


DEAR INNOVATORS,

The City of Seattle spends @ significant portion of its budget
_ about $900 million annually, as of 2023 —on procurement.
Winning a City contract can be a game-changer for local small
pusinesses, but navigating the bureaucracy is often a barrier
for smaller firms. While Black, Indigenous and People of Color
(BIPOC) account for nearly 38 percent of the city’s residential
population, BIPOC-owned businesses earn only 14 percent of
the City's purchasing and contrating spend.

Confusing and inefficient processes keep new firms, as well as
small and gIPOC-owned firms, from being successful as City
contractors. These inefficiencies also take up valuable staff time
and resources. T0 take on this challenge, Seattle participated
in the Bloomberg philanthropies I-teams Procurement Cohort,
a $1 million, two-year grant by Bloomberg Philanthropies to
help transform our approach to buying. The Procurement
Transformation projectis a partnership between the Seattle
Department of Finance and Administrative services (FAS)
and the Mayor’s Innovation and performance Team, with
technical assistance from the Harvard Kennedy School
Government pPerformance Lab (GPL) and coaching calls from
the Bloomberg Center for Public Innovation at Johns Hopkins
University (BCPI).
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PROJECT VISION

A RECIPE FOR
SUCCESS

The Procurement Transformation project’s vision is to break down silos
between departments to revamp the City contracting process from start
to finish. This includes:

—) Identifying changes to ensure there is no “wrong door” for vendors
to come through if they want to do business with the City of
Seattle, especially for Women- and Minority-Owned Businesses
Enterprises (WMBE)

—% Digitizing and revamping contracting forms and processes

Creating spaces for staff across the City to communicate about
procurement and share knowledge and best practices
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THE FOUR PILLARS OF SEATTLE’'S PROCUREMENT

TRANSFORMATION APPROACH:

EFFICIENT RESULTS-DRIVEN

“Make the procurement process efficient, “Buy results, not activities”

inviting, and transparent” i _
We can work with vendors to achieve our goals by

By identifying bottlenecks and duplicative work, we can measuring the right results and actively managing
make contracting faster and easier for both City workers contracts using real-time performance data. Instead
and businesses. This saves time and money and makes of focusing on overly-prescriptive vendor activities,
working with the City more enticing for businesses. we can collaborate with vendors to focus on the

outcomes we want to see.

EQUITABLE

“Make the procurement systems more equitable”

STRATEGIC

_ “Elevate procurement as a strategic function”
BIPOC-owned and to a certain degree women and veteran-

owned vendors continue to face significant barriers to Procurement transformation requires a cultural
winning City contracts. By reducing these barriers and transformation within the City. We can upskill City
putting resources into outreach and small business staff and offer strong support from City leadership to
coaching, we can create a more equitable and diverse pool lead the way as change agents for the organization.

of vendors for City procurement.

These are organized around the Harvard Kennedy School Government
Performance Lab’s four pillars of procurement excellence.
Scan the QR code to learn more.



https://gplpen.hks.harvard.edu/
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THE IMPACT OF INNOVATION

THE PROOF IS
IN THE PUDDING

Streamlined forms and templates
Pared down the process to request a new contract
Trained 50+ staff on writing improved requests for proposals (RFPs)

Reduced response times for ambulance services through intensive
coaching with the Seattle Fire Department

Engaged hundreds of vendors through outreach events, with a focus on
BIPOC- and women-owned businesses

R RN AN

Created a network of 125 staff who are procurement change agents
across the City



LET'S GET
COOKING!

OOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOO






EFFICIENT

PREPARING
YOUR KITCHEN
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THE CHALLENGE

Over time, Seattle has built up laws, policies, and procedures to purchase
the goods and services that are needed to conduct City business. This
complex system - which relied on e-mail, Excel lists, and over 140 different
forms - can be confusing for both vendors and City staff to navigate.

This also presents barriers for firms that are new to doing business with
the City, particularly smaller firms, including those that are BIPOC- and
women-owned. The result is that prospective vendors cannot compete for
contracting opportunities, and the City faces delays in getting essential
goods and services.

