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1 INTRODUCTION
1.1 This is the Council’s Procurement Strategy which sets out: 

· The link between our priorities and procurement

· The principles which underpin our procurement activity

· Our current procurement arrangements

· The objectives for developing procurement within the Council

The Council recognises that good procurement skills and strategies are essential to the delivery of value for money.

1.2 What is meant by procurement?
Procurement is about making spending choices and can be defined as the process of buying goods, works and services from suppliers. 
The process covers the whole lifecycle of a product or service, from when the need for this product or service is identified right through to the end of its life. Procurement, therefore, has a broader meaning than that of simply purchasing. 
It is concerned with getting services and products that best meet the needs of service users and the local community in order to help achieve our key priorities.  
1.3 What is the purpose of this Procurement Strategy?

The purpose of this strategy is to communicate clearly our vision for the way forward in our procurement of services, supplies and works to all employees, partners, suppliers and stakeholders. 
‘Our vision is to procure in a sustainable way, delivering the best possible value for the citizens of Copeland.’ 
The purpose of the Strategy is to set out a clear framework for a corporate, strategic approach to procurement throughout the Council, which reflects the corporate objectives, encompasses value for money requirements and is supported by the Constitution, Contract Standing Orders and Financial Regulations. 
Value for money and the delivery of sustainable outcomes are at the heart of the Strategy. Value for money refers to the best combination of cost and quality and does not necessarily mean the cheapest option. Alongside this, we will aim to procure in a way that is socially, economically and environmentally sustainable. 
1.4 Links to other Council policies and strategies

The Corporate Plan and Future Generation (A Strategy for Sustainable Communities in West Cumbria) set out our priorities. The Corporate Plan priorities are:
· Transformational Leadership – to lead change within West Cumbria and achieve improvements through the effective use of resources

· Improving Quality of Life – to significantly improve the way services are provided to allow residents to live, work, learn and relax in a clean, safe and attractive environment

· Promoting Prosperity – to continue the development of a strong, diverse local economy

The Future Generation priorities are:

· Make West Cumbria a better place for successive generations
· Make West Cumbria prosperous

· Raise people’s aspirations for themselves and for West Cumbria
The Procurement Strategy is aligned with these aims and priorities, and also links to the Sustainable Procurement Policy, Contract Standing Orders and Financial Regulations:









1.5 What are the aims of the Procurement Strategy?

The aims of this strategy are:
· To ensure that procurement supports our values, the delivery of key priorities and to secure the commitment of effective procurement from Members and employees at all levels within the Council
· To provide a corporate focus for all Copeland employees involved in procurement and to help improve the efficiency and effectiveness of all procurement activities
· To achieve benefits for the community wherever possible by maximising opportunities for local businesses and taking account of local needs in our purchasing decisions
· To indicate the way forward for developing and improving our procurement, by means of an action plan.
2 CONTEXT OF THE STRATEGY
2.1 Principles

Procurement should be seen in the context of the Council’s Corporate Plan and our overall priorities and objectives. It should be considered alongside the Sustainable Procurement Policy & Action Plan, Contract Standing Orders and Financial Regulations. 
2.2 National Context  

National Procurement Strategy 

In April 2008, the Final Report was published on progress against The National Procurement Strategy (NPS). The NPS aimed to encourage a more strategic approach to procurement in local government and created a platform for the realisation of efficiency gains and more sustainable procurement.
http://www.communities.gov.uk/publications/localgovernment/
procurementstrategy 
Comprehensive Spending Review 

All public services have been set a target of achieving at least 3% net cash-releasing value for money gains per annum over 2008-09 to 2010-11. Councils’ are expected to achieve £4.9 billion cash-releasing efficiencies by 2010-11.
http://www.hm-treasury.gov.uk/sr_csr07_index.htm 
Regional Centre of Excellence 

Nine regional centres of excellence have been established across the country. 

