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1. Introduction

User Intelligence Groups (UIGs) are the preferred method of managing commodities and contracts across a number of  departments or organisations, which have a requirement for similar goods and services and where cost, quality and service can be enhanced through collaboration. The formation of UIGs is fundamental to the delivery of Best Value in procurement, ensuring specifications and service levels meet user requirements and support the management of supplier performance. The requirement for UIGs is even more essential in collaborative procurement where commodity management and contract strategy involves input from different organisations.  

The information contained within this document defines the operating model which will be required to create, implement and manage UIGs at two levels:

I. Category A – National Contracts managed by the National Procurement Centre of Expertise (NPCoE);

II. Category B – Sector Specific Contracts managed by APUC the Centre of Procurement Expertise serving Scotland’s universities and colleges; 
The document covers the operating model within the following sections:

· Section 2 – User Intelligence Groups and the Procurement Network (PN)
· Section 3 – Operating Model and Structure Category A and B

· Section 4 – Sourcing Process

· Section 5 - UIG Implementation
· Section 6 – Key Questions and Answers
2. User Intelligence Groups and the Procurement Network (PN) - Scotland’s Universities and Colleges 

The UIG consists of a group of people with specialist expertise and procurement knowledge in specific goods and services. It is extremely important UIGs are representative of the interested organisations with the range of skills required.
3. Operating Model and Structure
3.1 Category B

The illustration below illustrates the Collaborative Procurement structure for managing Category B commodities together with the governance and support required from each area supporting the delivery of collaborative contracts.
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3.2 Category A 
Three levels of representation are required from APUC, Universities and Colleges at Category A level; Category A Forum and the sectoral UIG and the PN.

The illustration below details the structure for managing Category A together with the support required from each area assisting the delivery of collaborative contracts.
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The sector’s representatives on the Category A forum and the UIG must ensure that the needs of their sectors are understood and considered. Therefore it is imperative Forums and UIGs are attended by key technical, operational or commercial stakeholders representing end user organisations.
4. Sourcing Process

4.1 Commodity Sourcing Toolkit

Category A and B commodities UIGs will follow the Scottish Procurement Directorate’s (SPD) strategic sourcing process. This process will provide a consistent approach for delivering commodity sourcing strategies across the Scottish Public Sector’s third party expenditure. The toolkit has a number of embedded templates including the UIG Charter and Critical Success Factors.
The process is web enabled and is accessible to all of the Scottish Public Sector through the SPD’s website on 
(http://www.scotland.gov.uk/Topics/Government/Procurement).
High level Sourcing Process 

The “Project Start Up” stage is where the commodity UIG is created and is an important activity. The key activities related to the Forum/ UIG creation is shown below and would be aligned to UIG communications and stakeholder management.
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Project Start Up:

•

UIG created;

•

UIG members agreed;

•

UIG Roles and Responsibilities agreed; and

•

UIG first meeting.
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5. UIG Implementation
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6. Key Questions and Answers
In order to provide further understanding of the roles and responsibilities the answers to key questions are detailed below together with a table outlining the main roles and responsibilities.
	I am the Principal of an institution, what do the UIGs need from me?
	How many people should attend the UIG?
	How many UIGs should one person be a member of?

	The Principal’s role in the success of the UIGs should not be underestimated. They will need to provide support to the sourcing process and the UIGs by:

· Providing resource either for the UIG or in support of;

· Buy in and ownership of the UIG governance and operating model;

· Support of the UIGs’ objectives;

· Compliance to the commodity strategy, collaborative contracts and benefit delivery; and

· Ongoing support of the UIGs.

The institutions are where the UIG commodity strategies, benefit tracking, contract compliance are owned and delivered. Therefore the UIG structure and operations must provide the ability for the institutions’ to deliver the commodity strategy; this will involve additional activities in the early stages but should become business as usual in due course.

	This is a balance between having the correct number of people to ensure that all the related disciplines, key users and institutions are represented but realise the need for a manageable number of people. After consultation it is recommended the core UIG should be between 8 and 12 including the APUC PPS. The term core UIG refers to the ever present attendees of the commodity UIG, there will be occasions where additional attendees may be required, however this should be only for a set period of time where additional attendees can provide advice and skills which relates to that vital part of the process.


	This decision should be made by each individual who is considering attending a UIG, they should understand that they will probably be asked to own certain activities within the UIG therefore their input will not only be to attend UIG meetings. Another consideration will be around the complexity of the number of commodities, if this is high then there is likelihood that there will be more activities around the profiling stage of the sourcing process. The individual must balance this with their current activities and understand how much time they can commit to the UIG. 



	How many UIGs will there be?
	Who should attend the UIGs?
	How are the attendees of a UIG selected?

	At the Category A and B commodity levels there will be one UIG for each commodity. It is for the UIG to decide whether to have additional UIGs for some of the larger more complex commodities. This decision should only be made once the UIG fully understands the commodity expenditure and complexity. 
	It is suggested that the UIG should have the following representation noting that it will be dependant on the commodity as to how this mix will be:
APUC UIG lead; Key disciplines for example:
Procurement; and or
Finance; and or
HR if appropriate; and or
Estates; and or
IT.

Key users and end users;

Key institutions based on expenditure and / or experience;
	For the Category A Forum and the Category A and B commodity UIG the selection process will be managed by the APUC PPS in consultation with any current commodity teams/ groups. It is suggested that at either the first or second meeting the UIG attendees should create a key stakeholder map so as to fully understand not only who are the UIGs’ key stakeholders but to identify any potential UIG attendees.

Once the Category A commodity Forum is established, the attendees will agree who will attend the Sectoral UIG.



