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EXECUTIVE SUMMARY (English)

This action, performed under the scope of Action 5, had the objective of testing the SPP
Toolbox in a real organization, in this specific case, the inter-municipal waste
management public company - LIPOR.

In this pilot project, held under the scope of the Building SPP project, LIPOR had the
technical support of LNEG, in order to implement the SPP Toolbox, procurement
procedures, market involvement and fraining.

LNEG supported the application of the SPP Toolbox in LIPOR and this practical experience
in pilot projects was used to further develop the SPP Toolbox. On the other hand, actions
developed within pilot projects were used as models to develop the SPP Toolbox. The tool
has evolved from this process of iterative nature.

The actual implementation of the pilot project followed the methodology set by the SPP
Toolbox. In broad terms, this entailed an initial screening of strategic objectives, with
participation from all the departments, the identification of strategies/objectives with
relevance for procurement and the definition of a multidepartment working feam.

The multidepartment working team, guided and supported by LNEG, was responsible for
the step-by-step application of the Toolbox, that envisioned a set of actions conducive o
the progressive development of a Sustainable Procurement Strategy to which the
organization would commit itself.

The following sections report on the actions taken in the scope of the pilot project,
presenting also the achieved results.

This initial step consisted in identifying and defining the members of the organization that
would be responsible for developing the strategic orientation and tfechnical
implementation of the Sustainable Public Procurement (SPP) strategy ,held within the
scope of the LIPOR pilot project.

On 22 Feb 2012, a kick-off meeting of the LIPOR pilot was held. In this meeting
collaborators from the Procurement and Supply Division, the Office for Audit, Sustainability
and Quality, the Department of Administration, Finance and Management Control and
the Division of Maintenance and Works were present.

The team responsible by the strategic orientation of the SPP strategy has 4 elements, 3
from the Department of Finance and Management Control Department and 1 from the
Office for Audit, Sustainability and Quality (see Table 1).
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Table 1 Team in charge of the pilot project

Monica Monteiro

(senior officer) .
Department of Finance and

Patricia Ledo Management Control
Ana Tenreiro

Office for Audit, Sustainability

Inés Inacio )
and Quality

LIPOR has had over the years a growing experience with Green Public Procurement (GPP)
and Sustainable Public Procurement. It was first in 2007 that LIPOR defined as a strategic
priority the promotion of ecological acquisitions in the organization. This took into account
the priority products defined under the National Public Procurement Strategy and
allowed for the gradual inclusion of ecological specifications in tender procedures where
there was need for those products.

After that, LIPOR has been increasing its level of ambition. With the SA 8000 — Social
Responsibility Norm — certification achieved in 2008 and the definition of a Code of
Conduct for all Suppliers and Subcontractors in 2009, this public company has been
gradually integrating the possibility to include sustainability criteria in tender procedures.

It is with this background in mind that LIPOR tested the diagnosis tool included in this step
to assess the organization starting point regarding SPP implementation in the meeting that
took place in LNEG in June 2013. The results for the SPP Diagnosis Matrix starting point can
be seen in Figure 1.

i -

Policy, strategy People Market Procurement Monitoring and
and process results
communication

Figure 1 LTIPOR’s SPP Diagnosis Matrix - Starting point

Figure 1 demonstrates how LIPOR had already some areas well developed, with
space for significant improvements in others. Thus, this diagnosis served as a baseline for
the definition of goals and targets of the pilot project.
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This step corresponded to the assessment of existing and planned confracts and of
contracts that are coming to end, as well as their budgetary importance for the
organization. The expenditure analysis was executed considering the weight of each
category on the total expended value of priority products acquisitions, as seen in the
chart of Figure 2.

Performance of Priority Products

B Maintenance

6,32 5,35

M Security and

Vigilance services
m Hygiene Products

B T Consumables

H Clothing

m Office supplies
Food

Awareness material

Figure 2 Expenditure analysis of priority products

This information, as summarized in the above chart served as input for the next step.

This step involved the application of the matrix for the selection of priority products /
services, starting from the list of products/services to be purchased by LIPOR that was
identified in the previous step. For each of these products/services was assessed if: the
product/service is covered by any policy/strategy identified, it's economic value, if it was
identified by the internal stakeholder’s (questionnaire) and the potential for influencing
the market.

The identified priority products/services by this methodology are: lighting, oils and
lubricants for maintenance, maintenance paint, detergents, hygiene products, safety
equipment (boots, gloves, etc.), plastic bags (door-to-door collect), cleaning services
and electricity.

Since LIPOR already implements sustainability criteria in the acquisition of products, the
main challenge of this pilot relates to the application of sustainability criteria in services,
starting with cleaning services.

So LIPOR has chosen cleaning services as the product to be object of the implementation
of its pilot project. LIPOR has chosen to do so, because it was its intention to develop an
procurement procedure for an innovative service, that would be replicable, with some
financial weight and that would affect the whole organization. This choice also allows for
the integration of social concerns, as cleaning services may involve social risk factors.
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The fact that the beginning of the next contract of cleaning services would coincide itself
with the period for which the pilot project was expected to be executed also contributed
to the choice.

LIPOR activities are extended and fransversal to all units of the organization.

In February 2013 LIPOR, through the department of Finance and Management Confrol
(responsible for procurement), defined a vision for sustainable procurement that expresses
the commitment to enhance sustainability through the process of procurement,
stimulating the market, creating value and optimizing resources.

