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The UK Infrastructure and Projects Authority (IPA)1 is proud to 
present this international module on the Project Development 
Routemap for Infrastructure Projects. 

Projects that enhance and expand access to infrastructure are critical 
to achieving inclusive, sustainable growth and reducing poverty. 
However, infrastructure projects often encounter problems in their early 
stages. Poor project development constrains project delivery and limits 
the benefits it can drive from investment. 

The Project Development Routemap (Routemap) is a structured and 
tested methodology used to set up projects for success. It ensures 
best practice and learning about the most common causes of project 
failure are considered at crucial early stages of development. In this 
module, we use the term ‘project’ to encompass projects, programmes 
and portfolios. 

Routemap principles are core to any infrastructure project, and especially 
helpful where project teams undertake complex projects that test the 
limits of their organisational capability. It is a structured approach that 
brings project stakeholders together, to improve project-specific 
capabilities, enable governments and supply chains to maximise value 
for money and, where appropriate, increase opportunities for 
international investment. It gives confidence to people developing 
projects, those approving them, and those investing in them.  

 
1 The IPA is the centre of expertise for infrastructure and major projects, sitting at the heart of 
Government and reporting to the Cabinet Office and HM Treasury in the UK. 
2 The Project Development Routemap has been adapted from the UK Project Initiation Routemap, 
also produced by the IPA: https://www.gov.uk/government/publications/improving-infrastructure-
delivery-project-initiation-routemap. 

Since 2012, Routemap has been applied 
in the UK to projects totalling over £300bn, 
with significant and sustained impact on 
public policy, professional practice and 
economic benefit.2 

Routemap aligns with the G20 Principles 
for the Infrastructure Project Preparation 
Phase (the G20 Principles), the United 
Nations Sustainable Development Goals 
(in particular, supporting environmental 
and social sustainability) and was identified by the Global Infrastructure 
Hub as a leading practice in good project preparation. 

This international module has been produced as part of the Global 
Infrastructure Programme3, sponsored by the UK’s Prosperity Fund4 to 
provide practical instruction on the Routemap. It builds on both UK and 
international experience and is tailored to the needs of audiences in a 
broad range of countries. The IPA would like to thank the United 
Kingdom’s Foreign and Commonwealth Office and embassies, and the 
governments of Colombia and Indonesia who have provided invaluable 
assistance in the development of the Routemap for international use. 

We hope this guidance is useful, practical and will improve the quality 
of infrastructure development in your country.  

3 This is a UK cross-government programme delivered by the FCO, the IPA and the Department 
for Business Energy and Industrial Strategy. It aims to enable the provision of sustainable and 
resilient infrastructure, as a critical enabler for economic development in middle-income countries. 
4 The Prosperity Fund supports the UN Sustainable Development Goals and the 2015 UK Aid 
Strategy by promoting growth and prosperity in developing countries. 

Preface  

https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
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The Routemap modules (modules) help you to identify and address 
gaps in capability across seven commonly challenging areas of project 
development. You should use these modules alongside the Project 
Development Routemap for Infrastructure Projects: International 
Handbook.5  

The Handbook explains the Routemap methodology and describes the 
10-step process for its application to projects, which results in a 
detailed action plan to close the gaps in project capability.  

There are seven modules, one covering each of the following areas: 

• Rationale 
• Governance 
• Execution Strategy 
• Organisational Design & Development 
• Procurement 
• Risk Management 
• Asset Management 

The module content applies to all types of infrastructure projects, 
including PPP and publicly funded projects. It supports project teams 
to identify risks to project outputs, and wider economic, environmental 
and social outcomes. It helps align projects to the G20 principles of 
‘quality infrastructure’,6 internationally recognised standards like the 

 
5 Infrastructure and Projects Authority’s Project Development Routemap for Infrastructure 
Projects: International Handbook, 2020: 
https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-
routemap 
6 These non-binding principles reflect the G20’s common strategic direction and aspiration for 
quality infrastructure investment: https://www.g20-insights.org/related_literature/g20-japan-
principles-quality-infrastructure-investment/  

International Finance Corporation Performance Standards,7 and the 
United Nations Sustainable Development Goals. 

There are also examples of good practice to help project teams plan 
and improve project development. They come from the experience of 
UK public sector-driven infrastructure projects and from international 
authorities. Examples have been specifically selected for relevance to 
international audiences. 

Routemap modules can be:  

• useful when applying the Routemap 10-step process which is 
described in the Routemap handbook (the following diagram 
shows how the sections of the module support different steps in 
the process) 

• a stand-alone resource to identify potential risks and 
improvements in project capability development, and relevant 
good practice from other projects  

The modules are not a complete guide to project development, nor a 
substitute for business case development.8 They are based on real-
world experience from large infrastructure projects and complement 
best practice found elsewhere. You need to consider each project’s 
individual characteristics and context and then you can identify what 
will be most helpful to the project. 

7 See Section 1 and Appendix E of the Routemap Handbook for further detail on the importance 
of sustainability. 
8 For detailed guidance on infrastructure business cases and their development process, see: 
Infrastructure and Projects Authority’s Infrastructure Business Case: International Guidance, 
2020. 

Introduction: Routemap Modules 

https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
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The Routemap modules are useful when applying the Routemap 10-step process which is described in the Handbook. The diagram below shows 
how the different sections of the modules (listed in the left column) can support the different steps in the process. 
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Procurement is the dynamic process that identifies and sources the 
most appropriate and best value goods and services for your project. 

Your approach to procurement allows you to explore market 
opportunities and to implement strategies that deliver the best possible 
outcome to the organisation, its stakeholders, project affected persons, 
its customers, and the wider environment and society.  

The good practice in this module can support you in developing your 
procurement approach and applies to all infrastructure projects 
including PPP and publicly funded projects. It can help the client 
organisation to:  

• define the work to be procured 
• engage with the market and prepare them to respond 
• optimise risk allocation between the client organisation and the 

market   
• identify the most appropriate procurement route 

 
9 These are the three principles supported by the World Trade Organisation, further information 
available at https://www.wto.org/english/tratop_e/gproc_e/gp_gpa_e.htm 

A procurement process should always be underpinned by these three 
principles9.  

• Equality - How can the procurement process support equal 
opportunities and gender equality? How can the process support 
opportunities for small and medium sized enterprises? How can 
we encompass all relevant social, environmental and other 
equity issues in the evaluation process?   

• Fairness - How will we treat bidders equally through the 
procurement process? How will we prevent bias or discrimination 
towards bidders?  

• Transparency - How will we make the bid evaluation process 
transparent?  

You will also need to consider how to integrate environmental, social 
and wider impacts with deliverability, affordability and value for money 
considerations. Longer-term, multi-organisation and more complex 
projects will require additional effort and structure. In these cases, 
experienced technical specialists are invaluable in areas such as 
finance, contracting, risk management, environmental stewardship, 
social development, labour and working conditions, and land 
acquisition and resettlement.  

  

Procurement, and why it is important 

https://www.wto.org/english/tratop_e/gproc_e/gp_gpa_e.htm
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The market capability assessment in the Routemap Handbook is a 
useful tool for project teams to examine the broader market’s ability 
and appetite to respond to requirements over the life of the 
infrastructure, as part of the Routemap 10-step process. 

The IPA’s Infrastructure Business Case: International Guidance10 
provides additional guidance – largely within the Commercial Case - on 
procurement activities through the business case stages. 

 
Citation 

‘Public procurement refers to the purchase by governments and 
state-owned enterprises of goods, services and works. As public 
procurement accounts for a substantial portion of the taxpayers’ 
money, governments are expected to carry it out efficiently and with 
high standards of conduct in order to ensure high quality of service 
delivery and safeguard the public interest.’11 
(OECD) 

 

 
10 Infrastructure and Projects Authority, Infrastructure Business Case: International Guidance, 
2020.  

11 OECD, Public Procurement: https://www.oecd.org/gov/public-procurement/ 

https://www.oecd.org/gov/public-procurement/
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Good procurement will both optimise the delivery of project 
requirements and clearly articulate the allocation of risk. It also 
provides an opportunity to focus attention on environmental and social 
impacts, and prepare the market to deliver enhanced benefits for 
project-affected persons. 

The procurement approach should12: 

• Identify the appropriate route to market to maximise value for 
money, considering social and environmental risks and 
opportunities 

• Engage with advisors and the market in the pre-procurement 
phase to identify likely costs, risks and contingencies and to 
confirm the market has the appetite, capability and capacity to 
deliver the goods and services required 

• Foster and support strategic engagement to develop market 
capability 

• Be based on a shared understanding of key drivers, expected 
outcomes and objectives between the client and the supply 
chain, enabling them to align their efforts and work together 
collaboratively 

• Specify the required environmental and social standards through 
the process, i.e. at early market engagements, in the key 

 
12 Action 9 of the Infrastructure Business Case: International Guidance, 2020, contains further 
principles of good procurement approaches for infrastructure. Please refer to this guidance for 
more detail, and how procurement fits into the 5 case model approach to developing business 
cases: 

documentation (the terms of reference, as an evaluation criteria 
etc.) 

• Enable the client and supply chain to understand the risks 
related to delivering the requirements, including environmental 
and social risks 

• Allocate risk to the party best able to manage it. This should be 
based on an understanding of the risks best managed internally 
(based on the client’s risk appetite) and the risks the market can 
better manage externally 

• Adopt and comply with a clear and transparent procurement 
process (including approvals and assurances) 

• Recognise shared reputational impacts, benefits, risks and 
rewards  

• Be completely compliant with procurement regulation and 
legislation, so that you avoid unnecessary challenges and 
wasted effort 

• Develop clear and appropriate payment and performance 
mechanisms 

• Support the project’s overall execution strategy and client model. 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file
/902005/International_Infrastructure_Business_Case_Guidance.pdf 

Characteristics of effective procurement 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/902005/International_Infrastructure_Business_Case_Guidance.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/902005/International_Infrastructure_Business_Case_Guidance.pdf
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Pillars of effective procurement 

Effective procurement is characterised by six pillars:  

 

 
 
Together these six pillars underpin an 
effective procurement approach. If one pillar 
is missing or out of balance, the 
procurement may be inefficient and may 
lead to greater risk or loss of value. 
Reviewing your procurement approach 
against these pillars can help to identify 
potential areas for improvement. 

In Routemap, these pillars support  
(Step 6) – Gap analysis. Considering them 
in the context of your current procurement 
arrangements can help you to identify 
areas for improvement. 

The pillars are expanded in the 
Considerations section of this module. 
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These documents, components or reports usually contain information 
on procurement arrangements. They may be helpful when reviewing 
and developing the procurement approach for your project. 

• Procurement plan and strategy 
• Invitation to tender and bid selection criteria 
• Asset management or operational strategies 
• Sponsor requirements  
• Business case  
• Execution strategy 
• Corporate procurement policies 
• Existing framework agreements 
• Risk management strategy 
• Organisational design and development strategy 

You may find it useful to review these documents to identify the 
‘areas of interest’ when scoping a Routemap (Step 3) – Routemap 
strategy. 

