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ABSTRACT

In today’s constantly developing and changing world, businesses strive for superiority in various areas to survive 
and create competitive advantage. Businesses that can integrate sustainability into their activities can be more 
successful in this sense and take a step ahead of their competitors. The supply chain, which covers all the activities 
carried out in the process starting with the supply of materials until they are delivered to the end consumer, 
is another area where competition has been intense recently. To adapt to the order in the global environment, 
businesses need to adopt a different cost management approach while building their supply chains. While the cost 
management approach in earlier times only dealt with the management of costs arising within the enterprise, cost 
reduction processes in the modern age not only include the internal costs but also all the costs incurred throughout 
the supply chain outside the enterprise. Therefore, to achieve success and create a competitive advantage, the need 
to manage costs in an integrated manner arises. In this context, this study tackles the issue of sustainable cost in 
the retailing sector, which is an important element of the supply chain and has special importance in economic 
crises, with particular focus on Migros Trading Joint Stock Company (Migros Co.), one of the forty largest retail 
companies in the World. By analyzing the sustainability reports published by the company between 2016-2020, the 
factors affecting sustainability in retailing, sustainable value networks, and their sub-titles are examined in detail. 
According to the results obtained, in the specific case of Migros T.A.Ş., continuously developing the awareness of 
sustainability in the retail sector and particularly adopting sustainable cost management are very important factors 
for business success. 
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1. INTRODUCTION

Technological advances, developments in 
information and communication tools, and the 
increase in the number of large-scale enterprises 
interacting with the global environment 
have paved the way for a highly competitive 
environment. In the order of these dynamics, to 
maintain their existence, businesses attempt to 
build competitive advantage in different areas, 
especially to make a difference in cost reduction. 
Recently, this situation creates added value for 
businesses that care about sustainability both 
in their activities and in their management 
approach and gives them an overwhelming 
advantage compared to other competitors. This 
is valid for the supply chain elements of the 
enterprises. Competitive environments no longer 
reflect the interaction between businesses but 
rather the competition between supply chains. In 
the retailing sector, which is considered the most 
important element of supply chains, developing 
and sustaining sustainability awareness is a very 
important factor for success (Lukic, 2013:268).

In this context, the study aims to examine the 
issue of sustainable cost management in the 
supply chain, especially in retailing, and to apply 
it to the selected case. Due to the importance 
of the subject, the concepts of supply chain 
management, cost management, strategic cost 
management, and especially sustainable cost 
management are elaborately explained. Cost 
management and its techniques in the supply 
chain are also discussed in detail. Finally, to 
address the issue in the context of the retail 
sector, by analyzing the sustainability reports 
published by Migros Co. between 2016-2020, 
the factors affecting sustainability in retailing, 
sustainable value networks, and their sub-titles 
are examined. According to the results obtained, 
in the specific case of Migros Co., continuously 
developing the awareness of sustainability in the 
retail sector and especially, adopting sustainable 
cost management are very important factors for 
business success.

2. SUPPLY CHAIN MANAGEMENT

The concept of “Supply Chain”, which has been 
used very frequently in recent times, has various 

definitions. Technically, the supply chain is the 
network of transactions that covers the process 
which starts with material procurement, goes 
on to transform these materials into a product 
or products, and in the next step, delivers the 
product(s) to customers through distribution 
channels. This network fulfills all the functions 
of supplying materials, transforming them 
into intermediate and finished products, and 
distributing finished products to customers 
step by step (Eymen, 2007: 7). The supply 
chain can also be defined as the set of entities 
including suppliers, logistics service providers, 
manufacturers, distributors, and resellers 
through which materials, products, and 
information flow (Kopczak, 1997: 226). In short, 
a series of activities to add value to customers by 
using resources constitute the supply chain (Yao 
& Lui, 2006: 54). 

The supply chain begins with the purchase 
and supply phase required for the product that 
is expected to be produced and sold. It then 
continues with inventory management and 
warehouse management to support sales. This 
chain ends with the distribution of products to 
customers. In the supply chain, materials pass 
from raw material sources to a production process 
that converts them into semi-finished products. 
The semi-finished products are combined to 
form the finished products in the next stage. The 
products obtained are first transferred to the 
distribution centers, and from there to the sellers 
and customers (Yıldırım, 2009: 178).

To define the supply chain most 
comprehensively; It includes all elements 
that contribute directly or indirectly to the 
fulfillment of customer demands. At this point, 
not only the producer or the supplier but also 
the customer, retailer, logistician, and even the 
warehouseman constitutes a link in this chain 
(Chopra & Meindil, 2007:4). From this aspect, the 
supply chain explains the reciprocal relationship 
between all the units that make up the rings of 
the chain (Heizer & Render, 1996:416).

Recently, with the increase in social awareness 
about the consumption of natural resources, the 
concept of sustainable supply chain has emerged 
(Sarı et al., 2017: 477). The sustainable supply 
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chain is defined as a system that minimizes the 
environmental damage caused by the processes 
of packaging, transportation, packing, storage, 
etc. during the delivery of the product from the 
producer to the end consumer. Supply chain 
sustainability is the promotion of environmental, 
social, and economic impacts throughout the life 
cycle of products and services. A sustainable 
supply chain aims to provide, protect and 
develop long-term environmental, social, and 
economic values for all stakeholders involved 
in the delivery of products and services to the 
market (Karakoç et al, 2020:217).

