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[bookmark: _Toc773768227]List of Abbreviations
ESG: Environment, Social, & Governance
ToR: Terms of Reference
DoA: Delegation of Authority
RACI: Responsible, Accountable, Consulted, Informed
EHS: Environment, Health, & Safety
DEI: Diversity, Equity, & Inclusion
QRM: Quality & Risk Management
S&T: Strategy & Transformation
NRC: Nomination and Remuneration Committee
CEO: Chief Executive Officer
COO: Chief Operating Officer
MD: Managing Director
KPI: Key Performance Indicator
CapEx: Capital Expenditure
OpEx: Operational Expenditure
SBTi: Science Based Targets Initiative
TRIFR: Total Recordable Injury Frequency Rate
GHG emissions: Greenhouse Gas emissions
gCO₂e: Grams of carbon-dioxide equivalents
SLL: Sustainability-Linked Loans
SLB: Sustainability-Linked Bonds
M&A: Mergers & Acquisitions
JV: Joint Ventures
ROI: Return on investment
YTD: Year-to-date
[bookmark: _Toc498848027]1. Introduction
This report outlines SMSA’s ESG Governance Framework and its implementation approach. The Framework establishes a cross-functional ESG Steering Committee at the executive level with central oversight under the CEO’s sponsorship, and leverages local execution by country/regional managers. 
The report presents key details on the Committee’s Terms of Reference (ToR), Delegation of Authority (DoA), individual and departmental responsibilities, and a Responsible, Accountable, Consulted, Informed (RACI) matrix.  
This approach provides clarity for different roles while embedding ESG responsibilities throughout SMSA’s operations, recognizing that effective ESG performance requires company-wide engagement.
SMSA’s ESG Governance Framework was informed by four anchors:
1. Current Practices: Today, ESG topics, mainly Environment and Health & Safety (EHS), surface in management meetings and are executed locally. The ESG Governance Framework builds on that by maintaining local execution while adding a clear centralized direction and oversight.
2. Ongoing Transformation: The Framework aligns with the formation of the Board and its committees, clarifying responsibilities across the Board (incl. Audit Committee and Nomination and Remuneration Committee (NRC), CEO, and countries/regions, without adding too many unnecessary layers.
3. Peer Benchmarking: The proposal follows a model with a central strategy and localized delivery as it is implemented among peers. The design mirrors that balance; a central committee sets direction and guardrails, and country managers deliver and report.	Comment by Dima Alashram: Clients don't like for peers/competitors to be mentioned in their internal docs. 
4. Industry Best Practices: The Framework encompasses common logistics-sector practices with one executive body responsible for ESG strategy and approvals, independent assurance of data and controls, a simple DoA, and light quarterly reporting from the countries/regions.
[bookmark: _Toc1621548015]Framework Implementation
The following steps lead to the effective implementation of SMSA’s ESG Governance Framework: 
1. Formalize the ESG Steering Committee: Confirm the Committee’s composition and membership. Include the Saudi Managing Director (MD), Chief Operating Officer (COO), Head of Quality & Risk Management (QRM), Head of Strategy & Transformation (S&T), and the Saudi Operations Director. Assign the committee chair (e.g., MD or CEO) and clarify the CEO’s role as executive sponsor providing oversight.	Comment by Fenja Erpel: Saudi
2. Establish the ToR: Develop and approve the Committee’s ToR, detailing its purpose, scope, authority, membership, meeting frequency, and reporting obligations. 
3. Define the DoA: Document the DoA for ESG-related decisions. Specify which decisions the Committee can make autonomously (e.g., setting ESG targets aligned with strategic goals, approving initiatives that fall within budget and policy), and which decisions require escalation to the CEO or Board (e.g., major capital expenditures for ESG projects or significant policy changes). This will empower the Committee to act swiftly within its remit while ensuring appropriate oversight on critical matters.
4. Implement the ESG Strategy & Key Initiatives: Assign the Head of S&T the responsibility of implementing the ESG Strategy in alignment with SMSA’s business objectives. With inputs from Committee members, the Head of S&T identifies a set of key ESG initiatives at the corporate level covering priority ESG goals to be rolled out. Ensure these initiatives leverage SMSA’s ongoing transformation program so that ESG is integrated into existing change efforts.
