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If you plan for a year, plant a seed. 
If you plan for ten years, plant a tree. 
If you plan for a hundred years, teach the people.

(Kuan-Tzu)
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What comes to your mind 
when you hear “green or 
sustainable procurement”?
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How much does
sustainability influence your
purchasing decisions today?

The Slido app must be installed on every computer you’re 
presenting from

Do not edit

How to change the 

design
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Sustainable & Green Procurement for SMEs

• Green Procurement Playbook (WEF + Kearney)
• ISO 20400 Sustainable Procurement Guidance
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Why Sustainable
Procurement 
Matters for SMEs

• Increasing regulatory and 
customer expectations

• Cost efficiency through life-cycle 
thinking

• Stronger and more resilient 
supply chains

• Competitive advantage and 
improved reputation

• Better access to tenders, 
partnerships and finance
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What Is Sustainable Procurement
(ISO 20400)

• Integrating sustainability into 
purchasing decisions

• Considering environmental, social 
and ethical aspects

• Creating long-term economic value 
Across the full procurement lifecycle
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Key Principles of ISO 20400

• Accountability and transparency

• Ethical behavior

• Respect for human rights

• Risk-based approach

• Continuous improvement

• Alignment with business strategy
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Green Procurement Playbook – SME 
Perspective

The Playbook emphasizes:

• Practical and scalable actions

• Business value, not only compliance

• Progressive maturity models

• Supplier engagement as a key impact lever
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Stages of Excellence overview: where are we?
The Stages of Excellence Assessment is a practical tool for assessing a company’s maturity
with green procurement, helping them to understand where they stand and where to focus.

The Stages of Excellence Assessment is a 
practical tool for assessing a company’s maturity 
with green procurement, helping them to 
understand where they stand and where to focus. 

It outlines typical practices observed across four 
levels of maturity, from early compliance-driven 
efforts to full strategic leadership. Figure 3 is an 
overview of each maturity level.

Stages of Excellence overviewF I G U R E  3

Source: Kearney, 2025.

Instructions for completing the Stages of Excellence AssessmentB O X  1

The Stages of Excellence Assessment consists of 
a series of descriptions across the eight building 
blocks. For each one, review the options carefully 
and select the one that most closely reflects your 
organization’s current practices. The descriptions 
are broad enough to apply across industries 
and geographies, yet specific enough to prompt 
meaningful reflection.

If your organization operates differently across 
regions or business units, choose the response 
that best represents your typical or average 
approach. Don’t worry about being at an early 
stage – this tool is not designed to evaluate 
performance, but to help you identify practical 

opportunities for improvement. The goal is not 
to fit into a single category, but to determine the 
stage that best reflects your current position – so 
you can prioritize the actions that will drive the 
greatest impact.

The assessment should take approximately  
20-30 minutes to complete.

Once completed, use the results of this 
assessment to navigate Chapter 3 of the 
Playbook. It provides targeted guidance, tools and 
case studies to help you move from where you 
are today towards becoming a leader in  
green procurement.

Green Procurement Playbook: The CPO’s Guide to Delivering Value for Business and Planet 9

III

Value creator

IV

Sustainability leader

II

I

Not yet started Compliance driver

Risk manager

— Green procurement actions 
are reactive, limited to 
meeting basic regulatory or 
reputational expectations.

— Sustainability is not 
integrated into procurement 
strategy, structures or 
decision-making.

— Initiatives are fragmented 
and dependent on 
individual champions or 
external pressure.

— No clear ownership, targets 
or incentives for 
sustainability within 
procurement.

— Procurement supports 
company-wide 
sustainability through risk 
mitigation and foundational 
practices.

— Selected tools, standards 
or processes are used 
to address sustainability 
risks in operations and 
supply chain.

— Leadership and cross-
functional support are 
emerging but not yet 
consistent or embedded.

— Sustainability is 
acknowledged as 
important, but not yet 
positioned as a driver 
of value.

