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Abstract

In this dissertation it is proposed that opportunities exist to enhance procurement outcomes in the Irish Defence Forces, (DF) and Department of Defence, (DOD) through increased professionalisation of the procurement stream and network management. This study is an exploratory investigation of procurement processes in the DF and the DOD, who together procure goods, items and services which enable the DF to undertake their assigned roles and to deliver support to the Irish State as required. The objective of the research was to examine the current procurement processes employed and consider potential options for the future based on the experiences of procurement practitioners both internal to, and external from, the DF and DOD. The investigation is orientated around the experiences of eight key procurement personnel who work in the DF and DOD and three personnel who work in external organisations. Qualitative research methods using semi-structured interviews have been employed to examine the experiences of procurement in the DF and DOD as well as procurement practices external to the DF and DOD. Thematic Analysis has been undertaken, with four themes and twelve subthemes emerging from the data assessment. 
The research finds that the current hybrid model is effective but could be enhanced with further resourcing and a reconfiguration through network structuring. The requirement for additional resources, the value of education and training, and the benefits of experience, in addition to the tenure of procurement appointments are all identified as key findings of the study. 
Recommendations for further research have been made in the areas of staffing, appointment duration and education and training. Recommendations were also made regarding the establishment of senior management offices for both capability development and procurement, professionalisation of the work stream, provision of a standardised education and training structure and the establishment of a minimum tenure of appointment.
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1 Introduction

1.1 Study Outline

This research explores the current procurement processes in the Irish Defence Forces (DF) and Department of Defence (DOD) based on the experiences of procurement practitioners. It also considers potential procurement process options for the future. 

The Irish Defence Forces (DF) 

The DF is the military arm of the Irish State; with an establishment of 9,500 permanent and 4,000 reserve personnel. The organisation provides for the defence of the Irish State, participates in peacekeeping missions abroad and assists the government with tasks particularly in the sphere of domestic crisis management. These roles are defined in Appendix A of this dissertation. In order to deliver the required support to the Irish State the DF must retain a significant inventory of equipment of varying speciality and complexity; consequently, there is a requirement for an appropriate acquisition structure and these structural and process arrangements forms the basis of this research dissertation. 

Equipment, Goods and Services Acquisition

The provision of equipment, goods and services is a task common to both the public and private sector. The DF and DOD being public sector bodies follow Government of Ireland (GOI) guidelines in this regard. The Office of Government Procurement (OGP), is the chief procurement entity of the GOI and operates centralised procurement for public service organisations in Ireland within four sectors; Health, Education, Local Government and Defence (OGP, 2020), while these sectors also conduct additional bespoke procurement individually due to the nature of their core competencies. The OGP (2019a, p. 13) defines procurement as: 

“The process by which public bodies purchase works, goods or services from suppliers which they have selected for this purpose. It ranges from the purchase of routine materials, goods or services to large scale contracts for infrastructural projects and involves a wide and diverse range of contracting authorities.”
This topic is of particular relevance as the Department of Defence (DOD) noted the Irish Defence Sector spent approximately €192 Million in 2019 on the procurement of equipment, materials and services for the DF (DOD, 2020). The range of services (detailed in Appendix A) which the DF deliver are vast, unique, and in many cases complex. The capability to provide such services requires a vast variety of infrastructure, equipment and services, all of which must be procured by the DF and DOD. Given that the DF operate three Services in the four domains of Land, Sea, Air and Cyber and that the tasks allotted within those domains are frequently complex and challenging, the support structures through which infrastructure, equipment and services are procured and maintained are of vital importance. Schapper, Viega Malta and Gilbert (2006) observed several factors influence procurement management objectives. They include public confidence in terms of accountability and transparency, efficiency and effectiveness regarding the use of public funds, as well as policy compliance and consistency in terms of engagement with wider policy agendas.   
1.2 Aims and Objective of the Research

The aim of the research is to examine the status of procurement processes in the DF and DOD and to consider potential future options for procurement processes. This research aims to provide a fresh perspective on the procurement footprint, which the DF and DOD makes. It is hoped that an analysis of the results will help inform the future courses of action for the DF and DOD. The academic literature can be employed to provide guidance and context to the research and ultimately help to develop a framework through which the investigation can be accomplished. 

1.3 Research Question and Objectives

Based on the aim of the research, a research question has been framed, which allows for progressive academic and practical investigation. The question posed is as follows: “What are the current procurement practices and future options for DF and DOD?” It is proposed that the most effective option for investigation is through the case study approach, which will be further explored in Chapter Three.

In order to further develop a research question Saunders, Lewis and Thornhill (2007) recommend the employment of research objectives as they contend utilising this technique enhances the specificity of the research. Having developed a specific question, parameters have been defined in order to guide the research process.  This ensures that the appropriate investigations are conducted to enable an informed and comprehensive solution to the problem presented. These parameters have been framed as research objectives and provide focus to the research project. These objectives are listed below along with subordinate tasks to facilitate the research process.

1. Examining the effectiveness of the current procurement system based on experiences of procurement personnel. 
a. Consider the current procurement structure and processes under which procurement takes place through the views of DF and DOD procurement staff.

b. Establish suitable criteria that will provide accurate data for examination of the effectiveness of the current model.

c. Establish an appropriate representative sample through an analytical analysis of the various DF and DOD Branches cognisant of their procurement footprint, the variety of their tasks and capability within the organisation.

d. Establish the views and processes employed by external procurement practitioners in their area of industry.

e. Extract from the analysis of the data, information that will enable an assessment of the effectiveness of the current procurement system to be achieved. 

2. Consider the potential options for future procurement systems based on the views of experienced procurement personnel. 

a. Establish from DF and DOD procurement staff their views on where improvements to the current system (if any) can be made. 

b. Establish an appropriate representative sample through an analytical analysis of the various DF and DOD Branches cognisant of their procurement footprint, the variety of their tasks and capability within the organisation.

c. Establish the views of external procurement practitioners in their area of industry regarding future procurement practices.

d. Extract from the analysis of the data information, which will enable consideration of future procurement processes to be developed. 

These objectives will form the pillars of this inquiry, allowing for in-depth interrogation of the current and potential future procurement processes in the DF and DOD. Based on information gleaned for research objectives one and two, a response to the research question can be formulated with recommendations regarding further research and practical options.
1.4 Justification for the Research

There is a significant body of academic research in the discipline of procurement. While the literature proposes theoretical frameworks and models for procurement, this dissertation provides an opportunity to consider these constructs in a practical environment within a large-scale, public-sector organisation. Research by Dimitri, Dini and Piga (2006) contends that benefits of aggregation can counterbalance costs where strategic, standard or urgent purchases are required. A considerable proportion of procurement undertaken within the DF and DOD falls into one of the categories, strategic, standard or urgent. Consequently, based upon these assertions, the opportunity to gather evidence and the prospect of testing models and frameworks in a public sector environment, it is contended further specific tailored research into this issue is both appropriate and justifiable.

The benefit of conducting such a study is two-fold. Through interrogation of relevant models and frameworks, the academic community may gain greater insight into the veracity of these models and frameworks when applied in a dynamic public sector organisation. Additionally, investigation may provide the potential for the DF and DOD to further develop procurement systems at an organisational level, should it be deemed appropriate. This research project provides an opportunity to examine the interface between theory and practice, and to qualify particular framework models in a practical context.

Business Discipline and Academic Areas

Procurement spans a number of business disciplines; the primary business branch would be management, with procurement nested as a sub-field of this discipline. There are several other branches where the procurement process interfaces, these include inter alia, “public administration, finance, law, supply chain management and logistics” (Flynn and Davis, p. 139). Furthermore, governance and operations management also enter the public procurement space. There are a wide variety of resources, which can be called upon to inform the study of this area. Scholarly articles, peer reviewed journals and handbooks, as well as academic texts will form the basis of the research resources for this exploration. These resources are primarily available through databases subscribed to by Griffith College Library and open-source information from the World Wide Web. The assessment of current methods of procurement in the DF and DOD will be sourced internally within the organisation.

1.5 Structure of the Dissertation

The study is broken into five distinct chapters; Chapter One outlines the Introduction and Objectives of this Research Dissertation. Building on this Introduction, Chapter Two will review the pertinent literature on procurement and will include a Conceptual Framework based on a review the literature. Chapter Three will consider the Research Methodology to be employed to gather data. Chapter Four will have the Presentation and Analysis of Findings. Finally, Conclusions and Recommendations will make up Chapter Five.
2 Literature Review

2.1 Introduction to Literature

The appropriate starting point in considering the optimum structure for procurement in the DF and DOD is a review of the literature with particular focus on industry best practices, governance and management considerations as well as the models adopted by other militaries.  Military Procurement is a specific specialist subset of public procurement, and while limited research has been published in this particular area, maybe due to operational or commercial concerns. A broader, more general literature review of procurement theory can provide context and perspective to the Military Procurement Process and will inform the course of the investigation.

