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INTRODUCTION	
The Department for Transport (DfT) invites proposals to undertake research with a small number of (three) case study schemes (reflecting representative types of rail, road and local transport schemes) in order to learn about the interactions between the predictions made in the business case (especially within the strategic and economic cases) and the outturn assessment of impacts generated by ex-post scheme evaluation.
The following types of expertise will be required for successful delivery of this project:

· Understanding and experience of conducting ex-ante appraisal for projects; 
· Understanding and experience of conducting ex-post evaluation for projects;
· Knowledge and experience of transport projects;
· Effective interviewing skills to ensure that detailed evidence can be collected through the stakeholder interviews; and,
· The ability to clearly explain analytical issues (whether for appraisal or evaluation) in plain language so that they are accessible to a non-technical audience.

[bookmark: _Toc421012602]PURPOSE
[bookmark: _Toc420419857][bookmark: _Toc296415791][bookmark: _Toc420419858]The purpose of this study is to generate evidence about how the interactions              between the development of a transport scheme business case (including ex-ante appraisal) and its post implementation evaluation can be enhanced, identifying practical steps which can be taken to build the connections between the two. 
The study should address the following questions:
a) Which aspects of the ex-ante business case assumptions should be documented and retained over time in order to aid future comparability with outturn results? When in the business case cycle should this happen? 

b) How feasible, cost effective and methodologically reliable is it to develop the ‘do minimum’ case into an estimated counterfactual? 

c) What practical steps can be taken to improve the design of ex-post evaluations which generate evidence to test and refine ex-ante business case assumptions? What are the enablers and barriers to achieving this? 

d) How can unintended impacts (i.e. those not predicted ex-ante) be better monitored and considered in evaluation in order to inform future appraisals? 

e) How can the analytical frameworks and processes for appraisal and evaluations be better aligned so that stronger links between these two can be established?
[bookmark: _Toc297554773][bookmark: _Toc296415805][bookmark: _Toc296415793]
[bookmark: _Toc421012603]background to the authority
3.1	The Department for Transport works with its agencies and partners to support the transport network that helps the UK’s businesses and gets people and goods travelling around the country. It plans and invests in transport infrastructure to keep the UK on the move. 

[bookmark: _Toc421012604]Background to requirement/OVERVIEW of requirement
[bookmark: _Toc253400957]The Department for Transport wishes to enhance the ways in which ex-post          evaluations can generate evidence to validate and improve the quality of its modelling and ex-ante appraisal. This feedback loop forms a key part of the ROAMEF cycle within the HM Treasury’s Green Book. More broadly, there are lessons which can be learnt from evaluation for other aspects of the transport business case which adopts a five case model[footnoteRef:2].  [2:  The five cases are Strategic, Economic, Financial, Commercial and Management] 


Figure 1. ROAMEF Cycle
[image: ]
Souce: HM Treasury Green Book 2013

Currently the DfT is building its capability for monitoring and evaluation as set out in the 2013 Monitoring and Evaluation Strategy, and so it is timely to build mechanisms which can enhance the value and utility of evaluation evidence generated. 
In practice appraisal and evaluation cycles for transport schemes generally run independently with one another[footnoteRef:3], drawing on distinct (but complementary) analytical skills at different stages in the project lifecycle and spanning across a number of years (potentially decades for some transport schemes). This creates a challenging context for generating effective feedback mechanisms and risks opportunities being missed to: [3:  See guidance on transport appraisal (WebTAG) and Evaluation ] 

·   Validate whether ex-ante appraisal predictions are being realised ex-post; and,
·   Make better use of evaluation evidence to test and refine transport models and forecasts.

Evidence[footnoteRef:4] has shown that the mechanisms needed to respond to these challenges include: establishing a joined-up analytical framework; clearly documenting ex-ante assumptions to enable the evaluator to track back; and, systematically building a sample of ex-post evidence from which to assess the validity of ex-ante predictions. The latter is an approach which is used by Highways England in its Post Opening Project Evaluations[footnoteRef:5].  [4:  Improved decision-aid methods and tools to support EVAluation of investment for TRansport and Energy networks in Europe (2008)
http://www.transport-research.info/web/projects/project_details.cfm?ID=28311
]  [5:  https://www.gov.uk/government/collections/post-opening-project-evaluation-pope-of-major-schemes] 

