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Introduction
The CSPG membership survey conducted in 2015 identified Consultancy and Interim buying as the most important and challenging category amongst members.  In response, a category deep dive took place at the June 2016 meeting followed by the establishment of the CSPG consultancy working group.  The group brings together procurement professionals from the charity sector with experience or interest in consultancy procurement. 
This toolkit is produced as a guide for procurement departments within the sector providing a consolidation of templates, processes and knowledge.  It can provide a useful starting point or benchmark for individual charities looking at their approach to managing consultancy spend, however,  it should not be used as a definitive best practice guide. 
[bookmark: _Toc484958965]Consultancy and Interims in the Charity Sector
The nature of the workforce is changing, with organisations increasingly needing to look at their human resources as a blend of freelancers, interims, consultants and employees.  The trend of using both skilled and unskilled workers in a way that provides increased flexibility through short term contracts and delivery of one off projects is set to continue.
Procurement teams need to work closely with HR teams to support the recruitment and management of a workforce that goes beyond traditional salaried employment and now includes service providers large and small.
This challenge is not unique to the charity sector and the concept of total resourcing is high on the agenda for many Procurement and HR leaders, however there are some unique factors that can be attributed to why this area is such a hot topic for procurement teams within the sector, these include;
· Lower re-numeration, benefit packages and location can make attracting specialist talent challenging.
· High volume of specialist resource requirements across multiple specialisms to support operations and programme delivery.
· Responsive and changing delivery programmes require the ability to flex up and down specialist resource quickly.
· International programmes can often rely on flexible resourcing rather than employment models.
[bookmark: _Toc484958966]The Toolkit
The guidance and templates provided in this document are focussed on the recruitment of consultants and senior interims.  This will typically be senior professionals working on a day rate basis providing their intellectual capability and capacity to deliver defined outputs or to cover a role over a period of time with broad objectives.
The toolkit is broken down into two sections – one is focussed on the establishment of relevant organisational standards and the other on the buying process as shown in diagram 1.


Diagram 1
Consultancy Policy
Standard Terms
Rates and Benchmarking
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1. Developing a Consultancy Policy and Buying Guide
Consultants and senior interims are an essential but an expensive resource to charitable organisations but when procured and managed well, they can provide effective agile solutions to projects, issues, challenges and bespoke requirements.

Developing a consultancy policy can not only provide a useful framework for designing the organisational processes needed for effective consultancy buying, it also provides an opportunity for collaboration with HR and senior discussion on the issues/opportunities associated with it.

The guidance below is not definitive as the needs of each organisation will differ, instead it should be used as a guide to develop your organisation’s consultancy policy.  Ideally this would be linked to your organisation’s procurement policy which specifies when to obtain multiple quotations and when to go to tender.

A sample consultancy policy is contained within the templates section of this toolkit while the list below outlines areas that may need to be considered when developing your policy.
a) In times of recruitment freezes it is common for consultancy and freelancer spend to increase – defining scope and types of consultancy with links to a business case help control the risk of hidden headcount when employed headcount is controlled.
b) There are employment and tax implications for using freelance/self-employed workers for both the individual and the engaging organisation, you may want to build definitions into your policy and processes to help manage this risk, it is important that distinction is understood and made when engaging individuals.
c) The HMRC employment status indicator should also be used when considering your organisational policy and process https://www.tax.service.gov.uk/check-employment-status-for-tax.

Definitions
A Consultant gathers information, gives advice, information and guidance and recommends a course of action for the specific project and defined outcomes. 
An Interim role fulfils a position for a fixed time, directs or controls all or part of an organisation, taking decisions, and ensures implementation and management of those decisions.
The checklist below is designed to assist you in assessing whether an individual should be treated as an employee/interim or as self-employed/a consultant.  This distinction is important as classification can result in tax implications for both the individual and organisation involved

The following factors should be considered when making this decision, and any conclusion should be based on the entire list rather than on one single factor.

	EMPLOYEE/INTERIM 
	SELF-EMPLOYED/CONSULTANT

	Mutual obligations
	Lack of mutual obligations

	Control exercised
	Very little control/supervision

	Personal service required
	No requirement for personal service

	Exclusivity
	No requirement for exclusivity

	Ongoing engagement not linked to specific task/project
	Finite engagement often linked to a specific task/project

	Integrated into the organisation
	Little scope for integration into the organisation

	Facilities and equipment provided
	No facilities and equipment provided

	No financial risk to individual 
	Financial risk assumed but also opportunity to profit

	Fixed pay on regular payment date 
	Paid on invoice submission/completion of task and no benefits



Key points to consider when developing your policy
a) Engaging the services for former employees
One general benefit of using the services of a former worker is their pre-existing knowledge of your organisation and culture, however this practice has associated risks.  Identified below are some suggestion on how you might mitigate some potential risks associate with former employees within your policy
i. Specify a time period, after an employee leaves, before they can be engaged as a consultant.  
ii. If the former employee was made redundant this period should be at least six months prior to re-engagement.
iii. Specify that a former employee returning as a consultant cannot earn more with their daily rate than they did from their salary.  There are various methods which can be used to calculate this; the most common is dividing the annual salary by 100 to give the equivalent daily rate.

