‘Best Councils to do business with’ contest

Entry Form

	Local Authority Name: Harrow 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?

	Procurement Spend: £12.9m of spend identified with specific small businesses from total “influencable spend” of £134m; just under 10% of total is with small businesses. This figure is likely to be an underestimate.  
Contracts: 382 contracts were in place, 67 (17.5%) small suppliers.
There was additional, significant spend with medium-sized providers, particularly in relation to social care. 


	Procurement Spend: Conservatively estimated as being over £15m with small suppliers from total “influencable spend” of less than £129m; just under 12% of total. 
As of end January 2013, buyers had access to 1292 suppliers via approved catalogues, of which 514 (40%) are small suppliers and access to 557 contracts, of which 139 (25%) are with small suppliers. These are confirmed figures and indicate how the total spend for the year may be significantly higher than estimated above.
This significant increase in the number of contracts and catalogues is due to a purchase-to-pay system upgrade in October 2012, since when corporate procurement have ‘policed’ all spend and new, proposed contracts for good procurement practice prior to approval.


	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):
We engage with small organisations to understand what solutions they offer through ;

· Extensive network of traders associations, Chamber of Commerce, Federation Small Businesses, Large Employers, banks, and Harrow in Business enterprise agency. 
· Hosting on-line Harrow  Business Directory; 1,000 firms registered receive monthly newsletters and events
· Researching the market extensively at pre-tender stage; identifying relevant suppliers, from Harrow Business Directory, Competefor, web searches and commercial lists

· Organising and promoting pre-market events; inviting suppliers and networks to these and asking detailed questions and suggestions of suppliers at these
Local and small firms know we are  “open to their business” through;
· Consultation and information before and  through procurement processes

· Cabinet endorsed Council Sustainable Procurement Policy 
· All Council services signed up to the Commitment to Business
We develop the procurement capacity and capability of local small suppliers through tailored seminars on “How to take part in a tender process” at the end of pre-market events and posting similar on our website
We design procurement competitions to optimise SME participation by;
· Utilising pre-market learning to shape appropriate lots and processes

· Using pre-qualification and minimum requirements appropriate to the risk and value of the contract. 

· Using clear, outcome and output based specifications  

· Avoiding jargon and explaining abbreviations and terminology
Harrow’s Procurement Strategy 2009 – 2012 targeted an increase of 20% in procurement spend with SMEs. The subsequent Sustainable Procurement Policy is more powerful and explicit in promoting smaller organisations within our supply chains. 
 


	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):

In advance of a formal procurement exercise we organise pre-market events, promoted on our website and via Economic and Community Development teams, and by emails sent to suppliers  identified through thorough market research. The promotion of events informs firms of all sizes about the emerging opportunity. 
Contract opportunities are;
· Emailed directly to potential providers 
· Emailed to providers registered within the Council’s e-procurement portal

· Advertised in OJEU, where they are above threshold and whether Part A or B. 

· In some cases, posted on the Council’s website. For sub-OJEU opportunities, where pre-market work has identified a competitive field of smaller firms as strong potential suppliers, we may not post – as postings result in re-communication through tender alert services, and many bids from large firms. 
Supply chain participation from small suppliers is improved at 1st tier by;

· pre-market engagement and opportunity communication activity outlined above

· reducing the bureaucratic burden of procurement processes as much as possible
We improve supply chain participation at 2nd tier, within the supply chains of large, prime contactors by;

· Asking all bidders for large contracts to agree to comply with Harrow Council’s Sustainable Procurement Policy and to submit action plans for achievement of “supplier diversity” during contract delivery. Action plans provided are contractually binding upon contract award.
· Involving the Economic Development team in contract “kick-off” meetings
· Requiring data from contractors on the specific suppliers and sub-contractors used in  contract delivery and making these contractual obligations.

	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):

We use data to challenge and improve procurement with small firms across Council spend by;

· Asking suppliers registering within the Bravo e-procurement portal to state whether they are micro, small, medium or large firms. Using this data to monitor the relative successes of firms of different sizes competing for opportunities and moving through procurement  processes. Where smaller firm participation seems low, identifying potential barriers to entry and reducing these in the next process.

· Downloading total spend data monthly from the SAP system, having it cleaned and analysed by pro-class category code by an external provider and then having it available to analyse as required e.g. according to local spend, spend with suppliers of different sizes

We make information on contracts let by the Council publicly available and accessible through the London Contracts Register; www.londoncontractsregister.co.uk . We plan to make total spend data, including by type of supplier, publicly available from 2013/14. The reason that we have not done before is because of concerns about the robustness of data and the degree of off-contract (‘rogue’) spend. This problems was addressed in 2012, by the upgrade of our purchase-to-pay system, so that Corporate Procurement can now better influence all spend and we are now becoming much more confident about the quality of our data. This improved practice also enables Corporate Procurement to ensure that smaller and local firms are given the opportunity to compete for all procurement opportunities, and to reject any request for award where competition has been inadequate.