[bookmark: _Toc297554774]Additionally, evaluation provides an important opportunity to learn about unintended               impacts and build the evidence base around impacts which are not routinely captured    through transport appraisal (e.g. land use change). 
[bookmark: _Toc421012605]scope of requirement 
[bookmark: _Toc302637211]The study should develop a small number of case studies (ideally three) across the DfT portfolio, reflecting fairly routine investment decisions currently going through the business case process. The study team should try to capture appraisal assumptions as close to the development of the strategic and economic cases as possible to ensure the data and key staff remain available to provide feedback and documentation. In order to develop best practice which can be rolled out to other schemes, the project must cover a breadth of transport schemes, ideally which reflect fairly ‘typical’ types of rail, road and local transport scheme. These might for example, cover schemes designed to maintain the network, reduce congestion, and enhance capacity and /or promote economic growth. DfT will provide lists of candidate case studies and work with the contractor to agree which will be covered in the project. It will also provide support in contacting the relevant project teams.  
The project will require the successful bidder to build relationships with analysts and policy officials within DfT and other organisations including Highways England, Local Authorities and transport consultancies. Bidders should set out how they will engage with stakeholders for the case studies in order to collect appropriate evidence.
Study approach
a) Study stages
It is expected the study will involve the following stages:

i. Familiarisation and case study development 
· Project Board meeting 1 will provide an initial discussion of study requirements, objectives and considerations for the selection of case studies;
· Agree case study coverage and data collection approach. Undertake an initial review of key background documents related to a larger sample of (6-8) case study schemes from which to select the three case studies offering the most potential for learning lessons; 
· Identify analysts who are involved with evaluation of selected projects and who can be interviewed to provide perceptions on ex-post analytical requirements; and,
· Finalise work programme, stakeholder engagement schedule and study milestones with project manager.

ii. Case study delivery 
· Project Board meeting 2 will provide direction on the design options for delivering the case studies, priority evidence to collect and their analytical implications;
· Initiate contact with case study participants (it will be important to engage with those involved in developing the strategic, financial and economic case, as well as, those designing the monitoring and evaluation plan), setting up and conducting interviews, gaining access to documentation for key models and underpinning assumptions; 
· Interview up to 4 analysts who are responsible for evaluation of similar projects to explore how the case study information could feed into ex-post processes of this sort;
· Systematically review assumptions underpinning the appraisal, and other relevant aspects of the business case, to identify the key scheme objectives that should be measured through ex-post evaluation (for example, this might include areas of uncertainty, cost estimation, significant impacts, scheme objectives not included in the appraisal and contextual assumptions); and,
· Identify opportunities and potential mechanisms for storing appraisal assumptions to ensure they are accessible and clearly defined at the time of evaluation planning. 

iii. Case study analysis planning
· Project Board meeting 3 will consider the interim report of the case study work, highlighting emerging findings and queries to be resolved. It will also consider the draft analysis plan; and,
· Develop and implement the agreed analysis plan which generates practical recommendations for ways of working which will strengthen the links between appraisals and evaluations. 

iv. Reporting and dissemination of findings 
· Project Board meeting 4 will provide a discussion on headline findings, report outline and dissemination plans;
· Develop best practice approaches for enhancing the early engagement (e.g. build in stages across the business case development process which foster better collaboration and consideration of the links between appraisal and evaluation);
· Summarise the best practice approaches in short guides designed to be used by policy and analytical personnel at i) the appraisal / business case and ii) the evaluation stages of the project lifecycle; 
· Draft report submitted to DfT along with the draft guides;
· Design and facilitate a workshop with key internal and possibly external stakeholders to showcase the main study findings and consider how these could be embedded amongst analysts and scheme promoters; and,
· Finalise report following DfT comments and feedback from the workshop. 





b) Issues to address

Bidders are invited to consider the following aspects in the development of their proposals:

i. Counterfactual assumptions: One of the biggest challenges in transport evaluation is developing a sound counterfactual. Bidders are invited to consider what opportunities this study offers for assessing the potential for building robust counterfactuals. In particular, how they would explore the strengths and limitations of developing the scheme appraisal do minimum scenario into a counterfactual model. 

ii. Timeframes for comparing outturn with forecasted impacts: Normally for large construction projects the appraisal period is 60 years. The appraisal of the scheme impacts which will be delivered over this timeframe is based on forecasts of the scheme opening year and at least one other forecast year, as far into the future as possible (e.g. 20 years)[footnoteRef:6]. Outturn evaluation of schemes are typically undertaken one and five years after scheme opening. Divergences in the timeframes for predicted and outturn impacts reduces the comparability between the two. This study offers an opportunity to explore how these timeframes can be reconciled and what the respective benefits / limitations are of the options identified.  [6:  See TAG unit M4 – Forecasting and Uncertainty ] 


iii. Generalisability of lessons: The study will only draw on a small number of schemes and bidders should look to demonstrate how their approach will generate lessons / recommendations which are transferable to a range of schemes.

iv. Scheme specific lessons: Whilst not a primary objective, the study will draw out some scheme-specific lessons from the case studies and bidders should explain how they will make best use of this information.

