Policies and Procedures for Contracting and Outsourcing Projects
of the

Extended University Division of CSUB

By:
Kristie Hille and Roger Perez

We have developed the general policies and procedures that are to be used when the Extended University Division (EUD) looks to the possibility of a contracting or outsourcing
project. This template will serve as a guideline or general map to be followed in any potential project. It will serve as a tool for going through the procedures to determine whether
or not the EUD would benefit from outsourcing, to finding the best provider, and finally through the creation of the final contract with the chosen provider. Details of these policies and
procedures may differ from project to project depending on the nature and details of each one, but they should apply at least the generally to all potential outsourcing projects for the
EUD.

At the point of beginning to follow these procedures, we are assuming that the EUD has already done the background research and due diligence into the separate functions and
processes of the EUD. It should have been determined that there is an area or areas of concern that needs to be addressed and that outsourcing may be a possible solution. The
EUD should then look to these policies and procedures to determine if outsourcing will be beneficial to the mission and vision of the company.

We have broken down our policies and procedures into several processes to be followed and have included a flow chart for each process to be used as an easy to follow guide as
we make our way through the procedures.



Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
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Determining Needs (See Table 2. - Determine Department or Division Needs)

Once we are sure that the outsourcing initiative keeps us in line with the EUD’s overall mission, we can begin to create strategies for managing potential risks that they may be caused by outsourcing, as well as
creating financial and performance strategies to help accomplish our goals with the initiative. Once we have a list of our desired financial and performance standards, we can determine whether outsourcing will help us
meet these goals.

Preferred Provider Selection (See Table 3. - Select Preferred Providers)

Now that we know that our needs may be met by outsourcing, it is time to look for possible providers that can help us meet our goals. We should begin researching to find a list of all potential providers. This
research can include speaking to other companies in our industry, asking employees, searching databases, as well as many others. It is important at this point to create a provider qualification list that states the specific
things we will be looking for in providers. From this information and the needs that we determined in the previous stage, we can been to establish evaluation criteria. We will then narrow down our list of potential
providers to those whom we feel can most closely fulfill these criteria. These are the providers to whom we will send a Request for Proposal (RFP).

RFP Phase (See Table 4. - Create and Send Request for Proposal)

An RFP can now be created by the EUD to be sent to our list of potential providers. The RFP should include our reasons for looking to outsource, the scope of services requested of the provider, the required vendor
qualifications, terms of delivery of service, desired pricing, criteria for evaluation of the proposals, and EUD contact information in case the provider has questions or needs more information. Once the RFPs are sent out
we will address any vendors questions and then collect all of the proposals that we receive back.

Evaluation and Assessment of Pmposa/s (See Table 5. - Evaluate and Assess Proposals)

All proposals that are received by the EUD must be evaluated according to the same standards. In order to do this; we must interpret all proposals to make sure they are in the same language. We will create a
qualification matrix and assign values and weighted scores to the fulfillment of each of the qualifications based on the importance of each one. We will then look closer into each proposal to see what additional
qualifications the providers mentioned in their proposals as well as comparison and analyze each of their cost structures. We can then adjust the scores of the providers as needed, due to this final information. From all
of this information, we will make a “go, no-go” decision based on whether or not we find that our needs will be met by at least one of the providers.



Final Selection of Provider (see Table 6. - Final Selection of the Provider)

Based on the scores that we have given to each provider during the last process, we can down choose a short list of providers to keep in the process. We will perform due diligence on each of theses providers to
include research and interviews, to getting a clearer understanding of each of the companies and what they will be able to provide for us. We will also want to get an overall feel for the atmosphere and culture of the
company to make sure it will fit well with the EUD, as this is important if we choose to begin a relationship with them. Based on all information that is gathered we should choose the final few providers that will give
presentations. Once we have seen all presentations, we will confirm that all proposals are final and no further information will be added to our research. A final decision on our chosen provider will then be made
according to all information we have been given and have gathered.