b) Cost
i. Specify when to use time and materials contracts and when to use fixed cost contracts.
ii. Consider whether to include a maximum rate that the organisation will pay for consultancy, or a maximum rate card for different levels of seniority, see guidance in Table 1 below.
iii. Specify what expenses a consultant can claim; ideally this should reflect the organisation’s expense policy.   
iv. Consider whether the consultants should be paid expenses for travelling to an organisation’s main office location as part of their engagement, this will depend on the nature of the assignment and whether it has been agreed for them to be based there.

c) General
i. Consider whether there should be any extra level of sign-off for engaging consultants e.g. should it be tied into an Authority to Recruit process?
ii. Should you insist on references being taken for each consultant engaged?
iii. Do you have specific insurance levels e.g. Professional Indemnity Insurance and Public Liability Insurance that you require consultants to hold?
iv. Do you require your consultant or interim to sign any specific documents relating to confidentiality, IT use, conflicts of interest etc. or will you build this into their contract?
v. Do you have standard terms that should apply to all consultancy engagements?  You should also outline the process for agreeing any deviation from these terms. 
2. Standard Terms and Conditions
An example consultancy agreement can be found within the templates section but broadly a consultancy agreement can be based on a standard services contract although you may want to adapt to address specific areas or to make more proportionate. 
Key points to consider
· Intellectual Property
· Health and Safety Responsibility
· Data Protection
· Employment Status 
· Payment Terms
· Conflicts of interest
· Right to send substitute
· Insurance Requirements
· Media and Publicity
· Document and knowledge transfer
It is also advisable to reference a services schedule that will contain an outline of deliverables and basis of payment.
3. Rates and Benchmarking
Sourcing consultancy using a competitive procurement process based on fixed pricing should ensure that value for money is being achieved relative to the requirements of the assignment and the consultant’s skills and experience.  

The reality for many organisations is that consultancy projects often do not follow a competitive process on a fixed price basis. This is usually because specific individuals with unique skills are identified or need to be bought on a time and materials basis and the exact deliverables cannot be defined at the outset.   
Organisations could develop a simple overview rate card that considers the market rate against a discounted rate that the charity would expect to pay, the extent to which the discounted rate will vary but procurement teams have an important role in helping consultancy users leverage the charity’s mission and assignment to negotiate rates.   The data used could be derived from rates previously agreed with consultants and benchmarking with existing and potential suppliers.
A useful guide calculation for role based interim assignments is to take the projected annual salary for the role considering both the organisations salary and the market salary (if particularly specialist) and divide by 100 to ascertain guide day rate.  This factors insecurity of work, cost of insurances etc. If you are agreeing a longer-term assignment, particularly more than 3 months, then this rate forms the basis of your negotiation.  
Table 2 - Example rate card (rates stated are not actual)
	Type of Consultant
	Market Rate
	Max/Target rate

	Principal – A recognised expert in their field.  Used for strategic advice and significant business change

	£1000 - £1200 per day
	£800 per day

	Technical Specialist – A subject matter expert, used to input into a project

	£500 - £600 per day
	£400 per day

	Junior Consultant – a developing subject matter expert provided as additional technical capacity.

	£300 - £400 per day
	£200 per day



[bookmark: _Toc484958968]Section 2 - Consultants Buying Process
1. Identifying the need for a consultant/Interim & Developing the Business Case.
Organisations use different controls for approving the use of consultants and interims often using a business case or special requisition process.  Examples are attached in the templates section.  
Clear consideration of why the consultant or interim is needed should form part of the approval process and your business case should be supported by a clear statement of why a consultant/interim is needed.
Relevant examples to support your case are identified below;
a) Timescales are very tight and internal staff cannot be released.
b) The scale of the exercise is too large to take on in-house.
c) There is a requirement for objectivity.
d) The expertise does not exist in-house. 

