emerging issues and expectations 
around supply-chain management, green procurement, food labeling, and sustainable packaging systems. In 
addition, the industry is typically regulated by local governments that use Municipal Sewer Use By-laws to 
manage the discharge of wastewater effluent into sanitary and storm sewers, and by Provincial and Federal 
Governments that implement regulations and policies to address emissions of criteria air contaminants 
including greenhouse gases (GHGs) and toxics generation (under the requirements of the new Ontario Toxics 
Reduction Act).  
 
In addition to meeting stringent food safety requirements, the need to reduce its environmental footprint has 
become a significant and strategic business and competitiveness issue for the food and beverage processing 
industry, and there is a pressing need for the industry to adopt triple bottom line approach to sustainable 
business practices.   The development of an integrated sustainability implementation framework can be used 
to facilitate this process and motivate the widespread adoption of sustainable business practices.   This 
adoption, in turn, can have significant environmental and social benefits in terms of reducing  energy and 
water use and the generation of  wastes, GHG  emissions and other pollutants, as well as increasing 
contributions to society from the industry.  The reduction in environmental impact and increased social 
contributions will represent a public good, which will benefit all of Ontario residents and, with the application 
of the framework nationally, all Canadians. 
 

1.1 Project Purpose and Objectives 
 
The purpose of this three phased project is to accelerate positive behavioural changes and to motivate small 
and medium-sized companies across Ontario’s food and beverage industry to integrate sustainability into the 
entire value chain of their operations, products and services, business strategy and decision making, in order 
to:  

 Improve the industry’s competitiveness and increase profitability;  

 Reduce the industry’s overall environmental footprint; and 

 Encourage social contribution from the industry.  
 

This is a multi-year project divided into three main phases.  
 
Phase 1:  Benchmarking the Sustainability Performance of the Food and Beverage Industry and Developing an 
Integrated Sustainability Framework – June 2009 – June 2010 

• Develop industry-wide superior sustainability performance benchmarks for the industry and 
provide a road map for the future. 

• Develop a sustainability self- assessment tool and an integrated sustainability framework that 
can be used by Ontario’s food and beverage processing industry to implement sustainable 
business practices.  
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Phase 2:  Testing the Integrated Sustainability Framework – July 2010 – December 2011 
• Implement a pilot initiative to test the framework and based on the results, make 

improvements (as required) to ensure that it is relevant, practical and provides value to SME 
food and beverage processing facilities. 

Phase 3:  Implement an Ontario-wide Initiative – January 2012 – December 2012 
• Design and deliver a province wide initiative to support the adoption of the integrated 

sustainability framework and tools to “Raise the Bar” of the industry’s overall sustainability 
performance.   

 
The specific objectives for Phase 1 were: 
 

1. Identify superior sustainability performance indicators for the food and beverage processing industry and 
develop a sustainability self-assessment tool based on criteria of Stage 4 companies (i.e., companies with 
superior sustainability performance) for primary and/or secondary processors10. 

 

Food and Beverage Processing Value Chain 

 
 

2. Benchmark11 the superior sustainability performance of industry leaders within the food and beverage 
industry (i.e., cluster of companies that are deemed to be at Stages 4 and 5 of the sustainability 
continuum).   
 

3. Based on the sustainability performance benchmarks and lessons learned from industry leaders, develop a 
“how to” framework that can assist food and beverage processing facilities with integrating sustainability 
into their corporate structure and business operations.  

 

1.2 Expected Benefits 
 

This project is expected to increase the competitiveness of Ontario food and beverage processing companies 
by accelerating the implementation of sustainable business practices within the industry.  Sustainable business 
practices have the potential to increase competitiveness in the following ways (Hoffman, 2001)12: 

1) Operational efficiency  
a. The adoption of pollution prevention practices results in superior environmental and 

economic performance by reducing energy, water and raw material inputs, reducing 

                                                           
 

10
 Although the project took into account the entire value chain, the objective of Phase 1 was to only develop performance indicators 

for the primary and secondary processors within the value chain. 
11

 Note: This project was not intended as a baseline-setting exercise, but rather to benchmark realistic superior sustainability 
performances of industry leaders that are deemed to be at stages 4 and 5 of the sustainability continuum (refer to Figure 1.1 in section 
1).  
12

 Hoffman, A. J. 2001. From Heresy to Dogma: An Institutional History of Corporate Environmentalism. San Francisco: The New 
Lexington Press. 
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wastes, and reducing operational and production costs (Pollution Prevention: A federal 
strategy for action, 1995). 

2) Risk management and risk reduction 
a. Environmental protection can be seen as an opportunity to reduce costs linked with 

environmental costs.   Limiting environmental exposures to employees, customers and 
contractors also has the potential to lower insurance premiums.  

3) Market demand 
a. By appealing to environmentally conscious consumers, firms can increase their market 

shares.  
b. Managers of food and beverage production operations/processing facilities  may need to 

have an Environmental Management System (EMS) in place to secure customers in certain 
markets (for example, retailers in the U.K. like Tesco audit their suppliers  to ensure  they 
have an EMS in place), or for expanding market shares.  

4) Strategic direction  
a. By staying abreast  of consumer preferences and community concerns regarding issues 

around environmental and social expectations, and implementing sustainable initiatives 
and projects, firms can enhance  their reputation and image and maintain and expand 
their customer base and market share. 

5) Capital acquisition  
a. Implementing sustainable business practices can lower the cost of capital investments for 

new sites and facility construction.  
6) Human resource management 

a.  Improved sustainability performance can enhance workplace productivity though safe and 
healthy working conditions and enables the retention and attraction of human resource 
talent.   

 
Although this project focuses on primary and secondary food and beverage processing facilities, many aspects 
of the project can be transferred to the broader food and beverage processing industry in Ontario.  For 
example, the sustainability self-assessment tool and “how to” integrated sustainability framework can be used 
by companies throughout the entire food and beverage processing value chain.  Furthermore, the case studies 
of industry leaders and successful sustainability implementation strategies, as well as the Sustainability 
Recognition Award incentive, can be applied to and involve and the broader food and beverage industry.  
These tools and initiatives can also be expanded to other industrial sectors in Ontario and across Canada. 
 
In addition to the Ontario food and beverage industry, Appendix A outlines the key project stakeholders that 
this project expects to reach. 
 

1.3 Report Outline 

 This report is organized as follows.   Section 2 presents the project methods used to complete Phase 1.    
Sections 3, 4 and 5 present the main findings from the research conducted to support the development of the 
performance benchmarks, self-assessment tool and integrated sustainability implementation framework.  
Section 6 presents the sustainability implementation framework for the Ontario food and beverage industry.  
Finally, Section 7 presents the summary and conclusions of Phase 1 of this project and summarizes the next 
steps for Phase 2.   
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2 Project Methods  
The major activities that were completed in Phase 1 to fulfill the objectives outlined above were:   

 Activity 1:  Stakeholder Partnerships and Network Development 

 Activity 2:  Marketing and Communication  

 Activity 3:  Sustainability Performance Indicators in the Food & Beverage    
  Processing Industry and Self-Assessment Tool 

 Activity 4:  Benchmarking of Superior Sustainability Performance 

 Activity 5:  Sustainability Implementation Framework  (Phases 1 and 2) 

 Activity 6:  Project Reporting and Executive Summaries  
 

The steps taken to complete Phase 1 of the project are summarized below.   

 Generated project awareness and engaged key stakeholders  
o Developed and disseminated project communication materials (project website 

(http://www.raisethesustainabilitybar.ca/), project brochure 
(http://www.raisethesustainabilitybar.ca/documents/RaisingtheBar-factsheet-20100406.pdf), 
and tailored presentations) to keep stakeholders up-to-date with project activities and 
progress. 

 FCPC disseminated relevant project information to its membership.   
 GFTC and OCETA included project updates through their standard promotional 

materials, including newsletters, website, email distribution (contact databases consist 
of approximately 3,500 food and beverage related contacts).   

 GFTC Sustainability Consulting staff disseminated project information to industry 
through trade shows and business development meetings.   

o Engaged existing program partners and developed new partnerships with key stakeholders in 
the industry to extend outreach and impact.  

 Hosted meetings with stakeholder organizations to develop working relationships to 
assist in project delivery, as well as to secure buy-in and commitment. 

  Enhanced and developed trusting relations with a range of organizations including 
OMAFRA and food industry associations to actively promote and market the project to 
SME food and beverage processors. 

 Delivered one-on-one presentations to key stakeholder organizations, as well as 
participated in high profile conferences to generate awareness and  profile for  the 
project 

 Identified  and engaged expert advisors to obtain input on project activities and outputs 
o Convened an Expert Advisory Panel and held four meetings throughout Phase 1 to review 

project activities and outcomes.  Panel Members included: 
 Dr. Bob Willard, Sustainability Practitioner, Speaker and Author on the “Business Case 

for Sustainability” 
 Colin Isaacs, Sustainable Development Consultant, CIAL Group 
 Phil Dick, Investment Development Officer, OMAFRA 
 Kevin Brady, Director, Five Winds International 

http://www.raisethesustainabilitybar.ca/
http://www.raisethesustainabilitybar.ca/documents/RaisingtheBar-factsheet-20100406.pdf
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o Formed Working Group Teams comprised of experts with working knowledge of the industry 
to provide feedback on some of the key elements that were developed for the self-assessment 
tool and integrated sustainability “how to” framework.  

 Members included:  Jhana Senxian (Sustainability Guild), Michael Wolfson (City of 
Toronto) and Jennifer Clipsham (Five Winds International, FCPC External Advisor and 
peer reviewer).     

 Identified sustainability performance indicators for the food and beverage processing industry  
o Conducted a literature review to determine applicable sustainability performance indicators 

for the food and beverage processing industry. 
o Based on the performance indicators, developed a sustainability self-assessment tool with 

criteria outlined for Stage 4 SME facilities in the food and beverage processing industry 
(primary and secondary processors). 

 Assessed current status of sustainability implementation of food and beverage processing facilities, 
including drivers and barriers.  

o Administered a web based survey to develop a better understanding of the level of 
sustainability awareness, capabilities and the needs of SMEs in the food and beverage 
processing industry: 

 Used the developed sustainability self-assessment tool as the basis for developing a 
survey questionnaire to determine: the status of sustainability initiatives and projects 
in SME food and beverage processing facilities; 

 The types of sustainable practices that have been implemented by SME companies in 
the food and beverage processing industry; and  

 The types of support services and tools SME companies need to transition through the 
different stages of sustainability (and ultimately reach Stages 4 and 5) 

 Characterized superior sustainability performance in the food and beverage processing industry 
o Identified companies with leadership characteristics (i.e., at Stages 4 and 5 of the sustainability 

continuum) in the food and beverage processing industry (through research, nomination and 
survey self-assessment results). 

o Conducted personal interviews with ten facilities. 
o Measured sustainability performance against established criteria based on self-assessment 

tool developed; reviewed results, achievements and key success strategies. 
o Developed superior sustainability performance benchmarks (for companies deemed to be at 

Stage 4 or above). 

 Developed an integrated sustainability framework for SME food and beverage processors 
o Reviewed existing sustainability implementation frameworks. 
o Based on the key findings from all project activities, designed a “how to” holistic framework to 

enable integration of sustainability principles into business operations by SME facilities in the 
food and beverage processing industry. 

 15 tools and resources were compiled to complement the framework. 

 Developed plan for Phase 2 Pilot to test the integrated sustainability framework  

 Developed an Ontario Food and Beverage Sustainability Recognition event based on the self-
assessment tool developed 
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3 Sustainability Performance Indicators and Self-Assessment Tool 

 

Two of the main objectives of Phase 1 of this project were to develop industry-wide superior sustainability 
performance benchmarks13 and an integrated sustainability “how-to” framework for Ontario’s food and 
beverage processing industry.  As a starting point to achieve these objectives, the project team conducted 
extensive research to identify superior sustainability performance indicators for the food and beverage 
processing industry and to develop a sustainability self-assessment tool.  This self-assessment tool will be 
tested and refined in Phase 2 of this project, and then included in the sustainability “how-to” framework as a 
key tool for Ontario’s food and beverage processing industry.  
 
This section reviews the development, including the rationale, of both the sustainability performance indicator 
overview (Section 3.1) and the sustainability self assessment tool (3.2).  The complete compilation of 
sustainability performance indicators and the draft self-assessment tool can be found in Appendix B and 
Appendix C.4 (Section 1), respectively.14  

3.1 Sustainability Performance Indicator Development and Rationale 

The Sustainability Performance Indicator document (Appendix B) provides a review and compilation of key 
performance indicators (KPI) relating to an organization’s sustainability performance.  These indicators were 
identified based on a review of six primary information sources that track sustainability performance in various 
industries: 

 Global Reporting Initiative (GRI) 

 Dow Jones Sustainability Index (Dow Jones SI) 

 Aberdeen Group Report:  “Sustaining the Global Food Supply Chain: Three Keys to Gaining Competitive 
Advantage” (Jhana Senxian, Feb, 2009)  (Aberdeen) 

 Ontario Centre for Environmental Technology Advancement (OCETA) 

 Guelph Food Technology Centre (GFTC) 

 Walmart Sustainability Index 
 
In order to compile the more than 175 KPIs that were identified in the sources reviewed, the KPIs were 
organized into the following elements:  

 Strategic Governance; 

 Environmental Performance; 

 Economic Performance; and  

 Social Performance 
 
These categories are based on the general themes of KPIs identified and tracked in the information sources 
reviewed (GRI15, Dow Jones16, Aberdeen Group, GFTC and OCETA), as well as the primary categories suggested 

                                                           
 

13
 Note:  This project was not intended as a baseline-setting exercise, but rather to benchmark superior sustainability performance of 

industry leaders that are already at stages 4 and 5 of the sustainability continuum (refer to Figure 1.1 in Section 1).  
14 Note that the Self-Assessment Tool rationale text has been written specifically for food and beverage processors, and will be included 
as a background document to the Self-Assessment Tool when the Framework is piloted and launched. 
15

 Themes of KPIs tracked: economic, environment, human rights, labour, product responsibility, society 
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by the Government of Canada17 for sustainability reporting by industry.    The project team  added  a  fourth 
category,  Strategic Governance, based on the Risk Matrix Group / Innovest model for Intangible Value 
Assessment (IVA)18 and the suggested categories for sustainability assessment that have been developed by 
Five Winds International in its CSR InsightTM 19.   Together, these four categories sufficiently capture the range 
of KPIs identified in the main information sources used for the purposes of this project.  
 
The definitions for each of the categories  are  based on the types of KPIs included in the sections (or similar 
sections, when sections were amalgamated) in the original sources, and correspond to the definitions provided 
by the Canadian Government in its reporting guidelines and CSR Insight in its sustainability assessment tool.  
These definitions and general categories of KPIs included in each component are described below.   
 
Strategic Governance 
Performance in this area refers to an organization’s overarching vision, strategy and governance.  
 
The suggested CSR Insight performance issues in this area include: 

 Sustainable Development (SD) Position (commitment to sustainable development) 

 Ethics (ethics policy, procedures, etc.) 

 Accountability (code, shareholder and stakeholder needs, etc.) 

 Stakeholder Consultations (stakeholder engagement processes) 

 Reporting and Transparency (annual report, environment report, CSR reports, etc.) 
 
