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Foreword 

Tender evaluation shapes every public contract, from a modest £15,000 grounds maintenance call-off 
to a nine-figure regeneration programme. However well a specification has been drafted, the final award 
decision stands or falls on the quality of the panel that scores it. Under the Procurement Act 2023, in 
force since 24 February 2025, the most advantageous tender now sits at the heart of every regulated 
award, replacing the older MEAT test. 

Housing associations and councils face particular scrutiny in this respect. With over six million residents 
living in housing association homes across England, decisions on repairs, maintenance and 
regeneration contracts affect real households every day. Regulators, boards, auditors and tenants 
rightly expect evaluation to be transparent, evidence-based and defensible. This article sets out how 
panels across housing and the wider UK public sector can achieve fair, rigorous and well-governed 
procurement outcomes. 

Evaluation now extends well beyond comparing price and technical quality alone. Panels must weigh 
commercial value, deliverability and risk alongside social value, which central government departments 
must weight at a minimum of ten per cent under Procurement Policy Note 06/20. Achieving the right 
balance demands genuine professional expertise, sound commercial judgement and, increasingly, the 
direct involvement of residents and communities who live daily with the consequences of every contract 
awarded. 

Transparency underpins every credible procurement exercise. Suppliers invest considerable time 
preparing submissions and deserve genuine confidence that scoring will be applied consistently. 
Section 50 of the Procurement Act 2023 requires a documented assessment summary for every 
tenderer, not simply the winner, setting out scores and reasoning in detail. Clear methodologies, well-
documented decisions and thorough audit trails reduce disputes, shorten the mandatory eight-working-
day standstill period, and strengthen confidence throughout the process. 

Commercial judgement must always operate within a clearly defined legal framework. Panels are 
required to deliver genuine value for money while fully complying with the Procurement Act 2023, the 
National Procurement Policy Statement, and the long-standing principles of equal treatment and non-
discrimination. Contracts exceeding £5 million must be published within 90 days of award and 
accompanied by at least 3 key performance indicators, reinforcing the need for compliance and 
commercial insight to work together. 

Building genuinely capable evaluation panels demands considerably more than procedural knowledge 
alone. It requires careful preparation, clear governance, disciplined moderation, meaningful resident 
and community involvement wherever services directly affect the public, and an ongoing commitment 
to continuous improvement. Organisations that invest properly in these principles consistently award 
contracts that deliver sustainable value, high-quality services, and lasting benefits for their own 
operations and the wider communities they exist to serve. 
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The Need for Evaluation 

An evaluation panel is a group appointed to assess tender submissions against a procurement’s own 
published criteria. It typically includes procurement professionals, technical specialists, operational staff 
and, particularly across housing and resident-facing services, members of the public or service users. 
Together, they determine which tender delivers the greatest overall value, applying identical standards 
and methodology to every supplier so that assessment remains impartial, evidence-based and 
consistent from beginning to end. 

Panels exist chiefly to deliver balanced decision-making by combining genuinely different areas of 
professional expertise. Procurement professionals ensure compliance with the Procurement Act 2023 
and organisational governance requirements, while technical, operational and lay members assess 
whether a supplier can genuinely deliver on its promises. This collaborative structure reduces individual 
bias, improves decision quality, and gives greater confidence that contract awards rest on objective 
evidence rather than personal opinion or reputation. 

Panel responsibilities extend right across the whole procurement lifecycle, not merely the final scoring 
stage. Members may help shape evaluation methodologies, review draft specifications, help set award 
criteria, take part in supplier clarification exercises, attend presentations and demonstrations, and 
participate in moderation meetings to reach a documented consensus. At every stage, they must protect 
confidentiality, promptly disclose any conflicts of interest, and safeguard the integrity of the broader 
competitive process. 

A genuinely well-run evaluation panel materially improves procurement outcomes across the whole 
organisation. Effective evaluation identifies the supplier offering the best combination of quality, service 
and cost, while protecting the organisation from legal challenge, reputational harm and poor commercial 
decisions. Consistent judgement, comprehensive audit trails, and genuinely transparent procedures 
together help ensure that contracts deliver value for money, alongside fairness, accountability, and 
robust, well-documented governance throughout the entire process. 

The Purpose of an Evaluation Panel 

The evaluation panel’s primary purpose is identifying the tender offering the greatest overall value when 
assessed against published criteria. Decisions must rest firmly on the evidence actually submitted, not 
on assumed reputation, personal familiarity or prior dealings with a particular supplier. This structured 
approach reduces subjectivity considerably and gives every bidder, from a large national contractor to 
a small local social enterprise, a genuinely equal opportunity to demonstrate real capability. 

Panels provide collective judgement by combining procurement, technical, operational, and commercial 
expertise and, increasingly across housing, direct resident or public input for contracts that affect local 
communities. Individual members frequently identify important strengths, weaknesses or risks that 
others might otherwise overlook entirely. Independent scoring, followed by properly moderated 
discussion, produces a final decision that reflects the panel’s combined expertise rather than any single 
evaluator’s personal view, preference, or unchecked assumption. 

Every panel operates within the legal framework established by the Procurement Act 2023, which 
governs supplier selection across central government, local authorities, NHS bodies, and housing 
associations that are classed as contracting authorities under the Act. Compliance is never simply 
administrative box-ticking; it protects both the contracting authority and participating suppliers, ensuring 
that award decisions can withstand internal review, external audit, or a formal legal challenge in court. 

Several core principles underpin every lawful evaluation exercise conducted. Transparency requires 
that criteria and scoring methodology be clearly published before submissions even open to bidders. 
Equal treatment ensures that identical requirements apply to every bidder, while non-discrimination and 
proportionality guard against bias based on supplier size, geographic location, or contract complexity. 
The Act’s assessment summary requirement, introduced under section 50, now makes these principles 
legally enforceable rather than merely aspirational. 

