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About Supply Change
Since 2018 Supply Change has been creating better supply chains by adding 
impact to procurement decisions. We help organisations create high returns  
for business, people and planet. 

Supply Change is making social procurement easier, quicker and more 
impactful for organisations across a variety of sectors. We do this through  
our platform of trusted social suppliers, spend analysis, supplier research and 
meet the buyer events. Our clients include national construction companies, 
global corporate brands, regional and national housing associations and  
local authorities.

Find out more at www.supplychange.co.uk

About the author
Julie Youngman is passionate about social procurement as a tool to unlock 
positive social, cultural and environmental impact through supply chains. 
She helped create and grow New Zealand’s social procurement platform, 
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public and private sector customers and partners. Everything we do is guided  
by our purpose of working together to inspire better ways of creating the  
places, communities, and businesses of tomorrow. Now in its fourth generation 
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the built environment and is working to eliminate carbon from its operations 
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a concise summary of environmental legislation, policy and best practice from 
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About the sponsors continued

The Community Impact Partnership

The Community Impact Partnership, CIP, is a Community Interest Company 
established in 2018 by four of the UK’s leading housing associations. The 
partnership was established as a way of providing social investment alongside 
utilising wider assets of the housing providers to support purpose driven 
enterprise. CIP looks to take the strengths of the housing providers and 
translate that into the communities and deliver greater impact, particularly 
through a broader investment offer . As a mission-led investor CIP looks to 
support organisations that can achieve positive, long-term social and economic 
benefits for the communities served by the four partners and through their 
supply chains.

www.communityimpactpartnership.co.uk

https://communityimpactpartnership.co.uk/
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Note from the Supply Change team

Hello,

Welcome to the Supply Change Guide to Social Procurement in Construction. 
We’ve created this guide to outline a path to increase the success of 
construction-based social procurement.

The UK construction industry accounts for 6% of GDP and employs 2.7m 
people nationwide. It’s size and diverse nature, ranging from public sector 
infrastructure to housing projects, provides a wealth of opportunities to create 
positive social and environmental impact through everyday spending. With 
the publication by Central Government on the new social value model in 
January 2021, there is now an even stronger case to embed social procurement 
practices. From a cleaning company employing the ex-homeless to signage 
suppliers supporting the disabled, social enterprises are well positioned to 
service construction sector supply chains.

Since 2018, Supply Change has been connecting buyers across the public  
and private sectors with impact led suppliers. We’ve taken all of our learnings  
to provide the construction sector with a step by step guide to social 
procurement. This guide will take readers through the policy context,  
strategies for implementing social procurement and how to ensure your  
impact is accurately measured.

As we move towards COVID-19 recovery, this is an exciting time for the 
construction sector to be pioneers of social procurement whilst also adding 
innovation and diversity to its supply chains. We hope you find this guide a 
useful starting point to creating meaningful impact through your spend.

Beth Pilgrim, Aoise Keogan-Nooshabadi and Verena Wimmer 
Supply Change Co-Founders
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What is social  
procurement?

Social procurement

Social procurement is the purchase of goods and services, with the intention of 
generating positive social and environmental impact with the purchase. 

Buyers

Buying organisations (“buyers”) can help generate positive impact by procuring 
goods and services from impact-driven suppliers, such as social enterprises. 
In this guide, buyers include large organisations working in the construction 
sector, including construction companies, housing associations, local 
authorities and property developers with construction arms. 

Social enterprise

Social enterprises are organisations that are led by an economic, social, 
cultural, or environmental mission consistent with a public or community 
benefit. They trade to fulfil their mission, derive a substantial portion of their 

1



SUPPLY CHANGE SOCIAL PROCUREMENT IN CONSTRUCTION8

income from trade, and reinvest the majority of their profit/surplus in the 
fulfilment of their mission.1

When purchasing goods or services from a social enterprise, the money spent 
with the social enterprise supplier generates impact, as this is the reason for 
the social enterprise’s existence and the majority (or sometimes 100%) of their 
profit is reinvested into their impact activities. 

Supplier diversity

Supplier diversity can also be referred to as inclusive procurement. Supplier 
diversity is “the proactive activity undertaken by contracting authorities to 
ensure that all relevant, potential suppliers have the fair and equal opportunity 
to compete for business within their supply chains.”2 Diverse suppliers include 
social enterprises, SMEs and enterprises that are owned by minority groups, 
such as immigrants, LGBTQ+ community, women, differently abled people, 
veterans and many more. Purchasing from diverse suppliers often generates 
positive impact, as well as having the benefit of accessing increased innovation 
and agility. 

Impact

Impact can also be referred to as social value or outcomes. Social Value UK 
defines social value as “the quantification of the relative importance that 
people place on the changes they experience in their lives”.3 In this guide, 
impact refers to the positive social and environmental changes that occur due 
to an activity/ies.

1 Barraket, J., Mason, C., & Blain, B. (2016). Finding Australia’s social enterprise sector 2016. Centre for Social Impact 
Swinburne and Social Traders, Melbourne.

2 Chartered Institute of Procurement & Supply. (n.d.). Supplier diversity. https://www.cips.org/knowledge/procurement-topics-
and-skills/equality-diversity-and-inclusion/supplier-diversity/

3 Social Value UK. (n.d.). What is social value? https://socialvalueuk.org/what-is-social-value

https://www.cips.org/knowledge/procurement-topics-and-skills/equality-diversity-and-inclusion/supplier-diversity/
https://www.cips.org/knowledge/procurement-topics-and-skills/equality-diversity-and-inclusion/supplier-diversity/
https://socialvalueuk.org/what-is-social-value/
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Social procurement 
in construction

In 2021, Central Government introduced the Social Value Model that requires all 
suppliers bidding for central government public service contracts to outline how 
they will deliver social value through their work.4 These changes are designed 
to increase fairness and equity for small to medium enterprises (SMEs) and their 
chances of winning public service contracts. 

First and foremost, construction projects can be viewed as an opportunity to 
make a positive impact on the communities in which they are built.5 Establishing 
connections with these communities during the design phase and throughout the 
project and engaging local businesses and labour forces offers reciprocal benefits. 
With social procurement considerations and impact evaluations increasingly 
becoming mandatory, social enterprises are well placed to deliver innovative 
solutions to social and environmental problems, whilst still providing the goods 
and services needed within the construction industry. Furthermore, local social 
enterprises and SMEs often have the ability to better respond to specific local 
needs and impact goals due to their community roots and smaller size.