SOLUTIONS

—) Map procurement processes to identify challenges and clarify
processes.

—} Streamline and digitize processes and resources to save staff and
vendors time.




EFFICIENT

MAP PROCESSES

PROCUREMENT RECIPE CARDS

In 2023, the City of Seattle’s Innovation and Performance (IP) team conducted

six internal process mapping workshops with Citywide partners. The expert who
facilitated these in-person and remote workshops was Tracy O’'Rourke of Catalyst
Consulting in San Diego, California. The team brought together the Department
of Finance and Administrative Services (FAS), which oversees Citywide purchasing
and contracting, Seattle Public Utilities, Seattle City Light, Seattle Department

of Transportation, and Harvard Government Performance Lab staff to write the
steps of procurement on sticky notes across different stakeholder “swim lanes.”
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-9 Purchasing of goods and routine services, including blanket contracts (contracts
for the purchase of routine goods or services that all City departments can use)

—9 Consultant services

—% Public works (construction)
J l | -

THE THREE MAPPED PATHWAYS WERE: |



PROCUREMENT COOKBOOK

EFFICIENT

S CHEF'S TIP

Looking to streamline inefficiencies in your processes? Look out for the 8 Wastes, a
framework shared through a six-week training workshop by Brian Elms, a national
expertin business process improvement. Learn more at chaneaentstrainin.com.

To remember the 8 Wastes, you can use the acronym »DOWNTIME.”

. DEFECTS Ffforts cgused by rework, scrap, and incorrect
information.

Production that is more than needed or peforeitis

' OVERPRODUCTION
needed.

WAITING Wasted time waiting for the next step in 2 process.
NON-UTILIZED TALENT Underutilizing people’s talent, skills, and knowledge.

TRANSPORTATION Unnecessary movements of products and materials.

MOTION Unnecessary movements by people (€-8. walking).

More work or higher quality than is required by the
customer.

EXTRA-PRO CESSING

' INVENTORY Excess products and materials not being processed.

| CITY OF SEATTLE


http://changeagentstraining.com

STREAMLINE AND DIGITIZE

OPENGOY PROCUREMENT SYSTEM

The City of Seattle is replacing its patchwork processes to procure consultants, public
works, and routine goods and services with streamlined eProcurement software called
OpenGov. This software will also upgrade and replace Seattle’s legacy vendor directory,
the Online Business Directory, which was custom built in 2011. OpenGov was selected
based on extensive market research that included a Request for Information that
received 14 vendor responses and interviews with peer cities including Pittsburgh, PA,
Orange County, CA, and Norfolk, Virginia. Seattle went live with OpenGov in August 2024.

OpenGov will be easier to use for vendors, and create a consolidated portal to find

out about contracting opportunities. OpenGov will have improved data validation
features, reducing errors that can cause delays or even cause applications to be thrown
out. As an additional benefit, vendors who are registered and search for contracting
opportunities in the portal will see opportunities at other municipalities around the
country as well.

17




EFFICIENT

STREAMLINE AND DIGITIZE

INTERNAL SHAREPOINT

A common issue reported by staff across the City has been that they don’t understand
the procurement process and don’t have a single source of information for guidance. To
address this, FAS contracted with Onit Management Consulting to redesign the internal
SharePoint site that warehouses important information and legal forms intended to
guide City staff who do recurring and one-time procurements. This project engaged
over 55 City staff to inform design from the perspective of different user-persona
profiles including admins, super users, and beginners to procurement. The upgraded
site is better organized and up-to-date. A site champion within the FAS Purchasing and
Contracting team will maintain the site, so it can continue to be a one-stop shop for
procurement going forward.
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STREAMLINE AND DIGITIZE

PROCUREMENT STATUS DASHBOARD

In August 2023, FAS launched a new Power Bl Dashboard, the result of a joint project
between Government Performance Lab Fellow Neil Maheshwari and FAS Business Process
Analyst Pat Malai on the Masterworks FAS team. The dashboard consists of two displays,
one internal to the Purchasing and Contracting'’s (PC) team and another available for
departments to view. The dashboard allows this team to see at a glance who has the
bandwidth to take on new contract requests. The departmental dashboard has cut down
on unnecessary correspondence. Instead of having to ping managers on the team for

a status update, a City employee can check the dashboard to see how their project is
moving along. These kinds of tools eliminate administrative burden on City employees
while also fostering a spirit of open government.