An effective panel recognises clearly that fairness extends well beyond simply following the correct 
procedure. Every score awarded should be supported by evidence within the submission, with clear 
reasons carefully recorded for significant strengths, weaknesses, and overall conclusions. 
Comprehensive audit trails and consistent judgement together demonstrate accountability, strengthen 
governance considerably, and give genuine confidence that the successful supplier was rightly chosen 
through a truly objective, defensible evaluation process. 
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The Difference Between Procurement and Evaluation 

Procurement teams and evaluation panels perform distinct yet genuinely complementary roles 
throughout a tender exercise. Procurement professionals design and manage the tender process, 
ensuring compliance with the Procurement Act 2023, organisational policy and wider governance 
requirements. They prepare documentation, manage supplier communications, oversee the timetable 
set out in the tender notice, and maintain the integrity of the competition, thereby freeing the evaluation 
panel to concentrate solely on assessing the genuine quality of submissions. 

The panel’s responsibility is to assess each tender fairly against the published award criteria and the 
agreed-upon scoring methodology. Members apply technical, operational, commercial and, where 
genuinely relevant, lived experience to judge how well a supplier meets stated requirements, recording 
clear supporting evidence for every score awarded throughout. Their role is never to redesign 
specifications, introduce entirely new criteria, or negotiate directly with suppliers outside the permitted 
clarification process. 

Keeping procurement management and tender evaluation properly separate strengthens governance 
and protects the fairness of competition. Procurement professionals facilitate the whole process without 
steering technical judgements in any direction, while panel members, including any resident or public 
representatives, remain genuinely independent in assessing supplier responses. This clear separation 
reduces bias and procedural error considerably, helping ensure that awards rest on evidence, sound 
commercial judgement and full compliance with statutory requirements. 

Selecting the Right Evaluation Panel Members 

Selecting the right evaluation panel is among the most consequential decisions in any procurement 
exercise. The quality of evaluation depends heavily on the knowledge, judgement and personal integrity 
of those applying the published criteria, not simply on the criteria themselves. A genuinely well-balanced 
panel identifies strengths and risks far more reliably, producing a considerably more robust supplier 
selection process and greater confidence in the eventual contract award decision. 

Members should hold relevant, demonstrable experience of the goods, services or works actually being 
procured, alongside a clear understanding of the organisation’s operational requirements. Technical 
specialists assess whether proposed solutions are genuinely practical and compliant, while commercial 
or finance representatives carefully assess affordability and long-term financial sustainability. Taken 
together, this expertise allows suppliers to be evaluated from several genuinely different professional 
perspectives rather than relying on just one narrow viewpoint. 

Independence matters equally when appointing panel members to any procurement exercise. 
Individuals must reach conclusions based solely on the submitted evidence, free from personal 
interests, prior supplier relationships, or any unwanted outside influence. Any actual, potential, or 
perceived conflict should be declared clearly before evaluation begins and managed proportionately, 
preserving the integrity, fairness, and credibility that the wider procurement and the organisation’s own 
reputation ultimately depend upon throughout. 

A Midlands housing association procuring a £40 million responsive repairs and voids contract added 
two tenants, recruited through its established scrutiny panel, to the technical evaluation stage alongside 
qualified surveyors and finance officers. Tenants scored questions specifically on communication, 
appointment flexibility, and support for vulnerable residents, drawing on genuine lived experience that 
surveyors could not replicate. At the same time, procurement staff managed governance, training, and 
confidentiality obligations separately throughout the exercise. 

The Regulator of Social Housing’s consumer standards, strengthened by the Social Housing 
(Regulation) Act 2023, now expect landlords to demonstrate genuine tenant influence over decisions 
affecting service delivery, rather than token consultation after the fact. TPAs and several major 
contractors have jointly developed practical tenant involvement toolkits, reflecting a clear and 
unmistakable direction of travel: resident and public panel membership is fast becoming standard 
practice rather than a rare exception. 

An effective panel also benefits considerably from genuine diversity in professional backgrounds and 
outlooks. Operational users focus on service delivery, technical specialists on capability, finance 
colleagues on commercial viability, procurement professionals on governance, and resident members 
on lived experience of the service itself. Combining these varied perspectives reduces the risk of 
significant issues being overlooked and supports genuinely well-reasoned, evidence-based, and 
defensible procurement decisions throughout the process. 



5 
 

Roles and Responsibilities 

An effective panel relies on every single member clearly understanding their specific role and 
contributing fully within their own expertise. Although each member shares responsibility for an overall, 
evidence-based evaluation, each brings a genuinely distinct perspective to the assessment itself. 
Clearly defined responsibilities promote consistency, encourage well-informed discussion, and ensure 
that decisions reflect the organisation’s technical, operational, commercial and governance 
requirements throughout, rather than any single individual’s viewpoint. 

Procurement professionals oversee the evaluation process throughout, ensuring full compliance with 
legislation, organisational policy and the published tender documentation at every single stage. 
Technical specialists assess whether suppliers genuinely possess the capability, expertise, and 
resources needed to meet specified requirements, while operational stakeholders carefully evaluate 
how proposed solutions will actually perform in practical, day-to-day service delivery. Finance 
representatives separately assess commercial viability, affordability, and long-term value for money 
throughout. 

Governance representatives and resident or public members, where formally appointed, provide 
independent oversight, ensuring that evaluations are conducted fairly and strictly in line with the 
organisation’s governance framework. Though they may not always directly address detailed technical 
criteria, their involvement meaningfully strengthens transparency, accountability, and confidence 
throughout. When every member understands both their own responsibilities and those of colleagues, 
evaluation becomes markedly more balanced, robust and defensible across the whole panel. 

