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PROCURING AND  

MANAGING THE CONTRACT – 
The views of both parties 

 
 
 
This paper seeks to explain how DSHS procured and managed 

the contracts that were needed to deliver the Switchover Help 

Scheme and to set out the lessons learned.  In sections four to 

six, CES have provided their view on the procurement process, 

implementation of the contract, and on-going management of 

the contract respectively, giving a view on this from both 

organisations that were party to the contract. 
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Introduction 
 

With the establishment of the Help Scheme, DSHS faced two principal challenges in 
managing the procurement of a supplier to deliver it: 

• Firstly, the Scheme was a “one-time only” programme to support older and 
disabled people through the UK digital switchover programme, with a defined 
end date, and there was therefore no re-procurement opportunity for the 
successful bidder.   

• Secondly, as this type of Scheme had not been set up before, it was 
recognised that the request for bids would largely be based on a theoretical 
model at the outset and developed over time, both during the bidding process 
and indeed once the Scheme was in live operation. 

The BBC used the OJEU competitive dialogue process to select the supplier for 
the Help Scheme.   Two contracts were in fact awarded through the single process – 
a pilot project, won by Capita; and the main contract, won by Eaga plc.  The purpose 
of the pilot was to test the service delivery of the Help Scheme in a specific UK 
location (Whitehaven in Cumbria).  Although there is occasional reference to the 
pilot in this paper, the focus is on the main scheme procurement, won by Eaga. 

Both during the procurement and subsequent contract management, there was a 
real sense of evolution. The procurement was based on an entirely theoretical 
model, and the BBC’s requirements and the solution to deliver them evolved as the 
competitive dialogue progressed.  Once the contract was signed and the Scheme 
was operational, delivery to the fixed timetable of switchover had to be achieved.  
This meant adapting the operation over time through learnings achieved region-by-
region, improving the customer journey and our methods of engaging with eligible 
people over time.  This evolution continued right through to the end of the Scheme 
with the benefit of operational experience and customer research guiding on-going 
improvements. 

In early 2011, Eaga was purchased by Carillion PLC.  The Eaga business became 
Carillion Energy Services (CES).  In this paper, the supplier will be referred to as 
Eaga or CES, depending on the context – so for instance, in the section covering 
the procurement, the supplier is referred to throughout as Eaga. 
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What did we learn? 
 
There was considerable investment in the procurement process by both the BBC 
and the various bidders.  The series of dialogues, testing proposals, feeding back 
on areas to improve, and developing the customer journey design as the 
procurement progressed was a time-consuming and intensive process for all 
involved.  It meant, however, that what was a completely theoretical model at the 
outset could be developed into a comprehensive and detailed target operating 
model that in turn formed the basis of the contractual definition of services and 
service levels. 

The key learnings from the procurement process and subsequent contract 
management of the relationship include: 

 

• For the procurement, early resource planning and not underestimating the 
size of the task were critical and ensured success in driving the dialogue 
efficiently.  What also helped in terms of managing the timetable of the 
overall process was discussing early with bidders what the critical 
success factors were and how bidders would be assessed against them.   

 

• The aim in developing the Help Scheme’s specification of requirements was 
rightly to focus on the outputs – what the customer experience would be.  It is 
however important to also ensure there is sufficient description of all 
elements of the required target operating model to avoid gaps in delivery 
or lack of clarity over responsibilities.  As is noted later in section 4, 
challenges arose as a result of outreach services not being sufficiently well 
defined in the initial contract. 

 

• The importance pre-contract of establishing with complete clarity the risk-
sharing principles – i.e. what risk sits with the service provider and what 
remains with the client – has been evident throughout the term of the 
contract.  The principle that Eaga / CES were responsible for “right first time” 
risk underpinned subsequent commercial discussions between DSHS and 
Eaga / CES; more importantly, the focus on “right first time” risk sitting with 
the service provider throughout supported the delivery of an optimal customer 
journey, from the eligible person’s perspective. 
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• The availability of sufficient financial contingency to be able to develop 
the contract – such as inclusion of additional services – as the design 
improves through implementation and operation, particularly for a first-time 
procurement such as this, was very important.  This was budgeted in at the 
outset of the procurement process. 