City staff can filter the procurement request dashboard
by department and status, see a full list of requests in
progress, and search by contract number for the status
of a specific request.

PROCUREMENT COOKBOOK | CITY OF SEATTLE



] EFFICIENT

PLANNING JOURNAL EXERCISE #1

When we think about innovation in procurement, it's all about ensuring we're effectively
buying and purchasing goods and services that impact our employees and residents
every day. How we go about the procurement process can make or break the experience
of our end-users. We all have an opportunity to consider how we might transform the
procurement process to be efficient, inviting, and transparent for staff and vendors, so
that residents have a world-class experience with City services.

Reflect on your role in the procurement process. What are you doing that may be creating inefficiencies?
What might you or your team need to do differently?

What's one challenge related to efficiency that you can commit to tackling in the next 3-6 months?
What next steps do you need to take and who do you need to work with?

Come back to this 3-6 months from now:

Now that you've worked on a challenge over the last few months, what have you learned?
What changes have you made and how have they positively impacted your procurement processes?

N
|
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RESULTS-DRIVEN

FINDING THE
RIGHT RECIPE
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THE CHALLENGE

Like many jurisdictions around the country, a lot of procurement challenges in
Seattle are rooted in the way the scope of work is written or managed. Scopes of
work are recycled year after year, without revisiting whether they still meet the
City's needs. Or, driven by the fear that the vendor may not deliver what they
want, staff tend to focus on compliance and can be overly prescriptive in how
the vendor delivers the service or good. They might even specify down to the last
detail the particular type of widget or what products a janitorial service should
use. This compliance-driven mentality causes consternation on part of the vendor
to adhere to every little detail, and runs the risk of limiting alternative methods
and innovative thinking that may be better suited to achieving the objectives of
the City. Rather than just focusing on what vendors need to do, we can focus on
what they should accomplish and work with them in collaboration to achieve
these goals.

SOLUTIONS

—) Train staff to write better procurements

—) Dive deep to improve results on priority contracts




RESULTS-DRIVEN

TRAINING ON RESULTS-DRIVEN
CONTRACTING

The Government Performance Lab held training sessions for the Purchasing
and Contracting team, Seattle City Light project managers, and the
Procurement Community of Practice members in partnership with IP, to train
over 50 staff to write more effective scopes of work. These trainings focused
on orienting Requests for Proposals (RFPs) to results, right-sizing compliance
requirements, and leaving space for innovation.

PROCUREMENT COOKBOOK | CITY OF SEATTLE



. CHEF’S TIP

Looking for some help to write an u

contains best practices, examples from other
incorporate directly into your RFP.

pcoming RFP? Check out the Government Performance Lab's
Guidebook for Crafting a Result-Driven RFP, which walks

you through the core steps. The guidebook
Jurisdictions, and prompts to help you write content to

25


https://govlab.hks.harvard.edu/files/govlabs/files/gpl_rfp_guidebook_2021.pdf
https://govlab.hks.harvard.edu/files/govlabs/files/gpl_rfp_guidebook_2021.pdf

RESULTS-DRIVEN

BOILING DOWN PRIORITY CONTRACTS

The Seattle Fire Department reached out to the Government Performance Lab (GPL) for
help with delays in ambulances taking residents with non-life threatening emergencies
to the hospital. The GPL's analysis found that a shortage of Emergency Medical
Technicians (EMTs) was a key root cause for the delays. Subsequently, Seattle worked
with its vendor to staff up. In 2023, for the first time in over a year, more than 90% of
ambulances arrived on the scene in less than 12 minutes. This was improved from 2022,
when an average of 77% of ambulances arrived on the scene within the response time
target. As the Seattle Fire Department has shown, using data to unpack performance
challenges and working with vendors to solve them can help to improve outcomes.
Through the remainder of the project, the GPL facilitated a series of workshops to help
Seattle Fire plan to sustain these improvements when the current contract expires.
These workshops resulted in development of a new RFP that will be issued in 2024.

