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ABSTRACT

Purpose: This study proposes to develop a consultancy model to evaluate the level of maturity of ESG practices.
Design/Methodology/approach: Business Model Canvas [BMC] as a framework for creating a business
model focusing on Environmental, Social, and Governance [ESG] consultancy services. A five-level maturity
scale was applied to the dimensions that characterize the diagnostic checklist model for ESG practices. The
Delphi research method was used to evaluate the content of the diagnostic checklist for ESG practices.
Findings: As a result, a hypothetical consultancy called ENGES Consulting Ltda. was created, constituted
through the creation of the social contract, the creation of the mission, vision, and values, in addition to
the development of a business model based on the Business Model Canvas [BMC] strategic management
tool. A checklist model was also created for diagnosing ESG practices and their respective maturity level.
Originality/relevance: The relevance and contribution of this study in the scientific aspect lie in the
proposal of a consultancy model to assess the maturity level of ESG practices in disparate organizations.
Practical implications: The practical contribution lies in understanding Environmental, Social, and
Governance [ESG] management practices based on the ESG practices diagnosis checklist model and
the respective level of maturity, identifying strengths and points that demonstrate implementation
or execution weaknesses, in addition to providing a way to compare results (benchmarking) obtained
between organizations.

Keywords: Consultancy; ESG; Maturity models

RESUMO

Finalidade: Este estudo propde desenvolver um modelo de consultoria para avaliar o nivel de
maturidade das praticas ESG.

Desenho / metodologia / abordagem: Business Model Canvas [BMC] como uma estrutura para criacdo
de um modelo de negécio com foco em servigos de consultoria Ambiental, Social e Governanca [ESG].
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2 | Environmental, social and governance [ESG] consulting model

Uma escala de maturidade de cinco niveis foi aplicada as dimensdes que caracterizam o modelo de
checklist de diagnostico para praticas ESG. O método de pesquisa Delphi foi usado para avaliar o
conteudo do checklist de diagndstico para praticas ESG.

Constatag¢des: Como resultado, foi criada uma consultoria hipotética denominada ENGES Consultoria
Ltda., constituida por meio da criacao do contrato social, criacdo da missdo, visao e valores, além do
desenvolvimento de um modelo de negdécio baseado na ferramenta de gestdo estratégica Business
Model Canvas [BMC]. Foi criado também um modelo de checklist para diagnostico das praticas ESG e seu
respectivo nivel de maturidade.

Originalidade/relevancia: A relevancia e contribui¢do deste estudo no aspecto cientifico esta na proposta
de um modelo de consultoria para avaliar o nivel de maturidade das praticas ESG em organiza¢des distintas.
Implicagdes praticas: A contribuicdo pratica estd na compreensao das praticas de gestao Ambiental,
Social e de Governanga [ESG] com base no modelo de checklist de diagnéstico de praticas ESG e o
respectivo nivel de maturidade, identificando pontos fortes e pontos que demonstram fragilidades
de implementacdo ou execucdo, além de proporcionar uma forma de comparacdo dos resultados
(benchmarking) obtidos entre as organizagdes.

Palavras-chave: Consultoria; ESG; Modelos de maturidade

1INTRODUCTION

The development of an inclusive, ethical and environmentally sustainable
society, which ensures a better quality of life for all people, derives essentially from
the ability of organizations to create and implement business practices that align
dividends, purposes and transparency. This is a journey that cuts across both business
and society (Cars & West, 2015; Popova, 2020; Sklarew, 2022).

With the purpose of supporting the transformation of business and society to
simplify this journey, according to Archer (2022) there is a need to use more practical
and innovative approaches, integrating Environmental, Social and Governance [ESG]
themes at all stages business.

ESG is a way of analyzing non-financial dimensions of organizations, in an
environmental, social and governance context (Van Duuren et al., 2016). Furthermore,
ESG allows different opportunities for improvement to be created, which effectively
contributes to cost reduction and a way of positioning ourselves in the market with a

difference over the competition (Koroleva et al., 2020).
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In view of this, Pena (2016) mentions that many organizations do not have the
necessary knowledge to implement and implement certain corporate practices, mainly
due to the considerable growth of the organization and the failure to attract qualified
professionals, or the generation of necessary skills to be able to have mastery over
certain concepts, thus requiring advice from specialized consultants, in order to simplify
the process of understanding, implementation and implementation. For Oliveira (2019,
p. 4) “consulting is an activity considered as an interactive process of a change agent
external to the company, who assumes the responsibility of assisting the executives
and professionals of that company in making decisions”. According to Kingma (2019),
the process of changing organizational culture essentially requires the contribution of
specialized consultancy, which can offer specific know-how to be used in the transition
process, in addition to having information on best marketing practices.

To facilitate ESG deployment and implementation processes, according to
Burmester et al. (2007), it is necessary to establish a contemporary management
model, to better meet the demands of organizations, optimizing policies, processes
and practices, defining appropriate models to evaluate organizational maturity and
determine areas for improvement. Thus, Essmann (2009) proposes the use of maturity
models, which allow measuring the status quo, as well as enabling the improvement
process that best adapts to the organization, remaining within the established criteria
of good practices required in the specific scope. For Kirrane (2009), maturity models
are usually used as a form of benchmarking, self-evaluation, change management and
organizational learning. Maturity models, according to Kolukisa Tarhan et al. (2020),
highlight an ideal balance between theory and practice, conducive to better managing
the results identified in the diagnosis process, transition between stages of maturity
and implementation of necessary changes, with the purpose of understanding and
expanding organizational performance (Carvalho, 2016).

According to Daugaard and Ding (2022), the higher the level of maturity of ESG

practices, the higher the organizational performance. Similarly, Chen and Xie (2022),
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Fatemi et al. (2018) and Yoo and Managi (2021) establish the importance of effectively
implementing and implementing ESG practices, as they contribute to strengthening
the value of an organization. For Kaplan and Norton (2006) and Smits et al. (2008),
when an organization quantifies its information, using indicators that reproduce its
objectives and goals, it provides subsidies for managers to identify opportunities for
improvement, thus ensuring favorable performance.

In this research, we intend to develop a consultancy model to evaluate the level
of maturity of ESG practices. According to Weiss (2017), hiring a consultancy allows
the organization to expand its strategic capacity to the point of making it capable
of success, through changes in traditional business models; ensuring continuous
improvement of processes and activities, providing self-evaluation and providing
guidelines for activities related to best practices (Elmaallam & Kriouile, 2013); through
corporate ESG practices, which are considered a strategy that values current issues

and that will impact the organization’s future (Giese et al., 2021).

2 THEORETICAL FOUNDATION

This chapter comprises a literature review of the concepts of business model,

BMC, business consultancy, ESG and lastly maturity models.
2.1 Business Model

A business model demonstrates how an organization creates economic value,
for itself or others, elucidating the factors associated with supply, market, strategy,
internal capacity, competition and investors (Rigo et al., 2022).

The term business model, although in an implied and informal way, was already
approached by Peter Drucker in the 1950s, as a way of providing certain and infallible
financial returns for organizations through the creation of value for the customer. The
expression gained notoriety in the mid-1990s, with the dissemination of the internet,

becoming a constant word in corporate management (Coombes & Nicholson, 2013).
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Composed of the word model, which refers to a synthetic description of a more
complex process, and the word business, which refers to the activity of buying and
selling goods and services aiming at monetary advantages (Osterwalder, 2004).

In corporate environments, considered complex and uncertain, well-designed
and contemporary business models are capable of performing an essential
function, integrating strategies, processes and information systems, strengthening
and simplifying communication between these components and contributing to
the dissemination of knowledge, generating thus competitive advantage for the
organization (Osterwalder & Pigneur, 2010).

According to Foss and Saebi (2017), there is still no consensus on the concept
of a business model. However, Wirtz et al. (2016) mention that the concept has been
evolving over the decades. In this research, the concept of business model created by
Brandao (2021, p. 34) will be used, which considers a business model as a “company’s
organizational architecture, structured in an interdependent, dynamic, flexible and
cyclical manner by simple, relevant elements capable of generating value that goes
beyond its borders and guarantees a competitive advantage.”

According to Drucker (2008), a good business model should answer the following
questions: What is our mission? Who is our customer? What does the customer value?
What are our results? and What is our plan?

