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Introduction
The transition to a low-carbon economy is underway and accelerating globally. 
It’s now expected that organizations set science-based targets (SBTs) that align 
with the latest climate science and drive action on ambitious emission reduction 
initiatives. 

Of the companies that have set SBTs, over 90% address reductions of their 
indirect emissions occurring upstream and downstream in the value chain. These 
scope 3 goals can be met through absolute reductions and/or from a large 
portion of the company’s suppliers setting and achieving their own SBTs. 
Companies setting these targets face the challenge of engaging and incentivizing 
a large cohort of suppliers to commit to setting these targets within a relatively 
short timeframe of five years. A comprehensive, systematic approach to supplier 
relationship management can fast-track progress on both absolute emissions 
reductions and supplier engagement goals. This guide will provide an overview of 
the key elements needed to execute a successful supply chain engagement 
program on scope 3 emissions and activate suppliers to set SBTs.  

Anthesis has worked with numerous industry-leading corporations to identify and 
deploy the tools, processes, challenges, and enablers required to support 
sustainability, procurement, and sourcing teams, along with suppliers, to directly 
act and establish efficient and effective programs that drive supply chain 
transformation. The learnings included in this document were informed by 
engagements with the following companies: 

The benefits of setting SBTs:

• Builds business resilience and increases competitiveness

• Drives innovation and transforms business practices

• Builds creditability and reputation

• Ensures supply chain resilience

• Demonstrates sustainability commitments to consumers
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Target Setting
Evaluating whether to Set a Supplier Engagement Target 

Setting a supplier engagement target is beneficial for companies that have limited 
supply chain product, service, and/or asset level data relating to their largest 
scope 3 categories. Some companies combine both an absolute reduction target 
along with a supplier engagement goal if data and reduction measures are 
available for certain categories. A supplier engagement target only requires your 
organization to track whether the supplier has set a goal aligned to SBTi criteria 
and does not currently require tracking of supplier progress against the target 
(although it is assumed suppliers will take action to meet their goal). A supplier 
engagement target is easier to track and measure progress against, thus making 
reporting and disclosure more straightforward. However, absolute reduction 
targets are considered to be more robust and ambitious, so companies should 
strive for this if they have the data and mechanisms to set this type of goal. 

Developing a Credible Scope 3 Supplier Engagement Target 

When setting an SBT, the aim should be to choose a method and target1 that drives 
the greatest feasible absolute emissions reductions and addresses the primary 
areas of impact identified in your GHG inventory. If you’re setting an engagement 
target, it should include relevant upstream or downstream scope 3 categories that 
cover a minimum of two-thirds (67%) of total scope 3 emissions, though it’s 
advised to go well over that threshold to ensure year-to-year procurement 
fluctuations do not impact the target coverage requirements. For example, if well 
over 70% of your scope 3 emissions are in Category 1: Purchased Goods & Services 
(a common hotspot for most companies), you could set a supplier engagement 
1

1 Setting SBTs begins with understanding the boundary of company emissions, defined by the GHG Protocol 
Standard as three scopes of emissions: Scope 1, 2 and 3.  Scope 1 emissions cover direct emissions from fuel and 
energy sources used across all company owned and operated facilities, offices, and vehicles. Scope 2 emissions 
cover indirect emissions from company purchased electricity, heating, cooling, or steam used across operations. 
Given that scope 1 and 2 emissions are directly controlled, setting appropriate targets, and committing to them 
is an opportunity to be more ambitious. Scope 1 and 2 SBTs should cover a minimum of 95% of company-wide 
emissions and should meet the latest SBTi criteria. SBTs should cover at least two-thirds of your Scope 3 
emissions if Scope 3 emissions are greater than 40% of the company’s total Scope 1, 2, and 3 footprint. 

