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册子 / 报告标题  | 章节标题

Any material or explanation (including but not limited to 
presentation slides or verbal explanation) (collectively “Material”) 
provided hereunder serves as a general guide instead of a 
basis for decision making and shall not be construed as any 
advice, opinion or recommendation given by Deloitte Consulting 
(Shanghai) Co, Ltd. (“DC”) on the presentation.  In addition, 
the Material will be limited by the time available and by the 
information made available to (“DC”), you should not consider 
the Material as being comprehensive as DC may not become 
aware of all facts or information.  Accordingly, DC will not be 
in a position to make a representation, and will not make a 
representation as to the accuracy, completeness and sufficiency 
of the Material.  You will rely on the contents of the Material 
at your own risk. All duties and liabilities (including without 
limitation, those arising from negligence or otherwise) to all 
parties, including you are specifically disclaimed.  All copyrights 
and other intellectual property rights contained in the Material 
are reserved by DC.  For the avoidance of doubt, the Material 
contains general information only, and none of Deloitte Touche 
Tohmatsu Limited, its member firms, or their related entities 
(collectively, the “Deloitte Network”) is, by means of the Material, 
rendering professional advice or services.  Before making any 
decision or taking any action that may affect your finances 
or your business, you should consult a qualified professional 
adviser. No entity in the Deloitte Network shall be responsible 
for any loss whatsoever sustained by any person who relies on 
the Material.

Disclaimer
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Unlocking Value from ESG Strategies in Post-Transaction Integration  | Introduction

For Chinese companies, ESG is becoming progressively 
more necessary. Companies view ESG as a way of achieving 
the Chinese government's goal of carbon peak by 2030 and 
neutrality by 2060. Mandatory requirements from regulators, 
the needs of investors, the expectations of consumers, and 
other social groups have made sustainability a strategic 
imperative.

There is an urgent need for companies to change their mindset 
- ESG is no longer just a public relations matter nor simply an 
environmental regulatory issue, but an opportunity for strategic 
reorientation of long-term corporate development. With ESG 
as an anchor, companies can discover the "blue ocean" of 
value creation through continuous managerial and operational 
improvement.

Sustainable development opportunities are transforming 
corporate investment and M&A activities. Some post-
transaction integration measures have started incorporating 
some ESG components but still missing the full embedding 
of ESG elements. Companies should have the foresight to 
pursue ESG initiatives and adopt a systematic approach. How 
to embrace ESG in a post-transaction context and upgrade 
integration practices has become a major issue for companies. 
This article will introduce Deloitte's methodology and advanced 
practices to explore how ESG helps companies further unlock 
value in the post-transaction integration process. We believe 
this will help companies sharpen their perspective and grasp 
this strategic opportunity to unlock value.

Introduction
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ESG助力企业在投后整合中释放价值  | 章节标题

Environmental, Social, and Corporate Governance (ESG) is a strategic 
imperative for business transformation and is proven to be essential. 
It is no longer a cliché of abstract concepts but an emerging key 
driver that unlocks hidden value. Embedding an ESG mindset into 
daily business operations develops the ability to capture market 
opportunities through sustainable development, providing companies 
with a competitive edge. 

The Mindset Shift: ESG as 
the North Star to Unlocking 
Business Value and Driving 
Business Transformation
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Unlocking Value from ESG Strategies in Post-Transaction Integration  | The Mindset Shift: ESG as the North Star to Unlocking Business Value and Driving 
Business Transformation

ESG impact on corporate operation from different dimensions
We observe that companies can benefit from ESG-incorporated operations to create value through six key dimensions: 
brand differentiation, innovation, operational efficiency, capital access, risk mitigation, and talent management.

 • Brand differentiation: Increasingly more consumers are showing stronger preference and loyalty to ESG-incorporated 
brands. According to research, brands committed to sustainability have better brand recognition and marketing buzz than 
less committed competitors. One study shows that exemplary “citizenship” and responsible “governance” qualities account 
for nearly 30% of corporate reputation, the highest factor other than products and services. In addition, recent retail 
research shows that, after quality, the second-highest reason for customer brand loyalty is sustainable or ethical business 
practices.

Figure 1. ESG generates tangible value that is hard to ignore1

Source: Monitor Deloitte Analysis
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 • Innovation and opportunity creation: Companies with high ESG ratings emphasize long-term value creation through 
continuous innovation, increasing the chances of harnessing advanced technology, developing the latest business models, 
and growing market share.  Since 2014, US sales of sustainable products have grown nearly 20%, with a CAGR that is four 
times greater than typical consumer products. Statistics show that sustainable products are the fastest-growing product 
segment in most CPG categories.