 

• The Help Scheme has benefited on a number of occasions because of 
strategically-managed change programmes to deliver change 
throughout the life of the contract – in the majority of instances DSHS led 
the service provider on the change journey.  Whilst contracts should always 
contain continuous improvement clauses, if this is important to the client, then 
the client also needs to invest in the resource required to drive this. 
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The procurement 

The BBC decided to use the competitive dialogue procedure, as the project was 
perceived to be a particularly complex contract. The main factors that made up the 
complexity were: 

i) The substantial scale and scope of the project, with up to 7 million 
customers expected 

ii) The uniqueness of the service – the BBC understood the result they 
wanted to achieve, but had no understanding of how to specify how the 
service should be delivered 

iii) The absence of an established marketplace, again largely due to the 
bespoke nature of the purchase 

iv) The impossibility of knowing how an end-to-end model might 
operate, which would need to be thoroughly explored with bidders 

The restricted and open procedures were deemed unsuitable due to the need for an 
open dialogue with bidders on possible solutions. 

The BBC developed a procurement strategy comprising two elements: 

i) A pilot project, which would test the switchover scheme in a specific 
location (the Whitehaven area in Cumbria, sometimes referred to as 
Copeland). 

ii) The main contract, which would involve the delivery of the full service to 
all eligible people by 2012 throughout the UK. 

The BBC decided to award both the pilot and the main contract under a single 
competitive dialogue procedure. The pilot was awarded first, but the competition for 
the main contract then continued, with the results of the pilot being fed into the 
dialogue process for the main contract to ensure a level playing field for the 
remainder of the procurement.   

The Help Scheme procurement was one of the first run under what at the time were 
relatively new competitive dialogue procedures. The Office of Government 
Commerce subsequently praised the procurement, describing it as “exemplary” and 
using it as a best practice case study. 

The aim was to ensure that bidders who were unsuccessful in the pilot contract were 
retained in the competition, and were fully briefed on their shortcomings in their bids 
for the pilot contract. By designing the process in this way, all bidders had clear 
feedback about their relative strengths and weaknesses, and were therefore able to 
improve their bids when competing for the main contract.  
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The delivery of the pilot also helped to inform the design of the main scheme, both 
in terms of what could be incorporated and what would not be practical on a national 
scale. For instance, during the pilot there was a very heavy on-the-ground presence, 
for example in high street shops.   

Whilst it would not have been practical to replicate this nationwide, it helped inform 
the design of the Scheme’s outreach programme, providing learnings on the 
importance of local community engagement and identifying that proportion of the 
eligible population who, without the benefit of having a network of friends or family, 
would be the most difficult people with whom to engage.  

The BBC had identified from an early stage that there was not an established 
market for the service required. Prior to starting the EU procurement, the BBC 
sought soundings from organisations that could provide component parts such as: 

 

• Contact centres 

• Equipment providers 

• Database developers 

• Marketing services 

 

This gave an indication of the types of organisations that might be interested in 
bidding for the scheme. 

An open supplier briefing was used soon after the publication of the OJEU notice to 
engage more formally with the market and to encourage bidders to form alliances 
and consortia. During the briefing the procurement team communicated the broad 
service outputs, such as: 

 

• Contact management 

• Delivery of equipment 

• Installation 

• Aftercare/support 

 

The team also presented various commercial possibilities, such as a full end-to-end 
managed service or separate contracts for contact management and equipment.  
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The specification was output based and not prescriptive on the method of delivery. 
However, this still meant providing a substantial amount of information, which 
included: 

 

• Basic compliance standards for the equipment 
• Detail on the requirement to meet commitments made in the Code of 

Service Standards (the Scheme’s commitments as to how it would serve 
eligible people) 

• The need for a dedicated contact centre and contact management 
operation 

• The target audience that needed to be reached: 
o For example, detailed information on the target audience was 

provided through close working with DWP (to identify over 75s and 
other eligible people) 

o The need for a phased and managed roll-out programme, region-
by-region across the UK  
 

The competitive dialogue process was very resource-intensive, for both the BBC 
and the bidders, but was the best way to develop a quality, customer-focused 
solution. 