The following sub-categories were used to organize the Strategic Governance performance indicators: 

 Strategy and Leadership 

 Tools and Processes for Strategy Implementation 

 Strategic Reporting and Communication 

 Standards/Verification 

 Stakeholder Engagement 

 Ethics 
 
Environmental Performance 
According to the Government of Canada, environmental performance “focuses on an organization's impacts on 
living and non-living natural systems, including ecosystems, land, air and water.”20 

                                                                                                                                                                                                       
 

16
 Themes of KPIs tracked: economic (corporate governance), environment (environmental reporting, environmental policy and 

management systems, operational eco-efficiency) and social (labour practices, human capital development, corporate citizenship and 
philanthropy, and social reporting) 
17

 http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1  
18

 http://www.riskmetrics.com/iva.  Note that the actual KPIs from this source were not included in the overview as they are not 
publicly shared and the project team could not obtain this information.  
19

 CSR InsightTM is a sustainable business benchmarking tool developed by Five Winds International, which provides a general 
framework for analyzing sustainable business practices in four areas: 1) environmental, 2) social, 3) economic and 4) governance and 
conduct. The CSR InsightTM tool has been successfully used by Five Winds International to benchmark several companies and analyze 
priorities for improving client's business practices as a result of benchmarking exercises. For more information, refer to: 
http://www.fivewinds.com/uploadedfiles_shared/CSR%20Insight%20Description%20031127.pdf. 
20

 http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1  

http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1
http://www.riskmetrics.com/iva
http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1
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The Canadian Government’s examples of performance issues in this area include: 

 Energy 

 Inputs 

 Air Emissions 

 Greenhouse Gas Emissions 

 Land and Ecosystem Use  

 Incidents and Non-compliances 
 
The suggested CSR Insight performance issues in this area include: 

 Environmental Policy (due diligence, performance) 

 Liabilities (contaminated land) 

 Compliance (penalties, fines, etc.) 

 Environmental Management System (ISO 14001, EMAS, etc.) 

 Procurement (policy, criteria) 

 Energy Efficiency and Alternative Energy (conservation programs, targets, etc.) 

 Greenhouse Gases (strategy, reduction pilots, verification, etc.) 

 Emissions to Air, Non-GHG (reduction programs, monitoring, reporting, etc.) 

 Discharges to Water (research and development, monitoring, reduction programs, etc.) 

 Water Efficiency (conservation programs) 

 Waste Management (programs, measurement) 

 Toxics/Hazardous Wastes (management programs, targets) 

 Materials (management programs, substitutions, alternatives) 

 Environmental Assessment (policy, site assessments) 

 Natural Capital Restoration (conservation programs, habitat protected, etc.) 

 Products and Services (design for environment, end-of-life management, LCA, etc.) 

 Value Chain (supply chain management program, auditing performance, etc.) 
 
The following sub-categories were used to organize the Environmental performance indicators: 

 Environmental Footprint/Benchmarking 

 Footprint Reduction Targets 

 Footprint Reduction Measures 

 Employee Participation in Environmental Sustainability 

 Green Procurement 

 Environmental Supply-Chain Management 

 Environmental Impacts of Products and Services/Product Stewardship 

 Biodiversity 

 Transportation/Fleet 
 
Economic Performance 
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According to the Canadian Government, economic performance “focuses on an organization's impacts on the 
economic circumstances of its stakeholders and on economic systems at the local, national and global levels.”21 
 
The Canadian Government’s examples of performance issues in this area include: 

 Profit 

 Earnings and  Income  

 Investment in Intellectual Capital 

 Employee Compensation  

 Community Development 

 Customer Satisfaction  
 

The suggested CSR Insight performance issues in this area include: 

 Strategic Planning (long-term planning) 

 Financial Reporting and Disclosure (reporting to investors & stakeholders) 

 Investor Relations (historical and forward-looking information) 

 Investments (consistent with ethics, philanthropy, etc.) 

 Risk Management (insurance coverage) 

 Internal and  External Reporting Systems (balanced scorecard) 

 Financial Planning and Analysis (planning systems, value-based etc.) 

 Non-Financial Programs (customer satisfaction & feedback) 

 Profitability (earnings, etc.) 

 Balance Sheet Strength (cash flow generation, etc.) 

 Market Capitalization (share price appreciation, etc.) 

 Productivity (asset utilization) 

 Economic Impact (jobs, outsourcing, etc.) 

 Non-Financial Indicators (honoring contracts, customer satisfaction) 

 Suppliers (supplier performance, monitoring) 
 
The following sub-categories were used to organize the Economic performance indicators: 

 Direct Economic Performance 

 Productivity 

 Environmental Accounting 

 Indirect Economic Impacts (Investments / Contributions) 

 Customer Satisfaction / Business Development 
 

Social Performance 
According to the Government of Canada, social performance “focuses on an organization's impacts on the 
social systems within which it operates, including impacts on its stakeholders and its own intangible assets 
such as reputation.”22 
 

                                                           
 

21
 http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1  

22
 http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1  

http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1
http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1
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The Canadian Government’s examples of performance issues in this area include: 

 Health and  Safety 

 Workplace Diversity 

 Labour Rights 

 Business Ethics 

 Indigenous Peoples  
 
The suggested CSR Insight performance issues in this area include: 

 Social Policy (available to stakeholders, CEO responsibility, etc.) 

 Management and Reporting Systems (SA8000, social management system, etc.) 

 Human Resource Investment (competency assurance program, training, etc.) 

 Employees 
o Salaries and Benefits (standards, policies, bonuses, compensation,  advancement, etc.) 
o Working Conditions (labor conditions, flexible schedules, retention rates, etc.) 
o Health and Safety (auditing program, injury days lost, etc.) 
o Discrimination (policy, women, minorities, etc.) 
o Child Labor (policy statement, stakeholder consultations, etc.) 
o Forced Labor (ILO Convention No. 29, third party recognition) 
o Freedom of Association (worker organizations, grievance procedures, etc.) 

 Local Communities 
o Health and Safety (emergency response plans, identifying risks in neighboring communities, 

etc.) 
o Social Impact Assessment – Communities (policy, assessments, monitoring, etc.) 
o Indigenous (Aboriginal) Peoples (relationship policy, ILO Convention No. 169, etc.) 
o Development (long-term sustainability, community engagement, etc.) 

 Products / Services (adherence to standards, protocols, product safety, honest advertising, etc.) 

 Supplier and  Business Partners (honoring of agreements) 

 Society and  Global Community 
o Human Rights (conforms to standards, UN Declaration, code of conduct, etc.) 

 
The following sub-categories were used to organize the Social performance indicators: 

 Employment Equity and Employee Participation 

 Health and Safety 

 Training and Education 

 Human Rights/Community Contribution 

 Social Impacts of Products (includes compliance impacts) 

 Social Supply Chain Management 
 

It is worth noting that many of the KPIs included in this document could fall under any of the four main 
sections listed above. This illustrates that a KPI has linkages to all aspects of an integrated sustainability 
planning framework for an organization. 
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3.2 Sustainability Self-Assessment Tool Development and Rationale 

The food and beverage processing industry faces intense competition, both locally and globally.  To be 
competitive, small and medium-sized (SME) food and beverage processors need to understand, and be 
proactive in their response to the increasing expectations of their stakeholders (investors, regulators, 
employees, customers, consumers, community/public).  These expectations include business practices in four 
key areas of sustainability – governance, environmental, economic and social. 
 
The Sustainability Self-Assessment Tool for the Food and Beverage Processing Industry was developed as a tool 
and first step that can assist food and beverage facilities with integrating sustainable business practices.  

3.2.1 Objective of the Self-Assessment Tool 

The objective of the self-assessment tool is to provide food and beverage processing facilities with: 
• An independent assessment – including strengths and potential gaps of their performance in 

four areas of sustainability: strategic governance, environment, economic and social. 
• A benchmark in terms of how they are positioned relative to their competitors and peers (i.e., 

in the sustainability continuum).  
• A starting point to develop goals under a continuous improvement model and a tool to help 

identify and implement projects and initiatives and to measure progress against goals. 

3.2.2 Why Facilities Should Use the Self-Assessment Tool 

“How do we know where we’re going, if we don’t know where we are?” 
 
For a facility to make measurable improvement in its sustainability performance, it needs to have a systematic 
approach for determining its current strengths and weaknesses in all facets of the business.  This can be a 
challenging task for many organizations, especially smaller companies.  This tool is designed to make this task 
easier, by providing a rigorous, structured and straightforward method for evaluating organizational 
performance against a wide array of sustainability metrics, customized for the food and beverage processing 
industry. 
 
After completing the self-assessment, the facility will have a starting point and road map for moving forward. 

3.2.3 How Facilities Complete the Self-Assessment 

The self-assessment tool is divided into four elements and 17 sub-elements: 
 

1. Strategic governance:  sustainability vision and leadership, sustainability reporting, stakeholder 
engagement 

2. Environmental performance:  management systems and continuous improvement, 
pollution/waste management, energy management, water management, product design and 
stewardship, sustainable purchasing and supply chain management 

3. Economic performance:  financial planning, environmental accounting, business development, 
customer satisfaction 

4. Social performance:  food safety, labour practices, employee engagement, community 
contribution 
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Each element has a series of questions adapted from the sustainability key performance indicators (KPIs) 
identified specifically for SME food and beverage processors. 
 
The tool uses a four-point assessment scale (0-3) as follows: 
 

0 No:  Have not started this task 

1 Have started initial and conceptual planning work 

2 Have begun to implement this task 

3 Yes:  Have fully implemented or completed this task 

 
For each question, users of the tool are required to enter a score of 0-3 based on the scale above.  When all 
the questions have been answered, a percentage score is tabulated to provide a general indication of where 
the facility is positioned on the sustainability continuum (see Figure 1.1 in the Introduction): 
 

0-24% Stage 1:  Pre-Compliance 

25-49% Stage 2:  Compliance 

50-74% Stage 3:  Clean Production 

75-100% Stage 4:  Integrated Strategy 
Stage 5:  Purpose and Passion 

 
(Note that the score ranges and associated “Stages” are for general purposes only, and change as questions 
are added or removed based on improvements or refinements of the tool.) 
 

3.2.4 Who Should Complete the Self-Assessment 
 
To effectively complete the self-assessment, it is recommendation that the facility assign responsibility to one 
staff member as the project lead.  The appropriate person for this responsibility will vary among organizations 
(e.g., environment manager, health and safety (EHS) manager, continuous improvement manager, plant 
manager, executive level sustainability champion, etc.).  For sections of the tool that address aspects of the 
business in which the project lead is less familiar with, it may be necessary to gather information or request 
assistance from other staff. 
 

3.2.5 How Facilities Can Use the Results of the Self-Assessment 
 
The results of the assessment are for the facility’s internal use.  Regardless of the final score or where the 
facility is currently positioned on the sustainability continuum, the real value of completing the assessment is 
in changing behavior and the recognition by the facility that there are opportunities to improve its 
sustainability performance in each of the four main category areas (i.e., governance, economic, 
environmental and social).  
 
For example, a low overall score on the self-assessment tool is not intended to discourage the facility.   The 
background documentation that will be provided to companies along with the tool will indicate that a low 
score requires a need to re-evaluate the facility’s overall strategic vision, or a need for the facility to address 
immediate compliance issues or certain environmental aspects related to the operations of the business.  To 



 

 
Raising the Bar for Sustainability Performance in Ontario’s Food & Beverage Processing Industry 
Phase 1 Final Report  

16 
 

simplify decision-making when moving forward, all companies will need to prioritize which issues to tackle 
first.  This tool was designed to assist companies in transitioning to the next stage of sustainable performance, 
without dissuading them.  
 
A higher score will suggest that the facility is at a later stage in the sustainability continuum – engaged in 
cleaner production, sustainable business practices and an integrated strategy to ensure the long-term 
prosperity and sustainability of the business.  For mid to high stage companies, identifying weaknesses in the 
self-assessment, planning to address them, and acting on the plan should be a good fit with the companies’ 
strategic objectives, whether through a formal management system, continuous improvement model, or other 
facility policy. 
 
 The self-assessment tool is meant to be used as the first step in the application of the Sustainability 
Implementation Framework.  The Framework’s applicability to a specific facility will depend on the results of 
the self-assessment tool; thus, the facility can begin to improve its sustainability performance by selecting 
which activities or practices it would like to focus on.   



 

 
Raising the Bar for Sustainability Performance in Ontario’s Food & Beverage Processing Industry 
Phase 1 Final Report  

17 
 

4 Benchmarking Sustainability Performance 
One of the key objectives of Phase 1 of this project was to benchmark23 the superior sustainability 
performance of industry leaders within the food and beverage industry (i.e., cluster of companies which are 
deemed to be at Stages 4 and 5 of the sustainability continuum, as determined by nomination, reported 
targets and progress (e.g., corporate social responsibility reporting) and results on self-assessment).   
 
The following tasks were undertaken by the project team to fulfill this objective: 

 Administration of a web based survey to characterize the current status of food and beverage 
processing companies – where do they fall in the different stages of sustainability integration?  

o This task resulted in a better understanding of the current status and strengths and 
weaknesses of the industry with respect to sustainable business model implementation.  Key 
questions answered through this task included: 

 What types of sustainable business practices have been implemented by food and 
beverage processors? 

  What areas of focus are required to help these facilities improve their sustainability 
performance (i.e., what sustainable business practices have had a weak level of 
uptake)? 

 What drivers, barriers, tools and resources affect the level of uptake of sustainable 
business practices?  

o Based on the reported implementation of sustainable business practices by those survey 
respondents who scored 75% or higher on the self-assessment, developed superior 
sustainability performance benchmarks for the industry.   

 Identification of recognized industry leaders in the food and beverage sector and administration of 
personal interviews with industry leader executives/management teams to review their sustainability 
performance achievements and identify keys to success for sustainability implementation.  

o The outcome from this task was the development of potential elements or characteristics of 
superior sustainability performance in the food and beverage industry.  A key question asked 
in the interviews was: 

 What elements are necessary to drive superior sustainability performance? 
 

The results from the web based survey and personal interviews assisted the project team in developing a “how 
to” integrated sustainability implementation framework and customized tools that can be used by individual 
food and beverage facilities to improve their sustainability performance. 
 
The following sections provide a summary  of the key findings from the web based survey and personal 
interviews (Sections 4.1 and 4.2), as well as lessons learned from the two activities on the development of a 
sustainability integration “how-to” framework for Ontario SMEs (Section 4.3).  The methods and caveats for 

                                                           
 

23
 Note: This project was not intended as a baseline-setting exercise, but rather to benchmark realistic superior sustainability 

performances of industry leaders that were deemed to be at stages 4 and 5 of the sustainability continuum (refer to Figure 1.1 in 
section 1).  
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both activities are provided in Appendix C.3 (survey) and Appendix D.3 (interviews).   The survey analysis 
figures and interview results are included in Appendix E and Appendix F, respectively.  

4.1 Sustainability Characterization of Food and Beverage Processors 

This section summarizes the key findings and lessons learned from the web based survey which characterized 
the current state of sustainability for food and beverage processing facilities participating in the survey and 
provided insights into the development of a sustainability implementation framework for SME food and 
beverage processors. 
 
The findings are organized according to the questions above, as follows: 

 Sustainability status of respondents (4.1.1) 

 Support services and tools required by processors (4.1.2) 
 
A total of128 food and beverage processing facilities responded to the web based survey.  Of this total, 52 
facilities completed the survey in full (37 of these were classified as being SME facilities).  The survey responses 
were analyzed as follows: 

 For the self-assessment portion of the survey (Section 1), only those respondents who completed at 
least two of the four sections (50%) of the self-assessment were included in the survey results. The 
number of respondents used to analyze the self-assessment questions was 84.  

 For the rest of the survey question analysis, any respondent who had answered a particular question 
was included in the analysis of responses.  The maximum number of respondents used in the analysis 
of any non-self-assessment question was therefore 128.   

 
Although the survey response rate did not dictate a statistically significant representation of the industry, the 
responses were valuable because they provided: 

 A preliminary indication of the level of  implementation of sustainable business practices by members 
of the food and beverage industry 

 A preliminary indication  of the level of implementation of certain types of sustainable business 
practices relative to others (e.g., environmental performance versus social performance; energy 
management versus water management) 

o Potential areas of strength and potential opportunities for improvement in sustainability 
implementation 

 An indication of potential barriers and drivers to sustainability implementation of food and beverage 
industry members 

o Key insights into what approaches, tools and resources may be effective to motivate increased 
implementation of sustainable business practices 

 Required elements for a sustainability implementation “how-to” framework for food and beverage 
processing facilities. 