All supply chains include three basic elements; 
suppliers, manufacturers, and customers. Most 
of the supply chains include distributors and 
retailers in addition to these three key elements. 
These elements generally work in coordination; 
products and services flow from sources of supply 
to sources of demand while information and 
payments flow in the reverse direction. Here, 
the goal is to create superior customer value and 
satisfaction as a result of the operations of the 
supply chain elements (Smith & Lockamy, 2000: 
69).

Supply chain management, which is a broader 
concept, is a management philosophy that covers 
the management of materials and products from 
basic raw material procurement to the final 
product (including possible recycling and reuse) 
and focuses on how to utilize technology and 
capabilities to support competitive advantages 
(Tan et al., 1998: 2). It is the joint management 
of information, material, and money flow, which 
aims to deliver the product to the customer at 
the lowest cost for all supply chain links at the 
right time, place, and price. In other words, it is 
the use of strategies and business models that 
increase customer satisfaction by ensuring that 
the basic business processes in the chain operate 
together (Sarı et al., 2017: 477). 

In general, supply chain management is concerned 
with the control of information flows regarding 
the value offered to the customer, transformation 
of materials into products to increase customer 
satisfaction, and the distribution of finished 
products to customers and markets through the 
most appropriate channels (Öztürk, 2016: 18). For 

businesses that mainly focus on quality, a correct 
understanding of supply chain management 
processes depends on designing these processes 
correctly. Problems in the quality of production 
and errors in production often arise from the 
designing of these processes. The philosophy of 
supply chain management is a process-oriented 
strategy aiming for high quality simultaneously 
with low cost. Therefore, the processes that make 
up the supply chain management have highly 
critical importance for the success of the business 
(Karaman, 2016).

Although supply chain management is defined 
from various perspectives, it stands out as 
an application that basically aims to improve 
operational performance (Lee et al., 2018: 16) 2018: 
16). The philosophy of this approach serves to 
improve organizational performance and quality 
performance through logistics, operations and 
materials management, marketing, purchasing, 
and information technology functions (Li et al., 
2006: 107) 

Supply chain management is concerned 
with coordinating material, information, and 
financial flows within a network of suppliers, 
manufacturers, distributors, and customers. An 
effective supply chain management is possible 
by coordinating these flows appropriately 
within and between businesses. The supply 
chain’s ability to provide goods and services at 
the desired quality and price to the end customer 
also requires effective cost management (Akgün, 
2004: 68).

In short, supply chain management refers to the 
management of material/product, money, and 
information between suppliers, manufacturers, 
distributors, retailers, and customers in the 
value chain. In this context, it is possible to list 
the main objectives of supply chain management 
as follows (Özdemir, 2004: 89):

• “Increasing customer satisfaction”

• “Reducing cycle time”

• “Enabling the reduction of inventory and 
inventory-related costs,”

• “Reducing product defects,”

• “Reducing the operating cost.”
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As seen in Figure 1, supply chain management 
provides the coordination of material, 
information, and cash flows in the supplier, 
manufacturer, wholesaler, retailer, and customer 
chain as a whole. In addition, it focuses on how 
the company can transform its supply processes 
and the technologies used in these processes into 
a competitive advantage (Lee & Billington, C. 
1992: 33).

The objectives of supply chain management 
include increasing profitability, customer 
service performance, and market share, as well 
as reducing costs in general and inventory costs 
in particular. Supply chain costing is based on 
an approach that establishes performance values 
for the set of activities that make up the supply 
chain on a cost basis. The biggest problem of this 
approach is that enterprises do not disclose their 
cost information to other elements of the chain. 
Therefore, the following conditions must be 
met for supply chain costing to work effectively 
(Sevim & Elmacı, 2007:103):

•“The business must know exactly the costs 
associated with its activities.”

•“The business must share this information 
with other enterprises with which it has direct 
prospective and retrospective relationships.”

•“Necessary parts of this information should 
also be available to other links of the chain.”

In the traditional procurement and purchasing 
process, the interactions of suppliers and 
customers were based on competition rather than 
cooperation. Today, this situation is reversed and 
because of the awareness that all the costs related 
to the product are added to the sales price given 

to the final buyer, businesses are looking for 
ways to increase profitability and reduce costs 
by cooperating with the links in the supply chain 
rather than seeing them as a competitor. The 
point that should not be forgotten here is; real 
competition should be between supply chains 
and supply chains, not between businesses and 
businesses (Lambert & Cooper, 2000: 65). At this 
point, the dissemination of cost management 
efforts along the supply chain line is possible 
by extending the strategic cost management 
processes to the external environment of the 
enterprise, including the suppliers and customers 
outside the enterprise. Businesses that plan their 
cost management programs together with their 
customers and suppliers gain a great advantage 
compared to their competitors by creating 
synergy both among themselves and with their 
supply chain partners (Slagmulder, 2002: 79).

As a result, to keep up with current change 
and development, supply chain creators have 
placed emphasis on making a difference in cost 
management practices. While the traditional 
cost management approach focuses only on 
the management of costs within the business, 
modern cost reduction efforts do not only deal 
with the costs incurred in the business but also 
all the costs arising from the factors outside the 
business. Therefore, to achieve success and create 
a competitive advantage, costs must be managed 
in an integrated manner (Rena, 2010: 84).

