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Global Call for Proposals - Concept Note Template
Concept notes submitted must use this template. Please, read the instructions below before starting to fill it out. 

The concept note allows applicants to present a brief but precise outline of capacity development needs and proposed support. Applicants should ensure the information provided:

· Is drafted as clearly as possible to facilitate its assessment.
· Is the result of a process in which the main stakeholders and implementing partners have been involved (at least in the problem analysis and the selection of strategy stages).

The concept notes are composed of

· Section 1 presents the concept note proposal, and SAI background information, relevant for donors interested in establishing a partnership with the SAI.

· Section 2 is optional and allows the SAI to present a proposed (high level) project design. 
	Submitted concept notes will only be distributed to donors when the INTOSAI-Donor Secretariat’s review has demonstrated that the concept note appropriately meets the criteria to address the INTOSAI-Donor MoU-principles, specifically:

· Country leadership (SAI leadership)

· SAI owned strategies

· Alignment with strategic plans

· Harmonisation/Coordination of support




To facilitate coordination with existing partners and INTOSAI regions, the INTOSAI-Donor Secretariat will consult INTOSAI regional bodies, and in-country donors, including existing partners of the SAI, regarding its proposal. The SAI should indicate (in section 0.10) if it does NOT want to request support from specific existing donor(s). In such cases, the relevant donor(s) will be informed of the SAI’s intention to seek funding from a new donor.

Please note that;

· INTOSAI global/regional bodies should submit separate concept notes for distinct initiatives.

· SAIs should submit a single concept note covering their capacity development needs-

· Concept notes may be submitted in Arabic, English, French, German, Spanish, Russian or Portuguese.
The words in italics within each section should be considered as a guide to better understand the information required in each section. Please remove them when writing the proposal.

1. Concept Note Proposal and SAI Background
	1.1 Applicant
	Office of the Comptroller General of the Republic of Ecuador
Authorized by: Dr. Pablo Celi de la Torre, Comptroller General of the State

	1.2 Legal Applicant
	Office of the Comptroller General of the Republic of Ecuador 

	1.3 Contact Details
	Oscar Sáenz, Expert National Supervisor of Infrastructure Management, Telf.: +59323987100 ext. 28054, Email: osaenz@contraloria.gob.ec

	1.4 Title and Duration
	Formation of the Data Analysis Unit, Duration: 2019-2020

	1.5 Project Purpose 
	Creating value through the formation of a unit that draws on big data resources to obtain results through the use of analytics.

	1.6 Project Outcome 
	This initiative seeks to increase the institution's technical capacity, and to develop key capacities in the area of data processing in order to create value through big data and analytics resources. 
Considering the growing amount of existing historical data, and the enormous quantity of potential data internally and externally available to the institution, it becomes essential to have in place a sound coordination of strategy, technology and organizational structures to tap into such data and transform the same into useful information that helps achieve the organization main objectives. An evolution of the organizational culture is sought through leveraging on data analytics technology and implementation strategies, so officers can apply such technologies to their daily activities as adapted to a big data strategy. 
A right coordination between these aspects is key to creating tangible value for the institution, making it possible to:
· Formulate a new data strategy for the creation of novel products or processes, or improving on existing ones through the integration of several data sources and the application of analytical models to the creation of enhanced institutional decision-making tools.
· Rely on stronger decision-making capacities.
· Enter into strategic alliances and arrangements for the exchange of data between government entities.
· Integrate new and traditional technologies for processing stored and real-time data relevant to performing audit functions.