 
Where relevant, the section also includes a discussion on how the responses of Ontario SMEs (i.e., fewer than 
500 employees; 43 respondents) differed from larger Ontario facilities (i.e., greater than 500 employees; 11 
respondents).   
It should be noted that the project team could not compare the Ontario SME facility responses to all the other 
responses (i.e., larger Ontario facilities or non-Ontario facilities) because the geographic location and size of 
many of the survey respondents was not reported (e.g., 76 of the 128 respondents only partially completed 
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the survey).  Therefore, the project team could not determine how many of the partially completed survey 
respondents were from Ontario-based SME food and beverage processing facilities.  
 
Figures and tables supporting this text are provided in Appendix E.  The number of responses used in the 
analysis of each question is provided for each figure.   
 

4.1.1 Sustainability Status of Survey Respondents  
This section provides an overview of the respondents’ uptake of sustainable business practices, as indicated by 
their completion of the self-assessment portion of the survey.  This section also includes analysis of questions 
about respondents’ participation in voluntary programs and recent sustainability investments, which are also 
considered a reflection of sustainability integration.  

 
Overall Score on Sustainability Self-Assessment 
The self-assessment was designed to reflect a comprehensive and high level of uptake of sustainable business 
practices, i.e., a 100% score on the self-assessment demonstrates a full integration of over 50 sustainable 
business practices).  The mean overall score of the respondents was less than 50% (47% - refer to Figure E.9 in 
Appendix E), which shows that there are significant opportunities to improve the level of sustainable business 
practice implementation. 
 
Survey respondents scored highest on social performance (mean score of 68%) followed by economic 
performance (mean score of 50%). Respondents scored relatively lower on environmental performance (42%) 
and strategic governance (40%).  
 
Ontario SMEs vs. Larger Ontario Facilities 
Ontario SMEs scored lower on the self-assessment and on each sustainability element than did the larger 
Ontario facilities (refer to Table E.6 and Figure E.48). Ontario SMEs scored 45% overall on the self-assessment, 
which was 30% lower than the overall score of larger Ontario facilities (70%).  Ontario SMEs also scored 70% in 
the social performance element, whereas the larger facility group scored 87%.  Similarly, Ontario SMEs scored 
50% on the economic element, compared to a score of 71% for the larger facility group. Finally, environmental 
performance was the lowest scoring element for Ontario SMEs, while it was the second lowest element for the 
larger facility group. Therefore, as expected, Ontario SMEs are further behind in the integration of 
sustainability, and especially environmental sustainability, than larger facilities. 

 
Scores in Sub-Elements of Sustainability  
Each of the elements of sustainability (strategic governance, environment, economic, social) was further 
divided into sub-elements (as identified in Section 3.2). The highest mean scores were in food safety (85%) 
followed by labour practices (77%) (refer to Figure E.10). Since both are sub-elements of the social 
performance indicator, it follows that the high score reported in the social sustainability element relative to all 
other elements of sustainability is linked to the high scores in these sub-elements.  
 
Respondents scored relatively low on all three sub-elements of strategic governance: 42% on sustainability 
vision and leadership; 37% on sustainability reporting; and 34% on stakeholder engagement. Likewise, the low 
score in the environmental sustainability element can be attributed to the low scores within many of the 
environmental sub-elements, including sustainable purchasing and supply chain management (24%) and 
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product design and stewardship (29%). Energy management was also a relatively low scoring sub-element with 
a mean score of 38%. 
 
Despite the fact that many of the lowest scores were within the environmental sustainability element, one of 
the highest scoring sub-elements was also in this element (management systems and continuous improvement 
with a mean score of 60%).  This sub-element included specific questions related to whether the facility had 
environmental policies, an Environmental Management System and an employee responsible for overseeing 
Environment, Health and Safety performance.   
 
The respondents’ low score on the business development sub-element of the economic element (26%) was 
somewhat balanced by higher scores on other economic sub-elements: customer satisfaction (60%); financial 
planning (56%), and environmental accounting (52%).   
 
Ontario SMEs vs. Larger Ontario Facilities 
Ontario SMEs achieved lower scores on the sustainability sub-elements, as compared to the larger Ontario 
facility group (refer to Table E.6 and Figure E.49). Ontario SMEs’ high scores mirrored the categories of larger 
facilities; however, Ontario SMEs scored 92% on food safety, whereas the mean score for the larger facility 
group in this sub-element was 100%.  Similarly, the second highest score (labour practices) was 80% for 
Ontario SMEs and 95% for larger facilities. Ontario SMEs, on average, scored below 50% in 10 sub-elements, 
while the larger facility group scored below 50% on only three sub-elements. 
 
Scores on Selected Individual Questions of Sustainability Self-Assessment 
Taking into consideration the broader trends discussed above, the mean scores of several questions are also 
indicative of the state of sustainability in the facilities of the survey respondents (refer to Table E.1).  As stated 
before, those questions with the highest scores tended to fall under the element of social sustainability.  The 
highest mean score for a single question (88%) was for implementation of a food safety program (Question 
48). Also, within the social sustainability element, the question related to tracking injuries, occupational 
diseases, lost work days, absenteeism and fatalities (Question 52) received the second highest score of all the 
self-assessment questions (mean score of 87%) followed closely by the question related to WHMIS training 
(Question 53; mean score of 86%). Therefore, the highest level of sustainable business practice 
implementation was in the area of consumer and employee health and safety.  Other questions within the 
social element also contributed to the respondents’ high scores in this element.  For example, the question 
relating to investing in local and international community development activities (Question 57) had a mean 
score of 66%. In contrast, encouraging employee participation in similar community programs by offering 
financial support such as paid volunteer time (Question 56) was less common with a mean score of 49%.  
 
Economic performance was the sustainability element with the second highest overall score. The question 
related to having a long-term financial plan to ensure business viability (Question 35) had the fifth highest 
score of all self-assessment questions with a mean of 79%. Although there were other questions with high 
scores within the economic element, of particular interest is that the sub-element of environmental 
accounting (which was included in the economic element) was comprised of questions with relatively high 
scores. Given the low scores in the environmental sustainability element overall, it could be considered logical 
that environmental accounting would also be lacking in uptake; however, this does not appear to be entirely 
the case for the respondent group. For instance, the question of whether a facility takes into consideration 
environmental costs or risks when making a decision to implement an environmental project (Question 39) 
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received a mean score of 51%. Likewise the questions regarding managing percentages changes in energy 
consumption costs (Question 40), waste management costs (Question 41) and water consumption costs 
(Question 42)  relative to changes in volume of business had mean scores of 59%, 49% and 55%, respectively.  
 
In contrast to these relatively high scores, the lowest scoring question in the survey was within the energy 
management element; the question related to whether the company or facility tracked, monitored, and 
reviewed the percent energy use offset by renewable energy credits (Question 19.4) had a mean score of 13%. 
Similarly, the question with the second lowest mean score was also related to energy management (whether a 
facility monitored, tracked, and reviewed total indirect GHG emissions by weight (Question 19.7; mean score 
of19%)).  
 
 The third lowest scoring question occurred in the business development section, and related to whether the 
company and/or facility monitored and tracked the percent market share in more sustainable products (e.g., 
fair trade, certified organics/non-genetically modified) ( Question 44; mean score of 21%). These results may 
indicate that survey respondents have not fully made the connection between business opportunities within 
the emergent sustainability market and their long-term economic well-being. 
 
Many of the low scoring questions related to sustainable purchasing and supply-chain management, which 
reflects the overall low mean score in this sub-element.  For example, the questions with the fourth and fifth 
lowest mean scores in the self-assessment were related to whether a facility provided training for the 
purchasing department to ensure the effective implementation of a sustainability purchasing policy (Question 
31; mean score of 22%), and whether the facility screened suppliers and contractors based on sustainability 
procurement criteria (Question 32; mean score of 22%).  Respondents also reported low uptake in the area of 
working with suppliers to plan corrective actions or strategies to reduce environmental impacts (Question 33; 
mean score of 24%). 
 
These results indicate that survey respondents do not participate in key elements of sustainable purchasing 
and supply chain management, indicating that this is another potential area of improvement for survey 
participants, and potentially for the industry as a whole. 
 
 As a final note, insufficient training in the area of sustainability is not limited to Question 31’s discussion of 
training on sustainable purchasing policies. The lowest score within the strategic governance element was also 
related to providing general sustainability training to all employees about the facility’s goals and objectives and 
integrating these considerations into their jobs (Question 5; mean score of 33%).   
 
In a more direct approach to gauging respondents’ opinions on where they were in terms of their sustainability 
status, we asked them to place their facilities into one of five categories according to their sustainability 
initiatives and practices (Question 59).  Reflecting the 5 Sustainability Stages (Figure 1.1 in Section 1), each 
stage was phrased in a positive light in order to prevent survey participants from choosing the option which 
appeared to be the most positive instead of identifying with the option which best reflected the facility.  The 
largest proportion of respondents (30%) indicated that their facility fell within the third stage of sustainability 
(“our facility has implemented sustainability projects to reduce resource consumption....”) (refer to Figure 
E.11). The second most frequently chosen category was stage 2 (26%), which characterized the facility as 
coping with environmental, health and safety regulatory requirements while exploring opportunities to reduce 
business risks. Overall, 63% of respondents indicated that their facilities fell within or below stage 3 of the 5 
sustainability stages.  This result corresponds well with the overall mean score on the self-assessment of 47%, 
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since both results indicate that survey respondents have not fully integrated sustainability within their facilities 
(represented by stages 4 and 5). 
 
Ontario SMEs vs. Larger Ontario Facilities 
Larger Ontario facilities were much more likely than Ontario SMEs to place themselves in stage 3 on the 5 
Sustainability Stages (64% vs. 22%, refer to Figure E.50).  91% of larger facilities placed themselves in stage 3 or 
above, as compared to 59% of SMEs.  However, 26% of SMEs claimed to be stage 5; no larger facilities made 
this claim.  
 
Participation in Voluntary Programs 
Survey participants were also asked to indicate their participation in voluntary industry programs, ranging from 
ISO management systems to the Global Reporting Initiative and the Walmart Sustainability Index (Question 
60). The highest proportion of survey participants identified themselves as participating in the Hazard Analysis 
Critical Control Points (HACCP) food safety program (72%) (refer to Figure E.12). This aligns with evidence from 
the self-assessment, since survey participants scored highest in the food safety sub-element. The second 
highest level of participation in a voluntary program was much lower, at 32%, and corresponded to the 
Walmart Packaging Score Card.  
 
Within Question 60, those respondents who indicated that they were not participating in the programs were 
asked to further qualify their interest, noting those programs in which they were considering participating, 
those programs in which they were not considering participating and those programs with which they were 
not familiar.   The most popular programs in terms of potential future interest included food safety programs 
such as the Safe Quality Food (SQF) Certification (25%) and the ISO 22000 (Food Safety) program (21%). These 
results further support the trend of the fulfillment of social performance (specifically food safety) indicators as 
opposed to the other elements of sustainability.  
 
In contrast, the highest proportion of survey participants did not want to participate in the listed ISO programs. 
For instance, 46% of participants did not wish to participate in ISO 26000 (Corporate Social Responsibility), 43% 
did not have an interest in participating in ISO 9001 (Quality Management) and 40% were not interested in ISO 
22000 (Food Safety).  An examination of the characteristics that make each of these programs desirable and 
undesirable may aid in determining the type of framework that would be useful to the food and beverage 
processing industry.  
 
Investments in Sustainability 
The survey also sought to determine how respondents’ sustainability investments would change over time, 
specifically from 2009 to 2010 (Question 63).  Forty-eight percent of survey participants indicated that 
investments in sustainability would  increase from 2009 to 2010 (refer to Figure E.14). The next highest 
proportion of respondents (25%) indicated that sustainability investments would stay the same, while a very 
low proportion (3%) identified a projected decrease. Consequently, among survey participants, it appears that 
sustainability is a growing concern. 
 
The survey also revealed the relationship between financial well-being and the uptake of sustainable business 
practices by using the economic crisis as a catalyst (Question 64). The majority of participants (41%) indicated 
that the economic crisis had not changed their focus on sustainability while the second largest proportion of 
participants (20%) indicated that while their focus on sustainability had not changed, their activities have been 
curtailed (refer to Figure E.15). A much smaller proportion (12%) reported that the financial crisis had caused 
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them to decrease their spending on sustainability. However, despite the fact that some respondents indicated 
that they had reduced their focus on sustainability in the face of economic uncertainty, an equal proportion of 
respondents (12%) had increased their focus on sustainability goals and activities. Therefore, the majority of 
respondents indicated that they either maintained their focus on sustainability in some way, or used the 
financial crisis as an opportunity to become more sustainable. Considered in tandem with the results from 
Figure E.14, it appears that the survey participants are moving toward greater uptake of sustainable business 
practices despite the economic climate.  
 
Ontario SMEs vs. Larger Ontario Facilities 
There were differences in projected investments in sustainability initiatives from 2009 to 2010 for the Ontario 
SMEs when compared to the larger facility group (Question 63).  Although the largest percentage of Ontario 
SMEs (42%) indicated that their investments in sustainability would increase over the period, a much larger 
percentage (64%) of the larger facility  group chose this option (refer to Figure E.53).   In addition, 16% of 
Ontario SMEs revealed that they had no budget for sustainability investments and 3% of the Ontario SME 
respondents indicated that their investments in sustainability would decrease between 2009 and 2010.  No 
one in the larger facility group chose either of these two options.    
 

4.1.2 Support Services and Tools Required for Sustainability Implementation 
 
The purpose of this section is to identify the types of support services and tools that are required by food and 
beverage processors to transition through the different stages of sustainability (to ultimately reach Stages 4 
and 5).  The survey included questions to identify the drivers and challenges to sustainability integration at the 
facility level. In general, survey participants were asked about the following: 

1. Drivers or motivators for implementation of sustainability initiatives; 
2. Barriers or challenges to implementation of sustainability initiatives; 
3. Factors encouraging further implementation of sustainability initiatives; 
4. Tools and resources that may be helpful to implement sustainability initiatives. 

 

Respondents were asked to use a likert scale to indicate their level of agreement with each of the given drivers 

or challenges (where 1=strongly disagree, 2=disagree, 3=undecided, 4=agree, and 5=strongly agree). 

 

 
 

Drivers to Sustainability Implementation 

The survey participants indicated that they agreed with many of the listed drivers in the survey questionnaire 
for implementing sustainability initiatives (Question 65). Cost savings/productivity/efficiency received the 
highest mean score at 4.45 (refer to Figure E.16). Although other top drivers for sustainability were also linked 
to the profit motive, such as achieving a competitive advantage (mean score of 4.14) and reducing business 
risks (mean score of 4.09), other motivators were also frequently listed. In particular, engaging in sustainability 
because of its moral value to society (“the right thing to do”) tied for the third highest sustainability driver with 
a mean score of 4.09. In addition to the profit motive and morality, two other high scoring sustainability 
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drivers were regulatory compliance (mean score of 4.14) and the need to increase food quality and safety 
(mean score of 4.07). Note that the mean likert scale score for each of the listed drivers was above 3, 
indicating that, on average, participants were either undecided, agreed or strongly agreed with all drivers.   
 

Ontario SMEs vs. Larger Ontario Facilities 
Ontario SME responses on drivers to sustainability implementation were very similar to those of the larger 
Ontario facility group (refer to Figure E.55).  However, it is interesting to note that the levels of agreement of 
Ontario SMEs were lower than or the same as those of the larger facility group for all the statements except 
one.  Ontario SME respondents indicated a stronger level of agreement with the statement that the need to 
increase food safety/quality is a driver for sustainability implementation. This is not surprising given Ontario 
SMEs indicated they needed to increase food safety. 
 

Barriers to Sustainability Implementation 

Respondents were also asked to indicate their level of agreement with a list of barriers or challenges to the 
implementation of sustainability initiatives (Question 67).  The mean level of agreement for each barrier lies 
within a small range between 2.4 and 3.37 on the likert scale (refer to Figure E.17).  This range around a mean 
likert scale score of 3 indicates that, on average, respondents are undecided about these barriers identified.   
Nonetheless, some insights can be made from the barriers corresponding to the highest mean levels of 
agreement.  
 
