
Proven experience in supporting 
the delivery of successful P3  
projects globally





About Commerce Decisions 
Commerce Decisions Limited is headquartered in Oxford (UK) with offices in Canberra (Australia) and Ottawa 
(Canada). Commerce Decisions provides the innovative AWARD® evaluation solution including expert services to 
support strategic, complex and high risk procurements. 

For over 15 years the AWARD® solution , alongside our expert services and thought-leadership, has successfully 
supported over $400bn worth of procurement, with over 12,000 projects managed globally.   

AWARD® has been used by government, transport, healthcare and the defense, aerospace and utilities industries on a 
wide range of procurements of differing sizes and complexity.  Commerce Decisions has supported the delivery of over 
75 P3 procurements including schools, hospitals, prisons, libraries, transport and defense infrastructure. 

AWARD® has been specifically designed to support strategic, complex and high risk procurement, and has an unrivalled 
pedigree and record of success, with deployments on high profile programmes such as London 2012, Crossrail, Thames 
Tideway Tunnel, Mersey Gateway Bridge, Australian Defence Force’s Future Frigate Group Maintenance Contract, JP2060 
and SEA1778 and the Canadian Surface Combatant as well as countless UK MOD projects such as Typhoon FST, DIO 
Future Overseas Prime Contract, Phoenix, SPVA Future Contract, Afloat Support and Hestia.   
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About Public Private Partnerships 
Public Private Partnerships (PPPs) are a very broad range of partnerships where the public and private sectors 
collaborate for mutual benefit.  PPPs were first developed in the UK in the 1990s in order that public authorities could 
make use of private sector companies’ expertise in  providing certain services, thereby delivering better value for 
money for tax payers.   

Facing constraints on public resources and fiscal space, while recognizing the importance of investment in infrastructure 
to help their economies grow, governments internationally are increasingly turning to the private sector as an 
alternative additional source of funding to meet the funding gap. While recent attention has been focused on fiscal risk, 
governments look to the private sector for other reasons: 

• Exploring PPPs as a way of introducing private sector technology and innovation in providing better public
services through improved operational efficiency

• Incentivizing the private sector to deliver projects on time and within budget

• Imposing budgetary certainty by setting present and the future costs of infrastructure projects over time

• Utilizing PPPs as a way of developing local private sector capabilities through joint ventures with large
international firms, as well as sub-contracting opportunities for local firms in areas such as civil works, electrical
works, facilities management, security services, cleaning services and maintenance services

• Supplementing limited public sector capacities to meet the growing demand for infrastructure development

• Extracting long-term value-for-money through appropriate risk transfer to the private sector over the life of the
project – from design/construction to operations/maintenance

There are risks associated with the PPP delivery approach, and it is critical that governments are cognizant of these from 
the outset.  In particular: 

• Private sector will do what it is paid to do and no more than that – therefore incentives and performance
requirements need to be clearly set out in the contract. Focus should be on performance requirements that are
out-put based and relatively easy to monitor

• A clear legal and regulatory framework is crucial to achieving a sustainable solution

• Given the long-term nature of these projects and the complexity associated, it is difficult to identify all possible
contingencies during project development and events and issues may arise that were not anticipated in the
documents or by the parties at the time of the contract.

SOURCE: PUBLIC-PRIVATE-PARTNERSHIP IN INFRASTRUCTURE RESOURCE CENTER 
https://ppp.worldbank.org/public-private-partnership/overview/ppp-objectives 

Commerce Decisions is uniquely placed to advise on a robust, transparent 
and effective procurement strategy for PPP programmes, having 
supported many early PPPs in the UK, such as the UK Government’s 
extensive and far reaching Building Schools for the Future program, new 
build hospitals, waste and prison management projects. 
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The challenges 
The characteristics of a PPP program as outlined in the previous section require a careful and professional procurement 
approach to manage the significant risks and challenges.  Aside from a robust, clear and transparent procurement 
strategy; the huge volume of information, the number of stakeholders, governance oversight and legal process all require 
meticulous management and planning. 

In the sourcing stage, this is where the rubber hits the road – where industry gets interested and decisions are taken as 
to who is the preferred proponent.  Consequently, bidders are keen to ensure they are given full disclosure of information 
on how to align their bid most effectively, whilst the Authority must ensure it is operating the procurement rigorously 
and in accordance with the relevant legislation.  These factors when combined with significant public interest and 
government oversight creates a unique environment of risk – one which must be managed through 
the introduction of very robust processes and procedures, with significant documentation, due diligence and audit.   

