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2. Executive Summary
2.1
The Standards and Testing Agency (STA) needs to procure secure live National Curriculum Assessments (NCA) test materials print production and collation services – for the phonics screening check, key stage 1 (KS1) and key stage 2 (KS2) tests - to deliver its operational remit for the 2018 annual NCA Test Cycle.

2.2
This need has arisen due to delays to the STA’s Future Operating Model / Test Operations Services (FOM/TOPS) procurement.  The FOM/TOPS contract was originally intended to be in place to deliver the 2018 annual NCA Test Cycle (contract start date September 2017), but the contract will commence with the delivery of the 2019 NCA Test Cycle (contract start date September 2018), following the issuing of a Corrigendum Notice removing the advertised price cap (£95m) and the allocation of additional time to complete the FOM/TOPS procurement.
3. Strategic Case / The case for change
3.1
In 2015, having recognised the need to extend or replace existing tests service contracts to deliver the annual live National Curriculum Assessments (NCA)  test delivery ccyel from 2018, STA commenced a procurement exercise to secure a full-service prime contractor to deliver the Agency’s NCA Future Operating Model/Test Operations Services (FOMTOPS) for the period 2018-2022.  

3.2
The resulting FOM/TOPs contract was originally intended to commence from September 2017, with a view to delivering the live 2018 NCA Test Cycle, but commencement has been deferred until September 2018, with the supplier now to start with the 2019 NCA Test Cycle, following the issue of a Corrigendum Notice removing the originally advertised contract price cap (£95m) and the allocation of additional time to complete the procurement.

3.3
As a result, and to facilitate delivery of STA’s remit to the point the FOM/Test Operations contract takes over with effect from September 2018, the STA must procure test materials print production and collation service supplier(s) to deliver the 2018 NCA Test Cycle.  For 2018, STA will need to arrange for the print, collation and the distribution of c.5,800,000 individual  NCA test components, to over 16,500 primary schools in England. We secured test materials distribution logistics services for this period in January 2017.  
3.4. 
STA has previously sourced the NCA test materials print service via call-offs against the Department for Education’s Publishing and Digital Service (DfE PDS) contract, and collation services via a call-off against the Crown Commercial Service (CCS) Print and Associated Services contract.  These two frameworks expire on 31 May 2017 and 30 June 2017 respectively and no work can be conducted by them beyond the term of the contracts.  To ensure that STA is well-placed to deliver for 2018, we need to have a new supplier(s) in place for both services by 31 May 2017 at the latest.

3.5
In order to reduce risk to both live 2018 delivery and the transition to/ set-up phase of the new FOM/TOPS delivery arrangements, STA is proposing a print and collation service sourcing strategy that minimises the need to introduce completely new suppliers into its supply chain, where those suppliers are unfamiliar with STA’s service requirements, constraints and drivers.  
4. Economic Case / Appraisal
3.6
The delivery options we considered are set out below. We recommend Option 5 in the first instance with Option 6 as our prime contingency if for some reason Option 5 fails.  
3.2
By way of a second contingency, in the event that both options 5 and 6 fail then we would request permission to revert to Option 3.  We seek approval to proceed on this basis (i.e. option 5 as preferred route; option 6 as prime contingency; and option 3 as second contingency):

3.2.1
Option 1: Do nothing – i.e. not to procure service anew/ engage with any suppliers.

This option would result in STA not having suppliers in place to print and/or collate any NCA test materials for the 2018 Test Cycle. This would result in the STA failing to deliver its remit and causing reputational damage to the Agency, DfE and Ministers
Conclusion: This option does not allow the STA to deliver its remit so must be discounted.

3.2.2
Option 2: Procure new suppliers via open competition
Establish new print and collation service links in the STA supply chain by procuring new contracts through open competition.
Benefits:  STA will be able to secure print, collation and logistics services and be able to produce and distribute NCA test materials with new suppliers.
Risks: 
· We are unlikely to be given approval to run open competitions given the availability of suitable suppliers through the new CCS print and digital services frameworks and contracts - CCS has established framework RM3785 Print and Digital Solutions, which has been assessed to be the most appropriate for our needs.  
· Timescales for open procurement would take us well beyond the end May 2017 target date for having new suppliers in place
· New suppliers are unlikely to have the relevant knowledge or experience of delivering to STA’s requirements, which would increase the risk of a delivery failure in the 2017-18 academic years. STA would have to invest substantial effort to transfer knowledge to the new suppliers, which would have limited value as new suppliers would be providing services for one year only.  

