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Defra Group Management Consultancy Call off Contract: Project Engagement Letter

Completed forms and any queries should be directed to Defra Group Commercial (DgC) at
Please do not complete this form until you have liaised with DgC,
and they have allocated you a lot to access Consultancies within and subsequent reference number.

Engagement details

Engagement ref # DPEL_61545_028
Extension? N DPEL
Ref.
Business Area Biosecurity,Borders and Trade Programme (BBTP)
Programme / Project Biosecurity,Borders and Trade Programme (BBTP)

Senior Responsible Officer | I
Supplier

Title BBTP system design and delivery framework — Work Packages

Short description Expertise and capability packages to support the infrastructure
work across Biosecurity, Borders and Trade Programme

Engagement start / end 02/05/2024 28/03/2025
date

Consultancy Spend

approval reference

Expected costs 24/25 £2.000,000

Expected costs 25/26 N/A

Dept. PO reference

Lot # Lot 2

Version # 0.1

Approval of Project Engagement Letter

By signing and returning this cover note, BBTP accepts the contents of this Project Engagement
Letter as being the services required and agrees for PA Consulting to provide the services in
accordance with the agreed Supplier Proposal under the overarching contract (Lot 2 - Ref 28595),
with Defra Group and confirms the availability of funding to support recharge for the services.

Signatures

Supplier Business Area Defra Group Commercial

By: By:
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19/04/2024 [Insert date] 16/5/24

Supplier engages with Business | Business Area signs front page | On approval, DgC signs and
Area to complete. Once agreed, | and sends to DgC returns copy to Business Area
Supplier signs front page and and Supplier

sends to Business Area

1. Background

The Biosecurity, Borders and Trade Programme (BBTP) is delivering the key systems, services,
operations, capabilities, and legislative changes required to enable the introduction of new controls
for goods to and from the European Union. The Infrastructure Project (IP) within BBTP has
responsibility for transforming infrastructure underpinning and facilitating the operation of an
effective border and to deliver an operational border which enables a productive and competitive
food industry to trade products of high standards.

The IP is working to tight deadlines to ensure that the government-run Border Control Posts in
Kent are ready to support live checks of plants, products of animal origin in 2024. This involves the
redesign and refurbishment of those sites in Kent. As the third phase of TOM implementation,
controls on live animals will be introduced through Border Control Pos

To support this priority work, the project requires additional construction, infrastructure and
business process expertise to ensure successful delivery in 2024. This expertise is not readily
available across Defra or supporting agencies. It is also important that a third-party is used to
provide the assurance rather than in-house resource. This is a model used to support other cross-
government infrastructure projects.

2. Statement of services

Objectives and outcomes to be achieved
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The aims of the engagement will be to provide expertise in construction and business process
change to deliver key work packages to support the infrastructure and live animal import system
work across GB and its corresponding BCP infrastructure.

Scope

The scope of the services will cover a set of agreed Work Packages:
Work Package 1. Live Animals System Design and Delivery

Provide the expertise to support the infrastructure and system developments required to support
Live Animals import controls requirements [ " Dis will
involve:

e supporting the programme team to develop end to end import processes for all species
checks at the Border Control Post, bringing in relevant expertise from APHA, APHW,
Devolved Administrations to make this common

e design and implement the three main species exemptions of Highhealth equines, zoo
animals, and the poultry assurance scheme.

e translate the importing process and derogations into working operating procedures for GB
BCPs in order to be ready for operations jjjjiiijand to support industry communications
and awareness raising work and live testing ahead of commencement.

e maintaining an up-to-date picture of infrastructure capacity for live animals across GB
Identifying strategic join-up between work in the live animals delivery team and the
interfaces with other work across the programme or elsewhere to ensure interfaces are
understood and managed well.

Work Package 2. Common User Charge

e Continue to oversee and support the implementation of the Common User Charge
Administration Service (CUCAS) ensuring:
e implementation activity is appropriate, aligned and deliverable to enable go live of the
MVP service at the end of July. This includes overseeing and supporting the work on:
e Defra system development
e Invoicing, debt recovery and contact center implementation |
e Design and implementation of the Defra support model and internal readiness
activities (led by the Charging Team).
e the Programme Director, wider stakeholders and governance boards are regularly
updated on progress, risks, issues and any recommendations for decision.
e Oversee and support the design and delivery of the post-MVP service enhancements and
improvements including, but not limited to:

e service changes related to future policy initiatives |
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Further work packages may be required. These will be defined in partnership with the successful
provider and agreed through Programme governance. Any additional work packages will need to
be budgeted in line with DEFRA rate cards.

