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Executive summary 
The World Economic Forum (WEF) reports that for the first time in the five-year history of its Global Risks 

Perception Survey of a global community of businesses, governments, and civil society, the top five global 

risks come from a single category—the environment. The public shares this concern, with 55 per cent of 

respondents in Yale University’s Global Warming’s Six Americas survey falling into the “Alarmed” or 

“Concerned” segments of the US population, with the “Alarmed” segment increasing from 17 per cent to 

26 per cent from 2015 to 2020.1 WEF also reports that 80 per cent of biodiversity loss is being driven by 

three economic sectors; one of these sectors is food, land and ocean use representing 72 per cent of the 

share of (near-) threatened species impacted. The hidden cost of this system—an estimated $12 trillion—

now exceeds its global GDP contribution.2 

These growing impacts require changes in how we consume, live, travel, produce, and do business. 

Companies worldwide are stepping up to meet the challenges of global warming and environmental 

destruction impacts. One report cites that 21 per cent of the 2000 largest publicly traded companies by 

sales on the Forbes 2000 list, accounting for about US$14 trillion in sales, have made some net zero 

commitments.3 Many companies embrace nature-based solutions (NbS) and other nature-positive 

approaches to achieve net zero and other societal, economic, and environmental benefits and services 

from ecosystems. 

NbS focus on natural systems and ecosystems as a means of addressing environmental and societal 

challenges. University of Cambridge Institute for Sustainability Leadership (CISL) defines NbS as “…ways of 

working with natural systems to both strengthen them while solving broader problems such as climate 

change but also health, social inclusion, and more”.4 NbS can increase carbon storage through 

reforestation, ecosystem restoration, regenerative agriculture, or by avoiding greenhouse gas emissions 

by limiting the destruction of forests and other ecosystems.5 NbS can also help companies by lowering 

project costs, managing regulatory requirements and risks, mitigating natural disaster risks, engaging 

community stakeholders, increasing marketing/branding, achieving sustainability goals, and promoting 

employee well-being.6 

Decision-making in a nature positive world will help companies understand what NbS are and how to 

embrace them to address and solve strategic business and environmental challenges. This includes carbon 

emissions, climate change resilience, and the disappearance of ecosystems and biodiversity that provide 

crucial environmental services. It also encompasses a diagnostic designed to help companies identify the 

potential challenges when deciding to adopt and implement NbS. It is built from observations, 

information, and recommendations gathered from responses from over 35 individual companies 

interviewed and surveyed about the internal NbS decision-making challenges they encountered and how 

they worked to overcome them.  
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The diagnostic consists of four thematic sections based on the types of challenges reported by companies 

supplemented by outside sources of information. Each section provides descriptions of common 

challenges, their indicators and causes, and how these might be perceived, followed by actions to contend 

with these challenges. The sections are: 

 

Dealing with the unknowns that delay or obfuscate NbS decision-making processes. 

Making the financial case for NbS benefits, especially when compared to a company’s traditional solutions. 

Navigating external and reputational pressures such as external stakeholders, regulatory compliance, supply 

and value chain actors, and possible NbS partners. 

Engaging and influencing colleagues to convince them of the benefits of NbS and convert them from 

undecided to NbS supporters. 

 

Companies can use the diagnostic to determine how to increase acceptance of NbS as valuable 

strategic tools and pave the way for their use. It can be beneficial for companies beginning their NbS 

journey, being aware or having heard of NbS, but not fully understanding their benefits or how they 

can be employed. The diagnostic will help executives and management in decision-making and 

influencing positions to identify challenges to moving ahead with NbS adoption and implementation. 

Decision-making in a nature positive world focuses here on the NbS environmental benefits. It does 

not go into depth on the wider societal benefits NbS can generate, due to project scope limitations. 
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Introduction 

Business cannot be as usual 

By the end of COP26, 151 countries had submitted new climate plans (nationally determined contributions, or 

NDCs) to cut their emissions by 2030 to help achieve the goal of limiting global temperature to no more than 1.5 

degrees C by the end of the century.7 This requires full implementation by all countries and the strengthening of 

weaker 2030 targets by some major emitter countries. Despite this renewed commitment, the United Nations 

Environmental Programme research reveals that there is still a 50 per cent chance of a 2.0 degree C 

temperature rise by the end of the century if all existing NDC targets are met but without more substantial 

efforts to close emissions gaps.8 

Government commitments to mid-century net zero or carbon neutrality at COP 26 now cover almost 90 per 

cent of global emissions and over 90 per cent of global GDP.9 This global scope means that all of us—consumers, 

producers, businesses, NGOs, and governments—are involved in reducing carbon emissions. This implies a 

change in how we consume, live, travel, produce, and do business.  

Increasingly, companies are committing to net zero carbon emissions by 2050. One report cites that 21 per cent 

of the 2000 largest publicly traded companies by sales on the Forbes 2000 list, accounting for about US$14 

trillion in sales, have made some net zero commitments.10 

To achieve net zero and a myriad of other societal, economic, and environmental benefits and services from 

ecosystems, many companies are embracing NbS. NbS closely align with climate commitments and work by 

increasing carbon storage, for example, planting more trees, increasing the carbon content of soils, or avoiding 

greenhouse gas emissions by limiting deforestation.11 They provide a holistic approach and address a more 

comprehensive set of needs and commitments. It can be challenging to align on the targets, impacts and 

outcomes needed and the necessary metrics and science to be referenced to validate the actions and resources 

to be applied.  

Decision-making in a nature positive world will help companies understand what NbS are and how to embrace 

them to address and solve strategic environmental challenges, including carbon emissions, climate change 

resilience, future natural resource scarcity, and the disappearance of ecosystems and biodiversity that provide 

crucial environmental services. The document includes a diagnostic that can guide companies towards 

identifying the challenges to adopting and implementing NbS. The diagnostic also suggests actions to overcome 

or work around these internal challenges.  

Companies can use the tool to identify what needs to be done to increase NbS acceptance as a valuable 

strategic tool and pave the way for their use. It can be especially useful for companies beginning their NbS 

journey, being aware or having heard of NbS, but not fully understanding their benefits or how they can be 

employed. The diagnostic will help executives and management in decision-making and influencing positions to 

identify challenges to moving ahead with NbS adoption and implementation. 

The scope of Decision-making in a nature positive world does not include the significant societal benefits 

generated by implementing NbS. As described in this document, there are still many unknowns and 

uncertainties about NbS benefits and results. Our research indicates that this is even more the case with NbS’ 

societal benefits. CISL believes that these cannot be adequately addressed within the planned scope of this 

diagnostic but recognises companies’ need for support and guidance in this area in the future. 
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What are nature-based solutions?  

There are many definitions of NbS, but all focus on natural systems and ecosystems to address 

environmental and societal challenges. CISL defines NbS as “…ways of working with natural systems to 

both strengthen them while solving broader problems such as climate change but also health, social 

inclusion, and more.”12 The International Union for the Conservation of Nature’s (IUCN) NbS definition 

is broadly cited by many: “Actions to protect, sustainably manage and restore natural or modified 

ecosystems that address societal challenges effectively and adaptively, simultaneously providing 

human well-being and biodiversity benefits.”13 

Nature-based solutions are not new. Companies, communities, landowners, and governments have 

employed NbS, in some cases for decades. They have done so to breathe new life or new uses into 

depleted soils and mining or landfill reclamation sites, to restore green spaces to communities, to manage 

stormwater, and to reduce or mitigate the impacts of flooding and coastal erosion. Links to NbS databases 

with examples and case studies are found in References. 

For some companies, it may be important to distinguish between nature and other terms related to 

nature, such as biodiversity and ecosystems. For this document, nature refers to all the features, forces, 

and processes on the Earth that occur or exist, or would occur or exist, independently of people.14 Within 

this broad definition lie nature’s components such as biodiversity, ecosystems, and natural processes such 

as photosynthesis and soil carbon and nitrogen cycles. 

Economic and business drivers for nature-based solutions 

The World Economic Forum’s (WEF) report Nature Risk Rising: Why the Crisis Engulfing Nature Matters for 

Business and the Economy states that: 

Industries that are highly dependent on nature generate 15 per cent of global GDP ($13 trillion), 

while moderately dependent industries generate 37 per cent ($31 trillion). Together, the three 

largest sectors that are highly dependent on nature generate close to $8 trillion of gross value 

added.15 

This dependency comes at a high price. The world’s natural resources are being degraded and lost at an 

unprecedented rate. Globally, nature and biodiversity are in crisis, with the Living Planet Index recording 

an overall decline of 60 per cent in species’ population sizes between 1970 and 2014, meaning that 1 

million species are now threatened with extinction. This includes biodiversity loss as one of the top risks in 

the coming 10 years. The destruction of mangroves, peatlands, and tropical forests contributes to 13 per 

cent of total human CO2 emissions and will continue to exacerbate the effects of climate change unless 

halted… and reversed.16 

Reports from the Intergovernmental Science-Policy Platform on Biodiversity and Ecosystem Services,17 the 

Science-Based Targets Network18, from the World Economic Forum19 and CISL20 highlight the scale and 

urgency of issues that need to be addressed. 80 per cent of biodiversity loss is being driven by three 

economic sectors; one of these sectors is food, land and ocean use representing 72 per cent of the share 

of (near-) threatened species impacted. The hidden cost of this system—an estimated $12 trillion—now 

exceed its contribution to global GDP.21 
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WEF reports that for the first time in the five-year history of its Global Risks Perception Survey of a global 

community of businesses, governments, and civil society, the top five global risks come from a single 

category: the environment. This alarm is shared by the public, with 55 per cent of respondents in Yale 

University’s Global Warming’s Six Americas survey falling into the “Alarmed” or “Concerned” segments of 

the US population, with the “Alarmed” segment increasing from 17 per cent to 26 per cent from 2015 to 

2020.22  

From a business perspective, there are many possible drivers for deciding to adopt NbS as a strategic 

sustainability tool. The Nature Conservancy Business Council surveyed companies and found that six 

drivers for adopting NbS were mentioned the most: lowering project costs, managing regulatory 

requirements and risks, mitigating natural disaster risks, engaging community stakeholders, increasing 

marketing/branding, achieving sustainability goals, and promoting employee well-being.23  

These findings coincide, in part, with our research findings. CISL interviewed companies that also 

mentioned as important drivers the reduction in carbon emissions and ensuring future supplies of raw 

materials, products, and natural resources through resilient supply and value chains and supply regions. 

Companies increasingly recognise the multiple benefits of ecosystem services as provided through NbS 

and are employing these in novel ways or at a larger scale. Business for Nature, a coalition of diverse 

organisations, including the sponsor of this research, We Mean Business, conservatively estimates 1240 

major corporations are now implementing NbS based on their analysis of case studies from different NbS 

databases.24 Business for Nature’s Business Action Case Studies database is a great place to learn more 

about corporate use of NbS: Business for Nature on Shift. 

There is not yet a common understanding of these drivers for change across all sectors, all value chains 

within a sector or all functional areas and leadership within a business. Much of the science is still 

developing, as are the methodologies and metrics; however, the direction of travel is clear. Equally, many 

businesses are committed to positive action on nature but struggle to access simple data to support a clear 

business case. Bringing the awareness of the opportunities, business can explore and the knowledge to 

progress through individual organisations for investment and approval is precisely what Decision-making in 

a nature positive world is designed to address. 
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How to use this diagnostic 
The diagnostic tool is designed to help companies anticipate the potential challenges they might 

encounter to decide to adopt and implement NbS. It is built from observations, information, and 

recommendations gathered from responses from over 35 individual companies interviewed and 

surveyed about the NbS decision and adoption challenges they encountered and how they worked to 

overcome them. By building on this input from companies, the diagnostic provides practical solutions to 

guide companies on their NbS journeys. It will, however, require interpretation for different contexts and 

more research to uncover the right specific tools for specific challenges. 

The diagnostic consists of four thematic sections. These sections are groupings of the types of challenges 

reported by interviewed and surveyed companies supplemented by outside sources of information. The 

sections start with descriptions of probable indicators and causes of NbS challenges, complemented by 

examples of related perceptions (in italics) of what you may be hearing, reading, or detected about the 

challenges in your company. The indicators, causes, and perceptions are followed by suggested actions to 

overcome NbS challenges. These are based on actual “work arounds” provided by surveyed and 

interviewed companies. 

 

Figure 1: Getting NbS ready.  
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As an organisation integrates NbS more fully, the discussions naturally progress from “knowledge to 

numbers” and from “concept to action.” It is not a simple flow, and much may need to be repeated with 

different communities and functions.  