During the sourcing stage there are three distinct phases which introduce complexities from a procurement 
management perspective: 

1. Expression of Interest and Industry Engagement
Industry Engagement often involves a briefing to industry where the objectives and requirements of the project are 
articulated.  Authorities should use this meeting to raise interest from industry in bidding for the project, in some 
geographies more than others, this would include demonstrating that the authority has the capacity and expertise to 
deliver on procurements of this nature but also that they will operate fairly, openly and have robust processes.   

Fairness in the context PPP industry Engagement involves providing equal access to information and being responsive 
to clarifications and requests for information.  It’s not unusual to see 100s or 1000s of requests for information from 
industry, having a process for tracking and responding to these clarifications robustly is imperative. Ensuring the 
Procurement team stay in control of this process is very desirable from a governance perspective. 
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Openness in the context of PPP’s Industry Engagement involves sharing information on the project including the 
financing model, benefit expectations and hence the risk being transferred to industry. Data such as design drawings, 
draft contracts and agreements, the results of any surveys, project reports, board meeting minutes and public 
consultations are commonly shared at this time.  This requirement to share significant volumes of information/data, 
noting this data relates to critical national infrastructure, introduces its own complexity – that of ensuring the data is 
accessible to attract the best providers yet secure to keep the information safe and confidential. 

Robustness reflects the ability to demonstrate that the process has been followed fairly and openly.  Having a detailed 
audit trail of declarations from internal and external stakeholders (Non-Disclosure Agreements, Conflict of Interest 
Statements etc), communications (RFIs and responses) and demonstrating that information has been provided to all of 
the industry stakeholders equally, is not simple to maintain.  Managing this with the appropriate tools and 
techniques is an essential and very effective way of mitigating risks of protests from bidders and fairness monitors.   

2. RF χ Stage
At the Invitation or Request for χ stage (Tender/Proposal/Dialogue), it is imperative that industry fully understands 
the means by which the decision will be made; therefore the assessment method including criteria, weights and how 
bids will be scored should be published in the tender documents. Guidance should be given if alternative/ innovative 
proposals are to be considered. 

Significant quantities of data 
The Authority must be clear about the data and evidence required from industry; there is a significant amount of 
documentation (technical, legal, commercial submissions etc) required to enable a detailed and robust evaluation of 
the offers and select the supplier which represents best value over the life of the contract.  Getting this information and 
disseminating it effectively is problematic in itself.  Standard systems such as email, FTP sites, electronic tendering 
systems can be used, but they can be unwieldy, insecure and data capacity is often limited.  It’s not uncommon to see 
bids still being received physically (on DVD and paper) – despite the administrative, logistical and environmental burdens 
this creates for the bidder and Authority. 

Control of the evaluation process 
Evaluation teams of large PPP projects tend to be large (30-60 evaluators on average) and adequate separation of the 
documents to those with the relevant subject matter expertise is required.  For example, Commercial documents are 
evaluated by Finance/Procurement, and Technical documents by engineers and architects.  Managing this process and 
ensuring that there has been no diversion from the stated procedure often involves an independent probity advisor. 
Ensuring that the evaluation is undertaken in accordance with the stated assessment scheme and that equal opportunity 
is granted to all parties takes further thought.  Keeping the evaluation process on track and managing the 
team’s progress effectively is difficult – evaluation of PPP bids will take on average two weeks per supplier.   

Reporting and debrief 
Reporting on the results of the assessment can be time consuming.  Adequate time needs to be given to the analysis of 
the results and comparison of the value of each bid.  In many geographies there is a legal requirement to provide detailed 
justification for the selection of a bidder (in the EU and shortly in Canada) this includes a full justification of the relative 
advantages of the winning bidder and a full disclosure of scores and rationale. This information is often needed by the 
bidder to determine where they went wrong, what they could do better next time but also could provide ammunition for a 
protest to the decision.  Care is needed – disclosure and transparency are far more effective at mitigating these protests 
than the reverse.  Nevertheless, gathering this information together into coherent debriefs and with a robust audit trail 
of how the evaluation was conducted is not simple.  Done well, suppliers gain significant intelligence on how to improve 
their bids going forward, we’ve seen significantly increased competition in the market place as a result of effective 
debriefing. 

