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1.0
      Purpose of the guidance
1.1 This paper has been produced to provide guidance to local authorities on how to identify potential bidders for their Building Schools for the Future (BSF) project. Options for when and how to engage with those bidders, so as to maximise the number of good quality bids received by making the project attractive to the market, are also provided.
1.2 It is a requirement for all projects that the local authority has at least two confirmed bidding consortia with board level approval to participate in the procurement process before they will be allowed to issue the Official Journal of the European Union (OJEU) notice.  Projects with only a single confirmed bidder will not be permitted to proceed to procurement as this would not comply with the requirements of H.M. Treasury Competitive Dialogue guidance.
1.3 Depending on the market conditions this can be a significant challenge and may be a major risk for the project. The process of market engagement is the principal way a local authority can mitigate this risk.
1.4 The Commercial Team at Partnerships for Schools (PfS) will provide the Meeting to Review and Assess (MRA) panel with independent confirmation of the fact that a particular project has achieved this minimum level of interest as part of the Outline Business Case (OBC) approval process.  Should the local authority perceive that there may be difficulties in achieving this minimum standard, they may wish to ask the PfS Project Director to liaise with the Commercial Team in order to confirm details of parties known to be interested in bidding.
1.5 The guidance aims to outline the processes local authorities have used successfully to engage with the market.

2.0 The potential market
2.1 PfS provides a list of all existing supply chain members who have been successful in BSF projects. This is available at http://www.partnershipsforschools.org.uk/documents/BSF_ProjectsSupply Chain_Sept09.pdf 
This document identifies the majority of bidders currently active in the BSF market. For current information in relation to new bidders who have entered the market, or to check if particular organisations have notified PfS of their interest in your project, please contact your PfS Project Director.

2.2 It is important to recognise that the bidding consortia will be made up of distinct companies who each contribute a specialism to their consortium. Each consortium will have a lead bidder who brings the consortium together; with internal legal agreements covering the terms of each company’s membership of the consortium. The lead bidder is often part of the same group as a member of the supply chain, e.g. the builder, but they can also be a specialist lead bidder (or ‘integrator’) who brings the consortia together. It is quite likely companies will have worked together previously and it is also quite usual for companies to join different consortia for different projects. 
2.3 When considering potential bidders the local authority needs to be aware of existing relationships and give consideration to any potential conflict of interest. It should also work to avoid the appearance of existing relationships with incumbent contractors shaping the procurement as this could reduce the level of market interest.
2.4 As an authority you are likely to have contacts with other local authorities who are already involved in BSF and it is worthwhile speaking to them to get their views of potential bidders and a general overview of their experience of market engagement. PfS hosts a number of seminar and networking events for local authorities during the year, your PfS Project Director will be able to provide further information.

2.5 It is not uncommon to get a local bidder who has not been active in the BSF market bidding for a project in their own area. Consideration should be given to local companies who could provide a quality bid but have not yet been active in the BSF market. Matters to consider here are companies who have undertaken similar or related work, e.g. school rebuilding, NHS lift projects or other Private Finance Initiative (PFI) projects. This may include companies who have worked for you or neighbouring authorities, or other public bodies.

3.0        What does the local authority want from a bidder?

3.1
It is important for the local authority to decide its priorities for the programme and be clear in explaining the key outcomes it wants a potential bidder to achieve. To establish these it may be helpful to hold a workshop of key officers to agree a consensus of what are the priorities. It is seen as a positive indicator by consortia when the authority is clear on its priorities.
3.2 The authority will be developing its strategic approach to achieving Educational Transformation, which will include specific issues that you will be addressing through the BSF project. These could be related to the use of Information Communications Technology (ICT), the historical estate, etc. You need to be aware of all requirements to effectively assess the suitability of potential bidders to provide the outcomes you require from your BSF project.
3.3 As part of the process of considering your approach to the market it is essential that the authority is aware of the content of relevant guidance notes available are on the PfS website. Guidance related to Local Education Partnerships (LEPs) is particularly useful and contains experiences of local authorities who are already operating LEPs.

4.0        What does a bidder want from a local authority?
4.1     Bidders will seek to shortlist projects that fit into their own strategic objectives, geographical preferences and pipeline planning. Some of these factors may mean that certain bidders will not target your project; however, there are a number of factors which authorities should consider to ensure that clear communication occurs in relation to areas that can influence bidder decision making.
4.2    Bidders are likely to consider the following factors, and these should be seen as opportunities for the authority to manage the information passed to the market in order to create a favourable initial impression with bidders:

· the level of PFI within the project in question;
· wider regeneration opportunities being offered to the LEP;
· evidence of senior level local authority and stakeholder support for the project;
· favourable initial impressions of strong local authority project management, showing clear objectives and successful communication of required outcomes; and
· a commitment to undertake a lean and efficient procurement process with potentially reduced bidder costs versus other competing projects (across all sectors).
5.0 Briefing documents
5.1 
To help engagement with bidders it is recommended that local authorities prepare a series of short briefing documents of not more than a page for each of the following topics:

· The local authority
· Strategic approach to benefits realisation (Strategy for Change)
· Education 

· Project overview 

· The estate 

· ICT 

· Design
· Scope of the LEP
5.2 The bidders will be looking for information which describes the project             and what kind of authority they would be working with. 
6.0       Timing of engagement
6.1
Once a local authority has engaged with the PfS Readiness to Deliver (RtD) process to gain entry to the BSF programme, they should be ready to respond to enquiries from the market. In practice the market is unlikely to engage until the authority has formally entered the programme after a successful Remit meeting. Local authorities should always be willing to discuss their requirements with potential bidders and once contact has been made then the authority should take proactive steps to maintain and build upon that contact.

