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FROMTHE EDITOR

ARD TO BELIEVE another
|—| year is just about done;

2010 just flew by it
seems. In this final issue for
2010 we are pleased to provide
you with summaries of the
winner and finalists’ submis-
sions for Summit’s Leadership
in Green Procurement Award,
which was presented in October
at the Canadian Public Procurement Forum. These
summaries will show you how public sector organiza-

tions such as the Toronto Transit Commission, the
City of Vancouver and the Government of Ontario are
expressing their commitment to green procurement
through policy and practice changes that make them
leaders in this effort. I know that they are more than
willing to share their experiences with you... that is, in
fact, part of the award criteria... but mostly, these orga-
nizations know that sharing experience is a leadership
quality.

Procurement continues in the news with the fall
release of the Auditor General’s review. Happily the
AG reported that the Economic Action Plan stimulus
program appears to function well, and that is a credit to
procurement staff everywhere. The report is available at
www.oag-bvg.gc.ca. As the report on the recent Canadian
Public Procurement Forum shows, the role of procure-
ment professionals in the success or failure and public per-
ception of procurements is key. Opportunities for sharing
information, research and experience between levels of the
public sector need to be expanded in order to help each
level be more efficient and informed. Continually rein-
venting the wheel in policy, research and process is time
consuming and expensive, and does not help with public
perceptions of government spending.

This issue of Summit offers information on per-
formance-based acquisition as a tool that, when used
appropriately, can improve procurement outcomes
and organizational transformation... ugh, you say, not
again! ... which can help reactive organizations become
more proactive and efficient.

Our columnist, Larry Berglund, cautions you regard-
ing choosing ‘best practices’ as the standard you follow.
He demonstrates that the security you may feel by fol-
lowing these blindly and without the consideration of
the changes that may be necessary may lead to disaster.
Procurement professionals have a need, even a duty, as
what some might call “custodians or stewards of the pub-
lic purse” to look at leading practices. In the eyes of the
public and government, money needs to be well spent.

Enjoy. /
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November/December 2010
Vol. 13, No. 8

CANADA'S MAGAZW

Performance-based
acquisition

This is not a new idea or process. This
article, however, describes the reasons
for considering this type of process — the
pros and cons — and when it might be
the best choice for your organization.

P

by Kevin McGuinness
Organizational
transformation:
what is it, why

do it and how? @ange

The move from a reactive organization to a proactive
organization can be challenging. Discover why you
should consider making the change.

by Ron Higgins

The Canadian Public Procurement
Council Annual Forum Report

Held in Ottawa in early October, the Forum featured
speakers such as Minister Stockwell Day, author and professor
Gilles Paquet and facilitator Dan George, all of whom spoke on

the theme of ethics and leadership. The many sessions covered
procurement issues and examples such as the challenges of supply
in a war zone and VANOC's program for sustainable procurement.
by Anne Phillips

OPINIONS

6 SUSTAINABLE PROCUREMENT

Leaders or lemmings?
It is the author’s opinion that best practices
can provide a sense of false comfort and
he offers recent examples where relying on best practices has led
organizations astray. Rather he suggests that you look at leading
practices as the way to the future.
by Larry Berglund

14 SPECIAL FEATURE

Leadership in Green Procurement
Summaries of winner and finalists’ submissions
for the Leadership in Green Procurement
award competition

by Summit staff

5  SUMMIT UP

» New IP DVRs and cameras implemented by
York Region District School Board

» City of Vancouver, Cisco and Pulse Energy
partner to manage energy consumption

» Electric vehicles seen as fleet component of the future
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» YORK REGION DISTRICT SCHOOL BOARD
AWARDS 7 INTERNATIONAL IP DVRS,
CAMERAS CONTRACT

York Region District
School Board (YRDSB)

just north of Toronto,
_ comprises more than 200
I l elementary and second-
ary schools serving more
than 100,000 students
and 8,000 staff members. YRSDB has employed video surveil-
lance for more than 10 years to deter theft and help ensure
safe schools, however, their system was limited, difficult to
use, and a challenge to enhance with new features. The school
board needed to ensure that its new surveillance system was
simple to operate and future-proof, for lower operating costs.
Several digital video recorder (DVR) providers were
invited to demonstrate their systems. The board found that
i? International Inc.’s (headquartered in Toronto) advanced
DVRs and cameras were superior, proving to be simple to
work with. Plus they were optimized to work with the soft-
ware platform that the board had put in place in 2005. The
i® system made it easy to find specific footage, connected the
cameras to the motion-detector lights so that filming would
begin when the lights went on, and provided information on
basic status — whether the DVRs are running or not — and
also on how long the DVRs had been recording, and who last
accessed them — all of which helps with maintenance.
According to the news release, YRDSB is also investigat-
ing i* cameras and configurations that could enable the board
to do away with expensive and fragile pan-tilt-zoom (PTZ)
cameras. As well, the board is looking into an advanced ver-
sion of the face-blurring technology built into the i* DVRs to
address privacy.

