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Corporate Net Zero pledges are a start — not the end. After a slew of new promises made at the COP26 conference, 

it’s time to ask: are companies ready to zero out emissions? How are they transforming today to help limit global 

temperature rise to 1.5°C and avoid the worst of climate change? 

We surveyed 400 business leaders across 23 countries, representing companies with more than $1 billion (USD) 

in revenues or more than 10,000 employees, just weeks before the COP26 conference. Our research highlights a 

stark contrast: while companies are optimistic about their ability to decarbonize, the managerial and operational 

fundamentals necessary to enable the Net Zero transformation are not yet in place. 

The business leaders we polled are split equally between C-suite executives and department directors who lead day-

to-day sustainability responsibilities. The gap between perception and operational reality widens when we compare 

their responses. We consistently find directors more attuned to the reality of missing decarbonization enablers in 

their organizations than C-suite leaders.

What explains this disconnect between leadership perception and what’s really needed to deliver Net Zero? All 

business leaders agree that excellent execution of decarbonization strategies will create a real competitive advantage 

in their industry. Yet our data suggests that most companies have yet to make the transition from viewing carbon as 

a reporting obligation to bringing carbon to the core of the executive agenda.

Our 2021 Net Zero Corporate Readiness Survey shows businesses upbeat about their 
sustainability programs but underinvesting in the enablers of Net Zero transformation.

2021 Net Zero Corporate Readiness Report

Bridging the Gap Between Net Zero 
Optimism and Operational Reality

The C-suite has set 
ambitious Net Zero targets.

Do companies have the 
decarbonization enablers 
to deliver?

We understand the relevant technologies 
for our decarbonization needs

Executives Directors

We have mechanisms in place to 
integrate carbon into decision-making

Most business leaders in my organization 
regularly use emissions data to make decisions

We use innovative financing and contracting 
models to meet decarbonization targets

We leverage both local and corporate 
resources to drive emissions reduction

Question: Please rate the extent to which you agree with the 

following statements. 

Graph: Combined responses to ‘Somewhat Agree’ and 

‘Strongly Agree’ 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey
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Business leaders 
believe they 
are set up for 
decarbonization 
success...

Most companies are optimistic they can deliver on decarbonization goals.

And vast majorities believe they have the resources, capabilities and financing  

to execute their strategy. 

• 80% agree (including 25% who are confident) they have adequate resources

• 74% agree (including 29% who are confident) they have the right capabilities 

• 84% agree (including 34% who are confident) they have mobilized and budgeted 

sufficient financing to achieve their decarbonization ambition and strategy

*Sentiment Methodology: Respondents were given a five-point scale on statements ranging from ‘Strongly Agree’ to ‘Strongly 

Disagree’. In some questions, we combine ‘Somewhat Agree’ and ‘Strongly Agree’ percentages to get a reading of the overall 

sentiment in the company. But we consider only strong agreement with statements about enablers as a measure of confidence. 

Successful Net Zero transformation is fundamentally anchored around 

three dimensions:
But the enablers 
of Net Zero 
transformation 
are not in place.

64%
of business leaders agree (including 23% who are confident*) that 

their ambition and strategy are based on a detailed analysis of 

the impact of the climate transition on long-term business value

• The decarbonization levers organizations deploy  

(e.g., energy efficiency and renewable power and gas)

• The scales at which they engage and transform operations 

(e.g., business unit, suppliers, customers)

• The enablers that serve to unlock opportunities and 

accelerate change

Net Zero enablers are particularly critical to ensure decarbonization happens 

at scale and pace, and in a way which addresses the constraints of emissions 

reductions as well as captures the opportunities of a rapidly changing 

business paradigm.

