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Governance of Outsourcing
FOCUS AREA: Acquisition and Appointments of consultants

· Does the Department have a consolidated policy document for the appointment of consultants in which the policy objectives are clearly set out and should be clearly communicated to all parties concerned? Could we have copies?
Copy of IT Policies( Business case for such appointments, NDA & Compliance to DPW security policies. General Departmental SCM policies. SITA ACT copies
Consultants are appointed on a project specific basis only




· Name the internal and external policies, rules, regulations and instructions that are currently complied with? Are copies available?


As above. SITA ACT is currently applied when dealing with IT related consultants






· Does management consider alternative ways of addressing their needs, such as to train staff, building internal capacity, ensuring networking and knowledge management services as well as the type of consultancy services needed before making any appointments? Are copies of needs analysis available? . 

The first step done before consultants are engaged is URS documents. These form the basis of appointment of consultants.  copies
Limited Training of staff is done on a continuous basis because of the challenges posed by technology refresh.

Staff are encouraged to network through attending conferences, workshops. Challenge  is now for IT to have its own budget for IT Training as the current setup is limiting.

Another challenge is to ensure that the unit has enough staff so as to be able to provide training to other staff members, plan for such training, in cases were its outsourced coordinate it.
Funds permitting the structure will be filled next financial year.
· Does your department rely on the appointed consultants to perform certain of your core functions? Please specify?

Yes, systems development, IT user support, provision of telecommunication infrastructure contract 348 & 348/1, 385, 433, 489, 285, 285/1 provides for such services.  Outsource other IT functions.
The challenge is to manage all such activities to ensure there is value for money, compliance to methodologies, advise the Department in IT related issues and develop IT strategic plan framework to follow. Most companies are not from Limpopo and this is a challenge in terms of growing the local SMME’s
Most projects identified during the MSP phase now busy rolling them out

· Were outputs of the consultancy assignments quantified, measurable and specified beforehand? What are they and could we obtain any evidence in this regard? 


· Consultants output is specified in the project charter and this is then used to benchmark the output. Every project has its own charter

· Does proper motivation exist when contracts are extended? On what basis are possibilities of renewing contracts strictly based on? Is evidence available? 
Either business has changed, change of project scope ( which is approved). 
· What measures are in place to ensure that the extension of contracts comply with the requirements of competitiveness and transparency? Please supply us with detailed evidence in this regard.
Change control mechanism limits the chances of contract extension. In the event of an extension ( if justified) there might be no need to go back for competitive bidding again. Eg If system development has changed one can not go for competitive bidding as if someone else wins the contract , it means the development will start afresh. Challenge is on benchmarking to ensure value for money.






· What is the main purpose of appointing consultants and does the Department ensure that sufficient, qualified staff to be trained is available? Please specify and elaborate on the process followed.

Skills transfer are done to internal staff so as to enable them to continue with the project if the consultants have left. Eg It can be an architecture plan staff need to understand it so that they can supervise and roll out the implementation plan. (gaps- might require training, reskilling)
· How does the Department ensure that consultants are appointed for a reasonable period so that vacancies can be filled as soon as possible?

Consultants are appointed on a project specific basis only. Outsourced IT functions to SITA so even with staff members there is need to engage consultants. Internal Staff will then perform professional IT supervision as well as identify business needs which need IT solutions.
·  Were consultants briefed in respect of milestones, expected outcomes and measurement of performance to prevent, inter alia, the extension of contracts?
· Part of project charter, project scope and project management meetings that are held at key intervals.

· How does the Department ensure that the appointment of consultants is cost-effective? Were the appointments of consultancy services compared to the filling of vacant posts? Is evidence available?

Outsource model is used. For systems development, networks there is benefit to use consultants as this is a once off activity. The challenge is to have enough staff who are able to maintain and execute the systems once the project is over.

Desktop support there might be an advantage in having internal staff than outsource to SITA because of costs involved. However DPW has varied this model to time and material and this has reduced our costs. Currently looking at using technicians from private companies as provided for in contract 348.( Value & skills compared to SITA) 
· What functions are executed in-house by the Department, specifically relating to the mentioned contract? Please specify

Contract management, Business analysis , System requirements, telecommunication needs,ICT planning, asset management, ICT policies, project management, ICT procurement, URS, change management, training

· How did the department ensure that the expected outcomes were realized? Were agree deliverables monitored and performance measured?
Adherence to project charter, user satisfaction levels, usage of output

· How did the department control payments to consultants upon reaching milestones/deliverables?
Please supply us with detailed payment and invoices for the services mentioned? Budgets in this regard will also be sufficient.




