
This comprehensive structure ensures the resulting Net-Zero Decarbonization Roadmap 
addresses the complexity of emissions across all three scopes while aligning with financial 
and investor mandates—the essence of a high-impact MBB sustainability engagement. 

Here is the comprehensive action plan for the Net-Zero Decarbonization Roadmap and 
ESG Integration, delivered from the perspective of a Senior MBB Partner. 

 

Comprehensive Action Plan: Net-Zero 
Decarbonization Roadmap and ESG Integration 
 

Section Content 

Preamble/Role Senior Partner, MBB Firm. The company 
is a global diversified logistics and 
transportation firm with significant Scope 1 
(fleet fuel) and Scope 3 (purchased goods, 
customer use) emissions. It faces intense 
regulatory and investor pressure to define 
a credible climate strategy. 

Core Mandate Design a comprehensive action plan for a 
25-year Net-Zero Decarbonization 
Roadmap and integrate ESG into the core 
business strategy. The plan must address 
Scope 1, 2, and 3 emissions, align with the 
Science-Based Targets initiative (SBTi), 
and satisfy investor and regulatory 
requirements (e.g., SEC, EU). 

Objective Achieve 50% absolute reduction in 
Scope 1 and 2 Greenhouse Gas (GHG) 
emissions by 2030, and commit to 
Net-Zero across all Scopes by 2050. 
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Section Content 

Compelling Why The strategic imperative is to secure a 
competitive advantage and reduce the 
cost of capital (WACC). Currently, the lack 
of a credible plan increases financing costs 
by 50 basis points due to climate risk 
perception. Successful execution will save 
an estimated $300 million in fuel costs by 
2030 through efficiency/electrification, 
avoid major regulatory fines in 
high-compliance markets (e.g., EU), and 
unlock "green finance" options. ESG 
integration is a financial risk mitigation 
and growth enabler (e.g., attracting green 
contracts). 

Approach Phase 1: Baseline & Target Setting 
(Months 1-3): Establish a rigorous GHG 
emissions baseline across all Scopes. Set 
near-term (2030) and long-term (2050) 
targets and submit for SBTi validation. 
Phase 2: Decarbonization Levers & 
Investment Planning (Months 4-8): 
Define the technology (e.g., green fleet 
transition, renewable $\text{PPA}$s), 
operational ($\text{OpEx}$ efficiency), and 
supply chain levers. Build a 10-year 
prioritized CapEx investment case. Phase 
3: Execution & Reporting Infrastructure 
(Months 9-24): Launch pilot projects (e.g., 
first electric hubs), establish the internal 
GHG data collection infrastructure, and 
finalize external reporting protocols. Phase 
4: Governance & Compliance (Ongoing): 
Embed ESG into the annual planning cycle, 
link executive pay to GHG reduction, and 
ensure continuous regulatory compliance 
monitoring. 
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Section Content 

Organization ESG Steering Committee: Chaired by the 
CEO, with mandatory attendance by the 
CFO, COO, and Chief Risk Officer. Meets 
quarterly. Chief Sustainability Officer 
(CSO) Mandate: Elevate the CSO to an 
executive reporting line to the CEO, with 
P&L oversight for decarbonization 
investments. Key Roles: GHG Data Owner 
(Finance): Responsible for data rigor. 
Sustainable Procurement Lead 
(Operations): Focused on Scope 3 
supplier engagement. 

Processes & Governance Annual Carbon Accounting: Institute a 
centralized, audited process for annual 
GHG emissions calculation (using a single 
GHG ERP tool), verified by the CFO and 
linked directly to financial statements. 
Executive Compensation: Integrate a 
20% weight for GHG reduction 
achievement into the annual bonus plan for 
the C-suite (CEO, COO, CSO). External 
Reporting: Implement standardized 
reporting aligning with TCFD (Climate Risk 
Disclosure), SASB (Industry-specific 
metrics), and regulatory mandates (e.g., 
CSRD). 
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Section Content 

Key Deliverables Phase 1: GHG Emissions Baseline Report 
(Scope 1, 2, 3), SBTi-aligned Targets 
Document. Phase 2: 10-Year 
Decarbonization Investment Case (with Net 
Present Value (NPV) analysis), Fleet 
Transition Strategy. Phase 3: Centralized 
GHG Data Management System (Piloted), 
80% of Key Supplier Emissions Data 
Collected. Phase 4: Approved Annual 
ESG/Sustainability Report, ESG 
Performance-Linked Executive 
Compensation Plan, and External 
Stakeholder Engagement Plan. 
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Critical Risks & Mitigation 1. Greenwashing Allegations Risk: Public 
claims are deemed unsubstantiated or 
misleading. Mitigation: Mandate 3rd-party 
assurance on 100% of reported Scope 1 
and 2 emissions. Publicly document the full 
methodology for Scope 3 calculations and 
avoid offsetting until all physical reduction 
levers are exhausted. 2. Technological 
Immaturity Risk: Low-carbon alternatives 
(e.g., hydrogen/electric trucks) are not 
commercially viable by the target date. 
Mitigation: Implement a 5-year 
Technology Review Gate process to 
monitor viability. Maintain 30% of the 
investment fund for flexible allocation to 
emerging technologies or efficiency levers, 
reducing reliance on a single technology 
path. 3. Supply Chain Data Gaps (Scope 
3) Risk: Inability to obtain reliable 
emissions data from key suppliers. 
Mitigation: Integrate climate performance 
into supplier contract terms (Supplier 
Code of Conduct). Prioritize engagement 
with the Top 20% of suppliers that 
contribute 80% of Scope 3 emissions, 
offering them technical assistance. 

Change Management Plan Employee Awareness: Launch a 
mandatory, gamified "Carbon Literacy" 
awareness campaign for all employees. 
Training: Run mandatory Sustainable 
Procurement Training for all 
CFO/Procurement staff on evaluating 
supplier GHG footprints. Stakeholder 
Engagement: CEO and CSO must hold 
dedicated Investor Roadshows to 
communicate the strategy's financial rigor 
and timeline, using the Decarbonization 
Investment Case as the core document. 
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Crucial Additional Element Success Metrics (KPIs): Lagging 
Indicators: 1. Total GHG Emissions (Scope 
1+2) vs. SBTi Target. 2. % of Operating 
Fleet Converted to Low-Carbon 
Technologies. Leading Indicators: 3. % of 
Scope 3 Emissions Covered by Supplier 
Reduction Targets. 4. WACC (Weighted 
Average Cost of Capital) Differential vs. 
Peer Group. 5. External ESG Rating Agency 
Score (e.g., MSCI, Sustainalytics). 
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