3. Negotiation
In procedures where there is the opportunity for negotiation (with a single or multiple bidders), the scores and rationales 
from the evaluation phase are important artefacts in controlling this process – whether it be asking for technical 
improvements or targeting savings in particular areas.  When undertaking these processes it is often important to ensure 
that each bidder’s solutions are kept confidential / separate and that the Best and Final Offers are evaluated on the same 
Whole life cost/Value for Money basis as that originally articulated in the procurement documents.  

The risks and issues identified in the evaluation and following negotiation need to be compiled effectively to ensure 
contractual obligations and Key Performance Indicators are designed to ensure a positive outcome – mitigating risks in 
the delivery phase. 
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Client Perspective:  Delivering Crossrail  
 
Crossrail is one of the most significant infrastructure projects ever undertaken in the UK and is currently the largest 
construction project in Europe. At a cost of approximately US$25billion, the railway development works for London and 
South East England include 21 km of twin-bore tunnels under the center of London and eight new underground stations 
– a huge undertaking.  When fully operational in 2018, Crossrail will provide fast rail links across London and significantly 
cut journey times into and within the capital. The new infrastructure will serve an estimated 200 million passengers each 
year.  
 
Once a project has the green light, the way the procurement is managed is critical to ensuring delivery on time, within 
budget and to the required standard.  A key element central to Crossrail’s success was the use of evaluation criteria 
which required contractors to demonstrate and give confidence in their ability to deliver.  The criteria should be linked 
to the successful outcomes of the contract and should identify and eliminate the key risks that may arise during the 
contract. Expressed in these terms, the evaluation should identify areas of confidence and concern in a supplier’s 
proposed approach. These areas should be closely linked to the fundamental delivery areas of contract management.   
 
The Delivery Team should be involved in the development of the criteria.  At the very least, the low scoring areas of the 
successful supplier’s submission should make it on to the contract’s risk register.  Ideally, the findings of the proposal 
evaluation should be an integral part of the contract manager’s toolkit.  The proposal assessment should therefore 
be used to identify and define the risks associated with each supplier’s delivery (as well as the background risks).  
Subsequently, the delivery team uses this information to track and proactively manage the risks through the delivery 
and operation of the program.  Whilst this might seem obvious, this is often lacking in public and private sector buying 
organizations globally and often materially impacts the success of the program and/or reduces the benefit which may 
have been realized.  
 
 

The cost and risk involved in getting these projects wrong necessitates a more robust approach to procurement and 
contract management.  In the case of the Crossrail program, procurement and contract management were right at the 
heart of the organization and a key tenet of the risk management process.   
 
Crossrail developed a full program procurement strategy that was integral to the overall project rollout and which was 
critical to its success. This included proactive market engagement, rigorous supply chain tiering and robust process 
management.   The procurement was carried out in multiple phases and had to ensure timely and sequential delivery 
of the various categories along the project’s critical-path - in this case tunnel boring, excavation, signaling and tracking.  
There were hundreds of inter-dependent sourcing projects to manage – each of which if delayed could have 
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serious repercussions for the project timelines.  Despite the astounding volume of goods and services that had to be 
acquired in a short period, Crossrail achieved this by the application of well-planned procurement strategy and use of 
a purchase and supply chain engineering model, which is now part of the recommended best practice for delivering 
projects of this nature.  
 
Commerce Decisions and AWARD® were at the heart of this process; providing advice, expertise and best of breed 
technology to manage the significant volume of procurements to be managed.  
 
 

 
 
Commerce Decisions works with organizations to help remove the uncertainty of project delivery by 
defining and rolling out best practice processes that can be adopted widely.  Clients have benefited from 
our support in ensuring increased project efficiency, more projects completing as planned and delivering 
increased value.   
 
Commerce Decisions’ solutions are providing programs with the confidence that they are dealing with 
today’s challenges efficiently, tackling program complexity, meeting the demands of procurement 
regulations and delivering robust defensible decisions that are open to external scrutiny. 