The Role of the Panel Chair 

The Chair plays a genuinely pivotal role in ensuring that the entire evaluation process is conducted 
fairly, consistently, and efficiently throughout. While the Chair may contribute directly to technical 
assessment where appropriate, their primary responsibility is to lead the panel, promote objective 
decision-making, and maintain confidence in the process’s overall integrity. Effective leadership 
encourages constructive discussion, ensures every member is properly heard, and keeps focus firmly 
on the published award criteria throughout. 

Consistency is among the Chair’s most important responsibilities throughout the whole evaluation 
process. They must ensure that every member fully understands the evaluation methodology, applies 
scoring criteria uniformly, and assesses only the evidence contained in the tender submissions 
themselves. Where interpretations genuinely differ among members, the Chair facilitates discussion 
toward a common understanding without directing individual opinions in any way, helping to ensure that 
every supplier is judged against precisely the same standard. 

The Chair also plans and manages evaluation meetings throughout, including briefing sessions, 
moderation meetings, and any permitted supplier presentations or clarification discussions. Meetings 
should follow a clearly structured agenda, with sufficient time for members, including any resident 
representatives present, to properly explain their assessments and supporting evidence. The Chair 
should encourage genuinely respectful debate while keeping discussion relevant and firmly focused on 
the published criteria throughout. 

During final moderation, the Chair carefully guides the panel toward consensus, ensuring that any 
amendment to individual scores is properly justified and clearly evidenced throughout. They confirm the 
final evaluation genuinely reflects the panel’s collective judgement, that clear audit records exist, and 
that the recommended award can withstand both internal scrutiny and external challenge if required. 
Strong leadership at this critical stage considerably reinforces the decision’s overall credibility and 
defensibility. 

Subject Matter Experts 

Subject Matter Experts bring the specialist technical knowledge needed to judge whether suppliers can 
genuinely meet stated requirements. Their expertise allows them to assess proposed solutions 
properly, identify technical strengths and weaknesses accurately, and recognise risks that non-
specialists might otherwise easily miss entirely. By interpreting complex technical information 
accurately, SMEs help ensure that decisions rest firmly on capability and true deliverability rather than 
on persuasive marketing or on polished, well-written presentation alone. 

Technical expertise matters most where procurements involve specialist services, complex 
infrastructure, regulatory compliance, or genuinely fast-changing technology, such as damp and mould 
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remediation programmes now following Awaab’s Law, which is in force across all social housing since 
October 2025. SMEs assess whether proposed methodologies, resourcing, and implementation plans 
are genuinely realistic, distinguishing suppliers that meet only minimum requirements from those truly 
capable of sustained quality, resilience, and value throughout the entire contract term. 

Although SMEs provide essential technical insight throughout, they remain bound by the same 
principles as every other panel member. Assessments must rest solely on evidence in the submission 
and the published criteria, carefully avoiding any assumptions or personal preferences. Working 
alongside procurement, operational, commercial, and, increasingly, resident colleagues, SMEs 
meaningfully strengthen the overall quality, credibility, and long-term defensibility of the final contract 
award decision. 

The Role of Procurement 

Procurement professionals manage the tender process from start to finish, ensuring that every stage 
carefully follows the published documentation and organisational procedures. They develop the 
procurement timetable, issue tender documents, manage all supplier communications, and coordinate 
the evaluation panel’s activities at every single point. Their role throughout is strictly to facilitate a fair, 
efficient competition rather than influence the technical assessment or its eventual outcome in any way 
whatsoever. 

Governance and compliance sit firmly at the centre of the procurement function throughout every 
exercise. Professionals ensure the exercise fully complies with the Procurement Act 2023, internal 
policy, and delegated authority, while actively promoting transparency, equal treatment, and 
accountability at every stage. They guide panel members on the correct application of the methodology, 
manage conflict-of-interest declarations, and help ensure that decisions remain objective, consistent, 
and capable of withstanding scrutiny or review later. 

Accurate record-keeping convincingly demonstrates that a procurement was conducted fairly and 
robustly throughout its duration. Procurement professionals maintain comprehensive audit trails, 
including evaluation records, moderation notes, supplier communications, clarification responses and 
approval documentation, now supplemented by the Central Digital Platform’s below-threshold 
registration requirements introduced under the Act. Well-maintained records support strong 
governance, facilitate contract award decisions, and provide valuable evidence should the procurement 
be formally challenged or reviewed later. 

Financial Evaluation and Managing Conflicts of Interest 

Financial evaluation ensures that the preferred tender represents genuine commercial value, not merely 
the lowest headline price offered on the day. Panels should carefully examine affordability, whole-life 
costs, and a supplier’s demonstrated ability to deliver reliably and consistently throughout the contract’s 
full duration. A competitively priced tender offers little real value if it cannot be sustained, particularly 
for long-term repairs and maintenance contracts, which are so common across social housing. 

Commercial sustainability extends well beyond the initial contract price alone. Panels should carefully 
weigh financial stability, pricing assumptions, delivery model, and any commercial risks that could affect 
future performance over the entire contract term. An unrealistically low tender may signal 
underestimated costs, increasing the likelihood of poor performance, disputes or requests for additional 
funding later in the contract. Balanced financial assessment identifies suppliers genuinely capable of 
delivering both value and long-term resilience. 

Under the Health Care Services (Provider Selection Regime) Regulations 2023, NHS commissioners 
evaluating community health contracts assess the “most suitable provider” against quality, integration 
and value rather than the Procurement Act’s standard competitive procedures. One integrated care 
board scoring a £12 million community nursing contract included patient representatives alongside 
clinicians and finance leads, reflecting the regime’s explicit expectation of genuine service-user 
involvement in commissioning decisions of this kind. 

