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What’s in this Guide?
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This guide provides a step by step process on how to populate the 
ROSI™ Corporate Sustainability Value Creation Assessment Tool. These instructions are also 
included in the tool, however users are recommended to begin with this guide and have it at hand for 
easy reference.

https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi


Overview of the ROSI™ Framework
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By embedding 
sustainability risk and 
opportunities in core 
business strategy, 
financial value can be 
unlocked and monetized, 
delivering profits and 
positive societal impact

CSB has developed our Return on Sustainability Investment (ROSI™) methodology to help corporate leaders 
identify and track the value creation linked to sustainability strategies, in order to build a better business case for 
both current and planned sustainability initiatives. Below are the nine value drivers.



Identify Material Sustainability Issues and Strategies

Identify material sustainability challenges, (referencing frameworks such as 
SASB and GRI) and how the business is addressing associated risks and/or 
opportunities

Determine which practices have been implemented to address sustainability 
strategies

Define the types of economic benefits that could be expected from the 
changed practices through the ROSI value drivers

Estimate the magnitude of those benefits and when they could be realized

Translate the benefits into economic value, stress test, and then forecast ROI

1

Assess Practices
2

Define Benefits
3

Quantify Benefits
4

Monetize
5
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NYU Stern CSB 
works with 
company 
research 

partners using 
a 5-Step 

Methodology

The ROSI™ Implementation Process
The ROSI™ framework is operationalized using a five step process described below:



What is the Corporate Sustainability Value Creation Assessment 
Tool?
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The Corporate Sustainability Value Creation Assessment Tool is a three-part assessment and strategy 
tool that helps analyze company performance on material sustainability issues and provides guidance on 
which strategies and practices can drive financial value for the company using CSB's ROSI™ framework. 
The tool has three stages:

STAGE 3: To align prioritized material strategies and their associated practices with ROSI™ benefits, 
ROSI™ monetization methods and examples of financial KPIs to calculate the monetary value 

STAGE 1: To highlight sector-relevant, material sustainability issues, strategies, and practices; score 
company current performance using defined criteria; and identify value creation opportunities

STAGE 2: To identify future sustainability risks and opportunities (related to the material sustainability 
strategies) that can drive improved financial performance, level of effort/investment required to 
implement those strategies, and insights into how to prioritize focus and investment 



NYU Stern CSB has created this open source tool to help companies identify the upside and downside financial 
implications of sustainability strategies and practices that address material sustainability issues for their company, 
in order to improve corporate decision-making and enterprise performance.

Demonstrate and understand 
the importance of 

sustainability to enterprise 
value creation.

Connects material 
sustainability strategies 
with value drivers and 

practices

Potential Uses of the ROSI™ Corporate Sustainability Value 
Creation Assessment Tool
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Provides value 
creation examples

Helps a company get 
started on a ROSI™ 

implementation journey

E.g., A medical devices 
company can drive $20.3 
million in revenues from 

using reprocessed medical 
devices instead of single 

use devices

E.g., working with farmers,within a 
biodiversity and ecosystem 
conservation strategy generates 
improved pollination and yields, 
reduced input costs for growers and 
led to carbon sequestration benefits

Provides diagnostic 
assessment of material 

sustainability issues and 
associated strategies 

Ranking of company’s 
performance on material 
sustainability issues and 
strategies using relevant 
criteria provides a diagnostic 
assessment



APPROACH

Anticipated completion time depends on 
how far along the company is on its 
sustainability adoption journey. For 
companies that have a materiality 
assessment in place, they may focus on 
Stage 2 value-linked issue prioritization 
and Stage 3 aligning value creation 
opportunities of the tool by simply scoring 
material sustainability issues in Stage 1

       Stage 1 ~ 1-2 hours
       Stage 2 ~ 2-4 hours
       Stage 3 ~ 4 hours

Before Starting to Use the Tool 
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DATA

I. Have your company’s 
sustainability goals and 
commitments as a reference

II. Gather any past materiality 
assessments conducted

TEAMS

This Tool is best completed by the 
Sustainability team with inputs from 
the following teams:

I. Finance
II. Sales & Marketing
III. Product
IV. Strategy 
V. Compliance & Audit



● Initial identification of material issues based on the relevant industry, associated 
sustainability strategies, practices, and value drivers.  