Yet our survey results show that five core enablers of Net Zero 

transformation are not yet in place across most companies: 

•  Creating an Actionable and Cost Effective Decarbonization Plan

•  Integrating Carbon into Corporate Governance and Decision-making

•  Making Carbon Data Ubiquitous

•  Leveraging Green Financing Solutions

•  Mobilizing the Organization for Delivery
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A bold decarbonization ambition must be supported by a detailed decarbonization roadmap that acts as a 

blueprint for action. This roadmap must identify and sequence the rollout of decarbonization levers and business 

models and integrate these in the company strategy. It is also a living document which must capture the rapidly 

changing technological and regulatory landscape and ensure the agility to change course or accelerate when the 

conditions are right. 

However, most companies are not confident about their understanding of decarbonization technologies. Only 38% 

of business leaders overall (45% of C-suite and 31% of directors) strongly agree they understand the relevant 

technologies for decarbonization. Even fewer, just 14%, express confidence in combining evolving solutions into 

their decarbonization plans. Interestingly, the confidence of business leaders steadily declines with their ability 

to anticipate decarbonization uncertainty, the impact of strategic changes, and total costs, indicating a relative 

immaturity in their business planning.

Companies’ confidence in their 
strategy of decarbonization 
technologies declines as they move 
from planning to execution.

Respondents  
who are confident* 

Strategy

Execution

We understand the relevant technologies 
for our decarbonization needs

Our decarbonization plans consider 
technology evolutions and uncertainties

Our decarbonization strategy includes 
anticipated future business changes (e.g., 

growth, new product lines)

We develop business cases and scenarios that 
consider the total costs of decarbonization

We combine solutions into decarbonization 
plans to achieve our goals

Question: Please rate the extent to which you agree with the following statements. 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey 

*Note: We consider ‘Strongly Agree’ responses as an indication of confidence.

38%

23%

22%

18%

14%

Creating an Actionable and Cost 
Effective Decarbonization Plan
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Decarbonization at scale requires carbon KPIs to be integrated in the decision-making and governance mechanisms 

of companies. New investment opportunities at all levels should be assessed not only for their financial and 

strategic merits, but also for their carbon impacts. In addition, goals and incentives of business leaders must be 

updated to integrate carbon performance. Over time, companies should apply the same scrutiny to carbon as they 

do to money.

The data is concerning. Almost all (97%) companies lack confidence in having mechanisms to integrate carbon in 

investment and business decisions. Similarly, 95% lack confidence that business units and individuals are being 

incentivized to decarbonize at the required pace and scale. Only 29% of department directors agree, compared to 

45% of C-level executives, that their companies have mechanisms in place to integrate carbon into decision-making.

Most companies have yet to 
integrate carbon into business 
decisions or incentives.

Question: Please rate the extent to which you agree with the following statements. 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey 

*Note: ‘Agree’ combines ‘Somewhat Agree’ and ‘Strongly Agree’ responses.  

‘Don’t Agree’ combines ‘Somewhat Disagree’, ‘Strongly Disagree’ and ‘Unsure’ 

responses. We consider ‘Strongly Agree’ an indication of confidence.

Integrating Carbon into Corporate 
Governance and Decision-making

We have mechanisms to 
integrate carbon in all 

investment and business 
decisions

We incentivize business 
organizations and 

individuals to achieve 
their decarbonization 

objectives

Only 3% are confident*

Only 5% are confident*

Agree

Agree

Don’t  
Agree

Don’t  
Agree

37%

31%

63%

69%
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Sound business decisions require accurate data insights, and carbon is no exception. To be successful in their 

Net Zero transformation, business managers need to be equipped with accurate and timely carbon data insights 

geared toward supporting decision making. 

Yet more than half of all business leaders, and an even larger majority of directors, acknowledge that their  

global business operations may not incorporate streamlined calculation and modeling of emissions data. Just 

48% of business leaders agree, of which only 10% are confident, they are using emissions data to make business 

decisions. When we zoom in on just the directors, even fewer, 35%, share that view. 97% of companies lack 

confidence they have a single source of truth for decarbonization data for the whole organization.

Business decisions remain 
disconnected from emissions data.

Making Carbon Data Ubiquitous

Question: Please rate the extent to which you agree with the following statements. 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey 

*Note: ‘Agree’ combines ‘Somewhat Agree’ and ‘Strongly Agree’ responses.  