While using the diagnostic, consider the three following groups of questions. 

• Is the company receptive to considering NbS? Does the company recognise the need for change to 

enable the pursuit of NbS and the urgency to be ready?  

• Is the company willing to use NbS? Does it believe in its value as a solution? Does it believe it is the 

right thing to do? 

• Is the company able to implement NbS? Does it have the necessary capacity, skills, knowledge, and 

corporate culture to implement NbS? 

If the answer is “no” to any of these questions, this diagnostic can help pinpoint the challenges more 

precisely, as illustrated in the diagram above. If the answer is “yes” to all the questions, then the 

company is, most probably, well along in its NbS journey. There may still be applicable solutions for the 

company among the suggested actions. 

Review the table below and decide if any categories, indicators, causes, and perceptions resonate or sound 

familiar. If so, please read that section, and follow any of the links to other sections of interest. If the 

indicators and causes still resonate or sound familiar, review the suggested actions for that set of NbS 

challenges. If the answer to all the above questions is “yes”, CISL recommends reading indicators/causes or 

suggested actions related to specific challenges.  

 

Challenge categories Indicators/causes/perceptions 

Dealing with the unknowns 

• Executive management and key staff feel there is insufficient data and 
information about NbS efficacy and results to make decisions.  

• No corporate alignment or mandate to research the potential of NbS 
and gather NbS data and information; responsibility and resources are 
not assigned for these activities.  

• Environmental performance monitoring and evaluation (M&E) does not 
explore supply chain resilience, climate change impacts, or other issues that 
NbS can resolve.  

• Strategy on NbS is unclear; there is uncertainty on who is leading.  

• Colleagues and decision-makers want proof of NbS efficacy and feasibility.  

• There is little culture for discourse and innovation about environmental risks 
and solutions like NbS or executive management openness to ideas from 
staff.  

• The financial and practical limits of in-house NbS project design and 
implementation versus outsourcing to partners and experts are not well 
understood. 
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Challenge categories Indicators/causes/perceptions 

Making the financial case 

• The general company perception is that NbS cannot compete financially 
against more traditional solutions.  

• The company has not calculated the opportunity cost of the status quo, i.e., 
the long term costs to the business if action is not taken to tackle risks from 
climatic changes or ecological degradation.  

• Not all NbS benefits have been identified and/or they are not included in 
project analyses.  

• A methodology is needed to assign values to NbS benefits and evaluate 
projects.  

• Financial analyses of similar NbS projects yield widely different results.  

• NbS projects do not compete with other solutions within traditional 
financial performance or strategic timeframes. 

Navigating external and 
reputational pressures 

• Marketing and corporate relations are unable or unaware of how to use 
NbS to boost their strategies and promote the company.  

• There is limited or no perception of external stakeholder pressure or 
demand for NbS.  

• The company prefers proven regulatory compliance solutions, not NbS.  

• Regulatory requirements and/or regulators are perceived as rigid and not 
open to the flexibility needed for NbS.  

• There is a perceived loss of control when projects and investments involve 
partners or implementation not on company-controlled properties.  

• Suppliers are not involved in discussions with the company about long term 
climate change and environmental resilience.  

• The company lacks in-house capacity to design and implement a long term 
supply chain resilience programme that includes NbS. 

Engaging and influencing 
colleagues 

• There is not much curiosity about NbS in the organisation.  

• Important information about NbS, such as business and environmental 
benefits, economic value, and links to business strategy success or risks, is 
unavailable among colleagues.  

• The company has not fully perceived or accepted that the growing impacts 
of resource shortages or climate will affect business.  

• There is a perception that NbS is only suitable for small projects.  

• Diverse opinions and feedback about the viability of NbS delay or block 
decision making. 

 

The importance or weight of any applicable NbS challenge needs to be considered, to decide if it needs to 

be addressed. Some suggested actions will resonate. Others might not be suitable or applicable. Some 

suggested actions may also be more effective if they precede or follow others. Experience with what 

actions companies have already attempted and what are the likely reactions to suggested actions will 

influence decisions.  
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Appendix 1 contains online references to helpful documents, articles, webpages, databases, and other 

sources regarding NbS information. It is a starting point for further NbS research. It is arranged by topics so 

it can be browsed like a library or bookstore. 

Finally, the diagnostic is a tool or a guide, and as such, will not cover all challenges and circumstances. 

Companies will need to explore some of the references at the end of this to learn more and uncover 

different or new information. It is important to remember that the boundaries between the categories of 

NbS challenges are not hard and fast. There are common threads and cross-references among the 

different thematic sections. 
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The Diagnostic Tool 

Dealing with the unknowns 
This section contains descriptions of perceptions, indicators, and causes of the unknowns and 

uncertainties related to NbS. If any of these resonate and appear applicable, then the section Suggested 

Actions — Dealing with the unknowns contains practical solutions for overcoming decision-making 

challenges. 

The sections Making the financial case, Engaging and convincing colleagues, and Navigating reputational 

and external pressures, also contain content related to some of the perceptions, indicators, and causes 

described below. There are suggested actions in these sections, particularly in Making the financial case 

and Engaging and convincing colleagues, that coincide and reinforce actions to deal with uncertainty and 

the unknowns. 

Perceptions, indicators, and causes of challenges 

Executive management and key staff feel there is insufficient data and information about NbS efficacy and 

results to make decisions. There is no company NbS knowledgebase with necessary information to 

evaluate their feasibility for environmental solutions. NbS information is lacking for large-scale and long 

term solutions, especially to complement or as alternatives to current approaches. There has been no in-

depth analysis and inventory of environmental risk issues and possible solutions that can include NbS.  

• I’ve/we’ve seen nothing about the success of NbS or what kind of results we can expect. What can 
NbS do for the business? I/we do not understand how it will help.  

• Is there a list of NbS benefits? How are we going to find out what these are? 

• We have identified actions to address our strategic and environmental risks. Let’s give these a 
chance to work before introducing something new like NbS. 

• NbS sound appropriate for local projects. I/we do not see how they could be implemented as large-
scale or global solutions. 

A clear company alignment on, or responsibility and resources assigned for researching the potential 

of NbS, and gathering data and information is lacking. There are limited resources for research into 

possible NbS, and no one is responsible for research. The sustainability team has a limited scope of work 

and budget and cannot take on NbS research without further support. Colleagues are not interested in 

advocating for NbS to support any research, even on an informal or ad hoc basis. 

• Who’s in charge of researching NbS? There is no information available about NbS. No one in this 
organisation has investigated NbS.  

• There is no budget to research or test NbS.  

• Data and information from outside the organisation can be unreliable or not applicable to our 
situation. Unless the company generates this information, we cannot rely on it. 

• Our managers are too busy. Can we just assign someone junior or the sustainability team to 
investigate this and report back? 
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Environmental performance monitoring and evaluation (M&E) focuses only on goals related to cost 

reduction (e.g., waste, resource consumption) or carbon sequestration and does not explore supply chain 

resilience, climate change impacts, or other issues that can be resolved by NbS. The company has not yet 

fully recognised the value of a much broader analysis of sustainability and environmental data to find 

solutions for business issues and to address environmental risks, including through NbS. Company 

environmental performance data is heavily controlled and unavailable to potential NbS researchers and 

evaluators in the company. 

• How much carbon will NbS capture? How does the cost per tonne compare with offsetting and 
other methods? 

• We are achieving our strategic environmental targets for all our facilities and operations. Suppliers 
are responsible for their own sustainability and environmental performance. 

• The company/our department does not collect data about the risks that NbS can address, like 
climate change, carbon emissions, supply chain environmental risks, etc.  

• Why do you need environmental performance information and data? I/we cannot grant access to it 
without authorisation. 

 

Strategy on NbS is unclear; uncertainty on who is leading. Department and operational managers are 

unsure about the company’s approach to NbS. They do not know who is leading any NbS effort and how 

NbS will be evaluated and decided on. No one has been trained and empowered to lead an NbS research 

process with an open attitude towards accepting NbS as part of the solution matrix. A process for 

researching and evaluating NbS possibilities has not been defined. 

• The company already has a sustainability strategy and work plan. How will NbS help us? Do we 
need a separate strategy for NbS? 

• This sounds too complicated and expensive to organise and implement.  

• Who is leading this effort? I’ve/we’ve heard or seen nothing from senior management. 

• All our senior management is too busy to take this on. Let the different departments decide what 
they want to do. 

 

Colleagues and decision-makers want proof of NbS efficacy and feasibility. Low internal knowledge about 

NbS limits its acceptance or consideration. Technical staff and managers do not believe in NbS or the need 

for similar solutions. Technical and operational managers consider NbS too complicated to design and 

implement compared to traditional solutions. NbS is perceived as having a high, long term operational cost 

that departments do not want to assume.  

• I/we do not understand what NbS are and how they will help our department. 

• I/we have seen NbS project examples, but our circumstances are different. 

• Our solutions have worked so far. Why complicate them with an unproven alternative like NbS? 
What additional benefits can NbS give us? 

• How long will the company need to maintain this NbS? How will we find OPEX for that? 
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There is little culture for discourse and innovation about environmental risks and solutions like NbS, or 

executive management openness to ideas from staff. Colleagues have little or no leeway to explore or 

implement innovative ideas like NbS, and there is no mandate for doing so. Environmental performance is 

only superficially addressed in performance review criteria, and only for goals related to cost savings. Most 

managers feel that it is not part of their job description. 

• My department does not have the time or resources to research or implement NbS. 

• Unless my supervisor/senior management authorises this, I will not waste my time with NbS. It is 
too risky. 

• Our department is meeting most of its environmental performance goals. NbS would only 
complicate our efforts. 

• I do not have environmental performance goals and do not get evaluated on environmental 
activities. I/we do not have the time/budget to learn about NbS. 

 

The financial and practical limits of in-house NbS project design and implementation versus outsourcing to 

partners and experts are not well understood. Possible NbS projects in landscapes or supply chains require 

more detailed knowledge of local conditions than is available internally. Some internal stakeholders or 

managers fear losing control of projects when the company works with implementing partners, 

particularly NGOs and suppliers. Yet, departments and functional areas do not have the expertise or 

resources to participate in NbS design, evaluation, and implementation. As a result, lack of in-house 

capacity delays NbS evaluations because partner contributions and costs are unknown or not considered.  

• How can the company work with local NGOs or environmental groups? Using partners or suppliers 
to deliver NbS is risky, especially if we do not know them. 

• Outsiders cost too much money. We need to figure out how to do this internally. 

• How can we do this in our supply chains? We do not know enough about conditions and what NbS 
could do in our supply chains, especially beyond our tier 1 suppliers.  

• I/we wouldn’t know where to begin to design and implement an NbS. If we must do them in our 
supply chain, that sounds complicated. 

Suggested actions 

Many companies might not be comfortable with NbS for various reasons. Commonly, corporate decision-

makers perceive that projects that involve nature add more uncertainties and unknowns to the business 

on top of other uncertainties about the future.  

Major NbS uncertainties cited by business leaders stem from the relative novelty of such projects, which 

means there is: 

• a lack of data and knowledge surrounding potential NbS results 

• difficulty in concretely identifying the benefits of NbS and calculating their economic values 

• a scarcity of information about NbS design and implementation 

• complexity in working with external partners and experts for designing and implementing NbS. 
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The section Making the financial case suggests actions to identify benefits and calculate their financial 

costs and contributions. The sections Making the financial case, Navigating reputational and external 

pressures, and Engaging and convincing colleagues contain other useful suggested actions, but differ in 

their focus.  

Designing to maximise results and value 
Quickly demonstrating NbS efficacy and generating results and information, even at a small or local scale, 

can increase some colleagues’ and influencers’ comfort level with NbS. Build mechanisms into NbS 

concepts, processes, and systems to maximise and quickly scale up NbS results and values. Involve 

different colleagues from different departments, functional areas, and company operational regions or 

value chains in NbS research, design, and project activities. This will generate different ideas and 

perspectives of how NbS can be employed more quickly, at a much larger scale, and across supply chains 

and regions, building familiarity with the concept. 

Maximising results and value also require targeting the right risks and issues and collecting the correct 

data. It will be important that the company has current information about strategic environmental risks 

and trends and scenarios, such as for the impacts of climate change and related risks. For example, an 

Internet search on climate change and its impacts will generate many links to reports, maps and 

projections, such as the US National Oceanic and Atmospheric Administration climate site,25 or this CGIAR 

technical document on climate change effects on cocoa production in Côte d’Ivoire.26 Involving company 

regional colleagues to review the updated information and provide input about risks and impacts in local 

value chains and operating areas will improve global information about risks that NbS can address. 

