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1. EXECUTIVE SUMMARY 
 
1.1 Both Denbighshire and Flintshire Councils face a significant challenge 

of delivering services for less money. The acceptance of this reality is 
demonstrated in the nature of the collaboration for which both Councils 
are currently planning. In a time of unprecedented financial pressures 
set against high customer expectations, working together is becoming 
a significantly more important option to be considered as part of the 
solution. 

 
1.2 Following on from an existing arrangement whereby DCC Strategic 

Procurement Manager has been managing on a temporary basis the 
FCC Corporate Procurement Unit for the last two years, both Councils 
wanted to explore the option of formalising this on-going arrangement 
by exploring the benefits of merging both Corporate Procurement 
Units. 

 
1.3 There is an acceptance that there is a need to “modernise” and further 

develop procurement improvements across both the Councils. The 
proposed new target operating model within this business case, will 
aim to create increased resource capacity in order to provide a more 
focussed approach to procurement delivery that will allow further 
improvements to be made. 

 
 
1.4 A project board and working group was established and this is the 

business case for Denbighshire County Council (DCC) and Flintshire 
County Council (FCC) to collaborate and form a Joint Corporate 
Procurement Unit (JCPU). 

 
1.5 It is proposed that the JCPU will be hosted by DCC and that current 

Flintshire Corporate Procurement Unit staff will transfer over and be 
employed by DCC, to form an expanded JCPU consisting of 10 staff. 
The staffing implications have been considered fully and a full 
consultation process has been and will continue to be undertaken with 
affected staff and the trade unions. 

 
1.6 Although DCC will be the host and employing authority, the JCPU will 

be governed equally through a Joint Management Board. The 
Management Board will have the appropriate senior officer 
representation from both Councils. 

 
1.7 The primary objectives of the newly formed JCPU will be to: 
 
1.7.1 Efficiency 
 

 Achieve economies of scale through maximising and leveraging 
procurement volumes across the two participating authorities to 
realise savings and improved value for money 
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 Positively contribute to delivering efficiency improvements through 
procurement of excellent and cost effective services 

 

 Modernise procurement processes and systems to develop a 
standardised approach and a better customer experience 

 
1.7.2 Capacity 
 

 Provide greater capacity and introduce the concept at a high level 
of category management capability across the procurement spend 

 Provide greater resilience in terms of capacity and staffing structure 
and ensure duplication of effort is minimised 

 Improve recruitment and retention of qualified procurement staff 
 
1.7.3 Markets 
 

 Maximise supplier relationships (getting the best from suppliers, 
where possible, local suppliers and SME's in particular) 

 Increase competition and innovation 
 
1.8 Smarter procurement is an important contributor to the wider success 

of each authority’s individual efficiency programme and this proposal 
through collaboration will secure cash savings on purchasing costs, 
with further process and resource efficiency savings as well as 
providing resilience in terms of increased capacity and staff retention. 

 
1.9 In addition there will be other benefits: streamlining policies and 

procedures which will generate further efficiency gains; developing and 
stimulating local markets; developing and ensuring procurement 
supports wider corporate objectives such as sustainability and 
economic development. 

 
1.10 A new procurement approach will be introduced, by implementing a 

“Procurement Business Partner” concept. This will ensure that each 
Service Area will be allocated dedicated procurement support, in order 
to deliver continuity of expertise, allow procurement staff to have a 
greater understanding of individual service needs, the supplier markets 
and providing the required commercial support. 

 
1.11 As part of the new approach a more holistic view of spend areas will 

also be undertaken through the introduction of category management 
principles. A category management approach will ensure improved 
internal collaboration across category areas as well as providing 
opportunities for collaboration across DCC and FCC. This new way of 
working will be looking for opportunities arising from a variety of 
techniques including aggregation, removal of duplication, 
standardisation of specifications or streamlining processes.  
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1.12 Under the new joint service, it’s proposed that FCC will “buy in” the 

procurement service from DCC, with a robust Service Level 
Agreement, being in place in order to ensure service expectations are 
managed and that adequate governance arrangements are put in 
place. This will be delivered and managed through the creation of a 
Joint Management Board. 

 
1.13 The creation of the new JCPU will result in some additional costs for 

increased capacity with the retention of two temporary Senior 
Procurement Officer positions as well as a salary grade harmonisation 
exercise relating to transferred staff from FCC. The annual costs for the 
operation of the JCPU in year 1 are estimated as £351,977, against 
current joint budget for the 2 separate units of £323,399. The total 
additional operating cost for the new JCPU over and above the current 
core budgets will be £ 28,578 in year 1 rising to £47,192 in year 5 of 
the operation taking account of annual pay increments but does not 
include inflationary salary increases. (See Appendix 6). There will one 
off ICT costs in year 1 estimated at £15,000  

 
1.14 It is proposed that the costs of the JCPU be split on a 55% FCC to 45% 

DCC based on current procurement spend. In terms of affordability 
DCC will contribute in Year 1 an additional amount over and above 
existing budgets of £12,002 and FCC will contribute £31,575. Both 
these Year 1 costs include. One off ICT costs of £15,000 the maximum 
additional costs is estimated to be £13,629 (DCC) and £33,563 (FCC) 
in Year 5. 

 
1.15 The alternative to the creation of the JCPU would be for Denbighshire 

and Flintshire individually to increase their own procurement capacity. . 
This option would cost both individual Councils a far greater amount 
than the proposed option. However, if both Councils continue to 
operate as individual procurement functions, there would be no benefit 
from aggregated spend and / or volumes therefore each council on its 
own would be less likely to achieve significant savings. 

 
1.16 The implementation of the new JCPU, the introduction of category 

management as well as implementing a Procurement Business Partner 
approach is likely to unlock additional opportunities for cashable and 
process efficiencies. It’s estimated that the new service has the 
potential to deliver additional total procurement savings of £2.9m for 
DCC and £3.6m for FCC (See Appendix 1). However a more prudent 
estimate of revenue budget savings opportunities would be of circa 
£1.0m (DCC) and £2.0m (FCC). (See Appendix 2) 

 
1.17 Initial consultation with staff commenced in October 2013, with the 

JCPU implementation scheduled for July 2014. 
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2.0 INTRODUCTION 
 
2.1 There are significant financial challenges facing the wider public sector, 

and a number of collaborative procurement arrangements between 
Denbighshire County Council (DCC) and Flintshire County Council 
(FCC) already exist to deliver efficiencies. These include joint working 
in relation to various framework agreements e.g. 21st Century Schools, 
Street Lighting Materials and Temporary Agency staff. At a more 
strategic level the DCC Strategic Procurement Manager has for the last 
two years been providing procurement management support to FCC 
Corporate Procurement Unit on a part-time basis. 

 
2.2 There have been numerous examples of collaborative procurement 

initiatives being developed, such as the North Wales Procurement 
Partnership which came to an end in 2013 and the newly created 
National Procurement Service developed by Welsh Government to 
procure “once for Wales” in respect of common and repetitive spend. 

 
2.3 This business case sets out the case for establishing a new Joint 

Corporate Procurement Unit (JCPU), which would formalise the 
existing arrangements of collaboration across both Corporate 
Procurement Units in DCC and FCC by establishing a Joint Corporate 
Procurement Unit team. 

 
2.4 In both Councils there is recognition that procurement needs 

transforming and offers huge potential to deliver efficiencies, both in 
terms of process and levels of spend. This is reflected in the corporate 
plans of both Councils where procurement transformation is a seen as 
a key priority;- 

 Denbighshire Corporate Plan 2012-2017 priority : Modernising the 
Council to deliver efficiencies  and improve services for our 
customers 

 Flintshire Improvement Plan 2012-2017 priority : Modern and 
Efficient Council, sub-priority Procurement Strategy 

 
2.5 This business case sets out the significant opportunities available to 

both Councils to drive improvements, share the best procurement 
practice from both organisations, increase capacity and develop a 
more resilient resource model, and jointly leverage spend where 
appropriate. 
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2.6 To achieve substantial savings, both Councils recognise the need to 
engage in a procurement transformation journey, by initially 
reorganising and transforming their corporate procurement functions 
into a joint service arrangement and then exploring the options of 
reviewing how procurement is carried out within the current devolved 
service areas, where its estimated that circa 480 staff have some 
procurement responsibilities across both Councils. It’s anticipated that 
the wider procurement service review will be considered as part of the 
Three County Sub Regional Procurement business case, which is a 
separate project. 