2

4 Government of the United Kingdom (2020). New measures to deliver value to society through public procurement.  
https://www.gov.uk/government/news/new-measures-to-deliver-value-to-society-through-public-procurement

5 Raiden, A., Loosemore, M., King, A., & Gorse, C. (2019). Social Value in Construction. Routledge.

https://www.gov.uk/government/news/new-measures-to-deliver-value-to-society-through-public-procurement
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Barriers and risks to social procurement in 
construction and how to overcome them
The Institute of Economic Development (2020) identifies a lack of a common 
understanding of what social value is as one of the main barriers to doing 
social procurement in construction well.6 It is important to move beyond good 
business practices and deliver real, measurable, meaningful positive impact. 
Some of the main barriers to successful implementation of social procurement 
in construction projects include geographical barriers, social enterprise supply 
market limitations, access to and visibility of social enterprise suppliers, 
knowledge limitations, cost and lack of involvement of subcontractors. 

Subcontractors

While impact can be achieved through working with social enterprises,  
impact delivery can also be embedded through requiring subcontractors  
to commit to certain measures or activities. For example, subcontractors  
may be required to create direct employment opportunities for people 
belonging to disadvantaged groups. Failing to include subcontractors in 
social procurement targets and not offering adequate support to employees 
from underserved communities has been identified as a risk to successful 
implementation and impact creation.7 Loosemore, Alkilani and Mathenge’s 
(2019) research showed that the practice of merely meeting minimum 
requirements of social procurement policies can increase disadvantage for 
underserved communities, rather than reducing it. It is therefore imperative 
that the project’s impact measures are achievable and supported by 
appropriate implementation plans, which include adequate support for 
employees to ensure positive impact is achieved.

6 Institute of Economic Development. (2020). From the ground up: Improving the delivery of social value in construction. 
https://ied.co.uk/insights/from_the_ground_up_improving_the_delivery_of_social_value_in_construction/

7 Loosemore, M., Alkilani, S., & Mathenge, R. (2020). The risks of and barriers to social procurement in construction: a supply 
chain perspective. Construction Management and Economics, 38(6), 552-569.

https://ied.co.uk/insights/from_the_ground_up_improving_the_delivery_of_social_value_in_construction/
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Barrier / Risk Failure to meet social procurement targets and 
even creating negative impact.

Caused by Lack of involvement and buy-in from and 
guidance for subcontractors, as well as failure to 
make appropriate implementation plans.

Recommendations   Create achievable impact measures and 
implementation plans in collaboration with 
subcontractors.

  Seek advice from intermediaries that work 
with particular community groups who will be 
experiencing the impact to ensure appropriate 
support is provided and positive impact will be 
achieved.

Barrier / Risk Social enterprise supply  
market limitations.

Caused by Contract capability, the number of social 
enterprise suppliers within a particular category 
and the size of the supplier in terms of employee 
numbers and revenue, amongst other factors.

Recommendations   Gather information on the current social 
enterprise supply market and consider any 
limitations when identifying opportunities to 
work with social enterprises. 

  Consider carving off pieces of a larger contract 
for social enterprises to deliver, and allowing 
collaboration between several suppliers to 
deliver one contract, if contract size is an issue.

Supply market limitations
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Barrier / Risk Geographical requirements do not match social 
enterprise suppliers’ areas of operation.

Caused by Local social enterprise suppliers do not operate 
in the goods and services categories or impact 
areas required for the project or for the location/
community the project is created within.

Recommendations   Scan community needs within the particular 
geographical area the work is to be carried out 
in. For example, would it create the most impact 
to work with disengaged young people, with 
ex-offenders, with differently-abled people, 
migrants or another underserved group?

  Choose local suppliers, where possible. This will 
add to the positive impact you are able to create.

Geography

Barrier / Risk Lack of visibility of social enterprise suppliers. 

Caused by Social enterprises are often smaller businesses 
and may not be as visible as other larger 
suppliers. Social enterprises may also 
not be reached by traditional channels of 
communication.

Recommendations   Engage with intermediaries. For example, 
Supply Change have a vetted database of 
social enterprise suppliers that provides buyers 
with important information and assurances to 
mitigate risk and improve accessibility.

  Run events. For example, a networking event 
targeted at impact-driven suppliers can be a 
good way for buyers to meet social enterprises 
and build relationships. Supply Change can 
support you in running events.

Visibility of and access to social enterprise suppliers
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Knowledge limitations and cost

A common misconception is that social enterprise suppliers are associated with 
higher costs than conventional suppliers. However, social enterprises operate 
at a higher level of innovation, are a valuable driver of regional economic 
development and offer novel solutions to societal problems.8 Social enterprises 
use business models to sustainably fund their impact activities. They must 
compete on traditional procurement considerations, including price, quality 
and risk, with conventional suppliers, while offering additional value to buyers, 
in the form of impact creation. 

In order to mitigate potential barriers and risks to your social procurement 
efforts, outline best practice protocols that span and guide each stage of the 
project, including the pre-market stage, co-design, advertising and delivery.

Recommendations 
cont

  Explore alternative channels of communication 
that you may not typically use, to raise awareness 
of your project amongst social enterprises.

Barrier / Risk Lack of expertise and higher costs.

Caused by There is extra work involved in carrying out social 
procurement, particularly in the beginning. Impact 
considerations and engagement with impact-
driven suppliers requires additional expertise.

Recommendations   Follow this guide, which practically outlines 
some of the steps involved in getting started 
with social procurement.

  Work with intermediaries and social 
procurement experts, who can assist in building 
the infrastructure and systems needed to 
support robust social procurement processes.

  Remember that the only difference between 
procurement and social procurement is the 
generation of impact. Procurement processes 
are still largely the same.

8 Mazzei, M., & Steiner, A. (2021). What about efficiency? Exploring perception of current social enterprise support provision  
in Scotland. Geoforum, 118, 38-46.
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Effective implementation:  
A practical guide

It is important to set up construction projects for success from the start 
and embed impact throughout the project lifecycle. Social procurement 
considerations can not be an afterthought and need to be built into systems, 
processes and decision-making from the beginning. At first, these changes and 
additions to existing processes can take time. However, this is a worthwhile 
time investment that will pay off during delivery and make future projects easier 
and more efficient. This section of the guide examines the UK Government’s 
Social Value Model, carrying out spend and social procurement opportunity 
analyses and offers practical tips on how to craft an impact strategy.

Understanding the Social Value Act
The Public Services Act (“Social Value Act”), which is focused on social value 
considerations, has been in place since 2012. In January 2021, the Social 
Value Model was published by the UK Government to shift suppliers from 
simply considering social value implications of a contract to implementing 

3
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and reporting on social value. Anyone bidding for central government 
contracts is now required to include the Act requirements in their bid as public 
procurements have to assign a minimum of 10% of the overall bid evaluation 
score to a bidder’s social value proposal.9

As of 2021, the UK’s public sector spends over £290 billion annually on goods 
and services,10 which presents a big opportunity for social procurement. 
But even for organisations who are not bidding for public sector contracts, 
it is important to understand the UK Government’s Social Value Model. The 
requirements outlined in the Social Value Model will flow into the private 
sector market,11 which is why spending time and effort on understanding the 
Social Value Model and creating an impact strategy for your organisation is 
recommendable. 