Regional offices and colleagues can help identify, conceptualise, design, and evaluate NbS projects that can be 

implemented in their regions or value chains. This local support can help ensure NbS results by pinpointing 

issues to address with NbS, identifying implementation challenges and workarounds, and engaging 

stakeholders and possible partners, especially within local supply and value chains. Promising NbS can then be 

rapidly scaled up from these regions to other company operating areas, or even globally. 

Available information and literature on NbS results often give broad impact estimates or estimates based 

on a specific geographic scope. For example, values for carbon sequestration in soils vary widely.  

“Placemark” or reference values for benefits for different NbS and implementing conditions can be established 

based on available research, studies, or initial project results. These values will help companies understand if 

NbS contributes to resolving environmental issues or risks and measures progress, even if they are unsure 

about their accuracy or completeness. (Include these placemark values in the NbS catalogue; see making the 

financial case.) Companies can update and refine estimates and values when more reliable or robust results 

and standard methodologies become available. It will be easier to adjust past results if consistent benefit 

values were used. 

NbS need time to generate results; some results may not manifest for several years, even a decade or 

longer. This should be acknowledged upfront to manage expectations, but reported progress and quick 

wins will keep colleagues and stakeholders committed to the project. 
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In the shorter term, progress and results can be reported by grouping like benefits into indices or a 

standard metric. The result will be the ‘sum of the parts’, maximising the results and possibly giving a 

more accurate picture of ecosystem health or recovery. A simple example would be the increase or level 

of carbon in the soil generated by regenerative agriculture practices. Each practice may have its own 

benefit, but the accumulative result can be expressed as one metric, amount of soil carbon as a per cent 

or in kilograms per hectare. This also simplifies reporting, provides materials for higher impact corporate 

communications, and improves the calculation of NbS total value. 

 

 

Systematically building up knowledge to enable consistent evaluation [Worked example] 

The challenge 

Project analysts evaluating an integrated landscape project including a mix of NbS were 

confused by inconsistent financial costs and returns for the same NbS in similar contexts 

and applications. The results did not provide a clear picture of how NbS compared with 

traditional engineering solutions. The analysts and project managers were also frustrated 

by the never-ending search for NbS benefits and values.   

The solution 

The project analysis team decided to systematically build an NbS database. Together with 

sustainability technical specialists and company financial analysts, they dived deeply into 

the characterisation of individual types of NbS – both those that were currently being 

evaluated and those could be used in the future. The team visited project areas, viewing 

existing ecosystems and brainstorming what services and values they could deliver, 

providing a framework for further research. The team also gathered current information 

about each NbS type, including their applicability (context where it can be used); 

associated benefits; a standardised, as much as possible, list of associated implementation 

and maintenance costs; and estimated time periods before the different benefits could be 

detected.  

The learning 

This database enabled project designers and analysts to use bundles or packages of NbS 

characteristics when evaluating new NbS opportunities. This plug-and-play approach 

generated more consistent results and comparisons. Its added benefit was the ease of 

updating information as the company gained experience with NbS and results were 

generated from projects or as new research and findings became available. Over the 

medium term, the database also saved money by reducing the need to research NbS types 

and characteristics for each project or analysis. Instead, a project financial analyst and a 

sustainability technical specialist dedicated a few hours every month to update the 

database. 
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Working with colleagues  
Adopting NbS can be perceived by colleagues as a change to something less known, which can result in 

resistance. Linking NbS to the company’s sustainable purpose and strategy, and any efforts to infuse the 

purpose and strategy throughout the organisation, is a good first step to building internal comfort levels 

with NbS uncertainty and unknowns. Colleagues will need to know the overall NbS value proposition for 

the company and the value and benefits NbS can bring to their own work. Many will also need to learn 

more about NbS, especially how NbS can help them achieve the goals and objectives as part of the 

company’s sustainable purpose and strategy.1 

As mentioned elsewhere, involving colleagues from different departments and functional areas as early 

and as often as possible in the NbS journey will help build internal comfort levels with NbS uncertainty and 

unknowns. This is a continual process and includes apprising each other of NbS research and 

implementation results and progress, as well as undiscovered or new challenges related to NbS strategies, 

goals, and projects. Colleagues will become more adept at identifying opportunities to use NbS, 

conceptualising NbS projects, and evaluating NbS projects with less bias and apprehension. 

Colleagues will stay interested in NbS if they have active roles within their functional areas. This gives 

them the knowledge they need to understand and use NbS and fosters the flow of information and 

knowledge to them. This capacity can be developed over time through systematic knowledge sharing 

and building effort.27 For example, colleagues focused on value and supply chains, such as in 

procurement or regional offices, may need information and training on how to identify local risks that 

NbS can address. The reward will be more granular information about those risks to better tailor NbS 

projects and opportunities to target support to suppliers, cementing long term relationships and supply 

chain stability. 

Breaking down or circumventing internal information silos will help get needed information to the right 

colleagues to analyse NbS and discover its full value. Companies can promote information sharing and 

transparency and call on NbS champions or supporters to help obtain critical information or data 

necessary for research or analysis. 

Working with partners 
NbS is another layer of technical knowledge required on top of knowledge and information needed to 

address climate change and other strategic environmental risks. It is hard for companies to know 

everything about NbS and how to use them in every corner of their operations and value chains. 

Partners, such as suppliers, consultants, non-governmental organisations (NGOs), and landowners and 

communities in landscape-based projects, can help companies accelerate the NbS capacity building 

process and implement NbS locally within supply and value chains. Regulatory authorities can also be 

important partners by fostering a regulatory environment and a flexible approach to compliance that are 

amenable to NbS use.28 

 
 

1 For more information on constructing and internalizing a sustainable purpose in companies, see CISL’s Leading with a 
sustainable purpose: Leaders’ insights for the development, alignment and integration of a sustainable corporate 
purpose (2020: https://www.cisl.cam.ac.uk/resources/sustainability-leadership/leading-with-a-sustainable-purpose.) 



 
 

 

 

 
 

 
19 

Decision-making in a nature-positive world: 

A corporate diagnostic tool to get your company ready to approve nature-based solutions 

For different reasons, some companies and colleagues may be reluctant to work with outside partners. 

Yet many, especially local landowners, and communities, have a stake in NbS success. Aside from quality-

of-life issues, NbS can help ensure long term resource availability (water, for example). It can also help to 

avoid or reduce the potential of severe weather event impacts on infrastructure, and help build economic 

resiliency, especially in areas economically dependent on agriculture or natural resources. Consider 

external stakeholder consultation in local communities to understand the NbS value proposition for these 

potential partners. 

For NbS efforts in supply chains, companies can promote awareness of the risks that they believe can be 

addressed by NbS through new or existing supplier engagement mechanisms. Supplier contracts can 

include applicable sustainability purpose-driven objectives and progress metrics to share with suppliers 

the burden of costs and the uplift from benefits. If companies expect suppliers to implement NbS 

projects, then suppliers may need technical support and investment in NbS. Longer-term, multi-year 

contracts provide stability for suppliers to invest in NbS and will cement the commitment to changes on 

the ground that will improve quality and productivity. 

For all partners, it is important to develop clear expectations and goals regarding NbS projects and 

implementation and make these known during initial conversations and negotiations. Ensure project 

support and implementation through a long term NbS project governance plan, for example, one that 

allocates responsibilities for maintenance and costs and establishes what happens with changes in land 

ownership. Partners need to discuss and clarify upfront how they will communicate project successes. The 

sharing of both successes and the implementation burdens needs to be understood by everyone involved 

and included in contracts and agreements. The partner agreements will take time to negotiate, with the 

need to involve company contracting specialists early in the process.  

Landowners involved in the long term implementation or maintenance of NbS, or its components, will 

likely need incentives. Landowners, such as farmers, often feel a heavier initial cost burden with NbS 

because they need to invest in changes to their production or land use practice. This can challenge NbS 

implementation, so incentives, support, and clearly stated benefits are needed to win their support and 

participation. The partnership value proposition is two-way, with benefits for partners and companies. 

In all cases, due diligence of candidates for potential partners and new suppliers is always a first step. Local 

colleagues can provide essential information. Focus on candidate project implementation track records, 

carefully considering the size and complexity of previous projects. Partners that can hit the ground running 

are best, avoiding undue costs and time spent building capacity unless the long term benefits justify the 

effort. 

To foster knowledge and information transfer, companies can build or join communities and networks of 

project stakeholders —partners, landowners, suppliers, even competing firms. Partners and networks 

can be selected to fill internal capacity and knowledge gaps. More internally focused groups with 

colleagues and NbS project partners can generate ideas, capture information, and establish long term 

strategies, goals, and plans, recognising the mutual benefits of NbS.  

 



 
 

 

 

 
 

 
20 

Decision-making in a nature-positive world: 

A corporate diagnostic tool to get your company ready to approve nature-based solutions 

Data is king, at all stages  
One common observation that arose during this research is the lack of information and data about NbS 

benefits, financial performance, long term results, and their ability to address strategic risks. Researching 

and implementing NbS will generate data and information, as will interacting with colleagues, partners, 

and regulators, brainstorming projects. Implementing a good system or process will help capture the 

information generated – it will come quickly and from diverse sources. Otherwise, it will become part of 

the unknown if not committed to institutional memory. 

It is worth creating guidelines and a process to evaluate research results, project concepts, future goals 

and objectives, and decisions about NbS benefits, values, metrics, and desired outcomes. Guidelines and 

the process will change over time, but they can foster a transparent, consistent, systematic and unbiased 

approach that colleagues will appreciate. A systematic approach from the start will facilitate modifying 

results or metrics as new research and information become available.  

A monitoring and evaluation (M&E) system for the project data is crucial. An M&E system captures data 

and makes it available for analysis to identify and measure changes, in this case the results from 

implementing the NbS project. For example, how much has the sediment load in a river or reservoir 

decreased since the restoration of wetlands and forest cover in a catchment. Companies using data 

analytics will be familiar with the M&E concept. 

For an NbS project, a M&E system can be designed like a big data project — capture everything and sort 

through it later – however, this might not be as helpful for something as focused as NbS. First, data will not 

be as voluminous or be generated as frequently as for big data projects, such as those gathering point-of-

sales data. Second, there will initially be more unknowns. It will be better to start with those NbS benefits 

and metrics that are better defined, or with indices that aggregate benefits, even if they are only 

temporary or placemark metrics. Companies can refine these metrics and add more to fill in the gaps as 

results become available. All data are useless without good analysis, and frequent NbS project data review 

and analysis will keep the effort on track and moving in the right direction. 

Some data will be best collected by partners – but they may need training and support to do this. It is 

also important to collect relevant environmental and similar data and information, such as for 

precipitation patterns, land use, and deforestation rates, for each NbS application or project area. This 

information is necessary to separate NbS results from environmental influences or ‘noise’. For example, 

how much increased water flow in a catchment is due solely to changes in precipitation patterns versus 

new regenerative agriculture practices? 
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Making the financial case 
This section contains descriptions of perceptions, indicators, and causes related to making the financial 

case. If any of these resonate appear applicable to the company, read the section Suggested actions — 

making the financial case.  

The other suggested action sections, dealing with the unknowns, engaging and convincing colleagues, and 

navigating reputational and external pressures, also contain content related to some of the perceptions, 

indicators, and causes described below. There are actions in these sections, particularly in dealing with the 

unknowns and engaging and convincing colleagues, that coincide and reinforce actions to deal with 

decision roadblocks related to financial aspects deal. 

Perceptions, indicators, and causes of challenges 

The general company perception is that NbS cannot compete financially against more traditional solutions. 

Capital expenditure or large project decisions are based almost exclusively on traditional project structures 

and performance indicators that exclude NbS. 

• NbS projects will never stack up financially compared to our traditional approaches. They cost too 
much and do not give us the return we need in our established analysis timeframe. 

• NbS have too many new/unclear costs to figure out. It is better to stick to traditional solutions. 

• NbS might be okay for small projects, but it does not compare financially with the alternatives for 
bigger projects. 

 

The company has not calculated the opportunity cost of the status quo, i.e., the long term costs to the 

business if action is not taken to tackle risks that will manifest due to climatic changes or ecological 

degradation. The company does not perceive or is not interested in the financial costs and risks of less 

tangible long term impacts, such as resource scarcity and unreliable supply, that NbS and similar 

approaches can help address.  

• It is impossible to calculate the cost of climate change impacts on our company. We’ll continue 

doing what we are doing and deal with all that when the time comes. 

• Our competitors’ supply chains will be just as affected by climate change as ours. It will all even out. 