 • Operational efficiency: ESG-focused companies concentrate on energy savings and efficiency improvement and 
positively influence business partners throughout the value chain (especially suppliers). Companies that encourage 
suppliers to reduce resources could achieve up to a 45% reduction in operating costs. 

 • Capital access: Companies with high ESG ratings have performed higher in efficiency, risk management, and corporate 
governance metrics than their lower-ESG-rated counterparts, lowering capital costs. Channels such as low-interest green 
bonds can further reduce the average cost of capital. The attractiveness of ESG-related investments shows a 34 percent 
increase in sustainability investments to reach US$30.7 trillion globally in 2018.

 • Risk mitigation: Social media trends increasingly influence consumer perception, so ESG-related public relations crises 
can easily damage corporate brands. Statistics show that 90% of consumers will switch brands to support a good cause or 
boycott brands with irresponsible business practices. In addition, the global nature of the corporate footprint and the inter-
dependencies on international supply presents a vulnerability to extreme weather conditions. In 2019, 215 of the largest 
global companies reported almost US$1 trillion at risk from climate impact alone, with many risk events possibly occurring 
within five years. Therefore, it is essential to embed ESG values into routine business operations to mitigate unanticipated 
risks. 

 • Talent engagement and retention: Companies with higher ESG ratings tend to be people-centric, cultivating an inclusive 
culture, and focusing on long-term value creation, which is key to attracting and keeping talent. Research shows that 61% of 
employees consider ESG an indispensable part of company management, and 46% consider sustainability a prerequisite 
for working in a company. Moreover, nearly 40% of millennials reported that they selected their current job because their 
employer has a better ESG reputation than alternative employers.
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Companies with better ESG performances dominate China's domestic capital market
We have found that companies with high ESG ratings in China's capital market outperformed other players regarding 
capitalization value and financial returns.

Figure 2. Listed companies with higher ESG ratings outperforms others

Source: Capital lQ, Monitor Deloitte Analysis

 • Capitalization increase | According to our analysis of the MSG China ESG index2, between the period of October 2013 
and October 2022, the MSCI China ESG index increased by 18.9%, far higher than the overall MSCI China index, which 
showed a -9.5% decrease, The excess returns of ESG investment strategies in the Chinese market are mainly due to the 
following aspects:

 – As ESG-themed investment is relatively new, companies with ESG strategy signal their focus on long-term value with 
solid governance and sustainable social impact, attracting more capital to ESG-rated companies, resulting in a positive 
correlation between ESG score and market capitalization.

 – Companies with high ESG ratings are backed by favorable government policies as their sustainable business development 
is in line with national strategy (i.e., carbon neutrality, common prosperity).

 – Investment capital attracted to limited number of ESG related assets effectively leads to increase in overall valuations.

 • Financial returns | Companies with higher ESG ratings tend to perform better in cost-effectiveness, productivity, 
operational efficiency, risk management, and governance, resulting in a strong competitive advantage. This competitive 
advantage over lower ESG-rated peers generates higher profitability and reduces systematic risks. 
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ESG助力企业在投后整合中释放价值  | 章节标题

The Pivot: From Passive 
Disclosure to Proactive 
Engagement, ESG Transforms 
Value Creation Approach
With growing awareness of ESG concepts at all levels of society, including 
investors, financial institutions, and consumers, companies will gradually 
realize the close connection between ESG practices and corporate value 
creation, moving from passive disclosure to proactive engagement, and 
spontaneously integrating ESG aspects in all facets of management and 
operation to explore new value creation opportunities through the lens 
of sustainable development.
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Three stages in the evolution of corporate ESG practices
To achieve resilient long-term growth, companies must closely align their management operations with sustainable 
environmental and social development. As sustainability management continues to mature over time, the intrinsic drivers 
of company growth are undergoing a profound transformation. The evolution of corporate ESG practices can generally be 
divided into three stages: Compliance-driven, Performance-driven, and Long-term Value-driven. 

Stage 1: Compliance-driven
At this stage, the maturity of green management is low, and intrinsic drivers of value growth are based on the simple pursuit 
of financial returns. ESG initiatives are often limited to passive compliance with regulatory requirements, specifically in areas 
with strong regulatory requirements such as emissions, environmental protection, and labor protection. By fulfilling minimum 
regulatory requirements without proactive engagement, it ensures compliance impact on stakeholders.