In this sense, Shafer et al. (2005) developed an affinity diagram to group the
components belonging to a business model into four distinct categories, namely:
strategic choices (customer; value proposition; skills; strategies: brand; mission),
value creation (resources; processes), value network (suppliers; information and
customer feedback; flow of information, products and services) and value capture
(revenues; costs; financial aspects). For the authors, the term business model can be
understood as a conception of the logic underlying strategic guidelines for creating

and capturing value, within a value network.
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The conception of a business model cannot be restricted to a specific segment,
and can be made up of both organizations established in the market and newly created
organizations (Dornelas, 2023). Reasons for designing a business model for new and

established organizations can be seen in Table 1.

Table 1 - Reasons for designing a business model

New Companies Established Companies

Satisfying a market that already exists but is not
being served adequately.

Envision a potential market.

Introduction of a new product or service. Respond to momentary difficulties.
Improve or transform an already existing market Entering a new market segment that already
through a better business model. exists;

Introducing a new product, service or technology

Create an entirely new market. to the market.

Source: adapted from Orofino (2011, p. 112) and Osterwalder and Pigneur (2010)

Each organization has its own characteristics and purposes, distinct adversities
and a process in constant development, which means that a business model is peculiar
to each organization, with no similarity regarding the steps to be followed. It is up
to each organization to provide the necessary direction and adaptations during the
creation and longevity (Orofino, 2011). According to Orofino (2011) and Osterwalder
and Pigneur (2010), the stages are: mobilization; comprehension; understanding;
design; implementation; management; and feedback.

Business models, according to Guldmann et al. (2019) and Henike et al.
(2020), are manifested through predefined structures, which precisely indicate
their components and their interrelationships. In this way, these structures provide
information for those undertaking restructuring or creating new businesses, thus
adding greater value to the enterprise.

Different structure models can be observed inthe literature that deal with different
aspects of value creation, such as: Hedman and Kalling model; Resources, Competencies,
Organization and Proposed Value [RCOV] model; Customer-Integrated Business Model

[CIBM]; Johnson, Chistensen and Kagermann model; and Business Model Canvas [BMC].
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Lopes et al. (2023) describes that a business model must be based on
management practices, as well as theoretical constructs, thus reflecting the way in
which leaders manage their organizations, thus constituting value proposals that
are well-designed and articulated with other essential components of the business
model. According to the authors, the best framework to meet these specifications is

the Business Model Canvas [BMC].
2.2 Business Model Canvas [BMC(C]

The Business Model Canvas [BMC] essentially differentiates itself from other
frameworks due to the involvement of administrators and entrepreneurs in the
process of developing functionalities, structures, in order to create an effective
instrument of management practice to map the main components of a business
model (Taipale-Eravala et al., 2021).

Developed by the Swiss Alexander Osterwalder, based on his doctoral thesis in
2004, the Business Model Canvas [BMC(] is considered a business modeling tool that
studies an organization’s business model in an illustrative and easy-to-understand
way. (Dornelas, 2023).

Based on the concepts of the Balance Scorecard [BSC], developed by David P.
Norton and Robert Kaplan in 1992, the Business Model Canvas [BMC] has four pillars
of support that constitute the essence of a business model.

The four supporting pillars of the Business Model Canvas [BMC] make it possible
to explain what type of product or services the business model (enterprise) can
offer to the market, what is the target audience to be reached, how the organization
can put this model into practice business (activities carried out) and the volume of
dividends that the organization intends to obtain from the sale of this product or
service (Osterwalder, 2004). The four pillars of BMC support are decomposed into a
set of nine interrelated dimensions (Table 2) that comprise a business model, namely:
value proposition; target audience; relationship channels; distribution channels; value

configuration; competencies; partnerships; cost structure; and revenue generation
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model. Dornelas (2023) expresses the need to answer certain questions (Table 2) for

each of the nine dimensions, during the process of constituting and implementing the

business model using the Business Model Canvas [BMC].

Table 2 - Business Model Canvas [BMC] supporting dimensions

Pillar Dimension Description
Offers area ) )
) - Overview of a company’s set of products and services
- It describes the that have some kind of value for the customer.
company's business, the  Value Questions: What value do we deliver to the customer?
products and services and  proposition What problem are we helping to solve? What needs
the value propositions are we helping to understand? What set of products or
services are we offering to each customer segment?
offered to the market.
- Customer segment to which the organization aims to
Target provide value.
audience Questions: Who are we creating value for? Who are our
most important customers?
Customer areas
- It describes the - Describes the type of relationship established with
. your clients.
companys targ.et ) lationshi Questions: What kind of relationships does each of our
audience, how it delivers Relationship customer segments expect us to establish with them?
its products and services, channels Which ones have we already established? How much
how it keeps in contact does each one cost? How do they integrate with the
and what type of rest of our business model?
relationship it wants to - Means used in maintaining contact with the public.
establish with customers. Questions: Through which channels do our customer
Distribution segments want to be contacted? How can we reach
channels them? How do our channels integrate? Which ones

work best? Which ones are the most profitable? How
are they integrated into the customers'’ routine?

Infrastructure areas

- It describes how the
company works on issues
relating to infrastructure
and logistics, which
partnerships are necessary
and the resources
essential to deliver value
to the customer.

Value setting

Partnerships

- Demonstrates the organization of activities and
resources required to generate value for customers.
Questions: What key activities does our value
proposition call for?

- It is related to the ability to carry out standardized and
replicable actions that are useful to create added value
to the target audience.

Questions: What features does our value proposition
require?

- Cooperation agreements between businesses. This
type of agreement seeks superior value creation.
Questions: Who are our key partners? Who are our key
suppliers? What key resources are we receiving from
partners? What key activities do partners perform?

Continues
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Table 2 - Business Model Canvas [BMC] supporting dimensions o
Continuation

Pillar Dimension Description

Finance areas - Representation in cash of all means used in the

- It describes the revenue  Cost Structure business model.

Questions: What are the most important costs in

] - our business model? Which key resources are most
and the sustainability of expensive? Which key activities are most expensive?
the business model. It

explains how a business

makes money throggh - It specifies the way found to earn money through
the other three basic different income streams.

model, the cost structure

elements. Revenug uestions: What are our customers really willing to pay
geNEration  for2 what do th ly pay? How do they pref
model or? What do they currently pay? How do they prefer to

pay? How much does each revenue stream contribute
to total revenue?

Source: adapted from Osterwalder (2004, p. 42-43)

With the decomposition of the Business Model Canvas [BM(C] into nine dimensions,
Osterwalder and Pigneur (2010) mention that by approaching in detail the interrelationship
between the processes that make up the business model, they help to outline the strategies
to be implemented. through the organizational structure of processes and systems,

therefore making the creation and capture of value for the organization more effective.
2.3 Business Consultancy

Business consultancy has attracted several professionals over time, largely
due to the high demand for goods and services by organizations that progressively
need to update themselves regarding business management methodologies and
techniques (Mota et al., 2019).

Consulting firms that currently surround the service provision market, according
to Donadone et al. (2012), emerged between the 1850s and 1920s. Considered by
many to be the oldest business consultancy in the world, Arthur D. Little, Inc. was
founded in 1886 by a professor at the Massachusetts Institute of Technology [MIT]

named Arthur Dehon Little and his business partner Roger B. Griffin, which remains in
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full operation to this day, known for being at the forefront of innovation, revealing new
growth opportunities to transform organizations (MIT Libraries, 2023).

In the process of organizational transformation, business consultancy is
considered a contribution to help improve the management of an organization, offering
solutions for all sizes of companies in different areas, whether in good times or bad
times for a business. Considered as a type of service provided, business consultancy
aims to analyze, diagnose and suggest the resolution of possible adversities regarding
a specific subject or segment (FIA/USP, 2018).

Ramos and Santos (2021) show that business consultancy should be considered
as a process of interaction and mutuality, dissociated from the adversities in question,
leading the organization along a more assertive path, in order to achieve the initial
planned objectives. With the help of business consultancy, itis plausible to reduce costs,
make processes more efficient, plan business expansions and improve the activities of
the different organizational sectors, among others (Alves et al., 2015; FIA/USP, 2018).

Weiss (2017) explains the existence of two main areas of activity in the area
of business consultancy, that is, internal consultancy and external consultancy,
prioritized according to organizational objectives. The main difference between the
two main spheres, according to the author, is the existence or not of the consultants’
connection with the organization. For Ramos and Santos (2021), it is mentioned that
both spheres of business consultancy, internal consultancy or external consultancy,
bring advantages and disadvantages for the development of the organization.

