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Why Sustainability Belongs on the CFO Agenda

Sustainability is no longer a reporting obligation sitting next to the finance function — it is increasingly a

variable inside it. Financing costs, insurance terms, customer contracts, and investor screening criteria are all

starting to price in environmental and governance performance. For finance leaders, the practical question is

no longer whether to engage with sustainability, but how to integrate it into the tools already used to run the

business: cost structures, forecasting, and capital allocation.

This framework sets out a pragmatic, finance-first approach — built for mid-sized industrial and service

organizations in Switzerland and German-speaking Europe, where decisions need to be grounded in

numbers, not aspirations.

The Framework — Four Pillars

1. ESG Reporting Alignment
Map existing financial reporting cycles (monthly close, budgeting, board packages) against current and

upcoming disclosure requirements. The goal is a single reporting rhythm — not a parallel ESG process that

duplicates effort and dilutes ownership.

2. Cost Structures & Environmental Impact
Extend standard costing and margin analysis to make environmental cost drivers visible — energy intensity,

waste, emissions-linked levies — using the same standard cost and variance analysis tools already in place,

rather than introducing a separate sustainability accounting system.

3. Sustainable Financing & Capital Costs
Assess how green financing instruments, sustainability-linked loans, and evolving lender expectations affect

the cost and availability of capital, and where this should influence investment appraisal and hurdle rates.

4. Circular Economy Integration
Identify where circular economy principles — extended product life, material recovery, reuse — create

measurable financial upside (cost avoidance, new revenue lines) rather than treating circularity as a purely

operational or marketing initiative.

Research in Progress — The Z-Factor

Alongside the applied framework above, I am developing a research concept called the Z-Factor: an

approach to integrating ecological performance directly into the Weighted Average Cost of Capital (WACC)

calculation, so that environmental risk and resilience are reflected in the discount rate used for investment

decisions — not treated as a separate, qualitative overlay.

This is a forward-looking research track, not a packaged advisory service. It is included here for finance

leaders who want to think ahead of current reporting requirements toward where capital allocation

methodology is likely headed. I welcome conversations with CFOs, academics, and practitioners interested in

stress-testing the concept.
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How This Translates Into Engagement

The framework above is not a standalone service — it is a lens applied within existing BGC engagements,

most commonly:

Engagement Where sustainability fits in

Diagnostic Sprint Initial visibility into where environmental cost drivers and reporting gaps sit within the current financial structure.

Fractional CFO Retainer Ongoing integration of sustainability metrics into forecasting, board reporting, and investment appraisal.

Transformation Engagement Full redesign of costing, reporting, and capital allocation processes to embed sustainability as a standing input — not a bolt-on.

“Financial clarity today. Stronger, more resilient business tomorrow.”

Let's Talk
If you are a CFO or finance leader looking to understand where sustainability already touches your numbers

— and where it will — I'm happy to walk through this framework in the context of your organization. Based in

Schaffhausen, working with clients across Switzerland and German-speaking Europe.
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