	Who will lead the UIGs forums?
	
	

	Category A commodity Forums: - NPCoE Commodity Lead.
Category B commodity UIGs:- APUC Procurement Portfolio Specialist.


	
	

	How will the institutions involvement influence the strategy and engage with the UIG?
	How frequently will the UIGs meet?


	Where will the UIGs meet?



	Due to the number of institutions, APUC are proposing to have a Procurement Network  (unless represented at the UIG) within each institution. The remit of the PN is to liaise with the UIG and represent their institution. The PN activities could include but are not limited to:

· Support Information and data collection;

· Engagement of key users within their institution;

· Represent the needs and views of their institution ;

· Implementation of the UIG strategy within their institution; and

· Communication with the UIG and attend any meetings and or workshops.

Who the commodity UIG PN will be is the decision of the institution. Their main contact on the commodity UIG will be the UIG lead unless specified otherwise.
	This will the decision of the commodity UIG and will be dependent on the size and complexity of the commodity. It would seem sensible for the UIGs to meet more often at times where there are key meetings, workshop and or key decision points. The frequency of meetings should also consider the time needed to complete actions between meetings, giving the attendees enough time to complete them.


	The commodity UIGs will be attended by representatives from various institutions therefore it would seem sensible to rotate the UIG meetings/ workshops between a number of institutions. This method was adopted by the Proc-SNI commodity teams and the feedback received has been positive.


	
	
	How will the Commodity  UIGs engage with the Category A Forums?

	
	
	The Category A commodity Forums will have three representatives maximum on the related Category A commodity UIGs, The APUC PPS will be the institute lead. The UIG representatives will represent their UIG. The role is in many ways the same as the PN role between their institution and the UIG.



	Will expenses be met for attending and or hosting UIG meetings?
	Will the UIGs manage the commodities at the top level and include all the expenditure?
	What will happen to the current commodity groups?

	The APUC policy is that attendees should meet any expenses incurred while attending UIG meetings and if an institution hosts a UIG meeting then the institution should meet any reasonable costs incurred e.g. room booking, catering etc. 


	The UIGs will review their commodity and take a decision on the scope and prioritisation of the commodity. If the commodity is not complex then it is more than likely that the UIG would keep all the expenditure in scope. Another scenario could be a large commodity which may be in scope for initial collaborative contracting with the balance being managed in subsequent waves.

It will be the responsibility of the UIG to advise the institutions of the scope. They will also advise of the implementation plans so that the institutions can plan the transfer to the collaborative contracts.


	The commodity UIG lead should review the current situation and review any commodity groups to ascertain if they would be fit for purpose. If the answer is yes then the commodity group is likely to form the basis of the UIG.

	
	
	

	What will be the main deliverables of a UIG ?


	Will the purpose of the UIGs be to agree new contracts?


	What happens to the current contracts?



	Some of the key deliverables of a UIG will be a validated and approved commodity strategy which will identify the following deliverables:

· Approved and validated commodity strategy;

· Benefit delivery plan;

· Early Opportunities plan;

· Implementation plan; and

· Compliance strategy.

In addition to the above there will be a number of standard important deliverables at each stage of the sourcing process and there will be deliverables agreed by the UIG attendees. Should the strategy recommend the implementation of new collaborative contracts then the signing and implementation of the contracts will also be deliverables.
	Only if the validated and approved strategy recommends this and the strategy is approved by the Head of Collaborative Procurement. There is an assumption that this will be the only outcome of the sourcing process and while this maybe the case in some many instances it may not. All options should be considered by the Forums and UIGs.
	APUC has provided guidance to institutions which advises that until clarity is available on commodity plans then institutions should extend or renew their expiring contracts for a maximum 18 months with termination clause that will allow them to terminate the contract and join the new collaborative contracts. APUC appreciate that business as usual needs to be a priority within institutions. If this guidance is not clear the institutional person responsible for the contract should contact APUC for further guidance.



	
	
	


7. Roles and Responsibilities 

The table below outlines the main roles and responsibilities and is not exhaustive. All attendees could be asked to own agreed activities which could be identified as UIG work streams, this will more than likely involve completing activities between UIG meetings and closing out actions.
	Key Activity
	APUC PPS
	UIG Leads / attendees
	PN

	Lead the Category B UIG and overall responsibility
	Yes
	
	

	Attend the related Category A Forum with responsibility for the sector  
	Yes
	
	

	Attend the related Category A Forum  
	Yes
	Yes Max 2
	

	Arrange UIG meetings, workshops etc
	Yes
	Where Required 
	

	Attend UIG meetings/ workshops
	Yes
	Yes
	Where Required 

	Agree UIG scope, remit and deliverables
	Yes
	Yes
	

	Manage the sourcing process
	Yes
	Provide input
	

	Attend Reviews
	Yes
	Where Required
	Where Required

	Represent institutions on the UIG
	
	Yes
	

	Represent UIG within institutions 
	
	Yes
	Yes

	Collect commodity information and data
	
	Yes
	Yes

	Collect market and supplier information
	Yes
	Yes
	Yes

	Create Strategy
	Yes
	Provide input 
	Provide input

	Benefit identification
	Yes
	Yes
	Yes

	Create implementation plans
	Yes
	Yes
	Yes

	Strategy/ contract implementation
	Yes
	Yes
	Yes

	Benefit delivery
	
	Yes
	Yes

	Contract compliance
	
	Yes
	Yes

	Supplier management
	Yes
	Yes 
	Provide input

	Continuous UIG and contract review
	Yes
	Yes
	Provide input
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