Falkirk Council – Climate Change Plans within Care contracts
Background and requirement
This case study details how Falkirk Council has addressed climate change and other sustainable procurement factors in new frameworks for Care requirements. Importantly, the case study outlines that the Council has tailored its approach to different working environments. For example, the Care Home framework includes the use of utilities, generation of waste and some travel, while the Care at Home framework includes significant use of transport for service delivery at residents’ homes. The Council has paid particular attention to engaging suppliers of all sizes to encourage them to address Greenhouse Gas emissions in their operations: 

(1) Provision of Care & Support at Home. 
Framework duration: 2 years with the option to extend up to a further 24 months, from 1st April 2024.
Contract value: Up to £164 million, if extension options are taken up.
Route to market: Open Procedure.
Lot 1 – Care at Home: Care provided by a professional social care worker in a person's own home in line with reablement practices.  
Lot 2 - Care provided by a professional social care worker; can be offered in a comfortable, homely setting or directly in the community, allowing the person to live as independently as possible and to achieve and maintain or increase their potential in relation to physical, intellectual, emotional, and social capacity. 
The Framework consists of Providers with a base within the Council area as well as Providers outside the local area.  

(2) Provision of Care Homes for Adults Under 65 frameworks. 
Framework duration: 4 years with the option to extend by 36 months, from 1st April 2024.
Contract value: Up to £140 million, if extension options are taken up.
Route to market: Open Procedure.
This provides Adult Care Homes for supported people with Learning Disabilities, Autism, Mental Health, Physical Disabilities, Drugs and Alcohol related Brain Injury and complex and challenging behaviour. 
The Framework consists of local Care Homes and Care homes outside the Council area.
Background:
This case study sets out how the Council applied a practical approach to collaboration with suppliers regarding the development and application of relevant carbon reduction measures, within the tender process and contract and supplier management.
As well as establishing and reviewing lessons by the Council’s Corporate Procurement team, the intended audience for this case study comprises: 
· Health and Social Care Partnerships (HSCPs).
· Care Providers.
Framework providers covering the Falkirk Council area vary from small local providers based out of a single office, to large organisations in the public, private and voluntary sectors.  
Care services are regulated and inspected by the Care Inspectorate which supports improvements in Scotland. All services inspected are awarded on a six-point scale, ranging from unsatisfactory (1) to excellent (6). Suppliers to the frameworks were selected based on minimum required Care Inspectorate ratings.
At the same time, Falkirk Council sought to obtain information and seek commitment from the large number of expected bidders through the tender process, to identify opportunities for meaningful progress along the carbon reduction journey. 
The aim was to:
· Enable collaboration on practical carbon reduction between the Council, existing and potential providers.
· Reflect the wide range of experience and understanding regarding carbon reduction within the care market. 
· Also reflect the nature and scale of providers, so that carbon reduction application is relevant and proportionate.
Framework objectives
As well as a focus on human rights i.e. human trafficking / modern slavery, Fair Work practices, including mandating payment of at least the real Living Wage, and including community benefits, the Council is keen to work collaboratively with providers to practically support and enable delivery of net zero objectives. The Council had identified climate as particularly relevant to these two frameworks, but needed to ensure requirements were proportionate and therefore allowed providers to develop their understanding and approach to address Greenhouse Gas (GHG) emissions.
The Council aims to work collaboratively with providers on the two Frameworks to share knowledge and experience of implementing plans to reduce carbon footprint and waste minimisation with other organisations. It is anticipated that learnings may also be rolled out to Care Homes outside the Council area, for example through Health and Social Care Partnerships. 
This includes meeting with Care at Home Providers to discuss human trafficking, Fair Work, Community Benefits, and Carbon Reduction. 
Proposals include setting up a Carbon Reduction Working Group, chaired by a member of the Council’s Energy & Climate Change Team (ECCT). Establishing initial membership is up for discussion and the Council may leave it to providers to come forward themselves as they don’t want to put anyone off. While the Council would like high spend providers and those with experience of taking action to participate, it also offers an opportunity for those without experience to learn what to do. 
The ECCT will be able to provide training on identifying sources and calculating scope 1, 2 & 3 emissions. They will also support providers to develop their own carbon reduction plans including setting a baseline with targets and, in addition, local providers will have the additional support of the Falkirk Council Low Carbon Advisory Service. This approach will be replicated for Care Homes for Adults later in 2024 with local care homes, as a minimum, participating in a Carbon Reduction Working Group.
