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[bookmark: _Toc433199162]DOCUMENT CONTROL 
The User Guidance Pack will be continually developed as best-practice evolves.   
Crown Commercial Service will be responsible for ensuring that the User Guidance Pack and Associated Guidance and Templates are added to the Crown Commercial Service (“CCS”) website https://www.gov.uk/government/organisations/crown-commercial-service.
Version control is updated at each iteration and recorded below

	Revision
	Date
	Status/Comment

	V1.0
	17/08/2015
	Final	

	V2.0
	24/2/2016
	Crown Commercial Service review 

	V2.1
	12/4/2016
	Compliance checking of suppliers bid rates now included
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The objectives of this User Guidance Pack are as follows:
· To explain the further competition process;
· To provide you with supporting templates and documents; and
· To highlight any dependencies and risks during the further competition process. 

You should use this User Guidance Pack in conjunction with your own internal procurement procedures. 

[bookmark: _Toc433199164]BACKGROUND
The new FM Services Framework (RM1056) provides an innovative and extensive contracting vehicle giving you access to a range of specific services over three LOTS encompassing:
· LOT 1:  Total facilities management;
· LOT 2:  Hard FM Services; and
· LOT 3:  Soft FM Services.

The FM Services Framework Agreement commenced on 28, July 2015 and will expire on 27, July 2019. Call Off Contracts awarded under this framework agreement can be let for up to seven years within the framework agreements four year term.

There are 10 suppliers per lot. Information concerning the suppliers on each lot can be found on the Crown Commercial Service website. 
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Each Section of this User Guidance Pack describes a stage of the Further Competition Process.  In addition the following symbols are used:
· Objectives
· Key Decisions 
· Templates 
· Guidance
· Communications

Each Section of this User Guidance Pack will contain references to documents with the following naming format:  S meaning ‘Stage’, the stage number, document name. 

It is recommended that when conducting a further competition under the FM Services Framework Agreement the following 6 stage process is used. 

Each stage will now be explained to allow you to help plan and run the further competition process under the FM Services Framework Agreement.
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Templates available for this stage are:
· S0 – Written Confirmation of Route to be Followed
Background information available for this stage is:
· S0 - Customer Information Document    

You should inform Crown Commercial Service of your intention to procure your FM services requirements under the FM Services Framework Agreement by completing S0 T3 – Written Confirmation of Route to be followed. Once confirmation has been received, Stage 0 is then complete.

Framework benchmark rates will be provided to customers via the eSourcing Suite when they become available. This can help customers determine potential savings that can be achieved by using the FM Services Framework Agreement.










Stage 1
Project Management
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Objective for this stage is:
·  Programme plan the further competition process 
Templates required for this stage are:
· S1 - Programme Plan; and
· S1 - RAID Log (Risks, Assumptions, Issues and Dependencies) (Optional)
Guidance available for this stage is:
· S1 - P2P Process (for Clustered Arrangements only)
Communications for this stage are:
· You should arrange to purchase a full NEC3 Licence and arrange appropriate training for your team.
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You should review each stage of the further competition process to understand and develop a comprehensive programme plan. This will allow you to understand your roles, responsibilities and governance of the project.  This also helps to plan the resource which will be required for a successful procurement. 

The programme plan will support in developing the following areas:
· Roles and responsibilities within your organisation for the procurement;
· Resourcing requirements;
· Governance requirements for the procurement;
· Project management arrangements for the procurement; 
· Scope of data requirements;
· Identification of current costs, per service, by square meter to help baseline data requirements to support the Benefits Methodology (Benefits Methodology to be created and managed by CCS once the contract has been awarded) CCS will contact you to discuss your current costs and your new contract to establish a methodology to identify the savings achieved;
· Details of any cluster arrangements (if appropriate) that require an MOU; and
· RAID log.  This lists the Risks, Assumptions, Issues and Dependencies associated with the procurement.





