‘Best Councils to do business with’ contest

Entry Form

	Local Authority Name: Leicester City Council

	Contact Name, Telephone and Email Contact details:



	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? 
	What do you estimate this will be in FY2012-13?

	‘SME’ = 65 % (est)
Small / micro  companies = 35.1% (est)


	‘SME’ = 70 % (est)

Small / micro  companies = 39.2% (est)*

*note that the quality of MI collected has become far more scientific under Taskforce initiatives and we’re primarily encouraging Micro and Small companies to bid (since last June, such smaller companies are winning 76% of new ‘Pipeline’ opportunities)  and overall percentage growth will be even higher next financial year


	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):

With a reputation as a great place to do business, supporting SME / voluntary organisations is central to Leicester’s strategic commercial transformation:
Strategic engagement - includes Local Procurement Taskforce, chaired by the elected Mayor. A wide-ranging programme, board-members include local / national procurement specialists, business leaders (FSB, Chamber of Commerce) & Voluntary sector. 
Consulting city suppliers / charities, niche and BME groups openly has accelerated progress, ensuring the authority is transparent and held to account (public commitments / targets in the Taskforce Delivery Plan).
Marketing & Communications Plan - comprehensive awareness plan included briefings / mailshots / web articles / social marketing / press releases to suppliers, Council officers, budget holders and all 6,000 staff. 

Last September, a (Mayor-hosted) launch for 150 suppliers clarified ambitions / upcoming work and invited input into changes. Widely and positively reported in the media, such exposure reinforced commitment, spurring us on to achieve.
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     BBC News - click to see video           
Procurement strategy – completely overhauled, with competition and transparency pivotal:

· Reinforced constitutionally, including a smarter approach to larger procurements / building ‘Pipeline’ for sub-OJEU
· Applying SME ‘Pipeline’ across all areas, from traffic to learning services, catering to culture, parks to roofing, we‘ve involved 800 suppliers in 9 months (45% said their first Council business experience). 

· Reinforcing competition >£1k via Procurement, not only drives better SME engagement but incredible savings - a recent printing job received 76 responses and saved 52%.

· Centrally challenging procurements for strategic / social value, particularly SME/VCS engagement and skills improvement. Procurement designs SME ‘lots’, analysing local / regional markets to gauge potential social value (e.g. £12m / year Repairs/Maintenance contract into several parts to create smaller lots and enable continuous SME competition for works going forward ~£7m/year).

· less Frameworks / Consortia (larger company) usage - only by approval
Benefits - include innovations / solutions; flexible responses; and significant savings. 
We’ve undermined perceptions that smaller suppliers are costly, showing the opposite is true with >25% savings overall e.g. a small supplier for gully covers proved a better solution and helped save 61%.


	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):

Partly, Leicester informs suppliers through accepted best practice (Procurement Plans, meet the buyer events / bidder days etc). With demand for intensive support, running alongside initiatives, Leicester leads a ‘Selling to Public Sector’ project, offering training / advice for SMEs bidding for tenders across the Public Sector (>2500 hours to SMEs, securing another £1.2m across NHS, Local Authority, Police, charities). 

The sea-change in Leicester’s engagement has been achieved by a team of buyers; enabling access in a simple, concise format and proactively marketing each opportunity.

Handling all lower-value contracts, this team uses an existing portal for everything, whether £20k or £20m. We’ve rationalised our website with a straightforward ‘Doing Business with the Council’ overview and signposting SourceLeics: 
Example screenshots of simple opportunities, 

easily accessed, even by smartphone 

[image: image12.png]your
iPhone?

EEE

Contract Details

‘Supply and Deiivry of Outside Banners and
Foyer Panels




[image: image13.png]SOUKCE leicestershire

O
el

Leicester
City Council

Live sonracts (14
P —)

Recuring conacts (10)

Why not get these
contracts on

your
iPhone?

(iposior

Not got an Phons visit ou moblle st

Contracts - Usetul nfo -

Leicester City Council

Leicester City Councl,
New Wak Centre,
Welford Place,
Leicester, LE1 626,

o116 252 6304
o116 220 0484
e resrgose

prasenege gaik
Sina Laner

Al Live Contracts

Leicester City Council
Supply snd Delivey of Outside Banners snd Foyer Panels

Leicester City Council
Refurbisnment of 90 Arbour Road, Leicsster

| micester Cite Comncil





With ~20 advertised contracts at any given time, Leicester gets most hits per day:
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Rather than passive advertising, we actively inform SME’s, social enterprises / voluntary providers about relevant opportunities. Procuring officers help suppliers understand requirements, overcoming challenges they might have. 