Payments are per deliverable basis, and this is according to specified deliverables in the project charter. When SITA is used, SITA will generate the invoice for payment.







FOCUS AREA:  Control over and monitoring of the consultancy services

· How did the department measure consultancy services with regard to the hours worked, fees claimed and the achievement of intended objectives? Could we obtain evidence in this regard?

Desktop support we use log sheets and these are paid on a per call basis using approved treasury rates. copies
For non SITA services , there is normally competitive bidding process and who ever wins is paid accordingly. There is no need to monitor their time sheets in such cases. If the project drags or is done over a shorter period the same amount is paid. ( assuming there was no change in project scope)

· How did the department monitor compliance and adjust to changing circumstances in terms of measurable goals, performance criteria, norms, standards and indicators? Could we obtain evidence in this regard?
If there is a project scope change this is approved through the project steering committee and then reflected in payments, charter, milestones. There hasn’t been such in DPW







· How is it ensured that the department and consultants have a valid service level agreement and agreed deliverable with performance criteria? Could we obtain copies?
SLA with SITA
,
Outsourced the project failure risk to SITA. Project charter outlines agreed deliverables and this provides basis of measuring progress. User feedback is also a good indicator.





· How did the department ensure that a sufficient climate is created to achieve the objectives for which consultants are appointed? Are these objectives monitored for effectiveness? Could we obtain copies of the performance reviews done?
· Project steering committees which have user LOB. Challenge is on change management, staffing and culture change. Currently in process of Business Process Reengineering project which will among other things identify project change issues in DPW

· How does the department ensure that consultants are not involved in areas which will give them a competitive advantage and which will impact negatively on their independence? Which areas are of concern and could you list them?

If they do an analysis which leads to an implementation schedule/ solution, they might privately act as advisors to their sister companies during tender time. Difficult to control as it is done clandestine. Even if they sign NDA one will not be awre of wht they do privately.

· How does the department ensure that consultants are not employed indefinitely?
· 
Each Project has a start and end date which are adhered to






· How does the department ensure that consultants are utilised for tasks as indicated in the contract documentation? Is this controlled? Can we obtain evidence in this regard?
It is their interest to do what is outlined in the project charter for the Department will not pay out of scope activities. DPW provides project management oversight 
· How does the Department ensure that predetermined objectives were met after the completion of the contract? Could we obtain evidence in this regard?

Systems tests and user feedback
FOCUS AREA:  Implementation

· How did the department ensure that an action plan for implementation was developed after consultants had completed the project? Please supply us with a copy of the action plan?
Eg MSP project time lines. Depends on the project if it doesn’t include implementation then it will outline a proposed implementation schedule which DPW can stick to or vary as circumstances dictate.
· Were deliverables identified, key indicators set and performance measured? Please specify and could we obtain evidence of performance reviews done?

These are outlined in the Project plan
· How did management deal with poor performance results? Were immediate action taken and what was the outcome? Please supply us with evidence in this regard?
· Not experienced this, in any event if this is experienced then the project is terminated because of poor quality. Each project has an escape clause.

· Difficult with provincial wide projects eg ECM which are controlled at Premiers level   ( challenge on functions & roles)

· How did the department ensure that a deliverable such as skills transfers was met? Please specify and elaborate on how this was done. Could we obtain evidence in this regard?
Staff are seconded to the team and they give feedback in terms of the skills transferred to them. However, there is always a challenge especially if IT staff is not involved problems might arise after the consultants have left. For DPW any IT related project will have IT staff who monitor the skills transfer
FOCUS AREA: Payments for consultancy services

· How does the Department ensure that payments were made in accordance with the contract stipulations and the correct tariff? Please supply us with reconciliations and control sheets done in this regard? 

Projects are done on tender basis if supplied from private companies. Tariffs for such are not regulated.

SITA services tariffs are regulated by National Treasury and these are the ones used.

· How does the Department ensure that payments were made on the actual tasks performed? Could we obtain evidence in this regard?

Paid per deliverable which is signed off by the LOB


· What measure is used to ensure the accuracy, completeness and proper recording of payments? Please elaborate?
Commitment register as well as finest will have a record of payments.






SUMMARY OF DOCUMENTATION NEEDED
1. Consolidated policy document for appointments of consultants

2. Internal and external policy, rules and regulations and instruction currently complied with

3. Copies of need analysis done before consultants are hired

4. Copy of motivation, where a contract is extended

5. Detailed budget and expenditure for consultancy services for previous and current financial year.
6. Copies of timesheet and invoices of fees claimed by consultants

7. Copies of Service Level Agreement and contract between the Department and consultants

8. Copies of performance reviews done while work in progress by consultants

9. Copy of action plan developed after consultants completed the project