» GREEN PARTNERS FOR ENFRGY
MANAGEMENT: CITY OF VANCOUVER,
CISCO AND PULSE ENERGY

Vancouver plans to become the greenest city (http://vancou-
ver.ca/greenestcity) in the world by 2020, setting targets in the
areas of transport, waste management, green enterprise, GHG
reduction, air and water quality improvement, local food
production, carbon footprint reduction, access to nature for
residents and buildings management. The city has partnered
with Cisco Systems and Pulse Energy to manage energy con-
sumption, piloting Cisco Building Mediator and Pulse Energy
software to monitor and manage energy consumption in sev-
eral municipal buildings, including City Hall. Mediator is a
multi-protocol network management platform that integrates
information from various building information systems. Pulse
Energy software collects, analyses and communicates intelli-
gible information on a building’s energy consumption.

Cisco’s Home Energy Management Solution will be tested
in residential neighbourhoods. This solution relies greatly on a
countertop device — the Home Energy Controller — that moni-
tors and manages energy use by thermostats, intelligent sock-

ets and appliances (fridges, stoves, water heaters). Cisco

will also deploy its web-based tool, EcoMap, which

allows residents to measure (and reduce) their carbon
impacts from their use of transportation and energy and
waste services, and to see how they are doing in relation

to other communities. A data centre at the University of
British Columbia (located in Vancouver) will conduct
research into the acquisition and processing of real-time O
dara essential to achieving the city’s goals.

P ELECTRIC VEHICLES SEEN AS FLEET
COMPONENT OF THE FUTURE

According to a September 2010 news release, a group
of Canadian companies intend to form a consortium
“to help advance electric mobility in Canada. Code
named ‘Project Eve’ (www.projecteve.ca), the consor-
tium represents an effort by companies across Canada

AAaHAA

with key electric mobility components, such as electric
motors and drive trains, battery management systems,
lithium battery recycling capabilities, auxiliary power
technologies, chargers, smart grid and data grid tech-
nologies, cognitive car technologies, advanced materials
expertise, rapid prototyping technologies and advanced
engineering and design skills to bring together their
technologies and improve how they work together in
electric vehicles (EVs).

Steve Dallas, CEO of Toronto Electric, and Nathan
Armstrong, president of Motive Industries, co-founded
Project Eve after reading the important findings pub-
lished in the Roadmap for Electric Mobility for Canada,
a study released earlier this year by Electric Mobility
Canada in co-operation with the Government of Canada.

Project Eve’s co-founders’ direct experience in the
creation of such evolutionary vehicles as the A2B and
Kestrel will be invaluable in producing EVs that can be
used in the Canadian fleet environment, a key target for
the industry.

...Canada, given its climate, represents a number of
specific challenges for EVs, which local companies are
motivated to address together. Developing solutions to
such issues as heating and cooling, road salts, range,
charging and battery management can also help the
members of the consortium find new markets for their
products.

Initial companies involved with the planned con-
sortium include Toronto Electric; Motive Industries of
Calgary; TM4 Electrodynamic Systems, a subsidiary of
Hydro-Quebec; arcx of Markham; Vecture of Vaughan;
NMA of Toronto; Westward Industries of St. Francois
Xavier; ENMAX Corporation of Calgary; Revolute
Technologies of Calgary; Toxco (a world leader in
lithium ion battery recycling, repurposing, and redeploy-
ment) of BC; and Delta-Q of BC.

In addition, the consortium has formed alliances with
the Department of Electrical and Computer Engineering
at the University of Toronto, Southern Alberta Institute
of Technology and Red Deer College.”
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|| Sustainable

Procurement
BY LARRY BERGLUND, CPP, MBA

[ eaders or lemmings?

Taking false comfort in best practices

SOMORPHISM (a similar-

ity in form or structure)

creeps into business
models and professional
practices; everyone likes
to play follow the leader.
The (former) “big three”
North American auto-
mobile manufacturers
basically copied from each
other over the first 80 years
of the industry, offering similar designs,
engines and warranties for a reasonably
stable customer base that had few options
in an oligopolistic market.

Toyota, a brand leader in quality, was
bringing their vehicles to market at a rate
faster than they could ensure reliability.
Leading retailer Fisher Price is recalling 10
million toys due to manufacturing flaws.
The catastrophic oil spill in the Gulf of
Mexico by BP shocked most of us. BP has
been a safety and environmental leader in
their field for many years. In 2000, they
rebranded their company as “bp: Beyond
Petroleum.” These organizations also fol-
low best practices.

The offshore automakers in the early
1970s, as the first oil crisis emerged, saw
their opportunity to not accept the best
practices, but to innovate and build vehi-
cles that met customer expectations. They
adopted quality management principles
and beat the best at their game through
innovative leading practices.