Bidder solutions were developed under Non-Disclosure Agreements throughout the 
dialogue. This encouraged bidders to develop their own unique propositions for 
service delivery and led to three very different proposals for meeting the services, 
any of which could have succeeded. 

During the dialogue sessions for the main contract, further care was taken to protect 
each bidder’s ideas; for instance by: 

 

• Developing each bidder’s solution on a one to one basis under the strict 
confidentiality of the non-disclosure agreement; 

• Steering them in terms of what would strengthen their own unique 
proposals and maximise their advantage; and 

• Ensuring in feedback during the dialogue that bidder-specific ideas were 
not disclosed to their competitors. 

The procurement team did not attempt to draw the bidders towards a common, 
convergent solution, as that could have compromised the process. Rather, the 
individuality of each bidder’s proposals was explored and developed, with the end 
result being that each of the three proposals could fully meet the required outcomes 
in different ways, as described in the output specification.   
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One important principle that underpinned the approach to the procurement 
throughout was in the sharing of risk.  Recognising that many volume assumptions – 
for instance the number of eligible people to be contacted – were outside the 
bidders’ control, DSHS retained the financial risk associated with volume change.  
What the bidders had to accept was the financial risk associated with “getting it right 
first time”.   

This was recognised most clearly in the way the payment model was built – a 
variable fee payable per person opting in, and a rate for each different job type 
(delivery only, delivery and installation etc.) but no additional separate payment for 
aftercare. 

It was felt that Eaga were the strongest bidder overall, technically and operationally, 
in delivering all the elements of the Help Scheme.   
 
 
 
 
 
 
 
 
CES’s view 
 
The procurement process was a positive supplier process for CES as the 
competitive dialogue provided CES with valuable information and confirmed the 
BBC’s expectations.  The dialogues allowed CES to better understand what services 
were required as questions could be asked and clarification sought at each stage.  
This meant that CES could develop a more rounded bid with a solution that was 
balanced and contained strengths in all areas.   
 
The BBC procurement team were professional and knowledgeable and supported 
the bidders in developing the solution. It should also be noted that the procurement 
team were responsive to questions asked, and engaged positively with the Eaga bid 
team. 
 
It would have been helpful if information on the performance measures for the 
contract had been provided at an earlier stage in the bidding process.  KPIs and PIs 
were provided toward the end of the dialogue phase which presented a challenge as 
the service delivery model was prepared; these requirements may have influenced 
the delivery model if known earlier as many were considered to be class-leading 
levels of performance. 
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Implementation 

The contract with Eaga was signed in late February 2008, less than nine months 
before the first switchover in the Border region.  That meant only limited time was 
available to mobilise in readiness for first contacts from eligible people, and the 
challenging timetable for implementation was reflected in an extensive schedule 
drafted into the contract that covered implementation and rollout.  This included: 

(i) pre-set milestones for the setting up of infrastructure, with associated 
‘delay deductions’ payable to DSHS in the event of failure to achieve the 
milestones; 

(ii) a requirement on Eaga to produce a detailed ‘Implementation and Rollout 
Plan’ covering all aspects of set up and delivery; and 

(iii) an extensive list of ‘deliverables’ to be prepared by Eaga for review and / 
or sign-off by DSHS, including service delivery and process documentation, 
business continuity and disaster recovery plans, and content for initial 
marketing activity (options packs and website). 