— Procurement is aligned 
with corporate sustainability 
goals and contributes 
through structured, 
measurable initiatives.

— Sustainability is embedded 
in key procurement 
processes, governance 
and decision-making 
frameworks.

— Collaboration across 
functions, suppliers and 
partners generates 
shared value.

— Clear performance targets 
and KPIs link green 
procurement to business 
and sustainability 
outcomes.

— Procurement is recognized 
as a strategic driver of the 
company’s sustainability 
transformation.

— CPO and team proactively 
shape ambition, influence 
enterprise-wide priorities 
and lead innovation.

— Sustainability is 
institutionalized across 
tools, incentives, 
partnerships and culture.

— Procurement decisions 
consistently deliver 
environmental and social 
impact alongside business 
results.



8 Building Blocks

1. Leadership and governance
2. Clear sustainability
objectives
3. Simple data and KPIs
4. Supplier segmentation
5. Supplier engagement and 
collaboration
6. Internal capability building
7. Integration into buying
decisions
8. Continuous improvement
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Sustainability considerations for the procurement process
Leading companies structure their approach around five key steps in the standard sourcing cycleSustainability considerations for the procurement process             F I G U R E  6

Source: Kearney, 2025.

Pre-RFQ phase

Internal carbon pricing: Assign a notional internal 
price to carbon emissions within the organization 
to influence procurement and investment, shift 
the behaviour of business units, guide sourcing 
strategy and elevate the environmental cost of 
high-emission options.

Sustainability in supplier prequalification: 
Introduce sustainability-related questions into the 
onboarding process, supported by structured 
self-assessment questionnaires. These help identify 
gaps in supplier readiness before sourcing begins.

Preferred sustainable supplier lists: Identify 
prequalified pools of suppliers that meet defined 
sustainability criteria. This reduces sourcing cycle 
time and allows buyers to focus on partnerships 
with proven performers.

Supplier sustainability ratings: Draw on third-
party platforms to evaluate suppliers based 
on independent metrics, such as emissions 
transparency and environmental management 
systems. These scores support supplier 
comparisons and segmentation.

1

Green Procurement Playbook: The CPO’s Guide to Delivering Value for Business and Planet 32

— Map emissions and 
risks to prioritize high-
impact categories.

— Apply internal carbon 
pricing early to guide 
sourcing strategy.

— Align sustainability 
targets with 
procurement planning.

— Use self-assessment 
tools to screen 
suppliers for 
sustainability.

— Build preferred lists of 
prequalified sustainable 
suppliers.

— Leverage third-party 
ratings to assess 
supplier maturity.

— Embed sustainability 
criteria and PCF 
disclosure in RFx 
templates.

— Set minimum 
requirements (e.g. ISO 
14001 certification).

— Define clear 
sustainability weighting 
in evaluation criteria.

RFQ design & launch RFQ analysis & negotiations

1 2 3

Pre-RFQ phase

— Communicate 
expectations on 
emissions and data 
reporting.

— Share templates or 
toolkits to standardize 
supplier responses.

— Adjust supplier quotes 
using carbon-adjusted 
pricing.

— Penalize missing PCF 
data with high default 
estimates.

— Use tools to compare 
suppliers based on 
emissions data.

— Ask suppliers for 
emissions reduction 
plans and targets.

— Align on KPIs and 
reporting timelines 
during negotiations.

Award planning Supplier set RFQ preparation RFQ distribution RFQ analysis Supplier negotiations

— Reward suppliers that 
lead on sustainability – 
even if costlier

— Favour long-term 
alignment with 
decarbonization goals.

— Include clauses on 
emissions reporting 
and improvement 
targets.

— Require adherence 
to a supplier code of 
conduct.

— Monitor emissions and 
progress with 
dashboards and PCF 
updates.

— Conduct targeted 
sustainability audits 
where risk is high.

