
 

1 
 

Whitepaper: Operational models for creating EPDs 

Introduction 
There is a growing demand for disclosing life cycle impact data on products across industries. 

Procurement departments of your customers engaged in purchasing processes or tenders are more 

likely than ever to request externally validated information. In response, companies provide 

Environmental Product Declarations (EPDs) for the products included in their portfolio. In some 

instances these are updates to existing EPDs, in others, the EPD needs to be created from scratch.  

Operationalising EPD creation in your company requires deciding on either building in-house life cycle 

expertise or outsourcing to an external service provider. Both choices are valid options but entail 

different levels of engagement and upfront investment in time, materials, staffing, and expertise. This 

whitepaper outlines the considerations of both operational models and will also dive into a hybrid of 

both choices, where external support is sourced as an extension of a smaller in-house team. 

 

Scope 

This whitepaper covers considerations for company decision making 

on the implementation and operationalisation of EPD creation for a 

wider product portfolio. The EPD creation means developing type III 

declarations under the ISO14025 and the EN15804+A2 standards. To 

do so each EPD should be developed in accordance with the process 

flow outlined in Figure 1. This paper covers only the operationalisation 

of this process within an organisation and will therefore not include 

the specifics of the EPD creation process itself1. 

 

Reading guide 

In order to provide a balanced overview, a number of considerations 
to help the decision-making process will be discussed in depth first. 
Following this, a qualitative assessment is provided on how the 
considerations pan out for each of the operational models. 
 

The considerations 
For operationalising the EPD creation, five important considerations 

should be considered upfront. The choices made regarding these 

considerations will impact the decision to either set up in-house 

expertise, focus on fully outsourcing, or choose  a hybrid between 

the options. The main considerations are: 

1. Platform provider selection 

2. Volume of work expected and market requirements 

3. Extent of variations in production processes  

 
1 For additional information on this process please consult our website: https://www.ecomatters.nl/services/lca-
epd/environmental-product-declaration/epd-process/ 

Figure 1 EPD creation process flow 

https://www.ecomatters.nl/services/lca-epd/environmental-product-declaration/epd-process/
https://www.ecomatters.nl/services/lca-epd/environmental-product-declaration/epd-process/
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4. Level of upfront and ongoing investment  

5. Balancing EPD workload against other (internal) priorities 

Each consideration will now be  described below. 

 

1. Platform provider selection 

Your EPDs need to be publicly accessible via publication (of the validated EDP) on an EPD platform. 

Keep in mind that the type of EPD platform provider used influences what is required of the EPD 

documentation (incl. EPD declaration templates, LCA report structure, and relevant underlying 

Product Category Rules).  

The decision on which  platform provider to use can depend on: 

• Fees associated with platform membership and publishing EPDs 

• If customers request that your EPDs are published on a specific platform 

• Sector or industry specific preferences and coverage 

As each platform has a different approach, it is advised to take some time to familiarise yourself with 

them. Most companies decide to create EPDs on a single platform as this limits the time needed for 

onboarding and understanding  the requirements and process of the selected platform. This is 

particularly useful when building an in-house team dedicated to creating EPDs. Although most 

companies choose a single platform, it is always possible to expand your in-house expertise to cover 

other platforms later on or to hire external support when needed. In the latter case, it is useful to 

inquire about which platform providers are suggested by the external service provider. Their 

suggestions may lead to cost savings due to cost-efficiencies they can realise based on their 

experience with the system. 

 

2. Volume of work expected and market requirements 

The size of the product portfolio, the amount of business units engaged, the business strategy around 

EPD creation, and the amount of customer inquiries will determine how many EPDs need to be 

created each year. Be aware that a number of similar product variations2 can be included in one LCA 

study, which can then be used to publish multiple EPDs (depending on the need) after reviewing the 

study. This gives flexibility in regard to making specific EPDs for similar products that are marketed 

under different brands or that are sold to different customer segments.  

Having clarity on the number of products that will be considered for studies, their similarities, and the 

amount of EPDs that are needed will be instrumental in gauging the expected workload. Keep in mind 

that shifting market requirements can result in a shift in volume over time. For instance when more 

customers start to require EPDs, or when your customers require the EPDs to be validated and 

published with different platform providers. Additionally, your internal stakeholder might also want to 

develop EPDs for new products or products that have not been initially included in the scope of work. 