● Scoring of material issues based on specified criteria.

Materiality and Value Creation Assessment

Analyze opportunities vs. risk for ranked sustainability strategies so as to maximize value creation

● Connect material issues to associated practices and ROSI value 
drivers/benefits/monetizations

● Review larger database of Sustainability KPIs in the "KPI Development" tab

1

Value-Linked Issue Prioritization
2

ROSI™ Value Drivers, Benefits and Monetization & Sustainability KPIs
3

3 Stages to 
Use the 

Corporate 
Sustainability 

Value 
Creation 

Assessment 
tool

Corporate Sustainability Value Creation Assessment Tool Stage 1
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How to Use the Tool (Process Map)

STAGE 1:  (MATERIALITY AND VALUE CREATION ASSESSMENT) 

This stage supports an assessment of current performance on the sustainability strategies and 
practices associated with material sustainability topics for the company and links it to value creation
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STEP 1.1: Begin in the "Materiality and Value Creation Assessment" tab > Fill out Company’s name, Select the associated 
industry/sector of the company (using SASB classification)

STEP 1.2: The tool auto-populates the relevant 
material issues for the identified sector and then 
indicates associated sustainability strategies, 
practices, and ROSI benefits (value drivers), 
which enables a better focus on performance



STAGE 1 (MATERIALITY AND VALUE CREATION ASSESSMENT)

Note: Companies that have a materiality assessment in place may focus on Stage 2-value linked issue prioritization and Stage 3- aligning 
value creation opportunities of the tool by simply scoring Material issues in Stage 1
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STEP 1.3: After reviewing the sector’s material strategies and practices, go to the "Guidance Stage 1" tab for scoring 
recommendations across six criteria for the company’s current performance on each material issue and its strategy

STEP 1.4: Research your company's commitments, current performance, and progress for each material strategy 
across the following criteria:

Current 
Progress

Clear Targets
Innovation & 

Growth
Risk Mitigation

Credible 
Reporting 
Standards

Mgmt./Board/Org. 
Capabilities

User scores 
company’s 

performance
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STEP 1.5: Provide scores of 1(behind), 3 (developing), or 5 (leading) across the criteria listed in Step 1.4 
and record notes (Companies that have their materiality assessment in place may skip recording the notes 
but should allocate scores.  An aggregate score is automatically calculated based on the weighting for 
issue/sector 

Note: There is an option to 
1) change the weighting 
2) Remove certain issues from 
further analysis in the 
"Keep/Remove" column. 
(User selects dropdown and 
clicks "Keep" or 
"Keep/Remove" column 

Aggregate 
scores 

calculated by 
the tool

STAGE 1 (MATERIALITY AND VALUE CREATION ASSESSMENT)
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STEP 1.6: Review the "Ranking Table" tab, which provides a heat map of individual and aggregate scores 
for each material issue/strategy, sorted by aggregate score, from best to worst. This visualization allows 
the user to identify any significant red flags (in red) or areas of opportunity (in green) across the relevant 
material issues/strategies and ties it back to value creation opportunities in the right-hand column

Heatmap with material 
issues, strategies, 
associated value drivers and 
a ranking across the six 
criteria is the final output of 
STAGE 1.

Users may pick five to eight 
issues based on the analysis 
that they would like to 
assess for forward-looking 
investment and then run 
those topics in STAGE 2

STAGE 1  (MATERIALITY AND VALUE CREATION ASSESSMENT)



● Initial identification of material issues based on the relevant industry, associated 
sustainability strategies, practices, and value drivers.  

● Scoring of material issues based on specified criteria.

Materiality and Value Creation Assessment

● Connect material issues to associated practices and ROSI value 
drivers/benefits/monetizations

● Review larger database of Sustainability KPIs in the "KPI Development" tab

1

Value-Linked Issue Prioritization
2

ROSI™ Value Drivers, Benefits and Monetization & Sustainability KPIs
3

Analyze opportunities vs. risk for ranked sustainability strategies to maximize value 
creation

3 Stages to 
Use the 

Corporate 
Sustainability 

Value 
Creation 

Assessment 
tool

Corporate Sustainability Value Creation Assessment Tool Stage 2
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STAGE 2 (VALUE-LINKED ISSUE PRIORITIZATION)
This phase assesses the future business risks and opportunities associated with material 
sustainability strategies and practices,  as well as a high-level view of effort/investment required, to 
help companies prioritize which sustainability strategies to invest in. 