	1.7 Problem Analysis
	Big data solutions are used to overcome problems connected with data velocity, volume, or diversity. Traditional business intelligence products were not designed to handle big data, rather, they were designed to work with highly-structured, well- understood data, sometimes stored in a single data repository. Thus, the need has been recognized to convert information extracted from historical institutional data, combining these data with various sources into meaningful results that contribute to making decisions, acting more speedily, and optimizing institutional outcomes.
In terms of analytics, public entities not only deal with general issues concerning the integration of substantial data from multiple sources in different formats, they are also faced with some specific challenges. The most important of these is data collection; as data not only originate in multiples channels (such as social media, the Web, databases, etc.), but also in different sources (countries, institutions, entities and departments). 
Within this context, the supervisory bodies that constitute the International Organization of Supreme Audit Institutions (INTOSAI) observed that audit and supervision activities moved from a “lack of information” scenario to a “data affluence” one. For this reason, the XXII INCOSAI saw the approval of the creation of the Working Group on Big Data (WGBD), the purpose of it was to explore new audit techniques and methodologies in a big data world. 
In our environment, big data issues within the public sector, comprise the following three aspects: silo, security, and variety. 
· Each governmental institution or department has its own information warehouse or silo, comprising both confidential and public information; and entities are often reluctant to share what they may consider proprietary data. Storing data in silos, in isolation from other systems, complicates the attempt at integrating complementary data among government institutions. 
· The public sector must also address the legality, security and compliance requirements relating to data use. Data security is the main attribute of government data, since its collection, storage and utilization require special measures. However, the majority of current big data technologies, including Casandra and Hadoop, miss sufficient built-in security tools, therefore security should be regarded as a priority factor. 
· Although the majority of government data are structured, instead of semi-structured or unstructured, compiling them from multiple channels and sources poses an additional challenge.
Securing the generating elements will require working on the following strategy-enabling elements:
· Institution: Institutional capacity and structure 
· People: Professional and personal capacities of officers.
· Culture: Capacity of organizational systems. Conviction that technology modifies business models. Management commitment to promoting internal innovation and the utilization of external innovation.
In consideration of the above and in accordance with the expected outcomes, the following preliminary data strategy items are defined for value creation and institutional impact purposes:
· Data integration
· Decision-making tools
· Analytical models
With this aim, an attempt should be made to divide departmental silos for data integration, implement tools meeting security and compliance regulations, and establish adequate, non-restrictive data- access control methods for analysis purposes.

	1.8 Beneficiaries
	The main beneficiary of the project will be the citizenry of the Republic of Ecuador, as the creation of the Data Analysis Unit of the Office of the Comptroller General of the State will increase this institution's capacity to assemble data analysis tools available to the audit units, with the consequential improvement in audit processes. The State, in turn, will benefit from a management performance enhancement, and the audited entities will have timelier access to the outcomes of the audit procedures carried out, with more data available for use in their internal processes, thus improving the service delivered to citizens.

	1.9 Financing Sought
	The estimated financing sought is USD 458,700. 

	1.10 Implementation Partner(s)
	The implementation of this proposal will be facilitated by the membership of the Office of the General Comptroller of the State in the INTOSAI Work Group on Big Data, which already has in place capacity for the creation of data analysis units.  Given the project scope, cooperation will chiefly take the form mitigating problems related to the creation phase of a data analysis unit.  Likewise, priority will be given to Latin American partners. 

	1.11 Delivery Approach
	The aim is to operationalize analyses at all levels in order to integrate the same into institutional processes. The intent is to promote a data-exploration-based big data approach. In assembling a big data team, it is important that an operative structure be created that enables all the members to tap into the work of others. The team intends to begin with a modest business case to prove the immediate value of big data by generating fast, tangible data outcomes for the institution, so that senior management interests can encompass and focus on more challenging matters, like correlating information about public contract practices, tax payments, property tax returns, property records, officer conduct on social networks, etc.
This approach makes intensive use of data mining and research to find solutions and correlations that are not easily detectable with scattered data. 
At the Office of the Comptroller General, big, complex data sets are becoming the storage standard. It is necessary to adopt a step-by-step approach to establishing the right objectives, based on realistic expectations. Success depends on the capacity to integrate and analyze information originating in different sources (through new technologies, like Hadoop), develop support systems (like, big data control towers) and support decision-making with analysis.
Selecting and implementing the technology to extract value, and finding and retaining trained personnel, are the most important challenges.
For this reason, it has been determined that the strategy for the conformation of the data analysis unit should be complemented with:
· Capacity development and training of existing strategic officers who contribute their mastery and knowledge of the institution. Data science training may transform existing staff into highly-specialized subject-matter experts for their internal teams.
· Recruiting new talent with dedicated expertise to complement team deficiencies. The problem with this approach is that in the event qualified people willing to participate are identified, their remuneration requirements are typically high.
· A senior consultant contributing practical implementation expertise. In addition to training existing employees to carry out high-level data science tasks, it would be beneficial to bring in some data scientist with the expertise required to solve the most advanced data science problems.
Therefore, the main proposition is to consolidate a data engineering team which processes the data, and a data scientists team that makes sense thereof, with both teams forming together the analysis unit. Based on that premise, the following is a basic gap analysis and its complementing alternative to address this issue:
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As a result, the remaining preliminary roles required for conforming the unit are:
· Senior Data Chief 