This reflected the Council’s desire to work with providers, to support carbon reduction, recognising that much of the market needed help to implement this.
Pre-procurement
Life Cycle impacts 
A Multi-Disciplinary Group (MDG) was established by Corporate Procurement to harness the expertise within the Council to review future Priority Contracts ensuring early consideration of climate change, circular economy, community benefits and opportunities for local SMEs & TSOs. 
Together with HSCP and Corporate Procurement the MDG was involved in the Sustainability Test assessment as part of Contract Strategy Development, and discussion regarding the approach to be taken within the tender documents.
The environmental impact for the frameworks varies.
For example, the Care Home framework (2) includes the use of utilities, generation of waste and some travel. The Care at Home framework (1) includes significant use of transport and vehicles for service delivery at residents’ homes.
Early market engagement 
A Prior Information Notice (PIN) was published inviting interested providers to meet with Falkirk Council to discuss the scope of the services via provider information sessions. Following on from these, an online survey was issued to ensure providers views were taken into consideration.
Engagement with the market included a series of workshops to discuss the service area, ensuring it was transparent and ensuring there was no distortion of the marketplace, and that the outcome would not unduly favour or disadvantage a particular potential provider. Companies engaged included a good cross section of potential providers to best inform strategic options i.e., the views of a Small and Medium Sized Enterprise (SME) and large and multi-national providers. 
The project team gathered information on provider cost drivers via a number of means. These included discussions with providers, external research, and internal knowledge. A major cost to providers is workforce pay. For example, the UK Homecare Association provides an industry-accepted analysis, with 70% of costs being labour and 25% for overheads including utilities etc.
Consultation with incumbent local care Providers took place on the proposed use of:
· Appendix 5 – Community Benefits.
· Appendix 6 – Climate Change.
· Appendix 7 – Human trafficking / Modern slavery.
This engagement informed necessary amendments to some wording, to clarify the intent and purpose. 
Procurement
Supplier selection
Given the importance of climate change to the frameworks, the use of Single Procurement Document standardised statement 4C.7, was considered, as part of supplier selection. 
However, given the variable level of understanding and expertise regarding carbon reduction among incumbent and potential suppliers, and the Council’s desire to work in partnership with Providers along the carbon reduction journey, the Council decided to modify 4C.7 and include it as an Appendix (Appendix 6) within the tender document. Modifications included:
· Clarification of some expected key sources of likely carbon emissions for bidders in this sector, while asking bidders to clarify their understanding.
· Request: ‘At this stage we do not require numbers against the carbon emissions sources e.g. your organisation’s carbon footprint. However, please indicate below whether you have determined this, or are planning to determine this.’ Bidders were asked to state whether they had determined this, whether this was in development or not started. 
· A signpost to sources of business support if bidders need help determining organisational carbon emissions and/or how to reduce them, including the Business Gateway Falkirk, Low Carbon Advisory Service.
Bidders were required to complete Appendix 6, but it was not scored or used as a supplier selection requirement. This would lay the foundation for further discussions to build upon and progress carbon reduction actions throughout the duration of the Framework Agreement.
Responses have been analysed and will be used to discuss with individual providers their plans and what help they may need, such as from the Council’s Business Gateway, Low Carbon Advisory Service. This will commence with priority providers in contract and supplier management. 
Specification and tender
While this case study emphasises the Council’s approach to carbon reduction, Fair Work First was also an integral element of this procurement, reflected by having a separate Schedule.
Fair Work, particularly payment of at least the real Living Wage, was linked to annual uplifts in line with Scottish Government guidance, and as such, was a compliance issue within the tender process requiring bidders to respond (yes or no) to two questions: 
· Commitment to 1) all Fair Work First criteria; a ‘No’ response to this would require justification and if this was assessed as unacceptable, the tender would be rejected, and
· 2) Payment of at least the real Living Wage. If they answered ‘No’ to question 2, the tender would be rejected.
While acknowledging the challenge involved in excluding a bidder for non-compliance around a non-scored element, including matters of clear instructions and proportionality, the Council endeavoured to make it clear to all parties at a number of sections of the tender documents that a failure to provide responses to these sections may result in an incomplete, non-compliant, bid. This appeared to have the effect of incentivising them all to complete the sections. 
