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To:   Cranbrook Community Centre  

By:  Jonathan White, Project Surveyor, TWBC 

 

Subject:  Procurement Options – For discussion 

Date: July 2022 

 

 
 

1. Introduction 

 
1.1 The Cranbrook Community Centre has been a long-term aspiration of Cranbrook and 

Sissinghurst Parish Council (CSPC) who have recently been working in partnership 
with Tunbridge Wells Borough Council (TWBC) to assist in delivering a community 
facility for the people of Cranbrook and Sissinghurst. The facility will be paid for via a 
number of funding routes including S106 funds, grants, lease income and a loan. The 
land being proposed for the site is owned freehold by CSPC and TWBC have to date 
been providing technical advice and support.  
 

1.2 The project is now approaching the end of RIBA stage 1 with the business case fully 
worked up and there is now a desire to get on and procure the design team to work 
up the project to RIBA stage 4. The council now have to consider the best options for 
moving the project forward. In considering the options for moving forward, the Project 
Surveyor advising the parish council is seeking to minimise the financial risk given 
the significant values concerned and the relatively small turnover of the parish.  
 

1.3 In constructing these types of facilities there is always a trade off between risk and 
reward. The more risk you take, the cheaper the build could potentially be, but 
conversely the more risk you take, the more you are liable for any potentially 
unforeseen costs that may make the project unviable at a critical point of time. On 
that basis the Project Surveyor is seeking an approach to construction that would 
seek to transfer this risk away from the council and give the council more cost 
certainty with a longer term horizon.  
 

1.4 The purpose of this paper is to set out the procurement options for the design and 
construction of the Community Centre.  
 
 

2. RIBA Stages 
 
2.1 The RIBA Plan of Work is published by the Royal Institute of British Architects 

(RIBA). The latest version is endorsed by the Chartered Institute of Architectural 
Technologists and the Construction Industry Council.  

 
2.2 Split into a number of key project stages, the RIBA Plan of Work provides a shared 

framework for design and construction that offers both a process map and a 
management tool. TWBC and KCC use the RIBA Plan of Work 2020 to underpin 
project delivery and the work stages have been used as a means of designating 
stage milestones and identifying team members’ roles and responsibilities.  

2.3 The work stages are as follows:  
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▪ 0 - Strategic definition  

▪ 1 - Preparation and brief   (Current RIBA Stage)  

▪ 2 - Concept design  

▪ 3 - Spatial Coordination  

▪ 4 - Technical design 

▪ 5 - Manufacturing and Construction  

▪ 6 - Handover 

▪ 7 - Use 

3 Procurement Routes 

3.1 There are several different routes by which the design and construction of a building 
can be procured. The selected procurement route should follow a strategy which fits 
the long-term objectives of the business plan. Considerations should include:  

▪ Speed  
▪ Cost  
▪ Quality 
▪ Specific project constraints.  
▪ Risk  
▪ Asset ownership 
▪ Financing  

3.2 The main procurement routes commonly used are as follows:  

▪ Construction Management 
▪ Private Finance Initiative (PFI) 
▪ Traditional contract 
▪ Single-stage design and build  
▪ Two-stage design and build 

3.3 Option 1 - Construction management  

This is a procurement route in which the works are constructed by a number of 
different trade contractors. These trade contractors would be contracted to CSPC but 
managed by a construction manager. The construction manager acts as an agent for 
CSPC, administering and coordinating the works contracts. The construction 
manager is generally appointed early in the design process so their experience can 
be used to improve the buildability and packaging of proposals as they develop. 
However, this route means that CSPC in effect will be acting as the Principal 
Contractor and each trade contractor (e.g. Ground worker, Superstructure, 
Decorator, Mechanical and Electrical) will be in direct contract with CSPC. This is not 
a procurement route that is very common in the public sector or on such projects as 
this has a larger proportion of risk (normally that sits with the Principal Contractor) 
now lying with CSPC which is not felt to be acceptable. TWBC’s view is that the cost 
saving of not having a Principal Contractor’s overhead and profit does not outweigh 
the additional risks associated with such a route, and so is not considering this option 
any further. In addition, the frameworks that are available to it aren’t set up with this 
procurement route in mind and CSPC is too small to have relationships with each of 
the trade contractors and the design and coordination risk is therefore deemed as 
significant. 
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3.4 Option 2 - PFI  

