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Circularity in Action & Strategic Blueprint for the 
Corrugated Board Industry

Pre Kick-off
January 2026

Kevin Chen, Consulting Director - kevin.chen@circul-r.com
Eva Arth Grandemange, Managing Consultant - eva.arthgrandemange@circul-r.com
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Objectives 
of the 
meeting

1. Introduce the project team

2. Review the project objectives and 
scope

3. Organise key touchpoints (incl. 
kickoff) and project governance

4. Share relevant documentation
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● Eleni Despotou, Director general
● Outi Marin, Chair of sustainability 

and circularity working group
Sponsor

Production and 
contribution

Steering
● Juliette Guerin, Technical and 

Sustainability Director
● Outi Marin, Chair 
● + Experts (tbc)

● Eva Arth Grandemange,
Managing consultant

Mobilisation

● Jules Coignard, 
Cofounder 

● Kevin Chen, 
Consulting director

● Member / expert interviews
● Emma Victor, 

LCA Senior consultant
● Francesca Franke, 

Senior consultant 

The team mobilised for this mission

● Participation in 
follow-up meetings

● Point of contact to 
ensure the  quality of 
deliverables 

● Participation in key 
milestones 
(presentation of 
deliverables)

● Development of 
the deliverables

● Participation in 
operational 
meetings



©
20

25
 C

irc
ul

’R
 -

 c
irc

ul
-r

.c
om

4

Objectives and project approach

Agenda

Expectations and points of attention

The details: schedule, project tools, 
governance 

Data overview: what has been shared 
and what is available
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FEFCO’s strategic objective covers circular performance, policy 
credibility and advocacy

● Map the value chain to identify innovation and improvement opportunities
● Objectify sector performance using 25 years of robust, verifiable LCA data
● Define circularity through alignment with key standards (ISO, ESPR, CEN)

● Identify and position the corrugated board circularity performance within EU policy 
debates (CEA, PPWR) through objective, evidence-based analysis 

● Ensure full alignment with EU/international regulatory frameworks
● Avoid greenwashing pitfalls with critical, data-grounded communication

● Deliver an advocacy-ready output for public and institutional audiences
● Provide evidence-based arguments to guide policymakers in the CEA debate
● Translate analytical rigor into clear, accessible and influential narratives

Strengthen circular performance and value chain visibility

Position the sector strategically in policy and market debates

Ensure credible, standards-aligned communication and advocacy
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●

Objectives : 

● Frame the circularity assessment by 
identifying ~10 most relevant KPIs 
based on the Fabrique Mesure de la 
Circularité framework and 
best-suited indicators for FEFCO’s 
industry sector

● Assess environmental, economic, 
operational and regulation-
compliance performance with 
identified KPIs, based on FEFCO’s 
existing studies and complementary 
data gathered in phase 1 

● Identify operational conditions in 
which alternative scenarios 
outperform the reference system 
(tipping points) through quantitative 
and qualitative circularity analysis for 
each product categories/user 
profiles selected

● ●

Our structured approach, in 4 work packages, to turning corrugated 
board circularity into measurable performance, strategic positioning, 
and advocacy

For discussion 

Objectives : 

● Translate identified gaps and 
benchmarking insights into 
actionable recommendations, 
prioritising innovation opportunities 
across policy, design, and business 
models

● Draft a strategic positioning paper 
defining FEFCO’s positioning based 
on proven circularity performance, 
benchmarking differentiation, and 
priority levers for the corrugated 
board sector

● Ensure communication integrity by 
integrating robust, ADEME-aligned 
recommendations to de-risk 
potential overclaims or 
misrepresentation and strengthen the 
credibility of communications

Objectives : 

● Design an advocacy toolkit, 
including the development of a 
comprehensive communication and 
advocacy toolkit for use by FEFCO 
members and national federations

● Coordinate communications and 
policy actions with FEFCO for the 
final presentation at the FEFCO 
Summit 2026 in Madrid and broader 
European dissemination

● Deliver a dedicated high-level 
webinar for FEFCO members and 
stakeholders on the study’s key 
findings  [Option] 

Objectives : 

● Define key product 3 categories/user 
profiles to investigate: secondary 
packaging, tertiary packaging, 
e-commerce, etc.

● Map the value chains as baseline 
reference systems for each product 
category: supply, production, typical 
end-of-life (collection, recycling…)

● Identify and describe alternative 
packaging systems to be assessed 
(max. 2) for each product category 
[based on current & available data]

● Capitalize on and structure existing 
LCA studies and internal data to 
establish comparative gap analysis, 
which will be completed with 
quantitative and qualitative inputs 
(data review, capitalization of 
existing documentation, interviews) 
to serve in phase 2

1
Value chain mapping 
& circular journeys 
definition

Circular performance 
measurement & tipping 
point modeling

Dissemination and 
advocacy

Critical review 
consolidation & 
strategic positioning

2 3 4
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● ●●

1
Value chain mapping 
& circular journeys 
definition

Examples of deliverables 

For discussion 

Circular performance 
measurement & tipping 
point modeling

Dissemination and 
advocacy

Critical review 
consolidation & 
strategic positioning

2 3 4

Example of final roadmaps
Examples of value chain mapping 

Example of webinar presentation 
by the E-commerce Packaging 

Reuse Coalition
Example of a criticity and 

circularity assessment
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The details: schedule, project tools, 
governance 