The purpose of the centres is to share best practice on procurement, provide support and deliver savings and efficiencies through aggregation and shared contracts. The centre assists councils in delivering their procurement strategy and meeting these key goals, with Copeland an active participant in the NW centre.   
www.nwce.gov.uk
Comprehensive Area Assessment 

The importance of effective procurement is also incorporated into the 

Comprehensive Area Assessment, with procurement and value for money forming key elements of the overall assessment. The Use of Resources Key Line of Enquiry asks: ‘Does the organisation commission and procure quality services and supplies, tailored to local needs, to deliver sustainable outcomes and value for money?’
The Council recognises the importance of joint working, which is placed at the heart of the CAA. A Health Improvement post was commissioned and funded jointly by Copeland Borough Council and the Cumbria PCT in October 2009, with the aim of implementing Health Strategies, helping to reduce health inequalities and identifying new areas of partnership working across Copeland. The combined resources of the Council and Cumbria PCT fund the post as well as any training and development needs, and conform to good practice cited in the IDeA Healthy Communities Peer Review. 
The Council has also made significant progress in terms of partnering with its Locality Working project. Pilots are being run in three areas: North East Copeland, Mid Copeland and Howgate, a sub-locality of North West Copeland, all using existing partnership mechanisms and a local skill base. 
The Council ensures the most appropriate partner is involved by passing on the grants it receives; utilising its resources to gather in local skills. A central part of this work is to engage with the local community, and the Council has specific projects with local voluntary bodies such as Phoenix Youth to promote activities for young people, and also Cumbria PCT who are set to commission a local health facility. 
http://www.audit-commission.gov.uk/localgov/audit/caa/pages/default.aspx 

2.3 Future Challenges
It is inevitable that the longer term effects of the economic downturn will hit the public sector over the coming years.

As proposals for tackling the UK budget deficit begin to emerge, it is clear that the recession will have a long-lasting impact on the way local authorities spend their money. 
The 2009 Budget announced ambitious efficiency plans from 2011 onwards, coinciding with the next Comprehensive Spending Review. Whilst cuts to public spending are expected, at the same time the demand for high quality public services remains as strong as ever. This means that all local authorities must become more effective and more efficient when spending public money. The importance of good procurement, making the right purchasing decisions at the right time, will therefore only grow and grow. 
2.4 Local Context 

Effective Procurement in Cumbria (EPiC) was established as a subgroup to the North West Centre of Excellence (NWCE) in 2007. EPiC is a formalised arrangement between Cumbria County Council, the six district councils and the Lake District National Park Authority to procure collaboratively. EPiC aims to deliver savings, reduce duplication between authorities and develop innovative and accessible procurement processes.
Some notable achievements of EPiC so far have been the adoption of an e-tendering portal; joint tendering where all contracts are awarded on the basis of cost, quality and, where appropriate, consideration of social, economic and environmental criteria; and savings in excess of £2m. 
EPiC, and therefore Copeland Borough Council, realise that in addition to the national drivers, local factors need to be included in any procurement strategy to ensure we make a real difference to the community we serve. 
40% of the council’s suppliers are local i.e. based in Cumbria. It is hoped that we can build upon this whilst still adhering to the UK and EU laws of fair competition.

Alongside raising awareness of contract opportunities for local businesses, Procurement will also seek to involve service users in procurement wherever possible and aim to encourage the delivery of social benefits through its procurement. 
A key part of aiming to deliver these social benefits and involving service users will be the budget consultation that is carried out annually by the Council. The consultation allows members of the public to give their views on the way we spend our money, and specifically seeks to ensure that our spending decisions reflect local needs and concerns.
The Procurement team will take note of this consultation feedback and make sure our activities are in line with local priorities. 
3 SPEND PROFILE

Our ability to monitor our spend profile will be greatly strengthened by the introduction of the IDeA:marketplace, an e-procurement system. The roll-out of the system will be complete by April 2010 and it will allow areas of spend to be targeted and monitored.
Copeland Borough Council spent approximately £20 million* on a variety of goods, works and services in 08/09 with a total of 1, 454 suppliers.

Of this spend**, 44% was with Small & Medium Enterprises (SMEs). In terms of local suppliers (i.e. suppliers with a Cumbrian postcode), 40% of our supply base falls under this category, with 32% of spend with local businesses. 
*This includes spend with all creditors.