Procurement is a discipline that has attracted significant interest in the field of academic research, with several journals dedicated to general and public procurement. Like many fields, it operates in an evolutionary manner with significant contributions from both academia and industry. There are numerous academic texts, which outline the principles, and theories surrounding the topic; Burt, Petcavage and Pinkerton (2010) and Monczka, et al., (2009) are two. Undergraduate and postgraduate course texts cover a variety of areas from requirements to categorisation, to financial costings and contract management (Burt, Petcavage and Pinkerton, 2010). Several handbooks are available which exclusively carry topics that are related to procurement also. Matthews (2005), noted that the induction of public procurement into the academic ranks is a quite recent phenomenon and as such, there is a dearth of historical research in the area. Dimitri, Piga, and Spangolo, (2006, p. 4) have noted, “Procurement is characterized by lack of uniform terminology”.  This may be because of the evolutionary nature of the profession and the approaches taken by different industries to the topic.

Academic literature on procurement recognizes the conceptual development and furtherance of public procurement borrows heavily from management theory and practice (Flynn and Davis, 2014; Schapper, Veiga Malta and Gilbert, 2006). It is fitting and reasonable that principles should be derived from the core discipline of management as public procurement at its current level of maturity can be considered as a key enabler of management and aligned to organisational management strategies. The critical literature review is firmly rooted in the research question and underpinned by the research objectives. This Literature Review will be undertaken thematically, considering a variety of contributions, which will facilitate a balanced and informed foundation upon which a conceptual framework will be built. A thematic interrogation of available literature on procurement will be derived from this study’s research objectives and will be crosscutting, reflecting the broad position of public procurement within the discipline of management. These themes consider, Best Practice in Public Procurement, Economic and Non-Economic Factors Influencing Public Procurement, Centralisation and Decentralisation, Governance Considerations, Theoretical models proposed and Gaps in the Literature.

2.2 Best Practice in Public Procurement

In Ireland, and most developed economies, public procurement is a highly regulated enterprise, ensuring value for taxpayers’ money.  Such regulation provides a transparent platform for governments to undertake procurement projects of varying scale, including major capital investments. In order to achieve optimum outcomes, it is essential to adopt industry best practices; these practices will vary depending on the specific industry with some more easily transferrable than others. Experience from the private sector can be introduced to public procurement. One area, which has a significant role and is a keystone of best practice, is that of governance in public procurement.

Governance in Public Procurement

Governance in public procurement is an essential tool employed, not only to ensure compliance, but also to inculcate a sense of public confidence that processes are fair, transparent and effective. Phillips, Caldwell and Callender (2007, P. 139), citing Jreisat (2005) and Johnston (2003), noted that several core concepts present repeatedly, namely; “transparency, participation, accountability, efficiency, effectiveness, ethics, equity and responsiveness”. These features are congruent and consistent with several other areas in the procurement process, for example efficiency, effectiveness and responsiveness among other concepts are at the centre of the centralisation/decentralisation tension and accountability resides between the economic and leadership space. 

Aberbach & Rockman (1988) and Schapper, Veiga Malta and Gilbert (2006) noted tension between performance and conformance; this tension reflects the rigidity of governance compared with the versatility of innovation. Pegnato (2003) has characterised regulation and governance in public procurement as cyclical, reflective of the geopolitical environment at any given time. Pegnato (2003, p. 145) has suggested the “procurement pendulum swung too far towards over regulation”. The obligations imposed by governance have significant implications for best practice in public procurement activities and it is therefore not appropriate to discount the contributions of Aberbach & Rockman (1988), Schapper, Veiga Malta and Gilbert (2006) and Pegnato (2003). However, there is an element of impracticality in segregating this concept from the public procurement process and identifying it as a hindrance to the process. Governance processes play a substantial role in political and environmental stability. Indeed, as Tarantino (2008, p. 2) notes, “Governance is the process by which an organization defends the interests of the stakeholders” which, in the case of public procurement is the taxpayer and as such, it will remain an integral pillar of both best practice and policy in state bodies. A recent development in public procurement has been the introduction of commodity councils, which is discussed below.

Commodity Councils

In their 2005 contribution Reed, Bowman and Knipper identified the concept of commodity councils as a best practice tool in public procurement. They identified several success stories in which the concept of a commodity council was transposed from the private to public sector. Notably, the US Air Force (USAF) integrated a “commodity council concept based on industry practice using the model developed by IBM” (US Air Force, 2004, cited in Reed, Bowman and Knipper, 2005, p. 276). Rendon (2005) identified several large multinational companies who successfully implemented strategic sourcing practices. Additionally, Rendon observed, “many government agencies are now beginning to implement and adopt strategic purchasing best practices” (2005, p. 13), noting also that the US Department of Defense (USDOD) was implementing initiatives around strategic sourcing (2005). When organisations such as the USAF and USDOD transpose and implement practices of a global technology leader, its importance for procurement processes elsewhere cannot be underestimated; indeed, it validates the practice of commodity councils as a pillar of control and governance in industry. Commodity Councils can make a positive contribution to procurement and sourcing, particularly in large organisations.  Certainly, the logic cannot be contested. It must be remembered that the scale of organisations like the USAF and USDOD are enormous in comparison to the DF and DOD. Commodity Councils are closely aligned with many centralised public procurement practices. The furtherance of both the academic and professional standing of public procurement is an additional element that can be associated with industry best practice.

Professionalisation of Public Procurement

An additional pillar of best practice in public procurement is the professionalisation of the occupation. Flynn and Davis (2014, p. 139) contend that “public procurement resided on the periphery of management science”, but in recent times its movement to the centre has been cemented. Additionally, Flynn and Davis (2014) observed a wide cohort of academic professionals from different disciplines engage in research in public procurement. There is credence in this contribution; as a fledgling profession, the slow maturing public procurement has lacked the disciplinary stature, which other professions hold as their “stock in-trade”. 

Flynn and Davis’s (2014), observations suggest a contested space where academic scholars from various professions claim a level of ownership of public procurement. With each academic contribution comes a furtherance of the profession which is inherently positive, however, this development is not wholly conceptually independent. McCue, Prier and Steinfeld, in their 2018 article, have examined the foundational elements of a public procurement body of knowledge, which can be considered as one of the pillars of a distinct profession. This timely contribution places in context the infancy of the profession and underscores the requirement to embed academic independence in the field of public procurement. In order for the profession to develop, the contention of McCue, Prier and Steinfeld (2018), that a core body of knowledge must be developed, should be recognised and advanced.   

An empirical study undertaken in Germany by Glas, Schaupp and Essig (2017) established a link between professional competence and centralisation of public procurement activities. Their study sample identified over 86% of staff in a centralised facility were professionally trained as opposed to just over 20% in a decentralised entity. Such findings are tenable given the priority afforded to the public procurement process in a centralised structure. Such contributions provide a coherent, cogent and consistent argument in favor of the professionalisation of public procurement, an argument enhanced by the fact that many academic researchers approached the topic with varying different perspectives and arrived at similar conclusions. It is therefore justifiable to suggest that an enhanced level of professionalism will greatly benefit best practice in public procurement. 

A key aspect of this research project relates to procurement structures, which will be reviewed in the next section.

2.3 Centralisation and Decentralisation
An important aspect of this research project is based on a key debate within procurement literature; whether or not to centralise the management of organisational procurement within a single procurement office. Dimitri, Dini and Piga (2006) considered the choice in general terms as a trade-off and ultimately, depending on circumstances, they established that a fusion of both (centralisation and decentralisation) might be the best result. It is legitimate, and indeed essential, to consider that every entity is different, procures different goods, materials and services, and has different structural arrangements. 

Glock (2011, p. 153) considers the centralisation and decentralisation debate as one element of the “Structural Characteristics of the Purchasing Organisation”. He also observed that there was consideration and adjudication required regarding the advantages associated with flexibility in a decentralised purchasing entity and scale advantages associated with a centralised purchasing entity. This scholarly contribution aligns with that of Dimitri, Dini and Piga (2006) noted above and, in the general sense, is logical, appropriate and generally applicable. However, it must be stressed that no one model alone can satisfy the fundamental question and subsequent debate surrounding centralisation and decentralisation of public procurement activities. The diversity of activities and subsequent procurement demands of any given public entity significantly influences the permissibility of each parameter, with a case in point being procurement in a broad organisation like the DF and DOD. The concept of centralisation will be initially considered.

Centralisation

There is consensus among several scholars that a centralised public procurement structure creates cost savings, efficiencies and inculcates a level of professionalisation within the discipline (Dimitri, Dini and Piga, 2006; Albano and Sparro, 2010; Glas, Schaupp and Essig, 2017, Hourigan, 2019). It can be contended that aggregation of procurement through a central body facilitates cost saving as well as greater oversight of expenditure of public funds. These cost savings are seen as a more favorable alternative to adjustment of health or social welfare budgets (Albano and Sparro, 2010), which suggests that political expediency in addition to fiscal prudence is a factor in the management of public expenditure. 

Bals, Laine, and Mugurusi (2015, p. 11) further developed a general definition of centralisation proposed by Johnston and Bonoma (1981) noting, “Procurement activities are consolidated in one organizational unit versus decentralized meaning to have them dispersed in multiple units.” Centralisation can be driven by several factors including economic, political and risk management. In addition to centralisation, Bals, Laine, and Mugurusi (2015, p. 5) consider “formalization, participation, specialization, standardization and size,” as key constituents in any organisation structure. Without question, the structural ramifications of a centralised or decentralised organisation are highly visible but it is also essential to consider the context within which the organisation exists. Understanding that centralisation is one element in a systematic management approach puts the topic into context, an idea that has received significant attention from academic scholars. 