We have gone through a period of fed-
eral economic stimulus with mixed results.
We saw infrastructure projects supported
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through stimulus funds, but the
economy is still languishing. Most
public sector buying groups consistently
rely on competitive bidding processes that
may or may not be appropriate for the

market conditions. Procurement policies

led to the importation of offshore mate-

rials rather than using indigenous mate-
rials as various buying entities felt they
had to go with the lowest bid. Perhaps,
given the economic conditions of the past
two years, more innovative requests for
proposals and the application of Article
508 of the Agreement on Internal Trade
may have led to better values.

The European bloc countries, along
with Australia and New Zealand specifi-
cally, required that conventional procure-
ment practices be suspended and replaced
with accelerated processes to initiate their
stimulus spend. There was also a require-
ment for improved access by local sources
to government contracts. | recently had
a conversation with a social entity that
employed ~12 workers from the down-
town east side of Vancouver in custodial-
type services. They were told by a health
region supply manager that work could
only be awarded through competitive
bids. I suggest that while the health region
was legally correct, it was lacking the lead-
ership to affect social change.

Changes to any public sector prac-
tice invite an element of personal and
professional risk. Few considered the
“exceptional circumstances” language of

Article 508 as being applicable
under such conditions as the eco-

nomic stimulus program that was being
implemented. Therefore, there was greater
comfort in sticking with what has worked
before and was being used by most public
sector organizations. So, best practices can
be cited and will give a sense of comfort to
the organization that continues to use the
competitive bid tool for all circumstances.
I suggest that best practices may simply be
common practices.

‘The point here is not to debate the
merits of Article 508 but to demonstrate
the reliance that professionals have with
the status quo of accepted practices, which
can lead to these becoming an inher-
ent weakness. Consistent application of
best practices provides us with a level of
comfort that encourages risk avoidance.
Therefore, we default to the tried and true
methods of getting competitive prices on
copiers and paper rather than the leading
practice of eliminating paper across the
organization. Best practices encourage
a level of complacency until someone
else is able to demonstrate how a leading
practice becomes a game changer. Many
supply organizations still run an annual
inventory count as a best practice and






Performance-based

OVERNMENTS SUFFER FROM A TENDENCY TO PAY TOP

DOLLAR with little regard being given to the quality of

what is supplied. The last 20 years have witnessed efforts
to overcome this problem. Performance-based acquisition (PBA)
is a technique for structuring all aspects of an acquisition around
the purpose and outcome desired, rather than by reference to the
manner of performing work. The goal of PBA is to secure neces-
sary services in a manner which yields higher levels of contractor
performance, fosters synergistic partnerships, accommodates
changing or unforeseen mission needs, and leverages commercial
best practices. The following description of PBA was offered by
George W. Bush:

“... over the next five years, a majority of the service contracts
offered throughout the federal government will be performance-
based. In other words, rather than micromanaging the details of
how contractors operate, the government must set the standards,
set the results and give the contractor the freedom to achieve it in
the best way.”

Thus PBA is a results- or outcome-oriented process. Its
perceived benefits include:

* afocus on intended results, rather than process;

* simplifying the process of writing specifications: it is far
easier to describe a need that has to be met than to specify a
method for solving that need;

* focusing evaluation on which supplier best addresses a
need, resulting in better value for money and, ultimately,
enhanced delivery of government services and programs;

* aclearer definition of performance requirements,
which this system requires, thus reducing the level of
performance-related risk;

* an increased likelihood of meeting mission needs;

e a process that focuses attention on the quality of supply
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acquisition

by Kevin McGuinness

offered, which allows cleaner assessment of goods received
or work done;

* allowing prospective contractors and suppliers flexibility
in proposing solutions: the range of solutions is potentially
open-ended;

* better competition: not just pitting suppliers against each
other with respect to price, but also allowing competition
with respect to solutions; and

* combines easily with a shared incentive scheme to
encourage innovation and cost effectiveness.

The critical steps in PBA procurement may be summarized
as follows:

1. Create an integrated solutions team which is capable
of defining the problem to be solved in comprehensive
terms and of evaluating the various solutions that are
offered.

2. Identify and describe the problem that needs solving.

3. Examine private-sector and public-sector solutions
that are offered.

4. Develop a performance work statement or statement of
objectives (SOO).

5. Identify an appropriate method for measuring and
managing the performance offered by suppliers or
contractors in their proposals.

6. Select the right contractor or supplier.

7. Manage the performance delivered.

The PBA approach can be traced back to 1980, when the US
Office of Federal Procurement (OFP) issued a document describ-
ing a PBA approach based on job analysis, surveillance plans and
quality control. In 1991, the OFP again endorsed a PBA approach:
“It is the policy of the Federal Government that (1) agencies
use performance-based contracting methods to the maximum



extent practicable when acquiring services, and (2) agencies
carefully select acquisition and contract administration strate-
gies, methods, and techniques that best accommodate the
requirements.”

In the United States, statutory support for PBA came a few
years later with the enactment of the Government Performance
and Results Act of 1993, the Federal Acquisition Streamlining Act
of 1994 (FASA), and the Clinger-Cohen Act of 1996. PBA has
now been incorporated in the Federal Acquisition Regulation
Sub-part 37.6. Canadian adoption did not begin until much later,
but it now forms the basis for the AFP approach to capital asset
procurement.

