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Context

1. The Office of the Deputy Prime Minister (ODPM) has created nine regional Centres of Procurement Excellence (CoPE).  These centres are expected to help implement the National Procurement Strategy for Local Government in England (October 2003) and to be catalyst for efficiency savings for Councils, Police, Fire and Health Authorities.  Details of the guidance issued by the ODPM is given in Appendix 1.  Tameside Council is hosting the North West Centre of Procurement Excellence on behalf of the Association of Greater Manchester Authorities (AGMA) working in conjunction with Liverpool City Council.  

2. This business plan sets out priorities and direction for the North West CoPE and identifies how activities will be resourced and funded over the two financial years 2004/5 and 2005/6.  It also includes longer-term goals and actions on the assumption that the centre will be sustained after the initial two-year period.  It has been based on: 

· Feedback from a major launch event;

· Views collated at series of workshops held in the North West region;

· Follow up interviews with a number of North West authorities and partners;

· Results of a survey by questionnaire issued to all authorities in the region (see Appendix 2 for further details); and

· Consultation with all councils, police and fire and transport authorities.

· Guidance from the ODPM.

3. The key finding from this work are that there is a high level of collaboration on procurement and an appetite to see further improvements from such collaboration.  There are examples of good practice and procurement models for others to follow in e-procurement, construction partnerships and framework agreements.  There are however issues in terms of capacity which translate into significant gaps – lack of procurement planning, strategic sourcing, documented guidance and policies.  These gaps are more evident in the smaller district councils.  There are also significant variations in the cost to councils of good and services indicating that there are quick wins to be had by providing access to what are currently the best contracts.

4. Analysis of the survey which to date has been responded to by 15 District Councils, 14 First Tier and 8 others representing fire, police and transport authorities shows:

· 92% have a procurement strategy.

· 78% have collaborative arrangements with other public bodies (93% of unitaries/mets/counties) and 57% with the voluntary and community sector.

· 75% of first tier councils had useful procurement models to offer.

· 65% have a structured approach to risk management and 62% have a structure approach to project management

· 65% provided training for procurement-related training for procurement and non –procurement staff.

· 89% use best value for money on all or some of their procurements and 73% report that they, at least sometimes, use whole life costing.

· 22% offer Chartered Institute of Purchasing and Supply training.

· 38% have a procurement plan (13% of districts).

· 11% have a Strategic Sourcing approach set out in their procurement processes.

· While 65% have a dedicated Head of Procurement Post, only 8% of these report to the Chief Executive.

· Fewer than 50% have a manual providing detailed guidance on procurement.

· Only 24 and 22% respectively have documented processes and policies that could be used by others for implementing the Race Relations Act and Sustainability policies.

· Only 3 organisations have a gateway review process.

5. In order to get a feel for cost variations and without comparing quality, the prices for the following goods and services were surveyed.

	Goods/Services
	Lowest
	Highest

	Paper ream 80gsm A4 White
	£1.35
	£2.50

	Standard computer with software (no printer)
	£618
	£1100

	Biro 
	0.0192p
	18p

	Annual council tax collection cost per a/c
	£5.17
	£23.00

	Residential Care (per day)
	£38.88
	£45.55

	Annual Payroll cost per person
	£36.00
	£170.50


It is interesting to note that aggregation/economies of scale do not always produce lowest cost.

6. The CoPE must provide benefits for all, not just for those who have higher costs or obvious gaps.  All councils must implement the National Procurement Strategy and all will benefit from support in this.  All must achieve savings from the aggregation of demand and from collaboration in the provision of services.  It is important to emphasise the role of the Centre in strategic procurement in this respect.  The CoPE will be well placed to assist both in delivering the quick wins and in the realisation of longer-term objectives.

Role of the Centre of Procurement Excellence

7. The Centre of Procurement Excellence essentially will be the members i.e. those organisations which participate in its governance and in the delivery of the business plan.  It will be a catalyst for improving procurement, collaboration and partnering in order to deliver better and more efficient services across local government and ultimately the wider public sector in the North West region.

8. At its heart will be a Director of Procurement with a small nucleus of staff based in Tameside.  The Director will

· Promote the Centre and the objectives of the national Procurement Strategy with members and senior management of participating organisations including business and voluntary sectors.

· Establish a management information system of baselines, plans and performance.

· Develop and support projects to improve procurement in the North West.

· Ensure coordination and participation with national projects and other regions’ activities.

· Target support and monitor progress of all councils in achieving the National Procurement Strategy.

· Facilitate excellent communications across the CoPE including a website, member portal, newsletter and seminar programme.

· Progressively involve other public organisations e.g. Health, Higher and Further Education and establish concordats and protocols for collaborative working.

9. The projects identified in this business plan are designed to lead to improvements and will be delivered by action teams or workstreams led by individual or groups of authorities.  There will be a process whereby bids will be invited.  Timescales and deliverables will be agreed within the context of this business plan whilst allowing for innovation.

Vision and Purpose

10. The vision for the Centre of Procurement Excellence North West is 

The Centre of Procurement Excellence will develop and deliver efficiencies and service improvements to the citizens of the North West Region through increased strategic procurement and joint or collaborative working.

11. The Centre will develop a common procurement policy and strategy which will deliver the following outcomes:

· Significantly reduced costs of procurement.

· Significantly improved value in goods and services – bought-in, back office and direct.

· Significantly improved value in works.

· Development of local economies including healthy voluntary and community sectors.

· All North West councils to achieve the milestones set out in the National Procurement Strategy.

· Improved procurement capacity.

Performance Measures

12. High level key performance indicators will be used to set targets and to measure improvement for each of the broad objectives as follows:

Cost of Procurement

13. e-procurement, including use of purchasing cards, is estimated to save around £28 of the average £65 cost of a transaction prior to its introduction.

14. A high level performance measure would be the % of low level procurement transactions across the region made using purchasing cards or a suitable electronic equivalent.

15. A reduction in the stages and effort involved in letting contracts can be achieved by use of standard processes and via that process by use of contracts either available nationally e.g. OGC or regionally. 

16. A high-level performance measure will be the % of contracts entered into using standard process and the % resulting in use of available contracts.

Improved Value

17. We know that significant savings can be made by aggregating demand, even at an organisational level, and by the use of e-auctions with typical savings being:

· Telecoms  
25% - 45%

· Office supplies 
25% - 40%

· Work wear 
15% - 45%

· Temporary labour (agency fees) 
20% - 60%

· Hotels and travel 
10% - 25% 

These are candidates for quick wins.

18. A high-level performance measure will be the % of spend going through national and regional contacts.  Baseline data will be needed to translate these figures into cash amounts.

19. Works costs are a separate focus of concern.  Here the need is to move away from traditional tendering and claims model to construction partnerships and call-off contracts.

20. A high-level performance measure will be the % of works expenditure through best practice contracting arrangements.

21. Collaboration on service provision, with or without private sector input, has strong potential for cost reduction.  There are significant variations in cost, not necessarily due to economies of scale.  Provided the correct risk assessments and due diligence are carried out increases in collaborative arrangements should produce savings and/or service improvements.

22. A high-level performance measure will be the number and value of services delivered through collaboration.

Development of Local Economies

23. As part of the National Procurement Strategy all councils will need to have signed-up to the national concordat with SMEs and have a local concordat with the voluntary and community sector.  Buying decisions will remain with local authorities who will normally decide on the basis of best value for their communities.

24. Local businesses and organisations should be developed as local providers and should be encouraged to see the opportunities from the wider market place.

25. A high-level performance measure will be the number of NW businesses and organisations represented in the regional market place.

National Procurement Strategy

26. The strategy has included in it mileposts which all councils in the North West will be expected to achieve in the prescribed timetable.

27. The performance measure will be the council/milepost matrix.  The checklist is attached as Appendix 3.

Improved Capacity

28. Improved productivity by not reinventing and re-doing is the key here.  Sharing of best practice, access to templates, standard documents and use of existing contracts will be the main drivers.  Also important will be training both sharing of training material on-line and a seminar programme.

