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1. Introduction

This guidance is intended to support the completion of the Clackmannanshire Contract Strategy Template.  It will help manage the expectations of stakeholders and customers. It facilitates best practice and consistency across the council. The process, template and guidance allow procurement professionals to concentrate on high value, high risk areas in which they can add value and deliver value for money for Clackmannanshire Council.  

The council has adopted a category (commodity) management approach to procurement, with the use of the Contract Strategy Template to maximise the procurement benefits in relation to external spending and whenever possible utilising collaborative opportunities. This approach is designed to deliver the following outcomes: -
· Contracts which are fit for purpose and offer best value
· Increased contract coverage, reducing maverick and non-compliant spend 

· A consistent approach to all tender exercises undertaken on behalf of the council
· Improved demand management  

· Use of suppliers who achieve the optimum cost and quality requirements

· Development of suppliers to increase the council’s advanced order and payment processes.  

· Work with suppliers to pursue sustainable development objectives

· Community benefits are identified and delivered 
· Assurance that the council’s obligations for legislative compliance and value for money are met.
2. Executive Summary
The objective of this Guidance is as follows:-
· To provide an agreed structure for the development of contract strategies to ensure a consistent approach that can be easily reviewed and managed.

· To develop a contract strategy process based on the Contract Strategy Template, which will be populated and agreed by all parties.

· To provide guidance for Service Users conducting contracting activities, to confirm the structure and content for inclusion within the strategy, and assist with the completion of each section within the Contract Strategy Template, 
Reference should also be made to the Corporate Procurement Procedures " The Procurement Journey" and Contract Standing Orders where the Roles and Responsibilities for procurement are provided to assist all staff involved in the development of the strategy understand their remit throughout the process.  
Any questions in respect of this guidance document should be directed to the Procurement Manager 

3. Contract Strategy – A Definition
A Contract Strategy is a formal document or plan that outlines how the authority will procure goods, services, or works in a way that aligns with its statutory duties, policy objectives, and community needs. It is shaped by national frameworks such as the Procurement Reform (Scotland) Act 2014, and guided by principles of transparency, sustainability, and value for money.

A Contract Strategy is a structured procurement plan developed by the Local Authority to determine the most appropriate approach for acquiring goods, services, or works. It considers factors such as market conditions, risk allocation, community benefits, sustainability, and legal compliance, and ensures that procurement activities support the authority’s strategic objectives and deliver best value for the public.

Key Features:

· Alignment with Local and National Priorities 
· Community Benefits – Ensuring contracts contribute to social, economic, and environmental wellbeing.
· Sustainable Procurement – Promoting ethical sourcing and climate-conscious practices.
· Risk Management – Identifying and mitigating procurement risks.
· Legal Compliance – Adhering to Scottish procurement legislation.
· Market Engagement – Understanding supplier capabilities and fostering fair competition
· to achieve best value for Clackmannanshire Council.

This approach involves bringing together representatives from different parts of the council, or from other organisations / councils, to form a User Intelligence Group (UIG) or stakeholders to analyse and review particular commodities / product groups or services, usually referred to as categories. 
The agreed procurement approach should be recorded within the Contract Strategy Template.  
Stakeholders Involved in Developing a Contract Strategy

	Stakeholder
	Role in the Process

	Procurement Team
	Supports the process by advising on procurement procedures, compliance, and documentation.

	Service Department
	Defines service needs, technical specifications, and desired outcomes.

	Legal Services
	Ensures legal compliance, advises on contract terms and risk allocation.

	Finance Team
	Confirms budget availability, assesses affordability and value for money.

	Senior Management / Project Board
	Provides strategic oversight, approves the strategy, and ensures alignment with corporate goals.

	Elected Members (Councillors)
	May approve high-value or sensitive strategies; ensure democratic accountability.

	Community Planning Partners / External Stakeholders
	May be consulted for collaborative or community-focused contracts.