 
These documents may also be helpful in (Step 6) – Gap analysis. 
When cross-checked against existing project documentation, they 
may help to identify capability gaps. 

 

Useful documents 



Project Development Routemap for Infrastructure Projects: International Module, Procurement 

 

12 

This list describes typical issues that might arise during project 
development, and would indicate that the approach to developing the 
project’s procurement needs improvement: 

 Contract incentives seem to misalign with sponsor’s 
requirements or client model, so the supply chain does not 
perform as you would expect. 

 Market appetite for the project is unproven. 
 The client or market organisations do not have much experience 

of the proposed procurement model. This means that they may 
need capabilities they do not have. 

 The client or market organisations do not understand the extent 
of capability development required by the market to deliver  
the project. 

 The client over-prescribes how the supply chain should do the 
work, so it may not have the opportunity to innovate or add value. 

 The procurement process (including the market engagement, 
terms of reference and bid evaluation criteria) do not make the 
environmental and social requirements sufficiently clear.  
This leads bidders to submit sub-standard proposals or to be  
ill-prepared to manage the associated downstream risks.   

 

 

During Routemap, these example findings may be helpful when 
identifying issues and articulating your own findings (Step 6) – 
Gap analysis. 

 
If your findings contain statements like these, this module could help 
you to develop recommendations to strengthen capability (Step 8) – 
Developing recommendations. 

 

Typical findings related to procurement 
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The considerations questions help you understand the root causes  
of the capability gaps and suggest improvements. You may not need  
to review all the considerations, just use the most relevant ones for  
your project. 

These questions will help you: 

• to review and validate your existing procurement strategy 
• to target areas for improvement 
• to test the deisgn of a new procurement strategy.  

The questions are grouped around the six pillars of effective 
procurement: understand and communicate requirements; engage the 
market; package the works; choose the risk allocation model; choose 
the route to market; and communicate the benefits.   

You may need to revisit the procurement strategy as you develop the 
requirements and execution strategy, so it will be useful for you to review 
this list of considerations again at major decision, transition or approval 
points.  

 

During Routemap, working through these considerations can help 
you to validate the effectiveness of existing arrangements (Step 5) – 
Information gathering. 

 
They can also help you identify reasons for the findings and ways to 
address them in (Step 8) - Developing recommendations. 

 

Considerations for effective procurement 
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Pillar 1: Understand the requirements 

Key areas / considerations 

Requirements and benefits 
• What is the status of the business case? 
• Are the requirements well-articulated and easy to understand? 
• Are the requirements around environmental and social standards and sustainability agreed and clearly communicated?  
• Has legal advice been sought to ensure the environmental and social standards for the project comply with regulation? 
• Are policies in place regarding child labour and modern slavery in the supply chain? 
• Has the client undertaken a capability assessment to inform the procurement strategy and scope? Does the client team have the capability to 

manage the procurement strategy? 
• Has that assessment considered specific capabilities relating to environmental and social risk management?  
• Will the client model enable delivery of the requirements? 
• Are there procurement laws or a policy document that govern the procurement activities? 
• If there is a policy document, does it include requirements around transparency? 
• Is there a clear timeline for the procurement activities including responses from bidders? 
• Is there a balanced scorecard so that you can prioritise, evaluate and communicate requirements? 
• Have the risks been identified that may impact the delivery of the requirements? Do these include environmental and social risks? 
• Are third party obligations clear (including funders/regulators/assurance bodies)? 
• Is the interface with the asset management and operational strategy clear? 
• What responsibility and liability does the supply chain have for continuation of operations? 
• Is the corporate risk strategy clear, and how will it influence procurement activity? 
• What is the impact of the project funding and financing on the procurement options? Does the commercial case of the business case consider 

these impacts?  
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Pillar 2: Engage the market 

Key areas / considerations 

Market relationship 
• Does the client (i.e. the procuring authority) understand the marketplace for the goods and services it needs?  

• Has the client analysed their need against the market’s capacity to supply? 

• What is the client’s experience of the market and its ability to deliver what is needed? Does the market have the ability to meet environmental 
and social standards? 

• How does the market perceive the the client and the client’s maturity level? 

• Does the client have a long-term strategic relationship with the supply chain e.g. partnership agreements? 

• Is there a visible programme of future work that could support a more strategic relationship with suppliers? Does the client understand how and 
where the market can most add value to the project?  

• Does the market offer a service approach the client has not previously considered? 

• What key factors will enable a strategic relationship with the market? 

Market engagement 
• Has the client identified a target supply chain? Does it have suitable capabilities and capacity? 

• Does the procurement process enable the client to engage with a wide range of market providers? e.g. specialist environmental and social 
service providers, small and medium-sized enterprises.  

• Is finance available to support the proposed model, e.g. bond market or banks, and if not, who will finance it? What are the roles of the MDBs 
and Donor Agencies? 

• How could market engagement be improved? Does market engagement demonstrate the client’s commitment to transparency and fair 
treatment of bidders? 
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Key areas / considerations 
• Are there any environmental and social safeguard standards that need skillsets not typically provided by the existing market? e.g. addressing 

sexual exploitation and abuse, linked to project development?  How can you identify these early in the process, to help raise awareness across 
the market? 

• Does the client have an initial understanding of the market appetite that needs to be generated and their preferred allocation of risk? (see Pillar 4) 

• What market engagement approaches have other clients successfully adopted? 

• Has the client considered a variety of market engagement methods? e.g. meetings with the market, issuing requests for information? 

• Has the client allowed enough time in the schedule for meaningful market engagement? e.g. to allow time for joint ventures/consortia to form, 
particularly involving international and local bidders.  

• Are there legislative or statutory provisions that the client needs to meet before taking the proposal to market engagement stage? 

• Has the client tested the outline packaging and contracting strategy with the market?  

• Can the client take confidence from the market engagement response to its procurement opportunities? 

• Has the client thought about how its market engagement activity may affect existing, incumbent relationships? 

• Has the client thought about how it will engage the sub-tier supply chain – has it tested the procurement strategy with them? 

Market appetite 
• Does the client understand the appetite of the market to meet its demand (including for delivering services in line with environmental and social 

standards)?  

• If market appetite is lower than expected, does the client know why? Having found out the reasons, how far is the Authority willing to go to  
de-risk the project? e.g. allowing a longer procurement schedule to allow joint ventures and consortia to form, avoiding changes mid-way 
through the procurement process etc.  

• Has the client identified any steps to encourage and increase market appetite? 

• Are any other clients procuring services on a similar timeline that may use an identical supply chain? What impact could this have on market appetite? 
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Key areas / considerations 

• What is the policy for managing unsolicited bids? If unsolicitied bids are allowed, how is value for money ensured?13 

• Does the procurement strategy recognise 2nd tier/sub-tier supply chain members and set out how they can be engaged through the procurement? 

• Is it clear how investment will result in corporate risk and reward? 

• Do the market engagement results give the client confidence in the market appetite for its procurement opportunities? 

• Does the procurement process allow the client to avoid surprises by tracking appetite? and gain understanding of the reasons for any changes? 

• Has the client tested the outline commercial models within the marketplace? 

• Is the relationship between asset creation, operation and market appetite clear? 

 

  

 
13 Competitive procurement promotes value for money, with competitive pressure driving prices down and quality up; it also aids transparency (with all bidders being treated equally). If 
unsolicited proposals and/or private offers are allowed, they should still be subject to the strategic, economic, commercial, financial and management analysis described in the IPA’s 
Infrastructure Business Case: International Guidance, 2020, and some competitive pressure should be retained.  
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Pillar 3: Packaging the work 

Key areas / considerations 

Risk approach 
• Can the client clearly describe and evaluate the project risks? Does this include environmental and social risks? 

• Has the client conducted an environmental and social impact assessment (ESIA) and developed a related environmental and social 
management plan (ESMP) which covers the full range of potential risks? Are they part of the key procurement documents?  

• Are the responsibilities for risk management clearly defined?  

• Are risks allocated to the parties best able to manage them? Are there any risks where the management should be shared?  

• How much risk should the client manage in-house and how much should it pass on to the supply chain? How should the client transfer this risk? 

• Is the risk allocation aligned with the balanced scorecard measures? 

• Does the risk allocation align with the cost certainty and schedule requirements? 

• Is risk allocation clear and sustainable? 

• Is risk and reward transfer equitably balanced? 

• Has the client tested its proposed risk transfer with the market? 

• Does the risk transfer strategy align with the corporate risk approach, including 3rd party requirements such as regulations? 

• Does the risk allocation and management strategy reflect the capability and complexity assessments? 

Interfaces between supply chain partners 
• Has the client considered the soft (non-contractual) and hard (contractual) interfaces created by the packaging strategy?  

• How are environmental and social standards integrated into consideration of these interfaces? Is it clear which party is responsible for ensuring 
compliance with these standards?  

• Does the client organisation have a structure that can manage the technical/commercial/operational interfaces that the packaging strategy will create? 

• What approaches, e.g. alliancing or partnering arrangements, would help soften contractual interfaces and encourage collaboration? 
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Key areas / considerations 
• How will the client manage the scope boundaries and the risks associated with interdependencies between packages? 

• How has the client scoped and sized the packages so that it can manage the interfaces? 

Packaging strategy 
• Does the packaging strategy encompass the entire scope? 

• Has the feedback from the market engagement informed the packaging strategy? When the packaging strategy changes, does the client go 
back to the market for input to test its appetite? 

• Does the packaging strategy bundle the works appropriately? 

• Has the client taken the timing and availability of funding into account when it structured the work packages? 

• Is there an open dialogue with the suppliers throughout development and delivery? This communication should be two-way, to take advantage 
of supplier’s expertise and to foster a culture of open and collaborative engagement throughout from the start of the project lifecycle 

• Do the suppliers have the skills and capabilities required for different works, so they can price themselves competitively and the client has 
confidence in their ability to perform? 

• Are the packages of work structured so that they can be easily commissioned and transferred at the start of operation? 

• What are the provisions for change, contract variation and contract termination? 

• Are the work package sizes appropriate for the client’s corporate risk philosophy? 

• Do the economic conditions have an impact on the packaging strategy? 

• Would there be the revenue benefits from the early transfer of assets into operation? 
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Pillar 4: Selecting the contracting model  

Key areas / considerations 

Contracting approaches 
• Is there a suitable mix of contracting solutions to realise the benefits?  

• Is the form of contract as close to industry standard as possible? Does the market understand it? This will help clarify client and supply chain 
obligations and risks. 

• Do contracts incorporate a balanced scorecard with clear and measurable parameters? Are there appropriate key performance indicators 
(KPI’s)? Are there KPIs for environmental and social risks and impacts?  

• Do the contracts establish the required levels of control? 

• Will the incentives and collaboration tools encourage behaviours that will realise the benefits? 

• Does the client want a transactional or relational relationship with the market? 

• Does the client’s commercial strategy enable all parties to meet their commercial needs? 

• What is the proposed extent/duration of the desired relationship? 

• Is it clear who owns each element of project design? 

• What opportunity/benefit is there for the supply chain to contribute to design? 

Testing the contracting strategy 
• Has the client adopted this approach before? If so, what did they learn? 