In an internal meeting of the responsible team, dating from 14 February 2013, LIPOR
defined the SPP policy. It states the commitment to ensure stakeholder satisfaction,
creating strong partnerships with suppliers, through integration, in the acquisition process,
of sustainable requirements in order to create a more positive impact on society, the
economy and the environment. This policy was approved by the working group in
February 2013 and later by the Administration Board in October 2014. It was then
integrated in the general policy of the organization.

LIPOR has set 2017 as a checkpoint year for the definition of its objectives in SPP, as such
and if necessary the SPP policy must then be assessed and reviewed.

Considering the execution of the pilot project under the Building SPP scope, by 2017
LIPOR is aiming to become a reference entity in what pertains to procurement
procedures with the inclusion of sustainability criteria and to consolidate its sustainable
procurement strategy. The following SPP Diagnosis Matrix (Figure 3) sets the targets that
LIPOR is aiming to achieve.

Policy, strategy People Market Procurement  Monitoring and
and process results
communication

M Initial Score M Targets 2017

Figure 3 LIPOR's SPP Diagnosis Matrix — Expected results, 2013-2017
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The policy is communicated to workers and the community through several means
available in LIPOR: e-news, LIPOR website, corporate TV and email.

The working tfeam is composed by a core group of 2 elements from the Procurement and
Supply Division and 1 element from the Audit, Sustainability and Quality Office.
Depending on the actions to be carried out other elements can be called to join this

group.

LIPOR defined 3rd September 2014 as the horizon of the plan.

Since LIPOR already implements sustainability criteria in the acquisition of products, the
responsible tfeam decided to focus in the procurement of services.

Based on the analysis of priority products and services, timings of contracts and
replication potential, LIPOR decided to focus on the procurement of cleaning services.

A specific action plan for cleaning services procurement procedure was drawn,
containing detailed tasks, responsibilities and deadlines. Taking also into account its core
business, existing experience in sustainable procurement and sensitivity of its organic units,
the organization has reached the mafturity stage that has allowed to adopt a dedicated
action plan.

Actions developed under the action plan involved the following topics:
e Definition of a working group;
e Definition of sustainability criteria;
e Meetings to involve the stakeholders in the procedure;
e Tender procedure;

¢ Confract Monitoring.

In terms of monitoring plan the defined indicators are as follow:
e Number of monitoring and verification visits;
e Number of proposed actions;
e Number of implemented actions;

e Degree of action plan execution.
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An additional indicator on the dissemination of the project was defined. In order to assess
it, two workshops fargeting tfechnicians from municipalities and suppliers will be carried
out in 2015. The indicator was defined as follows:

e Percentage of workshop participants that join the network.
Concerning the monitoring plan:

e After the realization of the first (out of 4 during the contract execution) planned
visit, and an action plan will be prepared in collaboration with the supplier in the
meeting of 4 December 2014.

e During week 50, a second monthly check to the following contract execution
aspects will take place: monthly report of all performed interventions; verification
of the daily registers of WCs and locker rooms; verification of compliance of the
proposed Cleaning Plan; fulfilment of schedule shifts.

The action plan dedicated to this project was developed with the use of the
methodology PDCA (Plan-Do-Check-Act) as proposed by the Kaizen office.

As Table 2 shows, 17 specific actions were conducted. Currently, 94% of the 17 actions
defined in the action plan have already been implemented. One action is still underway,
and it entails the monitoring of the contract, which will be enforced throughout the
service supply (ending in September 2016).

Table 2 LIPOR's action plan

Process Sustainable
criteria Definition of sustainable criteria for the new Cleaning Services contract. 14-08-2013
Process Partners Teleconference with LNEG. 05-11-2013
Process Procurement Meeting with the Legal Support Office for definition of a legal framework on the 07-11-2013
Procedures inclusion of sustainability criteria.
Process Economic criteria | Identification of all areas intervened by the cleaning service, to access all 04-11-2013
characteristics that may influence its performance and used materials.
Process Working Team Define working team for the Cleaning Services procurement procedure and
19-02-2013
hand out tasks.
Process Market sounding | Invite suppliers to meetings, so as to assess if they’re able to comply with 23-01-2014
sustainable criteria.
Process Tender .
Validate tender procedure. 25-03-2014
procedure
P T
rocess ender Publish tender 02-06-0214
procedure
P Tend
rocess encer Award tender 30-09-2010
procedure
Process Tender Monitoring of contract execution Contract
procedure length
Process Partners Teleconference meeting with LNEG, to discuss the pilot project: action plan and
20-01-2014
results of LNEG research.
Process Market L . . - .
. Draft specficiations to deliver suppliers who were invited to meetings.
involvement
Process Market
. Supplier’s response to LIPOR’s demands. 28-02-2014
involvement
Process Market
. Draft an invitation template for suppliers meetings. 14-11-2013
involvement
Process | Legal Framework | Meeting with the Legal Support Office to prepare tender documents. 18-03-2014
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Process | Legal Framework | prepare tender documents. 05-05-2014

This Action Plan aimed to procure Cleaning Services for the facilities of LIPOR, the
following aspects took place:

e Procurement procedure adopted: restricted procedure with prior qualification. This
allowed for a set of differentfiating factors, namely, certification and financial
health of the tenderers;

e SPP criteria: Inclusion of GPP criteria from the EU for cleaning services, as well as
social criteria, including the commitment with the Code of Conduct for Suppliers
and Subcontractors and the possibility to give 1% of the payment received by the
service to a charity organization. The code assures that the supplier does not have
delayed wages, does not have discriminatory practices (migrant workers), and
other requirements.

e Market involvement:

o

this action started with a meeting with the suppliers in order to assess their
capability to comply with the sustainable criteria defined in the new
cleaning services contract;

Communication to suppliers in order to inform them that LIPOR was going
fo implement a sustainable procurement action, its benefits and
implications;

Suppliers were informed of LIPOR' policy towards procurement, highlighting
its preference for goods and services with less social and environmental
impact;

Meetings with regular suppliers had an allotted time for sustainability
questions;

Suppliers were informed on how the information they provided would be
used by LIPOR, and how the organisation would work at an initial phase to
help the ones that didn't comply with the demands that were sef.

