managing consultants and freelancers policy and procedure

Introduction:

It is this Council's policy that, although jobs are normally offered to staff on a permanent basis, there will from time to time be a need to engage External Consultants to undertake a specific project or task.  

The use of External Consultants may be desirable, in certain circumstances, such as where:

· specialised knowledge or expertise, which is not available within the Council, is required for a temporary period

· a need for objectivity and/or independence is deemed essential

· an external body i.e. a funding agency makes it a condition of funding that a consultancy study be commissioned.

· a specialist study/project must be completed within a very short time scale.

· the specialised knowledge or expertise may be available within the Council, but performing the task "in house" would be impractical e.g. staff engaged on other essential duties would have to be diverted.
The potential benefits of using External Consultants are wide ranging and may include:

· delivering specific outputs on a particular project, without affecting, for example, service delivery

· accelerating the pace of change or improvement within an organisation

· enabling an organisation to learn from good practice elsewhere

· to challenge poor performance or inappropriate behaviour to shift the culture within an organisation.

Definition

The term “consultancy” can cover a wide variety of suppliers who offer professional and specialist expertise.  For the purposes of this policy, a consultant is

· an individual (other than an employee), agency or firm, engaged, normally on a fee basis,  for a limited period of time, to carry out a specific, finite, or ‘one off’ task or project, and
· expected to transfer their skills and/or expertise to the engaging organisation which either does not possess these ‘in-house’, or which requires an independent assessment to be made.

Application:

This policy applies to the management of consultants, as defined in the introduction.

For the purposes of this policy, the term “consultant” is used to describe any provider of professional services to the Council.  It shall also include freelancers, who are engaged for a fixed period of time to complete a specific task or project for the Council. 

Statement of Intent:

This policy applies to all departments with the exception of school-based staff who, under local management arrangements are covered by procedures adopted by the Governing Body of each school.  However the policy is recommended as good practice to all other groups associated with the Council e.g. voluntary sector organisations.

Principles:

This document is intended to provide procedural guidance to managers who have responsibility managing External Consultants to ensure that the Council is receiving value for money.  It sets out best practice principles and guidance and describes the various requirements that apply to the engagement and management of external consultants by Council.

Identifying the Need to Engage a Consultant:

Before seeking to engage an External Consultant to undertake work on behalf of the Council the manager should carefully consider the objectives, outcomes and what he/she ultimately aims to achieve.  

Whenever appropriately qualified or experienced employees exist within the Council, either within the sponsoring department or another department, the possibility of using those staff to undertake the proposed work must be fully investigated.  

Managers should refer to The Procurement of Consultants and Other Professional Services, which is available in the Corporate Procurement section on the Intranet.  This guide must be followed when engaging Consultants.  
The Council’s Contract Procedure Rules state that before any decision to engage the use of an External Consultant is taken by a manager, consideration must be given to whether the particular service can be provided from an existing in-house resource.  It therefore important to think about postponing the project (if possible) until such time that existing employee’s with the relevant skills, experience and knowledge can complete the task or project.

The Procurement of Consultants:

In order to engage an External Consultant the manager must follow the procurement guidelines in 

The Procurement of Consultants and Other Professional Services.
Pre-engagement Screening:

Depending on the nature of the role of the Consultant, it may necessary to undertake some pre-engagement clearances, such as a Criminal Records Disclosure.

Please refer to the Pre-employment Screening Policy that outlines the managers responsibilities.  

Induction:

All External Consultants must be asked to read and sign the Council’s ‘External Consultant Induction Statement’ on the first day of their engagement.  Please see Appendix 1 for the statement.  Once signed a copy of the statement should be handed to the consultant for retention and the original held locally by the manager for the duration of the engagement.

Senior Managers

Consultants equivalent to grade MM1 upwards (senior managers) must attend the Senior Managers Induction.  The engaging manager is responsible for contacting the Learning and Development Team to arrange a date for the Consultant to attend.