2. Creating the Specification
Consultancy specifications will typically take the form of terms of reference (TOR) or Statement of Work (SOW), interim assignments are usually based on a broader role description type specification.  Sample TOR and Statements of Work are attached in the templates section.
Key points to consider when developing your TOR/SOW
a) Background to the organisation and project
i. Include a short paragraph about your organisation and its mission
ii. Include how the project or work came about, including the overall purpose
b) Objectives and outcomes
i. What are the expected achievements of the project
ii. What are the specific deliverables the consultant(s) will be expected to fulfil
iii. How will success be measured
iv. Are there any potential complications expected in the course of the project
c) Timescales
i. The response deadline 
ii. The expected start and end date of engagement
iii. Key process dates, including a timetable for the project with key dates and milestones highlighted
d) Location
i. Specify if there is a requirement to carry out the work at a specific location
ii. Detail any travel involved
e) Resources provided
i. Detail what resources are available
ii. Detail what equipment will and will not be provided
f) Approach
i. Specify that responses should include a detailed description of the approach the consultant(s) will take and a work plan
ii. Ask that the work plan lists the expected contribution time of each individual involved in the project
iii. Specify that all additional resources required are listed, including people and equipment
iv. Ask that specific details of any individuals required are included – e.g. levels of seniority
g) Cost
i. Ask for costs to be as detailed as possible including daily rates for all individuals included in the work plan
ii. Request that any additional costs or overheads are included, so that the total cost of the engagement can be calculated
h) Knowledge transfer
i. Detail any expectation of knowledge transfer from the consultant(s) to staff as part of the engagement
i) Policies and procedures
i. Detail any policies or processes relevant to the engagement that must be complied with during the engagement – e.g. expenses policy
j) Sub-contracting
i. Specify whether sub-contracting the performance of part of the engagement is acceptable
k) Payment
i. Detail when payment/s will be made – e.g. will payment be made after specific milestones, on specific dates or on final completion of work
ii. Include payment terms e.g. 30 days
l) Terms and conditions
i. Include a copy of your standard terms with the specification
3. Sourcing the consultant
Based on the organisation’s policy, a formal tender or benchmarking exercise should be conducted to ensure value for money.  
Individual requirements can be sourced from a variety of places, the list below outlines some options available
Interim roles 
· Managed Service Provider - single service providing candidates for all requirements.
· Neutral Vendor - a service provider sourcing candidates from multiple agencies.
· Specialist Recruitment Agencies - individual agencies for each specialism.
· Panels/recruitment
Consultant 
· Preferred Supplier Lists- analyse business needs and  identify a range of consultancy firms available   
· Past Contracts - look at internal supplier database and use internal feedback on the quality of the service delivered
· Framework Contracts- ConsultancyONE framework agreement provides pre-qualified consultancy firms across range of specialism  
· Trade Press/Journals and Trade Associations- external research method good for search of industry specialists 
· Events/conferences- extended your networks and knowledge on professional services  
· Recommendations from other organisations, charities or colleagues- use professional networks (eg CSPG group) 
· Specialist Recruitment Agencies
· Browser search: i.e.Google/Bing
· Consultancy websites
· Social Media- professional networks such as LinkedIn 
· Professional Chartered Associations
· Third Sector - Institute of Fundraising directory of suppliers 

4. Managing the consultant and interim
Consider developing management processes for :-
· The management of the consultant and interim to ensure they are delivering the required outputs to timescales.
· Minimising time for them to “learn the business”.
· Exploiting skill transfer.
· Identifying and resolving issues quickly.
· Getting commitment from staff to outcomes/findings/recommendations.

5. Record performance and exit.
Regardless of the nature of the assignment, ensure that your consultant and interim produce reports and summaries throughout and at the end of their assignment to create tangible outputs to inform future projects and facilitate knowledge transfer.  Consider final presentations or training sessions with internal staff.

Manage off-boarding, ensuring equipment and data are returned and system access removed.

Consider establishing a simple supplier performance system for your PSL or regularly used consultants to track performance and manage issues.  In a formal PSL you could consider using the performance system to remedy issues, inform future use and incentivise performance through offering references of recommendation.


[bookmark: _Toc484958969]Appendices
[bookmark: _Toc484958970]Sample Templates and Further Reading

1. Sample Consultancy Policy
2. Sample Standard Terms
3. Sample Business Cases
4. Sample TOR & Assignment Briefs
5. Example catalogue for PSL
6. Sample performance measurement tool




[bookmark: _Toc484958971]TEMPLATE  1 - Employing Consultants and Interims

Sample Policy Document 
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Section 1

[bookmark: _Toc332715082]1.	Introduction

XXXXXX has spent a considerable amount of money each year employing consultants & interims within the Organisation.  This is an expensive resource and the organisation needs to be assured that all individuals employed in such capacity are appropriately selected, briefed and managed.  
Going forward XXXXXX requires that the use of consultants and interims is governed by strict policy which must be adhered to in all situations to ensure their use is appropriate, contract terms advantageous and the value of their input optimised.
[bookmark: _Toc332715083]2.	Policy Statement

The use of consultants & interims is an expensive resource and the Organisation must be highly selective in their use.  Consultants & interims must only be used on short term basis, for well defined contracts related to a specific and finite work programme or project activity.
Before any consultant or interim can be engaged, the following process protocols must be adhered to and documented.	
[bookmark: _Toc332715084]3.	Definitions

These definitions are pertinent to our operation within XXXXXX.   
Consultants
(The engagement of all consultants will be managed via the Procurement process.) 
A consultant within XXXXXX will provide an advisory service and when required, delivery specific work, which will be performed by specially trained and qualified persons who assist in an independent, objective capacity to help the Organisation to identify problems, recommend solutions and when requested implement solutions.  
It is expected that a consultant would have the following characteristics:
1. Work on their own account, providing their own equipment, insurance and services. 
1. Advise and delivery specific work.. 
1. Be highly knowledgeable and have experience of technical methodologies.
1. Unlikely to be in a management role

Interims
(The engagement of interims will be managed via the Recruitment process)
An interim within XXXXXX will be either a temporary provider of senior managerial expertise or be used to deliver a strategic piece of work. Temporary, in the context of this policy is defined as less than 3 months.
It is expected that an interim would have the following characteristics:
1. Provider of specialist skill or service 
1. Hands on delivery of specific tasks 
1. Provider of cover in senior established posts within the organisation and therefore an established job description is likely to be in place for that designated post
An Interim should always be employed on a maximum of a 3-month fixed term XXXXXX employment contract and paid through XXXXXX payroll.  Only by exception and approval by a permanent member of the Senior Management Team could the individual be taken on a self employed basis.   In such cases the expectation is that they will be responsible for their own tax and National Insurance liability, either via a limited company or as a sole trader with a unique tax reference number and this will need to be verified by the Employment Status Indicator, via the HMRC web site.
	Example 1
	Consultant
	Hired to provide specialist knowledge, not available within the Organisation - e.g. A horticultural expert provide specific advice on how to reduce energy costs and improve growing efficiency. 