Monitoring plan: this plan franslates the following up on the verification of
the defined criteria in the contract, namely: technical/service means;
materials means; human resources. Audits to suppliers were performed
and an action plan and corrective measures were defined.

Results show that the objectives and actions defined by the working team for this
tender procedure and contract have been completely successful, from the definition
of a tender procedure designed to accommodate and promote a sustainable
service, to the close collaboration with the suppliers to define criteria and develop
new solutions for the performance of the service.

None of the suppliers present in the meetings had any objections towards the criteria
that were developed, and were readily available to present evidence of compliance.

5.3. RELATORIO PROJETOS-PILOTO - APLICACAO DA SPP TOOLBOX — LIPOR 7



The tender had the participation of 12 companies, all caring the total or most of the
certifications requested in the suppliers selection phase (ISO 14001, ISO 2001 e OHSAS
18001). Throughout all the phases of the tender procedure, all suppliers were able to
present evidence of compliance with the defined criteria.

Finally, the awarding of the contract was made fo best price/quality solution
presented by the market.

The contract under monitoring was celebrated in the 30t September 2014 and has
duration of two years.

The following indicators have been calculated:
e 1 out of 4 planned monitoring visits and reports has been conducted;
e 2 out of 24 monthly verifications during the contract execution;

These indicators point to an execution rate of 33%.

Indicators for project dissemination will only be assessed after the realization of the
Workshops in 2015.

With the completion of the pilot project is now possible to present a SPP Diagnosis Mafrix
that tracks the progress achieved and the expected results for the 2017 horizon.

5 —
4 -
3 .
2 .
1 . . . .
Policy, strategy and People Market Procurement Monitoring and
communication process results

M Initial Score W 2014 Score M Targets 2017

Figure 4 SPP Diagnosis Matrix — Final results

As Figure 4 shows, the implementation of the Building SPP project in LIPOR, through its pilot
project, has made this organization evolve towards a level very close to the objectives
proposed for 2017.

However, improvement must still take place, namely in the need to promote sustainability
in the different procurement phases, and in the monitoring of contracts.
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The whole process infroduced an innovative aspect to the way LIPOR works, since the
monitoring of a contract and the definition of indicators is a pioneering action within the
procurement procedures of this organization.

Significant obstacles found were:

Very tight margin for the integration of environmental criteria in procurement
procedures, resulting from the added cost of environmental products versus
conventional products and a need for more involvement from the competent
authorities;

The current economic situation, that leads to organizations giving more
prevalence to price instead of quality;

Lack of knowledge and awareness within the suppliers;

Need for a scale effect in the public administration (establish as mandatory the
procurement of defined quotas of ecological products);

To go towards a Circular economy in defriment of the Linear Economy;

Life-cycle Cost assessment reflected in the price factor

Considering the work that needs to be developed and the proposed objectives for the
2017 horizon, LIPOR will review its SPP strategy before that date.
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LIPOR — APLICAGCAO DA SPP TOOLBOX

Tabela 1 Equipa responsavel

Moénica Monteiro

(senior officer) .
Departamento de Financas e Conftrolo da

Patricia Ledo Gestdo
Ana Tenreiro

Gabinete de Auditoria, Sustentabilidade e

Inés Indcio
Qualidade Total

Foi em 2007, que a LIPOR definiu como uma prioridade estratégica, no dmbito da
Prevencdo, a promocdo das Aquisigdes Ecolégicas na Organizacdo. Assim, e desde
entdo, temos vindo gradualmente a incorporar nos procedimentos concursais
especificacdes de cardter ecoldgico, privilegiando-se os produtos constantes da
Estratégia Nacional de Compras PUblicas. Atualmente, e, sempre que haja necessidade,
atuamos sobre esses mesmos produtos.

Em 2008, com a Certificagcdo da Lipor no dmbito da Norma de Responsabilidade Social,
SA 8000, surgiu desde logo a possibilidade de vir a integrar nos seus procedimentos
concursais as Aquisicoes Sustentdveis. Desde entdo, somos cada vez mais determinados
no desenvolvimento de politicas sustentdveis que potenciam acdes que preveem
melhoria e a interiorizagcdo de uma cultura de qualidade e responsabilidade social com
todos os seus parceiros, nomeadamente fornecedores.

De forma a estreitar lacos, fortalecer parcerias e estabelecer compromissos, a Lipor, em
2009 definiu um Cdédigo de Conduta para todos os seus Fornecedores e Subcontratados,
qgue promove o respeito pelos direitos humanos e pelos principios da responsabilidade
social.

