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ESG risk analysis
(risk matrix)

The goal of this exercise is to identify the most important
ESG risks related to your organization's operations. Focus
on the real threats that could impact costs, business
continuity, or relationships with customers and employees.

Assess their likelihood and the scale of their impact on
your business. This will help you determine which ones
require the quickest response.

Risk 

Energy prices
increase

Large food
losses (food

waste)

High
employee
turnover

ESG area Probability
(1–3)

Effect
(1–3)

Priority

Staff
shortage/recruit
ment problems

Decline in the
quality of

customer service

Negative
customer reviews

E

E

S

S

S

S

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2
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Increase in
supplier costs

Lack of control over
operating costs

No strategy/chaotic
decisions

Regulatory changes
(e.g. environmental)

Other:

Biggest risk:

..................................................................................................

What will happen if you don't change anything:

...................................................................................................

Decision:

..................................................................................................

G/E

G

G

G/E

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2

☐1 ☐3☐2 ☐1 ☐3☐2

☐1 ☐3☐2
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	Energy prices increase
	Large food losses (food waste)
	High employee turnover
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	G/E
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	G/E
	Other:
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