In a traditional government contracting, the purchasing
authority prepares detailed specifications on how the contract
is to be carried out. Contractors often receive little incentive to
innovate, increase efficiency or improve the level of customer sat-
isfaction. In contrast, PBA encourages suppliers to bring forward
design or work approaches that will meet a government specified
outcome. Instead of buyers trying to guess what will best meet a
public need, they need only address such questions as what do we
need; by when; and how can we evaluate what we get? The sup-
plier, rather than the government, must bring forward a solution
for meeting those requirements.

PBA emphasizes results related to output, quality and out-
comes rather than how the work is performed. Generally, the
government conveys its needs to its prospective suppliers through
a statement of objectives or statement of work (SOW). The SOO
requires bidders to develop a performance-based work state-
ment (PBWS) which serves as the basis of the contract award.
According to the US Department of Defense, the SOO is a:

“... government prepared document incorporated into the
REP that states the overall objectives. It can be used in those solic-
itations where the intent is to provide the maximum flexibility to
each offeror to propose an innovative development approach.”

Related documents vary from case to case, but may include
such items as a statement of performance requirements identify-
ing the performance functions that must be delivered and accept-
able levels of performance. In addition, there may be technical
specifications, and critical operational, user and performance
levels that must also be attained. PBA does not dispense with the
traditional government contract budgeting process. Without a
budget estimate, it is almost impossible to calculate the level of
effort needed to fulfill projected performance objectives.

PBA has been employed successfully for contracts as varied
as health care and waste collection. The US Governments FAR
section 36 is a good starting point of reference for any one inter-
ested in PBA. It sets down the policies and procedures governing
the use of the PBA method for the federal government. Section
37.601(b) provides that performance-based contracts
shall include:

* a performance work statement;

* measurable performance standards (i.e., in terms of
quality, timeliness, quantity, etc.) and the method of
assessing contractor performance against performance
standards; and

* performance incentives where appropriate.

The performance work statement may be prepared by the gov-
ernment or result from a statement of objectives prepared by

the government where the supplier proposes the PWS. Where a
statement of objectives is used to develop the performance work
statement, it must, at a minimum, include a statement of the
following:

* purpose;

® scope or mission;

* period and place of performance;

*  background;

* performance objectives, (i.e., required results); and

* any operating constraints.

To the maximum extent practicable, authorities using the PBA
approach are required to:

* describe the work in terms of the required results rather
than either “how” the work is to be accomplished or the
number of hours to be provided;

* enable assessment of work performance against
measurable performance standards; and

* rely on the use of measurable performance standards
and financial incentives in a competitive environment
to encourage competitors to develop and institute
innovative and cost-effective methods of performing
the work.

The needs statement within the SOO should set out specific
and clearly defined work goals that are to be satisfied; iden-
tify the technical and schedule requirements that must be

met (e.g., relevant compatibilities, as well as time lines); and
offer quantifiable methods of performance measurement. For
instance, statements of the work to be performed should be
drafted in mandatory language, making clear what must be
done. They should be descriptive, identifying what work will
be performed, rather than explanatory as to rationale. The per-
formance standards are intended to establish the performance
level required by the government to meet the contract require-
ments. The standards must be measurable and structured to
permit an assessment of the contractor’s performance.

When suppliers propose performance standards in response to
a statement of objectives, the ordering department or agency must
evaluate the proposed standards to determine if they meet the
defined needs. The buying agency may either prepare the quality
assurance surveillance plan or require the suppliers to submit a
proposed quality assurance surveillance plan for the government’s
consideration in development of the government’s plan.

A complicating aspect of PBA contracting is a lack of uni-
formity of approach in converting the SOO into a performance-
based work statement (PWBS). Generally, however, the PBWS
will likely deal with the following elements:

1. Information demonstrating that the bidder understands
(a) the mission of the public authority which has issued
the RFP; (b) the tasks to be undertaken by the selected
supplier; and (c) the scope of work that is to be carried out.

2. A statement of the proponent’s proposed method of
meeting the government’s requirement (the performance
work statement). This part of the proposal must identify
each element of the work to be performed, show how it
will be carried out and how the required performance
standard will be met. There should be a specific metric
which will allow performance to be measured, and which
will permit verification that an acceptable quality level