As already considered, extreme scrutiny, good governance practices and cost savings through aggregation can be seen as strong drivers of the centralisation agenda. Flynn and Davis (2014), expressed the view that the role of public procurement had to be reappraised, partially because of the 2007 financial crisis. Centralisation at the macro level has become popular, with Dimitri, Dini and Piga, in their 2006 contribution listing no fewer than seven European countries who operate a central government public procurement agency. Such findings from industry reflects a trend, which facilitates aggregation, oversight and control from the centre and may provide value to future procurement options in the DF and DOD. 

Public procurement, which Schapper, Viega Malta and Gilbert (2006) estimates may consume a third of all government expenditure, is a leading candidate for aggregation of disbursement. Aggregation, cost savings and centralisation have a somewhat symbiotic relationship, with Albano and Sparro (2010, p. 2) suggesting, “Aggregation or centralized public procurement, when appropriately designed, may help reduce purchasing costs considerably”. There appears to be a connection between aggregation, cost savings and centralisation, which validates the exploration of centralisation of procurement activities.

Decentralisation

Dimitri, Dini and Piga (2006, p. 48) have contended that, where power is delegated to “decide how, what and when to procure” then a decentralised procurement operation is in existence. Such an arrangement can be considered useful when there is a need for a rapid response approach to customers who produce a wide breadth of requests (Monczka, et al., 2009). The concept of decentralised procurement is effective and logical; local corporate knowledge enables buyers to take advantage of localised special offers and stocks can be more effectively managed. There is no doubt that, at the micro level decentralisation makes it easier to react to changes than is possible at the macro level.  

In a 2017 empirical study, Chiappinelli examined the impact of decentralisation and public procurement performance in Italy. There was a negative correlation between public procurement performance and decentralisation; this appeared to relate to a lack of procurement competence at the decentralised level. Such observations in terms of professional competence is congruent with the findings of Glas, Schaupp and Essig (2017).  These findings are logical and consistent with what could be expected; in a decentralised procurement operation, it is highly likely that a procurement official may also discharge other responsibilities and may not be professionally trained.  

Ates (2014) has cited Damanpour (1991) who suggested that the concept of centralisation restricts communication and has a negative impact on innovation. It can be proposed that decentralization facilitates local arrangements allowing smaller challenges to be resolved by personnel who are on the ground. In some cases, it could be suggested that there is a greater connection between all stakeholders at the local level and therefore greater understanding. While such decentralised arrangements provide considerable flexibility, it is pertinent to consider a question posed by Chiappinelli (2017, p. 2), which is whether “such a prevailing decentralization practice in procurement systems is justifiable on economic grounds”. It is an appropriate question to ask in the sphere of public procurement and a valid contribution to the debate; the primary responsibility of any public agency is to provide suitable public services at the least expense to the taxpayer. Key factors, which would influence the answer to Chiappinelli’s question, would include the diversity of inventory and services, the size of the organisation and the level of professional competence available at the local level.

Bedey et al. (2008), observed that centralisation and decentralisation structures are polar opposites. It is fair to posit that, given the wealth of variables that affect structural decisions, elements can and have been interspersed to create a hybrid procurement structure, something that is considered below. 

Hybrid Arrangements

The current arrangement in the DF and DOD is a hybrid structure of centralised and decentralised procurement practices in line with delegation of funds processes. This hybrid approach facilitates bespoke organisational design “cherry picking” the most effective elements from both approaches. No two hybrid purchasing organisations are the same and Kanepejs and Kirikova (2018), observed that it is common practice for a hybrid model of procurement to be in place. Such a contention is valid; whether this is due to business models, geographical spread or organisational structures, there is no doubt that while the two hybrid purchasing entities discharge similar duties, they are inherently different.

Johnson, Leenders and McCue (2003), cited research undertaken by the Centre for Advanced Purchasing Studies in 1999, which indicated that 37.5% of surveyed organisations employed a hybrid structure. This gives credence to the observations of Kanepejs and Kirikova (2018) who suggested that the hybridisation process is derived in part from the evolution and advancement of business and, in particular, procurement practices in both academia and industry.

In their review of literature, Glock and Hochrein (2011) noted Williamson’s seminal Transaction Cost Approach and his view that the configuration of an organisation is rooted in (amongst other concerns) a mechanism to minimise the transaction costs within a specific process. Transaction Cost Economics is a popular lens through which to assess procurement processes and without doubt is relevant to the configuration of an organisation. It should be considered however that other variables including governance, geography and volume of activity may influence the configuration of a public purchasing organisation and caution must be exercised to avoid tunnel vision. 

The current hybrid system of procurement within the DF and DOD facilitates the provision of a diverse portfolio of services and equipment across a wide spectrum of domains. Non-aggregation of common requirements as well as the requirement for each Corps and Service level to maintain competence in a highly dynamic personnel environment are some of the challenges that are faced within the operation of a hybrid model. Another significant element relates to the economic and non-economic factors, which influence an organisation undertaking public procurement; this element is examined below.

2.4 Economic and Non-Economic Factors
Several scholars (Dimtri, Dini and Piga, 2006; Albano and Sparro, 2010; Thai, 2001) identify the fiscal impact of public procurement as among the most pertinent matters in the discipline. Ultimately, if fiscal discipline is not adhered to there will be significant efficiency and governance ramifications for the key stakeholder i.e., the taxpayer. An examination of the relevant literature highlights that cost considerations play a significant role in fiscal discipline, in addition to non-economic factors such as socio-economic development initiatives. Economic factors will be considered initially.
Economic Factors

The necessity for the centralisation of procurement activities has almost collectively been attributed by several scholars to the need to manage costs, increase efficiencies and exercise proficient governance (Dimtri, Dini and Piga, 2006; Albano and Sparro, 2010). This is a logical conclusion, as fiscal management is the cornerstone of governmental policy. It also ties in with views of Flynn and Davis (2014), that the role of public procurement had to be reappraised, partially because of the 2007 financial crisis. It can be contended that best practice in public procurement will be coherent with responsible fiscal policies. 

Prudent fiscal management and an opportunity to exercise significant control through “demand aggregation”, as suggested by Albano and Sparro (2010, p. 2) are pertinent economic factors. Where such savings are made, they may be reinvested in other public projects or to support welfare requirements. Aggregation of supply and services through a central body facilitates greater oversight of expenditure of public funds and creates a greater level of confidence in central government. Another useful concept in public procurement, which considers economic factors, is the approach of evidence-based decision-making, (Albano, Snider and Thai 2013). Such an approach will be cognisant of fiscal concerns but not totally constrained by the lowest price concept. The arguments advanced in favour of public procurement being influenced by economic concerns are strong, logical and cogent; a key objective of the public procurement process is the delivery of appropriate and effective services and materials whilst ensuring judicious stewardship of public funds. 
While the concept of prudent fiscal management is a cornerstone element of public procurement policy it must be tempered with the concept of value for money, which does not always mean accepting the lowest bid. This concept takes into account the Total Cost of Ownership (TCO) model and as observed by Burt, Petcavage and Pinkerton, (2010, p. 304), should reflect “acquisition costs, ownership costs, and post-ownership costs.” The model suggested is particularly relevant where significant capital investments are proposed and it provides a very strong base for value assessment. Such a model is appropriate for large-scale acquisitions made frequently by the DF and DOD. Such economic factors often co-exist with other non-economic factors when examining the public procurement process.

Non-Economic Factors

A review of the literature also noted public procurement policy might be driven by political expediency, as revealed Albano and Sparro (2010). Concurring with this contention, Arrowsmith (2010) suggested that public procurement policies could have a secondary or horizontal impact relating to economic and socioeconomic growth among other uses. The intrinsic value of a steady stream of employment, the fundamental requirement for the provision of goods, materials and services cannot be understated and creates a symbiotic relationship in which very many governments sacrifice an element of value for money to address a wider socioeconomic agenda. It can be assessed views expressed by authors in relation to the social and political influences on the procurement process bring significant credibility and value to the works produced. It can be strongly suggested that social and political concerns have a significant impact on the wider economy and should be factored in when examining any process within the public procurement sphere. The importance of economic stability in disparate and disadvantaged communities cannot be disregarded; governments, it could be suggested, have a moral obligation to ensure opportunities for employment and prosperity for their citizens. One tool, which can be effectively employed, would be a socioeconomically driven procurement policy. 
Another significant theme that appears in the literature relates to interpretation and tailoring, which governments must undertake regarding public procurement polices (Thai, 2009; Arrowsmith, 2010). While the overall focus remains the same, structures, requirements and polices will vary by jurisdiction (Schapper, Veiga Malta and Gilbert, 2006; Thai, 2001). The impact of such diversity is to create a labyrinth of differing regulatory systems, which became apparent when examining processes from various jurisdictions. The contributions of Thai, Arrowsmith and Schapper, Veiga Malta and Gilbert are rational, as each state exists within its own sphere of economic and political independence relative to the norms and customs of international law. In addition, public procurement cannot be interpreted in a vacuum; many external factors, not least political impact and the provision of public services in a fair and equitable manner affect procurement policy development. In terms of the Irish context, Brennan (2016), identified inter alia, access for Small and Medium Enterprises (SME), procurement leakage and training as pertinent issues relating to public procurement in Ireland. Brennan (2016), further identified issues of social and political influence on procurement, which provides appropriate context and ultimately enhances academic knowledge within this research field.

