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COMMISSIONING CHANGE: 
How can Authorities embed equality,  
diversity and inclusion and social value  
through procurement? 
 

 

This Practice Note is based on research carried out as part of a 

year-long placement in the Greater London Authority (GLA). The 

placement included contributing to the first in a series of Process 

Notes for the GLA’s Good Growth by Design (GGbD) programme: 

The Good Growth by Design Process Note 01: Maximising Social 

Value and EDI through the Procurement of Design Teams.1 

 

The GLA’s Process Note sets out six principles commissioning 

authorities should follow in order to achieve equality, diversity and 

inclusion (EDI) in their procurement of design services. This Practice 

Note explores these six principles and suggests tools to help 

procurement teams apply them. Findings and recommendations may 

also be useful for planning authorities beyond London, especially 

those seeking to maximise EDI benefits in their procurement of 

design services. All users are invited to help test, develop and 

improve the resources put forward in this Practice Note. 

 

 

CONTEXT 

Good Growth by Design is the Mayor of London’s primary 

programme to oversee ‘Good Growth’ – i.e building a more inclusive 

city in terms of social value in the built environment. The programme 

is structured around six pillars: Setting Standards; Applying 

Standards; Building Capacity; Supporting Diversity; Commissioning 

Quality; and Championing Good Growth. (See Figure 1, top row). 

 

The GLA also works with London boroughs to share good practice 

through several networks such as the Social Value Task Force2 and 

the London Boroughs Responsible Procurement Network. The 

London Sustainable Development Commission team at the GLA 

published a Social Value insights paper in February 2021 to highlight 

the importance of social value in London’s recovery from COVID-19.3 

The Supporting Diversity Handbook brings together research, 

examples of leadership and recommendations to help the built 

environment sector reflect the diversity of London.4 Also in February 

2021, the Connective Social Infrastructure Report was published 

 

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.nationalsocialvaluetaskforce.org/
https://www.london.gov.uk/sites/default/files/social_value_insights_paper_0.pdf
https://www.london.gov.uk/sites/default/files/supporting_diversity_handbook_web.pdf


  

under the Setting Standards pillar of Good Growth by Design (see 

Fig 1, top row). 5 

 

Although it is not within the GLA’s remit to directly oversee the 

procurement approaches of individual boroughs, it has supported 

them to deliver social value at this stage through several channels. 

For example, the Architecture Design and Urbanism Panel (ADUP) 

procurement framework helps organisations, including local 

authorities, to incorporate social value into built environment 

projects.6 The ADUP framework and its structures were used to test 

and develop the six guiding principles set out in Process Note: 

Maximising Social Value and EDI through the Procurement of 

Design Teams. 

 

This Practice Note sits within the Mayor’s Good Growth by Design 

Programme (GGbD) – as part of its Commissioning Quality pillar (Fig 

1, top row). 7 The aim of this pillar is to ensure excellence in how the 

Mayor of London and other public sector clients appoint and manage 

architects and other built environment professionals.  

 

To achieve this, GGbD undertook research and review across six 

commissioning teams within TfL and the GLA: GLA Housing & Land, 

GLA Regeneration, LLDC, OPDC, TfL Investment Delivery Planning 

and TfL Property. The findings are presented in the report 

Commissioning Quality: Design Quality Management (Fig 1, second 

row), which sets out the key lessons and recommendations for each 

team’s respective design quality assurances.  

 

All teams have developed a Design Quality Management Protocol 

(DQMP) to record processes already in place and ensure quality in 

the commissioning of buildings, public realm, infrastructure and 

landscape (Fig 1, second row, third column). They are intended to 

serve as a platform to improve and enhance the respective 

approaches and take the form of a RIBA Plan of Works overlay, 

adapted to reflect the pre- and post-project functions of the teams.  

