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Guidelines for Managing the Logistics of a Sourcing Project

This document provides a step-by-step guide, for the staff involved, on how to manage the basic logistics of a Sourcing Project, utilising the tools that are available.

· Before you start, become familiar with:
· Procurement Policy
· ACU-PUR-001 Procurement Policy Sourcing Requirements
· ACU-PUR-027 Procurement Roles and Responsibilities
· ACU-PUR-022 Minimum Requirements for Suppliers
· Follow the Sourcing Steps to determine what sourcing strategy to adopt. This may lead to the creation of a Request for Quotation (RFQ), Request for Proposal (RFP) or Request for Tender (RFT). These are differentiated, as follows:
· RFQ – generally detailed assessment criteria are not required. A statement of specified requirements of the Goods or Services needed is generally sufficient. However, reference to the Pillars of Success still needs to be present (refer to ACU-PUR-026 Request for Quotation for the Purchase of Goods or Services template).
· RFP/RFT – involves formal assessment against pre-weighted detailed Tender Assessment Criteria. RFPs may be less formally requested or evaluated. RFTs must be subject to a completely formalised process. Other forms of requests may also be made – Expression of Interest, Prospectus, Invitation to Respond, Request for Information etc. These generally will have no requirement to make a commitment to a financial offer. Use of these needs to be carefully assessed since they will generally involve a follow-up process that will be a request for another response and financial commitment. 
· Assess whether the opportunity should be Public or Private. Refer to ACU-PUR-031 Procurement Policy Guideline – Public and Private Tenders.
· Request Finance to create a Sourcing Project entry under All Sourcing Projects.
· When an entry is created, the following SharePoint Sourcing Project Infrastructure Tools (available as Finance SharePoint Templates) are also created:
· SharePoint Document Library for housing all documents relevant to the project. It is mandatory to use the Document Library for managing the project documentation, from Probity to Tender Responses to Evaluation.
· SharePoint Discussion Board for capturing and promulgating feedback and discussion amongst the team relevant to the project. It allows staff to share views on any aspect of the project and can save much email correspondence. This is a facility that is available to help ensure views of the team are properly captured and shared.
· SharePoint Tasks List for identifying and managing specific tasks relevant to the project. It is very useful in managing the requirements of complex projects.
· SharePoint User Group for access to the project team to capture documentation and other project facilities.
· The use of the Discussion Board and Tasks List SharePoint facilities is at the discretion of the Sourcing Project Manager.
· By creating access for personnel via a SharePoint User Group, managing and controlling access to key aspects of the project are greatly simplified. 

