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1. [bookmark: _Toc208827936]Introduction 
The Adult Social Care Case Management System Foundational Specification Part 2 builds upon the Foundational Specification Part 1, produced in 2024. The Part 2 outputs are designed to be usable documents that can be tailored to meet local needs and used as part of an actual procurement, to improve and simplify the process of procurement and save valuable time and money. 
The outputs have been produced following a three-and-a-half-month engagement period with stakeholders (3rd March 2025 to 15th July 2025) from across the Adult Social Care sector, including:
· Workshops and meetings with 30+ Local Authorities from across England, involving a range of stakeholders including Directors, Service Leads, Principal Social Workers, Commissioners, Finance staff, Procurement Leads, Business Support staff, IT staff and Business Intelligence staff.
· Meetings with four current and three potential future CMS suppliers, in response to a Pre-Market Engagement (C349760) published 26/03/2025.
· Meetings with representatives from NHS England, Crown Commercial Services (CCS), YPO, the Department for Education (DFE), the Department for Health and Social Care (DHSC), Local Government Association (LGA) and Directors of Adult Social Services (ADASS).
The Part 2 outputs are intended to represent a ‘standard’ set of requirements that will apply to the majority of Local Authorities across England, with a focus on the Adult Social Care (ASC) sector. However, where there are notable overlaps with Children’s Services, these have been included. It is also recognised that there is no ‘one size fits all’ approach; outputs will always need to be adjusted to meet local requirements. However, it is hoped that a more standardised set of requirements can contribute to greater collaboration on technical solutions that can be used at scale across the sector. The requirements are based on actual feedback from LAs that have subsequently been reviewed and validated by LAs.
The Part 2 outputs are focused on the use of Outcomes-Based Requirements. These are designed to be less prescriptive about how a system works, with a greater focus on what each authority wants to use the system to achieve. This is intended to benefit both authorities and suppliers in several ways: 
· Outcomes-based requirements give suppliers the opportunity to promote innovative solutions, demonstrating the art of the possible in new ways, using tools that authorities may not have experienced before. 
· Non-technical voices can be more easily represented during the procurement, focusing the requirements on what users want to achieve rather than including detailed technical language about how that is achieved.
· Where high-value local requirements exist, these can be more prominent in the procurement, reducing the focus on basics that every system can, or should, be able to do without issue. 
· Suppliers can focus their responses on those same high-value areas of system requirements, with more standard areas of the requirements being easier to respond to
These outcomes-based questions are backed by a more detailed set of requirements. The use of these outputs together or separately is at the discretion of individual authorities. 
These outputs are also intended to be living documents that are updated and improved over time to reflect changes in national policy, new technologies entering the market, changes to procurement rules, etc. Details of how authorities can provide feedback on the outputs will be made available on the KHub website. 





2. [bookmark: _Toc208827937]How to use the Foundational Specification Part 2
The outputs that make up the Foundational Specification Part 2 are designed as follows:
· They are not designed to be used verbatim or ‘as is’ – they are designed to act as ‘building blocks’ to form the basis of a Local Authority procurement exercise. They will always need to be updated to reflect local requirements and preferences beyond just completing the identified pieces of information. Local Authorities (LA) should use the sections that are appropriate for their needs, adding, removing and amending any aspect they deem necessary. 
· Areas where LAs are prompted to add relevant local information are highlighted in yellow as follows: [example of where to add information]
· Areas where LA’s are offered guidance to be removed from the final documents are highlighted in blue as follows: [example of where to remove information]
[image: A close up of a computer screen

AI-generated content may be incorrect.]
· Requirements should be reviewed, validated and approved before use – before being used for a procurement exercise, the amended files should be fully reviewed and validated by local stakeholders, with a formal approval for their usage by appropriate senior stakeholders.