A single contractor (perhaps a special purpose vehicle (SPV), with design, 
construction and facilities management expertise as well as funding capability) is 
appointed to design and build the project and then to operate it for a period of time. 
The contractor finances the project and leases it to the client for an agreed period 
(perhaps 30 years) after which the development reverts to the client. An example of a 
design build finance and procurement route is Public Private Partnership (PPP), the 
most common form of which is the Private Finance Initiative (PFI). This option has 
been discounted at an early stage due to lack of alignment with the Business Case.  

3.5 Option 3 – Traditional  

If adopting a traditional approach to procurement, the concept of design is completely 
separate from construction. The design is developed by a design team appointed by 
CSPC and the council retains full control over the design throughout the contract and 
accepts design liability. Traditional procurement is normally undertaken in a Single 
Stage, i.e. the project is tendered to a number of Contractors who all submit a price 
at the same time and the most economically advantageous tender wins the job. 

  The benefit of this approach is that CSPC is able to maintain overall control of the 
design team and their performance in order to achieve the build quality that is 
required. For this approach to be truly effective, complete documentation needs to be 
in place before the Contractor is invited to tender, which may take some time to 
prepare and would require the appointment of and architect or alternative designers 
through to RIBA Stage 7. An initial build programme will be prepared by the design 
team based on previous experience and not necessarily on the buildability of the 
scheme. 
 
The Traditional Procurement Method showing the contractual arrangements is shown 
below: 
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The main advantages and disadvantages of this process are set out below. 

 
Advantages: 

 
a. This is the conventional approach to procurement – it is familiar and well 

understood.  
 
b. Price certainty is based on a fully developed design that CSPC has 

controlled. 
 
c. Tenders are based on the same information and the Contractor does not 

need to price for a risk premium. 
 
d. There is no early commitment to a single Contractor. 
 
e.  CSPC have direct control of the design team.  
 
Disadvantages: 
 
a. The Contractor is not involved in the design process and therefore has no 

‘buy-in’ to it and no opportunity to reduce buildability issues, drive in 
efficiencies or increase programme certainty. 

 
b. CSPC retains the risk of extra costs due to ambiguities or errors in the design 

as well as design development throughout the project. 
 
c. A Contractor may price to win the job rather than to reflect the works involved 

which encourages a claims culture. 
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d. The contractor only has responsibility for construction and not for design. 
Separating responsibilities for design and construction is seen as the primary 
reason for the move to alternative contractual arrangements. This can, and 
unfortunately often does, lead to disputes about whether defects are really 
design defects (for which CSPC will be responsible) or defects in materials 
and workmanship (for which the contractor will be responsible). 

e. Relies heavily on the QS getting their figures correct based on the design 
detail provided. Failing this CSPC may have to pay for extensive value 
engineering and or a completely new scheme. 

 

3.6 Option 4 – Design & Build (Single Stage) 

CSPC design team would produce design information to RIBA Stage 3. At this stage, 
the Employer’s requirements would need to have been sufficiently defined as to allow 
the ensuing detailed design process to be driven by a competitive pricing process. 
Contractors are invited in competition to complete the remaining design work and to 
deliver and complete the construction works. 

The advantages of this route is that, following acceptance of a tender offer, all 
remaining risks associated with the completion of the design as well as the 
construction delivery of the project transfers to the contractor, except where these 
have been expressly agreed between the parties as being owned by CSPC. The 
design and build contractual arrangement is an attractive option for clients. It 
simplifies the contractual links between the parties to the main contract because the 
contractor accepts responsibility for both design and construction.  

