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The Value Chain Leadership Ladder is an evolution of BSR’s Supply Chain 
Leadership Ladder, developed in 2017 and updated in 2019. 

Value chains are widely recognized as a critical lever to 

sustainability progress, with the potential to impact billions of 

livelihoods and ecosystems across the globe.

Multiple disruptive events have impacted the daily realities of 

supply chain management, making the need for sustainable 

action ever more urgent, but the context for decisions more 

complex.

Complex times call for strong foundations and BSR’s freshly 

updated Value Chain Leadership Ladder, informed by 30+ 

years of working with companies across industries, outlines 

how to concretely advance corporate leadership in Value 

Chain Sustainability. 

See Appendix for additional information on BSR’s Supply Chain Sustainability Practice
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Level 1: AD HOC EFFORTS
Level 2: BUILDING 

AWARENESS

Level 3: MITIGATING 

SUSTAINABILITY RISK 

Level 4: MANAGING 

PRIORITIES
Level 5: DRIVING IMPACT

Maturity Levels

Internal Dimensions External Dimensions

Knowledge and 

Understanding

Strategies and 

Processes

Commercial Terms 
and Buying 

Practices

Governance and 

Management

Partner 

Engagement

Worker and 

Community 

Engagement 

Collaboration Reporting

Value Chain Sustainability Dimensions   

BSR’s Value Chain Leadership Ladder

BSR’s Value Chain Leadership Ladder covers eight foundational components of a company’s value chain 

management, based on a five-point maturity scale. The ladder also incorporates requirements of the global 

regulation and encourages responsible growth in collaboration with value chain partners. 



BSR’s VCLL helps companies evaluate and evolve the 

maturity of their value chain sustainability processes and 

programs. This diagnostic enables companies to 

understand the strengths and gaps in their current approach 

and what progressive changes can be made to build on 
their existing work.

Key Elements of a Value Chain Maturity Assessment

1. Evaluate the level of maturity of a supply chain and/or 

value chain program

2. Benchmark against peer/leading companies within 

the framework

3. Formulate a path to enhance maturity based on 

assessment findings to increase positive impacts 

within a company’s value chain and mitigate negative 
ones
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Value Chain Leadership Ladder Assessment



1. Evaluate level of maturity

5

BSR’s detailed 

descriptions of each 

VCLL dimension’s 

maturity curve helps to 

determine a company’s 

current state

Companies can use the Current 

State Assessment and 

Leadership Ladder to understand 

where they currently stand and 

set clear goals for where they 

want to go



2. Benchmark against peer/leading companies
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BSR can provide insights on 

peer and leading practices 

across the eight elements of the 

assessment in key areas of 

concern.



3. Formulate a path to enhance maturity based on assessment findings
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BSR can provide 

recommendations on how the 

company can advance its 

program, based on the results 

of the maturity assessment, 

informed by all assessment 

inputs and BSR’s expertise.



Knowledge and 

Understanding
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Strategies and Processes

Commercial Terms 

and Buying Practices
Governance and Management

How much do we understand about our 

value chain and its impacts? To what 

degree do we understand the root 

causes of value chain risks that limit 

mitigation for value chain partners?

How integrated is sustainability into 

our corporate, value chain, and 

procurement strategies and 

processes?

How aware are we of the influence of 

our commercial terms and buying 

practices on supplier and value chain 

partner performance? To what extent 

are we taking shared responsibility on 

social and environmental impacts? 

How well is our approach to 

sustainability governed and managed 

in our business? Do we provide 

enough resources and hold ourselves 

accountable?

To what extent do we take 

responsibility and work collaboratively 

with suppliers and business partners 

toward a shared supply chain 

sustainability vision?

Do we empower our vendors to engage 

workers on safe operations, human 

rights, and their and their families’ well-

being? How do we engage communities 

in our value chain to ensure that 

negative impacts are mitigated?

To what extent do we collaborate 

to ensure aligned approaches to 

scale supplier, industry, and 

community improvements?

How do we report on our value chain, 

and to what extent does that reporting 

enable collaboration and accountability, 

by both ourselves and our industry?

• s
INTERNAL
Practices under direct control

EXTERNAL
Supplier relationships

Industry influence

Business Partner Engagement Supply Chain Worker Engagement

Collaboration Reporting

Each company and industry will have different areas of impact that may be upstream or downstream from their own 

operations. BSR’s maturity assessment includes activities across the whole value chain to reflect this. 