**This spend information relates to trade creditors where more than £1, 000 was spent. 
4    PROCUREMENT PRINCIPLES
There are a wide range of factors that we take account of:
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Key Procurement Principles
The key procurement principles have been established to support our objectives and the procurement vision. More detail about each principle is given below, and the action plan supports the achievement of these principles. 
Value for money
We are committed to ensuring value for money across all services by meeting the needs of local people in cost effective and efficient ways. Council business is awarded on the basis of cost and quality considerations, with whole life costing taken into account. 
The effective project management of contracts ensures high-quality goods and services are delivered, and also supports continuous improvement in our supplier base. 
Evaluation of procurement options
We recognise the contribution procurement can make to service delivery, and that the Procurement team has a role to play in helping to deliver services more efficiently and effectively.

Business cases include an appraisal of service delivery options and costs, and consider procurement (including sustainability) risks. 
The essential procurement checklists provide procurement options for selection by contract managers working in partnership with the Procurement Officer, with due consideration of costs and risks. 

Contract management arrangements include the assessment of the performance of the contract and therefore of the selected procurement option.
The essential procurement checklists will be promoted for all spend above £10, 000. This £10, 000 threshold is where we must have a contract or agreement in place with a supplier.  

Partnering

The Council’s preferred approach to the procurement of high value, high risk projects is partnering. 
The Procurement team will seek to encourage service units to consider how they might work in partnership with other councils, organisations and internal departments through the use of the essential procurement checklists. We will also promote the collaboration with EPiC and the benefits this partnership offers.
We are an active partner in the West Cumbria Local Strategic Partnership, a forum which engages the local community in planning for the future of their area and identifying key priorities. The LSP is a collection of organisations and representatives coming together to work in partnership with the councils within an area. All objective-setting, and consequent financial, commissioning, or contractual commitments recommended by LSPs, must be formalised through the relevant local authority. 
The LSP has already helped to produce the Future Generation Sustainable Community Strategy based on data and evidence from the local area and its population. Actions from the Strategy are contained within the Council’s Sustainable Procurement Policy. 
E-procurement
The Council has an e-purchasing system (IDeA:marketplace) and uses The Chest, an e-tendering portal for North West authorities. E-invoicing is also currently being considered for adoption. 

We recognise that e-procurement can contribute to the achievement of savings and efficiencies in the procurement process. In the case of The Chest, it generates a cost saving, eliminates paperwork and shortens timescales. 
As The Chest is a popular tendering portal, it also gives us greater choice in our tenders (potentially leading to savings) and the additional competitiveness amongst suppliers serves to further develop the supply base.
As of October 2009, there were approximately 10, 000 suppliers registered on The Chest and approximately 1, 000 registered with a Cumbrian postcode. We have sought to encourage local businesses to join The Chest via workshops with the Chamber of Commerce, distributing leaflets via Business Link North West, and producing promotional business cards.   

In relation to the IDeA:marketplace, e-procurement is used to ensure compliance with Contract Standing Orders as well as monitor and analyse areas of spend. This will enable spend areas to be targeted for savings and efficiencies, and increase our capacity to benchmark prices for goods and services. 
We will continue to promote and develop the use of its e-procurement systems, with the Procurement team involving in the roll-out of e-invoicing where necessary. 
Stakeholder Engagement
Skilled procurement requires skilled staff to carry it through. Procurement included as a part of the employee induction pack and the e-learning programme for new starters.

Managers have undertaken procurement training, and Members have been given presentations to aid their understanding of procurement. Key staff members will be given similar training in future. Further promotion of procurement will take place through meetings with team’s nominated purchasers and through slots at Managers’ Group. 

A Procurement Newsletter for internal staff has also been developed. The newsletter contains information about recent developments in procurement, plus any useful reminders for staff about key things they should be doing. 

The newsletter invites feedback and also directs staff to use the Procurement Centre on the intranet for any additional information. The Procurement Centre is a resource for all things procurement and contains information such as approved suppliers, a guide to Contract Standing Orders and draft tender documents. 
We regularly engage with our suppliers (see ‘Supplier Relationships and Development’ section below), and will build on this in future via a partnership with Business Link which will allow the Council to obtain feedback from suppliers about the tender process.

Engagement with other local councils takes place at meetings of EPiC, where good practice is shared and views are sought on new developments within individual authorities’ procurement activities. 