Table 3 presents some attributes of internal and external consultancy, as well as

their advantages and disadvantages.
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Table 3 - Attributes, advantages and disadvantages of internal and external consulting

Internal Consultancy

Attributes:

- Analyze the adequacy, integrity and effectiveness of the company’s internal control system, and the
consultant must consider in his work schedule, in-depth knowledge of the work process of others
and internal control, in operational activities and reliability in information, thus aiming to identify
the existence of possible deviations in relation to the procedures and routines that are managerially

established.

- Apply technical procedures, with the aim of effectively formulating a quality analysis of the

organization's internal controls and information.

- Provide organizations with recommendations, analyzes and suggestions for good performance
and effectiveness of their responsibilities and functions, seeking to prevent fraud and frequently

committed errors.

Advantages

Greater knowledge of the informal aspects of
the company, as you are an employee of that
company;

Daily presence;

Greater access to people and groups within the
company, as they are an integral part of them;
Effective participation in the assessment and
control of the process inherent to the work

Disadvantages
Lower acceptance at senior levels of the company;

enerally have less experience;
Less freedom in saying and doing things; and

Normally, they have less impartiality in their ac-
tions, as they have greater personal relationships

. ) with their co-workers.
carried out; and

It has some formal power, as it is part of the
hierarchical structure of the company.

External Consultancy

Attributes:
- Ensuring greater neutrality in the analysis of problems, thus, allows managers to be more precise
in their decisions. Be an aid to seek better results, since this external vision brings with it various
experiences from different clients and contexts.

- Develop technical procedures, offering a credible service to the market, consisting of a unique
activity, intended for the company and mainly for shareholders.

- Check whether the company’s external information regarding competition, future vision, is fully in
line with the company's real situation or whether there are inaccuracies that can be modified.
Advantages Disadvantages

Greater experience, having carried out the
same service in several companies;

Greater acceptance at the higher levels of the
client company, as, normally, their hiring is
carried out by senior management;

Less knowledge of informal aspects of the client
company;

It does not have formal power, as it does not be-
long to the hierarchical structure of the client com-

pany.
Can take risks (saying and doing things); and Have less informal access to people and groups; and
Greater impartiality, as the client company's
day-to-day operations are not involved.

Source; adapted from Oliveira (2019, p. 54-55), Ramos and Santos (2021, p. 6-8) and Sardo et al. (2018, p. 102-104)

Generally, it is not present daily.
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Regardless of the type, area of mediation and scope of business consultancy, for a
consultancy to be successful in providing answers and strategic results desired by client
organizations, whether in a certain area of their business or flawed processes (Costa,
2020), it is necessary to measure which practices, processes and methods are used in
contrast to a set of elements that determine the reference parameters in accordance with
the organization’s objectives (Maier et al., 2012). According to Carvalho (2016) and Trentin
(2021), these elements portray the best practices and can bring together regulations or a
set of conduct that are significant in a given area of mediation and scope of activity.

Inview ofthis, inadditionto an effective and ethical relationship between business
consultancy and client organization, to create a successful result (Wandabwa & Yusuf,
2018), it is necessary for business consultancy to establish what the levels of skill and
organizational maturity are. , encompassing the sum of all characteristics, attributes,
indicators, or patterns that depict evolution and achievement of the maturity stage in

which the client organization’s processes are located (Cronemyr & Danielsson, 2013).
2.3.1 Business Consulting On ESG

Business consultancy represents a considerable fraction of the world economy,
whether through the provision of services, certifications, among others, developing
and implementing business practices that align profit, purpose and transparency. For
effective performance, business consultancies need to respect and establish methods
thatdesign minimum performance parameters, establishing conductand management
rules that direct and guide organizations (Silva & Oliveira, 2022).

In light of this, to measure the growth of ESG practices, the International
Business Council of the World Economic Forum, developed and implemented, in
partnership with the largest consulting companies (KPMG; Deloitte; Boston Consulting
Group [BCG], among others), developed a sequence of common criteria that can be
reproduced through organizations’ annual reports, combining 21 key metrics and 34

expanded metrics (Miranda & Frechiani, 2021).
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The ESG proposalis still on the rise internationally and nationally, demonstrating
great potential to generate changes in the axes that encompass the management
model based on the environment, society and corporate governance, guiding certain
behaviors and even presenting good financial results (Silva & Oliveira, 2022).

However, according to Voltolini (2021), all the mechanisms, principles and
standards proposed by ESG to assist decision-making may still not be satisfactory for
obtaining good long-term results, mainly due to the non-obligation of adherence to
the template. In this sense, as described by Silva (2023), hiring specialized consultancy
on the ESG theme can exert a certain influence on the private sector, contributing to
the adoption of attitudinal actions (values, attitudes and norms), generating routine
and effective conduct for environmental and social protection, without losing sight of
the financial and economic side of these organizations (Crespi & Migliavacca, 2020).

According to Harraca (2022), to create and/or redirect the purpose of a business
consultancy specialized in ESG, one must essentially use already consolidated methods
and instruments, review them, improve them and adapt them to the specificities of each
client organization, with a view to improving the process of implementing ESG practices,
also using the technological innovations available for this purpose, measuring impacts,
carrying out diagnosis, proposing viable solutions and managing in partnership with
the client organization, in the best way, the entire transition process.

For Caliari and Scherer (2017), the option to hire a business consultancy
specialized in ESG is mainly due to the search for better performance for the business,
with the objective of expanding and improving the organization’s management,
and not just as a way to resolve potential adversities. Costa (2020) mentions that in
contemporary times, there is an unequivocal need for organizations to hire specialized
consultancies, responding to rapidly changing environments, making use of certain

benefits and specific models created for each situation.
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2.3.2 Organizational Diagnostic Method Applied To Business Consultancy

When the organization understands that rapid and fundamental changes in the
business environment can threaten the sustainable growth of the organization, according
to Deloitte (2023), hiring a business consultancy specialized in ESG can play a fundamental
role in the process of change in organizations. For Tedlow (2018), in this process of
transition, between the status quo and the organizational objectives to be achieved, it is
necessary to review the current context, using the organizational diagnosis method.

Organizational diagnosis is considered a method used to recognize possible
operational limitations and results of organizations so that they can be neutralized
by elaborate and organized changes (Senge, 2018; Tedlow, 2018). The objective of the
diagnosis is to interpret the current situation of the organization, with the purpose
of modifying and improving it; it is a unique way of detailed analysis focused on the
act of implementing change in order to improve organizational performance (Paul &
Cadle, 2020); organizational diagnosis can be considered an instrument that helps in
the process of breaking with organizational defensiveness, expanding the capacity to
measure and modify an organization’s culture (Mendonga et al., 2020).

One of the purposes of organizational diagnosis is to identify possible gaps
in the functioning of activities, in the behavior of people and in the performance of
processes with a view to certain purposes that are intended to be achieved (Cecin et
al., 2022). The gaps between the current and desired scenario are the essence of the
diagnostic process, which is regularly demonstrated through non-existent activity and/
or inefficient performance (Schumpeter, 2017).

Using the diagnostic method through business consultancy can provide good
information about Environmental, Social and Governance [ESG] practices, in order
to resolve and correct possible existing and potential adversities, ensuring the
necessary changes. The diagnostic method basically consists of three questions, as

described in Table 4.
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Table 4 - Basic diagnosis method

PERGUNTAS DESCRICAO

(1) Why? (the Why should the company be changed? What should the content of the change
causes of change)  include, that is, what should be changed in the organization?

Carrying out the diagnosis is concerned with three aspects: a) the development
(2) How? (the of diagnostic models; b) the choice of procedures and methods for collecting
process of change) data in the diagnosis; and c) the choice of methods and techniques for
analyzing data.

(3)And what (the |t is the subject of consultancy project intervention recommendations to
content of change) support change.

Source: adapted from Cecin et al. (2022, p. 3) and Schumpeter (2017)

Mendonca et al. (2020) state that the diagnosis is equivalent to the first phase of a
business consultancy project, providing essential information to better understand the
current stage of maturity of internal processes that are critical to the execution of the
organization’s strategic objectives. Maturity models are known as essential instruments
for measuring which stage the organization is in in relation to each Environmental,
Social and Governance [ESG] practice, providing a guideline for activities related to
best market practices (Essmann, 2009; ElImaallam & Krioile, 2013).