4. Profiling the Commodity and Developing the Strategy
[image: image2.png]Inital
Stakeholder Opportunity Procurement
Identification Assesment Route

DEVELOP
STRATEGY

Developing Commodity Do:lfl‘vl’:lh.l?fl;

Profiling the Commodity Strategy
Commodity Strategy Executive Summary




The above flow chart taken from Procurement Journey shows the main stages in the Contract Strategy Development process.  
4.1 Profiling the Commodity

The objective of Commodity Profiling for the UIG is to create a thorough understanding of the commodity. This can be achieved by:- 
· Understanding and scoping requirements, by collating details of any existing contract(s), such as the product specification, end users and other information which can be incorporated into the analysis of key commodity characteristics.  

· Identifying any current contracts in existence and estimating the relative spend on the goods/services in question.  It will also be necessary to determine if there will be any issues in relation to the need to phase in new contracts over a period of time or, to investigate whether early termination of existing contracts is both possible and desirable.

· Using sustainability guidance, to consider the potential social, economic and environmental impact associated with the requirement and the proposed procurement process. 

· Assessing the current state of the market and identifying ‘key players’ who could meet the requirements. 

· Understanding and integrating the current and future needs of the participating Service Areas(s) / organisation(s) into the approach to market. 

· Identifying any early opportunities to explore and provide options for meeting the requirements.

· Using the spend data through Spikes Cavell / General Ledger / Procurement Card system to identify commodity expenditure and the products / services currently utilised.

· The Supply Market Sources is a list of suggested external sources which may provide you useful information required to develop a contract strategy.

4.2 Developing the Strategy

To ensure a sufficient level of stakeholder involvement, a UIG should be established to develop the Contract Strategy.
For any procurement exercise to be successful, it is essential that the UIG includes representation from all key stakeholders.  This should include representation from key stakeholders and users from the participating Service Areas, or in respect of collaborative contracts, other organisations.  It is also important to ensure that representation might include procurement, business and technical specialists as this will help to ensure that the resulting contract reflects end user requirements and as a consequence will lead to greater levels of contract compliance.
The Procurement Lead or Contract Responsible Officer, will ideally, prior to the first meeting of the UIG, carry out some research to gain an understanding of the commodity in question. For example: -
· Gain an understanding of the market for a commodity using the internet.

· Speak to supplier representatives or industry experts.

· Host meetings with individual key stakeholders and end users prior to the first UIG.

· Gather information from other Councils / Public Sector Bodies.

· Review previous tenders or contract strategies.

· Determine what National, Regional or Sectoral arrangements are already in place.

· Identify potential collaborative opportunities.

Carrying out this market research, will aim to gain: -
· An initial understanding of the key characteristics of the commodity in question
· An initial understanding of the council’s requirements and of the market conditions in addition to the risks, issues and barriers to success that may have to be faced

· An understanding of the marketplace
Please note that the purpose of the UIG is to:-
· Build up a thorough understanding of the characteristics of the category in question

· Develop contract strategies based upon analysis of data collected
· Provide information on current demand from the Service or other councils / organisations represented.
Completion of the Contract Strategy Template
1. CONTRACT SUMMARY 

1.1 Contract Details
The title attributed to the contract should be entered here, with the name of the Procurement Lead who creates the document.  The tender number allocated from Legal Services 2/6/..... must be included to ensure a cross reference is in place.  
1.2   Executive Summary

The purpose of this section is to highlight the key points of the strategy outlining the details and the justification for any decisions taken.  
1.3 Contract Objective/ Forward Plan

This section should include a summary of the Service Area’s overall strategy for the service, or supply to be tendered.  This will assist in ensuring that the development of the strategy and the procurement approach taken is in line with their future plans.  It will also assist in determining the contract period, the estimated value of the contract and the duration of the contract.
This section should also detail the objectives of the contract based on the analysis undertaken prior to commencement on the contract strategy.  This will ensure the correct procurement approach is carried out, e.g. should a mini competition be carried out under a framework arrangement to achieve better prices? 
1.4 Financials 
This is the approved spend agreed at the appropriate committee or Service Accountant for the individual project, or the allocated expenditure for the commodity within the Service’s budget.  The Budget Holder who approves this section should be able to provide this information and a link to the report submitted requesting financial approval for individual projects.