 
 
3. CURRENT SITUATION AND CONTEXT 
 
3.1 Current Procurement Initiatives 
 
3.1.1 There is a lot going on in procurement in Wales. Procurement is being 

seen as the solution to a number of issues – saving money by using 
larger contracts, supporting the local economy through using smaller 
contracts, increasing local control to benefit communities through using 
social benefits clauses and increasing central control through the 
creation of the National Procurement Service.  

 
3.1.2 The following is a summary of the various procurement initiatives: 
 

 The creation by Welsh Government of a new National Procurement 
Service, established in November 2013 to address the 20% of the 
common and repetitive spends across the Welsh public sector. The 
service is not yet fully operational. 

 The ending of the North Wales Procurement Partnership (NWPP), 
in June 2013. As a result, DCC and FCC have subsequently joined 
the Welsh Purchasing Consortium which now consists of 19 Local 
Authorities. 

 Ensuring the Welsh Procurement Policy Statement launched by 
Jane Hutt AM, Minister for Finance & Leader of the House is 
incorporated in local procurement activities, in order to promote 
SME friendly procurement as well as realising Community Benefits. 

 Implementation and greater use of e-procurement solutions. Both 
Councils have implemented the same Proactis e-procurement 
solution. 

 Incorporating the procurement actions arising from specific regional 
initiatives as well as corporate priorities e.g. Economic and 
Community Ambition Strategy in DCC. 

3.1.3 In 2011 the Chief Executives of the six North Wales local authorities, 
commissioned the North Wales Procurement Partnership Management 
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Board to develop a Business Case on ‘North Wales Regional 
Procurement’, Capita were commissioned to produce the business 
case which was delivered in November 2012. Following consideration 
of the business case recommendations for a full regional procurement 
service by the Chief Executives it was decided not to progress any 
further on the basis of six local authorities, due to the set up costs and 
likely return on investment. 

 
3.1.4 However in order to progress procurement transformation on a sub-

regional basis, two new individual projects have emerged out of the 
original Capita Business Case report. Both projects have been 
successful in securing funding from Welsh Government through the 
Regional Collaboration Fund. 

 
 The two projects are; 
 

 The merger of DCC and FCC Corporate Procurement Units – in 
order to create a JCPU. The benefits are highlighted in this 
Business Case.  

 The Three County Sub-regional Procurement Project - DCC, FCC 
and Gwynedd Council (GC) have set up a project to develop a 
detailed business case on the basis of a ‘Three County 
Procurement Service, with category management being core to the 
proposed solution. 

 
3.1.5 These projects are seen as complementary and logical steps in the 

procurement transformation journey. 
 
3.1.6 The above projects and initiatives all have one thing in common – they 

are attempting to improve the capacity, capability and resilience of 
procurement in the region as well as within each Council. Procurement 
is a specialist skill that is in short supply – both Flintshire and Gwynedd 
have vacancies at manager level, Anglesey has an interim manager. 
Other Councils are carrying vacancies at various levels. The creation of 
the National Procurement Service by Welsh Government has already 
seen corporate procurement staff in Denbighshire leave to take up 
roles which attract higher salaries. 

 
3.1.7 Across both Councils the majority of procurement and purchasing 

resources are based in teams within each Service Areas. Based on a 
recent procurement staff survey undertaken, it’s estimated that 480 
officers undertake various commissioning and procurement activities 
(280 in FCC & 200 in DCC). The 480 staff identified will not be in scope 
of this Business Case but will be considered as part of the Three 
County project. 

 
3.2 Medium Term Financial Plans 
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3.2.1 Both Councils are under significant pressure to make efficiency savings 
whilst continuing to drive improvements in a tough financial climate. 
The table below shows at a high level the efficiency savings required to 
balance the medium term financial plans for both DCC and FCC. 

 
 Figure 1: Savings required in meeting Medium Term Financial Plans for 

DCC and FCC 
 

 
 
3.2.2 Both Councils recognise that driving improvements and savings 

through procurement can significantly contribute to the overall financial 
efficiencies demanded by their MTFPs  Both Councils recognise the 
need to review the way procurement is carried out, hence the 
recognition that collaborative working across both Corporate 
Procurement Units is seen as a catalyst for driving further 
improvements. It’s also recognised that the implementation of category 
management, which has been implemented across a number of 
Councils in the wider UK public sector, has the potential to deliver and 
unlock further cashable efficiencies. 

 
3.2.3 The creation of the JCPU will allow both Councils to pilot the use of 

category management principles. This in turn will set the foundation for 
a wider review of procurement delivery involving the service 
departments and the potential wider category management 
implementation across all service areas. 

 
3.3 Current Procurement spend and Corporate Procurement Unit 

Structures 
 
3.3.1 DCC and FCC currently spends circa £99 million and £122 million 

respectively per year procuring goods, services and works (See 
Appendix 1).  

 
3.3.2 Procurement improvements have already delivered major savings in 

both organisations, with a significant role being played by the individual 
CPUs. During the last three years, over £3m and £4m of combined 
cashable and non-cashable savings have been secured respectively, 
by DCC and FCC.  It’s recognised that in order to unlock greater 
efficiencies going forward that a more innovative approach to the 
procurement delivery model is required in order to further support the 
delivery of a combined total of £50m efficiency targets across both 
Councils over the next 3 years. 

Financial Year DCC ( Efficiency 
Savings Required) 

FCC (Efficiency Savings 
Required) 

2014/15 £8.5m £11.9m 

2015/16 £6.0m £9.0m 

2016/17 £6.0m £9.0m 

TOTAL £20.5m £29.9m 



Joint Corporate Procurement Unit Business Case Page 10 
 

 
3.3.3 The current DCC Corporate Procurement Unit (see Appendix 3)  

consists of a small corporate procurement team of 6  Procurement staff 
Two of the current  officers are on temporary fixed term contracts that 
are due to expire in May and July this year. 

 
3.3.4 The current FCC Corporate Procurement Unit structure is attached at 

Appendix 4. The Head of Procurement post has remained vacant since 
2010 with the Strategic Procurement Manager from DCC providing 
management support for the existing team of 4 x Procurement staff.  

 
3.4 Current Corporate Procurement Unit’s Roles and Responsibilities 
 
3.4.1 Both Councils have in place a corporate procurement function, which 

undertakes the following common roles and responsibilities: 
 
3.4.2 Policy  
 

 Provide advice on legislation and regulatory framework policies, 
that impact on procurement e.g. Contract Procedure Rules and 
European Procurement Directives. 

 Develop, maintain and implement the Council’s Corporate 
Procurement Strategy. 

 Implement the Wales Procurement Policy Statement objectives as 
developed by Welsh Government.  

 Develop and promote guidance reflecting procurement best 
practice. 

 

3.4.3 Day-to-day management  
 

 Implement and manage relevant corporate contracts. 

 Champion procurement in the Council. 

 Provide the strategic lead covering all procurement activities. 

 Work with service areas to identify opportunities for co-ordination 
and co-operation.  

 Co-ordinate initiatives aimed at improving purchasing power and 
lowering prices.  

 Lead on corporate procurement initiatives and projects (e.g. e-
procurement and joint procurement initiatives with other 
organisations).  
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 Undertake performance measurement, monitoring and comparison 
of the procurement function as well as suppliers or contractors. 

 Carry out procurement research and Intelligence (including market 
intelligence). 

 
3.4.4 Advice  

 

 Advise and support service areas on the preparation of tender and 
pre-qualification documents including drafting specifications and 
terms and conditions. 