5. Tailor Initiatives with Local Input: Communicate the ESG Strategy and its initiatives to regional and country managers. Gather their input to tailor ESG targets and action plans to local context, maturity, and the scope of operations in each region. ESG goals should not be “one-size-fits-all” across all countries; each country/region should have customized targets and projects based on its local context. This local adaptation will drive relevance and buy-in.
6. Set ESG KPIs and Targets: For each initiative, define clear Key Performance Indicators (KPIs) and targets at both the corporate and regional/country level. The Committee should establish a dashboard to monitor ESG KPIs. These KPIs should be measurable and auditable, covering areas such as carbon footprint, energy efficiency, employee metrics, community impact, compliance metrics, etc., as appropriate for SMSA’s industry and strategy. Ensure that while overarching themes are common, individual country/regional targets are realistic and reflective of local operations (i.e. country managers will not carry identical targets if their markets differ).
7. Assign Responsibilities and Resources: Communicate departmental responsibilities for delivering ESG initiatives. Ensure each responsible department or country team has the necessary resources and capacity. For example, the COO may need to allocate operational resources for environmental initiatives, HR may need to plan staff training on ESG, etc. Leverage existing staff as a start while being mindful of capacity constraints (e.g., QRM’s workload in handling new ESG verification tasks).
8. Implement Reporting Mechanisms: Establish a quarterly reporting cadence from Country/Regional Managers to the ESG Steering Committee. Country/Regional Managers should submit a concise quarterly ESG progress report, highlighting key metrics, achievements, and any issues or deviations. Standardize the reporting format guided by the S&T department so that data can be aggregated at the corporate level. The Committee will then review these reports in its quarterly meetings to monitor progress.	Comment by Dima Alashram: Fenja do they call them teams, departments, divisions of cunctions? Any official lingo?	Comment by Dima Alashram: quarterly meetings? Let's add the duration
9. QRM Audit & Verification Processes: Enable the QRM department to act as an independent audit and verifier for ESG data and practices. Develop processes whereby QRM verifies the accuracy and credibility of ESG KPI data provided by operations. QRM should also conduct periodic audits on ESG initiative implementation (e.g., verifying that environmental standards are followed, social commitments are met, and governance processes are adhered to in daily operations). This independent verification will build confidence in reported results and identify any gaps early.
10. Schedule ESG Steering Committee Meetings: Kick off quarterly ESG Steering Committee meetings. In these meetings, the Committee will discuss progress reports, address escalated issues, and make decisions on any course corrections or support needed.
11. CEO & Board Engagement: Ensure strong CEO engagement from the start. The CEO (or MD on the CEO’s behalf) should receive a briefing after each Committee meeting on key outcomes. Establish a practice of semi-annual ESG updates to the Board, either delivered by the CEO or a delegate like the MD or the Head of S&T, to maintain Board visibility.
12. Change Management & Communication: Launch an internal communication plan to inform all relevant managers and staff about the new ESG Governance Framework and their roles. Emphasize that this Framework is meant to embed ESG into daily business operations rather than impose extra bureaucracy. Additionally, initiate any necessary training (through HR and S&T) to build capability in ESG data reporting, sustainability practices, and understanding of ESG goals among country teams.
13. Monitor & Refine: After a specific period (e.g., 6–12 months), evaluate the effectiveness of the ESG Governance Framework. Gather feedback from members of the Committee and Country/Regional Managers on what is working or not. Use this to refine the ToR, processes, or resourcing as needed. Also, track whether the advantages of the chosen Governance Framework (e.g., quick start, no new hires, central oversight with local execution) are being realized and manage the considerations/risks (e.g., ensure CEO remains engaged, country teams feel ownership rather than feeling standards are imposed, and manage QRM’s workload by possibly training additional staff for ESG audit).