[bookmark: _Toc420419860]Study timetable
	Milestone
	Date 

	Contract start date
	w/c 6th July

	Project board meeting 1
	w/c 6th July

	Familiarisation and case study development 
	July / August

	Project board meeting 2 
	August 

	Case study delivery 
	August to October

	Project board meeting 3
	October

	Analysis
	October

	Project board meeting 4
	Early November 

	1st draft report to DfT
	November

	Dissemination workshop
	End November

	2nd draft report to DfT
	Mid December

	Final report signed off by DfT
	January

	Contract End 
	29th January 



The contract is expected to run until the end of January 2016. This timetable has been spread over six months in order to ensure that there will be ample time for stakeholder inputs at each stage of delivery. Bidders are requested to consider the feasibility of delivering to this timeframe within a proposed project plan.


Contract Management, risk management and quality control
Composition and experience of study team: Proposals must be able to offer an appropriate level of expertise and experience and be able to deliver the outputs in the desired timeframe. The study will draw on a range of skills including stakeholder interviews; knowledge and experience of transport business cases; transport scheme appraisal and evaluation; understanding of transport modelling and forecasting; and presenting technical information in a way which is accessible to a non-technical audience. Bidders should give details of relevant qualifications and experience of all staff involved and the respective roles of the team members.
Risk management: Bidders should identify the key risks associated to the project and, for each of these, provide a detailed risk assessment. This should be provide alongside a strategy for minimising these risks and techniques for handling the consequences of any such events occurring. Relevant ethical considerations for the   project should also be identified and addressed as part of the risk assessment.
            
Quality Control: Bidders should set out a quality control plan which demonstrates their organisation’s quality control procedures. It should also describe any additional measures specifically applicable to this project, clearly explaining how all of these procedures would be implemented.

Knowledge Transfer
This contract is primarily concerned with the transfer of expert knowledge from the consultant to the project team, which will be reflected in new best practice tools and guidance. A successful transfer of knowledge would culminate in new tools and guidance which responds to the needs of analysts working on ex-ante and ex-post assessments and policy officials leading on other aspects of the business case, has been tested and refined following a workshop with a selection of end users and is fit for purpose in its design, tone and content.


[bookmark: _Toc421012606]service levels and performance
The Authority will measure the quality of the Supplier’s delivery in relation to the following deliverables which are defined in relation to the four proposed project board meetings plus the over-arching management of the contract. Bidders are required to break down their proposed fee according to these five deliverables. 
1. Familiarisation and case study development: including attendance at project board meeting 1; recommendations for case study options; and review background documents for maximum 8 schemes from which to select 3 case studies. 
2. Case study delivery: including attendance at project board meeting 2; stakeholder interview design, recruitment delivery and transcription (to aid comparability please cost for four face to face interviews within each of the three case studies and four with analysts evaluating similar types of schemes); review of strategic and economic case assumptions and models for each case study. 
· Interview schedules and topic guides (drafts to be provided to DfT ahead of project board meeting 2 and DfT sign off will be required prior to initiating fieldwork)
· Completion of data collection in three case study schemes including stakeholder interviews, review of business case and underlying assumptions, models and forecasts
· Delivery of up to 4 interviews with analysts responsible for evaluation of similar types of projects
3. Case study analysis: including attendance at project board meeting 3; development of analysis plan and completion of agree analysis.
· Analysis plan (a draft to be provided to DfT in advance of project board meeting 3)
4. Reporting and dissemination: including attendance at project board meeting 4; delivery of draft and final versions of the study report and other best practice guidance / tools; delivery of stakeholder workshop / dissemination event (assume one event to be held in DfT offices in London).
· Report outline and dissemination plan (provided to DfT before project board 4)
· A workshop with key stakeholders to present key lessons learnt and test recommendations 
· Short guides setting out best practice approaches, to share and embed lessons learnt
· A full report incorporating up to two drafts for DfT review (the 2nd draft building on any feedback from the workshop, prior to finalising the report)
· Final report which is agreed by the Department (including a standalone executive summary section) which will be suitable for publication by DfT.
5. Contract management, risk management and quality assurance


6.2 Key Deliverables
The tendered Fixed Price for all work to be carried out under the following key deliverables.  Bidders are requested to complete the below table in respect of the following deliverables.