	Example 2
	Interim
	To cover a senior vacancy within the business - e.g. Head of Service, while a permanent replacement is found.  Duration less than 3 months.

	Example 3
	Interim
	Interim Project Manager to provide additional, hands on expertise to the experts - e.g. to implement a new ICT system. Duration less than 3 months. 


[bookmark: _Toc74478865]
[bookmark: _Toc332715085]4.	Roles and Responsibilities
[bookmark: _Toc332715086]It is the responsibility of all employees to understand and adhere to this policy and associated procedures.
5.	Audit and Review
A review of this document will take place annually by (The Procurement Team) unless other specific business or legislative requirements or events necessitate.
[bookmark: _Toc332715087]6.	Adherence to Policy

Adherence to this Policy will be monitored by (The Procurement Team.)   Non Adherence to this Policy will be deemed as a serious breach of conduct and may result in disciplinary action.
[bookmark: _Toc332715088]7.	References and Further Information

For further information and guidance in relation to this policy please contact (The Procurement Team.)   
[bookmark: _Toc332715089]Section 2 – Policy

[bookmark: _Toc332715090]8.	The Consultant Business Case Approval Form

Prior to procuring the services of a consultant, a clear description of the requirement must be set out in a business case.  
The use of a consultant must be justified against one of the following criteria:
· Timescales are very tight and internal staff cannot be released.
· The scale of the exercise is too large to take on in-house.
· There is a requirement for objectivity.
· The expertise does not exist in-house. (Note this is company wide and not just within the initiator’s department) 

The business case must include the following 
· Proposed duration of the consultant.
· Scope of the work to be carried out.
· Milestones for the project.
· Timescales for performance review.
· Required skill sets and qualifications for the consultant. 
· Background.
· Objectives.
· Outputs.
· Outcomes.
· Methodology.
· Budget.
· Conditions of Contract.
· Copyright. (It is important to state that XXXXXX will own the copyright of any outputs).

Before a consultant can be recruited, a Business Case Approval Form must be completed.  The Procurement team will provide the Business Case Approval Form. 
[bookmark: _Toc332715091]9.  	The Procurement Process for Consultants

XXXXXX has a clearly defined Procurement Policy for the purchasing of goods and services.  It is recognised that the engagement of individuals as consultants might not fit precisely into this model.  However, it is expected that the same bench marking on quality and price will be adhered to.
Only once the Consultant Business Case Approval Form has been agreed and signed off by a permanent member of the Senior Management Team, can the process to procure a consultant be started. 
· A role specification and clear description of the requirements (contained within the business case) must be used.  

· The criteria for selecting the consultant must be established before the selection process is started. 
· XXXXXX has Preferred Supplier List of Approved interim agencies, which must be used for the selection of Consultants. (The Procurement team or HR) will advise as to which agencies can be approached.   It will be a requirement to approach more than one of these approved agencies, in order that a rigorous evaluation can take place.
· If, in an exceptional situation, one of the approved agencies cannot provide the required calibre of consultant
· Consideration will be given to at least 3 short listed organisations or individuals.  
· Rates – the selection process must, and will, determine a competitive rate for the work to be undertaken.  A market rate for the consultant should be demonstrated in the business case.  Evidence will be required that negotiation on terms and conditions of engagement has taken place and discussed with (The Procurement Team.)
· The process for the selection of the consultant will be aligned to recruitment practices, with a formal interview and selection process. 
· Selection of the consultant will be scored against their ability to deliver the best outcomes for the assignment and cost effectiveness.

[bookmark: _Toc332715092]10.   The Recruitment of Interim Staff

[bookmark: _Toc332715093]10.1	Interim Staff Covering an Established Budgeted Position
The recruitment of Interim staff will not require a business case, if it is to cover an established budgeted position.  However, all cases must be referred to the (HR Department) in the first instance and the reasons why the role cannot be filled on a permanent basis must be documented.  HR will be responsible for managing this information.
If it is likely that the requirement for the role will be in excess of 3 months, the role will need to be advertised and the standard recruitment processes followed and guidance on timings in such instances can be sought from the (HR Department)
All cases unless authorised by the (Senior Management Team) must be employed on a XXXXXX fixed term employment contract. A fixed term contract is defined as a XXXXXX employment contract whereby the employee is paid on the XXXXXX payroll for a specified duration. In the context of this policy it would be based on a period of up to 3 months. 
For the recruitment of such roles, a job description will be made available and budget approval must be evidenced before the selection process can commence. 
The successful individual at this point would then be appointed on a permanent XXXXXX contract which would be on a fixed term basis or otherwise.  Appointments in this instance should have followed the standard recruitment processes.  Only by exception and approval by a permanent member of the (Senior Management Team) could the individual be taken on a self-employed basis.  
0. [bookmark: _Toc332715094]Interim Staff Employed Over and Above the Establishment Head Count

