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MODULE 1 I PART 2

THE BUSINESS 
CASE FOR CSR

SUSTAINABLE BUSINESS DEVELOPMENT
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HOW
THE BUSINESS CASE

To many, a business case is about a quantitative result. But building a 
business case is about more than financial key figures. 

It’s about delivering both rational and emotional argumentation that 
speaks to both heart and mind. It’s about building credibility around your 
sustainable business change plan.

Purpose: 

Understand how you can 
build a business case for 

creating buy-in or for 
decision-making in 

connection with e.g. a 
strategy process or 

implementation.
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WHY?
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K E Y  L E A R N I N G S

W H A T  Y O U  W I L L  L E A R N …

Guide & template for building a business case

Guide to business ROIs of CSR

Motivational drivers of decision-makers

Key elements & use of a business case
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Overview of impact & value assessment methodologies
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The
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WHO

0. MOTIVATIONAL DRIVERS

K E Y  E L E M E N T S  I N  T H E  B U S I N E S S  C A S E

WHAT (STRATEGIC)

2. SOLUTION

WHY

1. PROBLEM/VISION

3. IMPACT AND VALUE 5. REFERENCE CASES

STORYTELLING
RATIONAL/EMOTIONAL

4. ACTION PLAN 

HOW (OPERATIONAL)BENEFIT ASPIRATION

ROI

B U I L D I N G  T H E  
B U S I N E S S  C A S E  
I  G U I D E
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COMPLIANCE

REACTIVE

BUSINESS OPPORTUNITY

PROACTIVE

CONVICTION

VISIONARY

0 .  M O T I V A T I O N A L  D R I V E R S
W H A T  I S  T H E  C O M P A N Y ’ S  M O T I V A T I O N ?
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”We’re launching ecomagination not because it’s trendy or
moral, but because it will accelerate our growth 
and make us more competitive.”

- Jeffrey Immelt, General Electric

”It should come from the heart, but it’s ok that it can still be
good business”

- Mads Øvlisen, Novo Nordisk

”Legislation demands we declare our ghg emissions and our
customers are asking about reduction plans, so we have to.”

- Nobody claims this position in public
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Customers

Company

Owners

Internal
influencers

Suppliers

Affected
communities

?

Finance

Partners

C-suite

INTERNAL STAKEHOLDERSEXTERNAL STAKEHOLDERS

0 .  M O T I V A T I O N A L  D R I V E R S
W H A T  D R I V E S  Y O U R  K E Y  S T A K E H O L D E R S ?
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Peter
Heart

Joan
Proactive

Paul Compliance

HR – retention, 
recruiting, wages

Sales – brand value

Economy –
costs, ROI

Personal insecurity

Values and mission 
statement

Company

Owners

Internal
influencers

C-suite

0 .  M O T I V A T I O N A L  D R I V E R S
W H A T  D R I V E S  Y O U R  K E Y  S T A K E H O L D E R S ?
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A L I G N M E N T  O N  R E A S O N S / M O T I V E S

How companies capture the value of sustainability: Survey findings, McKinsey, 2021.

#m o d ule  1  #stra teg ies
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E X E R C I S E S

R E F L E K S I O N

1. Hvor på bæredygtighedsrejsen er 
din virksomhed?

2. Hvad er motivationen bag din 
virksomheds arbejde med 
bæredygtighed?

INPUT TIL EKSAMENSOPGAVE 1B
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WHO

0. MOTIVATIONAL DRIVERS

B U I L D I N G  T H E  B U S I N E S S  C A S E  |  G U I D E

2. SOLUTION

1. PROBLEM / VISION

0. MOTIVATIONAL DRIVERS

5. REFERENCE CASES

4. ACTION PLAN

3. IMPACT AND VALUE
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1 .  P R O B L E M / V I S I O N
O U T S I D E - I N  V S  I N S I D E - O U T
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IMPROVED IMAGE STRONGER EMPLOYER BRAND REINFORCED VALUES

MORE CONTRACTS

DIFFERENTIATION

T H E  B U S I N E S S  R E T U R N S  O F  C S R  ( R O I )  I  M O D E L  

OPERATIONAL EFFICIENCYAHEAD OF LEGISLATION COMPETITIVE PRICES

PRODUCT INNOVATION CUSTOMER LOYALTY STRONG VALUE PROPOSITION RAISE CAPITAL / ESG LOANS

The Business Returns of CSR (ROI) I TANIA ELLIS – The Social Business Company® 
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ROIs Potential benefits of CSR What are the specific goals? How could they be measured? (KPIs) 

An improved or revitalized brand and reputation Customer satisfaction, gaining recognition for 
CSR strategy

