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Accelerating implementation of
responsible sourcing commitments:
A Framework for Progress to 2020
and Beyond
Many supply chain companies have made public
commitments to the responsible sourcing of
agricultural commodities, including eliminating
deforestation and exploitation from their supply
bases by 2020, as part of their wider support for
initiatives such as the Paris climate agreement and
the Sustainable Development Goals.
Although there has been considerable progress,
many of these commitments will not be fully met on
time. A number of challenges to implementing these
commitments have been recognised, including
the complexity of supply chains, the limitations of
what companies can do without collaboration with
other actors and the challenges of engaging with
small and medium enterprises (SMEs) including
smallholders. These are summarised in Box 1.
To overcome these challenges and fully implement
commitments will take time and resources, so it
is crucial that momentum is maintained up to and
beyond 2020. To achieve this we need:
1. A way to highlight concrete achievements while
still recognising what remains to be done.
2. A more transparent mechanism to understand
and track progress with implementing
commitments
3. An approach that encourages companies to
accelerate progress up to and beyond 2020.
This requires more focus on implementation which
in turn requires greater transparency about the
progress being made with delivering commitments
in practice. An implementation framework that
tracks progress on delivering commitments for all
volumes purchased can provide an effective way to
achieve this ‘implementation transparency’.

Key points
• There is a need to move beyond policy
commitments and supply chain transparency
and to focus on implementation transparency.
• As we approach 2020, a framework is needed
that clarifies what progress has already been
made, what still needs to be done, and what
challenges need to be addressed to meet
commitments in full.
• Different approaches can be integrated in
a clear and transparent way to support and
track progress towards implementation. These
include certification and legality, supplier
engagement, landscape approaches and
sector initiatives.

Box 1: Challenges to rapid implementation of commitments on deforestation
and exploitation
Supply chain transparency: global supply chains are complex, and it takes time to map supply bases and
link purchases back to production areas – a necessary re-requisite for implementing commitments about
production practices. It has been especially challenging for large downstream companies that may have
hundreds or even thousands of mills or aggregators in their supply base. However, good progress is now
being made across many commodities.
Limitations of company-led approaches: issues such as deforestation and exploitation are extremely
complex with a range of underlying drivers many of which cannot be addressed by companies on their
own, but require collaboration with governments, civil society and local people. It took time to fully
recognise this and to begin to identify approaches and build coalitions with other stakeholders which are
needed to change practices on the ground (e.g. see Proforest BN10 on deforestation).
Engagement with SMEs (including smallholders): responsible sourcing commitments have mostly been
made by large multinational companies, but supply chains also include thousands of smaller local
companies and individuals, most of whom have not made commitments, have low levels of awareness
and capacity and do not see an obvious value proposition in changing production or sourcing practices.
It is necessary, but very challenging, to engage with these actors in order to support and drive change.

The need for ‘implementation transparency’
Supply chain companies are implementing a wide
spectrum of activities to support delivery of their
commitments, ranging from new contract clauses for
their suppliers to tracing product back to origin and
engaging with landscape initiatives. However, there
is still no systematic way to monitor and understand
progress on full delivery of commitments across
the production base. While there has been good
progress on supply chain transparency, there has
been less focus on ‘implementation transparency’.
This means it is often unclear what proportion of

the commodity volumes purchased by a supply
chain company comply with policy commitments.
Furthermore, it is unclear for the remaining volumes
what actions are being taken and the expected
timescale for these actions to deliver full policy
compliance. More transparency – and therefore
understanding – of progress on implementation
should not only increase the speed and effectiveness
of actions, but also make it easier to discuss why
commitments may not be delivered in full by 2020.

