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Five key sustainability trends are forcing companies to integrate sustainability into their 
strategy

1. Our perspective on sustainability – Overview

Source: Arthur D. Little

Growing 
legislation

Rise in green 
finance

Developments 
in clean tech

Exploit opportunities for 
differentiation & new sources 

of value creation   

Companies need to timely integrate sustainability into strategy, operations and business decision making 
in order to: 

Increasing 
voluntary 

action

Growing public 
concern

Reduce risk by timely 
anticipation & mitigation and 

reallocating capital

Reposition & transform 
the business towards a 
circular model with zero 

emissions
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The four largest economic blocks in the world have all set ambitious greenhouse gas 
reduction targets for 2030, backed by substantial and increasingly tight legislation 

GHG1 reduction targets & accompanying plans

1. Our perspective on sustainability – Growing legislation

1) GHG= GreenHouse Gas; 2) Base: 2005; 3) Base: 1990; 4) Base: 2013
Source: Biden campaign, Financial Times, Guardian, European Commission, WEF, Arthur D. Little

-50-52% 
emissions by 20302

n $2 trillion dollar budget to 
combat climate change

n Carbon neutrality by 2050
n Carbon-free domestic 

electricity production by 2035
n Extensive investments in 

public transport

-55% emissions by 20303

Comprehensive Green Deal:

n European climate law to ensure a 
climate neutral EU by 2050

– Germany sets deadline in 2045 
& tightens 2030 interim target 

n A new Circular Economy Action 
Plan reducing waste

-46% emissions by 20304

n Japan adopted carbon neutrality 
target by 2050

n Major Japanese investors seek to 
shift from coal to renewable 
projects

Peak emissions by 2030

n President Jinping aims China to be 
climate neutral by 2060 

n National carbon emissions trading 
scheme launched in Feb. 2021

Consequently, ever more countries all over the globe are implementing carbon taxes and Emission Trading 
Systems (ETS) to ensure realization of the targets
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The cost of compliance to carbon regulation has different impacts not only across 
industry but critically within industries 

1. Our perspective on sustainability – Growing legislation

1) Cost of compliance is defined as the dollar value of all CO2 emissions based on current prices on U.S. voluntary carbon market
Source: Innovest, Arthur D. Little

CO2 Regulatory cost of compliance1
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n Barclays’ works towards becoming a net zero bank by 2050 - received overwhelming 
shareholder support at their AGM in May 2020
– Already net zero for emissions from our own operations (Scope 1 and 2)
– Now focus on eliminating the emissions of their clients (‘financed emissions’ or: the stick)
– Across all sectors, starting with Energy & Power (as responsible for ~75% of global emissions)

n Commitment to specific goals to help accelerate the transition to a low-carbon economy (the 
carrot):
– £100bn of green financing by 2030 (green financing in Q1+2 2020 was £13bn, growth ~200% 

vs. 2019) 
– £175m investment in green innovation for principal investments in equity of innovative and 

environmentally-focused companies by 2025

Banks need to report on their funding of non-aligned businesses – resulting in ‘carrot and 
a stick’ approaches to change their clients’ sustainability performances

1) Barclays is a global top 20 bank with total assets of US$ 1510.14 bln (2019)
Source: Barclays, Arthur D. Little

1. Our perspective on sustainability – Rise in green finance

Eliminate 
‘financed 
emissions’

Finance 
green 
initiatives

It is crucial for energy intensive businesses to develop a sustainability strategy that is aligned with the global climate 
goals, as they can otherwise expect both difficulties in access to funding and unfavorable financing conditions 

Example: Barclays aiming at net zero by 2050
Illustrative
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Source: Company websites, UN, Arthur D. Little

1. Our perspective on sustainability – Increasing voluntary action

2040 20502030 2045203520252021

More and more companies are voluntarily committing to reaching net zero GHG 
emissions in 2050, or even earlier

Selection

A growing amount of leaders have already adopted internal carbon prices ranging from
10 to 100 Euro per ton CO2e as key instrument to reduce their GHG emissions
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Public concern with climate change is growing and has resulted in legal action by civilian 
action groups against governments and private companies to reduce GHG emissions

1) Compared to 1990
Source: PEW Research, Poll of HSBC and Barclays customers by environmental NGO Market Forces  Arthur D. Little

1. Our perspective on sustainability – Growing public concern

Public concern related to climate change …

46% 56% 74%

20202010 2015

+28 pts

52% 55% 64%

2010 2015 2020

+12 pts

37% 45% 53%

2010 2015 2020

+16 pts

% of correspondents who say climate change is a very serious 
problem

… is resulting in legal action by the public

vs.