Data Pack Service Matrix
Portfolio Analysis
Commercial Requirements 
KPI Model
Cost Model
Payment Mechanism
TUPE 
Service Level Requirements 











Stage 2
Data and Requirements Gathering
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Tasks for this stage are:
· Undertake due diligence through population of the Data Pack Service Matrix;
· Decide upon the commercial requirements for the procurement;
· Develop KPI Model; 
· Develop Cost Model; 
· Develop Payment Mechanism;
· Finalise Data Pack Service Matrix; 
· Agree TUPE information and requirements; and 
· Develop Service Requirements and Service Level Standards. 

Templates required for this stage are:
· S2 - Data Pack Service Matrix Template LOT 1 – Total  Facilities Management;
· S2 – Data Pack Service Matrix Template LOT 2 – Hard Facilities Management;
· S2 – Data Pack Service Matrix Template LOT 3 – Soft Facilities Management;
· S2 - Payment Mechanism Template - Not Clustered;
· S2 - Payment Mechanism Template - Clustered Single Lead;
· S2 - Payment Mechanism Template - Clustered Multiple Lead;
· S2 - Cost Model Template LOT 1 - Total Facilities Management;
· S2 - Cost Model Template LOT 2 - Hard Facilities Management;
· S2 - Cost Model Template LOT 3 - Soft Facilities Management;
· S2 - TUPE Information Capture Template;
· S2 - Service Requirements Template;
· S2 - KPI Model Template; 
· S2 - TUPE Liability Cost Model; and
· S2 – Call Off Contract. 

Guidance for this stage is:
· S2 – KPI Guidance;
· S2 – Monthly Payment Mechanism and KPI Process; and

Communications for this stage are:
· [bookmark: _Hlk433102943]Please note the Cost Model is password protected therefore please email the FM Category Team to obtain access details.
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The main objective of Stage 2 is to undertake a full due diligence of your estate, gather commercial requirement and define the required services. 

The first step when undertaking the due diligence is to complete S2 - Data Pack Service Matrix Template for the estate which would then support the analysis of the portfolio.  This would include the following:
· Summarising the details for each building, such as overview of the building including year built, construction type, complexity of services, security level, core days and hours of operation, tenure, the properties legal entity, level of criticality of services within the building, number of building users, gross and net floor areas broken into back of house, front of house, prestige areas, storage and welfare area and specialist areas;
· Detailing the asset level data that the customer holds across the estate.   Asset level data would typically include identification of the asset type, quantity, location, manufacturer, model, rating/capacity/size, asset serial number, year of installation, present condition;
· Detailing which services will be provided for each building across the estate (for example cleaning, housekeeping etc….); and
· Detailing data relating to reactive maintenance.  This ideally would comprise call data from the last year of operations including building name, call classification, quantity of calls, priority of calls, number of calls relating to comprehensive delivery, and the costs associated with the call.

You should try and complete as much information required in the Data Pack Service Matrix as possible.  The greater the quality and quantity of data that is provided to the Suppliers, often the lower the perceived risk of the unknown and the more competitive the prices put forward in their tender.

The portfolio analysis should use the populated Data Pack Service Matrix as a basis, and would typically include the following:
· Reviewing the details for each building to ensure that they are accurate, and establishing methods to update where inaccuracies/gaps exist;
· Reviewing the extent of the asset information available, and the quality of the asset information.  Consideration of whether the procurement would benefit from the undertaking of condition surveys or generation of asset registers in order to support accurate pricing of the cost model;
· Reviewing the services currently being provided and ascertaining whether there are any changes to the future service provision;
· Reviewing the reactive maintenance data and ascertaining whether a comprehensive threshold for reactive works will be used, and if so what the appropriate level is; and
· Reviewing any data available for planned project works across the portfolio in order to understand whether requesting fees for project management of works would be appropriate.

The key outcomes which need to be decided at this stage by the customer, relating to commercial requirements are as follows:
· Decide if project management service is in scope?
· Decide upon the comprehensive threshold – at what level will this be set?
· Decide upon the approach to the Cost Model.  Decide which Services are in scope and out of scope, and how the Data Pack Service Matrix will support completion of the model.  For example, will suppliers be expected to price only the assets listed in the Data Pack Service Matrix, or all assets across the estate? 
· Deciding upon the application of any gain share.