For smaller or medium size volumes, varied product portfolios, and/or differing customer 

requirements, it can be easier to focus on outsourcing or rely on external support. Using an external 

service provider sidesteps the need for building internal capacity and knowledge on dealing with a 

 
2 The specifics of combining the product variation in the LCA study depends on the PCR rules for the products 
under study and can vary between platform providers. 
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range of Product Category Rules (PCRs) or understanding the intricacies of modelling each different 

process or End-of-Life stage. This is an effective and efficient way of creating EPDs for smaller and 

medium volumes with minimal internal investments that lead to fixed costs. The expertise of service 

providers helps to reduce the cost per EPD and, with a focus on this type of work, they can easily keep 

on top of developments  to retain expertise. Additionally, it is easier to deal with an unexpected 

decrease in volume or a sudden increase in demand. 

In the case of larger volumes of products, it becomes more efficient to build in-house expertise for 

instance by utilising digital platforms that are tailored to your company or sector. These systems allow 

for the rapid creation of standardised EPD studies and LCA documentation. Although these systems 

are rather streamlined and scoped in what can be covered, they make it easy to create new EPDs 

yourself. This option is generally favourable when the product variation is limited and there are no 

changing requirements regarding the use of platform providers or PCRs.  This type of digital solution 

may  be less suitable when market requirements are less clear. Therefore, when procuring such a 

digital solution for your in-house team, it can still be beneficial to engage an external service provider 

to help with detailing the requirements for selecting a system and  ensuring it is fit for purpose. 

Of course, it is also possible to build an in-house team of LCA experts that can tackle all relevant 

product variations and keep up to date with relevant developments in the field. This can be paired 

with the third option of utilising (limited) external support, which then act as an extension of your 

team. This enables you to have the same flexibility and retain access to expertise on short notice, but 

limits the need for an extensive in-house team with its associated fixed costs. When market 

requirements are unclear or in flux, these options can be more favourable than utilising a 

standardised digital system. 

 

3. Extent of variations of production processes (or complexity) 

If your company has many production sites and/ or produces its products through a range of different 

production processes, there is a large amount of complexity at play which will increase the amount of 

variation needed to be covered in the underlying LCA studies for the EPDs. This results in additional 

data collection and modelling requirements and increases the size of reports that need to be 

developed. In regards to data collection, this might mean that more sites need to be engaged with to 

obtain relevant primary data (bill of materials, production and packaging volumes, energy use, waste 

percentages and recycling data, etc.) and that more internal stakeholders need to be consulted for 

each study.  

If you already have an established data collection system in place, collecting additional data should be 

a relatively smooth process. However, this can be a challenge if you are part of a holding structure 

that consists of a number of recently acquired companies, or if there are many different systems. 

Keep in mind that in any case time will need to be spent on the data collection process. Most 

companies choose to do this themselves as outsourcing data collection can be costly and an external 

party will not have the same level of understanding of the companies’ data structure and its 

(potentially competing) internal priorities.  

Modelling and reporting development in these situations with higher complexity can still be covered 

easily with outsourcing or by sourcing external support for your in-house team. Dedicated 

consultancies with experience in Life Cycle Assessment can be counted on to understand the 

intricacies of the process variations with minimal guidance from your side. Another benefit of 

engaging an expert in the field is that they can provide judgement on which products can be 
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combined in a single study under the relevant PCRs. As such providing a swift and efficient way to 

determine the extent of the variation, the complicity, and the implications for the associated study 

efforts.  

 

4. Level of upfront and ongoing investment 

Setting up a dedicated in-house department requires significant upfront investment in recruitment 

efforts, management attention, and procuring the relevant licences for LCA modelling software (GaBi, 

SimaPro, etc.). Additional costs can be expected when you are considering the use of standardised 

software for EPD creation and for the fees associated with the selected platform providers. 

Depending on the desired size of the department this can be a sizeable upfront investment, which can 

also result in sizable ongoing fixed costs (salaries, licence fees, training costs, etc.).  