This guide addresses the most common topics and considerations Anthesis hears 
from clients across five stages of creating a successful supplier engagement 
program, including: 

1. Target Setting

2. Establishing a Program 

3. Data Collection & Tools

4. Implementation & Driving Impact

5. Measuring & Reporting
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target boundary on this category alone. There is flexibility to choose which 
categories should be included in the goal, but best practice is to include the top 
categories by emissions to ensure you’re maximizing carbon reduction potential 
through your SBT. 

Suppliers included in the scope of the goal will need to set, at minimum, their 
own scope 1 and 2 targets that align with the latest SBTi criteria, and should 
include scope 3 goals if those emissions represent over 40% of their total emissions 
footprint.  

Data Required to Set a Supplier Engagement Goal

Primary data is preferred to secondary data, especially in the context of setting a 
supplier engagement goal. However, it’s uncommon for companies to have primary 
product or service-level emissions data from suppliers that is specific to their 
business. Companies typically start with a spend-based (spend by procurement 
category) or an average-data (weight and quantity of products produced) method 
for estimating scope 3 emissions. Spend-based emission factors are averaged to 
particular economic sectors and activities and lack product specificity, though are 
a good option when no other data is available. Product or material weight and 
quantity data can be multiplied against a relevant secondary LCA-based emission 
factors from similar products or materials to estimate value chain emissions more 
accurately.

As primary data is collected, it can be integrated into the footprint. This new data 
can positively or negatively impact the base year footprint, the emissions for a 
given year, and ultimately the progress against the target. Re-baselining is an 
option for those companies whose emissions data is substantially impacted by 
improved data. Primary data gathering and integration should be appropriately 
timed with annual sustainability reporting to ensure timely and accurate 
disclosure of progress.
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Establishing a Supplier Engagement Program
The level of engagement required with your suppliers, especially in the context of 
SBTs, is neither simple nor quick. Activating meaningful action on carbon 
reductions within the supply chain requires an investment of time and resources 
to educate and support suppliers through a journey, which includes tracking and 
measuring their emissions through to setting aggressive reductions goals and 
implementing the initiatives to help them meet their goals. 

In order to successfully engage with suppliers and drive progress it’s important to 
involve internal stakeholders from across the company to support a well-planned 
comprehensive strategy. It is crucial to have an individual or a team whose role 
and responsibility is to oversee the program and progress, ideally, someone from 
the sustainability or ESG team who is familiar with the concepts and requirements 
around SBTs. Additionally, support from the C-suite can have a top-down rippling 
effect throughout your organization and will bring other key internal stakeholders 
on-board to support your program needs. Collaborating with other teams such as 
Procurement, IT, and Marketing will also be helpful in creating a program that 
integrates effectively into your company’s current processes and brand. To 
establish a successful supplier engagement program, you will need the following:

Data Collection and Tools

A system for collecting and analyzing supplier data and tracking progress

You will want to identify a platform that integrates the climate data needed to 
track your suppliers’ progress against your supplier engagement goal. You can 
collaborate with specific teams in your organization who have knowledge of 
current technology and systems utilized by your organization, such as the IT 
department, as well as those that will be using the data for decision-making and 
tracking progress. It is general preference of organizations to use their pre-
existing supplier data platform and either leverage or develop functionality to 
collect key sustainability data points. If neither of these are viable options, then 
you will need to consider other platforms and tools. It is important to consider the 
right-sized solution based on your company’s needs whether that’s investing in a 
large data collection system or going with a more manual approach. 

Remember that your suppliers are having to respond to a high number of data 
requests from other buyers and partners. It’s important to select a system that 
doesn’t perpetuate the level of survey fatigue your suppliers are most likely 
already experiencing. Depending on your data requirements, simplifying questions 
to fit the climate objectives of the organization will help to avoid supplier fatigue 
and enable your organization to obtain the important details. Capturing data and 
understanding how to synthesize it is crucial for consistency and accuracy. This 
will help benchmark where suppliers are along their climate maturity journey and 
help you track progress.

4
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In supporting clients and their supply chains and partners, we have learned that 
the two most critical elements for success is a light weight technology combined 
with targeted capacity building and support.  