It is important to note that all other Consultants should be inducted into their job role, but attendance at the Corporate Induction Training should not be arranged.

It is also important that the induction programme of the External Consultant includes:

· code of conduct – the engaging manager should advise the consultant of the Council’s expectations in relation to his/her behaviour

· the Email & Internet Usage Policy

· the External Consultant’s responsibilities in relation to health and safety

· all other aspects of health and safety in the workplace

· the Council’s Equal Opportunities in Employment Policy

· the Council’s Dignity at Work Policy 

An induction checklist for External Consultants is shown in Appendix 2

If the Consultant will be responsible for managing staff, the engaging manager should contact the HR Administrator for the department and provide details of the Consultant.  This is to ensure that the Consultant is given access to MI Portal.  

If the Consultant will be involved in procuring items, goods or service they must be given a copy of the Procurement Induction to read.  See Appendix 3 for the Procurement Induction.  It is important that the manager engaging the Consultant checks that he /she understands the Procurement process.

Please note that External Consultants have a right not to be harassed or discriminated against in the workplace.  It is therefore imperative that managers read the Equal Opportunities in Employment Policy and the Dignity at Work Policy so that they know what action to take should they receive a complaint of harassment, discrimination or bullying from an External Consultants.

In the event that an External Consultant makes a formal complaint of discrimination, harassment or bullying the manager should take the appropriate action as outlined in the policies.  Failure to do this may result in the consultant taking their complaint to an employment tribunal.

It is also important for managers to ensure that an External Consultant is aware of his/her obligations under the Health and Safety legislation and Council policies.

In the event of doubt or difficulty please contact the HR Consultant for your area for further advice.

Performance Management:

It is important to regularly monitor the performance of External Consultants to ensure the project/tasks are been completed within set parameters, and on time.

Managers must keep in touch with the progress of the assignment if they are to get the most from it.  External Consultants are likely to be most cost-effective when working to an agreed programme and timescale.  It is also advisable to arrange regular progress meetings so that the consultant can provide a brief on progress against the programme.  In addition:

· to implement the recommendations it is often most cost effective to involve the consultant(s) with staff from within the team/department 

· if staff need to provide input, make sure that they do it within the agreed timescale - extra costs may be incurred if the progress of the assignment is held up 

· aim to involve staff in the assignment as early as possible so that they partly "own" the recommendations and have an interest in the results 

· assignments are often most effective when run by the External Consultant and staff and when the contents of the consultant's report are agreed with the staff at a progress meeting 

The External Consultant's report (if applicable) is often his or her most tangible 'deliverable'; but it must be in a format, which is beneficial to the Council. If necessary, ask the External Consultant to produce a draft report so that the findings and recommendations can be discussed with the team before the final report is produced. 

The final report should contain no surprises.  If there are very confidential or contentious issues, these should be put into a private letter rather than in the report itself.  Make sure the report is written in a way that will be understood by those who will need to read it.  Managers must tell the External consultant if they are not happy with the report and ask for it to be rewritten. 

Misconduct:

If an External Consultant’s conduct is unacceptable the engaging manager should arrange to meet with the individual and advise him/her accordingly.  The manager should also remind the External Consultant of the Induction statement he/she signed as confirmation, to act/behave in an appropriate manner.  

Depending on the seriousness of the External Conduct’s conduct, it may be necessary to terminate the agreement.  It is important to terminate the engagement of an External Consultant in accordance with the “engagement agreement”. 

Expiry of Contract:

When the Consultants contract expires and he/she is leaving the Council, the engaging manager must:

· advise the HR Administrator for the department of the date that the Consultants’ contract expires.

· arrange to collect all Enfield Council property from the Consultant.

Further information can be obtained from the Leaving the Council Procedure.
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Introduction:

The Council may from time to time need to engage External Consultants to deliver specific task(s) or project(s).

All individuals engaged to work at Enfield Council should be aware of the Councils Mission Statement, which is:

“We want Enfield to be one of the best places to live, work, study and do business.  

