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Executive Summary

Leeds Metropolitan University (LMU) along with the majority of the UK higher education sector procures a considerable amount of goods and services annually; in the case of LMU somewhere in the region of £30 million a year is spent.  These activities can have an impact not only on financial resources but also on the environment as procurement spans across all functions and facilities, including energy consumption, waste production & costs and transport related emissions.
In order to respond to these impacts, the purchasing and environment office at LMU developed an environmental purchasing policy, several years ago, which has driven a number of ‘greener’ contracts. One of these is the contract to print the university’s prospectus. The tendering process for this highlighted the environmental and economic benefits of reducing the weight of paper and changing the production process from sheet-fed to web-fed. These were found to be capable of producing a similar level of environmental improvement to shifting to recycled paper, which had raised some quality concerns. 

The shift to web-based printing has already produced a 13% reduction in cost, and reduced consumption by energy. A planned 10% reduction in paper weight for the 2004 prospectus is also expected to cut printing costs by £2,500 (with additional savings from reduced postage costs) and reduce paper use by 5 tonnes per annum.

The case shows that:

Environmental criteria can highlight different options for meeting purchasing requirements – which can sometimes create economic as well as environmental benefit

Moving to recycled paper is not the only means of achieving environmental improvement in document purchases – changing production processes and/or reducing the weight of paper can deliver comparable environmental benefits and also reduce costs

Where there are strong feelings and potential barriers incremental change can be a wise course – the main thing is to achieve continuous improvement in environmental performance. 

1. Background

The UK higher education sector accounts for a high level of activity within procurement and a significant amount of spend, in excess of £3 billion per annum
.  At an individual level, the degree of goods and services procured is considerable.  Leeds Metropolitan University (LMU) has an annual turnover of approximately £95 million with roughly 260 devolved purchasers.
In order to influence and reduce the environmental impact of this procurement, LMU developed an environmental purchasing policy several years ago (see appendix one). This has attracted considerable interest both in the UK and Internationally, with requests to copy the policy being received from as far a field as Australia and America.

The purchasing policy has two main aims:

To highlight environmental issues to buyers and ensure that they give them proper consideration when making procurement decisions

To encourage suppliers to improve their environmental performance.

LMU’s purchasing and environmental staff believe that it has helped to stimulate a number of environmentally positive purchases since its inception including:

Purchasing green electricity

Negotiation of a ‘pay by weight’ waste disposal contract

Buying Energy Star compliant double-sided photocopiers

Furniture suppliers becoming accredited to ISO14001

Raising the percentage of recycled paper to 10% of total paper purchases, with most of these purchases meeting the exacting standards of the Nordic Swan Eco label.

Whilst some of these initiatives may sometimes involve paying slightly more for improved environmental performance, the ideal of green purchasing is obviously to gain this improvement without additional cost. This can often be achieved because environment can be a means of initiating a broader reappraisal of purchasing options which will sometimes highlight previously unnoticed alternatives to current practice. This has been the case with LMU’s student prospectus, as the following pages describe.

2. The Initiative

Historically, LMU have always produced a high quality prospectus, as it is usually the first contact that a prospective student has with the university.  Even to non-students the 

prospectus gives an impression of what the university is like.  Approximately 85,000 prospectuses are printed annually and distributed.

In 2001, the Marketing and International office wanted to review the tender for the supply of prospectuses over the year’s 2003/04/05.  In line with the environmental ethos at LMU, discussions with the purchasing office resulted in agreements to include recycled paper options and also the possibilities of using reduced-weight paper and a change of the production process to ‘green’ the prospectus but still allowing it to remain of the highest standard.

Overall, senior management/governors were keen to retain a high quality prospectus but were receptive to a more environmentally friendly document.  Given the importance of the prospectus, any reduction in quality would not be viewed favourably by senior management and any changes would have to be approved by a tender panel (consisting of senior management and governor).

These considerations were incorporated into the tendering process. The outcome was that the order for the prospectus was given to a printer who was using a different kind of production process to the original supplier. The winner used a web-fed press – which has a higher rate of production than the sheet-fed press used by the original supplier. The weight of paper used for the prospectus will also be reduced from 100 to 90 grams per square metre for the 2004 prospectus without any noticeable reduction in quality. According to the manager for the work, Dave Bowden, LMU’s purchasing and environment officer,  “differences had to be pointed out to non-technical people and it was decided that most of the readers of this publication would not be aware of them”.