2. CURRENT CONTRACT INFORMATION 

2.1 Current Situation / Contract Status
You should review and understand the current contractual situation (if applicable), with regards to the product specification, what volume/values are being bought, why and when.  To determine if the current practice or contract could be improved, a “lessons learned” session with the users of the current contract and the incumbent supplier should be carried out.
2.2 Historical Spend Information
A detailed understanding of the current expenditure and likely future requirement of the commodity are fundamental to contract strategy development.  To determine the internal spend for the council, a Commodity Analysis should be performed.  The general ledger should be used where appropriate.  This system should be able to map spend against suppliers and departments.  The Procurement Manager should be contacted to ensure that Purchase Card spend is considered.  When considering collaborative contracts public sector organisations can access information on historical commodity spend via the DXL (Spikes Cavell) Scottish Procurement Information Hub This contains many pre-defined reports and underlying data that can be extracted in MS Excel format. Additional reporting can be generated from the Hub on an ad-hoc basis e.g. by commodity, which is available by contacting the Procurement Manager.  To develop clear spend conclusions, gather current expenditure and demand data at the correct level of detail.  Suggested areas for analysis, from financial systems include:-
· Total expenditure and volume
· Expenditure by Commodity and Sub-Commodity (e.g. the high-level Commodity will be IT Hardware & Software spend in total , and the Sub-Commodity will break this down into sub- commodities e.g. software, hardware, network & cabling, etc.) 
· Expenditure by Service Area / Service Unit or Geography
· Expenditure by Supplier
· Future Demand Projections where possible
· Collaborative Opportunities
· Benchmarking
· Profile of Suppliers (Large, SME etc.)
· Management Information received from incumbent suppliers
3. RESOURCES
3.1 User Intelligence Group

The User Intelligence Group should include the Procurement Lead, Project Lead and Project Sponsor, who will represent the Service Area.  The Procurement Manager should always be represented within the UIG. where it is a “Corporate Contract”, a collaboration or a contract that is subject to advertisement in the UK e-notification service, it may be necessary to have several Team Members, with either representation across all Services Areas / Units or from other councils / organisations.  
There may also be a requirement to seek input from other “specialist areas” within the council e.g. Corporate IT or Health & Safety.  Detailed guidance is included below to assist you in determining whether you need to seek further clarification in any of these areas. 
3.2 IT Guidance

IT Services input is required in any procurement which involves one or more of the following:

· Purchase of a new software application(s) or modification / replacement of existing software application(s);

· Delivery of service via new locations or moving to existing locations.
· Purchase of any IT equipment (Including but not limited to):

· Computers.
· Licences

· Software
· Printers.
· Handheld devices or phones.
· Servers.
· Telephone systems
Early involvement of appropriate IT Services staff will ensure the specification of requirements meets the principals of the Council’s IT Strategy. Even if a new software application is to be hosted externally IT Services still need to be involved in the procurement to ensure council staff can access the application and council data stored outside our domain is handled securely.

As a guide, at least 10 working days should be allowed for IT Services to review a tender document properly.  It is good practice to involve IT Services in any pre procurement discussions with potential suppliers to ensure appropriate scrutiny of proposals.

3.3 Health and Safety Guidance 

When developing a Contract Strategy, consideration should be given as to whether the intended contract will be a “Low” or “High” health and safety risk.  It may be necessary to consult with the Health & Safety Team who will be happy to assist you in determining the required level for the contract.  Please note however that should it be considered that the intended contract is “High” Risk, the Health & Safety Section must be included as part of the “Cross Functional Team” as they will be required to be involved in the evaluation of all health and safety related tender returns. 
4. PROPOSED CONTRACT STRATEGY  