Supplier management

4 5

Awarding and contracting

— Use incentives and 
penalties to drive 
supplier performance.

— Integrate sustainability 
into supplier reviews 
and scorecards.

Awarding Contracting Ongoing supplier engagement



Practical First Steps for SMEs

• Define a basic 
sustainable 
procurement policy

• Identify high-
impact spend 
categories

• Introduce 
minimum 
sustainability criteria

• Start supplier self-
assessments

• Leverage existing 
certifications and 
standards
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Supplier engagement programme – standard approach

Building block 5

  Supplier engagement

For many companies, the bulk of their environmental 
impact lies within the supply chain. Yet engaging 
suppliers on sustainability remains difficult, 
particularly as supplier maturity, capabilities and 
incentives vary widely. While some large suppliers 
view sustainability as a differentiator, many small or 
regional vendors lack the expertise, data or resources 
to act, so procurement struggles to apply consistent 
expectations or to scale up decarbonization.13

Reliable emissions data is another persistent hurdle. 
Most companies still depend on spending-based 
estimates or generic averages for scope 3 reporting, as 
supplier-specific data, especially at the product level, 
is scarce and costly to collect.14 Suppliers often resist 
new reporting demands, citing limited capabilities, 
unclear value or data privacy concerns.15 Many also 
note that buyers request information in inconsistent 
formats, creating friction and duplicate work.

Regional and category-specific constraints further 
complicate efforts. In some regions, limited access 
to low-carbon materials or cheap green energy 
can slow progress even when suppliers are willing. 

This problem is acute for materials not globally 
traded. Adding to the complexity, large companies 
often work with thousands of suppliers, making it 
impractical to engage all of them in depth.

Figure 7 outlines five steps to be taken towards 
building an effective supplier engagement 
programme. It is based on the Net-Zero Value 
Chain Support Hub, a publicly available resource 
developed by the World Economic Forum to 
support scope 3 upstream decarbonization. While 
this playbook focuses on strategic guidance for 
executive leaders, the support hub offers practical 
tools for operational teams. This framework has 
been used to structure the best practices that 
follow. The relative difficulty of each step is also 
mapped, based on insights from interviews and 
engagement with CPOs undertaken as part of  
this report. 

This approach can also be applied to other 
environmental priorities such as water use, 
deforestation or waste.

We don’t just impose sustainability requirements on suppliers; 
we work with them, provide guidance and ensure they have 
the tools to meet our expectations. A collaborative approach is 
more effective than a purely compliance-driven one.

Ørsted

Supplier engagement programme – standard approach   F I G U R E  7

Critical Moderate Regular

— Secure buy-in from key 
sponsors (e.g. CFO, 
leadership team).

— Launch pilots to test 
feasibility, refine and scale 
up programmes.

— Define data requirements 
and sources.

— Assess supplier 
sustainability maturity.

— Develop detailed supplier 
engagement plan.

— Identify category-specific 
levers and best practices.

— Conduct joint workshops 
to explore abatement 
strategies.

— Reach out to suppliers 
to align on targets and 
expectations.

— Segment suppliers 
by sustainability and 
business criteria.

— Define supplier 
archetypes and tailor 
engagement strategies.

— Secure supplier 
commitment to advance 
decarbonization efforts.

— Outline decarbonization 
roadmap (e.g. levers, 
milestones, targets).

— Create initial baseline via 
spend-based or average-
data methods.

— Identify emission hotspots 
plotting supplier/category 
emissions.

— Improve accuracy over 
time by collecting direct 
supplier data.

— Define interaction model 
(e.g. resources, meetings,
tools, point of contact).

— Develop business case 
to assess cost-benefit 
and impact.

— Share knowledge 
and best practice across 
suppliers.

— Communicate progress 
on goals throughout the 
organization.

— Offer training, resources 
and tools to support 
implementation.

— Establish incentives and 
recognition programmes.

— Set up reporting and 
monitoring systems to 
track progress.