Internal and external drivers of positive impacts within value chains



Our Experts
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Ricki Berkenfeld

Associate Director, Consumer Sectors 
and Transformation

New York

Supply Chain, Business Transformation, and 

Consumer Sectors expert, co-leading BSR’s work 

in Food, Beverage and Agriculture; leading 

collaborative work on sustainable sourcing of 
commodities.

Cliodhnagh Conlon

Director, Consumer Sectors

Paris

Supply Chain and Consumer Sectors expert, co-
leading BSR's work in both supply chain 
sustainability and Food, Beverage, and Agriculture.

Erin Demarest Seglem

Manager, Consumer Sectors

New York

Business Transformation, Climate, and Supply 

Chains expert, manages BSR work on 

implementing responsible supply chain strategy in 
healthcare, apparel, and FBA.

Renata Greenberg

Director, Transformation

Copenhagen

Supply Chain, Business Transformation, and 
Tech Industry expert, leading BSR's work on 
supply chain strategy design and implementation.



Thank You
BSR® is a sustainable business network and consultancy focused on creating a 

world in which all people can thrive on a healthy planet. With offices in Asia, 

Europe, and North America, BSR provides its 300+ member companies with 

insight, advice, and collaborative initiatives to help them see a changing world 

more clearly, create long-term value, and scale impact.

Copyright © 2025 by Business for Social Responsibility (BSR)

All rights reserved. No part of this publication may be reproduced, distributed, or transmitted in any form 

or by any means, including photocopying, recording, or other electronic or mechanical methods, without 

the prior written permission of the publisher, except in the case of brief quotations embodied in critical 

reviews and certain other noncommercial uses permitted by copyright law.

https://twitter.com/bsrnews
https://www.facebook.com/BSRorg
https://www.linkedin.com/company/bsr-business-for-social-responsibility-
https://www.instagram.com/bsrorg/
https://www.youtube.com/user/BusinessSocialResp
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Appendix: BSR’s Supply Chain 

Sustainability Practice



How we work

Supply Chain and Value Chain Resilience

• Program Governance and Management: We support companies to 

establish and improve supply chain programs, including policies, processes, 

performance measurement, and reporting, aligned with regulation and best 

practice, amplifying the voice of suppliers and business partners, and 

integrating strategic foresight with futures.

• Risk Management through Due Diligence: Aligning environmental and 

human rights risk identification, mitigation and remedy with due diligence 

requirements and materiality, validated through stakeholder engagement.

• Focus on Impact: Identification of topics and locations where companies 

have significant individual and collective impact. Building relationships and 

practices to act on most pertinent areas in collaboration with suppliers, 

experts and civil society and informed by on-the-ground insights.

• Supplier Engagement: We work to catalyze improvements in social and 

environmental outcomes in company’s supply chains by engaging suppliers 

with principles of shared responsibility, support and flexibility.

• Upskilling and Training: Training, working groups and coaching for supply 

chain practitioners, sustainability professionals and suppliers.

Strategic Partnerships and Collaborations 

• Best Practice and Collective Action: BSR has extensive experience in 

advancing sustainability via convening companies, experts 

and stakeholders in collaborative forums that enable learning from best 

practice and advancing collective action

BSR’s Supply Chain and Value 
Chain Practice
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BSR Perspective

• Key challenges/opportunities: Supply chains are undergoing 

a fundamental transformation to meet the demands of a rapidly 

changing world, shaped by the speed of technological 

advancements, environmental shocks, and global geopolitical 

and trade disruptions.

• BSR brings value by helping companies to:

• Improve sustainability performance and compliance through 

assessing and addressing supply chain impacts

• Understand and anticipate issues and enable effective due 

diligence and innovative solutions via stakeholder and 

rightsholder engagement 

• Maintain supply chain sustainability progress as companies 

navigate geopolitical and trade developments and tensions

• Build resilience and sustainability amidst evolving supply 

chain configurations, relationships and impacts

• Partner for impact – human rights, living wage, challenging 

operating contexts, materials traceability  

• Invest in long-term supply security via emissions 

management and target setting/revision

Supply chains are about relationships. For 30+ years BSR has 

helped companies establish effective management systems, 

work collaboratively, provide necessary support and incentives 

to enable meaningful, sustainable change. 

https://www.bsr.org/en/collaboration/groups
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BSR’s Focus Areas

Climate & Nature
BSR helps companies strengthen climate and nature action in 

their supply chains by conducting climate risk, biodiversity, and 

nature assessments; developing scope 3 emissions reduction 
strategies (including e.g., supporting climate innovation in raw 

materials, supplier engagement); and co-developing integrated 
transition plans that support nature-positive outcomes.

