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COUNCIL OF THE GREAT CITY SCHOOLS 

Procurement Best Practices for Pre-K – 12 

White Paper: COOPERATIVE (“PIGGYBACK”) PROCUREMENT 

 

INTRODUCTION 

A Best Practice is a procedure, a process, or a system, adopted by best performing districts, that has 
a noticeable long-term positive impact on the strategic objectives of the Procurement organization. 
The concept is a fluid one, evolving over time as business demands change. 

In the past, Procurement had a relatively simple mandate: obtain goods and services compliantly, 
and keep costs low. 

Today, however, Procurement has a much more nuanced role. Instead of simply ensuring the costs 
of required goods are purchased at the lowest price possible, Procurement must be involved in all 
aspects of the district…and with suppliers as well. The evolution of Procurement has been wide-
ranging. Although the new responsibilities and expectations may be vast, there is a consistent 
unifying theme in these expectations: Procurement must be an “active” rather than a “reactive” 
department. To match that expansion of responsibilities, new procurement practices have evolved. 
Of course, no two districts are created equal, so the best practices of one district may be slightly 
different, or tailored differently, from those used by another district. 

This White Paper is one in an expanding series, created by members and sponsors of the Council of 
the Great City Schools, to identify and describe a number of best practices, both tactical and 
strategic, in many of the areas where Procurement is now accountable.  

 

 

COOPERATIVE PROCUREMENT 

Cooperative Procurement is a term that refers to the combining of requirements of two or more 
procurement entities to leverage the benefits of volume purchases, delivery and supply chain 
advantages, best practices, and the reduction of administrative time and expenses. Purchasing 
Cooperatives exist at the local, regional and national level. Their activities result in contracts that 
members of the Cooperative may “piggyback”. 

Piggyback (Piggyback Cooperatives) is a form of intergovernmental cooperative purchasing in which 
an entity will be extended the same pricing and terms of a contract entered into by another entity. 
Generally, the originating entity will competitively award a contract that will include language 
allowing for other entities to utilize the contract, which may be to their advantage in pricing and 
contract terms, thereby gaining economies of scale that they would otherwise not achieve if they 
competed on their own. 

Use of Cooperative contracts is a best practice, both for the administrative efficiency as well as the 
purchase leverage gained. However, due diligence by the prospective buyer is paramount.  
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Some states/districts do not allow participation in Cooperative contracts, or at least restrict or 
regulate the scope of participation allowed. It is up to the procurement professional to be cognizant 
of any local restrictions and ensure compliance with all applicable laws and policies. 

After conducting appropriate due diligence and market research, public procurement should, where 
permissible by law or regulation, consider the use of cooperative contracts in order to lower prices 
and administrative costs, increase competition, and obtain more favorable terms and conditions. When 
using cooperative contracts, attention should be given to ensuring legal compliance, open 
competition, and effective/efficient use of time and resources. 

Perhaps best known are the Cooperative Purchasing Organizations that operate at the national level 
and serve public procurement entities. Some examples of these include: 

1 Government Procurement Alliance (1GPA) 
Association of Educational Purchasing Agents (AEPA) 
E&I Cooperative Services 
Keystone Purchasing Network (KPN) 
National Association of State Procurement Officers (NASPO) 
National BuyBoard (interlocal) 
National Cooperative Purchasing Alliance (NCPA) 
National IPA 
National Joint Powers Alliance (NJPA) 
Pennsylvania Education Purchasing Program for Microcomputers 
TIPS/TAPS (interlocal) 
US Communities 
ProcureSource 

 

The last entry (ProcureSource) on the list above is not a cooperative. It is a free-to-use website that 
provides a directory of contracts available from a number of national and regional cooperatives. 

There are also regional and local cooperatives in many areas that should be investigated for 
possible opportunities. 

Not all cooperatives are organized or operate in the same way. Some operate as a non-profit, 
others as for-profit; some serve all public procurement entities, while others specialize in particular 
industries or segments (e.g. Higher Ed, municipalities, etc.); some rely on “lead agencies” to conduct 
solicitations and manage suppliers, while others maintain their own organic resources for those 
functions; some fund their operations by charging members a fee, while others charge contracted 
suppliers a fee and allow members to use their services at no charge. Administrative processes (e.g. 
order placement, reporting) that Cooperatives require of their members varies considerably as well.  
Before joining or utilizing any cooperative, it behooves you to understand exactly how that 
cooperative operates, whether or not their solicitation and contract award processes satisfy your 
legal and procedural requirements, and what obligations you must agree to in order to use their 
services/contracts. 

Typically, membership in a Cooperative is required in order to piggyback on the contracts managed 
by that Cooperative. For national Cooperatives, membership is usually free to any interested public 
purchasing entity and can be accomplished online in a few minutes.   
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Conduct Due Diligence before Utilizing a Cooperative’s Contracts 

Prior to making the decision to use a cooperative contract, Procurement should perform 
thorough due diligence by using the following checklist: 

• Perform some “market research” to compare the pricing and terms of cooperative 
contracts available for your required product or service against what you reasonably 
would expect to achieve through your own solicitation. Include your administrative 
costs of conducting the solicitation and managing the resultant contract when making 
the comparison. 

• Analyze all costs associated with conducting a competitive solicitation. 
• Ensure that the award of the cooperative contract meets all competitive requirements 

mandated by local policies and state laws. 
• Review the cooperative contract terms for conformance with all applicable laws and 

best practices. 
• Analyze the product or service specifications, price, terms and conditions and other 

factors such as: cost to utilize the contract, shipping, minimum spend requirements, and 
availability of contract documentation, to ensure that the cooperative contract 
produces best value. 

