
Senior Responsible Owner (SRO) Event
Procurement and Project Assurance

Tuesday 14th May 2024

The Pavilion, Stormont Estate, Belfast



AGENDA
13:00 Registration and Networking - Tea/Coffee

13:15 Introduction & Update on the Forward Work 
Programme of the Infrastructure Committee

 Neil Gibson, DoF Permanent Secretary 
 Patrick Magee, NICS Non-Exec Member

13.45 Procurement – End to End Process

 Sharon Smyth, CEO, Construction and 
Procurement Delivery

14.05 Procurement Workshop
 
 Group Discussion on Procurement Barriers to 

Delivery

14.25 Break – Tea/Coffee

14.40 Project Assurance Overview and Data

 Chris Magill, Commercial Delivery Group
 
15.00 Project Assurance Workshop

 Group Discussion on Project Assurance 
Barriers to Delivery

 
15:20 Outworkings of group discussions 
 
 Neil Gibson and Patrick Magee

15.40 Agreement on next steps

16:00 Close



13:15  

Introduction & Update on the Forward Work Programme 
of the Infrastructure Committee

Neil Gibson, DoF Permanent Secretary 
Patrick Magee, NICS Non-Exec Member



13:45 

Procurement – End to End Process

Sharon Smyth, CEO, Construction and Procurement Delivery



Procurement 
The End-to-End Journey

Sharon Smyth
CPD Chief Executive
14 May 2024



Purpose of this session

• Broken down into 4 distinct 
areas:
• Procurement and Project 

Assurance
• People
• Business Cases
• Planning

What SRO’s said What we said
• Provide a safe space for SRO’s to 

identify issues in each of these 
areas

• Provide policy leads who will make 
the changes necessary to position 
us towards delivery

• Close the loop – tell you what 
changes have been made (and 
timescales for doing this)



Procurement- What You Said

Where are the 
freedoms provided by 
Brexit- What exactly is 
the scope of NIPPP?

Social Capital Value 
and 10% - What is 

the flexibility?

Lack of understanding 
of existing 

frameworks
Procurement should 

be simplified

We need to improve 
how we manage poor 

performance and 
contract failure

More market 
engagement needed 

to understand 
markets

POLICY PROCESS



• Dispel some myths about  
public procurement

• Explain the End-to-End 
Journey

• Open up for discussion – what 
changes are needed to make 
procurement an enabler

My commitments to you My Ask of You
• Give me the gift of your 

attention
• Use this session to help us 

make a difference 
• Participate fully to help 

your SRO peers or SROs of 
the future  



End-to-End Procurement
Procurement spans the whole life cycle of a 
purchase, from the initial conception and 
definition of what is needed through to the 
successful completion of a contract or the end 
of the useful economic life of a purchased 
asset

(Source: NIAO Report Public Procurement in NI - April 2023)



Procurement End-to-End 

Time

Competitive 
Procurement

Award & 
Implement 
Contract

Manage 
Contract
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Gate 1: 

Business 
Justification

Gate 2: Delivery 
Strategy

Develop 
Business Case

Develop Delivery 
Strategy

Gate 3: 
Investment 
Decision

Gate 4: 
Readiness for 

Service

Gate 5: Benefits 
Realisation

• Procurement Advice from 
specialists is most effective at 
the earliest possible stage

• Earliest possible engagement 
with the market and key 
stakeholders also avoids 
disruptions and delays  as 
the procurement lifecycle 
progresses

• Having the right skills and 
expertise in place from the 
outset will set the project up 
for success
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Develop 
Procurement 

Strategy



Procurement Rules - Principles

Procurement Principles (Current Regs)
• ..shall treat economic operators equally and without 

discrimination and shall act in a transparent and 
proportionate manner.

• The design of the procurement shall not be made with the 
intention of excluding it from the regulations or of 
artificially narrowing competition (i.e. where the design of 
the procurement is made with the intention of unduly 
favouring or disadvantaging certain economic operators).



Procurement Rules – Shift?

Procurement Principles (New Procurement Act)
12 (1)... must have regard to the importance of—
(a)delivering value for money;
(b)maximising public benefit;
(c)sharing information for the purpose of allowing suppliers 
and others to understand the authority’s procurement 
policies and decisions;
(d)acting, and being seen to act, with integrity.



Procurement Rules - Shift?

Procurement Principles (New Procurement Act – Cont’d)

(2) a contracting authority must treat suppliers the same unless a difference 
between the suppliers justifies different treatment.
(3)If a contracting authority considers that different treatment is justified in a 
particular case, the authority must take all reasonable steps to ensure it does not 
put a supplier at an unfair advantage or disadvantage.
(4)In carrying out a covered procurement, a contracting authority must—
(a)have regard to the fact that small and medium-sized enterprises may face 
particular barriers to participation, and
(b)consider whether such barriers can be removed or reduced.



Procurement Rules = Flexibility?
• New Procurement Act (effective from October 2024) will 

bring forward significant flexibilities
• 2 competitive procedures (Open Procedure and 

Competitive Flexible Procedure) 
• Competitive Flexible Procedure includes some timescales 

for key stages, outside that contracting authority can 
design multi stages and refine the criteria during the 
stages



• PPN 01/21 – Scoring Social Value
• PPN 02/21 – Procurement of Social and Other Specific Services
• PPN 03/21 -  Supply Chain Resilience
• PPN 04/21 – Procurement Control Limits 
• PPN 05/21 – Human Rights in Public Procurement

What Policies do I need to comply with? 