· The files are designed to be complementary to one another – the detailed requirements spreadsheets provide additional information to complement the outcomes-based questions. There are clear links between sets of requirements and questions, as noted in the files:
· Each question in the ‘Outcomes Based Questions’ document references specific requirement IDs from the requirements spreadsheets
[image: An image showing a section of the Outcomes Based Requirements document, highlighting where each outcomes based question is linked to specific numbered requirements from the Requirements Spreadsheets.  ]

· Each requirement in the requirements spreadsheets references the relevant question in the ‘Outcomes Based Questions’ document
[image: A screenshot of a section of one of the Requirements spreadsheets highlighting how each requirement is linked to an Outcomes Based Question.]

· Outcomes-Based Questions (OBQs) are numbered by section – for example, the OBQs about Case Management are prefaced ‘CM’, the OBQs about AI are prefaced ‘AI’, etc. 

· It is recommended to read the supporting documentation in full prior to reviewing the requirements – there are elements of the procurement that need to be considered early in the process and fed into the requirements. 

· Prioritisation and other information can be added on an as-needs basis - The detailed requirements spreadsheets include optional columns that can be utilised, removed or added to for recording more detail about each requirement. These could include a MoSCoW (Must, Should, Could, Won’t) prioritisation, details related to statutory reporting or other notes. These do not currently include any information as they will be highly localised. 

[image: A screenshot of one of the Requirements spreadsheets showing the fields that will need to be added by Local Authorities on an as needs basis, such as the MoSCoW rating of each requirement. ]


3. [bookmark: _Toc208827938]Routes to Market 
A key component of a successful procurement of a Case Management System (CMS) is choosing the best route to market to meet the needs of the buyer. As with the CMS solutions themselves, there are requirements and options related to the procurement exercise that the authority must consider and decide upon before beginning the procurement. 
3.1. [bookmark: _Toc177631228][bookmark: _Toc208827939]Requirements and Considerations
The authority will need to discuss and agree on the following, which will shape the route to market: 
· Procurement Scope – The authority needs to be clear about what is within the scope of the procurement from the outset. This is to ensure the correct requirements are validated and approved and subsequently included in the procurement exercise. In addition, having validated requirements and in conjunction with discussions about budget, the authority will need to determine whether it can likely afford everything within the scope of the requirements and adjust the scope of the procurement accordingly. 
· Overly Restrictive Requirements – The authority should be cautious about making requirements overly restrictive, e.g. by making too many requirements mandatory or by adding pre-qualification questions (PQQs). This increases the risk that a reduced number of suppliers will be able or willing to respond and can potentially increase the risk of challenge if requirements are felt to favour one supplier over another. Outcomes-based requirements are a potential approach to mitigate this risk. 
· Contract Duration – The authority should determine the overall length of the contract that they wish to secure with the supplier. There may be a requirement to align this contract with strategic planning timelines, e.g. if there are going to be fundamental changes to the structure of an organisation or the services it provides, or to align with other contracts of related systems, e.g. Education, Finance, etc.  
· A longer-term arrangement, potentially with break clauses included, allows systems to be properly embedded and to avoid the need for frequent re-procurement exercises.
· A shorter-term arrangement has the potential benefit of allowing greater flexibility to move between suppliers, but with the added challenge of needing to repeat implementation projects more often.
· Consolidated / Simplified Supplier Relationship – The chosen procurement route should enable the possibility of contracting with a single or reduced number of suppliers, provided they can deliver multiple integrated solutions that meet the organisation’s requirements across several business areas, e.g. an authority may choose to purchase Adult and Children’s Case Management Systems together.
· Effective Supplier Management – The procurement approach should include mechanisms that support effective supplier management, particularly in addressing poor performance or issues with the delivered solutions.
· Procurement Process Duration – The procurement process should be as streamlined as possible to ensure the timely selection of a solution and to allow for early planning and implementation. 
· Compliant – the procurement route must be compliant with applicable public sector procurement regulations, such as those laid out in The Local Government Act[footnoteRef:1] and The Procurement Act 2023[footnoteRef:2]. [1:  https://www.legislation.gov.uk/ukpga/1999/27/contents, accessed 14/07/2025 ]  [2:  https://www.legislation.gov.uk/ukpga/2023/54/contents/enacted, accessed 14/07/2025] 