29. One performance measure will be the provision of a web site with access to up to date information on a full range of information, standard processes and documents, best practice case studies and on-line training.  The availability will be phased.

30. Another performance measure will be the delivery of a seminar programme on relevant procurement issues.

Action Plan

31. In order to achieve the strategic outcomes and performance improvement described above the following actions will take place.  These will be delivered mainly by workstreams or action teams lead by individual or groups of councils with input as appropriate from the private and voluntary sectors.

32. Bids will be sought from member organisations which will be expected to deliver what is required in the timescale stated.  There is scope for different methods of delivery, additional benefits and other innovations.  It is expected that the workstreams will build upon existing strengths and good practice.  There will be some limited funding from the CoPE budget.

33. The Director of Procurement will be directly responsible for some actions.

Cost of Procurement

34. There will be an e-procurement Workstream which will draw significantly from the work of the National e-Procurement Project and that of the North West e-Government Group.  The deliverables will be:

· A procurement card system(s) which Centre members can adopt easily and without going through separate procurement processes.

by March 2005

· e-auction facilities which members can adopt in the same way as procurement cards but in the context of sharing their intentions with other members.

by March 2005

· Establishment of business gateway for suppliers wishing to do business with the Centre of Procurement North West.

by June 2005

· e-market place or market places which will provide access to contracts which have been opened up or negotiated for use by CoPE members.  The market place(s) will need to have interfaces to the commonly used e-procurement systems.

by June 2005


Support will be sought for the development of the market place and business gateway as an exemplar project.

35. There will be a Standards Workstream which will assemble and create templates, standard processes and documents, how to guides, concordats which will be available through the CoPE’s website.  It is through this workstream that much of the support in implementing the National Procurement Strategy will be delivered.


Improved Value

36. There will be a Contracts Workstream which will concentrate on getting the best possible value for externally procured goods and services for the whole of the region.  It will examine current arrangements and see what is best.  It will open up those arrangements to others and make new arrangements using e-auctions where appropriate.

37. It will focus initially on quick wins in telecommunications, office supplies, work wear, temporary labour and hotels/travel.  Substitutes of higher benefit and additions may be made to this list.  In the longer term it will aggregate demand, negotiate regional contracts for all major Council spends.  Quick wins should not be to the detriment of more strategic requirements which may have longer lead times such as Services to Schools, Waste Management and Social Care.  The latter is a real cause of concern and a separate workstream will be developed for this.

38. Deliverables will be:

· Quick win contracts available 
by July 2005

· Regional Procurement Plan 
by June 2005

· Programme for Contract Negotiation 
by August 2005

39. There will be a Collaborative Services Workstream which will identify opportunities for joint service provision and help initiate such provision.  The workstream will draw heavily from the work of the Strategic Partnering Taskforce.  It will have in mind that collaborative service provision may well extend outside the region.  Such joint service provision will embrace joint ventures across the different areas of the public sector and the private and voluntary sectors including strategic partnerships.  There will be support for more than one route to joint service provision.  A hit list of back office and transactional services will be produced.

40. Deliverables will be:

· Identification and support for exemplar projects
by December 2004

· Identification of potential savings from collaboration
by April 2005

· Existing collaborations open to other CoPE members
by September 2005

· New collaborations
by March 2006 onwards

· Recommended approaches including Strategic Risk Assessments


by December 2004 onwards

41. A Health and Social Care Workstream will investigate the needs of the social care market place and identify opportunities for market/supplier development, collaborative procurement and workforce development/procurement of labour.

42. Deliverables will be:

· Social Care Market Assessment 
March 2005

· Programme of join commissioning starting with Out of Authority Placements

· April 2005

· Sharing of Best Practice
January 2005 onwards

· Strategies for Workforce Development
September 2005


43. There will be a Construction Workstream which will examine and recommend models of construction partnerships and call-off contracts for construction and other works.

44. Deliverables will be:

· Model of call-off contracts
by April 2005

· Construction partnerships
by September 2005

Local Economies

45. There will be a Local Economy Workstream which will consider issues related to their development.  There is a need to understand more fully the implications for the supply chain of procurement based on aggregated demand.  It is also important to recognise the difference in effects at regional, sub-regional and local levels.  It will make recommendations regarding the use of the voluntary and community sector and the way in which SMEs are engaged with the CoPE and with e-procurement in general.  It will begin to look at the Social Care marketplace.

46. Deliverables will be:

· CoPE/e-procurement impact assessment
by January 2005

· Model compact with voluntary and community sector
by December 2004

· Support for local businesses
by June 2005

Improved Capacity

47. There will be a Capacity Building Workstream which will encourage the development and sharing of training materials, promote secondment opportunities and mentoring and expert advice.   This will be delivered in the context of the Pay and Workforce Reform Strategy and will make access to the Capacity Building Fund.  It will promote best practice and decide the seminar programme content.

48. The deliverables will include:

· Seminar programme
by November 2004

· On-line training
by June 2005

· Mentor/expert advice scheme
by February 2005

Director of Procurement

49. These tasks fall to the Director and his unit directly:

· Establish baseline data and management information systems 
by January 2005

· Develop Communications Strategy 
(using Councils’ existing Public Relations Units) 
by December 2004

· Set up web site
 by December 2004

· Produce regular newsletter
by November 2004

· Organise seminars
by November 2004

· Establish call-off contract for fitness tests and work with
by January 2005

· The ODPM’s Local Government Practice Team to challenge
local authorities’ performance against the National Procurement Strategy.



· Produce proposals for sustainability of CoPE
by May 2005

· Establish concordat with other public bodies starting with Health
by January 2005

· Work with other Regional Centres to explore the potential for
ongoing
economies at a national level and to avoid duplication of work.

· Provide coordinated legal advice.
ongoing

· Liaison with the Audit Commission
ongoing

National Procurement Strategy

50. The general aims of the National Procurement Strategy are to promote a cultural shift in local authorities, to provide leadership and to build capacity, to promote partnership and collaboration, to encourage councils to do business electronically, to stimulate markets and to achieve community benefits.  As such implementation of the strategy is embedded across the work/programme.

Resources and Funding

51. £400k per annum is being provided for the first two financial years, 2004/5 and 2005/6 to cover the set-up and operating costs of the centre.

52. After this period the CoPE is expected to be self-financing.

53. Staff are being appointed as follows

Director

Assistant Director

2 Technical Support staff
 

54. With set-up costs including consultancy, I.T., accommodation and on-costs, the running of the central unit will require:

£300k in 2004/5

£350k in 2005/6

55. This will leave £100k in 2004/5 and £50k in 2005/6 to support workstreams.  It is clear that workstream bids need to have access to other sources of funding.  Proposals will be drawn-up for exemplar projects for which OPDM funding will be sought.  Potential sustainability after year 2 could be based on:

· Retention of savings generated from their activities such as through e-auctions or the setting up of frameworks.  This funding would be provided only by those authorities benefiting from the savings exercise.

· Consultancy charges for services provide by the Centre’s Director and staff.

· Subscriptions based on for example, the total budget of the Council or their external spend.
56. In any event it is intended to keep the unit’s staffing and other costs low and for any additional expenditure to be used as self-sustained investment.
57. Sustainability will be a decision for stakeholders to be taken early in 2005/6 and to be considered annually along with a review of the CoPE’s performance.

Governance

58. The membership of the Management Board reflects the fact that Tameside is hosting the Centre on behalf of the Association of Greater Manchester Councils (AGMA) and that AGMA’s bid was accepted by the ODPM on the basis of it working with Liverpool to develop the Centre.

59. It is recommended that the following governance structure be adopted by the Centre of Procurement Excellence North West: 
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60. The recommended structure takes account of ODPM guidance and feedback from potential participants.  