4.1 Supply Market Status

In order to assist in developing the contract strategy a supply market analysis should be undertaken (where appropriate).  There is no formal process for market testing, but soft market testing activities typically include researching the market, meeting selected suppliers/similar organisations/colleagues to elicit opinion and stimulate. Care should be taken to engage with a good cross section of suppliers to best inform your strategic options i.e. the views of an SME compared with a large or multi-national supplier may be different.  
Supplier interest can be generated by publishing advance notice of likely requirements, for example Prior Information Notices (PINs).  It is considered good practice to publish PINs to stimulate supplier interest but it is not mandatory.  Please refer to the Market Summary Template which will assist you with documenting your findings.
Further advice in Supply Market Analysis can be contained within the Procurement Journey 



4.2 Collaboration Opportunities

Before proceeding with any contract strategy development, consideration should be given as to whether there is any National or Regional Contracts in place which could be utilised for the commodity.  The websites of the Scottish Government frameworks and contracts, Scotland Excel, Crown Commercial, Scottish Procurement Alliance, ESPO YPO etc  will provide details of the current contracts in place and the process to be followed for utilising these e.g. a mini-competition under a framework, or by a direct call-off.  
Should there be no suitable current “collaborative contracts” in place, you should investigate future collaborative opportunities by analysing the collaborative spend on the commodity and the expenditure detailed for each of those who you feel could be considered for collaboration.  Benchmarking should also be conducted into the pricing structure at each of these organisations, using the DXL formally Spikes Cavell Tool and /or contacts within these organisations.   
4.3 Outsourcing Considerations

It should be addressed with the Service Area whether this is an outsourcing opportunity. If this commodity is currently being provided by an external provider, it is already outsourced, and this section will not be applicable.  It should be noted however that if it is a re-tender then the current process should be reviewed as part of the strategy development, as change in specification could reduce some further internal resources.  
4.3 Sustainability & Community Benefits Guidance
Sustainability
When developing a contract strategy, the council’s commitment to making more sustainable choices in order to deliver sustainable procurement must be considered. This means identifying more sustainable ways of meeting requirements and designing sustainable procurement specifications accordingly. The approach should address the social, economic and environmental (SEE) implications of product and service choices. It should embrace whole life costing/total cost of ownership (guidance can be taken using the link to the Total Cost of Ownership Considerations taken from the  Procurement Journey which addresses how aspects such as design, manufacturing materials, operating costs, energy consumption, waste and recycling options support a more sustainable approach:
Social - Considerations may include questions about minority-owned businesses or businesses that employ or use local staff. Social responsibility also addresses ethical procurement; working conditions, working hours, salaries e.g. minimum (living) wages, child labour and safety and hygiene. Social impacts are important in the purchasing decision process and thought should be given to both direct and indirect impacts to the community and its inhabitants including those which may extend beyond the geographical boundaries of Clackmannanshire. Taking social issues into account early on in the procurement process is always advantageous.  It may be necessary for all staff to be trained to ensure that those involved with the public area operate in a safe and effective manner. If the contract requires particular skills or expertise of a social nature, this can be reflected in the detail of the specifications or in the selection criteria. For example, it is quite legitimate to require specific language skills or other relevant expertise from staff in order to meet the needs of the community they serve.
Economic - consideration has to be given as to how requirements will attract interest from across the supply base including Micro, Small and Medium Enterprises and the Third Sector. Clackmannanshire Council has signed up to the SPCD’s Suppliers Charter which has clearly defined policies and procedures promoted by the Public Procurement Reform Programme with respect to supporting all current and potential suppliers and actively removing barriers to participation in procurement . 

Environmental - Consideration should be given to integrating environmental strategy into core operations and a commitment to a responsible and forward looking approach to environmental issues. Green belt, waste management and recycling, carbon emission reduction and the procurement of environmentally preferred products should all be considered.  By considering requirements on energy efficiency or recyclability to be met, the sustainability objective should enable the procurer to include a broader array of products. Where feasible, procurement Initiatives should consider the environmental impact of supplies and services, and this should be reflected in the award criteria for evaluating tenders.