All contract managers are encouraged to consider any customer feedback, both internal and external, that may be of use in the early stages of a procurement. Articles are published three times per year in the Council’s magazine, Copeland Matters, which explain the procurement process to the general public and the kinds of contracts that have been recently let. An external handout will be developed outlining how Council money is spent, and why it’s important. There will also be a section on the Council website showing savings achieved by the Procurement team each quarter. 
Community engagement will improve through the use of MOSAIC data, which enables the analysis of lifestyles, demographics, neighbourhoods and behaviours, right down to household level. By better understanding local needs, this will enable us to procure and to deliver services in a way that reflects the needs of both the service user and the wider community. 
We will seek to ensure that all budget holders and other key staff members have the necessary skills and knowledge to procure efficiently and effectively. All staff and Members should be fully aware of the importance of procurement. 
Supplier Relationships and Development
We aim to encourage a mixed range of suppliers to bid for contracts in order to help develop a varied and competitive market place. All contract managers are asked to consider which suppliers they believe would be interested in a particular tender, and these suppliers are then encouraged to register on The Chest.

The Chest is utilised as a means of improving links between suppliers and the Council by offering a single point of contact for contract information, and with its wide supply base it fosters a greater understanding of the supplier market.

More specifically, we support and encourage local suppliers via workshops, offering hints and tips about the tender process. At such workshops, suppliers are made aware of the sustainability agenda, with a view to encouraging them to become more sustainable in their working practices in order to win Council business. 
Our partnership with Business Link seeks to build upon this support for local suppliers.

Advice is included in the pre-qualification questionnaires which directs suppliers to contact Business Link for free and impartial help with their tender response. A short feedback form is included at tender stage which asks whether any contact was made, and how useful they found it. A question is also asked about how suppliers found the tender process more generally, thus a forming a mutually beneficial partnership between the Council as the buyer and our supply base. 

This advice is also included in letters to unsuccessful tenderers, again encouraging them to use Business Link as a way of improving their tender response. Advice is included in the letters to successful tenderers, which directs suppliers to contact Business Link should they be seeking to grow their business, possibly as a result of being awarded the Copeland contract.

It is hoped that this partnership will help further develop the supply market by encouraging businesses to improve, develop and grow through the expert advice offered by Business Link. 
We will continue to engage with our supply base, and with potential suppliers, via future workshops and events in collaboration with EPiC. 
Sustainability Issues and Impacts
We are committed to ensuring that our procurement delivers sustainable outcomes.
Sustainability is addressed throughout the procurement process. A new pre-qualification questionnaire has been developed which strengthens areas around sustainability, with the inclusion of questions relating to the environment and equalities. All suppliers must agree to comply with the Council’s Equalities scheme.

Questions about sustainability are also included at tender stage and sustainability criteria are worked into specifications wherever possible.

The procurement process will take account of economic, environmental and social impacts. To this end, we aim to achieve Level 2 of the Flexible Framework by 2013. The Flexible Framework forms the action plan of the Sustainable Development Strategy launched by the Government in 2005. The Strategy commits the public sector to lead by example in delivering sustainable development objectives. 

Please see the Sustainable Procurement Policy and Action Plan for details on how we will achieve this. 
Visibility and Analysis of Spend
The introduction of the IDeA:marketplace will strengthen our abilities in this area. The marketplace is able to capture categories of spend, helping to ensure compliance with Contract Standing Orders, target areas for savings and efficiencies and identify sustainability impacts and risks within our supply base. Key suppliers can also be readily identified.
The participation of the Procurement team in the Capital Programme Monitoring Group will also contribute, with all capital projects brought to the group for discussion and reporting against significant milestones.
Community and Social Benefits
We are committed to delivering sustainable outcomes for local people, and we recognise we have a major role in supporting and developing communities. However, we must also comply with UK and EU regulations.

The Procurement team will seek advice from legal experts on how clauses can be included in contracts that would help to generate community and social benefits, such as encouraging suppliers to adopt apprenticeship schemes and offer targeted training. The Sustainable Procurement Policy identifies this as a key objective in its action plan. 
Contract management

Effective contract management is essential in order to ensure service delivery is completed on time and within budget, working with our suppliers to achieve this. Once in post, the Procurement team will also seek to work with the Contracts Officer in developing our approach to contract management. 
Management arrangements have been strengthened through the development of the Capital Programme Monitoring Group. Contract management is also a key feature of the procurement training for managers, highlighting the importance of such methods as Key Performance Indicators to monitor suppliers. 
Actions in the Sustainable Procurement Policy which build upon this relate to evidencing sustainable impacts through our contracts, specifically gathering information from our contractors about the impact upon Equality & Diversity groups in their delivery of the contract. Building in continuous improvement in terms of sustainability is also addressed. 
In a wider sense, contract management is supported by project management. All managers of capital projects must produce a Project Initiation Document in order to demonstrate the need for the project and set out how it will be delivered, with due consideration of costs and risks. The Procurement team is informed of the yearly programme of capital projects.

