
1A member of 

e

Hamburg, 12. June 2024

Decarbonization 
& Cost Reduction
Time to define a win-win strategy for procurement
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The CPO storm
facing multiple challenges in parallel

Regulation
Digitalization

AI

Inflation

GeopoliticsSupplier 
Visibility

Crisis 
Management

Local-for-local
CPO

Decarbonization

Cost-out
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Question: “How would you rank the following criteria in terms of their importance for sourcing decisions?”

Costs and sustainability 
the most pressing topics in procurement
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As raw material prices fall,
now is the time to generate savings 
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Claw back potential

As raw material prices fall,
now is the time to generate savings 
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Three factors of cost fluctuation
How different industries are affected

1

2

3

Inflation impact on company P&Ls (exemplary industries) Determining factors

Negotiation power & 
dependencies 

Supply chain 
flexibility

Single-Sourcing / 
Dual-Sourcing setups

High Medium High Low High

Automotive 
Tier-1

Construction
Mechanical 
engineering

Chemicals Medtech
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Perform price and 
index analyses for 
key components

Define cost 
breakdown and 

identify key indices

Prepare for 
negotiations 

Define negotiation 
target, strategy, 
approach & team

Identify savings 
potential

Usage of supplier-
based analytics 

results and further 
optimization levers

Run supplier 
re-negotiations

Conduct supplier 
negotiations and 

realize savings 
effects

Track P&L 
impact

Identify lessons 
learned, roll-out the 
approach, and track 

savings effects

Cost Base Reset Programs
Five steps to success
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Future costs redefined 
CO2 footprint will reshape your bottom line
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Goal: EU climate neutrality by 2050

Various laws translate political commitments into legal obligations, motivating companies to act and 
providing investment incentives.

Supply Chain Due Diligence Transparency & 
Comparability

Financial Impact

CSRD EU TaxonomyLkSG CSDDD CBAM EU ETS

The EU Green Deal 
Policies for the EU’s Green Transformation
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Goal: EU climate neutrality by 2050

Various laws translate political commitments into legal obligations, motivating companies to act and 
providing investment incentives.

Supply Chain Due Diligence Transparency & 
Comparability

Financial Impact

CSRD EU TaxonomyLkSG CSDDD CBAM EU ETS

The EU Green Deal 
Policies for the EU’s Green Transformation
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1) Plus N2O and PFC costs      2) Emissions Trading System 

Scope: EU Member states + Iceland, Liechtenstein, Norway and Northern Ireland 

Before 2024 From 2027From 2024

Maritime transportation Building industry

Aviation incl. international flights 
to and from EU

Road transportation (e.g. fuel 
suppliers)

▪Oil refineries
▪Steel works
▪Production of iron, metals aluminium, 
cement, lime, glass, ceramics, pulp, paper, 
cardboard, acids and bulk organic 
chemicals

Electricity & heat generation

Energy-intensive industries 

Aviation within EU (domestic)

Affected industries
CO2 costs1) through the EU ETS2)
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Free allowances will decrease continuously… While the EUA1) price will increase continuously 

1) European allowances (EUA)
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EU ETS free allowance phase-out CBAM phase-in

All carbon markets expert analyses forecast 
an increase in the EUA price (Source: Carbon 
Pulse, January 2024 survey)

0

20

40

60

80

100

120

140

160

180

2024 2025 2026 2027 2028 2029 2030

Bloomberg NEF

Brannvol Aps

Carlton Carbon

Enerdata

Energy Aspects

Engie Energyscan

Macquarie

Morgan Stanley

Pact Capital

LSEG/Refinitiv

Vertis

Veyt

Average

Current EUA Price

Decreasing free allowances 
challenge procurement functions to decarbonize
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As carbon prices 
rise, it’s time to 
think about decarbonization
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Establish the 
carbon emissions 

baseline

… using emission 
factors to identify 
CO2e contributors

Validate the 
carbon emissions 

baseline

… by replacing 
emission factors with 

primary data

Identify 
your specific 
“hot spots”

… within sourcing 
categories and for 
specific suppliers

Develop a 
decarbonization

roadmap

… clustering activities 
into short- and long-

term measures

Build a 
measure tracking 

methodology

… incl. a dashboard
to ensure continuous 

progress tracking

Five step strategy
to start your decarbonization journey
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Sources: World Economic Forum, World Steel Association, Recycling Today, London Metal Exchange, International Aluminium Institute, Plastics News, Glass Packaging Institute, 
International Rubber Study Group.
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Primary Secondary

Secondary material sourcing
The beginning of cost-effective decarbonization
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CO2 reduction means higher costs?
Not necessarily…

Raw materials BuildingsElectricity Transportation Waste management Water management
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Have you begun your
Decarbonization Journey
amidst the cost driven storm?
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Let’s discuss!
…come and meet us at booth D07
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Sven Steinert
Partner

+49 172 24 99 864
sven.steinert@hz.group

H&Z Unternehmensberatung AG
Max-Joseph-Straße 6, 80333 Munich
+49 89 24 29 69 0

hz.group

Jonas Harm 
Partner

+49 173 27 18 068
jonas.harm@hz.group

http://www.hz.group/
https://www.linkedin.com/in/svensteinert/
https://www.linkedin.com/in/jonas-harm-477a4952/
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