61. In light of this information a two-tier management structure is recommended with a Stakeholder Group representing stakeholder interests and taking a hands-off strategic role, and a Management Board whose focus is the operational management of the Centre.  It is of critical importance to the Centre that all authorities and partner organisations link together to work to the benefit of all and to prevent overlap in procurement activities. This approach provides a mechanism for all potential participants to have an input to the decision making process but with a reduced risk of slowing down operational activities through unwieldy structures and decision making processes.

Details of the Corporate Governance Bodies

62. Stakeholder Group

The Steering Group will comprise representation from all participating authorities, chaired by the Chief Executive of Tameside Council.   The Group will be responsible for ratifying recommendations from the Management Group and overseeing the financial position of the Centre and progress against outcomes.  It will meet three times in the first year with the potential for one AGM in future years.  Decisions can be made through correspondence. 

63. Management Board

The Management Board would comprise 16 executive roles representing the diversity of authorities in the region and four non-executive roles.  Membership is expected to be at Chief Executive or Director level and to be consistent.  The executive members would be the following Councils: Tameside, Bolton, Liverpool, Manchester, Rochdale, St Helens, Blackpool, Warrington, Cheshire, Lancashire, Cumbria together with a district Council from each of the counties of Cheshire, Lancashire and Cumbria.  The latter will be decided by the relevant associations.  The Fire Service and Police will each have a representative on the Board.  The five non-Executive members would be 4Ps, the Office of the Deputy Prime Minister, the Improvement and Development Agency, the NW Chamber of Commerce and a representative from the voluntary and community sector. The non-executive members would provide an independent overview of activities and provide another perspective to decision making.   The Board will be responsible for monitoring the performance of the Centre’s Director and team and providing direction and guidance.  It will be chaired by the Chief Executive of Tameside MBC.  The Deputy Chair will be the Chief Executive of Rochdale.

64. CoPE Office
The Office will comprise a Director, an Assistant Director, and two technical assistants.  The Director will be responsible for ensuring that the needs of all authorities are taken into account as far as possible in the work of the Centre and for promoting the benefits of the Centre and motivating authorities and partners to participate, particularly in Action Groups.  The Director and staff will provide hands-on delivery of the Business Plan as far as possible to reduce the burden on participants but will act as mainly facilitators in recognition of their limited resources.  They will also liaise with Government bodies and other partners to represent the needs of the  North West.  The Director will drive the delivery of the Business Plan and produce regular progress reports for the Management Board.

65. Action Groups

The success of the Centre in delivering the Business Plan will depend on participants contributing voluntary resources to Action Groups which will deliver specific streams of activity.  The groups will be temporary and focused on delivering the required outcome in a streamlined  manner.  The numbers and skills of members will vary with the task in hand.  Management Board members may sit on Action Groups in which they are particularly interested.  A lead body will be appointed for each Action Group, following a bid process, and the CoPE Director will programme manage the work of the Action Groups and ensure that they do not become “drawn out”. Private sector input to Action Groups would also be welcomed.  Feedback from authorities suggest that many have particular areas of expertise and interest and would be happy to lead and participate in the Action Groups.

Business Risks

66. A number of risks have been identified during the business planning process and have been detailed in the table below. This table is not exhaustive but includes those risks identified to date, that would have a significant impact on CoPE’s performance.

	Risk
	Comment/effect
	Action Required

	Collaboration

· The cultural shift required to foster shared services is not achieved within the timescales.

· Members fail to provide support for workstreams.

· Members fail to adopt the changes promoted by the CoPE.

· Local economies may be threatened by aggregation.
	· This could significantly detract from performance.

· Centre will fail to deliver again KPIs and strategic objectives.

· Authorities will fail to deliver the National Procurement Strategy.

· Companies in the North West lose business with consequent negative effects on local economies.


	Significant effort is going into awareness raising from the Centre, from the IDeA and others.  Exemplar projects will build trust and demonstrate benefits.

Members need to see benefits to themselves from active involvement by CoPE.  This needs good communication strategy and publicised quick wins.

Need to work with North West Development Agency to ensure companies take opportunities and that supply chain implications are understood.

	Funding and Sustainability

· Centre fails to secure future funding.


	· Centre will cease to function.


	Need to explore with ODPM other sources of funding and to get buy-in from members for the future.

	Process

· Centre fails to meet KPIs

· Inability of CoPE to deliver a quality service.
	· Centre will fail to attract funding for Year 3.
	This will require constant attention.  The make-up of the management must include external agencies e.g. 4Ps, ODPM and IDeA.

	People

· Centre fails to appoint Director.

· Lack of appropriate competencies in Centre staff.
	· Implementation of potential benefits is delayed.

· Centre lacks credibility and fails to attract buy-in.
	Secondment opportunities are being promoted and interim management is being considered.


Appendix 1
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GUIDANCE NOTE

11 March 2004

ODPM

1. Introduction

This Guidance Note contains templates to inform the new Centres of Procurement Excellence launched by the Office of the Deputy Prime Minister and Local Government association on 25 February 2004.

The templates are designed to help inform the structure and function of the centres in addition to the proposal document that was sent to chief executives earlier this year. 

This Note aims to:  

· Assist the establishment of the new centres in accordance with Prince 2 project management methodology 

· Provide a framework against which the centres can establish a common approach to procurement issues and share information, knowledge and resources as appropriate.

The three templates are:

Terms of Reference
A reminder of the original objectives of a Centre of Procurement Excellence, its vision, members and relationships with other public sector agencies/partners and district councils and key elements of a business plan. 

Corporate Governance 

Outlines the roles and responsibilities of all stakeholders including management, reporting, communication channels and options for operating and governance models.

Recruitment Guide

Includes a suggested job profile for the centre project “manager/director”, including guidance notes on recruitment techniques and issues.

It should be noted that these templates are intended as guidance.  How the centres are organised and run is of course at the discretion of the lead councils - in consultation with other supporting councils (as listed by the Minister) and with key partners as appropriate.   Some minimal standards of operation and expected outcomes will be incorporated in the ODPM Grant Determination that will follow this Guidance Note shortly.

The minimal standards comprise what government expects to see in return for the £400,000 funding allocation for 2004/05 and again £400,000 for 2005/06. Those standards and expectations are reflected in this document.

2. Terms of Reference Template

To note

The templates have been prepared as a framework with recognition that there is a great deal of variation between the centres such as:

· Geographical and demographic variations

· Local economic pressures (including salary differentials)

· Political balance and local/regional policy priorities

· Availability and quality of existing procurement resources

· Presence of existing structures and trading models.

There are also many similarities:

· Universal nature of the procurement cycle

· A common aim to target poor and weaker councils in the area

· Similar local authority challenges and opportunities for procurement

· High correlation in terms of market conditions in which suppliers operate

· Common service culture

· Demanding customers and a need to engage citizens and develop communities.

In addition, the centres will start with similar resources, which will provide a common baseline as to what can be achieved in the first two years.

The first key goal will be to get the new centres established and running within six months of launch and clarify what is required in each area to make this possible across the country.

The resourcing for each centre will comprise a project “manager/director” and other staff as needed. Day-to-day activities may fall into three main streams:

1. Relationship building and promoting the centre and the National Procurement Strategy objectives with members, chief executives and chief officers of participating organisations in the Region.

2. Supporting and informing a management infrastructure through reporting outcomes and targets, plans and forecasts.

3. Developing and interpreting projects to improve procurement in each region and participating in national initiatives.

4. Targeting and monitoring progress of the poor and weak councils in particular, in order to assist all councils in achieving the National Procurement Strategy for Local Government.

The project manager/director may undertake these work streams to enable he/she to be in a position to undertake any procurement related activity, striking a balance between support activities and direct commissioning work. Management boards will need to balance these streams with a realistic and achievable operational plan.

Terms of Reference

The centres will be catalysts for improving procurement, collaboration and partnering in order to deliver better and more efficient services across local government and ultimately the wider public sector in the Region.