Both parties would agree that the first few months of implementation of the contract 
were challenging.  Although Eaga had much of the core infrastructure in place at the 
time of bidding, there was still significant set up to be completed in the contact 
centre environment, in reaching agreements with subcontractors, and in 
documenting in detail the service design and operational processes.  During the 
procurement it had been made clear to bidders that high standards of service would 
be expected, and DSHS operated with a significant degree of oversight and 
management, providing extensive hands-on support to Eaga through the 
implementation phase. 

The principal mobilisation milestone – which required the contact centre and website 
infrastructure and content to be fully in place, contracts to be agreed with Assistance 
Providers, and the Most Cost Effective Option of assistance (MCEO) to be 
calculated for the Border region, within six weeks of contract signature – was 
partially missed.  This had a knock-on effect on achievement of the first 
communication milestone, which required all eligible people in the Border region to 
have received their first wave of mailing by the point five months before switchover.   

As planning shifted to the second region to switch, West Country, one important 
element of the Help Scheme’s ability to achieve its objective of ensuring no one was 
left behind, was not fully in place – outreach services.  Although the contract 
contained a detailed services schedule, the provision of outreach services was less 
well defined.  This reflected in part the nature of those services, and the difficulty in 
describing how they should be delivered and success measured, but a more 
prescriptive description of required activities may have helped to avoid 
misunderstanding and lack of delivery.   
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DSHS took a decision to contract directly with Digital Outreach Ltd (DOL), the 
primary outreach provider set up by various charities, to ensure that all reasonable 
efforts were made in the West Country region.  In the meantime, Eaga recognised 
the gap and strengthened their outreach resourcing and management, and the 
various strands of outreach services were developed in conjunction with DSHS, for 
delivery in future regions, and ultimately were introduced formally into the contract. 

The experience around outreach reflected the fact that DSHS, Eaga and the various 
subcontractors supporting operational delivery, were still learning about what would 
make the Help Scheme successful, even once switchover activity was underway.  It 
is a credit to all involved in delivery of the Scheme that all parties demonstrated 
flexibility and willingness to adapt to these learnings, whilst continuing to strive to 
ensure that contractual service levels and performance indicators were met. 

Throughout the life of the contract, management of change, driving continuous 
improvement and developing the customer journey, has had to happen alongside 
the constant cycle of switchover activity.  Although managing change alongside 
operational delivery is a challenge that all projects and operations face, with the 
Help Scheme, the ebb and flow of activity, the peaks and troughs, were outside of 
our control to manage, driven as they were by the switchover timetable and the 
volume of eligible people at any one time.   

 

Although the switchover programme began relatively slowly, in low volume areas, 
the pace soon picked up through 2009 and early 2010, and then again in 2011.  At 
our peak, we were simultaneously live in 9 of the 15 TV regions, or 43 of the 68 
transmitter groups.  This created additional complexity to manage, and causing a 
delay to the switchover timetable was not an option.  Contract and change 
management therefore had to be flexible to fit with the unyielding switchover 
timetable. 
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CES’s view 
The contract was complex and provided detailed information on the obligations 
required of CES.  The detailed nature of the contract enabled CES to understand its 
obligations, but was challenging for the first 18 months to ensure that all of the 
obligations were completed; that said this was not necessarily due to the scope and 
complexity of the contract. 

The Contract was also supported by the non-contractual “Scheme Rules”.  This was 
a very useful document to CES as it provided guidance on the operational delivery of 
the Help Scheme, and provided clarity in relation to the practical delivery of some of 
the contractual obligations. 

The contract management and governance tools, such as the annual review and 
change control processes, Design Authority and governance forums allowed for a 
structured approach to contract management and gave clear pathways for agreeing 
changes. CES were not asked to attend the governance forums and Design 
Authority in the early stages of the contract and it would have been beneficial to be 
included from the start. 

The KPI and PI structures were very stretching but were reviewed regularly and on 
occasion adapted, if both parties agreed.  The significant service credits associated 
with non-delivery of the KPIs and PIs encouraged CES to strengthen core processes 
but reduced CES’s willingness to change processes once established.  All 
continuous improvement was assessed against the risk of failing KPIs and PIs. 