Assumptions and dependencies

Assumption:

e Statements of work will be agreed with the provider prior to commencement. These will be
developed in partnership and will be clear on deliverables, timeline, quality expectation,
resource requirements and cost;

e The appropriate specialist resource required will be readily available to support the
programme either directly through the Consultancy or via a third-party;

e The Infrastructure Project team will provide the information, support and resource required
to ensure that the Consultancy team are on-boarded appropriately and are able to deliver
the work packages, as defined in this letter;

e The Consultancy team will carry out work to upskill the project and wider programme team
on infrastructure and business process mapping capability;

Dependencies:

e Our ability to deliver the required checks |l derendent on the appropriate
infrastructure being in place and ready to go-live at key milestones

e Successful delivery is dependent on the timely and effective delivery of the agreed RIBA
stages. This will require the support of the successful provider as outlined in work
packages above.

e Successful delivery of the work packages is dependent on the appropriate resource (both
capacity and capability) being in place via the consultancy and any third parties.

e Identification and participation of the right stakeholders by BBTP with assistance by the
supplier at the right meetings (e.g., launch meeting, weekly check-ins, playback sessions).

e Commitment from teams / individuals to attend and actively participate in meetings and
playback sessions to share their experience, key issues and their vision for the future.

e Provide access to relevant key documentation, including but not limited to, stakeholder
lists, organograms, existing strategic plan documents/exercises, internal business
processes, active improvement activities, and performance data. It is expected that 2 days’
notice for simple requests, longer for the more complex where information is not easily
obtainable, as agreed through the Programme Director.

Timely decision-making at the right level and feedback on deliverables by DEFRA, including
attendance at scheduled meetings to ensure delivery at pace and maintaining momentum. We will
allow time in board meetings for decisions and feedback to be made and we will give reasonable
notice of dates of relevant board meetings.

Risk management

The Biosecurity, Borders and Trade Programme has a comprehensive and robust risk identification
and management process in place. The work packages and therefore the engagement will be
managed within that framework. The successful provider will be asked to sit on the appropriate
governance boards for the Infrastructure project and feed into the risk management process.

The supplier will identify risks and opportunities to the delivery of the work packages and will
maintain a log which will be updated and presented as part of the regular contract reporting cycle.
Where appropriate, these risks and opportunities will also be included in the master programme
register and be subject to the DEFRA governance process.
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From initial assessment, the risks to the delivery of the supplier’s deliverables include:

1

2. Risk that external stakeholders and systems are not at the required state of
readiness/maturity. The supplier will maintain a log of the key dependencies and will
highlight the critical delivery points and will work with DEFRA to agree appropriate actions.

3. Risk that access to information/key stakeholders is delayed leading to delays to making
timely decisions and/or the WP deliverables. The supplier will maintain a dependency log
which will determine the required input/output dates and will work with DEFRA to provide
early warning of any issues and to agree mitigating actions.

4. Risk that the governance structures are not in place or followed to enable timely delivery of
WP deliverables. The supplier will highlight the roles and responsibilities of key
stakeholders and work with DEFRA to ensure these are understood.

Deliverables

The table below provides an overview of the key deliverables for the work-packages as outlined
above. These may change as the work begins but any amendments will be managed through the
necessary change control process as part of the project’s governance.

Deliverable Success Criteria Milestone / | Owner (who in the
Date delivery team?)

Work Package 1 — Live Animals

1. Confirmed inspection First draft of all species
process through Sevington | import process in place with
BCP for each main identified key gaps

species — prenotification >
arrival in GB > BCP

. . Final draft of all species
inspection >

import process agreed with
gaps resolved

Translation of e2e species
process into Operational
Mgmt Plan and Standard
Operation Procedures —

2. Poultry assurance Scheme | Decision on whether the
Feasibility testing scheme is viable and
benefits for industry and
Defra outweigh admin
burden and viable
implementation timeline

3. High-health Equine Defra board approval of the
exemption: Confirmed import process
import process in place
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Deliverable

Success Criteria

Milestone /
Date

4. Zoo animals under Balai
exemption: Confirmed
import process in place

Defra Board approval of the
import process

5. Charging for live animals —
agreed approach in place

Board agreement to
something that will outline
how CUC, animal handling
service, APHA charging will
all be handled and
confirmation of proposed
mechanism to administer
each

Owner (who in the
delivery team?)

Work Package 2 — Common User Charge

1. Oversee and support end-
to-end CUCAS MVP goes
live

End to end system testing is
completed and the first set of
invoices are issued to
traders

2. Initial draft produced of
feasibility and high-level
design of payment at the
point of notification
approach

Initial report on feasibility
and lead in times on the
approach with proposed next
steps

3. Initial assessment of early
delivery insights produced
to inform policy options
and contract discussions

Initial report on delivery
insights based on the first 3
months of CUC delivery
using data from a range of
sources

Internal Capability Development Outcomes

Upskil and develop the
infrastructure team and wider

programme on
infrastructure/construction
delivery and programme
delivery

Regular training/awareness
session on infrastructure
skills and capability.

Network sessions with wider
stakeholder group  with
specialist construction and
infrastructure capability and
experience

Social Value Outcomes

Limitations on scope and change control

Business Area / Supplier to supplement with any additional areas, as deemed appropriate.
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Unless instructions to the Supplier are later amended in writing, the work undertaken will be restricted
to that set out above. In providing the services detailed above, the Supplier will be acting in reliance on
information provided by the Business Area.

