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WORKSHOP GUIDANCE TO LEAD YOUR PROCUREMENT TEAM TOWARDS A CIRCULAR CHANGE MANAGEMENT ACTION PLAN
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This document is created as a manual for a procurement team aiming to draft an action plan to guide the team towards the behavioral change that is needed to achieve circular transformation objectives. This workshop can be set up by organizations who have set their first sustainability objectives but who encounter some obstacles in implementing the circular procurement process.  

This workshop can be used as a follow-up on the circular procurement transformation workshop. 

PREFACE

Many organizations acknowledge and embrace the importance of sustainable and circular procurement. Employees work with sustainability principles from the inside out, or goals are set from above. However, very often it remains a challenge to translate circular ambitions into systematic actions and thorough transformation. 

It often turns out that the ambitions set, cannot provide sufficient breeding ground for a strong circular procurement policy, and therefore lack the necessary behavior to achieve the sustainability objectives. After all, the necessary circumstances for behavioral change will be found when the capability, opportunity and motivation are present. Only if these three conditions are fulfilled, a circular procurement plan can actually grow in an organization. 

During this workshop, a change management methodology will help a procurement team to identify the behavioral barriers that are linked to a circular organizational objective. Learning from these bottlenecks & opportunities, the team is guided to define tailor-made and hands-on actions that help these obstacles out of the way. At the end of the workshop, the team has a draft action plan. This action plan can be used in combination with the Procurement Transformation Canvas to make a circular process transformation and change plan successful. 

METHODOLOGY

The end point of this workshop is an action plan where actions are determined for the departments and roles involved. These actions will help to achieve the desired change behavior and ensure that the circular procurement objectives can be achieved.  The methodology provides feasible and practical actions in which owners are determined and agreements are made in time. 

The workshop aims to create a safe environment for dialogue and solution-oriented thinking within a framework with common objectives and a common use of definitions and processes. 

In order to obtain this action plan, 3 phases are followed during and after the workshop: 

1. The procurement process – stakeholder mapping & decision lines
Start with a common understanding of the objectives, the procurement processes, definitions and scope of the workshop. 

2. From current behavior to desired behavior
We investigate which emotions the circular objectives evoke for the participants, which behavior is actually necessary and what actions the team can take to overcome previously set bottlenecks.

3. Towards an action plan: what gets attention…grows
After the workshop, the final action plan is drawn up and validated internally. 

The materials for this workshop consist of : 
· A workshop manual ‘Workshop guidance to lead your procurement team towards a circular change management action plan’.
· Annexes with templates for each phase of the workshop
· Template E1
· Template E2
· Template emoji’s: to be printed (6 emoji’s per A4 to be printed and cut in 3 sets)
· Template behavioral objectives (6 behaviors – to be printed 1/A4 – 1 set)
· An action plan template (excel format)
· [bookmark: _GoBack]A free for use PPT guidance to use during the workshop

PREPARATION
Who to invite
The target group for this workshop can vary but is most suitable for procurers of one organization. It is important that all participants have a clear understanding of the current procurement process. The sustainability manager, head of the procurement department, head of finance are also important participants. It may also interesting to invite up to 2 representative internal customers if this workshop is done within a public organization. An ideal discussion group has 6 to 10 members, so if more then 10 a division of the group is recommended.

How much time should be foreseen
The workshop takes about 2,5 to 3 hours, break included. A follow up meeting with the same group could be foreseen and could take about 1,5 to 2 hours, depending on the number of roles and actions to be discussed and validated. 
What kind of material is needed? 
The workshop should be organized in a large space. Ideally the participants are seated in an open setting with a table in the middle. On the table post-its in three different colors and markers are available for the participants. On the walls in the room a plotted version of the workshop templates E1 and E2 are taped on the wall. If no plotter is available, the template can be copied on brown kraft paper or a large whiteboard. Also foresee a presentation screen for the projection of a short slide deck. 

How to prepare as a facilitator? 
As a facilitator it is important to make a good preparation. Ask the organization to share available materials before the workshop. It will help to speed up the first exercise and to define the scope of the workshop. 

The workshop is organized analyzing three types of procurement procedures: simple, complex (goods, services, projects) and complex building and construction projects. If the number of participants becomes to big with this scope, it could be advised to plan a separate workshop for the latter procedure. 

Typical materials to ask for are an organization chart, do a visual or narrative description of their procurement processes etc. Also ask whether they already have set some ambitions or objectives related to circular or sustainable procurement? If no ambitions have been set yet, some objectives are included in this workshop guidance. 
Before the workshop you will prepare a short slide deck with an agenda, explanation of the workshop and related exercises and some workshop context materials. A supporting slide deck is available. 

[image: ]

On the day of the workshop, make sure you are present in advance to prepare the room setting. 

DURING THE WORKSHOP
A good start (15 min)
Start with a welcome. Explain the participants why they are joining the workshop, what the objective of the workshop is, the agenda of the day. Do a ‘tour de table’ to capture who is joining, what their current role is as well as their expectations of the session. 

Then foresee some time to explain the participants the theoretical background behind the change management methodology. Explain how setting sustainability or circular objectives may not be sufficient to obtain actual results. Very often, teams are well aware of the existing bottlenecks that arise during circular transformation processes but cannot pinpoint the needed actions to overcome those. During the workshop a safe environment is created to open up the dialogue and find creative and achievable actions to overcome behavioral change challenges. 

