Highways Agency Category Management Guidance V1  


Category Management

Operational Guidance Note

Category Management

Enabled Frameworks

Version 



	Version
	Revision Date
	Version Title
	Document Owner
	Expiry date

	V.01
	11.09.11
	Category Management Guidance - Draft
	Symon Toon
	30.09.11

	V1
	Jan 2012
	Category Management Operational Guidance Note Final
	Symon Toon
	Jan 2012


Contents

1. Using this document


2. Introduction to Category Management


3. Highways Agency Commitment to Category Management


4. Framework Principles


5. Governance Procedures


6. Roles and Responsibilities 


7. Performance reporting


Appendix 1
List of All Related Framework Contract Documents

Appendix 2
Index of Category Management Framework Guidance and Awareness 
Appendix 3 
Definitions

Annex A 
Gantry Systems Category Management Guide 
Annex B 
Pavement and Concrete Category Management Guide – To follow
Annex C
Temporary Traffic Management Category Management Guide – To Follow

1. Using this Document 

1.1. This document outlines the Highways Agency’s (HA) approach to Category Management (CM) and how it is to be applied through the enabled CM frameworks. The links embedded in the Annexes of this document lead to guidance that has been produced for each of the categories. 

1.2. This guidance should be read in conjunction with the contract documents specific to the relevant framework. 
1.3. While CM can be carried out differently under each category this document refers to the key areas of an enabled CM framework. 

2. Introduction to Category Management
2.1. The size and complexity of our supply chain offers the potential for significant value for money benefits when different suppliers work together. Through mapping the structure of the existing supply chain and the flow of cash, materials, plant, labour and information we can identify and prioritise opportunities for generating value, efficiencies and improving supply chain management processes. By aggregating common category requirements across Agency spend, and working more closely with extended tiers of the supply chain, we anticipate generating increased value through greater efficiencies and lower unit costs.  

2.2. Category Management aims to achieve the following: 

· A reduction in waste and unit costs

· Better visibility of unit costs 

· Driving innovations from the supply chain

· To support the business in improving efficient and effective delivery

· Incentives that drive desired performance outcomes

· Strategic planning and management of supply chain on targeted areas of spend

· Increased intelligence on process, product, service, cost and performance

· Aggregation of demand across HA and others e.g. Local Authorities, etc

· Enabled contracts with the supply chain

· Co-ordination and integration of internal / external process. 
· Safety Benefits of a consistent regulated extended supply chain

3. Highways Agency Commitment to Category Management 

3.1. The Highways Agency’s Strategic Plan sets the objectives of delivering value for money, reducing the cost of maintaining the network and reducing carbon emissions. Category Management is a key mechanism to delivering these objectives, as outlined in the HA Procurement Strategy. 
3.2. The SR10 Action Plan sets out the savings the Agency must make to achieve its target of 20% savings. Category Management forms part of both the NDD and MP savings identified within their dashboard. 


3.3. The first HA led categories are:

· Gantries

· Pavement and Concrete

· Traffic Management

· Traffic Technology

· Earthworks

3.4. Of those, enabled frameworks are currently being or have been procured for gantries, pavement and concrete and temporary traffic management. The remaining categories are within the development and analysis phase.

3.5. Enabled frameworks offer a group of suppliers that have been procured by the HA. “Call-off” from the framework is procured by the Contracting Body. The frameworks are accessible to other contracting bodies, such as, LHAs, Transport for Scotland, Welsh Assembly Government and other government departments.

3.6. Specific Guidance Notes are provided for each Category on the specific operation of that Framework – these are covered in the Annexes to this document.

3.7. The successful operation of the CM frameworks is through a collaborative approach from all involved in the procurement and delivery of works and services. As the HA, contracting body and framework supplier can only achieve value if they work co-operatively together with the same aim to achieve best value.
4. Framework Principles

4.1. The enabled frameworks that have been put in place to facilitate the delivery of benefits identified through Category Management have been procured by competition in line with EU legislation to select the suppliers on the frameworks. 
4.2. The HA –procures the enabled frameworks, undertakes governance to ensure the processes are being applied appropriately, actively encourages through category management the aggregation of demand and innovations to achieve best value, and carries out analysis, problem solving and reporting of performance. Any savings are reported through benefits realisation to the HA Board. 