• What are the client’s and supply chain’s attitudes to risk? Have these been taken into account in the contracting strategy? 

• Does the contracting strategy complement the packaging strategy? 

• Does the contracting strategy cover all physical and contractual interfaces? 

• Is the client’s organisation structure sufficient to effectively administer the proposed contracting strategy? 
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Key areas / considerations 
• Does the contracting strategy correspond with the sponsor and client priorities, including environmental and social standards and sustainable 

development priorities? 

• Is the strategy deliverable within the project’s budget constraints? 

Managing delivery 
• During the contract period, is it clear how the project is managed to control costs and avoid/resolve disputes?   

• As construction progresses, is it clear how all parties will report on and monitor the project? Is reporting aligned with the agreed environmental 
and social standards, performance management mechanisms, payment mechanisms and any risk sharing? 

• What are the remedies or penalties for non-performance, non-compliance with environmental or social standards, dispute resolution and 
contract termination? 

• Has the client considered fair payment practices throughout the supply chain? 

• Has the client thought through how to oversee testing and commissioning procedures, production of operation/maintenance manuals and as-
built records? 

• How will social and environmental good practices integrate throughout the project delivery lifecycle?  

• How will safeguarding risks be managed appropriately across project delivery? What are the penalties for non-performance both during 
construction (e.g. liquidated damages) and operational phases (e.g. deductions)? 

• Have the exit strategies been considered? 
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Pillar 5: Choosing the route to market  

Key areas / considerations 

Route(s) to Market 
• Has the client considered who designs the procurement approach and who owns this design? 

• Have all the project requirements, including the agreed environmental and social standard, been considered? Will the proposed procurement 
route(s) support their achievement? 

• Does the client recognise that all three routes (single stage, multi-stage and framework) may be needed to realise the benefits, especially for 
major programmes of work? Has the client for example, considered setting up a supplier framework? 

• Do the procurement routes proposed enable the client to optimally allocate the risks with the market? 

• Do the procurement routes proposed factor in market feedback and the decisions on packaging and contracting? 

• Has the client thought through the effort required, efficiency and effectiveness when selecting the route? 

• Is there enough time to secure the optimal route versus desire to allocate risk, e.g. within the annual funding cycle? 

• Does the procurement approach meet all of the legal and corporate regulatory obligations? 

• Does the chosen route provide the most effective basis for identifying/managing risk, and enabling innovation from the supply chain? 

• Does the client understand the regulations that apply to the procurement of the requirements? 

Evaluation process 
• Do the evaluation criteria reflect the business case and the required capability, culture and behaviours? 

• Do the evaluation criteria treat all bidders fairly? and have they been pubished in advance demonstrating the project’s commitment to 
transparency?  

• Does procurement have evaluation criteria in place to support equal opportunities and non-discrimination? 

• Are there specific evaluation criteria relating to environmental and social requirements? Do they consider track record of performance against 
environmental and social standards? Are these aligned with the project business case and environmental and social management plan?  
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Key areas / considerations 

• Would it be useful to have a third party expert panel, to act as advisor or as a compliance unit?  

• Does the evaluation process include environmental and social advisors as part of the evaluation panel?14  

• Has the client tested the evaluation model? Is it appropriate and clearly understood? 

• Does the market understand the process? 

• Does the process comply with legislative criteria? 

• Does the process comply with internal governance procedures? 

• Does the process comply with internationally accepted standards in transparency and good governance? 

• Is the length of process commensurate with the risk/reward associated with the procurement? 

• What is the process for testing if unsolicited bids present good value for money? 

• Will the evaluation provide adequate feedback to unsuccessful parties? 

• What is the process for settling legal disputes if the award is challenged? 

  

 
14 An expert panel can have specialisms that are specific to each project. They might include specialisms such as environmental impact, project safety, social development, or specific technical 
expertise of the type of infrastructure. 
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Pillar 6: Communicating the outcome 

Key areas / considerations 

Measuring the benefits 
• Has a mechanism been established to measure the benefits of the procurement exercise? 

• How will the supply chain’s performance be measured, assured and fed back, including with reference to social and environmental risk 
management? What are the audit rights of the authority with regards to the main and sub-contractors? 

• How much of the monitoring of contractual KPIs is done on a self-reporting basis? Are there procedures in place to verify self-reported KPIs? 

• What is the approach to on-going relationship management including governance? 

• Is there a mechanism to obtain external data to benchmark performance/benefits delivered? 

Lessons learned and feedback 
• How will the procurement process capture the lessons learned, and feedback on them during the delivery phase? 

• Is there enough time at the end of the project to reflect and evaluate? 

• How will the client organisation communicate what lessons came from the project, both within its own organisation and to the supply 
chain/broader industry? How will the client organisation make improvements? 
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This section offers supporting material to plan improvements for 
effective procurement. 

We give examples of good practice to help you: 

1. Appreciate the typical flows and structures in a procurement model  

2. Engage the market effectively 

3/4. Develop the packaging strategy 

5. Appreciate how risk allocation informs the procurement approach 
and contracting model  

6. Understand the alternative contracting models 

7. Select the appropriate contracting model based on risk and 
complexity of requirement 

8. Consider the role the private sector can play in financing and 
delivering infrastructure projects 

9. Compare the alternative routes to market 

These examples will not be relevant to every project. They are a 
collection of good practice that may be helpful, in specific 
circumstances. It is important to assess and tailor any good practice to 
the specific project and its wider context. 

Likewise, the suggested reading is a starting point for further research. 
You should look for other sources relevant for your project, to support 
capability strengthening. 

Within Routemap, the examples of good practice support capability 
strengthening in (Step 9) – Action planning. 

 

Good practice examples 
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1. Good practice: Procurement model overview 

 
The diagram above illustrates the stages of procurement. You need to understand what the project requires, how the client sees its position within 
the market, who can supply the service, and when is the best time to approach the market. 

The model shows how the client and the market work together to determine the best packaging and contracting model based on risk, complexity, 
capability and technical requirements. The approach balances risk benefit analysis, to inform decisions on the Contracting Model, based on the 
approach to technical, commercial, environmental and social requirements, and the market’s ability to deliver the requirements. 

There are many labels used to describe different procurement models (design/build, alliances, ECI, two-stage, etc.). More often than not, these just 
serve to characterise different approaches to contracting, payment type, incentivisation, design responsibility and risk transfer. The categories 
under contract model above show the generic range, based on indicative risk allocation from client to supplier. This is also indicative of the range 
from an input specification approach to an output specification approach: a direct delivery contract is more based on the inputs supplied, whereas 
outsourced delivery or fixed price delivery is more focused on delivering specific outputs. 
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2. Good practice: Engaging the market effectively 

Engagement with the market has a dual benefit: 

• to the client - understanding what the market can or cannot do (capability), and what the market will or will not bear (capacity) in pursuit of an 
opportunity 

• to the suppliers - insight into future opportunities, as well as the risks and rewards associated with that opportunity. 

Successful market engagement allows the supply chain to begin planning their resources in anticipation, i.e. get themselves ready to supply, 
particularly in cases where new or innovative approaches are required. More importantly, it enables the client to identify potential risks in its 
packaging strategy. 

The market capability assessment in the Routemap Handbook will provide a good characterisation of the wider marketplace.  

A client organisation needs to consider and reflect on the market environment in which it operates, and the maturity of its strategic relationships. 
Once it has done this, it can test the market with various options, or more specifically, gauge the market’s reaction e.g. to risk transference, 
technical solutions, the commercial and operational interfaces created by the packaging strategy etc. 

The greater the maturity level of strategic market relationships, the greater the possibility of achieving an enhanced offering and of nurturing market 
appetite over the longer term. 

Appetite in the market is key to successfully procuring and delivering a project. The client will achieve better value for money if there is appetite in 
the market, because responding bidders will be more competitive. 
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3. Good practice: Developing the packaging strategy (i) 
You need to fully consider and prioritise the technical aspects of the scope when packaging the requirements.  

If the packaging strategy involves multiple packages, then the client may consider using a clustering model which would make the procurement 
process more efficient. If there are common components or commodities, then the client may consider a common components strategy to benefit 
from a standardised approach. 

Clustering 
Using clustering or categories enables standard sets of contract solutions (see contracting model). Clustering or categorisation can provide 
consistency in the tendering process, allowing bidders to become familiar with documents, risk allocation, pricing requirements and the criteria used 
in assessing capacity and capability. It is important to cluster or categorise similar elements of work, design or service at a sufficiently high level, to 
allow effective communication with the target market(s). 

The key considerations when grouping scope into clusters or categories are:  

• The technical aspects of delivery including methodology and technologies 
• The timing of the delivery 
• The physical location of the work or service  
• The economic benefits 
• That the market exists, is recognisable and able to provide healthy competition 
• The capacity and resource are available in the supply chain to deliver the required quantity and quality 

Common components 
There are economic and delivery advantages to considering common components and commodities. It is important to consider this standardisation 
early in the development of the procurement strategy. Some of the benefits of a common component strategy, as a sub-set of the overall packaging 
strategy, include: 

• Having a co-ordinated approach to certain components 
• Potential for consistent design  
• Improved quality 
• Reduced cost and need for testing 
• Controlled capacity and delivery 
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4. Good practice: Developing the packaging strategy (ii) 
For many infrastructure projects the decision as to how the works are packaged is complex. Typically, the optimum packaging (or contract 
bundling) approach needs to balance potentially conflicting construction, commercial and market issues.  

Mapping these competing objectives in a simple matrix (see example below) can be a useful way of ensuring the procurement strategy takes into 
account some of these broader objectives, which can often get lost in the drive to optimise commercial considerations. 
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5. Good practice: Risk allocation 
You cannot develop the optimum procurement approach and contracting model without first considering the allocation of risk. For example, ‘price 
certainty’ is bought by paying the contractor to accept the risk of fixing a price in a commercial, changing market. You must assess the risks 
involved in key aspects of delivery, so that you can work out if it is more economical for the sponsor, client or contractor to manage them. These 
decisions need to be aligned to the risk management capability in each organisation, and the client model that you are using for delivery. 

It is common practice to construct a risk allocation matrix to inform these decisions, as set out in the example below. It may also be helpful to refer 
to the Risk Allocation model in Schedule 2: Workshops of the IPA’s Infrastructure Business Case: International Guidance, 2020. 
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6. Good practice: Alternative contracting models 
The different contracting models illustrated in the table below represent a spectrum of risk allocation. The table gives some basic advice about 
contract choice. 
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Whenever feasible, the contracting model should be kept as simple as possible and have a consistent, logical approach. As described earlier, it is 
important for the client to have worked through (in detail) its desired risk allocation, so that it is clear who is best placed to manage the appropriate 
risks. This risk allocation exercise will have led to clarity on which interface risks are best managed by each of the parties.   

The contract models represented in the table above have different risk profiles, which are applicable to different programmes of different 
complexity. To provide guidance on the relative ‘uses’ of each of the contract models, the diagram on the next page has been developed. 
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7. Good practice: Selecting the appropriate contracting model based on risk and complexity 
of requirement 

 
The selection of an appropriate contract model will be informed by 
consideration of: requirement, market, packaging, risk appetite etc., as 
set out in this module.  