Customer surveys, submit projects to various CSR 
awards, measure home page views

Attraction, retention and motivation of employees Employees stay for longer, more unsolicited and 
solicited applications, happier employees

Human Resource costs, increased labor 
productivity, more years of total experience in the 
company

Keeping on the forefront of new and future regulations and 
legislators

Increase political influence, establish committee 
focused on compliance to make sure the 
company is not left behind

Spots in government advisory boards, number of 
adaptations the company has had to make to 
comply with CSR-related regulation

Differentiation from competitors Reduce price elasticity, gain market shares, enter 
new markets

Change in sales given change in price, sales 
numbers, market share

Accommodation to responsible investor demands Attract more investors, easier to raise equity, 
more loyal investors

Share price, shareholder survey

Increased operational efficiency Increase energy efficiency, reduce waste Money spent on energy costs, money spent on 
consumption goods, money spent on waste 
handling

Cost savings or opening up to new revenue streams Save money in energy costs, HR, transportation, 
office supplies, waste management

Cost and revenue changes traceable to CSR 
activities

Innovation of products or services Increase sales by creating product lines with a 
special focus

Number of products with a social or 
environmental focus and their sales numbers

Preferred supplier status Become a preferred supplier to a customer Number of preferred supplier arrangements with 
their basis in the company’s CSR activities

Access to new or under-served markets and customer 
segments

Enter new markets (segments, countries), 
increase the number of products

Measure market shares in various segments and 
countries/regions

The Business ROIs of CSR. TANIA ELLIS – The Social Business Company®

T H E  B U S I N E S S  R O I s  O F  C S R  I  G U I D E
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Skabelonen er baseret på udkast til den frivillige 
SMV-standard

26

M O D U L E  1  
I N T R O D E F I N I T I O N SM E G A T R E N D SD A Y  1  -  T H E  S U S T A I N A B L E  

B U S I N E S S  M I N D S E T P H A S E S M O T I V A T I O NM A R K E T  D R I V E R SC O M P L I A N C E  &  R I S KP A R T  2 .  S U S T A I N A B L E  
B U S I N E S S  D E V E L O P M E N T

L I N K I N G  C S R  &  B U S I N E S S T H E  B U S I N E S S  C A S EM O D U L E  1

3 .  I M P A C T  &  V A L U E
W H A T  K I N D  O F  S O C I E T A L  V A L U E ?

27

M O D U L E  1  
I N T R O D E F I N I T I O N SM E G A T R E N D SD A Y  1  -  T H E  S U S T A I N A B L E  

B U S I N E S S  M I N D S E T P H A S E S M O T I V A T I O NM A R K E T  D R I V E R SC O M P L I A N C E  &  R I S KP A R T  2 .  S U S T A I N A B L E  
B U S I N E S S  D E V E L O P M E N T

L I N K I N G  C S R  &  B U S I N E S S T H E  B U S I N E S S  C A S EM O D U L E  1

Strategic 
purpose

Activity (Output) 
Result 

(Outcome)
Societal /environmental 

indicator
Conversion into $$$

Waste 
minimization

Courses held

New processes for 
waste handling

Reduced 
waste

Kilos/tons of minimized 
waste

Waste management costs

SDG 8, decent 
work and 
economic 
growth

Reading courses 
offered to workers 
within workhours

Improved 
reading skills

Percentage of    
- children taking education
- workers educating further

Net income for community 
raised by 8 percent over 10 
years.

S O C I A L / S O C I E T A L  R E T U R N  O N  I N V E S T M E N T  ( S R O I )  I  E X A M P L E

3 .  I M P A C T  &  V A L U E
W H A T  K I N D  O F  S O C I E T A L  V A L U E ?
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#im p act_assessm ent #b usiness_case
DK
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Source: SBCM Alumni Webinar on Impact Assessment, Mette Olsen Partner and Senior Advisor at QBIS. 

I M P A C T  &  V A L U E  A S S E S S M E N T S
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3 .  I M P A C T  A N D  V A L U E
W H A T  K I N D  O F  S T A K E H O L D E R  V A L U E ?