 

  

 

 

https://www.london.gov.uk/sites/default/files/connective_social_infrastructure_0_0.pdf
https://www.london.gov.uk/what-we-do/regeneration/advice-and-guidance/procurement-architecture-design-and-urbanism-panel
https://www.london.gov.uk/what-we-do/regeneration/advice-and-guidance/about-good-growth-design/london-review-panel


  

  

 



  

Short Process Notes will address a range of topics as a way of 

sharing information and practice across the GLA Group and with 

external organisations; the first of these, dealing with the principle of 

‘Identify’, is Maximising Social Value and EDI through the 

Procurement of Design Teams (Fig 1, third row).8 Its intention is to 

help commissioning authorities maximise social value and equality, 

diversity and inclusion (EDI) benefits in their procurement of design 

services and can be adopted by any commissioning client seeking to 

achieve this.  

 

The Process Note aims to set a minimum benchmark for 

commissioning authorities, setting out six principles to achieve this. It 

was developed using the ADUP supplier framework as a vehicle to 

explore the application of the six principles, but has wider application 

beyond ADUP users. 

 

In order to support the GLA Process Note, this Practice Note for 

Public Practice takes the form of a toolkit for how to implement the 

first of the process note’s six key principles in practice with a worked 

example. It goes on to suggest outline proposals for potential tools 

for the remaining five principles; these could be developed as next 

steps, either within the GLA or as part of Public Practice 

collaborative research. 

 

These tools are being developed to support the emerging 

replacement to ADUP, to be known as the Architecture + Urbanism 

Framework (A+U Framework) but can be applied to any public 

procurement of design services.9 

  

 
8  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/city-hall-blog/mayors-architecture-urbanism-framework


  

  

APPROACH 

The toolkits in this Practice Note are being tested with the A+U 

Working Group, the body developing the new A+U Framework, and 

are informed by the findings from the 2020 ADUP User and Supplier 

Survey.10 This survey covered a wide range of topics including the 

scope, application and scoring of EDI and social value in the 

framework mini competition or Invitation to Tender (ITT). 

 

For the purposes of assessing social value and EDI in the 

submissions of an ITT or mini competition, mandatory award criteria 

for the assessment of tenders are required to uphold and maintain 

clarity and delivery of social value and EDI benefits. Social value 

should be scored according to how the design methodology benefits 

end users of projects (e.g. the local community). Scores for equality, 

diversity and inclusion should be based on the supplier’s approach 

to assembling the right team and how diversity and inclusion are 

incorporated into their business. 

 

This toolkit focusses on the client team’s role in setting social value 

and EDI for design team procurement and therefore covers RIBA 

Plan of work Stage 0 Strategic Definition and Stage 1 Preparation & 

Brief. Brief requirements around social value and EDI will, however, 

carry through the stages to project completion and in-use. As such, 

public commissioners should set milestones at each RIBA work 

stage to monitor the success or progress of these social value and 

EDI objectives.  

 

Public commissioners acting as clients should set the ambition for 

social value and EDI outcomes from their commissions. This 

includes signposting relevant guidance that will support the design 

teams to achieve this. There are existing publications for designers 

on how to embed social value across the RIBA work stages11, 

through different tools12 and by creating opportunities through 

equality, diversity and inclusion strategies.13 14 

 

 

  

 

 

https://safety.networkrail.co.uk/wp-content/uploads/2018/01/Social-value-and-design-of-the-built-environment.pdf
https://safety.networkrail.co.uk/wp-content/uploads/2018/01/Social-value-and-design-of-the-built-environment.pdf
https://www.architecture.com/-/media/GatherContent/Social-Value-Toolkit-for-Architecture/Additional-Documents/RIBAUoR-Social-Value-Toolkit-2020pdf.pdf
https://www.architecture.com/-/media/GatherContent/Social-Value-Toolkit-for-Architecture/Additional-Documents/RIBAUoR-Social-Value-Toolkit-2020pdf.pdf
https://www.architecture.com/-/media/GatherContent/Work-with-Us/Additional-Documents/Creating-Opportunity-and-Enabling-SuccessRIBA-EDI-StrategyApril-2019pdf.pdf
https://www.architecture.com/-/media/GatherContent/Work-with-Us/Additional-Documents/Creating-Opportunity-and-Enabling-SuccessRIBA-EDI-StrategyApril-2019pdf.pdf
https://www.london.gov.uk/sites/default/files/supporting_diversity_handbook_web.pdf


  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

PRINCIPLES AND TOOLS 

The six principles in the GGbD Process Note: Maximising Social 

Value & EDI through the Procurement of Design Teams (Fig 1, row 

3) are set out on the following pages. For each principle there is a 

proposal for a tool that would assist in its application by setting the 

objectives and outcomes using pre-brief information gathering, 

engagement and research.  