Desde a implementacdo do conceito de compras ecoldgicas, em 2007, e seguindo as
orientacdes da Estratégia Nacional de Compras, que o comprometimento da Lipor é
visivel bem como a melhoria da inclusdo dos critérios previstos nos processos de compra.
Decorrente de todo o trabalho desenvolvido, foi possivel classificar a Lipor de acordo
com a matriz inicial (Tabela 2), o que serviu de ponto de partida para o projeto.
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Tabela 2 SPP Diagnosis Matrix - Situacao inicial

Policy, strategy

LIPOR

Procurement Monitoring and
Level and People Market e
.. process results
communication
Sustainable Sustainable Supply chain Sustainability Sustainable
procurement policy in procurement improvement considered at an early | procurement actions
place, action plan and champion and a program in place stage and in all stages are linked to
regular review with working team including of the procurement organization
commitment from identified. Regular sustainability audits. process. sustainable
top management. training for key Achievements are Management actions development
Sustainable procurement staff. formally recorded to minimize risks in | objectives and actions
5 procurement policy is and best practices procurement process
part of a wider Performance shared with other (lack of competitors,
sustainable objectives include organizations. non-compliance with
development sustainable sustainable criteria,
strategy. procurement factors. type of procedure
Communicated to These can include used, contract
staff, suppliers and benefits achieved. management)
key stakeholders.
General program of
. supplier engagement
Sustainable pp g.g
. initiated with top
Sustainable procurement .
Lo R management Inclusion of
procurement policy in champion and a . N I
. involvement towards | sustainability criteria . .
place endorsed by top working team . . . Actions are defined to
. e continuous in key contracts. Life L
4 management. identified. All IR secure that objectives
. sustainability cycle costs (LCC) )
Communicated to procurement staff has . . are attained
R R improvements. approach adopted in
staff and key received basic X
. L B Program involves two some contracts.
suppliers. training in sustainable .
way communication
procurement.
between procurers
and suppliers.
. Key sustainabilit
. . Sustainable . .y X X ¥
Existing sustainable Key suppliers objectives (derived . -
procurement . o L Analysis of indicators
procurement . identified based on from organization . .
o champion. Key R . . is carried out to
objectives but no expenditure analysis plans and policies)
3 ) procurement staff has S . assess planed
sustainable R R and sustainability and expenditure
Lo received basic . . procurement
procurement policy in L . impact and targeted analysis used for L
training in sustainable L objectives
place. for engagement. prioritisation of
procurement.
contracts.
Expenditure analysis | Indicators have been
No assigned undertaken and some defined and
Pockets of excellence responsibilities for Some ad hoc working contracts include calculated to monitor
2 within purchasing sustainable with suppliers on general sustainability actions
driven by individual procurement. Some environmental criteria. Contracts implementation
personalities individuals with basic performance awarded on the basis regarding people,
training in SPP. of value-for-money procurement process
not lowest price. and market levels
. No assigned
No sustainable ssgn Contracts do not
. responsibilities for . . . L
procurement policy in K No liaison with include sustainability
L sustainable . . ) Results are not
1 place or activity suppliers regarding aspects. Compliance .
procurement. No T . monitored.
undertaken by the L sustainability issues with legal
o awareness/training in )
organisation requirements.
SPP.
Startin,
o 3 4 2 2 3
point
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A andlise da despesa é efetuada tendo em consideracdo o peso de cada rubrica no
valor total despendido na aquisicdo dos produtos prioritdrios, conforme grdfico abaixo:

Performance dos Produtos Prioritarios

6,32% 5,35%

® Manutengdo

W Seguranca e Vigilancia

™ Material de Higiene

m Consumiveis Informaticos
M Vestuario

W Economato

Alimentagdo

0,45% Material de Sensibilizagao

Figura 1 Andlise de despesas

Com base na andlise da despesa (ponto 1.3) definiram-se os seguintes produtos e
servicos prioritdrios: lluminacdo, dleos e lubrificantes de manutencdo, tintas de
manutencdo, sacos pldstico para recolha seletiva porta-a-porta, detergentes, produtos
de higiene, material de seguranca, servicos de limpeza e energia elétrica.

A escolha, para a implementacdo do projeto-piloto, dos servicos de limpeza das
instalacdes, a Lipor baseou-se na intencdo de desenvolver um projeto inovador,
replicavel, com expressdo financeira e transversal a toda a organizacdo. Outro fator
chave na escolha do servico de limpeza prendeu-se com o facto deste fipo de
prestacdo acarretar riscos sociais.

Aliando-se, ainda as consideracdes acima referidas o facto de a data inicio do contrato
seguinte, previsdo de compra, coincidir com o periodo para o qual estava previsto
desenvolver o projeto-piloto.

As atividades sdo alargadas e transversais a todas as unidades orgdnicas da Lipor.

Ser uma organizacdo de referéncia na drea das compras publicas sustentdveis,
promovendo a temdtica junto das partes interessadas, enquanto resposta ds
necessidades de compra e fator dinamizador de mercado, criando valor e poupando
recursos em cada procedimento de compra, apostando na sensibilizacdo quanto &
insercdo de especificacdes sociais, econdmicos € ambientais nos procedimentos de
compra
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Aprovado em sede de reunido de grupo de trabalho a 14 de Fevereiro de 2013.

A Lipor, estando consciente do inegdvel papel da contratacdo publica para o

desenvolvimento

sustentdvel,

bem como a

importGncia da harmonizacdo do

crescimento econdémico com a protecdo ambiental e desenvolvimento social, definiu
como sua Politica de Compras Sustentdveis:

“Assegurar a satisfacdo das partes interessadas, criando parcerias sélidas com o0s

fornecedores,

através da

infegracdo, no processo de aquisicGo, de requisitos

sustentdveis, de forma a criar um impacte mais positivo na sociedade e na economia e
um menor impacte no ambiente.”

Aprovado em sede de reunido de grupo de trabalho a 14 de fevereiro de 2013.
Aprovado pelo Conselho de Administracdo da Lipor a 27 de outubro de 2014.