 Develop and deliver a corporate procurement training programme. 

 Develop and produce clear, user-friendly guidance and information 
on procurement rules and best practice. 

 Develop, maintain and disseminate through regular communication 
procurement best practice. 

 
3.4.5 Compliance 

 

 Develop corporate systems and performance indicators to monitor 
the supply of goods and services to the Council. 

 Ensure that agreed procurement processes are adhered to 
including the Contract Procedure Rules and the European 
Procurement Directives. 

 Develop, promote and maintain supply chain management solutions 
including promoting best practice in relation to approved list 
management; supplier/contractor appraisals; supplier/contractor 
monitoring. 

 Analyse trends and expenditure to identify areas for improved co-
ordination of purchasing. 

 Produce an annual report on procurement activity, expenditure and 
savings for corporate contracts. 

 Support internal audit, legal services and s151 officers. 

 Ensure corporate procurement standards across all Service Areas. 

 
3.4.6 Liaison 

 

 Represent the Council on external procurement related bodies e.g. 
Welsh Purchasing Consortium. 
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 Liaise and manage relationships with other public sector purchasing 
bodies and external consortia to explore potential benefits of co-
ordinated procurement and market intelligence. 

 Provide a central link between the Council and the supply / provider 
market including voluntary and statutory agencies.  

3.5 It’s anticipated that the core deliverables of the JCPU would remain as 
described above. However a new way of working would be introduced 
by creating a Procurement Business Partner approach to deliver 
improved support to individual service areas as well as implementing 
category management principles. 

 
4. NEED FOR CHANGE 
 
4.1 As outlined above, both organisations have significant savings targets 

to meet in order to deliver their respective medium term financial plans. 
It is anticipated that through working together to establish a JCPU, the 
ability to contribute to meet the targets will be strengthened.  

 
4.2 It is apparent that the Corporate Procurement Unit’s roles and 

responsibilities outlined in the section above are being duplicated 
across both Councils on a day to-day basis, resulting in massive 
duplication of effort. Both units have severe capacity issues in trying to 
deliver against a common procurement agenda. The approval of this 
business case will cut across the duplication of effort and streamline 
processes and roles in order to realise capacity to deliver further 
cashable and process efficiencies. 

 
4.3 A recent PwC survey of Local Authority Chief Executives in UK 

identified that changing support services, and reviewing and improving 
existing procurement service delivery were two of the three approaches 
expected to contribute most to savings over the next two years. The 
approach outlined in this business case supports this view. 

 
4.4 The past few years have seen an increase in demand for procurement 

support and advice from services, particularly in dealing with complex 
legal and compliance requirements and advising on innovative 
approaches to procurement and commissioning. This increase demand 
and expectation has put considerable pressure on existing Units to 
deliver from a capacity perspective, often resulting in the Units being 
reactive rather than proactive in their support. 

 
4.5 The demand to deliver strategic procurement initiatives e.g. 

implementation of e-procurement solutions alongside the 
implementation of  the Welsh Procurement Policy has also increased 
the workload of both CPUs resulting in further capacity reduction to 
deliver against an ever increasing workload. 
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4.6 At both Councils the initial tranche of savings identified from “low 
hanging fruit” have now been delivered across most of the categories 
and further savings will be more difficult to realise and are likely to 
require service re-design, use of different commercial models to 
provide services, a stronger focus on how we manage our major 
suppliers and increased partnership working with others to leverage 
our spend. Working in partnership across both Councils will position 
both Councils in a strengthened position to move forward. 

 
4.7 Both DCC and FCC have experienced difficulty in recruiting and 

retaining high quality procurement staff due to the high demand in both 
the private and public sector job markets against a limited supply pool. 
Both have invested internally in increasing the number of procurement 
staff. Establishing a JCPU will create a very attractive organisational 
model that should further strengthen staff retention. A JCPU will also 
create a resilient organisational structure, better able to manage 
resource demands across the two organisations. 

 
4.8 Without ongoing improvements in the procurement approach and a real 

focus on sharing and building on best practice, developing shared 
category plans, and on joint contract management of our major supplier 
relationships, there is a likely to be a gradual reduction in the savings 
that can be achieved through retendering activities alone. Working 
together towards a more integrated function will, over time, strengthen 
the ability to manage common areas of major spend, shared suppliers 
and markets, and consolidate the resource structure. 

 
4.9 The proposed changes will enable greater influence and control over 

the supplier market and provide for more effective and efficient 
procurement whilst not forgetting the socially responsible procurement 
agenda. It will also encourage and set up a greater collaborative 
approach to purchasing decision making which will unlock cost savings 
by consolidating purchases through economies of scale and more 
coherent procurement activities. 

 
4.10  With a combined larger team of professional procurement staff, both 

Councils have greater resilience and increased capacity, avoiding 
duplication of effort as well as creating improved procurement 
capability by sharing information and an enhanced procurement 
knowledge base. 

 
4.11 The procurement approach currently undertaken within each respective 

Council  and the common target operating model in place e.g. devolved 
procurement undertaken by service areas has been identified as 
having a number of common challenges and weaknesses. This was 
recently highlighted in two independent reports from Bangor University 
and KPMG. 

 
The KPMG Procurement Health Check report commissioned by Welsh 
Government classified both Authorities procurement as “Developing 
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towards Conforming”. The Health Check report identified a number of 
improvements to be made in the way service areas carried out 
procurement activities. These are covered in the list below. 
 
However Bangor University in their recent “Three Counties 
Procurement Service” business case outlined “there is little to suggest 
that the challenges will be overcome without a more radical change in 
approach”. 
 
A summary of the key issues highlighted in both reports are listed 
below: 

 

 The expertise, skills and knowledge of service department staff with 
procurement, commissioning and contract management responsibilities 
varies significantly across different parts of each Council.  

 In tandem, service departments are adopting varying approaches to 
procurement, commissioning and contract management activity across 
each Council, resulting in a number of negative ramifications, including 
adoption of an inconsistent approach to the supply market.  

 

 The above ‘silo mentality’ is also not conducive to each Council 
operating in a collaborative fashion internally and hence opportunities 
to adopt more efficient and effective ways of working are not being 
capitalised upon.  

 Category management, which is generally accepted as a progressive 
approach, is currently not in place in any of the Councils, and this 
means that there is no strategic approach to purchasing, nor to 
ensuring that there is sufficient transparency in category purchasing. 
Without the visibility that category management brings, the councils are 
unable to really be in a position to know whether they are achieving 
value for money, nor whether they are aligning their distribution of 
human asset resource to areas where it is most needed.  

 Due to a lack of resources and executive power, there is a 
disconnection between the promulgation of good procurement policy by 
the CPUs and the implementation of such policies consistently across 
each Council. The influence of the CPUs of each Council on the 
purchasing practices of the service departments is inevitably more 
limited than it ought to be, and is resulting in the CPUs engaging in too 
much ‘fire-fighting’.  

 
 

 Additional wider procurement support, such as legal support, is also 
inadequate in terms of capacity, which is leading to bottlenecks and 
unnecessary complications. Service departments require additional 
training on the European Procurement Regulations.  
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 Training and development support structures for procurement, 
commissioning and contract management within service departments 
appear to be highly informal and under-developed.  

 Performance Measurement of individuals engaged in procurement, 
commissioning and contract management activities within service 
departments is infrequent to non-existent. KPIs are not directed at 
assessing staff procurement competency, capability or performance, 
and so do not act as drivers for change in procurement practice.  

 Service departments perceive that the CPUs of each Local Authority 
rarely have the required ‘local’ service knowledge and understanding, 
and hence do not involve the CPUs as much as they could. When the 
CPUs become involved, it can sometimes be too late in the process. 
Reciprocally the CPUs often feel that service department procurement, 
commissioning and contract management skills are sometimes lacking.  

 

 Contract Procedure Rules are not always complied with and adherence 
to Corporate Procurement Strategies is inconsistent.  