If an Interim is to be employed over and above the Establishment head count, then this requirement must be supported by a business case and signed off (Senior Management Team) level, by the respective functional head. (Aligned to the process for Consultant detailed above)
In both instances for Interims - 
· The interim must be recruited via one of the Approved recruitment agencies.  (HR Department) will advise on which agencies are to be approached.
· The process for the selection of the interim will be aligned to recruitment practices, with a formal interview and selection process.  
· Selection of the interim will be scored against their ability to deliver the best outcomes from a competency assessment.  
[bookmark: _Toc332715095]11.	Verification of Employment Status

Prior to the start of the contract and concurrently with the procurement process, the Organisation  must carry out due diligence to establish the employment credentials of the consultant or interim (if approved by Senior Management Team that the individual does not need to be set up on a XXXXXX employment contract).  
A Consultant 
A Consultant will be set up on the purchasing system and paid on the presentation of an appropriate invoice, via Purchase Ledger. The consultant or individual must complete the following documentation – 
· Specify / Detail Your Supplier Set Up Process
An Interim
Only by exception and approval by a permanent member of the (Senior Management Team) could the individual be taken on a self-employed basis.  If this is the case, an Interim will be set up as:
[bookmark: _Toc332715096]A Supplier if they are acting as a sole trader or as a Limited Liability Company and paid via Purchase Ledger (applicable only in the initial 3 month term.  
If an interim or consultant is to be paid via Purchase Ledger then we will be paying them without operating PAYE.  This means that we must be satisfied that they can properly be treated as self-employed and therefore we must verify their employment status.  Failure to properly determine the employment status exposes the organisation to the risk of significant penalties, interest and back taxes.
If we are engaging a limited company to provide an interim or consultant, even if the company name is “Jo Bloggs Ltd”, then we can generally be satisfied that we can make payments without deduction of PAYE; however, payments must be made to a bank account in the name of the company and any correspondence we have must be with the company.
If we are engaging directly with an individual, HMRC’s on-line “Employment Status Indicator” (“ESI”) - http://www.hmrc.gov.uk/calcs/esi.htm - must be completed.  This tool asks a series of questions about the nature of the engagement and, based on the answers given, will provide an indication of the employment status.  The questions must be answered truthfully and must reflect both the contractual terms and the practical operation of the agreement.  As part of the supplier set-up the following documentation must be attached to the supplier record in addition to the standard documentation required:
· A screen print of the ESI result
· A screen print of the answers to the questions asked (this can be obtained by clicking “Enquiry results” which is at the top right of the ESI result page)
Where we engage directly with an individual, no payments will be made to consultants or interims by Purchase Ledger without the ESI paperwork.
Please note that the ESI may not be able to determine the employment status; in which case you will need to follow the on-screen instructions.
The Director of Financial Services and the Financial Accounts Manager are available to provide advice and guidance but the ESI, and any necessary follow-up, must be conducted by the engaging manager because only they will have the necessary knowledge of both the contract and the practical operation.
If XXXXXX is paying the consultant or interim through our payroll, then there is no need to complete the ESI as we will automatically operate PAYE.
12.  Terms of Engagement for Consultants & Interims to be Paid via Purchase Ledger

Prior to the commencement of the work for XXXXXX, the following documentation must be in place and copies provided to (The Procurement Team)
1. The Consultant Business Case Approval Form (containing the agreed business case). 

1. A Consultant Contract of Engagement.  This will be provided by (The Procurement Team) and will include details of the work to be undertaken, deliverables, timescales, fees, expenses, terms of payment, cancellation.  – See appendix II.  The contract of engagement will also contain - 
0. Restrictive Covenant.  
0. A disclosure of conflicts of interest.
0. Details of assets such as IS equipment to be provided by the Organisation.
0. All supplier set up forms with copies of relevant insurance document.

1. A Consultant Confidentially and IS Security Agreement 


[bookmark: _Toc332715097]13. 	Screening

Consultants 
An appropriate level DBS screening, if applicable, and 2 professional references covering the last 3 years engagement history (managed as part of procurement process).
Interims  
An appropriate level DBS Disclosure form, if applicable, and references 	Comment by Deborah Goodall: Not all consultants will need this and guidance on who can be DBS checked is very specific. I am wondering if this is removed as it could confuse. 
[bookmark: _Toc332715098]14.	On-going Monitoring and Performance 

· The appointment of an interim or consultant must be for a specified project or to cover an established post and time period. If additional work is subsequently identified, these additional elements must be dealt with as separate projects and documented clearly.  Any further costs incurred must be agreed in advance by the relevant (SENIOR MANAGEMENT TEAM ) member.
· The business case initiator or line manager will liaise with the consultant / interim throughout the work to advise and ensure timescales and milestones are being achieved and scan in records of performance discussions into the Organisation’s resource record.  
· The budget holder will authorise payment as appropriate.
· All Consultants / interims to be paid via Purchase Ledger, must be provided with an Organisation purchase order number by the appropriate XXXXXX manager. 
· The line manager will ensure there is close collaboration between the consultant / interim and in-house staff:
· To minimise time for them to “learn the business”.
· Exploit skill transfer.
· Identify and resolve issues quickly.
· Get commitment from staff to outcomes/findings/recommendations.
· All consultancy costs must be correctly coded against the relevant cost codes applicable.  