14. Long-Term Evolution: Begin to plan how this interim Governance Framework could evolve. For instance, as ESG capabilities mature, consider formalizing the Committee into a permanent ESG Steering Committee chartered by the CEO, and potentially appoint a Chief Sustainability Officer (CSO) in the future to lead it. This forward view will help SMSA transition from this initial setup to a more permanent structure.
By following these steps, SMSA can efficiently implement an effective ESG Governance Framework, ensuring immediate executive attention and a clear path for ESG Strategy execution.	Comment by Dima Alashram: We already included 14 steps, and now we're saying "phases". How are steps different from phases? We already told them earlier that after maturity you can make it a permanent committee. Also feels repetitive. Would rather not any many steps and phases. Keep it simpler/cleaner. Would delete this section. 
[bookmark: _Toc348300117]2. ESG Committee ToRs
[bookmark: _Toc1016847452]Purpose 
· Align ESG initiatives with SMSA’s corporate strategy and transformation goals.
· Set the ESG vision, objectives, and policies, ensuring they are integrated into business plans, and monitor progress on key ESG KPIs.
· Strengthen cross-department collaboration on ESG (e.g., aligning operations, HR, and compliance efforts with ESG goals).
[bookmark: _Toc1052493885]Composition
· The Committee should be composed of ~five C-level executives, including the CEO, Saudi MD, COO, QRM Head, S&T Head, and Saudi Operations Director. 
· The inclusion of these roles ensures that all three ESG dimensions are covered: operational (COO for environment/operations), social/human capital (S&T Head, who oversees HR), risk/assurance (QRM for governance and compliance), and regional execution (Country/Regional Manager). Each member brings expertise in their domain, reflecting the cross-functional nature of ESG governance.
· Chair: The CEO acts as the executive sponsor and may chair the committee or delegate the chair role to a senior member (e.g., the MD) while maintaining oversight.
· The S&T Head (or equivalent ESG Program Lead) should drive the Committee’s agenda and follow-ups, given that much of the daily ESG coordination falls under that function.
· Advisors (as needed): internal audit for data/assurance, legal for policy, IT for systems.
· Meeting cadence: quarterly
[bookmark: _Toc1728475229]Responsibilities 
· The Committee sets the ESG strategy, defines annual priorities and targets, and monitors KPIs. Refer to the Committee Member Role Briefs in section 3 for more details.
[bookmark: _Toc2019659158]Authority 	Comment by Dima Alashram: "Authority" sounds repetitive to Composition across several points...
· The Committee sets ESG goals, issues directives to departments and country/regional units, and approves initiatives and policies within the agreed strategy, budget, and DoA thresholds. For example, if the roadmap includes a company-wide energy-efficiency program, the Committee may authorize launch and instruct Operations to implement it, provided it stays within budget and scope.
· The Country/Regional Managers are responsible for executing the initiatives, embedding them in daily operations, allocating resources, and delivering within DoA thresholds. Country/Regional Managers may tailor rollout (e.g., sequencing, vendor choice, training), provided they do not dilute company standards or targets and escalate any variances or above-threshold decisions to the Committee. This keeps guidance consistent while avoiding a one-size-fits-all approach. The Country/Regional Managers report their ESG progress quarterly to the Committee.
· The CEO retains executive authority and can intervene or request changes to Committee decisions if needed. Committee decisions that exceed DoA limits or carry significant strategic or financial implications (e.g., new corporate commitments, large unbudgeted spend, multi-year contracts) are escalated to the CEO.
· The Board of Directors retains ultimate oversight. The Committee reports semi-annually to existing Board committees (Audit Committee, and possibly NRC for linking ESG to executive KPIs), and annually to the full board.
· The QRM department is authorized to request and obtain timely access to all information, records, systems, and personnel necessary to audit and verify ESG data and controls. All departments and country/regional units must cooperate fully, provide requested evidence within agreed timelines, and maintain data and documentation in an auditable state.
The DoA Process:
Decisions are approved at the lowest appropriate level if they are within the granted 
authority and pre-set financial caps. 
Financial Approval Bands (Year 1 Baseline):
	Item
	Country Manager
	MD
	ESG Committee
	CEO
	Board