CES’s relationship with the DSHS operational team took time to develop and it 
improved as CES developed an understanding of their expectations and standards. 
As the relationship matured both management teams worked together to achieve 
the common goal of no blank screens at switchover.  This process was helped by 
CES assigning each workstream with a lead person; a matching counterpart was 
assigned at DSHS.  This encouraged strong communication between both parties 
and enabled the leads to take responsibility and accountability for actions.  

Delivery has been supported by an open and honest dialogue between the two 
parties throughout the contract, with both parties recognising each other’s strengths. 

 

 



 
12 

Managing the contract and driving improvement 

The first annual contract review, completed in February and March 2009, 
recognised the impacts of not achieving in full the principal implementation 
milestones and delays in establishing some of the reporting mechanisms needed to 
comprehensively monitor and manage performance.  Although DSHS required 
payment of a proportion of the delay deductions and service credits due to reflect 
this, it was decided that a significant element would be set aside and made 
conditional on Eaga achieving a range of future milestones.  These focussed 
primarily, but not exclusively, on achievement of various outreach-related 
milestones, recognising one of the significant gaps highlighted in the previous 
section.   

Over the following twelve months Eaga achieved all milestones to DSHS’s 
satisfaction and none of the conditional payments were made.  The decision not to 
claim in full the payments due and instead incentivise key areas of performance was 
the right one in the context of continuing to strive to achieve the Help Scheme’s 
objectives of appropriate take up and no one left behind; and was also beneficial in 
moving the relationship with Eaga on to the next stage, drawing a line under the 
implementation period. 

For the first few months of the contract, DSHS’s intelligent client and contract 
management team was in part resourced by consultants whilst the recruitment 
process completed at the BBC, and the focus was rightly on overseeing and 
assisting the implementation and rollout plan.  Once the full time team was in place, 
focus turned properly to the on-going management of the contract, in particular fully 
establishing in line with the contract the governance forums (the Executive Forum 
and Operations Group) and developing and monitoring the reporting of service 
performance against contractual service levels. 
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Contract governance and performance management 

The contract sets out terms of reference for two governance forums – the Executive 
Forum and the Operations Group.  The purpose of the Executive Forum was to 
provide overall strategic direction to delivery of the contract, whilst the Operations 
Group managed the day-to-day performance.  The Operations Group in particular 
operated a standard agenda, focusing on key aspects of delivery – service 
performance, projects and change, and risk management.  Functioning separately 
from the Operations Group, there was also a Complaints Forum, recognising the 
importance of focusing on issues that were leading to complaints being made.   

The contract initially contained two KPIs and 12 PIs.  The two KPIs measured 
availability of infrastructure (telephony and IT) on a daily and monthly basis, whilst 
the 12 PIs covered the following: 

• % of calls to the Help Scheme answered within 15 seconds 

• % of calls abandoned 

• Acknowledgement of electronic communications 

• Acknowledgement of hard copy communications 

• Provision of meaningful response to written communications 

• Provision of marketing and communication materials in the format requested 
by the eligible person 

• % of appointments attended within the four-hour time window agreed with the 
eligible person 

• % of appointments cancelled by the service provider 

• % of equipment that is found to be faulty or is returned with fault within 
warranty 

• Resolution of aftercare queries at point of first contact  

• % of aftercare visits that are caused by poor quality installation 

• Number of appeals upheld by the Scheme’s Appeals Adjudicator (the BBC 
Trust) 

 

Eaga experienced some challenges in developing the full reporting suite in the early 
months of the contract, and indeed were not able to report on two of the PIs until 
late 2010.   
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The approach taken by DSHS in terms of reacting to performance issues was firm 
but pragmatic.  Service credits when they have become due were, generally, taken, 
but we also recognised instances where targets agreed at the point of contract 
signature needed review.  As an example, after Eaga were able to satisfactorily 
demonstrate that the target for achieving appointment time band compliance 
(engineer arriving within the four hour window agreed with the customer) was too 
stretching and difficult to achieve, a revised target was implemented and applied 
retrospectively.   