   

“AWARD® is highly intuitive and efficient for evaluation and reporting. 
Having a single source of procurement data offered security, 
efficiencies and transparency, and it’s a long-term, sustainable 
solution, giving time and risk reduction on the programme. I didn’t 
lose a single day on the critical path of the procurement programme 
– that’s really impressive in anyone’s books.” 
 
Martin Rowark, former Procurement Director 
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Solution overview 
AWARD® is a collaborative web-based software solution designed specifically to support strategic procurement projects.  
AWARD® delivers consistent repeatable processes for both project and organizational deployments. It has been proven 
to reduce time to contract, improve value for money and reduce risk. AWARD® delivers intuitive and robust assessments 
with strong audit trail, supporting a diverse range of applications including construction programs, transport and defense 
systems, IT outsourcing, collaborative frameworks and multi-lot projects.  
 
 

 
 
AWARD® has been continually developed and enhanced to meet the increasing demands of an ever-evolving 
procurement sector. The AWARD® Suite draws on our unparalleled expertise and the experience of our services 
team; delivering an innovative set of modules to sit alongside the existing core Evaluation functionality.  
 

An innovative solution set, the AWARD® Suite delivers the most comprehensive strategic evaluation technology 
available on the market.   It is designed specifically to support strategic, complex, high risk projects; providing teams 
with the confidence that they are dealing with procurement challenges efficiently, meeting the demands of 
procurement regulations and delivering robust decisions that are open to external scrutiny.  AWARD® delivers 
consistent repeatable processes for both project and organizational deployments. It has been proven to reduce time to 
contract, improve value for money, and reduce risk.  
 
 

Commerce Decisions has significant experience in managing some of the largest 
and most complex contracts internationally.  The AWARD® solution provides the 
perfect environment to support the evaluation of bids during a complex process, be it 
incremental evaluation of evolving bids or evaluation of final proposals. It provides a 
mechanism by which geographically dispersed stakeholders can participate efficiently 
in the evaluation process while establishing and maintaining a robust audit trail.  
AWARD® can also be used to manage the control and distribution of information during 
the dialogue and negotiation.  AWARD® allows bidders to communicate securely, upload 
documents, and inspect libraries of documents controlled by the Authority. 
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The AWARD® Suite comprises several modules to support projects through the planning and preparation phases of 
procurement, as well as the evaluation and contract award.  Innovative SCD (Structured Criteria Development) and RVfM 
(Real Value for Money) modules incorporate Commerce Decisions’ thought-leadership and best practice to enhance the 
core AWARD® Evaluation, Dataroom and Interaction modules to deliver the most comprehensive strategic  
evaluation capability available on the market.  More information on the modules can be found on our website  
www.commercedecisions.com. 

To streamline the processes involved in RFQ and RFP activities of a PPP program, Commerce Decisions recommends 
the use of the following modules: 

AWARD® Dataroom 
• Secure, resilient cloud data environment
• Document and workflow management
• Robust user access and management
• Clear, efficient, auditable communication
• Reporting capabilities

AWARD® Dataroom provides a secure online environment for effective engagement with Industry.  It allows 
Authorities to share large volumes of information/data with Industry upstream of the procurement process in a 
secure, resilient and robust manner.  Dataroom manages version control of documents and allows for industry to 
raise clarifications, submit mark ups of draft documentation and understand the requirements, background or environment 
of the RFP in which they are interested. 

AWARD® Interaction 
• Secure document transfer and data storage for bidders/suppliers
• Allows proponents to respond on-line and submit their bids electronically
• Clarification management, control and audit
• Full reporting capabilities
• Full, robust event log audit

AWARD® Interaction is an online environment to allow proponents to submit their responses to the RFQ/RFPs for complex 
projects.  Interaction allows greater control of the capture of information and simplifies the bidding 
experience for proponents.   Proponents can gain access to the full RFP document pack and raise Requests For 
Information (RFIs) directly through AWARD®.  This significantly simplifies the management of communication, 
ensures accurate bids are received on time whilst significantly reducing the requirement for paper submissions. 