	CapEx (per initiative)
	£ SAR 0.5m
	£ SAR 1.5m
	£ SAR 2.5m
	>2.5m–£ SAR 10m
	>SAR 10m

	OpEx (annual, per initiative)
	£ SAR 0.3m
	£ SAR 0.8m
	£ SAR 1.2m
	>1.2m–£ SAR 3.5m
	>SAR 3.5m

	Total Contract Value
	£ SAR 2m
	£ SAR 4m
	£ SAR 8m
	>8m–£ SAR 15m
	>SAR 15m

	Contract Term
	£ 2 years
	£ 3 years
	£ 3years
	> 3–£ 5 years
	> 5 years

	IT/Data Tools total cost of ownership
	£ SAR 0.5m
	£ SAR 1m
	£ SAR 1.5m
	>1.5m–£ SAR 4m
	>SAR 4m



If a decision exceeds these thresholds or significantly affects the company’s strategic
commitments, it is escalated as per the following table: 
Non-Financial Escalation Triggers:
	Area
	Escalations 

	Policies & Targets
	· Corporate ESG policy changes (e.g., a new Code of Ethics section, or adoption of a Human Rights Policy) à Board (via the ESG Committee).
· Corporate ESG targets à Board (via the ESG Committee).	Comment by Dima Alashram: Is the board in these points informed via the ESG committee as well? We mention "via the committee" only in the first point.. on purpose?
· Public commitments (e.g., entering a high-profile ESG partnership) à Board (via the ESG Committee).

	Risks & Incidents
	· Any High/Critical ESG or HSE risk → Board, with the CEO notified.
· Serious incidents (e.g., fatality, life-altering injury, major spill, regulator notice or fine ≥ SAR 250k) → Immediate escalation to the CEO.
· Waivers from standards → ESG Committee. If they are recurring or becoming systemic → the CEO or the Board.

	Data & Assurance
	· KPI methodology changes (affecting reported figures) → Audit Committee approval (QRM proposes).
· External assurance scope/provider for ESG metrics → the Audit Committee approval and the Board is informed.
· Disclosure/position statements with material commitments (e.g., SBTi) → the Board (via the ESG Committee).

	Capital & Financing
	· Green/transition financing (e.g., SLL/SLB) → Board.
· M&A/JV/divestments with ESG rationale → per corporate M&A DoA and the Board for material deals.

	People & Incentives
	· ESG-linked incentive design/weights → the NRC recommends, and the Board approves.



[bookmark: _Toc2116406750]3. Roles & Responsibilities 
This section outlines the responsibilities for each committee member and the Country/Regional Managers. It then clarifies the ESG responsibilities between departments and summarizes how key ESG responsibilities are distributed among the main stakeholders in a RACI matrix. 
[bookmark: _Toc1044729350]Key Roles
	CEO—Executive Sponsor & Accountability Owner

Purpose: Provide executive sponsorship, set tone, and make timely decisions on material ESG matters.
Key decisions: Approve ESG strategy and budget envelopes with DoA. Sign off on above-threshold initiatives and policies and resolve cross-functional conflicts.
Responsibilities: 
· Ensure ESG is embedded in corporate/functional plans and the transformation roadmap.
· Hold Executives accountable for delivery and data quality.
· Present material ESG items to the Board/committees.
· Interfaces: Board, Audit (assurance outcomes), NRC (incentives), MD/COO/QRM/S&T.
· Escalation triggers: Serious HSE/regulatory incidents; risks outside appetite; spend or policy beyond DoA.
· Time commitment: CEO attends when approvals are needed, or strategic items require CEO decision + ad-hoc approvals (virtual where possible).