· Monitoring of the adherence and compliance to the process for both consultants and interims will be undertaken centrally.

[bookmark: _Toc332715099]15.	Extension to Contract
Consultants - where a contract needs an extension for the consultant, an extension to the business case must include details for reason of extension, timescale and cost and be signed off by a permanent (SENIOR MANAGEMENT TEAM) member and sent to (The Procurement Team) for arranging the necessary extension to the Contract.
An extension to the initial contract will only be considered in exceptional circumstances.
Interims - The maximum duration for the employment of an Interim will be 3 months.  If it is likely that the requirement will be in excess of 3 months, the role will need to be advertised and the standard recruitment processes followed (this could be triggered at any point within the 3 month period dependant on business need). The successful individual at this point would then be appointed on an permanent contract which could be on a fixed term basis or otherwise.  Appointments in this instance should have followed the standard recruitment processes. 
[bookmark: _Toc332715100]16. 	Leaver Process

A formal hand over meeting must be undertaken for all consultants and interims by the respective line manager.  This will include:
· The final result of the consultant / interim’s work which must be evaluated and documented to inform future requirements and scanned into Organisation.
· The handover of physical assets owned by XXXXXX.
· A discussion on the outcomes of the engagement, including identifying any on-going activities required to obtain best value from the engagement.
· Identification of key information assets generated in the course of the engagement.
· A confirmation of the confidentiality and ownership (copyright) of work products.
· Detective measures during notice period should also be put into place where risk of intellectual property is high.

Leaver checklist completed to in confirmation of the completion of above actions.


[bookmark: _Toc484958972]TEMPLATE  2 - Sample Terms and Conditions
[bookmark: _Toc484958973]
TEMPLATE 3 -  Business Case
3a - SAMPLE BUSINESS CASE APPROVAL FORM
FOR THE ENEGAGEMENT OF CONSULTANTS & SELF EMPLOYED INTERIM STAFF

	
Proposed Consultancy Requirement

	

	
Proposing manager: 

	

	
Budgeted Day Rate
	

	
Duration of Consultancy 
	

	
Total Proposed Cost 
	

	
Authorising Manager / Budget Holder
	




(Please refer to your organisation’s Policy Document or Buying Consultancy Guide before completing this form.  This should provide clear guidelines on how you must proceed in order to engage consultants &interims and the required checks which must be undertaken before their work.)

Definitions:
A Consultant gathers information, gives advice and guidance and recommends a course of action for a specific project with defined outcomes.  They would be specially trained and or qualified and can assist in an independent, objective capacity.  They will identify problems, recommend solutions and when required, implement solutions.
An Interim role would be temporary provider of senior management expertise, used to cover either an established full time role which is vacant or used to deliver a strategic piece of work on a temporary basis.

	Q1.
	Please explain why you need a consultant / identification of need and rational. 


	



	Q2.
	Is there internal capacity within the organisation to undertake the work required?



	



	Q3
	What are the consequences if a consultant is not engaged?            
                 

	


. 
	Q4
	Please provide a personal specification for the consultant.


	




	Q5
	How will the consultant be sourced?


	



	Q6
	Please provide evidence of bench marking of costs.


	



	Q7
	Please define the expected outcomes.   Report, recommendations, research, presentations etc.


	

	Q8
	What is the time period of the consultancy?  Start date, end date key milestones.


	



	Q9
	Who will provide the day to day management of the consultant?


	



	Q10
	Please specify any other resources that will be required (staff time, equipment, etc.)


	



	Q11
	Please detail any transferable information that might benefit other parts of the organisation.


	



	Q12
	Will the consultant need DBS or other security clearance before they commence work?


	



	Q13
	Are they any intellectual property rights implications for the work being produced, if so who is the owner of this?


	



	Q14
	Please describe to debriefing process at the end of the consultancy period.


	















TEMPLATE 3B – Business Case Questionnaire
Definitions:
A Consultant gathers information, gives advice, information and guidance and recommends a course of action for the specific project and defined outcomes. 
An Interim role fulfils a position for a fixed time, directs or controls all or part of an organisation, taking decisions, and ensures implementation and management of those decisions.
FORM FOR APPROVAL TO CONTRACT FOR CONSULTANCY & INTERIM STAFF
I confirm the request meets the criteria that consultants and/or Interim Staff should only be employed when:
· The work cannot be handled internally, e.g. where the required knowledge, expertise or specialist skills are not available in-house 
· There is in-house capacity to manage them effectively
· There are demonstrable and tangible benefits to the organisation and/or the department 
And, that I will:
Clearly define what we want to achieve through the use of the above, and from this identify the work that needs to be carried out;
Ensure that the results match the goals and are implemented through a proper action plan.
	A
	Proposed Consultancy Requirement:

	

	B
	Proposing Manager:

	


	C
	Proposing Budget Holder:

	



	D
	Budgeted Day Rate
(for interims only):

	




	E
	Total cost
(for consultancy):

	


Review the assignment to assess the value for money achieved. 