6.2    The authority should take legal advice in relation to the timing of the requirement to advertise their project on an EU-wide basis.  To assist in the process of soft market testing authorities may wish to issue a Prior Information Notice (PIN).  If this is an option the authority considers appropriate and useful for its project, then the timing should be carefully considered and the proposed notice shared with PfS for comment prior to issue.
6.3
Local authorities should prepare a programme plan of activities specifically related to market engagement as many of the key activities, e.g. booking a venue for bidder days, can have significant lead times. There is also a significant resource implication for authorities when undertaking market engagement activities that need to be recognised and planned for.
It is generally accepted that authorities should have one major bidder day at least a month before submission of the OBC to PfS and another around or after the publication of the OJEU notice.  However, by the point of issuing the OJEU, authorities should have stepped-up market engagement to the point that occasional contact with parties who are known to be interested in bidding for the project occurs as a matter of routine. 
7.0
Methods of engagement
Below are ten suggested methods of engaging with potential bidders which have been successfully used by other local authorities. It is for each authority to decide what is appropriate for their circumstances as some methods may not be suitable. Additional methods of engagement may also be developed as this is not meant to be an exhaustive list. 

7.1       Bidder days
These are the main methods used to confirm and attract market interest and local authorities are recommended to host at least two. A well organised event can be very helpful and can attract over 100 attendees, but a poorly organised event will discourage market interest. It is usual to provide an event pack containing the agenda, presentations and briefing documents; these can also be provided electronically on memory sticks or CDs.
The standard format would start with an initial slot for presentations, including a combination of the following as part of the authority’s message:
· Presentation by the authority leader or senior member
· Presentation by Chief Executive or senior Assistant Director
· Presentation by Director of Children’s Services
· Presentation by Project Director

· Presentation by Sample School Headteacher

· Presentation on Education

· Presentation on the Schools Estate
· Presentation on design by Client Design Adviser
· Presentation on ICT

· Presentation by school children (optional) 

After the presentations, which should not last more than two hours, it is common to have a networking lunch followed by small meetings with individual bidders on particular topics (pre-booked or booked on the day). Additionally some authorities provide bus tours of some of the existing sites.
It is common to have separate bidder days concentrating solely on the ICT work stream. These take place after the first main bidder day and follow a different format that focuses solely on ICT issues. These days are usually attended by interested ICT bidders who want to understand in greater detail the proposed project.
Where an authority is geographically difficult for bidders to access and market interest is limited then consideration should be given to hosting an event in a more accessible location.

7.2    Meetings with interested bidders 

These are often set up for the afternoon of a bidders day but can be arranged at any time to respond to the enquiry of a potential bidder. It is important that the correct seniority of officer attends these meetings as the bidder will expect the officers to be able to provide answers to the questions raised. The availability of the Chief Executive to meet and continue contact with interested bidders can be a strong influencing factor for bidders in deciding whether to bid or not.
7.3
Telephone contact

Individual telephone contact with key individuals in bidder teams by someone senior in the project team is a good way of maintaining engagement after it has been established.

7.4
Website
This is a key method for communicating information about the project and a well designed website will help significantly in promoting your project. Consideration also needs to be given to how the website will be publicised and potential bidders made aware of it.

7.5    Local authority procurement publicity

Local authorities will have already established channels for promoting its procurement opportunities and these should be utilised for BSF.

7.6     Advertisements 
Consideration needs to be given to what if any magazine, website or newspaper should be used to promote the project. This could possibly be combined with a stakeholder strategy which is providing information about the project.
7.7    Introductions via PfS staff

PfS have ongoing contacts with organisations active in the BSF market and these should be discussed with your PfS Project Director.

7.8    Conferences / Exhibitions

A range of national and regional conferences and exhibitions related to BSF take place every year. This includes the PfS Annual Conference and other PfS-organised events. PfS is also a partner at the Building Schools Exhibition and Conference (BSEC). Due to the success of this event the organisers are now organising two BSEC conferences - one in the north of England and one in the south. Details are available at http://www.building.co.uk/ 
Local authorities are encouraged to attend the PfS events and may wish to consider exhibiting at BSEC, as some local authorities have found exhibiting at this event has raised the profile of their projects. Details of all PfS exhibitions and conferences can be found on the PfS website (http://www.partnershipsforschools.org.uk/media/event_list.jsp). This section also contains information about events PfS is supporting or for which they are providing a speaker.

7.9      Questionnaires

These are sometimes used at either bidder days or exhibitions as a method to engage with potential bidders, establish contact details and establish information requirements.
7.10   Direct Mail shots
A letter of introduction from the leader of the Council to potential bidders promoting the opportunity provided by the project can be effective in raising the profile of the project and demonstrating the proactive nature of the authority.
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