Scan the QR code to read the How-to Guide
on Results-Driven Approaches to Contract
Management.

PROCUREMENT COOKBOOK | CITY OF SEATTLE


https://gplpen.hks.harvard.edu/wp-content/uploads/2022/11/Orienting-Towards-Outcomes-Results-Driven-Approaches-to-Contract-Management.pdf
https://gplpen.hks.harvard.edu/wp-content/uploads/2022/11/Orienting-Towards-Outcomes-Results-Driven-Approaches-to-Contract-Management.pdf

g RESULTS-DRIVEN

PLANNING JOURNAL EXERCISE #2

Procurement typically results in a service that either City employees or the people

of Seattle interact with. The way that we design our RFPs and contracts is critical to
providing excellent customer service to those who use our services. This requires us to
focus more on outcome based contracting with clear expectations and accountability
metrics for our vendors as well as regular review of data to ensure our contract needs
are being met.

Think of a contract you executed that resulted in poor service outcomes. What could have been done \
differently in the RFP and contract design to ensure vendor accountability? \

What are 1-2 tweaks you can make to your approach to RFPs and contract scope of work design in the
next few months to ensure your contracts are results-driven?

Come back to this 3-6 months from now:

Reflecting back on the different approaches you tried in a recent RFP or contract execution, did you
see a difference in the outcomes of who bid on your RFP or the results of a contract?

o7




GETTING

COOKS IN
THE KITCHEN
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THE CHALLENGE

BIPOC- and women-owned businesses continue to face significant barriers to
winning City contracts. By reducing these barriers and putting resources into
outreach and small business coaching, we can create a more equitable and
diverse pool of vendors for City procurement.

Barriers to access include knowing where to look for opportunities, not
having social connections or professional relationships with project
managers who are putting out large bids, facing cultural and language
barriers, and having limited access to bonding and finance capital,
marketing, and business management. These barriers are both in addition
to and because of implicit bias and historical legacies of racism and
discrimination in the procurement process.

SOLUTIONS

—} Use data to increase vendor diversity

—} Increase representation in vendor selection

—} Remove bias from bid evaluations




USE DATA TO DEVELOP TARGETED STRATEGIES
TO INCREASE VENDOR DIVERSITY

Seattle tracks and reports on WMBE utilization through a quarterly report, which is
published as a PDF. While this is an important resource that has helped the City track
WMBE utilization, the PDF format doesn’t allow departments to drill down into the data
to make decisions to increase WMBE utilization. To address this problem, Chief Analytics
Officer Steve Barham on the Innovation and Performance Team created a Prototype
Dashboard in Power BI.

The dashboard combines data from three primary systems: (1) our contracting system
(Mastersworks/CCMS/Aurigo), (2) our financial system (PeopleSoft), and (3) pending FAS
updates, our sub-prime contracting system (B2GNow) to show spending in real time

by departments over the past five or so years. In our June 2024 Community of Practice
meeting, we shared a preview of the draft dashboard. While the dashboard is still
under development, staff were excited that they would finally have this information at
their fingertips, saying that the data contained in this dashboard would allow them to
strategize and forecast around their vendor outreach and engagement for upcoming bids.

PROCUREMENT COOKBOOK | CITY OF SEATTLE






INCREASE REPRESENTATION IN VENDOR SELECTION

Seattle Public Utilities uses a panel to evaluate all RFPs, which has a minimum
representation requirement to ensure the voices of staff with marginalized identities
have a say in the process. This requires that at least 25% of representatives on

the panel must be people of color. These staff will review each bid based on pre-
selected criteria, and then they will meet to discuss how they evaluated each bid.
Other departments have also considered including community members with user
experience to participate in RFP design and vendor selection.