The Sourcing Project Manager oversees the process as follows:
1. Prepares Sourcing Project Syndication Statement ACU-PUR-002, syndicates for approval. Posts to the Sourcing Project Document Library.
2. Creates the tender document (with the assistance from Finance as applicable) and receives approval to release. Where Finance is involved the final document that is approved for release is posted to Contract and Tender Documents under ACU Procurement. 
3. Issues the tender on the ACU Tender Portal.
4. Weights the tender assessment criteria before tender closes to ensue probity is maintained and posts weightings to the Sourcing Project Document Library.
5. Ensures the Conflict of Interest Declaration ACU-PUR-004 and Probity ACU-PUR-010 documents are signed by each member of the Evaluation Team before assessment commences and posts these signed declarations to the Sourcing Project Document Library.
6. When the tender closes, submissions are downloaded from the ACU Tender Portal and made available to the team by posting to the Sourcing Project Document Library.
7. Conducts the Technical Evaluation, as follows:
· Prepares the Ratings Calculation Spreadsheet with the agreed Weightings and posts to the Sourcing Project Document Library ensuring the criteria in the spreadsheet match exactly the criteria in the tender document. Refer to ACU-PUR-019 Calculation Worksheet for Sourcing Project Technical Evaluation with Team Member Responses.
· Ensures provision is made in the spreadsheet to be able to capture the ratings from each individual who will be on the Evaluation Team.
· Prepares ratings worksheet for each member to use individually by tailoring the template document ACU-PUR-021 to match the Tender Assessment Criteria in the tender document.
· Requests that each member of the evaluation team reviews the tender responses individually and that they record their ratings on the ratings worksheet.
· Collects the ratings from the worksheets and then collates them by inputting the ratings into the Ratings Calculation Spreadsheet.
· The spreadsheet will produce a simple numerical average rating result for each of the TACs for each tenderer. The team meets and agrees on a final ratings number for each TAC for each tenderer. The team may agree to accept the “average” considering the ratings “outliers” that may distort the result. The team needs to discuss ratings that are widely divergent. The final agreed ratings number should be a consensus for any TAC for each tenderer.
8. Conducts the Financial Evaluation, as follows:
· An assessment and comparison are made of the financial offer from each of the tenderers. This may be done by someone with financial expertise, not necessary a member of the evaluation team. They may be designated an “Ad-Hoc Member” of the Project Team.
· The findings of the financial analysis are presented to the Evaluation Team.
9. Short-Lists The Tenderers, as follows:
· The team forms a view as to who are their key choices and which tenderers they would short-list for consideration of the final preferred tenderer.
· The team assesses the areas for improvement they seek from each of the short-listed tenderers for them to be considered as the winning bidder.
· The team meets with the short-listed tenderers and has them present against their proposal. The team discusses with them any aspect of their bid including whether they would consider the improvements identified.
· The team then forms a firm view as to which one or more of the tenderers it is seriously considering as the winning tenderer.
10. Negotiates with the Tenderers Selected as Potential Winning Bidders, as follows: 
· The team determines the key demands both operationally and financially it believes are necessary to be met before a tenderer is selected. The team needs to think very carefully about where and/or what improvements are required.  It is important that the outcomes being sought are not swayed by notions of “accepted practice”.
· Feedback is provided to the chosen tenderer/s as to what is required from them for them to be considered as the preferred tenderer. These demands may be to do with either their Financial or Technical offer.
· Negotiations are further made if necessary.
· The team makes a final decision based on the tenderer/s’ final response/s.
11. Communicates with the Tenderers, as follows:
· Ensure communication is maintained to tenderers so that they do not have to wait unduly for information about progress on their bids. 
· Where the ACU Tender Portal was used, then communication must be via the portal.
· Where questions are asked, ensure they are answered promptly. Remember, the questioner may be waiting on the answer before finalising their submission and time for making submissions is limited. Questions should be answered within 24 hours. If longer than this time is required, for example because additional data is being gathered, then reply within 24 hours that an answer will be forthcoming.
· When answering questions, think carefully about whether the reply should be sent to all tenderers (a “Public” reply) or sent only to the questioner (a “Private” reply). The basis for the decision should be the consideration of equity against the individual tenderer’s differentiated response and market advantage. The following “rule of thumb” should apply: if the question is general, clarifies some aspect of the original tender or process or requires the provision of additional information or data then the answer should be “Public”. However, if the answer goes more to a tenderer's differentiated or specific approach, then it should be "Private". For “Public” replies, ensure that the original questioner cannot be identified. Check to see if the questioner mentions their name (or organisation’s name) in the question and ensure it is removed before the response is made.
· If progress is stalled, advise all tenderers there is a delay so they know they have not simply been forgotten.
· When a decision has been made not to proceed with certain tenderers, notify them via the ACU Tender Portal. Ensure they are thanked for their submission and for their interest in the opportunity and their efforts. 
· For those that have been short-listed, advise them of their status and what will be the next steps.
· For those that were short-listed but unsuccessful after further representations, they should receive a more personal response and be offered the opportunity to seek feedback on their unsuccessful bid. However, they should still receive notification via the ACU Tender Portal (in addition to a more personalised response) to ensure a record in maintained on the portal.
· For the successful bidder, they need to be made aware that their successful bid is contingent upon them fulfilling any additional demands to which they may have agreed as part of the negotiation phase and is subject to a successful agreement being executed between the parties, itself subject to final ACU Legal approval.
· A number of template responses have been developed which may be used to provide feedback to tenderers. Refer to ACU-PUR-032 Template Responses To Tender Opportunities.
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