By signing Appendix 5, the community benefits appendix, bidders were committing to work collaboratively to deliver community benefits in each year of the Framework Agreement. Bidders could offer community benefits in Year 1 but in Year 2 onwards the benefit was linked to the value of spend in the previous year.
By signing the Human trafficking / Modern slavery Appendix, bidders were committing to working collaboratively with the Council and Falkirk HSCP to reduce the risk of human trafficking / modern slavery in the performance of the framework agreements.
By signing Appendix 6 bidders were committing to provide information on their plans to reduce their carbon emissions, including any ongoing or completed plans.
Evaluation
All Providers that submitted a compliant bid confirmed their commitment to the Fair Work Principles and payment of at least the Real Living Wage. In addition, they also confirmed a commitment to delivering community benefits each year and working collaboratively on carbon reduction actions and to reduce the risk of human trafficking / modern slavery.
The analysis of responses to Appendix 6 within the framework tender submissions showed interesting information:
68% of the 78 bidders to the Care at Home framework (1) and 100% of the 17 bidders to the Care Home framework (2) stated they had either developed or were developing an organisational carbon footprint.
The level of detail regarding carbon reduction plans and measures inevitably varies, with some providers clearly having established plans, and measures implemented or planned to reduce their carbon impact. This includes over 25% of bidders to the Care at Home framework including measures relating to route planning /digital planning of services to minimise distances travelled (and therefore carbon emissions), while others are early in the net zero journey. 
Providers generally appear to be doing, or plan to do, a range of measures. Some have proactively taken action and may not need support to progress further but should be able to demonstrate continual improvement. Others will need hand-holding and practical support. The Council is therefore prioritising providers to work with collaboratively on carbon reduction.
Management, monitoring and reporting
The Fair Work First, community benefits, climate and other sustainability requirements will be monitored in accordance with the Council’s contract monitoring processes for Care contracts.
Opportunities for development and continual improvement in carbon reduction will form part of the prioritised supplier management, supporting providers as necessary. 
Lessons learned
Alignment with organisational and national priorities
The inclusion of a modified approach to carbon reduction, as well as Fair Work First, Community Benefits and Human trafficking / Modern slavery, meant that, in addition to delivering high quality care services to our most vulnerable residents, these framework agreements will contribute to organisational priorities and relevant National Outcomes within the National Performance Framework. The quality of care is dependent on the calibre of care staff, how well they are treated within the organisation and that they are proud to work for an organisation that contributes positively to wider social and environmental impacts.
Relevant and proportionate approach
The collaborative working approach to carbon reduction sends a clear supportive message to the market and provides a positive collaborative environment, in this sector. The availability of Low Carbon Advisory business support enhances this collaboration. 
It reflects the need to take a relevant and proportionate approach regarding carbon reduction in this sector and for these frameworks, which considers the maturity of the market on this journey, and related pressures faced.	
Informing future requirements
The approach adopted, with the emphasis on development during the lifetime of the frameworks, will help inform the development of tender requirements for future iterations of the Care frameworks. This includes the potential future use of statement 4C.7 as a supplier selection requirement, and the use of a scored carbon reduction tender question, based on evidence obtained from the two frameworks and the collaboration with providers. This enables the implementation and acceleration of carbon reduction, through both contract and supplier management and future requirements.  In the meantime, the ongoing engagement with providers should galvanise continual improvement.
Data collected will also help the Council identify supply chain emissions for this sector, enhancing or replacing a spend-based carbon analysis, to enable the Council and providers to address emissions and establish baselines for continual improvement.
Sharing knowledge and experience
Throughout the lifetime of the frameworks, the Council will work collaboratively with providers to share knowledge and experience of implementing plans to reduce carbon footprint and waste minimisation. This will include how Falkirk Council commission services, and may include measures such as route optimisation, vehicles used and options for care workers including walking, cycling, eCycling and Electric Vehicles, where relevant. 
The learnings can be shared and rolled out to all Providers on the Framework, with providers encouraged and supported to deliver practical continual improvement. In addition, sharing learning within the Council can support further carbon reduction in other frameworks, where relevant, and with other Councils commissioning care services.
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