Implementation framework in practice
A stepwise framework for reporting volumes
at different stages of progress towards fully
implementing responsible sourcing commitments
could provide the ‘implementation transparency’
needed. Using this approach, supply chain
companies allocate all volumes of commodity
purchased to different categories or steps, each
progressively nearer to full implementation of
their commitments (see Box 2). Metrics and key
performance indicators define what volumes can be
allocated to each category. Once all volumes have
been assigned to categories, the framework provides
an overview of progress towards full implementation.
The company then identifies activities that will
move volumes in each category towards full
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implementation. Over time this allows progression
towards full delivery of policy commitments to be
monitored. Progress up to and beyond 2020 can
also be communicated clearly to stakeholders.
The implementation framework has several
advantages in addition to providing improved
implementation transparency:
Building on existing activities: the framework allows
all the ongoing activities which companies are
engaged in to be recognised but, by systematically
assigning the associated volumes to a category or
step, it also also clarifies what they deliver in terms
of delivery of policy commitments and associated
volumes (see Box 2).

Box 2: How the Implementation Framework works
All volumes of commodity purchased are assigned to different categories or steps in the framework based on progress
towards fully meeting responsible sourcing commitments. Each of these categories (e.g. unknown, known, taking action,
progressing and delivering commitments) has associated KPIs, as shown below. Existing activities and approaches can
be recognised and the associated volumes systematically assigned to the appropriate category or step providing a clear
picture of what the activity has delivered. The speed of progress from a lower to a higher category will differ depending on
factors such as the type of producer (e.g. smallholders may progress more slowly than large companies) or initiative (e.g.
landscape initiatives may take longer than company-led initiatives). Volumes do not have to move systematically through
each category, but are simply assigned to the appropriate step based on progress so could move from ‘unknown’ direct to
‘delivering commitments’ if it can be shown they are meeting responsible sourcing requirements.

Delivering
commitments
Progressing
Taking action
Known
Known origin and risk
For volumes in this category
the origin and associated
risk of responsible sourcing
commitments not being
met are known

Making and tracking
progress on the ground

Activities to support
change underway
For volumes in this
category activities to
address risk have been
initiated and progress is
monitored and reported

For volumes in this
category activities to
address risk are underway
with a timeframe for full
delivery and progress is
monitored and reported

Reasonable certainty
volumes meet policy

There is assurance that
commitments are being
met (e.g. certification,
landscape verification,
sector risk management)

Examples of activities/KPIs that would allow volumes to be allocated to this category
Traceability & risk KPIs

Proxy activity KPIs

Implementation KPIs

Delivery KPIs

• Traceability to mill
• Traceability to plantation
• Transparency of

• Supplier engagement
• Developing a landscape-

• Certification that partially

• Certification that delivers

•
•

• Verified landscape or

sourcing (e.g. Trase)
• Risk analysis
• Action plan and
prioritisation

level initiative to address
issues (e.g. smallholder
support)
• Addressing issue as
a sector

•
•

delivers commitment
Pursuing certification
Working with suppliers
on changing production
practices
Landscape initiative being
implemented
Sector approach being
implemented

commitment

sourcing origin delivering
policy
• Jurisdiction (incl country
origins with negligible risk)
• Certification combined
with landscape options
• Purchase control systems
that ensure policy is
delivered

% volume at each stage
1. Show clearly what has already been achieved
through all the work to date as well as what still
has to be done

35%
30%
25%

2. Provide a transparent mechanism to understand
the current situation and to monitor progress
over time with implementing commitments

20%
15%
10%

3. Accelerate implementation by providing greater

visibility of poorly performing volumes and provide
targets which continue to be relevant post-2020
and drive progress in moving all volumes to full
delivery of commitments

5%
0%
Unknown

Known

Action

Progressing

Delivery
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Box 3: Combining different tools and approaches
Companies are using a range of different tools and approaches to implement their commitments
(see Proforest BN 08 on Supplier Engagement for further detail).

Product specification

Landscape initiatives

Companies specify that products must have
particular social and environmental characteristics,
and require evidence of compliance. This is
currently most often through certification, legal
compliance or purchase control systems.

Companies can collaborate with other
stakeholders within physical or political
landscapes to support change on the ground
through landscape or jurisdictional initiatives.

Supplier engagement

Sector approaches

Companies can engage directly with their
suppliers, driving momentum and support for
change back to producers.

Actors within a sector can work together to
support change and create the enabling
environment to transform the whole sector.