3. COST MANAGEMENT - 
STRATEGIC COST MANAGEMENT

It is seen that income and cost data come to the 
fore when it is necessary to take decisions due 
to anomalies that occur on specific occasions. 

 
-----Information Flow 
 Material Flow 
 
Figure.1. Supply Chain Management 
Source: Öztürk, 2016: 18 
As seen in Figure 1, supply chain management provides the coordination of material, information, and 

cash flows in the supplier, manufacturer, wholesaler, retailer, and customer chain as a whole. In addition, it 
focuses on how the company can transform its supply processes and the technologies used in these processes into 
a competitive advantage (Lee & Billington, C. 1992: 33). 

The objectives of supply chain management include increasing profitability, customer service 
performance, and market share, as well as reducing costs in general and inventory costs in particular. Supply 
chain costing is based on an approach that establishes performance values for the set of activities that make up 
the supply chain on a cost basis. The biggest problem of this approach is that enterprises do not disclose their 
cost information to other elements of the chain. Therefore, the following conditions must be met for supply chain 
costing to work effectively (Sevim & Elmacı, 2007:103): 

•“The business must know exactly the costs associated with its activities.” 
•“The business must share this information with other enterprises with which it has direct prospective 

and retrospective relationships.” 
•“Necessary parts of this information should also be available to other links of the chain.” 
In the traditional procurement and purchasing process, the interactions of suppliers and customers were 

based on competition rather than cooperation. Today, this situation is reversed and because of the awareness that 
all the costs related to the product are added to the sales price given to the final buyer, businesses are looking for 
ways to increase profitability and reduce costs by cooperating with the links in the supply chain rather than 
seeing them as a competitor. The point that should not be forgotten here is; real competition should be between 
supply chains and supply chains, not between businesses and businesses (Lambert & Cooper, 2000: 65). At this 
point, the dissemination of cost management efforts along the supply chain line is possible by extending the 
strategic cost management processes to the external environment of the enterprise, including the suppliers and 
customers outside the enterprise. Businesses that plan their cost management programs together with their 
customers and suppliers gain a great advantage compared to their competitors by creating synergy both among 
themselves and with their supply chain partners (Slagmulder, 2002: 79). 

As a result, to keep up with current change and development, supply chain creators have placed 
emphasis on making a difference in cost management practices. While the traditional cost management approach 
focuses only on the management of costs within the business, modern cost reduction efforts do not only deal 
with the costs incurred in the business but also all the costs arising from the factors outside the business. 
Therefore, to achieve success and create a competitive advantage, costs must be managed in an integrated 
manner (Rena, 2010: 84). 

 
3. COST MANAGEMENT - STRATEGIC COST MANAGEMENT 

It is seen that income and cost data come to the fore when it is necessary to take decisions due to 
anomalies that occur on specific occasions. Considering this, the importance of the concept of cost increases 
more and the need to obtain this information in an accurate manner arises. Cost management on the one hand 
helps to determine the costs, on the other hand, it monitors and controls the changes in the cost elements. Thus, 
efficiency is ensured in the activities of businesses such as preventing waste and performance control (Alkan, 
2001: 179-180). 

A significant part of the information that the top management of the business needs while performing 
the planning, control, and decision-making functions is provided from the cost information. Therefore, business 
managers are expected to have information about costs and all factors affecting costs (Otlu & Karaca, 2005: 
246). 

Figure.1. Supply Chain Management
Source: Öztürk, 2016: 18
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Considering this, the importance of the concept 
of cost increases more and the need to obtain this 
information in an accurate manner arises. Cost 
management on the one hand helps to determine 
the costs, on the other hand, it monitors and 
controls the changes in the cost elements. Thus, 
efficiency is ensured in the activities of businesses 
such as preventing waste and performance 
control (Alkan, 2001: 179-180).

A significant part of the information that the 
top management of the business needs while 
performing the planning, control, and decision-
making functions is provided from the cost 
information. Therefore, business managers are 
expected to have information about costs and all 
factors affecting costs (Otlu & Karaca, 2005: 246).

It is also possible to explain cost management as 
providing information that will help managers 
to use resources efficiently in the production of 
products or services that can be competitive in 
terms of timing, cost, quality, and functionality in 
global markets. In other words, it is to act with an 
integrated system understanding by providing 
interaction between production, raw material 
management, research and development, 
engineering, and financing functions in the 
business (Avcı, 2014: 25).

The preparation and analysis of cost accounting 
information related to business strategies, 
especially the use of all resources of the business 
and the relative levels of cash flow, market shares, 
quantities, prices, and real costs, is explained 
by the concept of strategic cost management 
(Yağmurlu, 2009: 28).

Strategic cost management stands out as an 
approach that deals with the conditions created 
by the global competition order with a broader 
and longer-term perspective, integrating 
strategic planning and strategic cost analysis 
(Karcıoğlu, 2000: 72-73).