Every procurement’s integrity depends fundamentally on identifying and properly managing conflicts of 
interest throughout the process. All members should declare any actual, potential, or perceived conflicts 
before receiving submissions and promptly disclose any new circumstances as the evaluation 
proceeds. Early declaration protects both the individual and the organisation, ensuring that decisions 
remain objective, transparent, and entirely free from undue influence, whether from suppliers, 
colleagues, or wider external stakeholders involved throughout the process. 
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Where a conflict is identified, appropriate mitigation should follow without unnecessary delay. 
Depending on its significance, this may include restricting access to procurement information, excluding 
an individual from specific discussions and decisions, or replacing that individual on the panel entirely 
if genuinely required. The chosen approach should always be proportionate, properly documented, and 
fully capable of demonstrating that fairness and integrity have been preserved throughout the whole 
exercise. 

Managing conflicts of interest is an ongoing responsibility throughout, not simply a one-off administrative 
exercise at the start. Circumstances can change during lengthy or complex procurements, making 
regular monitoring genuinely essential throughout the whole process. Procurement professionals and 
the Chair should remain vigilant at every stage, ensuring that declarations are properly reviewed, 
mitigation measures remain effective, and emerging issues are addressed promptly. This continual 
oversight strengthens governance and reinforces confidence considerably throughout. 

Evaluation Confidentiality Requirements 

Evaluation panels access genuinely commercially sensitive information, including pricing structures, 
technical solutions, financial data and innovative proposals submitted entirely in confidence throughout 
the whole procurement process. This information exists solely to support the evaluation and must never 
be disclosed or used for any other purpose whatsoever. Carefully protecting confidentiality maintains 
supplier trust, preserves the overall integrity of the process, and supports genuinely fair competition in 
every tender exercise undertaken. 

All members, including any resident or public representatives appointed, should treat tender 
documentation and discussions as strictly confidential throughout the procurement process and well 
after its completion. Information should only be shared with those holding a legitimate role, stored and 
disposed of properly in line with data protection procedures, and never discussed informally with 
colleagues or external parties, regardless of whether a contract has ultimately been awarded. 

Failure to maintain confidentiality can seriously undermine the credibility of a procurement, damage 
important supplier relationships, and expose the whole organisation to significant legal, commercial and 
reputational risk. Procurement professionals and the Chair should always clearly remind members of 
their obligations before evaluation begins, ensure appropriate security measures remain firmly in place 
throughout, and treat any breach as a genuinely serious governance matter requiring immediate and 
fully decisive action. 

Understanding and Preparing the Evaluation Panel 

Thorough preparation is essential to a fair, consistent and genuinely well-reasoned assessment process 
overall throughout. Before submissions are reviewed, members should fully understand the 
procurement’s objectives, contract scope and the precise process they are expected to follow 
throughout. Investing sufficient time in preparation reduces uncertainty considerably, promotes 
consistency, and allows members to focus properly on assessing evidence rather than on interpreting 
methodology partway through the exercise itself and afterwards, too. 

Panel briefings clearly explain the timetable, individual responsibilities, governance requirements, and 
the standards of conduct expected throughout the exercise. They firmly reinforce objectivity, 
confidentiality, and equal treatment, reminding members that evaluations must rest solely on published 
criteria and submitted evidence. A well-conducted briefing, properly covering resident representatives 
as well as professional evaluators, establishes genuinely shared understanding well before evaluation 
begins and considerably reduces the risk of procedural error. 

Training matters particularly where members have limited procurement experience or where the 
exercise itself is genuinely complex, as is increasingly common under the Procurement Act 2023’s new 
competitive flexible procedure. Training should clearly explain how scoring operates in practice, how 
evidence should be carefully weighed, and how comments should be properly recorded throughout the 
process. Practical examples and sample scoring exercises considerably improve consistency across a 
panel’s individual assessments overall. 

Clear, comprehensive documentation provides the essential foundation for genuinely effective 
evaluation throughout the whole process consistently undertaken by every panel. Members should 
receive the specification, invitation to tender, published criteria, scoring matrix, evaluation guidance, 
and supplier submissions well in advance, in sufficient time for thorough review. Complete, well-
organised information enables evaluators to prepare properly and considerably reduces the risk of 
important evidence being overlooked entirely once assessment gets fully underway. 
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A clear understanding of published award criteria and their respective weightings is fundamental to 
genuine fairness throughout every single exercise. Members should appreciate fully why each criterion 
matters and recognise that published weightings reflect organisational priorities, such as the ten per 
cent minimum social value weighting applied by central government departments nationally. Suppliers 
prepare their submissions carefully against these criteria, making the evaluators’ faithful and consistent 
application essential throughout the evaluation. 

The scoring methodology itself should be fully understood before individual evaluation formally begins 
every single time. Members should know precisely what distinguishes an excellent response from one 
that merely meets minimum requirements, ensuring that scores accurately reflect the submitted 
evidence. Applying scoring descriptors consistently across all submissions considerably strengthens 
moderation discussions and produces outcomes that are transparent, robust, and genuinely capable of 
withstanding independent scrutiny or legal challenge later. 

Scoring Responses Objectively 

Objective scoring underpins a genuinely fair, defensible procurement process throughout. Every score 
should rest solely on evidence contained within the tender submission, measured carefully against 
published criteria alone. Members should assess what a supplier has actually demonstrated, not what 
they personally believe it may become capable of delivering at some later point. This disciplined 
approach promotes consistency, transparency, and equal treatment throughout the evaluation process. 

Evidence-based assessment requires evaluators to carefully weigh both the quality and relevance of 
the information provided throughout the whole process. Strong responses clearly demonstrate an 
understanding of the requirements and are supported by credible methodologies, practical examples, 
and measurable commitments where genuinely appropriate throughout. Where information is 
incomplete, unclear or absent, members should evaluate the submission exactly as presented, rather 
than simply assuming missing details would have proved satisfactory had they been included. 

