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1. 
Introduction
1.1 
Purpose
These procedures are designed to implement the University’s Procurement & Purchasing Policy, and in turn meet the objectives set out in its Procurement Strategy. They are binding on all those staff within the University who undertake purchasing duties as part of their overall responsibilities. 

As a public sector organisation the University is also bound by procurement legislation from both the UK and the European Union.

1.2 
Roles & Responsibilities for Purchasing
Purchasing authority is delegated to Principal Budget Holders and delegated authorities who are each required by the University to observe the Procurement & Purchasing Policy and Procedures outlined in this document. 
The departments in the University which provide central services are responsible for appointing members of staff to a ‘Key Buyer’ role to support other departments and Faculties and promote good purchasing practice in accordance with the Policy & Procedures. All other staff engaged in purchasing across the University should follow the Policy & Procedures.
1.3
Best Practice Purchasing

All staff who undertake purchasing on behalf of the University should consider the following in conjunction with the Procurement Flow Diagram in Appendix 1:
a) Prior to making a purchase
· Consider whether the purchase actually needs to be made.

· Is there an opportunity to borrow or share your requirements or could they be provided in-house?
· Check the necessary funds are available.
· Check first if the goods or services are available from a central department in the University (See Section 2.1)
· Check if the purchase can be made through an existing consortia contract (e.g. NEUPC or OGC) or one of the suppliers on the University Suppliers List (See Section 2.3 & 2.4) 
· For low value or one off purchases consider using Purchasing Cards.
· Please contact the Purchase Ledger department in Finance for details of cardholders in your department/Faculty. Purchasing Card Procedures are available at Staff Information Point/Finance/Purchasing/Purchasing Cards
b) Check the value of the purchase for compliance with purchasing thresholds 
· Are competitive quotations or tenders required (see Section 3.2)
· For larger value purchases, check for compliance with EU legislation (see Section 4)
c) Other considerations
· To achieve better terms get suppliers to offer fixed terms for your estimated requirements over a period of time e.g. 1 year. 
· Once you have received quotations or tenders consider the total whole life cost of the purchase before placing your order. In addition to the purchase price consider delivery costs, running costs, maintenance costs, after sales technical back up etc.
· Consider leasing v outright purchase option. Contact the Management accounts team in the Finance Department for advice.
· Subject major suppliers to annual performance appraisal (see Section 5)
2. 
Methods of Purchase/Supplier Selection
The different methods of purchase available for obtaining goods and services are described below. 
2.1 
Purchasing through Key Buyers
The following goods and services must be purchased through central departments in the University, as listed below, to ensure that purchases are made with consideration to compatibility, standardisation, cost and future maintenance provision. 
	Goods/service
	Department/Key Buyer

	Computer hardware & software
	IT Services

	Stationery & printing consumables
	Print Services

	Telecom equipment & services including mobile phones
	Facilities - Reception & Admin Manager

	Taxis & car hire
	Head Porter

	Coach hire
	Head Porter

	Courier Services
	Head Porter

	Loose Furniture
	Domestic Services Manager

	Building Work & Fitted Furniture
	Facilities

	Media equipment
	Media Services

	Brochures/business stationery
	Marketing

	Temporary Staff recruitment 
	HR


2.2 
Corporate Purchasing Arrangements

The following goods and services must be purchased from the listed suppliers, with whom the University has purchasing arrangements in place:
	Goods/service
	Supplier

	Staff travel (Rail/air)
	NYS

	Hotel accommodation
	Expotel


2.3 
Purchasing Consortia

The requirement to undertake competitive tendering for the purchase of goods and services, as set out in 3.2, is not necessary if the purchase is made through an approved purchasing consortia organisation as the consortium has already tendered for the business on behalf of its users. It is University policy to support collaborative contracts at a local, regional and national level wherever possible.

The University is a member of the North Eastern Universities Purchasing Consortium (NEUPC) and can use any of their suppliers’ agreements without undergoing a tendering exercise. All NEUPC agreements are listed at www.neupg.procureweb.ac.uk under the following Commodity Groups:
· Catering





· Computing

· Domestic Services

· Estate Services/Facilities

· Furniture & Textiles

· Laboratory Supplies

· Postal

· Professional Services

· Stationery & Office Equipment

· Telecommunications

Key buyers from each of the above areas across the University should attend the regional NEUPC meetings.