As the diagnostic process is completed and the gaps identified in the diagnostic
intervention are known and registered, this information must be made available to all
members of the organization (Stone et al., 2018), as the ESG objectives and practices
at to be implemented, they must be materialized together with the organization’s
strategic objectives (ABNT, 2022).

Subsequently, to the initial process of business diagnosis and identification of
maturity levels, Tedlow (2018) stands out, who declares the need to consolidate the
data and information obtained in a corporate report, highlighting the main qualities
observed, the elementary adversities, and finally, suggest possible solutions and direct
probable actions, including the establishment of objectives and goals, through a distinct
and planned project, always based on organizational strategies (Kaplan & Norton, 2006).

In light of this, ESG business consultancy may suggest that senior management

create a multidisciplinary team, made up of the main leaders involved in the change
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process and other key employees involved in current practices (Parikh, 2015). Cecin
et al. (2022) highlight that business consultancy must emphasize during the process
of implementing Environmental, Social and Governance [ESG] practices, that top
management must: “a) start first with the strategy and then move towards a complex
understanding of the problems; and b) continue to act as facilitators of an open and
active dialogue for deliberating actions to be taken, minimizing unfavorable impacts
during implementation” (p. 10).

Lisinski (2013) state that despite all the expertise accumulated by business
consultancy, during the implementation and implementation of policies, processes
and practices it is not possible to follow all stages of this process due to its
multidimensionality, which is why preference should be expressed for a certain
perspective, or part of reality, and observe the organization through this. Berti
(2023) states that the success or failure of a business consultancy in the process of
implementation and implementation of any type of service provided, will determine
the closure and/or continuity of the established partnership, an essential part of the

provision of services in the continuity of business relationships.
2.4 Environmental, Social and Governance [ESG]

The reductionist idea that capital is generated only to support an organization,
according to Costa and Ferezin (2021), in contemporary times no longer applies, as
there are other aspects that subsidize the decisions that are most relevant to the growth
of organizations. At this juncture, organizations have widely debated the concept of
Environmental, Social and Governance [ESG] due to the exercise of awareness about
all attitudes taken in favor of society, which science defines as conscious consumption.

Still not widespread outside specialized groups, the concept of Environmental,
Socialand Governance [ESG], which encompasses environmental policies and practices,
social responsibility and governance, will gradually be required as an integral part of
organizational culture. ESG is not restricted to the business environment alone, as it

involves people (society) and the environment (Tsang et al., 2022).

[@)sy | Rev. Adm. UFSM, Santa Maria, v. 18, n. 1, e4, 2025


https://creativecommons.org/licenses/by/4.0/legalcode

Trentin, L., & Marques, M. | 17

The framework of ideas that understand ESG is old. Recognized thinkers and
economists, throughout several centuries, have warned about the environmental risks and
social disturbances caused by certain products and certain business practices (Sherwood
& Pollard, 2023). Historically, the founding of the Club of Rome’s interdisciplinary network
in 1968 and its inaugural report, The Limits to Growth of 1972, was considered pivotal in
breaking away from the old paradigm and establishing that economic activities essentially
interact with the natural world (Meadows & Randers, 2004).

In the middle of the 20th century, the concept that organizations should take
environmental and social costs into account became more widely legitimized, with
the advent of the first index of attitudes and actions that companies adopt voluntarily
to promote well-being. social (socially responsible) index, such as the Domini 400
Social index, and the triple bottom (also known as TBL and 3BL) or as people, planet
and profits, which, considered an organizational framework, in which organizations
started to use the social and environmental performance, in addition to its financial
results, as a way to manage business (Gericke et al., 2018).

The term Environmental, Social and Governance [ESG] was coined in 2004 in
a Global Compact publication in partnership with the World Bank, called Who Cares
Wins. The ESG criteria are fully related to the 17 Sustainable Development Goals
[SDGs], established by the Global Compact, a global initiative that involves the United
Nations [UN] and several international entities, with the main purpose of creating
guidelines and including environmental issues, social and governance aspects in the
management of organizations’ assets (Gillan et al., 2021).

According to Escrig-Olmedo et al. (2019) and Nascimento (2021) ESG is a journey
of business transformation, formed over different decades, through a combination
of different propositions, involving the construction of an inclusive, ethical and

environmentally sustainable world, which guarantees the quality of life for all.
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Figure 1 presents some relevant milestones, referring to the conceptual

evolution of the topic that encompasses ESG over different decades.

Figure 1 - ESG conceptual evolution
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Source: adapted from Nascimento (2021)

Hill (2020) considers that Environmental, Social and Governance [ESG] is an
integrated management model, focused on the demands of the segment where the
organization operates, balancing its actions based on each of the respective axes,
correlating people, sustainability and good administration practices.

ESG, according to Billio et al. (2021), should be understood as a grouping of
three axes: environmental, social and governance (Table 5). According to Hill (2020),
when the organization harmoniously coordinates the three axes, it is better able to
guarantee the longevity of its business, as well as a monetary return as a result of

effective strategic governance.
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Table 5 - Description of the ESG axes and practices

Axis

Description

Environmental

It analyzes the performance and development of practices that aim to preserve the
environment and conscious consumption of resources (Manrique & Marti-Ballester,
2017).

Practice - Example: The letter E (Environmental), in the acronym, represents the
impact that a company causes on the natural environment. This includes issues
such as pollution (carbon emissions, toxic chemicals and metals, packaging and
other waste), the use of natural resources (water, land, trees) and the consequences
for biodiversity (the variety of life on Earth), as well as how it tries to minimize our
environmental footprint (energy efficiency, sustainable agriculture, green buildings)
(PRI, 2019).

Social

It is linked to gender and the inclusion of people, improving the satisfaction of
customers and employees (Velte, 2017).

Practice - Example: The letter S (Social) covers issues such as health and safety for
employees or working standards and well-being for other workers in the companies’
supply chain. It also involves product safety for consumers or privacy and data
security for their users, as well as, companies must be committed to overcoming
inequality and discrimination, both through fair treatment of employees and by
ensuring that no social group is excluded from access to essential products and
services (Ahlklo & Lind, 2018).

Governance

Trata de aspectos de boa gestdo interna, conformidade de processos da
organizacdo e com a legisla¢do vigente (Tarmuiji et al., 2016).

Practice - Example.: The letter G (Governance) is linked to the fact that a company
manages its business in a responsible manner. This takes into consideration the
ethical requirements of being a good corporate citizen, such as anti-corruption
policies and tax transparency, as well as traditional corporate governance concerns
such as managing conflicts of interest, board diversity and independence, quality

of financial disclosures, relationships with stakeholders and evaluation of whether
minority shareholders are treated fairly by controlling shareholders (Freeman, 2017).

Source: Elaborated by authors (2024)

ESG, through its axes, must be a constituent part of the organizational strategy,

comprising a long-term vision, with objectives related to the environment and society

well defined, assisted by performance indicators to minimize impacts and expand

results, with the purpose of knowing and meeting the needs of all stakeholders

(Bresciani et al., 2016; Shaikh, 2021).

Cruz and Avila (2021) state that indicators should be part of the organization’s

decision-making process at all levels. Both financial and non-financial indicators

must be related to the organization’s strategies, of which financial indicators are
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more affected by corporate governance, on the other hand, non-financial indicators
cover the environmental and social axes.

The ABNT PR 2030:22 Regulation, released in December 2022, has 145 pages
with several Recommended Practices [PR] for the ESG sector in Brazil, establishes that
ESG objectives must be incorporated into those of the organization, as well as guides
that the principles which comprise each of the axes, serve as assumptions to identify
possible ESG practices for the business (ABNT, 2022).

Even though themes and practices are defined to effectively demonstrate good
ESG practices carried out by organizations, Pinheiro (2023) shows that in the desire
of certain companies to position themselves at the forefront of ESG management
before interested parties, many claims to practice more than factually practice on the
premises and requirements of ESG.

Inthis sense, the market has coined aterm called Greenwashing. The term can be
translated as “green washing or even green makeup. Due to its meaning, the expression
can be considered as the practice of camouflaging, lying or omitting information about
the real impacts of a company’s activities on the environment” (FIA/USP, 2021, n/p).
In other words, Greenwashing is a marketing praxis used by organizations that seek
to establish an ecologically correct, sustainable or environmentally responsible image
in front of interested parties, when in fact they are effectively inconsistent with these
statements (Ruiz-Blanco et al., 2021).