Strategic cost management also helps to 
develop a sustainable competitive position in 
the competitive advantage of businesses and 
to provide continuous and increasing success 
for the business. It refers to the application of 
cost management techniques to continuously 
improve the strategic positions of enterprises 

and reduce their costs. It is to manage financial 
objectives for cost advantage both in the short 
term and in the long term. A clear understanding 
of a firm’s cost structure is also beneficial in terms 
of creating a sustainable competitive advantage 
(Yalçın, 2006: 17-18). 

4. COST MANAGEMENT IN THE 
SUPPLY CHAIN

Developments and changes in the global 
environment have transformed inter-firm 
competition into competition between supply 
chains. Therefore, it becomes increasingly 
difficult for the enterprises that make up the 
supply chain to distinguish themselves from the 
other rings of the chain and gain competitive 
power only in the areas where they are superior. 
“Because today’s business world environment 
requires the supply chains to act as a single 
organization, yet encompassing more than one 
business. For this reason, the most important 
quality in the supply chain is the sharing of 
information” (Akgün, 2004; 72). On the basis 
of cooperation in supply chains, problems arise 
when up-to-date, complete, and fast information 
flow from customers to suppliers cannot be 
provided simultaneously with the material flow 
in the opposite direction. The most common 
problem among the problems experienced is 
the “Information Erosion” problem, which 
is explained as the discrepancy in demand 
and delivery times. When faced with such a 
problem, in each link of the supply chain that 
moves away from the customer, defects in order 
quantities and deliveries occur and these defects 
grow in each new link towards the suppliers. 
The effects of information erosion on supply 
chain performance can be explained as follows 
(Chopra & Meindl, 2004; 363):

•	 “Production costs increase.”

•	 “Inventory costs go up.”

•	 “Replenishment time increases.”

•	 “Transport costs increase.”

•	 “Loading and fulfillment costs increase”.

•	 “The availability level of the product 
decreases.”
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•	 “Profitability decreases.”

The importance of cost management in the 
supply chain is associated with the fact that the 
costs of distribution within the supply chain 
are kept separate from the costs incurred in the 
production process of the business. 

This is one of the situations that once again reveals 
the importance of the supply chain. Because, 
achieving the targeted profitability in parallel 
with the price determined in the market as part 
of cost management and the implementation 
of necessary cost reductions are possible by 
reducing the costs not only at the beginning of 
the production but also in the other elements of 
the supply chain (Türker et al., 2005: 462).

Several studies examining the relationship 
between supply chain management and financial 
performance reveal that decreasing costs 
through strategic supply chain management 
increases financial performance. In addition, 
there are studies with opposite views arguing 
that strategic supply chain management 

increases costs on the grounds that it creates 
many different cost elements and therefore 
negatively affects financial performance (Ortas 
et al., 2014). To adapt to the global environment, 
businesses need high performance in supply 
chain management on the one hand, and on 
the other hand, they feel the need to create cost 
reductions (Jakhar, 2015: 393). For this reason, it 
is necessary to use techniques that will minimize 
costs in supply chain management. Having said 
that, the inclusion of cost and benefit measures 
in the value chain reveals the performance more 
clearly (Tsai & Hung, 2009: 5001).

In order to make the supply chain as efficient as 
possible, strategic cost management encourages 
all businesses within the value chain to create 
competitive advantage through cost reduction 
or product differentiation (Fayard et al., 2007:8). 
In addition, strategic cost management includes 
responding to potential cost pressures made by 
customers at all levels of the supply chain as 
well as identifying the causes of costs. In a broad 
sense, strategic cost management is seen as an 

Table 1. “Cost Management Techniques and Applications in Supply Chain”

differentiation (Fayard et al., 2007:8). In addition, strategic cost management includes responding to potential 
cost pressures made by customers at all levels of the supply chain as well as identifying the causes of costs. In a 
broad sense, strategic cost management is seen as an approach that requires a holistic cost perspective across all 
links of the supply chain (Ellram, 2008: 181). 

Cost management in the supply chain is a broader concept that includes managing the interrelationships 
of all elements in the supply chain and the costs arising from them, rather than the cost management efforts 
within the enterprise itself (Rena, 2010: 88). Therefore, strategic cost management needs to maintain cost 
management as a whole by expanding the scope of the techniques used in the supply chain and cost management 
approaches applied within the enterprises to include both buyers and suppliers (Cooper & Slagmulder, 2004: 6).  

 
Table.1. “Cost Management Techniques and Applications in Supply Chain” 
 

 
 
 
 
 
Table.1. more..“Cost Management Techniques and Practices Related to Relationships in the 

Supply Chain” 

• Target Costing
• Value Engineering (FPQ, ICI, CCM)Product Design Stage

• Cost Management
• Kaizen
• Total Quality Management 

• Determination of Costs
• Total Cost of Oqnership
• Activitiy Based Cost

Production Stage 

• Corporate Scorecard (Balanced 
Scorecard)

• Benchmarking
Performance 

Evaluation Stage
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approach that requires a holistic cost perspective 
across all links of the supply chain (Ellram, 2008: 
181).

Cost management in the supply chain is a 
broader concept that includes managing the 
interrelationships of all elements in the supply 
chain and the costs arising from them, rather 
than the cost management efforts within the 
enterprise itself (Rena, 2010: 88). Therefore, 
strategic cost management needs to maintain cost 
management as a whole by expanding the scope 
of the techniques used in the supply chain and 
cost management approaches applied within the 
enterprises to include both buyers and suppliers 
(Cooper & Slagmulder, 2004: 6). 