Inclusive Business
BSR offers strategic guidance to companies on building social 

impact and embedding inclusive business practices in their 

supply chain by building strategic approaches to diverse 
sourcing; engaging workers, communities, and other vulnerable 

stakeholders; implementing social impact programs in upstream 
supply chains; and building and facilitating collaborations to 

address the needs of marginalized and disenfranchised groups 

in supply chains.

Human Rights
We have decades of experience in directly engaging 

rightsholders, working with local partners, and engaging at 

various supply chain levels. We support companies on 
pervasive and emerging issues. Our proprietary tools and 

approaches enable supply chain mapping and assessment of 
risks/impacts and implementation roadmaps, remedies, trainings 

and collaborative approaches.

Supply Chain Sustainability
BSR works with supply chain, sourcing, and procurement 

functions at any tier to develop holistic, sustainable sourcing 

approaches tailored to your value chain’s specific contexts,
challenges and opportunities. 

Sustainability Management
BSR develops sustainability strategies that apply to the 

company’s own operations and value chain, aligned with 

stakeholder expectations and sector-specific 
reporting/frameworks. We integrate futures thinking to 

understand implications of trends and emerging issues. We 
support integration via governance activities, including exec- 

and board-level engagement. 

Focus Areas and Industries
We offer thought leadership, strategic advice, and opportunities to collaborate on the world’s most important sustainability 

issues. Below are some highlights of our work on Supply Chain Sustainability, across our focus areas. BSR works 

with companies across industries: Food and Agriculture, Consumer Products, Energy and Extractives, Financial Services, 

Healthcare, Industrials and Utilities, Technology, Media and Entertainment, Transport and Logistics and Travel and Tourism.

https://www.bsr.org/reports/TONZ-Transformation-Guide-Innovating-Net-Zero-Products-Services.pdf
https://www.bsr.org/reports/TONZ-Transformation-Guide-Innovating-Net-Zero-Products-Services.pdf
https://www.bsr.org/reports/TONZ-Transformation-Guide-Buyer-Supplier-Engagement-Scope-3.pdf
https://www.bsr.org/en/reports/charting-the-course-navigating-the-climate-transition-plan-landscape
https://www.bsr.org/en/reports/building-financial-resilience-of-women-workers-in-the-shea-industry
https://www.bsr.org/en/reports/building-financial-resilience-of-women-workers-in-the-shea-industry
https://www.bsr.org/en/collaboration/groups/fair-circularity-initiative
https://www.bsr.org/en/collaboration/groups/fair-circularity-initiative
https://www.bsr.org/en/collaboration/groups/fair-circularity-initiative
https://www.bsr.org/en/collaboration/groups/human-rights-working-group
https://www.bsr.org/reports/BSR_Stakeholder_Engagement_Series.pdf
https://www.bsr.org/en/advisory-services/sustainable-futures-lab


Disclaimer
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The conclusions presented in this document represent BSR’s best professional judgment, based upon the information 

available and conditions existing as of the date of the review. In performing its assignment, BSR relies upon publicly 

available information, information provided by member company, and information provided by third parties. Accordingly, 

the conclusions in this document are valid only to the extent that the information provided or available to BSR was 

accurate and complete, and the strength and accuracy of the conclusions may be impacted by facts, data, and context to 

which BSR was not privy. As such, the facts or conclusions referenced in this document should not be considered an 

audit, certification, or any form of qualification. This document does not constitute and cannot be relied upon as legal 

advice of any sort and cannot be considered an exhaustive review of legal or regulatory compliance. BSR makes no

representations or warranties, express or implied, about the business or its operations. BSR maintains a policy of not 

acting as a representative of its membership, nor does it endorse specific policies or standards. The views expressed in 

this document do not reflect those of BSR member companies.
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