In view of this, we can see a growing concern in understanding what the
organization actually has in terms of good environmental, social and governance
practices, as interested parties demand an interest in reliable information, making
it necessary to establish models of analysis and recognition carried out by external
sources, in other words, specialized business consultancies, in order to guarantee
fairnessin confirming the ESG practices implemented, quantified and reported (Lavin

& Montecinos-Pearce, 2021).

[@)sy | Rev. Adm. UFSM, Santa Maria, v. 18, n. 1, e4, 2025


https://creativecommons.org/licenses/by/4.0/legalcode

Trentin, L., & Marques, M. | 21

2.5 Maturity Models

Maturity models in stages, according to Chandler Jr. (1962) and Haire (1959), are
not so contemporary in the literature of organizations. From a historical perspective,
since the 1950s, it has been observed that maturity models based on stages are defined
based on specific characteristics (Smith et al., 1985). Haire (1959) can be recognized as
one of the precursors to propose the concept that organizations mature in stages,
following a specific uniform pattern. Chandler Jr. (1962), similarly, instituted the idea of
stages in the life cycle of organizations in a structured model, in which stages evolved
and adapted to organizational structures and strategies.

The first publications of the term maturity model, still in the 1950s, essentially
addressed human needs, economic growth and the progression of information
technology in organizations (Roglinger et al., 2012).

The maturity model proposed by Philip B. Crosby in 1979 was a precursor to
current maturity models (Barra & Ladeira, 2017). The Quality Management Maturity
Grid [QMMG] is an organizational maturity matrix designed by Crosby, published for the
firsttimein hisbook Quality is Free, alsoin 1979. This model was one of the first maturity
models for assessing quality maturity, containing five stages (uncertainty; awakening;
clarification; wisdom; and certainty) of maturity and six measurement categories
(management understanding and attitude; company quality status ; problem solving;
cost of quality with percentage of sales; quality improvement measures; and summary
of the company's possibilities in the quality sector) that help the user to identify their
own situation in relation to maturity. This model recognizes the importance of human
factors such as leadership, attitude, and collaborative work (Crosby, 1979).

The principles developed in the maturity matrix proposed by Crosby were
adaptedin 1986 by the Software Engineering Institute [SEI] at Carnegie Mellon University
with the objective of creating the Capability Maturity Model [CMM] as a methodology

used to develop and refine the process. software development of an organization. The
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model describes an evolutionary path through five levels of increasingly organized and
systematically more mature processes (Humphrey, 1999).

Since the concept has spread, maturity models have been widely used and can
be found in several areas of knowledge (Caralli et al., 2012), such as: process area
(Business Process Maturity Model [BPMM]);, project area (Organizational Project
Maturity Management Model [OPM3]); product development (Product Development
Process [PDP]); among others.

Regardless of the number of models created, according to Fraser et al. (2002),
maturity models can contain the following elements: (a) number of levels; (b) level
descriptor; (c) generic description of the characteristics of each level; (d) number of
dimensions or process areas; (e) number of elements or activity in each process area;
and (f) a description of each activity that could be performed at each maturity level.

The joint term “maturity model” usually refers to a theoretical model that reports
the evolution of individual and organizational competencies (Paulk et al., 1993). By
integrating standards or requirements into likely improvement activities, the model
helps to elucidate an evolution trajectory conducive to “maturity”. In this way, “maturity”
refers to evolutionary evidence in demonstrating specific competencies (Fraser et al.,
2002). Maturity model allows measuring the maturity of a given skill based on a group
of relatively comprehensive criteria (De Bruin et al., 2005).

Maturity models allow measuring the status quo, as well as enabling the
improvement process that best suits the organization, remaining within the established
criteria of good practices required in the specific scope (Essmann, 2009). Elmaallam
and Kriouile (2013) define maturity models as essential instruments to ensure the
continuous improvement of systems and activities, providing self-evaluation and
providing guidelines for activities related to best practices.

Table 6 depicts the five components of maturity models.
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Table 6 - Maturity Model Components

Components Description

Describe the stages of change in a maturity model. Depending on the
structure of the model, the levels (usually between 3 and 6) can portray a
gradual evolution, or they can symbolize an expression of capacity or another
predicate that can be measured by the model.

They are a way of accumulating attributes in an area of relevance related to
model development. In efficiency maturity models, domains are portrayed

Model domains as “process areas”, because they are a grouping of processes that make up a
larger process or knowledge area. According to the model, users may be able
to pay attention to improvements in a single domain or group of domains.

Depicts the central theme of the model, grouped by domain and level.
They are generally based on observations of practice, standards or other
specialized knowledge, and can be evidenced as characteristics, indicators,
practices or processes.

Improved methods to simplify analysis using the model as a reference.
Scoring methods are community-developed algorithms to test consistency
of considerations and a generic standard for measurement. Considerations
can be included in the scoring methods so that significant attributes are
recognized first over those of lesser value.

Even though used for comparative analysis, maturity models can be used to
Paths to direct improvement efforts. Several of these models have pre-established
improvement techniques for carrying out diagnoses of the current reality, planning and

implementing improvements and, finally, ensuring their effectiveness.

Source: adapted from Caralli et al. (2012)

Levels

Attributes

Evaluation and
scoring methods

Maturity models have the function of instrumentalizing organizations in order to
mix elements to homogenize benefits related to practices and knowledge experienced
by the organization and interest groups (Trentin, 2021). Using a maturity model,
according to Caralli et al. (2012), as support for improving processes, practices and
performance, should provide organizations and the interested parties where they are
established with the capacity for internal benchmark performance, as a catalyst for
improvements in the performance of interest groups and, finally, how to create and

develop a common language.

3 METHODOLOGY

In this research, we propose the use of the Business Model Canvas [BM(C] as a
more assertive framework for creating a business model focusing on Environmental,

Social and Governance [ESG] consultancy services. According to Osterwalder and Pigneur
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(2010), the Business Model Canvas [BMC(] (Figure 2) represents parts of the planned

strategy to be implemented within structures, processes and interdependent systems.

Figure 2 - Interaction among Business Model Canvas blocks
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The construct, developed for this study, includes the macro dimension
Environmental, Social and Governance Practices [ESGP], which was divided into
three dimensions, to measure the maturity of organizations in the management of
Environmental, Social and Governance [ESG] practices through fifteen statements.

The dimensions that make up the Environmental, Social and Governance [ESG]
practices construct were constituted based on the following theoretical framework:
ABNT (2022); Ahlklo and Lind (2018); Billio et al. (2021); Dalcero et al. (2023); Freeman
(2017); Gericke et al. (2018); Gillan et al. (2021); Hill (2020); Manrique and Marti-Ballester
(2017); PRI (2019); Sherwood and Pollard (2023); Tsang et al. (2022); and Velte (2017).
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Table 7 shows the macro dimension, the dimensions and the number of

statements established.

Table 7 - Environmental, Social and Governance Practices Construct [ESGP]

Macro Dimension Dimension Affirmatives
) ) Environmental Governance A1; A2; A3; A4; AS.
Environmental, Social and .
. Social Governance A6; A7; A8; A9; A10.
Governance [ESG] Practices
Corporate Governance A11; A12; A13; A14; A15.

Source: Elaborated by authors (2024)

With the purpose of identifying the level of maturity assessed by the respondent, a
five-level maturity scale will be applied to the dimensions that characterize the diagnostic
checklist modelfor ESG practices, according to the proposed assessment model. Maturity
levels were adapted to the needs of this study and follow the criteria established in the
work of Ehms and Langen (2002), Kerzner (2001), Paulk et al. (1993), Paulzen et al. (2002),
Rosemann et al. (2007), Trentin (2021) and Turetken and Demirors (2004).

The variation in the maturity scale range, as shown in Table 8, has the following

interpretation:

Table 8 - Five-level maturity scale

Level Description

Established, systemic and optimized: completely implemented, has established indicators,

Level 5 has effective results and has exhibited continuous improvement over the last 12 months.

Established and systemic: fully implemented in one or more areas and with established

Level 4 indicators. Planned results are achieved.

Level 3 Formally established: formally implemented (documented), but there are some flaws in
execution.

Level 2 Informal or in the implementation phase: implementation was started by the
organization. There is an implementation schedule.