• We can just find new suppliers or new supply chains. We’ve done that before. 

 

Not all NbS benefits have been identified, and/or they are not included in project analyses. The mapping of 

NbS benefits is incomplete or unclear, leading to inconsistent or inaccurate comparisons with other 

solutions. Further, the value of less direct NbS benefits such as corporate and investor relations, access to 

finance, regulatory compliance, and the value of good will within supply chains is not standardised or 

defined.  

• All this information about the other benefits of NbS and their values is all new and not proven. 
There are too many unknowns/they need too much time/the results, values vary too much. How 
can we include uncertain numbers in our analyses? 
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• Is there a list of standard NbS benefits and values? How else can we determine the value of 
biodiversity or soil carbon increases? 

• Valuing less tangible benefits will never be acceptable to our finance people. 
 

A methodology is needed to assign values to NbS benefits and evaluate projects. Project financial analysts 

have no easy reference points for evaluating NbS projects. The company only considers traditional 

financial benefits when evaluating NbS. There is little understanding or knowledge of natural capital 

valuation or similar accounting methods needed to assign economic values to many nature-based benefits 

and ecosystem services. There is a perception that building or using a natural capital valuation 

methodology is too difficult or costly, will somehow adversely affect the company’s financial reporting and 

performance, or will need to be done for all the company’s activities once started. 

• I/we keep seeing different values and methodologies for quantifying the various alleged benefits. 

• How can the company value on restored biodiversity (or similar natural capital)? 

• I/we have heard about natural capital valuation, but it sounds too complicated.  

• I/we understand that once you implement natural capital valuation, you must do it for the whole 
company and all operations. That would be too expensive and could affect our financial 
performance. 

 

Financial analyses of similar NbS projects yield widely different results. There are no standard NbS benefit-

value data and financial criteria that can be used consistently in NbS project analyses. The financial analysis 

process and criteria change with every new project, limiting comparison of results among different NbS 

alternatives or even the same NbS in similar contexts. There is no database or compendium of information 

about NbS characteristics, designs, benefits, costs, or values to standardise financial analysis input data. 

• I have/we have seen different numbers for these NbS projects in different contexts. Why are they 
not the same or similar? 

• Every time we evaluate a new project, we must research NbS benefits and values. Is there one place 
we can go for all this information, like a clearinghouse? Does the government have something? 

 

NbS projects do not compete with other solutions within traditional financial performance or strategic 

timeframes. There is a need to understand and evaluate longer-term return periods by considering the 

possible longer lifespans (whole life project) and more gradual generation of results of NbS compared to 

other traditional approaches. Long term maintenance of NbS is perceived as more costly than traditional 

alternatives because the actual life of project and the potential for cost sharing with partners is not well 

understood or defined. 

• How can I/we justify a longer return on investment period for NbS than other projects? How does 
that benefit the company? 

• I/we have no idea how much the long term maintenance costs are. How can these be covered? 

• How does the company calculate the long term costs of a project that it won’t control in a few 
years? For example, when it is not on company property. 
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Suggested actions  

One of the most frequently mentioned NbS decision roadblocks is the financial case. What value do NbS 

benefits generate, and what are their costs? How long before there is a return on an NbS investment? Can 

NbS compare financially with other solutions, particularly traditional engineering solutions or even the cost 

of the status quo? This section suggests some actions that companies can take to clarify the financial value 

and benefits of NbS and compare them with other solutions. 

Just beginning your NbS journey? 

Further along your NbS journey? 

Companies just beginning the nature-based solutions journey  
Companies that are just beginning their NbS journeys can start with the following actions. 

Assemble an NbS catalogue or database. Some companies report different results from financial 

analysis of similar NbS in similar contexts. Others mention having to continually research and identify NbS 

benefits and their values for each project under analysis. Some research is necessary, especially during for 

initial NbS projects, and some variation among NbS values can be expected for different contexts. 

Companies can, however, reduce the research burden and analysis variability by compiling a catalogue or 

database of NbS benefits with their associated metrics and values. 

An NbS catalogue or database content could be obtained from online sources, protocols, manuals, case 

studies, and articles, and include:  

1. The types of NbS: restored ecosystems or habitat, regenerative agriculture practices, and similar. 

2. The associated benefits of carbon sequestration, water replenishment, flooding reduction, or 
pollinator habitat restoration. 

3. Benefit quantities or metrics, such as metric tons of carbon sequestered per hectare per year, 
cubic meters of water entering an aquifer per hectare per year, or kilometres of riverbanks 
restored and protected. 

4. Eventually, the benefits’ revised values once the company has decided on a valuation method. 

There are many online databases with different information about NbS that companies can explore for 

information about NbS benefits and values. These range from UNDP’s Equator Initiative compendium of 

NbS projects around the globe29 to the University of Oxford’s NbS Evidence Platform.30 It is unlikely that 

one source will provide all the information a company needs to build its NbS catalogue because many sites 

specialise in the information they provide.  

Once a company has launched its NbS catalogue, it can add and update other information and benefit 

characteristics as more information or NbS results become available. This allows the updating, including 

retrospectively, of NbS project impacts if the benefits information has been applied consistently.  

Some benefit metrics may not be precise, in which cases ranges or scenarios can be used temporarily until 

future results can be used to refine calculations. The advantage of an NbS database, and continually 

updating it, is that it reduces the uncertainty and the unknown around NbS; topics that are further 

discussed in the section dealing with the unknowns. 
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Determine NbS benefit values. Some NbS benefit values will be relatively easy to calculate, for example: 

• for sequestered carbon, companies can determine the market value of sequestered carbon offset 
credits 

• for replenished water, could use the value of a litre of bottled water can be used, or  

• for runoff water that does not require chemical treatment, you could apply the cost of treatment 
per cubic meter.  

Other values, such as peatlands or pollinator habitat restoration, are trickier. For these less-tangible 

benefits, companies and governments increasingly use natural capital valuation. 

Natural capital valuation helps companies calculate the costs of impacts on nature, or the value of nature 

benefits, or goods and services in other terms. Several protocols are available to guide businesses in the 

valuation of nature-based interactions. Some companies with very focused geographic scopes are 

developing their own protocols based on the natural systems and biodiversity found in their supply chains 

or production areas. Developing a protocol is not easy. Companies with broader operating scopes may 

need to start with more easily obtained values and use placemarks or temporary values for other benefits 

based on research and due diligence. 

Whatever the decision about a natural capital protocol or other valuation techniques, it is best to use it 

consistently among projects and long enough for results to be generated. This allows comparison of NbS 

types and projects and data and information collection that will drive improvements and transfer data into 

better valuation methodologies when they become available. The values can be added to companies’ NbS 

databases or catalogues. For consistent and correct valuation method use, financial and project evaluation 

personnel need to be well-versed in using them. 

Calculate the cost of the status quo. Inaction (i.e., maintaining the status quo) in the face of climate 

change and other business risks is always an option, but at some future point, it will have a cost. 

Companies can develop different case scenarios around major business risks associated with climate 

change and other related impacts and calculate their costs. For example, what would be the cost of 

specific supply chains losing half of their production due to annual precipitation decrease or increased 

average temperature? What would the cost be to compensate that decrease, change supply chains, or 

drop that product line? 

Finance providers, such as banks, and investment and insurance companies, are starting to assess nature-

related risks in relation to the companies they support. Companies can understand how this is being done 

through CISL’s Handbook for Nature-related Risks and the associated use cases, as well as following TNFD 

framework developments31.  

The cost of inertia can be a benchmark value for companies. It represents potential losses from not 

building climate resilience in supply chains, falling short of carbon emission goals, or losing the essential 

services from ecosystems that the business model depends on. Much of this can be done with NbS, 

representing the value of loss prevention that NbS can provide. 
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Presenting the case against inertia [Worked example] 

The challenge 

A group of colleagues at an ornamental fern and foliage plant producer 

and exporter based in three tropical countries were concerned that 

projected rising temperatures and increasingly unpredictable rainfall 

patterns would make plants more susceptible to pests and diseases and 

increase production costs. Their initial research steered them towards 

the nature-based solutions (NbS) of regenerative agriculture and 

restoring forest and other ecosystems in unproductive lands as the best 

methods to build resilient production. They needed to convince other 

colleagues and some senior executives that these NbS would help make 

the business more resilient.  

The solution 

They gathered information about five-, ten-, and thirty-year projected 

climate changes for the company’s production and supply chain regions 

to present more detailed scenarios of what could happen if no steps 

were taken. Using their technical knowledge about current production 

conditions and practices, and with some outside expert advice, they 

calculated production and cost impacts for each scenario.  

The learning 

The group determined how much of these impacts could be avoided, 

reduced, or mitigated by the proposed regenerative agriculture 

practices and ecosystem restoration, and how much these NbS would 

cost the company for the same scenario timeframes. This gave them 

more realistic and plausible inertia scenarios to present to 

management and colleagues, paving the way for decisions about NbS. 

 

For companies that are further along in their nature-based solutions journey  
For companies considering NbS for their business risk and sustainability toolboxes, or have decided to 

include NbS in their toolboxes, financial challenges will be more focused on project analysis, costing, and 

budgeting. The best remedies to overcome decision roadblocks may be more contextual, but the 

following actions may be helpful. 

Create cross-functional, inter-departmental teams to conceptualise and evaluate projects to better 

recognise risks that NbS can address, assess operational needs, budgeting, and long term implementation 

and maintenance costs. Include colleagues from regions or supply chains to ensure that local aspects, such 

as risks, costs, and values, are considered. 
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Consider setting a ten-year NbS project assessment time frame with evaluations at shorter intervals 

(longer than one year) not only of results but of the valuation methodology and implementation 

processes. Some NbS will not show measurable and significant results for at least a decade. To put this in 

perspective, data indicates that ‘achieving a soil organic matter increase of one per cent for average US 

Midwestern soils would require adding 20 English tons of dairy cattle manure per acre per year (about 

7345 kg/hectare) for 10 years in combination with conservation tillage techniques.32  

Bundling NbS benefit metrics into indices or composite values can aid in detecting aggregate progress and 

NbS returns in shorter timeframes. Regenerative agriculture is a good example. It is a collection of 

practices to maintain soil health and restore soil carbon levels. Each practice may have its cost, but the 

collective result is an increase in carbon in the soil, which can be measured and valued. Increase in water 

supply in a catchment or decreased runoff treatment costs are also indicators of good land use 

management practices throughout the catchment. 

Compare the life of project costs of NbS with traditional engineering solutions especially when 

implementing NbS as part of regulatory compliance. The value of NbS is the savings over these traditional 

solutions over the life of the project. This may require a change of thinking about project lifespan and how 

to assign costs (CAPEX versus OPEX). The initial costs — construction, initial operations, and similar — of 

NbS and other solutions may be similar. Still, NbS can have lower project life maintenance and operating 

costs, especially if long term maintenance is shared with landowners or other beneficiaries. 

A framework, guidelines, or rules for project analysis can facilitate the NbS analysis process. Some rules to 

consider include project type lifespans; standard criteria for the project and NbS scenarios; OPEX versus 

CAPEX allocation decisions; project budget thresholds for different analysis intensity; and what costs and 

values are assigned only to NbS versus other solution types. While rules can be changed or even bent in 

certain circumstances, their consistent application will better compare financial results among NbS 

projects and types over time. Separately, protocols may be useful for sharing costs across different 

departments’ budgets where benefits from the project will accrue regarding those departments’ needs. 
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Navigating reputational and external pressures  
This section contains descriptions of perceptions, indicators, and causes that are related to dealing with 

reputational and external pressures, such as corporate relations, regulatory compliance, and engaging 

external stakeholders. If any of these resonate and appear applicable, please read the section Suggested 

Actions — navigating reputational and external pressures for possible solutions. 

The other suggested action sections, dealing with the unknowns, engaging and engaging and convincing 

colleagues, and making the financial case, also contain content related to some of the perceptions, 

indicators, and causes described below. There are actions in these sections, particularly in engaging and 

convincing colleagues, that coincide and reinforce actions to deal with reputational and external 

pressures. 

Perceptions, indicators, and causes of challenges 

Marketing and corporate relations are unable or unaware of how to use NbS to boost their strategies and 

promote the company. Corporate relations and marketing staff are not part of the NbS dialogue in the 

company. They may not have calculated and made a strong case for the value of NbS as compared to 

alternative solutions or may not know how to and have limited support from or interaction with technical 

staff. The current marketing strategy is ‘good enough’, and there is no incentive for change or innovation 

to include approaches like NbS. Some marketing and public relations benefits of NbS are known, but there 

is a reluctance to move away from proven strategies. 