n Public action group Urgenda demanded that the Dutch 
government would reduce the national emissions of GHG

n In Dec. 2019 the Dutch Supreme Court mandated the Dutch 
state to reduce GHG emissions by 40% by 20201

n Similar cases are being brought to court in i.a. DE, ES, FR, KR

n Public action group Milieudefensie demanded that Shell would 
reduce its GHG emissions

n In May 2021 a NL court found Shell's commitment to reduce 
emissions insufficient and ruled a 45% reduction (including 
action requirements for scope 3) 

– Just months after Shell had stepped up its commitments 
n Shell is currently appealing the verdict

vs.

50% 53% 73%

20152010 2020

+23 pts
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A robust sustainability strategy is the result of an interactive analysis, comprising various 
building blocks

Source: Arthur D. Little

2. Sustainability strategies – Overview

How do we envision the 
future, and what is the level 

of ambition we set for 
ourselves?

What are key priorities of 
stakeholders & 
management?

What are the most 
impactful and appropriate 
abatement options for our 

company?

Who should we compare 
ourselves to, and what is 
their strategies, objectives 

and performances?

What are the costs and 
benefits related to each 

approach, including 
abatement options?

What are our objectives, 
when do we want to 

accomplish them, and how 
are we going to do it?

How do we make sure that 
sustainability is part our 

decision-making processes 
and culture?

Sustainability
vision & ambition

Sustainability
strategy

Transformation
program

Abatement 
options

Identification 

Cost & 
benefit 
analysis

Stakeholder
expectations

analysis

Benchmark
of competitive

landscape
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What is the desired level of sustainability performance?

Source: Arthur D. Little

2021 Future

Pe
rf

or
m

an
ce

Timeline

Zone of 
acceptability

The Leading Edge
n ESG activity supports business 

strategy
n sustainability embedded across 

organisation
n Focus on material issues

n Long and short term targets
n Disclosure of ESG performance 
n Independent assurance The Trailing Edge

n Focus on compliance only

n No value from ESG activities

n Little or no disclosure

n Information geared to what is 
available

n No verification 

Top-quartile

Sustainable 
performance

Current 
position

The Zone of Acceptability

Ambition2. Sustainability strategies – Ambition

Illustrative
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To understand the company’s impact on stakeholders, a materiality matrix can be used
to prioritize the most pressing sustainability issues

Source: Various company websites, Arthur D. Little analysis

2. Sustainability strategies – Stakeholders

The Materiality Index assesses priority issues for companies based on their importance to stakeholders and 
significance or impact to the company

Stakeholders
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Various abatement options should be identified and then compared based on their 
respective busines

Abatement options: NPV vs. mitigated CO2e

2. Sustainability strategies – Options

Source: Arthur D. Little

Disguised example

Examples of
GHG mitigation measures:

NPV
(mln €)

Savings on total GHG emissions 

Potential negative impact on customer perception
Positive impact on customer: can be used to improve customer perception

Neutral impact on customer perception

(t) CO2/m2 yr (from 2020)

12

0

6541 32 8 9 10 11

NPV 100 M€
Investment 30 M€

23 %

NPV -50 M€
Investment 90 M€

60%

7

Measure 1 Green procurement 
of raw materials

Measure 2 Supply-chain optimization

Measure 3 Developing low-
carbon alternative 
products

Measure 4 Changes to cooling units

Measure 5 Sourcing of ‘green’ 
electricity

Measure 6 Investments in solar 
or wind farms

…

…

Options
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Benchmarking indicated where the client was falling short vs. future investor 
expectations and competitor performance
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A leading airport operator analyzed its sustainability performance on several KPIs vs. its 
peers, showing it where to focus its attention

2. Sustainability strategies – Benchmark

Overall performance client GHG emission performance client
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Source: Arthur D. Little
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Sustainability initiatives come at a cost that should be carefully considered, but in return, 
companies benefit from higher returns and other advantages

=

Benefits

2. Sustainability strategies – Costs & Benefits

Source: Harvard Business Review, Babson College, Arthur D. Little

5-10% lower cost of debt financing via sustainability linked loans and bonds

Up to 40% higher shareholder return compared to industry peers

Up to 50 % reduction in employee turnover rates

5-7% stock outperformance during regulation changes and supply chain shocks

~9% higher growth of products that are perceived by the market to be more ‘green’