Establish emissions 
baseline and identify 

hotspots

Segment and 
prioritize suppliers

Support suppliers 
and monitor progress

Engage with 
suppliers and explore 
decarbonization levers

Launch programme 
and define interaction 

model

1 2 3 4 4

Challenge intensity
Source: Net-Zero Value Chain Support 
Hub, 2024; Kearney, 2025.



Tools SMEs Can Use Today

• SUPPLIER 
CODE OF 

CONDUCT

• 
SUSTAINABILITY 
QUESTIONNAIR

ES

• BASIC LIFE 
CYCLE COSTING 

(LCC)

• 
ENVIRONMENT
AL LABELS (EU 

ECOLABEL, FSC, 
ETC.)

• ISO 
STANDARDS 

(9001, 14001, 
45001)
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• Common green procurement KPIs

IN4BLUE

Common green procurement KPIs F I G U R E  8

Source: Kearney, 2025.

We want to avoid the trap of manually collecting 
supplier data in spreadsheets. AI and digital tools 
can help streamline supplier engagement and 
sustainability reporting.

LyondellBasell

Use technology to scale up visibility, engagement and action

Centralize supplier sustainability data through 
digital platforms: Supplier assessment platforms 
consolidate questionnaires, certifications, risk 
alerts and emissions data in one place. Tools can 
streamline data collection while enabling supplier 
benchmarking and segmentation.

Consolidate and standardize questionnaires: 
AI and digital platforms can simplify supplier 
questionnaires at an industry level and even enable 
some pre-filling based on published sources.

Integrate sustainability fields into core 
procurement systems: Modern e-sourcing and 
contract management tools now offer features to 
embed sustainability into standard workflows.

Leverage carbon tracking tools to support 
scope 3 management: Some tools allow for 

supplier-specific or product-level reporting, enabling 
abatement planning and scenario modeling.

Use supplier portals to drive two-way 
engagement: Collaboration platforms allow 
suppliers to share performance data, access 
training and track feedback.

Use technology for strategic planning: Many 
digital tools offer scenario planning to visualize how 
supplier raw material choices affect cost as well as 
emissions. Predictive modelling and digital twins go 
further to help plan big sustainable transformations.

Automate monitoring and enable proactive 
management: Technology can flag when 
sustainability scores drop, emissions are off-track  
or documentation is missing.

% of total spend with 
certified or sustainable 

suppliers

% of suppliers 
disclosing scope 1, 2 

and 3 emissions

% of suppliers 
aligned with CDP 
or SBTi reporting

% of suppliers 
completing training 

or capability-building 
programmes

% of awarded contracts 
with sustainability-linked 

clauses

% of key suppliers 
in decarbonization 
programmes/plans

% of procurement 
staff with sustainability 

training

% of supplier data 
entries verified through 

audits or third-party 
platforms

% of buyer performance 
reviews including 
sustainability KPIs

Total scope 3 
emissions by 

procurement category

Average sustainability 
score across 
supplier base

% of RFx with 
sustainability criteria

% of sustainably sourced 
and deforestation-free 

commodities

% of suppliers 
disclosing on waste 

and water performance

% of suppliers offering 
greener alternatives 

to materials

% of suppliers 
using renewable 

energy or green fuels 
for production
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Benefits Across Sectors
• Manufacturing: 

efficiency, cost 
reduction, resource 

savings

• Construction: 
regulatory 

compliance, GPP 
alignment

• Services: 
reputation, low 
implementation 

cost

• Retail & trade: 
transparency and 

customer trust
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Key Success Factors

• Start small 
and scale 
gradually

• Focus on 
material 
impacts

• Engage 
suppliers 

early

• Align 
procurement 

with 
business 
strategy

• Measure 
what really 

matters
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Key Takeaways for SMEs

Sustainable procurement is:

• A business opportunity, not just compliance

• Feasible with limited resources

• A continuous improvement journey

Start now. Improve step by step.
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