Project management training for managers is also carried out by Policy & Performance on an annual basis.
5 
WHAT WE DO NOW
The Procurement team offers advice and assistance to staff and Members in understanding the procurement process and associated procedures, and upholds the procurement principles outlined above. 
The team have a corporate overview of what is procured across the Council and also seek to establish corporate contracts where the Council would benefit from this. With the exception of a limited number of spend areas, procurement is a decentralised activity with each service unit ultimately responsible for their own procurement, using the Procurement team as an advisory function. A range of guidance and tools for staff are available on our intranet pages. 

The Procurement team provides support to budget holders for high value spends (those over £10, 000) that require contracts. Pre-contract we will identify appropriate procurement options and help to prepare the documentation, and offer guidance throughout the whole process. 
In terms of routine, low value purchasing of things like hotel accommodation and workwear, this has been rationalised by the nomination of a minimum of one administrator (Procurement Rep) in each Service Unit. All administrators are trained to use an electronic purchase ordering system. 
There are some examples of centralised procurement e.g. the maintenance of public buildings; the centralised purchase of IT equipment; and the centralised purchase of stationery. 
EPiC has a range of framework contracts that the Council is able to join on to. These are for popular areas of procurement such as stationery, car hire and workwear. Procurement Reps are kept informed of any changes or developments in the area of framework contracts. 
Achievements

Some key achievements of the Procurement team in 09/10 were:

· Commenced the roll-out of the IDeA:marketplace e-procurement system

· Implemented a partnership with Business Link which encourages the development of the supply market and enables us to gain feedback about the tender process

· Started to use the e-tendering portal The Chest as the main means of advertising contract opportunities

· Promoted The Chest at Cumbria Chamber of Commerce events and offered hints and tips about what the Council looks for in tender responses

· Developed a new pre-qualification questionnaire, with greater focus on sustainability issues

· Included procurement in the employee induction packs and the e-learning programme for new starters


· Developed a series of essential procurement checklists for officers


· Carried out procurement training for managers, and have plans in place for similar training for other key staff in the new year
· Met with all relevant budget holders to discuss their Supplies and Services budgets and try to identify savings


· Raised awareness of procurement internally through the Procurement Newsletter; presentations to Members and Managers’ Group; a ‘Your Guide to Procurement’ handout; and ‘Glossary of Procurement’
6   WHAT WE WILL DO
We will use the Procurement Strategy to continue to deliver and improve upon the key procurement principles. This is embodied in the Strategy’s action plan and the Sustainable Procurement Policy action plan. 
The Procurement team will aim to fully embed our Use of Resources score of 2, and work towards a score of 3 from 2013 onwards. 

7    MEASUREMENT/MONITORING 

7.1 Action Plan

Attached to this strategy is an action plan that sets out requirements to move from our current position to where we want to be. This plan needs to be implemented and supported on a corporate basis.

7.2
Procurement Champion

The Council is recommended to nominate the Procurement Portfolio holder, Cllr John Bowman, as Champion, whose role is to: 

• Promote procurement at Executive and raise the profile of Procurement with Members, working in conjunction with the Head of Development Operations, the Contracts & Property Manager and the Procurement Officer.
• Receive and review monitoring reports on the implementation of this Strategy. 

• Make recommendations to Executive and Overview and Scrutiny for modifications in strategy, policy or corporate resources. 

7.3 Reporting & Monitoring
The action plan attached to this Strategy will be placed on the Covalent Performance Management System. It will be updated and reviewed by the Procurement team once a month, and will be reported quarterly to the Head of Development Operations and the Procurement Portfolio and Shadow Portfolio Holder. 
Savings and efficiencies achieved by Procurement will also be reported to Executive as part of the finance quarterly monitoring report. 
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