It should also take into account a wider assessment of complexity/ 
capability, target operating model and delivery model considerations 
(see also Governance module).  

The chart shown here illustrates how two of these elements (risk and 
complexity of requirement) relate to alternative contract models. 

 



Project Development Routemap for Infrastructure Projects: International Module, Procurement 

 

34 

8. Good practice: Private sector participation 
The private sector can play a vital role in financing and delivering infrastructure projects. PPPs are not the only way the private sector can be 
involved in infrastructure, as is illustrated here. 

 

Note on terminology used in this good practice example:  
Affermage – affermage contracts are generally public-private sector arrangements, under which the private operator is responsible for operating and maintaining the utility but not 
for financing the investment.  
Offtaker – the offtaker is the party who buys the product being produced by the project, or who uses the services being sold by the project, e.g. electricity, mined material or a pipeline. 

Source: PPP Knowledge Lab: https://pppknowledgelab.org/guide/sections/6-ppp-contract-types-and-terminology  

https://pppknowledgelab.org/guide/sections/6-ppp-contract-types-and-terminology
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9. Good practice: Routes to market 
The term route is used in this module to describe the selection process adopted by the client to determine the supplier.  There are a variety of 
routes to market available. The single and multistage routes can be defined by the number of formal or informal supplier down selection steps that 
are taken. The Framework route can be subject to down selections but, most commonly, results in multiple contract awards being made to provide 
the facility. 

 

The selection of the route to market is essentially a balance of ‘effective plays efficient’. The thinking being that a multi-down selection approach 
can be the most effective in its outcome and have the ability to drive a better solution and reduce risks. However, it may be inefficient from both the 
market(s)’ and the client organisation’s perspective, with regard to the resource and time involved. This is opposed to a single stage approach 
which can be very efficient, but might lack the required effectiveness to drive out all the risks and realise opportunities. 

It is therefore important to determine the resource requirement that will be necessary to undertake the down-selects on both the client organisation 
and the supply chain side, together with the elapsed time for the process. This should then be balanced against the risk reduction and the benefits 
created. 
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Within Routemap, the suggested reading supports (Step 9) –  
Action planning. 

Here are some sources of good practice information and guidance on 
procurement: 

Project Development Routemap for Infrastructure Projects: 
International Handbook, Infrastructure and Projects Authority, 2020 
https://www.gov.uk/government/publications/improving-
infrastructure-delivery-project-initiation-routemap  

 

IPA, Infrastructure Business Case: International Guidance, 2020, 
https://assets.publishing.service.gov.uk/government/uploads/system/
uploads/attachment_data/file/902005/International_Infrastructure_Bu
siness_Case_Guidance.pdf 

 

Public Private Infrastructure Advisory Facility  
https://ppiaf.org/ 

 

PPP Reference Guide 
https://pppknowledgelab.org/guide/sections/83-what-is-the-ppp-
reference-guide 

 

World Economic Forum – Strategic Infrastructure Steps to Prepare 
and Accelerate PPP, 2013 
https://fr.weforum.org/reports/strategic-infrastructure-steps-prepare-
and-accelerate-public-private-partnerships 

 

International Finance Corporation (for Private Sector Funded 
Projects) 
https://www.ifc.org/wps/wcm/connect/corp_ext_content/ifc_external_
corporate_site/home 

 

IFC Performance Standards, 2012 
https://www.ifc.org/wps/wcm/connect/Topics_Ext_Content/IFC_Exter
nal_Corporate_Site/Sustainability-At-IFC/Policies-
Standards/Performance-Standards 

 

Suggested reading 

https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/902005/International_Infrastructure_Business_Case_Guidance.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/902005/International_Infrastructure_Business_Case_Guidance.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/902005/International_Infrastructure_Business_Case_Guidance.pdf
https://ppiaf.org/
https://pppknowledgelab.org/guide/sections/83-what-is-the-ppp-reference-guide
https://pppknowledgelab.org/guide/sections/83-what-is-the-ppp-reference-guide
https://fr.weforum.org/reports/strategic-infrastructure-steps-prepare-and-accelerate-public-private-partnerships
https://fr.weforum.org/reports/strategic-infrastructure-steps-prepare-and-accelerate-public-private-partnerships
https://www.ifc.org/wps/wcm/connect/corp_ext_content/ifc_external_corporate_site/home
https://www.ifc.org/wps/wcm/connect/corp_ext_content/ifc_external_corporate_site/home
https://www.ifc.org/wps/wcm/connect/Topics_Ext_Content/IFC_External_Corporate_Site/Sustainability-At-IFC/Policies-Standards/Performance-Standards
https://www.ifc.org/wps/wcm/connect/Topics_Ext_Content/IFC_External_Corporate_Site/Sustainability-At-IFC/Policies-Standards/Performance-Standards
https://www.ifc.org/wps/wcm/connect/Topics_Ext_Content/IFC_External_Corporate_Site/Sustainability-At-IFC/Policies-Standards/Performance-Standards
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Inclusivity in Procurement: Entry Points in the Project Cycle, 
Infrastructure and Cities for Economic Development Facility (ICED), 
2019 
http://icedfacility.org/resource/guidance-note-inclusivity-in-
procurement/ 

 

Mobilising Finance for Infrastructure, Cambridge Economic Policy 
Associates, 2015 
https://assets.publishing.service.gov.uk/media/57a08979ed915d622
c00022b/61319-DfID_3_Three_page_summary.pdf 
 
OECD 2015 – Fostering Investments in Infrastructure 
https://www.oecd.org/daf/inv/investment-policy/Fostering-
Investment-in-Infrastructure.pdf 

  

OECD Public Procurement Toolkit 
https://www.oecd.org/gov/public-procurement/ 

   

Infrastructure Financing Instruments and Incentives, OECD, 2015  
http://www.oecd.org/finance/private-pensions/Infrastructure-
Financing-Instruments-and-Incentives.pdf 

 

Concessions, Build Operate Transfer and Design Build Operate 
Projects 
https://ppp.worldbank.org/public-private-
partnership/agreements/concessions-bots-dbos 

 

Major Projects Knowledge Hub Good Practice Contract 
Management Framework, 2016 
https://www.majorprojectsknowledgehub.net/resources/good-
practice-contract-management-framework/ 

 

National Audit Office Commercial and Contract Management: 
Insights and Emerging Best Practice, 2016 
https://www.nao.org.uk/wp-
content/uploads/2016/12/Good_practice_contract_management_fra
mework.pdf 
https://www.nao.org.uk/wp-content/uploads/2017/12/A-Short-Guide-
to-Commercial-relationships.pdf 

 

G20 PPP Contract Management 
https://managingppp.gihub.org/?utm_source=English%20media%20
release&utm_medium=Media%20release&utm_campaign=PPP%20
Contract%20Management%20launch 

 

European Commission Public Procurement Guideance for 
Practitioners, 2015 
https://ec.europa.eu/regional_policy/sources/docgener/informat/2014
/guidance_public_proc_en.pdf 

 

http://icedfacility.org/resource/guidance-note-inclusivity-in-procurement/
http://icedfacility.org/resource/guidance-note-inclusivity-in-procurement/
https://assets.publishing.service.gov.uk/media/57a08979ed915d622c00022b/61319-DfID_3_Three_page_summary.pdf
https://assets.publishing.service.gov.uk/media/57a08979ed915d622c00022b/61319-DfID_3_Three_page_summary.pdf
https://www.oecd.org/daf/inv/investment-policy/Fostering-Investment-in-Infrastructure.pdf
https://www.oecd.org/daf/inv/investment-policy/Fostering-Investment-in-Infrastructure.pdf
https://www.oecd.org/gov/public-procurement/
http://www.oecd.org/finance/private-pensions/Infrastructure-Financing-Instruments-and-Incentives.pdf
http://www.oecd.org/finance/private-pensions/Infrastructure-Financing-Instruments-and-Incentives.pdf
https://ppp.worldbank.org/public-private-partnership/agreements/concessions-bots-dbos
https://ppp.worldbank.org/public-private-partnership/agreements/concessions-bots-dbos
https://www.majorprojectsknowledgehub.net/resources/good-practice-contract-management-framework/
https://www.majorprojectsknowledgehub.net/resources/good-practice-contract-management-framework/
https://www.nao.org.uk/wp-content/uploads/2016/12/Good_practice_contract_management_framework.pdf
https://www.nao.org.uk/wp-content/uploads/2016/12/Good_practice_contract_management_framework.pdf
https://www.nao.org.uk/wp-content/uploads/2016/12/Good_practice_contract_management_framework.pdf
https://www.nao.org.uk/wp-content/uploads/2017/12/A-Short-Guide-to-Commercial-relationships.pdf
https://www.nao.org.uk/wp-content/uploads/2017/12/A-Short-Guide-to-Commercial-relationships.pdf
https://managingppp.gihub.org/?utm_source=English%20media%20release&utm_medium=Media%20release&utm_campaign=PPP%20Contract%20Management%20launch
https://managingppp.gihub.org/?utm_source=English%20media%20release&utm_medium=Media%20release&utm_campaign=PPP%20Contract%20Management%20launch
https://managingppp.gihub.org/?utm_source=English%20media%20release&utm_medium=Media%20release&utm_campaign=PPP%20Contract%20Management%20launch
https://ec.europa.eu/regional_policy/sources/docgener/informat/2014/guidance_public_proc_en.pdf
https://ec.europa.eu/regional_policy/sources/docgener/informat/2014/guidance_public_proc_en.pdf
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World Bank, Guidance Note: Procurement arrangements applicable 
to Public-Private Partnerships (PPP) contracts 
https://ppp.worldbank.org/public-private-
partnership/library/procurement-arrangements-applicable-public-
private-partnerships-ppp-contracts-financed-under 

 

World Bank, Procuring Infrastructure Public-Private Partnerships, 
2018 
https://ppp.worldbank.org/public-private-
partnership/sites/ppp.worldbank.org/files/documents/Procuring%20I
nfrastructure%20Public-
Private%20Partnerships%20_2018_EN2_0.pdf 

 

World Bank, Procurement for Projects and Programs 
www.worldbank.org/en/projects-operations/products-and-
services/procurement-projects-programs 

 

United Nations Economic Commission for Europe (UNECE): 
Women’s Empowerment in People-First Public-Private Partnerships, 
2020 
http://www.unece.org/fileadmin/DAM/ceci/ppp/Documents/Drafts/PP
P_Brief_1_Women_s_empowerment_in_PfPPPs.pdf 

 

https://ppp.worldbank.org/public-private-partnership/library/procurement-arrangements-applicable-public-private-partnerships-ppp-contracts-financed-under
https://ppp.worldbank.org/public-private-partnership/library/procurement-arrangements-applicable-public-private-partnerships-ppp-contracts-financed-under
https://ppp.worldbank.org/public-private-partnership/library/procurement-arrangements-applicable-public-private-partnerships-ppp-contracts-financed-under
https://ppp.worldbank.org/public-private-partnership/sites/ppp.worldbank.org/files/documents/Procuring%20Infrastructure%20Public-Private%20Partnerships%20_2018_EN2_0.pdf
https://ppp.worldbank.org/public-private-partnership/sites/ppp.worldbank.org/files/documents/Procuring%20Infrastructure%20Public-Private%20Partnerships%20_2018_EN2_0.pdf
https://ppp.worldbank.org/public-private-partnership/sites/ppp.worldbank.org/files/documents/Procuring%20Infrastructure%20Public-Private%20Partnerships%20_2018_EN2_0.pdf
https://ppp.worldbank.org/public-private-partnership/sites/ppp.worldbank.org/files/documents/Procuring%20Infrastructure%20Public-Private%20Partnerships%20_2018_EN2_0.pdf
http://www.worldbank.org/en/projects-operations/products-and-services/procurement-projects-programs
http://www.worldbank.org/en/projects-operations/products-and-services/procurement-projects-programs
http://www.unece.org/fileadmin/DAM/ceci/ppp/Documents/Drafts/PPP_Brief_1_Women_s_empowerment_in_PfPPPs.pdf
http://www.unece.org/fileadmin/DAM/ceci/ppp/Documents/Drafts/PPP_Brief_1_Women_s_empowerment_in_PfPPPs.pdf
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This glossary identifies key terms for the Procurement Routemap 
module. The Project Development Routemap for Infrastructure 
Projects: International Handbook contains a comprehensive glossary 
of terms related to the Project Development Routemap generally. 