The highest level of agreement corresponded to respondents not knowing enough about the available options, 
solutions, and strategies (mean score of 3.37). The second highest level of agreement corresponded with the 
lack of prioritized investment dollars and budget to implement sustainability (mean score of 3.12). These were 
the only barriers that were above 3 on the likert scale.  The third highest level of agreement was linked to the 
lack of demand from suppliers and customers to implement sustainability initiatives (mean score of 2.95), 
followed by the inability to demonstrate the business case and return on investment for sustainability (mean 
score 2.91).  
 
The project team’s experience with working and communicating with food and beverage companies, coupled 
with the level of agreement shown by respondents about the lack of knowledge on available options, 
solutions, and strategies, indicates a need for more capacity building within the industry to increase 
understanding of how to pursue effective integration of sustainable business practices (what they can do – the 
available options, strategies and solutions).  Similarly,  experience of the project team, coupled with the level 
of agreement shown regarding the lack of prioritized investment and budget, indicates a need to build more 
awareness and understanding about the business case for sustainability (i.e., the “why to”). This could be 
augmented with the provision of financial incentives/assistance for the adoption of sustainable business 
practices. 
 

Factors Encouraging Further Implementation of Sustainability 

Survey participants also indicated their level of agreement with methods to encourage adoption or further 
implementation of sustainability at their respective facilities (Question 69). Parallel to the results on current 
sustainability drivers, survey participants indicated a high level of agreement (4.45) with the statement that 
lowered costs or increased profits resulting from sustainability implementation would encourage their 
adoption of sustainability (refer to Figure E.18). Similarly, respondents indicated a high level of agreement 
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(4.38) with the statements that they would be encouraged to adopt or further implement sustainability if it 
created a competitive advantage and if it improved productivity and performance.  
 
Tools and Resources That May Be Helpful To Implementation of Sustainability Initiatives 

Finally, survey respondents were asked to indicate their level of agreement with statements regarding 
potential tools and resources that would facilitate the adoption or further implementation of sustainability at 
their facilities (Question 71).   Respondents indicated the highest level of agreement (mean score of 4.39) with 
the statement that the provision of financial incentives for capital investments would faciliate sustainability 
implementation (refer to Figure E.19). Similarly, the respondents indicated that providing financial incentives 
for opportunity identification would also facilitate implementation (mean score of 4.29).  Apart from financial 
incentives, respondents also agreed (likert scale at or above 4) that the following tools/resources would facilite 
implemenation: lessons learned from leaders on successful strategies (4.04); sustainability training for 
employees and management (4.02); and sustainability workshops/conferences in order to network with other 
food and beverage processors (4.00).  
 
Ontario SMEs vs. Larger Ontario facilities 
Ontario SMEs generally indicated the same level of agreement as the larger facility group with statements 
corresponding to tools and resources that could encourage adoption of sustainability (refer to Figure E.58).  
However, they were more likely than the larger facility group to agree that lessons learned from leaders on 
successful strategies and case studies of successful projects would be helpful tools/resources.  On the other 
hand, they were less likely to agree that software to measure/track their environmental footprint would be a 
helpful tool.  

4.2 Characterization of Superior Sustainability Performance  

This section includes the key findings and lessons learned regarding the superior sustainability performance 
based on selected survey respondents and interviews with industry leaders (those facilities at Stages 4 and 5 of 
the sustainability continuum).  The following information was obtained from the surveys and interviews to 
provide insight into the development of a sustainability implementation framework for SME food and 
beverage processors: 

 What are the key elements necessary for inclusion in the sustainability “how to” framework to help 
the industry raise its overall sustainability performance?  

o What distinguishes leading facilities from others (i.e., why are they leaders)?  
 Approach to sustainability implementation 
 Sustainable business practices of leaders in the industry 

o How did leaders successfully implement sustainability into their businesses (from awareness to 
behavior change)?  

 Cultural shift and change in mindset 
 Management practices, tools, resources utilized 

 What are the sustainability performance achievements or results achieved by the industry leaders? 
o The results represent the superior benchmarks in the industry.  

 
The project team used the survey as the first step for gathering the high level information to help answer these 
questions.  Using the self-assessment scores of the survey, the top quartile of respondents (i.e., those 
respondents who scored 75% or better on the self-assessment overall) was determined and these were 
considered as industry leaders that completed the survey.  The next step involved contacting these facilities to 
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supplement the high level information and verify their leadership status through personal interviews (note 
only two of the identified 16 leaders from the survey agreed to be interviewed).  To supplement these 
interviewees, the project team approached companies for an interview based on their reputation as having 
leading sustainable business practices, public sustainability reporting initiatives, and recommendations from 
advisory panel members or other industry experts.  These companies were also requested to complete the 
self-assessment survey to verify their sustainability status. Ten companies were interviewed in total. 
 
The remainder of this section is organized as follows: 

o Lessons learned from surveys on sustainability leader characteristics (4.2.1) 
o Lessons learned from interviewees on keys to success for sustainability implementation (4.2.2) 
o Development of superior sustainability performance benchmarks (4.2.3) 

4.2.1 Lessons Learned from Survey on Sustainability Leader Characteristics 

The survey findings provide insights into potential leadership characteristics, based on the analysis of those 
respondents who scored highest on the self-assessment portion of the survey (75% or higher; 16 respondents).  
It is important to note that these are “relative leaders” (as compared to the rest of the survey respondents), 
but are not necessarily considered to be overall industry leaders.   Also, note that self-assessment scores are 
subjective and based on self-reporting, and, therefore, may not reflect the true or actual sustainability 
performance of these facilities.    
 
This section is organized as follows: 

 Leaders’ Business Context 

 Leaders’ Implementation  of Sustainable Business Practices 

 Leaders’ Investments in Sustainability 

 Leaders’ Opinions on Drivers and Challenges to Sustainability Implementation 
 
For each section, key differences between the leader group and the remaining survey respondents (“non-
leaders”) are highlighted.  The supporting figures for this analysis are included in Appendix E.4. 
 
Leaders’ Business Context 
The following are the key differences in the business context of the leaders when compared to the non-leader 
group of respondents: 

 A larger proportion of leaders were in the baked goods/prepared desserts/tortilla sub-sector  
o 19% of leaders vs. 11% of non-leaders (Figures E.21) 

 Leaders tended to have a larger number  of employees   
o 45% of leaders had over 500 employees vs. 12% of non-leaders (Figure E.23) 

 A slightly larger proportion of leaders deal are regionally based with provincial suppliers and customers  
o Provincial Suppliers: 28% leaders vs. 22% non-leaders (Figure E.25) 
o Provincial Customers: 27% leaders vs. 19% non-leaders (Figure E.26) 

 A slightly smaller proportion of leaders than non-leaders serve international customers 
o 24% of leaders vs. 29% of non-leaders (Figure E.26) 
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Leaders’ Implementation of Sustainable Business Practices 
The following are the key differences in the implementation of sustainable business practices by leaders when 
compared to non-leaders (based on Figures E.28 – E.30 and Table E.3; note that Figure E.30 highlights those 
questions in which the leaders scored the highest): 

 Leaders demonstrated excellent implementation of sustainable business practices in the areas of 
customer satisfaction, labour practices and food safety (98-100% implementation) 

o This was not true for non-leaders, as shown below 

 The greatest discrepancy on the element scores between the leaders and non-leaders was in the 
economic element  

o Leaders scored a mean of 88%, whereas non-leaders scored a mean of 40% (difference in 
mean of 48%) 

 The greatest discrepancy in the magnitude of the sub-element scores between the leaders and non-
leaders were in the following areas: 

o Sustainability Reporting:  leaders scored a mean of 83%, whereas non-leaders scored a mean 
of 28% (difference in mean of 55%) 

o Environmental Accounting:  leaders scored a mean of 96%, whereas non-leaders scored a 
mean of 41% (difference in mean of 55%) 

o Pollution/Waste Management:  leaders scored a mean of 90%, whereas non-leaders scored a 
mean of 39% (difference in mean of 51%) 

o Financial Planning:  leaders scored a mean of 92%, whereas non-leaders scored a mean of 45% 
(difference in mean of 47%) 

 The greatest discrepancy in the magnitude of the scores between the leaders and non-leaders was for 
the questions relating to monitoring, tracking and reviewing waste management performance 
indicators (Questions 15.1-15.6) and reporting on waste management trends (Question 17) (reporting 
on water management trends (Question 27) was also identified as an area of discrepancy between the 
two groups): 

o Monitoring and tracking waste management indicators:  Leaders’ means ranged from 100% to 
85%, whereas non-leaders means ranged from 45% to 25% (mean differences ranged from 
62% to 55%) 

o Reporting on waste management trends:  leaders scored a mean of 96%, whereas non-leaders 
scored a mean of 36% (difference in mean of 60%) 

o Reporting on water management trends:  leaders scored a mean of 95%, whereas non-leaders 
scored a mean of 39% (difference in mean of 57%) 

 Leaders also scored substantially higher on the question related to having a budget line item for 
sustainability-related projects (Question 36) 

o Leaders scored a mean of 89%, whereas non-leaders scored a mean of 30% (difference in 
mean of 59%) 

 An interesting key difference between the leader and non-leader responses was also identified for the 
question related to tracking and monitoring monetary and non-monetary sanctions for non-
compliance with environmental laws and regulations (Question 43) 

o Leaders scored a mean of 92%, whereas non-leaders scored a mean of 35% (difference in 
mean of 57%) 

 Differences in scores between the two groups were smallest for questions related to food safety 
(Questions 48 and 49) and labour practices (Questions 52 and 53) 

o Differences in the mean ranged from 12% to 17% 
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 The areas in which the leaders scored lowest were in sustainable purchasing and supply chain 
management (mean score of 54%) business development (mean score of 57%) and product design and 
stewardship (mean score of 58%)  

o These were also the lowest scoring areas for non-leaders, suggesting that there are 
opportunities for improvement in these areas for a wide range of food and beverage 
processors 

 An interesting note is that the leaders tended to understate their current sustainability performance  
compared to the non-leaders 

o When asked to place their facility into one of the five sustainability stages, 63% of leaders 
indicated that they were in a category corresponding to stage 3 or higher, as compared to 81% 
of non-leaders (Figure E.31).   

 
Leaders’ Investments in Sustainability 
The following are the key differences in the sustainability investments of leaders as compared to non-leaders 
(Question 63; Figure E.34): 

 Interestingly, a smaller proportion of leaders than non-leaders indicated that their investments would 
increase in 2010 as compared to 2009 

o 44% of leaders versus 52% of non-leaders  

 Likewise, 6% of leaders indicated that their investments would decrease between 2009 and 2010, 
whereas no non-leaders chose this option 

 On the other hand, a much larger proportion of leaders than non-leaders indicated that they did not 
know if their investments would increase or decrease 

o 25% of leaders versus 2% of non-leaders 

 Finally, no leaders indicated that they had no budget for sustainability, whereas 17% of non-leaders 
indicated they had no budget   
 

Leaders’ Opinions on Drivers and Challenges to Sustainability Implementation 
The following are the key differences in the opinions of leaders as compared to non-leaders on drivers and 
challenges to sustainability implementation: 

 Leaders indicated a higher level of agreement than non-leaders that corporate belief or 
strategy/commitment is a driver to sustainability implementation (Question 65; Figure E.36) 

o On a likert scale from 1-5 (where 1=strongly disagree and 5=strongly agree), leaders’ mean 
level of agreement was 4.56, whereas non-leaders’ mean level of agreement was 3.98 

 Leaders indicated a lower level of agreement than non-leaders with all the barriers to sustainability 
implementation listed in the survey questionnaire (Question 67; Figure E.37).   

o This is not surprising considering that the leaders may have found ways  of overcoming these 
barriers, and are thus successfully implementing more sustainable business practices than 
non-leaders 

o The greatest differences in opinions between the leaders and non-leaders were for the 
following barriers: 

 Do not know if there is a business case for sustainability (difference of 0.69 on the 
likert scale; 2.00 for leaders, 2.69 for non-leaders) 

 Do not know enough about the available options/solutions/strategies (difference of 
0.35 on the likert scale; 2.94 for leaders, 3.29 for non-leaders) 
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 Lack corporate or management support for initiatives (difference of 0.55 on the likert 
scale; 2.06 for leaders, 2.61 for non-leaders) 

 A notable difference in opinion between the two groups was whether government funding support to 
help reduce the cost of sustainability projects would encourage adoption of sustainability (Question 
69; Figure E.38).  

o  Although both groups agreed with this statement, the leader group reported a higher level of 
agreement 

 4.44 (leaders) versus 4.13  (non-leaders)  

 On the other hand, non-leaders reported a higher level of agreement than leaders with the statement 
that employee acquisition/retention would encourage adoption of sustainability at their facilities 

o 4.00 (non-leaders) versus 3.88 (leaders).   This was an unexpected result since employee 
retention is typically associated with improving sustainability performance, which has been 
cited by industry leaders in the literature.   

 There was a disconnect between leaders and non-leaders on the tools and resources that could be 
helpful to sustainability implementation (Question 71; Figure E.39) 

o Leaders were less likely than non-leaders to agree that the following tools and resources were  
helpful: 

 Sustainability consulting to facilitate strategy and plan development (difference of 
0.36 on the likert scale; 3.56 for leaders, 3.92 for non-leaders) 

 A possible explanation is that leaders already have developed strategies 
 Web-based mediums to ask experts questions (difference of 0.36 on the likert scale; 

3.56 for leaders, 3.92 for non-leaders)  

 This could be related to the fact that leaders were less likely to agree that they 
lacked knowledge on how to implement sustainability (as identified earlier in 
this section) 

 Software to measure and track environmental footprint (difference of 0.34 on likert 
scale; 3.63 for leaders, 3.97 for non-leaders)  

 This could be due to the fact that leaders have already implemented these 
kinds of  tools (as identified earlier in this section) 

o On the other hand, leaders were more likely to agree that financial incentives for opportunity 
identification could be a helpful tool/resource for sustainability implementation (4.56 for 
leaders, 4.18 for non-leaders) 

 Leaders may have already captured the “low-hanging fruit” at their facilities and are 
looking for third-party support to identify more complex opportunities for eco-
efficiencies to ensure continuous improvement.   

4.2.2  Keys to Success for Sustainability Implementation – Lessons Learned from 

Interviews 

This section synthesizes the lessons learned from the interviews based on the common themes, trends, 
approaches and activities identified by the ten completed interviews.  The interviews offered insights into the 
key success factors for implementation of sustainability initiatives in food and beverage processing operations.  

These key success factors were: 

 Strategy and Planning 

 Profitability and Accountability  
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 Internal Drivers: Support from Senior  Management and Corporate 

 Awareness and Education 

 Measurement  

 Supply Chain Management 

 Communication 
 
Strategy and Planning 
It is important for the corporate/senior management team to develop a clear action plan for integrating 
sustainability into the business and to communicate it effectively throughout the organization. 
 
Potential framework considerations: 

 Develop a clear sustainability vision and goals, and set measurable targets 
o Engage senior management from cross-functional units.  

 Develop implementation plans to achieve those goals and targets. 

 Develop a performance management system to baseline and measure progress against stated goals 
and targets. 

 
Profitability and Accountability 
For a business to be sustainable, it must also be profitable. Therefore, sustainability implementation must have 
a clear and well defined business case.  Sustainability projects are inherently developed around the concepts of 
greater efficiency and less waste, which often reduce costs in the long-run, but depending on the solutions 
required, may require capital investment.  When these projects are under consideration in the planning stages, 
their potential for implementation and success will be greater if the business case is explored to the fullest 
(i.e., investigating multiple options for achieving the same goal).  The financial means to pursue these projects 
varies greatly on a variety of factors such as company/facility size and revenue.  Return on investment was 
often cited by the survey respondents as the key decision point for sustainability projects. 
 