In addition, several other items should be considered and clarified before selecting the procurement approach:
· Strategic Alignment – The needs of the system to support broader strategic or organisational goals, outside of just delivering a social care case management solution, should be understood. For example, there may be a need to drive traffic to digital channels and away from telephone helpdesks, or to increase compliance with data protection legislation. 
· Budget – an indication of the size of the potential budget to undertake both the procurement and (re-)implementation of the solution, should be confirmed. 
· Market Research – it can be helpful to undertake some basic market research to understand the suppliers in the market, the solutions they offer, and the innovation potential related to these. This is particularly important if a framework procurement (see subsequent sections) is to be pursued, where supplier choice will be limited to those on a particular framework. 
· Implementation Readiness – the authority will need to consider what resources will be needed for the procurement and implementation, ensuring they have the capacity and capability to undertake the necessary work. Proceeding without the necessary skills in place will often yield less satisfactory outcomes or introduce additional cost or time delays. 
· Current State Assessment – having a clear understanding of the current state of systems, data, skills, and processes will be vital in shaping the type of implementation that will need to be undertaken and therefore shape non-system aspects of the procurement. 
· Secondary Procurement – understanding whether a secondary procurement for additional implementation resources or an implementation partner will be needed will be beneficial, as these procurements can potentially be run in parallel to avoid unnecessary implementation delays. 
[bookmark: _Toc177631229]

3.2. [bookmark: _Toc208827940]Procurement Approaches 
There are several potential procurement approaches the authority can pursue, the choice of which will be dependent on having a clear set of requirements for the procurement and understanding the needs of the organisation and the boundaries within which the procurement must operate. The Procurement Act 2023 includes three main procurement routes for authorities, but there are others as well.  
[bookmark: _Toc208827941]Competitive Open Procedure
A competitive open procedure is a single-stage procurement process where any supplier can respond to a tender. There are no Pre-Qualification Questions (PQQs) or prior shortlisting of suppliers, although authorities can include set conditions that a supplier must satisfy to be awarded the contract. The authority and winning supplier can negotiate specific terms and conditions to include in the contract, such as KPIs and service levels. 
Such a procedure is most commonly used where there is a very clear set of requirements for common goods and services, allowing for widespread competition on pricing and transparency of process. However, such a process can lead to a large number of respondents and a more time-consuming, labour-intensive evaluation process as a result. 
The Procurement Act 2023 introduces the principle of awarding contracts to the ‘Most Advantageous Tender’ (MAT), replacing the idea of the ‘Most Economically Advantageous Tender’ (MEAT). This change reinforces that authorities can continue to award to the supplier that meets the requirements and best satisfies the reward criteria, with value for money still a consideration. 
[bookmark: _Toc208827942]Competitive Flexible Procedure
This is a new process introduced by the Procurement Act 2023 and is designed so that contracting authorities can design a competition to best suit the particular needs of their contract and market[footnoteRef:3]. This procedure would previously have been considered a ‘Restricted Procedure’, with the authority able to determine a set of criteria for shortlisting suppliers before the full evaluation process. Authorities can decide how many tenderers should be shortlisted.  [3:  https://www.gov.uk/government/publications/the-procurement-bill-summary-guide-to-the-provisions/the-procurement-bill-a-summary-guide-to-the-provisions, accessed 14/07/2025] 

Authorities may use a Dynamic Market as part of a Flexible Procedure, which effectively allows an authority to approach a list of qualified suppliers who have met a set of conditions for membership of the market. These membership conditions “must be a proportionate way of assessing suppliers’ legal and financial capacity or technical ability to perform contracts”[footnoteRef:4].  [4:  https://www.gov.uk/government/publications/procurement-act-2023-guidance-documents-define-phase/guidance-dynamic-markets-html, accessed 14/07/2025] 