AWARD® Evaluation 
• Conduct robust, transparent evaluations
• Work collaboratively
• Supports best practice processes
• Controls risk
• Reduces time to contract
• Enables real-time reporting
• Delivers efficient bidder debriefs

AWARD® Evaluation supports the evaluation of RFQs and RFPs in a highly structured, robust and transparent environment.  
All elements of the evaluation process can be modeled into the software which is both flexible (to 
support complexity) and easy to use (to make things simple).  Templating of the process allows significant time savings 
to be observed across an organization.   
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For information, a short summary of the remaining modules is provided below: 

AWARD® SCD Module 
•  Built in process steps to enable buyers to develop a robust criteria set 
•  Links criteria back to internal sources for full traceability 
•  Supports identification, recording and assessment of dependencies and risks 
•  Record the evidence required and formulate the evaluator guidance to ensure the evidence is 

assessed correctly 
•  Perform sensitivity analysis on the requirements to ensure appropriate scoring schemes and 

weightings are applied to key criteria 

AWARD® RVfM Module 
•  A robust and efficient method for buyers to define what they mean by value for money 
•  Compare different  approaches and scoring mechanisms  
•  Techniques for undertaking sensitivity analysis and ‘what if’ scenarios 
•  A robust way of ranking each and every bid 
•  A transparent mechanism for the scoring of bids 
•  The ability for each bidder to optimize their bid in order to deliver the best value for money 

solution possible 

AWARD® Reporting and AWARD® App 
•  Best practice reporting capabilities via templates 
•  Comprehensive, intuitive report wizard 
•  AWARD® App delivers AWARD® reports and updates straight to your mobile  
•  AWARD® App delivers clarification alerts from suppliers/bidders  
•  AWARD® App enables project managers to keep track of deadlines 

 
Integration Capability 
•       Application Program Interface (API) enables seamless integration with eSourcing suites and back 

office systems  
•  Integration with e-procurement solutions enables organizations to deploy a best of breed tool set 
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Assessment Scheme Design  
Preparing for and conducting a supplier selection process that is objective and focuses the evaluation on the issues 
that will affect the success of the project is not easy:  dispersed stakeholder views need to be addressed and complex 
risks to the project’s success should be identified and analyzed.  Doing this in a way that keeps the effort required 
manageable and provides the transparency necessary to engage suppliers effectively, whilst meeting relevant 
legislation, requires an experienced individual and well-proven tools and techniques.  
 

Commerce Decisions provides support and training to support organizations in the delivery of best practice 
procurement and contracting processes. The services offered by Commerce Decisions span the lifecycle of the 
sourcing decision, from development of a sourcing strategy and understanding of how value for money will be 
measured, through the preparation of a detailed model against which suppliers solutions can be evaluated, to 
management and facilitation of the evaluation.   
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Structured Criteria Development  
Developing robust criteria and scoring guidance that reflects the strategy of the evaluation, the risks associated with the 
satisfaction of the requirements for the solution and the wider needs of the stakeholders is a time consuming task that is 
critical to achieving a transparent, objective and auditable evaluation.  Commerce Decisions has developed a structured 
and robust method to develop criteria which are easily understood by project stakeholders and crucially, 
easily articulated to industry.   

Structured Criteria Development (SCD) – identifies two main sources for your criteria: the requirements you have for 
the solution being procured and your project stakeholders.    

• SCD is based on the principle that high level organizational needs should be identified and captured as part of
the procurement process.  This is often not explicitly addressed as part of procurement with the result that
projects or procurements can go wrong in unanticipated ways.  SCD analyses the high level needs to achieve a
long-term sustainable capability and will then help identify what we call the dependencies of achieving
this.  The final step for SCD is then to work out what specific criteria will be included in the competition and how
they will be scored.

• SCD includes a stage that helps identify when requirements need to be met and what should be evaluated to
give confidence that the requirement will be met (including any Due Diligence measures).

SCD is a robust methodology delivered on many strategic programmes over the last 12 years.   The value of the 
techniques applied is augmented significantly by the facilitation and procurement process expertise of Commerce 
Decisions’ consultants.  When undertaking the SCD process, Commerce Decisions’ is able to draw from a large library 
of previous work to maximise the efficiency of drafting criteria and guidance.   
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Real Value for Money 
Commerce Decisions works with project teams to compare different scoring methodologies and to assess their 
relative merits/drawbacks.   Once the team has selected their chosen methodology and evaluation criteria, Commerce 
Decisions supports the delivery of a weighting workshop for the project team/stakeholders.  We use a robust model to 
determine the relative weights of each criterion. 