3. The Benefits

The switch from sheet-fed to web-fed printing produced an immediate 13% saving in cost. It is also environmentally beneficial because the process is more energy efficient. 

The 10% reduction in paper weight is also expected to reduce printing costs by £2,500 on the average 85,000 prospectuses printed each year, with additional savings from reduced postage costs. The 5 tonnes per annum reduction in paper consumption that will result from the 5% reduction in weight is also environmentally positive.

A further minor advantage is that the printer was able to deliver copies on pallets instead of cardboard boxes containing 20 copies, as was previously the case. This eliminates around 1000 cardboard boxes, creating a saving of approximately 50p per box as well as reduced consumption of materials.

Dave Bowden believes that “overall, LMU have produced the same high quality, glossy style of document that senior management and governors approve of, whilst gradually moving towards a more environmentally friendly publication.  There has been very little reaction to the 2003 prospectus, which I take as a good sign”.

4. The Process

Having established commitment from senior management, the marketing and purchasing offices jointly produced a tender document (see appendix 3) for the prospectus with the eventual options and recommendations being presented to the tender panel after the tender process.

A tender document was produced to cover the year’s 2003/04/05 (with a possible 2 year extension) and advertised in OJEC May 2001.  The closing date was set for July 2001 with 30 tenders being received by that date.

The tender schedule of prices included:

Artwork

Printing

Paper (based on current spec of 100gsm coated art paper, silk finish, 100% chlorine free)

Recycled paper equivalent

Binding

Cover (based on current 270gsm white art board, 100% chlorine free)

Delivery

Storage and any other costs not specified.

Tender award criteria included whole life costing, quality, print capability and environmental impact. The latter was a generic rather than specific criteria because, in the words of Dave Bowden, “there are legal implications to making judgements about just how environmentally-friendly we think a supplier is which it’s best to avoid.”

Tender Results

The tender process highlighted that environmental improvement could be achieved not only by changing the composition or weight of paper but also by changing production process. The latter option had not initially had high visibility because of past problems of poor quality with web-fed presses for prestige work. However, when the analysis of tenders demonstrated its economic and environmental superiority it clearly had to be examined. Visits to several companies satisfied LMU that they had the technology, staff and capability to produce a quality prospectus.  They were then invited to give presentations at LMU.  The main aim of the presentation was to get each company to demonstrate to LMU the benefits of choosing their company and printing process.  

The presentations were accompanied by samples of different kinds of paper. Dave Bowden observes that, “The examples of 100% recycled paper we saw appeared to be very dirty and grey and wouldn’t have been acceptable to senior management.  There are other recycled papers that have a whiter appearance but this would have required extensive research and time”. As the environmental criteria of the tender would be met by a move to web-fed, it was therefore decided that an immediate shift to recycled paper would be too radical at present, but would be considered for future printing runs during the remainder of the contract with the company.  

5. Key Learning Points

Moving to recycled paper is not the only means of achieving environmental improvement in document purchases – changing production processes and/or reducing the weight of paper can deliver comparable environmental benefits and also reduce costs.

Purchasing decisions can often be routine – so it can be advantageous to ‘get out of the box’ and consider unconventional alternatives. Bringing in environmental criteria can help to achieve this situation, stimulating new ideas amongst both purchasing staff and suppliers.

Where there are strong feelings and potential barriers incremental change can be a wise course – the main thing is to achieve continuous improvement in environmental performance. Even small changes can help to further the cultural acceptance of environmental improvements not only in procurement but university wide.

Further Information

Dave Bowden, Purchasing and Environment Officer

Purchasing and Environment Office

Leeds Metropolitan University

Leeds, LS1 3HE

T 0113 283 2600 Ext 5814

F 0113 283 3132

d.bowden@lmu.ac.uk
http://www.lmu.ac.uk/
Appendix One – LMU’s Environmental Purchasing Policy

The aim of the Environmental Purchasing Policy is to prompt staff involved in the procurement of goods and services to use environmental responsibility as a factor in their purchasing decisions. In particular for them to: - 

Consider goods and services, which may be manufactured, used and disposed of in an environmentally responsible way; 

Give preference, where items are of a similar cost, to those that are manufactured with a high-recycled content; 

Specify items that can be recycled or re-used; 

Favour suppliers that are committed to environmental improvement; 

Consider 'whole life' costs and impacts when assessing equipment for purchase;

Work proactively with the local authority, other universities and the community at large to progress environmental initiatives and exchange best practice.