The construction industry is more important than ever in light of the COVID-19 
pandemic and the Government’s priority to ‘build back greener.’ The industry 
is crucial in terms of contributing to the economy, providing employment and 
working towards the Government’s target of net zero greenhouse gas emissions 
by 2050.12 In response to the Government’s net zero emissions target, public 
contracting authorities are required to ensure any infrastructure projects 
have clear sustainability strategies in place and deliver against the targets set. 
Suppliers bidding for contracts will therefore need to set out how they plan to 
contribute to the achievement of these sustainability targets.

Opportunity analysis
Social procurement opportunities can be realised both through direct and 
indirect social procurement. Direct social procurement refers to social 
procurement opportunities that involve directly procuring from suppliers 
that deliver impact, including social enterprises or businesses that meet a 
certain certification, such as accredited Living Wage employers, Fair Trade or 
businesses that hold a climate positive certification. Indirect social procurement 
provides an opportunity to influence your suppliers and subcontractors to 

9 Hogan Lovells. (2021). The Social Value Act requirements: More detail. https://www.hoganlovells.com/en/publications/the-
social-value-act-requirements-more-detail

10 Government of the United Kingdom. (2021). National procurement policy statement. https://www.gov.uk/government/
publications/procurement-policy-note-0521-national-procurement-policy-statement

11 Walker, A. (2021, June 24). Social Value & ESG, new procurement law, win strategy and best practice [conference 
presentation]. Winning UK Government contracts through delivering social value, London, UK. 

12 Government of the United Kingdom. (2020). The construction playbook: Government guidance on sourcing and contracting 
public works projects and programmes (Report Version 1.0, December 2020). Her Majesty’s Stationery Office.

https://www.hoganlovells.com/en/publications/the-social-value-act-requirements-more-detail
https://www.hoganlovells.com/en/publications/the-social-value-act-requirements-more-detail
https://www.gov.uk/government/publications/procurement-policy-note-0521-national-procurement-policy-statement
https://www.gov.uk/government/publications/procurement-policy-note-0521-national-procurement-policy-statement
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deliver impact by adding social and environmental impact requirements to 
procurement activities that must be met by them through the delivery of their 
goods or services. 

PRACTICAL TIPS

  Consider an incentive scheme that comes into effect if suppliers deliver 
above and beyond the impact targets set.

  Start with a pilot project to test social procurement approaches, rather 
than changing the company-wide procurement approach immediately. 
Choose a project, which could be long-term or a one-off project, that 
you see a large social procurement opportunity in to test a new social 
procurement approach.

One of the first steps in implementing a social procurement strategy is to 
analyse your spend and identify opportunities for social procurement. The 
focus should be on finding realistic and high-potential opportunities and can 
span multiple areas, including employment, community outcomes and 
environmental sustainability and regeneration. Procurement is a powerful tool 
to create impact through construction projects by making impact-led spending 
decisions and spending the money, which needs to be spent regardless, with 
impact-driven suppliers.

Analysing spend

Social procurement opportunities are best identified by breaking down spend 
into phases or categories. For example, spend could be split into on-site vs 
off-site (or construction vs operational spend) categories. Or spend could 
be analysed by project phase, such as RIBA’s Plan of Work stages: Strategic 
definition, preparation and briefing, concept design, spatial coordination, 
technical design, manufacturing and construction, handover and use.13 Spend 
could also be split into goods, services and labour supply. Or your spend 
analysis could take on a location-focus, based on a particular project. How 
you wish to break up your spend analysis depends on how you categorise your 
spend and the systems and technology you have in place. 

13 RIBA. (2020). Plan of work (2020 Overview). RIBA.
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Your analysis is dependent on the quality of the data you hold. While even 
approximate data is useful in carrying out a spend analysis, the better the data, 
the more efficient and accurate future spend analyses will be, which reduces the 
risk of unreliable results. Whilst carrying out your analysis, identify areas for data 
quality improvement. For example, supplier data can often be of poor quality. 
Issues often include duplication of suppliers in the system with slightly different 
names, missing Companies House numbers, lack of standardised industry-wide 
categorisation being used and out-of-date supplier data. The implementation of a 
mechanism of identifying social enterprises in your system is also recommended, 
in order to be able to quickly filter for the number of social enterprise suppliers 
on a given project for reporting purposes. If you are the principal contractor, it 
is important to collaborate with lower tier suppliers on analysing data to gain a 
more comprehensive overview of the spend of the project. 

Start by analysing your historic and/or forecast spend in terms of your chosen 
categories, as well as value, volume and risk and identify any social enterprise 
suppliers you may have worked with in the past. When looking at historic spend, 
choose to look at a completed construction project that is similar in terms of 
scope, type and location, where possible. 
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The below offers an example of the components that may be useful for your 
spend analysis:

Analysing the market

The next step towards identifying social procurement opportunities is a market 
analysis, which consists of identifying potential impact-driven suppliers and 
mapping which categories their goods and services fall under. Often this can 
be perceived to be a barrier to social procurement, as it can be difficult to gain 
visibility of social enterprises. Consider working with intermediaries to help 
with this step. This step often also benefits from consultation with stakeholders 
and peers to learn from their social procurement experiences.14 Are there any 
social enterprise suppliers you are already familiar with? Or can stakeholders 
(both internal and external) recommend potential suppliers? Market analysis is 
often focused on geographical factors, to understand regional markets and the 
flow of capital with regards to the project location. 

Areas of analysis Information to collate

Spend   Divide your spend by category (procurement 
category, location and/or products, services and 
labour force)

  Record the total spend for each category, in terms of 
its value and as a percentage of your total spend for 
the entire project.

  Collate the number of contracts or transactions for 
each category. 

  Calculate the average value of the contracts or 
transactions within each category.

  Divide contracts into small, medium and large 
contracts.

List of suppliers   Add a list of suppliers to each category. 

  Identify any social enterprise suppliers (or other 
impact-driven suppliers).

  Calculate the average spend per supplier.

14 HACT. (2016). Social value & procurement: A toolkit for housing providers & contractors.  
https://hact.org.uk/procurement-toolkit

https://hact.org.uk/procurement-toolkit
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The below offers an example of the components that may be useful for your 
market analysis:

Areas of analysis Information to collate

Category   Add a list of impact-driven suppliers for each spend 
category you have identified for your project. 

  Add a heat map to indicate which categories are 
well-served by impact-driven suppliers, versus which 
categories have few or no known suppliers.