· Data Scientist
· Data Engineer / Data Integrator / ETL

· Data Architect / Big Data Engineer.

· Business Analyst 

· Data Analyst

· Statistician
Without an adequate team, big data discussions may hinge on expectations that are not clear to any of the parties involved. Finally, it is essential to set up a common language to facilitate discussions between business leaders and the technical team, as is of fundamental importance that information be submitted in an intelligible and concise manner.

Hence, human talent is one of the most critical aspects in devising our big data strategy and the decisive factor in making a real impact. As a conclusion, from a pragmatic perspective, the team is envisioned to follow this maxim:
“The big data team should rely on data scientists and statisticians who can make sense of the data, business analysts who communicate their ideas to decision makers and team managers, data engineers who facilitate information treatment and storage, and software engineers who can implement algorithms and develop applications. “

	1.12 Alignment with Recent or Ongoing Support  Projects  
	The initiative proposed is a logical continuation to the program named “Corporate systems integration hardware”, currently in its competitive bidding stage. This project forms part of the program financed by the Inter-American Development Bank named “Strengthening the national-level information technology infrastructure and data security for information technology applications support in OCG mission-critical and administrative processes”, which forms part of the technology domain of the digital transformation process and contemplates a streamlining of the institutional data center architecture. 
This data center architecture will be used as a platform for developing more sophisticated technology initiatives, like the one described in the proposal, which will tap into the infrastructure to be deployed as a starting point.

	1.13 Existence of SAI-Donor Coordination Mechanism
	The institution's external coordination is provided through the National Office for International Affairs Coordination, which is the link with the INTOSAI / IDI. For the coordination, there will be an inter-institutional liaison between the International Affairs Coordination and the National Office of Information and Communication Technologies.

	1.14 Risk assessment of project
	The main concern regarding big data applications in government environments is analysis capacity; this complicates the scenario for potential candidates.  Furthermore, consideration should be given to ways of retaining talent through ongoing training and ambitious projects.
Rapid value delivery. Transforming an organization through the development of big data capacities is something challenging, therefore, it would be a good idea to start with limited concept tests and use a laboratory environment for testing results. The time invested on team training and formation will come to fruition when the data obtained through the production platform is used, increasing the probabilities for the Big Data program to be successful.
An important risk to be considered from the creation of the unit lies in the difficulty to form strategic partnerships for sharing proprietary information among different public institutions; a matter which should be addressed through charismatic leadership and negotiations aimed at achieving consensus and practical agreements.
(Continues: for complementary information see the end of the document).

	1.15 Monitoring of the Project
	The data analysis unit (DAU), which will be responsible for ensuring effective project monitoring, reporting and assessment.
Over the first three months of the Project, the DAU (including the implementation partners) will prepare a work plan and a budget adjusted to the funding requested for the project, where key activities and landmarks for each component, including the responsibilities for each task, will be identified.
Monthly progress reports will be prepared before each DAU-partners meeting, and these reports will be shared with funding donors. The reports will cover:
· General progress against expected results and key issues detected.
· Progress against key landmarks for each component.
· Changes proposed to the project work plan.
· A financial report showing the use of resources by component, compared against the Project budget.
Within the first 6 months, key result indicators will be measured and progress toward result landmarks will be analyzed, and the need to make changes to the project plan will be assessed.
The Project will be externally evaluated by the implementation partners, which will be an opportunity to reflect on the progress of the Project, learn lessons and make changes with a view to the future implementation of the Data Plan. 