 There is often a lack of proper planning of procurement activities, 
resulting in inefficient and ineffective approaches that create 
unnecessary barriers for suppliers.  

 Service department personnel are generally not specialists in 
procurement, commissioning and contract management, and perceive 
these activities as just one of a number of roles they are required to 
perform alongside other responsibilities that also place significant 
demands on their time.  

 Contract Management and Supplier Relationship Management 
approaches vary significantly from the formal to the informal, and the 
effective to the ineffective.  

 There appears to be a general lack of recognition and awareness 
within each Council of the wider significance and impact of good 
procurement, commissioning and contract management practices. 
Procurement in general is not viewed as a strategic function.  
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5. PROCUREMENT VISION 
 
5.1 Flintshire has made a great deal of progress over the past couple of 

years with joint management arrangements in improving procurement 
practice, Adopting an approach of simplification, standardisation and 
automation for procurement across the organisation . This has resulted 
in significant levels of process and spends efficiencies. It recognises it 
now needs to make a step change if it is to deliver procurement 
transformation and greater savings.  

5.2 Denbighshire, whilst having more stability within its procurement 
structure with a more experienced corporate procurement team, is now 
at a place where more focussed partnership working can help increase 
general resource capacity and  to leverage even greater savings. 

 
5.3 Building upon this context the shared procurement vision of both 

Councils can be summarized by the following three key objectives: 
 

 to implement a shared, skilled and excellent JCPU that ensures the 
required support for the two organisations and individual services in 
delivering corporate and service objectives and efficiency targets. 

 to maximise procurement savings for the benefit of the residents 
and businesses of Denbighshire and Flintshire. 

 to develop professional capacity and resilience to create a top 
performing procurement team, delivering organisational benefit and 
personal professional development for the team. 

5.4 The core principles underpinning the joint working will be: 
 

 A desire to deliver high quality cost effective services  

 A strong ethos of commercial skills supporting public value 

 Determining the right procurement solution through the introduction 
of effective category management principles  

 A shared cultural fit. 
 
5.5 The shared cultural fit, is crucial and, whilst intangible, has been 

evident from the early stages of this project. Early officer and senior 
management engagement meetings have been extremely constructive. 
In work so far, officers from both DCC and FCC have demonstrated a 
strong desire to learn from one another, and share ideas and learning. 
The cultural fit has been evident across both the organisations e.g. 
common e-procurement solutions that will create a good foundation on 
which to build and develop the JCPU working arrangements. 
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6. PROCUREMENT SERVICE DEVELOPMENT MODEL 
 
6.1 As indicated earlier in this document the creation of a JPCU is seen as 

the first phase of a Procurement Transformation journey for both 
Councils, which will develop and evolve in a series of stages over time. 

 
6.2 The indicative stages of the procurement transformation are described 

below: 
 

 Stage 1 - Approve and implement the merger of both Corporate 
Procurement Units in order to establish a JCPU as per this 
Business Case. 

 Stage 2- Individual Council’s to review their current procurement 
activities involving the potential re-design of the way procurement is 
carried out, by reviewing how procurement is undertaken in service 
areas. This currently involves circa 480 officers across both 
Councils. This stage could see the introduction of formal category 
management approach per individual Council.  

 Stage 3 - Move towards a genuinely shared resource model (i.e. 
shared category management teams as well as shared Corporate 
Procurement Units), either involving DCC and FCC or DCC, FCC 
and Gwynedd CC.  

 
6.3  Both organisations recognise that across the wider public sector in the 

UK the principle of clustering of procurement expertise, and the 
development of category specific ‘procurement hubs’ is beginning to be 
explored. Both Denbighshire and Flintshire are involved in these 
emerging discussions through the 3 County Procurement Project, and 
expect that over the next 6 – 12 months it is likely these will become 
more active. Denbighshire and Flintshire have strong ambitions to drive 
and lead the regional direction for procurement, and the creation of the 
joint procurement arrangements between the two organisations will 
ensure that both are well placed to do so, especially in light of further 
collaboration expectation by Welsh Government.  

 
 
7. TARGET OPERATING MODEL - OPTIONS APPRAISAL 
 
 A short list of five viable options has been considered which can be 

summarised below: 
 

 Do Nothing 

 Expansion of individual Corporate Procurement Units in both 
Councils 

 Outsourcing of the Service 

 Private Sector Partnership  

 Public Sector Partnership 
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7.1  Option 1 - Do Nothing 
  
7.1.1   Brief Description 
 

This option, Do nothing means that there would be no change to 
the current offering between both DCC and FCC. Corporate 
Procurement Unit operational delivery would remain contained 
within each Council with the exception of the DCC Strategic 
Procurement Manager who could potentially still work across 
both Councils. Under this option the general procurement issues 
and weaknesses highlighted in section 4.11 would remain in 
place and would not deliver the required procurement 
improvements highlighted by the respective KPMG and Bangor 
University reports. 

 
7.1.2   Cost Comparison 
 

 There would be no change to the cost of delivery, unless FCC 
needed to appoint a full time Head of Procurement, which would 
cost an additional £50,000. 

 
7.1.3  Time Comparison 
 

 There would be no impact on timescales since no changes 
would be made. 

 
 
7.1.4   Quality Comparison 
  

 The same quality of procurement service would be delivered, 
but resource capacity would still be an issue. 

 The role undertaken by DCC Strategic Procurement Manager 
across  FCC Council on a part-time basis is not sustainable in 
the longer term and would be difficult to continue.  

 
7.1.5   Benefits Comparison 
 

 The benefits realised would see no change, with very limited 
scope for additional benefits. 

 
7.1.6   Recommendation 
 

 This is not an option and is discounted, since it does not deliver 
any further procurement transformation and does not give 
additional capacity and capability to deliver smarter procurement 
and align with the vision and core principles. 
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7.2 Option 2 - Expansion of Individual Corporate Procurement 
Units in both Councils 

 
7.2.1    Brief Description 
 

 This option would require both DCC and FCC to invest 
individually in expanding their current individual Corporate 
Procurement Units to the same level as option 5 in order to 
provide a more robust and fit for purpose service. 

  
7.2.2  Costs Comparison 
 

 This option would require additional investment in both Councils 
in order to recruit extra procurement resources in order to 
provide a “fit for purpose” corporate procurement function. It’s 
estimated that for each Council to recruit five additional 
resources the cost would be £170,000 each for both DCC and 
FCC. 

 The increased number of staff could be scaled down but even 
an increase of one per authority would have a greater cost that 
the recommended option. 

 
7.2.3  Time Comparison 
 

 This option could be achieved in a timely manner, provided 
there was professional procurement staff available who wished 
to apply for positions. 

 
7.2.4  Quality Comparison 
 

 This option would deliver additional capacity, capability and 
resilience to the current Corporate Procurement Units. However, 
there would still be duplication of effort across both Corporate 
Procurement Units. 

 
7.2.5  Benefits Comparison 
  

 The benefits arising from this option would similar to creating a 
JCPU in terms of capacity, but not providing the benefits of 
greater collaboration. 

 
7.2.6  Recommendation 
  

 This is discounted, since the costs of implementation would be 
far greater for both Councils, since both Authorities would need 
to invest in additional resources and would be competing 
against each other in trying to recruit in a very restricted 
procurement job marketplace. 
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7.3  Option 3 - Outsourcing of the Service  
 
7.3.1  Brief Description 
  

 This option would require both DCC and FCC to individually or 
jointly consider outsourcing its corporate procurement function 
to a private sector provider. 

 
7.3.2  Costs Comparison 
 

 This option would probably cost more to implement, since an 
outsourced partner would be paying higher employee costs than 
currently paid within both Corporate Procurement Units, 
although TUPE of current staffing would be applicable. 

 
 
7.3.3  Time Comparison 

 

 This option could take considerably longer to implement, since 
the appointment of an outsourced partner would need to go 
through a full OJEU procurement tender process, which could 
take up 6-9 months, as well as TUPE implications. 