Location   For each supplier, add their geographical location to 
get an overview of how many local suppliers you may 
be able to work with.

  Identify the categories in which there are the most 
local suppliers present.

  Identify the categories in which you need to further 
engage with local stakeholders to identify local 
impact-driven suppliers.

  Consider running a local networking event inviting 
potential impact-driven suppliers.

Needs/
social and 
environmental 
issues

  Gather intelligence on the local community that 
your construction project will be built in to identify 
community needs.15

  Research data and insights on the community and its 
residents.

  Identify social and/or environmental issues within 
the community.

  Rank needs and issues as unlikely, possible or likely, 
in order to identify which needs could be addressed 
through your construction project. Consider if the 
construction industry could deliver positive change 
on these particular issues in the project’s specific 
location.

Note: In the impact strategy step of your implementation plan, you will 
further explore environmental and social issues you are seeking to address. 
This part of the market analysis will help form the basis of this.

15 HACT. (2016). Social value & procurement: A toolkit for housing providers & contractors.  
https://hact.org.uk/procurement-toolkit

https://hact.org.uk/procurement-toolkit
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Identifying opportunities

Now that you have identified categories that are served by social enterprise 
suppliers, the next step is to identify opportunities for social procurement to be 
embedded within the construction project. 

When highlighting opportunities within your construction project’s 
procurement spend, consider the following:

  Understand your current contractual obligations. Consider current contracts’ 
status and durations and highlight those contracts that are not excluded by 
these factors (i.e. contracts that are available for new suppliers to deliver).

  Match contract opportunities with potential social enterprise suppliers. Be 
innovative if there is not an exact match. Consider how tier 1 suppliers might 
be able to adapt to deliver impact.

  Consider social procurement opportunities in terms of supplier positioning 
using the Kraljic Matrix:16

Bottleneck: These are suppliers that you have limited control over and 
there is often a production-based scarcity present. This is often the supplier 
position that offers the least opportunity for social procurement unless 
there are well established social enterprise suppliers that can deliver the 
good or service.

Risk Bottleneck

Profit potential/Social Value

Leverage

Critical

Routine

16 CIPS. (n.d.). What is the Kraljic Matrix? https://www.cips.org/knowledge/procurement-topics-and-skills/supplier-
relationship-management/kraljic-matrix/

https://www.cips.org/knowledge/procurement-topics-and-skills/supplier-relationship-management/kraljic-matrix/
https://www.cips.org/knowledge/procurement-topics-and-skills/supplier-relationship-management/kraljic-matrix/
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  Identify opportunities within your discretionary spend. Small opportunities 
can amount to big impact.

  Consider unbundling contracts to allow smaller social enterprises to become 
suppliers that are not able to meet the full contract demands. Alternatively, 
allow suppliers to collaborate to meet one larger contract.

  Assign scores to community needs, categories and potential suppliers across 
your spend and market analysis to assess them on different aspects, such as 
risk, likelihood of success and stakeholder priority.

Be ready to revise the list of potential social procurement opportunities after 
completing the next step, which is creating your impact strategy.

Supply Change has extensive experience in carrying out spend and contract 
analyses to identify opportunities for social procurement and recommend 
social enterprise suppliers. The following case study is an example of a spend 
analysis Supply Change carried out for the Community Impact Partnership.

Critical: Also called strategic, these are suppliers that you have developed 
long-term relationships with in terms of collaboration and innovation. The 
social procurement opportunity presents itself in working with these long-
term suppliers to include social enterprises in their supply chains through 
indirect social procurement. There is also the potential for collaboration to 
deliver scaled impact together.

Routine: These are suppliers who offer standardised goods and services 
that are in abundant supply that can be purchased automatically through 
catalogues or e-tendering. Social enterprises are usually well suited to 
deliver these types of goods and services through direct procurement.

Leverage: These are usually suppliers of high-volume orders that you can 
use your purchasing power to negotiate with. The contracts with these 
suppliers are usually short-term in nature. The potential for impact is high 
in this category and there is usually a good social enterprise supply market 
servicing this category.
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CIP Consulting spend analysis

Using data analysis to support social procurement: a review of housing association 
supply chains 

In early 2021, Supply Change was part of a 
team, reviewing the future strategic direction 
of the Community Impact Partnership (CIP) – 
a social investment fund launched by four of 
the largest Housing Associations (HAs) in the 
UK to support social enterprises. 

Supply Change was commissioned to analyse 
the spend and contract data of 8 UK HAs to 
explore how operational and commercial 
spending could be used to support purpose 
driven organisations. 

The results provided useful insight into trends 
across housing supply chains and demonstrated 
the benefits of data analysis when exploring 
social procurement opportunities.

Across all 8 HAs the distribution of spending 
and contracts followed a similar trend. HA 
supply chains tended to consist of a small 
amount of high value contracts which represent 
the majority of total spend, some medium 
sized contracts and then a long tail of smaller 
sized contracts. Each area requires different 
strategies when considering social procurement 
opportunities. High value contracts over £5m 
present opportunities for subcontracting 
to purpose driven organisations, medium 
sized contracts between £1-£5m could be 
delivered by a consortium of social suppliers, 
but the opportunities for direct procurement 
from social enterprises lies in the long tail of 
smaller contracts below £1m. 

CASE STUDY

Size and value distribution of a housing association supply chain
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In looking at the high value contracts, these 
were often driven by big development 
programmes. Many of these Tier 1 suppliers 
are either already supportive of social 
procurement or in conversations eager 
to become more involved. Alongside this, 
being able to identify common contractors 
has identified this as a significant area 
of development where impact can be 
gained through more collaboration across 
organisations and large contractors. 

While an opportunity analysis using spend 
data can provide a good benchmark for social 
procurement strategies to develop from, there 
are many factors that are not possible to see 
from data alone. 

These include: 

  Future procurement needs

  Anecdotal evidence from procurement 
teams

  Subcontractors of major suppliers

  Challenges or successes of current and 
previous contracts

  Impact & sustainability outcomes and 
priorities

To counter these limitations, interviews 
and surveys were carried out with both the 
housing and social enterprise sector to further 
narrow down on the findings and inform the 
next stages of CIP’s review. 

Recommendations

The analysis helped to show the amount of 
existing spend that was going towards social 
enterprises, examples of enterprises and what 
they were able to deliver. The combination of 
the detailed spend data, and the interviews 
allowed for clear recommendations of the 
spend areas to focus opportunities around. 
Taking into account delivery risk, market 

A summary of social supplier spend by category and contract size
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availability, and opportunities to develop  
and scale it was recommended that focus is 
placed on:

  cleaning;

  planned maintenance programmes;

  construction (particularly large 
regeneration); and

  grounds maintenance. 