1.14 Risk assessment of project 
(continues)
	Risk
	Impact
(H/M/L)
	Probability (H/M/L)
	Response (Avoid.
Transfer. Mitigate. Accept.)
	Control Measures
	Responsibility
	Notes

	
	
	
	
	(Under control, partially controlled, strong controls)
	
	

	Difficulty finding and retaining competent professionals
	H
	H
	Mitigate
	Strong
	Project Manager
	Attractive recruitment package based on training and ambitious projects

	Diminished executive commitment
	H
	H
	Mitigate
	Strong
	Project Manager
	Fast value delivery, based on concept tests and outcomes measured against modest, attainable challenges.

	Difficulty forming strategic, inter-institutional alliances
	M
	H
	Mitigate
	Partially controlled
	Authorities, Project Manager, Data Chief
	Effective negotiation techniques adapted to public administration


2. Project Design (optional)
	2.1 Please indicate the tangible outputs to be obtained from the project proposed.

	· Forming a Data Analysis Unit that supports the institution by strengthening its decision-making capacities.
· Creating new products or processes or improving on existing ones through the integration of several data sources and the application of analytical models to the creation of better tools for institutional decision-making.
· Entering into strategic alliances and arrangements for data exchange between government entities.
· Implementing new and traditional technologies for processing stored and real-time data which are relevant to audit functions.

	2.2 Set of activities proposed for producing tangible outputs.

	The project will be carried out over a 12-month period, and contemplates the following major activities:
1. Hiring the implementation consultant
2. Selecting and recruiting strategic personnel
3. Work team training sessions
4. Formal conformation of the data analysis unit
5. Establishing strategic relations with implementation partners
6. Tool selection and procurement
7. Formulating an institutional data strategy
8. Presentation of outcomes

	2.3 The roles of the applicant and the implementation partners in the project proposed.

	The applicant will provide the human resources for initiating the project and putting together the work team. To be regarded as part of the support team, the implementation partners must comply with the following requirements: 
· Show interest in and commitment to the initiative 
· Provide on-the-job training and possibly shadowing to the specialists 
· Supervise and provide guidance on the data analysis unit management

	2.4 Inputs

	The team to be hired for the Project should be conformed by 1 implementation consultant and 7 new staff members, who will interact with 6 officers from the institution. The estimated training period for the joint team is 6 months. After this period, the physical and technological tools required for carrying out the activities and obtaining the outputs will be selected and procured.

	2.5 Budget

	Cost estimations should be revised and refined as the project advances, so as to reflect additional details as these emerge, and the starting assumptions are checked out. The accuracy of the cost estimation for a project increases as the project progresses along its life cycle. The approximate estimation by range of magnitude (ROM) for a project in its initial stage like this one is on the order of −25% to +75% [2]. Under these conditions, the estimated reference budget amounts to USD 458,700.00, based on a range-of-magnitude approximate estimation as described below:
TEAM (A)
RMU (USD)
SALARY (USD)
DBA 
 N/A
  N/A
WEB DEVELOPER
  N/A
  N/A
SW ENGINEER
  N/A
  N/A
PROJECT SUPERVISOR
  N/A
  N/A
QA ENGINEER
  N/A
  N/A
PROJECT MANAGER
  N/A
  N/A
DATA CHIEF
2,500.
30,000.
DATA SCIENTIST
2,500.
30,000.
DATA ENGINEER
2,300.
27,600.
BUSINESS ANALYST
2,000.
24,000.
DATA ANALYST
2,000.
24,000.
DATA ARCHITECT
2,000.
24,000.
STATISTICIAN
2,300.
27,600.
TOTAL (A)
 
187,200.
TRAINING (B)
 (USD)
MACHINE LEARNING
12,000.
BD TECHNOLOGIES
20,000.
MINING
10,000.
BD ENGINEERING
10,000.
VISUALIZATION
7,500.
FUNDAMENTALS
20,000.
PROJECT MANAGEMENT
12,000.
TOTAL (B)
91,500.
FUNDING (A+B+C+D+E)  (USD)
458,700.
TEAM (A) (USD)
187,200.
TRAINING (B) (USD)
91,500.
CONSULTANCY (C) )(USD)
30,000.
TRAVEL AND TECHNICAL VISITS (D )(USD)
30,000.
INITIAL TOOLS (E) (USD)
120,000.
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