Business Case
Please provide a business case to support the engagement of a consultant.
A detailed brief specifying the requirement of the task, rational, scope, resources, time scale required etc. 
	Questions:

	1
	What is the budgeted/estimated cost to complete the full project?

	

	2
	Why do you need a consultant (as opposed to a contractor/interim)?

	





	3
	What need has been identified and are you sure we do no not have in-house expertise?

	




	4
	Of which Project or programme is a consultant required?

	




	5
	What are the objectives, expected outcomes? (report, research, presentation):

	








	6
	What benefits will a consultant bring to the project/program?:

	









	7
	How will the project benefit the organisation? Is the project in the line with the organisation vision and objectives?:

	









	8
	How will the work be undertaken? (By an Individual or a Firm, on or off-site, priced on daily rates or a Firm Price, managed directly or under own supervision):

	









	9
	Do I need a person with a specific skill set, who will be used to support the business for a temporary period? (please define the skill set)

	







	10
	Has similar work been undertaken before? 
If yes, who was the supplier? What was the outcome?:

	







	11
	What are the consequences of not having the work completed?:

	






	12
	When should the project be delivered?:

	






	13
	What is the length of the project? (start and end date + milestones):

	








 


[bookmark: _Toc484958974]TEMPLATE 4 – Sample of Terms of Reference
SUPPLIER: [insert individual or company name, company number and registered address]
m) Commencement Date of the Contract:[insert date]
n) Completion Date of the Contract:	[insert date]
o) Terms of Reference: 
i. Description of Services
	[INSERT DETAILED DESCRIPTION OF THE SERVICES TO BE SUPPLIED BY THE SUPPLIER, 
INCLUDING:
		Services title;
		Background information to the Services to be supplied;
Specific Services the Supplier will provide;
Name of the Individual who will be performing the Services (if applicable):
Timetable, any services programme, milestones, deliverables against which the Supplier will be paid, completion date for Services/supply date for Goods;
ii. The location(s) where the Services are to be carried out;
[INSERT THE LOCATIONS]
iii. Reporting Procedure (delete if non-applicable);

[IF A REPORTING PROCEDURE IS RELEVANT TO THIS CONTRACT, INCLUDE THE PROVISIONS BELOW
(AMENDED AS APPROPRIATE).  
The Supplier will provide the Organisation with the following:
-	Quarterly progress report [and Financial Report] in respect of each calendar quarter-end during the term of this Contract, to be received no later than two weeks after the end of the relevant quarter;
-	Annual [or final] report in respect of the period [enter start date] and [enter end date], to be received by the Organisation no later than four weeks after the end of that period;
	Each report shall be in the format agreed between the Organisation and the Supplier.
	Each report shall be submitted in English unless the Organisation agrees in writing for it to be written in another language.

	The Supplier shall provide other reports to the Organisation, on reasonable notice during the Term of this Contract.

If so required by the Organisation, the Supplier agrees to make all reasonable modifications and corrections to any report.	
If so required by the Organisation, the Supplier shall submit a draft report or other information to the Organisation, in circumstances where the Organisation is required to deliver such reports to a third party who is funding the Products (a “Primary Donor”).
	In such circumstances where a Primary Donor makes recommendations arising out of its review of reports of the Products, or requires any further information to be provided, the Organisation and the Supplier agree to work together to develop an appropriate response to the Primary Donor.
iv. Payment dates [based on deliverables]

	[INSERT PAYMENT DELIVERABLES/DATES]
p) [bookmark: _Ref436297761]Fees and payment terms
i. [bookmark: _Ref438642126]For UK suppliers only (delete if non-applicable):
For satisfactory provision of the Products in compliance with the Contract, the Organisation will pay the Supplier the sum of £[INSERT SUM] inclusive of VAT.
For non-UK suppliers only (delete if non-applicable):
For satisfactory provision of the Products in compliance with the Contract, the Organisation will pay the Supplier the sum of £[INSERT SUM].  VAT at the appropriate rate under the reverse charge mechanism will be payable by the Organisation.
ii. In addition to the sum payable above, the Organisation shall reimburse those reasonable receipted expenses agreed in advance with the Organisation as necessary for the proper provision of the Products and in compliance with the Organisation Terms and Conditions.  

For UK suppliers only (delete if non-applicable):
The total compensation payable under this Contract in respect of expenses shall not exceed £[INSERT SUM] inclusive of VAT.
For non-UK suppliers only (delete if non-applicable):
	The total compensation payable under this Contract in respect of expenses shall not exceed £[INSERT SUM].
iii. For UK suppliers only (delete if non-applicable):
The total payment for Services and expenses shall therefore not exceed £[INSERT SUM] inclusive of VAT.
For non-UK suppliers only (delete if non-applicable):
The total payment for Services and expenses shall therefore not exceed £[INSERT SUM].
q) [bookmark: _Ref436215074]Additional Terms (delete if non-applicable):
[INSERT ANY ADDITIONAL (INCLUDING VARIED) TERMS AGREED BETWEEN THE PARTIES HERE, e.g, “the contract between the Organisation and the Supplier shall be governed by this Terms of Reference and the Supplier’s standard terms and conditions which are attached to this Terms of Reference”]




	[bookmark: _Toc484958975]Document Version Number:
	V1

	Assignment Name:
	Example Name 

	Project Code:
	Example Code 1234

	Date:
	25 May 2016

	Contact:
	Personnel Name.