Vision

To create a fully transparent, accountable Centre of Procurement Excellence to deliver improved services to citizens more efficiently through increased strategic procurement awareness and collaboration opportunities. This will be done through:

· Delivering measurable efficiencies, benefits, and improvements in the context of a business plan

· Sharing knowledge, information and expertise

· Where relevant creating sub-regional centres of procurement excellence to lead on procurement in more local areas 

· Building a reputation for innovation, top quality advice and impartiality.

Identifying priorities and roles

The centres will perform a strategic role, given their vision of performance in the whole Region.

In particular, they will need to consider the following points if they are to gain and maintain widespread support in the Region – 

The centres should complement and not duplicate the roles or activities of the procurement departments in their participating organisations or any consortia (formal or informal) comprising and or owned by the participating organisations.

The new centres should try to deliver efficiency savings and/or measurable benefits to participating organisations over and above what could be delivered through existing structures or mechanisms.

Councils with trading powers should not actively seek to generate or retain profit from the sale of their own trading services, under the guise of centre of excellence. Any profit arising from the role of centre of excellence should be redirected to councils in the Region through a jointly agreed resourcing plan as required.   

Procurement is an important issue for a all councils, but the capacity for change in each participating organisation will vary proportionally to the level and impact of the procurement expenditure. 

Contribution to corporate and strategic plans and objectives should be a priority for each new centre.

Collaborative work already underway in a Region should be embraced by the Centre, in order to provide consistency of approach and message.

While the primary focus of the centres is to improve the local government procurement, it will be appropriate for the centres to facilitate joint procurement activities across different parts of the public sector, working for example with fire authorities, the Police and health services. 

A centre will lead by example and act as the focus for support and guidance on procurement in the region, especially for those authorities categorised as 'poor' or 'weak' in CPA terms.  It will have access to a range of support and services made available by 4Ps, IDeA and other providers to support its activities.

A balance should be struck between delivering “quick wins”; i.e. demonstrable savings and/or service improvements against current arrangements and working on longer-term projects that will deliver significant benefits and savings over a sustained period.  The early years of the centre will be critical, as it establishes credibility, develops its activities and seeks to work closely with other public sector bodies in the region.

Objectives

Strategic objectives

The strategic objectives of the centre may include:

· A common procurement policy for targeting key areas of procurement activity 

· Joint commissioning where there is a sound business case to do  

· Providing opportunities for joint procurement with other public sector partners

Sharing of knowledge, information and skills relating to:

· Providing support and workshop style sessions for members and officers in councils 

· Specification preparation, contract management, performance measurement and review of high value contracts or restricted markets

· Best practice in procurement

· Access to innovation and e-Government solutions

· Delivery against the National Procurement Strategy 

· Existing and newly created procurement organisations, such as purchasing consortia and sub-regional centres of procurement excellence. 

Operational objectives

The operational objectives of the centre may be to:

· Develop the regional infrastructure and support for the delivery of e-government services and activities to help participating organisations reach their own goals and removing duplication of effort and expense

· Identify and put in place a range of partnering vehicles and company structures to deliver more effective partnership working

· Facilitate training and skills development programmes 

· Develop common standards for information gathering and recording 

· Identify potential efficiency savings in procurement and develop and implement proposals to deliver the agreed savings

· Stimulate the market place by working with existing and new suppliers, including small and medium sized enterprises and the voluntary and community sectors

· Sharing procurement between authorities and other public bodies in the region and beyond through framework contracts and aggregating contracts on a national, regional and sub-regional basis as appropriate.

These objectives should be reviewed each year and amended to reflect progress made or changes in business priorities.

3. Corporate Governance Template

Principles

The main principles that the centre should apply in terms of corporate governance are:

· Ensuring that all participating organisations in the centre have a say in determining its direction, priorities and management arrangements

· Providing direct accountability and full transparency in the centre’s work and outcomes so that participating organisations can demonstrate value for money from their contributions 

· Avoiding unnecessary duplication and/or additions to the agreed business plan, and keeping a clear divide between strategic decision making and operational management of the centre

· Creating a mechanism by which issues of common interest or potential barriers to the centre’s may be resolved 

· Encouraging prompt and timely decision making and a commercial approach to procurement issues, whilst ensuring the need for probity

· Ensuring that the centre does not exceed allocated resources and is capable of generating a satisfactory return on investment for all participating organisations.

Corporate Governance 

Structures

Certainly many structures already exist for making decisions in each Region.  The centres should determine to what extent existing models might be helpful to consultation and or delivery.  In general, a minimal but consultative approach should be adopted.  There should be a high-level management/strategic grouping, supported by an operational advisory network or group comprising procurement representatives from each of the participating organisations.

Management group

Each lead organisation with a stake in the centre should participate in a management group. 

The management group should meet three/four times a year depending on local circumstance. 

The management group should be responsible for:

· Commissioning, reviewing and agreeing the business plan for the centre and measuring progress against targets

· Ensuring that the finances of the centre are sound, with appropriate auditing through the lead council’s auditors 

· Ensuring the publication of a performance report, or a one year on report, against the business plan which should include a report on progress made, targets achieved, future work programmes, customer satisfaction and financial statement

· Deciding on the level of remuneration and any bonuses of the project manager/director and his/her executive(s) or support staff

· Resolving any issues or disputes that are likely to impede the approved work programme set out in the business plan 

· Encouraging all public sector organisations in the region to achieve participation in the centre, especially district councils.

Sub-regional management groups

In those regions with sub-regional Centres of Procurement Excellence, a sub-regional management group may be established that runs along the same lines as the regional management group. 

Operational advisory network

This could be based on an existing procurement network in the region and the sub-regions. It should comprise operational staff with a procurement remit from the participating organisations that would help and advise the centre in delivering its work programme. It would help in identifying new areas of work for the centre and potential opportunities, which could be of value to the participating organisations. The project manager/director may like to attend these meetings and report on outcomes to the management group(s) and help to facilitate discussions. 

Communication and wider involvement

Successful and regular communication will be essential for the centre to flourish and share priorities. Councils should facilitate the sharing of information about and promotion of the centre.

Business plan and annual reporting (including financial statement)

An overview of performance published by the management group for ODPM, central organisations, members and all public sector organisations in the region.

Website and use of technology 

A site may contain downloads, links to other sites and be a repository of quality information. Ideally, it could also become the basis for a “one-stop shop” where suppliers can register once only to do business with all public sector organisations in the regions. This will take time, but could be an objective. 

Electronic bulletins

Interested organisations should be encouraged to register to receive electronic bulletins. These may fall into two categories; a regular information sheet and specific topic related briefings.  Again, organisations should be able to register on-line.

4. Recruitment Template

Background issues

Ideally, the project manager/director should have experience in both the public and private sector so that they can provide both a commercial focus and operate successfully in a public service environment.  However, the hybrid nature of the post means that the key skill for this position would be relationship building/influencing capability and general project management ability.

Grading 

Councils have grading structures and should aim to link the content of this post to a local salary band for consistency in pay and conditions. This profile accords with Hay MSL outcomes. 

It is essential to attract quality people to ensure results in the relatively short time frame for the centres. It is suggested that an initial £60k minimum basic salary be set for the manager post.  Lead councils will need to use discretion around the salary additions such as performance rewards/area weightings and so on.

Terms and conditions

All posts should be linked to the terms and conditions of the lead council and appointments are for short-term contracts initially. 

Alternatives to direct recruitment

Alternatives to direct recruitment may be considered such as:

· Secondment from a participating organisation or other public sector body

· Use of a contracted person on a fixed appointment linked to performance

· Use of job share/alternative shared site arrangements with other key councils in other parts of the Region, where geographic coverage is a key factor for success for example.

Developing in-house capacity

Candidates from within participating organisations should be encouraged to apply with the option for secondment wherever possible. It is very important that the need to encourage and develop in-house procurement skills is not overlooked, as this will have a positive effect on the future knowledge and skills base. 