Stage 2: Performance-driven
With the tightening of regulation and growing awareness of ESG concepts among investors and financial institutions, green 
management has matured, and the intrinsic driver of value growth has evolved from the pursuit of pure financial returns in the 
compliance-driven stage to the pursuit of financial returns with ESG considerations embedded. At the same time, companies 
have begun to proactively review and avoid potential risks in their operations and are taking a more proactive approach to long-
term prevention, with some taking potential ESG impact into account as part of business decision making. ESG is a key tool for 
companies to explore value growth opportunities, aiming for performance improvement and risk avoidance.

Stage3: Long-term Value-driven
Along with the penetration of ESG values in society, companies would further enhance the maturity of green management by 
fully embedding ESG considerations into business strategy, management, and operation. Companies have shifted their focus 
from the previous performance-driven stage to building more resilient and green competitive advantages through strategic 
transformation and business management improvement, while reducing environmental, social, and managerial risks. The 
goals of ESG practice at this stage are to achieve sound development through responsible management and operation and 
to pursue more positive social and environmental impacts.

Figure 3. Three stages of corporate ESG practices

Source: Monitor Deloitte Analysis
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The link between ESG practices and corporate value creation
To help companies identify the intrinsic link between ESG and corporate value creation, we apply the Deloitte Enterprise 
Value Map and overlay the correlation between five representative ESG practices (environment, social capital, human 
capital, business model & innovation, leadership & governance) and the three key drivers of corporate value creation 
(revenue, operating margin, and asset) where we can see how ESG practices contribute to the sustainable development 
of the environment and society, while creating tangible benefits for companies over the long run. Below we have selected 
some examples of ESG practices to help companies build a more concrete understanding.

Figure 4. The link between ESG topics and enterprise value

Source: Monitor Deloitte Analysis
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 • Product | Changing the value proposition of products, through R&D innovation, packaging, and full-cycle product carbon 
footprint management to reduce the environmental impact of products, promote the economic development of local 
communities, and meet consumer demand for sustainable products and services to drive revenue growth.

 • Customer Enhancement | Strengthen the construction of a responsible corporate brand image in marketing and other 
aspects to enhance brand value and customer stickiness.

 • Cost Efficiency | Use technology to drive and empower the maximum utilization of assets and resources.

 • Operation Excellence | Streamline operations, identify and apply new processes and process management tools to 
improve management resilience for sustainable growth.

 • Intangible Assets | Taking a holistic view, actively tracking, and managing carbon emission allowances, carbon footprint 
data, and other intangible assets and enabling technology to extract deep business value.

 • Social Impact | Proactively commit to corporate social responsibility and lead all internal and external stakeholders to 
achieve mutual benefit and a win-win outcome.
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ESG助力企业在投后整合中释放价值  | 章节标题

M&A is a crucial lever of corporate value creation. Acquisition and 
divestiture of assets enable companies to develop assets, technologies, 
and capabilities necessary for sustainable development. We foresee 
that the integration of the ESG concept into M&A activities will become 
the standard in the foreseeable future, where ESG elements will run 
throughout the entire M&A cycle through deal origination, execution, 
post-transaction integration, ownership, and exit implementation to 
form an organic feedback loop to unlock significant growth in enterprise 
value. 

The Challenge: Upgrading 
Post-Transaction Integration, 
ESG Unlocks Abundant Value 
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Refreshing post-transaction integration approach in the ESG era
In the M&A cycle, post-transaction integration is a key stage to improve investment operation and maximize return. Based 
on our experience, we believe that to achieve outstanding value growth in post-transaction integration and to improve 
the maturity of green management, ESG considerations need to be applied in the three fields of strategy & business, 
operation & process, and governance & organization.

Figure 5. Embedding ESG within the post-transaction integration (Illustrative)

Source: Monitor Deloitte Analysis
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I. Strategy & Business
While carrying out enterprise-level strategic planning after post-transaction integration, ESG-leading companies typically 
incorporate ESG concepts into systematic planning, combining the corporate-level and operational-level strategies, 
integrating various operational and functional strategies, and avoiding treating ESG as a standalone management issue. We 
have summarized and refined a set of strategic sustainable development methodologies, aimed at assisting companies in 
simplifying their strategic-planning process and clarifying their future development direction.

Figure 6. Strategic choice cascade for enterprise’s sustainable development

Source: Monitor Deloitte Analysis
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Figure 7. Three types of strategic focuses for carbon neutrality

Source: Desk Research, Monitor Deloitte Analysis
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significant decarbonization objectives, they will have to purchase carbon emission credits which will increase operating 
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operating capabilities and mastering technologies such as carbon capture, utilization, and storage (CCUS) and renewable 
energy will be vital to achieving strategic transformation towards carbon neutrality.