The SME ‘Pipeline’ has been supported by external communications, but personalising the bidding process has ensured participation from small and micro companies - over 60% suppliers were informed directly by Procurement:
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Prime contractors are encouraged, supported and monitored, especially on major construction programmes such as BSF, to engage with 2nd and 3rd tier suppliers to create more local supplier and apprenticeship opportunity. 

Over the past year, we’ve invited all major Framework organisations (including EMPA, ESPO, MHA) to discuss SME/social value and how Leicester expects / insists all contracts with prime contractors deliver against this agenda.
The work has been widely reported regionally; the Delivery plan is in the Public domain and demonstrates commitments to suppliers. Further marketing happens via partners - the FSB, CoC and VAL (city/county-wide VCS body) - we’re all in this together.
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	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):

Existing data was limited (e.g. database of >9000 suppliers had functionality to highlight ‘SME’, but this was rarely provided).
Following supplier analyses in 2011, it was estimated ~60% were SME’s. However, ‘SME’ is too broad - the ‘Pipeline’ is primarily encouraging small and micro companies, giving them every chance to bid. 

New MI is more exact and we record size (turnover; employees); location; type (Ltd, Social enterprise, Sole Trader etc). We report on the overall number & frequency of opportunities; value and category.
We’ve set stretch targets, using previous schemes across public sector as benchmarks, raising aspirations at the Taskforce.

The following graphs clearly demonstrate the key successes so far  :

Opportunities 
By the end of January, 186 opportunities had been advertised – we’re likely to quadruple the publicly agreed target (50 opportunities within the cost range of £1k - £70k by March 2013). 
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~£2.5m of opportunities have been advertised by value (against £750k target by March 2013).
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SME engagement

75% of all opportunities being advertised in this way are won by Micro and Small companies.
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Initial findings showed that whilst winning the majority of ‘Pipeline’ contracts, Micro and Small companies did not win the larger contracts available. This has now changed dramatically, and these smaller firms are now winning 73% of such contracts by value also (SME’s as a whole, 90%).
Performance against targets is regularly reported to board members, officers and suppliers. A survey was undertaken in February, the results of which will be shared in March.

As part of the transparency, and for all to see, we’ve made both our contract database and all spend >£500 publicly available on our website.


	


	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): 

Realising we were the problem, rather than suppliers needing to learn how to get through bureaucracy, we changed the paradigm. 

Delivering 5 major initiatives, the Taskforce challenged procurement. Recognising a responsibility to address the situation and show leadership, our priority initiatives were 1)Increasing Opportunity and 2)Streamlining Processes. 

Previously, one verbal quote was required to £10k; just 3 to £50k. We’ve overhauled CPRs so everything > £1k is competed for.
There’s been significant / ongoing work to strip out bureaucracy, with suppliers and customers:
· eliminating formal PQQ’s altogether for lower-value procurements
· using plain, business English in all communications

· having a specialist author re-write and reduce all documentation 

· creating an easy ‘Doing business with the Council’ tender support guide
· 1-stage transparent process – primarily a quotation against spec set by customers
· focus on key risks, rather than £10/10/5m indemnity

· minimal or zero insurances often required
· No more financial checks on low-risk
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Competing openly from low thresholds has brought significant new entrants and innovation. 61% of suppliers find out about opportunities via Procurement team-members. Whilst rare, such marketing drives interaction – merely advertising is not enough for smaller suppliers, who need to be persuaded how easy it can be. Recognised in the profession as encouraging innovation (Supply Management magazine - click for condensed version), we’ve:
· offered ‘personal’ procurement Service  
· had SMEs / VCS ‘mystery shopper’ workshops to test / explain new processes 

· re-named documents / streamlined (e.g. > OJEU, PQQ’s are now ‘Selection Questionnaires’ and only 10, not 40 pages long)
· embraced e-tendering as default