Assessment(s): Refers to either the complexity or capability 
assessments (or both). 

Asset management: Asset management is the coordinated activity 
within and between organisations, to realise value from their assets. 

Balanced scorecard: A set of criteria to evaluate different applicants 
for a procurement decision. Should balance the different objectives 
and considerations of the project, including, for example, cost, quality, 
environmental standards, gender inclusion. 

Capability: Routemap uses capability to describe the ability of the 
sponsor, client, asset manager and market to organise for effective 
and efficient delivery. It refers to a part of the business and not the 
individual, as most barriers to best-practice are institutional and not 
individual actions. Stakeholder perception of capability is assessed by 
capability assessments. 

Capability gap: The difference between the existing organisational 
capability and the capabilities required to successfully deliver the 
proposed project or programme. 

Client: The client is the organisation that is responsible for fulfilling the 
requirements and delivering the benefits. The client translates the 
requirements from the sponsor and manages the delivery outcomes. 
The client selects, procures and manages supplier/s to meet project 

objectives. The Client organisation may be referred to as the 
Implementing Agency or the Government Contracting Agency. The 
Client may be internal or external to the department or line ministry. 

Client model: The client model refers to how the client organisation 
structures and resources the project execution activities between the 
client, advisors/partners and supply chain (e.g. in-house vs. external). 
This is a key consideration in determining organisational design and 
procurement strategies. 

Commercial model: The commercial model is the long term plan for 
how an organisation will manage commercial arrangements while 
delivering the project requirements. 

Complexity: Project complexity is a measure of the inherent difficulty 
of delivering a project. This is assessed on factors such as the stability 
of the wider delivery environment, the level of innovation required, and 
the number of stakeholders involved.  

Contracting model: The contracting model refers to how risk will be 
allocated between the client and suppliers.  It should align with each 
parties’ risk appetite, their ability to manage risks and the client model. 

Delivery model: The delivery model refers to the organisational entity 
that will be appointed to deliver the project, e.g. establishment of a 
special purpose vehicle. This is a key consideration in determining 
governance arrangements. 

  

Glossary 
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Design for Manufacture and Assembly (DFMA): Design for 
Manufacture and Assembly (DfMA) is a design approach that focuses 
on ease of manufacture and efficiency of assembly. By simplifying the 
design of a product, it is possible to manufacture and assemble it more 
efficiently, in the minimum time and at a lower cost. 

Down selection:   Down selection happens as you move through the 
procurement process and suppliers are not selected to be taken 
forward to the next stage. 

Environmental and Social Impact Assessment (ESIA): An 
environmental and social impact assessment is conducted to identify 
and evaluate environmental and social risks in projects. 

Environmental and Social Management Plan (ESMP): An 
environmental and social management plan contains mitigation 
measures and actions in order to mitigate environmental and social 
risks and to maximise potential environmental and social benefits over 
the life of a project. 

Interface: A point where two systems, subjects, organisations, etc. 
meet and interact. 

International Finance Corporation (IFC) Performance Standards: 
An international benchmark for identifying and managing 
environmental and social risk that has been adopted by many 
organizations as a key component of their environmental and social 
risk management. 

Infrastructure: Infrastructure includes the physical and organisational 
networks and systems that supply and support reliable and effective 
domestic and international transport, digital communications, energy, 
flood protection, water and waste management, health and social 
services. 

Market: A market is a group of organisations that integrates and 
competes to provide goods or services to one or more clients.  

Open Book Contract Management (OBCM): The scrutiny of a 
supplier’s costs and margins through the reporting of, or accessing, 
accounting data. 

Political economy: Political economy focuses on the 
interrelationships among individuals, governments, and public policy 
and how these create economic, environmental and social outcomes. 

PPP: Public Private Partnerships (PPP) is a form of contract between 
public and private sector whereby, characteristically, the private sector 
design, build, finance and operate a publicly provided service against 
payment by the Sponsor (for an Availability based PPP) or by users 
(for a Concession based PPP). There are many different possible 
definitions. 

Prime contractor: The contractor responsible for the day-to-day 
oversight of a programme, including management of vendors and 
traders and the communication of information to all involved parties 
throughout the course of the programme. 

Procurement Model: The approach taken, and the contracting model 
used to purchase goods and services from the supply chain. 

Project: Throughout this document, the term project means project, 
programme or portfolio. 

Project affected person: A person who has been affected by the 
project due to loss of land, housing, other immovable assets, livelihood 
or a combination of these due to project activities. These include 
protected and/or marginalised groups such as indigenous peoples, 
women, children, persons with disabilities and informal sector workers. 

Route to market: Route to market is used to describe the selection 
process adopted by the Client to determine the Supplier. 

  

https://en.wikipedia.org/wiki/Construction
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Scenario planning: A strategic planning method to help predict 
uncertainties within an organisation. Scenario planning involves 
predicting what future conditions or events are probable, what their 
consequences or effects might be and how to best respond to them. 

Safeguarding: The organisational system in place to prevent harm or 
unethical behaviour being perpetrated by individuals [engaged in 
project development and delivery]. 

Senior responsible owner (SRO): This is the person who is 
ultimately accountable for a programme or project meeting its 
objectives, delivering the required outcomes, and realising the required 
benefits. They own the business case and are accountable for all 
aspects of governance. They will usually sit in the sponsor 
organisation. 

Sexual exploitation and abuse (SEA): Sexual exploitation is any 
actual or attempted abuse of a position of vulnerability, differential 
power or trust for sexual purposes, including, but not limited to, 
profiting monetarily, socially or politically from the sexual exploitation of 
another (UN Glossary on Sexual Exploitation and Abuse 2017, World 
Bank 2019). Sexual abuse is the actual or threatened physical 
intrusion of a sexual nature, whether by force or under unequal or 
coercive conditions (UN Glossary on Sexual Exploitation and Abuse 
2017, World Bank 2019)  

Sponsor: The sponsor organisation secures the funding, owns the 
business case and is responsible for specifying the requirements to the 
client. In some contexts, the sponsor and client could be from the 
same organisation. 

Target operating model: The end state of how the asset will be: 
used; funded; owned; operated and maintained. 

United Nations Sustainable Development Goals (UN SDGs): UN 
framework composed of 17 interdependent economic, environmental 
and social global goals, each of which is underpinned by targets and 
measurement indicators. 

Value for money: The optimum combination of whole-of-life costs and 
quality or fitness for purpose of a good or service that meets the user’s 
requirements (though there are many different possible definitions). 
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	Preface 4
	Preface
	Since 2012, Routemap has been applied in the UK to projects totalling over £300bn, with significant and sustained impact on public policy, professional practice and economic benefit.
	The UK Infrastructure and Projects Authority (IPA) is proud to present this international module on the Project Development Routemap for Infrastructure Projects.
	Projects that enhance and expand access to infrastructure are critical to achieving inclusive, sustainable growth and reducing poverty. However, infrastructure projects often encounter problems in their early stages. Poor project development constrains project delivery and limits the benefits it can drive from investment.
	Routemap aligns with the G20 Principles for the Infrastructure Project Preparation Phase (the G20 Principles), the United Nations Sustainable Development Goals (in particular, supporting environmental and social sustainability) and was identified by the Global Infrastructure Hub as a leading practice in good project preparation.
	The Project Development Routemap (Routemap) is a structured and tested methodology used to set up projects for success. It ensures best practice and learning about the most common causes of project failure are considered at crucial early stages of development. In this module, we use the term ‘project’ to encompass projects, programmes and portfolios.
	This international module has been produced as part of the Global Infrastructure Programme, sponsored by the UK’s Prosperity Fund to provide practical instruction on the Routemap. It builds on both UK and international experience and is tailored to the needs of audiences in a broad range of countries. The IPA would like to thank the United Kingdom’s Foreign and Commonwealth Office and embassies, and the governments of Colombia and Indonesia who have provided invaluable assistance in the development of the Routemap for international use.
	Routemap principles are core to any infrastructure project, and especially helpful where project teams undertake complex projects that test the limits of their organisational capability. It is a structured approach that brings project stakeholders together, to improve project-specific capabilities, enable governments and supply chains to maximise value for money and, where appropriate, increase opportunities for international investment. It gives confidence to people developing projects, those approving them, and those investing in them. 
	We hope this guidance is useful, practical and will improve the quality of infrastructure development in your country.
	Introduction: Routemap Modules
	The Routemap modules (modules) help you to identify and address gaps in capability across seven commonly challenging areas of project development. You should use these modules alongside the Project Development Routemap for Infrastructure Projects: International Handbook. 
	There are also examples of good practice to help project teams plan and improve project development. They come from the experience of UK public sector-driven infrastructure projects and from international authorities. Examples have been specifically selected for relevance to international audiences.
	The Handbook explains the Routemap methodology and describes the 10-step process for its application to projects, which results in a detailed action plan to close the gaps in project capability. 
	Routemap modules can be: 
	There are seven modules, one covering each of the following areas:
	 useful when applying the Routemap 10-step process which is described in the Routemap handbook (the following diagram shows how the sections of the module support different steps in the process)
	 Rationale
	 Governance
	 Execution Strategy
	 a stand-alone resource to identify potential risks and improvements in project capability development, and relevant good practice from other projects 
	 Organisational Design & Development
	 Procurement
	 Risk Management
	 Asset Management
	The modules are not a complete guide to project development, nor a substitute for business case development. They are based on real-world experience from large infrastructure projects and complement best practice found elsewhere. You need to consider each project’s individual characteristics and context and then you can identify what will be most helpful to the project.
	The module content applies to all types of infrastructure projects, including PPP and publicly funded projects. It supports project teams to identify risks to project outputs, and wider economic, environmental and social outcomes. It helps align projects to the G20 principles of ‘quality infrastructure’, internationally recognised standards like the International Finance Corporation Performance Standards, and the United Nations Sustainable Development Goals.
	The Routemap modules are useful when applying the Routemap 10-step process which is described in the Handbook. The diagram below shows how the different sections of the modules (listed in the left column) can support the different steps in the process.
	/
	Procurement, and why it is important
	A procurement process should always be underpinned by these three principles. 
	Procurement is the dynamic process that identifies and sources the most appropriate and best value goods and services for your project.
	Your approach to procurement allows you to explore market opportunities and to implement strategies that deliver the best possible outcome to the organisation, its stakeholders, project affected persons, its customers, and the wider environment and society. 
	 Equality - How can the procurement process support equal opportunities and gender equality? How can the process support opportunities for small and medium sized enterprises? How can we encompass all relevant social, environmental and other equity issues in the evaluation process?  
	The good practice in this module can support you in developing your procurement approach and applies to all infrastructure projects including PPP and publicly funded projects. It can help the client organisation to: 
	 Fairness - How will we treat bidders equally through the procurement process? How will we prevent bias or discrimination towards bidders? 
	 Transparency - How will we make the bid evaluation process transparent? 
	 define the work to be procured
	 engage with the market and prepare them to respond
	You will also need to consider how to integrate environmental, social and wider impacts with deliverability, affordability and value for money considerations. Longer-term, multi-organisation and more complex projects will require additional effort and structure. In these cases, experienced technical specialists are invaluable in areas such as finance, contracting, risk management, environmental stewardship, social development, labour and working conditions, and land acquisition and resettlement. 
	 optimise risk allocation between the client organisation and the market  
	 identify the most appropriate procurement route
	The market capability assessment in the Routemap Handbook is a useful tool for project teams to examine the broader market’s ability and appetite to respond to requirements over the life of the infrastructure, as part of the Routemap 10-step process.
	The IPA’s Infrastructure Business Case: International Guidance provides additional guidance – largely within the Commercial Case - on procurement activities through the business case stages.
	Citation
	‘Public procurement refers to the purchase by governments and state-owned enterprises of goods, services and works. As public procurement accounts for a substantial portion of the taxpayers’ money, governments are expected to carry it out efficiently and with high standards of conduct in order to ensure high quality of service delivery and safeguard the public interest.’
	(OECD)
	Characteristics of effective procurement
	Pillars of effective procurement