2.5 Theoretical Models Proposed

Contributions to the conceptual development of public procurement in academia can be, but non-solum, ascribed to Flynn and Davis (2014), Schapper, Veiga Malta and Gilbert (2006), Arrowsmith (2010), and Thai (2009), with many other academics crossing professional disciplines to advance scholarly discourse on a particular topic. A wide number of disciplines influence the development of public procurement theories, models and frameworks. Developments in these disciplines have consequential impacts, which routinely encroach the sphere of public procurement. For example, changes to the regulatory backdrop will inform the public procurement framework adopted by an organisation, (Schapper, Veiga Malta and Gilbert, 2006). The literature recognises that the conceptual development and furtherance of public procurement borrows heavily from management theory and practice, (Flynn and Davis, 2014; Schapper, Veiga Malta and Gilbert, 2006). Public procurement plays a significant role in the outputs of many public bodies. There are significant outlays in this area and as such it is essential that public procurement objectives are aligned to organisational management strategies. A core concept that overarches many disciplines in both the public and private sector is that of governance, which is discussed below.
Chhotray and Stokes (2009, p.1) opined, “Governance theory offers a valuable and challenging dimension to our understanding of our contemporary social, economic, and political world.” They, (Chhotray and Stokes, 2009), have also alluded to the fact that no one theory of governance has universal application, and various theories can be used as a lens through which to view the impact of activities. Good governance can be considered as an essential element in appropriate and effective procurement processes. Scholars including Chhotray and Stokes, Mallin, Sorensen and Torfing, and Rhodes have all made significant contributions to scholarly discourse on governance. These works extend from empirical right through to theoretical. Armstrong, Jia and Totikidis (2005), examined governance in both public and private organisations and the significant role it plays, highlighting the relevance of the subject in modern organisations. Chhotray and Stokes (2009), speak of governance as a mechanism by which decision-making is facilitated. Such a proposition is at the core of any management activity; it is apt for interpreting the expenditure of public funds and is of relevance to a holistic understanding of systems of procurement. Mallin, in his 2003 contribution has alluded to organisations occupying a complex space managing consumer demands, complex regulation and the increased international dimension to business. It can be submitted that the DF and DOD find themselves in that complex space with regard to procurement, and consequently in this case Mallin’s argument possesses an element of validity. Within the field of governance, there are several sub-fields and tools with which to interpret, and ultimately influence and leverage the decision-making process. One of those sub-fields, which the author contends, has noteworthy applicability to the DF and DOD procurement processes and their management, is that of Governance Networks.   

Chhotray and Stokes (2009) observed that governance is closely connected to the concept of numerous networks with a variety of stakeholders that must be effectively managed. Such a concept is intuitively appropriate given that a military entity functions as a result of the collective effort of all branches.  The construct of a network type entity has the potential to be employed to effectively characterise procurement in terms of governance and the mechanisms by which key decisions are arrived at in that sphere. Indeed, Klijn and Koppenjan (2012) have suggested that network governance can employed in the future to further develop areas including process management. Klijn and Termeer (1995) have developed a theoretical narrative around network management in the public sector. One aspect of this narrative is that of game management, which seeks to manage within the current configuration and engage in collective collaboration with all stakeholders in a network. An alternative approach is that of network structuring, which, as the name suggests involves some form of reconfiguration through the provision of external resources. Chhotray and Stokes (2009) have suggested a reappraisal of resource dispersal; policy shifts and external assistance drive the network structuring approach. This approach is suggested to bring about different outcomes, which if focused correctly, should enhance processes. 

Klijn, Koppenjan, and Termeer (1995) identified four key parameters, which can be employed for both game management and network structuring. These parameters are: actors and their relations, resources, rules and perceptions. Actors are an integral part of a network, indeed as Klijn, Koppenjan, and Termeer (1995) suggest these actors define the character of a network. The actors are part of the network by virtue of some requirement to engage. This requirement makes engagement in ‘games’ interesting. Significant in games are resources which as articulated by (Benson 1982; Aldrich 1979) include powers, status, legitimacy, knowledge, information and money. The distribution of these resources influences the way in which the games play out. Rules have a pivotal effect on the manner in which they are executed; they define the approaches, which are taken to the games. The tempering of expectations and perceptions is an important aspect of game management, as Klijn, Koppenjan, and Termeer (1995) suggest.  Klijn, Koppenjan, and Termeer (1995, p. 449) also note that reframing a problem can result in “an illogical, irrational leap which can be compared to a 'paradigmatic shift'”. This approach “results in changing perceptions, behaviour and relations”, according to Levy and Merry (1986, p. 96). These tools provide an interesting lens through which to observe procurement in the DF and DOD.

In terms of the conceptual literature, a potentially undesirable consequence is that the genesis of many theories and frameworks within the field of procurement are found in other distinct disciplines, to which procurement has been subordinately attached. Whilst academic investigation will routinely cross disciplinary boundaries, many procurement theories and concepts contain elements of several disciplines and consequently can draw the academic researcher into an extended cycle of theoretical chasing, influencing the outcome of research. Schapper, Veiga Malta and Gilbert (2006) identified the politically sensitive nature of public procurement. This contention, which adds further intricacies to an already multifaceted discipline has been suggested by inter alia, Albano and Sparro (2010); Burt, Petcavage and Pinkerton (2010) and Thai (2001). Further to the political sensitivity associated with procurement a tension has emerged between compliance and performance management, where the focus on outcomes can create challenges in the compliance space. This tension, and the polarity of these concepts and subsequent consequences has been observed as a significant barrier to effective public procurement (Schapper, Veiga Malta and Gilbert, 2006). Such an argument possesses credibility on a practical level, there may be an assertion that performance can always be improved however one constraint will be regulatory structures, which inhibit all-out market economics.

A Procurement Management Framework (2006) developed by Schapper, Veiga Malta and Gilbert (2006) has identified a triad of pillars upon which the execution of public procurement sits. These pillars; strategic, performance and process management can at times be assessed as being on diverging paths. Consider the compliance/performance tension noted by Schapper, Veiga Malta and Gilbert (2006). It is a tension that has remained in place for many years, frequently disrupted by public sector reform agendas. Additionally, each pillar in the model advocates for various levels of centralisation or autonomy. At the strategic level, there is a drive to centralise in line with central agency roles. The performance management pillar favours decentralisation up to the point of contract aggregation and the process management pillar would favour decentralisation for basic purchases (Schapper, Veiga Malta and Gilbert, 2006). 

These assumptions should hold true to a greater or lesser extent but the defining factors will be the size, scope, competence and capacity of the organisation and the level of tension between the three pillars in the Procurement Management Framework. Additionally, central to the contention of the framework is the employment of information technology systems to ‘defuse’ the compliance/performance tension. The capacity of technology to remove all such tension is limited and no empirical data on this topic has been identified. The contribution of the Procurement Management Framework (2006) by Schapper, Veiga Malta and Gilbert has provided a useful, credible and applicable framework through which to assess public procurement and is appropriately nested with the procurement sphere while drawing heavily from management theory. As a model, the framework is built around the procurement process rather than being constructed around a management process, and therefore this can be considered a useful tool through which to assess public procurement activities.

As with many areas of academic research, theoretical concepts and industry experience may not be wholly compatible. This creates an incentive for both academic and industry practitioners to enhance their understanding of the process of public procurement. There are gaps in the literature, which will be investigated and integrated as part of this research project.

2.6 Gaps in the Literature

Brennan (2016) has contended that research on public procurement in Ireland is sparse and an interrogation of the literature validates this assertion. The absence of empirical data creates ambiguities surrounding public procurement activities on a national level. One exception exists, a mapping exercise undertaken by Flynn, et al., (2013), indicated an enhancement of knowledge of, and engagement in, public procurement in Ireland. This enhancement and engagement continues through to today with the OGP (2019 b) in 2017 managing expenditure of over €4.9 billon with over 4,380 tender notices published. This absence of detailed research on public procurement in Ireland and, specifically, public procurement within the DF and DOD provides an opportunity to contribute to scholarly discourse on the topic. 

2.7 Conceptual Framework

The conceptual framework is the cornerstone of the research process. It is the element that helps to chart a course and lay out the basis and constraining factors that will direct the research. In order to establish a framework, a coherent link must be derived from the triad of theories and frameworks in the literature; the research question; and the research objectives. Where a comprehensible connection is discovered, a clear path can be charted which enables the core concepts to be interrogated. Public procurement is a hybrid discipline and Flynn and Davis (2014 p. 139) observed it “resided on the periphery of management science”. Indeed, it could be suggested, with the diversity of disciplines whose contribution is necessary for effective functioning, public procurement occupies a contested space between several schools, and from a theoretical perspective, borrows heavily from them.