 – Building competitive advantage: Primarily for consumer-facing industries such as automotive, FMCG, and real estate. 
Carbon emissions from operations account for a relatively small proportion of the entire product life cycle. Hence, 
achieving decarbonization along the value chain and integrating sustainability into products and services to engage with 
consumers enables differentiated value propositions and competitive advantages.

 – New business incubation: Financial institutions, internet technology companies, and waste management industries 
can provide decarbonization technology, finance, and digital solutions. Reacting to increasing decarbonization demands 
from various industries, these companies can embrace new growth engines and strategic opportunities, followed by 
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 • Capabilities required | The existing technical resources and capabilities often cannot support achieving sustainable 
development goals. Accordingly, companies may identify capability gaps and build key competencies such as open-ended 
innovation, carbon asset tracking and management, digitalization, decarbonization technologies, and ESG talent training to 
provide the basis for future strategy implementation. 

 • Management system | ESG-leading companies typically establish ESG committees, management offices, and working 
groups. The committees are responsible for defining and clarifying organizational division and management processes 
at all levels and optimizing performance management systems based on quantifiable sustainable goals. In addition, 
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employees’ ESG awareness.  
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II. Operation & Process
Post-transaction integration with embedded ESG considerations in optimizing operation and process, focuses on 
exploring potential value enhancement in reducing environmental burden and expanding positive social impact. Based on 
Deloitte's industry insights, the critical success factors of ESG-leading companies in post-transaction integration include:

 • Closed loop execution of ESG practices: Implement the process of Plan → Do → Check → Act to ensure the precise 
implementation of each action plan and continuous tracking and optimization.

 • ESG information transparency and clear division of roles and responsibilities: Enhanced communication within the team 
on integration policies, ESG strategies, action plans, etc., to ensure a clear division of roles and responsibilities and a 
collaborative working environment in ESG post-transaction integration implementation.

 • Build an ESG ecosystem: Export ESG concepts and guide business partners within the value chain to develop ESG 
initiatives through information, experience sharing, and business cooperation, thus fostering the maturity in the market.

In the post-transaction integration process, the screening of potential value enhancement areas and the formation of 
quick win strategies are generally considered along the dimensions of implementation complexity and financial returns. 
Taking procurement, manufacturing, and logistics as examples of the main functions of the supply chain, ESG related 
transformation in areas such as procurement management, manufacturing process, and logistics optimization could 
generate scale effect post-transaction. 

Embedding ESG considerations in the value creation areas mentioned 
above enable new perspectives to initiate strategic upgrades.

 • Procurement management: Incorporate ESG assessment and 
qualification processes in supplier development and management 
mechanisms; develop supplier KPI evaluation standards and 
promote them to the supplier network; develop and promote 
supplier ethical procurement policies to meet overall ESG goals; 
achieve a win-win situation for both procurement management and 
social impact improvement.

 • Manufacturing process: Install clean energy equipment to 
improve operational energy efficiency; strengthen carbon footprint 
management throughout the entire product life cycle; achieve cost 
optimization; leverage intangible assets; achieve a win-win situation 
of carbon neutrality with downstream stakeholders.

 • Logistic efficiency: Adopt clean energy and new technologies 
to improve vehicle efficiency and reduce emissions; design and 
promote assessment policies for downstream logistic suppliers 
for carbon emission reduction; promote excellent operation and 
sustainable development of the overall industry.

Figure 8. Main value creation focus areas during post-transaction integration—procurement, manufacturing, 
and logistics as example

Source: Desk Research, Monitor Deloitte Analysis
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Figure 9. Typical ESG practices in value creation areas during the post-transaction integration – procurement, 
manufacturing, and logistics 

Source: Desk Research, Monitor Deloitte Analysis
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III. Governance & Organization
In traditional post-transaction integration process, companies typically implement integration practices from the dimensions 
of organization, talent, KPI, and culture to ensure a smooth transition and integration of corporate cultures. Embedding ESG 
considerations will uncover new perspectives to the above four dimensions.

Figure 10. Typical ESG practices—organization, talent, KPI, and culture

Source: Desk Research, Monitor Deloitte Analysis

 • Organization | Promote sustainable development management starting from the Board; establish principles and 
authorization framework to enable top-down collaboration and in-depth participation from the Board; ensure alignment 
with business strategy; determine and optimize management structure based on the company's specific situation.

 • Talent | Identify gaps in ESG talents; build a professional ESG team with members from diversified backgrounds and 
expertise with a clear structure of roles and responsibilities; incorporate feedback from relevant departments to optimize 
the talent training system.