	Good procurement will both optimise the delivery of project requirements and clearly articulate the allocation of risk. It also provides an opportunity to focus attention on environmental and social impacts, and prepare the market to deliver enhanced benefits for project-affected persons.
	 Enable the client and supply chain to understand the risks related to delivering the requirements, including environmental and social risks
	 Allocate risk to the party best able to manage it. This should be based on an understanding of the risks best managed internally (based on the client’s risk appetite) and the risks the market can better manage externally
	The procurement approach should:
	 Identify the appropriate route to market to maximise value for money, considering social and environmental risks and opportunities
	 Adopt and comply with a clear and transparent procurement process (including approvals and assurances)
	 Engage with advisors and the market in the pre-procurement phase to identify likely costs, risks and contingencies and to confirm the market has the appetite, capability and capacity to deliver the goods and services required
	 Recognise shared reputational impacts, benefits, risks and rewards 
	 Be completely compliant with procurement regulation and legislation, so that you avoid unnecessary challenges and wasted effort
	 Foster and support strategic engagement to develop market capability
	 Develop clear and appropriate payment and performance mechanisms
	 Be based on a shared understanding of key drivers, expected outcomes and objectives between the client and the supply chain, enabling them to align their efforts and work together collaboratively
	 Support the project’s overall execution strategy and client model.
	 Specify the required environmental and social standards through the process, i.e. at early market engagements, in the key documentation (the terms of reference, as an evaluation criteria etc.)
	Effective procurement is characterised by six pillars: 
	Together these six pillars underpin an effective procurement approach. If one pillar is missing or out of balance, the procurement may be inefficient and may lead to greater risk or loss of value. Reviewing your procurement approach against these pillars can help to identify potential areas for improvement.
	/
	In Routemap, these pillars support (Step 6) – Gap analysis. Considering them in the context of your current procurement arrangements can help you to identify areas for improvement.
	The pillars are expanded in the Considerations section of this module.
	Useful documents
	These documents, components or reports usually contain information on procurement arrangements. They may be helpful when reviewing and developing the procurement approach for your project.
	 Procurement plan and strategy
	 Invitation to tender and bid selection criteria
	 Asset management or operational strategies
	 Sponsor requirements 
	 Business case 
	 Execution strategy
	 Corporate procurement policies
	 Existing framework agreements
	 Risk management strategy
	 Organisational design and development strategy
	You may find it useful to review these documents to identify the ‘areas of interest’ when scoping a Routemap (Step 3) – Routemap strategy.
	These documents may also be helpful in (Step 6) – Gap analysis. When cross-checked against existing project documentation, they may help to identify capability gaps.
	Typical findings related to procurement
	This list describes typical issues that might arise during project development, and would indicate that the approach to developing the project’s procurement needs improvement:
	During Routemap, these example findings may be helpful when identifying issues and articulating your own findings (Step 6) –Gap analysis.
	 Contract incentives seem to misalign with sponsor’s requirements or client model, so the supply chain does not perform as you would expect.
	If your findings contain statements like these, this module could help you to develop recommendations to strengthen capability (Step 8) – Developing recommendations.
	 Market appetite for the project is unproven.
	 The client or market organisations do not have much experience of the proposed procurement model. This means that they may need capabilities they do not have.
	 The client or market organisations do not understand the extent of capability development required by the market to deliver the project.
	 The client over-prescribes how the supply chain should do the work, so it may not have the opportunity to innovate or add value.
	 The procurement process (including the market engagement, terms of reference and bid evaluation criteria) do not make the environmental and social requirements sufficiently clear. This leads bidders to submit sub-standard proposals or to be ill-prepared to manage the associated downstream risks.  
	Considerations for effective procurement
	Pillar 1: Understand the requirements
	Pillar 2: Engage the market
	Pillar 3: Packaging the work
	Pillar 4: Selecting the contracting model
	Pillar 5: Choosing the route to market
	Pillar 6: Communicating the outcome