Once you have a good understanding of the information available across your estate, you can develop the technical information required for Stage 3 – Tender Preparation.  The main areas of development of the technical information are outlined in below.

Payment Mechanism
The Payment Mechanism is an Excel spreadsheet which you and the supplier will use on a monthly basis in order to calculate the value to be invoiced. The supplier’s performance against KPIs will be entered into the Payment Mechanism to generate the monthly payment value.   

Cost Model and TUPE Liability Cost Model Templates
The Cost Models are Excel spreadsheets that suppliers will use in order to provide prices against the services required by you and TUPE related costs. The prices will be totalled to form a Total Aggregated Cost and a TUPE Liability Cost which will then be used during the Price Evaluation.  The Total Aggregated Cost is used to arrive at the total value at risk of deduction, this therefore is used alongside the Payment Mechanism and KPI model.

TUPE Information Template
The TUPE Information Template (S2 – TUPE Information Template) is used by you to request TUPE information from your incumbent supplier(s) to inform the potential provider of the new contract of TUPE specific costs and information. Suppliers will enter TUPE costs into S2 – TUPE Liability Cost Model.

Service Level Requirements Template
S2 – Service Requirements Template needs to be developed by you to reflect the required services.  The full context of the Service Requirements can be seen in the Framework Agreement then click on the tab named “Documents” and download the Framework Agreement.

KPI Model Template
There are 10 standard Key Performance Indicators (KPIs) which you will select based on your service requirements.   
The 10 KPIs are as follows:
1. CAFM/Helpdesk Service;
2. Security Services;
3. Maintenance Service; 
4. Waste Management Services;
5. Cleaning Services;
6. Sustainability;
7. Grounds Maintenance Services;
8. Catering Services;
9. Benchmarking & Continuous Improvement; and,
10. Management Enablers.
Within the above 10 KPIs there are sub components which you can amend to suit your own specific service requirements. 

You should refer to the “S2 – KPI Guidance” for further information on developing the “S2 – KPI Model Template”.

It is important that you are aware of the interdependencies between the various different elements of technical information.  
· The KPI model must be based around the Service Requirements for the contract; 
· No new requirement should be introduced in the KPI Model; 
· The KPI model should monitor the standards as they exist in the Service Requirements;
· The performance deductions are at first calculated in the KPI model.  They are then, on a monthly basis, input from the KPI Model to the Payment Mechanism Model, where ratchets are then applied, in order to calculate the monthly payment (Please see Contract Schedule O - Call Off Contract for further information about deduction calculations); and
· The total value at risk is set at 6% of the Indexed Amount, and Unindexed Amount.  This is equivalent to the fixed price cost with the addition of any Compensation Events and any applicable indexation.  This creates a link between the cost model, where the Suppliers price the fixed price cost, and the KPI Model and the Payment Mechanism (Please see Call Off Contract clauses Z24 & Z25 for further information related to compensation events).
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 It is important that you have staff which are trained in Excel to an advanced level.  Whist there are no macro’s in the Cost Model, there are complex formulae including:
· Array formulas;
· Named ranges;
· Defined lists;
· INDEX functions;
· MATCH functions;
· INDIRECT functions;
· SUMIF functions; and
· VLOOKUP functions.
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Contract Data
Tender Pack
TUPE Review
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Tasks for this stage are:
· To develop the final Tender Pack to be used for the procurement; 
· To develop award questions  and evaluation criteria for the quality evaluation;
· To agree price/quality weightings; 
· To complete Contract Data Part 1 of the Call Off Contract;
· To select and agree on X and Z clauses within the Call Off Contract; and
· To select the evaluators. 
Key Decisions for this stage are:
· To agree on e-procurement platform to run further competition; and
· Evaluation weightings.
Templates required for this stage are:
· S3 – Contract Data Part 1 Template (including X and Z clauses);
· S3 – Evaluators Skills Assessment Form (Optional);
· S3 – Non Conflict of Interest Form (Optional);     
· S3 – Invitation to Tender; 
· S3 – Terms of the Further Competition; and
· S3 – Award Questionnaire.