Specifically, the University's Purchasing Section will: -

Circulate agreements that offer environmentally friendly alternatives; 

Carry out environmental assessment of the University's major suppliers; 

Supply to the University's Operating Centres, best advice on environmental issues relating to purchasing.

Appendix Two - Further Examples of Environmental Procurement at LMU

	Exercise


	To replace a diesel powered vehicle with an electric vehicle. 

This vehicle is to remain on the Beckett Park campus, taking food/drink to meetings at various locations on site. 

	Period over which the action took place
	Initial enquiries made January 2002

Vehicle delivered July 2002

	Costs involved


	There is virtually no market for second-hand electric vehicles, leasing costs are high and so the most cost-effective approach is to buy one.  The electric vehicle is expected to last at least 12 years and all costs have been averaged for this period. Cost items include: Chassis, Extras/Transport, Maintenance, Batteries and Electricity.

	Savings expected


	Current Diesel vehicle costs include: Lease, maintenance and diesel.  Switch to electric vehicle expected to reduce costs by 33% per year. 



	Environmental benefit


	No noise pollution.  100% reduction of NOx, CO2 and particulates on site.

Raises the University’s environmental profile

	Further actions/benefits realised


	Access to cargo is easier because of side roller doors

Lifting is eased because cargo-carrying floor is higher than that on previous vehicle



	Difficulties encountered


	Needs to be garaged each night to charge and to avoid vandalism (plug disconnecting etc) – can be plugged (via transformer supplied) into a normal 13amp socket.  Slight resistance by staff to accept electric vehicle.  3 month wait for vehicle to be built.  Not realising that “extras” were what we are normally “standard” (spare wheel, seat belts, de-mister etc) 


	Exercise


	To replace a diesel powered vehicle with an LPG vehicle.  This vehicle is to service City Site campus, taking food/drink to meetings at various locations and also for commuting between campuses.

	Period over which the action took place


	Initial enquiries made June 2002.  Vehicle delivered October 2002



	Costs involved


	All Liquefied Petroleum Gas (LPG) vehicles are converted from petrol models. A Powershift grant is available to cover a % of the cost for this conversion. The LPG vehicle has been leased over 3 years. Cost items include: Vehicle ease/maintenance and fuel.  

	Savings expected


	Switch to LPG vehicle instead of replacing diesel van results in an annual saving of 7.5%.

	Environmental benefit


	Annual saving of 740 kg of CO2 emissions.  Raises the University’s environmental profile.

	Further actions/benefits realised
	2 Fuel tanks increase range of vehicle to approx. 700 miles.  LPG is half the cost of petrol

	Difficulties encountered


	LPG tanks can reduce cargo space.  Spare wheel sometimes removed to accommodate LPG tank.  Number of LPG garages increasing but still limited.  May be a long lead-time whilst vehicle is converted to run on LPG.  Lease companies are reluctant to supply LPG vehicles because of the difficulty in selling the vehicle after lease period. 


Appendix Three - Prospectus Tender Document
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INVITATION TO TENDER

FOR THE PREPARATION AND PRINTING 

OF UNIVERSITY PROSPECTUS

FOR YEARS 2003,2004 & 2005

JULY 2001

1
Introduction
1.1
Leeds Metropolitan University was founded in autumn 1992 as the successor to Leeds Polytechnic although its origins can be traced as far back as 1824, the year in which the Leeds Mechanics Institute was founded. On 1 August 1998 Harrogate College merged with the University. In the financial year ending 31 July 2000, the University’s turnover was in excess of £90 million and it had nearly 36,000 full and part-time students. 


The University’s main areas of activity are business, culture and education, 
health and the caring professions, information and engineering systems and 
languages.  It has three campuses, one in the city centre, a second at Beckett 
Park, three miles north of the city centre and a third in Harrogate.

1.2
The University is currently proposing to tender for the preparation and printing of a minimum of 80,000 prospectuses. The resulting contract will be for a 3-year period with the possibility of a 2-year extension. Your company has requested to tender for this requirement.

2
Instructions to Tenderers
2.1
The tender documents should be completed in full and returned, with any 
additional information, in the envelope provided to reach the address thereon 
by no later than:

NOON, MONDAY 2 JULY 2001

2.2
Unless indicated otherwise, all prices should be quoted in Pounds Sterling.  Prices quoted should exclude VAT but must indicate clearly where VAT is applicable and where items might be zero-rated.