This allowed CIP to think about both how 
to support specific sector approaches to 
developing their supply chain as well as  

place-based approaches and the 
collaborations required.

This spend analysis gave CIP an evidenced 
picture of the multiple opportunities for 
social procurement in housing supply 
chains. The insights provided are now being 
used to shape the development of a sector 
specific programme that will provide housing 
associations with the support and tools 
needed to make social procurement a part of 
their everyday activities, and support social 
enterprises to scale and deliver impact. 

Impact strategy
In order to do social procurement well, it is essential to have a robust impact 
framework in place. This will allow measurement of the impact generated, 
both by your organisation directly and through spend with social enterprises. 
Measurement is important for reporting purposes and in order to gauge how the 
organisation is performing against the set social procurement targets. 

Impact frameworks can either be developed for an organisation as a whole, 
or for a specific project. It should be noted that there are many different 
frameworks that can be used to measure social value (and you can read about 
some of these here). For the purposes of this guide, you will be taken through 
the practical steps involved in creating a Theory of Change (also known as 
impact model or logic model) for a particular construction project. 

As well as an established impact framework, organisations should have a 
dedicated resource (or resources) to lead the organisation’s social procurement 
activities and commitments. Ideally, impact management is led by an executive-
level staff member in your organisation. Impact management requires time 
commitment, particularly at the beginning. A dedicated resource ensures a 
coordinated effort to achieve social procurement targets.

https://www.supplychange.co.uk/post/how-to-choose-a-social-value-measurement-framework
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Stakeholder engagement

The first step in crafting an impact strategy is to engage stakeholders; both 
internal and external stakeholders. It is important to base your impact strategy 
on real needs to create meaningful and lasting impact. The best way to identify 
the impact area(s) your organisation or project aims to focus on is to identify 
organisational priorities and learn more about the needs of the people or parts 
of the environment you wish to create change for. A good way to approach this 
explorative phase is through workshopping outcomes by asking stakeholders to 
write outcomes on post-it notes, grouping them by common themes and creating 
a mutually exclusive, collectively exhaustive list of outcomes. We will examine 
outcomes in more detail as part of the next step in creating an impact strategy.

Below are some questions to answer that might help you get started:

Internal stakeholders

  What do staff care about?

  What impact areas does the organisation care about and prioritise? Involve 
relevant internal stakeholders in the conversation and refer to relevant 
documents, such as the organisational strategy, social procurement policy 
and mission statement. 

External stakeholders

  What do contractors and lower tier suppliers care about?

  What is being prescribed by the Government and/or by the client?

  What are the problems the people or part of the environment are experiencing 
that you would like to help offer solutions for? Speak to the people directly 
affected (e.g. long-term unemployed).

  Is the impact needed by the people/parts of the environment your work is 
benefitting? 

  Is the impact positive and are there unintended negative consequences? 

These questions can only be answered by engaging with stakeholders (through 
workshops and/or surveys), carrying out research and speaking with experts. 

Theory of Change

A Theory of Change forms part of the broader impact strategy of an organisation 
and is a hypothesis that shows the social or environmental issue you are 
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trying to solve, the activities that are carried out in response to that issue, the 
stakeholders involved, and which short-term, medium-term and long-term 
outcomes the activities will lead to in order to ultimately create positive change. 
It shows the logical links between the activities, the outcomes and the impact.

Issue

What social or environmental issue are you trying to solve?

The issue element of the Theory of Change details what the problem is that 
your activities seek to provide a solution for. Try to be as specific as possible.

An example of a social issue could be unemployment caused by being 
located in a remote location. An example of an environmental issue could be 
water pollution caused by agricultural waste.

Activities

What are the activities that are being carried out that lead to change?

The activities element of the Theory of Change outlines the activities that 
are being carried out that lead to change. 

Example activities could include providing training and development 
opportunities for refugees, or donating 80% of profits to a charity that works 
to end modern-day slavery.

Stakeholders

Who are the main stakeholders?

The stakeholders element details the main stakeholders experiencing the 
change, but also those carrying out the activities. During the stakeholder 
engagement step, you would have identified who the people/parts of the 
environment that benefit from the impact are and who else is directly 
involved, especially in terms of carrying out the activities. 

Examples of the people/parts of the environment who/that benefit could 
include refugees, long-term unemployed, or water quality. Examples of 
other stakeholders could include tier 1 suppliers, social enterprise suppliers, 
funders, data sources or delivery partners.
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Outputs

What are the quantifiable and direct results of the activities?

It is important to distinguish between outputs and outcomes. Outputs are 
the quantifiable, immediate results of the activities. 

Example outputs could be 56 new employment opportunities for refugees, 
14 new placements in training and development opportunities, X increase in 
water’s ORP after commencement of construction activity vs before.

Short-term outcomes

What has improved for the people/parts of the environment  
in the short-term?

Medium-term outcomes

What has improved for the people/parts of the environment  
in the medium-term?

Long-term outcomes

What has improved for the people/parts of the environment  
in the long-term?

Outcomes can often be the most difficult elements of the Theory of Change 
to identify, however, they are the most important elements. Outcomes are 
what changes for people or the planet because of your activities.

Outcomes should be firmly based on what the people who benefit from your 
change activities are experiencing and should be based on their voices.

Including stakeholder voices in the outcomes element of the Theory of 
Change is crucial in avoiding bias and assumptions.
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PRACTICAL TIPS

  Use a language of change. For example, increased sense of belonging, 
reduction in waste being sent to landfill, or improved attendance.

  Look at each outcome listed in your Theory of Change.

  Ask yourself: Is this an outcome or an activity? If it is an activity, ask 
yourself: What happens because of this activity? Then rewrite the 
activity to ensure it is an outcome instead.

  Order outcomes by short-term, medium-term and longer-term outcomes. 

  Order outcomes into clusters that relate to each other and draw 
connections to show the logical links between them. Each of the 
outcomes should build on from the previous ones. 

  Examine the logic and identify gaps. 

  Ask yourself: Does it make sense that this activity should lead to this 
outcome, which will lead to this outcome and so on? Or is there a causal 
link missing?

  Ask yourself: Does further research need to be done to provide evidence 
for the links between the outcomes?

Impact

What is the ultimate social or environmental impact that your activities 
help contribute towards?

Impact, the final element of your Theory of Change, is the ultimate big-
picture change you want to contribute to. The United Nations Sustainable 
Development Goals17 are a good place to start when considering impact 
areas. Aligning with the UN Sustainable Development Goals also means 
making use of a shared language that is widely known globally. 

Examples of impact areas could include social inclusion, decent work, or 
affordable and clean energy.