Guidance for this stage is:
· S3 – CCS  eSourcing Suite (Optional)
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In the previous Stage 2 the technical documents for the Tender Pack were established.  During Stage 3, you should draft the remaining Invitation to Tender (ITT) documentation which collectively will form the tender pack. CCS recommends the following structure to the ITT pack: 
· Attachment 1 – Invitation to Tender;
· Attachment 2 – Terms of the Further Competition;
· Attachment 3 – Service Information (including Service Requirements, Data Pack Service Matrix, KPIs, Paymech and Service Levels);
· Attachment 4 – Award Questionnaire;
· Attachment 5 – Call Off Contract;
· Attachment 6 – Cost Model;
· Attachment 7 – TUPE Liability Cost Model;
Award Questions (Quality)
During Stage 3, you should develop award questions related to your specific requirements. Weightings for individual questions are at your discretion.  There is flexibility in what suppliers can be asked in terms of award question subjects, however you should ensure that subject matters are in line with the service requirements and the terms of the FM Service Framework Agreement. 
For reference the table below provides the questions and weightings that were applied across the 3 lots during the procurement of the Framework Agreement. Therefore you should avoid duplicating generic questions and make your own award questions specific to your requirements: 


Table 1 – FM Services Framework Agreement (RM1056) Award Questions
	Section
	Marking Scheme
	Section Weighting %

	
	
	

	SECTION A – MANDATORY QUESTIONS 

	AQA1
	TRANSPARENCY OF COMMERCIAL PROPOSITIONS
	Pass/Fail
	N/A

	SECTION B – FRAMEWORK POPULATION 

	AQB1
	FRAMEWORK POPULATION – CLAUSE 45 (NOTICES)
	For Information Only 
	N/A

	AQB2
	FRAMEWORK POPULATION – SCHEDULE 11 (MARKETING)
	For Information Only 
	N/A

	AQB3
	FRAMEWORK POPULATION – SCHEDULE 13 (GUARANTEE)
	For Information Only 
	N/A

	AQB4
	FRAMEWORK POPULATION – SCHEDULE 17 (COMMERCIALLY SENSITIVE INFORMATION)
	For Information Only 
	N/A

	SECTION C – ALL LOTS - GENERIC QUESTIONS 

	AQC1
	SELECTION AND MANAGEMENT OF SUB-CONTRACTORS
	0/25/50/75/100
	15%

	AQC2
	BUSINESS CONTINUITY AND DISASTER RECOVERY
	0/33/66/100
	10%

	SECTION D – SCENARIO ONE FOR ALL LOTS

	Potential Providers must read Section D Scenario One before completing the Scenario based questions in Sections E, F and G.