 

7.3.4  Quality Comparison 
 

 This option could potentially deliver additional capacity, 
capability and resilience to the procurement function, and there 
would not be duplication of effort across both Corporate 
Procurement Units, if the service was outsourced jointly. 
However, under this option there would be a high risk that a 
private sector outsourcing partner would be highly focussed on 
driving costs down to the detriment of delivering economic and 
social procurement policy e.g. implementation of community 
benefits and there would be a reduction in overall control of the 
service. 

 
7.3.5  Benefits Comparison 
 

 The benefits arising from this option are unclear, since there are 
limited examples of where this approach has been undertaken. 

 
7.3.6  Recommendation 
  

 This option is discounted. The outsourcing of the corporate 
procurement function in the local government sector is currently 
relatively underdeveloped and we have not identified any 
examples where procurement has been fully and successfully 
outsourced. There are outsourcing examples in the broader 
public sector, although these are also limited, with the use of 
DHL to provide clinical supplies to the NHS being one of the 
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best known. On the basis that there is currently a lack of a 
suitably developed private sector supplier market then this 
option is discounted. 

 
7.4  Option 4 - Private Sector Partnership  
  
7.4.1  Brief Description 
 

 This option would involve a private sector provider working in 
partnership with existing in house Corporate Procurement Unit 
resources. There is a range of private sector firms who offer 
procurement support on a consultancy basis and these could be 
used to support an internally led improvement plan, 

 
7.4.2  Costs Comparison 
 

 This option would probably cost more to implement, since the 
Private Sector Partner would be paying higher employee costs 
than currently paid within both Corporate Procurement Units 
.For example the cost of consultants typically would be at c £750 
- £1,000 per day. These costs and risks could be mitigated to 
some extent by using a payment by results arrangement ,where 
fees would be contingent on achieving agreed savings targets 
and/ or are paid as a percentage of savings achieved, however 
it may be difficult to be clear what additional savings have been 
as the result of the private sector partner’s intervention. 

 
7.4.3  Time Comparison 
 

 This option could take longer to implement, since the 
appointment of a Private Sector Partner would need to go 
through a full OJEU procurement tender process, which could 
take between 6-9 months. 

 
7.4.4  Quality Comparison 
 

 This option could potentially deliver additional capacity, 
capability and resilience to the procurement function, and there 
would not be duplication of effort across both Corporate 
Procurement Units, if the service was delivered jointly. 

 
7.4.5  Benefits Comparison 
 

 The benefits arising from this option on face value could be 
attractive, since it would mean the best of both worlds with 
public sector procurement resources working alongside a private 
sector partner. 

 
7.4.6  Recommendation 
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 This option is discounted. Following initial market dialogue with 
several Private Sector Partners, the favoured model was based 
on a service fee rather than on a gain share model. The service 
fee considerations would be typically on consultancy day rates 
which would far exceed the costs of employing additional staff 
directly or by partnering with another public sector partner. 

  
7.5   Option 5 - Public Sector Partnership  
 
7.5.1  Brief Description 
  

 This option would involve seeking another public sector 
organisation (preferably within same sector) that would be 
willing to enter into a public sector partnership with each other in 
delivering common procurement improvement. 

 
 
 
7.5.2  Costs Comparison 
 

 This option would be the most cost effective in comparison to 
the other options excluding Option 1. The estimated additional 
costs of merging both Corporate Procurement Unit teams in 
year 1 would be £28, 578 to increase permanent capacity and 
the re-alignment of salary grade differences between DCC and 
FCC procurement staff. Other costs would be ICT related in 
order to ensure joint team members could access shared files, 
emails etc. across both Councils. 

 
7.5.3  Time Comparison 
 

 This option would be similar in timescales to the other options, 
since it would involve staff consultations and could be delivered 
after a 90 day staff consultation period. 

 
7.5.4  Quality Comparison 
 

This option provides the greatest opportunity to improve the 
quality of the service being delivered by bringing together 
specific Welsh public sector procurement knowledge and skills 
that is sensitive to the Welsh Government procurement policy 
landscape and direction, as well as understanding the Welsh  
local government sector and the individual Councils in particular.  

 
7.5.5  Benefits Comparison 
  

This option has the potential to deliver the following benefits:  
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 opportunities to develop and strengthen the management of key 
supply markets through working jointly e.g. Common supplier 
spend is circa £92m. 

 to significantly up-skill procurement and commercial resources, 
capacity and competency across both authorities through joint 
training and development plans and sharing scarce resources  
There is likely to be additional training budget available due to 
Regional Collaboration Funding. 

 to standardise terms and conditions and, where it is in line with 
commissioning requirements, specifications and performance 
measures for a range of categories. 

 to create additional capacity in order to deliver more efficient 
contract management and driving down cost throughout the 
supply chain. 

 to standardise procurement processes and in doing so remove 
duplication of effort including developing joint Contract 
Procedure Rules and other guidance / codes of practice, sharing 
and adopting common best practice across categories. 

 to leverage spend of both organisations to deliver increased 
savings  through economies of scale and to support wider 
social, economic and environmental targets, and sharing 
existing best practise. 

 to create greater access to skills where individual Councils have 
identified gaps in its current capacity and capability which are 
likely to accelerate delivery of improvements / savings. 

 
A more detailed list of additional benefits arising from this option is 
included in section 9.0 of this document. 

 
 
8.      CONCLUSION AND RECOMMENDATIONS 
 
8.1 The recommended option is Option 5 (Public Sector Partnership) 

since it provides the greatest opportunities for procurement 
improvements. It’s affordable and it provides the best cultural fit. It 
is recommended that the creation of a Joint Corporate Procurement 
Unit (JCPU) between DCC and FCC is progressed at pace, with the 
staff hosted and employed by DCC, with a formal Service Level 
Agreement being in place to ensure FCC receives the required 
service that meets organisational and service requirements and 
corporate improvements objectives. 

 
8.2 There are risks associated with all of the options considered. The 

initial high level risks identified are: 
 

 Partnership risks – cultural fit, agreement of shared objectives, 
communication and ownership at senior officer and member level – 
these can be mitigated through the proposed Joint Management 
Board and the other measures set out in the joint business case. 
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 Capacity – In reality we believe that this option presents the lowest 
risk to both individual Councils, since the capacity issues could be 
addressed through either recruitment of additional resource or by 
the management of the work programme of the Joint Unit through 
the Joint Management Board. 

 

 Financial Risks – If the JCPU arrangement itself would fail   the host 
and employing authority would be indemnified for any share of 
liabilities arising from staff redundancies through the Joint Service 
Level Agreement, but the main impact would be the slowing down 
the speed of change of procurement improvements and delivery of 
efficiency savings. 

 

 Legal Risks – In the event that there was a supplier legal challenge 
to any tenders undertaken by the JCPU on behalf of the two 
Councils or for FCC alone, then a provision would be covered in the 
SLA for DCC as the host authority to be indemnified and any 
resulting legal costs and financial damages arising from such a 
legal challenge would be dealt with according to the agreed SLA. 

 
9.0 JCPU – COMMERCIAL AND FINANCIAL CASE 
 
9.1 This section presents the commercial and financial case, which 

considers how each Council would contribute to, and benefit from, the 
preferred option, and the operational delivery of the new Joint Unit. 

 
 
9.2 Target Operating Model (TOM) 

 
9.2.1 The new proposed Target Operating Model is shown in Appendix 5; 

this will form an integral part of the consultation with staff and trade 
unions before the final structure is confirmed. The proposed TOM will 
involve a straight merger of both existing Corporate Procurement Units, 
involving a flat structure including the following: 

 

 1 x Strategic Procurement Manager (Grade 12 currently) – to be 
confirmed and will be subject to job evaluation) 

 5 x Senior Procurement Officers (Grade 9) 

 4 x Procurement Officers (Grade 6) 
 
The new structure will create a JCPU consisting of a total of 10 staff, 
compared to 6 staff and 4 staff respectively in DCC and FCC currently. 
 