‘Don’t Agree’ combines ‘Somewhat Disagree’, ‘Strongly Disagree’ and ‘Unsure’ 

responses. We consider ‘Strongly Agree’ an indication of confidence.

Only 10% are confident*

Only 3% are confident*

Agree

Agree

Don’t  
Agree

Don’t  
Agree

Most business leaders 
in my organization 

regularly use emissions 
data to make decisions

We have a single 
source of truth for 

decarbonization data

48%

18%

52%

82%
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Capturing the multitude of green financing and regulatory support mechanisms contributes to reducing the 

costs of decarbonization action and accelerating change. But only 31% of companies agree (of which 16% are 

confident) they have sustainable financing frameworks, such as green loans and green bonds, to guide capital 

allocation for decarbonization projects. And only 11% are confident they are making use of innovative financing 

and contracting models (e.g., shifting financial responsibility to third parties via private equity, corporate debt, 

subsidies, etc.).

Most companies are not deploying 
sustainable finance models to 
accelerate decarbonization progress.

Leveraging Green Financing 
Solutions

Question: Please rate the extent to which you agree with the following statements. 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey 

*Note: ‘Agree’ combines ‘Somewhat Agree’ and ‘Strongly Agree’ responses.  

‘Don’t Agree’ combines ‘Somewhat Disagree’, ‘Strongly Disagree’ and ‘Unsure’ 

responses. We consider ‘Strongly Agree’ an indication of confidence.

Only 16% are confident*

Agree

Don’t  
Agree

31%

69%

We have implemented 
a sustainability 

finance framework

Only 11% are confident*

Agree

Don’t  
Agree

We use innovative 
financing and contracting 

models to fund 
decarbonization actions

52%

48%
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Implementing Net Zero transformation cannot be driven by corporate headquarters alone. Entire organizations 

must be activated, from manufacturing sites to sales operations, business units, support functions, all the way to 

the C-suite. 

Yet only 37% of business leaders overall agree (of which 7% are confident) they can leverage both local and 

corporate resources to drive decarbonization across operations. Looking at just the department directors, even 

fewer, 28%, say this coordination between corporate and local offices is happening.

Corporate and local offices are not 
coordinating on decarbonization.

Mobilizing the Organization 
for Delivery

Question: Please rate the extent to which you agree with the following statements. 

Base: 400 business leaders 

Source: ENGIE Impact 2021 Net Zero Readiness Survey 

*Note: ‘Agree’ combines ‘Somewhat Agree’ and ‘Strongly Agree’ responses.  

‘Don’t Agree’ combines ‘Somewhat Disagree’, ‘Strongly Disagree’ and ‘Unsure’ 

responses. We consider ‘Strongly Agree’ an indication of confidence.

We leverage both local 
and corporate resources

Only 7% are confident*

Agree

Don’t  
Agree

37%

63%
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Learn More: How to Accelerate Decarbonization 
Read recommended insights below. To explore further, visit our collection: Enabling a Net Zero Transformation.

Companies need to step up investments in the critical enablers of 

decarbonization, including:

• Creating an Actionable and Cost Effective Decarbonization Plan

• Integrating Carbon into Corporate Governance and Decision-making

• Making Carbon Data Ubiquitous

• Leveraging Green Financing Solutions

• Mobilizing the Organization for Delivery

With politicians increasingly vocal about the climate imperative, policymakers 

ratcheting up carbon-cutting ambitions, and consumers and investors 

demanding faster progress, this is a transformative moment for business. Yet 

most companies are not ready for the Net Zero transformation. While upbeat 

about their decarbonization initiatives, they continue to underestimate the 

magnitude of change required.

Charting Your 
Transformation 
Journey to Net Zero 
Carbon

Keep pace to goal with 

three dimensions of 

transformation: scales, 

levers and enablers.

Read Article

Do More With Less: 
Use Existing Emissions 
Data to Accelerate 
Decarbonization

New technologies 

are changing the way 

organizations think about 

decarbonization data.