NOVEMBER/DECEMBER 2010 SUMMIT 9



has been attained. Provisions of this sort are dependent
on a proper monitoring system. More generally, the
work statement not only describes how the work will be
performed; it also summarizes the features and benefits
of the proponent’s approach.
3. A statement of any government-furnished resources
on which the proper delivery of the promised work is
dependent. This may cover such matters as tangible
facilities, materials and records, as well as dedicated staff
charged with performing certain critical responsibilities.
4. A statement of the proponent’s skills and relevant
experience which enable it to satisfy the government’s
requirements. This section may also deal with such
matters as security clearances, conflicts of interest,
“Chinese Walls” and similar measures where relevant to
the task at hand.
5. A statement of the contract deliverables, covering
such matters as tangible work to be carried out,
title, frequency of delivery (e.g., monthly or weekly),
milestones to be met and so forth.
One of the key aspects of PBA is the inclusion within the con-
tract documents of various incentives to motivate the supplier
to deliver the work on an effective, efficient and timely basis.
The incentive arrangement may be built into the government’s
initial RFP, or may be proposed by the supplier in its PBWS.
It is also possible to draw up a comprehensive incentive scheme
incorporating both supplier- and customer-based elements.
However the scheme may be devised, the goal is to reward
(or penalize) the supplier for reaching (or not reaching) the pre-
scribed performance quality level. A critical question is whether

the government-customer has the staff available to monitor actu-
al service levels and to permit it to reward or penalize effectively.

Proponents of the PBA approach argue that it has led to
considerable cost savings. One international study, for instance,
found that road maintenance savings in Sweden, Holland, New
Zealand and Estonia were in the range of 30 percent. However,
reported Canadian savings were in the range of 10 to 20 percent.
It is often difficult, however, to verify such savings, because
far too often “like” is not being compared with “like”, and the
claims are based upon assumptions that are difficult to confirm.

PBA is now a well-established approach to public procure-
ment. It requires new thinking and some leadership within
government purchasing departments and among suppliers.
Companies bidding for government work must develop compel-
ling, performance-based work statements.

As with any other approach, PBA is not a universal solution.
There are many types of procurement which are more suited to
a traditional “top down” approach to development of a solution.
For instance:

* it is suited only to service contracts and contracts for both
goods and services, where the service element is dominant;
* the evaluation process in PBA contracting is more
labour intensive and time consuming than in traditional
procurement. This makes a PBA approach poorly suited for
low-value procurement. W\

Kevin McGuinness recently retired from the Ontario Attorney General Office. In
addition to his legal career, he is a noted author. He has also co-authored several
books on procurement and leadership with Stephen Bauld, publisher of Summit
magazine. He is now a partner in the firm, Procurement Consultants International.
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Organizational
transformation

What is it, why do it, and how?

by Ron Higgins

EACTIVE ORGANIZATIONS are very costly. Transforming

organizations into proactive entities reduces costs and

eliminates duplication and non value-added processes,
which is key to improving the bottom line and improving prod-
uct and/or service delivery at the same time.

A transformation program provides the opportunity to
transform organizations from being reactive to a proactive. CRG
Consulting’s process is one that starts at the top of an organiza-
tion ensuring management commitment and that strategic goals
and objectives reflect the current organizational requirements.
Once this is solidified then processes, operational objectives and
human resources (HR) are transformed into a cohesive program
that is truly cross-functional in nature. By the end of the trans-
formation process, the organization will have developed into an
efficient team — one that continually improves the organization
through effective management of objectives ensuring sustainabil-
ity long into the future.

Many organizations immediately think of human resource
alignment and transition when they hear the term “business
or organizational transformation.” While CRG’s full program
does address HR and organizational structures, it further
extends to transforming all aspects of an organization to align
with strategic objectives.

Most organizations face never-ending pressure to reduce
costs. Consequently they operate in a “reactive” state, spending
a significant amount of money and human capital to remedy
issues, implement quick fixes or revise policies and procedures to
ensure that a process is in place to address the issue the next time
it surfaces. Over a period of time, the significant volume of oper-
ating policies and procedures that are developed provides a false
sense of security — a perception that the organization is operating
in an effective manner. In reality, the organization has been bur-
dened with bureaucracy, procedures and an over-abundance of
records that very often do not get reviewed or analyzed.
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Moving from the reactive mode to a proactive mode allows
organizations to simplify their operations by functioning in a
strategic mode, addressing the root cause to eliminate issues.
The program developed by CRG streamlines processes, reduces
procedures and positions an organization to work in an effective,
efficient and strategic alignment. The result is cost savings due to
the efficient utilization of resources, more effective processes and
higher level of quality. CRG’s complete organizational transfor-
mation program includes:

*organizational assessment

etransformation

* performance monitors

® process improvement

e performance review

Any single or multiple element of the program can be imple-
mented on its own merit to improve a key aspect of the organiza-
tion. The transformation focus is on:

erisk assessment

estrategy

*organizational alignment

*teams

*communication

*sustainability

*continual improvement

*employee training and development

Organizational assessment

The first step in organizational transformation is to benchmark
the current state. The organization is assessed from top to bot-
tom to fully comprehend the risks, leadership commitment,
program requirements and human resource alignment to the
strategic direction, as well as how the operational processes have
been implemented to meet the organization’s needs and wants.
Next an action plan is defined to transform the organization
from “current state” to its “required state.” Once agreement is
obtained on the way forward, the action plan is implemented to
achieve organizational transformation.

The key element for success is the alignment of human
resources to the strategic objectives of the organization. This
ensures all resources are working in synergy to the needs of the
organization and avoids the allocation of resources to activities
that are not value-added.