	The considerations questions help you understand the root causes of the capability gaps and suggest improvements. You may not need to review all the considerations, just use the most relevant ones for your project.
	During Routemap, working through these considerations can help you to validate the effectiveness of existing arrangements (Step 5) – Information gathering.
	These questions will help you:
	They can also help you identify reasons for the findings and ways to address them in (Step 8) - Developing recommendations.
	 to review and validate your existing procurement strategy
	 to target areas for improvement
	 to test the deisgn of a new procurement strategy. 
	The questions are grouped around the six pillars of effective procurement: understand and communicate requirements; engage the market; package the works; choose the risk allocation model; choose the route to market; and communicate the benefits.  
	You may need to revisit the procurement strategy as you develop the requirements and execution strategy, so it will be useful for you to review this list of considerations again at major decision, transition or approval points. 
	Requirements and benefits
	 What is the status of the business case?
	 Are the requirements well-articulated and easy to understand?
	 Are the requirements around environmental and social standards and sustainability agreed and clearly communicated? 
	 Has legal advice been sought to ensure the environmental and social standards for the project comply with regulation?
	 Are policies in place regarding child labour and modern slavery in the supply chain?
	 Has the client undertaken a capability assessment to inform the procurement strategy and scope? Does the client team have the capability to manage the procurement strategy?
	 Has that assessment considered specific capabilities relating to environmental and social risk management? 
	 Will the client model enable delivery of the requirements?
	 Are there procurement laws or a policy document that govern the procurement activities?
	 If there is a policy document, does it include requirements around transparency?
	 Is there a clear timeline for the procurement activities including responses from bidders?
	 Is there a balanced scorecard so that you can prioritise, evaluate and communicate requirements?
	 Have the risks been identified that may impact the delivery of the requirements? Do these include environmental and social risks?
	 Are third party obligations clear (including funders/regulators/assurance bodies)?
	 Is the interface with the asset management and operational strategy clear?
	 What responsibility and liability does the supply chain have for continuation of operations?
	 Is the corporate risk strategy clear, and how will it influence procurement activity?
	 What is the impact of the project funding and financing on the procurement options? Does the commercial case of the business case consider these impacts? 
	Market relationship
	 Does the client (i.e. the procuring authority) understand the marketplace for the goods and services it needs? 
	 Has the client analysed their need against the market’s capacity to supply?
	 What is the client’s experience of the market and its ability to deliver what is needed? Does the market have the ability to meet environmental and social standards?
	 How does the market perceive the the client and the client’s maturity level?
	 Does the client have a long-term strategic relationship with the supply chain e.g. partnership agreements?
	 Is there a visible programme of future work that could support a more strategic relationship with suppliers? Does the client understand how and where the market can most add value to the project? 
	 Does the market offer a service approach the client has not previously considered?
	 What key factors will enable a strategic relationship with the market?
	Market engagement
	 Has the client identified a target supply chain? Does it have suitable capabilities and capacity?
	 Does the procurement process enable the client to engage with a wide range of market providers? e.g. specialist environmental and social service providers, small and medium-sized enterprises. 
	 Is finance available to support the proposed model, e.g. bond market or banks, and if not, who will finance it? What are the roles of the MDBs and Donor Agencies?
	 How could market engagement be improved? Does market engagement demonstrate the client’s commitment to transparency and fair treatment of bidders?
	 Are there any environmental and social safeguard standards that need skillsets not typically provided by the existing market? e.g. addressing sexual exploitation and abuse, linked to project development?  How can you identify these early in the process, to help raise awareness across the market?
	 Does the client have an initial understanding of the market appetite that needs to be generated and their preferred allocation of risk? (see Pillar 4)
	 What market engagement approaches have other clients successfully adopted?
	 Has the client considered a variety of market engagement methods? e.g. meetings with the market, issuing requests for information?
	 Has the client allowed enough time in the schedule for meaningful market engagement? e.g. to allow time for joint ventures/consortia to form, particularly involving international and local bidders. 
	 Are there legislative or statutory provisions that the client needs to meet before taking the proposal to market engagement stage?
	 Has the client tested the outline packaging and contracting strategy with the market? 
	 Can the client take confidence from the market engagement response to its procurement opportunities?
	 Has the client thought about how its market engagement activity may affect existing, incumbent relationships?
	 Has the client thought about how it will engage the sub-tier supply chain – has it tested the procurement strategy with them?
	Market appetite
	 Does the client understand the appetite of the market to meet its demand (including for delivering services in line with environmental and social standards)? 
	 If market appetite is lower than expected, does the client know why? Having found out the reasons, how far is the Authority willing to go to 
	de-risk the project? e.g. allowing a longer procurement schedule to allow joint ventures and consortia to form, avoiding changes mid-way through the procurement process etc. 
	 Has the client identified any steps to encourage and increase market appetite?
	 Are any other clients procuring services on a similar timeline that may use an identical supply chain? What impact could this have on market appetite?
	 What is the policy for managing unsolicited bids? If unsolicitied bids are allowed, how is value for money ensured?
	 Does the procurement strategy recognise 2nd tier/sub-tier supply chain members and set out how they can be engaged through the procurement?
	 Is it clear how investment will result in corporate risk and reward?
	 Do the market engagement results give the client confidence in the market appetite for its procurement opportunities?
	 Does the procurement process allow the client to avoid surprises by tracking appetite? and gain understanding of the reasons for any changes?
	 Has the client tested the outline commercial models within the marketplace?
	 Is the relationship between asset creation, operation and market appetite clear?
	Risk approach
	 Can the client clearly describe and evaluate the project risks? Does this include environmental and social risks?
	 Has the client conducted an environmental and social impact assessment (ESIA) and developed a related environmental and social management plan (ESMP) which covers the full range of potential risks? Are they part of the key procurement documents? 
	 Are the responsibilities for risk management clearly defined? 
	 Are risks allocated to the parties best able to manage them? Are there any risks where the management should be shared? 
	 How much risk should the client manage in-house and how much should it pass on to the supply chain? How should the client transfer this risk?
	 Is the risk allocation aligned with the balanced scorecard measures?
	 Does the risk allocation align with the cost certainty and schedule requirements?
	 Is risk allocation clear and sustainable?
	 Is risk and reward transfer equitably balanced?
	 Has the client tested its proposed risk transfer with the market?
	 Does the risk transfer strategy align with the corporate risk approach, including 3rd party requirements such as regulations?
	 Does the risk allocation and management strategy reflect the capability and complexity assessments?
	Interfaces between supply chain partners
	 Has the client considered the soft (non-contractual) and hard (contractual) interfaces created by the packaging strategy? 
	 How are environmental and social standards integrated into consideration of these interfaces? Is it clear which party is responsible for ensuring compliance with these standards? 
	 Does the client organisation have a structure that can manage the technical/commercial/operational interfaces that the packaging strategy will create?
	 What approaches, e.g. alliancing or partnering arrangements, would help soften contractual interfaces and encourage collaboration?
	 How will the client manage the scope boundaries and the risks associated with interdependencies between packages?
	 How has the client scoped and sized the packages so that it can manage the interfaces?
	Packaging strategy
	 Does the packaging strategy encompass the entire scope?
	 Has the feedback from the market engagement informed the packaging strategy? When the packaging strategy changes, does the client go back to the market for input to test its appetite?
	 Does the packaging strategy bundle the works appropriately?
	 Has the client taken the timing and availability of funding into account when it structured the work packages?
	 Is there an open dialogue with the suppliers throughout development and delivery? This communication should be two-way, to take advantage of supplier’s expertise and to foster a culture of open and collaborative engagement throughout from the start of the project lifecycle
	 Do the suppliers have the skills and capabilities required for different works, so they can price themselves competitively and the client has confidence in their ability to perform?
	 Are the packages of work structured so that they can be easily commissioned and transferred at the start of operation?
	 What are the provisions for change, contract variation and contract termination?
	 Are the work package sizes appropriate for the client’s corporate risk philosophy?
	 Do the economic conditions have an impact on the packaging strategy?
	 Would there be the revenue benefits from the early transfer of assets into operation?
	Contracting approaches
	 Is there a suitable mix of contracting solutions to realise the benefits? 
	 Is the form of contract as close to industry standard as possible? Does the market understand it? This will help clarify client and supply chain obligations and risks.
	 Do contracts incorporate a balanced scorecard with clear and measurable parameters? Are there appropriate key performance indicators (KPI’s)? Are there KPIs for environmental and social risks and impacts? 
	 Do the contracts establish the required levels of control?
	 Will the incentives and collaboration tools encourage behaviours that will realise the benefits?
	 Does the client want a transactional or relational relationship with the market?
	 Does the client’s commercial strategy enable all parties to meet their commercial needs?
	 What is the proposed extent/duration of the desired relationship?
	 Is it clear who owns each element of project design?
	 What opportunity/benefit is there for the supply chain to contribute to design?
	Testing the contracting strategy
	 Has the client adopted this approach before? If so, what did they learn?
	 What are the client’s and supply chain’s attitudes to risk? Have these been taken into account in the contracting strategy?
	 Does the contracting strategy complement the packaging strategy?
	 Does the contracting strategy cover all physical and contractual interfaces?
	 Is the client’s organisation structure sufficient to effectively administer the proposed contracting strategy?
	 Does the contracting strategy correspond with the sponsor and client priorities, including environmental and social standards and sustainable development priorities?
	 Is the strategy deliverable within the project’s budget constraints?
	Managing delivery
	 During the contract period, is it clear how the project is managed to control costs and avoid/resolve disputes?  
	 As construction progresses, is it clear how all parties will report on and monitor the project? Is reporting aligned with the agreed environmental and social standards, performance management mechanisms, payment mechanisms and any risk sharing?
	 What are the remedies or penalties for non-performance, non-compliance with environmental or social standards, dispute resolution and contract termination?
	 Has the client considered fair payment practices throughout the supply chain?
	 Has the client thought through how to oversee testing and commissioning procedures, production of operation/maintenance manuals and as-built records?
	 How will social and environmental good practices integrate throughout the project delivery lifecycle? 
	 How will safeguarding risks be managed appropriately across project delivery? What are the penalties for non-performance both during construction (e.g. liquidated damages) and operational phases (e.g. deductions)?
	 Have the exit strategies been considered?
	Route(s) to Market
	 Has the client considered who designs the procurement approach and who owns this design?
	 Have all the project requirements, including the agreed environmental and social standard, been considered? Will the proposed procurement route(s) support their achievement?
	 Does the client recognise that all three routes (single stage, multi-stage and framework) may be needed to realise the benefits, especially for major programmes of work? Has the client for example, considered setting up a supplier framework?
	 Do the procurement routes proposed enable the client to optimally allocate the risks with the market?
	 Do the procurement routes proposed factor in market feedback and the decisions on packaging and contracting?
	 Has the client thought through the effort required, efficiency and effectiveness when selecting the route?
	 Is there enough time to secure the optimal route versus desire to allocate risk, e.g. within the annual funding cycle?
	 Does the procurement approach meet all of the legal and corporate regulatory obligations?
	 Does the chosen route provide the most effective basis for identifying/managing risk, and enabling innovation from the supply chain?
	 Does the client understand the regulations that apply to the procurement of the requirements?
	Evaluation process
	 Do the evaluation criteria reflect the business case and the required capability, culture and behaviours?
	 Do the evaluation criteria treat all bidders fairly? and have they been pubished in advance demonstrating the project’s commitment to transparency? 
	 Does procurement have evaluation criteria in place to support equal opportunities and non-discrimination?
	 Are there specific evaluation criteria relating to environmental and social requirements? Do they consider track record of performance against environmental and social standards? Are these aligned with the project business case and environmental and social management plan? 
	 Would it be useful to have a third party expert panel, to act as advisor or as a compliance unit? 
	 Does the evaluation process include environmental and social advisors as part of the evaluation panel? 
	 Has the client tested the evaluation model? Is it appropriate and clearly understood?
	 Does the market understand the process?
	 Does the process comply with legislative criteria?
	 Does the process comply with internal governance procedures?
	 Does the process comply with internationally accepted standards in transparency and good governance?
	 Is the length of process commensurate with the risk/reward associated with the procurement?
	 What is the process for testing if unsolicited bids present good value for money?
	 Will the evaluation provide adequate feedback to unsuccessful parties?
	 What is the process for settling legal disputes if the award is challenged?
	Measuring the benefits
	 Has a mechanism been established to measure the benefits of the procurement exercise?
	 How will the supply chain’s performance be measured, assured and fed back, including with reference to social and environmental risk management? What are the audit rights of the authority with regards to the main and sub-contractors?
	 How much of the monitoring of contractual KPIs is done on a self-reporting basis? Are there procedures in place to verify self-reported KPIs?
	 What is the approach to on-going relationship management including governance?
	 Is there a mechanism to obtain external data to benchmark performance/benefits delivered?
	Lessons learned and feedback
	 How will the procurement process capture the lessons learned, and feedback on them during the delivery phase?
	 Is there enough time at the end of the project to reflect and evaluate?
	 How will the client organisation communicate what lessons came from the project, both within its own organisation and to the supply chain/broader industry? How will the client organisation make improvements?
	Good practice examples
	Likewise, the suggested reading is a starting point for further research. You should look for other sources relevant for your project, to support capability strengthening.
	This section offers supporting material to plan improvements for effective procurement.
	We give examples of good practice to help you:
	Within Routemap, the examples of good practice support capability strengthening in (Step 9) – Action planning.
	1. Good practice: Procurement model overview

	1. Appreciate the typical flows and structures in a procurement model 
	2. Engage the market effectively
	3/4. Develop the packaging strategy
	5. Appreciate how risk allocation informs the procurement approach and contracting model 
	6. Understand the alternative contracting models
	7. Select the appropriate contracting model based on risk and complexity of requirement
	8. Consider the role the private sector can play in financing and delivering infrastructure projects
	9. Compare the alternative routes to market
	These examples will not be relevant to every project. They are a collection of good practice that may be helpful, in specific circumstances. It is important to assess and tailor any good practice to the specific project and its wider context.
	/
	The diagram above illustrates the stages of procurement. You need to understand what the project requires, how the client sees its position within the market, who can supply the service, and when is the best time to approach the market.
	The model shows how the client and the market work together to determine the best packaging and contracting model based on risk, complexity, capability and technical requirements. The approach balances risk benefit analysis, to inform decisions on the Contracting Model, based on the approach to technical, commercial, environmental and social requirements, and the market’s ability to deliver the requirements.
	There are many labels used to describe different procurement models (design/build, alliances, ECI, two-stage, etc.). More often than not, these just serve to characterise different approaches to contracting, payment type, incentivisation, design responsibility and risk transfer. The categories under contract model above show the generic range, based on indicative risk allocation from client to supplier. This is also indicative of the range from an input specification approach to an output specification approach: a direct delivery contract is more based on the inputs supplied, whereas outsourced delivery or fixed price delivery is more focused on delivering specific outputs.
	2. Good practice: Engaging the market effectively

	Engagement with the market has a dual benefit:
	 to the client - understanding what the market can or cannot do (capability), and what the market will or will not bear (capacity) in pursuit of an opportunity
	 to the suppliers - insight into future opportunities, as well as the risks and rewards associated with that opportunity.
	Successful market engagement allows the supply chain to begin planning their resources in anticipation, i.e. get themselves ready to supply, particularly in cases where new or innovative approaches are required. More importantly, it enables the client to identify potential risks in its packaging strategy.
	The market capability assessment in the Routemap Handbook will provide a good characterisation of the wider marketplace. 
	A client organisation needs to consider and reflect on the market environment in which it operates, and the maturity of its strategic relationships. Once it has done this, it can test the market with various options, or more specifically, gauge the market’s reaction e.g. to risk transference, technical solutions, the commercial and operational interfaces created by the packaging strategy etc.
	The greater the maturity level of strategic market relationships, the greater the possibility of achieving an enhanced offering and of nurturing market appetite over the longer term.
	Appetite in the market is key to successfully procuring and delivering a project. The client will achieve better value for money if there is appetite in the market, because responding bidders will be more competitive.
	3. Good practice: Developing the packaging strategy (i)