 

For Principle 01 the proposed tool is provided with a worked example 

of how it could hypothetically be applied in practice. It highlights the 

opportunities for social value benefits through selection of design 

team and the outcomes sought to achieve these objectives. This tool 

is included as Resource A: The Social Value Opportunity Identifier 

alongside this Practice Note.  

 

For Principles 02-06 an outline proposal of each tool is provided, 

with recommendations for future development and methods of 

testing. 

 

It is assumed that all tools will be used alongside and aligned to 

assessment scoring criteria of design team submissions as part of 

an ITT or mini competition process. The ADUP criteria clearly sets 

out the proportional weighting when scoring for Social Value and EDI 

alongside Financial and Technical categories (see Fig 2), however 

these tools can be used with any scoring criteria. 

  

https://www.publicpractice.org.uk/resources/the-social-value-opportunity-identifier


  

  

PRINCIPLE 01: IDENTIFY 

 

‘Project objectives and outcomes should be set by identifying the 

social, environmental and economic benefits you want a project to 

have for its local beneficiaries, and link these to the process of 

project commissioning.’15  

 

Outline how you propose to remove or minimise potential 

disadvantages suffered by people due to their protected 

characteristics and other groups with identified needs, take steps to 

meet the needs of these people where they are different from the 

needs of other people, and encourage people from these groups to 

participate in and benefit from your project. 

 

 

TOOL 01: THE SOCIAL VALUE OPPORTUNITY IDENTIFIER 

Tool 01 has been developed and made available alongside the 

Practice Note as Resource A. This includes a blank form to aid 

officers with their assessment, guidance notes, and a hypothetical 

worked example. 

 

 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

PRINCIPLE 02: EMBED 

 

‘Project objectives and outcomes should be embedded into the 

project design brief, to promote a contextual place-based 

approach that requires local knowledge to form part of the design 

methodology.’16 

 

This could be achieved by: working with teams led by 

underrepresented groups or reflective of local make-up; ensuring the 

proposals are accessible and services cater for everyone’s needs; 

encouraging inclusive design principles; working with companies 

(and their supply chains) that have a demonstrable track record 

promoting equality, diversity and inclusion; providing training and 

apprentice opportunities; and targeted recruitment for protected 

groups. 

 

 

TOOL 02: SOCIAL VALUE & EDI PROJECT BRIEF CHECKLIST 

Proposed tool to develop: A template that would reference the 

objectives and outcomes identified in the Principle 01 Tool – The 

Social Value Opportunities Identifier, within a clear deliverables 

checklist appended to the ITT or mini competition brief/specification. 

This would include stating the anticipated groups and organisations 

that will be addressed, and the level of action expected to achieve 

the objectives proportionate to the project scale. 

 

Considerations for development of Tool 02: 

— Should this tool be aligned to RIBA Stage 1 (Preparation & 

Briefing)? 

— Could this template be part of a brief to include the identified 

need and opportunities for the project using Tool 01 including 

stating: the groups/organisations identified for benefit or 

engagement; the actions expected of the supplier 

proportionate to the fee and scale of the project? 

— Does this replicate Tool 01? Can it be included in Tool 01? 

Can it be used to synthesise the Tool 01 evidence into an 

appropriate brief format? 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

  

PRINCIPLE 03: ASSESS 

 

‘A clear assessment methodology should be developed to govern 

the way the social value and EDI components will be assessed as 

part of the ITT award criteria. This should be included in your 

design brief and specification documentation.’17 

 

The ADUP2 technical assessment criteria are broken down as 

follows: 

 

— 70% awarded to quality of approach and technical 

considerations of the team, of which a minimum of 10% 

should be assigned to the bidder’s approach to achieving 

social value with the project. Consider the approach to: 

— Local engagement and participation  

— Designing for the various needs of the project users, 

existing local communities and future community 

needs with specific regard to promoting physical, 

social and economic accessibility 

— Collaborating with protected characteristic groups 

who are historically under-represented in the 

authorship of the shared local built environment 

 

— 10% awarded to the proposed team’s Equality, Diversity and 

Inclusion. Considerations should include: 

— An up-to-date practice diversity statement/policy for 

the lead consultant as provided at the framework 

procurement (not assessed) 

— A statement of intent/action plan specific to each 

project (assessed).  

