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How reporting supports 
sustainable business 

management



Sustainability and ESG are amongst the most important 
business topics
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Integrating SBM and ESG performance is key challenge 
of executives
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While business and investor value is still prevalent
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“Business leaders are 
optimistic about the financial 
value of ESG today and in the 
future.”
Source: KPMG US Survey 2023

“You can be anti-ESG but it’s 
hard to be anti responsibility.”
Source: Daryl Brewster, Former Kraft executive and CEO of Chief 
Executives for Corporate Purpose in Wall Street Journal



Shareholders – Stakeholders - Activism
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“Following years of simmering 
investor backlash, political pressure 
and legal threats over ESG efforts, a 
number of business leaders are now 
making a conscious effort to avoid 
the once widely used acronym.”
Source: Wall Street Journal, 2024



However, a lot has happened
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The interaction 
between law and 
society

Worldwide 
trends & 

changes in 
society

Action from
stakeholders > 
o.a. attention, 

stakeholder
activism and 

lobbyism

Response: 
soft law, court

cases

New regulation
(hard law)

Adjustment of 
(collective) 
behavior



Development of ESG reporting
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“Often companies are getting 
caught out with too much PR 
around ESG and too little 
meaningful change - to this extent, 
the move to action rather than 
words is a positive one, and the rule 
should be actions and tangible 
results come before 
communication.”
Source: Gerald McKenzie, Managing Partner of 
neo consultancy Atatū
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• To help reach the goals of the Paris agreement 

• The Corporate Sustainability Reporting Directive (CSRD) and 
European Sustainability Reporting Standards (ESRS) are designed to 
align sustainability reporting over time with financial reporting.

• The ESRS aim to provide a large panel of stakeholders with 
relevant, comparable and reliable information about a company's 
sustainability-related impacts, risks and opportunities. 

• Transparency and comparability first and ultimately 
behavioral/business change 

Why CSRD reporting?
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ESRSs explained
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General 

requirements
ESRS 1

General 

disclosures
ESRS 2

Climate changeESRS E1

PollutionESRS E2

Water and

marine resources
ESRS E3

Biodiversity and 

ecosystems
ESRS E4

Resource use and

circular economy
ESRS E5

Own 

workforce
ESRS S1

Workers in the

value chain
ESRS S2

ESRS G1

Consumers and 

end-users
ESRS S4

Affected 

communities
ESRS S3

Cross-cutting

Standards
Environment Governance

Business ConductESRS G1

Social

12 ESRS (sector-agnostic standards)

about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank
about:blank


Context CSRD
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Double 
materiality 
assessment

Business case 
and ROI 

projections

ESG Strategy

Activity 
planning and 

implementation

Performance 
management

Dependencies Material ESRS datapoints CSRD reporting

Corporate 
Strategy

What is visible to the 
public

ESG Report

What is not visible to 
the public

Operational business 
model



Despite more demanding rules 
and regulation, sustainability is 
not a mere reporting exercise.

There’s a need to move 
beyond compliance.
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ESG reporting maturity

13

‣ Commercial value 
management (e.g.
brand position, 
trade spend, 
customer 
segmentation, 
reporting)

‣ Supply chain 
management (e.g.
sourcing, 
production, etc.)

Embedded 
across full value 

chain

‣ Variance 
analysis

‣ Scenario 
planning

‣ Initiative 
tracking

‣ Regular and 
structured 
dialogue on ESG 
performance

Performance 
management

‣ Performance 
management –
target setting

‣Management 
reporting – linking 
fin/non-fin

‣ KPI’s defined

Management 
reporting

‣ Regulatory 
reporting

‣ Voluntary 
reporting

Compliance

• Focus is on meeting 
external reporting 
requirements annually or 
semi-annually

• Supported by a manual or 
semi-manual process 

• Quarterly or monthly 
management reporting 
supported by a manual or 
semi-manual process 

• Framework for one 
consistent way of reviewing 
business performance and 
KPI tracking

• Performance management 
operationalised through 
monthly/quarterly/annual 
cycles

• Predictive analysis, 
scenario planning,

• Tracking and controlling 
ESG impacts & financials

• Financial and non-financial 
integrated accounting (e.g., 
Triple bottom line accounting 
methodology)

Moving from 
mandatory 
external 
disclosures 
towards 
embedding 
sustainability 
reporting across 
the full value 
chain



ESG Reporting
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Reporting 
vision and 
ambition

Assess 
regulation and 

materiality

Assess data 
governance

Implement 
data collection, 

controls

Implement 
audit readiness

Integrate in 
ESG reporting

Finance and control are relevant for both reporting and internal 
performance management

R
ep

o
rt

in
g

St
ra

te
gy

Link to business 
vision and strategy

Link to 
performance 

management and 
design

Align with 
performance and 

program 
management

Align data 
collection, controls 

implementation 
with strategy

Align with audit of 
strategic objectives

Integrate in 
management 
accounting & 
dashboarding



Steps towards CSRD implementation
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Identification of 
stakeholders

Insight  in 
activities and 
value chain

Identification of 
potential 

material topics 
(longlist)

Impact, risks 
and 

opportunities 
scan (shortlist)

Double 
materiality 

analysis

Strategic 
implementation 

of material 
topics

Involve internal and external stakeholders. Determine stakeholder management strategy.



Integrated reporting

From an external reporting 
perspective to an internal 
(process-minded) perspective 
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External reporting needs to be based on internal actions, decisions 
and performance. There is no ESG (or sustainability, or responsibility) 
reporting without incorporating these topics in your strategic and 
operational decision making.

• Value creation

• Integrated reporting

• Integrated thinking

Integrated Reporting
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Integrated Thinking
Integrated thinking: 

“[…] the active consideration by an 
organization of the relationships between its 
various operating and functional units and 
the capitals that the organization uses or 
affects. Integrated thinking leads to 
integrated  decisionmaking and actions that 
consider the creation of  value over the 
short, medium and long term.” 

(Source: Integrated Reporting Framework)
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The value creation process
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Demystifying 
Integrated Thinking
“…the active consideration by an
organisation of the relationships between its 
various operating and functional units and the 
capitals that the organisation uses or
affects” (IIRC, 2013, p. 2; IIRC, 2021, p. 3)

Issues:

❖ Theoretical underpinning

❖ Conceptualization

❖ Implementation

❖ Guidance

❖ Capital-connectivity

❖ Decision-making support
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Source: Ferreira, A. and Otley, D. (2009), “The design 
and use of performance management systems: An 
extended framework for analysis”, Management 
Accounting Research, Vol. 20 No. 4, pp. 263-282.



Hallmark 1: Strategy
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Strategy



Hallmark 2: Governance
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Governance



Hallmark 3: Performance Management
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Performance 
Evaluation

Decision 
Making

Performance 
Measurement

Information 
Sharing



Integrated Thinking
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Source: Dimes, R., & de Villiers, C. (2024). 
Hallmarks of integrated thinking. The British 
Accounting Review, 101281.



IR can (/needs to) be 
combined with any other 
reporting requirements, rules 
and regulation.

So, how does integrated 
reporting tie back into the 
developments we discussed 
earlier?

How to use integrated reporting?
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Prerequisite: 
Integrated thinking is a matter for the board
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CSRD is more than just a 
‘disclosure’ standard.
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Why embrace the CSRD?
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Why embrace the CSRD?
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Reporting 
regulation  

Transition plan for 
climate change

Integrated Thinking

Due-diligence 
requirements  



Questions?

b.c.de.graaff@vu.nl
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