Potential framework considerations: 

 Investigate multiple options (with different costs and paybacks) for achieving a sustainability target 

 Where appropriate, pilot or test a new solution on a smaller scale before making a larger investment 

 Where possible, consider longer than traditional return on investment (ROI) periods (e.g. ≥5 year ROI 
should be considered from a life cycle perspective, especially if the if the  project has strong potential 
for long-term improvements in sustainability  performance and operating cost savings) 

 When possible, include all benefits of a project in the determination of its value, including such non-
tangibles as increased marketing opportunities and improved employee morale/retention/attraction 

 
Internal Drivers: Support from Senior Management and Corporate 
Internal pressure is a driver for implementing sustainable business practices.  It is clear that support and 
encouragement from senior management and corporate is an important factor for securing investment and 
implementing projects. A focus on sustainability at the facility-level (i.e., plant managers and staff) is key for 
tangible improvements at the site, but can be strengthened considerably if these are supported by and aligned 
with targets set by senior management and corporate. When senior management and corporate provides 
targets and incentives for plant management and staff to work toward, projects are implemented faster and 
receive greater investment. While it is important for senior management to generate a financial return on 
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investment for sustainability projects with an enhanced bottom line, it is also important for staff to see a 
return on their investment (i.e., their investment of time and effort into sustainability projects). 
 
Potential framework considerations: 

 Initiate teams to focus on specific projects (e.g., energy consumption/carbon/toxics footprint) 
o Include representatives from multiple facilities within the organization and corporate to 

enhance knowledge sharing, commitment and buy-in from across the organization 

 Facilitate opportunities for employees to give suggestions 

 Set targets for management and employees 

 Provide financial and non-financial incentives for management and employees  
 
Awareness and Education 
Awareness and education of what a “sustainable” business is and means, and why it is important, was often 
cited as an important contributor to creating and growing a sustainability culture across the organization.  This 
is true from the plant floor to the corner office.  This can be challenging in Ontario, where a substantial 
percentage of facility employees are new Canadians, and thus their first language is not English. 
 
It is also important for plant and senior management to be pro-active in seeking external advice/training on 
best sustainability practices and new process technologies/solutions in their industry for improving their 
sustainability performance.  This knowledge can be obtained by networking with industry peers, using external 
consultants, participating in various sustainability workshops, conferences and other events, and through 
online information resources and tools. 
 
Potential framework considerations: 

 Hold regular (weekly/monthly/quarterly) meetings, or “town halls” to educate all employees on 
general sustainability awareness and specific sustainability projects 

 Add sustainability to regular meeting agendas 

 Disseminate information through internal e-newsletters, lunch and learns, etc. around the facility 

 Investigate English as a Second Language (ESL) training for facility employees 

 Be pro-active in accessing external knowledge to keep on top of industry best practices and new 
solutions 

o This knowledge should be made more readily available 
 
Measurement 
Monitoring and tracking of environmental aspects (i.e., water, energy, resource consumption; wastewater 
effluent and air emissions, hazardous waste; carbon footprint, etc) is critical for identifying problem areas in 
the manufacturing process and opportunities to improve process efficiency, reduce environmental footprint, 
and reduce costs.  Automated monitoring tools can also be the first indicators that there is a malfunction or 
problem in process/process equipment, and the more frequently monitoring occurs, the faster these potential 
problems can be identified and addressed.  About half of the interviewees admittedly are not strong in this 
respect, but all the same understand how important it is to continue forward on their sustainability journey.  
Part of the challenge is finding the right tools for the right applications. 
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Potential framework considerations: 

 Develop a facility-specific baseline 

 Monitor and track processes and environmental aspects frequently 

 Investigate and employ (with outside assistance if necessary) monitoring and tracking tools to 
automate the process (reduce labour costs and human error) and improve accuracy of metrics 

 Utilize Environmental Management Systems (EMS) to assist/guide monitoring and tracking  
 

Supply Chain Management 
Food and beverage processors are purchasers of raw materials, and thus can play the role of a demanding 
customer.  As customers, they can use their purchasing power to influence the behaviour of their suppliers by 
specifying expectations and meeting certain requirements.  In this sense they can not only reduce their own 
environmental footprint directly, but have a positive impact across the supply chain and the sector. 
 
Potential framework considerations: 

 Adopt a collaborative approach to working with suppliers for procurement of sustainable input 
materials, feedstocks, and all other products (e.g. overhead such as office supplies, workwear, etc) 

 Communicate with customers about their sustainability goals and expectations to identify how to help 
them meet their goals and vice versa. 

 
Communication 
Communication and transparency with internal and external stakeholders (employees, shareholders, suppliers, 
customers, local community, general public, government, industry peers) is important for sharing the positive 
results of sustainability efforts.  People want to work for a company they feel is trying to do the right thing, and 
so communicating the sustainability values, efforts and achievements both internally and externally will help 
attract and retain management and staff.   
 
Consumers are becoming more educated and knowledgeable and are seeking products that are sustainable 
and which have minimal environmental impact.  However, consumers are also becoming  more aware of 
“green-washing”, so it is important for companies to consider this when making claims around  products being  
“sustainable” or “green”. 
 
Potential framework considerations: 

 Turn sustainability achievements into marketing opportunities (but avoid green-washing) 

 Share sustainability achievements internally and externally through sustainability target updates, 
reports, annual reports, e-newsletters, websites and social media 

 Speak about your organization’s sustainability projects at workshops, conferences and other events 

 Submit sustainability projects for awards and recognition 

 Be active in the community (events/fundraisers/facility tours/sustainability project demonstrations) 

4.2.3 Development of Superior Sustainability Performance Benchmarks 

This section presents a set of superior sustainability performance benchmarks as identified through the 
analysis of the survey leaders (those who scored in the top quartile on the self-assessment portion of the 
survey).  Note that interviewees were asked to provide performance metrics that could be used by the project 
team to develop sustainability benchmarks (included at the end of Appendix D.4).  However, only two of the 
interviewees provided these metrics, so the data could not be used. 
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Figures 4.1 and 4.2 show the overall mean scores of leaders compared to non-leaders on the self-assessment 
overall, as well as for each sustainability element and sub-element (as discussed in section 4.2.1).  The means 
scores of the leaders represent the superior sustainability performance benchmarks for the industry that will 
be included in the sustainability “how-to” framework as a target and point of comparison for food and 
beverage processors completing the self-assessment.   The differences in the mean scores between leaders 
and non-leaders represent opportunities for “raising the bar” for sustainability performance in the industry.  
According to the survey, the greatest opportunities are in the following areas: 

 Economic performance (overall element) 

 Sustainability Reporting 

 Environmental Accounting 

 Pollution/Waste Management 

 Financial Planning 

 

Figure 4.1:  Mean Scores on Self Assessment (Leaders vs. Non-leaders) 
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Figure 4.2:  Mean Scores on Sub-Elements of Self Assessment (Leaders vs. Non-leaders) 
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4.3 Key Findings and Lessons Learned from the Survey and Interviews 

This section summarizes the key findings and lessons learned from the survey and interviews that assisted in 
the development of the sustainability “how-to” framework, as identified at the beginning of Section 4: 

 What types of sustainable business practices have been implemented by SMEs in the food and 
beverage processing industry? 

 What areas of focus are required to help these facilities improve their sustainability performance (i.e., 
what sustainable business practices have had a weak level of uptake)? 

 What drivers, barriers, tools and resources affect the level of uptake of sustainable business practices?  

 What elements are necessary or helpful for superior sustainability performance? 
 
These findings and lessons learned on how to motivate small and medium-sized companies in Ontario’s food 
and beverage processing industry to adopt and implement sustainable business practices served as the 
foundation for the development of the Sustainability Implementation Framework.   
 
What types of sustainable business practices have been implemented by SMEs in the food and beverage 
processing industry? 

 Respondents scored highest on social and economic elements of sustainability  

 The highest levels of sustainable business practice implementation  were in the areas of consumer and 
employee health and safety (i.e., food safety and labour practices) and management systems and 
continuous improvement (even though environmental sustainability was weak as an element overall) 

 Community contribution and financial planning were also relatively high-scoring sub-elements. 
 

What areas of focus are required to help these facilities improve their sustainability performance? 

 The overall mean score on the self-assessment tool was 47%  
o This indicates there is considerable opportunities to  improve the sustainability performance in 

the participants’ facilities 

 The lowest scoring elements were strategic governance and environmental sustainability   
o Of all the survey sub-elements, respondents reported lowest performance  in the following 

sustainability sub-elements:  sustainable purchasing and supply-chain management, product 
design and stewardship and business development  

 However, these were also weak areas for the leader group of respondents, which may 
indicate that they are not currently considered priority areas, but may be necessary for 
all facilities in order to “raise the bar” of sustainability performance within the industry  

 Implementation was also low for business practices related to employee training on sustainability  

 Ontario SMEs scored lower on the self-assessment than did the larger Ontario facilities  
o Ontario SMEs are furthest behind in the integration of environmental sustainability, as 

compared to larger facilities  

 The majority of respondents (63%) indicated that their facilities fell within or below stage 3 of the 5 
sustainability stages 

o This result corresponds well with the overall mean score on the self-assessment of 47%, since 
both results indicate that survey respondents have not fully integrated sustainability within 
their facilities (represented by stages 4 and 5). 
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 Based on the largest differences in the survey mean scores of leaders and non-leaders, the greatest 
opportunities for “raising the bar” in sustainability performance of the food and beverage industry are 
in the following areas: 

o Economic performance (overall element) 
o Sustainability Reporting 
o Environmental Accounting 
o Pollution/Waste Management 
o Financial Planning 

 
What drivers, barriers, tools and resources impact the level of uptake of sustainable business practices?  

 Cost savings/productivity/efficiency was identified as the greatest driver for sustainability 
implementation and lowered costs/increased profits was listed as the highest motivator for further 
implementation  

o Ontario SME respondents indicated a stronger level of agreement than the larger facilities with 
the statement that the need to increase food safety/quality is a driver for sustainability 
implementation 

o According to the leader analysis, corporate belief or strategy/commitment is a driver to 
sustainability implementation 

 A lack of knowledge about sustainable options, strategies and solutions was considered to be the 
largest barrier cited by respondents 

o Inability to make a business case for sustainability projects and a lack of prioritized investment 
or budget for these projects were also identified as barriers 

 Leaders were less likely to agree that a lack of knowledge or a lack of a business case 
for sustainability are barriers to sustainability implementation  

 Therefore, there is an opportunity to overcome these barriers with the SME 
facilities 

 Based on these drivers and barriers, sustainability implementation may be accelerated  through: 
o Dissemination of tools/resources that provide guidance on best practices and sustainable 

options 
o Training and educational support to help raise the awareness and understanding about the 

business case for sustainability, including case studies showcasing  the financial and non-
financial benefits of sustainability projects 

o Increased awareness about the importance of allocating a sustainability budget 
 This may go hand-in-hand with senior management support, commitment and 

strategy development 

 Apart from financial incentives, respondents also agreed that the following tools/resources would 
facilite sustainability implemenation:  

o Lessons learned from leaders on successful strategies 
 Ontario SMEs were more likely than the larger facility group to agree that lessons 

learned from leaders on successful strategies and case studies of successful projects 
would be helpful tools/resources 

o Sustainability training for employees and management 
o Sustainability workshops/conferences in order to network with other food and beverage 

processors 
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 Ontario SMEs were less likely than larger facilities to agree that software to measure/track their 
environmental footprint would be a helpful tool 

o Leaders were less likely to agree with this statement than non-leaders 
 We find this to be an interesting result which may be from the fact that leaders have 

already implemented this tool (as identified earlier in this section) 
 
What elements are necessary or helpful for superior sustainability performance? 

 Strategy and planning 
o Develop a clear sustainability vision and goals, and set measurable targets  

 Engage senior management from cross-functional units 
o Develop implementation plans to achieve those goals 

 Develop a performance management system to baseline and measure progress against stated goals 
and targets. 

o Dedicate budget for sustainability initiatives 

 Profitability and accountability (building a business case for sustainability)  
o Investigate multiple options (with different costs and paybacks) for achieving a sustainability 

target 
o Where appropriate, pilot or test a new solution on a smaller scale before making a larger 

investment 
o Where possible, consider longer than traditional return on investment (ROI) periods (e.g. ≥5 

year ROI should  be considered from a life cycle perspective especially if a project has strong 
potential for long-term improvements in environmental performance and cost savings) 

o When possible, include all benefits of a project in the determination of its value, including such 
non-tangibles as increased marketing opportunities and improved employee morale 

 Internal drivers:  support from upper management and corporate 
o Initiate teams to focus on specific projects (e.g., energy consumption/carbon/toxics footprint) 
o Set targets for management and employees 
o Provide incentives for management and employees  
o Develop a corporate value or strategy/commitment   

 Awareness and education 
o Hold regular (weekly/monthly/quarterly) meetings, or “town halls” to educate all employees 

on general sustainability awareness and specific sustainability projects 
o Add sustainability to regular meeting agendas 
o Disseminate information through internal e-newsletters, lunch and learns, etc, around the 

facility 
o Investigate ESL training for facility employees 
o Be pro-active in accessing external knowledge to keep on top of industry best practices and 

new solutions 
 Including lessons learned/case studies from leaders on successful initiatives and 

strategies; sustainability workshops/conferences; web-based tools with sustainability 
experts; technical assistance. 

 Employee buy-in and engagement 
o Implement internal initiatives that reflect sustainability commitment 

 E.g., health and wellness programs for employees, time off for volunteering  
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o Establish an employee idea generation/feedback process to increase engagement in 
sustainability 

 Measurement 
o Monitor and track processes and environmental aspects frequently 

 Environmental accounting of waste, water and energy (tracking of waste management 
costs, and water and energy consumption costs)  

o Investigate and employ (with outside assistance if necessary) monitoring and tracking tools to 
automate the process (reduce labour costs and human error) and improve accuracy of metrics 

o Utilize EMS to assist/guide monitoring and tracking 
o Measure percent market share in sustainable products, and leverage this as a marketing 

opportunity 

 Supply chain management 
o Adopt a collaborative approach to working with suppliers for procurement of sustainable input 

materials, feedstocks, and all other products (e.g. overhead such as office supplies, workwear, 
etc) 

o Communicate with customers about their sustainability goals and expectations to identify how 
you can help them meet their goals and vice versa 

 Communication 
o Turn sustainability achievements into marketing opportunities (but avoid green-washing) 
o Share sustainability achievements internally and externally through sustainability target 

updates, reports, annual reports, e-newsletters, websites and social media 
o Speak about your organization’s sustainability projects at workshops, conferences and other 

events 
o Submit sustainability projects for awards and recognition 
o Be active in the community (events/fundraisers/facility tours/sustainability project demos 
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5 Foundation for “How-To” Framework Development:  Literature 

Review 
 
To complement the survey and interview findings, the project team conducted an extensive literature review 
to assist in the development of a sustainability “how-to” framework, tools and resources for food and 
beverage processing SMEs.  The purpose of the review was to identify: 

 Elements of a successful sustainability implementation within organizations, i.e., the necessary or 
enabling  conditions for successful implementation of sustainability; 

 Previously developed sustainability implementation and change management frameworks that could 
be used or adapted. 

 
Common themes were identified and used as a foundation for inclusion in the sustainability “how-to” 
framework.  The complete literature review is provided in Appendix G.  An overview of previously developed 
frameworks is included in Appendix H24.  This section provides an overview of the key findings used to develop 
the integrated sustainability framework.   

5.1  Sustainability Implementation Frameworks 

The literature review identified several potential elements that can support implementation of sustainability 
initiatives within organizations and to assist in developing a sustainability implementation framework for SMEs 
in the food and beverage processing industry.  Eleven common themes were identified based on the literature 
review.  Each theme was analyzed and organized into potential elements of a sustainability implementation 
framework.  These primary elements and their common themes provided the foundation for the framework.  
 