Tendo, no &dmbito das compras puUblicas sustentdveis, a Lipor definido objetivos para o
horizonte 2017, deverd ser analisada e revista nessa altura e se necessdrio, a politica de
compras sustentaveis.

Tabela 3 SPP Diagnosis matrix, situa¢do inicial e objectivos

Policy, strate, -
v, 8y Procurement Monitoring and
Level and People Market
.. process results
communication
Sustainable Sustainable Supply chain Sustainability Sustainable
procurement policy in procurement improvement considered at an early | procurement actions
place, action plan and champion and a program in place stage and in all stages are linked to
regular review with working team including of the procurement organization
commitment from identified. Regular sustainability audits. process. sustainable
top management. training for key Management actions development
Sustainable procurement staff. Achievements are to minimize risks in | objectives and actions
5 procurement policy is formally recorded procurement process
part of a wider Performance and best practices (lack of competitors,
sustainable objectives include shared with other non-compliance with
development sustainable organizations. sustainable criteria,
strategy. procurement factors. type of procedure
Communicated to These can include used, contract
staff, suppliers and benefits achieved. management)
key stakeholders.
General program of
: supplier engagement
Sustainable uip’.).l g.g
. initiated with top
Sustainable procurement .
Lo . management Inclusion of
procurement policy in champion and a . A -
i involvement towards | sustainability criteria ) X
place endorsed by top working team X K X Actions are defined to
. e continuous in key contracts. Life Lo
4 management. identified. All L secure that objectives
. sustainability cycle costs (LCC) .
Communicated to procurement staff has . . are attained
. . improvements. approach adopted in
staff and key received basic .
. o A Program involves two some contracts.
suppliers. training in sustainable -
way communication
procurement.
between procurers
and suppliers.
. Key sustainabilit
- . Sustainable ) .y . ) v
Existing sustainable Key suppliers objectives (derived . -
procurement . e o Analysis of indicators
procurement X identified based on from organization . .
. champion. Key . . L is carried out to
objectives but no expenditure analysis plans and policies)
3 ) procurement staff has o . assess planed
sustainable . . and sustainability and expenditure
Lo received basic . ) procurement
procurement policy in L K impact and targeted analysis used for L
training in sustainable A objectives
place. for engagement. prioritisation of
procurement.
contracts.
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Policy, strategy

Procurement Monitoring and
Level and People Market 6
L. process results
communication
Expenditure analysis | Indicators have been
No assigned undertaken and some defined and

Pockets of excellence responsibilities for Some ad hoc working contracts include calculated to monitor

2 within purchasing sustainable with suppliers on general sustainability actions

driven by individual
personalities

procurement. Some
individuals with basic
training in SPP.

environmental
performance

criteria. Contracts
awarded on the basis
of value-for-money
not lowest price.

implementation
regarding people,
procurement process
and market levels

. No assigned
No sustainable K g . Contracts do not
rocurement policy in responsibilities for No liaison with include sustainabilit
P policy sustainable ¥ Results are not

1 place or activity suppliers regarding aspects. Compliance

undertaken by the procurement. No | ¢\ iainability issues with legal monitored.
o awareness/training in h
organisation requirements.
SPP.

Score

Initial 3 4 2 2 3
LIPOR Tareet

argets 5 5 a 5 5

2017

A Lipor tendo como ponto de partida a participacdo no Building SPP, e apds o
desenvolvimento do projeto-piloto, tem como objetivo, até 2017, ser uma entidade de
referéncia no que respeita a procedimentos de compra com inclusdo de critérios
sustentdaveis bem como consolidar a sua estratégia de compras sustentaveis.

Comunicacdes em formato digital nos meios disponiveis
Corporativa e email).

(e-news, site Lipor, TV

O prazo de implementacdo do plano de acdo é 30 de setembro de 2014.

Com base na andlise dos produtos e servicos prioritdrios identificados pela Lipor, e timings
dos contratos, pelo efeito replicador, estabeleceu-se que o projeto-piloto a trabalhar
seria os servicos de limpeza.

Dada a especificidade da atividade da Lipor e dos seus préprios estatutos, foi elaborado
um plano de acdo alternativo ao da SPP TOOLBOX, dedicado apenas ao projeto-piloto.

O plano de acdo teve em consideracdo a especificidade do tipo de organizacdo que a
Lipor é, nomeadamente a especificidade inerente ao cédigo de contratacdo publica,
tendo-se definido um conjunto de acdes que envolveram os seguintes tépicos:

e Definicdo de equipa de trabalho;
e Definicdo de critérios sustentdveis;
e Reunides de envolvimento das partes interessadas neste procedimento;

e Procedimento Concursal;
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e Monitorizacdo de contrato.

No inicio do projeto, a Lipor j& levava a cabo um conjunto de boas prdticas no dmbito
das compras sustentdveis, tendo formalizado as mesmas com a definicdo e
disseminacdo da visdo e politica para as compras sustentdveis.

Pelo préprio core business, pelo trabalho desenvolvido na drea das compras e
aprovisionamento, pela sensibilidade das unidades orgdnicas, a Lipor atingiu um nivel de
maturidade que permitiu adotar um plano de agcdo dedicado.

Relativamente ao plano de monitorizacdo os indicadores sdo:
e NuUmero de visitas de monitorizacdo e de verificacdo;
e NUmero de acdes propostas;
e NUmero de acdes implementadas;
e Grau de execucdo do plano de acdo.