Each step in the framework can include elements of these different approaches providing greater
clarity about how they fit together, and how they each contribute to the overall aim of implementing
commitments.

Known

Taking Action

Product
specification
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Progressing

Delivery

Certification, legal
compliance or purchase
control system provides
some assurance

Certification, legal
compliance or purchase
control system provides
full assurance

Supplier
engagement

Traceability
information from
supplier

Suppliers engaged

Suppliers have an
active program and
demonstrate progress

Suppliers’ product
credibly meets policy

Landscape
initiatives

Landscape of
origin known, risk
understood

Landscape initiative
being developed

Landscape initiative
being implemented
and making progress

Landscape of origin
managed and
monitored

Sector
approaches

Origin and risk for the
sector understood

Sector Initiative
being developed

Sector initiative being
implemented and
making progress

Risk adequately
mitigated across
sector

Integrating different types of approaches:
increasingly companies are using combinations
of different types of approach to deliver their
commitments. This includes certification and legality,
supplier engagement, landscape or jurisdictional
initiatives and sector approaches. The framework
allows these different types of approach to be
combined in a clear and systematic way (Box 3).
Monitoring progress with delivery of commitments:
by providing clear and transparent information on
implementation, the framework provides a strong
basis for monitoring and reporting on progress
towards delivery of commitments (Box 4).

Clarity on actions and timelines for remaining
volumes: the framework highlights the volumes that
are not yet complying with commitments, allowing
these volumes to be examined in more detail.
Barriers or challenges to implementation can then be
better understood and actions planned to overcome
these challenges together with approximate
timeframes allowing better understanding and
discussion of progress (Box 4).

Box 4: Monitoring progress over time
The framework allows ongoing monitoring of progress over time. Increasing compliance can be tracked,
while poorly performing volumes are clearly visible. It is then possible to focus in more detail on poorly
performing volumes and to develop specific action plans that accelerate progress or better explain the
need for longer timeframes. For example, timelines may differ depending on the type of producer (e.g.
smallholders versus larger producers) or approach to supporting change (e.g. direct engagement versus
a landscape approach)

Progress over time can be tracked, providing a transparent mechanism for monitoring progress

Report 1

Report 2

Report 3

% volume at each stage

% volume at each stage

% volume at each stage

60%

60%

60%

50%

50%

50%

40%

40%

40%

30%

30%

30%

20%

20%

20%

10%

10%

10%

0%

0%
Unknown

Known

Action

Progressing

Delivering

Volumes which are not yet fully
meeting commitments can be
reviewed in more detail to understand
what activities are already underway
and the associated timelines as well
as to identify any issues and develop
action plans to address them

0%
Unknown

Known

Action

Progressing

Delivering

Unknown

Known

Action

Progressing

Delivering

Smallholder certification
support programme
Action: longer timeline agreed
Landscape initiative in Peru
Action: review timeline
Supplier engagement programme
Action: accelerate action plans
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Developing the Framework to 2020 and beyond: challenges and next steps
An effective stepwise framework will need guidance to be developed in several areas to ensure consistency
across different users and commodities
This includes:
• How the approach should be applied for

companies in different parts of the supply
chain from mills and first aggregators to brands
and retailers.

• How volumes move through the supply chain in a

way which is clear and credible.

• Further clarity on the requirements and metrics

which are sufficient for the type and quality of
activities in each step (see Box 2 for examples).

• What transparency and reporting measures are

needed to allow monitoring of progress.

• How the approach should be applied for different

types of commitments such as eliminating
deforestation, guaranteeing human rights, climate
mitigation or smallholder inclusion.

To download this document in other languages please go to www.proforest.net/briefings
International Office (UK)
T: +44 (0) 1865 243 439
E: info@proforest.net

MAY 2018

Africa (Ghana)
T: +233 (0)302 542 975
E: africa@proforest.net

Latin America (Brazil)
T: +55 (61) 3879 2249
E: latinoamerica@proforest.net

Latin America (Colombia)
T: +57 (2) 3481791
E: latinoamerica@proforest.net

Southeast Asia (Malaysia)
T: +60 (0)3 2242 0021
E: southeastasia@proforest.net