Level 1 Lack of practices and standards: not yet implemented or being implemented informally,

with unstable results.
Source: adapted from Trentin (2021, p. 135)
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Figure 3 presents a systemic view of the research construct, allowing us
to visualize the interrelationships between maturity levels, dimensions and the

organization’s objective in relation to ESG Practices.

Figure 3 - Graphical representation of the systemic view of the construct of ESG Practices
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The Delphi research method will be used to evaluate the content of the
diagnostic checklist for ESG practices. Considered a prestigious research technique,
the Delphi method, according to Facione (1990), makes it possible to bring together a
set of geographically separated specialist points of view, to produce consistent results
on complex and comprehensive propositions.

The Delphi method is defined as “a method for structuring a collective
communication process so that it is effective in allowing a group of individuals, as a
whole, to deal with a complex problem” (Turoff & Linstone, 1975, p. 3). It is a method
that “seeks to facilitate and improve decision-making made by a group of specialists,

without face-to-face interaction” (Osborne et al., 2003, p. 697).
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As a rule, it translates into a set of questionnaires that are answered, in a
sequenced manner, particularly by experts (Table 9), synthesizing information about
the group’s responses to the previous questionnaires (Osborne et al., 2003), in order to
a type of dialogue between experts and, progressively, establishing a group response

is determined (Marques & Freitas, 2018).

Table 9 - Experts reviewing the diagnostic checklist for ESG practices

Specialist Area of Activity

Professor with Post-Doctorate in Administration and PhD in Mechanical
Specialist 1 Engineering and specific research in social responsibility, sustainability and
corporate governance.

Professor with a Master’s Degree in Transportation Engineering and Territorial

Specialist 2 Management and specific research integrating the areas of ESG and supply chain.
- Professor with a Master's Degree in Management and specific research in the
Specialist 3 L
areas of sustainability and management.
Specialist 4 Consultant specializing in management, marketing and corporate governance.
Specialist 5 ESG specialist industrial manager and chemical engineer.

Source: Elaborated by authors (2024)

The results must be analyzed by specialists at each round of questionnaires.
Dissonant inclinations must be considered, as well as their justifications, methodizing
and compiling them, and then sending them back to the group. In this way, with the
discretion of all members and the group's responses, experts have the possibility of
improving, modifying or safeguarding their positions and sending them again to the
other experts, so that the new version of the questionnaire can be reworked. from
this newly acquired information. This process consists of several steps (Table 10) and
can be repeated as many times as necessary until agreement is reached (Antunes,
2023; Grisham, 2009; Kayo & Securato, 1997; Marques & Freitas, 2018; Munaretto et
al., 2013; Turoff & Linstone, 1975).
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Table 10 - Delphi method implementation stages

Step Step description
Step 1 Selection of the group of experts
Step 2 Construction of questionnaire 1
Step 3 First contact with specialists and invitation to participate in the research
Step4  Submission of questionnaire 1
Step5 Receiving responses to questionnaire 1
Step 6 Qualitative and quantitative analysis of answers
Step 7 Construction and sending of questionnaire 2 with feedback
Step 8 Receipt of answers to questionnaire 2 and its analysis
Step 9 Submission of the following rounds of questionnaires, interspersed with the respective
analyzes
Step 10 End of process and writing of final questionnaire

Source: Elaborated by authors (2024)

Each of these steps should be carefully prepared and implemented, and the

entire process should be recorded and described.

A schematic of the Delphi method implementation can be seen in Figure 4.

Figure 4 - Generic Delphi method implementation scheme with three rounds
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Although we have consequently defined specific theory and techniques for
this study, a preliminary version of the ESG practices diagnostic checklist gives us the
chance to better understand our model based on the “real world”, that is, feedback
from professionals, or that is, leaders and technicians responsible for Environmental,
Social and Governance [ESG] practices in organizations. Based on the research
by Cleven et al. (2014), an analysis of the diagnostic checklist for ESG practices was
carried out by 30 professionals (leaders and technicians responsible for ESG practices)
randomly selected for accessibility and convenience, using questions about three
aspects: completeness, usefulness and advancement. They were represented by the

following questions:

1) Completeness: in terms of content, is the model complete?
2) Utility: does it allow a valid self-assessment to be carried out?

3) Does the model also reveal means for improvement?

4 ANALYSIS AND INTERPRETATION OF RESULTS

This chapter presents the analysis and interpretation of the results obtained, in

order to respond to the research objectives.
4.1 Consulting Model Developed

As for the consultancy model developed, we opted for the legal form Sociedade
Comercial Ltda. Sociedade Comercial Ltda. is the most practical alternative and is
often used by small and medium-sized companies in their initial stages. According
to Provisional Measure 881/2019, confirmed by Law No. 13.874/19, on Economic
Freedom, the Limited Company may be composed of one or more people, and whenitis
constituted by a single partner, it will be considered the Unipersonal Limited Company.
It is created with the registration of the Social Contract with the State Commercial

Board. In the Articles of Association, important matters such as the corporate purpose,
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representation of the company and the transfer of shares, among others, will be dealt
with (Mamede & Mamede, 2013). Commercial companies are regulated in the Brazilian
Civil Code (Articles 1.039 to 1.092), as well as in several laws in force in our system, for
example, Decree No. 3.708, of January 1919, which regulates the formation of limited
liability companies (Brazil, 1919).

The following data was collected to prepare the Constituent Act of an Individual

Limited Liability Company (Table 11), that is, the Social Contract:

Table 11 - Data for drafting the social contract

Data Description

Company Name ENGES Consulting Ltda.

Address Uruguay Street, 458 - Downtown, Itajai - SC, 88302-901

Provide professional services in the areas of assessment, alignment,
implementation, measurement and information reporting of Environmental,
Social and Governance [ESG] practices.

Corporate
Purpose

Partner 1 - Brazilian, single, born on the 00th of month of the year, businessman,
holder of ID number 00.000.000-00 SSP-SC, registered with CPF number
000.000.000-00, resident and domiciled at Rua Uruguai, 500 - Centro, Itajai - SC,
88302-903.

Administrator

The share capital will be R$500,000.00 (Five hundred thousand reais), being
divided into 5 shares worth R$100,000.00 (One hundred thousand reais), each,
subscribed and paid in, in this act, in the country’s currency, by the partners and
distributed as follows:

Share Capital Partner 1 - Four (4) shares worth R$400,000.00 (Four hundred thousand reais),

representing 80% (Eighty percent) of the share capital.

Partner 2 - One (1) share worth R$100,000.00 (one hundred thousand reais),
representing 20% (twenty percent) of the share capital.

Social Financial

Year The fiscal year will close on December 31 of each year.

Owner's The liability of the company owner is limited to the paid-up capital (Art. 1,052 of
Responsibility the 2002 Civil Code), and he is not subsidiarily liable for the company’s losses.

Source: Elaborated by authors (2024)
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According to Article 981 of the Civil Code (Law No. 10,406, of January 10,
2002), when concluding a company contract, people undertake to contribute, with
goods or services, to the exercise of economic activity and with this the sharing the
results among themselves (Brazil, 2002).

Through the social constitution of consultancy, according to Anjos (2017), it is
necessary for the company to seek to understand what moves it and where it proposes
to reach in the market environment in which it finds itself, a fundamental condition for
taking more assertive steps. According to the author, a bridge must be established
between the purpose and the purpose of the business, through the creation of a
mission, vision and values of the company.

The purpose of the institutional mission is treated by Drucker (1975) as an
answer to the question “What is my business and what should it be? This is the
fundamental starting point for establishing objectives, priorities and strategies,
where with a clear definition of the company’'s mission and purpose it becomes
possible to develop them (Teles & Lunkes, 2011). In relation to vision, Laruccia (2014)
mentions that vision is what the company seeks in the future, its desires, aspirations,
goals and objectives. In general, it is essential to explain the company’s position with
reference to the market in which it operates, its main dream or general objective and
what it delivers value to the different stakeholders. For Nakagawa (2012, p. 1) values
“are the ideals of attitude, behavior and results that must be present in employees
and in the company’s relationships with its customers, suppliers and partners”.
Values give meaning to the lives of people and organizations. “When there is an
alignment between individual and corporate values, people maximize their potential
and express all their best creativity” (Chér, 2016, p. 110).

Table 12 defines the mission, vision and values of the company ENGES

Consulting Ltda.
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Table 12 - Mission, Vision and Values of ENGES Consultancy Ltda

Mission

Vision

Values

Engage high-performing people
who contribute to simplifying
complexity, proposing assertive
solutions for the benefit of our
clients.