• Increasing secure employment and skills 
• Building ethical and resilient supply chains 
• Delivering zero carbon 
• Promoting wellbeing 

Scoring Social Value – Themes  



Recap on the Issue? 

Risk 
Aversion 

Procurement Policy Doesn’t Allow Us to 
Do This! 

It takes too long 
and is too 

complicated!
Insufficient Levels of 

Expertise 

Cost 
Estimates are 

inaccurate 

Reluctance to embrace the 
use of Frameworks and 
modern procurement 

strategies

Inappropriate risk 
allocation 

between public 
and private

Inability to 
collect data 
and monitor 
compliance 
with policies 

and guidance 

Failure to set clear 
strategic objectives 

for construction 
works procurement 



Oversee the preparation of an integrated Procurement 
Plan to support the delivery of ISNI, encouraging 
collaboration between Centres of Procurement 
Expertise and departments to embrace best practice 
locally and in other jurisdictions

ISNI Enabling Plan – Solution?



• What are the specific barriers?
• What are the 3 key things that should be changed 

to make the biggest impact on your procurement 
experience?

• Of those improvements, which will be the most 
impactful and should be carried out now?

How can we improve the procurement journey? 



14:05

Procurement Workshop
 
Group Discussion on Procurement Barriers to Delivery



14:25- 14:40

Break – Tea/Coffee



14:40

Project Assurance Overview and Data
 
Chris Magill, Commercial Delivery Group



Project Assurance Overview and Data



Gateway Review Points
• Gate 0 - Strategic 

Assessment 
(Programmes only) 

• Gate 1 - Business 
Justification 

• Gate 2 - Delivery 
Strategy 

• Gate 3 – Investment 
Decision

• Gate 4 – Readiness for 
service 

• Gate 5 – Benefits 
Realisation



Gate 0 (Programmes only)

Programme 
Brief

Repeat 
Gate 0

Programme 
Closure

Evaluate objectives

Desired benefits

Risks

Costs

Timeframe

Key points of delivery

Significant change

Concerns or issues

Closure

Assess success

Project Gate 5 reviews



Gate 1 (Business Justification)

• Strategic Outline Case (SOC) is prepared

• Stakeholders approval of the intended benefits

• Clear link with the programme and organisational objectives

• Costs, benefits & risks identified

• Adequate resources

• Funding availability

Develop 
Business 

Case

Develop 
Delivery 
Strategy

Prepare for 
Investment 

Decision

Proceed to 
Go-Live

Benefits 
Realisation 



Gate 2 (Delivery Strategy)

• Outline Business Case (OBC)

• Viability

• Value for Money

• Delivery strategy

• Readiness for tender

Develop 
Business 

Case

Develop 
Delivery 
Strategy

Prepare for 
Investment 

Decision

Proceed to 
Go-Live

Benefits 
Realisation 



Gate 3 (Investment Decision)

• Full Business Case (FBC)

• Prior to award of contract

• Proposals have been submitted

• Value for Money

• Successful delivery processes in place

Develop 
Business 

Case

Develop 
Delivery 
Strategy

Prepare for 
Investment 

Decision

Proceed to 
Go-Live

Benefits 
Realisation 



Gate 4 (Readiness for Service)

• Transition to implementation and Go-Live

• Capabilities of delivery partners and service providers

• Plans for end of project

• Contingency planning

Develop 
Business 

Case

Develop 
Delivery 
Strategy

Prepare for 
Investment 

Decision

Proceed to 
Go-Live

Benefits 
Realisation 



Gate 5 (Operations Review & Benefits Realisation)

• 12-18 months after completion

• Benefits are being achieved

• Contract closure

• Post Implementation Review (PIR) & lessons learned

Develop 
Business 

Case

Develop 
Delivery 
Strategy

Prepare for 
Investment 

Decision

Proceed to 
Go-Live

Benefits 
Realisation 



Assurance of Action Plan 
(AAP)

Internal Peer Review 
(IPR)

High risk & Red Stage Gate 
Assessments

Short, focused on 
recommendations

Within 6 months of review

For low and medium risk

Organised by business area

Mirrors Gateway



Healthchecks 
(formerly Project Assessment Reviews (PARs))

Assurance outside key 
decision points

Focused on specific needs

GAR

Focus on Get to Green

Stage Gate Assessments



Effectiveness of Gateway Reviews 

Time

Competitive 
Procurement

Award & 
Implement 
Contract

Manage 
Contract
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Gate 1: 
Business 

Justification

Gate 2: Delivery 
Strategy

Develop 
Business Case

Develop Delivery 
Strategy

Gate 3: 
Investment 
Decision

Gate 4: 
Readiness for 

Service

Gate 5: Benefits 
Realisation

• Gateway reviews are most 
effective from the beginning

• Starting later means reduced 
ability to influence

• Early engagement allowed 
time to assess and change 
as necessary



15:00

Project Assurance Workshop

Group Discussion on Project Assurance Barriers to Delivery 



15:20

Outworkings of group discussions 

Neil Gibson and Patrick Magee 

15:40  Agreement on next steps

16:00  Close
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