Appendix 2

KPMG - Results of Questionnaire

Below are the summary results from a questionnaire exercise carried out for all authorities and partners in the North West Region.

Responses, with varying degrees of detail, were received from:

· 15 Districts

· 14 Unitaries, Metropolitans and Counties

· 8 further organisations such as fire and transport bodies in the region.

Although the questionnaire does not provide a complete picture of procurement in the region from this exercise it does provide a useful indication of the variety of starting positions of the authorities, and highlights a range of areas where assistance from the Centre is likely to be beneficial.

	Q
	Question


	Districts

15 replies
	Unitaries/Mets/

Counties

14 replies
	Others

8 replies
	Total

(37 

replies)

	6.
	Are you using any of the following services?
	
	
	
	

	
	e-Tendering
	4 = y  (27%)


	3 = y  (21%)
	1 = y  (12%)
	22%

	
	e-Auctions
	4 = y  (27%)


	5 = y  (36%)
	1 = y  (12%)
	27%

	
	Procure to Pay
	7 = y (46%)


	8 = y  (57%)
	3 = y  (37%)
	49%

	
	Procurement cards
	6 = y (40%)


	6 = y  (43%)
	4 = y  (50%)
	43%

	
	e-Sourcing/mrktplace
	5 = y (33%)


	5 = y  (36%)
	2 = y  (25%)
	32%

	7. 
	Do you have procurement models which could be shared for
	
	
	
	

	
	Framework agreements
	1 = y (6%)


	10 = y (71%)
	3 = y  (37%)
	38%

	
	Construction Partnerships
	2 = y (12%)


	11 = y  (79%)
	0 = y  (0%)
	35%

	
	Other
	1 = y (6%)


	2 = y   (14%)

(Care)
	1 = y  (12%)

Commodity management, scorecards, risk management models, national guide
	11%

	8.
	Do you have documented policies and processes which can be used by others for
	
	
	
	

	
	Race Relations Act
	1 = y   (6%)
	5 = y  (36%)
	3 = y  (37%)
	24%

	
	Sustainability
	2 = y   (12%)
	4 = y  (29%)
	2 = y  (25%)
	22%

	
	Encouragement of SMEs
	1 = y   (6%)
	3 = y  (21%)
	2 = y  (25%)
	16%

	
	Encouragement of V&C sectors
	1 = y   (6%)
	3 = y  (21%)
	1 = y  (12%)
	13%

	
	Gateway Process
	1 = y   (6%)
	1 = y  (7%)
	1 = y  (12%)
	8%

	
	Constructing Excellence
	0= y  ( 0%)
	5 = y  (36%)
	1 = y  (12%)
	16%

	
	2003 Act and 03/2003 Circular on Staff Consultation
	0 = y   (0%)
	2 = y  (14%)
	2 = y  (25%)
	11%

	9.
	Have you contracts of particularly good value and could be shared?


	9 = y   (60%)

Stationery incl eAucts, leisure, blue collar, charitable trust, refuse, copier paper, repairs and maint, TPC 2001
	7 = y  (50%)

Libraries consortium, IT applications risk sharing contract, stationery, travel, advertising, utilities, SS equipment hire, residential care, block repairs, PFI, retaining walls, social care
	2 = y   (25%)

Consultancy contracts
	49%

	10. 
	What market intelligence do you actively hold? 
	4 = y  (27%)

Wide ranging
	6 = y  (43%)

Various
	1 = y  (12%)

Transport
	30%

	11.
	When was your procurement strategy last reviewed?
	13 – have a strategy  (87%)
	13 have a strategy  (93%)
	8 have strategy  (100%)
	92%

	12.
	Do you have targets for efficiency savings?
	6 = y  (40%)


	6 = y  (43%)
	5 = y (62%)


	46%

	13.
	Head of Procurement?


	8 = y  (53%)
	10 = y  (71%)
	6 = y  (75%)
	65%

	
	Relationship of HOP to CE


	2 rept to CE  (13%)
	1 reports to CE  (7%)
	0 report to CE  (0%)
	8%

	14.
	How many people are there in your procurement team
	5 = 0  (33%)

5= 1  (33%)

Max = 6
	2 = 0  (14%)

0 = 1  (7%)

Max = 20
	2 = 0  (25%)

3 = 1  (37%)

Max = 20
	24%

22%



	
	Procurement team budget


	£30  - 40k
	£95 - £600
	£40k – 500k
	

	15.
	Do you deal directly with the following?
	
	
	
	

	
	Social Care
	0 = y  (0%)
	4 = y  (28%)
	1 = y  (12%)
	

	
	Housing
	4 = y  (27%)
	4 = y  (28%)
	1 = y  (12%)
	

	
	IT/Telecom
	4 = y  (27%)
	9 = y  (64%)
	6 = y  (75%)
	

	
	Highways
	0 = y  (0%)
	7 = y  (50%)
	1 = y  (12%)
	

	
	Construction
	4 = y  (26%)
	7 = y  (50%)
	4 = y  (50%)
	

	
	Educ Schools
	0 = y  (0%)
	9 = y  (64%)
	N/A
	

	
	Educ central
	0 = y  (0%)
	9 = y  (64%)
	N/A
	

	
	FM 
	3 = y  (20%)
	9 = y  (64%)
	6 = y
	

	
	Leisure
	4 = y (27%)
	8 = y  (57%)
	N/A
	

	
	Dir Services
	5 = y  (33%)
	7 = y  (50%)
	2 = y  (25%)
	

	
	Transport
	2 = y  (13%)
	9 = y  (64%)
	4 = y  (50%)
	

	
	General services and supplies
	5 = y  (33%)
	10 = y  (71%)
	5 = y  (62%)
	

	
	Others
	3  (20%)

Maintenance, stationery
	3  (21%)

Utilities for street lights, catalogue, maintenance
	4 (50%)

Police surgeon, stores, aviation, body armour, custody services, vehicles, copiers, training, laundry, vending, invoice payment
	

	16. 
	Do you have a procurement plan?


	2 = y  (13%)
	7 = y  (50%)
	5 = y  (62%)
	38%

	
	Period procurement plan covers 


	3 yrs  
	2-3 years
	1 – 2 years
	

	17. 
	Does the plan include capital projects?


	2 = y  (13%)
	6 = y  (43%)
	5 = y  (62%)
	35%

	18. 
	Do you have a contracts register?


	7 = y or partial (47%)
	12 = y or partial  (86%)
	5 = y  (62%)
	65%

	19. 
	Do you have a procurement manual/code providing detailed guidance on the processes to be taken by procurement and non-procurement staff?
	3  (20%)
	7 = y  (50%)
	6 = y  (75%)


	43%

	20.
	Structured approach to project management for significant procurement projects? 
	8 = y  (53%)
	10 = y  (71%)
	5 = y  (62%)
	62%

	21.
	Structured approach to risk management for significant procurement projects?
	9 = y  (60%)
	11 = y  (78%)
	4 = y  (50%)
	65%

	22.
	Formal business case and options appraisal process?
	9 = y (incl partial)  (60%)
	10 = y  (71%)
	7 = y  (87%)
	70%

	23. 
	Training offered for procurement team and others?
	11 = y (incl 2 CIPS)  (73%)
	9 = y (incl 5 CIPS)  (64%)
	4 = y (incl 1 CIPS)  (50%)
	65%

	24.
	Does your procurement process incorporate a Strategic Sourcing approach including sourcing teams and e.g. portfolio analysis
	0 = y  (0%)
	3 = y  (21%)
	1 = y  (12%)
	11%

	25.
	Do you award contracts on the basis of best value for money?
	13 = y or s’times  (87%)
	14 = y or s’times  (100%)
	6 = y or s’times  (75%)
	89%

	
	Do you award contracts on the basis of lowest price?
	6 = y or s’times  (40%)
	8 = y or s’times  (57%)
	1 = y or s’times  (12%)
	40%