The Procurement Management Framework developed by Schapper, Veiga Malta and Gilbert (2006) derives its origins from a combination of governance and management theories. These theories are embedded at the heart of the model, which examines the fundamental variables of objectives, accountability and management (Schapper, Veiga Malta and Gilbert, 2006). These elements are significantly inter-related and are contingent on sub-elements specific to the particular research being undertaken. A further underlying influence is the key tensions between strategic, performance and process management; these tensions have been recognised and examined in the literature with Pegnato (2003, p. 145) considering the performance/process tensions and noting concerns that “the procurement pendulum had swung too far towards overregulation”. The procurement management framework is particularly relevant to the specific research being undertaken by this author, as it has been developed to address the management and reform of public procurement. This facilitates the interrogation of the key research objectives through the lens of the Procurement Management Framework (Schapper, Veiga Malta and Gilbert, 2006), which, in and of itself, is a theoretical construct. Additionally, it provides a basic foundational framework from which situation-specific variables can be derived and added to in order to inform the research. 
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Fig. 1: Procurement Management Framework (Source: Schapper, Veiga Malta and Gilbert, 2006)
The framework will facilitate the investigation of the research objectives through a thematical assessment of key variables identified by the author. These variables will be examined from the perspectives of objectives, accountability and management, cognisant of the three elements of strategic, performance and process management. This will allow a coherent picture to be developed in which the research objectives have a clearly defined pathway back through and connection with the theoretical foundations. Consequently, it is proposed to employ the Procurement Management Framework developed by Schapper, Veiga Malta and Gilbert (2006) as the basis of the conceptual framework for this investigation. From this starting point key themes can be investigated which will have a solid basis in the literature. 

The Procurement Management Framework can be used to assist by informing the collection of data in the following areas:

1. Examining the effectiveness of the current procurement system based on experiences of procurement personnel. 
2. Consider the potential options for future procurement systems based on the views of experienced procurement personnel. 

Additionally, in their contribution to the topic of strategic goals in public procurement, Glas, Schaupp and Essig (2017) noted a difference of approach was observed between centralised and decentralised entities regarding strategic goals. One of the hypotheses posed (Glas, Schaupp and Essig, 2017, p. 584) related to the level of “fit with up-to-date strategic objectives”. This is of interest as it creates the justification for data collection regarding strategic, performance and process management approaches and will allow for an assessment of these approaches in the DF and DOD. 
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Fig. 2: A Conceptual Framework for a Research Project on DF & DOD Procurement

To augment the research objectives a number of focused areas of interest underpinning the research were developed from interrogation of the literature. These areas are inherently linked to the research objectives and tied back to theory through the Procurement Management Framework (Schapper, Veiga Malta and Gilbert, 2006). They are:   

1. The unique and limited nature of Irish Defence Procurement – what is the impact of the unique and limited nature of Defence procurement on the procurement environment? 

2. Current Models in Operation – how effective is the current model?

3. Current Legislation and Regulations – what impact is legislation having on current procurement practices?

4. Levels of Professionalisation – what is the current professional profile in terms of education and training within the DF?

5. Impact of Technology – what impact does technology have on the current procurement model?

These areas of interest will denote the starting point of the research journey, informing the development of the process and allowing key aspects of the research objectives to be addressed. The Conceptual Framework illustrated in Figure 2 will form the basis for investigation in this research project.

3 Methodology and Research Design
3.1 Introduction

This chapter provides information on the design of the specific research method, which will ultimately be the vehicle to navigate the research journey. This is dictated by many factors including the nature of the research question, the level of access available and the sources of information. 

3.2 Research Philosophy and Approach

The research philosophy helps guide the investigative process while providing distinct and clear observations on the way in which knowledge is defined, interpreted and understood. The author’s general views, perspectives and values will also affect such philosophies. For this research, the author has decided to apply a positivist philosophy, with an objective perspective and a deductive approach. It is proposed that the research question can be appropriately nested in a positivist philosophy; and it can be answered through assessment of key criteria, albeit cognisant of stakeholder involvement in the procurement process. It is essential to understand the interaction key stakeholders across the DF and DOD have with the process, to capture the observations they make and to enhance the validity of the research through a holistic examination of the research question. Therefore, employing qualitative methods of data collection presents the best option. This will ensure that appropriate cognisance is paid to the wide variety of stakeholders and the concerns, observations and inputs, which these stakeholders have regarding the public procurement process. 

3.3 Research Strategy

The research strategy is a key enabler of the research process and facilitates the interrogation of environment, process and, by extension, question that is being scrutinised. Saunders, Lewis and Thornhill (2007), propose a suite of strategies that can be employed as tools to construct a solution to the problem posed. These strategies include experiment, survey, case study, action research, grounded theory, ethnography, and archival research. Like any tool kit, these strategies can be employed in isolation or combination to deliver the most effective mechanism to solve the problem. 

For this research project, the approach will be to apply a small selection of strategies. These strategies have been identified as being the most suitable to answer the research question, provide a broad range of data and deliver the most holistic assessment of the research question. The primary strategy employed will be to consider the DF and DOD as a single organisation in the context of an exploratory embedded case study. Robson (2002, p. 59) considers an exploratory case study as an opportunity to investigate “what is happening; to seek new insights”. Such an approach aligns with the research question and facilitates the investigation of the research objectives. The exploratory case study can be considered the primary vehicle for delivery of this research project. However, in order to qualify the exploratory case study, semi-structured interviews present the best option to provide a data set for analysis. 
3.4 Outline of the chosen methodology

The exploratory embedded case study will be employed as the overall vehicle to investigate the research question. It is a single case study and it is conducted as an embedded case study, looking at the procurement function using the qualitative approach. The methodology employed for data collection is the semi-structured interview. A sample size of ten personnel was identified for interviews in line with recommendations made by Braun and Clarke (2013), for small project research. Key personnel in the DF and DOD, as well as external procurement experts will be interviewed in order to ascertain their views and observations on current and future procurement practices. A top-down approach as suggested by Braun and Clarke (2006), will be employed facilitating focused analysis on themes relevant to the research question. Information will be analysed using the six-step process outlined by Braun and Clarke (2006), and listed in Figure 3.

	STAGE
	ACTIVITY

	Step 1
	Become familiar with the data

	Step 2 
	Generate initial codes

	Step 3
	Search for themes

	Step 4
	Review themes

	Step 5
	Define themes

	Step 6
	Write-up


Fig. 3: Six-Step Process for Thematic Analysis by Braun and Clarke (2006)

Braun and Clarke (2006) noted, “Thematic analysis provides a flexible and useful research tool, which can potentially provide a rich and detailed, yet complex account of data.” Therefore, it is proposed to employ thematic analysis to analyse interview data.

3.5 Reasoning for employment of chosen methodology

Sekaran (2003, p. 117) characterises the research design process as “a series of rational decision-making choices”. Initially a Delphi conference, a survey, case study, semi-structured interviews, and archival research were among the research methods considered for data collection. Each method appeared to provide a useful pathway to the collection of data. Methods were assessed individually on the value that could be provided as well as the viability of meeting the methodological parameters. 

The Delphi conference is a powerful tool, which enables a focussed assessment of a key problem statement to be analysed, and a technical solution proposed. This is a significant challenge in terms of time management and resources, however, would provide substantial value as it would facilitate constructive debate among experts. Given the current Covid-19 Pandemic, it was not possible to arrange in-person or remote Delphi type discussions, as the logistics and coordination of such events would be significantly challenging. Consequently, this method was discounted from early in the process.

Saunders, Lewis and Thornhill (2007, p. 138) suggest, “The survey strategy is usually associated with the deductive approach.” The survey would provide quantitative data on aspects of the procurement process. It would be administered in the form of a questionnaire with an appropriate representative sample of procurement professionals in the organisation. The questionnaire would contain closed-ended questions facilitating statistical analysis. A very small population (approximately 50 personnel) who hold the relevant experience and knowledge across the organisation are currently employed in those roles. The sample size calculation required a significant response rate of 43 personnel, (86% of the available population), to complete the survey to ensure appropriate validity thresholds were met. The research value of getting a small sample would provide basic detail of the current situation in the procurement process and partial data on potential future solutions. Limited statistical analysis would be possible and of little value in the overall context of the study. Consequently, having considered these challenges, it was assessed that the survey was not a viable option.

Yin (2003, p. 2) observed that employment of case study research facilitates “investigators to retain the holistic and meaningful characteristics of real-life events.” Saunders, Lewis and Thornhill (2007), highlight the utility of the case study in exploratory research. The case study method fits the research question aptly, for this research project the DF and DOD would be holistically considered a single case with a focus on procurement operations making the case study embedded. The case study provides the most appropriate location in the research design process and its use is suggested, employing semi-structured interviews to provide data sources. 

Saunders, Lewis and Thornhill (2007, p. 315) consider the semi-structured interview as an “opportunity to ‘probe’ answers, where you want your interviewees to explain, or build on, their responses.” This underlines a key advantage of this research process. Employing open-ended questions provides assessments of the current situation, including the context within which personnel are operating, and views on the future direction of the procurement process in the DF and DOD.  The flexibility provided by this research will enable participants to fully engage with the research process and will provide valuable context to procurement processes. It also facilitates personnel who wish to provide unique perspectives on the procurement process. The semi-structured interview provides significant qualitative data, which allows for a broad understanding and interpretation of the environmental perceptions in the research area. Therefore, it is proposed semi-structured interviews be used as part of the research process.