As a public sector organisation the University can also access pre-tendered supplier agreements through:

· Office of Government Commerce (OGC) See  www.ogc.gov.uk/contractsdatabase/
· Yorkshire Purchasing Organisation (YPO) See www.ypo.co.uk
2.4
University Approved Supplier List
All other goods and services should be purchased from existing suppliers on the Approved Supplier List which is available on the intranet at the Staff Information Point/Finance/University Suppliers List.
If goods cannot be purchased from an existing supplier a New Supplier Request Form should be completed which is available on the Staff Information Point/Purchasing/Purchasing Guidance. An order should not be placed with a supplier not currently on the supplier database until authorisation has been obtained. During the completion of the Supplier Request Form consideration should also be given to whether it is necessary to obtain quotations or go to tender. 
3.
Tender Procedures

3.1 
Tenders and Quotations
A quotation is the simple exercise of seeking a price and delivery for goods, works or services that are easily specified. 
A tender is the more formal and detailed exercise of obtaining sealed bids for goods where the value is high, and/or the specification is detailed or complex, and/or special terms and conditions may apply.
3.2
Purchasing Thresholds 
The following purchasing thresholds for the initiation of a competitive quotation or tender exercise apply only where it has not been possible to use collaborative contracts (e.g. NEUPC, OGC,YPO) or University corporate contracts (e.g. NYS or Expotel). The Procurement Flow diagram in Appendix 1 summarises the process.
	Value of purchase (£)
	Minimum number of tenders/quotations

	*Below £1,000 excluding VAT
	Advisable to obtain at least 2 quotations but not a mandatory requirement at this level. However, value for money must always be secured.

	*Over £1,000 and up to £5,000 excluding VAT
	At record of at least 3 verbal competitive quotes should be retained, together with a record of the reason for selection of the supplier.

	*Over £5,000 and up to £75,000 excluding VAT
	At least 3 competitive quotes should be obtained and retained, in the form of a formal written quotation, a fax or an email, together with a record of the reasons for the selection of the supplier.

	Over £75,000 and up to the EU threshold excluding VAT
	Orders must be based on sealed bid tenders from at least 3/4 potential suppliers issued in accordance with the University’s ‘Tendering Procedures’ and using a model ‘Invitation to Tender’ document.

	For purchases above the EU threshold of £139,893 excluding VAT**
	These will need to comply with the European Union Procurement Directive. 
See Section 4 for guidance.


* Note that a single tender approach (up to £50,000 excluding VAT) may be taken provided that the process is overseen and approved by an independent member of SMT. If there is only one viable supplier available then care should be taken to retain written documentary evidence of this fact.

** effective from 1 Jan 2008- 31 Dec 2009

3.3 
Tenders 
The procedures for seeking sealed bid tenders are designed not only to obtain the best value for money, but also to protect the buyer and the University in the event of any subsequent dispute or legal action by a tenderer. The overriding principle is that all bidders must be given an equal opportunity to win the business. Therefore, all invitations to tender (ITTs) must be identical and must be posted or emailed to bidders at the same time. Model ITT documents are available from the Procureweb Good Practice Guide at http://help.procureweb.ac.uk/index.html .This contains both Generic Tender Documentation which can be amended to suit a particular purchase or Product Specific Tender Documentation.
3.3.i
 Invitation to tender (ITT)
A tender should be sent to suppliers which are competent and able to fulfill the University’s requirements. An invitation will comprise of the following elements:
· Letter of Acknowledgement

· Tendering Instructions

Instructing the company on how to complete and submit the tender and what information is required (e.g. copies of accounts, main customers, alternative proposals) in addition to the form of tender itself.

· Conditions of Tender : The following points are included 

· Ensuring the independence of each tender

· To whom enquiries should be addressed

· The preparation of the tender

· For how long the tender will remain valid for acceptance

· How the tender should be packaged, addressed and returned

· How many copies are required

· Final delivery date and time

· The University’s discretion to accept any part or all of any tender

· Method of evaluation (e.g. short-listing, calls for presentations)

· List of award criteria  (e.g. most economically advantageous tender)

· Form of Tender: A form to be signed by the tenderer enclosing the tender submission and other required information i.e. Specification of requirements, Price Schedule, Delivery Schedule, Management Information. Whenever possible the tender submission should be proforma, i.e. the ITT should include an outline format to be completed by the tenderer, rather than leaving the tenderer to devise his/her own format.