	Saudi Managing Director—Committee Chair & Cross-Functional Leader

Purpose: Convert ESG strategy into executable country/business plans and deliver outcomes.
Key decisions: Approve in-band initiatives and resource allocations across countries/business units.
Responsibilities:
· Cascade targets and standards to Country/Regional Managers and remove local delivery blockers.
· Monitor performance vs. plan and enforce corrective actions.
· Balance trade-offs (service, cost, ESG) in operations.
· Interfaces: CEO, COO, Country/Regional Managers, QRM (standards/controls), Finance (budget).
· Escalation triggers: Repeated red status, >15–25% budget overrun, >8–12 weeks slippage on critical programs.




	COO / Head of Operations—Operational ESG Implementation Lead

Purpose: Lead operational roll-out of ESG initiatives and critical controls.
Key decisions: Approve site Standard Operating Procedures (SOPs) and operational vendors from approved panels, and sequence roll-outs.
Responsibilities: 
· Execute programs (fuel/energy efficiency, safety, waste) and track KPIs.
· Ensure HSE critical controls, training, and audits are in place.
· Coordinate with Procurement for ESG specifications and supplier performance.
· Interfaces: MD, Country/Regional Managers, Procurement, QRM (standards & data), IT/Data (systems).
· Escalation triggers: Serious HSE incidents, material non-conformance to standards, persistent KPI shortfall.



	S&T Head—ESG Program Manager & Coordinator
Purpose: Embed ESG into strategy, planning, incentives, and culture. Manage the transformation portfolio.
Key decisions: Prioritize ESG initiative portfolio, approve change/communication plans, propose incentive metrics/weights to NRC.
Responsibilities:
· Maintain a 12–24-month ESG roadmap and benefits tracking.
· Align budgeting and capital plans with ESG priorities.
· Drive capability building (training for Country/Regional Managers/ESG Champions) and internal/external communications.
· Interfaces: CEO/MD, QRM (standards/data), Finance, HR (incentives/training), Communications, Investment/Growth.
· Escalation triggers: Roadmap or resource conflicts, major change risks, disclosure-sensitive items.



	Secretary (part of S&P)—Governance & Execution Support
Purpose: Keep the committee fast, disciplined, and documented.
Responsibilities:
· Manage calendar, agendas, and papers (≥3 business days in advance).
· Record minutes, decisions (with DoA tags), and actions, and track closures.
· Maintain the ESG dashboard and exception log and coordinate quarterly country/region submissions.




	QRM Head—Standards, Controls & Audit

Purpose: Safeguard integrity of ESG policies, data, and controls, acting as independent
verification function.

Key decisions: Issue and approve minimum standards, KPI definitions, and methodology
 changes. Pause activities on critical safety or compliance risk pending review.

 Responsibilities:
· Maintain ESG policy suite, KPI dictionary, evidence/retention rules.
· Run data-quality checks; coordinate internal/external assurance with Finance/Internal Audit and report to Audit Committee.
· Maintain exceptions/waiver log and remediation follow-up.
· Interfaces: Audit Committee, CEO/MD/COO, S&T (roadmap), Legal, Finance, IT/Data.
· Escalation triggers: Control failures, suspected data misstatement, regulator notices or fines.




	Saudi Operations Director—Local Operations Interface

Purpose: Bridge the ESG Committee/S&T with Country/Regional Managers and ensure decisions are executable locally.

Key decisions: Endorse local rollout sequencing and readiness for ESG initiatives and recommend re-prioritization based on local constraints. 