Potential Sustainability Implementation 
Framework Elements 

Common Themes Within Each Element 

Initial Planning and Design for Sustainability 
Initial Understanding of Sustainability within the 
Organization 

 
Sustainable Strategy and Plan (Vision and Mission) 
for the Organization 

Sustainability Alignment within the Organization Organizational Alignment and Sustainability 

 Organizational Behaviour and Sustainability 

 
Educational Program Development (Internal 
Marketing and Buy-in) 

Sustainability Assessment & Implementation in 
the Facility 

Sustainability Review in Process Design 

                                                           
 

24
 Note that an annotated bibliography of the literature reviewed is included at the end of Appendix I for reference and 

further review. 
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Potential Sustainability Implementation 
Framework Elements 

Common Themes Within Each Element 

 
Energy and Environmental Management and 
Assessment 

 Monitoring, Tracking and Benchmarking Tools 

Marketing Sustainability Successes  Internal and External Marketing of Successes 

Long Term Sustainability Through Continuous 
Improvement 

Continuous Improvement of Sustainability 
Technology 

 
Continuous Improvement of Operational 
Behaviour 

5.2 Previously Developed Frameworks 

The following existing sustainability implementation and change management frameworks were reviewed 
(described in Appendix H): 
 

 Seven-Step Sustainability Change Process (Willard, 2009) 

 The Natural Step’s A-B-C-D Change Process (The Natural Step, 2010) 

  Kotter’s Eight-Stage Change Process (Kotter, 1996) 

 AtKisson’s Nine-Step Change Process (AtKisson, 2008) 

 Six-Rung Green Ladder (Fetzer and Aaron, 2010) 

 Steps to Creating a Sustainability Plan (Hitchcock and Willard, 2008) 

 Managing Complex Change (LeadershipNow, 2007) 

 ISO 14001 Environmental Management System (EMS)  Framework (VirginiaTech, 2007) 

 Six-Sigma (True Insight, 2010) and Lean and Clean (U.S. EPA, 2007) Frameworks  

 Industry Canada Corporate Social Responsibility Implementation Framework (Industry Canada, 2009)  
 
Based on a comparison of these frameworks, the following common elements emerged: 

 The first step in many of the frameworks involves building an initial awareness of sustainability issues 
and adopting a sustainability mindset (Willard, 2009; The Natural Step, 2010; AtKisson, 2008; 
Hitchcock and Willard, 2008, Industry Canada, 2009) 

o In contrast, the ISO 14001 and Lean and Clean (2007) frameworks were different as they omit 
this initial step and begin with goal-setting and implementation  

o Specific reference to training was made in two of the frameworks (Hitchcock and Willard, 
2008) and  ISO 14001 (EMS)) 

o The development of a working definition of CSR is described in the Industry Canada 
Framework as part of the initial planning process (Industry Canada, 2009). 

 Accessing information and networking  with industry peers, stakeholders, regulators, and experts to 
determine opportunities and risks related to sustainability was common to four of the frameworks 
(Willard, 2009; AtKisson, 2008; Fetzer and Aaron, 2010, Industry Canada, 2009) 

 Having an overarching vision and setting goals were integral elements to all frameworks  

 Mobilizing commitment on an organization’s goals by communicating change visions and receiving the 
support of colleagues was common  in all frameworks except the EMS Framework 
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o Fetzer and Aaron’s (2010) green ladder had a particularly strong focus on initiating broad 
support throughout the organization as three steps out of six revolved around the importance 
of employee embracement and collaborative efforts 

 Embedding and aligning sustainability goals within existing corporate culture were  frequently 
mentioned (Willard, 2009; Kotter, 1996; Fetzer and Aaron, 2010; LeadershipNow, 2007) 

o However, the more technical frameworks, such as ISO 14001 (EMS) and Lean and Clean (2007), 
as well as Hitchcock’s and Willard’s (2008) Sustainability Plan Steps, did not address this issue 

 Building a sustainability team was identified in only one of the frameworks (Willard, Bob, 2009); 
however, collaboration with peers to identify sustainability opportunities and solutions was included in 
both the Six-Rung Green Ladder framework (Fetzer and Aaron, 2010) and the Natural Step framework. 
Building a CSR leadership team was identified in the Industry Canada Framework (Industry Canada, 
2009). Continuously learning and adapting were strong points of commonality among the frameworks 
(Willard, 2009; The Natural Step, 2010; Kotter, 1996; AtKisson, 2008; VirginiaTech, 2007, Industry 
Canada, 2009) 

o Some frameworks had continuous improvement as the final step in a linear process; however, 
others, such as Willard’s (2009) Seven-Step Sustainability Change Process represented this 
continuity through arrows, in a spiral framework  

 Developing a sustainability baseline for the organization and identifying gaps (monitoring and tracking) 
were often cited elements of the sustainability integration process (Willard, 2009; Natural Step, 2010; 
Hitchcock and Willard, 2008; ISO 14001; Lean and Clean, Industry Canada, 2009)  

 Quantifying benefits of sustainability initiatives (building the business case), and prioritizing and 
piloting projects were also common among the reviewed frameworks (Willard, 2009; Fetzer and 
Aaron, 2010; Natural Step, 2010; Hitchcock and Willard, 2008)  

 Finally, communicating progress and celebrating successes were considered important in three of the 
frameworks (Willard, 2009; Kotter, 1996; Lean and Clean, 2007). 
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6 Sustainability Program Implementation Framework for 
Ontario’s Food and Beverage Processors 

 

This section outlines the sustainability implementation framework developed for food and beverage 
processors (6.1), and provides an overview of the Sustainability Recognition Program (6.2) and the Phase 2 
Framework Pilot (6.3) developed to complement Phase 1 of the project.  The elements of the framework and 
the corresponding tools and resources were developed based on the lessons learned and key findings from the 
survey, interviews, literature reviews and associated activities (i.e., review and expertise provided by the 
Expert Advisory Panel and Working Group Advisors and project team experience).     
 

6.1 Sustainability “How-To” Framework  
This section outlines the sustainability implementation framework developed in Phase 1, which will be piloted 
with food and beverage processors in Phase 2 of the project.  The section includes the following components: 

 Introduction on how and when to use the framework for the food and beverage industry 

 Framework schematic 

 List of tools and resources complementing the framework 

 Step by step framework description referencing applicable tools and resources 
 
The project team proposes that this framework, tools and resources be web-based. Piloting the framework in 
Phase 2 will help to determine if this is the most appropriate medium for the practical and effective use of the 
framework by the food and beverage processing industry.  
 
Introduction to the Framework 
 
The focus of the sustainability implementation framework developed by the project team is on overall 
sustainability performance for individual SME food or beverage facilities, with emphasis on environmental 
sustainability and strategic governance, since these were identified as areas of greatest need for food and 
beverage processors.  As previously discussed in Section 5.2, there are other sustainability implementation 
frameworks available, which we suggest facilities be aware of, if they are looking for or have a specific business 
need that may require greater focus (in a particular area) than what we provide.  For example, ISO 14001 is a 
globally recognized framework for environmental management.  More detail on the existing sustainability 
implementation frameworks outlined below has been provided in Appendix H.   

 Seven-Step Sustainability Change Process (Willard, 2008) 

 The Natural Step’s A-B-C-D Change Process (The Natural Step, 2010) 

 Kotter’s Eight-Stage Change Process (Kotter, 1996) 

 AtKisson’s Nine-Step Change Process (AtKisson, 2008) 

 Six-Rung Green Ladder (Fetzer and Aaron, 2010) 

 Steps to Creating a Sustainability Plan (Hitchcock and Willard, 2008) 

 ISO 14001 Environmental Management System (EMS)  Framework (VirginiaTech, 2007) 

 Six-Sigma (True Insight, 2010) and Lean and Clean (U.S. EPA, 2007) Frameworks  

 Industry Canada Corporate Social Responsibility Implementation Framework (Industry Canada, 2009)  
 
If any of these frameworks are currently being used by the facility or corporate or they have already been 
partially or fully adopted by the facility/corporate, it is recommended that the facility proceed with the use of 
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their framework of choice.  For those facilities that either lack an existing sustainability management 
framework, or are dissatisfied with the one that they are using, they can use the “how-to” framework for 
sustainability implementation developed as part of this project and adapt to meet their specific needs. When 
adopting the framework, it is important to note that it should be closely aligned with existing priority planning/ 
program development processes within the facility to ensure that it is integrated into existing business 
processes and not as an add-on.  Furthermore, since the sustainability integration framework represents a 
comprehensive approach, it is expected that many companies will not be able to implement all of the elements 
at one time.  The spiral nature of the framework reflects the continuity of the sustainability integration 
process; and that not all elements in each step should be or are meant to be adopted first time through the 
process.  In fact, there would be benefits and efficiencies for some companies to skip some elements or steps 
altogether, depending on their current sustainability performance.  However, it is also important to 
acknowledge that the sustainability integration process is holistic, and each element provides value in terms of 
continuous improvement.   
 
Framework Overview  
 

 Element 1: Planning and Strategy Development 
o Understand your current status – where are you today? 
o Develop strategy – where do you want to be in the future? 

 Element 2: Sustainability Alignment  
o Get commitment from top management  
o Assign resources and accountability 
o Foster awareness, commitment and engagement  

 Element 3: Assessment and Implementation 
o Identify internal opportunities (technical, process, operational) 
o Build the business case, prioritize and implement top opportunities 
o Reach out to your supply chain and/or customers 
o Be active in the community 

 Element 4: Verification and Continuous Improvement 
o Monitor, track and reassess 
o Document the benefits of implementation 
o Continuously learn about sustainability and apply the lessons learned 

 Element 5: Communication of Results 
o Report sustainability achievements to strengthen your brand 
o Celebrate successes 
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Figure 6.1:  Sustainability Implementation "How-To" Framework Schematic 

 
 

 

List of Tools and Resources 
 
The project team compiled the following tools and resources to complement the sustainability 
implementation framework.  These are listed below and described further in Appendix I.  
 
1. Self-Assessment Tool 
2. Case studies of successful sustainability integration by food and beverage processors 
3. Sustainability learning and networking opportunities 
4. Resources on sustainability integration (literature) 
5. Industry   and consumer sustainability trends 
6. Regulations applicable to food and beverage processors 
7. Criteria  for participation in voluntary programs /standards 
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8.  Listing of and criteria for selection of technical assistance sustainability providers 
9. Employee engagement tools and techniques 
10. Opportunities for community contribution and engagement 
11. List of sustainability guides and calculators 
12. “How to” economic analysis  resource 
13. Financial assistance database 
14. Steps to procurement policy development 
15. Opportunities for recognition/rewards for sustainability accomplishments 

 
Step by Step Framework Description 
 
This section is written as a step by step framework for food and beverage processing SMEs. The underlined 
text represents a web-link to the tool or resource in the finalized framework for industry.  
 
ELEMENT 1: Initial Planning & Strategy Development 

 Understand current status of your facility – where are you today? 
o Complete self-assessment based on checklist of sustainability performance indicators to determine 

which areas of sustainability performance are strongest and weakest, and where your organization 
should focus to make improvement 

 Use self-assessment tool 
o Stakeholder analysis/engagement 

 Be pro-active in accessing external knowledge to keep on top of industry and consumer 
trends, sustainability business practices and new solutions 

 Review case studies of successful sustainability integration within the industry 

 Attend workshops, webinars, conferences and review literature on sustainability 
topics.  Review the following resources for more information: 

o Sustainability learning and networking opportunities 
o Resources on sustainability integration (literature)  
o Overview of some industry and consumer sustainability trends 

 Determine your regulatory requirements and industry standards and programs 

 Review regulations applicable to  food and beverage processors 

 Review criteria for participation in voluntary programs/standards 
 Engage with industry peers, experts, consultants and regulators to build a relationship of 

mutual learning 
o Sustainability  learning and networking opportunities 

o Sustainability SWOT (what are biggest risks and/or opportunities?) 
 Assess your internal strengths and weaknesses and external opportunities and 

threats/risks with respect to sustainability implementation 

 For example, an internal strength may be that you have strong senior  
management to support sustainability implementation; an internal weakness may 
be that there is a culture around resistance to change; an external opportunity 
may be that you will improve your relationship with regulators;  an external threat 
may be that you will lose market share because you will not satisfy 
customer/consumer sustainability demands 
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 Your SWOT should be based on your stakeholder analysis from the perspective of 
sustainability 

 Develop strategy – where do you want to be in the future? 
o Develop a vision or integrate sustainability into existing vision and values (visioning session) 

 Select priorities and develop goals 

 Use the results from the self-assessment  to identify priority areas 

 Note that you will need to develop measurable and quantifiable goals.  At this 
stage, your goals may be generic.  Quantification will be a critical step once you 
characterize and quantify your inputs and outputs in Element 3.  

 Develop action plan to achieve goals 

 An external technical assistant provider can help you facilitate a visioning session 
and help you develop an action plan if necessary 

 Review visions and initiatives of your competitors and industry peers for 
perspective on successful strategies 

o For example, review corporate social responsibility reports of leading 
companies 

 
ELEMENT 2: Sustainability Alignment 

 Get commitment from the highest level of the facility and Corporate  
o Without buy-in from senior management,  it will be difficult to dedicate resources to sustainability 

initiatives at the facility and to gain buy-in from floor level employees 
o When a Corporate entity exists, they may also be able to provide assistance or guidance 

 Assign resources and accountability 
o Dedicate budget to sustainability initiatives 
o Develop team(s) 

 Include representatives from all departments, e.g., human resources, purchasing and 
marketing, quality assurance, maintenance, engineering etc. 

 Consider building teams for various focus areas (e.g., energy, waste, water, community 
engagement) and have a cross-functional team that meets regularly which should involve 
representatives from each specific area sharing successful strategies and ensuring 
consistency and minimization of redundancies 

 Learn from sister facilities by holding regular cross-facility meetings on sustainability 
successes and challenges 

o Set targets for management and employees 
 Consider building sustainability targets into all levels of managements’ performance goals 
 Consider updating compensation and bonus plans to reflect achievement of sustainability 

targets 

 Foster awareness, commitment and engagement  
o Conduct an initial awareness session to roll-out and build excitement about vision and goals, and 

to explain the importance of initiatives to employees, as well as solicit their commitment to 
helping the organization 

 Connect sustainability within the organization to sustainability at home to help employees 
buy-in to its significance 

 Consider bringing in an external speaker to have a third-party “expert” address  
employees on social and environmental sustainability 
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o Implement internal initiatives that reflect sustainability commitment 
 E.g., health and wellness programs for employees, time off for volunteering, sustainability-

themed lunches, speakers etc.  
o Develop systems for recognition and celebration of successes  

 Consider recognizing teams, shifts or individuals for meeting targets or for providing a 
sustainability idea  

 Consider planning events to celebrate successes as an organization 
o Develop processes and tools for continuous communication of progress and employee 

engagement 
 Hold regular (weekly/monthly/quarterly) meetings, or “town halls” to educate all 

employees on general sustainability awareness and specific sustainability projects 
 Add sustainability to regular meeting agendas 
 Disseminate information through internal e-newsletters, lunch and learns, etc, around the 

facility 
 Investigate ESL training for facility employees 
 Establish an employee idea generation/feedback process to increase engagement in 

sustainability 
o Develop a plan for community/social contribution and engagement 

 Review opportunities for community contribution and engagement 
 
ELEMENT 3: Assessment and Implementation 

 Internal opportunity identification (technical, process, operational) 
o Conduct a detailed facility assessment for technical, process and operational opportunities for 

energy, water, waste, wastewater, and regulatory compliance. Obtain assistance from an external 
technical assistance provider if necessary. 

 Review industry guides and calculators to help in diagnosis of opportunities 
o The opportunity assessment should address the following elements: 

 Process mapping/flow diagram: Map the inputs and outputs for each process at the facility 
with process flow diagrams (What are your processes?); 

 Characterization and quantification of energy, water, wastes, pollutants and toxic 
substances: Take an inventory of input materials and non-product outputs to characterize 
the wastes, pollutants and toxics (What are your wastes, pollutants and toxics?); 

 Based on characterization/quantification of inputs and outputs, develop a baseline 
for your facility based on key sustainability performance indicators applicable to 
your operation (use the self-assessment tool to identify these indicators) 

 Prioritization for detailed assessment: Using the 80:20 rule, focus on the 20% of the inputs 
and processes that account for 80% of the wastes, pollutants and toxics (What are your 
priorities?); 

 Root cause analysis: By repeatedly questioning why, determine the root cause of the 
wastes, pollutants and toxics in terms of people, policies, plants, procedures, and input 
materials such as energy and water (Why are energy, water, wastes, pollutants and toxics 
being used or generated?); 

 Pollution prevention solutions: Development of simple but effective P2 alternatives 
(technology, process change & operational practices), organized as low cost, medium cost 



 

 
Raising the Bar for Sustainability Performance in Ontario’s Food & Beverage Processing Industry 
Phase 1 Final Report  

48 
 

& high cost options by process or product line (What to do to eliminate or minimize the 
root causes of the wastes, pollutants and toxics, and resource input uses?)  

o Business Case: Develop the business case for each solution (What is the business case for 
implementation?). 