Costs & Benefits
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Key sustainability metrics include:
n % zero-emission generation (% of 

total generation)
n EBITDA for low-carbon products, 

services, and technologies
n Ratio of CAPEX for low-carbon 

products, services, and 
technologies

Linking sustainability to 
compensation

Low-carbon strategy as 
% of business

Senior executive compensation
includes a 35% variable component 
tied to min. one CSR objective, e.g.:
n Reducing Scope 1 and 3 GHG 

emissions in line with SBTs1

n Increasing percentage of women in 
Group management 

Holistic scoring methodology

Created the Corporate 
Environmental Footprint (CEF) 
as holistic measure:
n Uses software tool to calculate 

score based on multiple inputs 
from all environmental aspects

n Calculated contribution of each 
business segment and country to 
the total score

A solid sustainability strategy includes a well-defined and preferably quantifiable 
sustainability KPIs

2. Sustainability strategies – Strategy

n Carbon intensity (kg CO2eq/kWh)
n GHG emission (tCO2eq)
n Water consumption (m3)
n Hazardous waste generation (ton)

Typical KPIs

n Non-hazardous waste generation (ton)
n Electricity use (GJ)
n Gender diversity (% female employees)
n Turnover rate (%)

n Training hours (h/employee)
n Accident frequency (/year)
n Fatality rate (year)

Non-exhaustive

Specific 
KPIs 

(examples)

Featured on Dow Jones 
Sustainability World Index 2020

Sustainability performance indicators

Note: KPI – Key performance indicators; DJSI – Dow Jones Sustainability Index; SBT – Science-based targets
Source: Respective company websites, Industry reports, Arthur D. Little analysis

Strategy
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Transformation is facilitated by tools that assess the ‘sustainability performance’ of the 
product portfolio - enabling target setting & creating a common language on sustainability

CB D E FA G

NeutralSustainability Star ExposedAligned Challenged

Sh
ar

e 
of

 s
al

es
 (

%
)

PVC for cables
50.4 M€

Sales (M€) by SBU1 - Sanitized
1) Strategic Business Unit
Source: Arthur D. Little

illustrative
What % of sales is ‘at risk’ & what % offers growth opportunities? 

Transformation2. Sustainability strategies – Transformation
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In order to transform, companies need to embrace sustainability across the entire 
hierarchy and demonstrate full commitment from top management

Key success factors

2. Sustainability strategies – Transformation

Source: Arthur D. Little

Engage internal and external stakeholders to renew commitments
and communicate results frequently, discuss performance and exchange ideas

Timely anticipate changing requirements of main stakeholders
and regulatory environments

Embed ‘sustainability’ into decision making across
all levels of the organization and set up governance model

Define a common understanding of sustainability with clear narrative,
definitions and quantitative long- & short-term targets and assessment timelines

Robust performance measurement & control
to signal effectiveness and progress of program initiatives

Transformation
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Well-executed climate change strategies result in tangible financial value creation  

2. Sustainability strategies

1) DJSI = Dow Jones Sustainability Index
2) 2) Excluding benefits from green funding and intangible benefits 

Source: Arthur D. Little

Arthur D. Little project Illustrative results2

Carbon strategy for multinational food
retailer

23% global CO2
emissions reduction

43 measures with 
NPV of € 120 mln

Energy efficiency & GHG optimization 
for 2 collocated chemical companies

3.5 Petajoules 
energy savings 

annually

24 measures with 
ROIs between 5% 

and 30%

Sustainable procurement strategy for 
regional utility group

8.5 kiloton GHG 
emissions reduction 

16 measures with 
NPV of € 7 mln

Climate change strategy for leading 
chemical company (DJSI1 leader)

32% reduction in 
overall GHG 

emissions

35 measures with 
NPV of € 78 mln

Stronger com
petitive position

Increased differentiation, first m
over advantages

+



Presentation to Zeche Zollverein

Arthur D. Little has been at the forefront of innovation since 1886. 
We are an acknowledged thought leader in linking strategy, 
innovation and transformation in technology-intensive and converging 
industries. We navigate our clients through changing business 
ecosystems to uncover new growth opportunities. We enable our 
clients to build innovation capabilities and transform their 
organizations.

Our consultants have strong practical industry experience combined 
with excellent knowledge of key trends and dynamics. Arthur D. Little 
is present in the most important business centers around the world. 
We are proud to serve most of the Fortune 1000 companies, in 
addition to other leading firms and public sector organizations.

For further information please visit www.adlittle.com.
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