Avoiding assumptions is essential to maintaining genuine integrity throughout the evaluation process. 
Previous experience of a supplier, market reputation or personal opinion should never influence a score 
unless that specific evidence forms part of the submitted tender itself. Every supplier must be assessed 
on an equal basis against identical criteria throughout. Recording clear reasons for each score 
strengthens transparency and moderation considerably, and supports a genuinely robust audit trail. 

Independence and Understanding Scoring Matrices 

Independent evaluation is a genuine cornerstone of an objective procurement process throughout. 
Before moderation takes place, members should assess each tender individually and form their own 
conclusions based solely on the published criteria and the evidence provided, without any outside 
influence whatsoever. Independent scoring considerably reduces the risk of group influence, 
encourages rigorous critical analysis, and ensures that every member contributes genuine expertise 
and judgement to the final evaluation outcome. 

A well-designed scoring matrix provides a clearly structured framework for consistent assessment 
across all procurement exercises. Numerical scales, typically ranging from zero to five or zero to ten, 
allow evaluators to carefully differentiate between varying levels of quality and compliance 
demonstrated by suppliers. The chosen scale should be clearly defined and applied uniformly, ensuring 
that scores accurately reflect the relative merits of each tender submission against each published 
criterion. 

Scoring descriptors clearly explain the standard expected at each point on the numerical scale used in 
every evaluation. Rather than relying on personal interpretation alone, members use these descriptors 
to determine whether a response is outstanding, good, satisfactory, or genuinely below the required 
standard. Applying descriptors consistently and considerably improves the quality of individual 
assessments and provides a common, shared basis for discussion once moderation formally begins. 

Individual scoring should always be completed in full before members formally meet to discuss their 
findings in detail. This preserves each evaluator’s independence carefully and prevents dominant 
personalities or premature opinions from unduly influencing others present. Moderation should refine 
and, where genuinely justified, align individual assessments through evidence-based discussion rather 
than outright replace independent judgement. This approach considerably strengthens fairness and 
confidence in the outcome. 

Moderation Meetings 
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Moderation meetings bring the whole panel together to review individual assessments and agree a final 
consensus score for each specific criterion under formal review. The purpose is never to mechanically 
average scores, but rather to properly discuss the evidence presented and determine the score that 
most accurately reflects the overall quality of the submission. Effective moderation ensures the outcome 
genuinely reflects the panel’s own collective judgement rather than isolated individual opinions 
expressed separately. 

In Bromcom Computers plc v United Learning Trust [2022] EWHC 3262 (TCC), a High Court judge 
ruled that a school trust had acted unlawfully by averaging the scores of thirteen evaluators for a £2 
million management information system contract before any moderation discussion took place. The 
court held that consensus scores require genuine, documented debate, and that clear reasons must 
accompany every score awarded, rather than a purely arithmetic calculation performed afterwards. 

The judgment remains directly relevant under the Procurement Act 2023, where section 50’s 
assessment summary obligations make transparent, reasoned scoring considerably more central to 
overall defensibility across the whole sector. Panels across housing, education and local government 
now routinely record not only final scores but also the genuine substance of moderation discussions 
themselves, precisely the kind of documentation the Bromcom case found had been entirely missing 
from the original flawed process. 

Constructive discussion is genuinely essential where members reach different conclusions during 
moderation meetings of this kind. Evaluators should clearly explain the evidence supporting their own 
scores, respectfully challenge interpretations, and remain open to alternative viewpoints throughout. 
Consensus should be achieved through objective examination of the submission and scoring 
descriptors, not compromise or seniority of any kind. Where agreement cannot be reached immediately, 
a further review of the evidence should always take precedence. 

Clear, comprehensive records should support the outcome of every single moderation meeting held 
throughout a procurement exercise. Final scores, together with the rationale for any changes to 
individual assessments, should be documented accurately to create a genuinely transparent audit trail 
throughout. These records demonstrate precisely how decisions were reached, provide valuable 
evidence should the procurement be formally challenged later, and reinforce confidence that the 
evaluation was conducted fairly and consistently. 

Supplier Presentations and Interviews 

Supplier presentations and interviews add real, tangible value when a procurement involves complex 
services, innovative solutions, or critical operational needs that written submissions alone cannot fully 
capture. They let panels explore delivery approach in depth, assess key personnel directly, and gain 
real confidence in proposed methodologies before award. However, they should always complement, 
not replace, the formal evidence-based tender evaluation process already firmly underway. 

To ensure genuine fairness, presentations and interviews should be carefully planned and delivered 
consistently for every supplier involved in the whole process from start to finish. Topics, format, duration 
and evaluation criteria should be agreed well in advance and applied equally to all participants. 
Questions should relate directly to the published award criteria and be carefully designed to clarify or 
demonstrate capability, rather than to introduce new requirements or to allow suppliers to revise 
submissions. 

Panels must ensure that presentations do not confer any unfair advantage on any particular supplier 
involved in the exercise itself. All suppliers invited at this later stage should receive identical information, 
sufficient preparation time, and an equal opportunity to demonstrate their capabilities fully. Scores 
should reflect evidence presented during the session strictly in line with the published methodology, 
with comprehensive records maintained to preserve transparency and the integrity of the process. 

Clarification Questions 

Clarification questions allow a panel to resolve genuine uncertainty in a submission without altering the 
underlying substance of a supplier’s offer. They may confirm factual information, clarify ambiguous 
wording, or verify details already present but that require further explanation from the supplier. 
Clarifications must remain strictly limited to matters necessary for a fair evaluation and must never 
permit a supplier to amend its tender materially after the submission deadline. 

Any clarification process should always be conducted consistently and transparently throughout, with 
clear, relevant, proportionate questions and an appropriate, well-communicated response timescale for 
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every affected supplier. Where an issue genuinely affects more than one supplier, consideration should 
be given to treating all affected suppliers equally to preserve overall fairness. Every clarification request 
and response should be carefully documented as part of the broader procurement audit trail maintained 
throughout the process. 

