‘Best Councils to do business with’ contest

Entry Form

	Local Authority Halton Borough Council:

	Contact Name, 

	Entries and enquiries to: bestcouncils@bis.gsi.gov.uk Closing date: 22 February 2013 (17:00 hrs)


This competition will judge the actions and practices you have set in place to support small businesses in competing more successfully for your council’s procurement business.

We are keen to hear examples of what you are doing, why it represents good or excellent practice, and what positive outcomes have resulted from your actions. 

	In FY2011-12, what proportion of your procurement spend and contracts were to small businesses? 
Total revenue spend: £76,211,400.00.
Procurement actual spend to SMEs: 86%
Broken down:

Contracted: 35%

Non-contracted: 51%


	What do you estimate this will be in FY2012-13?
Total spend as at 31.1.13: £61,520,078.00 predicted as £70M at year end.
Procurement estimated spend to SMEs: 90%+ 
· Data source – Agresso system

	
	


	How do you recognise the value of small business suppliers in your procurement? 

Please tell us: 

· How you engage small businesses (including social enterprises and voluntary and community sector organisations) and their advisers, to understand what solutions they can offer your council. 

· How you communicate strong encouragement to small firms that you are “open to their business”, including any actions you have taken to help develop the procurement capacity and capability of your local small business supplier base.

· How you design procurement competitions to optimise SME participation eg by breaking down contracts into lots, or defining an optimal contract size for the market.

· How your procurement strategy reflects the benefits of procuring from small businesses and how this informs your economic development strategy.

	Response: (250 Words Max – expand box as necessary):

Halton BC has driven its engagement with small businesses since forming a centralised, cross-Council procurement division. The focus was to promote ‘New Ways of Trading in Halton’ but to engage openly with SMEs and understand what they can offer, how they can trade with us and to deliver our public message of commitment to aspire to pushing all spend opportunities above £1K into the SME and wider business community via the Chest E-Procurement system.
This commenced with a series of Launch events and workshops headed up by the Leader; Deputy Leader/Portfolio Holder; Strategic Director for Policy and Resources and Head of Procurement and were co-hosted and promoted into our business community by Halton Chamber of Commerce.
The workshops covered procurement law, local rules, the Chest E-tendering system and RFQ/PQQ/ITT. We reached over 400 SMEs in the first tranche.
As part of our standard procurement practice we engage in advance of our formal procurement processes in pre-procurement events such as ‘meet the buyer’/supplier days and market testing.  
· See attached quotes from SMEs and Local Strategic partnership as well as advertisements of our events.

We demonstrate we are “open to their business”, and this has been proven to deliver procurement capacity from our local small business supplier base.

This can be measured from the engagement statistics: 

· Chest registration130% increase since July 2010 to date.
· Attendance at training workshops – over 400 reached
· Business Start-up procurement training since Nov 2012 reached 40 SMEs.
We have taken this Council through a change programme, driving improved practice and processes which were underpinned by a significant review of our internal rules (Standing Orders) in July 2011:
1. ALL spend above £1K must go via the Chest for sourcing 3 quotes up to EU thresholds. 
2. Adoption of a request for quote process (RFQ). Risk based not value driven.
3. Removal of PQQ for procurement under EU thresholds (simplified and quick process).
The impact can be seen from our internal Chest activity increasing from 100 activities in year 1 (2010/11) to year 3 (12/13) by 288%.
This vast increase of procurement activity on the Chest proves we have removed perceived barriers to procurement, made the process proportionate which benefits our Council and SMEs who can quote quickly and simply and gain trade.
We always consider the optimum size of contract/Lots for the market in order to allow SMEs to compete and bring the best to the Council. This has been proven successful by stimulating greater competition and delivers better value for money. 
We not only encourage the market to attend pre-procurement engagement events we value this as it stimulates the market and provides SMEs the opportunity to ask and engage at an early stage. 
Our procurement strategy underpins our Council priorities which cover improving the environment and regeneration in Halton. We work in direct partnership with our Economic Regeneration division and share and plan joint performance indicators which are informed from our aspiration to improve training with SMEs and how procurement can support this in terms of the role of main contractor and their social value/SME performance.


	How can small businesses find out about your Council’s procurement opportunities?
Please tell us:

· How you engage with small firms about emerging opportunities in advance of a formal procurement exercise.

· How and where you advertise contract opportunities.

· What steps you have taken to improve supply chain participation from small suppliers.

· How you work with prime contractors to ensure SMEs have access to supply chain opportunities.


