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	Workstream Title:
	Corporate Procurement

	Date:
	15 May 2026



1. Overarching Purpose of Workstream

The Collaboration through Transformation Board has been established to oversee the work being undertaken to deliver transformation through collaboration with partners.  In the first instance, the Board is focused on the approved Tranche 1 functions and corporate overarching workstreams.  The Corporate Procurement workstream is part of Tranche 1.  

A key priority for the Corporate Procurement workstream is to deliver a Business Case which supports the delivery of integrated services across partner organisations. 

1.2. Project aim
	
	Please provide a short summary that illustrates what this workstream is aiming to achieve.

	The corporate procurement workstream will explore options for formal collaboration amongst partners. Considerations to be explored will include sustainability through capacity building and seeking to improve delivery through opportunities for reduced duplication, automation, and alignment of processes. A range of joint operating models will be considered throughout the scoping phase in line with the governance workstream.  It is acknowledged that depending upon the extent of the formal collaboration on Corporate Procurement, extensive links may be required in terms of Legal / Governance across the Councils.
This workstream will aim to explore, develop and, where possible, evidence a scalable, form‑agnostic integrated procurement operating model that:

Financial & Efficiency
· Seek to harness economies of scale, aggregated spend and strategic supply chain resilience. 
· Support a ROI through price benefits derived from aggregated spend and economies of scale, process efficiencies, and compliance improvements.
· Reduce procurement times to contract award as larger pool of staff to lead on procurement exercises.

Processes & Systems
· Standardise procurement processes, documents and approval flows. Consideration should be given to internal Procurement Procedures, Contract Standing Orders and Scheme of Delegation.
· Reduce duplication on tasks such as, admin, market research, specifications and evaluation.
· Map contracts to identify and consider collaborative procurement opportunities.
· Review and explore systems and processes including contract management record systems and spend analytics. 
· Improve customer experience for internal services through consistent and more resilient procurement support.
Strategic Procurement
· Look to develop joint category strategies
· Improve data-driven decision making through shared spend analysis.
Workforce & Capability
· Enable capacity building through sharing specialist expertise, advice and training, market intelligence and benchmarking data.
· Develop staff skills and professional accreditation jointly, e.g. reduced cost to train staff.
· Encourage knowledge sharing and benefit from lessons learned.
· Ensure resilience by sharing procurement resources addressing recruitment difficulties.
Governance & Compliance
· Strengthen contract management and risk management approaches, e.g. less contracts through joint contract arrangements and more staff could strengthen contract and supplier management.

Supplier & Market Benefits
· Shared market engagement building stronger relationships through co-ordinated engagement
· Improve access for SMEs and local suppliers – working together with Business Gateway, etc.
Social Value & Community Impact
· Embed social value objectives in procurement (local jobs, apprenticeships, sustainability), e.g. higher value contract awards could result in better and increased CBs being delivered.
· Support net-zero and environmental goals through procurement decisions.
· Prioritise Community Wealth Building ( CWB) priorities. 

Ultimately, the workstream is seeking to maximise the benefits of collaborative work and shared procurement excellence. Considering existing models such as the Clackmannanshire Transformation Space model to assess applicability in this space. 






2. Objectives

The following sets out the key objectives of this work in relation to the above summary:

Baseline & Opportunity Assessment
· Map the current processes, structures, contracts and ways of doing things for all in scope functions assessing their suitability and any re-design required for integration, including:
· Map current procurement spends, categories, and contracts, with the aim of identifying collaborative contract opportunities.
· Map and assess systems and processes for alignment, reduced duplication and improvement. Identifying shared technology needs 
· Review and consider the potential for alignment of procurement policies, documentation terms & conditions, and approval workflows
· Assess workforce and develop a skills matrix across the Corporate Procurement Units of participating councils considering any re-design
· Quantify “addressable” third-party spend and benefits levers (price, demand, compliance, process, and automation).
· Design ‘To Be’

Category Strategy Alignment
· Prioritise top spend categories (e.g. ICT, FM, social care commissioned services, construction/professional services, corporate/office) for joint strategies and improve strategic planning for route to market options and sequencing. 

Enhance Supplier Engagement and Market Access
· Develop joint approach to co-ordinated supplier engagement and development through increased competition, and improved access for SMEs and local businesses.

Improve Procurement Capacity and Capability 
· Design joint training and knowledge sharing processes based on workforce assessment, skills matrix and national procurement rules.
· Seek to define a proposed operating model and roles, common policies/standards, shared tools and a gainshare approach that is fair and equitable given council size disparity. In line with the Governance Workstream and associated procurement law, ensure that the future operating model and re-designed processes are transformational and mirror the ambition of this programme.
· Consider workforce impacts of proposed new operating model through engagement with HR colleagues and Trade Union to ensure service resilience and positive culture. 