Foi também definido um indicador quanto a disseminacdo do projeto, para tal serdo
realizados 2 Workshops durante o ano de 2015 para técnicos das c@maras e
fornecedores:

e Percentagem de adesdes d rede face ao nUmero de participantes nos
Workshops.

Plano de Monitorizagdo:

Realizada a primeira das 4 visitas previstas ao longo da duracdo do contrato, vdo ser
propostas 4 acdes de melhoria, e serd elaborado um plano de agcdo com o fornecedor
na reunido de 4 de dezembro de 2014.

Durante a semana 50 serd efetuada a segunda verificagcdo mensal aos seguintes
aspetos da execucdo do contrato:

¢ Andlise do relatério mensal de todas as intervencoes realizadas;
e Verificacdo dos registos didrios de limpeza de WC's e Balnedrios;
e Verificacdo de conformidade com o Plano de Limpeza proposto;

e Cumprimento das escalas de hordrios.
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Tabela 4 Plano de A¢do detalhado

Plano de Agdo

'.l por oy ErCRINE Observagdes
N.¢ Area Tema Sub-Tema Agdo Resp. Data PDCA
Planeada
Definigdo de critérios
1 BUILDING Processos Critéri’os . sustentdveis para.o novo AT 14-08-2013 | PDCA
SPP Sustentdveis contrato de servigos de
limpeza
Ata da 62 Reunido de Projeto
em Creta - LNEG vai apoiar a
) BUILDING Processos Parceiros Reunido Telefonica com o AT 05-11-2013 | PDCA Lipor na dc?fin.igﬁo do§ critt.érios
SPP LNEG sustentaveis (ambientais,
econdmicos e sociais) para os
produtos e servigos de limpeza.
Pretende-se integrar o GJAOA e
sensibilizar para a questdo do
projeto-piloto no ambito do
projeto Building SPP. E se com
base nos dados recolhidos nas
reunides anteriores hd matéria
passivel de ser inserida no
processo de Concurso.
Enquadramento legal - Em caso
de empate de propostas, sera
PL valorizada aquela que se
MM destagque por promover uma ou
3 BUILDING Processos Proced. Reunido GJAOA I 07-11-2013 | PDCA vérias agles que permitam a
SPP Concursal
AT poupanga de recursos e/ou
GJAOA otimizagdo do servigo (desde
que evidenciada). Privilegia-se a
utilizagdo de produtos nacionais
(Ver aplicabilidade em AD e CP)
Devera o Adjudicatario doar no
minimo 1% do total liquido da
fatura a uma instituicdo de
solidariedade social @ sua
escolha, ou dentro da area de
intervencgdo da Lipor, Podemos
majorar?
. . Devera o Adjudicatario ajustar e
Identificar as areas a .
intervir, caracteristicas fazer adequar os n.m?los
o dos mat,eriais aplicados GASQr humanos N materlals N N
4 BUILDING Processos Crltfan?s (chdos e paredes), vidros, EQ. DE 04-11-2013 | PDCA respetlvols t?quame.:-ntos.as
SPP Econémicos e todas as outras que se TRAB. caracteristicas ambientais,
R R DOMO estruturais e arquitetdnicas de
considerem pertinentes .
para o servigo a prestar cada 'uma das aNreas de
intervencgao.
Definir equipa de
BUILDING Equipa de trabalho para os servigos EQ.
> SPP Processos T(iabpalho de Iimpsza e distribuﬁr RESP. 19-02-2013 | PDCA
tarefas
Convidar um grupo de
fornecedores para breves A reunido sera agendada apés a
reunides, de forma a reunido com o LNEG, agendada
aferir se estdo pL para o préximo dia 14 de
6 BUILDING Processos Pesquisa de preparadf)s para EQ.DE | 23-01-2014 | PDCA .no?/embro de 2013. O LNEG
SPP Mercado responder as nossas TRAB indicou o Fornecedor SAFIRA
questdes / critérios. Pedir ' FACILITY SERVICES, para estar
ao LNEG indicagcdo de um presente na reunido de
ou dois fornecedores a auscultagdo.
auscultar.
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Plano de Agdo
i Py SR, Observagoes
lipor e . :
BUILDING Proced. Validagdo do Processo de | EQ. DE
8 SPP Processos Concursal Concurso TRAB. 25-03-2014 | PDCA
BUILDING Proced. EQ. DE
9 Spp Processos Concursal Langamento de Concurso TRAB. 02-06-0214 | PDCA
BUILDING Proced. Adjudicacdo do EQ. DE
10 SPP Processos Concursal Procedimento TRAB. 30-09-2010 | PDCA
BUILDING Proced. Monitorizagdo da GASQr Duragdo do
11 Processos N EQ. DE PD
SPP Concursal execugdo do contrato Contrato
TRAB.
Discussdo do Projeto-piloto -
ix LNEG Plano de agdo e resultados da
12 BUILDING Processos Parceiros Rgumao c?m © LNEG nas EQ.DE | 20-01-2014 ubes pesquisa efetuada pelo LNEG.
SPP instalagdes da LIPOR h . .
TRAB. Linhas orientadoras. Realizou-se
por conferéncia telefénica.
Elaborar um draft de
13 BUILDING Processos Envolv.do Cademdois(::;nilc'aargss Pere EQ. DE PDCA
SPP Mercado N TRAB.
fornecedores convocados
para as reunides
Resposta dos
14 BUILDING Processos Envolv.do fornecedores aos EQ. DE 28-02-2014 | PDCA
SPP Mercado .. ) TRAB.
requisitos da Lipor
Elaboragdo de modelo de
convite a enviar aos
15 BUILDING Processos Envolv.do fornecedores para AT 14-11-2013 | PDCA
SPP Mercado
estarem presentes nas
reunides
Reunido com GJAOA de
16 BUILDING Processos | Enquad. legal preparagdo de Pegas AT 18-03-2014 | PDCA
SPP . GJAOA
Concursais
BUILDING Preparagdo das Pegas AT
17 Spp Processos | Enquad. legal Concursais GASQT 05-05-2014 | PDCA

(Nota: Acdo 11 a ser concluida aguando o término do contrato 29 de setembro de 20146)

Para a definicdo do Plano de Acdo dedicado ao Projeto, utilizou-se a metodologia
PDCA, no dmbito do Kaizen Office.