The principal disadvantage is that CSPC loses direct control of the design team, and 
it would be the contractor’s choice to appoint a new design team or continue to use 
the specified architect, who would now be under the control of the contractor, which 
can make any ongoing changes or modifications to the design a cumbersome 
process. Key to the success of single stage Design and Build is the preparation of 
accurate ‘Employer’s Requirements’, the collection of design and other documents 
which define and specify what the design and build contractor is expected to deliver 
and the quality and performance standards that will need to be achieved. This is the 
basis on which the contractor is expected to submit his most competitive price. The 
largest source of disputes under Single Stage is due to unclear or ambiguous 
Employer’s Requirements and this can lead to confrontation, delays and additional 
costs. The pricing mechanism for the design and build approach is essentially the 
same as the traditional approach in that a lump sum price can be procured. 
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The main advantages and disadvantages of this process are set out below. 

Advantages: 
 
a. There is a single point of responsibility for both design and construction. 
 
b.  There is cost and programme certainty (at RIBA Stage 3) provided there are 

no changes in the Employers/Clients Requirements. 
 
c. Full use of Contractors resources and expertise in buildability and planning 

with regard to the design and achievement of shortest construction period. 
 
d. Detailed Design and construction can proceed in parallel and an early start on 

site can be achieved. 
 
e.  Existing Design Team would only need to be commissioned to complete RIBA 

Stage 3 and robust Employers Requirements. 
 

 
Disadvantages: 
 
a. Specifications could suffer as Contractor endeavours to reduce cost - CSPC 

has no direct control over the Contractor's design therefore quality could 
suffer, although the Contractor must achieve the Performance Specification 
within the Employers Requirements. 
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b. The initial price may be higher than Traditional as the Contractor will include a 
premium for risk as this sits entirely with him (this is seen as a positive to 
CSPC given the small nature of the council and limited funding abilities), 
although claims are likely to be reduced. There may be some risks that are 
agreed to stay with CSPC but there are others that will still be CSPC’s risk 
under the contract, e.g significant adverse weather. 

 
c. There is limited scope for the Client to make changes to his requirements 

once the Employer’s Requirements and Contractor's Proposals have been 
agreed without significant cost consequences. 

 

3.7 Option 5 – Design & Build (Two Stage)  

Procurement of a design and build contractor, as the title suggest, is a two-stage 
process. The first stage process requires the contractor to provide a competitive 
tender for the preconstruction stage only. This will include his design and 
management costs, plus overheads and profit to manage the project through the 
preconstruction stages and concludes with the presentation of a tender offer to 
CSPC to deliver the construction stage of the project, which CSPC may or may not 
choose to accept. This substantially reduces the risks to which the employer is 
exposed to, as at this stage, these preconstruction costs are the only costs to which 
CSPC needs to commit to.  

During the preconstruction stage, the contractor will develop the designs through 
successive design stages before commencing procurement activities. This is typically 
a series of subcontract packages, procured in open book competition. The accepted 
tenders for the various subcontract packages are then compiled into a tender offer 
plus agreed staff costs, overheads and profit and this constitutes the contractor’s 
tender offer. 

The advantage is that the tendering process is approached on a package by package 
basis and there is time to interrogate the tender returns for errors or omissions. This 
ensures that when the various packages are assembled into a tender offer, the final 
price reflects a high level of price security which substantially reduces the scope for 
disputes during the construction delivery stage. 

The principal disadvantage is that CSPC and contractor are not able to agree the full 
price until the end of stage 2. This does not stop CSPC setting a ceiling on the full 
price and ensuring that the contractor remains below it.  

The Project Surveyor is supportive of this option as in his view it minimises risk as 
much as possible for CSPC and gives the council the best chance of delivering the 
facility within a confined budget. Ultimately however the decision on which option to 
progress will be for CSPC to determine and agree.   