Panels must avoid allowing clarification discussions to develop into outright negotiation throughout the 
process gradually. Suppliers should not be permitted to revise pricing, enhance technical proposals, or 
introduce new information unless the chosen procedure, such as the Procurement Act’s competitive 
flexible procedure, expressly allows it. Maintaining a clear distinction between clarification and 
negotiation protects equal treatment and preserves the integrity of the wider competition. 

Evaluating Social Value 

Social value has become genuinely central to modern public procurement practice, encouraging 
organisations to consider wider economic, social and environmental benefits alongside core contract 
requirements throughout the process. Central government departments must apply a minimum ten per 
cent weighting under PPN 06/20. At the same time, housing association tenders often weight social 
value considerably higher still, sometimes up to twenty per cent, reflecting the sector’s direct and lasting 
community impact across its daily operations. 

One large housing provider, retendering its £25 million grounds maintenance contract, weighted social 
value at 18 per cent and required bidders to commit firmly to resident employment targets, 
apprenticeships, and biodiversity improvements, measured against the national social value Theme, 
Outcome, Measure (TOM) System’s established financial proxy values. Delivery is now tracked 
quarterly against the successful bidder’s own published commitments, with underperformance 
triggering formal contract management action rather than being noted at review. 

Assessing social value properly requires panels to look well beyond broad statements of intent toward 
specific, genuinely measurable commitments, backed by credible delivery plans, that cover local 
employment, apprenticeships, environmental improvement, and wider supply chain development 
throughout. Deliverability matters as much as ambition itself: panels should always carefully test 
whether a supplier has the resources, governance, and monitoring arrangements needed to fulfil 
commitments throughout the entire contract term fully. 

Assessing Price Against Quality 

Price and quality should never be considered entirely in isolation from one another during an evaluation 
exercise. Evaluation identifies the tender that offers the greatest overall value, carefully balancing 
commercial competitiveness with a supplier’s demonstrated ability to reliably deliver the required 
outcomes. A low-priced tender may appear attractive initially, but if it cannot meet service expectations 
or introduces significant operational risk, it rarely represents the best decision over a contract’s full life. 

Quality assessment should carefully examine the proposed delivery methodology, resourcing, contract 
management arrangements, implementation plans, and performance monitoring systems used by the 
supplier throughout, from start to finish. Suppliers demonstrating a clear understanding of requirements, 
backed by practical, well-developed delivery proposals, are considerably more likely to achieve 
sustainable outcomes than those offering only generic commitments, particularly for complex repairs, 
retrofits, or regeneration contracts spanning several years. 

Risk and innovation matter equally when carefully assessing quality throughout an evaluation process 
of this particular kind and scale. Panels should consider how suppliers identify, manage, and mitigate 
operational, financial, and contractual risks, as well as their genuine ability to introduce innovative 
solutions that improve efficiency, resilience, or resident outcomes. Innovation should deliver 
measurable benefits that directly support contract objectives, with proposals assessed on both 
practicality and demonstrable value rather than novelty alone. 

Customer focus consistently delivers quality across almost every type of contract awarded within the 
sector. Strong suppliers demonstrate a clear understanding of service users’ genuine needs and explain 
precisely how they will deliver responsive, reliable and accessible services throughout the contract term. 
Evidence of effective communication, complaint handling, continuous improvement and satisfaction 
monitoring, benchmarked against Tenant Satisfaction Measures across social housing, gives greater 
confidence that service quality will be properly sustained. 

Price evaluation should always extend well beyond simply identifying the lowest tender submitted by 
any given bidder. The most advantageous tender, under the Procurement Act 2023’s revised 
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terminology, is often the one that achieves the optimal balance among quality, cost, and risk. Panels 
should carefully consider whether pricing is realistic and genuinely sustainable, recognising that 
exceptionally low tenders may indicate higher performance or financial risk during delivery. 

Whole-life costing offers a considerably broader assessment of value, accounting for the total cost of 
ownership across the entire contract lifecycle. Beyond the initial price, panels may weigh 
implementation costs, maintenance, operational expenditure, lifecycle replacement, training, disposal 
costs, and anticipated efficiency savings, where relevant. This wider perspective enables considerably 
more informed decisions focused on genuine long-term value rather than short-term purchase price 
alone. 

Managing Risk During Evaluation 

Managing risk is integral to evaluation, allowing organisations to identify potential issues well before 
entering into any significant contractual commitment. Panels should assess not only whether suppliers 
can meet the specification, but the likelihood of consistent delivery throughout the entire contract period 
ahead. Considering risk alongside quality and price supports considerably better-informed decisions 
and reduces potential service disruption, financial loss, and contractual failure down the line. 

Financial risk should be carefully assessed by considering a supplier’s financial stability, commercial 
resilience, and demonstrated ability to sustain delivery over the full contract term agreed by both parties. 
Operational risks may include inadequate resources, unrealistic mobilisation plans, limited technical 
capability or overreliance on a small number of key individuals. Evaluating these factors carefully 
identifies whether a supplier has the capacity and structure necessary to deliver successfully under 
changing circumstances throughout. 

Panels should also consider reputational risks that could genuinely affect the organisation once a 
contract has finally been awarded to a chosen supplier. These may arise from poor regulatory 
compliance, weak governance, inadequate health and safety performance, or, since the Procurement 
Act 2023 introduced a public debarment list, prior exclusion from public contracts entirely. A supplier ’s 
approach to quality and conduct offers valuable insight into the associated reputational risk involved. 

Supply chain resilience has become an increasingly important aspect of modern procurement 
evaluation across the public sector. Panels should consider a supplier’s dependence on subcontractors, 
the availability of critical materials, business continuity arrangements, and the ability to respond 
effectively to disruptions or changing demand. Assessing these risks encourages the selection of 
suppliers with genuinely robust contingency plans, helping safeguard service continuity throughout the 
entire life of the contract. 