Contract Phase (See Table 7. - Create Legal Contract)

Now that we have chosen a final provider, we begin the contract phase, which will include negotiations and agreeing upon a final legal contract. Prior to negotiations we need to focus on our desired outcome and
review all information we have gathered up until this point. We will decide on our negotiating strategy and set ground rules to be followed during this process. Negotiations can then take place with the other party.
During negotiations it is important that both sides are satisfied with the terms and that neither side is holding out for specific terms that may be unnecessary and not agreeable to the other side. Both sides should be
happy with the results so that they will be able to start building a good working relationship with one another.

Once all terms have been agreed upon both each party, a term sheet can be created that will be sent to a lawyer or other legal party for the drafting of the legal contract. The legal contract should contain the
following items and any others, as needed:

- Scope of services
- Performance standard
- Pricing schedule
- Factors of production
- People
- Facilities
- Equipment
- Software
- 3“ party contracts
- Management control
- Billing and payment terms

- Termination provisions

Once both parties have approved the final legal contract, the new relationship can be announced.

Announcing New Relationship (See Tavie 8. - Announce Creation of Relationship)

The new relationship between the EUD and the chosen provider should be first announced to those employees of the EUD who will be most affected by the outsourcing. These individuals should also be giving further
details on the project and how it impacts them. Once they are aware of the situation, then the rest of the EUD should be informed in the same fashion. The remaining providers, who were not chosen, should then be
contacted to let them know we have decided to go with another vendor. After this has all taken place, an announcement to the public can be made if needed and we may then more forward with our strategies to
begin fulfilling the terms and conditions of the new contract.

PROCESSES:

Decision to Outsource (See Table 1. - Deciding whether to pursue outsourcing)

During this beginning process we need to review the EUD’s overall goals and objects to determine if outsourcing fits in with our overall mission and vision. It is important to identify all work flows, processes, and core

competencies to see what areas might be improved if it were outsourced. For any such areas that are found, we will perform a risk assessment analysis as well as analyze our current and potential financial and
performance standards. From this information, we will decide whether or not to continue with the outsourcing initiative.



By following these Policies and Procedures, the EUD should have determined if outsourcing was a solution to improving upon its current functions and processed in order to better the
fulfillment of the overall mission and vision of the division. As outsourcing was found to be a reasonable solution, an RPF was sent out to potential providers/vendors, containing details
on what the EUD was looking to accomplish with a vendor. Proposals received from interested vendors were evaluated and analyzed to determine which providers would best meet our
needs. The list of providers was narrowed down as we performed our final due diligence on the last few providers and then choosing the vendor we wish to work with. After
negotiations and the creation of a legal contract, we are ready to announce the new relationship and start fulfiling the contract.

Following these policies and procedures will be the beginning of the EUD/vendor relationship. It is important that the factors of production are transferred in a timely and respectable
manner, that will let the employees of the EUD see that outsourcing can be a very useful and beneficial change to a company. We will need to make sure that a healthful,
professional relationship is maintained on both sides and that all terms in the contract are fulfilled to the best abilites of both the EUD and the vendor. Keeping a strong relationship
is one of the keys to making any outsourcing project a successful one.



APPENDIX






Procedures for deciding whether fo utilize outsourcing and contracting at the CSUB Extended University:

PHASE 1: Decide Whether to Pursue Outsourcing
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Table 1 — Deciding whether to pursue outsourcing






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
PHASE 2: Determine Department or Division Needs
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Table 2 — Determining Department or Division Needs






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
PHASE 3: Select Preferred Providers
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Table 3 — Select Preferred Providers






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
PHASE 4: Create and Send Request for Proposal (RFP)
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Table 4 — Create and Send Request for Proposal






Procedures for deciding whether fo utilize outsourcing and contracting at the CSUB Extended University:

PHASE 5: Evaluate and Assess Proposals
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Table 5 — Evaluate and Assess Proposals






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:

PHASE 6: Final Selection of Provider
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Table 6 — Final Selection of Provider






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
PHASE 7: Create Legal Contract
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Table 7 — Create Legal Contract






Procedures for deciding whether to utilize outsourcing and contracting at the CSUB Extended University:
PHASE 8: Announce Creation of Relationship
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Table 8 — Announce Creation of Relationship