Community Benefits
The following are examples of areas for Community Benefits that should be considered when developing the Contract Strategy:
· Targeted Recruitment and Training - offering individuals and young people training, jobs and work experience as part of a contract. Current evidence would indicate that a reasonable target for construction activity would be that 10% of total employees could be a new entrant to the labour market. 

· Supply Chain Initiatives (for local, Micro, Small and Medium Enterprises, Social Enterprises and the Voluntary Sector) - offering local companies opportunities to provide goods and/or services as part of a contract.

· Community Consultation - giving the local community an opportunity to express an opinion and possibly influence the design and delivery of a project or service in an area.

· Young Person Engagement - giving young people in the area an opportunity to engage in a project.  The engagement can range from young people learning about a project to giving them the opportunity to shape and influence a project thus giving them more say in and connection to the future of their area. 

· Social Enterprise - where a local social enterprise can either be established to service a contract, or an existing social enterprise be supported to deliver on part of a contract. 

· Community Endowment Fund/Development Trust - where a financial sum may be made available to implement projects that the community considers to be a priority.  This often ensures ownership, participation and support at a very local level. 

· Public Art Projects - a tangible project that a community can focus on and be involved in either as a standalone activity or part of a wider regeneration initiative. 

· Local Events - local ownership of a project or service. 

· Physical Infrastructure - often delivered by the private sector as part of a Section 75 agreement in relation to a planning consent.  Examples would be infrastructure required to enable a new development to be implemented for example roads and footpath/cycleway improvements, schools and libraries and play areas and open space.

· Local Sponsorship - private companies are often asked to sponsor organisations local to the area in which they are developing/delivering a service.
· Mentoring - private sector suppliers can offer support, normally as part of their Corporate Responsibility activity, where they can offer support and guidance to local organisations and individuals.

However, Legal Services, Alison Davidson, Economic Development & the procurement manager must always be consulted prior to incorporating Community Benefits within any tender.

4.5 Option Appraisal
The objective of this stage is to identify high-level opportunities based on the data gathered in the previous stages which may be achieved with or without the creation of a contract
Strategic sourcing highlights opportunities in three key areas:
· Purchase Demand Management - Reduce Consumption, Consolidate Spend, Improve Specification

· Supply Base Management - Restructure Relationships, Increase Competition, Restructure Supply Base 

· Total Cost Management - Optimise Total Supply Chain Costs, Reduce Total Life Cycle/Ownership Costs, Reduce/Eliminate Transactions.

The above are portrayed as the three sides of the 'Best Value Triangle'. For each of the potential opportunities on the triangle, the commodity team should assess and highlight those opportunities that could be exploited and determine how they could be applied to the commodity in question, bearing in mind any risk assessment considerations.  It may assist you by populating the Total Cost of Ownership Template with the details specific to your requirement.  The Total Cost of Ownership Considerations will assist you in completing this document.
This section should not only be used to determine what to buy but how to buy it e.g. Contract versus framework, Sole supplier framework versus multi supplier framework, Open procedure versus restricted procedure.
4.6 Conclusion / Process to be Adopted
This section should include the reasons for the choice of procurement approach taken.       Please refer to the Procurement Route, taken from the Procurement Journey which will assist you in deciding the correct approach for the contract.  
The Procurement Lead should work with the UIG members to decide upon an overall ratio or split between price and quality (non commercial aspects) criteria and allocate weightings to any sub-criteria as appropriate.  The ratio will determine how much price and quality will influence the tender evaluation and should reflect the relative importance of either element to the public body.  The weightings agreed for Price/Quality should be detailed within the Contract Strategy Document and agreed prior to the issue of the Tender document (ITT).  
The table below provides some suggested criteria and ratios depending on the nature of the commodity/service being procured.
	Commodity Type
	Description
	Suggested Price/Quality Ratio

	Routine (e.g. office supplies, desktops, laptops)
	• Low Value/High Volume 
• Many Existing Alternatives
	90:10 to 80:20

	Leverage (e.g. Utilities)
	• High spend area 
• Many Sources of Supply 
• Commercial involvement can influence price.
	70:30 to 60:40