We will create and maintain an
unblemished reputation, creating
the possibility for interest groups
to achieve their full potential.

Integrity
Teamwork
Leadership
Respect
Transparency

Source: Elaborated by authors (2024)

Regarding the creation of a business model, in this research, the Business

Model Canvas (BMC) was used as a framework for creating a business model focusing

on consultancy services in Environmental, Social and Governance [ESG]. The Business

Model Canvas is considered an effective management practice instrument to map the

main components of a business model (Taipale-Eravala et al., 2021).

In Figure 5, itis possible to observe, in a practical and structured way, through the

Business Model Canvas [BMC(] tool, the business model of ENGES Consultancy Ltda.

Figure 5 - ENGES Consultancy Ltda's business model
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The ENGES Consultancy Ltda. consultancy model for diagnosing ESG practices is
made up of five steps:

1. Benchmarking: is a strategy that seeks to optimize a company's performance
based on the analysis of best practices in the market in which it operates. In this
first stage, the five pillars of benchmarking are used (diagnosis; research; analysis;
interpretation; and optimization) to focus on the right points when analyzing your
competitors’ strategies and results (FIA/USP, 2022);

2. Diagnosis: is, by definition, verifying a situation. It is a way of finding out what
a company, institution or entity does and what it is or is not achieving with its activities.
In this second stage, the seven steps are used (definition of questions; collection of
answers; data analysis; identification of problems and opportunities; delivery of
feedback; implementation of solutions; and monitoring and evaluation) to carry out
an organizational diagnosis (FIA/USP, 2023);

3. Maturity Level: this is an essential instrument to ensure the continuous
improvement of systems and activities, enabling self-assessment and providing
guidelines for activities related to best practices (ElImaallam & Kriouile, 2013). At this
stage, the five levels (Level 1 - Absence of practices and standards; Level 2 - Informal or
in the implementation phase; Level 3 - Formally established; Level 4 - Established and
systemic; and Level 5 - Established, systemic and optimized) will be used to assess the
maturity of organizational practices.

4. Strategic Alignment: integration of ESG into business strategy (ensuring
that all aspects related to ESG are synchronized with strategic objectives, where all
activities, processes, goals and resources must be aligned with the organization’s
mission and vision) (Kaplan & Norton, 2006);

5. Recommendations: summarizes the progress, results, and challenges over
a given period of time. It is used to communicate to stakeholders, such as clients,

sponsors, managers, and staff, what has been done, what is being done, and what
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needs to be done. It indicates risks, changes, lessons learned, and recommendations
for project success (EUAX, 2024).

Figure 6 shows the five-step ENGES model for implementing ESG.

Figure 6 - ENGES model for implementing ESG

v

Recommendations

Diagnostic "> Maturity *->
? t

-4

1 U U
v v \%

_

Benchmarking
Strategic Alignment

v

Source: Elaborated by authors (2024)

4.2 Evaluation of the Checklist Model Content - Delphi Method

The first version of the ESG practices diagnostic checklist model was sent via
email to the five specialists. The first round of reflection and responses from the
checklist model were analyzed by the researchers. Dissonant trends and opinions
were observed, as well as their justifications, systematizing and compiling them
to later send them back to the group. Thus, after learning the opinions of other
experts and the group’s response, participants had the opportunity to refine,
change or defend their answers and send the second round of reflection and
responses to the aforementioned model to the researchers again. In this research,
the implementation of the Delphi Method involved two rounds, thus reaching a

consensus among experts (Table 13).
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Table 13 - Outcomes of statements after application of the Delphi Method

Checklist 1 Answers

Checklist 2 Answers

Dimen-
sion

Envi-
ron-
mental
Gover-
nance

Social
Gover-
nance

Pre-
Delphi
Method
State-
ments
A1

A2

A3

Ad

A5

A6

A7

A8

A9

A10

Outcome after Delphi
Method

Consensus reached.

| suggest replacing the
word “footprint” with
carbon production; |
suggest including in Ex.:
reduction of fossil fuel
consumption.

| suggest including
the reverse logistics
mechanism in the issue.

Consensus reached.

| suggest including in
Ex: exploration of raw
materials cannot be
predatory.

| suggest rewriting the

beginning of that question

to: “Regarding the
management of people/
employees, the company
has...".

| suggest including the
word “equity.”

| suggest including the
words “rights and duties”
in relation to current
legislation.

| suggest including an
Example: SASSMAQ
regulations that act in the
management of safety,
health, environment and
quality in the transport
and distribution of
chemical products.

Consensus reached.

100

80

100

80

100

Outcome after Delphi
Method

Consensus reached.

- Recommended to remove

Law 12,305/2010, due to
specialty.

- The law was maintained.
- Consensus reached.

Consensus reached.

Consensus reached.

- | suggest including
affirmative action that
benefits employees.

- Suggestion rejected, as
the statement concerns
organizational policies.
- Consensus reached.

Consensus reached.

- | suggest removing the

SASSMAQ Standard, due to

its specificity.

- Maintained the SASSMAQ

Norm.
- Consensus reached.
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(%)

100

100

100

100

100

100

100

100

100

100
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Table 13 - Outcomes of statements after application of the Delphi Method

Checklist 1 Answers Checklist 2 Answers

| suggest rewriting the
sentence “in accordance

Continuation

A11 with certain laws, norms 80 Consensus reached. 100
and rules” with the word
compliance.

A12 Consensus reached. 100 - 100

| suggest using

a management
methodology based
on the “objectives and

pg%-te A13 retsu.lts" [QKR] method in 60 Consensus reached. 100
Gover- this issue msteaq of Key
nance Performance Indicators
[KPI].
| suggest including an
Al4 Example: “issuing green 80 Consensus reached. 100
bonds”.
| suggest replacing the - | suggest keeping the
word “adaptable” with the word “adaptive”. The term
A15 term “responsive” (reacts 80 “responsive” is too fancy. - 100
or responds in a way that The term “responsive” was
is expected or appropriate kept.
in a given situation). - Consensus reached.

Source: Elaborated by authors (2024)

According to Osborne et al. (2003), the process of reflection and answers to the
checklist model analyzed by the researchers ends when the desired levels of stability
and consensus in the answers are reached. In general, there is consensus when there
is low divergence in the distribution of responses to a given item around an average
response. Regarding stability, it can be defined as the absence of new contributions

and little change in the panel's responses between rounds (Miranda et al., 2012).
4.3 Diagnostic Checklist Model for ESG Practices

In this study, the ESG practices diagnostic checklist model was composed of a
set of 15 assertions, with closed questions, divided into three dimensions: the first
aimed to evaluate Environmental practices (Environmental Governance); the second,
Social practices (Social Governance); and the last characterizes Governance practices

(Corporate Governance).
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Inorder toidentify the level of maturity assessed by respondents, a five-level maturity
scale will be applied: Level 1 - Absence of practices and standards; Level 2 - Informal orinthe
implementation phase; Level 3 - Formally established; Level 4 - Established and systemic;
and Level 5 - Established, systemic and optimized, for the dimensions that characterize the
management model of Environmental, Social and Governance Practices [ESGP].

Figure 7 defines the five maturity levels for assessing established Environmental,

Social and Governance Practices [ESGP].

Figure 7 - Five-level maturity scale

Established,
. systemic and
Establlshed_ optimized
and sy5tem|c Completely implemented,
Forma"y has established indicators,
. established Fully implemented in has effective results and
Informal or in the Oné OF more areas has exhibited continuous
im plementation Formally implemented ADANIIRE e = Eprove{r:ent oveRtiziest
indi months.
Absence of phase (documented), but 'rrédsﬁlt(;r; :?hnig\?:d
practices an d there are some flaws :
. in execution.
Implementation was
| i I
Not yet implemented organization. Thereis
or being implemented an implementation ‘
informally, with schedule. ]

unstable results.