4.3. The primary suppliers will “call-off” the frameworks and manage the secondary competitions. The positioning of the framework within the HA current contract environment is illustrated at Figure 4.1. It is important to note that the HA does not enter into a direct contractual arrangement with the suppliers on the framework.
Figure 4.1
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4.4. The principles and processes on using the framework are set out in the Framework Information specific to each category framework. In some cases one or more suppliers who are not on the framework can be invited to take part in a secondary competition to provide market testing on the competitive value of the framework. If this approach is recommended by the primary supplier this must be endorsed by the Regional / National Framework Board or their designated representative prior to proceeding. The request must be supported by a business justification. 
4.5. Not all contracts will require secondary competitions to assign work. A route for direct award has been provided and is illustrated in the Framework Information, for those frameworks it is applicable to. However, the HA intends for all its projects to be subject to secondary competition. This route is available for use by other contracting bodies as an alternative if secondary competition is not appropriate in all cases.  
5. Governance Procedures 

5.1. A governance structure has been developed for managing the operation of the enabled frameworks; Figure 5.1 illustrates the structure for the governance groups and their interfaces with each other. 
Figure 5.1
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5.2. A brief overview of the purpose and membership for each group is provided below:
Framework Community Board(s)
5.3. Purpose: To stimulate innovation, aggregation of demand and collaborative working to make improvements to the operation and product sourcing to improve the effectiveness and efficiency of delivery. The community will offer solutions to improve the entire programme and as requested specific projects. To realise the benefits of the category management approach this group must be active and apply constructive input. To support this requirement, suppliers’ collaboration in the community will form part of performance measurement.   

5.4. Membership: Framework Suppliers, primary suppliers, HA Category Manager, HA business areas, other contracting bodies as appropriate.

Category Management  Framework Board(s) (CMFB)
5.5. Purpose: To provide the governance for the day to day running of the CM process. More specifically:

· Identification of  benefits that may be achieved through demand management
· Ensuring correct operation and fair interpretation of the works/services delivered via package orders
· Endorsement of the award of each package order in line with governance and HA objectives.

· Monitoring the value expended against Framework value

· Monitoring and Managing performance through the MST/PMF 
· Reporting on the outputs of performance of the frameworks
· Addressing poor performance through the development of a remediation plan, reporting to the Category Management Board (CMB). 
· Collating, analysing, sharing and implementation of lessons learnt.

· Sharing best practice with other CMFBs.

5.6. Membership:

· Framework/Category Manager, primary suppliers, designated procurement officer, representatives from HA business areas and where appropriate other contracting bodies. 
Category Management Board (CMB)
5.7. Purpose: To provide strategic direction of category management in the HA and to drive alignment with the programme of work. It monitors the performance of the categories and initiates any corrective action on scope, performance reporting or application where necessary. The board is made up from senior responsible officers from the business as well as procurement, finance and the most appropriate category & commercial managers. Category managers will provide reports on the performance of their categories raising any issues to be addressed as appropriate.
5.8. Membership: Internal HA group with senior responsible officers from across the business, procurement and finance, chaired by the Procurement Director.

6. Roles and Responsibilities 

6.1. This section sets out the key roles required to support the CM enabled frameworks. Roles conducted as part of the membership of one of the groups set out in section 5 will be outlined in the terms of reference for each. 

Category Manager (CMgr)
6.2. The category management role encompasses the identification, analysis, development, implementation, management and reporting on category products / services.  It is the responsibility of the CMgr to ensure the smooth running of the category and to facilitate the introduction of improvements. Though proactive management the CMgr drives and is responsible for:
· Leading on the achievement of aggregation of demand to seek value, by taking an active part in the review of proposals from primary suppliers. 

· Monitor, report and take action on performance of the framework. 

· Manage relationships between the client, primary suppliers and framework suppliers.
· Apply a commercial approach in developing, implementing and managing commercial arrangements.

· Co-ordinate and manage the governance structures to support the frameworks.

· Seek out and develop further opportunities.

· Capture, share and implement lessons learned.

Procurement Officer (PO)
6.3. Following award of the framework the PO’s role transfers to one of facilitating the letting of task orders and ensuring that all processes have been carried out to ensure that they comply with governance and EU Regulations. The majority of the responsibilities listed below are carried out as part of the regional/national FMB. 
· Ensure contract compliance

· Ensure secondary competition process is followed

· Provide procurement concurrence

· Manage the Selection Procedure in accordance with the Framework Information
· Advise on appropriate secondary competition route

· Advise on contractual issues to Project Sponsors and MAC/ASC Service Managers
· Single point of contact for the framework board for other contracting authorities (regional / national)
· Liaise with other procurement reps to discuss issues / collate best practice

· Ensure MST/PMF has been carried out by primary / framework supplier

HA Project Manager/Route Performance Manager 
6.4. The focus of this role in delivery of projects will remain much the same as previously with any assistance needed to adopting CM offered by the CMger. To assist in the realisation of the benefits of CM special attention should paid to:

· Overseeing primary suppliers’ proposals on aggregation and identification of schemes to be delivered.

· Ensure the frameworks are utilised.

· Membership representation at Framework Board(s) and Framework Community Board(s) may be required.

· Ensure performance reporting has taken place and that the outputs/scores are sent to the PO, CMgr, MP Commercial and SSD.

· Capture, share and implement lessons learnt.