Scenario testing of the applied weightings is then undertaken against the chosen pricing methodology. The criteria 
and/or weightings can then be adjusted to ensure that the desired outcome is achieved – both in terms of delivering 
value for money and optimizing outcomes.  
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IMPACT  
The extent to which the lack of this capability or 
solution would affect the overall objectives of the 
project.  

How likely is it that the Authority could rectify the 
deficiency by other means?

Vital The Authority could not rectify this by other means 
and it would result in complete failure to to meet 
related objectives

Very important The Authority would find it difficult or very expen-
sive to rectify this by other means

Important The Authority could rectify this but it would cause 
inconcenience or additional expense

Neutral The Authority could eaily recitfy this at minimal cost

DISTINCTIVE CAPABILITY
Within the expected group of bidders, the measure 
of difficulty that the Authority anticipates that each 
would have in scoring ‘Excellent confidence’

Rare Only one or two bidders will be able to do this well

Scarce Few bidders will be abe to do this well

Common Most bidders will be able to do this well

Universal Any bidder will be able to do this

CERTAINTY
A measure of the level of information available to 
bidders to enable the to formulate a response

Full information Complete clarity would allow a totally informed 
response

Good information Most of the information required is available - can 
be inferred or safely assumed

Vague Very little information is available, so responses are 
expected to be speculative, imprecise and lacking 
in detail

IMMEDIACY
The extend to which the question relates to current 
or future demands on bidders (from the date of 
contract award)

Immediate The capability, solution or resource must be availa-
ble from the date the contract is signed

Short term The capability, solution or resource must be guaran-
teed to be available ‘soon’ after contract award

Medium term The capability, solution or resource must be guaran-
teed within a reasonable time after contract award

Long term There is little or no urgency in the availability of 
capability, solution or resource relative to the date 
of contract award



Example Clients 
Crossrail is one of the most significant infrastructure projects ever undertaken in the UK and 
is currently the largest construction project in Europe valued at US$32BN. The railway 
development works for London and South East England includes 21 km of twin-bore tunnels 
under the centre of London, and eight new underground stations.  

Commerce Decisions managed the evaluation process for all categories of spend and led the 
debriefing process for all suppliers.  We deployed a team of three full time equivalents.  Our 
lead consultant held the position of Evaluation Manager from 2010 – 2013 and had strategic and operational 
responsibility for evaluation processes, standards and advising on all procurement strategies, plans and reports.  Our 
team ensured that all Crossrail evaluations were undertaken in accordance with legal requirements and current best 
practice.  

Since March 2013, the Thames Tideway Tunnel Project Authority have utilized AWARD® 
and Commerce Decisions’ subject matter expertise to isolate a private sector delivery 
partner for a super-sewer. The project aims to upgrade much of London’s Victorian 
Era wastewater infrastructure, with an expected completion date of 2022.  AWARD® 
was used to help the project team liaise with the significant quantity of subject matter 
experts and stakeholders for the selection of a supplier. 

Costing US$1.2BN, 70% of which is funded by the private sector, the 
Mersey Gateway Bridge is a major scheme to provide a six-lane toll bridge 
over the River Mersey to relieve road congestion and to lead the way for 
local regeneration and job creation. 

The Education Funding Agency (EFA) is an Executive Agency of the Department for 
Education. It provides revenue and capital funding for education (3 -19) and support the 
delivery of building and maintenance programs. The EFA is responsible for and manages 
the procurements as a centralized body.  

EFA has been using Commerce Decisions’ services since early 2013, principally on the 
US$5.4BN Priority Schools Building Program. The program targeted at the 261 schools 
in England that were deemed to be underperforming and in need of refurbishment The 
program consisted of 5 school constructions with Private Financing (PPP) and 25 with 
capital funds.  

Initiated in 2006, Partnerships for Schools (a joint venture between the 
Department for Education (DfE), Partnerships UK and private sector 
companies) led a $88 Billion program to rebuild, refurbish and provide 
new Information Technology for all 3,500 secondary schools in England 
by 2020. Commerce Decisions deployed AWARD® to 18 individual regions, used on over US$3.7 Billion of PPP 
arrangements before responsibility for school building moved to the Education Funding Agency (detailed above).  
AWARD® was a crucial tool for the collaboration between central and local governments for joint project decisions and 
was even used by pupils to evaluate elements of supplier bids.
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