Stakeholders Demands & 
expectations

CSR activities
(our stakeholder 
response)

Our added value 
Financial returns

Our added value
Societal returns

Goals/Indicators/KPIs

C S R  S T A K E H O L D E R  V A L U E  P R O P O S I T I O N S  I  T E M P L A T E

CSR stakeholder value propositions. TANIA ELLIS – The Social Business Company®. Model inspired by Haisler & Holbech, CSR-ledelse, Børsens Forlag, 2008    
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Stakeholders Demands & 
expectations

CSR activities
(our stakeholder response)

Our added value 
Financial returns

Our added value
Societal returns

Goals/Indicators/KPIs

Kunder Kvalitet,(luksus) 
convinience, 
tilgængelighed, 
driftsikkerhed
(Fremtid: 
ansvarlighed)

Opbygning af porteføljer med bæredygtigt 
udgangspunkt. Evt. udvikling af services som 
info til offentlig transport, guides til lokale 
spise- og oplevelsessteder med god 
bæredygtighedsprofil o.lign., 
(kommunikation af ansvarlighed i facility
management, fokus på forsyningssikkerhed 
lokalt)

Mersalg, lavere 
omkostninger til klager 
og ad hoc håndtering

(license to operate)

Lavere emissioner 
og mindre 
fremtidig affald 
forbundet med 
etablering af 
ejendomme.
Påvirkning af 
rejsemønstre og 
vaner.

Lavt gensalg i frasolgte 
porteføljer, høj lead rate 
fra eksisterende kunder

Ejerkreds Vækst og god RoI
Driftssikkerhed
Fremtidssikring af 
værditilbud

Fokus på forsyningssikkerhed, 
Stabile lokale leverandører
Opbygning af bæredygtig portefølje

Mersalg, lave 
omkostninger til klager 
og ad hoc håndtering
(license to operate)
Evt. lavere lånerenter

- RoI
Væksttal
Værdisætning

Centralt 
ansatte

Meningsfyldt og 
behageligt 
arbejde

Appreciative medarbejderpolitik, overveje 
væksttempo, benefits? 

Lav medarbejder 
turnover

Høj arbejdsglæde, 
innovation og 
engagement

Medarbejderudskiftning
Sygefravær Produktivitet

Lokale 
leverandører

Løn, rimelige 
arbejdsvilkår

Uddannelse? Hjælp til certificering af service 
(mersalg for leverandøren)

Loyale leverandører = 
mindre bøvl = færre 
omkostninger

Lokal 
dygtiggørelse

Certificering af facility
service, evt. uddannelse 
af facility service

C S R  S T A K E H O L D E R  V A L U E  P R O P O S I T I O N S  I  E K S E M P E L
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Minimize mass
Use biodegrable

materials
Improve

procurement facility

Less waste and zero plastic used
Cost reduction

Improve costumer loyalty

Mission

Activity

ROI + SROI
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o

WHY

3. IMPACT AND VALUE

B U I L D I N G  T H E  B U S I N E S S  C A S E  |  G U I D E

2. SOLUTION

1. PROBLEM / VISION

0. MOTIVATIONAL DRIVERS

5. REFERENCE CASES

4. ACTION PLAN

3. IMPACT AND VALUE

ROI
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4 .  A C T I O N  P L A N
H O W  T O  P U T  I N T O  P R A C T I C E ?
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The Sustainable Business Case. Template. TANIA ELLIS – The Social Business Company®. 

The Sustainable Business Case Year 1 Year 2 Year 3

Ambition

Business challenge / 
Business opportunity

Supportive sustainability initiative

Business impact / value (ROI)

Societal impact / value return 
(SROI)

Investment

Financing
(cost savings etc.)
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The Sustainable Business Case 2018 2021 2023

Ambition Compliant with CSR regulations 
and legal requirements

Company follows standards and 
norms for CSR

CSR is used proactively and 
strategically to differentiate a 
strong, positive brand

Business challenge 
§99a reporting requirements; new 
organisation; many changes due to new 
strategy 

Catch up with the head start of our 
closest competitors in terms of their 
CSR systems and CSR 
communications

Sustainable product innovation

Business opportunity Loyal investors New investors New markets

Supportive sustainability initiative Reactive/compliant CSR Compliant CSR that minimizes risks Proactive and 
business-driven CSR

Business impact / value (ROI) Company shows CSR confidence which 
gives investors sense of ease

Minimization of costs Differentiation from 
competitors
New markets
Expanded market shares

Societal impact / value return 
(SROI)

New mindset amongst employees Resource savings linked to SDG Attraction of new employees 
Motivation of employees

Investment Education & training of key persons Investment in optimizations and new 
equipment

Investments in R&D and 
product development

Financing
(cost savings etc.)

External consultant cost savings Operational cost savings due to 
efficiency

Operational cost savings due 
to efficiency
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o

HOW

4.ACTION PLAN

B U I L D I N G  T H E  B U S I N E S S  C A S E  |  G U I D E

2. SOLUTION

1. PROBLEM / VISION

0. MOTIVATIONAL DRIVERS

5. REFERENCE CASES

4. ACTION PLAN

3. IMPACT AND VALUE
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5 .  R E F E R E N C E  C A S E S
A S P I R A T I O N A L  E X A M P L E S
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Reports, numbers and rational arguments are easily forgotten, but stories stand the test of time.