2.3
You should submit your offer based on the specifications and schedule of requirements.  Should you believe that an offer based on an alternative specification would meet the University’s requirements and offer greater value for money, this should be detailed separately and returned with the completed tender documents.

2.4 It is incumbent on you to ensure that they have all the information required for the preparation of your tender and that you are satisfied about the correct interpretation of terminology used in this documentation.  You must also ensure that you are fully conversant with the nature and extent of the obligations to be accepted by you if your tender is accepted.

2.5 Leeds Metropolitan University is very concerned about the environment. Please complete the enclosed environmental questionnaire. This completed form will be used as part of the award criteria.

2.6
Questions of a technical nature should be addressed to:


David Braham


Manager of Marketing and International Office


Telephone:
0113 283 3019


Email:

D.Braham@lmu.ac.uk


All other questions should be directed to:


Dave Bowden


Assistant Purchasing & Environment Officer


Telephone:
0113 283 2600 Ext.5841


Email:

D.Bowden@lmu.ac.uk

3
General Conditions of Contract
3.1
Any contract let will be subject to the Special Conditions stipulated below and the Leeds Metropolitan University Standard Conditions of Contract (copy attached).

3.2
In the event of any conflict between the Special Conditions and the Standard Conditions, the Special Conditions will prevail.

4
Special Conditions of Contract
4.1
The University does not bind itself to accept the lowest or any tender and reserves the right to accept part only of the tender or to divide the tender items (i.e. artwork, repro and printing) between any number of contractors, unless the tenderer expressly stipulates on the tender that this is not acceptable.

4.2
Tenders are to be valid for a minimum of 60 (sixty) days from the closing date for the submission of the tenders.

4.3
Time of performance shall be of the essence of this contract. The timetable of deliveries is stipulated in the specification.

4.4 The contract will be for 3 years (with a possible 2-year extension) subject to satisfactory quality, service and price, which will be reviewed annually by LMU. Pricing should reflect a 3-year contract and a formula for adjusting the prices for years 2 and 3 should be provided.

4.5 The final order quantities will be those specified on any subsequent purchase order. A tolerance of 2% under and 2% over the quantity will be permissible.

4.6 All original material, artwork, films, colour separations, discs, illustrations etc shall be the property of the University and must be supplied to the University with the first delivery.

5
Specifications and Schedule of Requirements

Size


Two thirds A4 – 195 x 210mm

Pages


232pp + 4 page cover

Cover


4 pages. 4 colour process

Printing on all pages

Gloss laminated pages 1 and 4

270gsm white 100% chlorine free silk art board

Inside


4 process colours throughout

Paperstock
100gsm coated 100% chlorine free art paper (silk finish). Tenderers also to suggest and provide costs for an appropriate recycled equivalent stock.

Printing process
Please specify whether web-based or sheet fed process. Pre-print will be Computer to Plate (CTP) or film.   

Transparencies

Approximately 30 transparencies will be provided for incorporation into the publication.

Pre-Scanned Images
Approximately 100 pre-scanned tiff images will be supplied on CD ROM for incorporation into the publication.

Artwork
Cover, Introductory Section, Courses section and Index – Copy to be supplied to tenderer on disc or electronically for typesetting to LMU specifications. Galley proofs required and when approved layout to be completed to LMU specifications. Colour laser copies required by LMU on completion. Finished high-resolution digital artwork to be supplied to Repro house/Printer.

Repro
From high-resolution artwork supplied on disc or CD, output imposed film and proofs to printers imposition and specification. If CTP, output digital Cromalin proof or equivalent.

Finishing

Perfect Bound

Delivery
15,000 copies to be delivered by tailgate vehicle to LMU during week commencing 3 April 2002.


Approximately 20,000 copies to a location, to be advised, within 100 miles of Leeds during week commencing 3 April 2002.



Approximately 20,000 copies to a second location, to be advised, within 100 miles of Leeds during week commencing 3 April 2002.



Remaining copies to be kept at printers and called off in batches of 5,000 – 10,000 as and when required over a 12-month period for delivery to Leeds Metropolitan University.



Similar quantities and timescales will be required for deliveries for subsequent years. 

Boxed
Packed in cartons of 22 and labeled.

A copy of the Leeds Metropolitan University 2002 Prospectus is enclosed for your reference.