— Approach to working with practices led by people from 

under-represented groups (collaboration, incubation, 

subcontracting as part of the project team, not only for 

community consultation) 

— Approach to sharing cultural capital with under-

represented groups (mentoring, outreach, training) 

— Approach to working with schools and universities to 

promote equality, diversity and inclusion in the built 

environment sector (lectures, talks, bursaries, 

apprenticeships, structured outreach) 

 

— 20% awarded for value for money, assessed in conjunction 

with the proposed project-resourcing plan of the bidding 

team. 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

TOOL 03: SOCIAL VALUE SCORING MATRIX  

Proposed tool to develop: A template developed to accommodate a 

range of project scales and types. Based on case study 

benchmarking but flexible enough to provide a context-based 

assessment on how well the project objectives are achieved.  

 

Considerations for development of Tool 03: 

— The proposed tool assumes 10% Social Value as a minimum 

within scoring criteria; however, commissioning teams could 

increase this as appropriate. 

— The matrix could include small, medium, large and strategy 

projects and should be proportionate to scale of project  

and fee. 

— Scoring methodology should be included to demonstrate how 

the proposals best address the objectives as set out in Tool 

02, including links to identified groups and organisations. 

— Scoring to include evidence of suppliers’ previous work in 

adding social value to projects to ensure practices that 

already do this well are recognised. 

— Is Tool 03 too prescriptive? Could it lead to unintended 

consequences such as assisting design teams who haven’t 

previously prioritised Social Value and EDI over those who 

have always embedded them into their work culture? 

— Consider what experience is assessed and awarded with the 

aim of breaking down barriers and providing more 

opportunities for small and emerging practices. An example 

would be whether to allow work from previous practices, 

unbuilt projects, or projects not directly relevant to the 

commission to be included. Consideration should be given in 

this instance to how to demonstrate and score transferable 

skills. 

  



  

  

PRINCIPLE 04: DELIVER 

 

‘Provide clear guidance in the briefing documents to set 

expectations for the quantity of information you are requesting.  

A general rule is to allow for a maximum of two A4 pages for the 

social value approach and one A4 page for the EDI approach,  

but this should be amended to suit the scale of the project 

accordingly.’18 

 

Undertaking bids is risky, costly and impacts smaller practices 

disproportionately. Procurement exercises should be streamlined 

with submission requirements avoiding duplication of information (eg 

on procurement frameworks) or unnecessary information. By limiting 

the amount of material an applicant needs to produce, the 

procurement exercise encourages submissions for comparable, 

more targeted and cost-effective and proportionate to the scale and 

fee for the commission. For example, where the commission is for a 

large-scale, multi-million-pound development, the submission 

requirements should allow for more pages. 

 

TOOL 04: SOCIAL VALUE & EDI SUBMISSION GUIDE 

Proposed tool to develop: A template demonstrating submission 

examples for different types and scales of project. This could include 

case studies and provide examples for anticipated submission 

requirements such as text, page and image limits. 

 

Considerations for further development of Tool 04: 

— This could include a template of example submission  

sheets with no content but indicating the number of pages  

for each section and the number of images and amount of 

text to include. 

— These templates should allow for a range of commissions 

including large, small and strategy-based project 

submissions. 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

PRINCIPLE 05: EVALUATE 

 

‘Once bids have been received, they should be evaluated and 

scored according to the specified award criteria in the brief and 

specification documentation.’ 19 

 

Both social value and EDI submissions should be scored by 

technical evaluators, alongside submissions for quality assurance, 

project management, and relevant skills and expertise. In particular, 

the EDI submissions should be assessed in parallel with the project 

resourcing and programme proposals to check a coordinated 

approach has been taken.  