The Project Engagement Letter is the agreed contract of work between the Defra Group Business Area
and the Supplier and can be varied under the change control process. Any changes to timescales,
scope and costs will require approval by DgC.

This Project will be undertaken on a time and materials basis.

For the avoidance of doubt time is not of the essence.

3. Delivery team

The delivery team will be deployed based on an agreed approach during the mobilisation phase. These
resources will be reviewed throughout the engagement.

Name Role (link to stage/s Grade Daily rate | # of Cost
resource will work on) days

Total resource

Total days*
Engagement Length**
*Total days worked across all resources
**Total working days in engagement

Business Area’s team
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4. Fees

Defra Group will reimburse the Supplier for approved work done according to the table below. The total
fees for the scope of work detailed in this Engagement Letter will be £2,000,000.00 inclusive of
expenses and excluding VAT.

Stage Cost Due (link to
milestone dates)

A

Work Package 1
Work Package 2
SME

Expenses

Travel (site visits if required)

Grand total £2,000,000.00

Business Area considerations:
e Are the costs and fees appropriate (costs linked to deliverables, rates and drive value for
money)?

Expenses statement

Defra Group overarching contract rates include expenses for any travel to/from any UK location defined
by the Business Area as the base office for the work. Only expenses for travel at the Business Area’s
request from this base can be charged. If appropriate, define permissible expenses to be charged.

Payment

The Supplier should invoice fees monthly in arrears. Defra Group will reimburse fees monthly on
confirmation of approval of work delivered by the Business Area. The Supplier will keep an accurate
record of time spent by staff in providing the services and provide this information and supporting
narrative, if requested.

5. Governance and reporting

As part of the Call-Off Contract, the Supplier and Business Area agree to provide reporting on the
following:

e Completion of the time tracker on a monthly basis, to track days worked by our consultants;
e Weekly flash reports of progress and risks
e Weekly or fortnightly engagement with task and finish group
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e Monthly contractual meeting to manage contractual obligations and financial envelope

Key Performance Indicators

KPI e Reporting Who Method of Performance
A Requirement E ey Frequency | Measures | Measurement Target
% of project
Timel Deliverables agreed deliverables
01 Delivey on time as agreed Monthly Defra produced 100%
o with key milestones within agreed
deadlines
Outputs are fit for
purpose and support
Programme/project i
02 Quality of outcomes with clear Quarterly Defra fegggla't;:':ﬁ d 1 round of
deliverables | and simple IR feedback
language and
coherent structure
and flow
Reports are
Reporting delivered on time, % of reports
03 provided on | with appropriate Monthly Defra delivered on 100%
time sections completed time
to a good standard

Feedback and satisfaction

Defra Group reserves the right to hold review meetings during the assignment, discussing what went
well, opportunities for improvement on future assignments and similar. This will incorporate any ‘Show
and Tell’ documentation or transferable products that have been produced.

A post-engagement quality review of the engagement will be arranged where the Business Area rates
the services provided.

Non-disclosure agreements
N/A. The overarching MCF2 framework include NDAs.
6. Exit management

The agreed actions and deliverables by the Supplier for when the contract ends are as follows:

Upon exit, the supplier will:
e Provide a handover note setting out the location of all final deliverables
e Undertake a (minimum) 1 hour handover meeting with the Defra team
e Provide a final summary of hours worked and associated invoices

Notice period
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The nature of these engagements require that Defra Group have the ability to terminate an engagement

with notice. Defra Group’s termination rights for this engagement are marked below.

The minimum notice period for termination is 5 working days regardless of engagement duration.

Business Area identifies a potential need for delivery support, initiates a conversation with DgC,
confirms which approvals are required for an engagement to occur, e.g. Consultancy
Governance Board if over £100k or DgC Corporate Services Delivery Board if under £100k.

Request Form completed by Business Area and submitted to DgC at:

The form is reviewed by the DgC team around which resource route is most appropriate (e.g.
Lots 1/2/3) and may request additional information/edits from the Business Area if required.

Lot / Supplier is selected and briefed on the request by DgC, then introduced to the requesting
Business Area for further discussion and confirmation of work to be delivered

A Project Engagement Letter is completed by the Business Area with input from the Supplier
(with supporting proposals as appropriate) and then finally agreed between the two parties,
including evidence of all required approvals either being in place or being progressed (e.g. PO)
and forwarded to the DgC for review by the Consultancy Governance Board (CGB). Approval
states are:

Approval state Definition Permissions

Full approval = DPEL agreed =  Work can start
= DPEL signed: Supplier, Dept and CO = Supplier can invoice for work
= Purchase Order number

Defra Project Engagement Letter V_7.1

Engagement DPEL_61545_019 Page 10 of 11




OFFICIAL SENSITIVE - COMMERCIAL
A
oS
Department

for Environment
Food & Rural Affairs

Defra Project Engagement Letter V_7.1 Engagement DPEL_61545_019 Page 6 of 11