• Our sales exceed our annual goals. We do not need to complicate marketing with something about 
nature. 

• I/we do not understand how NbS will help our brand/corporate image. How would we even create 

messaging about NbS? 

• There is no budget for surveys or market research to create messaging about our NbS work. Would 
pursuing NbS generate additional income/sales? How do we put a number on this? 

 

There is limited or no perception of external stakeholder pressure or demand for NbS. There is little 

engagement with a broader stakeholder base to capture diverse views about business activities, the 

environment, and NbS. There is no process to systematically capture and analyse information from 

external stakeholders on the range of societal and environmental benefits expected of business and that 

can be addressed by NbS. 

• I/we heard that some consumers/clients focus on nature and/or our scope 3 emissions, but will 
customers pay extra for products that come from supply chains with NbS? 

• The only external stakeholders interested in NbS tend to be the usual environmental pressure 
groups. 

 

The company prefers proven regulatory compliance solutions, not NbS. Efficacy and additional benefits of 

NbS are not known or evaluated. There is no perceived incentive to present NbS as part of a regulatory 

solution to authorities. No interdisciplinary, cross-functional, or interdepartmental group are tasked with 

researching and evaluating NbS for regulatory compliance. 

• All the company has to do is comply with regulations. I/we do not see how NbS can help.  
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• Regulators will not share the blame or burden of failure if NbS does not work well enough to 
achieve compliance. Why should we do it?  

• NbS take too long to generate meaningful results. How will the company know if they are working 
to meet our compliance obligations? 

 

Regulatory requirements and/or regulators are perceived as rigid and not open to the flexibility needed for 

NbS. The company does not have a strategy or sufficient information about NbS to approach regulators 

and has not done so. There is no analysis of the regulatory costs and benefits of NbS from a company and 

regulator perspective. No one wants to enter a long negotiation process. 

• The regulators are not interested in anything fancy. They just want us to comply. 

• It will be too difficult/take too much time/cost too much money/be too hard to negotiate NbS use 
with regulators. 

• It is easier to use our current compliance approaches. Regulators understand them, and it is easier 
for the company to analyse and assign costs, especially as the financial return takes less time. 

 

There is a perceived loss of control when projects and investments involve partners or implementation not 

on company-controlled properties. The company only invests in land-based activities on properties it 

controls. The company invests in its properties but dominantly production-oriented improvements such as 

drainage, irrigation, engineered infrastructure, and similar. There is some investment in suppliers if these 

are directly linked to price and quality improvements for the company, but only the most important 

suppliers.  

• I/we do not have the confidence that suppliers/other value chain actors can deliver the results we 
need. It is better that we take care of company operations/facilities/properties, where we can 
control the investment. 

• It is unclear how implementing NbS in supply chains will help our company. If NbS is not on 
company lands or the company cannot implement it, we should not invest in it. 

• Once we invest elsewhere, we will never be able to evaluate the return on our investment. This will 
affect our financial performance. 

 

Suppliers are not involved in discussions with the company about long term climate change and 

environmental resilience. Supplier capacity to confront potential long term environmental impacts and 

risks, and how NbS can help avoid, reduce, or mitigate these impacts and risks, is not considered. The 

company is unaware or in denial of how long term contracts can help suppliers invest in nature and supply 

chain resilience. There is no investment in or co-implementation of NbS or similar environmental and 

sustainability projects with suppliers. 

• Our orders are clear…get the best value possible for the least cost. Suppliers are paid well and need 
to uphold their end of the bargain.  

• The company will not subsidise suppliers’ environmental compliance or their future existence. They 
need to plan their own future. 

• One-year contracts are the best way to keep suppliers on their toes. I/we do not see that long term 
contracts will help suppliers become more sustainable or improve their quality and performance. 
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The company lacks in-house capacity to design and implement a long term supply chain resilience 

programme that includes NbS. The company has given procurement or other areas the mandate to 

support suppliers in building supply chain resilience and stability, including using NbS, but this is outside 

these areas’ normal scope of work, experience, and skill set. The company has not allocated the needed 

resources or supplied the necessary expertise for these new activities. It has not identified outside 

expertise, or one or more partners, to help design and implement a long term supply chain resiliency 

programme that includes NbS. The company’s environmental strategy has a global focus, but it lacks the 

local knowledge and know-how needed to implement NbS within regional supply chains.  

• Doing environmental or sustainability projects in supply chains… We wouldn’t even know where to 

begin.  

• There is no budget to research/implement NbS in supply chains. The sustainability team is 
overstretched and cannot provide support. 

• The company has not identified the strategic and environmental risks in local and regional supply 
chains that NbS can resolve, nor does it have the capacity to do so. There is a low comfort level with 
working with local partners that could help. 

Suggested actions 

Decisions about NbS will inevitably be influenced to varying degrees by people and entities outside the 

company. Regulatory agencies are prominent influencers. Others include landowners in NbS in landscapes 

or jurisdictions, consumers and their stated and actual purchase preferences, NGOs and advocacy groups, 

value chain actors, and investors, including shareholders. The actions described below can help with 

managing external influencers and their expectations. 

Begin with influencer mapping 
The section engaging and convincing colleagues suggests actions for mapping and characterising 

colleagues and other internal influencers and stakeholders. The same principles and techniques apply to 

external influencers, such as investors, advocacy groups, communication media, regulatory agencies and 

their personnel, and local stakeholders and potential partners for specific NbS projects. Knowledge about 

the objectives, concerns, needs, tactics, and agendas of these influencers will allow companies to 

formulate targeted engagement strategies and plans. 

Interacting with investors and external stakeholders 
It is good to gauge investor, lenders, shareholder, and Board member attitudes and concerns towards 

NbS. This information can help in two ways. First, it can help persuade senior management that action is 

needed to address strategic environmental risks and that NbS is (hopefully) a potential tool. Second, 

executives that support NbS can relay or address any concerns when they talk with key investors and 

Board members and prepare for any opposition to NbS that may surface at crucial moments in the future. 

Concerns and knowledge gaps can be passed on to technical and communications teams for them to 

provide input for messaging and information packages for key influencers. NbS messaging and materials 

can be incorporated in a wider sustainability communications and relations strategy for investors, the 

media, and other outside influencers. 

Companies can consider direct consultations with a cross section of external stakeholders, including some 

of the harsher critics about the industry or company’s environmental performance, to better understand 
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their concerns and agendas. If this is a regular or continuous process, with a mechanism to analyse input, 

it will help detect trends and shifts in stakeholder opinions or attitudes. Again, companies can use this 

information to craft future messaging about their NbS implementation as part of a wider campaign about 

sustainability activities. A bold move would be to invite some of the more critical influencers and 

stakeholders to advise companies on NbS on a strategic or technical level, or both. 

Working with regulators 
NbS can be an effective tool for complying with environmental regulations, but there are still many 

challenges and bottlenecks to working with regulatory authorities. Their approaches and attitudes toward 

NbS vary by country, region, applicable legislation, type of project, and context. In some instances, 

authorities may profess openness to NbS, but are hampered by legislative and regulatory frameworks, or 

institutions that are risk averse.33 This confusion exists despite decades of experience with and 

information about ecological solutions, particularly regarding wetland construction.34 

The regulatory framework and culture are, however, slowly catching up to the need for ecological 

solutions. Working with regulators cannot be avoided, and some complex negotiations may be needed 

during the permitting process to arrive at acceptable compliance expectations for the type of NbS 

involved. The first objective would be to pin down the types of NbS to be used, followed by agreeing on 

expectations about timescales and variability of results. Some of the recommendations in the section 

Dealing with the unknowns can clarify what needs to be on the table and defined during negotiations with 

regulatory authorities. Nonetheless, even when the authority’s attitude is open and friendly, it is almost 

certain that the company will bear the complete burden of costs and compliance, and non-compliance. 

Companies with deep needs for regulatory compliance will have to engage these regulatory entities with 

respect to NbS to understand their attitudes, concerns, and their approach to regulatory flexibility. 

Monitoring regulatory trends and changes helps companies anticipate regulations and prepare for 

changes. Engaging with local or regional regulatory personnel in operating regions will help companies 

better understand regulators’ thinking and approaches. Some light-touch influencing or lobbying of 

regulatory authorities for NbS may be applicable and its cost may be offset by savings in the eventual the 

compliance and cost burden across one or more future projects. 

Corporate relations and market value 
Public, consumer, and investor concerns about climate change impacts have grown in the last few years, 

even more quickly during the COVID-19 pandemic.35 Corporate relations and marketing teams will benefit 

from being part of company dialogues and discussions to address these concerns in marketing and 

communications strategies. Where possible, these colleagues could participate in cross-functional teams 

involved in NbS strategy, research, and development processes to benefit from their ideas. Technical 

personnel can provide them with information about specific projects, NbS types and their benefits and 

values, and how NbS addresses the company’s strategic risks.  

Being informed and having a working understanding of NbS concepts and the company’s approach to 

NbS will enable corporate relations and marketing personnel to integrate information in applicable 

communications strategies, materials, and messaging for different audiences. The crafted NbS messaging 

and materials can be used with investors and the media. 
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Composite results metrics or indices, as described in the sections Making the Financial Case and Dealing 

with the Unknowns, can indicate the combined impacts of different NbS results sooner than if these were 

reported individually. These composite results may suit communications and marketing content more 

than individual benefit metrics. For example, total tons of carbon captured will have more impact and is 

simpler to describe than the breakdown of carbon returned to the soil by different practices, and the 

amount captured in different types of vegetation planted or conserved. Later, the results of specific NbS 

benefits can be reported as these accumulate more appreciable results. 

In surveys, consumers indicate preferences for sustainably produced goods. Purchasing data currently 

indicates otherwise, but over the longer term this is predicted to change.36 For the long game, already 

beginning to incorporate NbS success stories in brand messaging or higher levels of corporate 

communications will be advantageous, especially when deployed alongside a long term strategy for 

building consumer awareness about NbS and its benefits. 

 

Reporting the bigger picture Worked example]  

The challenge 

A company was hard pressed to find results to divulge during the first few years 

of a project involving the recovery of nearshore marine features and coastal 

landscapes and ecosystems. The project’s objectives were to protect nearby 

coastal communities and tourism development from encroaching seawater 

and impacts from increasingly severe weather events. It was also expected that 

over time the nearshore fishery would begin to recover for local subsistence 

fishing and that saltwater intrusion of freshwater wells would decelerate. 

The solution 

To find results to discuss, the company decided to view progress from a higher 

altitude to convey overall progress towards the wider project objective. They 

chose to focus on the decreasing beach erosion, as measured by the cubic 

meters of sand that needed to be replaced on certain beaches periodically or 

after storms. This was a cumulative function of several NbS, such as placing 

artificial reefs just offshore, restoring and protecting critical coastal forests, 

wetlands, and estuaries, and stabilising dune systems.  

The learning 

The chosen impact metric, cubic meters of sand displaced (replaced 

periodically), was not precise, but it gave the company a tangible measurement 

of progress. The public, local businesses and government also liked it because it 

was visible and could be directly linked to an economic value. The costs were 

saved by not having to replace beach sand, dredge canals and other maritime 

traffic areas. 
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Local influencers and partners 
Companies with a global operating scope may inevitably find that they need to work with local partners to 

implement NbS. These groups and other local stakeholders, including NGOs and community and advocacy 

groups, will likely have better knowledge of environmental issues and risks in supply and value chains that 

can be addressed by NbS. Consider making local stakeholders NbS project partners, noting that this would 

require due diligence of these groups and their capacities and weaknesses. Local or regional company 

offices or operations will likely have, or can more easily collect, intelligence about these stakeholders and 

engage with them. It will be important to validate or cross-check information provided by some local 

groups to filter possible biases from their advocacy agendas. 

Local landowners, community members, and supply chain actors will inevitably be involved in NbS projects 

that are outside company-controlled lands. Partner and local stakeholder mapping mentioned earlier in 

this section and in more detail in Suggested Actions — Engaging and convincing colleagues will help 

companies to discover the value proposition for each local influencer or partner. This will help prepare 

answers to the question from local influencers and possible partners, ‘what is in this for me/us?’. 

Companies can consider building and maintaining local communities of practice or support and networks 

with different types of local stakeholders and partners. These networks and communities are helpful in 

learning about their diverse needs and concerns, information that can be used to leverage their long term 

help and support implementing NbS. Collaboration and information and data sharing can help drive down 

NbS research and implementation costs, especially as companies begin their journeys.  