14

STEP 2.1: Here we see the heat map generated in the first phase and users can choose which sustainability 
topics/strategies they would like to asses in this second stage. We recommend a minimum of five.   

STEP 2.2: Review "Prioritization Guidance" for how to score the company on key future risks and opportunities. It  
includes a list of sample questions to help gather insights.

Ranking table 
from Step 6 of 
Current 
Assessment 
stage auto-
populates



STAGE 2 (VALUE-LINKED ISSUE PRIORITIZATION)
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STEP 2.3: The future risks and opportunities related to the chosen material issues/strategies now need be analyzed and 
scored from 1(low opportunity/low risk), 3 (moderate opportunity/moderate risk) and 5 (high opportunity/high risk) across 
the following criteria: 

● Risks/Downside: Market, Regulatory, Environmental  and Geopolitical Risk
● Opportunities/Upside: Revenue Growth Potential, Operational Efficiency, Reputation
● Investment/Effort Required for Successful Execution

Connecting 
material issues 

to business 
risks & 

opportunities



STAGE 2 (VALUE-LINKED ISSUE PRIORITIZATION)
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Once the prioritization analysis in Step 9 is complete, a heat map is generated, as seen below.  However, we find a scatter 
plot analysis depicted in Step 2.5 to be more useful at this stage.

STEP 2.4: The tab "Heatmap" provides a heatmap visualization of the "Value-linked Issue Prioritization" scores, 
allowing the user to compare upsides and downside associated with the sustainability strategies



STAGE 2 (VALUE-LINKED ISSUE PRIORITIZATION)
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STEP 2.5: The tab "Graph" is a scatter plot which provides a visual representation of each material sustainability 
strategy based on its risk and opportunity score. User can prioritize investment strategies by first analyzing strategies 
that fall in the top right quadrant of the graph (High Opportunity Strategies + High Risk Issues)



STAGE 2 (VALUE-LINKED ISSUE PRIORITIZATION)

18

STEP 2.6 : This scatter plot maps the relationship between risk/opportunity and level of 
effort/investment required for each material sustainability strategy. The user may decide to focus 
on “low-hanging fruit” initially, working up to more costly investments.



● Initial identification of material issues based on the relevant industry, associated 
sustainability strategies, practices, and value drivers.  

● Scoring of material issues based on specified criteria.

Materiality and Value Creation Assessment

Analyze opportunities vs. risk for ranked sustainability strategies so as to maximize value creation

● Connect material issues to associated practices and ROSI™ value drivers, 
benefits, and monetizations

● Review larger database of Sustainability KPIs in the "KPI Development" tab

1

Value-Linked Issue Prioritization
2

ROSI™ Value Drivers, Benefits and Monetization & Sustainability KPIs
3

3 Stages to 
Use the 

Corporate 
Sustainability 
Value Creation 
Assessment 

tool

Corporate Sustainability Value Creation Assessment Tool Stage 3
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STAGE 3 (ROSI VALUE DRIVERS, BENEFITS AND MONETIZATION)  In this stage, the user will 
identify the priority sustainability strategies based on the analysis generated in Stage 2. The tool 
will then auto-populate with guidance related to defining sustainability and ROSI™ KPIs, as well as 
monetization methods associated with the given strategy and practice.
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STEP 3.1: Go to the tab “Monetization.“ CSB provides a database of sustainability practices associated with 
material issues. Associated with the practices are ROSI™ value drivers, ROSI™ benefits, ROSI™ metrics and 
suggested monetization methods to help the user understand benefits and monetization for their prioritized 
strategies. The user will also find Sustainability KPIs (at the practice level) to track performance on an ongoing 
basis.