Such a process is best used for complex or innovative procurements, especially where dialogue is required with suppliers or there is likely to be negotiation required. Such a route allows for a highly tailored procurement among a pre-qualified set of suppliers, with innovation at its heart. However, this also has the requirement for careful design to ensure the procedure remains legally compliant and is not defined in such a way as to favour one supplier over others. 
[bookmark: _Toc208827943]Framework Agreements 
The Procurement Act 2023 focuses primarily on Direct Award via Frameworks, but they can also be used to run mini competitions. Direct Award via a Framework is not the same as a Direct Award (see below). 
The 2023 Act also introduces the concept of ‘Open Frameworks’, where additional suppliers can join a framework once it has started. This is designed to foster increased competition within the market of the framework. As previously mentioned, frameworks where there is only one opportunity to join before the framework begins remain allowable in the market. 
Framework Agreements mean there has already been a pre-tendered agreement with one or more suppliers for commonly used goods or services, with frameworks often split into lots related to specific areas of goods or services. Direct Award via a Framework is often allowable if terms and pricing related to the contract are already agreed as part of the framework. Mini Competition via a Framework can be used when refinement to such terms and pricing is needed. 
The benefits of framework agreements are that they can be completed relatively quickly, they are legally compliant, and they reduce the burden on the local authority. However, depending on the type of framework used, an authority will be limiting the choice of available suppliers to those already on the framework. 
There are several suitable framework agreements for the procurement of Adult Social Care CMS, including the following. It should be noted that framework agreements that came into effect before the Procurement Act 2023 remain legitimate routes to procurement until their scheduled end date. 
A. Crown Commercial Service (CCS) – Vertical Application Solutions (RM6259)
CCS Vertical Applications Solutions (VAS) framework agreement allows Local Authorities to procure software solutions, which can be either on premise or cloud-hosted, from sector-specific lots. Lot 2 includes Education, Community Health and Social Care solutions. The framework allows for the procurement of software licences, hardware, maintenance, consultancy and support services related to the end solutions and can be used to offer a direct award or to run a mini-competition. There are no pre-determined contract lengths, so authorities can procure longer duration contracts should they wish.
The agreement is active until 6th March 2027. 
B. Crown Commercial Service (CCS) – G-Cloud 14 (RM1557.14)
CCS G-Gloud 14 operates similarly to VAS, allowing authorities to procure cloud-based software, hosting and support services via three specific lots. There are no sector-specific lots, but a large catalogue of over 46,000 services providing a wide choice of suppliers and services. G-Cloud is particularly good for buying standard off-the-shelf cloud-based case management services and can be used for direct awards or mini-competitions. A limiting factor in the potential use of G-Cloud 14 is that the maximum contract duration is 3+1 years. 
The framework is active until 28th April 2026. 
C. ESPO Technology Products & Associated Services 2 (TePAS 2)
The TePAS 2 framework, a partnership between CCS and ESPO, allows for the procurement of a broad range of IT hardware, software and associated services, with Lots 3 (Software) and Lot 5 (Health and Social Care Technology) being particularly relevant to this market. The framework can be used for direct awards or mini competitions. 
The framework is active until 9th April 2026, with a potential extension until 9th October 2027. 
D. YPO Framework 1095 – Software Application Solutions (SAS)
Lots 12 of the YPO SAS framework agreement has been designed specifically for the procurement of Health and Social Care Systems by public sector organisations such as Local Authorities. Outcomes-based procurements are supported, and authorities can cross-purchase from multiple lots (e.g. Lot 3 – Financial and Accounting Management systems) where appropriate and necessary to meet their needs. The framework can be used for direct awards or mini competitions. There are no pre-determined contract lengths, so authorities can procure longer duration contracts should they wish. 
The framework is active until 20th February 2027. 
[bookmark: _Toc208827944]Additional Options
Additional approaches that are far less commonly used in this market include:
· Direct Award (Outside of Frameworks) – these are only allowed in exceptional circumstances, such as extreme urgency or where there is no competition in the market. Lack of planning is not considered to contribute to “extreme urgency”, and authorities are open to significant risk of challenge in the current market for Adult Social Care CMS solutions, where there are multiple suppliers. 
· Dynamic Purchasing Systems (DPS) – electronic systems for procuring commonly used goods and services that are open to new suppliers to join throughout their term. These are best used for frequently purchased, standardised services and not particularly suitable for procuring Adult Social Care CMS solutions that are procured relatively infrequently and will often contain several ‘non-standard’ or localised components, e.g. interfaces. 