	LOT Number:
	

	Name of Technical Advisor:
	Example Advisor 


TEMPLATE 5 - Sample Assignment Brief for PSL/FRAMEWORK








(Section A) 
Brief of required work: To be completed by commissioning manager
	Background and the objective for this work: 

	Insert text here……


	Specific requirements for advisor 

	 


	Key dates and completion date for project. 

	 


	Please respond to the brief by:

	 





June 2017 
CSPG Consultancy Buying Toolkit		2

 (Section B) 
Response to brief: To be completed by Technical Advisor
	Are you available to fully undertake this assignment in accordance with project brief and project activity plan? 

	


	Are there any observations from the brief that you consider might affect delivery of the assignment or items we may wish to consider for the project. 

	


	How many days will it take you to complete this work and what is your proposed day rate?

	


	Please outline below a project plan detailing any key tasks and timeline

	


	Please detail below any potential conflicts of interest actual or perceived regarding or risks identified in you undertaking this assignment.

	




IMPORTANT: This document is used to review and agree the detail of the assignment.  All assignments will be agreed subject to the terms and conditions of the Framework and a Purchase Order issued.  No work should be carried out until you are in receipt of a Purchase Order number.  This number should be quoted on any correspondence including the invoice.





[image: ]5. EXAMPLE CATALOGUE FOR PSL



[bookmark: _Toc484958976]
TEMPLATE 6 - Sample Performance Process for PSL/FRAMEWORK

S3.1 A simple supplier rating system will be used to monitor the performance of each of the assignments called off from the framework.  This will be based on the following KPI’s:
· Assignment acceptance process – in accordance with required timeline.
· Assignment delivery on time – in accordance with agreed schedule and days.
· Assignment delivery in full – in accordance with agreed specification.
S3.2 KPI’s will be scored on a 1– 4 basis: 1 being very poor and 4 being very good.
S3.3 Feedback on scoring and KPI’s will be supplied on a quarterly basis.  This information and other feedback provided is to treated as confidential information by the supplier.
S3.4 A performance score of 3 and 4 against all three KPI’s on more than one occasion may be used by x in lieu of a reference when evaluating applications in future re-tendering of this (or similar) Framework.
S3.5 An ongoing consistent performance score of 4 against all three KPI’s on more than three occasions will trigger a supplier reference of recommendation from x relating to the individual advisor; this can be used by the supplier for a period of two years following issue.
S3.6 A performance score of 1 or 2 on more than one assignment will initiate a remedial action process, and suppliers will be invited to discuss reasons for poor performance and agree actions to address this.
S3.7 A performance score of 1 or 2 on any KPI on more than one occasion following the remedial action process will be considered a breach of contract and may result in termination of the contract and/or used by x as evidence of poor performance when evaluating applications in future re-tendering of this (or similar) Framework.
S3.8 An optional client rating system is also available for suppliers to use as a way of providing reciprocal feedback to x  in assignment management.  This will be based on the following KPI’s:
· Clarity of brief.
· Availability of contact.
· Closure and feedback process.
S3.9 Suppliers opting to use the client rating system will be required to score x following each assignment on a 1 – 4 basis: 1 being very poor and 4 being very good.
S3.10 Suppliers opting to use the client rating system will be required to supply feedback to x  on a quarterly basis.


Further reading

Economist guide to buying consultancy

CIPS – Knowledge consultancy buying

Future of work - Deloitte

HMRC

CIPD – Managing Interims




Identify Need  &Develop Business Case


Create the Specification


Source the consultant


Manage Delivery


Record Performance
& Exit
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ADVISOR SPECIALISM ACTIVITIES ADVISOR CAN UNDERTAKE AUDIENCES AREAS COVERED LINKS

Social research methods Peer review of project outputs Central and local government

Evaluation methods

Desk-based research and reports Retailers – all levels

Economic analysis methods Specialist advice to WRAP and its stakeholders Third sector

Trade bodies

Social research methods Peer review of project outputs Central and local government

Evaluation methods Desk-based research and reports Retailers – all levels

Data analysis and analytics Business case development support Third sector

Specialist advice to WRAP and its stakeholders Trade bodies

Strategy and policy development support Public / Consumers

Social research methods Peer review of project outputs Central and local government

Evaluation methods Desk-based research and reports Third sector

Business case development support Trade bodies

Specialist advice to WRAP and its stakeholders Public / Consumers

Strategy and policy development support

Social research methods Peer review of project outputs Central and local government

Evaluation methods Desk-based research and reports Retailers – all levels

Economic analysis methods Business case development support Third sector

Data analysis and analytics Specialist advice to WRAP and its stakeholders Trade bodies

Strategy and policy development support Public / Consumers

Social research methods Desk-based research and reports Central and local government

Evaluation methods Retailers – all levels

Economic analysis methods

Data analysis and analytics

 

Social research methods Peer review of project outputs Central and local government

Evaluation methods Desk-based research and reports Third sector

Economic analysis methods Strategy and policy development support

Data analysis and analytics Research Design  - impact studies and evaluation

Social research methods Peer review of project outputs Central and local government

Evaluation methods Desk-based research and reports Retailers – all levels

Data analysis and analytics Business case development support Third sector

Strategy and policy development support Trade bodies

Public / Consumers
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