In order to ensure the new structure will be fit for purpose there will be 
a need to address the 2 x Senior Procurement Officer position’s which 
are currently temporary positions in DCC. It is deemed critical that 
these two positions are retained within the service in order to maintain 
sufficient resource capacity and capability to drive procurement 
improvements and efficiency savings. 
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9.2.2 Its proposed that the new JCPU will be hosted by DCC and all officers 
in the new Joint Unit will be employed by DCC. This will involve the 
current FCC Corporate Procurement Unit employees being transferred 
and incorporated into the proposed new structure. However, the newly 
formed JCPU will operate on a virtual basis, with officers having the 
facility to work across both Councils. In the short-term it’s anticipated 
that FCC staff will primarily remain based in County Hall, Mold and 
DCC staff will be primarily based in County Hall, Ruthin. 

 
9.2.3  As part of the design principles for creating the TOM it has been 

agreed that the harmonisation of salary grades would need to be 
achieved in order to avoid the new structure being “two tiered” with 
officers working in similar roles but on different grades. As a result of 
this approach, all transferring staff from FCC will benefit and be 
allocated a higher salary grade.  

 
9.2.4 The JCPU resources will be allocated to ensure a presence in each 

Council and resources will be based at each Council, albeit not 
necessarily the same officers each day. The officers will work closely 
with individual service areas but will also be available to provide on-site 
professional advice, guidance and support. The JCPU will also 
continue to review the length of time officers spend at each 
participating authority to ensure it provides the best possible level of 
service. 

  
9.2.5 It is envisaged that all  staff will adopt remote working techniques and 

will need to access systems from multiple locations. The JCPU will use 
the Proactis e-sourcing solution which is a web-based e-Tendering 
system; however, an ICT work stream has been established to ensure 
access to shared network files, emails, etc. regardless of location. 

 
9.2.6 The whole JCPU team will come together every two weeks for team 

briefings, work planning and supervision, administration and other 
shared activities. 

 
9.2.7 The new JCPU will adopt a “Procurement Business Partner “approach 

as well as piloting the use of category management techniques. Under 
this  new way of working the combined procurement spend will be split 
into market facing categories e.g. construction, social care, transport 
etc. (see Appendix 1)  and each individual officer will be allocated 
individual categories to oversee, with clear efficiency targets set 
against each category which in turn will link into individual performance 
appraisals.  

 
9.2.8 This approach will ensure greater individual knowledge of the supplier 

market in each category of spend area, and also allow individuals to 
work with specific service areas on a “Partner” basis, strengthening 
communication and collaboration with individual services.  
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9.2.9 Each team member in the JCPU will also take the lead on specific 
strategic procurement work under the following general headings: 

 

 Compliance and Regulation 

 Contract Management and Supplier Relationship Management 

 Procurement Policy 

 E-procurement 
 
9.3 FINANCIAL CASE 
 
This section presents the financial case, which considers the costs, benefits 
and practical financial arrangements for the preferred option: 
 
9.3.1 Indicative Costs 
 
9.3.1.1 The core budget provision for the current individual Corporate 
Procurement Units across both Councils is £ 153,137 (DCC) and £170,262 
(FCC) respectively. The combined current core budget available is £323,399. 
 
The total maximum costs of operating the new JCPU, is estimated to be 
£370,591 which is projected in Year 5 (See Appendix 6).  
 
It’s estimated that the maximum additional annual costs, associated with the 
implementation of the JCPU will be £47,192 in Year 5.  
 
In order to put these additional merger costs into context, If DCC and FCC 
were inclined to enhance their individual  Corporate Procurement Units to the 
same staffing levels that would  be created by the JCPU, it would cost each 
Council in the region of £170,000 per annum to establish a similar set up on 
an individual  Council basis. 
 
In order to share the total merger costs on an equitable basis it’s proposed 
that the costs are split based on the % of the total combined procurement 
spend percentage for each Council. This equates to 45% (DCC) and 55% 
(FCC) respectively. (See Appendix 6) 
 
 
9.3.2 Indicative Benefits 
 
9.3.2.1 Financial Benefits 
 
The spend analysis table at Appendix 1 shows the combined total 
procurement spend of both Councils on a category of spend basis for the 
2012/13 financial year.  
 
The combined total procurement spend is £222m. Combining spend 
significantly increases the efficiency opportunities through economies of 
scale. 
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Based on the introduction of a “Procurement Partner” approach and the 
introduction of high level category management principles, It is estimated that 
efficiencies of circa £2.9m for DCC and £3.6m for FCC could be realised 
based on the total procurement spend (see Appendix 1).  
 
The 3% savings calculations have been calculated on improvements targets 
which are deemed consistent with other such business cases. However, 
within this business case the 3% savings will be realised through the 
combination of: 
 

 improved demand management 

 smarter procurement from tendering and negotiation  

 cost avoidance. 
 
Taking into account that not all the £222m procurement spend is revenue 
funding since the above figure includes capital, schools, HRA, Grants etc., 
then the estimated efficiencies which relate to revenue budgets, which are 
deemed influencable and  directly cashable is circa £1.0m for DCC and 
£2.0m for FCC. (See Appendix 2) 
 
9.3.2.2 Common Suppliers 
 
Based on further spend analysis in relation to assessing how may suppliers 
are common across both Councils i.e. used by both DCC & FCC, there are 
1,126 suppliers  that jointly account for £92.8million spend, which equates to 
42% of the total combined spend.  
 
A joint approach to the management of these key supplier relationships will 
form the basis for further efficiency savings opportunities  through 
benchmarking pricing and by negotiating further efficiencies with common 
suppliers. It would not be unreasonable to assume that based on the level of 
spend with these common suppliers that an additional savings could be 
realised. 
 
9.3.2.3  Non- Financial Benefits 
 
In addition to the financial benefits detailed above, there are also non-financial 
benefits that will be realised:  
 

 Both authorities have identified a need for an increased commercial 
focus throughout their organisations. Working together will ensure that 
best practise can be developed and shared. 

 

 An opportunity to develop and strengthen our ability to manage key 
supply markets through working jointly (e.g. taking a common approach 
to managing key strategic suppliers  

 

 Significantly up-skill the JCPU by joint-working and mentoring 
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 Standardise procurement processes, including Contract Procedure 
Rules and other guidance / codes of practice, sharing and adopting 
common best practice across categories; 

 

 Reduced duplication of effort through a professional service; and 
increased operational agility as well as greater resilience to staffing 
capacity and retention 

 

 Reduced process costs and risks by eliminating duplicated activities 
e.g. recording and monitoring of efficiency savings. This is task is 
currently undertaken by two officers across DCC and FCC. 

  

 Improved  “customer service” to individual services 
 

 Speedier delivery of strategic corporate priorities and procurement 
policy initiatives 

 

 More  joined up thinking and engagement between the technical/ 
service areas and the commercial / procurement areas; 

 

 Move away from reactive short term focus with regard to supplier and 
market development and management to a proactive approach; 

 

 Improvement in contract compliance and contract performance data  
  

 Help services to deliver better service outcomes through smarter 
procurement & commissioning. 

 

 Facilitate the achievement of the commissioning and procurement 
priorities particularly regeneration & economic development and 
encouragement of SME’s and Third Sector involvement.  

 

 The creation of the JCPU and further phased development of the 
procurement model will be highly innovative and this will be recognised 
within the sector and beyond. Both Councils will be positively 
associated with modern and efficient working.  

 
9.3.2.4 Additional Contract Legal Support Capacity (for information 

not part of business case) 
 
The creation of the JCPU will no doubt result in greater compliance with the 
procurement legal regulatory framework. Consequently, it has been 
recognised that in order to compliment the joint working across procurement 
officers, that more joint-collaborative working is also required across contract 
solicitors in both Councils in order to ensure that contracts entered into are 
robust, fit for purpose and compliant. 
 
Currently, both Councils have limited contact solicitor capacity, therefore in 
order to attempt to address this issue; agreement in principle has been 
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secured from both Head of Legal Services in both DCC and FCC to jointly 
fund an additional Contract Solicitor post.  
 