The main advantages and disadvantages of this process are set out below. 

Advantages: 
 
a. There is a single point of responsibility for both design and construction. 
 
b.  There is programme certainty provided there are no changes in the Clients 

Requirements. 
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c. Full use of Contractors resources and expertise in buildability and planning 
with regard to the design and achievement of shortest construction period. 

 
 
d.  Existing Design Team would only need to be commissioned to complete RIBA 

Stage 3 and Employers Requirements. 
 

Disadvantages:  
 
a. Specifications may suffer as Contractor endeavours to reduce cost - CSPC 

has no direct control over the Contractor's design therefore quality could 
suffer, although the Contractor must achieve the Performance Specification 
within the Employers Requirements. 

 
b. There is no guarantee an acceptable price can be agreed in the second stage 

without robust control. 
 
c. There is limited scope for the Client to make changes to his requirements 

once the Employer’s Requirements and Contractor's Proposals have been 
agreed without significant cost consequences. 

 
 
4. Contractor Framework 
 
4.1  The above procurement types can be procured using a number of routes – see 

appendix 1. There are a number of considerations to take into account when 
progressing this work. You can either go open procurement or use a framework. 
Open procurement means going to the whole market and can take a long time and 
be very expensive. Pre-qualification Questionnaires would be needed and there is 
potential for the council to have to sift through hundreds of applications from large to 
very small organisations to determine which might or might not be able to deliver the 
project. Frameworks on the other hand are pre-selected contractors who have 
already passed the Pre-Qualification Questionnaire and are trusted to deliver the 
projects based on the frameworks they are on. Using one would save a considerable 
amount of time, the process would be straight forward but the client would be limited 
to those contractors on the framework and there may be a fee to pay to use the 
framework. Appendix 1 below sets out some of the various frameworks open to 
CSPC and the pros and cons of each including open procurement.  

 
When considering a framework the main elements Cllrs are usually keen to consider 
are the following: 

 

• Which contractors are on the list and how local they are – locality also usually 
gives you a good idea of the strength or weaknesses of their supply chain but 
be careful, because procurement rules do not allow you to award points to 
those companies closest to you; 

• What experience they have of delivering similar projects; 

• Whether the contractor is trusted to deliver the project on time and to budget. 
 
There are more considerations than the above but these are the frequently asked 
ones. 

 
4.2 While the council is free to select the framework it wishes to use, the Project 

Surveyor has extensive knowledge of the KCC Framework and it has been set up to 
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allow flexibility in procurement of a contractor whether it be traditional, single stage 
design and build or two stage design and build and opportunities can be assessed on 
both quality and price criteria. There is no fee for the council to use this framework 
and additional support can be acquired at no additional cost. The framework is based 
on an NEC contract as opposed to a JCT contract.   

 
4.3 The framework’s aim and objective is the development of long term collaborative 

relationships between clients, professionals and contractors around shared 
objectives and common values. The relationships are based on trust, whilst still 
demonstrating very competitive rates, and aligns with the aims of the Government 
Construction Strategy of 2011.  

 
4.4 Other benefits of KCC’s Contractor Partnership Framework include 
 

▪ very competitive project out turn cost   
▪ good mix of contractors, including several Kent based contractors with 

previous experience of delivering this type of development 
▪ simpler, quicker and reduced-risk procurement 
▪ best practice project governance  
▪ improved predictability of time, cost and quality 
▪ reduced claims and conflict 
▪ socio-economic benefits to Kent – apprenticeships, spend and community 
▪ performance improvement measured by regular feedback 
▪ early involvement of the whole supply chain (Design and Build contracts) 
▪ reduced tendering cost for Contractors   

 
4.5 The framework has the following contractors: 
 

▪ Kier 
▪ WW Martin 
▪ Baxall 
▪ Morgan Sindall  

 
4.3 The Contractor Partnership Framework has 2 stages 
 

▪ Expression of Interest (EOI) – All contractors are notified of the project 
and they submit an EOI if they are interested in tendering – normally 3 
day turnaround period.  
 