Eventually, companies will encounter “jurisdictional approaches” when working in value chains or 

integrated landscape projects. A jurisdictional approach “…refers to a government-led, comprehensive 

approach to forest and land use across one or more legally defined territories”.37 This multi-stakeholder 

ecosystem protection and NbS implementation vehicles are “gaining traction.” While jurisdictional 

approaches offer opportunities to scale up NbS projects in key value chains, companies should be aware 

that they still have implementation challenges to overcome.38 
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Engaging and convincing colleagues 
This section contains descriptions of possible perceptions, indicators, and causes that are related to 

engaging and convincing colleagues and other internal stakeholders. If any of these resonate and appear, 

please read Suggested Actions — Engaging and Convincing Colleagues.  

The other suggested action sections, navigating reputational and external pressures, dealing with the 

unknowns, and making the financial case, also contain content related to some of the perceptions, 

indicators, and causes described below. There are actions in all these sections to help with engaging and 

convincing colleagues and other decision-makers about the value of NbS. 

Perceptions, indicators, and causes of challenges 

There is not much curiosity about NbS in the organisation. The company has a conservative approach to 

sustainability. Top management or key staff do not ask about the concept or want to explore it. Executive 

management is unaware of or does not have complete knowledge of NbS concepts and benefits. Key 

department managers know little about NbS and do not believe in it. There is limited or no top 

management or Board advocate(s) or advocacy for NbS. 

• What is NbS? I have/we have never heard of them, so they must not be widely used or very 
successful. None of our competitors use NbS. 

• No one has said anything about having to use NbS. Who is leading this and what have they said? 

• It is not worth mentioning this to management/my supervisor. They are not interested in the 
environment and/or new ideas. 

 

Important information about NbS, such as business and environmental benefits, economic value, and links 

to business strategy success or risks is unavailable among colleagues. Internal responsibility for 

sustainability activities, including the exploration and evaluation of NbS, is assigned ad hoc; there is no 

systematic approach. There is a lack of clarity on the bundle of corporate benefits of NbS, such as 

compliance, public relations, cost reductions, etc. 

• There is no information in the company about NbS. They must not be that important or effective. 

• What is the business case for NbS? How will they help the company? 

• I/we do not think NbS is worth looking into. You can do it on your own time if you want, but NbS 
does not address any of our business risks. 

• I/we do not think that NbS will help our area/department. I am/we are/my department is already 
overstretched. I/we/my department cannot take on NbS research/design/implementation. 
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The company has not fully perceived or accepted that the growing impacts of resource shortages or 

climate will affect business. Sustainability goals and plans only focus on the short-term impacts that 

directly affect the company’s performance. Corporate strategic risks only superficially mention long term 

environmental issues. NbS not included as possible solutions. 

• The company has already established its sustainability plan and goals. Let’s not complicate by 
introducing an unknown approach like NbS. Most of what we need can be managed with our 
current approaches. 

• If there is any problem with supply chains or getting materials, we can just change our suppliers. 
There is no need for implementing NbS or anything like that with suppliers. 

• NbS is good for biodiversity but not much else of interest to us. I/we haven’t seen that NbS will work 
for us. It won’t solve our problem. 

 

There is a perception that NbS is only suitable for small projects. NbS is seen as a possible environmental 

solution, but there is still trepidation about its use for large challenges or strategic risks. There is no 

knowledge about how to implement and scale-up NbS projects. 

• I have/we have heard that X company tried NbS, but I’m/we’re not sure they are applicable to our 
particular projects. 

• NbS is unproven for the size/type of project we have. We are not sure if they are worth the cost or 
risk. 

• Is not NbS mostly about reforesting or building wetlands? How would this work on a global scale? 

 

Diverse opinions and feedback about the viability of NbS delay or block decision making. A formal or 

structured process is lacking to manage and analyse NbS stakeholder and influencer input, feedback, and 

opinions for decision making. 

• I am/we are hearing too many differing opinions from our team. Why do you not work it out 
amongst yourselves and get back to me/us? 

• We have already talked to key people. Once is enough, we should not have to keep consulting. 

• I/we provided some comments and ideas but never got any feedback. They do not seem to care. 

Suggested actions 

NbS may be new to many colleagues, so challenges to recognising the potential of NbS can occur at all 

levels of a company. Convincing them to embrace NbS involves change management. The actions 

described in this section can assist in overcoming colleague trepidation and concerns by convincing 

colleagues and influencers that NbS is a viable way to help future-proof the business against risks. 

Identify and characterise the unconvinced stakeholders  
Change in any company, in this case accepting that NbS can be a valuable addition to a company’s 

sustainability toolbox, is easier when it starts at the pinnacle of the organisation.39 Before embarking on 

internal stakeholder and influencer mapping and engagement, companies should evaluate how ready 

they are for the potential change represented by NbS adoption. Are they aware of the need for NbS? Are 
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they willing to consider it? The answers to these questions will often dictate the priorities for the actions 

described in this section.  

Locate the sources of challenges. Determine where the main challenges originate is crucial. Is it at a certain 

level of the company? In a particular department or area? With a particular person or group of persons? 

This will help focus the next actions and possible solutions. 

Characterise the internal stakeholders (colleagues). It will be important to identify and characterise 

potential decision-makers and influencers with respect to their views about NbS. Broad categories can 

include the unconvinced, the firmly convinced (possible NbS allies or supporters), and undecided, further 

characterised by their influencing and decision-making powers. 

Further characterise unconvinced colleagues. More information about unconvinced colleagues may be 

necessary to determine how to sway them in favour of NbS, or at least diminish their opposition. This can 

range from basic information about colleagues’ location or position within the company to perceptions 

about their possible influence on NbS decisions. Companies can decide what information is needed and 

how to obtain it within their companies’ cultural and policy frameworks. 

Defining relevant nature-based solutions benefits and value propositions 
The section Suggested Actions — Making the financial case describes actions for identifying NbS benefits, 

determining their values and assembling this information in a catalogue or database. This catalogue will 

contain valuable information for creating value propositions to engage unconvinced colleagues and 

external influencers and stakeholders. Those benefits can be used to build multi-purpose value 

propositions for targeted colleagues. 

NbS value propositions need to appeal to unconvinced colleagues’ needs, desires, and to what they 

believe is right for the future of the business. The following considerations can be helpful when crafting 

the NbS value proposition for these stakeholders. 

• The long term health of the business is the primary objective, but without losing sight of the short-
term and practical challenges to designing, evaluating, and implementing NbS projects. It helps to 
recognise that NbS is a journey of change and there will be work to be done. 

• NbS can be thought of in terms of a Job to be Done. This focuses the NbS value proposition on 
resolving a company’s and colleagues’ issues and addressing needs. Excellent sources of 
information about Jobs to be Done include the Harvard Business Review article “Know Your 
Customers’ Jobs to Be Done”40 and the website What is Jobs to be Done (JTBD)?41 

• Case studies can help illustrate the value of NbS. Many publicly available case studies emphasise 
the societal and environmental values of NbS. There is a need to translate these values into values 
for the business (again, Jobs to be Done), or the business case for NBS. Examining environmental 
benefits can reveal how these relate to future-proofing supply and value chains, agriculture or 
natural resource-dependent operations, or company facilities against the increasing challenges of 
climate change and related environmental impacts.  

• Different emphasis or details will appeal to different stakeholders, so different versions of the 
same case study may be needed. For example, a case around the climate vulnerability of supply 
chains can be written with a strategic focus for executive managers but may have more local 
context for specific supply chain managers. 
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As a backup, companies can calculate the opportunity cost of the status quo or no new actions. This is 

discussed in the section Making the financial case. This answers the question about the future cost to the 

company if it does not take actions to address the relevant risks, resulting, for example, in the loss of 

critical supply chains or supply production levels or climate change impacts on corporate or transportation 

infrastructure. Focussing on company action despite not having a complete picture about the 

contributions of NbS may help shift the discussion from a dire outlook, the loss of supply chains, to a 

positive ‘can do’ attitude about building supply chain, and company, resilience.  

Build and execute an engagement strategy 
Engaging stakeholders and changing minds requires a strategy and a plan. This is fundamentally change 

management, convincing colleagues that doing something very different is in the best interest of the 

business.42  

Prior work in characterising decision-makers and influencers and building value propositions will be the 

foundation for an engagement strategy. If there is already top management support for NbS, engagement 

might be focused on area, technical, or departmental leaders that will be involved in evaluating projects. 

This requires a different engagement approach than convincing Board members or executive 

management. CISL suggests the following basic actions to build an NbS internal stakeholder engagement 

strategy, but these will need to be tailored to circumstances. 

Enlist potential allies and supporters. Colleagues most strongly in favour of NbS can be consulted about a 

possible strategy, especially those with solid connections and experience with internal politics. Ask them 

for support, advice, and if they are willing to talk to unconvinced colleagues. 

Plan your engagement campaign. How and when to engage targeted stakeholders and colleagues is 

important. This will differ between different groups and even different individual colleagues. Keep it as 

simple as possible to avoid a long campaign and being overwhelmed. The main actions for planning an 

NbS stakeholder engagement effort are: 

• Prioritise. Start with the main unconvinced decision-makers and their influencers, which will likely 
require more time and effort.  

• Develop a general engagement timeline with goals and rough deadlines and dependencies. The 
timeline will help with preparing individual or group engagements. Identifying and evaluating 
priorities and dependencies will help avoid backtracking because a key decision-maker was 
missed. 

• Craft the NbS pitch for each priority stakeholder or stakeholder type. Materials should be tailored 
for each target colleague’s knowledge consumption style, for example, case studies, slide decks, 
articles, and similar. The pitch needs to be solid — well-researched and polished — but not 
overwhelming. The engagement is also an opportunity to listen and identify concerns and 
knowledge gaps about NbS. 

• Education campaigns can be an effective introduction. Engagement does not always have to be 
one-on-one. Brown bag lunch talks, short webinars, and expert speakers can go a long way to 
familiarising colleagues with NbS. Shorter events and with just a few key messages are the most 
effective at first and can create opportunities for more in-depth engagement later. 

• Enlist your high-level supporters. Supportive senior colleagues can be enlisted to talk to their 
unconvinced colleagues about NbS. They will need access to the created NbS tools and materials 
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but should use what they feel will work. They can gather information needed to for follow up with 
target colleagues. 

• Follow-up. Engagement is not a one-time process. Lingering concerns can be addressed by 
returning to decision-makers and influencers to ask them follow-up questions, give them further 
or more specific information, and getting them involved in conceptualising, planning, and 
evaluating NbS projects.  

Getting buy-in technical, operational, and functional teams  
Even if a company has decided to consider NbS as a possible tool, some key colleagues in departments, 

operations, and technical and functional areas may remain unconvinced, affecting NbS research and 

project design, evaluation, and implementation. These stakeholders are closer to the action and often fear 

that project failure will reflect poorly on their performance, undermining their efforts and reputations 

within the company. 

The actions previously described in this section also apply to working with colleagues in operations or 

other departments. Sometimes, however, extra engagement is needed to convert these colleagues from 

sceptics to supporters. During NbS design, evaluation, and implementation processes, companies have 

reported using the following strategies to reduce internal challenges: 

• Engage these colleagues early in the process to foster buy-in. Try to convey to these colleagues 
that NbS is supported by top management and is in the best interest of the company’s future. 
Refer to the company sustainability strategy and any specific goals as they relate to NbS. 

• Invite these colleagues to ask questions about their concerns and promote a healthy dialogue 
from the start. Be transparent about NbS uncertainties and unknowns and the plans for 
addressing them. 

• Build cross-functional and cross-departmental teams for NbS research and project design, and 
evaluation to ensure better recognition of all needs, concerns, expectations, and capacities. This 
will also help identify and resolve many challenges before project evaluation and implementation.  

• Including personnel that manage local value and supply chains and operations will help focus on 
specific risks and issues that an NbS project can resolve, especially for the first NbS projects. This 
will also build experience in working with local partners. 

Promote nature-based solutions strategies 
If it has not been done already, companies can establish and consistently communicate clear strategies 

and goals about what they want to achieve with NbS, or at least the strategies and goals for the current 

NbS effort. Involving colleagues as early as possible to build knowledge and understanding and increase 

buy-in. 

For example, if the company is just beginning its NbS journey and gathering information and analysing 

options, then let colleagues know how this is happening, what is expected and by when. It is also helpful 

to relate any vision of the future, if possible. Be transparent about unknowns and the plans to fill any 

knowledge gaps.  
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Tying it all together 
There are many common threads throughout Decision-making in a nature positive world, from 

perceptions and causes of NbS challenges to suggested actions. This section contains some brief 

descriptions of concepts to consider that may help companies further tie together NbS findings and 

future actions. The concepts may be obvious, however are worth reviewing within the context of 

NbS adoption. 