· Consider both lessons learnt and MST/PMF outputs with CMgr.

 Primary Supplier
6.5. The use of an enabled framework means that the following responsibilities need to be carried out by the primary suppliers. These are in addition to the usual activities carried out within the provision of the programme / project. 
· Procure from the frameworks, ensuring the contracting process is applied as set out in the Framework Information.
· Complete and submit the “Certificate of Procurement Compliance” to the HA procurement officer

· Support strategy development (date, plans and time) 
· Participate within the Governance Structure, including membership of the FMB and FCB where appropriate.
· Ensure MST / PMF is completed on time, accurately and is supported by evidence to support proposed markings.

· Assess CM supplier performance and submit to HA Project Manager / Route Performance Manager.
· Take part in performance monitoring, problem resolution and implementation of improvements working with the HA.
· Capture, share and implement lessons learned.

CM Framework Supplier
6.6. The CM supplier will be required to:

· Work collaboratively with other framework suppliers, primary suppliers, the HA and other contracting bodies.

· Consider and develop innovations that will achieve best value, following the required processes and governance requirements to gain approval.

· Contribute to considerations for aggregation of demand to achieve best value.

· Respond to notification of secondary competition, by submitting all required documentation to specified timescales and following governance requirements.
· Deliver project to the required timescales, costs and quality without impacting negatively on other disciplines.

· Ensure MST / PMF is completed on time, accurately and is supported by evidence to support proposed markings.

· Highlight issues and contribute to problem resolution.

· Capture, share and implement lessons learned.

7. Performance reporting

7.1. Performance through the frameworks will be by the application of the Motivating Success Toolkit (MST) and / or the Performance Management Framework (PMF). Process flows to illustrate how performance will be managed is provided within each category specific annex. 

Appendix 1 - List of All Related Framework Contract Documents

	Gantry Systems Enabled CM Framework – Contract Documents

	Framework Information
	"Gantries Tender Vol 2 FI version 1.0.0 25 May 2011" can be accessed via the following link: 
Gantry Framework Information


	Pavement and Concrete Enabled CM Framework – Contract Documents

	Framework Information
	"Pavements Tender Vol 2 FI version 1.0.0 02 Aug 2011.doc" can be accessed via the following link: Pavement and Concrete Framework Information


Appendix 2 - Index of Category Management Framework Guidance and Awareness

	Guidance / Awareness Documents
	Publish Date
	Audience

	Operational Guidance Note Category Management Enabled Frameworks
	Sept 2011
	Client / Supplier

	Annex A: Gantry Systems Framework Category Management Guide
	Sept 2011
	Client / Supplier

	Annex B: Pavement and Concrete Framework Category Management Guide
	Mar 2012
	Client / Supplier

	Annex C: Temporary Traffic Management Framework Category Management Guide
	Sept 2012
	Client / Supplier

	Aide Memoire: Gantry Systems Category Management Framework
	Sept 2011
	Client / Supplier

	Aide Memoire: Pavement and Concrete Category Management Framework
	Feb 2012
	Client / Supplier

	Aide Memoire: Temporary Traffic Management Framework Category Management Guide
	Sept 2012
	Client / Supplier

	Category Management: Gantry Systems Framework Presentation
	Sept 2011
	Client / Supplier

	Category Management: Pavement and Concrete Framework Presentation
	Mar 2012
	Client / Supplier

	Category Management: Temporary Traffic Management Framework Presentation
	Sept 2012
	Client / Supplier


Appendix 3 
Definitions

The following definitions are included as they are specific to the Category Management Enabled Frameworks.

	Category Manager / Framework Manager

Category Management Board
Contracting Authority

Contracting 

Body

Framework Supplier

Community Framework Board

Framework Board

LHA


	The Category Manager determines the strategic direction, promotes consistency in the operation of Category Management, actively encourages aggregation of demand and innovation to achieve best value and reports on the performance of the frameworks.   

To provide strategic direction of category management in the HA and to drive alignment with the programme of work.

The organisation or HA Division issuing a Task Order (e.g NDD, Major Projects or Local Highway Authority or other government department.)

Primary supplier or LHA responsible for the contracting with the framework supplier and their delivery of the package order. 

A company who is named as a supplier on a category management enabled framework contract. 
To stimulate aggregation of demand, innovation and collaborative working to make improvements to the operation and product sourcing to improve the effectiveness and efficiency of delivery.

Manages the day to day processes associated with placing and monitoring package orders. 

Local Highways Authority.

	Package Order
	Once placed, this is the Highways Agency’s instruction to carry out a specific task of work from a CM Framework.



	
	

	Procurement Officer
	The designated local contact point for contract issues within PD. The local procurement officer agrees the procurement strategy for the piece of work in discussion with the Project Leader.

	
	

	Project Manager / Route Performance Manager
	The HA representative responsible for the day to day delivery of the project or work package.
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