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Need £ 2.5 T/year
To reach 2030 SDGs

What does it take to tackle these maladies?

Wealth of 16 
richest =  

3.5 Bn poorest 

2.8 
Bn w/o access to high 

school 

4 Bn poor

1.7 
Bn no access to clean 

water

2.5x Earth 
consumption

1 M deaths 
@work in China

100 M hungry 36 M 
starve

Net Zero       
by 2050 Plastic 

will outweigh fish in 
oceans by 2050

1 Bn w/o access 
to energy 
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Social 
Enterprises

Corporations
Communities

Public 
Administration

How to build 
scalable solutions?

How can policies 
enhance impact?

How to transform  
business strategy?

It takes a radical shift by all societal actors…
How to explore 

knowledge insights?

Academia

Impact 
Finance

How to fund 
impact solutions? How to increase impact 

on Communities?
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Source or remedy of social maladies?

Top 1000 companies and 
their value chains generate 70% 

of global GDP.

41 T are allocated in 
ESG funds with 

exponential trend

< 0,1% companies publish 
sustainability reports, without 

clear impact on society 

Natural disasters cause $165 
Bn damages in 2018

Board members 
seeking neuro-psych 

help increased 5 times in 
the last 7 years

54 of the largest 100 
economies are 

companies, not states
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40% of Adult US 
are Obese

40% of US Employees 
suffer extreme stress



Governance

Control   
Systems

Innovation

Culture

Purpose

Integrated  
 Strategy

Incentive  
Systems

Leadership 
& HR

Imperial College  
Business School

Leonardo  
Centre

Linking Business to SDGs

Marketing  
& SalesSupply 

 Chains Operations
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Governance

Control   
Systems

Innovation

Culture

Purpose

Integrated  
 Strategy
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Systems
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What is A stakeholder-centred enterprise

Marketing  
& SalesSupply 

 Chains Operations
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How can stakeholders 
interests be Integrated in 

strategic decision-making?

What are the most effective 
leadership development and 

cultural change 
interventions?

What are the most 
appropriate governance 

systems to include the voice and 
interests of stakeholders?

How should incentive 
and control systems include 

social and environmental 
impacts?

How can firms create 
stakeholder-centric  

innovation, learning and 
change capabilities?

How can customers and 
suppliers be included in key 

functional decisions?

The enterprise exists to 
create value for investors in 

human, social, natural, 
financial capital



the solution lies at the heart of the firm…

Value 
Creation

Value 
Distribution

Stakeholder 
Integration

Systemic  
Change

economic, social and 
environmental value

return to stakeholders on 
environmental, human, social 

and financial capital

stakeholders integration in 
decision making 

Radical shift with all 
societal actors
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.. rewarded by financial markets…

Ft - Ethical investment boom

Sustainability 
Companies 

Benchmark 
companies
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https://www.ft.com/content/9254dfd2-8e4e-11e7-a352-e46f43c5825d


but changing the “heart” is really difficult

Source: Leonardo, Golden, At Kearney, BASF,

  Cultural Transformation
 

  Sustainable Impact Innovation
 

  Stakeholder Management & Partnerships
 

  Strategy & Management
 

  Knowledge & Empowering
 

  Leadership & New Work
 

  Performance & Reporting
 

  Digital Competences & Capabilities
 

  Communication & Storytelling
 

 

 

 

 

 

 

 

 

Selection of key transformation capabilities Ease of implementation
-3,0 difficult 0,0 easy +3,0

Participants selected max. 3 key capabilities Average evaluation for key capabilities from -5 to +5

THE IMPERATIVE FOR SUSTAINABLE TRANSFORMATION

We asked a global crowd of sustainability experts: “What do companies need 
to be successful for a sustainable transformation?” Top of the list of transformation 
capabilities, with more than 40% of experts selecting this, is cultural transforma- 
tion, while sustainable impact innovation and stakeholder management and 
partnerships rank top second and third. When asked for rationales, experts 
commented that short-term profit and shareholder value maximization, the 
disregarding of externalities as well as hierarchical and inflexible organizational 
structures are major obstacles in the transformation. Shifting values and culture 
towards shared value creation, integrating sustainability into the core principles 
of business as well as redefining strategic goals and the meaning of ‘productive 
work’ are the most important cultural imperatives. 