By giving Eaga the comfort that any agreed revised target would be applied 
retrospectively and therefore would limit the service credits payable, we were able to 
take sufficient time to first look at ways to remedy performance and achieve the 
original target, and then work out what would be a fair, but still stretching revised 
target. 
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Adapting the contract 

The above is an example of how the contract was adapted as we learned more 
about the way the Scheme would operate, and how best to understand and meet the 
needs of eligible people.  There were a number of significant changes over the life 
of the contract that are worth highlighting here in the context of useful learnings: 

Contractual management of subcontractors 

Eaga subcontracted delivery of much of the operation of the Scheme.  In the field, 
the engineer force responsible for installation activity was entirely subcontracted.  In 
the contact centre, although at the outset of the contract Eaga handled the call 
volumes, during late 2009 an outsource provider was brought on board to support 
and later in the Scheme, handled as much as 90% of the call volume per month.  In 
addition Eaga managed various other subcontractors providing printing and mailing 
services, regional PR and outreach. 

In field operations particularly, the service levels that Eaga agreed to in their 
contract with DSHS were stretching.  As has been previously noted, after a period of 
review DSHS agreed to amend downwards the target for the number of 
appointments to be completed within the four hour window agreed with the 
customer.  Eaga’s challenge was to back those service levels off as far as possible 
with their subcontractor.  Where they couldn’t, this did create stress points in 
management of service delivery as DSHS applied contractual pressure to Eaga that 
couldn’t necessarily be transferred to the subcontractor.   

Contractual implementation of the Communities Programme 

The Communities Programme was 
developed to engage with volunteers in 
local communities who are ‘trusted 
voices’ to those people who are most 
socially isolated, a group we referred to 
as “the 5%”, to help get the Help 
Scheme message to that group.  

The challenge in implementing the 
contractual arrangements to deliver the 
Communities Programme was in the 
number of organisations involved.  

 To fit with the rest of the outreach 
programme, it was important that Eaga 
had overall responsibility for delivery; 
however, coordination and strategic 
oversight was also key.   

 



 
16 

The voluntary sector generally is not particularly acquainted with lengthy contracts 
containing key performance measures, financial incentives to ensure performance, 
or governance and reporting requirements; equally however, it was important to 
DSHS that the effectiveness of the Communities Programme could be monitored 
and success measured, as far as possible.   

DSHS retained the direct contractual relationship with Circles Network, the company 
engaged to deliver the Communities Programme training.  This was to ensure that 
the content of the training remained aligned with the overall strategy of the 
programme.  Eaga, through its subcontractor DOL, engaged local community 
organisations to provide volunteers to help deliver the programme.  Some specific 
measures – such as volume of workshops, numbers of volunteers, and quality 
reporting – were incorporated within an amendment to the CES contract. 

The “list of 22” change programme 

In the second half of 2010, DSHS and Eaga began planning in earnest for the ramp 
up of operational activity that would begin in late 2010 with the opening of eligibility 
in the Anglia and Central regions, and continue through much of 2011, which would 
be the Scheme’s busiest year (with more contacts from eligible people and more 
people served than in 2008, 2009 and 2010 combined).   

In conjunction with this operational ramp up, DSHS was also requesting some 
changes to marketing materials that had been identified with CES, the aim being to 
promote response and ensure appropriate take up.  CES had concerns about the 
lack of certainty around the impact on response (and therefore probably take up) 
that these changes would have at a time when operational activity would be peaking 
anyway and so requested some dispensation against the main contact centre 
service levels for a period of time to allow these changes to bed in. 