17 United Nations. (n.d.). The 17 Goals. https://sdgs.un.org/goals

https://sdgs.un.org/goals
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Finally, draw links between the activities, outputs, outcomes and impact. The 
links should be logical. If there are any activities that are obsolete and do not 
lead to the desired outcomes, think about changing or stopping these activities. 

Think of the Theory of Change as a story: This is the issue we are trying 
to address. These activities are experienced by and carried out by these 
stakeholders, which can be measured by these outputs and leads to these 
outcomes, which eventually creates this impact. If there is a logic gap in your 
story, the Theory of Change has to be further refined and those gaps may be 
filled with research findings or other outcomes shared and experienced by the 
people/environment that benefit from the impact activities. 

Hopefully it has become obvious that having a robust impact framework is an 
essential part of your impact strategy. It helps to communicate, manage and 
measure your impact. It can (and should) be used to plan by providing guidance 
on the pathway to the impact you are trying to achieve. It also supports delivery 
by providing a framework for measurement and insight generation, which in 
turn helps you analyse and maximise your impact. 

The Theory of Change can also support successful partnerships and 
collaboration. It allows you to clearly outline your impact strategy and compare 
it with the expectations and goals a delivery partner might have. For example, 
the Social Value Model outlines the Government’s priority areas. Having your 
own Theory of Change and outcome measures in place, will allow you to draw 
parallels between your objectives and the Government objectives and better 
communicate and represent how you will deliver impact. A Theory of Change is 
a powerful supporting document for any bid. 
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You can use your Theory of Change to prove your impact strategy hypothesis. 
Measuring your outputs and outcomes allows you to prove that the activities 
you are undertaking are leading to the positive changes you intended to 
achieve. This in turn provides further evidence to support stakeholder 
engagement and communication efforts, making it easier for investors, 
partners, customers, suppliers and other supporters to support your work. 

Impact measurement

The next step after finalising your Theory of Change is to choose outcomes to 
measure. While impact measurement is complex and it can be overwhelming 
to know where to start, construction activity is often highly quantifiable, which 
makes it a good sector to set measures for. Impact measurement should be 
designed with care and supported by appropriate systems and reporting 
mechanisms due to the scale and complexities of most construction projects’ 
supply chains. Impact measures should be based on the social procurement 
opportunities identified in the spend and opportunity analyses undertaken and 
the organisation’s overall social procurement policy.18

PRACTICAL TIP

Often, it is a good idea to start with fewer, simple measures, and add 
complexity and measurement sophistication with each project you 
undertake. This allows you to test your impact measurement systems and 
allows suppliers to finesse their data collection systems and be better 
prepared to report on their impact.

 

Examine your outcomes and identify priority outcomes, which are the outcomes 
that have the most links to other outcomes and are linked to the ultimate impact. 
They should also be the most significant outcomes to your stakeholders. Your 
priority outcomes are the outcomes that should be measured. 

To help with the identification of priority outcomes, ask yourself:

  Which outcomes are absolutely critical to achieving the impact you are 
contributing to?

  Which outcomes are most important to you and your stakeholders?

18 Victoria State Government. (2018). Social procurement framework – Buyer guidance: Guide to individual procurement 
activity requirements. https://www.buyingfor.vic.gov.au/social-procurement-document-library

https://www.buyingfor.vic.gov.au/social-procurement-document-library
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Impact measures

Once you have identified your priority outcomes, it is time to draft measures 
that will allow you to measure these outcomes. 

Your measures should be:

  Measurable: Are they quantifiable? E.g. number of trainees, or tonnes of 
waste diverted from landfill.

  Relevant and meaningful: Do they have face validity and are they relevant to 
the outcome you want to measure?

  Timely: Are they measured across an appropriate length of time?

  Suitable: Are they suitable for suppliers along the supply chain to report 
against?

  Clear: Are they clear and not easily able to be manipulated by interested 
parties. The clearer the measure, the better and more reliable the reporting 
you will receive. 

  Simple: Complexity adds room for interpretation and can lead to inaccurate 
data being collected. 

  Linked to outcomes: Each measure should be linked back to an outcome, 
because they signify the change you ultimately want to achieve and the 
measures simply help you show the progress that has been made towards 
achieving the outcome.

One of the main issues in measuring impact in the construction sector is 
visibility, due to the often large, complex supply chains involved. Principal 
contractors often subcontract out from 40 to 100% of work undertaken to 
subcontractors,19 which means it is crucial to consider tier 1 suppliers and even 
suppliers further down the supply chain when putting reporting requirements 
in place. You will want to capture the entire project’s impact, not just your 
impact or the impact of your tier 1 suppliers. It is also important to note that not 
all impact measures may be applicable to all suppliers or all parts of the project. 

Consistency is key. It is the role of principal contractors to hold subcontractors 
accountable.20 Your final set of measures will signal to subcontractors what 

19 Height Project Management. (2021). Supplier diversity in practice. https://heightpm.com/toolkit

20 HACT. (2016). Social value & procurement: A toolkit for housing providers & contractors.  
https://hact.org.uk/procurement-toolkit

https://heightpm.com/toolkit
https://hact.org.uk/procurement-toolkit
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they need to focus on and how their progress will be tracked and measured. 
Transparency is essential if the impact of the entire project is to be measured 
accurately, and both principal and subcontractors should commit to 
transparent processes and reporting. Offer support to subcontractors to ensure 
a consistent method and approach from the beginning.

Data quality

Your impact measurement is only as good as the data it is based on. Therefore 
data you collect and receive should be evaluated against the following 
considerations:

  Relevance: Was the data collected for the purpose it was requested for?

  Accuracy: Is the data valid and can it be relied upon? Is the data comparing 
the same time frames? Is the data set complete?

  Timeliness: Was the data provided for analysis in a timely manner to ensure it 
is still up-to-date?

  Accessibility: Can the data be accessed by the people who need to access it 
readily?

  No ambiguity: Can the data be interpreted and analysed without room for 
interpretation?

Examples of measures relevant to the construction sector:

  Greenhouse gas emissions (in line with the Government’s legislation to 
entirely stop contributing to global warming by 205021) – tonnes.