Therefore, a mindset shift is urgently required: from a defensive, risk minimizing 
and reactive to a proactive, opportunity-seeking, trend-setting and impact- 
oriented leadership approach. Against this backdrop, sustainability experts 
emphasize the role of sustainable impact innovations. Innovating for sustainability 
is essential to transform core business and companies substituting conventional 
‘old business’ with sustainable ‘new business’ will have the best chances of 
success. In this context, stakeholder management and partnerships along the 
value chain become a core competence for companies, given that innovation 
challenges are too big for one company alone to be solved. In these partner-
ships, experts comment that it will be essential to share common sustainability 
objectives and professionally manage stakeholder relationships.

12 13

KEY CAPABILITIES TO TRANSFORM TOWARDS SUSTAINABILITY

The last part of the study focuses on key capabilities large corporations need to 
develop and change for a sustainable transformation. In a first step, all experts 
had to identify the most important capability areas in order to explain in a next 
step how easy or difficult it will be for large corporations to develop them.

“IT’S THE CULTURE, STUPID!”
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Large scale 
Behavioural 

insights 
Organisational  
Experiments

Collaborative 
Networks
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Our approach at Leonardo Centre
Contributing to business evolution for societal impact



Our Research dataset

Num Sector
553,246 Financial Services

526,060 Other

330,060 Energy

316,207 Food and Beverage

191,876 Chemicals

189,588 Energy Utilities

178,688 Telecommunications

167,413 Technology Hardware

160,051 Mining

149,194 Healthcare Products

144,873 Construction

137,405 Real Estate

135,799 Automotive

Num Country
558,231 China

377,161 United States

301,190 Taiwan

216,682 Spain

199,131 Japan

195,053 Brazil

177,192 United Kingdom

176,273 South Africa

160,010 India

154,694 Germany

142,579 Australia

141,160 France

126,303 Korea, Republic of

Num sdg
953,028 12

869,972 4

736,258 8

370,233 9

360,899 3

335,950 7

313,967 16

127,161 4, 8

126,160 15

67,628 12, 7

64,744 11

48,499 2

40,366 1

Num Type of activity
879,639 Assessment and measurement

696,275 Training

515,104 Communications

461,639 Donations & Funding

425,447 Modification of Procedures

353,942 Association

288,030 Assets Modification

146,638 R&D Investments

82,495 Comm.

82,108 New product

68,768 Volunteerism

67,098 Incentives and Disincentives

65,439 Adoption of Standards & Rules

WhyWho WhatWhere

Num Years
82,561 2008
96,307 2009

144,792 2010
149,773 2011
204,090 2012
266,268 2013
334,829 2014
440,629 2015
770,129 2016

1,204,777 2017

When
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Leveraging AI algorithms we developed the first global dataset 
of over 5 M initiatives by 13.000 companies over 12 years



People

Planet

Prosperity

0

200000

400000

600000

800000

1000000

1200000

1400000

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017

Actions by SDGs

People Planet Prosperity

Evolution of sdg targeted initiatives.. 

Source: Leonardo, Golden
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The evolution to sustainable enterprise

OutsideInside

Cost 
Efficiency                        

Revenue 
Generation              

Design Control 

Develop 
growth

Rethink purpose 

Today

Tomorrow
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Societal Value 
Creation

Risks 
Reduction

Develop dynamic capabilities to innovate, experiment, learn and change



Competing for integrated value creation

How company X is tackling 
the challenge

How company X is 
performing toward peers

What can be done to leap-
frog competitors 

1

2

Shareholder 
value creation

Stakeholder 
value creation

Company X

Leaders

Stakeholder oriented 
Corporation

1

2
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Experimenting with business evolution

SDGs refocus 
• Increase focus on SDGs ….