In Table 1, “the techniques and practices used in 
the evaluation of the strategic cost management 
approach throughout the supply chain are 
explained by evaluating the product and 
relationship dimensions. It is seen that each sub-
dimension requires different techniques and 
applications during the design and production 
stages of the products and the performance 
evaluation of these stages” (Rena, 2010: 90).

There are different methods used for cost 
management in the supply chain. These methods 
can be listed as direct activity-based costing, 
product profitability, total cost of ownership, 

effective consumer response, kaizen costing and 
target costing (Akgün, 2004; 72). Among these 
methods, especially the kaizen costing method 
is based on quality. It focuses on continuously 
improving both the production process and costs. 
When they are used together with target costing, 
which aims to shape the costs in the product 
design step, it contributes to cost reduction 
throughout the life cycle of the product, from 
product design to after-sales services (Özkan 
& Aksoylu, 2002: 49-). In addition, while 
performing cost management, target costing and 
activity-based costing can be substituted for each 
other or used simultaneously with each other. 
“The reason for this situation is that supply 
chain management should not be considered 
synonymous with logistics alone or it should not 
be seen solely as technology” (Lysons, 2000: 70-
71).

5. SUSTAINABLE COST 
MANAGEMENT IN RETAIL

In the retail sector, which has made significant 
developments in recent years, competition 
has increased rapidly in parallel with the 
technological developments and the marketing 
approach that changed its focus from the product 
to the consumer. Retailing is defined as all of the 
actions taken for the direct sale of goods and 

Table 1. more..“Cost Management Techniques and Practices Related to Relationships in the Supply Chain”

 Source: Rena, 2010: 90
 

 Source: Rena, 2010: 90 
 

In Table 1, "the techniques and practices used in the evaluation of the strategic cost management 
approach throughout the supply chain are explained by evaluating the product and relationship dimensions. It is 
seen that each sub-dimension requires different techniques and applications during the design and production 
stages of the products and the performance evaluation of these stages” (Rena, 2010: 90). 

There are different methods used for cost management in the supply chain. These methods can be listed 
as direct activity-based costing, product profitability, total cost of ownership, effective consumer response, 
kaizen costing and target costing (Akgün, 2004; 72). Among these methods, especially the kaizen costing 
method is based on quality. It focuses on continuously improving both the production process and costs. When 
they are used together with target costing, which aims to shape the costs in the product design step, it contributes 
to cost reduction throughout the life cycle of the product, from product design to after-sales services (Özkan & 
Aksoylu, 2002: 49-). In addition, while performing cost management, target costing and activity-based costing 
can be substituted for each other or used simultaneously with each other. “The reason for this situation is that 
supply chain management should not be considered synonymous with logistics alone or it should not be seen 
solely as technology” (Lysons, 2000: 70-71). 

 
5. SUSTAINABLE COST MANAGEMENT IN RETAIL 

In the retail sector, which has made significant developments in recent years, competition has increased 
rapidly in parallel with the technological developments and the marketing approach that changed its focus from 
the product to the consumer. Retailing is defined as all of the actions taken for the direct sale of goods and 
services to the end consumer for both individual and family use (Mucuk, 2014: 285). Retailers take place in the 
logistics part, which constitutes an important link of the supply chain. They provide many benefits especially to 
the consumers, who are the last link, as they play an intermediary role between the producer and the end 
consumer. In this context, retail businesses enable consumers to buy the goods and services they need where they 
want (place utility) and when they want (time benefit); they transfer the ownership of goods and services by 
credit card deferred sales (property benefit); and they provide additional services such as assembly or delivery of 
the purchased product and service to the consumer address (shape benefit)” (Onurlubaş & Dinçer, 2017: 63).  

• Financial Information Sharing 
System

• Cross-Functional Groups
• Supplier Evaluation

Product Design Stage 

• Financial Information Sharing 
System

• Cross-Functional Groups
• Supplier Surveys

Production Stage

• Financial Information Sharing 
System

• Cross-Functional Groups
• Supplier Evaluation

Performance 
Evaluation Stage
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services to the end consumer for both individual 
and family use (Mucuk, 2014: 285). Retailers take 
place in the logistics part, which constitutes an 
important link of the supply chain. They provide 
many benefits especially to the consumers, who 
are the last link, as they play an intermediary role 
between the producer and the end consumer. In 
this context, retail businesses enable consumers 
to buy the goods and services they need where 
they want (place utility) and when they want 
(time benefit); they transfer the ownership of 
goods and services by credit card deferred sales 
(property benefit); and they provide additional 
services such as assembly or delivery of the 
purchased product and service to the consumer 
address (shape benefit)” (Onurlubaş & Dinçer, 
2017: 63). 

In addition to these benefits, retail businesses 
are also important customers for many 
manufacturing companies that act as an 
intermediary between the producer and the 
final consumer. Thanks to local suppliers, retail 
businesses produce their products at a much 
lower cost and sell them at more affordable 
prices compared to the manufacturers. Thus, 
they have become an important competitor of 
the enterprises and this situation has increased 
the competition in the retail sector (Deste & 
Halifeoğlu, 2019:753).