 Investigate multiple options (with different costs and paybacks) for achieving a 
sustainability target 

 Where appropriate, pilot or test a new solution on a smaller scale before making a larger 
investment 

 Where possible, consider longer than traditional return on investment (ROI) periods (e.g. 
≥5 year ROI should not be ruled out if within companies’ financial means, and a project has 
strong potential for long-term improvements in environmental performance and cost 
savings) 

 When possible, include all benefits of a project in the determination of its value, including 
such non-tangibles as increased marketing opportunities and improved employee morale; 
also, use multiple economic analysis approaches to truly understand the value of the 
project 

 Refer to “how to” economic analysis  resource to learn about payback period, net present 
value and internal rate of return calculations 

 Procure funding 

 Consider financial assistance programs available for your project; how does it 
change the economics? 

o Prioritize based on business case, resources saved/pollution prevented and strategy (target or goal 
achievement)  and implement top opportunities 

 Reach out to your supply chain  and/or customers 
o Affirmative purchasing   
o Sustainable packaging 
o Transportation and logistics 
o Green procurement strategy and criteria 

 Adopt a collaborative approach to working with suppliers for procurement of sustainable 
input materials, feedstocks, and all other products (e.g. overhead such as office supplies, 
workwear, etc) 

 Communicate with customers about their sustainability goals and expectations to identify 
how you can help them meet their goals and vice versa 

 Develop a procurement policy 

 Be active in the community (events/fundraisers/contributions/volunteering/facility tours/sustainability 
project demos) 

o Put your community contribution plan into action (as developed in Element 2) 
 
ELEMENT 4: Verification and Continuous Improvement 

 Monitoring and tracking, and  reassessment 
o Monitor and track processes and environmental aspects frequently 

 Environmental accounting of waste, water and energy (tracking of waste management 
costs, and water and energy consumption costs)  

 Refer to self-assessment tool for potential monitoring and tracking indicators 
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o Investigate and employ (with outside assistance if necessary) monitoring and tracking tools to 
automate the process (reduce labour costs and human error) and improve accuracy of metrics 

o Utilize environmental management systems (EMS) to assist/guide monitoring and tracking 
 Refer to existing frameworks for guidance 

o Review progress against baseline,  targets and projected benefits and costs (validating the 
business case) 

  Report to management and employees for continued commitment  
o Consider using a third-party to verify results if reporting externally, if the verification provides 

business value or is required by customers 
o Benchmark (against industry) when data exists 

 Access external knowledge (continuous learning)  
o List of  sustainability learning and networking opportunities 

 
ELEMENT 5: Communication of Results 

 Report on your sustainability  achievements to strengthen your brand  
o Share sustainability achievements internally and externally through sustainability target 

updates, reports, annual reports, e-newsletters, websites and social media 
o Speak about your organization’s sustainability projects at workshops, conferences and other 

events; develop a case study to showcase your results 
o Submit sustainability projects for awards and recognition 

 Review opportunities for recognition/rewards for sustainability accomplishments 
o If you are ready, consider sustainability reporting to showcase your progress (for information 

on how to get started, see Government of Canada’s  Sustainability Reporting Toolkit: 
(http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1)  

o If you choose to market your sustainability achievements, avoid green-washing 
 Refer to the Competition Bureau Canada Environmental Claims Guide for Industry: 

http://www.competitionbureau.gc.ca/eic/site/cb-bc.nsf/eng/02701.html 

 Celebrate successes 
o Make consistent use of systems for recognition and celebration of successes (as developed in 

Element 2) to keep morale high, demonstrate on-going commitment and maintain excitement 
for continuous improvement 

6.2 Sustainability Recognition Program 

One of the requirements of the project involved the development of a sustainability recognition program that 
could be used to promote the self-assessment tool developed through this project and to provide the industry 
with an incentive for improving sustainability performance.  This will be accomplished by showcasing industry 
leaders that have successfully implemented sustainable business practices (placing focus on the results of this 
research) and recognizing them for their achievements.  The recognition program will be launched at the 2010 
GFTC Sustainability Gala (GFTC annual symposia series).  The recognition program has also been designed to 
serve as a communication tool to formally introduce and communicate the results of the third objective of the 
Raising the Bar project, which was to design the “how to” framework for sustainability implementation for the 
food and beverage processing industry.  In addition, the high profile industry attention that is generated from 
this event will not only increase the level of communication relating to the project, but it will allow the project 
team to engage with new stakeholders and potential funding partners for Phase 2 and 3 of the project (refer to 
Section 6.3 for more details on Phases 2 and 3).   

http://www.sustainabilityreporting.ca/content/?module=1&section=1&chapter=1&page=1
http://www.competitionbureau.gc.ca/eic/site/cb-bc.nsf/eng/02701.html
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GFTC Sustainability Gala 
 
A portion of GFTC Sustainability Services funding from OMAFRA is being allocated to the organization and 
hosting of an annual sustainability symposium.  The project team will leverage this opportunity to promote this 
project at the November 2010 symposium.  The event has been modified from GFTC’s standard two-day 
format (i.e., a traditional symposium) to a gala event with the theme “Recognition of Excellence in Canada’s 
Food and Beverage Processing Industry”.  
 
Industry leaders will be recognized in seven categories, which were derived from the self assessment tool.  
These categories were chosen to reflect priority areas for the industry in three elements of sustainability: 
strategic governance, environmental performance and social performance (note that economic performance is 
only included in the overall recognition category).  The project team has included several recognition 
categories in environmental performance since this is an area of opportunity for the industry, as shown 
through the results of the industry survey. The categories of recognition25 for each sustainability element are: 
 

 Strategic Governance 
o Strategic Leadership 

 Environmental Performance 
o Environmental Sustainability – Overall  
o Energy Management 
o Water Management 
o Waste Management 

 Social Performance 

o Community Contribution and Employee Engagement 

 Corporate Social Responsibility  

o Overall recognition in all three categories (environmental, economic and social) 
 
Importance of Recognition  
 
When investigating the social dimensions of a sustainability program or tool, the use of incentives designed to 
recognize achievement and celebrate success is an important aspect of the overall success of the sustainability 
program or tool itself.  According to Doug McKenzie Mohr, an Environmental Psychologist, recognizing 
achievements of sustainability is a prime motivating factor necessary to implement sustainability plans and 
strategies successfully. 
 
The use of tools like recognition programs has been shown to influence the subjective norms of people and 
organizations to adopt the goals that are set out by a group that has been defined as leaders in a specific area. 
The influence of subjective norms from a perceived leadership group can motivate those outside the defined 

                                                           
 

25
 These categories are described in more detail in Appendix J.4. 
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group to adopt the behaviour that will identify them as members, or equals, in the defined leadership group.26. 
Thus, by providing a venue for industry networking and a program for public recognition of leaders, 
organizations within Stages 1-3 can look to the leaders (Stages 4 & 5) as the benchmark for success when they 
begin to implement sustainability into their own operations.  
 
Therefore, the recognition of leaders in the areas above will provide a basic understanding of the level of 
achievement that is required to be defined as a leader in the industry. This level of achievement may serve as a 
method of verification for SMEs in their plans to integrate and adopt sustainability strategies and plans into 
their own processes. 
 
“Raising the Bar” Sustainability Gala Logistics 
 
The “Raising the Bar” Gala will be held at the Pearson Convention Centre on November 4, 2010. The gala will 
run from 3:00pm to 9:00pm (refer to http://www.gftc.ca/uploads/userfiles/files/gala_2pgbrochure_hr.pdf for 
the Gala Brochure which includes the event agenda). Throughout the event, industry leaders will be recognized 
for their contributions to sustainability in the seven recognition categories.  Each recognition of excellence will 
be sponsored by a program partner (refer to Appendix J.4 for a copy of the sponsorship letter). The period of 
recognition will include an overview of why the leader is being recognized, and will be followed by a brief 
presentation by the leader on how they achieved successes in the particular area that they have been 
recognized for.  
 
Dr. John Izzo, one of North America’s most sought after speakers on cultural change, has been confirmed as 
the keynote speaker for the event. Dr. Izzo has written over 500 articles and has authored three professional 
development books. His international bestselling book Awakening the Corporate Soul, has garnered him 
widespread acclaim, and has led to him being featured in media such as CNN, The Wall Street Journal, CBC 
Radio, The Global and Mail, and the Washington Post.   
The following provides an outline of the work that has been completed on the Gala to date (refer to Appendix J 
for supporting communication/marketing materials):  

 The Pearson Convention Centre in Brampton, Ontario has been reserved for November 4, 2010 for the 
gala 

 A designer (Dog North Design) was hired to develop the gala invitation and branding graphics for the 
event  

 The first e-blast for the event was sent on April 29, 2010 and contained introductory information 
relating to the event, as well as preliminary logistical information  

 Dr. John Izzo, Sustainability Strategist and internationally renowned speaker, has been confirmed as 
the keynote speaker for the event. 

 The second e-blast for the event was sent out on June 3, 2010 and contained information relating to 
the confirmation of Dr. John Izzo as the keynote speaker  

 The third e-blast for the event was sent out on June 25, 2010 and contained information relating to the 
brochure and agenda for the event.  

                                                           
 

26
 Jones, Alice. 1996. The Psychology of Sustainability: What Planners Can Learn from Attitude Research. Journal of 

Planning Education and Research; 16; 56 

http://www.gftc.ca/uploads/userfiles/files/gala_2pgbrochure_hr.pdf
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 Recognition of Excellence sponsorship letters have been sent to 6 organizations with approvals 
obtained from Farm Credit Canada and Enviro Stewards Ltd. 

 An event plan is continuously being updated and revised by GFTC’s  Special Event Manager 
 
Looking forward: The Future of the Recognition Program  
 
The importance of recognition in the development process of sustainability programs, as identified by Mohr 
and Jones, illustrates an example of the continuous benefit that this program will serve the project in the 
upcoming years. It is, therefore, the intention of the team to continue the recognition program on an annual or 
biannual basis, with modifications to the program as required, based on the needs of the industry.  

6.3 Phase 2 Pilot:  Testing the Integrated Sustainability Framework 
 
One of the requirements of Phase 1 was to develop a plan to test the sustainability implementation framework 
and associated tools and resources, to determine their relevance, practicality and ease of use by food and 
beverage processing facilities.  
 
In Phase 2 of this project, which will begin as early as fall 2010, the “how to” framework, tools and resources 
that were developed in Phase 1 will be tested through a pilot program with GTA food and beverage SMEs.  The 
learnings from the pilot phase will allow for the refinement of the framework, tools and resources to ensure 
that they are practical and effective when put into action across the province by food and beverage processors 
in Ontario.  
 
Purpose 
 
The purpose of Phase 2 is to test the sustainability implementation framework developed in Phase 1 to 
determine its effectiveness in supporting improved sustainability performance in the Ontario food and 
beverage industry.   
 
Objectives 
 

1 To test the sustainability implementation framework in the Greater Toronto Area, where 
approximately 50% of the food and beverage processing industry resides in Ontario. 

2 To test the ease of use, from the industry’s perspective, of the framework, tools and resources 
developed. 

3 To demonstrate the quantitative and qualitative benefits and costs of using the sustainability 
implementation framework, resources and tools at three to five facilities at various stages of the 
sustainability continuum. 

4 To disseminate the final sustainability framework, resources and tools for application and use by food 
and beverage processing facilities across Ontario. 

 
Methods 
 
The following summarizes the preliminary activities and tasks that would be conducted for Phase 2 of this 
project. 
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 Using the team’s industry experience and a targeted literature review, a “why to” business case for the 
food and beverage industry will be developed, outlining the competitive advantages and profitability 
potential from sustainability implementation.   

o The “why to” business case will be validated with external industry experts. 

 Based on the survey results from Phase 1 and the project team’s industry relationships, prospective 
facilities in stages 1 through 3, located within the GTA will be identified.  The goal will be to work with 
three to five facilities to pilot the sustainability framework developed for stages 1, 2 and 3.   

 A criteria matrix will be developed to help determine the greatest needs of the facilities.  Prospective 
facilities will be asked to complete the criteria matrix to determine eligibility for the pilot participation.   

o Based on the results of the criteria matrix, three to five facilities (a minimum of one from each 
stage) will be selected.   

 The first step in the pilot selection process will be to have a meeting/consultation with the 
owner/senior management of the facility.  Part of this consultation will be to determine the facility’s 
current business pressures, needs and priorities and to assess the level of buy-in and commitment to 
improve the facility’s sustainability performance and participate in the pilot study. This will also include 
demonstrating to owners/senior management the business value of integrating sustainability into their 
business strategy and operations (i.e., use the “why to” business case developed above to provide 
perspective on competitive advantages and profitability), and how this can address and solve the 
business pressures, needs and priorities of the operation. 

o Participating facilities will be required to sign a contractual agreement outlining commitment 
to complete the pilot study and work with our project team for a 12 month period. 

 In order to entice the selected facilities to work with the project team in piloting the framework, the 
following items may be provided at no charge to the facility, depending on the specific needs, i.e., the 
current level of sustainability at the facility.  In order to offer these elements to the pilot participants, 
the required resources will be included in the project budget. 

o Facilitated strategic planning session (will address elements 1 and 2 of the framework) 
o Conduct a preliminary operational behaviour assessment to understand the current status of 

sustainability at the facility and proceed with a sustainability awareness seminar (will address 
element 2 of the framework). 

o Energy and environmental opportunity assessment to determine energy, water, waste, 
emission and toxics management; opportunities for community involvement will also be 
reviewed (will address element 3 of the framework).  

 Identify and apply for capital funding from other funding organizations for 
implementation of projects (i.e., opportunities from the assessment chosen for 
implementation by the facility).  

o Custom training program based on the key findings of the energy and environmental 
opportunity assessment and to build cultural awareness (will address elements 2 and 3 of the 
framework). 

 The focus of the employee education and training will be on change management, i.e., 
changing how employees think about the business.  In other words, the training 
programs will go beyond employee training of how employees should do their jobs 
(based on the results of the energy & environmental opportunity assessment), to 
include training material on why they should be doing it and be encouraged to come 
up with better solutions. 
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o Consultation for monitoring, tracking and reporting progress (will address elements 4 and 5 of 
the framework)  

 The project team will spend a minimum of 12 months working directly with the three to five pilot sites 
documenting and reporting the benefits, costs, barriers and challenges experienced by the facility 
while implementing the sustainability framework and using the tools and resources provided. 

 If any of the participating facilities choose to withdraw from the pilot prior to its completion, the 
contractual obligation outlined above will require that all project funds spent at that facility be 
reimbursed to the project, by the withdrawing facility.    

o This should help to ensure that all pilot studies are completed with the allocated funds. 

 With the successful completion of the 12 month pilot, the project team will assess the level of 
awareness and commitment to sustainability since inception of the implementation framework.  This 
will be done by conducting an operational behaviour assessment, which includes a management focus 
group, employee interviews and surveys at each of the sites.   

 The results of the 12 months of analysis at the facility will be used to develop case study write-ups 
describing each site’s experience with the framework, tools and resources.  The write-ups will include 
testimonials from the pilot and will become publicly available for the industry. 

 The final deliverable of Phase 2 will be to update the framework, tools and resources based on the key 
findings and lessons learned from the three to five pilot case studies.  The end result will be a tested 
“how-to” framework, resources and tools for the various stages of sustainability.   