· Contract documents: The documents must inform the tenderer about the kind of contract which will be signed, including any special terms and conditions in addition to (or instead of) the University’s standard Terms and Conditions of Purchase.

3.3ii 
Specification

The complexity and content of a specification should be appropriate to the expected value of the contract, the complexity of the equipment, and the importance of the equipment to the user.

A good specification should:

· state the requirement clearly, concisely, logically and unambiguously;

· contain enough information for potential suppliers to determine and cost the equipment (and any associated services) they will offer;

· permit offered equipment (and services) to be evaluated against defined criteria by examination, trial, test or documentation;

· state the criteria for acceptance of the equipment by examination, trial, test or documentation;

· contain only the essential features or characteristics of the requirement;

· provide equal opportunity for all potential suppliers to offer equipment (and any associated services) which satisfies the needs of the user and which may incorporate alternative technical solutions;

· follow the correct approach to using European, international and national standards and quality assurance requirements;

· be consistent and compatible with associated equipment or products currently in use or planned for future introduction;

· include health and safety requirements;

· use generic terms rather than specific supplier names (Using brand names is not permitted under new EU legislation);

· use an attractive format (This should look professional and encourage suppliers to read it carefully);

· comply with any legal obligations under UK, EU or international legislation.

3.3iii
Opening of tenders

· Receipt of tenders should be recorded but the package must be kept in a safe place, unopened, until the set date and time. 
· Tenders should be opened immediately after the final date and time set for their receipt, by a team of two or more people. 
· Membership of the team should be agreed, and the time and place set, well beforehand.
· The tender should be signed on the front by at least two members of the team. All pages containing prices, or alterations made by the tenderer, should be initialled by at least two members of the team. All members of the team should sign a Control Sheet at the end of the opening exercise.
·  Any bid received after the due time should normally be regarded as invalid and returned to the sender unopened with a covering letter of explanation. The Control Sheet should record that this action has been taken. A late tender may be given further consideration only if there is clear evidence that the delay was due to unusual delivery problems and that the tenderer gained no advantage over other tenderers in terms of time or knowledge.
3.3iv 
Evaluation of tenders

· Perform the evaluation as soon as possible after opening

· Score the tenders as per the agreed criteria – e.g. quality, time, place and price. 
· Evaluation criteria 

· List the criteria in order of importance; give each criterion a weighting e.g. ranging from 1 for the least important to 10 for the most important
· Don’t pick too many criteria

· Don’t pick too many subjective criteria which are difficult to score

· Score each bid 

· Compare the score with the total cost of acquisition – the decision should take account of not just the purchase price but also other factors such as compliance with specification, after sales service etc.

· Decide which bid represents best value for money, taking account of all the criteria

Example tender evaluation criteria

	
	
	Company A
	Company B

	Total cost of acquisition
	
	£X
	£X

	Criteria
	Weight
	Score
	Weighted score
	Score
	Weighted score

	Response to ITT
	
	
	
	
	

	Site Visit and Presentation
	
	
	
	
	

	Product Quality Evaluation
	
	
	
	
	

	References
	
	
	
	
	

	Financial Appraisal
	
	
	
	
	

	Price Submission
	
	
	
	
	

	Total score
	
	
	X
	
	X

	Decision
	
	
	Accept/

reject
	
	Accept/

reject


· Document justification for the scores

· Write to unsuccessful tenderers

· Keep unsuccessful tenders on file until 6 months after the end of the financial year of tender

3.3v 
Post tender negotiations

Post tender negotiations with a view to improving price, delivery or other tender terms can be entered into, provided it would not put other tenderers at a disadvantage and it would not affect the suppliers’ confidence and trust in the University’s tendering process.

3.3vi 
Acceptance of tenders

Acceptance will be made by the issue of a formal contract or an acceptance of tender letter. In the purchase order make reference to the ITT and the tender.
3.3vii 
Notification and Debriefing of unsuccessful tenders

Unsuccessful tenders should be informed by letter.

4. 
EU Public Procurement Legislation

4.1 
Background

The purpose of the three EU Procurement Directives, covering Supplies, Works, and Services respectively, is to encourage competitive tendering for public contracts throughout the Union. All HE institutions, irrespective of the source of funding, must comply with these Directives, which lay down strict procedures for placing written contracts exceeding the threshold values.