We will protect our beautiful parks and countryside and maintain the distinctive identities of our historic towns and villages.  

We will work with partners to increase prosperity by tackling Enfield’s needs for housing, skilled jobs for a skilled workforce, and greater business growth. 

Enfield will have safe, healthy communities where people are good neighbours, children can fulfil their potential and older people are respected and supported.  

Residents will be very satisfied with good quality services and an efficient, responsive Council”.   

1.0 Introduction

The Councils Mission Statement is supported by the following aims and objectives:

Aim 1
A cleaner, greener, sustainable Enfield

1a.
Continue to improve the cleanliness of the whole borough 

1b. 
Make Enfield a better, safer place by replacing all streetlights and improving roads and pavements

1c. 
Increase recycling and work to reduce the total amount of waste produced in Enfield

1d. 
Work with TfL and our North London partners to improve transport links and traffic flow

1e. 
Protect and enhance the character and quality of Enfield’s buildings and improve access to parks and green spaces

1f. 
Improve the energy and water efficiency of Enfield’s Council buildings and encourage residents and businesses to become more energy efficient

Aim 2
Ensure every child matters and provide high quality education for all

2a. 
Improve the educational achievement of all children and young people, raising standards to at, or above, national standards

2b. 
Protect children and young people who are at risk of harm or neglect and help them grow up and thrive in safe environments

2c. 
Enable all children and young people to participate fully in family, school and cultural life, especially those with disabilities, learning, behavioural and emotional difficulties

2d. 
Promote healthy lifestyles and improve the health of children and young people

2e.
Increase opportunities for young people to remain in education employment and training

2f. 
Provide more accessible and affordable cultural, recreational and leisure facilities for young people

2g. 
Improve opportunities for children, young people, their families and carers to participate in and influence, decision-making

Aim 3
A safer Enfield

3a. 
Work with partners to reduce crime and anti-social behaviour and respond to the fear of crime

3b. 
Work with partners to promote public safety by the use of CCTV, reduce environmental crime and improve safety on the roads and in the home

3c. 
Enable local people to play a part in improving community safety in their neighbourhoods

3d. 
Support children and young people at risk of anti-social behaviour, providing interventions and reduce the numbers re-offending

3f. 
Continue to develop the Safer and Stronger Communities Board to implement legislation and deliver the RESPECT agenda

Aim 4
A healthier Enfield where people are able to live independent lives

4a. 
Enable the most vulnerable members of the community to have as much choice and control over their quality of life as possible

4b. 
Ensure that the most vulnerable are safeguarded and treated with dignity and respect at all times

4c. 
Work with partners to improve access to health and social care services in the community

4d.  
Improve the health of local communities through place shaping

4e. 
Work to reduce drug and alcohol abuse in the borough

4f. 
Increase the number of people participating in healthy lifestyles across the borough

4g. 
Work with partners to ensure that older people stay healthy, independent and play an active part in their communities

Aim 5
Provide high quality and efficient services

5a. 
Deliver excellent customer focused services that are accessible to all

5b. 
Improve Value for Money and service quality year on year 

5c. 
Regularly communicate the Council’s activities and decisions to staff, residents and partners

5d. 
Develop and maintain a council workforce with the skills, motivation and opportunities to improve services

5e. 
Provide effective community leadership and promote active citizenship and involvement in decision-making

5f.
Work with partners to develop multi-agency, integrated, locally focused services tailored to meet the needs of all residents

5g. 
Ensure the Council maintains strong corporate governance in line with more demanding legislative requirements

Aim 6
Build prosperous, sustainable communities 

6a. 
Work with partners to increase prosperity and promote sustainable and cohesive communities

6b. 
Promote a range of opportunities to improve education, skills and training and make lifelong learning a reality

6c.
 Work with partners to deliver quality childcare and early years provision

6d. 
Tackle discrimination, promote equality of access and good relations between all groups in the community

6e. 
Continue to maintain and improve the quality of our homes and neighbourhoods and the supply and range of different types of affordable housing.
6f. 
Develop our libraries to ensure that they meet the needs of our customers and are well placed to support the delivery of our ambitions for Enfield’s communities
To ensure that these corporate aims are met, the Council expects all External Consultants to conduct themselves in a reasonable and responsible manner when undertaking their duties and responsibilities including involvement in professional and social activities undertaken during the course of Council business.