There are numerous technology solutions out there, so it’s important to get clear 
on what you aim to get out of a platform. Technology can provide a centralized 
“hub” for scope 3 resources and communications, enable efficiencies in 
management, data collection, and analytics, track supplier engagement KPIs, and 
ideally reduce data collection redundancy and survey fatigue. 

Engagement System and Strategy

A system and strategy to communicate and engage with your suppliers.

Communication is critical to engaging, supporting, and educating your suppliers. 
Simply asking suppliers to set SBTs without any follow-on communications and 
support will not yield effective results on your goal. A key element in having a 
successful supplier engagement program is having a well-planned communication 
strategy. Providing support, guidance, and resources will be crucial to guide 
suppliers on the journey to tracking their emissions and setting SBTs.  

 
 
 

We recommend taking the following into consideration when choosing a system: 

• The type of data you’ll need to track progress against goals

• The number of suppliers you will be requesting this information from 

• Whether you want to establish your own supplier survey or use an 
existing industry framework

• How system analytics or dashboards enable key stakeholders to 
understand overall progress and evaluate supplier-specific information

• How to track the status and progress of suppliers moving through 
requests 

• Whether the system enables communications such as notifying suppliers 
of reminders and or deadlines

• How user-friendly the system is for suppliers responding to data requests

• Ability to validate responses and documentation provided by suppliers

5
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Key elements to communicating and engaging with your suppliers: 

Internal engagement

Begin by identifying individuals within your organization who are responsible for 
making direct contact with suppliers to develop a supplier communication plan. 
Often, this involves the sourcing/procurement teams that have a direct 
relationship with suppliers. Individuals that are more involved in the execution of 
the program and managing supplier relationships (e.g., procurement team, 
category managers) will need to be educated on goals, expectations, and have 
resources made available to them to provide suppliers with guidance and 
information. It will be important that all individuals in your organization who are 
interacting directly with your suppliers have consistent messaging and direction 
being given to your suppliers. You can execute training and education of your team 
members, through webinars, internal meetings, or a shared team folder that 
contains resources, such as guidance documents or FAQs. 

Engaging and getting support from key leaders and executives will also enhance 
program success to ensure teams are held accountable for progress and that the 
program remains well-resourced. At a minimum those individuals that aren’t 
working directly on the project, could be kept informed on the program and its 
progress through a company-wide announcement such as a newsletter or during an 
internal meeting. 

Prioritizing suppliers

Depending on the expectations you have set, whether participation is mandatory 
or voluntary, it is important to acknowledge that engagement and action from your 
suppliers will take time. For most companies the list of target suppliers is 
ambitious and thus prioritization is key. Identifying and targeting the largest and 
most strategic suppliers is an important first step. We have found organizations to 
be the most successful when priority suppliers are those that have the highest 
impact on your supplier engagement goal and/or those that represent the highest 
business volume. Another consideration is understanding where suppliers are in 
their SBT journey to target your engagement and identify who needs the most 
support. As those suppliers who you do a smaller volume of business with are 
important to accomplishing your overall supplier engagement goal(s) but will need 
to incentive through other means than business volume. If a supplier ranks lower 
in their climate maturity and has limited business volume these suppliers may not 
act right away as the incentive to take action on behalf of climate change and 
adopting better business practices may not be enough. Often, it’s after you have 
made the program mandatory or have a high number of your supply base 
participating will the slower adopting suppliers act. Never doubt the effectiveness 
of friendly competition.  

6
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Developing a communication plan

Depending on the desired level of involvement, companies will want to define a 
targeted plan for when and how they will communicate and engage with 
suppliers. This plan should map out the types of communications and/or other 
engagement activities happening throughout the year, the timing, what purpose 
of the activity is, and who will be involved with delivering it. Often time scope 3 
SBT engagement may overlap with other supplier initiatives so sharing this type 
of plan with internal stakeholders will ensure alignment and coordination so 
suppliers aren’t being asked for different things by different teams at the same 
time.