	You need to fully consider and prioritise the technical aspects of the scope when packaging the requirements. 
	If the packaging strategy involves multiple packages, then the client may consider using a clustering model which would make the procurement process more efficient. If there are common components or commodities, then the client may consider a common components strategy to benefit from a standardised approach.
	Clustering
	Using clustering or categories enables standard sets of contract solutions (see contracting model). Clustering or categorisation can provide consistency in the tendering process, allowing bidders to become familiar with documents, risk allocation, pricing requirements and the criteria used in assessing capacity and capability. It is important to cluster or categorise similar elements of work, design or service at a sufficiently high level, to allow effective communication with the target market(s).
	The key considerations when grouping scope into clusters or categories are: 
	 The technical aspects of delivery including methodology and technologies
	 The timing of the delivery
	 The physical location of the work or service 
	 The economic benefits
	 That the market exists, is recognisable and able to provide healthy competition
	 The capacity and resource are available in the supply chain to deliver the required quantity and quality
	Common components
	There are economic and delivery advantages to considering common components and commodities. It is important to consider this standardisation early in the development of the procurement strategy. Some of the benefits of a common component strategy, as a sub-set of the overall packaging strategy, include:
	 Having a co-ordinated approach to certain components
	 Potential for consistent design 
	 Improved quality
	 Reduced cost and need for testing
	 Controlled capacity and delivery
	4. Good practice: Developing the packaging strategy (ii)

	For many infrastructure projects the decision as to how the works are packaged is complex. Typically, the optimum packaging (or contract bundling) approach needs to balance potentially conflicting construction, commercial and market issues. 
	Mapping these competing objectives in a simple matrix (see example below) can be a useful way of ensuring the procurement strategy takes into account some of these broader objectives, which can often get lost in the drive to optimise commercial considerations.
	5. Good practice: Risk allocation

	You cannot develop the optimum procurement approach and contracting model without first considering the allocation of risk. For example, ‘price certainty’ is bought by paying the contractor to accept the risk of ﬁxing a price in a commercial, changing market. You must assess the risks involved in key aspects of delivery, so that you can work out if it is more economical for the sponsor, client or contractor to manage them. These decisions need to be aligned to the risk management capability in each organisation, and the client model that you are using for delivery.
	It is common practice to construct a risk allocation matrix to inform these decisions, as set out in the example below. It may also be helpful to refer to the Risk Allocation model in Schedule 2: Workshops of the IPA’s Infrastructure Business Case: International Guidance, 2020.
	6. Good practice: Alternative contracting models

	The diﬀerent contracting models illustrated in the table below represent a spectrum of risk allocation. The table gives some basic advice about contract choice.
	/
	/
	Whenever feasible, the contracting model should be kept as simple as possible and have a consistent, logical approach. As described earlier, it is important for the client to have worked through (in detail) its desired risk allocation, so that it is clear who is best placed to manage the appropriate risks. This risk allocation exercise will have led to clarity on which interface risks are best managed by each of the parties.  
	The contract models represented in the table above have diﬀerent risk proﬁles, which are applicable to diﬀerent programmes of diﬀerent complexity. To provide guidance on the relative ‘uses’ of each of the contract models, the diagram on the next page has been developed.
	7. Good practice: Selecting the appropriate contracting model based on risk and complexity of requirement

	The selection of an appropriate contract model will be informed by consideration of: requirement, market, packaging, risk appetite etc., as set out in this module. 
	It should also take into account a wider assessment of complexity/ capability, target operating model and delivery model considerations (see also Governance module). 
	The chart shown here illustrates how two of these elements (risk and complexity of requirement) relate to alternative contract models.
	8. Good practice: Private sector participation

	The private sector can play a vital role in financing and delivering infrastructure projects. PPPs are not the only way the private sector can be involved in infrastructure, as is illustrated here.
	/
	9. Good practice: Routes to market

	The term route is used in this module to describe the selection process adopted by the client to determine the supplier.  There are a variety of routes to market available. The single and multistage routes can be defined by the number of formal or informal supplier down selection steps that are taken. The Framework route can be subject to down selections but, most commonly, results in multiple contract awards being made to provide the facility.
	/
	The selection of the route to market is essentially a balance of ‘eﬀective plays eﬃcient’. The thinking being that a multi-down selection approach can be the most eﬀective in its outcome and have the ability to drive a better solution and reduce risks. However, it may be ineﬃcient from both the market(s)’ and the client organisation’s perspective, with regard to the resource and time involved. This is opposed to a single stage approach which can be very eﬃcient, but might lack the required eﬀectiveness to drive out all the risks and realise opportunities.
	It is therefore important to determine the resource requirement that will be necessary to undertake the down-selects on both the client organisation and the supply chain side, together with the elapsed time for the process. This should then be balanced against the risk reduction and the beneﬁts created.
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	Glossary
	This glossary identifies key terms for the Procurement Routemap module. The Project Development Routemap for Infrastructure Projects: International Handbook contains a comprehensive glossary of terms related to the Project Development Routemap generally.
	Client model: The client model refers to how the client organisation structures and resources the project execution activities between the client, advisors/partners and supply chain (e.g. in-house vs. external). This is a key consideration in determining organisational design and procurement strategies.
	Assessment(s): Refers to either the complexity or capability assessments (or both).
	Asset management: Asset management is the coordinated activity within and between organisations, to realise value from their assets.
	Commercial model: The commercial model is the long term plan for how an organisation will manage commercial arrangements while delivering the project requirements.
	Balanced scorecard: A set of criteria to evaluate different applicants for a procurement decision. Should balance the different objectives and considerations of the project, including, for example, cost, quality, environmental standards, gender inclusion.
	Complexity: Project complexity is a measure of the inherent difficulty of delivering a project. This is assessed on factors such as the stability of the wider delivery environment, the level of innovation required, and the number of stakeholders involved. 
	Capability: Routemap uses capability to describe the ability of the sponsor, client, asset manager and market to organise for effective and efficient delivery. It refers to a part of the business and not the individual, as most barriers to best-practice are institutional and not individual actions. Stakeholder perception of capability is assessed by capability assessments.
	Contracting model: The contracting model refers to how risk will be allocated between the client and suppliers.  It should align with each parties’ risk appetite, their ability to manage risks and the client model.
	Delivery model: The delivery model refers to the organisational entity that will be appointed to deliver the project, e.g. establishment of a special purpose vehicle. This is a key consideration in determining governance arrangements.
	Capability gap: The difference between the existing organisational capability and the capabilities required to successfully deliver the proposed project or programme.
	Client: The client is the organisation that is responsible for fulfilling the requirements and delivering the benefits. The client translates the requirements from the sponsor and manages the delivery outcomes. The client selects, procures and manages supplier/s to meet project objectives. The Client organisation may be referred to as the Implementing Agency or the Government Contracting Agency. The Client may be internal or external to the department or line ministry.
	Open Book Contract Management (OBCM): The scrutiny of a supplier’s costs and margins through the reporting of, or accessing, accounting data.
	Design for Manufacture and Assembly (DFMA): Design for Manufacture and Assembly (DfMA) is a design approach that focuses on ease of manufacture and efficiency of assembly. By simplifying the design of a product, it is possible to manufacture and assemble it more efficiently, in the minimum time and at a lower cost.
	Political economy: Political economy focuses on the interrelationships among individuals, governments, and public policy and how these create economic, environmental and social outcomes.
	Down selection:   Down selection happens as you move through the procurement process and suppliers are not selected to be taken forward to the next stage.
	PPP: Public Private Partnerships (PPP) is a form of contract between public and private sector whereby, characteristically, the private sector design, build, finance and operate a publicly provided service against payment by the Sponsor (for an Availability based PPP) or by users (for a Concession based PPP). There are many different possible definitions.
	Environmental and Social Impact Assessment (ESIA): An environmental and social impact assessment is conducted to identify and evaluate environmental and social risks in projects.
	Environmental and Social Management Plan (ESMP): An environmental and social management plan contains mitigation measures and actions in order to mitigate environmental and social risks and to maximise potential environmental and social benefits over the life of a project.
	Prime contractor: The contractor responsible for the day-to-day oversight of a programme, including management of vendors and traders and the communication of information to all involved parties throughout the course of the programme.
	Procurement Model: The approach taken, and the contracting model used to purchase goods and services from the supply chain.
	Interface: A point where two systems, subjects, organisations, etc. meet and interact.
	Project: Throughout this document, the term project means project, programme or portfolio.
	International Finance Corporation (IFC) Performance Standards: An international benchmark for identifying and managing environmental and social risk that has been adopted by many organizations as a key component of their environmental and social risk management.
	Project affected person: A person who has been affected by the project due to loss of land, housing, other immovable assets, livelihood or a combination of these due to project activities. These include protected and/or marginalised groups such as indigenous peoples, women, children, persons with disabilities and informal sector workers.
	Infrastructure: Infrastructure includes the physical and organisational networks and systems that supply and support reliable and effective domestic and international transport, digital communications, energy, flood protection, water and waste management, health and social services.
	Route to market: Route to market is used to describe the selection process adopted by the Client to determine the Supplier.
	Market: A market is a group of organisations that integrates and competes to provide goods or services to one or more clients. 
	Value for money: The optimum combination of whole-of-life costs and quality or fitness for purpose of a good or service that meets the user’s requirements (though there are many different possible definitions).
	Scenario planning: A strategic planning method to help predict uncertainties within an organisation. Scenario planning involves predicting what future conditions or events are probable, what their consequences or effects might be and how to best respond to them.
	Safeguarding: The organisational system in place to prevent harm or unethical behaviour being perpetrated by individuals [engaged in project development and delivery].
	Senior responsible owner (SRO): This is the person who is ultimately accountable for a programme or project meeting its objectives, delivering the required outcomes, and realising the required benefits. They own the business case and are accountable for all aspects of governance. They will usually sit in the sponsor organisation.
	Sexual exploitation and abuse (SEA): Sexual exploitation is any actual or attempted abuse of a position of vulnerability, differential power or trust for sexual purposes, including, but not limited to, profiting monetarily, socially or politically from the sexual exploitation of another (UN Glossary on Sexual Exploitation and Abuse 2017, World Bank 2019). Sexual abuse is the actual or threatened physical intrusion of a sexual nature, whether by force or under unequal or coercive conditions (UN Glossary on Sexual Exploitation and Abuse 2017, World Bank 2019) 
	Sponsor: The sponsor organisation secures the funding, owns the business case and is responsible for specifying the requirements to the client. In some contexts, the sponsor and client could be from the same organisation.
	Target operating model: The end state of how the asset will be: used; funded; owned; operated and maintained.
	United Nations Sustainable Development Goals (UN SDGs): UN framework composed of 17 interdependent economic, environmental and social global goals, each of which is underpinned by targets and measurement indicators.
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