· encouraged SME returns, by using ‘Open’ rather than ‘Restricted’ (the norm until 2012) 

· a solution focus – rather than replicating existing requirements, procurers list outcomes,  thinking laterally about who can supply (who sells / makes / hires) e.g. Bus timetables are now made to spec by a small local metalworks
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There’s a concerted push to move all suppliers to electronic BACs to ensure speedier payment; we sometimes intervene to ensure 3rd tier suppliers are paid (BSF); we include clauses with prime contractors to ensure SME’s are supported as per “Guide to Best Fair Practice Payments” (Cabinet office).
Meanwhile, we actively address non-compliance by:

· Identifying non-compliers via purchase orders every month

· Meeting them personally

· Report persistent non-compliance to the Mayor / Taskforce & executive
· Introducing a new ‘Waiver’ process last year & now reject to take more opportunity to market

· Alerting Audit if behaviours do not change 

Feedback is important and always given. We keep it simple, offering personalised support to those requiring it. Our survey highlighted this as a key area of improvement and we’re now taking more central control so feedback is consistent and useful.
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magine the amount the city council
spends on catering each year —
£200,000 — as a giant pie. This con-
tract, writes Helen Kitchener, used to
be awarded to one national company
but now the council is splitting up the pie in-
to smaller slices, and about 20 Leicester-
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From refurbishing the homes it owns to
printing leaflets — Leicester City Council is
attempting to buy or procure its £350 mil-
lion of goods and services each year from as
many local suppliersas possible.

To do that, it is attempting to overhaul the
process — simplifying the bidding, cutting
the red tape where possible.

City mayor Sir Peter Soulsby ( pictured
below) admits this islong overdue.

He told Business Monthly: “At £1 million
aday, that is spending that should create sig-
nificant opportunities.

“Pm determined that we increasingly
open up these opportunities to local
suppliers.”

The council has set up a procurement
taskforce whose job it will be to ensure there
are increasing opportunities for local sup-
pliers.

They aim to do this by making the process
more simple, relaxing procurement rules
and procedures, changing the approach of
the council’s buyers and allowing reason-
able time for companies to submit bids.

Jayesh Joshi, head of corporate procure-
ment at the council, said: “I’'m aware
in the past there has been a lot of
talk about opening this up and
not enoughaction.”

For instance, Mr Joshi
explains, this means doing away
with 14 different kinds of
questionnaires used by the coun-
cil’s procurement team and repla- |
cing them with a handful of differ-
ent forms.

The next stage is for the council to
convince local businesses things

longer alengthy and complex process. More
than 120 business people from con-
_ struction to catering to graphic de-
signersattended.

The event was so oversub-
scribed the council is organising
another for next year.

Among those who attended
the breakfast meeting, which
took place on September 26, was
Jevon Payne, who runs sports
training company Educ8,
based in Braun-

stone.

are changing. He  said:
This month, the “We have
authority held its worked with
first procurement Leicester
taskforce briefing City Council
to make busi- for four
nesses aware of years  but
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panieslike us.

“Filling paperwork in for these council
contracts is extremely complicated — we do
it for eight different counties.

“Splitting up the contractsisa good idea—
for a small company getting involved it
might help increase their business by 40 per
cent.”

One catering company owner, who did
not want to be named, said: “In the past,
there was no way we could have worked
with the council.

“Big companies have people whose job it
is to write the bids to councils.

“But it wasn’t worth it for us—the amount
of time, as a business owner, I would have
had to take having meetings with them and
filling in forms.

«But I’'m encouraged by what I have
heard today.

Tt does seem as though they are changing
things.”

The breakfast meeting, which took place
at the Leicester Tigers ground, highlighted
the progress made so far in opening up pro-
curement.

city council wants to overhaul the procurement process, urging firms to bid for contracts,

The event also included presentations
from representatives of Leicestershire
Chamber of Commerce, Voluntary Action
Leicester, and the Federation of Small Busi-
nesses.

Business experts say they are confident
things are changing for the better at the city
council.

Martin Traynor, chief executive of
Leicestershire Chamber of Commerce, said:
“This seems to be a sea change going on.
Leicester and Leicestershire has a business
community made up of 38,000 businesses —
this is a small business economy and public
sector procurement now has to recognise it
isvery muchabout small companies.