	SECTION E – LOT 1 QUESTIONS – TOTAL FACILITIES MANAGEMENT

	AQE1
	LOT 1 INTEGRATION OF THE SERVICES
	0/50/100
	25%

	AQE2
	LOT 1 MOBILISATION PART 1  (SCENARIO BASED QUESTION)
	0/20/40/60/80/100
	20%

	AQE3
	LOT 1 MOBILISATION PART 2 (SCENARIO BASED QUESTION)
	0/50/100
	20%

	AQE4
	LOT 1 SUPPLY CHAIN INTEGRATION
	0/33/66/100
	10%

	SECTION F– LOT 2 QUESTIONS – HARD FACILITIES MANAGEMENT SERVICES

	AQF1
	LOT 2 ASSET VERIFICATION & PPM (SCENARIO BASED QUESTION)
	0/50/100
	30%

	AQF2
	LOT 2 INTEGRATION OF THE SERVICES  (SCENARIO BASED QUESTION)
	0/25/50/75/100
	25%

	AQF3
	NEW WORKS AND PROJECTS
	0/33/66/100
	20%

	SECTION G– LOT 3 QUESTIONS – SOFT FACILTIES MANAGEMENT SERVICES

	AQG1
	LOT 3 RESOURCE PLANNING (SCENARIO BASED QUESTION)
	0/33/66/100
	30%

	AQG2
	LOT 3 DELIVERY OF PLANNED AND REACTIVE SOFT FACILITIES MANAGEMENT SERVICES
	0/50/100
	20%

	AQG3
	LOT 3 CUSTOMER SATISFACTION 
	0/33/66/100
	25%



Quality / Price Weightings
Once the award questions have been developed and approved, you should agree on the overall quality / price weightings. To note, the Framework Competition was conducted on the basis of 50% Quality and 50% Price weighting. It is open to customers running a further competition to adjust the weightings. Weightings can be adjusted from 10% to 90% for example 10% quality and 90% price and vice versa. 

eSourcing Suite 
CCS can provide an eSourcing Suite to conduct a further competition however if you wish to use your own internal eSourcing Suite you can do so.  

NEC3 Term Service Contract
Expertise in the NEC3 Term Service Contract is required when drafting the tender documents for FM Services procurements. Therefore please ensure that individuals have the appropriate training. 

Legal Advice
When drafting the ITT documentation in particular the Call Off Contract, you may wish to seek your own legal guidance. 


Clarification Period
Please note, when planning the tender period within the Invitation to Tender you should ensure that you allow sufficient time for the clarification period i.e. for suppliers to ask questions and for those questions to be responded to. Tender periods should be in proportions to the size and complexity of the requirement.  

Selection of Evaluators
You should nominate suitable evaluators to assess the quality questions within the award questionnaire.  The selection of appropriate evaluators is key to the success of the procurement and you should give careful consideration to any specific skills that are required, whether the proposed evaluator’s are available for release and that there are no conflict of interests. Please ensure that there is a pool of back-up evaluators during the evaluation period to avoid any unnecessary delays due to illness, absence of evaluators etc. 

Stage 3 concludes once the tender has been published via the chosen e-procurement platform. 








Participation Report
Bid Submission





Stage 4
Tender & Evaluation Stage
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Tasks for this stage are:
· Manage Clarification Process;
· Receive Tenders;
· Compliance Check; and
· Evaluate Tenders.
Key Decisions for this stage are:
· Identify successful Supplier post tender evaluation.

Templates required for this stage are:
· S4 – Question and Answer Template (Optional)
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During Stage 4, the tender period has now commenced. You should manage the clarification stage as per the instructions within the Invitation to Tender. 
Once tenders have been received a compliance check should be undertaken before evaluation commences:
· Ensure mandatory questions are answered;		
· Ensure all documentation is completed and attached as requested in the Invitation to Tender;
· Ensure all documentation including signed undertaking is returned;		
· Resolve any compliance check issues with potential providers where it would be disproportionate to exclude them e.g. failure to attach supporting documentation;	
· Notify potential providers if compliance check failures will prevent them from participating further in the procurement; and		
· Ensure that a compliance check of the Cost Model is undertaken to establish that there are no missing data and has been completed in line with the guidance.	
Compliance Checking Suppliers Bid Rates
As part of the evaluation process you are required to ensure that the trade codes and rates specified by framework suppliers in their bid do not exceed the framework agreement capped rates.
The framework trade codes can be found within the framework maximum rates which can be accessed by following the instructions contained in this embedded document.(double click on icon)

 
You should check that each trade code specified in the bid is listed within the framework rates as accessed above.
Where a new trade code is used by a framework supplier you should seek an explanation from the bidder and satisfy yourself that there’s a genuine reason i.e. it’s a specialist or unique requirement.  
Where you are satisfied the new trade code is required for your contract you should instruct the successful supplier to inform CCS by (email; FMCM@crowncommercial.gov.uk) so a formal variation can be made to the framework agreement to ensure your contract is compliant. 
Where the rate of an existing trade code exceeds that specified within the framework capped rates you should seek an explanation from the supplier and satisfy yourself that the reason is genuine i.e. a specific individual with specific skills or experience, over and above the norm, is required to deliver a specific service. If you are not satisfied with the explanation you should reject the rate and instruct the supplier to re-submit their bid based on the framework rates.
If you accept a higher rate for a particular trade there’s no need to inform CCS as the rate is specific to your contract and does not affect the framework rates.