Associated Issue
Associated 
Practices

Sustainabilit
y KPIs

ROSI™ Value 
Drivers

Suggested 
monetization

ROSI™ Benefits

Note: the suggested sustainability and ROSI™ KPIs are illustrative (though we try to offer a wide variety) because 
every sustainability strategy has different practices with thousands of variations. We aim to provide sufficient detail 
so that users can either find the correct KPIs in the database or learn enough from the examples to design their own.



STAGE 3 (ROSI VALUE DRIVERS, BENEFITS AND MONETIZATION)
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STEP 3.2: User selects the strategies they have chosen from the dropdowns (based on the analysis in Stage 2) 
provided in a highlighted column.  The practices, KPIs, and monetization methods auto-populate after user 
selection



STAGE 3 (ROSI VALUE DRIVERS, BENEFITS AND MONETIZATION)
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STEP 3.3: Review Sustainability KPIs in the "KPI Development" tab

STEP 3.4:  The "Output Sheet" tab provides all of the gathered information from Stage 1, 2 and 3 in order to provide a 
comprehensive view of the analysis undertaken.



Designing Sustainability and 
ROSI™ KPIs

Tensie Whelan

Distinguished Professor of Practice, 
Founding Director, NYU Stern Center 
for Sustainable Business



•Companies often confuse activities and outputs with outcomes with impact. 

•Reporting on ESG performance is not necessarily that same as reporting on impact. 

•Many disclosure standards focus on inputs and outputs because they are easier to monitor.  But, 
inputs and outputs may not be sufficient to adequately assess ESG performance and impact.

•ESG metrics focused on outputs are less likely to drive financial value.

Designing Sustainability KPIs (Outcomes/Impact)
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What to Measure:
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Impact 
Positive impact for society, 
target population and the 
business…

Outcomes 
Quantitative/qualitative 
improvement due to 
intervention (outputs)

A diverse and inclusive 
workforce that is more creative 
and productive

Outputs 
Policies
Training

Diversity/ inclusion policy
50 managers trained 

Activities 
Implementation of initiatives Develop D&I policy

Training in diverse hiring and 
career development

Inputs 
Financial, human, material 
resources invested

Hire Chief Diversity Officer

X% more Black managers
100% equitable pay
% positive reporting re inclusion



Outputs Dominate SASB Metrics 
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SASB Example

SASB Metric:

Activity: Discussion of processes to assess 
and manage risks and/or hazards associated 
with chemicals in products

VS

Outcome: (1) Disclosure of toxic chemicals list 
(2) Percentage of products with toxic 
chemicals in current year (a) Short and long-
term reduction targets (b) base year (c) 
performance to time-based targets 

SASB Metric:

Output: (1) Weight of end-of-life material 
recovered, (2) percentage of recovered 
materials recycled

VS

Outcome:  (1) Weight of end-of-life material 
recovered and % of total, (2) Percentage of 
recovered materials recycled and/or reused in 
current year  (a) Short and long term targets 
with a defined period (b) base year (c ) 
performance to time-based targets
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Setting SMART KPIs for Sustainability
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Setting SMART KPIs for Sustainability

• Specific (is it clear/tangible?)

• Measurable (quantifiable)

• Attainable (realistic but stretch?)

• Relevant (is it material?)

• Timely (from what by when?)

• OUTCOME not OUTPUT

• Performance not process

• Reduce water use at all mills by 30 percent 
from 2023 baseline by 2026

• VS.  Design a water conservation policy

29



1. Identify the sustainability KPI.  

• E.g. Reduce water use at all mills by 30 percent from 2023 baseline by 2026

2. Identify the potential benefits of that action by assessing its relevance across the 9 ROSI™ 
value drivers.  

3. Determine which benefits are likeliest to drive financial value.  

• E.g. Operational efficiency (reduced water and energy costs as well as reduced 
wastewater disposal costs), risk mitigation (continued access to water—no stranded 
asset), stakeholder relations (improved relationships with NGOs, local community, 
regulators)

4. Develop KPI(s) and monetization methods to track those benefits.  

• E.g. Operational efficiency, energy, water and wastewater disposal costs reduced by 
xx% at each mill, totaling $xx by 2026.