 • KPI | KPI is the key to ensuring the effective implementation of ESG strategies; companies need to set ESG-related KPIs 
to track ESG performance, calibrate corresponding incentives to support the overall strategy, and adjust the KPI system 
accordingly. 

 • Culture | Embed ESG elements into corporate culture and values; form a strong cultural awareness of sustainable 
development; align ESG goals with key cultural metrics
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The embedding of ESG elements in post-transaction integration requires an upgrade of the Integration 
Management Office
The Integration Management Office (IMO), is the central institution to promote transaction execution and integration, 
leads the formulation of the Day100 plan and plays a bridging role across various stakeholders within the company. After 
embedding ESG considerations, the Integrated Management Office needs to incorporate an ESG Impact team as well as 
an ESG workstream to effectively facilitate top-down ESG management and form a well-coordinated working mechanism 
both horizontally and vertically within an organization.  

Figure 11. ESG embedded in post-transaction integration management structure (Illustrative)

Source: Desk Research, Monitor Deloitte Analysis 

 • ESG impact group | Provides guidance for functional work streams as part of the Integration Management Office and 
ensures the alignment of goals, norms, and principles; designs overall ESG policies in the post-transaction integration 
period based on the company's sustainable development vision; provides coordination and information input for functional 
work streams; regularly assess the financial and non-financial impact of ESG initiatives and report to the Integration 
Management Office and the company's ESG Committee, etc.

 • ESG work stream | Provides technical support and professional input to the functional work streams in ESG 
initiative implementation; supports each functional work stream to develop an ESG execution plan; regularly assesses 
implementation progress and reports to the Integration Management Office, the company's ESG Committee, and the ESG 
Impact group, etc.

Integration Management Structure

Integration
Management 
Office (IMO)

PMI project 
leader

Functional
Workstream

Integration Committee

Integration Management  Office

Functional work streams

 Integration 
Strategy & Synergy

Target company

Acquirer company

 Governance
Internal & 
External     

Communication

Guidance & coordination

 ESG Impact

ESG work 
stream

Execution 
and technical 

support



20

Unlocking Value from ESG Strategies in Post-Transaction Integration  | Concluding Remarks

With an increasing focus on sustainable development, 
ESG will become an indispensable part of corporate 
M&A integration. This change will no doubt help to 
enhance the competitiveness and attractiveness of 
companies in the capital market, which in turn will create 
a virtuous cycle of resilience and longer-term value 
creation capabilities.

ESG elements should be embedded in the M&A 
integration process at three levels: strategy & business, 
operation & process, and governance & organization, 
which is a fundamental change in how companies 
operate.  Challenging though it may be, it also presents 
a huge opportunity. As a leading global management 
consulting service provider, with an extensive suite 
of methodologies, ESG tools, and end-to-end M&A 
experience, Deloitte is well positioned to help companies 
embrace ESG in M&A and post-transaction integration 
operations to decisively win in the post-pandemic era.

Concluding Remarks



21

Unlocking Value from ESG Strategies in Post-Transaction Integration  | Contacts

Contacts

For further discussion about how ESG can help companies enhance value in the post-
transaction integration process, please contact:

Deloitte Consulting China

Chen (Victor) Wei Hao
Deloitte Consulting China, Mergers & Acquisitions Offering Leader
Email: vicchen@deloitte.com.cn

Teo Chee Wee                                                                        
Deloitte Consulting China, Partner                         
Email: cheeweeteo@deloitte.com.cn   

Liu (Gordon) Yun Feng                                                                     
Deloitte Consulting China, Director
Email: gordliu@deloitte.com.cn

Special thanks to Liang Feng, Min Zhao, Xinyi Zhang, and Yuan Zou, who made their 
contribution to the publication.
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1. Deloitte Insights, "Measuring the business value of corporate social impact", 2020/7/31

2. MSCI (Morgan Stanley Capital International), Morgan Stanley Capital International, is a leading global provider of financial information. Its MSCI index 
is the most influential stock index in the world and the most used benchmark index by global portfolio managers. MSCI MSG China ESG Index is the 
universal index of China A-share RMB ESG. Companies with higher ESG ratings receive higher weights, and the weighted sectors are energy equipment, 
banking, food and beverage, pharmaceuticals and biotechnology, non-banking finance, electronics, automotive, etc. The indexes are adjusted to 
remove some underlying companies with poor ESG ratings from the parent index, and then adjust the weights of the remaining stocks according to 
their ESG ratings.

3. ESG ValueFocus® is an end-to-end ESG M&A framework developed by Deloitte to guide corporate transactions from a strategy perspective, with 
elements including but not limited to long-term value creation through due diligence and post-transaction integration.

Endnotes
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Office locations
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