  Total spend with impact-driven suppliers, such as social enterprises – £

  Social procurement spend proportional to total project spend – %

  Number of people recruited that identify as being long-term unemployed/as 
being ex-prisoners etc. – #

  Number of local suppliers – #

  Number of local suppliers proportional to entire supplier pool – %

  Percentage of sustainable materials used (e.g. recycled concrete) proportional 
to all materials used – %

21 Government of the United Kingdom. (2020). The construction playbook: Government guidance on sourcing and contracting 
public works projects and programmes (Report Version 1.0, December 2020). Her Majesty’s Stationery Office.
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Sources to find more sample measures:

United Nations Sustainable Development Goals

Each of the 17 Goals has targets and indicators associated with it.

https://sdgs.un.org/goals/goal2

Social Value Model

The Social Value Model includes guidance on measurement for each priority 
policy outcome in the form of the menus of Model Award Criteria (MAC).

https://assets.publishing.service.gov.uk/government/uploads/system/
uploads/attachment_data/file/940826/Social-Value-Model-Edn-1.1-3-
Dec-20.pdf

Big Society Capital Outcomes Matrix

An impact management tool that includes measures for nine different 
outcome areas.

https://www.goodfinance.org.uk/measuring-social-impact/outcomes-matrix

Global Value Exchange

A database of outcomes and measures searchable by sector or impact area.

http://www.globalvaluexchange.org/

Height Project Management’s Sustainable Outcomes Toolkit

A New Zealand example of an impact framework within the construction 
sector. 

https://heightpm.com/toolkit

Finally, engage with key stakeholders and suppliers to ensure the measures 
you have developed are able to be reported against and will meaningfully 
contribute to measuring progress. Incorporate supplier feedback and finalise 
your list of measures. 

To implement your newly developed impact measurement framework, build 
your measures into reporting requirements. At regular intervals or in real-time, 
request reporting from suppliers to measure and evaluate the progress made 
towards your targets. Use these insights to compare, analyse and improve your 
impact efforts.

https://sdgs.un.org/goals/goal2
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/940826/Social-Value-Model-Edn-1.1-3-Dec-20.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/940826/Social-Value-Model-Edn-1.1-3-Dec-20.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/940826/Social-Value-Model-Edn-1.1-3-Dec-20.pdf
https://www.goodfinance.org.uk/measuring-social-impact/outcomes-matrix
http://www.globalvaluexchange.org/
https://heightpm.com/toolkit
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Supplier engagement

Pre-market engagement
Once an impact strategy has been devised and opportunities for social 
procurement have been identified, early engagement with potential social 
enterprise suppliers provides an opportunity to make the process of including 
them in projects more efficient. 

There are three main ways to engage with social enterprises before going 
to market: Pre-market engagement events, early supplier onboarding, and 
discretionary spend and awarding of smaller contracts. Pre-market engagement 
events, such as buyer and supplier networking events, are a chance to meet 
potential social enterprise suppliers and learn about their goods and services 
and impact activities without necessarily having to explore a concrete contract 
opportunity with them. Supply Change can support organisations in running 
these events, both for internal and external stakeholders. 

Early supplier onboarding is another beneficial way to save time later on in the 
procurement process. Onboarding suppliers into your systems not only allows 
you to gain visibility of more social enterprise suppliers, but also allows for 
faster transaction times and relationship building. 

4
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Finally, social enterprises often have the capacity to deliver smaller contracts, 
which may not need to go through a more formal procurement process. This 
allows the opportunity for discretionary spend transactions or entering into 
smaller contracts with social enterprises. If these are the types of opportunities 
that have been identified in the opportunity analysis phase, this is a 
recommended step to take. 

Wates
In April 2021, Supply Change and Wates 
hosted a virtual ‘Meet the Buyer’ event. The 
event was for social suppliers and buyers who 
could work together in Barking & Dagenham 
and Havering. The event facilitated 44 
pitching slots for social suppliers to engage 
with Wates and other similar buyers.

Meeting the demand for social suppliers

The purpose of Meet the Buyer events is to 
introduce new suppliers to buyers and to 
instigate or build on existing relationships. 
Buyers value meeting with social enterprise 
suppliers to understand more about their 
impact and work. Suppliers value the chance 
to meet with potential buyers and draw 
alignment between their impact and the goals 
of the buying organization, sharing the quality 
and depth of their goods and services. Being 
able to conduct these events virtually allowed 
suppliers and buyers to meet despite the 
restrictions of the pandemic, and overcome 
barriers (e.g. geographical) for participants  
to attend. 

Average feedback score: 9/10

  “Such a great opportunity to speak to 
people and companies about your offer 
without stress. A great way to meet 
moving forward.”

  “Direct connection to buyers who 
genuinely want to create social value”

  “It’s always good to meet prospective 
new supply chain and to look at business 
from a slightly different angle.”

  “I think this is a great way to get people 
together all interested in the same future”

These events normally comprise of two 
sections. The first hour is spent learning 
from speakers or a panel. During the Wates 
event, we heard from Wates, Britain’s Bravest 
Manufacturing Company and Belu. The second 
part of the event brought together buyers and 
social suppliers for pitches. During 10 minute 
pitches, suppliers shared more information 
about the work they do and the impact they 
create. Over fifty social suppliers and nine 
buyers attended the Wates’ ‘Meet the Buyer’ 
event. Connections were made to benefit the 
local communities in the areas where Wates 

CASE STUDY
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Procurement process
Any procurement process and associated documents should aim to be inclusive 
and make bidding for a project accessible to impact-driven suppliers. This 
includes ensuring that these types of suppliers can be reached and have 
visibility of any potential opportunities. Working with intermediaries and 
through direct relationship-building helps to ensure social enterprise suppliers 
are aware of any relevant tender opportunities. Where practical, consider 
quotes or expressions of interest instead of administrative-heavy tender 
processes to increase accessibility and reduce barriers for social enterprises. 

work. Supply Change also brought together 
social enterprise support organisations to 
host ‘support-tables’, including the School for 
Social Entrepreneurs, UnLtd and Barking and 
Dagenham Enterprise Centre. 

This event was part of Wates Residential’s 
strategy to cultivate a more sustainable, 
resilient and inclusive society and build a 
positive legacy. This strategy involves working 
with social suppliers. The ‘Meet the Buyer’ 
event co-hosted with Supply Change allowed 
them to identify more suppliers to work 
with and to help those suppliers grow by 
introducing them to other buyers like Wates. 
Wates is committed to working with social 
suppliers because they generate social impact 
through their business model, and support 

people furthest from the workforce. Working 
with social suppliers allows Wates and other 
participating buyers to have greater impact  
in the local areas where they work, such 
London Boroughs of Barking & Dagenham  
and Havering. 

The event gathered buyers working to develop 
the ‘12 Estates’ Joint Venture with Havering 
Council, which had so far delivered £28m 
of social value investment. Since starting 
the project, 241 people have benefited from 
employment and training initiatives and 1,859 
students have been supported by education 
activities and programmes. Wates Group has 
a target to spend £45m with social enterprises 
by 2025.
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In the following sections you will find some practical tips for putting together 
procurement documents and writing RFx* questions, for writing tender 
responses and evaluating responses. 

Writing procurement documents

  The Government’s Social Value Model includes menus of Model Award Criteria 
(MAC) as well as sub-criteria for each strategic objective. These menus allow 
contracting authorities to select appropriate criteria for the contract.22

  The clearer you can be about what impact areas and outcomes you are 
focused on, the more aligned your suppliers will be. If your suppliers are 
already working towards similar outcomes, it will be easier for you to achieve 
the impact you want to achieve through your construction project.