Key Steps

Identification of ROSI™ KPIs
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Next Step:
. 



Governance and Operationalization 
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● Set up cross-divisional committee (HR, procurement, sales, comms, etc) with finance and 
sustainability as co-leads

● Ensure executive sponsorship
● Train unit in ROSI™ (CSB provides training programs)
● Identify high priority strategies and associated practices (with anticipated ROI) to pilot 
● Identify finance resource who will lead the financial analysis and a sustainability resource who 

will identify and gather the data
● Convene committee regularly to provide feedback, handle obstacles

With the completed sustainability value creation analysis in hand, as well as initial ideas about 
how to set sustainability and ROSI™ KPIs, and how to set up methods for monetizing the 
latter, the next step will be to work with a cross-divisional committee to develop the plan for 
institutionalizing the setting of ROSI™ KPIs, tracking them, and using them to inform decision-
making:



Refer to the ROSI™ Industry Frameworks for industry specific 
sustainability strategies, practices and sub-practice, ROSI™ benefits 
and suggested monetization methods.  Frameworks for real estate, 
automotive, and energy will be released by late 2025.
I. Decarbonization in Healthcare Delivery Systems
II. Food & Agriculture Sustainable Strategies Framework
III. Apparel Industries Sustainable Strategies Framework

ROSI™ Resources:  Industry Frameworks
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Anheuser-Busch (AB) explored the 
benefits of ROSI™'s soil health 
strategy. Working with barley 
growers to accelerate the adoption 
of nutrient management practices 
on-farm improved operating 
efficiency, reduced Scope 3 carbon 
emissions, and enhanced brand 
value. ROSI™ results show benefits 
amounting to ~$40 million in 10-year 
NPV and an average annual 
operating income improvement of 
~$7.5 million.

The ROSI™ framework identified 
financial benefits for switching 
from single use to reprocessed 
medical devices for Advocate 
Health. The analysis showed a 
net positive financial benefit, the 
10-year NPV was assessed at 
$20.3 M. The emission analysis 
showed that on an average basis 
each reprocessed device 
reduces emissions by 1.5Kg CO2 
equivalent.

https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/healthcare-delivery-systems-decarbonization-framework
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/food-and-agriculture-sustainability-strategies
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/apparel-industry-sustainable-strategies-framework


NYU Stern CSB offers in-depth resources on ROSI™, including a step-by-step overview, research 
publications, industry case studies, and Excel tools for download at our website

ROSI™ Resources

ROSI™-related research papers & article
s

Details on our ROSI™ projects, 
including the apparel industry s
ustainable strategies framework

Excel monetization tools that can be a
pplied across industries
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https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/rosi-resources-and-tools#Research%20Papers%20and%20Articles
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/rosi-resources-and-tools#Research%20Papers%20and%20Articles
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/rosi-resources-and-tools#Excel%20Tools%20for%20Testing%20ROSI
https://www.stern.nyu.edu/experience-stern/about/departments-centers-initiatives/centers-of-research/center-sustainable-business/research/return-sustainability-investment-rosi/rosi-resources-and-tools#Excel%20Tools%20for%20Testing%20ROSI


Contact Information

Disclaimer: This tool is provided by NYU Stern Center for Sustainable Business for informational and 
educational purposes only. While every effort has been made to ensure the accuracy and reliability of the 
data and calculations contained within this tool, NYU Stern Center for Sustainable Business makes no 
warranties, express or implied, regarding its completeness, accuracy, or fitness for a particular purpose.  
Users assume full responsibility for any decisions made based on the outputs of this tool. New York 
University and its affiliates, faculty, staff, and students shall not be liable for any direct, indirect, incidental, 
or consequential damages arising from the use of this tool.  This tool is provided “as is” and may be 
subject to updates or modifications without notice. Users should verify all results independently and 
consult with appropriate professionals before relying on the data provided. By using this tool, you 
acknowledge and agree to these terms. 

Questions: 
Email us at ROSI@stern.nyu.edu
Chisara Ehiemere ce2198@stern.nyu.edu
Divya Chandra dc4718@stern.nyu.edu

Scan this code to 
access the tool
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mailto:ROSI@stern.nyu.edu
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