The involvement of external support with a smaller in-house department, or depending on fully 

outsourcing of the EPD creation, will reduce upfront investment costs and make it easier to limit 

ongoing expenses. Both options provide levers to reduce fixed spending on EPD development but will 

reduce the amount of in-house knowledge on the subject. This can be advantageous for companies 

that find their overall EPD creation needs are relatively limited in scope. It is also suitable for those 

companies that want to retain the ability to quickly scale up and scale down depending on the 

circumstances. Leveraging external support will make sure that up-to-date knowledge is available, 

while not incurring the costs of maintaining this expertise in-house. Do keep in mind that having 

access to the underlying LCA models of your EPDs (developed by external services providers) still 

requires licensing of LCA software. This is not strictly necessary, but most companies prefer to have 

access to the models and the databases used (i.e. Ecoinvent) from a data management and security 

perspective. 

 

5. Balancing EPD workload against other (internal) priorities 

The EPD workload can conflict with other (internal) priorities in both a negative and positive way. 

From a negative perspective, the EPD creation process could be considered by some as a drain on 

internal resources and as an additional requirement that needs managing. Certainly, during periods of 

reorganisation, or when there is a refocussing of priorities, this can lead to the marginalisation of time 

and resources allocated to in-house development. In this case, external support can be used as a 

buffer to deal with reduced availability. When fully dependant on outsourcing, this becomes even less 

of an issue.  

When considering the positive view, building an in-house team signals that your business takes 

transparency on product related environmental impacts seriously. The establishment of in-house 

expertise also embeds this aspect deeper into the ongoing business processes. Doing so requires 

establishing relevant internal relationships and having a good understanding of the business needs 

surrounding the EPD creation. This can have the unintended (positive) side-effect of business 

stakeholders starting to ask more sustainability related questions. However, if this is not managed 

properly it can result in an unexpected or unwanted shift in priorities, where the in-house team are 

used to provide broader sustainability insights to the business, leading to issues with capacity which 

will then prompt requests for hiring additional staff. In the long-term, this can lead to a ballooning of 

the fixed costs and a reduced focus on EPD creation, which may not be sustainable.  
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Having a clear view of the short- and mid-term perspectives of your company’s priorities and 

sustainably needs helps to make the right decision. Having an in-house team can be valuable when 

the perspective seems rather stable, but if this is not the case it can be more suitable to hire external 

support or go for outsourcing. 

 

Considerations overview 
Based on the previously described considerations for operationalising EPD creation it is clear that 

there is no perfect solution that fits all. Instead, the decision depends on the circumstances of your 

business and what your expectations are going forward. In Figure 2., the 3 ways of operationalising 

EPD creation are mapped against the underlying considerations described previously. This overview is 

meant to provide an indication of when each of the 3 operational models can be best utilised with 

respect to each specific consideration. The choice of platform provider has been left out of the 

overview as it will influence all other considerations and is the least dependent on your choice of 

operational model.  

 

 

How we can support you 
You might think that we prefer to support you with deploying an outsourced model, but in practice  

much of our work involves supporting in-house teams and providing flexible, external expertise and 

support, on demand, based on a hybrid model. We do not have a preference, as we focus on providing 

support where it is needed. Therefore, we offer a full suite of data-driven life-cycle-thinking related 

services in regard to EPD creation. Our clients often retain our service for many years due to our 

technical expertise, developed trust, independence, flexibility, and ability to deliver on what is required 

even when circumstances change. 

Figure 2 Operationalisation models mapped against 5 considerations. The markers indicate the optimal point of utilising the 
respective operationalisation model for each of the considerations. 



 

6 
 

Our many years of experience in developing EPDs in a range of company settings allows us to: 

• Support setting-up, developing, and training in-house teams  

• Provide independent support in selecting and vetting digital service providers for standardised 

EPD creation 

• To take full responsibility for the EPD creation process  

• Act as an extension of your in-house EPD or LCA team  

• And last but not least, support with many other quantitative sustainably related inquiries. 

Do you want to know more or discuss what would work best for your company? Reach out to one of 

our team members or send us an email at info@ecomatters.nl. 

https://www.ecomatters.nl/about/team/
mailto:info@ecomatters.nl

