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Disclaimer: 
Th e  v ie w s  e x p r e s s e d  in  t h is  p r e s e n t a t io n  a r e  m y o w n  a n d  d o  n o t  
n e ce s s a r ily  r e fle ct  t h e  v ie w s  o f De lo it t e  AG, De lo it t e , o r  a n y  o f it s  
m e m b e r  fir m s  o r  r e la t e d  e n t it ie s . Th is  p r e s e n t a t io n  is  fo r  ge n e r a l 
in fo r m a t io n  o n ly  a n d  d o e s  n o t  co n s t it u t e  p r o fe s s io n a l a d vice .



FROM EXPERT MODELS TO DECISION-GRADE ENVIRONMENTAL DATA
Industry has two users of LCA da ta : Buyers need  fa ir com parison ; p roducers need  sca lab le  footp rin ting and  
reduction .

Automated LCA has to be credible for buyers and scalable for producers. Industry need 1/ 5

Au t o m a t e d  LCA
➞ Decision-grade  
environm enta l da ta

Bu ye r
"Which product should win?"

Ne e d s :

Prod u ce r
"How do I improve and prove it?"

Ne e d s :

Comparable enough to buy. Actionable enough to reduce. Transparent enough to challenge.

Comparable options

Tender confidence

No false rankings

Fast estimates

Reduction levers

Defensible data

•
•
•

•
•
•



DEMAND SIGNAL AND EPD-STANDARDs
EPDs a re  sca ling, bu t the  ru les on ly pa rtly m ee t those  needs (They standard ize  expert LCA; they do  not ye t standard ize  
hybrid  inpu ts or e rror ba rs.)

EPDs are business-critica l, bu t the  ru le  stack still leaves au tom ation  and  unce rta in ty gaps. 2/ 5

Rule family / layer Physical / quantity data? Spend x intensity route? Clear error-bar indication?

ISO 14025 umbrella EPD standard Delegates to PCR No clear route No

ISO 21930 / EN 15804 construction rules Yes No clear route No

International EPD System construction PCR Yes No clear route No

PEP ecopassport PSR examples Yes No clear route No

Re p r e s e n t a t ive  r u le -s t a ck  ch e ck :

20k +
PUBLISHED EPDS

3k+
CLIENTS WORLDWIDE

90.3%
CONSTRUCTION SHARE

10.3%
FROM PRE-VERIFIED TOOLS

3/ 4 e xp licit  p h ys ica l-in ve n t ory d r ive n 0/ 4 d ir e ct  sp e n d -ba se d  EPD rou t e 0/ 4 r e q u ir e  a n  e r ro r  b a r



RESULTING DATA BOTTLENECK FOR SCALE-UP
Weigh t-first da ta  collection  slows au tom ation . Spend /cost is  usua lly re liab le  business da ta ; p roduct we igh t is  
often  m issing, estim ated  or too generic.

Use cost/sector where possible; request weight only when it clearly increases reliability. 3/ 5

AVAILABLE COMPANY DATA IS NOT EQUAL WHERE COST /  SECTOR CAN BE A BETTER PROXY

Sp e n d  /  co s t
Audited  invoices, ERP, PO da ta

Su p p lie r  /  s e ct o r
Vendor m aste r, com m odity codes

Qu a n t it y  /  u n it s
Often  ava ilab le  but inconsisten t

We igh t  /  BOM
Often  m issing, e stim ated , m anual m apping

SERVICES & SECTORS COST /  SECTOR PROXY ROUTE

Se r vice s , so ft w a r e , clou d Cost + p rovider (no meaningful product 
weight)

High ly m a n u fa ct u r e d  p a r t s Cost + sector (kg generic ma teria l misses 
fabrica tion)

Ca p it a l e q u ip m e n t , t oo lin g Cost + supplie r (complex upstream supply 
cha in)

Lon g t a il it e m  sp e n d in g Cost + sector (invoices cover the long ta il)

Bu lk  m a t e r ia ls We igh t  + p roce ss (mass is often decisive)



NO ERROR BARS = NO DECISION CONFIDENCE
Poin t estim ates a re  not enough  for fa ir tenders. A lower footp rin t num ber is not decisive  when  uncerta in ty 
ranges overlap .

Comparability requires uncertainty: do not penalize differences smaller than the error range. 4/ 5

Ove r la p  = n o t  d e cis ion -gra d e  d iffe re n ce

Reported  poin t estim ate  Product B looks lower... bu t the  
uncerta in ty ranges overlap .

TENDER RULE IDEA

Rank only when the  d iffe rence  exceeds the  uncerta in ty band  or 

a  predefined  m ate ria lity th reshold . Com parability requires 

uncerta in ty.



COST-FIRST LCA STRATEGY
Allow for a  fu lly cost/expend itu re -based  LCA assessm ent in itia lly, sim ply with  a  b roader e rror ba r. Moving to  hybrid  and  
physica l da ta  steps se lective ly na rrows the  e rror ba r to  im prove  the  poin t e stim a te .

STEP 01 — START EASY

Fu lly  Co s t -Ba s e d  LCA

In p u t : Pure  Spend  /  Expenditu re  Data  from  
invoices or ERP system s.

Effor t : Very Low (Fu lly Autom ated)

Un ce r t a in t y: Very Wide  Error Bar (±40-
50%) due  to  gene ric sector em ission  
factors.

In s t a n t  b a se lin e  cove ra ge  a cross  100% of 
ca t e gor ie s  — a lre a d y a  b e t t e r  b a s is  fo r  
d e cis ion s  t h a n  p h ys ica l m od e ls  w it h ou t  
e r ro r  b a r s .

STEP 02 — FOCUS EFFORT

Hybrid LCA Model

In p u t : Mix of spend  da ta , specific supp lie r 
p rofile s, and  bu lk we igh ts.

Effor t : Medium  (Targe ted  collection)

Un ce r t a in t y: Narrower Error Bar (±20-
25%) for iden tified  h igh-im pact hotspots.

Sa ve s  m a ss ive  a d m in is t r a t ive  t im e  b y on ly 
a u d it in g ke y m a t e r ia ls .

STEP 03 — DRIVE SMALL IMPROVEMENTS

Physical & EPD Data

In p u t : Product-specific Environm enta l 
Product Declara tions (EPDs).

Effor t : High  (Supplie r collabora tion)

Un ce r t a in t y: Min im al Error Bar (±5%) 
represen ting true  environm enta l 
pe rform ance .

Pe r fe ct  fo r  fa ir  t e n d e r s  a n d  fin a l p rod u ct -t o -
p rod u ct  com p a r ison .

Progressive refinement eliminates upfront friction. Start with spend; request weight data only when accuracy demands it. 5/5
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