Objectives and project approach

Data overview: what has been shared 
and what is available

Agenda

Expectations and points of attention
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Mobilized resources needed for a smooth project execution

For discussion 

Engaged Teams
FEFCO core team (2–4 people max.)
Dedicated to project steering, validations and strategic 
arbitration
● Sustainability & circular economy leads
● Policy / public affairs representatives
● Technical experts (packaging, recycling, LCA)

Extended ecosystem mobilized on demand 
For interviews, workshops and data consolidation
● Selected FEFCO members and relevant stakeholders for 

interviews / workshop
● External experts or institutional stakeholders (if relevant)

Sponsors 
FEFCO leadership may be mobilized when strategic or political 
arbitration is required

Governance
[Recurring] Bimonthly coordination meetings
● ~45 min, every 2 weeks
● Objectives: project follow-up, alignment, validation of 

interim outputs
● Participants:

○ FEFCO core project team
○ Circul’R core team

[Recurring] Steering Committee / strategic checkpoints
● ~1h, at key milestones
● Objectives: strategic validation, arbitration on 

positioning and advocacy
● Participants:

○ FEFCO leadership & policy representatives
○ Circul’R senior team
○ Selected members representatives (if relevant)

[Non-recurring] Kick-off & final restitution
● 1h30 at project launch and final delivery
● Participants: 

○ FEFCO core team & leadership
○ Circul’R project team
○ Invited members / institutional stakeholders 

(optional)
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Projected planning: a guiding thread from analysis to advocacy 
at the FEFCO Summit 2026

Note : This planning is dependant on the kick-off date and availability of internal and external interviewees.

As a reminder

Project milestone / Steering Committee Regular Touchpoints

M1 M2 M3 M4

Restitution: strategic 
positioning & reco

#1 - Value chain mapping & circular 
journeys definition

Restitution: circular perf. & 
tipping point insights

Restitution: value chain 
mapping & circular journeys Project kick-off

#3 - Critical review 
consolidation & strategic 

positioning

#4 - Dissemination and 
advocacy

Value chain mapping 

Data review and gap analysis

Alternative circular journeys definition

Tipping point feasibility 

Actionable 
recommendations 

Strategic positioning paper 
draft

Communication 
integrity

KPI selection

Circularity assessment performance

#2 - Circular performance 
measurement & tipping point modeling

Advocacy toolkit design

Coordination & presentation

Final presentation of 
influence & advocacy plan
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Sharing of documents Meetings

● Regular touchpoints 
● Kickoff
● Workshops
● Project milestones - Presentations:  

○ value chain mapping & circular journeys; 
○ circular perf. & tipping point insights
○ strategic positioning & reco
○ final presentation of influence & advocacy 

plan

Document sharing: working 
documents such as excel files, 
deliverables, meeting summaries, 
etc. 

The tools deployed for this project

For discussion 
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The details: schedule, project tools, 
governance 

Objectives and project approach

Data overview: what has been shared 
and what is available

Agenda

Expectations and points of attention
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Data needed from FEFCO and its stakeholders

Additions (TBD)

From FEFCO members (on a voluntary / 
representative basis)

● Existing LCA data and methodological 
documentation

● Key indicators on recyclability, recycled content 
and end-of-life performance

● Insights on operational realities across different 
European regions

● …

From the ecosystem (if applicable)
● Publicly available references and datasets 

supporting the regulatory and benchmarking 
review

● Benchmark data and recognized references (ISO, 
CEN, CSRD, ESPR)

● …

Preliminary data shared by FEFCO

● Existing sector studies, LCAs, position papers 
and public communications:
○ European Database for Corrugated Board Life 

Cycle Studies
○ Comparative Life Cycle assessment packaging 

solutions for the food
○ Hot-spot analysis of e-commerce logistic 

chain: single use vs. reusable solutions
○ White paper on packaging recycling and reuse 

in the European Circular Economy
○ WEF white paper Design & Management for 

Circularity
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The details: schedule, project tools, 
governance 

Objectives and project approach

Data overview: what has been shared 
and what is available

Agenda

Expectations and points of attention
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Expectations Points of attention

● Identify the tipping points to 
determine when & under which 
conditions recycling performs better

● Understand the current loops and 
identify the potential gaps & work on 
the matter 

● Develop an objective, 
evidence-based positioning  

● Phase 3 / Phase 4 output available for 
the conference in May

● Transparency among all stakeholders

● Efficiency and direct communication

● Sharing of relevant information 

● Availability of external contacts before 
and after interviews

● Capitalising on FEFCO’s previously 
developed analyses (LCAs) and 
leveraging proxy data to fill any gaps

For discussion

Sharing expectations and anticipating areas for attention 
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Accélérer la transition vers 
l’économie circulaire

16