	26.
	Do the council award contracts on the basis of whole life costs?


	10 = y or s’times  (67%)
	11 = y or s’times  (78%)
	6 = y or s’times

(75%)
	73%

	27a
	Gross Spend? (£m)
	Max – 105

Min – 11.99
	Max = 1400

Min = 166
	Max =  550

Min = 10
	

	
	External spend? (£m)
	Max 65

Min = 3
	Max = 67

Min = 94m
	Max =  240 

Min = 8
	

	
	Social Care Gross (£m)
	N/A
	Max = 236

Min = 33.4
	N/A


	

	
	Social Care External (£m)
	N/A
	Max = 257

Min = 17.4
	Not given
	

	
	Housing Gross (£m)
	Max 36

Min 0.23
	Max = 342

Min = 1
	Not given
	

	
	Housing External (£m)
	Max  - 7

Min = 0.04
	Max = 211

Min = 0.5
	Not given
	

	
	I.T. Telecommunications Gross (£m)
	Max = 1

Min = 0.27
	Max = 24.5

Min = 3.5
	Max = 12+

Min = 1.3
	

	
	I.T. Telecommunications External (£m)
	Max = 0.75

Min = 0.42
	Max = 24.5

Min = 1.5
	Max =  12

Min = 1.3
	

	
	Environmental Services Refuse Gross (£m)
	Max = 10

Min = 1.52
	Max – 155

Min = 6.1
	 N/A
	

	
	Environmental Services Refuse External (£m)
	Max = 5.1

Min = 0.1
	Max = 113

Min = 1.4
	N/A
	

	
	Education Gross (£m)
	N/A
	Max = 417

Min = 4.5
	N/A
	

	
	Education External (£m)
	N/A
	Max = 84

Min = 1.7
	N/A
	

	
	All other services Gross (£m)
	Max 76.2

Min = 8.47
	Max = 273

Min = 52.5
	Max = 291

Min = 1.7
	

	
	All other services External (£m)
	Max = 41

Min = 0.22
	Max = 102

Min =  6.5
	Max = 240

Min = 1.7
	

	
	Capital Programme Gross (£m)
	Max = 19.1

Min = 1.1
	Max = 220

Min = 28
	Max = 56

Min = Not known
	

	
	Capital Programmes External (£m)
	Max = 19.1

Min – 0.1
	Max = 209.2

Min = 21
	Max = 50m

Min = 5m
	

	
	Highways Gross (£m)
	Max = 3m

Min = 0.42
	Max = 37

Min = 1.3
	N/A
	

	
	Highways External (£m)
	Max = 1

Min = 0.2
	Max = 22

Min = 2
	N/A
	

	
	Other Gross (£m)
	Max/Min 4.51
	Max =  839

Min = 26.6
	Not known
	

	
	Other External (£m)
	Not given
	Max = 37.8

Min = 24.6
	Insufficient info
	

	28
	What collaborative procurement arrangements do you currently have or propose to have with other organisations?
	10 = y  (66%)

IT. recycling, occup health, stationery, energy, shoreline m’ment, Roses, building control, vehicles
	12 = y  (86%)

LAPP, Roses, AGMA, LIFT, Social Services, Leisure Trust, Housing ALMO, Health, Norfolk Property Services, YPO, Library Books, Sports Trust, Charter Housing Trust, PCT, waste disposal
	5 = y  (62%)

NW Police Forces, NW Fire Brigades for uniforms, joint MFCDA/Cheshire for scientific services, District Councils, North Rail
	73%

	29.
	What collaborative arrangements do you currently have or propose to have with other public bodies for delivery services?
	10 = y  (66%)

Car parking enforcement, LSPs, recycling, voids maintenance, welfare benefits, building control
	13 = y  (93%)

Various incl IT system, books, payroll system, printing, FE Colleges 
	6 = y  (75%)

Courier services, grounds maintenance, vehicle tyres
	78%

	30.
	What collaborative arrangements do you currently have or propose to have with the private sector for delivery services?
	10 = y  (66%)

Golf course operation, fitness suite, LSVT, environmental services, leisure, caravan site, transport, valuation services, new offices, housing capital programme
	11 = y  (78%)

Housing, social care, waste, PFIs, leisure, ICT, youth service, property services, transport provider, hot meals, parking, housing refurbishment
	0 = y  (0%)
	57%

	31.
	What collaborative arrangements do you currently have or propose to have with the voluntary and community sector for delivery services?
	8 = y  (53%)

Voluntary Action Cumbria, grants, housing associations, LSP, recycling, community network, neighbourhood management group, Staying Put scheme for elderly, women’s’ refuge
	10 = y (71%)

Meals, care, community centre management, CAB, Housing Assocs, compact with local V&C sector, Cheshire Lifestyle Services for care homes, community transport, social services
	3 = y  (37%)

Fire Support Network, crime/community, grants
	57%


KPMG - Analysis of Findings

Questions 4 and 5 - Consortia

	
	Consortium


	No. of auths
	Used for…..

	
	G-Cat
	16
	Mobile phones, ICT supplies

	
	S-Cat
	12
	IT and technical consultants

	
	YPO (Schools) 
	11
	Building materials, spend relating to school and food purchases, energy, building materials, wheeled refuse bins Stationery, consumables, furniture

Electricity for street lighting

Food, cleaning materials, schools supplies

	
	LAPP
	8
	Fuel, various direct service organisation contracts

	
	Other OGC
	4
	Fridges, freezers, coolers, construction services, procurement card

	
	ENABLE (Founded by Macclesfield+others)
	3
	Stationery, computer consumables, PCs, paper, furniture, janitorial

	
	None
	4
	(Note – others may have declined to answer)

	
	PITO
	3
	e.g. vehicles

	
	East Lancs Partnership
	2
	

	
	Roses
	2
	Electronic marketplace, eAuctions

	
	Cumbria Supplies
	2
	Energy, copiers, mobile phones

	
	North West Police Region
	2
	Gloves, paper, lockers, waterproof clothing, high visibility clothing, fleeces, batons, workwear, neckwear, torches, handcuffs, vehicle hire, vehicle recovery, stationery, head dress, emergency equipment in vehicles, copiers, photographic consumables, scientific support consumables, footwear, first aid, equipment, batteries, uniform, pullovers, shirts, waste disposal, insignia

	
	SOCITM
	1
	

	
	LPA
	1
	Food, energy, IT, stationery, furnishings

	
	NPPA
	1
	

	
	FSPA
	1
	Fire appliances

	
	Lancashire Purchasing Agency (LPA)
	1
	Stationery, consumables, furniture

	
	Wirral and North Wales  PO
	1
	Stationery, consumables, furniture

	
	Greater Manchester  Libraries Consortium
	1
	Books, CDs, DVDs


Question 38 - Priorities

	
	Priorities
	No.  of auths



	
	Strategic


	

	
	e-Proc incl cards, P2P (3 authorities)
	11

	
	Implement National strategy/develop own strategy, training staff
	9

	
	Improved management of aggregation incl consortia use, fewer bigger contracts
	6

	
	Reduce costs of procurement
	4

	
	Building Schools for Future
	2

	
	Key involvement in Best Value
	2

	
	Reduce off-contract spend
	1

	
	Introducing PPPs
	1

	
	Housing stock options
	1

	
	Improve contract management
	1

	
	Strategic involvement in procurement planning
	1

	
	Improve sustainability and local expenditure
	1

	
	Concordat with SMEs – stimulate the local economy
	1

	
	Equality standard
	1

	
	Commissioning and procurement forum to develop strategic approach
	1

	
	Formalise procurement procedures
	1

	
	Improve project management within procurement function
	1

	
	Utilities cost reduction
	1

	
	Design and Build – Partnering in the Construction Sector
	1

	
	Appt of East Lancs Procurement manager
	1

	
	Estab of Procurement database and forward Plan 
	1

	
	Increased access to markets
	1

	
	Increased capacity
	1

	
	Project specific


	