• Reduce focus on SDGs ….  

Reshape actions for each SDGs 
• Increase activities …

• Decrease activities …..

Build organisational experiments 
• Leadership

• Incentive system

• Control Systems

• ………

Lead systemic change 
• Collaboration with peers

• Insights from leading experts

• Co-creation of solutions 

SDGs targets

Actions

Optimal Strategic Portfolio

People             Planet              Prosperity

A

B

A

B

C
Internal

External

35%                  45%                  20%                150%

80%

20%

D
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Data driven optimisation of sustainability initiatives portfolio 



Governance

Operations

Control   
Systems

Innovation

Cultural 
 Values

Purpose

Supply 
 Chains

Integrated  
 Strategy Integrated  

Strategy
Incentive  
Systems

Leadership

Imperial College  
Business School
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Organisational experiments 

Integrate supplier perspective into 
value chain objectives with co-labs

Integrate sustainability strategies in strategic 
decision-making with competitive and growth 
strategies for stakeholder value creation

Create stakeholder-centric 
innovation, learning and change 
capabilities with co-labs

Design the most 
appropriate incentive and 
control systems to 
facilitate the transition 
towards a stakeholder-
centric enterprise logic

Develop effective leadership 
and cultural change 
interventions

Shape most appropriate governance 
systems to create value for stakeholders

C



… with systemic impact

What Model: global cross-disciplinary cooperative platform, with 
experts from academia, business and stakeholders.

Why SDGs: focus on systemic value chain goals for selected 
segments.

With 
Whom

Stakeholders: key corporate partners (suppliers, 
customers) in selected sectors and relevant stakeholders

How Co-creation: share, co-design and assess the impact of 
change initiatives through thematic workshops

Outcomes Impact: innovation pilots (tech., org., cultural) with 
measurable impact 

The responsibility of leaders is to move the frontier of sustainability and drive systemic change on key sectors with 
collaborative platforms to catalyse peers in technological and cultural transition of business a regenerative society.

D
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Integrated Value Chain

Customer 
Industries

Own 
Operations

Full Supply 
Chain

Economic

Environment

Social

Total Value X                    Y                      Z 



Level of 
Maturity

Business Areas

Purpose Culture & 
Leadership Governance Integrated 

Strategy

Incentive  
& Control 
Systems

Innovation Supply Chain 
& Opations

Marketing  
& Sales

Leader

Proactive     

Adaptive   

Reactive   

Inactive

Functional sustainability Assessment

Imperial College  
Business School

Leonardo  
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People Structure Product

1 2

PriotitiesStrategic 
Priorities



Control   
Systems

Cultural 
 Values

Supply 
 Chains

Integrated  
 Strategy

Sample PROJECTS

Leadership

A company in the sports equipment sector used the GOLDEN data from the Observatory, survey and 
interviews for evidence-based development of unit specific sustainability integration in business 
development strategy.

A large European electronics manufacturer introduced innovative management training sessions to enhance 
sustainability mindsets through business oriented meditative practices. Impact assessed through business 
simulation, psychological tests and neuro-imaging techniques (research project).

An international institution revised the engagement approach to its global network of local partners based 
on the results of an analysis of the impact of UN SDGs on the nature of the value creation logic across 
national contexts

An insurance company experimented with alternative ways to introduce environmental sustainability 
reporting for its suppliers in a specific sector. The accompanying measurements helped to identify the 
strategy with highest desired impacts to be scaled up to the whole supply chain.

Detailed analysis and benchmarking in connection with integrated reporting enabled a large European 
company to develop and adapt its integrated reporting systems successfully and to achieve industry 
leadership in that area.