Centralizing tools and systems

Ideally, though not required, the solution used for supplier data collection and 
tracking can also be utilized to enable and track communications sent to 
suppliers. It maybe that at the beginning phases of your program you could use a 
lighter, faster approach to storing and tracking your supplier’s information such 
as through an excel spreadsheet. Over time, you may want to consider a project 
management tool that enables you to send mass email communications easily, 
identify what stage a supplier is in the process, assign various team members to 
tasks associated with a supplier or maintain a higher level of data to easily 
segment suppliers. Considering such tools and systems will enable your team to 
keep organized, work efficiently and have a streamlined approach to engaging 
and communicating.
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Implementation & Driving Impact 
Once the foundations of the supplier engagement program are in place, it’s time 
to launch engagement with suppliers and begin to articulate your company’s goals, 
expectations, and timelines. Outlined below are key aspects of the program to 
consider how your company would most effectively be able to drive effective 
engagement and action with suppliers. It’s important to note that the program will 
evolve and build upon the insights and lessons from the previous year. 

Setting and Managing Expectations

To ensure action and improvement over time by your suppliers, it will be 
important for you to communicate the sustainability goals you have set, 
specifically, focusing on your organizations SBT and the role that they play in 
accomplishing that goal. Leading by example through your own SBT and expressing 
the importance of their support and participation in setting their own will create a 
foundation for your suppliers to begin their climate journey if they have not done 
so yet. Your communications should clearly define your organization’s 
expectations, targets, and timeline. 

If your suppliers are required to participate in your supplier engagement program 
or respond to a questionnaire, it will be important to maintain a consistent 
message and tone. If this program has been designated as a requirement this will 
warrant a higher frequency of communication to ensure that suppliers are meeting 
key milestones. Some organizations choose to start their supplier engagement 
program by inviting their suppliers to participate, expressing their involvement as 
optional. This can be a more welcoming way to begin the program, however, you 
may find that you will have to set a more stringent expectation and standard as 
the program evolves in order to accomplish your SBT goal.

Training and Capacity-Building

Providing resources and tools to your suppliers will provide them with guidance on 
how to make progress against the goals you’ve set. Not developing tools and 
guidance resources is like asking someone to summit a mountain without a map.  
Whether that be guidance documents on developing a GHG inventory and/or 
setting an SBT, webinars, or 1:1 coaching, providing resources and training sessions 
will provide the additional level of support suppliers may need along their own 
SBT-setting journey. There are many publicly available resources that can be used 
and shared with suppliers; however, you may consider developing some select 
company-specific resources that outline your expectations, timelines, and where 
suppliers can go for support.
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A program and system that facilitates supplier training and capacity-building.

As reaching your supplier engagement goal is directly correlated with your 
supplier’s commitment to setting their own sustainability goals, it will be 
important to provide relevant training, education, and building capacity on carbon 
emissions management with your suppliers. To create a training and education 
program that provides your suppliers with the tools needed to set and implement a 
SBT you will need to have a baseline understanding of where they are in their 
climate journey. Conducting a climate maturity assessment is the first step in 
gaining this baseline understanding of where your suppliers are in their journey and 
can give you the ability to track their improvements and progress over time. The 
baseline climate maturity analysis can be conducted through the collection of 
publicly available data from reporting bodies such as CDP and SBTi. Although this 
information is more general, it will give you the ability to develop your metrics, 
question sets, and basic guidance for the first year of the program. After your first 
year of collecting primary data from suppliers you will be able to gain the context 
needed to develop a more robust and specific supplier engagement road map as 
you will be able to identify improvement areas. Providing relevant and timely 
information to your suppliers will give them the know-how to progress in their own 
climate journey. 

A program that encourages continuous improvement of supplier performance. 
 

 

 
 
There are a number of levers that can be used to engage your suppliers and 
encourage them to continuously improve. Such engagement can include the 
following:  

• Hosting webinars and virtual meetings that provide knowledge and information 
on various topics pertaining to tracking GHG inventories and setting and SBT

• Having tailored support and coaching for those prioritized suppliers that may 
have the most impact on meeting your SBT and driving participation amongst 
other suppliers. 