Read Article

Are Indirect Emissions 
Really Out of Your 
Control?

Decarbonization demands 

action not only within 

a company’s direct 

operations, but across their 

value chain. 

View Infographic

Why Traditional 
Financing Models 
Won’t Get You to  
Net Zero

CFOs will need to reimagine 

capital allocation models to 

better account for the true 

value of decarbonization.

Read Article

Businesses Must 
Strengthen the 
Enablers of Net 
Zero Carbon 
Transformation
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Methodology

We surveyed 400 business leaders split equally between C-Suite executives and department directors responsible for sustainability 

initiatives. We conducted twenty 25-minute telephone surveys in English across 23 countries in Asia Pacific, North America, 

Latin America, Europe, Middle East and Africa. Respondents’ companies have at least $1 billion (USD) in revenues or over 10,000 

employees and fall roughly across these five industries: Services; Industrials; Utilities; Gas and Electric; and Transportation. 

To evaluate the Net Zero readiness of companies, respondents were given a five-point scale on statements ranging from ‘Strongly 

Agree’ to ‘Strongly Disagree’. In some questions, we combine ‘Somewhat Agree’ and ‘Strongly Agree’ percentages to get a reading 

of the overall sentiment in the company. But we consider only strong agreement with statements about enablers as a measure of 

business leaders’ confidence in executing against Net Zero targets. To understand companies’ on-the-ground progress in delivering 

against these promises, we’ve also compared the responses of department directors with that of C-level executives and highlighted 

gaps throughout the report.

Nicolas Lefevre-Marton

Managing Director, Sustainability Solutions 

EMEAI

Nico leads the European Sustainability team, 

engaging with organizational leaders to define 

the right sustainability strategies and roadmaps. 

At McKinsey & Co. his work was focused on 

growth strategy and new business development 

across utility, energy and industrial companies. 

Malavika Bambawale

Managing Director, Sustainability Solutions 

APAC

Malavika leads the team in Asia Pacific, working 

with our clients to establish a trajectory of more 

sustainable growth. She has over 20 years of 

experience, previously as Partner with Dalberg 

Advisors. Early in her career at McKinsey she 

advised utilities and governments in Europe on 

climate mitigation strategies.

Mark Chadwick 

Managing Director, Sustainability Solutions 

UK & Ireland 

After a decade-long career with technology 

startups, Mark started climate change advisory 

firm Carbon Clear in 2005, going on to work 

with many FTSE 100 companies on their climate 

strategies. Mark sits on the boards of several 

sustainability start-up companies.

Diego Ibarra

Managing Director, Sustainability Solutions 

Americas

Diego has 16 years of expertise consulting 

on strategic and operational issues in energy, 

construction and infrastructure. He was founder 

and partner of EA Group, and has contributed to 

the boards and technical committees of many for- 

and non-profit organizations driving sustainability.

Freddie Hospedales

Chief Marketing Officer 

Global

Freddie leads the global marketing and 

communications teams, responsible for creating 

and strengthening market awareness of the 

brand, generating a pipeline of new clients and 

introducing existing clients to new services. Prior 

to ENGIE Impact, he held leading roles at ERM 

and KPMG.

Sesilia Plavina

Senior Manager, Sustainability Solutions 

UK & Ireland

Sesilia has over 10 years of experience in the 

energy sector and management consulting, 

with a strong focus in strategy, transformation 

and stakeholder management.  Previously, 

Sesilia served private and public sector clients 

worldwide at McKinsey.
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Supporting Every Step of  
Your Decarbonization Journey 
for Growth and Progress

Contact Us
If you would like to discuss any of the findings or best 
practices presented in this report, please reach out to 
your ENGIE Impact representative or contact us at:

+1 800 767-4197

+32 2 773 70 70

info.impact@engie.com

engieimpact.com

Looking for more?
Explore our 2020 Global Executive 

Survey Report, Known Gaps 

and Blind Spots in Corporate 

Sustainability, to compare findings 

with our 2021 survey results. 