Imperial College  
Business School 19



OutsideInside

Costs                         Risks

Revenues               Opportunities

Macro level: Policy framework

Design Control 

Develop 
growth

Rethink purpose 

Reactive  Adaptive

Proactive Leader 

Today

Tomorrow

Leonardo supports policy makers in designing the policy framework evolution toward systemic social 
and environmental value creation through a rigorous sequence of steps:

Licence 
to operateDisincentives

Incentives Partnerships

Imperial College  
Business School

Leonardo  
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Policy 
interventions

Environmental 
Impact Creation 

Social Impact 
Creation

From company to industry interventions…

How sectors are 
contributing to SDGs

Which policy interventions 
are most effective

Experimenting alternative 
paths for industry evolution

Social Impact 
Destruction 

Environmental 
Impact Destruction 

Incentives

Disincentives

Services

Mining Energy
Health

Water
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How your Country is 
tackling the challenge

How your Country is 
performing toward peers

What can be done

How to lead 
the transition?

…to a country roadmap for each sdgs…

0%

> 100%0%

GDP per capita vs average

Ex. 
Quality 

Education
Index

Future leaders

Past focused

Future seeders

Weak followers

100%

> 100%

100%

1

21

2

Country X

Country Y
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Develop public capacity to experiment with policy interventions



with research Centres at Imperial and worldwide to engage companies and institutions
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LBS
Exeter U.
Cranfield U.
IESE
U. Granada
 U. Bucharest

CHINA
SASS, CEIBS, De 
Tao Academy, Fudan 
U. , Tsinghua U. 

ISRAEL
Inter Discipl. C. Sc. 
of Sustainability

Erasmus U. 
Stockholm U. 
Copenhagen BS
ETH Zurich 
HWZ Zurich
WU Wien 
Wageningen U.

CORPORATIONS
Microsoft, Nike, Unicredit, 
IBM, Enel, Novonordisk, 
SANTAM, STM, TIM, 
SNAM, Terna, Coop, 
Woolworth, Balbo, Stantec, 
SEC, ……..

INSTITUTIONS
UNEP, UNIDO,    
UN Global Compact, World 
Bank, GRLI, OECD,…….

NGOs
Forum for Future
Great Place to Work
WWF, CDP, Resilience 
Center, ……

Harvard U.
MIT
Boston College
Boston University
South Caroline U.

SOUTH AMERICA
Centrum - Peru
FEARP - Brazil
Fund. Dom Cabral - Brazil

SOUTH AFRICA
Stellenbosch U. 
U. Cape Town

INDIA
TATA Ins. 
IIM Bangalore
XIMB 
MDI Gurgaon 

AUSTRALIA
U. Techn. Sydney
Griffith U. 

EAST ASIA
Korea U.
Waseda U.

CANADA
U. of Toronto
U. of Western Ontario
Concordia U. 
Queen’s U.

RUSSIA
St. Petersburg U. 

EUROPE

U. Minnesota
U. Virginia
U. Illinois 
Rutgers

USA

Imperial College 
Bocconi
Sant’Anna Pisa
Bologna U. 
HEC Paris
ESCP Paris
ESSEC

SOUTH EAST 
ASIA
AIT Thailand
De la Salle U. Philippines

…building A global cross disciplinary lab

Data 
Science

Design 
Thinking

Neuro-
scienceClimate 

change
Inclusive 
society

Health & 
Well 

being

Energy
Food & 

Nutrition 

Transport

Sector 
Evolution 

Innovative 
methods

Global 
challenges

Leonardo 
Centre

Co- labs

Digital  
Dataset

Grantham, CHEPI, Gandhi, CEP

CPSE, EFL, Brevan, Transp., CTNFR 

DSI, Dyson, IBRC, Edtech

Leonardo - GOLDEN

Imperial College Research Centres



Policy  
re-design 

research for sustainable society

Stakeholder 
Satisfaction 

Financial 
performance 

Cultural 
change 

Community 
Well being  

Suppliers’ environmental 
and human rights 

Investors 
attractiveness

Citizen 
behavior 

Investors  
Strategies 

Integrated social 
and financial 
performance 

Legislation 
support

Fiscal 
policies

Customer 
happiness 

Leadership 
models 

Sustainable 
Society 
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