REDUCE THE FLUFF IN PROCUREMENT DOCUMENTS

Seattle City Light takes another innovative approach to the RFP process and bid
evaluation, using the Expertise-Based Project Delivery (XPD) program to evaluate
bids. Bids submitted under the XPD process are shorter and reduce the “fluff” of
bid submissions, which helps eliminate bias. For example, bidders are required to
complete a concise 3-page form, which eliminates the reliance on flashy portfolios.
Moreover, bidders are restricted from naming specific projects or employers,
ensuring a focus on relevant qualifications. SCL has reported a positive correlation
between the implementation of XPD and increased utilization of WMBE prime
contracting opportunities.

PROCUREMENT COOKBOOK | CITY OF SEATTLE
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N EQUITABLE

PLANNING JOURNAL EXERCISE #3

The City of Seattle is committed to ensuring that opportunities to work with the City
are fair and equitable. In order to do so, we collectively need to work towards removing
barriers to vendor participation as well as support small businesses and WMBE vendors
in having a fair chance to bid for contracts through active engagement.

How are you actively engaging small businesses and WMBE vendors in opportunities that you are proud
of? How might we scale these good practices across the City?

What are 1-2 new ways of engaging diverse vendors that you've learned this year that you want to test
out over the next 3-6 months?

Come back to this 3-6 months from now:

If you tried a new engagement strategy, how did it go? What difference did it make with who bid on
your recent opportunities? If you decided not to try any new engagement strategies, why not and what
will help you follow through on trying something different?

Il
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STRATEGIC

“Elevate procurement
as a strategic function”
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THE CHALLENGE

Seattle is a large city brimming with innovation. Best practices
developed and tested in individual departments should not
remain siloed. Procurement transformation requires staff to
be empowered and upskilled as change agents for the City.

SOLUTIONS

Identify, elevate, and spread best practices across the City.

37



STRATEGIC

IDENTIFY BEST PRACTICES

RESEARCH FROM THE UNIVERSITY OF WASHINGTON EVANS SCHOOL

IP partnered with the UW Evans School of Policy and Governance on a report asking
about what equitable procurement practices at the City level could look like. MPA
grad students Krista Osmundsen, Wei-Hsuan Chang, and Natalie Ottoboni conducted
a field scan, semi-structured interviews, and drafted a report to identify strategies
the City should continue to rely upon for equitable procurement in order to increase
WMBE spending goals by departments. Professor Joaquin Herranz, Jr. was UW faculty
supervisor on this Capstone project.

ELEVATE BEST PRACTICES

PROCUREMENT BRIGHT SPOTS

IP hired a contract writer to write 10 short stories to elevate promising practices to
better support WMBE vendors through City procurement. These stories appear on
the IP Blog (innovation-hub.seattle.gov). These promising procurement practices
range from Seattle IT using data to drive up WMBE spending to SDOT using WMBE
communications firms for better public engagement with immigrant communities.

PROCUREMENT COOKBOOK | CITY OF SEATTLE
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SPREAD BEST PRACTICES

PROCUREMENT CITYWIDE COMMUNITY OF PRACTICE

In fall 2023, the IP and GPL partnered in a Pilot Procurement Community of Practice,
which brought together all Citywide department procurement team leads. This pilot
lasted for 9 months, with monthly meetings bringing together between 35-55 remote
staff and 100 in-person Citywide staff at the first-ever in-person meeting hosted in
March 2024. The organizers to date have gathered over 120 staff in one virtual space in
a Teams Channel. The group brings together City staff who buy tremendously different
procurements, ranging from language translation consultant services to the procurement
of architectural and engineering services for environmental projects. This gathering has
led to collaborations in capital consultant open

house events, multiple user testing workshops on digital
tools, the co-creation of WMBE technical assistance best
practices, and other ways of collective problem-solving
across department siloes.