DSHS shared this concern in terms of the impact that might result on the quality of 
customer service, if there was not sufficient resource to manage response.  
Agreement was therefore reached that: 

(i) Provided dispensation against the contact centre service levels in specific 
agreed weeks, contingent on resource in the contact centre being at agreed 
levels (audited by DSHS); and 

(ii) Provided additional funding to Eaga to secure sufficient contingency 
resource in the event that call volumes were significantly impacted by the 
changes to marketing. 

In return, DSHS identified a list of changes (the “list of 22”) that it wanted 
implemented within a relatively short timescale, many of which had a direct and 
positive impact on the customer journey.  The agreement above was made 
conditional on effective implementation of the list of 22 to an agreed plan; thus 
DSHS secured the implementation of some useful changes to the customer journey, 
whilst Eaga got the dispensation they sought around service levels, for a period of 
time. 
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Use of the annual contract review to introduce additional services and amend 
the commercial model 

As referenced in section five above, it became apparent that the contract with Eaga 
did not describe in sufficient detail or clarity the outreach services.  There were 
other instances of services that DSHS either introduced during the term of the 
contract or that it was recognised were not being properly funded, which were 
managed into the contract through the annual contract review and change control 
process. 

In preparation for the 2010 annual contract review, Eaga identified a number of 
these elements.  In addition, they raised questions about how assumptions that were 
agreed at the time of procurement, that had an impact upon the charges paid under 
the contract, had changed over time.  In their view, this was having a significant 
impact on the revenue streams earned through the contract and they requested a 
review. 

DSHS approached this review with the fundamental principle of risk sharing as set 
out in the procurement at the forefront – that the supplier was responsible for risk 
associated with failing to get it right first time, and DSHS retained risk associated 
with volume change.  As a result, DSHS rejected elements of Eaga’s claim but 
considered other aspects.  Most notably, the original commercial model had 
assumed that 97% of the people responding to our mailings would be opting in.  In 
fact, this was running at closer to 30%, because our mailings encouraged people to 
respond regardless of whether they needed assistance so that we could be sure 
they were ready for switchover.  Eaga were not being paid in full for the activity 
associated with managing responses that did not lead to an opt in and yet it was 
recognised that it served a purpose, and so a new variable fee was introduced. 

The approach taken to this review was to ensure that the Scheme continued to do 
the right things for our eligible people – and, if Eaga were not being paid 
appropriately for providing that service, to rectify this through changes to the 
commercial structure.   
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CES’s view 
 

There have been a number of changes to the contract which have developed as 
both DSHS and CES’s knowledge and understanding of the Scheme and the 
requirements of the customer have improved.   

CES have suggested adaptations to the contract which have been generated by 
operational reviews (regional reviews and lessons learned reports) and issues raised 
during operational delivery recorded on the issues log.  Other changes have been 
raised through structured programmes such as the transformation programme. 

DSHS have welcomed CES’s suggested changes to the contract if these changes 
have demonstrated an improved service to customers. 

Throughout the contract, as operational elements changed, DSHS and CES have 
worked together to come to a common contractual position on delivery. These 
changes and negotiations have always been undertaken in a professional manner 
and worked through jointly. 
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Conclusion 

The competitive dialogue procedure was a complex, time-consuming and resource-
hungry process, but necessary and appropriate given the complexities of the Help 
Scheme procurement and the requirement to conduct it under OJEU rules.   

Through selecting a pilot provider and then continuing the main scheme 
procurement selection through the delivery of the pilot, the BBC was able to use 
learnings from the pilot to inform development of the target operating model for the 
main Scheme.   

Bidders were aware up front not only of the required contractual terms and 
conditions but also of the risk sharing principle that would underpin the payment 
structure.  Eaga as successful bidder was the one that demonstrated most clearly its 
understanding and acceptance of this. 

Once the contract was signed, there were challenges both in implementation and 
on-going delivery, however through firm but fair and pragmatic contract 
management issues were resolved and the commercial structure and description of 
services were kept up to date and relevant throughout, maintaining the focus on 
delivering a high quality customer service and striving to get it right first time for the 
eligible people served. 

 
  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 