Tendo em consideracdo as 17 acdes definidas no plano de acdo, d data o seu grau de
implementacdo é de 94%. A acdo que se encontra em execucdo diz respeito a
monitorizacdo do contrato e durard toda a prestacdo de servico.

O detalhe do plano de acdo, no que respeita as acdes definidas, data de
implementacdo e estado da acdo encontra-se evidenciado no ponto 4.1.
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Para contratacdo dos servicos de Higiene e Limpeza nas Instalacdes da Lipor, o
procedimento adotado foi o Concurso Limitado por Prévia Qualificacdo. Optou-se por
este tipo de procedimento para assegurar uma série de fatores diferenciadores,
nomeadamente a certificacdo e a saude financeira das empresas a Concurso.

Tendo sido o servico de limpeza identificado como um produto/servico prioritdrio no
levantamento efetuado pela Lipor, estando previsto o inicio de novo contrato para
junho de 2014, e sendo um servico que abrange toda a Organizacdo considerou-se
ideal para ser o projeto-piloto.

As carateristicas do concurso que o diferenciom foram a inclusGo de critérios de
compras ecoldgicas (GPP) da EU para servicos de limpeza, bem como critérios
sustentdveis j& implementados na Lipor, nomeadamente a assinatura de Declaracdo de
Compromisso para com o Coddigo de Conduta para Fornecedores e Subcontratados.

A principal motivacdo consistiu na melhoria do desempenho ambiental e sanitdrio dos
servicos de limpeza através da utilizacdo eficiente de produtos menos poluentes a
aplicando técnicas de limpeza mais eficientes.

A consulta de mercado iniciou-se com a realizacdo de reuni@do com os fornecedores
para auscultar a capacidade de resposta aos critérios sustentdveis definidos para o novo
confrato de servico de limpeza.

As acdes de envolvimento dos fornecedores consistiram em:

e Comunicar aos fornecedores que a organizacdo se encontra a implementar um
programa de compras sustentdveis, quais os beneficios e implicacoes;

e Comunicar aos fornecedores a politica da organizac@o relativamente ds
compras, explicando a sua preferéncia para bens/servicos com menor impacte
ambiental e na sociedade;

e Fornecedores habituais incluir questdoes de sustentabilidade em visitas e reunides;

e Realizar auditorias a fornecedores e definir um plano de acdo corretivas e de
melhoria;

e Explicar como a organizacdo vai ufilizar as informacdes facultadas pelo
fornecedor e como ird trabalhar junto de um fornecedor que inicialmente ndo
responde aos requisitos exigidos.

O resultado desta metodologia traduziu-se em fornecedores capazes de dar resposta ao
caderno de encargos do concurso de servico de limpeza e posterior plano de
monitorizacdo de contrato.

O plano de monitorizacdo do confrato de servigcos de limpeza das instalagcdes da Lipor
tfraduz o acompanhamento a efetuar aos critérios definidos em contrato,
nomeadamente os associados aos:

¢ Meios técnicos/servicos;
e Meios materiais;
e Meios humanos.

Os resultados obfidos nesta contratacdo foram de enconfro aos objetivos e acdes
delineadas pela equipa de trabalho ao longo de todos o processo. Sendo veja-se:
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a) Foi "desenhado” um modelo de Caderno de Encargos para apresentar a um
conjunto representativo de empresas do setor e enquadrados no segmento de
limpeza industrial, que paralelamente com critérios ecoldgicos / ambientdveis,
contemplava critérios / requisitos sociais, nomeadamente evidéncias quanto a
ndo existéncia de saldrios em atraso, descriminacdo (trabalhadores emigrantes),
e ainda a possibilidade de doar parte da fatura (1%) a uma Instituicdo de
Solidariedade Social. A totalidade dos fornecedores presentes ndo apresentou
qualquer objecdo confra os fermos exigidos no documento, e prontamente se
mostraram disponiveis a fazer provas do exigido;

b) Todos os fornecedores presentes colaboraram de forma estreita com a equipa
de frabalho da Lipor, na apresentacdo de solucdes alternativas e até novas na
forma de prestar o servigco;

c) Responderam ao Concurso um total de 12 empresas;

d) Todos os Concorrente eram certificados, se ndo em todos os normativos exigidos
em fase de qualificacdo, pelo menos em grande parte (ISO: 14001, ISO: 9001 e
OHSAS: 18001);

e) Todas as empresas concorrentes apresentaram evidéncias quanto aos
pagamentos pontuais dos saldrios aos seus colaboradores, assim como uma
salde financeira que permitia suportar todos os encargos da sua estrutura;

f) Em fase de entrega de proposta os concorrentes qualificados, apresentaram
todas as evidéncias e prestaram provas dos requisitos exigidos em sede de
Concurso;

g) A adjudicacdo foi feita & melhor solucdo qualidade / preco apresentada pelo
mercado.