	
	Housing market renewal
	1

	
	Major construction project
	1

	
	Community Care contract
	1

	
	Large waste management contract
	1

	
	Various capital transport schemes  
	1

	
	Car lease contract
	1

	
	Grounds maintenance renewal
	1

	
	Fire vehicles
	1

	
	Fire Equipment
	1

	
	Fire Uniforms
	1

	
	Telecoms review
	1

	
	Housing repairs a – delivery of Housing Capital Programme
	1

	
	Telecomms
	1

	
	Social care
	1

	
	Construction
	1

	
	Business travel
	1

	
	Joint purchase of regional control room 
	1

	
	Vehicle purchase
	1


Question 39 – Quick Wins

	

	Quick wins 
	No. of auths

	
	Clear best practice guidance of key issues affecting all e.g. EU rules, strategy, local employment (Clearing house)
	9

	
	Negotiate frameworks for NW authorities
	6

	
	Advice on e-procurement incl cards, e-auctions (potentially with joint approach)
	6

	
	Facilitating collaboration (including sharing of research, innovation)
	5

	
	Standard contracts and tools
	6

	
	Database of specialist procurement advice services 
	4

	
	Central training resource 
	4

	
	Care contracts – market info, suppliers, prices, quality issues and delivery options.
	2

	
	Register of future procurement activities across authorities in region
	2

	
	Provide practical expertise to support lack of capacity on smaller councils
	2

	
	Regional Procurement plan
	1

	
	Develop/identify suppliers
	1

	
	Challenge to performance
	1

	
	Implementing National Strategy
	1

	
	Contract management methodology
	1

	
	Procurement risk assessment methodology
	1

	
	Benchmarking 
	1

	
	Co-ordinated policy and leadership
	1

	
	Efficiency savings
	1

	
	Increased capacity
	

	
	Provide opportunities to use framework contracts, consortia etc (lack of buying power in smaller councils)
	1

	
	Increased access to markets
	1

	
	Don’t know
	1

	
	Unable to offer as related to Local Government
	1


CENTRE OF PROCUREMENT EXCELLENCE NORTH WEST

Feedback from the Table Exercises at the Launch of the North West’s Centre of Excellence for Procurement held on 17th May 2004 at Manchester Airport.

This feedback is based on the written outputs from the ten tables.

Exercise 1 – Developing Key Outcomes for the Region – “What are we actually going to do here in the North West?”

This exercise was to challenge the proposed outcomes, to put forward key deliverables to suggest methods of delivery and to look at risk management.

Challenge outcomes

There were strong views that, in addition to reducing the cost of procurement, getting better value, supporting local economies and the implementation of the National Procurement Strategy, the outcomes should be expanded to include maximising benefits for service users and that increasing employee job satisfaction should also be an aim.  There were a number of common suggestions about the role and style of the regional centre, which are best mentioned here. The centre should be an influencer and an advocate for the North West with Government and other national and perhaps international bodies.  It should promote collaboration by building trust based on openness and honesty.  Its role as critical friend/peer challenge and honest broker were mentioned severally.

Key Deliverables

Identified deliverables fall into six categories.

· Information

· Tools & best practice

· Access to Contracts

· Managing Markets

· Capacity Building

· Advocacy

Information

There is a need for a mapping exercise across the region, of what exists, of what is going on, of successes, failures, and of contacts with a view to sharing information, expertise and documentation.  To support this, some kind of web based knowledge management system or web portal is needed to which centre members could have access.

Also under the information banner was the need for seminars or “summits” on particular issues, which all interested centre members could attend and in similar vein there is a need to provide a forum to identify opportunities for collaboration.

Tools and Best Practice

It was commonly agreed that there were many existing examples of best practice both within the North West and nationally and not just in local government.  Sign posting arrangements are required with some understanding that help will be given.

The need for procurement tools was severally expressed on a range of matters – checklists, model contracts, templates for documentation, terms and conditions, agreements with SME’s and voluntary sector, quality standards, procurement fitness tests, spend analysis.

business process re-engineering guides.  Special note needs to be taken of the need for a template for options appraisal (make or buy) and for an impact analysis (local economy) to be undertaken.  Surprisingly e-procurement got little mention.

Access to contracts

There is a need for a contracts database or register and for the Centre to act as a clearinghouse for procurement activity.  There were common recommendations about opening up access to existing contractual arrangements and also for the development of new regional contracts, such as framework contracts for advisers/consultants – fitness testing, business process re-engineering etc and for commodity buying where economies of scale would impact.

Access to contracts would have to be easy especially for smaller councils and the centre would need to be able to offer support and guidance.

Managing Markets

Lack of market intelligence is an issue and there was a doubt, as to whether or not the private sector was prepared for the potential aggregation of demand.

The issue of managing supply and demand is particularly important in construction.  Some markets are undeveloped e.g. services for schools or in trouble e.g. residential home care.

Capacity Building

Almost everyone pointed to the need to develop skills and to build capacity across the region.

Advocacy

A common view was that the centre should be an advocate both within the region to raise the profile and importance of procurement in its widest sense and externally with central government departments and with other national bodies.  It was clear to us that this is not just about the North West nor is it just about councils.

Method of delivery

There was consensus on four important issues:

· That we should build on good practice and what is working well now.  The baseline information will be important for this approach.

· That the choice of the. Director of Procurement is key to success

· A good communications strategy keeping members of the centre and central government well informed and seeking views on a regular basis is essential.

· Quick wins are important and we should focus on the big spends.

Risk Management

A number of risks were commonly identified

· The need to get political and top management buy-in is seen as essential.   There was a view that some kind of shock treatment was required on the lines of “Geoff Tierney’s gloves.”

· Prevalent culture is about local concerns and priorities and the track record on collaboration is poor.

· Quick wins were needed with maximum publicity

· Communications need to be excellent 

· Capacity is an issue.  It is important to use existing delivery vehicles wherever possible.

· Sustainability.  The budget of £400K per annum for 2 years was seen as too little for too short a time.

· Timescale. The 2 year timescale was not considered to be realistic.

· Perceived threats to local economies.  This is where the impact analysis referred to above is important.

Exercise 2 – Governance and Communications

A proposed three level governance structure was presented involving a shareholder group, a management team or executive board and action teams focused on the delivery of the business plan.  The exercise was to challenge and improve on the proposal and to consider how the action teams or delivery groups should be constituted.  The issues of representation and election were to be discussed, as were those of risk management.

Challenge/Improvement

There was expressed a general need for clarification – who would do what, what would the terms of reference be, how would the shareholder group and management teams relate?  Would the shareholder group be redundant once the strategy and business plan had been agreed?

There was agreement that form should follow function and that we should be clear about what the centre will do before finalising governance arrangements. On the same argument there were also feelings that the arrangements should be flexible and dynamic.  There is probably no need to include everyone at the outset.  Overall the governance structure was thought to be one that had worked in other similar areas.  There should be national involvement of ODPM, IDEA, Audit Commission and Trades Union representation.  Where would the private and the voluntary and community sectors be involved?  The shareholders group would need a high profile chair.  One preference was to use the term stakeholder rather then shareholder.

There was general discussion of who should represent organisations on the shareholder group and on the management team.  The general view was that the management team should comprise very senior officers and a mix of strategic management and procurement.  Human Resources and Finance should also be included and officer support for the management team needs to be considered.

Individual suggestions were made for a smaller more effective working management team and separately for two groups one dealing with policy and one with strategy.

Action Teams/Delivery Groups

Again form is to follow: function some groups will be task and finish and some will be thematic It will be important to build on good practice and to use existing delivery vehicles where they are effective or can be made so.  There is a need for an audit of existing groups.  There is also a need to avoid un-necessary duplication within the region and nationally.  A challenge element should be built in and one suggestion was for a bidding process.  Resources and capacity are worries.  Groups would need financial support/incentives.  Private sector contributions could be sought.  Each group would need a project manager and possibly a standard method of project management.  The idea of incremental participation in the delivery groups was put forward.