The performance objectives are supported by process
metrics which are developed to identify opportunities for
improving process effectiveness and efficiency. By analyzing
the process metrics — identification of the most ineffective
and ineflicient processes — process improvement can be imple-
mented. By implementing pareto and root cause analysis, and
identifying appropriate actions to address process inefliciencies,
costs are reduced, issues eliminated and human resources work
in a far more effective manner.

All of these key process indicators are rolled up through
the organization. This allows the leadership team the oppor-
tunity to conduct performance reviews to assess the state of
the organization at any point during the transformation. This
information is used to identify additional opportunities for
improvement and to adjust the strategic and business objectives
as required. This is a continual improvement and change man-
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agement program, since the organization now has the processes
in place to ensure that opportunities are continually identi-
fied and adjustments made to improve the organization on an
ongoing basis. This ensures the program is sustainable once the
transformation process has been completed.

Transformation risk assessment

The risk assessment includes a performance management
assessment, process efficiency and effectiveness analysis, an
organizational baseline assessment, a communication strategy
review, a stakeholder satisfaction assessment, an applicable ISO
systems audit (when needed), and a compliance assessment to
strategy, customer/stakeholder requirements and applicable
regulations and standards.

Strategy

The next step is to develop a strategy to minimize risk and
to institute a set of strategic objectives to move the organiza-
tion to a high performing, effective, proactive and eflicient
organization. Based on the risk analysis and the needs of the
organization, CRG would review and assist with the update
of the strategic plan and planning process itself. The man-
agement team is involved and a strategic planning session

is facilitated to assist with defining and/or refining the mis-
sion and vision. Once complete we assist with defining the
key organizational objectives and implement a performance
management balanced scorecard. Then the strategic planning
process is mapped and documented to ensure year-to-year
sustainability.

Organizational alliance

Aligning human resources to implement the strategic objec-
tives of the organization is key to success. All resources

need to work in synergy with the needs of the organization.
Performance objectives are aligned with the organizational
objectives. The performance objectives are supported by pro-
cess metrics which are developed to identify opportunities
for improving process effectiveness and efficiency. By analyz-
ing the process metrics, we are able to implement process
improvement. As mentioned earlier, all of these key process
indicators are rolled up through the organization to allow
the leadership team the opportunity to conduct performance
reviews to assess the state of the organization at any point
during the transformation.

Teams

At this stage the only way to ensure ongoing success of any
transformation, or improvement program, is to institute
highly effective, empowered and high-performing teams
within the organization. Key team members are identified
from a cross section of the organization. The cross functional
team members are trained by CRG, which also assists with
the team building implementation until it becomes self
managing. To assess the effectiveness and success of a team
within the organization, key improvement projects are iden-
tified and implemented. Highly effective cross-functional
teams are very effective at implementing improvements and
managing change.



Communications

Another element of any successful program is communica-

tion — both internal and external — with internal communication
being the primary concern of most organizations. Employees
very often state that they are unaware of the strategy, direction
and performance of the organization. A successful transforma-
tion program needs to ensure all employees and stakeholders are
aware of strategic plans and the current performance of the orga-
nization. There must be a communications strategy, plan and
process in place for employees and external stakeholders.

Sustainability

CRG’s program is designed to ensure mentorship and training
throughout, and to ensure processes are in place for continued
sustainability. During the risk assessment phase, a business con-
tinuity assessment can be included and any risks and potential
improvement opportunities would be identified.

From this an organizational sustainability

Performance monitors

The actual transformation process, which is the vital step,

is often referred to as a transition or change management
program. This involves implementing the alignment of the
strategic plan and objectives and mentoring the leaders, man-
agement and high performance cross-functional teams.

In many cases, an organization needs to realign human
resources to meet the new strategic plans and objectives. This
is a crucial segment in any transformation program in that it
aligns all human resources to ensure that the employees’ goals
and objectives are in synch with the larger organizational stra-
tegic direction. Often employees are found to be working on
projects that have no relevance to the strategic direction of the
organization and this one area has a significant negative impact
to the bottom line and performance of any organization. All

employees, including management, need
to have their performance
objectives and metrics

plan is developed. The key focus for aligned with the
ensuring success is to identify key " . strategy.
resouces within the organization You do not need to reinvent the wheel,

and to develop and implement a jUSt make it roll better,” Process
human resource succession plan and a improvements

disaster recovery plan to ensure ongoing
sustainability.

Current skills are assessed throughout the organi-
zation, and employees at all levels are trained to provide the skills
required to transform and sustain the transformation. CRG then
develops/revises and implements process improvement metrics
within the organization and implements an effective program to
ensure long-term sustainability.

Continual improvement

Once the organizational transformation program is implemented
and sustainable processes are now in place to ensure continual
improvement, initiatives are actioned to further improve the
performance of the organization. This is done through perfor-
mance monitoring and the implementation of effective correc-
tive and preventive measures. The organization now has the
tools to develop continual improvement plans. Using employees
that have been trained in pareto and root cause analysis, process
inefliciencies can be identified and appropriate actions taken to
reduce costs, eliminate issues and ensure human resources are
working in a far more effective manner. The organization will
also possess monitors for all key processes based on improvement
activities. CRG provides mentorship for continual improvement
projects and assistance with the development process to manage
effective change.