	Strategic (e.g. Construction)
	• Strategic to Operations 
• Few Sources of Supply 
• Large Spend Area 
• Specification may be complex
	60:40 to 50:50 to 40:60

	Bottleneck (e.g. Waste Management, Social Care) 
	• Few Sources of Supply and alternatives available 
• Complex specifications 
• If supply fails, impact on organisation could be significant.
	40:60 to 10:90


5. PROPOSED CONTRACT BENEFITS 

5.1 Contract Spend Information (Estimated)
The annual and total contract spend (including the extension period) should be included.  The information supplied by the service department can be verified through the historical commodity spend via the Commodity Analysis.
5.2 Planned Savings Targets
The planned financial savings targets, as agreed with the Service Area, both as a value and percentage saving should be clearly detailed within this section.  This should be based on market conditions, length of time since the previous tender, previous contracts, etc.
5.3 Planned Contract Benefits – Non-Financial 

Any planned nonfinancial contract benefits should be included in this section e.g. formal contract in place, quality improvement, rationalisation of suppliers and contract information, reduction of risk, agreed service levels.

5.4 Planned Contract Performance Measure
Any planned contract performance measures that could be incorporated into the procurement process should be included in this section e.g. 
· Key Performance Indicators

· Output Milestones & Deliverables 

· Benefits Realisation
· On Time Delivery

· Quality & Zero Defects

These factors can also be integrated into the Contract & Supplier Management plan (part of the Contract & Supplier management process), used to manage the contract throughout its lifecycle.
6. PROCUREMENT PROCESS
6.1 Key Activities

All Key Milestones should be detailed within this section.  They should include the commencement date of the contract strategy and the award date of the contract.  It is also important to include other significant dates e.g. the timescale for return of the tender invitations, the evaluation period, the board date for submitting the award recommendation (if required) and the mandatory standstill period (if required).   These Key Milestone dates should be discussed and agreed with all participants of the project.   Please refer to the Corporate Procurement Procedures which will assist all members of the Project Team understand their Roles and Responsibilities and which Key Milestones they will require to be involved in.     
6.2 Key Risks

Single Procurement Document (SPD)

The SPD is a standard form that includes exclusion and selection questions, it allows buyers to identify suitably qualified and experienced bidders. It is mandated for use in all Regulated Procurements above GPA threshold, and is recommended for use in all other Regulated Procurements. The aim of the SPD is to simplify the procurement process, especially for SMEs, by enabling bidders to self-declare that they have not breached any of the grounds for exclusion, and that they meet the relevant selection criteria. SPD Modules are available in Public Contracts Scotland (PCS) and PCS Tender (PCS-T). Guidance on the SPD can be found in the Procurement Journey.

When carrying out Regulated Procurements, you must take account of the mandatory and discretionary exclusion grounds which apply. These can be found in Annex B of the statutory guidance and further guidance can be found in the Procurement Journey. In all cases a bidder will have an opportunity to provide evidence that it has taken remedial action to demonstrate its reliability (“self-cleansing”).

Many questions in the SPD are generic. In some cases, you (as the buyer) must add to the standard SPD selection questions with the specific minimum requirements for your procurement exercise.  You must ensure that any requirements are proportionate to the value and risk of your procurement exercise, and are not demanding for bidders.

Bidders will use their SPD response to indicate whether they can meet the requirements of the procurement exercise.

The questionnaire is a self-declaration form and suppliers do not need to provide any evidence upfront unless there are clear reasons for doing so.
The financial stability of potential suppliers engaged in the processes can be assessed within the SPD
Any other Key Risks should also be included within this section and any actions which may be required to manage these.  Please refer to the Risk Section within the Procurement Journey which will assist you in determining the probability of any risk,   the level of impact, and how this can be managed. 
7. STRATEGY APPROVAL

The value of the contract will determine the authority level required for Contract Strategy approval.  

All completed and signed Contract Strategy Templates should be sent along with the Form 1.
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