It is about change. Companies are facing unprecedented challenges—a pandemic, the crystallisation 

of future climate change impacts, logistical complications, hybrid working conditions, among several 

others. NbS may seem like something new on top of these challenges. However, NbS are a change 

from traditional solutions and some colleagues may resist them. It is worthwhile reviewing some 

literature and online articles about change management. There is savvy and useful advice for 

fostering change in some of the classic texts and articles on change management from experts such 

as John Kotter, Jeff Hiatt, and others. 

It is easier with corporate backing. The need for corporate backing for NbS almost goes without 

saying, but it was mentioned by a vast majority of companies interviewed for Decision-making in a 

nature positive world. A positive corporate policy or mandate for NbS fosters alignment on NbS 

deployment throughout the company, even more so if there are public-facing goals involving NbS. 

More work will be necessary to engage and influence colleagues if corporate backing and support 

does not exist. The actions suggested in the section Engaging and convincing colleagues can help 

diagnose the situation in companies and develop targeted actions to generate management support 

for NbS. 

Self-knowledge. The NbS journey also starts with considerable introspection about what companies 

are or are not capable of doing. Understanding companies and colleagues can help pinpoint 

concerns and design the different value propositions needed to win decision-makers and colleagues 

over to NbS. Evaluating internal capacity can also uncover some hidden gems—colleagues or 

departments with little known special knowledge or expertise applicable to NbS. At the very least, 

knowing internal capacity will support a more realistic NbS journey roadmap that includes costs, 

human resource needs, and a timeline to success. 

Different values and timeframes. Interviewed companies mentioned the importance of changing the 

mindset around NbS financial value and result timeframes as much, if not more, than the need for 

corporate backing. NbS carry some benefits that are not readily quantifiable via traditional financial 

analyses. NbS also take longer to produce results. Companies have stressed that increased comfort 

levels with the uncertain or unknowns are necessary for the first few years of NbS implementation, 

at least until projects generate enough results for analysis and evaluation. Corporate backing here is 

critical. Companies need to take the leap of faith and trust that NbS is the right thing to do. They can 

then reap the rewards, but just a bit further in the future than they are used to. 

WIIFM (What’s in it for me). The importance of value proposition—for colleagues, suppliers, 

investors, and NbS partners—is mentioned throughout Decision-making in a nature positive world. 

As one interviewee said, it boils down to “what’s in it for me” (WIIFM). How can NbS benefit the 

company, help a department meet its goals, shine a positive light on a colleague, or raise the profile 
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of a particular supplier or value chain partner? While value proposition is about the company, it is 

also about individuals in the company or doing business with the company. If WIIFM is addressed, 

the NbS journey will be a lot easier. 

It may be easier with partners. Some companies are reluctant to work with outsiders. Yet, NbS design 

and implementation are often beyond the current internal capacity and expertise of many 

companies, at least at the start of the NbS journey. Increasing comfort levels with outside partners 

will take some work, such as researching NbS possibilities in target areas, local stakeholder 

engagement, and due diligence of possible partners, before signing any partner agreements or 

contracts. Partnership payoffs can include lower costs of building internal capacity, better NbS 

design, access to local knowledge about NbS implementation conditions and local stakeholders, and 

even improved local stakeholder relations. As the company gains experience with NbS project design 

and implementation, decisions can be made about when and how to work with partners. 

Put yourself in your suppliers’ and producers’ shoes. If your company is struggling to understand NbS, 

imagine how your suppliers might feel, particularly small second and third-tier suppliers. Below the 

first tier, most suppliers (think farmers, for example) do not have the resources or financial reserves 

to invest in NbS or to take a leap of faith and bet on future NbS benefits. To win them over, try to 

understand their concerns (WIIFM). Many companies have successfully used bundles or “baskets” of 

incentives—access to friendlier financing, longer-term contracts, technical support and technology 

transfer—to entice suppliers into adopting sustainable practices such as NbS. Once NbS economic or 

resilience benefits are evident, companies can reduce some of the incentives, leaving in place those 

that foster the long term changes and implementations still needed. However, suppliers should know 

that at the start, some incentives are temporary to avoid resentment and misunderstandings. 

Start small and think big. Pilot and prototype projects are two ways to get up and running with NbS. 

Start with small projects and scale up, building on the data generated and lessons learned to improve 

the design, evaluation and implementation of larger projects. This means designing pilots and 

prototypes that are not so unique regarding context, size, or NbS type that cannot be replicated 

elsewhere. It also means designing pilot and prototype project metrics to easily measure results, 

enabling reporting for quick wins, or detecting needed changes before projects go off the rails. 

Finally, as many companies reported, just start doing something. 

The data will come. There are still many unknowns about NbS. The only way to overcome this is to 

learn more through research, information sharing, and project implementation. Decision-making in a 

nature positive world and Appendix 1 reference a few online databases containing NbS project 

descriptions and case studies from around the world. Business for Nature, IUCN, World Resource 

Institute and other organisations, coalitions, and institutions are excellent sources of NbS 

information and know-how. Companies can join a coalition or a network to share their information. 

Sharing case studies about NbS pilot projects online or through a network can generate feedback 

and other information about lessons learned by others when implementing NbS. Finally, companies 

can just start implementing NbS projects. In-house project data is accompanied by valuable first-

hand knowledge about context, challenges, unforeseen costs and a myriad of other lessons learned. 
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Appendix 1.  
Useful information and tools 
This appendix contains references to documents, databases, websites, reports, and other sources available online, 

covering NbS information. It is by no means a complete listing or a substitute for more in-depth and focused 

research by companies. It is a collection of NbS information that CISL believes will help companies begin or continue 

their NbS journeys. 

Unlike traditional bibliographies, all referenced sources are listed by titles to facilitate quick identification of topics. 

Some sources are also listed in the References section of this document. As mentioned throughout Decision-making 

in a nature positive world, there is commonality in the information contained by the sources among the different 

sections. 

Learning about nature-based solutions 

Almost every document or website listed in this appendix describes or has a definition of NbS. The following sources 

from the International Union for the Conservation of Nature (IUCN) provide more detailed information about NbS 

and how to define them in different contexts. 

Guidance for Using the IUCN Global Standard for Nature-Based Solutions: first edition. International Union 
for the Conservation of Nature (IUCN). Gland, Switzerland, 2020. Available at 
https://portals.iucn.org/library/node/49071. 

‘How to define EbA: a practical framework’. International Union for the Conservation of Nature (IUCN). May 
16, 2017. Available at: https://www.iucn.org/news/cambio-clim%C3%A1tico/201705/how-define-eba-
practical-framework.  

IUCN Global Standard for Nature-based Solutions: first edition. International Union for the Conservation of 
Nature (IUCN). Gland, Switzerland, 2020. Available at: https://portals.iucn.org/library/node/49070.  

Nature-based solutions examples 

The following are sources of NbS examples and how environmental services have been, could be, or are being 

restored through NbS. There are two extensive online databases mentioned, each including case studies or 

descriptions of how NbS is implemented in different contexts worldwide. 

‘Business for Nature’ (database). SHIFT. Available at: http://shift.tools/contributors/573.  

‘Constructed Wetlands in Europe’. Haberl, R., R. Perfler, and H. Mayer. Water Science and Technology 32, 
no. 3 (1995): 305–15. https://doi.org/10.1016/0273-1223(95)00631-1. 

‘Constructed Wetlands’. US Environmental Protection Agency. 2015. Available at: 
https://www.epa.gov/wetlands/constructed-wetlands.  

Guía Práctica de Restauración Ecológica. Fundación Biodiversidad del Ministerio para la Transición 
Ecológica. Mola, I., Sopeña, A. & de Torre, R. (editors). Madrid, 2018. Available at: https://ieeb.fundacion-
biodiversidad.es/content/guia-practica-de-restauracion-ecologica.   

‘In Central Appalachia, a Deal for the Centuries’. Bloom, A. The Nature Conservancy. July 14, 2019. Available 
at: https://www.nature.org/en-us/what-we-do/our-priorities/protect-water-and-land/land-and-water-

https://portals.iucn.org/library/node/49071
https://www.iucn.org/news/cambio-clim%C3%A1tico/201705/how-define-eba-practical-framework
https://www.iucn.org/news/cambio-clim%C3%A1tico/201705/how-define-eba-practical-framework
https://portals.iucn.org/library/node/49070
http://shift.tools/contributors/573
https://doi.org/10.1016/0273-1223(95)00631-1
https://www.epa.gov/wetlands/constructed-wetlands
https://ieeb.fundacion-biodiversidad.es/content/guia-practica-de-restauracion-ecologica
https://ieeb.fundacion-biodiversidad.es/content/guia-practica-de-restauracion-ecologica
https://www.nature.org/en-us/what-we-do/our-priorities/protect-water-and-land/land-and-water-stories/cumberland-forest-project/
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stories/cumberland-forest-project/.  

‘Nature-Based Solutions Database – Equator Initiative’ (database). United Nations Development Programme 
Equator Initiative. Available at: https://www.equatorinitiative.org/knowledge-center/nature-based-
solutions-database/.  

Making the case for nature-based solutions 

The sources in this section contain information for convincing decision-makers, influencers, and colleagues that 

there is an urgent need for environmental action which includes NbS. The sources include general reports about 

climate change, carbon emissions, net zero commitments, biodiversity loss, environmental degradation, and COP26, 

as well as articles about public and consumer perceptions on climate change and the environment. Also included are 

articles and information about making the business case for NbS. 

Changes in the global value of ecosystem services. Costanza, R. et al. Global Environmental Change 26 
(2014): pp. 152–158. https://doi.org/10.1016/j.gloenvcha.2014.04.002. 

Consideration of Nature-Based Solutions as Offsets in Corporate Climate Change Mitigation Strategies. 
Seymour, F. & Langer, P. World Resources Institute. March 22, 2021. Available at: 
https://www.wri.org/research/consideration-nature-based-solutions-offsets-corporate-climate-change-
mitigation.  

‘COP26: Key Outcomes from the UN Climate Talks in Glasgow’. Mountford, H. Waskow, D., Gonzalez, L., 
Gajjar, C., Cogswell., N., Holt, M., Frasen, T., Bergen, M. & Gerholdt, R. World Resources Institute. November 
17, 2021. Available at: https://www.wri.org/insights/cop26-key-outcomes-un-climate-talks-glasgow.  

Emissions Gap Report 2021: The Heat Is On. den Elzen, M., Portugal-Pereira, J. and Rogelj, J. United Nations 
Environment Programme. 2021. Available at: 
https://wedocs.unep.org/bitstream/handle/20.500.11822/36995/EGR21_CH4.pdf.  

‘Empowered Consumers Call for Sustainability Transformation’. Lai, A. Forrester. January 19, 2021. Available 
at: https://www.forrester.com/blogs/empowered-consumers-call-for-sustainability-
transformation/?utm_source=forbes&utm_medium=pr&utm_campaign=b2cm20.  

Global assessment report of the Intergovernmental Science-Policy Platform on Biodiversity and Ecosystem 
Services. IPBES. Brondízio, E. S., Settele, J., Díaz, S. & Ngo, H. T. (editors). Bonn, Germany, 2019. 

‘Global Warmings Six Americas’. Yale Program on Climate Change Communication. (n.d.). Available at: 
https://climatecommunication.yale.edu/about/projects/global-warmings-six-americas/.  

‘Nature is an Economic Winner for COVID-19 Recovery’. Cook, J. & Taylor, R. World Resource Institute. July 6, 
2020. Available at: https://www.wri.org/insights/nature-economic-winner-covid-19-recovery.  

Nature Risk Rising: Why the Crisis Engulfing Nature Matters for Business and the Economy. Herweijer, C., 
Evison, W., Mariam, S., Khatri, A., Albani, M. Semov, A. & Long, E. World Economic Forum. 2020. Available 
at: https://www3.weforum.org/docs/WEF_New_Nature_Economy_Report_2020.pdf.  

‘Private Sector & Natural Capital: The Business Case for Natural Capital Assessment’. Peiffer, A. & M. 
Haustermann. Capitals Coalition. March 22, 2018. Available at: https://capitalscoalition.org/private-sector-
natural-capital-the-business-case-for-natural-capital-assessment/.  
 