Employee training and development

Any successful program needs to provide adequate training and
development for all employees, which ensures that employee
productivity and efficiency is improved and cost-effective. CRG
training covers human resources, including leadership and team
development, professional development coaching, career coach-
ing, quality tools and techniques, Lean/Six Sigma, Quality
Management and the implementation of a healthy

workplace program.

Brian Card, president, CRG.

Having ensured the
organization’s human
resources are aligned, the next
step is to ensure that the processes in the organi-

zation are also in synch with the objectives of the organization
and aligned with the strategic plan. We review and update or
develop process maps and procedures, implement an effective
document control process and implement key metrics to moni-
tor process performance. This is the one area that can provide
the most significant return on investment, reduce risk and
transform organizations into high performers.

Performance review

Now that the organizational transformation program is imple-
mented and sustainable processes are in place to ensure con-
tinual improvement, initiatives are actioned to further improve
the performance of the organization. This is done through
performance monitoring and the implementation of effective
corrective and preventive measures. The organization now

has the tools to develop continual improvement plans using
employees that have been trained in problem solving and root
cause analysis. The organization will also possess monitors for
all key processes based on improvement activities. Mentorship
for continual improvement projects and assistance with the
development process to manage continual improvement

is provided. MM

Ron Higgins is associate vice president, Organizational Transformation, at
CRG Consulting and president of Wren Group. Established for 25 years, CRG
Consulting is a multi-disciplinary consulting and advisory firm that supplies
a wide range of consulting services to the private and public sectors across
Canada. Wren Group is a leader in performance management solutions
honed over years of practical business experience. CRG Consulting and
WREN Group have aligned their expertise to provide clients with the services
required to transform organizations, including all the key I1SO and health and
safety standards for private and public sectors, health care and not for profit
organizations. Ron can be reached at ronh@thecrg.com.
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in collaboration with Canadian Public Procurement Council presents
S” T THE 2010 LEADERSHIP AWARDS

CANADA’S MAGAZINE ON PUBLIC SECTOR PURCHASING |

LEADERSHIP IN GREEN PROCUREMENT AWARD
Winner

Toronto Transit Commission (TTC)

Team: Bill Ackehorst, Peter Ho, Rafik Khouzam, Nathalie Tauvette, Grant Waddell

Summit: Canada’s magazine
on public sector purchasing, in
collaboration with the Canadian
Public Procurement Council

and other interested parties,

is pleased to introduce you to

the winner and finalists of the
Leadership in Public Procurement
Award program for 2010. This is
the 4" year for the Leadership in
Green Procurement award. Public
sector procurement professionals

The Toronto Transit Commission (TTC) is

the winner of the 2010 Leadership in Green
Procurement award, which is sponsored by
Summit magazine and the Canadian Public
Procurement Council. Shown here at the award
presentation are: (L to R) Anne Phillips, Summit;
Grant Waddell, TTG; Kathleen Muretti, CPPC.

from all parts of Canada and ew transit authorities have adopted green purchasing policies and the opportunity
all levels of the public sector that doing so presents to exercise leadership, not just within the organization itself,
compete for the award, which is but in similar organizations across the country. The Toronto Transit Commission
then judged by a panel of their (TTC) — the largest transit organization in Canada — recognized the impact its procure-

peers. Summit magazine and the ment decisions could have on environmental issues and seized the opportunity to create an

CPPC thank the panel of judges

environmentally-friendly corporate culture at the TTC by developing and implementing a
green procurement policy and program that would:

for their time and expertise. The e provide a framework green procurement policy that would complement TTC’s formal
information you will find in the purchasing practices;

following pages will demonstrate * encourage the inclusion of environmental performance criteria into supply chain pro-
just how successful ongoing cedures, processes and activities — and evolve as technology progresses; and

e ensure that the purchase of goods and services protects the environment, while main-
taining best value for the TTC.
The ambitious policy calls for the integration of environmental considerations into

efforts to ‘green’ procurement
are. You are welcome to contact

your colleagues for advice and “... all procurement activities related to facilities, construction, revenue and non-revenue
information — after all that is part vehlcles, operations, administration, as well as other supporting activities.” When it was
of the competition and one of approved in July 2008, the Green Procurement Policy introduced new and complex issues
the main reasons for establishing into TTC purchasing decisions (e.g., origin/source of raw materials, source/nature of power

used in manufacturing, recycled content of material, packaging considerations, method of
the award program several & recy packaging

. delivery, life cycle costing, audit/verification process, etc.). TTC senior management com-
years ago. Submission forms

mitted to the policy and began to implement it throughout the organization.