Responsibilities:
· Consolidate country inputs (e.g., capacity, regulations, risks) into the 12–24-month ESG roadmap.
· Translate committee decisions into standard implementation packs for countries/regions.
· Track local adoption and unblock systemic issues.
· Interfaces: S&T, QRM, Country/Regional Managers
· Escalation Triggers: Systemic blockers (≥2 countries/regions), conflicts with binding local regulations, High/Critical risks.




	Country/Regional Managers—Local ESG Execution Owners
Purpose: Own ESG delivery outcomes in-country/region, convert corporate ESG priorities into local plans, secure resources, and remove blockers. They are not part of the ESG Committee.
Key decisions: 
· Approve local SOPs, training plans, and minor CapEx or OpEx within DoA limits.
· Endorse vendor selections, request waivers or variances when necessary.
· Recommend above-threshold spend or policy changes to the ESG Steering Committee.
Responsibilities: 
· Translate corporate ESG initiatives and standards into a local plan with owners, timelines, and budget.
· Approve (within DoA) in-band initiatives, allocate resources (people, vendors, time), and hold functions and sites accountable.
· Report quarterly ESG status to the ESG Committee, approve recovery actions, and escalate when triggers are met.
· Ensure reliable ESG data management and timely submissions (e.g., assign local data owners, maintain evidence per KPI dictionary).
· Comply with local ESG and HSE regulations and permits, coordinating with the QRM department on controls, audits, and remediation.
· Interfaces: MD/COO, QRM, S&T, Procurement, ESG Champions.
· Escalation triggers: Repeated non-conformance, resource gaps blocking roll-out, high-severity HSE or regulatory incidents, High or Critical risk, >25% budget overrun, >12-week delay on critical initiatives.

Appoint Local ESG Champions:	Comment by Dima Alashram: This box looks a bit weird on its own. I think we should add one line under the responsibilities of the country managers that says: "appoint Local ESG Champions". And then we have another box for ESG Champions with the same structure as the boxes before "objective, key decisions, responsibilities...etc.". Though we have to specify that ESG Champions are NOT committee members, correct? @Fenja Erpel 
Country/Regional Managers may appoint an ESG Champion to support local rollout and quarterly ESG reporting. The Champion works under the Country/Regional Manager for delivery, with a dotted line to QRM for standards and data. Typical support includes running day-to-day actions (e.g., training, inspections, vendor checks), capturing KPIs and evidence on time, flagging risks early, and proposing practical local adaptations. The Champion may approve minor, low-risk actions within pre-set micro-caps and should elevate any spend, vendor, or schedule changes to the Country/Region Manager.




	Quarterly Status Report Template for Country/Region Managers:

Year:
Quarter:
Country/Region:
Overall Status: ☐ Green ☐ Amber ☐ Red

Highlights: 
1.
2. 
3. 

KPI Summary (enter target + actual for this quarter. Add YTD if helpful):
	KPI
	Target
	Actual
	YTD Target
	YTD Actual
	Status (G/A/R)
	Notes

	Example: Safety (e.g., TRIFR)
	
	
	
	
	
	

	Example: Fuel efficiency (L/100km or km/L)
	
	
	
	
	
	

	Example: Emissions intensity (e.g., gCO₂e/km)
	
	
	
	
	
	

	Example: Waste diversion (%)
	
	
	
	
	
	

	Example: Training completion (%)
	
	
	
	
	
	

	Example: Supplier ESG compliance (%)
	
	
	
	
	
	



Note: The above KPIs are illustrative placeholders and will be finalized once SMSA’s targets are formally approved.