Conclusion:  The new CCS framework RM3785 Print and Digital Solutions is suitable for our requirements, so we are unlikely to gain permission to work outside it.  Such an approach could also be subject to challenge from the suppliers on the framework. 
3.2.3
Option 3: Direct awards to our incumbent supply chain
We currently our print work from Communisis through the DfE Print and Distribution Services contract, which is due to expire in May 2017.  We source the collation work from Williams Lea (Granby) through the CCS Print and Related Services contract, which is due to expire in June 2017.  We could look to place direct awards for print services with Communisis and collation services with Granby, the current suppliers. 
Benefits:  Absolute continuity of service would be guaranteed until FOM/ TOpS goes live in September 2018, so eliminating risks to delivery arising from changing suppliers.  

Risk:  Value for money – we may not be able to drive cost efficiencies. We would compare quotes to the previous delivery cycle to judge variances.
Issue: No further work can be placed through the existing contractual vehicles so direct awards would be to Communisis and Granby.  Communisis failed to make the new CCS RM3785 framework so the likelihood of a legal challenge from the suppliers on the framework has been judged to be high with a good chance of success.  It is unlikely this approach would be approved given the availability of the CCS RM3785 framework.
Conclusion: This option provides the most stable route to the provision of print and collation services though the utilisation of the existing suppliers. However, the possibility of a successful legal challenge from suppliers on the new CCS framework renders it too risky to implement. Second contingency option

3.2.4
Option 4: Direct Award to Lot 2 of the CCS RM3785 framework

The CCS RM3785 framework consists of two lots: Lot 1 and Lot 2. Lot 2 has 6 suppliers on it providing discreet print and collation services.  The framework has provision to put direct awards to any Lot 2 supplier.  

Benefit: Granby, our current collation supplier, are on Lot 2.  They could source print services on our behalf.  We could achieve continuity of service for the 2018 academic year and reduce operational risks.
Issue: Direct awards to Lot 2 are only permissible for low value, low complexity work as described by the contractual rate cards CCS have agreed.  Our work is more complex and of much higher value than allowed under the Lot 2 direct award criteria.

Conclusion:  Due to value and complexity of STA service requirement this option does not provide a viable route to market.

3.2.5
Option 5: Direct Award to Lot 1 of the CCS RM3785 framework

Lot 1 of the CCS RM3785 framework provides for a managed end-to-end service via a single supplier, APS Ltd.  

Benefits: 
· Direct awards to Lot 1/APS are permissible, this minimises the time required to establish a new supply chain and increase the likelihood of having new arrangements in place by 31 May 2017.
· APS can sub-contract the work and may be able to secure the services of our incumbent suppliers, so maintaining continuity of service and minimising operational risks for the final year of delivery. APS have (so we are advised) worked previously with both Communisis and Granby.
Risks: 
· APS (as a print agent) charges and rates may result in higher test materials print and/or collation service costs compared to those for 2017.
· APS may be unwilling to take on our work given its risk profile and one year service duration.

Conclusion:  This approach should enable us to secure the services within the target timeframes.  While we cannot insist on the supplier using particular sub-contractors, there is a good probability of them using our incumbents to minimise risk. Recommended option
3.2.6
Option 6: Competition via Lot 2 of the CCS RM3785 framework

Lot 2 of the CCS RM3785 framework has 6 suppliers on each each providing discreet services, e.g. just print or just collation.  Of the 6, we have worked with Granby and Williams Lea previously.  We would need to allow 3-6 weeks for the suppliers to respond to our issued invitation to quote (ITQ).
Benefit:  This approach is a fully compliant route to market with no risk of challenge, and STA’s requirements will be competed so we have an opportunity to achieve cost efficiencies.

Risks: 
· Lot 2 suppliers may be unwilling to take on our work given its risk profile and one-year duration.
· Lot 2 suppliers willing to take on our work may price to reflect the perceived risk profile. Costs may rise beyond those planned for FY2017-18 and FY2018-19.