  Ask tenderers to outline the impact they will deliver throughout the project. 

  Ask if the tenderer is a social enterprise, and ask for verification of this. As 
part of this, you could ask for evidence of their commitment to social impact, 
for example in the form of documents. Ensure that a definition of social 
enterprise is included for clarity.

  Ask for an initial report of the impact the tenderer has achieved over the past 
12 months, including who/what benefitted from the impact activities. 

  Ask for details on the impact reporting framework they will be using to 
measure and report on their impact.

  Include questions around environmental and social factors.

  Ask tenderers to identify the person who will be responsible for impact 
measurement and reporting. 

  Assess the questions in your procurement documents to ensure they do not 
pose barriers for smaller businesses and social enterprises.

  Consider allowing collaboration between social enterprise suppliers to allow 
them to deliver larger contracts. 

  Reserve the right to carve out a portion of the larger contract to be delivered 
by a social enterprise. 

*RFx is a 
procurement 
acronym used to 
refer to Request 
for Proposal (RFP), 
Request for Bid 
(RFB), Request for 
Information (RFI) 
and Request for 
Quote (RFQ).

22 Government Commercial Function. (2020). Guide to using the Social Value Model. https://assets.publishing.service.gov.uk/
government/uploads/system/uploads/attachment_data/file/940827/Guide-to-using-the-Social-Value-Model-Edn-1.1-3-Dec-20.pdf

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/940827/Guide-to-using-the-Social-Value-Model-Edn-1.1-3-Dec-20.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/940827/Guide-to-using-the-Social-Value-Model-Edn-1.1-3-Dec-20.pdf
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  The procurement documents should include any incentives or penalties that 
apply if the impact targets are not met by the supplier.23

Writing tender responses

  The Social Value Model provides guidance for tenderers relating to the MAC, 
so ensure you read this guidance carefully to assist in the writing of your bid.

  In your bid, outline your social procurement policy, how your organisation 
will deliver social value (with a particular focus on the Government’s strategic 
outcomes), what your measures are for each outcome and your monitoring 
and measurement plan. 

  Include examples of current or previous social procurement efforts, including 
employment of staff from underserved communities and contracting 
opportunities for social enterprises.

  Estimate how much of the contract will be delivered by social enterprises 
and identify any social enterprise suppliers you would engage if your bid was 
successful. 

Evaluation

  Ensure the scoring assigned to social value is meaningful and is applied to all 
suppliers as a strong determining factor. 

  Have a clearly defined price/quality ratio and decide on your impact 
weighting. HACT’s Tool Number 10 in their procurement toolkit outlines an 
example of tender evaluation criteria.

23 Buy Social Canada. (2021). Guide to social procurement in construction and infrastructure projects (Version No. 1).  
Buy Social Canada CCC Ltd.

https://hact.org.uk/procurement-toolkit
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Overview: Step-by-step guide

5

Create an inclusive tendering process that outlines social value 
requirements clearly6

Create an impact measurement and management framework, including 
measures that you will use to measure progress4

Create an impact strategy that aligns with your organisation’s overall strategy  
and social procurement policy3

Build social procurement considerations into each step of the project 
lifecycle and develop the necessary systems and processes to support them5

 Services supplied by Supply Change

Identify opportunities for social procurement in your spend for your  
construction project1

 Identify impact-driven suppliers with the help of intermediaries and  
market consultation2

Measure your project’s impact7
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Plan
  Analyse your current spend to identify opportunities for social procurement.

  Define your main priorities and impact areas, set social procurement targets 
and assign roles and responsibilities. Taking an outcomes-focussed approach 
that is underpinned by clear objectives at all stages of the project will ensure 
impact and tangible positive change is achieved. 

  Create or refine your project’s Theory of Change and develop impact 
measures. 

  Create the infrastructure needed for social procurement efforts to be 
successful. This includes additions to and amendments of policies, processes 
and documents; both internal and external. 

Stakeholder engagement
  Communication and training for internal and external stakeholders is key to 
the success of any social procurement efforts, as they will be an important 
part of delivering and reporting on your impact framework. 

  Social procurement requirements, including specific targets that need to  
be met and reporting requirements, must be communicated clearly and  
in a timely manner to suppliers at all relevant levels of the supply chain. 
Access to education opportunities should be provided. 

  Staff should be aware of and trained in changes in policy, process and  
other systems.

Measurement and reporting
  Relevant data should be collected at regular intervals from the various 
sources involved in the construction project. It is important to focus on 
outcomes and not just outputs. The data should be analysed to measure 
progress made towards achieving the outcomes and targets set. Adjustments 
and improvements should be made where necessary.

  Progress reports and results should be monitored, enforced and shared 
organisation-wide and externally, as appropriate.
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Other relevant resources

SUPPLY CHANGE

How to choose a social value measurement framework

Outline of different social value measurement frameworks and advice on 
how to choose the right one for different purposes.

https://www.supplychange.co.uk/post/how-to-choose-a-social-value-
measurement-framework

GOVERNMENT COMMERCIAL FUNCTION

The Social Value Model

The Social Value Model published by the Government in January 2021.

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/
attachment_data/file/940826/Social-Value-Model-Edn-1.1-3-Dec-20.pdf

GOVERNMENT COMMERCIAL FUNCTION

Guide to using the Social Value Model

Guidance on the practical implementation of the Social Value Model.

https://assets.publishing.service.gov.uk/government/uploads/system/
uploads/attachment_data/file/940827/Guide-to-using-the-Social-Value-
Model-Edn-1.1-3-Dec-20.pdf
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UK GOVERNMENT

The Construction Playbook

Guidance on sourcing and contracting public works projects and 
programmes, including standardised designs, components and interfaces 
and how to carry out strong supplier financial assessments and risk 
mitigation plans. The Construction Playbook offers valuable insights into 
considerations at each stage of the procurement life cycle.

https://www.gov.uk/government/publications/the-construction-playbook

SUPPLY CHANGE

Supply Change blog

For the latest news and opinion pieces on procurement, social enterprise 
and social value from Supply Change.

https://www.supplychange.co.uk/blog

https://www.supplychange.co.uk/blog


Speak to Supply Change  
about social procurement

If you want to create better supply chains with social 
procurement then reach out to the Supply Change team.  
Our services are designed for organisations at any point in 
their journey to impactful procurement. Our approach makes 
social procurement easier, quicker and more impactful.

Find out more at 
supplychange.co.uk 
or get in touch at 
hello@supplychange.co.uk

https://www.supplychange.co.uk/
mailto:hello%40supplychange.co.uk?subject=