Representation/Election on the Management Team

There was general agreement that existing mechanisms and existing forums should be used.  This may produce a mix of officers and members.  One school of thought considered this mix to be too valuable.

There was concern over possible lack of representation for unitaries and arguments were put forward that representation should be based not on geography but on sectors county, district met etc., which should include transport authorities.

Risk Management
People need to be engaged and to see what is in it for them.  Quick wins and excellent communications are essential in order to avoid apathy.

Nobody wanted to create talking shops. Capacity and the need to recruit an extremely able Director of Procurement were major concerns.

Paul Dowthwaite

Strategic Consultant

Tameside Council

25.05.04

CENTRE OF PROCUREMENT EXCELLENCE NORTH WEST

Key Outcomes from Workshops

June 2004

What members want the new CPE to do

General

· Help deliver high quality services to people in the North West

· Help all authorities to be excellent procurers and as a minimum to achieve the National procurement Strategy targets

· Recognition of the diversity of membership and the barriers to a prescriptive approach

· Reduce the cost of procurement

· Drive innovation

· Take account of the varying needs of the authorities

· Create sustainability through providing value

Buy-in

· Ensure lead members and chief executives are engaged

Collaboration

· Produce a communication strategy at the outset taking account of the diversity of membership and the external links that need to be created/developed

· Promote collaboration across all authorities in the Region 

· Facilitate joint procurement through collating procurement plans

· Provide a mechanism for members to share thoughts and ideas, for example, around the performance of framework contracts

· Promote collaboration with other regions

· Promote specialisms within each CPE to minimise duplication

· Provide linkages with other key regional groups

Reference material, guidance, and advice

· Act as an “Information Hub” for up-to-date information

· Provide templates for documents such as Procurement Strategies

· Provide a library of documentation such as specifications, legal documents

· Provide “how to” guidance on, for example, collaborative relationships with suppliers, engaging with SMEs and Black and Minority Ethnic Enterprises (BMEs), EU regulations

· Undertake research into market conditions and innovations elsewhere and make information available

· Support the measurement of performance, for example by providing benchmarking information

· Act as a clearing house of “good practice” (perhaps with payments to authorities for their input

· Emphasise the importance of project management in procurement

Market Interface

· Test the market to identify options (of particular use to smaller authorities)

· Build capacity in the market

· Open access channels for local suppliers, and provide advice and training

· Create marketplaces through joint working in particular with Social Care

What they do not want the new CPE to do

· Duplicate work of other organisations e.g. IDeA, 4Ps

· Become a regional central buying department – it must concentrate on strategic issues

· Allow larger authorities to invest time and resources but get nothing/little in return

· Take a prescriptive/mandatory stance – there has to be a horses for courses approach.

Key Objectives – short term

· By collaboration getting better value for money in the purchase of goods and services, incl. database of commodities we can buy together

· Work to streamline processes and avoid duplication, include database of good practice

· Improve efficiency without impacting on the local economy

· Make it easier for sellers to do business with participants

· Interface with other CoPEs to provide integrated national framework

· Focus on delivering savings in commodity type areas

Key Objectives – medium term

· Think about how to resolve issue of information sharing, given some councils will have invested a lot of money developing ideas – should they be expected to give it over for free

· Work to build procurement expertise in NW

· Help small businesses work with council

· Bring in resources from the market place

· Reduce barriers to doing business, such as red tape

· Audit what authorities are doing

· Focus on delivering savings in big hit areas such as social care

All of these are about managing and developing, facilitating and creating the network 

Governance arrangements proposed

· Don’t want regional central control

· Don’t want mandated participation, but recognise opting out will require justification

Shareholders/Steering Group

· Too large a group, no clear link to management team

· Should be focussed on strategy, acting as an approving body

· Initially meet frequently, but then just AGM

· Suggested it might be possible to meet 2 times a year, another group suggested 3 times a year

· 80 representatives proposed by 2 groups from the workshop, alternative model was to have each of 5 sub regional groups having 2/3 reps each, equalling 15/20 people

· Primary focus is to agree budget and strategy proposed by management board

Management team (Board) 

· Focus on strategy, policy and business planning; decision making body with delegated authority

· Add in a colleges/universities rep plus 1 other from Merseyside

· Ensure all CEOs are reps

· Possibly appoint 3 sub regional groups (proposed in 2 or 3 workshops)

· Appoint action teams to deliver specific areas

· Why involved IDeA, LSC, GONW

· Meet 2 monthly, then less frequently

· Responsible for monitoring performance of Director and team and CPE as a whole

· Membership at any one time should be based on key items in business plan for the period in question – to bring together strengths and experiences. Membership will therefore evolve and change as priorities change

· Proposed 3 non executive roles to provide scrutiny, to be nominated by member group

· 10/12 executive roles as per disciplines in business plan

· Company limited by guarantee? 

Procurement Advisory Network/Delivery Action teams

· Each authority to have rep

· Appoint advising director and management board

· Appoint sub groups to take forward ideas

· Ensure all authorities involved to ensure buy in – mandate involvement, get commitment from leaders and have come back from ODPM if cooperation is poor

· Monitor outputs and delivery via CPE Director and staff

· In order to provide focus, there should be no more than 3 or 4 action groups at any one time or in any one period.

Appendix 3

National Procurement Strategy Mileposts

	2003

	1. 
	Where relevant, all councils shall consult staff during procurement projects and build employment considerations into procurement processes and contracts, including compliance with the LA Act 2003, circ. 03/2003 and associate code of practice.

	2004

	1. 
	All councils create and adopt a corporate procurement strategy.

	2. 
	CPS should be set out in all council’s approach to partnering in service deliver and in construction projects.

	3. 
	Every council’s CPS should set out the council’s approach to collaboration, joint procurement and commission shared services and how it intends to use the new trading powers.

	4. 
	Every best value/strategic review must include a robust and challenging appraisal process.

	5. 
	Every council should publish a “selling to the council” guide.

	6. 
	Every council should build sustainability into its procurement strategy, processes and contracts.

	7. 
	Every council should conclude a compact with local voluntary and community sector.

	8. 
	Every council should have a detailed procurement process that includes information memorandum, council’s objectives and timetable, and an invitation for bidders to demonstrate their track record.

	9. 
	Every council’s corporate procurement strategy should address

· The relationship of procurement to the community plan, workforce issues, equality and sustainability.

· Encourage a diverse and competitive supply market place, equality and sustainability.

	2005

	1. 
	All single tier and county councils should carry out health checks on the progress against NPS.

	2. 
	Every council involved in their regional CoPE and project management.

	3. 
	The average time taken in an OJEC notice to contract award of a project more than one year in duration should be reduced by 10% on the 2003 base.

	4. 
	Smaller district councils without dedicated procurement resource should be collaborating with others through the CoPE.

	5. 
	Councils should identify opportunities for collaboration with neighbouring councils for shared commissioning and/or service delivery.

	6. 
	Every council should have implemented e-procurement solutions as part of the e-government programme.

	7. 
	Every council should include invitations to tender/negotiation for partnerships.  A requirement on bidders to include optional priced proposals for the delivery of specified community benefits which are relevant to the contract and add value to the community plan.

	8. 
	For low value purchases, every council should be making appropriate use of a procurement card, the Government Procurement Card (GPC) or suitable electronic alternative.

	9. 
	Every council should have signed up to the national concordat for SMEs.

	2006

	1. 
	Every district council should carry out a health check against the NPS.

	2. 
	Every council should be using an appropriate e-marketplace.

	3. 
	The average time taken in an OJEU notice to contract award of a project more than one year in duration should be reduced by 25% on the 2003 base.


Stakeholder Group








Management Board








Director of Procurement











Workstreams






























































































































































































































































































































































T:\Centre of Excellence\CoPE Business Plan.doc
PAGE  
13
T:\Centre of Excellence\CoPE Business Plan.doc

_1151829701.bin

