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Upravljanje odnosov z izvajalci

.

- Irena  Krajnc, CISA 
- Alenka Supič 
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Ključ za uspešno sodelovanje z izvajalci  - vzpostavljen proces upravljanja odnosov z izvajalci
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izvedbe

Vključitev v 
strategijo 

organizacije
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SLA

Analiza 
rezultatov

Kaj je bilo prej? Kura ali jajce?

Redno 
ocenjevanje  
izvajalcev
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Vse se začne s strategijo

.
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Usklajena?

Je IT budget v skladu s poslovnimi cilji ?
So IT zmogljivosti in njihova rast v skladu s prioritetami in potrebami?
Okvir za načrtovano porabo v naslednjem letu NE predstavlja tudi pooblastila za 
nabavo
Vključevanje strateških ciljev organizacije v ciljno vodenje zaposlenih
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se lahko znajdemo v neprijetni situaciji…
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Kaj nam to prinaša?

- Boljše razporejanje virov
- Natančnejše ocene porabe virov in sredstev
-
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Proces upravljanja odnosov z izvajalci
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Uvedba centralne nabave za celotno skupino

Takšen pristop sicer ne garantira vedno ugodnejših pogojev poslovanja. 
V posameznih primerih je kljub krovnim pogodbam individualno 
poslovanje na lokalnih trgih cenovno ugodnejše.

Globalne pogodbe z upoštevanjem fleksibilnosti 
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Uvedba enotnih standardov za celo skupino

- Občutno nižji stroški storitev in opreme zaradi nastopa celotne skupine kot ene stranke
- Jačanje pogajalske moči skupine
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Ocenjevanje dobaviteljev 1/2

Vendor Due Diligence - Selected Metrics: Financial Risk

Financial Stability Anticipated three to five year earnings growth 
rate

Financial Risk…

Invoice Accuracy Accurary of billing invoices

Price Competitiveness Percantage below/above market price

Performance against Cost 
Target Percentage below/above target price

Stock Price Vendor’s stock development over the last years 
and analysts’ forecasts

Vendor Credit Rating Rating of vendor’s corpoate lending capabilities 
from rating agencies
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Ocenjevanje dobaviteljev 2/2

Vendor Due Diligence - Selected Metrics: Organizational Risk

Organizational Risk… Organizational Culture Compatibility of vendor’s organziation’s values 
vis-à-vis RI’s values

Organizational Leadership Stability of and confidence in vendor 
organization’s senior leadership

(Global) CEE presence Regions, relevant to RI, that the vendor supports

Quality of Account Mgmt. / 
Organization

Contribution of vendor’s account management to 
quality of relationship

Engagement 
Responsiveness

Proactiveness in responding to RI’s requests 
(e.g. RfP processes, issues discussion,…)

Communication Mechanisms Status reports, formal and informal updates and 
keeping communication lines open

Organic Talent versus 
subcontracted staff

Ration of vendor company FTEs to number of 
sub-contracted staff on project

Organizational Fit Compatibility of vendor’s organziation and 
hierarchy and RI’ organization and hierarchy
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Kaj nam tak pristop prinaša?

- Ugodnejše cene
- Ugodnejši pogoji poslovanja
- Standardizacija
- Večja obvladljivost IT arhitekture
- Pogajalska moč 
- Manj ukvarjanja z izvajalci na nivoju lokalnih bank 
- Znižanje stroškov procesa upravljanja izvajalcev
- Boljše obvladovanje tveganj s centralnim in lokalnim 
- ocenjevanjem dobaviteljev
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Proces upravljanja odnosov z izvajalci
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Meritve 

Dynamic of tickets (New, Fixed, Resolved) per months
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- Redne in izredne meritve
- Raziskave in ankete
- Rezultati rednih revizijskih in varnostnih pregledov
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Kaj nam to prinaša?

-
- preliminarna analiza dobaviteljev
- zgodaj predvidimo potencialne težave z izvajalci
- zgodaj identificiramo izvajalce, ki jih je potrebno zamenjati
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Transparenten servis in argumentirani razgovori

- pogovori z izvajalci v primeru težav imajo nižji čustven naboj, saj so podkrepljeni s podatki in 
dejstvi in s tem manj stresni za zaposlene,

- izboljšanje sodelovanja z boljšim razumevanjem drug drugega
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Proces upravljanja odnosov z izvajalci
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Vzdrževanje odnosov z dobavitelji - letni sestanki

Meritve v celotni 

skupini

Analiza Identifikacija vzrokov Action plan Nadzor izvedbe in 

poročanje

Vendor Name:*

Comments

Select the NATURE OF OFFERING:*

How many countries do you operate in?*

Step #2: Specify Weights, Frequency of Assessment and Target Score (Recommended to select not more than 8 categories) 

Area of Review Description Weight Assessment 
Frequency

Target 
Score Scoring Responsibility

(%) (1=Average; 
5=Excellent)