• Recognition of suppliers who are conducting best practices and leadership in 
this space.  

• Providing business incentives to suppliers. This can include business incentives 
that are awarded based on where a supplier is on the journey if they are in 
process of setting an SBT or have successfully set or committed to an SBT. Such 
incentives could be included in the contracts or even a commitment to a 
longer-term business relationship

9
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Progress Reporting 
A program that encourages continuous improvement of supplier 
performance.

 
Maintaining your supplier list

For most companies, supplier lists and spend will fluctuate year- to- year. 
These changes may impact the group of suppliers that are in scope of your 
supplier engagement goal over the five-year goal timeframe, so it’s important 
to reset and analyze your supplier list at the end of each fiscal year. If your 
goal is set in terms of percentage of spend coverage (i.e., the top 75% of PG&S 
suppliers by spend), you’ll rerun the spend analysis to determine which 
suppliers are in the target boundary, and whether any new suppliers are now 
within the threshold. If your goal is in terms of supplier emissions, you’ll need 
to rerun the emissions analysis in the same way. It’s important to also note and 
remove any suppliers your company no longer does business with. Generally, 
we advise companies to keep suppliers on their engagement list even if their 
spend drops below your goal threshold as you have likely already begun 
engaging them, however this is not an explicit requirement. Lastly, to align 
with SBTi’s guidelines, it’s best to stop adding new suppliers to your goal within 
two years of the target end-date to provide an appropriate amount of time for 
suppliers to set their SBTs.

Evaluating supplier data and reported SBTs

Analyzing supplier-reported data should be conducted at-minimum once a year 
to evaluate and benchmark supplier progress and to understand your own goal 
progress. Often companies will supplement annual data collection with 
monitoring the SBTi’s list of companies that have set targets to enable more 
frequent progress tracking. 

 
Once supplier data is available, this enables your company to:

• Evaluate where suppliers are in their climate journey and adjust your 
engagement strategy to reflect this

• Review and validate supplier reported SBTs 

• Track progress towards your supplier engagement goal

• Develop supplier benchmarking that can be shared internally 
and with suppliers

10
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Contact Elena Kocherovsky
Principal Consultant and Supplier Engagement Lead
Elena.Kocherovsky@anthesisgroup.com

While SBTi validation is the most robust way to ensure suppliers have set 
credible targets, it is not required. Using supplier reported data there are ways 
to validate whether the target they are reporting meets SBTi criteria 
(boundary, timeframe, ambition, etc.), thus it’s important to include specific 
questions around these criteria in your supplier survey. 

Anonymized supplier benchmarking is a great way to drive action and healthy 
competition. If a supplier sees their peers are making more progress toward 
their SBTs, this can be a great motivator and proof point for supplier 
sustainability teams to take to their leadership to build the case for this work.

Progress Reporting

SBTi requires that companies publicly report on their progress against their SBT 
on an annual basis. This is typically done through an annual CSR report, or 
progress reporting on your company’s sustainability website. Using the data 
you’ve collected and validated from suppliers should enable you to easily track 
progress on your supplier engagement goal, as all you are tracking is how many 
suppliers have set SBTs, and what portion of spend or emissions they represent. 
It’s important to plan ahead so that supplier data analysis happens well in 
advance of your sustainability reporting to enable timely and effective progress 
reporting. 

Conclusions

Supplier engagement on SBTs is not a simple undertaking and requires 
commitment and strategic planning. However, if you follow the road map and 
key elements outline in this guidance document, there is substantial potential 
to drive impact and change within your supply chain. The good news is that 
many organizations are making these commitments and building momentum on 
addressing supply chain emissions and working towards a net-zero future. We 
aim for this guidance document to provide the tools, processes, challenges, 
and enablers required to create a supplier engagement program that drives 
supply chain transformation. 
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