One hundred City staff attended the first in-person Procurement Community of Practice in March 2024. 39




. CHEF’S TIP

Have you tried to make a change - or even a small tweak - that you are certain will improve efficiency or

0 resist your every move? Or have you tried to make a change in your own

; micromanage less or advocate more for controversial ideas, but you find

yourself quickly reverting to old, familiar habits? Check out the GPL's quick read on How to Overcome
Immunity to Change.

Scan the QR code to read the full document.
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l STRATEGIC

PLANNING JOURNAL EXERCISE #4

Procurement is often overlooked as a strategic function in government to improve the lives
of residents. However, how the government procures goods and services has a long lasting
impact on how we operate and how people experience living, playing, working, and visiting
our community. From where we buy office supplies, to who we contract for services like
towing, maintenance, and landscaping, and who we hire to be a consultant on important
decisions - all these choices start with procurement. There is an opportunity to elevate the
status of procurement by buying and contracting goods and services that help us deliver
world-class services.

What are ways you could position procurement as a strategic function in your department or work unit?

What are 1-2 ways you could make procurement more accessible and easy for people to understand
over the next few months?

Come back to this 3-6 months from now:

What did you do to boost the accessibility of procurement?Did it result in others understanding why
procurement can be transformative for service delivery?

ll
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Thank you to all of the partners who have been instrumental
in leading this work. Procurement transformation requires
continuous improvement. We encourage procurement change
agents across the City of Seattle to continue to look for
opportunities to make procurement more efficient, equitable,
strategic, and results-driven for the residents of Seattle.

If you have ideas, questions, or insights to share after
reading this book, please keep the conversation going!

Reach out to us at

performance@seattle.gov

Scan this QR code to access the digital report.



ACRONYMS

BCPI Bloomberg Center for Public Innovation, Johns Hopkins University
FAS Finance and Administration Services, City of Seattle

GPL Harvard Kennedy School Government Performance Lab

IP Mayor’s Innovation and Performance, City of Seattle

MBE Minority-Owned Business Enterprise

PC Purchasing and Contracting Division, FAS, City of Seattle

RSJI The City of Seattle’s Race and Social Justice Initiative

SOwW Scope of work

WMBE Women- or Minority-Owned Business Enterprise
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GLOSSARY OF KEY TERMS

Equity: Equity is defined as “the state, quality or
ideal of being just, impartial and fair.” The concept of
equity is synonymous with fairness and justice. To be
achieved and sustained, equity needs to be thought
of as a structural and systemic concept.

Equitable Procurement: Efforts to achieve equitable
community outcomes in the way a public or for-profit
entity spends resources, including the purchasing of
routine goods and services, professional consultants,
construction, and contracting.

Evidence-Based: Practices, policies, and decisions
that are informed and guided by systematically
collected and analyzed data. Thisincludes information
derived from a literature review and primary data
gathered through interviews, document reviews, and
other relevant research methods.

Disparity: A difference that is closely linked with social,
economic, and/or environmental disadvantage.

Practices to Advance Procurement Equity:
Actions, strategies, or processes implemented to
enhance the participation, success, and sustainability
of WMBEs in public procurement.

Racial Equity: When social, economic, and political
opportunities are not predicted by or negatively
correlated with a person'’s race.

Results Driven Contracting: Orienting a contract
to the objectives and goals of the City, and marking
clear success metrics. This is an alternative approach
to compliance centered contracting, which is mostly
the case.

Women- and Minority-Owned Business Enterprise
(WMBE): State-certified or self-identified firms that
are at least 51% owned by women and/or minorities.
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“One of the most direct and powerful ways

the city can support our small businesses

is through contracting opportunities for
the goods and services we use. The goal of
this work is to advance our vision for One
seattle as an inclusive and equitable city
where entrepreneurs and small businesses
of all backgrounds can succeed.”

_ Seqttle Mayor, Bruce Harrell