Sustainability is a concept that helps to significantly 
increase the successful performance of the retail 
industry. Sustainable cost management is one of 
the key factors affecting retail business success. 
Recently, the development of green practices help 
retailers improve their financial performance 
and achieve significant cost savings globally. In 
retailing, sustainable cost management is also 
important from the economic aspect. This is 
because retailers prefer “cost reduction” as the 
primary way to achieve targeted performance. 
The following are various ways to be successful 
in retail, in other words, to achieve sustainable 
cost savings (Lukic, 2013:262):

•	 Determination of priority targets,

•	 Involving senior managers and accountants 
in the process,

•	 A strong approach to the project 

•	 Tactical and strategic changes,

•	 Inclusion of all relevant business functions,

•	 Continuous improvement of sustainable 
cost management and the development of 
this culture.

6. MİGROS COMPANY CASE 
ANALYSIS

In this section, the issue of sustainable cost 
in the retailing sector, which is an important 
element of the supply chain, is addressed in 
the case of Migros Co., one of the forty largest 
retail companies in the world. Looking at the 
main strategies of Migros Co., core strategies 
of the company are listed as follows (https://
www.migroskurumsal.com/about us/strateji-ve-
targets, Access date: 29.11.2021):

•	 Creating a unique shopping experience 

•	 Sustainable growth

•	 Improving operational efficiency

•	 Boosting household reach

It is seen that the company attaches importance 
to sustainability, especially to sustainable 
growth and development, as it is also among 
its strategies. By analyzing the sustainability 
reports published by the company between 
2016-2020; The factors affecting sustainability in 
retailing, sustainable value networks, and their 
sub-titles are examined in detail. In this context, 
hypotheses are generated and results and 
evaluations related to the analysis of the data are 
presented.

While generating hypotheses and analyzing the 
case study, Lukic (2013)’s study on Walmart was 
used.

6.1. Research Hypotheses and Method

The hypotheses of the research are as follows:

H1: Sustainable costs are a crucial factor for 
business success in modern retail, especially 
during the economic crisis. 

H2: It is necessary to continually develop 
retailers’ “awareness of sustainability” about 
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the importance of more efficient sustainable cost 
management to achieve target performance.

The method of the research is qualitative 
data analysis. The data in question are the 
sustainability reports published by Migros Co. 
between 2016 and 2020. These reports were 
analyzed using the MAXQODA Analytics Pro 
2020 software.

6.2. Results of the Research

Sustainability has three dimensions; 
environmental, social, and economic. 
Accordingly, when these dimensions of 
sustainability in retailing are evaluated within 
the scope of this analysis; these three dimensions 
and their sub-factors in Table 1 were reached.

According to Table 1., in the case of Migros Co., 
factors such as green building design, renewable 
energy, and stakeholder education are given 

priority in the environmental dimension of 
sustainability in the retail sector. In the social 
dimension; it is seen that importance is given 
to human rights, diversity, and trade fairs. In 
the economic dimension; shareholder value, 
financial targets, and corporate governance 
stand out as the most valued sub-factors.

Sustainable value networks are shown in Table 2. 
It is seen that Migros Co. implements sustainable 
cost management and has an adequate 
sustainable value network. In order to increase 
their operational and financial performance and 
to create added value, global and local retail 
companies adopt value networks that attach 
importance to renewable energy, zero waste, 
and sustainable products. It is seen that they 
prioritize the issues of greenhouse gas, using 
alternative fuels, and building green offices in 
the renewable energy category. The zero-waste 
approach focuses on operations, packaging, and 

Table 1. Sustainability Factors in Retail BusinessTable 1. Sustainability Factors in Retail Business 

Environmental Social Economic 

Green Building Design Human Rights Shareholder Value 

Renewable Energy Diversity Financial goals 

Stakeholder Training Trade Fair Corporate Governance 

Green Product and Partnerships Fair Competition Economic performance 

Recycling And Waste Reduction Security  

Consumer Trends and Behaviors Philanthropy  

Supply Chain Logistics   

Shipping   
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waste. In the context of sustainable products, it is 
seen that textile, electronics, and food are kept in 
the foreground.

Table 3. shows that according to the analysis 
of Migros Co.’s sustainability reports, Migros 
T.A.Ş. gives high priority to the titles of “Waste”, 
“Food and Agriculture” and “Operations” 

as value networks. When the sustainability 
reports between 2016-2020 are examined, it is 
seen that there is no mention of sustainability 
value networks as “Jewelry”, “Construction and 
Maintenance”, and “Alternative Fuel”.

Figure 1. shows that when Migros Co.’s 2016-
2020 sustainability reports are examined, we 

Table 3. Sustainable Value Networks Frequencies by Years

Sustainable value networks are shown in Table 2. It is seen that Migros Co. implements sustainable cost 
management and has an adequate sustainable value network. In order to increase their operational and financial 
performance and to create added value, global and local retail companies adopt value networks that attach 
importance to renewable energy, zero waste, and sustainable products. It is seen that they prioritize the issues of 
greenhouse gas, using alternative fuels, and building green offices in the renewable energy category. The zero-
waste approach focuses on operations, packaging, and waste. In the context of sustainable products, it is seen 
that textile, electronics, and food are kept in the foreground. 