Conclusion:  This approach would provide the best test of value for money for our services.  We would have to allow more time to secure the services but it is still possible within the contingency period.  All 6 suppliers in Lot 2 have the technical capability to deliver our work but a winner who is unfamiliar with our work will require closer management and knowledge transfer compare to our incumbents. Prime contingency option
5. Commercial Case – Contracts only
5.1
In line with Cabinet Office procurement policy, the STA has sourced print, collation and logistics services through the following central government contracts:

a) Print – DfE Print and Digital Services contract (DfE PDS)
b) Collation - CCS RM 921 Print and Associated Services contract
c) Logistics - CCS Seasonal Courier Framework

5.2
The DfE PDS and CCS Print and Associated Services contracts expire in May and June 2017 respectively.
5.3
The CCS has recently let the RM3785 Print and Digital Solutions framework that provides access to all of the services offered by the previous contractual arrangements.  RM3785 makes some provisions for logistics services so could act as a contingency for our logistics contracts from the Seasonal Courier Framework.  Our first and second options outlined in section 3 seek to use this new framework.
5.4
STA will construct a set of requirements which we will issue to the Lot 1 supplier in the first instance (Option 5) or use as the basis for competition if we revert to Option 6.  In either case, we will ask the supplier to present a solution based on the requirements, following any clarifications.  
Timescale
5.5
Ideally, we will have completed this exercise by 13 April 2017 but have until 31 May 2017 as contingency.  Earlier completion of the exercise will provide more time to enact the exit plans for both contracts, subject to the completion of live operations for this academic year.  
Value for money

5.5 
STA will compare all quotes received to actuals from the previous year to evaluate value for money.
6. The Grant funding Case – Grants only
N/A
7. Financial Case / Affordability – Contracts and Grants
7.1
All quotes received will be compared to previous years’ work.  It is expected that the Lot 1 provider (APS) will apply a management fee on top of the actual operational costs but the level of this is not currently known. In the event of reverting to Option 6 then a competition will be held between the CCS RM 3785 Lot 2 suppliers.  
7.2
Actual expenditure from the 2016-17 academic year is a reasonable baseline for the 2017-18 academic year because there are no significant changes planned to the structure and scope of the NCA tests and test materials. Only variations expected are actual number of pupils sitting the tests which are currently rising.
7.3
The table below sets out estimated costs.

Costings
The table below is an extract from the February 2017 business planning round.  Date ranges are for financial years. All lines are included for context but only Account codes 32565 and 35974 are the subject of this business case.
	Account 
	Account Code Description
	Cost Centre
	Cost Centre Description
	17-18
	18-19
	19-20

	32549
	COURIER COSTS
	270052
	Phonics
	55,223
	57,260
	 

	32565
	PRINTING/BINDING
	270052
	Phonics
	84,740
	93,977
	 

	35974
	CONTRACT PROGRAMME EXPENDITURE (VAT REC)
	270052
	Phonics
	124,996
	138,620
	 

	32549
	COURIER COSTS
	270053
	Key stage 1
	115,761
	113,960
	 

	32565
	PRINTING/BINDING
	270053
	Key stage 1
	825,951
	 
	 

	35974
	CONTRACT PROGRAMME EXPENDITURE (VAT REC)
	270053
	Key stage 1
	378,152
	205,812
	 

	32549
	COURIER COSTS
	270054
	Key stage 2
	130,185
	132,125
	 

	32565
	PRINTING/BINDING
	270054
	Key stage 2
	1,249,728
	 
	 

	35974
	CONTRACT PROGRAMME EXPENDITURE (VAT REC)
	270054
	Key stage 2
	629,831
	477,640
	 

	32549
	COURIER COSTS
	270055
	General Qualifications
	4,700,000
	4,800,000
	4,850,000 


All future costs are estimates and so subject to +/- 10% fluctuation due to the effect of the variable pupil cohort for the National Curriculum Tests.

If we are successful with our approach through Option 5 then an estimated further 10% may be applied for management fees for ACs 32565 and 35974

8. Management Case

8.1
STA Materials Team will manage the contract award process within existing levels of resource. There will be no further resource implications as a result of implementing this business case because it represents a continuation of the existing service arrangements.
8.2
Delivery will be managed as part of STA’s existing NCA test delivery programme governance arrangements.
8.3
The suppliers’ activities are closely monitored by STA throughout the cycle.  Suppliers will be required to provide weekly management information (MI), moving to daily MI during the peak test period (April – July). Progress on issues and risks will be monitored as part of the weekly supplier review meetings. Additional risk ‘deep dives’ are held to focus of specific areas ahead of delivery to ensure all key delivery risks have been captured and are being managed effectively.
9. Contract/Grant Extension or Variation
Not applicable.
10. Schedule of Annexes 

Not applicable.
� If further sign off is required, please add additional boxes.
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