Failure to comply with the Directives may result in legal action on the part of unsuccessful bidders. They may claim damages to cover not only the cost of preparing the bid, but also opportunity costs such as loss of profits. They need not show that they would have won the contract, only that a breach of the Directives has occurred. 
It is not necessary to undertake an EU tender if the purchase is made through NEUPC or another central purchasing consortia organisation as these agencies have already tendered through OJEU on our behalf, and make separate returns to HEFCE.

However, if a purchase falls within the EU Procurement threshold, as defined in 4.2, Faculties and Departments are required to either:

· Undertake the purchase through a consortia framework agreement, or
· Seek professional advice for assistance with the EU Procurement process.
The Director of Finance’s Office must return a report annually to HEFCE on all EU procurement activity within the University. 
4.2 
Legislation/Thresholds

The regulations cover:

· ‘Supplies' - applies to most goods
·  ‘Services’ which applies to contracts for services such as transport, banking, insurance, purchase of research and development, accounting, auditing, management consultancy, architects, engineers, surveyors, publishing and printing, sewerage, refuse disposal and sanitation.  This list is not exhaustive.

· ‘Works’ - applies to construction (including design) of work or works (generally building or civil works) undertaken by a contracting authority.

The threshold value is recalculated every two years and from 1st January 2008 the thresholds are given below. The thresholds are net of VAT.
Public Contracts Regulations 2008 – From 1 January 2008
	Supplies
	Services
	Works

	£139,893
(206,000 Euros)
	£139,893
(206,000 Euros)
	£3,497,313

(5,150,000 Euros)


The threshold applies to the aggregate value of all contracts for the purchase, lease, rental or hire of goods of a similar type. The University may themselves decide whether goods are similar, and aggregation is not necessary if it does not make commercial sense. 

Aggregate values may be calculated by one of the following methods:

· The total value of goods purchased during the last financial year; or

· The estimated total value of all contracts expected to be placed in the next financial year, or during the term of the contract if that is longer; or

· Where contracts have no definite duration, 48 x the monthly value. 

It is not permissible to split up a contract for the purpose of avoiding the application of the regulations.
5. 
Supplier Performance Review

5.1
Contract review

After the decision has been made on what to order from which supplier, it is important to manage the contract appropriately. The type and value of goods or services ordered will determine the level of monitoring and management needed.
Budget Holders and other purchasing staff are required to assess the performance and service levels of all supplier contracts >£100k on an annual basis. Other service and supply agreements should be subject to periodic review with suppliers being regularly updated on their performance and advised of areas where improvements can be made.
5.2
Contract review examples
A call-off contract, eg stationery or personal computers, will require regular meetings, perhaps monthly at first and then quarterly, with the appointed supplier to ensure that orders are being fulfilled within the agreed terms. Where, for example, the management information shows that there is a significant increase in the expected level of business, there may be scope to investigate the possibility of improving the agreed terms.  

The procurement of a major item of equipment - management and monitoring of this type of contract will include liaison with the supplier to ensure, in the first instance, that it will be installed and commissioned at the agreed date.  Later, management could include reviewing maintenance visits, the equipment's performance etc.  
Service contracts can be the most challenging to manage and monitor especially where the service is intangible. Depending on the type of services, for example, the provision of staff to work within the institution, the contract should include a service level agreement that outlines the roles, expectations and responsibilities of the parties to the agreement.  

6. 
Purchasing Ethics

All staff involved in purchasing activities should be aware of the ethical code of conduct and should observe the following:

6.1 
Declaration of interest

Any personal interest, which may impinge or might reasonably be deemed by others to impinge upon impartiality in any matter relevant to purchasing duties, should be declared to the Director if Finance for approval before conducing the business.

6.2 
Gifts and Hospitality

Business gifts, other than items of very small intrinsic value such as diaries, calendars, etc. should not be accepted. Items for personal use should be declined.

6.3 
Confidentiality of Information

The confidentiality of information received in the course of duty should be respected and should never be used for personal gain.
Information should not be deliberately withheld from a supplier, unless obtained in confidence from another supplier.

6.4 
Competition

Whilst bearing in mind the advantages to the University of maintaining a continuing relationship with a supplier, any arrangement which might, in the long term, prevent the effective operation of fair competition should be avoided.
7. 
Environmental considerations
The following should be considered when making a purchase:

Does the product include recycled materials?

Does the product include an eco-label?

Doe the equipment have low energy/emission rating?
Is there a way of reducing the packing?

How will the product be disposed of?
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Procurement Flow Diagram
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