Initiative Status (top 3–5 initiatives):
	Initiative
	Owner
	Due Date
	Status (R/A/G)
	Key Progress
	Next Step

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	



Spend vs. Plan:
	Item
	Approved Budget (YTD)
	Actual (YTD)
	Variance %
	In Band? (Y/N)

	CapEx (ESG)
	
	
	
	

	OpEx (ESG)
	
	
	
	



Risks, issues, & Escalations:
1. Top Risk/issue: 
Action & Owner: 
2. Top Risk/issue:
Action & Owner: 
3. Top Risk/issue:
Action & Owner: 

Note on Status: Green = on track, Amber = at risk but recoverable, Red = off track/requires help.




[bookmark: _Toc1053763506]Departmental ESG Responsibilities
	Department
	ESG Responsibilities

	S&T (including HR & Communications)
	· Own the ESG roadmap: prioritize initiatives, set annual milestones, align with corporate strategy. 
· Drive change management: training plans, manager toolkits, and onboarding.
· Design and maintain the community engagement framework.
· HR: run diversity, equity and inclusion (DEI) programs, own ethics and conduct program, and roll out ESG training and capacity building. 
· Communications: Lead internal and external stakeholder engagement, support internal rollout of ESG guidance, and coordinate the annual ESG report.

	Operations
	· Run energy efficiency and fuel efficiency programs across facilities and fleet.
· Implement HSE critical controls, inspections, and incident response, and close corrective actions.
· Manage waste and materials (reduction, segregation, recycling) and facility improvements.
· Capture ESG data at sites (e.g., fuel, km, energy, waste, GHG emissions, HSE) and do first-line quality checks.
· Embed supplier ESG/HSE criteria in sourcing and manage vendor performance and corrective actions.

	QRM
	· Maintain ESG policies, standards, and SOPs, and approve methodology changes.
· Define data owners, evidence requirements, retention rules, run periodic data-quality checks, and uphold data privacy.
· Coordinate internal audits and track remediation.
· Ensure standards compliance with applicable KSA regulations and manage certifications (e.g., ISO 14001/45001/9001).
· Maintain risk registers for ESG topics, align with Enterprise Risk Management, and escalate High/Critical risks.

	Finance (incl. FP&A)
	· Partner with S&T and Operations to assess the Return on Investment (ROI) for ESG initiatives and allocate budgets.
· Track spend vs. plan, benefits vs. forecast, and trigger DoA-related escalations.
· Support transition financing evaluations (with the ESG Committee/Board approval as required).

	IT 
	· Provide and maintain systems and integrations (e.g., energy meters, reporting tools).
· Implement cybersecurity and data privacy controls and manage access and backups.
· Support data quality (e.g., validation rules, master data), dashboards, and change control on KPI logic.
· Participate in vendor selection for tech with ESG data impact.



[bookmark: _Toc940913551]RACI Matrix for Key Stakeholders
The following RACI matrix summarizes how key ESG responsibilities are distributed among the main stakeholders: CEO, COO, (S&T Head, QRM Head, and Country/Regional Managers. 
In a RACI matrix, each task or decision area is assigned as: 
· R = Responsible (the role that does the work to complete the task).
· A = Accountable (the role ultimately answerable for the outcome and with decision authority – only one role should be “A” for each task).
· C = Consulted (role that provides input or advice, consulted before a decision or action).
· I = Informed (role that is kept informed of progress or decisions). 
This matrix ensures clarity for all stakeholders to understand their part in each aspect of ESG governance.
	Key ESG Activity / Decision
	CEO/MD
	COO
	S&T Head
	QRM Head
	Country Manager(s)

	Define overall ESG Strategy & Goals
	A 
(approves final strategy and holds accountability)
	C 
(provides input on operational feasibility)
	R 
(leads development of strategy goals)
	C 
(advises on risk, compliance aspects of strategy)
	C 
(provides local insights, ensures goals consider local context)

	Set ESG Targets & KPIs (Corporate & Local)
	A 
(ensures targets align with corporate vision)
	C 
(ensures targets are achievable in operations)
	R 
(coordinates target-setting process across functions)
	C 
(ensures targets are measurable and auditable)
	C 
(tailors and agrees to local targets in line with corporate guidance)

