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Audit of the ICT cost accounting model

Federal Office of Information Technology, Systems and Telecommunication

KEY FACTS

The Federal Office of Information Technology, Systems and Telecommunication (FOITT) is the Federal Admin-
istration's largest ICT supplier. It charges the Federal Administration almost CHF 900 million per year for what
it supplies. It is crucial that these costs are allocated to the recipients in a manner that is as consistent as
possible with the principle of causality. With the new production model (NPM), the FOITT introduced a method
designed to significantly improve cost transparency. The rollout project was completed at the end of 2024 and
cost CHF 4.5 million.

The Swiss Federal Audit Office (SFAO) conducted an audit at the FOITT to determine whether the NPM ensures
the transparency and controllability of ICT costs and creates incentives for cost-effective use. It concluded that
the new model enables the FOITT to allocate and charge costs more accurately. As a result, CHF 33 million that
was previously charged to standard services is now charged to specialist applications. The previous cross-sub-
sidisation of specialist applications has ceased. By contrast, cost transparency and control possibilities have not
yet improved sufficiently for recipients — or for the federal offices. They lack information on cost drivers and
shifts, as well as control possibilities.

Still high burden and complexity

The FOITT has fully integrated the NPM into the SAP system and automated it. The allocation of costs takes
place in three steps and covers around 1,000 cost centres. The large number of value flows requires a great
deal of maintenance and increases the complexity of planning and monitoring. A data analysis showed that, in
2025, the NPM allocated only 20% of costs using allocation keys, while 80% were charged to products as direct
costs. The SFAO recommends that the FOITT should critically review the scope of the NPM and regularly check
its effectiveness.

Recipients are unaware of the cost drivers and have only limited control

While recipients recognise the progress made in allocating costs in accordance with the principle of causality,
they are not always able to understand how transfer prices are derived. There is a lack of more proactive sup-
port from the FOITT and calculations that show the relevant cost drivers.

In the case of standard services with mandatory sourcing, the Federal Chancellery's Digital Transformation and
ICT Steering Sector (FCh DTI) determines the scope of services and prices. There is limited leeway for recipients
to control supplies and costs. The SFAO recommends that the FCh DTl examine whether charging for a core
supply for the Federal Administration should be carried out centrally between the FOITT and the FCh DTl in the
future.
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