Maximise Social Value and Community Outcomes
· Align procurement activity with each Council’s wider strategic priorities, ensuring contracts deliver social, economic, and environmental benefits for local communities, including sustainability, CWB and local employment.

Business Case Development
· Produce (accepting some financial data will require to be best estimates) a costed case (investment, benefits, timeline, risks/mitigations) for scaling, aligned to Invest to Save requirements.
Note: Objectives align with the Programme’s requirement to design a formal scope proposal, develop a business case and ensure consistent documentation and governance.



3. Scope

	In Scope

	· Explore and map current processes, systems, contracts and operating models ( including Clackmannanshire's Transformation Space model) for each partner to design a collaborative future operating model and contract opportunities.  A range of joint operating models will be considered throughout the scoping phase.
· Assess the current workforce including a skills matrix. Considering any re-design and capacity building required to ensure sustainable service delivery. 
· Third-party spend across corporate categories and selected service categories that benefit‑ from aggregation (priority list to be finalised during baselining).
· Category strategy alignment
· Category strategy, sourcing, contract & supplier performance management guidance and templates, and demand/compliance management design. 
· Process standardisation and tooling (e-Sourcing, contract registers, supplier risk, MI/analytics), and automation where viable. 
· Governance structures (subject to broader approach of the collaboration project), gain‑share model, roles/skills, training, change and communications. 
· Delegated procurement processes, documentation and relationship with devolved departments 
· Standardisation of procurement documentation and templates and sharing of external expertise/resource to develop and assess on an ongoing basis.  
· Aligned approach to reporting, excluding Annual Procurement Report and Council specific reporting requirements. 

The design of a transformational future operating model will consider the functions noted above. As this work develops, future areas of work may be identified to be considered in scope.  


	Out of Scope

	· Wholesale redesign of statutory decision making, council tax, boundaries, or constitutional matters. 
· Immediate integration of Housing Revenue Account procurement (may be assessed later given HRA specifics). Alignment with Housing workstream to be considered.
· Termination of long-term high value contracts, such as waste, prior to natural breakpoints (future opportunity at re-procurement‑ to avoid exit cost disbenefits) ( N.B. natural breakpoints will be highlighted during mapping of contracts to identify a pipeline of future collaborative contract opportunities)
· Immediate restructuring of non-procurement‑ commercial functions. 
· Direct contract renegotiation, where available, where termination and other costs involved exceed benefits (handled at natural renewal points). 
· Full scale ICT harmonisation outside procurement relevant‑ systems
· Delegated procurement duties (e.g. works contract procurement and various other delegated procurement exercises – guidance etc. is produced by CPU but not conducted or managed by CPU)
· Contract & supplier performance management – responsibility of relevant Chief Officers. No contract management other than corporate guidance
· Council specific reporting requirements

As this work develops, future areas of work, currently marked as out of scope, may be identified to be considered in scope.  







4. Design Principles

Please indicate below how this workstream aims to achieve the above noted design principles:

	Scalable

	Model designed with aim to be able to add councils/partners over time (category playbooks, standard templates, shared platform) with as little rework as possible, subject to the stance of a new Council. 
Shared procurement systems and processes designed to, as best possible, accommodate additional council.


	Significant 

	This workstream aims to achieve a ROI, by combining price benefits through aggregation and economies of scale, demand management, compliance uplift and process automation; benefits tracked per partner. The values of such benefits may not be known and may be estimates.
Collaboration opportunities (process integration, joint spend) demonstrate clear financial benefit levers noting large degree of current collaborative procurement through, for instance, Scotland Excel, and also, as noted, that benefits may be subject to estimation. This workstream is significant and interdependent to benefit realisation in all other Tranche 1 workstreams. 


	Flexible and Form Agnostic

	 Any recommended model will be explored and where it is feasible, allow other partner organisations to onboard. In line with guidance from the Governance workstream. Models will be reviewed to ensure, where possible, the preferred model enables “local options” while pooling commercial leverage and enabling joint procurement, where advantageous.


	Proven Outcomes for Communities

	Savings and service sustainability helping to protect front line services. 
Economies of scale, reduce back office costs, helping to protect frontline services. As well as embedding CWB principles. As noted above, benefits may be subject to estimation.


	Strategically Aligned

	Directly supports each Councils’ transformation agendas and Scotland’s Public Service Reform Strategy.


	Sustainable 

	This workstream should support long term arrangements, with exit strategies defined. Embedding & reinvesting in skills to build capacity and joint investments in technology to “futureproof” procurement operations.