Maintaining Consistency and Common Evaluation Biases 

Consistency is genuinely fundamental to a fair, defensible evaluation process throughout the whole 
exercise, properly undertaken. Every supplier should be assessed using the same published criteria, 
scoring methodology, and standards, regardless of reputation, prior experience, or market position. 
Applying a consistent approach ensures evaluations remain objective, transparent and capable of 
withstanding scrutiny, while giving all suppliers a genuinely equal opportunity to compete for the contract 
purely on merit. 

Panels should remain genuinely alert to unconscious bias, which can quietly influence judgement 
without ever being properly noticed. The halo effect occurs when one particularly strong aspect of a 
tender leads evaluators to view the remainder more favourably than the evidence actually justifies. 
Conversely, a single weakness should never overshadow otherwise strong responses submitted. Each 
criterion should be assessed on its own merits and properly supported by the evidence presented. 

Confirmation bias and anchoring can also significantly affect evaluation outcomes throughout a 
procurement process. Confirmation bias arises when members give greater weight to information 
supporting their initial impressions while overlooking contradictory evidence entirely. Anchoring occurs 
when the very first score influences all subsequent assessments. Independent evaluation before 
moderation, together with structured discussion against published descriptors, helps reduce both biases 
and promotes more balanced decision-making across the whole panel. 

Groupthink and recency bias pose further genuine challenges during panel discussions throughout the 
evaluation exercise. Groupthink may discourage individuals from voicing differing opinions to reach 
consensus quickly, while recency bias can cause suppliers evaluated later to be remembered 
considerably more clearly than those assessed earlier. Encouraging constructive challenge, 
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consistently referring to documented evidence, and maintaining detailed records help ensure that every 
supplier receives genuinely equal, consistent consideration throughout. 

Maintaining consistency requires real discipline at every stage of an evaluation undertaken by any panel 
involved. Members should continually refer to the published award criteria, scoring guidance, and 
evidence within each tender, carefully avoiding assumptions or external influence. By recognising 
common biases and applying a structured, evidence-based methodology, panels strengthen the 
fairness, credibility and robustness of the procurement process, increasing confidence that the winning 
supplier was selected purely on merit. 

Keeping an Effective Audit Trail 

An effective audit trail clearly demonstrates that procurement has been conducted fairly and strictly in 
accordance with the published methodology throughout. It provides a clear record of precisely how 
decisions were reached, supports strong governance, and enables the process to withstand internal 
review, external audit or legal challenge if required. Comprehensive records also promote transparency 
and provide valuable evidence should suppliers request feedback or formally challenge an outcome 
later on. 

Members should maintain clear, factual and genuinely contemporaneous notes throughout the entire 
assessment process undertaken by the whole panel involved. Scores should be supported by concise 
explanations that cite evidence directly in the tender submission, identify strengths and weaknesses, 
and provide clear reasons for the overall marks awarded. Well-written evaluation notes properly justify 
individual scores and assist moderation discussions by providing a structured basis for comparing 
assessments and reaching genuinely informed conclusions together. 

Moderation records should accurately and clearly document the panel’s final decisions in full detail, 
including any amendments to individual scores and the specific reasons for those changes. The 
completed audit trail should include clarification responses, conflict-of-interest declarations, attendance 
records and other significant evaluation decisions taken throughout the process. Accurate, complete 
documentation strengthens accountability considerably and provides a genuinely robust record 
supporting the final contract award decision reached. 

Dealing with Challenging Panel Situations 

Evaluation panels will occasionally encounter genuinely difficult situations that test both judgement and 
the robustness of the wider process. Differences of opinion, dominant personalities and tight 
procurement timescales are common features of complex evaluations and should be anticipated rather 
than avoided. Managing these situations well requires strong leadership, mutual respect, and a shared 
commitment to decisions based solely on published criteria and evidence provided. 

Strong personalities can contribute genuinely valuable experience and confidence to panel discussions, 
but they should never dominate the evaluation or discourage alternative viewpoints from being heard. 
The Chair should ensure that every member, including any resident or public representative present, 
has an equal opportunity to contribute and that all opinions are fully and objectively considered. 
Encouraging balanced participation prevents undue influence and draws properly on the panel’s entire 
range of expertise. 

Disagreement between members is both entirely natural and often genuinely beneficial, encouraging 
closer examination of evidence and considerably more rigorous decision-making throughout the 
process. Where opinions genuinely differ, discussion should focus firmly on the submission itself, the 
published scoring descriptors, and the reasons supporting each assessment. If consensus cannot be 
reached immediately, further review of the evidence should always take precedence over an 
unsupported compromise or continued deadlock. 

Time pressure should never be allowed to compromise the quality or integrity of an evaluation 
undertaken by any given panel. Procurement timetables should allow sufficient time for independent 
assessment, moderation and proper consideration of complex issues that arise. Where unforeseen 
delays occur, it is generally preferable to adjust internal timescales where practicable, rather than rush 
decisions that may later prove genuinely difficult to justify under challenge or subsequent legal scrutiny. 

Common Mistakes and Lessons Learned Following Evaluation 

Completing a procurement provides a genuinely important opportunity to reflect carefully on the overall 
effectiveness of the evaluation process once it is properly concluded. Post-procurement reviews identify 
what worked well, where challenges arose, and how future exercises can realistically improve. Seeking 
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feedback from procurement professionals, panel members and stakeholders, including resident 
representatives, captures valuable experience while strengthening governance and supporting the 
continual development of procurement practice organisation-wide. 

Lessons learned should extend well beyond simply selecting the successful supplier to examine the 
whole evaluation process itself in genuinely careful detail, including the suitability of award criteria, the 
effectiveness of the scoring methodology, the quality of briefings, and the overall adequacy of 
documentation and time properly allowed throughout. Identifying opportunities for improvement enables 
future procurement exercises to be conducted considerably more effectively and with far greater 
organisational confidence overall. 