3.3. [bookmark: _Toc177631233][bookmark: _Toc208827945]Procurement Timelines
[bookmark: _Toc177631234][bookmark: _Toc208827946]Framework Procurement
A framework approach to procurement is likely to be the most cost and time-efficient method of securing long-term Social Care case management solutions, given the structured nature of the framework, the availability of pre-prepared materials and pre-assessment of suppliers. Whether the framework agreements are used for Direct Award or to run mini competitions will depend on local need. 
A local authority should anticipate a 3-9 month window for a framework procurement (excluding validation and approval of requirements), but this will vary widely depending on local need, capabilities and capacity. 
[bookmark: _Toc177631235][bookmark: _Toc208827947]Competitive Procurement 
Open procurements will generally take longer to complete due to the additional stages in the process and the potential for more complex evaluation periods. They will likely require additional resources for responding to clarification questions, designing the evaluation process and scoring model, training for and undertaking the evaluation process and contract negotiations with the winning supplier.
A local authority should anticipate a 6-12 month window for a competitive procurement exercise, but again, this will vary widely depending on local need, capabilities and capacity.  

4. [bookmark: _Toc208827948]Evaluation Considerations
The Procurement Act 2023 introduces the principle of awarding contracts based on the Most Advantageous Tender (MAT). This moves away from using the Most Economically Advantageous Tender (MEAT) approach. However, this move does not necessarily change the way in which tenders are structured or evaluated.
The introduction has a clear clarification purpose:
“the focus for awarding contracts does not have to be the lowest price or that price/cost must always be weighted higher than non-price factors. MAT allows for assessment of the lowest price only, but contracts awarded on the basis of MAT may also be determined on the basis of a wide range of factors - this may include price and quality criteria in addition to wider social and environmental issues where that is decided to be relevant for the best solution.”[footnoteRef:5] [5:  The Official Procurement Act learning modules – Module 7: Assessment and Award of Contracts, Section 2, accessed 14/07/2025] 

The difference between MEAT and MAT approaches can be summarised as follows:
MEAT:
· Focus - Price + Quality (Economic)
· Price Requirement – Mandatory
· Flexibility – Limited
· Social Value – Considered
· Environmental Impact – Optional
MAT:
· Focus - Quality, Social, Environmental, Innovation, Price 
· Price Requirement – Optional
· Flexibility – High
· Social Value – Can be made central to evaluation
· Environmental Impact – Encouraged and Weightable

The MAT approach encourage quality and innovation-focused procurement exercises with the ability to tailor evaluations where there are particularly complex sets of requirements. The key considerations for authorities are therefore: 
1. Careful Design of Evaluation Criteria
· Evaluation criteria must be clear, measurable and proportionate.
· It can include social value, environmental impact, innovation, and community benefits.
2. Use Transparent Evaluation Methodologies
· Clearly state how tenders will be assessed and the weighting assigned to individual components
· Indicate whether failure to meet certain criteria will disqualify a bid, although this should be used with caution to promote competition. 
3. Justify Weighting or Exclusion of Price
· Consider the appropriate price weighting to give to the evaluation and justify this accordingly. While price can be excluded, this must be justified and proportionate to the contract’s objectives.
4. Consider and plan for flexibility in the criteria
· In competitive flexible procedures, authorities can refine award criteria mid-process—if this is clearly stated upfront.
5. Prepare for the Evaluation
· Evaluation of tender responses requires specific training related to the specific tender, explaining the MAT principles and scoring methodology
· Scoring must be consistent and documented, with scores and decisions justified and appropriate moderation in place