 
Possible Funding Partners 

 City of Toronto – currently have secured $15,000 for Phase 2 and $20,000 for Phase 3 

 OPA – currently have secured $75,000 for Phase 2 

 Industry Canada 

 Agriculture and Agri-food Canada 

 Ontario Ministry of Agriculture Food and Rural Affairs 

 University of Guelph (possible collaboration with learning alliance/knowledge translation and transfer 
initiative). 

 Ontario Food Industry Environmental Coalition/Alliance of Ontario Food Processors 

 Food & Consumer Products of Canada 

 Sub-sector industry associations (e.g., bakery, dairy, meat) 

7 Summary, Conclusions and Next Steps  
Section 7 provides the summary and conclusions to Phase 1 of this project and presents project next steps (the 
framework for Phase 2). 
 
Summary 

 
The purpose of this three phased project is to accelerate positive behavioural changes and to motivate small 
and medium-sized companies across Ontario’s food and beverage industry to integrate sustainability into the 
entire value chain of their operations, products and services, business strategy and decision making, in order 
to:  

 Improve the industry’s competitiveness and increase profitability;  

 Reduce the industry’s overall environmental footprint; and 
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 Encourage social contributions from the industry.  
 

This is a multi-year project divided into three main phases.  
 
Phase 1:  Benchmarking the Sustainability Performance of the Food and Beverage Industry and Developing an 
Integrated Sustainability Framework – June 2009 – June 2010 

• Develop industry-wide superior sustainability performance benchmarks for the industry and 
provide a road map for the future. 

• Develop a sustainability self-assessment tool and an integrated sustainability framework that 
can be used by Ontario’s food and beverage processing industry to implement sustainable 
business practices.  

Phase 2:  Testing the Integrated Sustainability Framework – July 2010 – December 2011 
• Implement a pilot initiative to test the framework and based on the results, make 

improvements (as required) to ensure that it is relevant, practical and provides value to SME 
food and beverage processing facilities. 

Phase 3:  Implement an Ontario-wide Initiative – January 2012 – December 2012 
• Design and deliver a province wide initiative to support the adoption of the integrated 

sustainability framework and tools to “Raise the Bar” of the industry’s overall sustainability 
performance.   

 
This report outlines the results of Phase 1 of the project.  The specific objectives for Phase 1 were: 
 

4. Identify superior sustainability performance indicators for the food and beverage processing industry and 
develop a sustainability self-assessment tool based on criteria of Stage 4 companies (i.e., companies with 
superior sustainability performance) for primary and/or secondary processors27. 

 

5. Benchmark28 the superior sustainability performance of industry leaders within the food and beverage 
industry (i.e., cluster of companies that are deemed to be at Stages 4 and 5 of the sustainability 
continuum).   
 

6. Based on the sustainability performance benchmarks and lessons learned from industry leaders, develop a 
“how to” framework that can assist food and beverage processing facilities with integrating sustainability 
into their corporate structure and business operations.  

 
The steps taken to fulfill these objectives were:  
 

 Generated project awareness and engaged key stakeholders  

 Identified  and engaged expert advisors to obtain input on project activities and outputs 

                                                           
 

27
 Although the project took into account the entire value chain, the objective of Phase 1 was to only develop performance indicators 

for the primary and secondary processors within the value chain. 
28

 Note: This project was not intended as a baseline-setting exercise, but rather to benchmark realistic superior sustainability 
performances of industry leaders that are deemed to be at stages 4 and 5 of the sustainability continuum (refer to Figure 1.1 in section 
1).  
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 Identified sustainability performance indicators and developed a self assessment tool for the food and 
beverage processing industry  

 Assessed the current status of sustainability implementation of food and beverage processing facilities, 
including drivers and barriers through an industry survey 

 Characterized superior sustainability performance in the food and beverage processing industry 
through industry leader interviews and surveys 

 Developed an integrated sustainability framework for SME food and beverage processors 

 Developed a plan for the Phase 2 Pilot to test the integrated sustainability framework  

 Developed an Ontario Food and Beverage Sustainability Recognition event based on the self-
assessment tool developed 

 
Key Findings and Outcomes 
 
Over 50 sustainability performance indicators were identified for SME food and beverage processors in the 
following areas: 

 Strategic governance:  sustainability vision and leadership, sustainability reporting and stakeholder 
engagement 

 Environmental performance:  management systems and continuous improvement, pollution/waste 
management, energy and water management, product and packaging design and stewardship, 
sustainable purchasing and supply chain management 

 Economic performance:  financial planning, environmental accounting, business development and 
customer satisfaction 

 Social performance:  food safety, labour practices, employee engagement and community contribution 
 
The following questions were answered by the survey and interviews conducted: 
 

What types of sustainable business practices have been implemented by SMEs in the food and beverage 
processing industry? 

 Respondents scored highest on social and economic elements of sustainability  

 The highest levels of sustainable business practice implementation were in the areas of consumer 
and employee health and safety (i.e., food safety and labour practices) and management systems 
and continuous improvement (even though environmental sustainability was weak as an element 
overall) 

 Community contribution and financial planning were also relatively high-scoring sub-elements. 
 

What areas of focus are required to help these facilities improve their sustainability performance? 

 The overall mean score on the self-assessment tool was 47% (out of a possible 100%) 
o This indicates there is considerable opportunities to improve the sustainability 

performance in the participants’ facilities 

 The lowest scoring elements were strategic governance and environmental sustainability   
o Of all the survey sub-elements, respondents reported lowest performance  in the 

following sustainability sub-elements:  sustainable purchasing and supply-chain 
management, product design and stewardship and business development  
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 However, these were also weak areas for the leader group of respondents, which may 
indicate that they are not currently considered priority areas, but may be necessary for 
all facilities, in order to “raise the bar” of sustainability performance within the 
industry  

 Implementation was also low for business practices related to employee training on sustainability  

 Ontario SMEs scored lower on the self-assessment than did the larger Ontario facilities  
o Ontario SMEs are furthest behind in the integration of environmental sustainability, as 

compared to larger facilities  

 The majority of respondents (63%) indicated that their facilities fell within or below stage 3 of the 
5 sustainability stages 

o This result corresponds well with the overall mean score on the self-assessment of 47%, 
since both results indicate that survey respondents have not fully integrated sustainability 
within their facilities (represented by stages 4 and 5; a score of 75% or better). 

 Based on the largest differences in survey mean scores of leaders and non-leaders, the greatest 
opportunities for “raising the bar” in sustainability performance of the industry are in the 
following areas: 

o Economic performance (overall element) 
o Sustainability Reporting 
o Environmental Accounting 
o Pollution/Waste Management 
o Financial Planning 

 
What drivers, barriers, tools and resources impact the level of uptake of sustainable business practices?  

 Cost savings/productivity/efficiency was identified as the greatest driver for sustainability 
implementation and lowered costs/increased profits was listed as the highest motivator for 
further implementation  

o Ontario SME respondents indicated a stronger level of agreement than the larger facilities 
with the statement that the need to increase food safety/quality is a driver for 
sustainability implementation 

o According to the leader analysis, corporate belief or strategy/commitment is a driver to 
sustainability implementation 

 A lack of knowledge about sustainable options, strategies and solutions was considered to be the 
largest barrier cited by respondents 

o Inability to make a business case for sustainability projects and a lack of prioritized 
investment or budget for these projects were also identified as barriers 

 Leaders were less likely to agree that a lack of knowledge or a lack of a business 
case for sustainability are barriers to sustainability implementation  

 Therefore, there is an opportunity to overcome these barriers with SME 
facilities 

 Based on these drivers and barriers, sustainability implementation may be accelerated through: 
o Dissemination of tools/resources that provide guidance on best practices and sustainable 

options 
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o Training and educational support to help raise the awareness and understanding about 
the business case for sustainability, including case studies showcasing the financial and 
non-financial benefits of sustainability projects 

o Increased awareness about the importance of allocating a sustainability budget 
 This may go hand-in-hand with senior management support, commitment and 

strategy development 

 Apart from financial incentives, respondents also agreed that the following tools/resources would 
facilite sustainability implemenation:  

o Lessons learned from leaders on successful strategies 
 Ontario SMEs were more likely than the larger facility group to agree that lessons 

learned from leaders on successful strategies and case studies of successful 
projects would be helpful tools/resources 

o Sustainability training for employees and management 
o Sustainability workshops/conferences in order to network with other food and beverage 

processors 

 Ontario SMEs were less likely than larger facilities to agree that software to measure/track their 
environmental footprint would be a helpful tool 

o Leaders were less likely to agree with this statement than non-leaders 
 We find this to be an interesting result which may be from the fact that leaders 

have already implemented this tool (as identified earlier in this section) 
 
Based on the learnings from all project activities on the elements that are necessary or helpful for superior 
sustainability performance, we developed the following sustainability implementation “how-to” framework, 
tools and resources for food and beverage processing SMEs: 
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Sustainability Implementation “How-To” Framework for Food and Beverage Processing SMEs 
 

 
 
The tools and resources that were compiled and developed to complement the sustainability implementation 
framework included: 

 
1. Self-Assessment Tool 
2. Case studies of successful sustainability integration by food and beverage processors 
3. Sustainability learning and networking opportunities 
4. Resources on sustainability integration (literature) 
5. Industry  and consumer sustainability trends 
6. Regulations applicable to food and beverage processors 
7. Criteria for participation in voluntary programs /standards 
8. Listing of and criteria for selection of technical assistance sustainability providers 
9. Employee engagement tools and techniques 
10. Opportunities for community contribution and engagement 
11. List of sustainability guides and calculators 
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12. “How to” economic analysis resource 
13. Financial assistance database 
14. Steps to procurement policy development 
15. Opportunities for recognition/rewards for sustainability accomplishments 

 
Conclusions and Next Steps 
 
According to an AT Kearney 201029 study on Green Companies, those that focused on sustainability during the 
financial crisis of 2008 outperformed their market competitors by 15%.  However, these benefits have not 
been sufficient to drive sustainability integration within a large portion of the food and beverage processing 
industry, especially the small and medium-sized enterprises30 (SMEs).  In general, although SMEs may be aware 
of this concept, many lack the knowledge, expertise and financial resources required to identify, implement 
and integrate sustainability solutions into their daily business operations.   
 
These food and beverage facilities, which fall within stages 1 to 3 on the 5 Sustainability Stages continuum, 
respond with a single media/issue focus for their compliance/management related activities, whether food 
safety, fire code, or sewer use bylaws.  On the other hand, sustainability leaders (those at stages 4 or 5) adopt 
management approaches that result in systematic, integrated responses to environmental, health and safety 
issues. These companies have a competitive advantage in the marketplace and smaller environmental 
footprints.  
 
Therefore, the driver for this study was that food and beverage companies that are not at level 4 require 
support in the form of tools, information and technical assistance to help them overcome the single media 
focus (air, water, energy or waste) that is imposed on them by regulations, and to help them work 
comprehensively and holistically in raising their bar of performance (Willard, Pojasek, OCETA, GFTC). 
 
The industry survey and, to some extent, even the interview results, show that most facilities are at stage 3 or 
below on the 5 Sustainability Stages continuum with a primary focus on responding to compliance issues.   
However, we also learned that some facilities have successfully achieved Stage 4 or 5, and the keys to this 
achievement, for the most part, reflect well with what was found in the literature on successful integration 
strategies.  These facilities have managed to take these strategies beyond the theoretical, and compile, align 
and apply them to sustainability integration in their operations and business planning.  The process requires 
persistence, a systematic and integrated approach, and, foremost, an understanding of the importance and 
benefit of sustainability integration to the business by all members of the organization. 
 
The project findings demonstrate that food and beverage industry facilities would benefit from a “how-to” 
sustainability integration framework to guide and manage their sustainability initiatives.  For those facilities 
that either lack an existing sustainability management framework, or are dissatisfied with the one that they 

                                                           
 

29
 ATKearney.  2010.  “Green Winners”  The performance of sustainability-focused companies during the financial crisis.  

Retrieved June, 2010 from http://www.atkearney.com/images/global/pdf/Green_winners.pdf 
30

 According to Industry Canada (2010), a small and medium sized establishment (SME) is “an establishment which employs, on 
average, less than 500 employees in a given year.”  For this project, SMEs were defined at the facility-level (in correspondence with 
Industry Canada’s definition of an establishment). 
Industry Canada, 2010, Retrieved June 1, 2010, from http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s 

http://www.ic.gc.ca/eic/site/cis-sic.nsf/eng/h_00005.html#s
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are using, the project team recommends the adoption of the sustainability implementation framework 
developed in this project (presented in Section 6.1). When adopting the framework, it is important to note that 
it should be aligned with existing priority planning/program development processes within the organization, to 
ensure that it is seen as part of the existing approach to doing business, rather than an add-on.    
 
A key insight from the surveys and personal interviews with food and beverage processing companies is that if 
the CEO/President is not convinced of the business value, implementation of initiatives to improve 
sustainability performance does not happen. The concomitant insight is that there is a need for a “why to” 
sustainability communications framework to complement the “how to” framework, to help motivate the key 
decision makers in the food and beverage processing industry.  The project team therefore proposes the 
development of this “why to” framework in the next phase of this project.  
 
The project team also recommends the development of an institutionalized annual event for celebrating 
success to engender greater buy-in from the industry as a whole.  An outcome of Phase 1 was the 
development of a Sustainability Recognition Program based on the key findings from Phase 1.  The Program 
will be rolled out at the GFTC Sustainability Gala on November 4, 2010 at the Pearson Convention Centre in 
Brampton, Ontario.    
 
Moving forward, it will be critical that the findings from this study are communicated to the industry in a way 
that motivates food and beverage processors to begin or continue the journey of sustainability integration, as 
opposed to demoralizing them with statistics on their current weaknesses in performance.  The key to this 
communication will be to highlight opportunities, as opposed to gaps, and to showcase the successes achieved 
by some members of the industry, and the strategies adopted to achieve these successes.  The framework 
steps, along with the complementary tools and resources, have been designed to demystify the strategies for 
facilities that have not seen sustainability integration in action.  They were developed with the goal of not 
overwhelming facilities looking to start the process, but rather to break down the increasing complexity of 
disintegrated sustainability demands and approaches.  The framework will be tested in Phase 2 to ensure that 
it meets this goal of simplicity and effectiveness, as these elements will be key to industry adoption of this 
resource.  Communication of the framework at this stage should focus on the expected outcome from Phase 2, 
and the benefit to the industry of the approach to framework development.  
 
The project team also tried to advocate, in the framework discussion for industry, the importance of 
systematic learning and application of sustainability in order to decrease the risk of facilities being 
overwhelmed by the process, and therefore discarding it as unbeneficial and providing no business value.  The 
communication of the project results should support this goal.   A draft of a first communication piece for 
industry has been included with this report (Appendix K).  The project team will work with project partners and 
funders to continue communication with industry as Phase 2 unfolds.   
 
In Phase 2 of this project, which will begin as early as fall 2010, the “how to” framework, tools and resources 
that were developed in Phase 1 will be tested through a pilot program with GTA food and beverage SMEs.  The 
learnings from the pilot phase will allow for the refinement of the framework, tools and resources to ensure 
that they are practical and effective when put into action across the province by food and beverage processors 
in Ontario.  
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Purpose 
 
The purpose of Phase 2 is to test the sustainability implementation framework developed in Phase 1 to 
determine its effectiveness in supporting improved sustainability performance in the Ontario food and 
beverage industry.   
 
The proposed objectives of Phase 2 are to: 

1 Test the sustainability implementation framework in the Greater Toronto Area, where approximately 
50% of the food and beverage processing industry resides in Ontario. 

2 Test the ease of use, from the industry’s perspective, of the framework, tools and resources 
developed. 

3 Demonstrate the quantitative and qualitative benefits and costs of using the sustainability 
implementation framework, resources and tools at three to five facilities at various stages of the 
sustainability continuum. 

4 Disseminate the final sustainability framework, resources and tools for application and use by food and 
beverage processing facilities across Ontario. 

   
The project team will be developing a detailed project plan and soliciting the remaining funding requirements 
for Phase 2 during the summer of 2010.  
 
 
 