Price Evaluation and Abnormally Low Tenders
The customer should evaluate price as per the process defined in the Invitation to Tender including any investigation on abnormally low tenders. 

Quality Evaluation 
The quality evaluation process must be managed and conducted as per the instructions within the Invitation to Tender to minimise the risk of challenge.  
You should conduct a consensus meeting as per the defined process within the Invitation to Tender. A consensus meeting will ensure consistency across the evaluators, discuss any anomalies and resolve any opposing views.  This will also ensure that the appropriate response guidance and evaluation rationale has been used.  



Evaluation Report 
Once the successful supplier has been identified, you should create an evaluation report and obtain appropriate approval/sign-off before the award of the contract.



Award
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Tasks for this stage are:
· Contract Award
Templates required for this stage are:
· S5 – Letter Informing successful supplier of Contract Award 
· S5 – Letter Informing CCS of Contract Award

[bookmark: _Toc433199179]STAGE 5 – PROCESS TO BE FOLLOWED
Stage 5 concludes the further competition process with the award of the contract. 

Contract Award Letter 
You should draft and issue a contract award letter.  You can then obtain required information in order to execute the contract for example:
· Request guarantor/Performance Bond where required;	
· Request successful suppliers signature and return signature page;		
· Request any outstanding contact details from the Supplier; and		
· Request attendees for successful supplier briefing if not already received.	
Complete and Sign Contract
You should populate the relevant Schedules of the Call-Off Contract with information taken from the successful Supplier(s) Tender, both parties to the Contract should sign the Contract.
Please note that only the Service Matrix element of the Data Pack Service Matrix should be included within the Service Information, there’s no requirement to include the Data Pack Information element.  
Contracts Finder
Once the contract has been awarded, you should publish relevant contract award details on Contracts Finder.

Inform CCS of Award
Please inform CCS of award of any contract under the FM Services Framework Agreement by completing S5 - Letter Informing CCS of Contract Award and emailing it to FM Category Team 
Stage 0 - Confirmation of Route


Stage 2 - Data and Requirements Gathering


Stage 4 - Tender and Evalution 


Stage 5 - Award


Stage 1 - Project Management


Stage 3 - Tender Prepartion 
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How to access  RM1056 User Guidance.pdf


How to access RM1056 User Guidance.pdf


How to access the “FM Self Service User Guidance”, “Framework Maximum Rates” 


and other supporting documents, including the relevant templates.   


Access the CCS eSourcing tool via: 


https://gpsesourcing.cabinetoffice.gov.uk/sso/jsp/login.jsp 


Customer support call 0345 410 2222 
 


 


 


 


 


 


 


Hover over RFx(s), 


click on Manage 


RF(s) in the 


dropdown. 


Click on the “Templates” tab 



https://gpsesourcing.cabinetoffice.gov.uk/sso/jsp/login.jsp





 


 


 


 


 


 


 


 


 


 


 


 


Click on the binoculars to 


open the search box, when 


the search box opens type 


in *rm1056* into the 


“Name” box and click 


“Search Now” tab. Ensure 


you type the * before and 


after the rm1056. 


This screen will now open, 


click on Lot1 TFM, Lot2 


Hard Services or Lot3 Soft 


Services. 







 


 


 


 


 


 


 


 


 


 


This example shows 


Lot2, at the top of the 


screen click on the RFx 


Attachments 


The drop down now 


shows, in this case, 5 


attachments, click on the 


relevant document.   







 


 


 


 


 


 


 


 


 


 


 


 


 


 


Click on the download 


tab to download the 


relevant document to 


your computer. 
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