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	-- Participants’ Handout --
This document is designed to accompany Module 4 of the European Commission’s Green Public Procurement (GPP) Training Toolkit on Needs Assessment. It provides additional notes, references and examples to the information presented in the Module. The complete toolkit can be found on the European Commission’s GPP website:
http://ec.europa.eu/environment/gpp/index_en.htm
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Module 4: Needs Assessment

Needs assessment is the first stage in the procurement cycle for GPP shown below, prior to launching a tender:

Needs assessment aims to ensure that a true demand exists for the goods, services or works being purchased, and to identify the most environmentally efficient way of meeting that need.
Examples of how needs assessment may affect procurement outcomes:
· A local authority chooses to repair furniture rather than purchasing new items
· A government department buys fewer desktops because some staff prefer to work on laptops
· A school awards a flexible contract for catering services so that the amount of food provided reflects daily student numbers
Needs assessment has the potential to save money as well as resources, making it an essential part of pre-procurement. It may require a cultural shift within an organisation – away from thinking in terms of the number of units purchased to thinking about how needs can be met in a sustainable way. To achieve this, the steps outlined below can be followed by any organisation. 
User consultation
The users of a good, service or work are often not the same people buying it. They may be other individuals within the same organisation, employees of another public body, or citizens (e.g. hospital patients, residents, school or university students). To avoid unnecessary or inappropriate purchases, any of the following techniques may be used to consult users prior to launching a procurement:
· A questionnaire or online survey to determine user needs and preferences
· Observation and analysis of existing use patterns
· A review and planning meeting to which all relevant stakeholders are invited
· Inviting users to attend supplier demonstrations held as part of preliminary market consultation (see Module 6)
Why we are buying – needs statement
	Needs statement example - screens

	The Department has identified a need for 6 smart screens for use in its 12 meeting rooms.  The screens will facilitate web-conferencing and reduce the need for document printing. 
Based on user consultation, a maximum of 6 meetings requiring screens are held at any one time. 
The existing projectors consume a large amount of energy and often break down. 
The Department will consider proposals for leasing the screens under a service contract.


Based on the information gathered during the user consultation, it should be possible to formulate a simple needs statement which describes:
· The reason for the purchase
· Any alternatives to purchasing which have been taken into account 
Alternatives to purchasing may include sharing resources within your organisation or with another organisation (e.g. meeting rooms and equipment), repairing or upgrading items rather than purchasing new ones (e.g. furniture, computers), and leasing or renting rather than buying (e.g. vehicles). 
The needs statement can be used both to develop the business case for procurement and to inform suppliers during preliminary market consultation and tendering. It should be open to challenge on environmental grounds, for example by internal or external sustainability experts. 
What we are buying
Based on the user consultation and needs statement, you will be able to define the subject-matter of the contract and to develop a specification. These steps are very important because they affect the GPP criteria which will be applicable to the contract – as explained in Module 3: Legal aspects of GPP.
Defining the subject matter means:
· Deciding whether the contract is for supplies, services or works 
· Choosing a title and brief description for the contract
· (If it is an OJEU-level[footnoteRef:1] tender) Choosing the appropriate CPV codes [1:  OJEU = Official Journal of the European Union (accessed via https://ted.europa.eu) ] 

These elements inform the market about your needs, and should include relevant environmental aspects (e.g. “Supply of energy-efficient smart screens”). In some cases it may be more efficient to award a service contract – for example to keep buildings at a certain temperature – rather than paying for gas or electricity to meet the need for heating. 
The procurement documents will need to contain a more detailed technical specification of what you are buying, unless you are using the competitive dialogue procedure (in which case only an outline description is required). The specification should reflect the information gathered from the needs assessment, but should not be overly prescriptive. For example, if you are buying smart screens you may not need to specify all aspects of functionality, allowing bidders to propose innovative solutions. These innovative aspects (e.g. connectivity, energy-saving features, upgrade options) can then form part of the evaluation under the contract award criteria. 
One approach to defining technical specifications in GPP is to use performance-based or functional specifications. Instead of describing the inputs or standards to which products must conform, these define the outcome you are looking for – for example by stating the average room temperature to be achieved rather than the heating and cooling technology for a building. This can encourage the market to propose a range of solutions, which can then be evaluated under your award criteria. 
For further information on the role of specifications and award criteria in GPP, refer to Module 3. 

Who we are buying for 
Instead of just purchasing for your own organisation, you should consider joint procurement at the needs assessment stage. This can help to create stronger demand for green products and services, and result in better value too. Bidders may be more willing to invest in green production processes, equipment, certification/labels etc where they see that there is a larger demand. 
Different approaches to joint purchasing exist, some of which involve a centralised purchasing body. Other approaches include:
	Joint procurement example - screens

	The Department which is only purchasing six smart screens is unlikely to be able to influence the market to provide more energy-efficient models. 
If it sets up a framework on behalf of all government departments, the market may respond more favourably – by providing more efficient or innovative products. Pricing may also be more competitive for larger volumes. 
Other departments should be consulted to ensure the contract or framework meets their needs.


· Buying from an existing framework or contract which is accessible by your organisation and which meets your needs

· Setting up a framework or contract that will be used by others

· Conducting a joint procurement with one or more other authorities
As part of needs assessment, consider each of these options and contact potential partners.

How much we are buying
In an OJEU-level tender, you will need to estimate the total quantity or scope of the contract or framework. This gives the market an idea of the volume and value of what is being purchased – but does not form a binding commitment on the part of the contracting authority. The estimate may be in the form of a range (e.g. 50-70 units over three years) and for a framework should reflect all planned purchases by the contracting authorities who intend to use it.
Needs assessment can help to ensure that the quantity of what you are purchasing is appropriate and minimises any waste. This is sometimes even more important for services and works than for supplies, because they cannot be stored and may represent significant embedded environmental impacts. For example:
· The size of a new office building should be based on current user needs and any projected growth, taking account of trends in home working, desk sharing etc.
· The frequency of street cleaning services should be based on observation and analysis of the area, taking account of any initiatives on waste reduction and recycling
· The number of printers should be based on current usage, taking account of planned print management activities to reduce demand. In some cases, it may be more efficient to have just a few larger printers rather than many small ones.

How we are buying – flexible contracts
Public authorities should avoid getting ‘locked in’ to contracts which require a specific volume of supplies, services or works to be purchased. While these may seem to offer good value at the outset, if needs change then the environmental impact of excess purchasing will quickly become apparent.
For example:
· Deliveries of stationery every week may encourage excess consumption
· A daily cleaning service may not be needed for all parts of a building
· A school catering contract should reflect the number of students present each day
Intelligent contract design for GPP involves flexibility, so that the volume is always ‘just right’.
Framework agreements can be particularly useful as they allow for multiple contracts to be awarded without going through a new tender process. This means that adjustments to volume or frequency can be made over time, and potential future needs (such as additional furniture or equipment for a building) do not need to be included in the initial contract. 
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