5. [bookmark: _Toc208827949]Contract Management Considerations
The procurement of a new case management system and the contracting with the winning supplier(s) is a potential opportunity for authorities to introduce tools to aid contract management. There are several areas that authorities should consider before starting the procurement process to avoid rushing decisions once the procurement is underway or complete. 
[bookmark: _Toc208827950]Performance Management
The Procurement Act 2023 introduces a new requirement for all contracts with an expected value of over £5 million to include at least three KPIs that will be used to monitor contract performance. These must be set in advance of contract signing and must be published, along with the entirety of the contract, and monitored through the life of the project, including details of breaches or failure to perform to agreed levels. The publication of these KPIs and the associated monitoring will increase the need for carefully considered and designed KPIs and for effective management and monitoring going forward. 
[bookmark: _Toc208827951]Supplier Relationship Management
The contracting process is the perfect opportunity to detail and agree with the supplier on elements of relationship management that will help create and manage a creative and productive working relationship. Authorities need to plan for and include in contracts items related to:
· Relationship Governance – what roles and responsibilities are there between authority and supplier, and how the performance of the supplier can be managed. For example, it may be that a schedule for KPI reporting and regular review meetings be set, with clearly defined pathways for issue escalation and resolution.
· Collaboration and Innovation – how the working relationship will be used to collaborate and innovate, detailing who will own the intellectual property related to collaborative endeavours, e.g. the development of new software components based on Authority ideas and inputs. 
· Onboarding – detail the onboarding process, including how access to relevant systems and data will be granted and managed, along with key contacts
· Exit Strategy – details of how the contract will be exited, including how the transition to a new supplier will be managed, the secure handover and potential destruction of data and how jointly developed Intellectual Property (IP) will be managed in future. 
[bookmark: _Toc208827952]Risks and Change Management
The contracting process is also a good opportunity to define risk and change management processes and responsibilities. This will include elements such as:
· Risks - agreeing on the use of a single risk log, which can run for the duration of the implementation and or the life of the contract, responsibilities for managing risks and how risks are scored or categorised. 
· Change Control – details of the formal process for requesting and seeking approval for changes to contract scope, timelines or pricing, including the documentation needed.
· Modification Clauses: Anticipate potential changes and include lawful review or modification provisions to comply with the Procurement Act 2023. 
[bookmark: _Toc208827953]Legal Obligations
The authority needs to be aware of the legal and compliance obligations of the contract, especially under the Procurement Act 2023. These include obligations during both the procurement process and during the validity of the contract. Obligations include:
· Notices – a wide range of notices need to be published during the procurement and validity of the contract, including Pipeline notices, Tender notices and documents, Contract awards, Contract details, KPIs and modification and termination notices.
· MAT – contracts must be awarded based on the Most Advantageous Tender (MAT), not just on pricing considerations alone
· Performance Management Information (£5m+ contracts) – authorities must include a minimum of 3 KPIs, publish the full contract and report annually on performance where a contract’s value exceeds £5m.
· Payment and Invoicing – authorities must be aware of and comply with obligations around payment terms for undisputed invoices and report on their payment performance via Payments Compliance Notices.
· National Procurement Policy Statement (NPPS) considerations – authorities must take account of factors such as delivering social value and supporting SMEs and VCSEs through their procurements.
· Auditability – records of procurement decisions and justifications must be available for audit and legal review
[bookmark: _Toc208827954]Resource Requirements
As a result of the previously listed considerations, authorities need to be fully aware of the resources that will be needed to manage the procurement and business-as-usual management of the contract with a supplier. A range of skills and roles will be needed, including day-to-day contract management expertise, legal and procurement specialists, service leads, finance officers, performance or data analysts and project management. 
It is vital that the appropriate resources are put in place as part of business-as-usual operations to ensure the relationship between supplier and authority remains constructive and productive. 
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