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The brief
	● How can M&S Food future-proof itself against 

the risks posed by nature degradation and 
climate change?

	● Which commodities and products are at most 
risk today and in the future?

	● What are the next steps that M&S Food should 
take in order to mitigate these risks?

The situation
M&S Food is renowned for its quality, close links with 
suppliers and innovation. Its 316 Simply Food stores carry 
around 5,000 product lines and are key to the retailer’s 
overall success.

For M&S Food, a cornerstone of its future growth plans is the 
resilience of supply chains so the business can continue to 
responsibly source high quality products for its customers.

With climate change and nature degradation representing  
key future risks to these plans, the M&S Food team asked 
Sancroft to map the future impact they would have on sourcing 
for its products so they could better understand the future 
changes the business needed make to further strengthen supply 
chain resilience.

Informing the future sourcing strategy for M&S Food by proactively identifying  
risks from nature and climate
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“Sancroft’s comprehensive yet pragmatic approach delivered an excellent risk 
assessment, providing clear insight across a complex mix of sustainability issues 
impacting on the raw materials and countries we source from. Their expertise 
and  structured thinking help drive alignment and high quality delivery.”
EMMANUELLE HOPKINSON, SENIOR SUSTAINABILITY MANAGER, M&S FOODS

Project deliverables
Climate and nature risk 
assessment for 50 critical 
commodities and sourcing 
locations for M&S Food

Deep dive into supplementary 
risks for the commodities at 
greatest risk

Sourcing of credible baseline 
data to ensure the assessment 
was robust and repeatable

How we helped
Working closely with the M&S Food team, Sancroft identified potential environmental risk 
for its 50 key commodities purchased globally using data projections for climate, water  
and biodiversity up until 2030.

We then developed a tailored scoring 
framework which allowed us to pinpoint  
how the combination of countries and raw 
materials presented the highest risks. 

This process highlighted 26 priority 
combinations for deeper investigation,  
ranging from berries in Morocco, olive oil in  
the Mediterranean, cocoa in West Africa  
to cut flowers in Kenya.

Having gathered this insight we then looked in 
greater depth at each prioritised commodity 
and region at how further factors such as 
temperature rise, water pollution, and land 
degradation would impact availability. We then 
assigned risk ratings from “very high” to “low”  
for each group.

To ensure the methodology was robust and 
repeatable, all data was taken from sources 
known for their reliability and annual updates.
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If you want to know how we can help accelerate 
your path to sustainability, get in touch with 
Judy.Kuszewski@sancroft.com

What they achieved
By clarifying the current and future supply chain risk from water scarcity, nature 
degradation and climate change, the M&S Food team now know which areas of  
sourcing and food formulation will require future transformation.

The assessment has also given the business 
an understanding of the interconnectivity of 
climate and nature risk and how climate can act 
as a risk multiplier for other nature risks. 

M&S Food is now putting this insight to work 
to mitigate future vulnerabilities. Rather than 
switching suppliers, it is prioritising efforts 
to support communities and ecosystems in 
high-risk areas to improve water management, 
biodiversity, and climate adaptation.

To achieve this the business has sent teams  
to countries such as India to better understand 
how smallholder farmers are impacted by  
and are managing environmental risks, 
particularly in areas like spice production.  
It is exploring which mitigation strategies are 
in place and what can be scaled and used in 
different locations.

Key takeaways
	● In mapping future sourcing risk 

for commodities, climate and 
biodiversity must be considered 
alongside each other due to their 
interconnectivity

	● Businesses need to go beyond 
measures such as cost or volume 
sourced to understand which 
commodities should be considered as 
priorities. Some pivotal commodities 
are relatively low volume

	● Partnering with suppliers is key to 
building short- and long-term supply 
chain resilience 
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