	Deliverable 
	Milestone Date
	Proposed fee (£) excluding VAT

	1. Familiarisation and case study development: including attendance at project board meeting 1; recommendations for case study options; and review background documents. 
	7 Aug 2015
	

	1. Case study delivery: including attendance at project board meeting 2; stakeholder interview design, recruitment delivery and transcription (to aid comparability please cost for four face to face interviews within each of the four case studies); review of strategic and economic case assumptions and models for each case study. 
	9 Oct 2015
	

	1. Case study analysis: including attendance at project board meeting 3; development of analysis plan and completion of agree analysis.
	13 Nov 2015
	

	1. Reporting and dissemination: including attendance at project board meeting 4; delivery of draft and final versions of the study report and other best practice guidance / tools; delivery of stakeholder workshop / dissemination event (assume one event to be held in DfT offices in London)
	29 Jan 2016
	

	1. Contract management, risk management and quality assurance 
	29 Jan 2016
	

	Total fee proposal
	-
	


* Bidders are also invited to present alternative approaches to the delivery of the project, and these should be costed separately.   

0. All deliverables should conform to the expectations agreed with the DfT project manager and project board. There is a need to build sufficient time in to the delivery timetable for DfT officials to comment on any draft and final outputs (presentations and written reports), and this should be shown clearly in the project plan. All written deliverables will need to be clear and concise, and written in such a way that it makes them easily accessible to a non-technical audience. All technical jargon and terminology must be fully explained and plain English used throughout the report.
· Payment can only be made following satisfactory delivery of pre-agreed certified products and deliverables.


[bookmark: _Toc421012607]Additional Requirements
Management and Contract Administration
The successful contractor is expected to clearly identify a contract manager who will work collaboratively with the Department's project manager (Steven Finch) and provide regular updates. The method and regularity for providing updates and progress meetings will be agreed following the start of the commission (but bidders should assume fortnightly progress updates with the project manager will be required). 
[bookmark: _Toc420419864]On award of the contract, the Department expects to be provided with a profile of how we will be invoiced (also referred to as the payment schedule). This should include amounts for each of the agreed outputs (broken down by staff time and other cost incurred), including a breakdown of VAT if applicable, and also dates when invoices will be submitted linked to key project milestones. 
Contractors must be in possession of a purchase order (PO), before commencing any work under this contract. Payment of invoices will be linked to the satisfactory completion of outputs as approved by the DfT project manager. Invoices should be submitted in line with the agreed schedule in arrears and provide a breakdown of work completed, staff time input and cost. 
To assist with the payment process draft invoices should first be submitted by e-mail to the DfT project manager.  Once the draft invoice has been agreed a DfT ‘Goods Received Notice’ (GRN) will be produced and the DfT will then confirm that the invoice may be submitted for payment.
Invoices must quote the PO number and must be submitted as directed in the PO to:
Arvato, Shared Service Centre, 5 Sandringham Park, Swansea Vale, Swansea, SA7 0EA.
[bookmark: _Toc408585086]
[bookmark: _Toc420419865]Sub-contracting to Small and Medium Enterprises (SMEs) 
DfT is committed to removing barriers to SME participation in its contracts, and would like to also actively encourage its larger suppliers to make their sub-contacts accessible to smaller companies and implement SME-friendly policies in their supply-chains (see our website for further information). 
To help us measure the volume of business we do with SMEs, our Form of Tender document asks about the size of your own organisation and those in your supply chain. If you tell us you are likely to sub-contract to SMEs, and are awarded this contract, we will send you a short questionnaire asking for further information. This data will help us contribute towards Government targets on the use of SMEs. We may also publish success stories and examples of good practice on our website.
[bookmark: _Toc421012608] Location 
The authority is located at Great Minster House, London SW1P 4DR. It is expected that Project Board meetings will be held at these offices.

[bookmark: _Toc421012609]Security requirements
The successful contractors will be accessing live business cases and these are not to be shared with anyone outside the project team agreed with the DfT. Therefore, strict adherence to the security measure be in line with the Standard Conditions of Contract for Services (section E6 – Security). 
[bookmark: _GoBack]At no point during or after the contract, is the successful contractor permitted to share, reveal, publish or in any way make available commercially sensitive information, which have been provided by DfT or other stakeholders for the purposes to undertake the required work. At the conclusion of the contract, the consultants should securely destroy any such materials.
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