	Response: (250 Words Max – expand box as necessary):

We continue to lead a proactive approach to supplier engagement to demonstrate openness and transparency. We have continued to engage with our small firms in how they can be ‘fit to trade’.
We can demonstrate this commitment as we aspire to advertise all contract opportunities via the Chest for spend above £1K. This enables a ‘one-stop’ approach and ensures businesses know where to look and register so they get email alerts of opportunities to quote/tender.

Our Economic Regeneration colleagues work closely with us and we jointly support new business start-ups. We use different communication techniques face to face, workshops and newsletters.

In order to improve supply chain participation from small suppliers, the change in our Standing Orders means that all trading is done by assessing risk not value and allows the sourcing for quotation to be proportionate to risk and removes the requirement for a PQQ. The risk assessment also takes account of any mandatory questions we require to ask.
We reviewed our payment methods. We do pay SMEs in 10 working days and continually monitor this. We are now developing a new scheme to offer early payment discounts which allow businesses to opt into us paying earlier than 10 days and we gain a discount for such prompt payment which aids cash flow for the business and promotes that we are good to do business with. 

It our larger procurement activity particularly tenders exceeding EU values now contain clauses and KPIs around supply chain, employment and apprentice schemes.
We are modelling this approach in all contracts such as our highways joint contract with Warrington MBC and we are in a live competitive dialogue process for the Mersey Gateway Bridge £600M contract where key indicators to test and secure their commitment to fulfilling their contribution to our local economy and growing our local business community.

	How do you measure and account for your procurement with small businesses?
Please tell us:

· How you use data to challenge and improve procurement with small firms across your council’s spend. 

· Whether and how you make information on spend with small firms publicly available and easily accessible.

	Response: (250 Words Max – expand box as necessary):
1. We record and monitor the total spend of the Council and calculate the % spent with SMEs actual payment transactions. Currently ay 86%.
2. We record the contracted spend which can be measured through transactional types but we also measure this from the Chest for procurement award. We do measure the % to SMEs on who expressed an interest, quoted/tendered and contract award.This allows us to challenge and improve how we grow the small business engagement.

3. Other measures:

a. SME Chest registration improved from 279(2010) to 650(2013).
b. Chest activity was at a baseline in 2010/11 at 100 activities now at 388 activities to date in 12/13. 288% improvement.
c. Procurement events/training for SMEs reached over 400.
d. Pre-procurement engagement is proving successful for example we reached over 70 businesses SMEs for just one contract area – Integrated Youth Support and Services. This contract value was £2.2M and was awarded in Lots to successful SMEs.
e. New business start-up sessions commenced in November 2012 and these are held monthly and we have reached over 40 SMEs to date.
f. BSF-Building Schools £60M contract had KPIs, one example of KPI was ‘recycle the Halton £’ their target was 40% of spend to go to the local area of Halton and Warrington they last reported that they supplier chain procurement was over 66%.
a. We are embedding KPIs around the local £ into contracts such as -Highways joint contract between Halton and Warrington £75M and Mersey Gateway Bridge £600M 
g. In line with Legislation ‘codes of recommended practice for local authorities on data transparency 29.9.11 we ensure all data above £500 is published on our website and accessible to all businesses. 
h. Our contract register is populated on contract award via the Chest and is published on the Chest.


	How do your procurement, bidding and contracting processes support small businesses? 

Please tell us:

· What actions you have taken to ensure quicker, simplified and less costly processes are in place for smaller procurements below EU thresholds, including any specific approaches for the lowest value contracts.

· How you promote innovation and access from new entrants to the market

· What policy you have on prompt payment for small business, including small contractors in supply chains.

· Whether and how you investigate poor procurement practice and hold procurement staff to account.

· How you offer constructive feedback to unsuccessful bidders to help them improve future bids.

	Response: (250 Words Max – expand box as necessary): 
Our radical review has removed value thresholds up to EU so all spend below is done by a risk based quotation (RFQ). It removes the PQQ under EU thresholds. This makes the process simple and quick and saves time for all parties. The turnaround can be as quick as 24 hours. 

Innovation and access from new entrants to the market commences with our pre-procurement supplier engagement regime where we advertise via the Chest the opportunities to engage before we scope out the specification and tender documentation. 
Payments are made in10 days to SMEs. We are developing an offer early payment scheme to aid cash flow for SMEs. We do have a 30day payment clause in contracts for sub-contractors to be paid by the main contractor.

Our campaign cannot be matched by any other Council as we have stripped out our rules, simplified processes, can demonstrate benefits from good procurement but also are closing down any non-compliance as we have developed a work flow between the Agresso financial system and the Chest and this ‘catches’ purchase requisitions that do not feature as part of a contract or has not been sourced via the Chest. This strengthens our visibility of low value spend.
We work on a basis of ‘getting it right first time’ so challenges are low in Halton. And when we are challenged we demonstrate every time that our processes are robust, auditable and follow the principles of EU law. We pride ourselves on exemplar practice.