 

 

 

Table 3. Sustainable Value Networks Frequencies by Years 

 2016 2017 2018 2019 2020 
 

TOTAL 

Tile, Ceramic 0 1 1 0 0 2 

Seafood And Livestock 1 3 6 7 8 25 

Jewellery 0 0 0 0 0 0 

Chemicals 0 0 0 0 1 1 

Forest and Paper 11 15 19 22 18 85 

Food And Agriculture 25 26 50 87 72 260 

Electronics 7 4 6 8 4 2 

Textile 3 0 0 2 1 6 

Packaging 0 1 2 2 3 8 

Waste 7 1 4 4 6 242 

Operations 23 15 20 66 44 138 

Logistics 3 1 1 3 4 12 

Construction and Maintenance 0 0 0 0 0 0 

Energy Conservation 4 9 4 5 5 27 

Green Offices 0 0 0 0 3 3 

Alternative Fuel 0 0 0 0 0 0 

Greenhouse gas 14 14 13 7 8 56 

TOTAL 138 130 176 233 217 902 

 

Table 3. shows that according to the analysis of Migros Co.'s sustainability reports, Migros T.A.Ş. gives 
high priority to the titles of “Waste”, “Food and Agriculture” and “Operations” as value networks. When the 
sustainability reports between 2016-2020 are examined, it is seen that there is no mention of sustainability value 
networks as "Jewelry", "Construction and Maintenance", and "Alternative Fuel". 

 

Figure 1. Sustainable Value Networks-Renewable Energy 

Figure 1. shows that when Migros Co.'s 2016-2020 sustainability reports are examined, we see the 
renewable energy network, which is one of the sub-networks of sustainable value networks. According to Figure 
1., the subjects of “Logistics”, “Energy Conservation” and “Greenhouse Gas” are given high importance. The 
importance attached to the subject of “Green Offices” is below 50%. It is seen that the subjects of “Construction 
and Maintenance” and “Alternative Fuel” are not included at all. 

 

Figure 2. Sustainable Value Networks-Zero Waste 

It is seen in Figure 2. that Migros Co. attaches great importance to the subjects of “Waste”, 
“Operations” and “Packaging”. It is noteworthy that among these subjects, especially the waste and operations 
headings have the highest percentage. 

Figure 1. Sustainable Value Networks-Renewable Energy
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see the renewable energy network, which is 
one of the sub-networks of sustainable value 
networks. According to Figure 1., the subjects 
of “Logistics”, “Energy Conservation” and 
“Greenhouse Gas” are given high importance. 
The importance attached to the subject of 
“Green Offices” is below 50%. It is seen that the 
subjects of “Construction and Maintenance” and 
“Alternative Fuel” are not included at all.

It is seen in Figure 2. that Migros Co. attaches 
great importance to the subjects of “Waste”, 
“Operations” and “Packaging”. It is noteworthy 
that among these subjects, especially the waste 
and operations headings have the highest 
percentage.

Figure 3. shows the “sustainable products” 
network, which is one of the subnets of 
sustainable value networks according to the 
results obtained from the analysis of Migros 
Co.’s 2016-2020 sustainability reports. It is seen 
that especially “Sea products and Livestock”, 

“Forest and Paper”, “Food and Agriculture” and 
“Electronics” are given high importance. While 
the subject of “Textile” is given an importance 
level of 60%, the subjects of “Tile, Ceramics” are 
given an importance level of less than 40%. The 
subject of “Chemicals” was mentioned at a level 
under 30% and the subject of “Jewelry” was not 
mentioned at all.

Figure 4. shows that in the context of Migros 
Co.’s 2016-2020 sustainability reports; A 
number of measures are taken and planned to 
reduce greenhouse gas emissions, which is the 
subnet of the renewable energy value network. 
Examination of sustainability reports reveals 
that greenhouse gas emissions have been 
measured since 2014. Turkey has also declared 
that by signing the Paris agreement, it will reduce 
greenhouse gas emissions by up to 21% by 2030. 

In Figure 5, within the scope of Migros Co.’s 2016-
2020 sustainability reports, there are zero waste 
and sub-value networks, which are sustainable 
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Figure 3. shows the “sustainable products” network, which is one of the subnets of sustainable value 
networks according to the results obtained from the analysis of Migros Co.'s 2016-2020 sustainability reports. It 
is seen that especially "Sea products and Livestock", "Forest and Paper", "Food and Agriculture" and 
"Electronics" are given high importance. While the subject of “Textile” is given an importance level of 60%, the 
subjects of “Tile, Ceramics” are given an importance level of less than 40%. The subject of “Chemicals” was 
mentioned at a level under 30% and the subject of "Jewelry” was not mentioned at all. 
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Figure 4. shows that in the context of Migros Co.'s 2016-2020 sustainability reports; A number of 
measures are taken and planned to reduce greenhouse gas emissions, which is the subnet of the renewable energy 
value network. Examination of sustainability reports reveals that greenhouse gas emissions have been measured 

Figure 3. Sustainable Value Networks - Sustainable Products
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value networks. In line with sustainable 
reporting,  importance is given to packaging and 
it is seen that the shelf life of the products has 
been extended by 30% in the stocking. For public 
health and good quality of life, it can be said that 
studies have been carried out on the prevention 
of climate change, reduction of food destruction, 
waste management, more efficient use of energy 
and natural resources. This situation becomes 
more efficient with the operations that set 
development targets in their sustainable growth 
strategies. 