Code of Conduct:

This induction statement sets out the standards of behaviour and code of conduct for all External Consultants engaged by the Council.  It is recognised that in addition to this statement some External Consultants may also be bound by other codes of conduct laid down by the relevant professional regulatory bodies.

External Consultants who fail to observe the standards set out in this statement will have their engagement terminated in accordance with the agreement/contract.  

2.0 Values

The Council promotes the following workplace values:

· Respect and support for the rights and dignity of all individuals

· Open and constructive debate that respects the views of others

· A collaborative and co-operative approach based on mutual trust

· Recognising and valuing diversity in the workplace 

· Professional behaviour and working relationships with colleagues, service users, customers, and suppliers, which ensure the highest quality service standards

3.0 Standards 

The following standards of behaviour are expected of all External Consultants engaged by the Council

a.
Relationships with People

External Consultants must:

· Act with integrity, honesty, fairness, impartiality and diligence when dealing with colleagues, service users, customers and suppliers in the course of Council business

· Be open in dealing with others

· Behave courteously and respect the rights and dignity of others

· Work within the Council on a collaborative and co-operative basis

· Show mutual respect to others for productive and supportive working relationships

b.
Responsibility for Council Service Provision

External Consultants must:

· Through agreed procedures and without fear of recrimination, bring to the attention of the appropriate level of management any deficiency in the provision of the service

· Report to the appropriate manager any suspected impropriety or breach of Council policy or procedure

c.
Equality of Opportunity

External Consultants must comply with the Council’s policies relating to equality issues and ensure compliance with relevant law. All members of the community, customers and other workers and employees have the right to be treated with fairness and equity and not to be the subject of the personal prejudices of others

4.0 Standards of Probity

d.
Disclosure of Information

External Consultants should 

· observe due care, objectivity and respect for confidentiality when dealing with all forms of data, particularly sensitive information, in the course of their duties

· ensure that confidential information is not divulged to third parties

Declaration:

I _____________________________  (Insert Name) confirm that I have read and understood the External Consultant Induction Statement.

Signed________________________________ Date _________________________

	Appendix 2 – External Consultant – Induction Checklist

	


This checklist is intended for use as a guide when inducting External Consultants to the Council.  

Name of External Consultant: _______________________________________________

	Topic


	1st Day
	As necessary


	Refer to Agency brief
	Tick off

	Health & Safety

Policies on the following areas can be found on the intranet under Human Resources section
	
	
	
	

	Good Housekeeping
	(
	
	
	

	Risk Assessment
	(
	
	
	

	VDU use / workstation assessment 
	(
	
	
	

	Evacuation Procedures - Fire or bomb threat
	(
	
	
	

	Health & Safety - Immediate hazard/ Protective clothing/ Use of machinery / Substances/ Driving (Alcohol & Drugs Policy) Notice board & any other instructions relevant to job role.  Issue, explain and fill in ‘Health & Safety Policy Guidance on Staff Responsibilities’ leaflet
	(
	
	(
	

	First aiders / first aid box / reporting accidents on AFI form or violence / abuse / at work
	(
	
	
	

	Facilities (toilets, refreshments) & Equipment
	(
	
	
	

	Printing / confidential waste / fax / photocopiers
	(
	
	
	

	IT, email, voicemail, telephone directory, intranet, training, passwords, Team Briefs, Staff Matters, use of phone, team meetings, service communication methods
	
	(
	(
	

	Introduction to others working on the project/task 
	(
	
	
	

	Introduction to other colleagues 
	
	(
	
	

	Service provision – hours of operation, lunch breaks, rota, shifts
	(
	
	(
	

	Financial Authorisation – including

Use of Supplier Relationship Management, No PO, no Pay rule, the vendor lists. Contract procurement Rules

Use of petty cash and expenses

Available on the Corporate Procurement intranet section.
	