 

The EDI assessment criteria set out by the GGbD Process Note 01 

are shown in Fig 5. An ‘Excellent 5/5’ EDI submission would include 

a ‘full and accurate understanding of the local skills required to deal 

with the context’ and demonstration of ‘an innovative approach to 

assembling the proposed team in a variety of ways’. It requires the 

practice’s EDI approach to be ‘up to date, comprehensive and clearly 

laid out as a targeted and detailed action plan’.  

 

TOOL 05: EDI SCORING MATRIX 

 

Proposed tool to develop: A template developed to accommodate a 

range of project scales and types. This could be based on case 

study benchmarking and be flexible to provide a contextual based 

assessment on how well the project objectives are achieved (as 

identified in Tool 01 and set out in Tool 02). 

 

Considerations for further development of Tool 05: 

— Could this tool be aligned to RIBA Stage 1 (Preparation & 

Briefing)? 

— A good starting point would be to review the EDI  

assessment criteria table included on page nine of the  

GGbD Process Note. 

— The scoring matrix would need to cover a range of project 

types and scales, and be proportionate to the size of project 

and fee. 

— This tool can include a requirement for scoring panels to be 

provided with EDI training to ensure scores are informed by 

appropriately qualified assessors. 

 
 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

  

PRINCIPLE 06: FEEDBACK 

 

‘Following ITT evaluation, commissioning authorities should 

provide clear and meaningful feedback to all bidding practices, 

particularly on their social value and EDI submissions. This is 

important for practices to improve their approach for future 

submissions and signpost to the industry what the expectation is 

for Social Value and EDI on public commissions.’20 

 

Once a competition has completed and a successful bidder has 

been selected, all supplier teams should be provided with their 

scores. It is important to also include feedback for these scores 

including areas where a bidder did well, did poorly, and where 

improvements can be made. By providing this feedback the 

commissioning team can signpost the standard expected for 

submissions in future competitions. This can encourage the industry 

to improve and embed social value and EDI considerations into their 

practices rather than view this area of assessment as distinct and 

secondary to the commission’s needs. 

 

 

TOOL 06: SOCIAL VALUE & EDI FEEDBACK TEMPLATE 

Proposed tool to develop: Template for feedback on EDI and Social 

Value submissions. To include position to the top scoring 

submission, completed scoring matrices and recommendations for 

improvement. This should be sent out to all suppliers, including the 

winning bidder following the public confirmation of the successful 

supplier. 

 

Considerations for further development of Tool 06: 

— Include completed scoring matrices for EDI and Social Value. 

— Include suppliers’ position to top scoring supplier. 

— Include actionable recommendations for future submissions. 

 

  

 

https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf
https://www.london.gov.uk/sites/default/files/process_note_maximising_edi_and_social_value.pdf


  

NEXT STEPS 

This Practice Note has made some initial suggestions for tools to 

assist public procurement teams in the application of Principles 02-

06. To take these findings further, this Practice Note recommends 

developing these tools from the suggestions for each, and to test 

these through worked examples as has been demonstrated for 

Principle 01.  
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Public commissioners can secure social value and 
equality, diversity and inclusion through the procurement 
of their design teams, and currently use a wide range of 
methods and processes to achieve this. However, 
approaches vary considerably in terms of the scale of 
their ambition and what they achieve.

This Practice Note considers opportunities through the 
procurement process to identify, embed, assess, delivery, 
evaluate and feedback social value and equality, diversity 
and inclusion objectives. It builds on the GLA’s Design 
Quality Management Process Note 01, exploring the six 
key principles put forward and proposing tools that could 
be applied to enhance their effectiveness. 

The Practice Note is accompanied by a tool that 
addresses Principle 01: Identify – which supports 
commissioners to identify project benefits for local 
beneficiaries, and any barriers particular groups of people 
may face in participating in or accessing a project.

#Diversity #Procurement #Delivery

Practice Notes and other resources are available 
to download at www.publicpractice.org.uk/resources

http://www.publicpractice.org.uk/resources