The creation of the new Contract Solicitor post which will be hosted and 
employed by DCC will not only provide much needed legal specialist expertise 
but will also ensure contracts that are procured will be compliant, fit for 
purpose and robust and appropriate to the level of risk. 
 
With the regular emergence of case law relating to contracting, the new post 
will ensure that the JCPU and service officers are made aware of new 
legislation affecting procurement as well giving more appropriate legal support 
on more innovative and complex procurement projects. 
 
Finally, with an ever increasing risk of supplier legal challenges to tender 
award decisions, accessibility to enhanced contract legal support will ensure 
both Councils are able to robustly defend any claims that may arise in respect 
of aggrieved suppliers seeking financial damages in respect of alleged non-
compliance within procurement processes.  
 
  
9.3.2.5  Economic, Environmental and Social Benefits 
 
 An important consideration for the new JCPU will be the issue of local spend 
and community benefits. 
 
A more collaborative approach will also improve relations with the local SME 
business community, by providing a single source of information for 
businesses across both Councils 
 
.A single source of contact for suppliers reduces their frustration and 
confusion regarding public procurement procedures. Also, central 
procurement control helps to ensure the fair and equitable treatment of all 
suppliers and can proactively support the social, economic and environmental 
agendas.  
 
Increased staffing capacity will also help provide more training for local SME’s 
and greater support for events such as Meet the Buyer days, as well as 
delivering against individual corporate priorities e.g. DCC Economic and 
Community Ambition Strategy 
 
The new “Procurement Partner” approach with service areas will allow for 
greater opportunities with regard to improved procurement planning. This in 
turn will allow earlier considerations of social, economic and environmental 
benefits to be delivered as part of forthcoming procurement projects.  
 
Currently, these benefits are not being realised to the full potential due to 
procurement officers not having sufficient capacity to ensure service area 
officers consider these benefits in a timely manner when procuring. 
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The design and set up of the new Joint Unit should be able to evidence a 
commitment to the following key areas: 
  

 engage effectively with suppliers through market days,  

 pre-procurement dialogue,  

 provide transparent feedback,  

 making suppliers aware of trading opportunities and securing their 
input and expertise. 

 engage with the Chamber of Commerce and the Federation of Small 
Businesses, voluntary sector representatives and other representatives 
from trade and industry bodies. 

 seek feedback from suppliers and use this learning to further improve 
procurement processes. 

  
9.2.2.6  Staff Benefits 
 
There are also a number of staff benefits that will be derived from the merger 
of both Corporate Procurement Units: 
 

 
 

 professionalise the function 

 provide the infrastructure for staff to work more flexibly across the two 
counties including agile working 

 achieve parity in terms of job responsibilities, pay and reward e.g. 
some of the FCC staff will see their salary grades improve through 
harmonisation of the pay grades as a result of the staff transfer  

 
 

 allow for staff to embrace in more innovative procurement techniques 
e.g. category management 

 allow for staff to be given greater opportunities to be coached and 
mentored and develop new skills as a result of access to a wider pool 
of procurement expertise. 

 
9.2.2.7 Benefits Realisation 
 
Capturing the benefits is critical in the new operating model, since the focus 
will be on further developing the opportunities through potential collaborative 
savings.  
 
It is proposed that action plans for delivery of these savings will be completed 
within three months after implementation of the JCPU, at which stage it will be 
clearer which categories will provide the greatest return and will therefore be 
prioritised for collaboration. Details of these opportunities will be presented to 
the Joint Management Board for agreement. 
 
Parallel to the identification of saving opportunities, there will be a requirement 
to establish an agreed model of benefits tracking to ensure that all 
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collaborative activity benefits are realised and captured. DCC have developed 
an approach to identifying, tracking and reporting benefits. It is recommended 
that this system is reviewed in terms of being fit for purpose and scalable for 
use by the JCPU. 

 
This would accomplish a number of objectives: 
 

• clearly show the amount of benefits to be realised through the identified 
savings opportunities 

• clearly show timescales for the expected realisation of benefits 
• demonstrate how each benefit would be achieved 
• show accountability for collaborative efficiency targets against each 

Council 
• provide clear visibility of whether benefits are on target to be realised 

as expected, enabling the joint management board to make key 
decisions 

 
A robust benefits model which provides management information that is 
timely, accurate and consistent will be critical to the successful delivery of 
savings. 
 
 
10. HUMAN RESOURCES AND EMPLOYEE IMPLICATIONS 
  
10.1  In total there will be 10 current procurement staff affected by the 

creation of the JCPU. 
 
10.2 Whilst it’s recognised that the current structures across both Councils 

are not identical, it is anticipated that a newly created joint-structure will 
broadly align the current roles.  

 
10.3 Staff Transfer 
 
10.3.1 Its proposed that DCC will become the host and employing Authority 

for the JCPU. The current 4 x FCC staff would transfer over to DCC 
and be appointed into a new organisational structure, with no detriment 
to their current employment terms and conditions. It’s also proposed 
that FCC staff salary grades would be harmonised with existing DCC 
staff salary grades for similar procurement roles. This process would 
ensure that the creation of a two-tier staff pay structure is avoided.  

 
10.3.2 In the event that the JCPU is disbanded in the future, an exit strategy 

provision will be included within the Service Level Agreement. 
 
10.4 Skills 
 
10.4.1 Both DCC and FCC have a commitment to the professional  

development of their staff, and through working together it is 
anticipated that the procurement staff in both organisations can benefit 
from a joint skill development and training  plan as well as opportunities 
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for formal mentoring and coaching, especially the current procurement 
support staff. 

 
10.4.2 All staff in the new JCPU will be given not only an opportunity to put 

into practice category management skills and techniques, but also be 
given an opportunity to be “Subject Matter Leads”, on strategic 
procurement strands e.g. Community Benefits, Contract Management 
etc. This approach will ensure staff is exposed to strategic and 
operational procurement activities. 

 
 
 
 
11. PROJECT MANAGEMENT CASE 
 
This section presents the project management case, which considers the 
practicalities of implementing the preferred option.  
 
11.1 Governance  

 
The collaboration will be underpinned by a formal Service Level Agreement 
which will set out the extent of delegation from each council and associated 
support service infrastructure. 
 
Governance will operate on various levels, in the normal way, but three key 
aspects will be paramount: 
 
(a) Agreement by respective individual Cabinets and Chief Officer Teams of 
the general procurement strategy approach and annual service business plan 
 
(b) Routine reporting, liaison and, where necessary, conflict resolution, with a 
“Joint Management Board”. This will comprise as a minimum the respective 
lead Head of Service for Procurement in both Councils. The Management 
Board will also be responsible for agreeing and monitoring performance 
against the strategic targets, benefits realisation and the work programme 
delivery of the Unit. 
 
(c) An agreed cycle of regular formal performance reporting to the respective: 
Cabinet, Chief Officer Management Teams and Scrutiny processes. 
 
(d) Clearly, events and emergencies can result in client demands for changes 
of planned activity during the year. The presumption is that the JCPU will 
resolve resource versus work conflicts in a professional manner – but with the 
Joint Management Board in a position to help resolve such conflicts also. 
 
(e) The Strategic Procurement Manager will be empowered to make decisions 
to enable day to day delivery of the service to meet the agreed priorities of the 
participating authorities within agreed resources.  
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(f) DCC will be the “host and employing authority” for the JCPU and will 
therefore be responsible for the day to day management of “pay and rations” 
for all staff. 
 
(g) In terms of legal structures, the working presumption in the short term is 
that the JCPU will not have separate incorporated status, but rather will be a 
‘virtual’ arrangement in the sense that staff will be employed and hosted by 
DCC and a shared Service Level Agreement will be put in place between both 
Councils. However, the development of the SLA will be undertaken by DCC 
Legal Services in consultation with FCC. 
 
(h) One of the immediate priorities will be to try and agree a consensus of the 
respective Contract Procedure Rules etc. to ensure sensible alignment with 
new ways of working. 
 