5 .  R E F E R E N C E  C A S E S
U S E  S T O R Y T E L L I N G
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C O M P L I A N C E  &  R I S KP A R T  2 .  S U S T A I N A B L E  
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L I N K I N G  C S R  &  B U S I N E S S T H E  B U S I N E S S  C A S EM O D U L E  1

5 .  R E F E R E N C E  C A S E S
F I N D  ( S ) R O I  E X A M P L E S

CSR RAPPORTER … PRESSE, BØGER … BRANCHEPRISER …

DK

41

M O D U L E  1  
I N T R O D E F I N I T I O N SM E G A T R E N D SD A Y  1  -  T H E  S U S T A I N A B L E  

B U S I N E S S  M I N D S E T P H A S E S M O T I V A T I O NM A R K E T  D R I V E R SC O M P L I A N C E  &  R I S KP A R T  2 .  S U S T A I N A B L E  
B U S I N E S S  D E V E L O P M E N T

L I N K I N G  C S R  &  B U S I N E S S T H E  B U S I N E S S  C A S EM O D U L E  1

o

ASPIRATIONS

5.REFERENCE CASES

B U I L D I N G  T H E  B U S I N E S S  C A S E  |  G U I D E

2. SOLUTION

1. PROBLEM / VISION

0. MOTIVATIONAL DRIVERS

5. REFERENCE CASES

4. ACTION PLAN

3. IMPACT AND VALUE
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K E Y  
R E F L E C T I O N S

R E F L E C T I O N S  O N  T H E  B U S I N E S S  C A S E  F O R  C S R

What are the motivational drivers in your company?

Which companies are admired in your organisation?

What kind of societal value could your company create?

What business value (ROI) would be relevant to emphasize?
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#m odule1 
#business_case #curricu lum

1. ASSESS PAIN POINTS

2. MAKE IT STICK

3. CONNECT WITH CORPORATE PRIORITIES

4. BE AUTHENTIC

5. BACK UP YOUR HUNCH WITH EVIDENCE

6. PRACTICE YOUR PITCH

7. FIND PARTNERS TO SHARE RISK  (AND 

OPPORTUNITY)

8. LISTEN

9. GUARD AGAINST MISSION DRIFT

10. SPEAK THE LANGUAGE OF YOUR AUDIENCE

T H E  B U S I N E S S  C A S E
G E T  M O R E  “ H A C K S ”  &  G U I D A N C E
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K E Y  L E A R N I N G S

W H A T  Y O U  H A V E  L E A R N T  A B O U T  T H E  B U S I N E S S  C A S E  F O R  C S R  

Guide & template for building a business case

Guide to business ROIs of CSR

Motivational drivers of decision-makers

Key elements & use of a business case

H
O

W
W

H
A

T

Overview of impact & value assessment methodologies
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A M M U N I T I O N  F O R  
T H E  B U S I N E S S  C A S E …

Scoping & Planning

Trends
& materialities 

Stakeholders

(external & internal)

Competitors

& customers

Value chain 
& activity map

Risks 
& Opportunities

1

2

3

4

5

6

TANIA ELLIS – The Social Business Company®. 
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M O D U L E  1  
I N T R O

S T R A T E G Y  I  C L E A R  P U R P O S E

ESG & legal compliance

Linking CSR & business

The business case

P A R T  1

WH Y - WH A T

T H E  S U S T A I N A B L E  B U S I N E S S  
M I N D S E T

P A R T  3

H OW

T H E  S T R A T E G I C  
F O U N D A T I O N

P A R T  2

H OW

S U S T A I N A B L E  B U S I N E S S  
D E V E L O P M E N T

Global megatrends

Sustainable market drivers

Key phases & concepts

The analytical toolbox:

6 analytical steps

Real-life case: Nilfisk
Linkingsustainability & business

SustainableStrategy Development?
Sustainablebusiness development?

Sustainablebusiness 
approaches & models

ÆNDRE DAY 2 OVERSKRIFT ”SUSTAINABLE BUSINESS 
STRATEGIES” TIL ”SUSTAINABLE STRATEGY 

DEVELOPMENT”?
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TAK FOR I DAG!
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© TANIA ELLIS – The Social Business Company®. All rights reserved. 

This presentation may not be copied, used or distributed publicly without permission.

TANIA ELLIS - The Social Business Company®

We inspire and help companies & professionals
create value for society and the bottom line with our: 

Speaking (trends) I Club (networking) I 
Academy (training) I Consulting (business development)

W W W . T A N I A E L L I S . C O M
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