Source: adapted from Trentin (2021, p. 135)

The maturity levels that make up the diagnostic checklist model for ESG
practices, proposed by ENGES Consultancy Ltda., are directly related to organizational
development, the ability to generate sustainable value and the company’s positioning
vis-a-vis its stakeholders. These levels represent an evolutionary path that reflects
the degree of formalization, execution and impact of ESG practices, influencing both

internal management and the organization’s external perception.
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It should be noted that companies diagnosed at initial levels (Level 1 and 2),
characterized by the absence or initial implementation of ESG practices, face challenges
such as lack of credibility, reputational risks and difficulties in meeting regulatory
or market requirements. However, these phases offer opportunities for learning
and innovation, allowing organizations to structure processes and identify strategic
priorities. Small businesses in particular can use these levels as a springboard to adopt
more robust practices over time and grow their businesses.

On the other hand, companies diagnosed at the most advanced levels (Level 4
and 5) demonstrate greater maturity when integrating ESG practices in a systemic way,
with well-defined indicators and consistent results. This generates benefits such as
competitive advantage, access to more demanding markets and greater engagement
with stakeholders. Companies at Level 5, for example, are recognized as leaders in
sustainability, influencing supply chains and entire industries. These levels promote
organizational resilience and innovation, aligning ESG with strategic objectives and
contributing to long-term value creation, in addition to the possibility of inclusion in
sustainability indices, such as the Dow Jones Sustainability Index (DJSI) or the Corporate
Sustainability Index (ISE) from B3 in Brazil. Being on these indices increases visibility
before institutional investors and reinforces the company’s credibility.

In Figure 8, the statements/practices are broken down by dimension, in addition
to the five levels defined for measuring maturity, used to establish the maturity level of

Environmental, Social and Governance Practices (ESGP) in organizations.
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Figure 8 - Affirmatives / practices decomposed by dimension

Macro Dimension - Environmental, Social and Governance Practices [ESGP]

Dimension

Environmental
Governance

Select the maturity stage your organization is
in in each of the ESG practices according to the
scale described below:

Affirmatives / Practices 1

No practices
and stan-
dards

In terms of environmental manage-
ment, does the organization have
environmental certifications??

(Ex.: 1ISO 14001; Forest Stewardship Council
[FSC]; System B Certification; Organic Certi-
fication; etc.)

Does the organization measure
and compensate for its carbon pro-
duction or environmental impacts,
including the use of renewable
sources??

(Ex.: Reduction of inputs and resources such
as water and energy; reduction of fossil fuel
consumption; waste recycling; etc.)

Does the company know all the
waste it generates and correctly
manage it, including reverse logis-
tics mechanisms?

(Ex.: Promotes the 3R’s policy - Reduce/
Reuse/Recycle; avoids single-use plastic;
promotes selective collection; complies
with the National Solid Waste Policy - Law
12.305/2010; etc.)

Is the production chain mapped,
selected and/or worked on in ac-
cordance with sustainability indica-
tors?

(Ex.: ETA/ETE treatment; affordable and
clean energy; responsible consumption and
production; etc.)

Is the organization based on the
sustainable use of biodiversity, in-
cluding education and awareness
on how to use resources without
causing them to be depleted?

(Ex.: The exploitation of raw materials can-
not be predatory; exploitation of raw ma-
terials through sustainable management,
cultivation and reproduction in the labora-
tory; etc.)

2

Informal
or under
implemen-
tation
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Figure 8 - Affirmatives / practices decomposed by dimension

Macro Dimension - Environmental, Social and Governance Practices [ESGP]

Social
Governance

10

In terms of people/employee man-
agement, does the company have
a policy and promote diversity, eg-
uity and inclusion?

(Ex.: the selection process is inclusive; com-
mitment to gender equality; generation of
opportunities for less privileged popula-
tions, etc.)

Are there programs that focus on
the development and well-being of
company employees?

(Ex.: has a career, succession and remu-
neration plan; quality of life program; trend

monitoring tools; conducts an effective com-
munication process; etc.)

Does the organization ensure
compliance with current legislation
(rights and duties) with regard to
working relationships between em-
ployees and employers?

(Ex.: encourages the participation of em-
ployees in union negotiations; condemns
child labor and forced labor; etc.)

Does the organization have health
and safety approvals?

(Ex.: 1ISO-45001; ISO-31001; compliance with
Regulatory Standards [NR]; Health, safety,
environment and quality assessment sys-
tem [SASSMAQ]; etc.)

Does the company have contact
and develop relationships through
effective actions with stakeholders?

(Ex.: management of the company’s impacts
on the community; support and develop-
ment of suppliers; management of social
actions; responsible communication and
education for responsible consumption;
management of impacts resulting from the
use of the products and/or services offered;
etc.)

Continues
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Figure 8 - Affirmatives / practices decomposed by dimension Continuation

Macro Dimension - Environmental, Social and Governance Practices [ESGP]

Regarding corporate governance,
does the company have compli-
ance mechanisms and rules in

11 place aimed at executing the com-
pany's social and environmental
responsibility actions?
(Ex.: ISO-16001; investor relations policies
and financial reporting; stakeholder engage-
ment program; competition and anti-cor-

ruption practices; integrated management
system; etc.)

Does the company have a code of
ethics disseminated and lived by
employees?

12 , -
(Ex.: resolution of controversial issues; ex-
change of favors policy; help in maintaining
equity; definition of behavior standards;
etc.)

Does the company measure

Corporate and periodically make available,
Governance through reports and Objective Key
13 Results [OKR], its social and envi-

ronmental results?

(Ex.: ESG reporting; sustainability reporting;
Sustainable finance; Sustainable Develop-
ment Goals [SDG] agenda; etc.)

Are financial instrument reports
aligned with sustainability ambi-
tions and performance, reinforcing
the Company’'s commitment to

14 transparency inreporting and de-
tailing its goals?
(Ex.: issuing green bonds to finance sustain-
able projects; adapting to the Sustainable

Development Goals [SDGs] of the United
Nations [UN]; etc.)

Is the organizational structure ag-
ile, responsive, and adaptive?

15 (Ex.: respect and responsibility towards
people; self-managed teams; transparent
communication style; etc.)

Source: Elaborated by authors (2024)
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4.4 Pre-Test of the Diagnostic Checklist for ESG Practicesesg

In summary, all 30 professional respondents positively evaluated the
comprehensive functionality of the ESG practices diagnostic checklist. Inrelation to self-
assessment, all professional respondents were able to naturally highlight the current
situation of their company based on the model. All professional respondents noted
the ability to identify necessary improvement steps based on the difference between
their current position and the desired final stage of maturity. Although the model was
considered complete, some of the professional respondents noted the need to make
some linguistic adjustments (polysemy; elaborate words, etc.), rationalization of words
and addition of practical examples, such as: ISO-31001; National Solid Waste Policy
- Law 12.305/2010; Organic certification. All responding professionals attributed an

appropriate character to the ESG practices diagnosis checklist model.

5 FINAL CONSIDERATIONS

The main objective of this research was to develop a consultancy model to
evaluate the level of maturity of ESG practices. As a result, a hypothetical consultancy
called ENGES Consultancy Ltda. was created, established through the creation of the
social contract, creation of the mission, vision and values, in addition to developing a
business model based on the strategic management tool Business Model Canvas [BMC].

In two rounds of evaluation, a consensus among experts on the content of the
diagnostic checklist for ESG practices was evident, in addition to a positive evaluation
in the pre-test. This study contributed theoretically to the proposition of a consultancy
model to assess the level of maturity of ESG practices in disparate organizations.

The practical contribution lies in understanding Environmental, Social and
Governance [ESG] management practices from the ESG practices diagnosis checklist
model and the respective level of maturity, identifying strengths and points that
demonstrate implementation or execution weaknesses, in addition to providing a way

of comparing results (benchmarking) obtained between organizations.
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This study was treated with the necessary methodological rigor, although it is
necessary to recognize some limitations. The first is related to the sample obtained,
as it is a non-probability sample and thus the data cannot be generalized. The
application of a longitudinal study to verify the phenomenon, using a timeline as a way
to obtain information that can attest to the gradual increase or not in the maturity of
Environmental, Social and Governance [ESG] practices. In future studies, the validity
of the results obtained in this research could be improved, extending the sample
to a larger number of respondents. Finally, the use of a mixed research approach
(quantitative and qualitative) is suggested, allowing the researcher to explore different
variables in different contexts, identify possible challenges in implementing the model
and, therefore, be able to find different results.

The present study contributes to a significant literature review on Environmental,
Social and Governance [ESG] and maturity models. Therefore, this research brings
contributions to researchers, professionals, universities and consultancies. This study
provides an understanding for consultancies specializing in ESG that wish to use a

checklist model for diagnosing ESG practices.
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