«There’s a saying that for every pound
Government spends, it spends £3 checking
it.

«It has to be accountable because it’s
public but the procurement process also

_needs to be as easy as possible without

putting public moneyat risk.

"Initiatives like this can really help to
make a difference and I applaud the city
mayor’s commitment.”
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	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): 

We’re continuously learning and improving. Lessons so far:
· Educating SMEs is limited - we have to fundamentally change the rules of the game

· Changing rules is not enough – Culture change in behaviour (Leicester was hard-wired to avoiding procurement)

· Avoid hubris – don’t assume you have all solutions; be honest about shortcomings with stakeholders & get workable processes
· build credibility & momentum - Leicester had a small company specialist leading; VAL; COC; FSB; University; Mayor; politicians
· Realistic but ambitious –aspirational targets to measure against 
· Advertising is not enough – market & tell suppliers about opportunities 
· Balanced approach to risk – opportunity costs Vs every risk 
· Don’t get stuck on existing data – most likely, it’s meaningless
· Don’t be parochial – avoid false barriers; buy ‘Social’ rather than Local (by being open & offering greater chances to compete, it’s local suppliers that interact & benefit the most over time)




	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): 

· Setting huge aspirations to really benefit the economy in 13/14 (ramping up to £10m+)
· Implementing an e-Procurement tool acorss the E-Mids, meaning less duplication and cost for suppliers.
· Even wider social value -  launching a new level of support in March for SME’s, to encourage them to create apprenticeships (as part of its Economic Action Plan, Leicester aims to create 800 new apprenticeships and work placements, so young people get training / jobs, and businesses get the skills they need to expand / succeed).
· developing a new website, and increasing our use of social media to simplify further 
· Encouraging more SME-VCS cooperation

· Using ‘Pipeline’ to support other initiatives e.g. bids for grant funding (recently used for support to special need children’s carers); information channel to SME’s / VCS.
.



	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):

SMEs are the backbone of Leicester's economy and crucial to our economic recovery. 45% of Leicestershire businesses turnover <£100k, and winning just one public sector contract / year can make smaller businesses viable. Meanwhile, voluntary organisations are under significant funding pressure. 

We value such suppliers, for jobs, investment and social inclusion they generate. Our intention is to completely open up our supply base, creating more chances for smaller / 3rd sector / local companies to win business, whilst operating within public procurement law restrictions. 
With £350m spent annually, we believe this can become a force for good in the economy and create significant social value.  
We’re demonstrating this responsibility through our procurement.

We recently had a supplier survey for ‘Pipeline’ opportunities. This was overwhelmingly positive, with a high response rate for a survey (25% of 800) – clearly there is appetite for SMEs to engage where real business is evident (there are around 20 Leicester opportunities at any one time on SourceLeics).

Whilst flattered by the continuing interest and media coverage (the work will next be featured at the FSB national conference in late March and IoD magazine), the reason for this submission is in generating interest amongst the SME/VCS community. Leicester is completely open to business from diverse suppliers who believe they have something to offer. As we move towards more sophisticated electronic tools, creating a critical mass of suppliers will be essential.
Some authorities are struggling with the SME agenda, but everything that has worked for Leicester so far has been achieved by taking a common sense approach, reliant on quick, sensible actions. Senior buy-in and support is crucial to keep momentum as is a relentless communication and support programme, or people will revert to type.
We’re sharing our work with other major councils in the region and would be happy to share it further with any Public Sector organisations. 
We would challenge all public sector organisations to consider each procurement for wider benefits, as often problems can be turned into open opportunities. Recently the Leicester City Catering kitchen was de-commissioned. Rather than take this to market as an OJEU for a single supplier (with the likelihood of the contract being won by an international large firm), we created a very simple select list. Worth ~£200k, the list has 22 local suppliers, of which several are social enterprises. 

Our supplier survey reflects the goodwill. 77% believe Leicester’s committed to the SME agenda / heading in the right direction ; 76% feel Leicester appreciates and values the important role that SME’s / VCS play in the economy. 

It should be said that we do not believe that large companies are inherently ‘bad’, but ripping out unnecessary bureaucracy opens markets up completely for SMEs. It must be the right thing to do – simplifying procurement, engaging with the community and generating better VFM.
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