	Transformative and Ambitious

	This workstream will explore digital solutions jointly (Contract management system, e-Sourcing, workflow, analytics, AI assisted opportunity scans). Digital integration aims to introduce AI, analytics, automation, and shared digital procurement capability. The design of a future operating model will reflect this programme’s ambitions of transformational change.


	Fair and Equitable

	This workstream will consider clear contribution and benefit attribution reflecting council size/resources, protecting council interests.





5. Financial 
	Please outline how this workstream will work to achieve financial sustainability in both approach and outcomes, in 500 words or less.

	Each Council faces material medium term funding gaps. Discovery concluded the self-sustaining and mixed economy models do not close the gap, whereas deeper integration offers the highest benefit and scalability. Therefore, this workstream aims to explore options for formal collaboration. Joint operating models will be considered throughout the scoping phase with estimated savings realisation and service resilience as key priorities and achievable estimated savings will be addressed through the business case development. Financial and non-financial benefits will be considered throughout the business case development. This workstream plays a key interdependent role to other Tranche 1 workstreams and their benefit realisation.
Approach to Financial Sustainability Benefit Levers:
(1) Aggregated demand and joint category strategies. 
(2) Competitive tension via joint routes to market. 
(3) Compliance uplift to contracted routes. 
(4) Process efficiencies through shared platforms, and reduced manual effort 
(5) Integrated procurement processes deliver cost reduction through standardisation and economies of scale. 
(6) Cost reductions may be subject to estimation.
(7) Joint third-party‑ spend reduces duplication and should encourage favourable contract terms. 
(8) Joint investment in new technology, including AI, should reduce long-term operational costs and increases capacity
(9) Longterm Sustainability. Building a resilient shared procurement capability with skills development and continuous improvement; avoiding fragmentation that erodes benefits (a key lesson from other shared service experiences).
(10) Standardised contract management reducing risk exposure
Non- financial benefits such as service sustainability and improved ways of working will have direct impacts on front line services. Benefiting wider departments and citizens. 




6. Governance

The workstream will be overseen by Iain Henderson, Derek Barr and Simon Payne with all members playing an active role.  The workstream will report to the Transformation through Collaboration Programme Board.  Governance process will be agreed in line with the Governance Workstream, as this work evolves.


7. Group Membership

	Name
	Job Title
	Partner Organisation

	Derek Barr
	Procurement Manager
	Clackmannanshire Council

	Iain Henderson
	Legal and Procurement Manager
	Falkirk Council

	Simon Payne
	Service Manager – Procurement & Accounts Payable 
	Stirling Council

	Laura Santi
	Programme Manager
	Joint

	Finance Lead (TBC)
	Finance/Business Case
	Joint

	Legal Lead (TBC)
	Legal/Commercial
	Joint

	Digital Lead (TBC)
	eSourcing/Tooling
	Joint

	Category Managers (TBC)
	Category Workstream Leads
	Joint

	AI Taskforce members
	Transformation Leads
	Joint

	Internal workshops and staff focus groups are recommended to gather specifications and feedback






8. Stakeholder Engagement 

	Please note all stakeholders that should be considered in this workstream including details of their interest and influence in the workstream

	Approach: early, honest engagement; co‑design of category playbooks; publish “early wins”; regular reporting to Members and SG per fund conditions



	Stakeholder
	Interest
	Influence (High/Med/Low)

	Elected Members (both Councils)
	Assurance on governance, benefits, democratic control; decision on business case
	High

	Chief Executives / Directors
	Strategic alignment, sustainability, staffing
	High

	Corporate Procurement / Category Teams
	Ways of working, roles/skills, process/tools
	High

	Service Budget Holders
	Category needs, local priorities, compliance
	High

	Trade Unions/Staff Forums
	Job impacts, change support, consultation
	High

	Suppliers/Markets
	Competition, lotting, social value, resilience
	Medium

	Scottish Government
	Invest to Save reporting; alignment to PSR
	Medium

	Improvement Service / SOLACE
	Scaling & Once‑for‑Scotland learning
	Medium



9. Technical Assistance or Additional Support (Internal/External)

	Please indicate any anticipated technical or internal/ external support that may be required to ensure the success of this workstream (e.g. procurement support).

	· Internal: Finance (benefits baselining), Legal (collaboration form, contracts), HR (workforce/consultation), Digital (platform choices, data, AI/Copilot), Communications (stakeholder plan). 
· Information and data security and equalities advice. Joint training on digital procurement and negotiation.
· External (if required): Specialist category support (e.g., ICT frameworks), market analytics, and legal/commercial advisors to accelerate complex joint procurements and ensure compliance. 
· Consultancy to aid scoping work and development of business case including legal input
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