for next years competition for The policy is being implemented in three phases, with each phase building on the lessons
both the Leadership in Public and progress from the previous phase. Currently the TTC is in phase II — the integration of
Procurement and Leadership green procurement into all major aspects of the TTC’s purchasing activities. To ensure that
in Green Procurement awards
will be available at www. THANK'YOU TO OUR JUDGES
summitconnects.com in January DAVID ASH ERIC STEPHANE GIRARDIN STEVE MILLS LARRY PROUD TERESA RUSK
. Director, BLANCHETTE-OUELLET Green Procurement Manager of Purchasing Procurement
2011. We look forward to seeing Infrastructure and Agent de la gestion Advisor, Policy Purchasing and and Inventory  Services,
o Transportation financiére, Development Office Services, Control City of Airdrie, AB

your submissions. Procurement Centre hospitalier Directorate, OGGO York Catholic District Manager,

Services, universitaire Public Works and School Board, ON BC Transit

Government of de Québec Government Services
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performance is routinely evaluated in relation to objectives and
targets, TTC is utilizing a green procurement tracking system
to track and report on key metrics — water, waste, energy —
related to both the implementation of green procurement as
well as any associated reduction in impacts. The TTC also uti-
lizes a total cost of ownership (TCO) tool that helps to evalu-
ate traditional as well as newer innovative products for all the
costs incurred over their lifetime from the moment it comes
onto the property through to its proper disposal.

TTC staff is being trained on tools and techniques to
facilitate the incorporation of environmental considerations
into their purchasing decisions. An intranet site provides
ongoing support to those with purchasing responsibility. To
ensure that TTC staff apply green procurement consider-
ations in a consistent and effective manner, the Materials and
Procurement Department (M&P Department) developed 11
standards that reflect current best practices in procurement
for key product categories, including: packaging, paper, IT
equipment, furniture and lubricants. Two green procurement
guides, developed by the M&P Department and being pilot-
ed by three departments, will be integrated into the TTC’s
online procurement system. 7he Green Procurement Guide for
Departments is a step-by-step method of screening goods and
services to understand if, when and where it is appropriate
to integrate environmental specifications and requirements
into purchases or contracts. The Green Procurement Guide for
Buyers illustrates how bid evaluation techniques, vendor selec-
tion criteria and contract performance clauses can include
environmental considerations or specifications.

The TTC’s M&P Department — the lead group spear-
heading the implementation of the policy — conducted several
pilot projects to help staff understand how to evaluate the
financial, social and environmental cost of different options,
as well as demonstrate the value of exploring different pur-
chasing options. The pilot projects were assessed by an inde-
pendent group, Five Winds International, for TTC-wide
approval They included projects such as:

* using items such as reusable plastic pallets for transporting
large materials; reusable racks for transporting glass and
reusable canvas bags for shipping parts and components;
replacing conventional radar type flashlights with ultra-
efficient LED flashlights to improve energy efficiency
which is anticipated to eliminate approximately 7,400
kg of waste per year and result in annual cost savings of
approximately $545,000-$745,000.

a paper reduction program that resulted in a 20 percent

reduction in paper use, plus the procurement of copy
paper with 100 percent post consumer recycled content.
While the economic cost of this switch was negligible,
the estimated environmental benefits were significant,
including: the conservation of 84,000 MJ of primary
energy use, 11.4 metric tonnes of wood, 154,000 litres of
water and 2.3 tonnes of solid waste. Other departments
in the TTC are now working towards the same goals
and achieving cost savings.

e a three-year contract with Safety-Kleen Canada to
recover and re-refine over 1.8 million litres of used lubri-
cants from TTC operations, and reuse them as engine
oil in the TTC fleet, anticipates that annual greenhouse
gas emissions generated will be reduced by 3,900 met-
ric tonnes — the equivalent of removing 239 passenger
vehicles off the road each year.

Grant Waddell, TTC, describes his team’s winning efforts to the Forum 2010 audience.

Following a review of its system contracts, 25 were identi-
fied as having significant potential to improve environmental
performance via green procurement. To date, green procure-
ment specifications have been developed for 11 of these con-
tracts, including bus tires, janitorial products, welding gases,
stationery and lumber.

The TTC is working with its key stakeholders to explore
innovative ideas and technologies, identify learning oppor-
tunities, and encourage further collaboration. In addition to
staff training, vendor workshops and requests for information,
conference presentations and working with the Canadian
Urban Transit Association, the TTC approached Bombardier,
Daimler and Harper Power Products (three of the organiza-
tion’s top suppliers) to partner on pilot projects. These proj-
ects are aimed at minimizing waste going to landfill from the
packaging and delivery of products delivered to the TTC.

As a result of approving its Green Procurement Policy and
implementing it throughout the organization, the TTC antic-
ipates that many of its vendors will now look at their own
procurement practices in a ‘green’ light and seek to improve
environmental performance.

Green procurement considerations are now being applied
in a practical and productive manner, and as a result of
this policy, the tools being developed that will continue
into the future. For more information on the TTC’s Green
Procurement Policy and program visit: www3.ttc.ca/TTC_
Business/Materials_and_procurement/Green_Procurement/
index.jsp.
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