The theoretical thinking behind the methodology is the COM-B model, a commonly used model that states what needs to change in order for a behavior change intervention to be effective. It identifies three factors that need to be present for any behavior to occur: capability, opportunity and motivation. Only if these three are in place, a solid base for behavioral change will be present and will as such enable achieving the goals set for the organization. 
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Take some time to introduce this model to the participants as it is an important guidance in setting behavioral objectives and defining actions to support and achieve these goals. 

Exercise 1: stakeholder mapping and decision lines (60 min)
This first exercise aims to get a good understanding of the organization and the sub-processes that are in place. In addition, in this exercise the decision lines are mapped out and the group discusses the current bottlenecks in the process that hold the team from reaching the sustainability objectives. 
· In the first part of this exercise, the facilitator will discuss with the participants the different stages in their procurement process and also agree on how many different procedures they work with. In the workshop, 5 phases are provided as well as 3 types of processes, as shown below. Validate these with the participants and adjust where necessary.

[image: Afbeelding met tekst, gras
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Then, as a facilitator, you ask each role who executes the tasks in the phase. Write these down on post-its and map them on the template E1. Also indicate who or which roles have decision power at the end of each phase, before switching to the next step in the procedure. This part of the exercise should take up to 40 minutes. Possible roles that can be used are: junior procurer, procurer, senior procurer, strategic procurer, procuring admin employee, director, financial director, internal customer, supplier…
· In the second part of the exercise each procedure is taken under the loop by discussing bottlenecks related to achieving circular or sustainability objectives. Note these bottlenecks down on post its of a different color and apply them in the correct process phase. Take some time to discuss the issues. 
At the end of this first exercise you have a common view on the organizational process structure, the roles involved and the current decision lines. The group now has a visual overview of current bottlenecks to achieve the sustainability goals. Note: sometimes participants already have good suggestions for improvement in this phase. Don’t ignore these, make sure you note them on a post -it and put it aside for exercise 2. 
Break (15 min)

Exercise 2: from current behavior to desired behavior (80 min)
Now you have set the scene for an open and collaborative discussion. In this second session the goal is twofold: 
· Understanding the emotional background of an circular procurement objective for each role 
· Defining objectives, actions and support to reach the desired behavior
This is where the COM-B model becomes relevant. For each role and process, you will discuss how the participants/roles feel about the sustainability or circular objectives that have been set. If no objectives have been set yet, you can use fictive objectives like: 
· Integrate sustainability criteria in each new tender
· Sustainability is a fixed evaluation criterium in each tender next to quality and price
· For new materials circular principles are included in the tendering process
· All team members can implement the circularity and sustainability policy of the organization
· …
[image: ]To facilitate the discussion, a set of emoji's is available. Ask the participants (in small groups or ask 2 participants to do the exercise while the rest of the group listens) to select 3 emoji's which are according to them the most appropriate ones to express the emotions of the subject role related to a circular procurement objective. As a facilitator you make sure an open and safe environment is present and make sure people get the time to express their emotions. Apply the 3 selected emotions on the template E2. 
[image: ]When all roles had their turn, the participants will define for each role which behavior is desired to achieve the goal. For this purpose, the 6 sheets with desired behaviors are laid down on the floor. The entire group is asked to select from their own perspective the behavior that is most important to them and physically stand around the selected behavior displayed on the floor. Once the entire group has chosen a place, you enter into the conversation as a facilitator.  
Discuss why this behavioral goal was chosen and find out which actions could be agreed upon to enable this behavior. Make sure that these actions are noted down on post-its and are applied on the E2 template. When defining actions, it may be helpful to know which communication and team discussions practices are in place. Maybe you can plug in some actions in existing procedures. 
Repeat this process for each role and process you agreed upon to discuss. In this phase it’s not necessary to maintain the distinction between simple and complex procedures as this can be specified in the action description when relevant. 
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After this exercise you have a full view of the actions to be taken for each role to achieve behavioral change objectives. To close this exercise, repeat the actions that were chosen as noted down on template E2 to confirm what has been discussed during the workshop. 
Check up and next steps (10 min)
This workshop may be quite intense, and when participants spoke with respect and depth, there will certainly be a strong set of change actions as workshop output.  At the end of the session it is important to make clear what the next steps are and to make concrete agreements about this. Share with the group that an action plan will be delivered soon which will require internal validation, planning and ownership. Make a concrete appointment to validate the action plan. Finally, the group is thanked for their cooperation. 

AFTER THE WORKSHOP
Finish and share the action plan
The facilitator will now convert the actions into an action plan and return them to the participants. The excel template 'action plan' can be used for this. The facilitator will clean up double actions, put them in the right order, and maybe add some actions if needed. A suggestion of action owners, timelines and possible KPI’s to measure the results versus target can already be prepared by the facilitator. 
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What is taken care of, grows
[image: ]In order to make a plan live, follow-up is needed. For this purpose, it is best to schedule a follow-up session in which the action plan is validated. During this follow up session of 1 to 2 hours, actions are validated, suggested owners are confirmed and a first planning and potential set of key performance indicators (KPI’s) is added to the action list. 
What is taken care of grows… by making sure regular follow up of the plan is foreseen, keeping in mind the reported emotional hick-ups that may remain and the importance of the defined actions to overcome these. Focus on motivation and needed support will be of high importance to make the team grow throughout their circular procurement journey. 





WORKSHOP TEMPLATESTemplate exercise 1 (E1): The procurement process - stakeholder mapping & decision lines
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Template exercise 1: Roles



[image: ]Template exercise 2: Emoji’s (print & cut 3 sets)
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[image: ]Template exercise 2: behavioral objectives (print 1 set with 1 behavior per A4)
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Template exercise 2 (E2): From current behavior to desired behavior
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