	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): 

For smaller procurements below EU thresholds, we;
· Discourage use of PQQs and use succinct, single-stage processes with minimum requirements appropriate to risk and value of contract
· Use an e-procurement system, into which potential suppliers only need upload information once
We promote innovation and access from new entrants to the market by;
· Organising pre-market events and involving a wide base of potential suppliers 

· Using output and outcome-based specifications 
We have a policy of paying SMEs within 10 days. This is facilitated by;

· Registering sizes of all new suppliers, so that this payment term is automatically triggered
· A robust, electronic purchase to pay system that enables submission of all invoices to one Council contact and automatic, electronic payment
· The use of “fair payment terms” so that our first tier contractors are required to use the same payment terms as the Council within their supply chains.
We investigate poor procurement practice and hold procurement staff to account by;

· Having visability of all requests for contract award and off-contract spend and refusing to approve these where procurement policy and good practice has not been followed. 

· Reporting poor practice to the cross-Council Strategic Procurement Board (SPB), which is chaired by the Corporate Director of Resources, with the request that other directors up-skill staff.

We offer constructive feedback to unsuccessful bidders to help them improve future bids by;
· Providing written feedback to all unsuccessful bidders

· Offering additional, face-to-face feedback to all unsuccessful bidders




	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): 

1.  Research the market thoroughly. 
2. Question the market and listen carefully to their responses before any specification is defined and any procurement process shaped. 
3. The market invariably knows more than the buying organisation.
4. Smaller businesses can and do deliver services more cheaply and to a higher standard than their larger competitors.  
5. Tailor procurement process to risk /value of contract to minimise bureaucratic burden.
6. Smaller, local businesses have an inbuilt empathy and commitment to delivery of local services, which is of significant value when interfacing with residents, evidenced through housing repairs, school maintenance, road management contract delivery.



	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. Up-skill buyers so that procurement processes are as clear, streamlined and non-bureaucratic as possible for bidders to take part in - and processes are never abandoned. 
2. Identify a suitable methodology to encourage on-line pre-market engagement which effectively balances with Council IT security safeguards and firewalls; e.g. on Linked-In

3. Continue to work to find the balance between publicly advertising sub-OJEU opportunities (knowing that many large firms will bid, regardless of value and suitability to them) and not advertising, but directing them to a competitive field of smaller providers, who have capacity and capability to deliver value for money.



	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):

The council has a corporate commitment to Support “our businesses”. Progress is measured through quarterly Improvement Board meetings. 

Commitment is also integrated into our Sustainable Procurement Policy that was ratified by full Council in October 2011; http://www.harrow.gov.uk/downloads/file/11051/sustainable_procurement_policy.  

This Policy encourages the involvement of small businesses, social enterprises, and community  organisations within all tiers of the Council’s supply chains. The policy elevates procurement activity from ‘spend’ to ‘investment in the community’ and allows sustainability to be robustly included in procurement specifications, tenders, evaluation and supplier selection.

The principles of the Policy are communicated to buyers and integrated into procurement process through instructions provided in our “Buyers Guide” and “Sustainable Procurement Toolkit”. This material is maintained by Corporate Procurement and accessed by buyers through the Council’s intranet. Where members of Corporate Procurement are involved in specific procurements, direct one-to-one guidance is provided. 

Policy to outcomes; Housing Repairs & Maintenance case-study
A c £4m per annum contract for Housing Repairs and Maintenance was delivered by a large, national firm for several years. Customer satisfaction rates were low. A pre-market event for re-letting the contract was organised on 23rd June 2011 and as many potential suppliers as possible were identified and invited. It was attended by more than 60 firms, ranging from local, one-person operations to regional providers. Attendees were asked many questions about their views on how to deliver a high quality R&M service and attendees were encouraged to network with one another. The event resulted in a re-shaping of the service contract into 4 lots based on geographical area and a ‘trimming’ of the planned procurement process to make it less bureaucratic. 
One, key lot was awarded to a small firm (Slade London Ltd) and the others to medium firms (Linbrooks – subsequently acquired by Wates – and Quality Heating). Customer satisfaction rates are now at 95% + (target is 90%), c 15% cash savings have been achieved. Jobs, apprenticeships and other ‘social value’ benefits have been created and environmental performance improved because of more jobs being completed ‘right first time’. Where Slade require suppliers and sub-contractors, local firms deliver 70% of that work by value. A smaller Council team is required to manage all of these contracts than was required to manage the previous, single contract.  
Amongst the outcomes achieved from pre-market engagement activity and events are;  
Reshaping of lots previously being considered, within a the framework for Schools and Corporate Repairs & Maintenance Framework, following a 13/12/12 event. This is currently out to market.   

Valuable answers to “how can local authorities manage independent transport operations most efficiently and ensure continuous, high quality delivery of services to users?” at a Special Needs Transport event (17/5/12). Learning was fed into the specification. Several small firms won contracts.  
A pre-market event for management of a Mental Health DayCare Centre (14/11/12) resulted in several local organisations collaborating on bids rather than competing, helping to generate valuable ‘social value’.
A window cleaning pre-market event (30/3/12) resulted in identification of a much cheaper way to deliver the service.