Figure 6 shows the results of the examination 
of Migros Co.’s 2016 report as the company’s 
first sustainability report and 2020, as the latest 
sustainability report as a dual case and it is seen 
that 12 sub-value networks are included in both 

the 2016 and 2020 reports. However, 4 different 
sub-value networks are only included in the 2020 
report. According to the high importance of the 
first three sub-value networks, it is seen that they 
are listed as “Food and Agriculture”, “Waste”, 
and “Operations”. In the company’s 2020 
sustainability report, more emphasis is placed 
on the subjects of “Packaging”, “Green Offices”, 
“Sustainable Products” and “Chemicals”.

7. CONCLUSION

Today, sustainability stands out as a concept 
that creates a significant competitive advantage 
in every field. In particular, sustainable cost 
management increases business success 
thanks to the cost efficiency and high financial 

Figure 4. Renewable Energy - Greenhouse Gas Single Case Model
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Figure 5. Sustainable Value Networks - Zero Waste Subnets Case Model

since 2014. Turkey has also declared that by signing the Paris agreement, it will reduce greenhouse gas 
emissions by up to 21% by 2030.  

 

Figure 5. Sustainable Value Networks - Zero Waste Subnets Case Model 

In Figure 5, within the scope of Migros Co.'s 2016-2020 sustainability reports, there are zero waste and 
sub-value networks, which are sustainable value networks. In line with sustainable reporting,  importance is 
given to packaging and it is seen that the shelf life of the products has been extended by 30% in the stocking. For 
public health and good quality of life, it can be said that studies have been carried out on the prevention of 
climate change, reduction of food destruction, waste management, more efficient use of energy and natural 
resources. This situation becomes more efficient with the operations that set development targets in their 
sustainable growth strategies.  

 

 

 

 

Figure 6. Sustainable Values Network 2016 and 2020 Sustainability Report Dual Case Model 

Figure 6 shows the results of the examination of Migros Co.'s 2016 report as the company's first 
sustainability report and 2020, as the latest sustainability report as a dual case and it is seen that 12 sub-value 
networks are included in both the 2016 and 2020 reports. However, 4 different sub-value networks are only 
included in the 2020 report. According to the high importance of the first three sub-value networks, it is seen that 
they are listed as “Food and Agriculture”, “Waste”, and “Operations”. In the company's 2020 sustainability 
report, more emphasis is placed on the subjects of "Packaging", "Green Offices", "Sustainable Products" and 
"Chemicals". 

CONCLUSION 
 
Today, sustainability stands out as a concept that creates a significant competitive advantage in every 

field. In particular, sustainable cost management increases business success thanks to the cost efficiency and 
high financial performance added value it creates for businesses in the global business world. This also applies to 
the supply chain. Research done in the retail sector, which is an important part of supply chain management 
shows that there is a significant relationship between sustainable performance and financial performance (Lukic, 
2013; Düzer & Erken, 2018). For this reason, many global companies, especially companies operating in the 
retail sector, are trying to transform themselves in issues such as energy, environment, and sustainability. In this 
sense, in companies, the change in issues such as harmonization and reporting of non-financial data, risk 
management, investor relations management, and reliability of financial and non-financial data is quite high. The 
importance of explanations about sustainable costs is also increasing in parallel with this change. To sum up, as a 
result of the analysis made, it can be said that sustainable costs are a very important factor for business success in 

Figure 6. Sustainable Values Network 2016 and 2020 Sustainability Report Dual Case Model



62

Karcıoğlu & Öztürk

performance added value it creates for 
businesses in the global business world. This 
also applies to the supply chain. Research done 
in the retail sector, which is an important part 
of supply chain management shows that there 
is a significant relationship between sustainable 
performance and financial performance (Lukic, 
2013; Düzer & Erken, 2018). For this reason, 
many global companies, especially companies 
operating in the retail sector, are trying to 
transform themselves in issues such as energy, 
environment, and sustainability. In this sense, 
in companies, the change in issues such as 
harmonization and reporting of non-financial 
data, risk management, investor relations 
management, and reliability of financial and 
non-financial data is quite high. The importance 
of explanations about sustainable costs is also 
increasing in parallel with this change. To sum 
up, as a result of the analysis made, it can be said 
that sustainable costs are a very important factor 
for business success in modern retail, especially 
during times of economic crisis. In other words, 
retail business performance is realized with 
the optimization of sustainable resource costs. 
Additionally, retailers need to continuously 
develop their “sustainability awareness” on the 
importance of more efficient sustainable cost 
management in order to achieve performance 
targets (Lukic,2013:268). As a result, by providing 
a healthy information flow between the suppliers, 
manufacturers, distributors (wholesalers and 
retailers), and customers in the supply chain, cost 
reduction, performance increase, and customer 
satisfaction will be realized through sustainable 
cost management. Thus, business success 
and competitive advantage will be achieved 
with an integrated -internal and external- cost 
management perspective in accordance with the 
new approach. Studies can be conducted on this 
subject for each link of the supply chain.
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