	Approve Major ESG Initiatives/Projects
	A 
(final decision-maker for significant initiatives)
	C 
(advises on resource implications and execution timing)
	R 
(proposes initiatives, prepares business case)
	C
 (reviews for compliance/risk before approval)
	C 
(consulted on practicality and local impact of initiatives)

	Implement ESG Initiatives (Execution)
	I 
(oversees via updates, not involved in day-to-day execution)
	A 
(ensures operational execution company-wide)
	C 
(coordinates support, monitors implementation across units)
	C 
(advises on controls during implementation)
	R 
(executes on the ground in their region; responsible for local rollout)

	ESG Performance Data Collection
	I 
(receives high-level performance reports)
	C 
(monitors operations data collection processes)
	A 
(ensures data from all departments/regions is collected)
	C 
(sets data quality standards; may spot-audit data collection)
	R 
(collects and submits accurate local data on schedule)

	Verify and Audit ESG Data
	I 
(informed of assurance findings, especially critical issues)
	I 
(informed of any findings related to operations)
	C 
(provides necessary data/access for audit, uses feedback to improve processes)
	R/A 
(owns the verification process; accountable for data accuracy assurance)
	C/I 
(cooperates with audits; informed of results pertaining to their area)

	Monitor & Review ESG KPI Performance
	I 
(reviews top-line KPI dashboard monthly)
	C 
(reviews ops-related KPIs and addresses shortfalls)
	R 
(analyzes overall ESG performance, prepares reports)
	C 
(validates the KPI results, flags anomalies)
	C 
(reviews their own performance, takes corrective action locally for misses)

	Report ESG Progress to Board/Stakeholders
	A 
(ultimately accountable for reporting to Board & external stakeholders)
	I 
(supports with operational details as needed)
	R 
(prepares draft of reports, narratives, and presentations)
	C 
(verifies data in reports, adds assurance statement)
	I 
(informed of what is reported upwards and externally, so they are aligned)

	ESG Policy/Framework Development
	A 
(approves major policies/frameworks)
	C 
(ensures policies can be operationalized)
	R 
(drafts policies, frameworks, aligns with strategy)
	C 
(checks compliance with standards/regulations)
	C 
(reviews for local applicability; will implement policies locally)

	ESG Training & Awareness Programs
	A 
(sets tone that training is important; may kick-off company-wide ESG culture initiatives)
	C 
(facilitates operational staff training participation)
	R 
(develops ESG training content and plans via HR, drives internal awareness campaigns)
	C 
(inputs on training regarding compliance, ethics, risk)
	C 
(ensures local teams attend training; may also conduct local toolbox talks on ESG)

	Issue Resolution/Escalation (ESG-related)
	A 
(makes final decisions on high-level conflicts or trade-offs)
	C 
(resolves operational issues; escalates if needed to CEO)
	R 
(first point of escalation for cross-functional issues; coordinates resolution efforts)
	C 
(provides input if issue relates to risk/compliance; monitors resolution)
	R 
(identifies issues on ground; attempts local resolution or escalates to S&T/COO if needed)



Key Considerations on the RACI Assignment:
· This matrix is meant to clarify primary roles; in practice some activities involve collaborative effort. For example, strategy development (where S&T is R) will be done in collaboration with all members, but S&T leads the work. Implementation is largely on Country Managers (R) with the COO ensuring accountability company-wide. The COO is listed as A for implementation because they oversee all operations, even though each local manager is accountable for their site. 
· Avoid having more than one Accountable for one activity. Accountability should always be assigned to the highest logical level. 
· The CEO is kept mostly at the Accountable or Informed level except for approvals and oversight, since the CEO sponsors the program but does not execute tasks. 
· The RACI matrix should be periodically reviewed and updated if roles evolve (e.g., if a Chief Sustainability Officer role is introduced later, or if the committee composition changes).
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