• Ensure that any terms and conditions mandated by your state law or local policies are 
incorporated in the cooperative contract. Any gap in this regard can be addressed by 
incorporating additional terms (and removing any terms not permitted by your local 
statutes/policies) in a “Rider” contract that you develop (or addendum to the 
Cooperative contract) that is signed by both you and the contracted supplier. 

• Contact the Cooperative (and lead agency for the contract, if applicable) to verify 
contract application and eligibility. 

• Get a clear understanding of any reporting (log of purchases against the contract, etc.) 
that you will be required (or expected) to provide to the Cooperative.  

Obtain Contract Documents for Your Files 

Documents in your cooperative contract file should include the following. These can be 
obtained by downloading from the Cooperative’s web site, or upon request from the 
Cooperative administrator. 

• Solicitation for the goods/services under contract; 
• The bid tabulation, or evaluation summary, with the justification for award; 
• A copy of the winning proposal/bid; and 
• A copy of all insurance/bond certificates required by the contract. 

Cooperative Contract Administration 

Whether required or not, it’s a good practice to provide the Cooperative with a periodic 
accounting of purchases you’ve placed against the Cooperative’s contracts. This may be the 
primary (or only) reliable means for the Cooperative to tabulate the administrative fee they 
collect from the supplier, and/or to calculate the volume discount (cash rebate) that you are 
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entitled to for purchases you against the Cooperative Contract (note: not all Cooperatives 
provide cash rebates). 

Keep the Cooperative (and lead agency, if applicable) informed of any problems you have with 
the supplier (delivery, order entry, spec adherence, quality, etc.). 
Contracts issued by or on behalf of National Cooperatives typically have pricing that is 
guaranteed for a “quantity of one” purchase, meaning the contract pricing, though better than 
the general market, does not anticipate and is probably not appropriate for individual large 
volume purchases. Many Cooperative contract suppliers will provide additional discounts on 
substantial individual orders, if requested. Best practice is for the Procurement Department to 
establish a purchase item threshold that procedurally triggers a special pricing request before 
placing a substantial order with a Cooperative supplier. 

When pricing is established under the cooperative contract, ensure that invoices match the 
contract prices (unless special volume prices are negotiated, as described above). 

GSA CONTRACTS 

Introduction/Background 

The U.S. General Services Administration (GSA) awards and administers the Multiple Award 
Schedules (MAS) program pursuant to the Federal Property and Administrative Services Act of 
1949. The E-Government Act of 2002 amended the Federal Property and Administrative Services 
Act to allow states and local governments access to “cooperative purchasing” under the MAS 
program. State and local governments are defined as “States, counties, municipalities, cities, towns, 
townships, tribal governments, public authorities, school districts, institutions of higher education, 
council of governments, regional or interstate government entities, or any agency or 
instrumentality of the preceding, and including legislative and judicial departments.”  

In 2003, GSA amended the Acquisition Regulations to allow states and local governments to order 
information technology supplies via GSA Schedule 70 contracts. Most state and local entities that 
participate in GSA Schedule contracts do so via “piggybacking”.  

Key aspects of GSA contracts are described below. 

Competitive Bidding – Negotiation. Contractors for GSA Schedules are selected through an open 
and continuous qualification process instead of competitive bids or proposals.  GSA users are to 
obtain competitive quotations from multiple GSA contractors at the point of purchase.  

Industrial Funding Fee. The Schedule contract price includes an Industrial Funding Fee (IFF), 
which is used to reimburse GSA for procurement and administrative costs incurred to operate 
the MAS program. The IFF is currently .75% and is automatically built into the prices for 
products and/or services. No action is required of users in regards to this fee.   

Ordering Procedures. Since use of the GSA Schedules is voluntary for state and local 
governments, GSA contractors have the option of whether they will accept each order tendered 
by state or local government buyers. 

Contract Terms and Conditions. Differences in state requirements for contract/purchase terms & 
conditions are generally addressed in a participating addendum to the GSA contract. GSA allows 
participating agencies the ability to incorporate their own statutorily mandated terms and 
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conditions by addendums; however, those terms and conditions must not conflict with the 
terms and conditions of the GSA Schedule contract.  

Pricing and Most Favored Customer/Price Reduction Clauses. GSA requires most favored 
customer pricing, which provides state and local governments with a price advantage based 
upon federal purchasing economies of scale. However, even deeper discounts can be obtained 
beyond the stated GSA contract thresholds through competition. State and local governments 
are ultimately responsible for the final negotiations, based upon their own needs and 
requirements.  

Small, Minority and Women-Owned Local Businesses Impact. Many states have socio-economic 
programs supporting small and/or women-owned and/or minority-owned and/or local 
businesses. The GSA E-library identifies contractors in these categories by state and status. 

Ability to Use P-Cards. GSA allows state and local governments to place orders using P-Cards. 

Liability and Disputes. The federal government is not liable for the performance or non-
performance of contracts established between a Schedule contractor and any state or local 
government. Any dispute under GSA’s Cooperative Purchasing Program is to be resolved by the 
parties directly involved, or litigated in any state or federal court with jurisdiction over the 
parties (federal procurement law and the Uniform Commercial Code apply). 

GSA Schedules are one of the many Cooperative contract sources available to districts.  They can 
save contract administration costs, reduce procurement lead-time, provide ready specifications, 
identify sources within the fifty (50) states, and are particularly valuable for disaster preparedness 
and emergency/recovery Procurement. 

If state and local governments are to use these schedules efficiently and effectively, they must be 
able to place orders electronically (including P-Card orders), use the Schedule contract terms and 
conditions (or supplement the GSA terms by addendum), and pay a fee that is reasonable and 
capped for large purchases. 

Even with the above limitations, GSA Schedules can be used by most districts to their advantage.  
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