	(
	
	

	Notification that the following policies are available in case of need and are available on the intranet in the HR section.

· Internet and Email Usage Policy

· Equal Opportunities in Employment Policy

· Dignity at Work Policy

· Whistle blowing Policy

· Freedom of Information Guidance

· Department’s Health & Safety Policy
	(
 
	(
(
(
(
(

	
	


SIGNED: ……………………………………………………………….. (External Consultant)

DATE: ………………………………………………………………..

THE MANAGER SHOULD RETAIN THIS FORM FOR RECORD PURPOSES AND A COPY GIVEN TO THE EXTERNAL CONSULTANT.
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Procurement is the act of buying goods, services or works.  Any money spent to obtain items services or works must follow the contract procedure rules (CPR).

All information relating to procurement can be found in the Corporate Procurement section on Enfield Eye.  

CPR Rules
Introduction:

Procurement within the London Borough of Enfield is devolved.  This means that each team is responsible for its own procurement.  However, the Corporate Procurement Team is available to guide and assist.  All procurements over the sum of £50,000 must be notified to the Corporate Procurement Team.

The Head of Finance issues the contract procedure rules (CPR’s) that form part of the Council’s constitution.  This means that they are auditable and mandatory.  Failure to comply with these rules may result in disciplinary action, as the Council may be at risk.  

Procurement Methods:

There are two methods that can be used:

Purchase order

To comply with the ‘no purchase order, no pay’ rule, purchase orders must be raised in Supplier Relationship Management (SRM).  These must be raised and issued before the order is placed.

You must only engage/use vendors on the vendor list can be used.  These are vendors that either have a contract with the Council, which we are legally obliged to use or that are loaded into SRM.  Contact the Corporate Procurement Team if you encounter any problems.  The vendor list is available in the Corporate Procurement section on Enfield Eye.

Purchase Cards

Purchase cards are available for small spend items to use in shops or on-line.  The purchase card reduces the use of expenses, petty cash and ‘one off’ expenditure.  Where SRM can be used then this must be used as a first choice.  See the Corporate Procurement Section on Enfield Eye for more information or alternatively contact the Corporate Procurement Team.

No purchase order, no pay rule

To ensure compliance with the financial rules of the Council, all commercial transactions must be made via a purchase order.  Invoices presented without a purchase order will not be paid.  

A purchase order is a legal document and ensures that the vendor receives our terms and conditions.  This can act as a contract for the supply of services.

Exceptions to this are the use of a purchase card.  Expenses and petty cash should only be used for the reimbursement of travel and meal subsistence, or purchases of tea coffee for service users.  Goods procured via petty cash, could be subject to ‘benefit in kind’ and therefore taxable, which means that the whole sum may not be refunded.  

IT Procurement

All IT procurement must go through the IT helpdesk.  IT will raise the purchase order on your behalf, as they have contracts in place.  IT includes PC’s, Printers, memory cards, digital cameras, TV’s etc.  If in doubt contact IT.

Furniture

All furniture procurement must go through Facilities management.  This insures that corporate standards are followed, and corporate contracts are used.  This includes; chairs desks, tables, cupboards etc.

The Rules:

The amount of money being spent determines what rules need to be followed.  The spend needs to be calculated over a four year term.

See Appendix A in the Contract Procedure Rules for the table, which sets out the full rules.

A basic overview of the table is outlined below:

	up to £1000
	Verbal Quote

	Between £1000 and £5000 (works 10,000)
	3 Verbal quotes

	Between £5000 and £50,000
	Minimum 3 written quotes (RFQ)

	£50,000 up to £140,000
	Full Tender

	£140,000 and above
	European Journal Tender


Procurement Templates and Documents are available in the Corporate Procurement section on Enfield Eye.
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