


OFFICIAL SENISTIVE - COMMERCIAL 

 

EU Exit Implementation Capability Unit 
External support 
Project Engagement Letter – Lot 1, 2 and 3 

 

 
EUEICU PEL COVID-19  Engagement #006C Page 2 of 10 

Supplier engages with 
Department to complete. Once 
agreed, Supplier signs front 
page and sends to Department 

Department signs front page 
and sends to EUEICU 

On approval, EUEICU signs 
and returns copy to 
Department and Supplier 

General instructions 
The Engagement Letter describes the services required and provided. When completing the 
Engagement Letter establish the context, explain why external support is required and distinguish 
between the objectives, outcomes, scope and deliverables. The rationale behind the costs should 
be made evident in the Fees section. 
 
The departmental considerations are guidance notes for the customer to support their evaluation of 
the Engagement Letter. 
 

1. Background 

The COVID-19 crisis impacts many areas of Defra’s business and is rapidly changing, highly 
complex, ambiguous and high-pressure.  In response to this challenge, Defra are implementing an 
operating model which enables it to respond, including setting up a national Emergency Operations 
Centre and cells dedicated to specific priorities. These cells will focus on fast identification, response 
and resolution of the most pressing issues in their scope. 
 
Defra are not yet set up to ingest, understand and respond to the huge influx of data as will be 
required to successfully respond to the crisis.  It does not have a process for identifying the key risks 
Defra faces as a result of COVID-19.  Therefore, it is establishing a ‘Data cell’ with scope to establish 
at pace an approach to monitoring, reporting on and deriving insight from key indicators of the health 
of the sectors/response areas for which Defra is responsible.   
 
In the short-term this cell will be responsible for developing a single-page top-level dashboard that 
displays indicators on a small number of key impact areas (e.g., food supply, water supply, border 
operations) and supporting the development of a subset of the next level down, response-cell 
dashboards 
 
In the longer term, the Data cell will be responsible for designing and implementing a more data-
driven approach to Defra’s COVID response and the ongoing operations of the organisation.  This 
will include implementing effective ways to track, synthesise and present data and insights on an 
ongoing basis to enable cells to make the necessary interventions and raise issues further to 
senior government officials. This will also include automating data collection and reporting 
wherever possible, allowing the organisation to focus on decision making developing responses. 

 
2. Statement of services 

Objectives and outcomes to be achieved 

Officials seek clarity on the COVID-19 situation across the Defra portfolio, and seek to put in place 
effective ways to track, synthesise and present data and insights on an ongoing basis to enable cells 
to make the necessary interventions and raise issues further to senior government officials. 
 
This requires the supplier to rapidly stand up data gathering and reporting and then transfer those 
processes to Defra officials to handle ongoing execution.   
 
Outputs will include support for the Data cell in developing: 

• A single-page, top-level dashboard for key indicators 
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• Insightful, efficient and embedded reports for each of the ~12-15 other COVID response 
cells  

• Supporting the development of a subset of the next level down, response-cell dashboards 
• Deployment of tools and technologies required to support the data aggregation and reporting 

process 
• Robust handover, including clear next steps and upskilling where required 

 
Delivery of these outputs is highly dependent on Defra providing rapid access to the 
COVID response cell teams, their existing data and analyses, and reporting processes. 
The project is also highly reliant on these teams being aware of the function of the external 
support, and the requirement to rapidly align and provide the necessary insights to Defra 
leadership. Where issues emerge these will be surfaced and addressed at bi-weekly 
project calls so they can be rapidly unblocked by the client. 

 
Scope 

Defra requires external support to stand up the Data cell, rapidly identify the types of analyses 
required within the other cells, and develop the required reports and analyses.  This will allow each 
cell to generate a clear picture of the COVID-19 situation and the required government response.  
 
For the central Data cell, this will include 

• Supporting the definition of an overall operating model for data flow  
• Developing a cross-departmental dashboard and reporting process  
• Setting up the right arrangements to escalate, cascade and laterally share information 
• Providing an external perspective to identify the key risks Defra faces as a result of COVID, 

including challenging existing thinking 
 
This will also include engagement with and support for the other cells in Defra’s COVID response.  
Depending on the needs of the cell, this will include support for: 

• Identifying the key data required to inform decision-making 
• Identifying data sources and creating the most effective means of reporting/visualising them 
• Identifying the right tools and technologies to use to capture and analyse information 
• Building insightful, efficient and embedded reporting tools and processes 
• Providing coaching to build skills where required execute the reports 

 
Effectively supporting the Data cell requires that the supplier quickly and robustly hand over 
completed work to the Data cell team (and possibly other COVID response cells).  This includes 
working side-by-side with members of the Data cell while the work is being completed and upskilling 
where required after the work has been completed.   
 
The focus of the supplier’s support is on rapidly developing reporting and data gathering, handing 
over execution of this reporting once developed.  This may involve collaboration with other suppliers 
or teams across Defra (e.g., , etc.).   
 
Our proposed approach is outlined below.  This will be further refined before project kick-off and 
throughout based on input form the Defra team 
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 Waste management 
 Borders and trade 
 Food for vulnerable people 
 Communications/stakeholder engagement 
 Defra business continuity 
 Animal and plant health 
 Environment/rural 
 Others to be added as Defra’s COVID response 

evolves 

Enablement of each cell to execute data assimilation and 
reporting independently 

Review of data and reporting and handover  
 
Limitations on scope and change control 

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 Department. 

The Engagement Letter is the agreed contract of work between the Cabinet Office, Department and 
Supplier and can be varied under the change control process.  Any changes to timescales, scope and 
costs will require approval by EUEICU. 

3. Delivery team 

Given the inherent uncertainty of working on Covid-19, BCG proposes to partner with Defra to flex 
the team up and down as needed over the life of the contract (all changes agreed in advance up to a 
maximum budget value). The deployment of the BCG team will be discussed during weekly progress 
meetings with  to ensure that resources are deployed against the most critical 
questions. This is a proven model and has been adopted effectively in previous work with Defra and 
across HMG – deploying additional team members on particular issues with less than a day’s notice, 
then removing them when a particular issue has been resolved without additional costs. There are no 
additional costs for this scope of delivery which we are currently aware of or anticipating. Any further 
work will be delivered under separate PELs. 

 
 
 

  

 
 
 

 

 

The supplier proposes starting with team members below.  The extent to which the team will take on 
a coordination function and the level of support required by the cells will change the make-up of the 
team materially.   
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The nature of these engagements require that the Department / Cabinet Office have the ability to 
terminate an engagement with notice. The Department or the Cabinet Office’s termination rights for this 
engagement are marked below. 

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

Where the Department or the Cabinet Office terminate an engagement, agreed costs incurred to the 
end of the notice period will be reimbursed.  
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COVID-19 Consultancy Request Process 
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EUEICU Commissioning Process 

 