6
Schedule of Prices
6.1 Artwork
Artwork and Preparation……. as per specification  -  


(£/page)

6.1.2
Repro……DTP…………… as per specification  -  


(£/page)


Repro…….Film………….. as per specification  -  


(£/page)
Should you be unable to provide a cost per page, please provide an alternative cost breakdown.

6.2 Printing Excluding Cover (Including platemaking)
	
	100gsm coated artpaper (silk finish) 100% chlorine free

	
	£/80,000
	£/5,000 run on

	4 page section
	
	

	8 page section
	
	

	16 page section
	
	

	24 page section
	
	

	
	Suggested Recycled Equivalent Stock

	
	£/80,000
	£/5,000 run on

	4 page section
	
	

	8 page section
	
	

	16 page section
	
	

	24 page section
	
	


6.3
Perfect Binding

	
	£/80,000
	£/5,000 run on

	9 x 24 page section plus cover
	
	

	Gathering and binding extra
	
	

	4 Page Section
	
	

	8 Page Section
	
	

	16 Page Section
	
	

	24 Page Section
	
	


6.4 
Cover (as per specification)
	
	£/80,000
	£/5,000 run on

	A. 100% Chlorine Free

270 gsm White Art Board
	
	


6.5 
Delivery
	
	£/Delivery

	15,000 copies to be delivered by tailgate vehicle to LMU
	

	20,000 copies to location within 100 miles of Leeds
	

	20,000 copies to a second location within 100 miles of Leeds
	

	5,000 – 10,000 copy deliveries to Leeds Metropolitan University as and when required
	


7 Additional Costs

If any additional costs are involved please specify 

8
Additional Information


Any additional information which you wish to add to your offer should be made on an accompanying letter on letterheaded paper and be included with the returned tender documents.


Specification and samples of paperstocks should be supplied – please state whether sheet-fed or web-based.

9
Settlement Discount

The prices listed are subject to an additional discount of  
% for payment within 14 days of the receipt of a current invoice. 

10
Award Criteria
The Award Criteria will be the most economically advantageous offer. The factors that will be used to determine this are:

1. Whole life cost

2. Quality

3. Artwork/Repro print capability

4.   Environmental impact


11
Declaration
11.1
We offer to provide the goods and/or services specified within this tender document, subject to the terms and conditions contained therein at the rates and/or prices quoted by us.

11.2
We certify that this is a bona fide tender, intended to be competitive, and that we have not fixed or adjusted the amount of the tender by or under or in accordance with any agreement or arrangement with any other person or organisation.

11.3
We agree that this tender and any contract which may result from it shall be 
based upon the documents listed below:

(a)
The Invitation to Tender (including each and every document issued 
therewith).

(b)
The Tender submitted under cover of this letter (including any 
response forms and price schedules included herewith).


We further agree that any other terms and conditions or any general reservations which may be printed on any correspondence emanating from us in connection with this tender or with any contract resulting from this tender shall not be applicable to the contract.

11.4
Signature:.........................................................................................


Name (Printed):................................................................................


Designation:......................................................................................


Company Name:...............................................................................

.


Address:............................................................................................


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


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


Telephone No:..............................Fax No:......................................


E-mail Address:.................................................................................


Date:...................................................................................................




HEEPI is a project funded under the Good Management Practice initiative of the Higher Education Funding Council. It involves a partnership of four universities - Bradford (the project leaders), Gloucestershire, Leeds Metropolitan and UMIST - together with the Yorkshire Universities Association and the Joint Procurement Policy and Strategy Group. It also has close links with the Association of University Directors of Estates. The project began in September 2001 and will run until August 2003. It aims to improve the environmental performance of higher education institutions by a) stimulating environmental benchmarking, for example by collecting energy and water data for individual buildings and b) by developing the capacity of staff with environment-related responsibilities to achieve positive environmental change within their institutions (through workshops, best practice case studies and other means). See � HYPERLINK "http://www.heepi.org.uk" ��www.heepi.org.uk� or contact the project officer Adam van Winsum at � HYPERLINK "mailto:a.vanwinsum@Bradford.ac.uk" ��a.vanwinsum@Bradford.ac.uk� for more information. 








� National Audit Office state that HEI’s in England spent £3.25 billion on the procurement of goods and services in 96/97.


� See HEEPI Case Study 1 – Saving Money by Measuring Waste
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