O contrato objeto de Monitorizacdo foi celebrado em 30 de setembro de 2014 e tem a
duracdo de 2 (dois) anos.

Até d data, das 4 visitas e relatérios previstas nos indicadores, foi realizado 1 Relatdrio e
uma visita de Monitorizacdo, que se anexa, e consequente reunido com o fornecedor.

Foram igualmente readlizadas 2 verificacdes mensais das 24 previstas, durante a
execucdo do contrato.

Neste momento os indicadores estdo com uma taxa de realizacdo na ordem dos 33,33%.

No que respeita aos Workshops, a sua realizacdo estd prevista ao longo do ano de 2015.
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Tabela 5 SPP Diagnosis Matrix - Resultados finais
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Policy, strategy -
Procurement Monitoring and
Level and People Market 8
L process results
communication
. Sustainable Sustainability
Sustainable .
. procurement considered at an
procurement policy . .
. . champion and a early stage and in
in place, action . .
working team Supply chain all stages of the
plan and regular . e .
. . identified. Regular | improvement procurement .
review with . . Sustainable
. training for key program in place process.
commitment from . . procurement
procurement staff. | including Management . .
top management. R . . actions are linked
. sustainability actions to minimize o
Sustainable . S to organization
5 . audits. risks in -
procurement policy | Performance . sustainable
. . o Achievements are | procurement
is part of a wider objectives include development
. ) formally recorded | process (lack of .
sustainable sustainable . . objectives and
and best practices | competitors, non- .
development procurement . . . actions
shared with other | compliance with
strategy. factors. These can o . L
. . . organizations. sustainable criteria,
Communicated to | include benefits
. . type of procedure
staff, suppliers and | achieved.
used, contract
key stakeholders.
management)
General program of
supplier
. engagement
Sustainable . g & .
. initiated with top
Sustainable procurement .
. . management Inclusion of
procurement policy | champion and a . .
. . involvement sustainability . )
in place endorsed working team . Actions are defined
. oo towards criteria in key
by top identified. All . . to secure that
4 continuous contracts. Life cycle o
management. procurement staff S objectives are
. . . sustainability costs (LCC) )
Communicated to | has received basic | . attained
L improvements. approach adopted
staff and key training in . .
. . Program involves in some contracts.
suppliers. sustainable
two way
procurement. —
communication
between procurers
and suppliers.
Sustainable Key suppliers Key sustainability
Existing sustainable | procurement identified based on | objectives (derived | Analysis of
procurement champion. Key expenditure from organization | indicators is carried
3 objectives but no procurement staff | analysis and plans and policies) | out to assess
sustainable has received basic | sustainability and expenditure planed
procurement policy | training in impact and analysis used for procurement
in place. sustainable targeted for prioritisation of objectives
procurement. engagement. contracts.
Expenditure
analysis Indicators have
No assigned undertaken and been defined and
Pockets of responsibilities for | Some ad hoc some contracts calculated to
excellence within sustainable working with include general monitor actions
2 purchasing driven procurement. suppliers on sustainability implementation
by individual Some individuals environmental criteria. Contracts | regarding people,
personalities with basic training | performance awarded on the procurement
in SPP. basis of value-for- | process and market
money not lowest | levels
price.
No sustainable No assigned Contracts do not
procurement policy | responsibilities for | No liaison with include
. . . . . L Results are not
1 in place or activity | sustainable suppliers regarding | sustainability monitored
undertaken by the | procurement. No sustainability issues | aspects. ’
organisation awareness/training Compliance with
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Policy, strategy o
Level and People Market Procurement Monitoring and
o process results
communication
in SPP. legal requirements.
Score
Initial 3 4 2 2
LIPOR Score
2014 5 5 4 3
Score
2017 5 5 4 5

Analisando a SPP diagnosis matriz (score inicial, score 2014, score 2017) verifica-se que
com a implementacdo do projeto Building SPP a Lipor evoluiu para um nivel muito
préximo dos objetivos propostos para 2017. No entanto, ainda terd de ser levado a cabo
um conjunto de acdes que potenciem a sustentabilidade nas diferentes fases do
processo de compra, bem como a moniftorizacdo dos contratos estabelecidos.

Anadlisando todo o processo, a confribuicdo da contfratacdo dos servicos de limpeza
para os objetivos da Lipor, € sem duUvida a questdo da inovacdo, uma vez que a
monitorizacdo de um confrato e o estabelecimento de indicadores é uma acdo
pioneira nos processos de compra da Lipor.

No decorrer da implementacdo da estratégia SPP, a Lipor deparou-se com os seguintes
obstdculos:

e Pouca abertura para introducdo de critérios ambientais nos procedimentos de
confratacdo; diferencas de custo relativamente aos produtos convencionais;
necessidade de maior envolvimento das autoridades competentes;

e A conjuntura atual faz com que as organizacdes estejam mais focadas no fator
preco em detrimento do fator qualidade; falta de conhecimento e sensibilizagdo
junto dos fornecedores; necessidade de efeito de escala na administracdo
publica (obrigatoriedade de compra de x% de produtos ecoldgicos) - Comecar
pelo bdsico (ex. papel);

e Passar & Economia circular vs. Economia linear;
e Cdlculo do Custo de Ciclo de Vida refletido no fator preco.

Tendo em conta o trabalho a desenvolver apds a conclusdo do projeto Building SPP, e
considerando os objetivos propostos para o horizonte 2017, a Lipor ird rever até esta data
a sua estratégia de SPP.
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