(i) Although tendering activities may be coordinated and, where appropriate, 
completed as a single process, both Councils will still enter into contractual 
arrangements in their own name. As such neither party will take on any 
contractual liabilities for the other in relation to any external supplier 
agreements. 
 
(j) Day to day staffing and line management will be undertaken by DCC under 
the management of the Head of Finance and Assets. The Strategic 
Procurement Manager for the Joint Unit will continue to be employed directly 
by DCC but will have an additional reporting line into the Chief Officer 
(Governance) at FCC. 
 
11.2 Project Management responsibilities 
 
The implementation of this project will be managed using DCC Project 
Management methodology and the following arrangements will be put in place 
to ensure its successful development: 
 
11.2.1  Project Board 
 
A Project Board has been established with named Project Sponsors providing 
representation from each Council. The Project Sponsors are: 
  
DCC- Head of Finance and Assets at Denbighshire Council  
FCC - Head of ICT and Customers at Flintshire Council  
 
The Project Sponsors own the business case and are ultimately responsible 
and accountable for realising the benefits of the project to each organisation. 
 
11.2.2 Project Manager 
 
DCC has allocated a Project Manager who will agree, manage, and monitor 
against, the project plan, allocating work packages to individuals within the 
project team for completion. 
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11.2.3 Senior Users 
 
The Senior User will be DCC Strategic Procurement Manager who will be 
responsible for making sure that the needs of the users are clearly and fully 
defined, for committing user resources, liaising between the user and the 
project team, and ensuring that the outcome meets the users’ needs. 
 
11.2.4 Project Team 
  
In addition to the above, specialist representatives from both Councils 
including officers from procurement, HR, Legal and ICT will be included in the 
project team and allocated work streams accordingly. 
 
 
 
12. RISK MANAGEMENT 
 
Risk management arrangements will be crucial to ensure the implementation 
of the collaboration occurs as painlessly and swiftly as possible and that as 
many benefits as possible can be realised from the change. 
 
 
12.1 Risks and Issues  
 
A full list of Project Delivery Risks can be found in Appendix 7. Whilst some of 
the high impact risks remain, their likelihood is anticipated to diminish as 
commitment and understanding of the JCPU grows. Also, there is risk 
associated with failure to realise benefits that needs to be included, this risk 
will be mitigated by agreement of the work programme by the Joint 
Management Board;  
 
The work undertaken by the HR leads on the consultation process will help 
reduce the risks associated with the staffing of the JCPU.  
 
The following risks and issues have been identified and will need to be 
managed through the Joint Management Board governance arrangements: 
 

• culture - cultural fit at senior officer and procurement officer level has 
been a key pre-determinant of the creation of the Joint Unit, and this 
will need to be maintained as the Unit develops and modelled at all 
levels within the respective procurement communities. 

 
• communication - co-ordination of communication and consistency of 

key messages will be managed through the Unit’s governance 
arrangements and will be a key role for the Strategic Procurement 
Manager and the procurement officers within the new Unit. 

 
• ownership at member and senior officer level - in the first instance this 

will be achieved through the signing off of the business case by both 
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Councils, engagement in the Joint Management Board, and regular 
reporting to Cabinet, Scrutiny and Chief Officer Management Teams. 

 
• level and timing of savings - the Joint Management Board will set clear 

targets both short and medium term for savings and other deliverables 
/ key milestones, and these will be subject to regular progress reporting 
in order to manage expectations of both councils. 

 
• HR local terms and conditions differentials between the two councils - 

this will be carefully and equitably managed through the development 
process with support from both HR services. 

 
• capacity – the management of workload and expectations will need to 

be tightly controlled, to ensure benefits can be realised. The 
opportunities to maximise and consolidate the use of skill sets across 
both councils are recognised. However, the fact that a Joint Unit is 
created, will not address the potential risk that there will still remain  
capacity issues, since the Unit will still need to manage procurement 
spend across both Councils, albeit the development of the new Unit will 
allow greater opportunities for capacity to be increased by reducing 
duplication of effort. 

 
• relationships with procurement officers within the individual service 

areas and other partners – the relationship will need to be carefully and 
positively managed especially in communicating with individual service 
areas as well as existing external partners. 

 
 
 
13 NEXT STEPS 
 
Strategically and operationally there are a number of initial activities which 
must occur in order for implementation planning to get underway in earnest.  
 
13.1 Strategic next steps  
 
In order to provide the environment in which an implementation team stands 
greatest chance of success, it will be necessary for both Councils to 
undertake the following actions: 
 

• agree to the principle of creating the JCPU through the approval of this 
business case 

• agree to the principle behind the cost allocation for the recurring and 
one off costs 

• provide the required funding to develop and implement the required 
collaborative arrangements; 

• empower the implementation team with a mandate to undertake 
operational activity across organisational boundaries. 

• develop and agree the Service Level Agreement for the JCPU. 
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13.2 Operational next steps 
 
Operationally, the implementation team face a number of challenges and will 
require input and support from the Project Sponsors in order to develop the 
new approach. 
 
A number of joint workshops have already been held involving the 
procurement officers from both Councils. An on-going procurement alignment 
work plan has been developed jointly across both individual teams, with 
allocation of tasks being given to individual staff to develop jointly. It’s 
anticipated that the initial key operational deliverables will include the 
following: 
 

 creation of a Joint Management Board. 

 document roles and responsibilities in order to ensure duplication of 
effort is minimised. 

 develop a strong procurement work programme  and procurement 
plan which will include:- 

o allocation of individual category spend profile to individual 
team members, so that category efficiency targets can be 
allocated to individuals 

 develop a “Procurement Business Partner” approach, so specific 
service areas are allocated a lead procurement representative that 
understand their particular service challenges and vision and 
ensure continuity of procurement personnel to ensure the 
procurement support delivered is consistent. 

 develop a common Corporate Procurement Strategy allowing for 
local variations. 

 develop detailed category sourcing plans and procurement 
schedules in order to provide the supplier markets with advance 
notifications as well as ensuring resource capacity is managed. 

 harmonise different processes, policies and procedures, 
deliverables will include central library of standard procurement 
documents and templates including standardised Contract 
Procedure Rules. 

 review current contracts and suppliers and populate a joint contract 
register including a short-term plan for letting immediate contracts 
where common end dates exist. 

 jointly implement and provide helpdesk support for the 
implementation of the Proactis e-sourcing solution across both 
Councils. 

 undertake a joint full spend analysis to identify category spend and 
opportunities involving common suppliers. 

 
Early work has already begun to explore the approach to standardising some 
of our processes and systems– sharing learning and ensuring both 
organisations are operating in the best possible way. This includes sharing 
the approaches to supplier data; with common classification codes to enable 
analysis of spend at greater detail to identify opportunities for savings. 
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A comparison of each contract register to identify common suppliers and 
contract expiry has also commenced, and this will further support the 
development and timing of shared category action plans. 
 
Both organisations are well on the road to having a common approach for 
how technology can enhance the procurement process, and both Authorities 
have invested in a common e-procurement solution (Purchase-to-Pay and E-
Sourcing) from Proactis. Currently, the Proactis e-sourcing solution is being 
implemented across both Councils via a joint implementation team. 
 
Both authorities use Masterpeace as their core finance system and there are 
some quick wins to be achieved by FCC adopting the approach DCC has 
developed to access procurement  spend data analysis  using the MPOWER 
data warehouse solution. This would allow detailed category spend analysis 
to be undertaken across the combined spend. This in turn will allow category 
of spend areas to targeted for efficiency savings.  
 
 
13.3 Timescales 
 
  

Key Milestones Completion Date 

FCC – Cabinet approval of Business Case 13th  May 2014 

DCC – Cabinet approval of Business Case 27rd  May 2014 

Development and signing of Service Level 
Agreement 

15th June 2014 

Completion of  procurement process review 1st September 2014 

Joint Corporate Procurement Unit – 
Established 

1st July 2014 

 