Strategic & Corporate Fit Evaluate the vendor's organizational performance 10,00% Annually 4 Procurement
Business Relationship Maturity Evaluate the business relationship with vendor 12,50% Annually 4 Account Management
Project Management Capability Evaluate the services vendor's capability to deliver 5,00% Monthly 4 PMO
Quality & Timeliness of Deliverable Evaluate the quality of output and time to market 20,00% Monthly 5 PMO/Function
Cost Effectiveness Evaluate the profitability of dealing with vendor 7,50% Quarterly 5 Procurement/Function
Quality of Support Evaluate the ongoing reliability of vendor 10,00% Monthly 4 PMO/Procurement/Functio

n
Quality of Staff Evaluate the customer interface provided by vendor 0,00% Quarterly 3 PMO/Function
Operational Capabilities Evaluate the day-to-day operations of vendor 0,00% Quarterly 2 PMO/Function
Information Security Evaluate vendor's ability to safeguard your IP 10,00% Monthly 3 PMO
Contractual Compliance Evaluate the vendor's history of compliance 10,00% Semi-annually 3 PMO/Procurement/Functio

n
Customer Satisfaction Evaluate the internal feedback for vendor 15,00% Semi-annually 5 Function

100,00%

Step #3: Specify the Year for current Assessment (Create one scorecard for each year)

Select Year from dropdown*: 2009

Step #1: Enter Vendor name, Nature of vendor's offering and some background information for the tool:

1) Products Only: Purely BUY contracts. Examples: Cisco supplying routers, Adobe supplying Acrobat Reader 
licenses, etc.
2) Services Only: BUILD project engagements / Staff Augmentation. Examples: HCL consultants co-located and 
managed, IBM developing IT application, Reliance offering data hosting etc.
3) Combination: Infrastructure vendors typically here. Some examples: Dell offering laptops & desktops, also 
offers AMC support. Also, SAP supplies ERP software alongwith customization/installation of ERP system etc.

Specify the geographical scope of your business wherever vendor's products and/or services are deployed

Attribute Criteria Score
Compliance with company CMM requirements
Quantity and severity of defects
Defect resolution
Documentation requirements
Adherence to schedule
Ability to meet interim milestones
Productivity
Project completed on time (if complete)
Ability to complete work within agreed upon estimate, cost, or budget
Ability to deliver fair and credible estimates
Appropriate use of change management
Hourly rates (if applicable)
Ability to control costs or expenses
Planning/scoping of project
Change control, risk, issue, and
resource management
Leadership and communication skills
Utilization of fixed price and offshore services
Status reporting
Issue resolution and escalation
Accountability and creative problem solving
Application turnover to Infrastructure
Project closure
Technical skills and experience
Understanding of business requirements
Professional and cooperative behavior with company and other vendor personnel
Familiarity with company technical environment, processes, and standards
Work ethic, flexibility, and responsiveness
Communication skills
Staff provided per project plan
Reasonable negotiations and contract, ease of doing business
Low or acceptable staff turnover
Flexible, accessible, and responsive to inquiries
Issue management and satisfactory resolution
Partnership and effective communications
Current, accurate, and complete invoicing
Overall satisfaction with vendor deliverables and services (met expectations)
Satisfaction level of business clients or end user of vendor deliverables and services
Willingness to use vendor again in future or recommend it to others

F. Overall Customer 
Satisfaction

D. Vendor Project Team 
Quality

D. Project Management

C. Cost

E. Account Management 
Team Quality

B. Schedule

A. Quality

Obdelava povratnih 

informacij

Analiza podatkov

Dokumentiranje

kritičnih točk 

 Ocenjevanje letne uspešnosti dobaviteljev je vir izboljšav

 1 -2 ocenitvi uspešnosti letno – v pilotski fazi - focus na dobavitelje pomembne za celo skupino

Benefiti / Vplivi

Ciklus ocenitve dobaviteljev

„Ni ocenitve brez posledic“



19

Vzdrževanje odnosov z dobavitelji - mesečni sestanki
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- baza podatkov za redna srečanja z izvajalci 
- letne prilagoditve SLA 
- lažji proces odločanja v primeru novih pogodb

Izboljšanje pozornosti višjega vodstva interno in pri izvajalcih

Kaj nam to prinaša ?
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Proces upravljanja uspešnosti dobavitelja

Kvalifikacija

dobavitelja Ocenitev 

dobavitelja

Izboljšanje 

dobavitelja

Strategija dobavitelja
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Proces upravljanja odnosov z izvajalci

Kontinuiran 
proces 

upravljanja 
izvajalcev

Nadzor & meritve 
izvedbe

Vključitev v 
strategijo 

organizacije

Izbira 
izvajalcev, 

prilagoditve 
obstoječih 

SLA

Analiza 
rezultatov

Redno 
ocenjevanje  
izvajalcev



23

Hvala za pozornost 
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Vprašanja