Continuous improvement genuinely comes from applying lessons learned to future procurements rather 
than simply recording them somewhere and forgetting them. Updating evaluation guidance, refining 
scoring descriptors, improving training, and consistently sharing good practice across the organisation 
all contribute to stronger, considerably more consistent outcomes overall. Over time, this ongoing 
learning helps panels become more efficient, more confident, and far better equipped to manage 
increasingly complex procurement exercises as they arise. 

Even highly experienced panels can make genuine mistakes that undermine a procurement’s overall 
integrity in practice. Common governance failures include departing from published criteria, allowing 
prior supplier knowledge to influence scoring, failing to declare conflicts of interest, providing inadequate 
justification for scores, or maintaining incomplete records, precisely the failings identified in the 
Bromcom judgment. Such weaknesses reduce transparency, expose the organisation to challenge and 
weaken confidence in the final award. 

The most effective way to avoid these various pitfalls is through careful preparation, disciplined 
evaluation, and strong governance maintained throughout the entire procurement process. Adhering 
closely to the published methodology, maintaining comprehensive audit trails, encouraging objective 
discussion and regularly reviewing established practice all contribute to considerably more robust 
decision-making overall. Organisations genuinely learning from previous evaluations are far better 
placed to deliver fair, value-driven procurement outcomes consistently and reliably. 

Future Developments in Tender Evaluation 

Tender evaluation continues to evolve steadily as digital technology transforms how organisations 
procure goods, services and works nationally. While the fundamental principles of fairness, 
transparency and equal treatment remain genuinely unchanged, digital tools are considerably improving 
efficiency, consistency and overall quality across the sector. Panels are increasingly supported by 
systems that streamline administration and improve access to information, allowing evaluators to focus 
properly on assessing capability rather than managing paperwork. 

Artificial intelligence has real potential to enhance evaluation by assisting with administrative and 
analytical tasks, such as organising submissions, identifying inconsistencies, comparing responses 
carefully against specifications, and highlighting areas requiring further review throughout the process. 
However, AI should always support, rather than entirely replace, professional judgement. Final 
decisions must remain the panel’s own responsibility, ensuring awards continue to reflect objective 
assessment and full compliance with legislation throughout the process. 

Since the Government Commercial Agency, formerly the Crown Commercial Service, rebranded on 1 
April 2026, its frameworks have gradually expanded automated compliance checking for evaluation 
panels using its route to market. One central government department reported that automated conflict-
of-interest screening and digital moderation logging together reduced administrative time on a large 
facilities management retender by roughly a third, while considerably strengthening the audit trail 
supporting every score awarded. 

Electronic tendering platforms, alongside the new Central Digital Platform introduced under the 
Procurement Act 2023, provide secure environments for publishing opportunities, receiving 
submissions, and maintaining comprehensive audit trails for every procurement exercise undertaken 
each year nationally. Digital evaluation tools help standardise scoring, automate calculations and 
facilitate moderation meetings, considerably reducing administrative effort while improving consistency 
and transparency across increasingly complex housing, health and local government procurement 
exercises undertaken nationally. 

Data analytics is becoming an increasingly valuable resource for procurement organisations across the 
public sector today. By carefully analysing performance, supplier outcomes, evaluation trends and 
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delivery data, organisations can identify recurring issues, refine methodologies and strengthen future 
strategies considerably. Used responsibly alongside experienced evaluators and, where appropriate, 
resident representatives, emerging technology can genuinely improve efficiency and support evidence-
based decision-making across the whole sector. 

Summary - Building High-Performing Evaluation Panels 

Successful tender evaluation depends on considerably more than a well-written specification or a 
properly structured scoring matrix alone. It requires knowledgeable, impartial people working within a 
robust governance framework, applying published criteria consistently, and supporting every single 
decision with clear evidence throughout. Throughout the evaluation process, careful preparation, 
objectivity, transparency, accountability, and genuine resident or public involvement have emerged as 
essential foundations of effective procurement evaluation practice. 

High-performing panels combine technical expertise, commercial awareness and operational 
knowledge, increasingly alongside genuine lived experience from residents and service users, to make 
properly balanced decisions together throughout the exercise. They value independent assessment, 
constructive moderation, and disciplined record-keeping, while remaining alert to unconscious bias, 
conflicts of interest, and other factors that could compromise overall integrity. Their collective judgement 
identifies suppliers that deliver sustainable value, not merely those offering the lowest available price. 

Robust panels also provide significant organisational protection across the board. Following established 
procedures under the Procurement Act 2023, maintaining comprehensive audit trails, and applying the 
evaluation methodology consistently considerably reduces the risk of legal challenge, governance 
failure, and reputational damage. Well-managed evaluations demonstrate genuine fairness to suppliers, 
strengthen stakeholder confidence, and ensure decisions remain transparent, defensible and fully 
aligned with organisational objectives and community expectations throughout. 

Ultimately, effective tender evaluation secures the best overall outcome rather than simply the cheapest 
or most familiar supplier available. Organisations that develop genuinely capable panels, fully embrace 
resident and public involvement, and sensibly adopt appropriate technology are considerably better 
positioned to succeed. By combining sound governance with informed commercial judgement, 
evaluation panels deliver lasting value for money and safeguard the public confidence on which every 
single contract award ultimately depends. 

Additional articles can be found at Procurement and Supply Chain Management Made Simple. This site 
looks at procurement and supply chain management issues to assist organisations and people in 
increasing the quality, efficiency, and effectiveness of their product and service supply to the customers’ 
delight. ©️ Procurement and Supply Chain Management Made Simple. All rights reserved. 

https://procurementandsupplychainmanagement.co.uk/