 

https://www.nature.org/en-us/what-we-do/our-priorities/protect-water-and-land/land-and-water-stories/cumberland-forest-project/
https://www.equatorinitiative.org/knowledge-center/nature-based-solutions-database/
https://www.equatorinitiative.org/knowledge-center/nature-based-solutions-database/
https://doi.org/10.1016/j.gloenvcha.2014.04.002
https://www.wri.org/research/consideration-nature-based-solutions-offsets-corporate-climate-change-mitigation
https://www.wri.org/research/consideration-nature-based-solutions-offsets-corporate-climate-change-mitigation
https://www.wri.org/insights/cop26-key-outcomes-un-climate-talks-glasgow
https://wedocs.unep.org/bitstream/handle/20.500.11822/36995/EGR21_CH4.pdf
https://www.forrester.com/blogs/empowered-consumers-call-for-sustainability-transformation/?utm_source=forbes&utm_medium=pr&utm_campaign=b2cm20
https://www.forrester.com/blogs/empowered-consumers-call-for-sustainability-transformation/?utm_source=forbes&utm_medium=pr&utm_campaign=b2cm20
https://climatecommunication.yale.edu/about/projects/global-warmings-six-americas/
https://www.wri.org/insights/nature-economic-winner-covid-19-recovery
https://www3.weforum.org/docs/WEF_New_Nature_Economy_Report_2020.pdf
https://capitalscoalition.org/private-sector-natural-capital-the-business-case-for-natural-capital-assessment/
https://capitalscoalition.org/private-sector-natural-capital-the-business-case-for-natural-capital-assessment/
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‘Six in 10 Americans “alarmed” or “concerned” about climate change – study’. Yang, M. The Guardian. 
January 13, 2022. Available at: https://www.theguardian.com/environment/2022/jan/13/record-number-
americans-alarmed-about-climate-crisis.  

Strategies for Operationalizing Nature-Based Solutions in the Private Sector. Conti, J., Cummins, N., Gentry, 
B., George, L., Martin, A., Molnar, J., Rogers, M, South, J. & Stoneburner, L. The Nature Conservancy 
Business Council. 2018. Available at: 
https://www.nature.org/content/dam/tnc/nature/en/documents/NBSWhitePaper.pdf. 

Taking Stock: A global assessment of net zero targets. Black, R. et al., Energy & Climate Intelligence Unit and 
Oxford Net Zero. 2021. Available at: https://eciu.net/analysis/reports/2021/taking-stock-assessment-net-
zero-targets.  

‘COP26 World Leaders Summit- Presidency Summary’. The UK Climate Change Conference UK 2021. 
November 3, 2021. Available at: https://ukcop26.org/cop26-world-leaders-summit-presidency-summary/.  

Managing change and engaging colleagues 

Decision-making in a nature positive world often states that convincing corporate colleagues and decision-makers to 

embrace NbS involves managing change. The sources listed below range from classic articles about change 

management in companies to building a corporate sustainable purpose. This information will hopefully help with 

how to engage colleagues, while the information in Making the case for NbS (previous section) will provide the 

content for your engagement efforts. 

‘10 principles of leading change management’. Aguirre, D. & Alpern, M. Strategy+Business. June 6, 2014. 
Available at: https://www.strategy-business.com/article/00255.  

‘Cultures Critical Role in Change Management’. Aguirre, D. & von Post, R. Strategy+Business. 5 December 
2013. Available at: https://www.strategy-business.com/blog/Cultures-Critical-Role-in-Change-Management.  

‘Know Your Customers “Jobs to Be Done”’. Christensen, C.M., Hall, T., Dillon, K. & Duncan, D.S. Harvard 
Business Review. September 1, 2016. Available at: https://hbr.org/2016/09/know-your-customers-jobs-to-
be-done.  

Leading Change: Why Transformation Efforts Fail. Kotter, J.P. Harvard Business Review. May-June, 1995. 
Available at: https://hbr.org/1995/05/leading-change-why-transformation-efforts-fail-2  

Leading with a sustainable purpose: Leaders insights for the development, alignment and integration of a 
sustainable corporate purpose. University of Cambridge Institute of Sustainability Leadership. November, 
2020. Available at: https://www.cisl.cam.ac.uk/resources/sustainability-leadership/leading-with-a-
sustainable-purpose. 

Let’s Discuss Climate: The essential guide to bank-client engagement. University of Cambridge Institute of 
Sustainability Leadership. May, 2021. Available at: https://www.cisl.cam.ac.uk/resources/sustainable-
finance-publications/lets-discuss-climate-the-essential-guide-to-bank-client-engagement.  

‘The Boards Role in Change Management’. Pellet, J. ChiefExecutive.net. October 23, 2020. Available at: 
https://chiefexecutive.net/the-boards-role-in-change-management/.  

‘The Hard Side of Change Management’. Sirkin, H.L., Keenan, P. & Jackson, A. Harvard Business Review. 
October 1, 2005. Available at: https://hbr.org/2005/10/the-hard-side-of-change-management  

‘The Leaders Guide to Corporate Culture’. Groysberg, B., Lee, J. Price, J. & Cheng, J.Y. Harvard Business 

https://www.theguardian.com/environment/2022/jan/13/record-number-americans-alarmed-about-climate-crisis
https://www.theguardian.com/environment/2022/jan/13/record-number-americans-alarmed-about-climate-crisis
https://www.nature.org/content/dam/tnc/nature/en/documents/NBSWhitePaper.pdf
https://eciu.net/analysis/reports/2021/taking-stock-assessment-net-zero-targets
https://eciu.net/analysis/reports/2021/taking-stock-assessment-net-zero-targets
https://ukcop26.org/cop26-world-leaders-summit-presidency-summary/
https://www.strategy-business.com/article/00255
https://www.strategy-business.com/blog/Cultures-Critical-Role-in-Change-Management
https://hbr.org/2016/09/know-your-customers-jobs-to-be-done
https://hbr.org/2016/09/know-your-customers-jobs-to-be-done
https://hbr.org/1995/05/leading-change-why-transformation-efforts-fail-2
https://www.cisl.cam.ac.uk/resources/sustainability-leadership/leading-with-a-sustainable-purpose
https://www.cisl.cam.ac.uk/resources/sustainability-leadership/leading-with-a-sustainable-purpose
https://www.cisl.cam.ac.uk/resources/sustainable-finance-publications/lets-discuss-climate-the-essential-guide-to-bank-client-engagement
https://www.cisl.cam.ac.uk/resources/sustainable-finance-publications/lets-discuss-climate-the-essential-guide-to-bank-client-engagement
https://chiefexecutive.net/the-boards-role-in-change-management/
https://hbr.org/2005/10/the-hard-side-of-change-management
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Review. January 1, 2018. Available at: https://hbr.org/2018/01/the-leaders-guide-to-corporate-culture.  

‘What is Jobs to be Done (JTBD)?’. Klement, A. Medium. October 9, 2016. Available at: https://jtbd.info/2-
what-is-jobs-to-be-done-jtbd-796b82081cca.  

Nature-based solutions financial aspects 

Except for NbS as an alternative to traditional engineering solutions, for example artificial wetlands and riverbank 

restoration for flood control, determining NbS financial benefits is still in the early stages. The following sources give 

some guidance on deciding how to identify and calculate NbS financial benefits. This appendix also contains other 

valuable information sources about NbS financial benefits, especially in the sections NbS Examples (databases) and 

the following section on NbS data and analysis. 

Benefit Accounting of Nature-Based Solutions for Watersheds: Guide. Brill, G., Shiao, T., Kammeyer, C., 
Diringer, S., Vigerstol, K., Ofosu-Amaah, N., Matosich, M., Műller-Zantop, C., Larson, W. & Dekker, T. Pacific 
Institute. 2020. Available at: https://pacinst.org/publication/benefit-accounting-nbs-guide/. 

‘Corporate Financing of Nature Based Solutions: What Next?’. Steer, A. & Hanson, C. World Resources 
Institute. April 5, 2021. Available at: https://www.wri.org/insights/corporate-financing-nature-based-
solutions-what-next.  

‘Guides & Supplements - Natural Capital Protocol’. Capitals Coalition. (n.d.). Available at: 
https://capitalscoalition.org/capitals-approach/guides-and-supplements/  

Natural Capital Protocol. Capitals Coalition. January 14, 2021. Available at: 
https://capitalscoalition.org/capitals-approach/natural-capital-protocol/ 

Nature-based solutions data, results monitoring and analysis 

The documents and online sources in this section contain information about identifying and evaluating NbS impacts 

and results. They will help companies understand what data and information NbS will generate (what to expect) and 

how best to capture and analyse them. 

Evaluating the impact of nature-based solutions: a handbook for practitioners. Directorate-General for 
Research and Innovation (European Commission). LU: Publications Office of the European Union. 2021. 
Available at: https://data.europa.eu/doi/10.2777/244577.  

Evaluating the impact of nature-based solutions: appendix of methods. Directorate-General for Research 
and Innovation (European Commission), Dumitru, A. and Wendling, L. (editors.). LU: Publications Office of 
the European Union. 2021. Available at: https://data.europa.eu/doi/10.2777/11361. 

‘Nature-based Solutions Evidence Tool’. (Database). University of Oxford. Available at: 
https://www.naturebasedsolutionsevidence.info/.  

Science-based Targets for Nature: Initial Guidance for Business. Science Based Targets Network. Weber, C. & 
McCraine, S. (editors). 2020. Available at: https://sciencebasedtargetsnetwork.org/wp-
content/uploads/2020/11/Science-Based-Targets-for-Nature-Initial-Guidance-for-Business.pdf. 

Volumetric Water Benefit Accounting (VWBA): A Method for Implementing and Valuing Water Stewardship 
Activities. Reig, P., Larson, W., Vionnet, S.& Bayart, J.B. World Resources Institute. August 22, 2019. Available 
at: https://www.wri.org/research/volumetric-water-benefit-accounting-vwba-method-implementing-and-
valuing-water-stewardship.  

https://hbr.org/2018/01/the-leaders-guide-to-corporate-culture
https://jtbd.info/2-what-is-jobs-to-be-done-jtbd-796b82081cca
https://jtbd.info/2-what-is-jobs-to-be-done-jtbd-796b82081cca
https://pacinst.org/publication/benefit-accounting-nbs-guide/
https://www.wri.org/insights/corporate-financing-nature-based-solutions-what-next
https://www.wri.org/insights/corporate-financing-nature-based-solutions-what-next
https://capitalscoalition.org/capitals-approach/guides-and-supplements/
https://capitalscoalition.org/capitals-approach/natural-capital-protocol/
https://data.europa.eu/doi/10.2777/244577
https://data.europa.eu/doi/10.2777/11361
https://www.naturebasedsolutionsevidence.info/
https://sciencebasedtargetsnetwork.org/wp-content/uploads/2020/11/Science-Based-Targets-for-Nature-Initial-Guidance-for-Business.pdf
https://sciencebasedtargetsnetwork.org/wp-content/uploads/2020/11/Science-Based-Targets-for-Nature-Initial-Guidance-for-Business.pdf
https://www.wri.org/research/volumetric-water-benefit-accounting-vwba-method-implementing-and-valuing-water-stewardship
https://www.wri.org/research/volumetric-water-benefit-accounting-vwba-method-implementing-and-valuing-water-stewardship
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Nature-based solutions environmental and societal benefits 

These are further examples and descriptions about NbS societal and environmental benefits. Similar information can 

be found in some of the sources in the section NbS Examples. 

Building community resilience with nature-based solutions. U.S. Department of Homeland Security Federal 
Emergency Management Agency (FEMA). June, 2021. Available at: 
https://www.fema.gov/sites/default/files/documents/fema_riskmap-nature-based-solutions-
guide_2021.pdf.  

‘Diagnosing delivery capabilities on a large international nature-based solutions project’. Croeser, T. et al. 
Urban Sustainability 1, no. 1 (2021): pp. 1–9. https://doi.org/10.1038/s42949-021-00036-8.  

Nature-based solutions in agriculture – The case and pathway for adoption. Iseman, T. and Miralles-
Wilhelm, F. FAO and The Nature Conservancy. Virginia, USA, 2021. https://doi.org/10.4060/cb3141en. 

‘Q&A: Can nature-based solutions help address climate change?’ Aruna Chandrasekhar and Giuliana 
Viglione. Carbon Brief. December 1, 2021. Available at: https://www.carbonbrief.org/qa-can-nature-based-
solutions-help-address-climate-change. 

‘Understanding the value and limits of nature-based solutions to climate change and other global 
challenges’. Seddon, N. et al., Philosophical Transactions of the Royal Society B: Biological Sciences 375, no. 
1794 (2020): pp. 1-12. https://doi.org/10.1098/rstb.2019.0120.  

Nature-based solutions policy and regulatory concerns 

Some sources of information about current policy and regulatory trends that involve NbS are listed in this section. 
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