3.6 Research Methodology Design

It is proposed to employ qualitative research methods that will provide depth and perspective on the topic. This research is deductive and focused on clarifying a research question; this will lead to a top-down approach. One of the key aspects of the suggested research process is the selection of the appropriate personnel for interview.  Given that procurement is a technical area purposive sampling is proposed and specifically, expert sampling as suggested by Saunders, Lewis and Thornhill (2007), as the mechanism for assembling the interview panel.  This selection process reflected the key audience who have an involvement in the current procurement processes and a stake in the future direction of the procurement process. To provide balance, it is proposed to interview a number of external personnel from other government agencies and private industry; this will provide context and perspective to the research process.

Interviews will be arranged in person normally in the working location of the interviewee as it was assessed they would be most comfortable and will be recorded using a digital recording device. The purpose of recording the interview is to facilitate transcription.

The internal interviews were designed to address five themes across current and future procurement activities in the DF and DOD, external interviews will focus on the models of procurement in operation in external agencies. These themes were extracted from the conceptual framework during the literature review process. Addressing and engaging with interviewees on these themes would provide the industry-based evidence that would link back to theoretical models via the conceptual framework. It should be noted that each interviewee has their own unique perspective on the subject. Personnel have different procurement roles, experience in the organisation and have travelled different routes to the role, which they fulfil currently. This will bring diversity and wider organisational understanding to the research process.  

3.7 Pilot Testing and Revision

The design was tested in a focussed discussion with one DF member who was not considered for interview. This individual is currently holding a procurement appointment in the organisation and has significant experience in financial management in the organisation. The focussed discussion proved valuable in identifying issues, which may affect the interview process. After the focussed discussion, the following observations were made:

1. A review of the construction of the questions was undertaken in order to ensure appropriate understanding for interviewees. Some small changes were made to aid understanding. 

2. A review took place of the briefing document to ensure sufficient background perspective was provided. One addition was a contention by the author that the DF undertake hybrid procurement – this was designed to stimulate a focussed discussion on the model and to elicit participants personal views.  

3.8 Final Methodological Design 

As noted above the five key themes were the basis from which open-ended questions in semi-structured interviews were developed. All questions were open-ended; the purpose of this was two-fold:

1. To allow the interviewees freedom to elaborate on the specific questions, employing their experience from their particular area, and additionally to provide context to the processes specific to their area.

2. To allow interviewees to identify issues that are not raised through questions however, given their knowledge of procurement, experience of the process and understanding of their organisation, and believe it is pertinent to raise them in the context of the interview.

Prior to the interview a briefing note, provided in Appendix B, will be provided to interviewees outlining the purpose of the study, the topic to be discussed, various models for procurement and also information on other nations military procurement. This will ensure interviewees are aware of the context in which the interview will take place. 

Regarding the interview itself, a pool of fourteen questions, provided in Appendix C, were developed from which interviewees will be asked ten. The interview structure will be broken into three distinct phases:

1. The preliminary phase: In this phase, interviewees are asked questions in relation to their own role and training. The purpose of this phase is to establish the background and experience of various interviewees and to acclimatise them to the procurement discussion before moving on to the current procurement practices phase.

2. The current procurement phase: This phase was designed to ascertain the understanding and views of interviewees on the current procurement process. Questions were developed around the five themes with the aim of establishing the impact of these themes on the current procurement system. 
3. The future procurement phase: Interviewees are asked during this phase to provide their views on potential future options aligned to the five-theme approach and what impact if any, changes would have on the procurement processes.
Questions will be organised in the following sequence; preliminary phase, current procurement phase, and finally future procurement phase. The main purpose of keeping these phases separate and distinct is to ensure that interviewees are clear regarding the phase in which they are discussing. 
Ethical and Access Considerations

The primary purpose of this research project is to further public procurement processes in the DF and DOD. An essential element of this research is data collection. There is an obligation on the author to ensure the integrity of the research process is maintained and that participants have confidence that they are able to discuss matters in an open, frank and confidential environment. The methods associated with the primary collection of data are listed below:

1. In depth semi-structured Interviews with key stakeholders in the procurement process across the DF and DOD and procurement professionals who work in external organisations.

This will require access to key personnel in the DF and DOD as well as procurement professionals who work in external organisations. In terms of access for interviews appropriate requests will be made in sufficient time inviting specific personnel to voluntarily participate. All participants will be provided with information regarding the purpose, methodology and their involvement in the research process. They will be furnished with a Plain Language Statement (provided in Appendix D), which outlines the research process and their involvement in it. They will also be furnished with an Informed Consent Form (provided in Appendix E), which they will be requested to sign prior to participation in the research process. Regarding the interviews and surveys some key points to note are:

1. Participation is voluntary throughout the process and consent can be withdrawn at any time prior to submission.

2. Interviews will be recorded for the purposes of transcription and analysis. 

3. Interviews will take no longer than 60 minutes from start to finish. 

4. The topic of the interviews will be questions derived from an examination of procurement options in the DF and DOD with the appropriate external equivalence.

5. Participant confidentiality will be maintained.

6. Interview data will be protected with the appropriate level on security whether on devices or in hard copy.

7. Interview data will be destroyed on conclusion of the research project.
8. Participants will have an opportunity to review and comment on interview transcripts.
9. There are no apparent risks to participants from their involvement in this research project.
3.9 Data Analysis Methodology

The approach being followed is the deductive approach and this will inform the method of data analysis. The content of the interviews is of interest to the author, not just individually, but if commonalities exist between the observations and views of the interviewees. The value in understanding these areas of common interest and concern is that it will help to answer the research question and reflect the practicalities on the ground. Consequently, it will be desirable to adopt a method of analysis, which identifies commonalities in issues raised by interviewees. There are several methods, which have been identified for the qualitative analysis of interviews. Maguire and Delahunt (2017 p. 3353) have noted the importance of “patterns or themes” in thematic analysis. Additionally, they (2017 p. 3353) observe “a good thematic analysis interprets and makes sense of” a data pool. Data will be coded in order to facilitate thematic identification. Consequently, it is proposed to employ thematic analysis as it was assessed as the most appropriate and closely aligned with the requirements of the research interviews. 

Braun & Clarke (2006, p. 37) have identified several advantages of thematic analysis including:

1. “Useful method for working within participatory research paradigm, with participants as collaborators.”

2. “Can highlight similarities and differences across the data set.” 

3. “Can generate unanticipated insights.” 

4. “Can be useful for producing qualitative analyses suited to informing policy development.”

Engagement with interviewees as the “end-user” of the procurement model is of vital importance, stakeholders will be more invested in a system that they have had an opportunity to design. The thematic analysis process will also facilitate the classification of issues as common or unique, thus allowing general or bespoke solutions to be identified. The process also facilitates the assessment of unanticipated insights, whether they have a direct impact on the process and how widespread they are across the various procurement functions. The purpose of this research project is two-fold; to inform the academic debate on bespoke organisations who undertake procurement and to contribute to the policy debate at an organisational level. It is suggested that thematic analysis will best address these issues. 

4 Presentation and Discussion of the Findings

4.1 Introduction

The Interview Stage of the process yielded a rich pool of data (redacted interview transcripts are provided in Appendix F), which was analysed in accordance with Braun and Clarke’s 2006 Guide on Thematic Analysis. Data analysis revealed that several issues of concern and interest recurred in the interviews, and this resulted in the development of four themes and three sub-themes associated with each theme (see Figure 4). The first theme grouped matters around Procurement as a Profession and included sub themes of Training and Education, Staffing of Procurement Roles and Professional Experience. Planning for Procurement emerged as a second theme; this encompassed Capability Development, Financial Management and Governance, and Life Cycle Management. The third theme of relevance was Managing Procurement, which included Understanding the Wider Environment, Accountability, and Risk Management. Finally, the last theme generated was Developing Procurement, this theme considered Procurement Models, The Unique Nature of Defence Procurement and Senior Management Responsibilities. The theme of Procurement as a Profession is considered in detail in this chapter. Due to space limitations, it has not been possible to develop the other three themes to this extent. 
	Procurement as a Profession
	Planning for Procurement
	Managing Procurement
	Developing Procurement 

	Training and Education
	Capability Development
	Understanding the wider environment
	Procurement Models

	Staffing of Procurement Roles
	Financial Management and Governance
	Accountability
	Unique nature of Defence Procurement

	Professional Experience
	Life Cycle Management
	Risk Management
	Senior Management Responsibilities 


Fig. 4: Themes and subthemes developed as a result of semi-structured interviews

4.2 Procurement as a Profession

Data analysis suggested the professional aspect of the procurement process was important to the interviewees and should be afforded a status that reflects the nature of the activity. This is consistent with the views of Flynn and Davis (2014, p. 139), who noted procurement has moved from the “periphery of management science” to the centre, and this reflects the evolution of procurement and esteem in which the profession is held generally. Scrutiny of the data generated by the interviewees suggests the professionalisation of procurement can be based on three inter-related pillars, Training and Education, Staffing of Procurement Roles and Professional Experience. Each pillar represents a significant subtheme within the overall theme of Procurement as a Profession, which the participants believed could contribute to the effectiveness of the procurement process. Respondents considered that when appropriately addressed and resourced an opportunity exists to elevate the status of public procurement within the DF and DOD to that of a profession. The requirement for organisational competence in the area of public procurement has been well established with McCue and Gianakis, (2001), outlining the multiple challenges facing a procurement officer in the modern environment. As already identified, overall organisational capability is contingent on procurement capacity, with a number of interviewees noting that the status of the procurement officer is a key tool to leverage outcomes and mitigate potential risks. Interviewee F provided an insight, outlining the discrepancies that exist within procurement roles in the DF and DOD, and in other areas of the public sector.
“It’s a professional work area and it’s not being viewed as that organisationally at the moment, unlike the HSE, the Local Government and the Education Procurement Service because they’re all just doing that and nothing else...It also needs to be resourced as well and looked at from a more professionalisation of that organisation function.”  
Interviewee A alluded to the responsibility associated with the management of the procurement process and associated funding lines.