We have also delivered workshops across the organisation to educate and coach not only the rules and the requirement but to ‘sell’ the concept of how procurement can bring cashable and non-cashable savings and can contribute to the economic growth on the business community.
Feedback is always given to suppliers, firstly in line with EU requirement but for all activity under EU thresholds where we provide a rank position for all quotations submitted and offer further feedback if requested. We always publish the outcome via the Chest as its important businesses know when they are unsuccessful in order that they can focus on improvement and bidding for new trade.


	What have you learnt from your procurement approach with small businesses that could most benefit your Local Authority peers?

	Response: (100 Words Max – expand box as necessary): 
The Halton model is now tried and tested in terms of using procurement a vehicle to drive organisational change, to educate officers on securing best value for the public purse. Implementing radical rule (Standing Order) changes that drive efficiency in process with a risk-based RFQ procurement method for all spend below EU thresholds. Removing PQQ and implementing an online PQQ for EU tenders and a ‘passport’ to trade. All off this activity has significantly improved efficiency in procurement processes for both the Council and the business community. Simple, quick, proportionate, risk-based and efficient.

Local Authority peers would benefit in sharing our success and we are currently delivering case studies regional Executive Boards and Senior Management Teams.


	What’s your next big thing to help small businesses increase their chances of winning more of your contracts? 


	Response: (100 Words Max – expand box as necessary): 

1.  Supplier Engagement  - Second phase  on public procurement success to date, simplified processes and benefits 

2. Process Improvement: EU Procurement – implementation of an Online PQQ Regionally and develop a ‘Passport’ to trade where PQQ data is captured from businesses once in order to reduce duplication.

3. Internal compliance – To ensure ALL spend over £1K is published via the Chest in order to allow complete transparency of opportunity to the business community. 
4. Collaboration and trading Lead the Commercialisation of public sector procurement. Halton is currently engaging with regional partners, Halton Clinical Commissioning Group, Public Health coming into the Borough and also forging a relationship to offer a shared procurement service to a further partner/NHS Trust. 




	Is there anything else you wish to add to support your application?                                      Eg you may wish to expand on a particular example of excellent practice that you have set in place and/or provide a short case study on where you have achieved better value for money by contracting with a small business.


	Response:  (500 Words Max – expand box as necessary):
We wish to add that our Procurement Risk Assessment eliminates the traditional PQQ and focuses on the relevant risks associated with the particular procurement, using a standard, shortened template, clear and simple language , whilst stating exactly what steps will be undertaken prior to award decision. 

Halton focused on embedding a lean approach that would add value to the process, remove duplication and reduce both cost and time for SME’s to provide submissions to opportunities.  The council aspires to publish all procurements exceeding £1k up to EU Procurement Values, electronically, to an open supply market after having completed a Procurement Risk Assessment.

In order to accelerate the time taken to undertake a procurement  and add value to the process, the decision to review and update our internal rules in line with EU Public Procurement Legislation and Value Thresholds has allowed us to remove Procurement Processes and documentation applied inappropriately which themselves created barriers to trade with SME’s.

Halton have changed the culture within our Procurement Division to assess an procurement on risk and not the traditional element of Value first.  This approach allows us to apply relevant risks identified by our client depts and remove standard requirements that traditionally where included unnecessarily, ensuring a lean business opportunity is published to the supply market electronically for their consideration whilst maintain transparent and open principles for all of the supply market to make a commercial decision on whether to participate or not.

SME’s are given the opportunity to submit bids against the actual need of the council and not fear failing at the selection stage as no shortlisting is applied every submission received is evaluated on the same criteria published.  Those opportunities with lots that cater for a variety of needs within a category i.e. SEN Transport, Advertising Services, Training Services allow all suppliers that meet the minimum criteria a place on a framework or contract with future call-offs being awarded via mini competitions.  This supports business growth and the changing capacity and experience of SME’s providing them with a window of opportunity to bid in the future and not be excluded for a period of time set by contracts exceeding EU Procurement Thresholds.

The council recognises the impact that Procurement has on the local economy and the perceived barriers of SME’s when submitting bids relating to financial checks undertaken as part of the process. Halton only use credit reports as part of the due diligence and do not rule out a supplier on the basis of credit reference reports.    Any alerts that are brought to our attention are subject to a risk assessment and credit reference reports are not the sole data to inform our decision, a supplier would not be ruled out unless there is clear evidence that the suppliers financial position puts public money or services at an unacceptable risk. In order to be clear, we would not eliminate a bidder from a procurement exercise solely on a financial report unless a full risk assessment was undertaken and this was deemed unsatisfactory for the goods or services we wish to procure.
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