▪ Mini competition – Those contractors who expressed an interest are 
invited to a mini competition – normally a 3-5 week turnaround period. 

 
▪ Award – highest scoring contractor is awarded the contract based on 

fixed design, management, prelims and overhead and profit. The 
contractor then proceeds to deliver the project based on an open book 
basis including seeking multiple quotes for sub-contracting packages 
where possible which are then evaluated by the Quantity Surveyor. 

 
5. Recommendation 

 

1.1 The Project Board is asked to: 
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▪ consider the paper and raise any matters regarding the options outlined within 

the paper; 

 

▪ consider the recommended option of procuring a design team via a two stage 

Design and Build (Option 5) through KCC’s Contractor Partnership 

Framework; 

 

▪ give approval for Jonathan White to draft the commercial strategy and submit 

a Procurement Plan to CSPC Board seeking formal approval to proceed with 

Option 5 via KCC’s Contractor Partnership Framework. 

 
 

Report Author: 

▪ Jonathan White, Project Surveyor, Property and Estates, TWBC 
▪ 07988 375 334/ jonathan.white@tunbridgewells.gov.uk 
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Cranbrook Community Centre – procurement options Appendix 1 

 LHC Scape Framework Southern 

Construction 

Framework 

Department For 

Education 

Framework 

Kent County 

Council 

Framework 

Open procurement South East 

Consortium 

Framework 

Open to CSPC Yes Yes Yes Yes Yes Yes Yes 

Cost Yes charge applies 

– percentage of 

build cost 

Yes charge applies 

– percentage of 

build cost 

Yes charge applies – 

percentage of build 

cost 

No charge No charge Yes significant work 

to be undertaken by 

CSPC  

No charge 

Suitable 

Contractors 

Baxall, Galliford 

Try, Kier, Morgan 

Sindall, Wilmott 

Dixon and many 

more. 

Kier 

Morgan Sindall 

No other 

contractors  

Very large national 

contractors – 

Wilmot Dixon, 

Wates, Morgan 

Sindall, Mace, Kier, 

ISG, Galliford Try. 

Baxall, Bowmer 

and Kirkland, 

ENGIE 

regeneration, 

Spatial Initiative, 

Wates, Willmott 

Dixon 

Baxall, Kier, 

Morgan Sindall 

and WW Martins 

Open to all 

contractors 

Bugler 

Developments, 

Jenner, Kind and 

Company, Real LSE, 

United Living, , 

Wates 

Location London and South 

East  

South East South East Surrey, Kent, 

West/East 

Sussex 

Kent based 

contractors and or 

with local offices 

Anyone can tender Kent, Surrey and 

West/East Sussex 

Run by London Housing 

Corporation 

Pick Everard  Devon and 

Hampshire County 

Council  

Department for 

Education 

Kent County 

Council 

CSPC to run own 

procurement or bring 

in expertise to 

oversee 

Eastbourne and 

Lewis 

district/borough 

councils  
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Other 

comments 

Potential direct 

award solution if 

desired. Free cost 

advice service if 

required.  

Framework acts 

almost like a single 

supplier framework 

Framework 

occasionally used by 

TWBC and KCC 

Predominantly 

setup to serve 

education 

purposes and 

projects 

Framework open 

to all Kent 

Boroughs/Districts 

and public sector 

bodies – direct 

award solution 

possible 

Significant time delay 

of up to 9 months via 

this route – must use 

Contract Finder to 

advertise nationally - 

expensive 

procurement costs 

 

Value £2-£7M Up to £7.5M £4M+ Low value band 

from £0.5M to 

£7M 

Any value  Any value £5M to £10M 

 

 