“A lot of money at stake, the A10 budget is running to close on €20 million and it needs to be treated in a very adult and professional fashion”

Such contentions are noteworthy and consistent with the observations of Albano, Snider and Thai (2013) who have observed the broad spectrum of challenges, which public procurement officials must navigate to discharge their duties.

In order for any specialism to be viewed as a distinct profession in its own right, it must have a level of stability and structure. There was consensus among many of the interviewees in relation to this requirement.  A number of interviewees noted the need for both stability, in terms of tenure of employment in a procurement role, and structure regarding standalone appointments for the stream. A recurring theme emerging from data analysis concerned situations where significant volumes of procurement is required in addition to other tasks the procurement process and results may be adversely affected due to the limited time available to devote to the task.  Interviewee D was of the view that opportunities for improvement and development from the current staffing and structure of the procurement function exist. 
“Now the staffing, structure and organisation of the hybrid model I think within our organisation, I think we could make significant advances in improving that... I think staffing and structure are critical.” 
Interviewee F contended from their perspective that the optimum structures are not currently in place to facilitate procurement.

“I have an issue with the, you know, in terms of the roles and responsibilities but also in terms of the structures as well.  The structures are not supporting the procurement function in terms of the decision making at the start so they’re not.”
These opinions are reflective of the views of Monczka et al. (2009) who contended formalised structures signify authority and outline how functions are integrated in the decision-making process. Thus, enabling the procurement process to become more streamlined and deliver enhanced outcomes.
4.3 Training and Education

As McCue, Prier and Steinfeld (2018), acknowledged the core of any profession is the collation of fundamental principles of training, knowledge and conduct in order to establish basic standards of competence. These standards are established by professional bodies and embedded through courses in educational institutions and development of on-the-job experience. Interviewees were unanimous regarding the gaps in training for some newly appointed staff in procurement roles as well as the necessity for, and benefits of, professional training for procurement appointment holders. 

“Any training would benefit performance and conformance to regulatory objectives.” (Interviewee C).
“My view is we have a licence to drive a car but you don’t have a licence to spend money.  You know, it’s something that deserves training, certification and it’s completely lacking in the State and it’s lacking in the private sector.” (Interviewee K).

Education is the foundational block upon which any procurement professional should build their experience, with Thai (2001) noting the importance of public procurement and the requirement for an appropriately educated professional cohort of personnel. Several interviewees alluded to the possibility of compliance and value for money being adversely affected by a lack of formal training among those in procurement roles.

“People immediately trained on arrival into their post with professionally accredited courses, best practice, industry best practice, public procurement courses…guarantee that we have conformance to regulatory objectives is by training, proper training, upskilling” (Interviewee A)
“Value for money, obviously the more experience the more corporate knowledge you have, the better you get at the tendering process, the better value for money and the better project manager afterwards.  The procurement outcomes feeds into that too, conformance, regulatory objectives, yes”. (Interviewee E)  
“The more informed you are, especially about the legal consequences of not, you know, running your procurement properly or planning your procurement properly.” (Interviewee J)
The value of education and training in public procurement is the empowering affect that it has on participants and the subsequent contributions they can make in the acquisitions process. Such acquisitions can be complex, costly and lengthy, having a direct impact on organisational capability, which is consistent with the views of Hourigan (2019). Consequently, these public procurement roles carry significant responsibilities and it is essential to appropriately equip appointment holders to discharge their roles effectively. A number of interviewees highlighted the need for an appropriate baseline of skills. Interviewee D articulated several pertinent points regarding training and education, and how the provision of these to procurement officers ultimately would benefit the organisation as a whole. 
“Public procurement training is critical. You cannot work, cannot, I would say you should not work in procurement if you have not been trained within a formalised public procurement process and a public procurement education programme…formalised training in order to appreciate that, and in order for the organisation to ensure that, anyone it has employed within a public procurement function A) can competently carry out their tasks and roles, B) that in the event that they don’t carry out their tasking roles that it is a failure of that individual rather than a failure of the organisation, a systemic failure of the organisation to put the right person in the right job, so I think it’s absolutely critical that people receive public procurement training.” 

However, this belief in the value of receiving training prior to beginning a procurement role was not universal among the interviewees. Interviewee H, who heads up infrastructure and utilities procurement for a large multi-national retailer, revealed that within his organisation formal qualifications are not required to work in any functional area. Rather, a preference exists for gaining a deep understanding of the business model coupled with cross-functional knowledge development.   

“I don’t have any formal procurement training or qualifications it’s very much learned knowledge.”
Whilst divergent from general academic views this approach is consistent with one of the findings of McKevitt et al. (2012, p. 338) who suggested that a strong “working knowledge,” is of greater value than the need for formal certification in a particular area. 

4.4 Staffing of Procurement Roles

The interface between policy and practicality finds attention in the staffing sphere in this research. Ensuring that procurement roles are resourced appropriately is a key tool to ensure procurement policy and associated governance mechanisms are delivered upon. The responses from several Interviewees intimated that the provision of suitably qualified staff for appropriate durations was a cornerstone of the procurement challenge. The roll-over of procurement projects through several project leaders whilst running in their natural cycle creates additional challenges, which could be characterised as making a complex task even more convoluted. Monczka et al. (2009), has alluded to the importance of a highly trained, stable and motivated workforce in the procurement process. Interviewee A, supporting Monczka’s views, emphasised the practical need for such a workforce.
“Control and oversight is not the same as having expert procurement skills embedded in the organisation.”

Another area of concern noted by a number of interviewees was that of procurement vacancies being filled by personnel with either no or incomplete training, or who lacked on the job experience. Such appointments increase the challenges in the procurement sphere. Interviewee I noted the obstacles created as a consequence of staff shortages and the necessity for recently appointed procurement personnel to immediately execute technical procurements with little or no training.

“And that’s where I find the greatest gap at the moment is in our system is that we don’t have experienced personnel, we’ve a number of people who start doing courses and expect them to run contracts but it’s very, very difficult for everybody concerned.”

All DF and DOD interviewees noted the challenge of retaining such specialist knowledge and skillsets given the particularly transient nature of the workforce within the DF and DOD. McCue and Pitzer (2000) have suggested that resource challenges exist within public procurement and this is borne out by the observations of the interviewees. Several of those interviewed identified the limited duration a staff member remained in an appointment as a particular problem. Cognisant of the negative impact repeated employee turnover can have on the procurement process as a whole, and an awareness that some departments have had greater success retaining experienced procurement staff, Interviewee G suggested a minimum tenure for procurement appointments:

“But in terms of Defence Forces the sub-heads (Departmental Financial Budgets) with larger capital expenditure have well experienced personnel and I think moving forward maybe setting down timelines like 3 years for personnel in staying in a sub-head and develop that experience over time will continue to deliver value for money but the key point is that the Defence Forces deliver on value for money and that’s been proven both in internal and external reviews of late.”
Once again, it is interesting to note the divergence of views from the public to the private sector, with at least some organisations in the private sector seeing a value in moving personnel into roles without formal qualifications for such a role. One interviewee who is employed in a multinational retail organisation noted that staff in their organisation transition to roles based on their understanding of the overall business model as opposed to holding a specific skillset. Interviewee H has deemed such a model effective.

“multi-functional teams is kind of a core of what we do, so, there is several within the organisation that maybe started out as a store manager and now are working in our logistics team… a lot of, I suppose integration across all the different teams and it’s understanding the business.” 
Intuitively, a generalist approach is considered outside best practice and goes against the professional work stream concept, and the pillar of a highly trained workforce as suggested by Monczka et al. (2009), however, this particular retailer considers it important to facilitate effective in-service delivery.
4.5 Procurement Experience

A key pillar of procurement is the concept of procurement competence. This concept is a mix of skills, knowledge and experience that is developed over a period. McKevitt et al. (2012, p. 338) citing Gammelgaard & Larson, (2001) consider a competence as “experienced-based, context-dependent knowledge that is acquired through organisational experience.” Experience, in particular, facilitates a deeper understanding of the procurement process, which brings additional benefit to the role of the procurement officer and their importance in the efficient and effective delivery of organisational capabilities. All interviewees displayed a comprehensive understanding of both the procurement process and its impact, which extends beyond the purchasing phase. Interviewee A suggested external organisational best practice could be introduced to the DF and DOD. 

