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Sustainability matters that are significant 

for people or the planet

Sustainability matters that 

create or erode enterprise value

Already represented as 

monetary amounts in 

financial statements

Context: significant global developments towards a harmonised system

Increasing 

stakeholder 

pressure, regulation, 

international norms, 

investor preferences 

and industry 

disruption are 

generally pushing 

boundaries out.
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Determine if and
how impacts 

create or erode 
enterprise value

Determine
if and how 
topics are 
material to 
creation of 
enterprise 

value

Determine 
topics that 

reflect  
significant 
impacts

Assess change in 
outcomes (or 

proxies) in context 
for each 

sustainability topic

Measure outcomes 
(or proxies) for 

each sustainability 
topic

Define users 
and objectives 
– internal and 

external

Integrate all 
information and 

make 
management 

decisions

Interpret 
performance

Value impacts 
to society

Verify practice 
and 

performance

Determine 
topics that 

reflect  
significant 
impacts

Value impacts to 
society

Context: internal management vis-à-vis external disclosure

Strategy, 
management 
approach & 
governance

Enterprise value lens

Significant impacts lens
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1. Monetary (e.g., estimated monetary value to a stakeholder of a benefit they experience 
or a harm or loss that they avoid or experience)

2. Quantitative non-monetary (e.g., scale of 1 – 10)

3. Qualitative (e.g., low / medium / high)

Valuation practitioners recognize that interpersonal comparisons of value are technically 
challenging and raise complex moral questions. 

However, value judgments are already being made in any resource allocation decision. 
Impact valuation represents a way to make the data and rationale behind these value 
judgments more explicit, transparent, and informed by the perspectives of the stakeholders 
experiencing the impact.

Three basic ways of estimating the relative value of an impact
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The ability to apply a common measure to dissimilar impacts can help enterprises to:

1. Compare options (e.g., among potential organizational projects/initiatives or capital 
investments), make decisions, and communicate the rationale for those decisions internally and 
externally; and

2. Communicate performance not only in terms of impacts, but in terms of the relative value of 
impacts to those who experience them, for use in making decisions among options 
that offer different mixes of impacts by external stakeholders (e.g., investors, policymakers)

Why is impact valuation useful?



6

Illustration: based on the IWAI approach, Intel Corporation created a total 
positive impact of $3.9B through employment

Wage Quality
Career 

Advancement
Opportunity

Health & 

Wellbeing
Diversity Location Total Impact

Employee Impact Labor Community Impact

Positive impact 

driven by ~$7.3B 

in total salaries, 

then adjusted for 

salaries below 

living wage, 

marginal utility, 

and equity 

disparity

Negative internal 

mobility resulting in 

increased earnings 

primarily because 

only 15% of 

positions were filled 

by internal 

candidates

Negative 

opportunity impact 

primarily driven by  

occupational 

representation 

disparities among 

Asian women, 

Asian men, Black 

men, and 

Hispanic/Latino 

men

Negative impact 

primarily due to 

workplace injuries, 

non-physical 

sexual 

harassment, 

insufficient health 

insurance, and 

insufficient weeks 

of parental leave

Negative impact 

primarily driven 

by lack of 

representation, 

including among 

women and 

underrepresented 

groups*, as 

compared to local 

population

Positive impact of 

employment based 

on local 

employment levels, 

primarily driven by 

Hillsboro, OR and 

Rio Rancho, NM, 

where Intel has the 

largest relative 

contribution to local 

employment

Total US 

employment 

impact is positive, 

primarily driven 

by Wage Quality 

impact

Source: Harvard Business School “Accounting for Organizational Employment Impact” by David Freiberg, Katie Panella, George Serafeim, T. Robert Zochowski

*In this analysis the term underrepresented groups refers to the EEOC categories of Black, NHPI, American Indian, Hispanic/Latino, and Two+.

$3.9B equates to ~27% 

of US-based revenue, 

~59% of US EBITDA, 

and ~53% of salaries