“If we understand public procurement practices, best practices external to the DF and we can implement those, then they are going to positively impact on how we do our business, which is going to positively impact on VFM.” {Value for money}.

Interviewee F raised concerns that the transient nature of the workforce increases risks in terms of procurement processes due to a lack of experience on procurement teams.

“If you’re changing the team all the time, you know, you’re not going to get the levels of experience and knowledge and the skillset there to, you know, keep that at the level it should be at.”
Ashill and Jobber (2014) have established that experience is a factor in the decision-making process. It can be contended that increased experience can potentially lead to better outcomes and efficiency in a procurement process. Given the key role that procurement officers play regarding organisational capability, the observations of the interviewees are significant and reflective of the sentiments of Ashill and Jobber (2014). 

The unique and specialised nature of procurement in the Defence Sector also affects understanding of the procurement process. The relevance of this specialist knowledge emerged through the data analysis process, with a number of interviewees using the example of the introduction of EU Directive 2009/81/EC (the Defence and Security Directive) to emphasise the need for a trained, experienced workforce in procurement in the DF and DOD. They observed this legislation created additional challenges in terms of its interpretation, applicability and implementation in the Defence Procurement sphere. Interviewee F outlined the management of a complex Defence Procurement and the associated challenges, which have to be considered.

“In terms of managing the contracts, so there’s no variations to contracts, huge variations to contracts, cost over runs and things like that, so that’s from your value for money point of view, but the procurement outcomes then, that has to do with basically the specifications that you put in the first place to actually what you wanted, will it deliver what you want at the end.”  

Understanding such technical and specialist directives reflects the importance of personnel in this area having sufficient knowledge and experience in procurement while simultaneously emphasising how critical it is that procurement personnel have access to timely continuous professional development and in-service training, given that Defence Procurement is particularly cyclical and costly.  This is reflective of research by  Masson et al. (2015), who found in their European Parliament Study that an intricate understanding of EU Directive 2009/81/EC was required to advance even the most routine defence purchases.  Regarding this Directive, Interviewee F noted: 

“In terms of Defence and Security the legislation, the EU Directive, there is very limited knowledge amongst the professionals who actually deliver training in Ireland… limited support centrally from the legal point of view and availability of limited information for the procurement function in the Defence Sector.” 
The benefits associated with procurement officers having in-depth understanding, and specialist knowledge was illustrated by Interviewee H, who is employed by a multi-national retail organisation. Their holistic view of procurement activities was reflective of the maturity and comprehension of the procurement model as a whole, allowing them to implement an approach that is effective and advantageous to meeting their requirements rather than focusing exclusively on the issue of value for money. 

“from an international point of view the fact that we’ve got the buying power or the buying conditions that the….group offer obviously leaves us in a very strong position with their suppliers….So it’s not just simply all about the lowest cost there’s a huge part of that is the service that’s provided and the overall value for money of the contract rather than just simply cost.” (Interviewee H)

Interviewee J who works with a government agency, which operates a centralised procurement operation, reflected upon the positive impact of early planning and engagement. They underlined the value that this brings to an organisation. 

“I think sometimes organisations, you know, kind of only see the tender part of the process rather than the amount of planning that goes in, the amount of work that goes in afterwards if something, you know, for example, if you’re looking at value for money and sometimes they might say, oh we can get cheaper prices ourselves, yes, but have you factored in how long that’s going to take?”   

The approach to leverage, Total Cost of Ownership, (TCO) and procurement outlays noted by Interviewees H and J are similar to that of Burt, Petcavage and Pinkerton (2010), which accrues benefits from aggregated purchasing, but also considers the impact of the outlay across the life cycle of the purchased item/good/service. This is reflective of a longer-term view of procurement activities.

4.6 Discussion of Results

The focus of this research was to examine the experiences of DF and DOD personnel in the area of procurement and to consider potential future procurement options for the organisation going forward. The study employed a variety of tools in order to examine the experiences of DF and DOD personnel in the procurement sphere as well as the contrast with external entities. Qualitative analysis was conducted of interviews from an expert panel to explore contemporary issues, consider the experiences of key stakeholders in the procurement process and contemplate options for the future. The results of the research can be used to inform scholarly discourse as well as organisational level reviews and planning. It should be noted the procurement process is well established and embedded in the DF and DOD and is considered part of the business of Defence, with a clear understanding that procurement is essential to enable and sustain overall organisational capability. This is a positive outcome of the research given the integral role the procurement process has on the capacity of military organisations to perform their assigned roles.
4.7 Findings

The findings of this study reflect the overall positive engagement by stakeholders at all levels in the organisation, from end users to senior managers, in the procurement process, from initiation through to conclusion, albeit with substantial resourcing difficulties. The majority of interviewees reported, from their experience, the current hybrid procurement model is effective, but all suggested that, with enhanced resources, future procurement process in the DF and DOD could become more efficacious. The themes and subthemes that were developed in the Results Section will be discussed below.
Procurement as a Profession

Currently within the DF and DOD procurement does not exist as an independent work stream in the manner which other specialisms such as engineering are recognised. McCue, Prier and Steinfeld (2018) have highlighted the importance of the professionalisation of procurement, and several interviewees suggested there was merit in terms of a more professional approach. Professionalisation and structuring of the procurement stream offers opportunities to enhance governance and further mitigate risk in the acquisition process. Such observations are consistent with the work of Klijn, Koppenjan, and Termeer, who, in their 1995 Theoretical Study of Management Strategies in Policy Networks, identified the concept of network management as a means to deliver effective outcomes in situations where opportunities exist to deliver enhanced results. Klijn, Koppenjan, and Termeer (1995), suggest that network structuring, which is a form of network management, can facilitate the advancement of any network through the provision external resources and reconfiguration of the layout of the network. This enables different outcomes to be developed from the interactions or games that participants or players participate in as part of the network.   

The procurement organisational structures were of interest to a number of interviewees, with several expressing the view that more could be done in terms of recognising and appreciating their relevance and impact of the procurement function. It can be suggested that the challenges around the status of the procurement function in the DF and DOD take away from the core management of the day to-day process. Appropriate resourcing of a network is one of the key pillars which Klijn, Koppenjan, and Termeer (1995) develop their Theoretical Study of Management Strategies in Policy Networks around and as such, the findings in this study reflect those of Klijn, Koppenjan, and Termeer (1995). 

Training and Education

An unexpected outcome of the research was the divergence of approaches to procurement training and education between the DF and DOD and the representative interviewed from the private sector. This company prioritised the ability of individuals to understand the business model and bigger picture rather than having specific qualifications for any function. There was a focus on cross-functional teams, which bring a wider range of experiences to any role. This is interesting as it conflicts with the work of scholars such as McCue, Prier and Swanson, (2015), Thai (2001) and Burt, Petcavage and Pinkerton (2010) who advocate for appropriate levels of training and education in public procurement. Alternatively, McKevitt et al. (2012, P. 338) concurs with the approach employed by the multi-national retailer regarding training and education, citing “working-knowledge” as the most crucial requirement. The DF and DOD is nested in a space between this approach and that of a training and education driven approach. The challenge, which appears to exist for the DF and DOD, that does not appear to be prevalent in the external company, is that of transience, the frequency of movement and the tenure of appointment. This is a consequence of the unique and dynamic circumstances in which the DF and DOD operate. The DF sustain a deployment of approximately 600 personnel bi-annually on peace support operations abroad which creates flux on the military side.  The DOD participate in the Civil Service Mobility Scheme. 
This study found that the standard of training and education provided to personnel employed in procurement roles varied across the DF and DOD and was lacking in several procurement areas. The research established from interviewees that those working in procurement within the DF and DOD viewed education and training as a key tool to ensure compliance and understanding of the role. Participants considered education and training to be a foundational building block, and as a key enabler to facilitate effective procurement. This is noteworthy, as it reflects the findings of McCue, Prier and Swanson (2015), who identified risks associated with a deficit of training in the procurement sphere. The concepts of procurement competence and best practice are strongly associated with that of governance. The provision of training and education can be considered a key risk mitigation tool to ensure appropriate understanding of technical and complex acquisitions, which can allow for best practice in relation to governance to be achieved. 

The gaps in the area of education and training were the source of concern for several interviewees, and have created additional challenges in the procurement process. These challenges must be resolved to improve the delivery of procurement outcomes. Given the variations in education and training standards among current procurement personnel, the potential exists to standardise this level of training. For example, through participation in the Institute of Public Administration’s Certificate in Public Procurement. This would have the benefit of standardising the level of training and education provided to future personnel across procurement in the DF and DOD allowing for an organisation-wide certification process. This would also have the advantage of delivering bespoke training for personnel involved in specific and technical Defence Procurements under EU Directive 2009/81/EC (the Defence and Security Directive). Such a standardised approach to training would facilitate the further definition and regulation of procurement activities in the DF and DOD. The work of McCue, Prier and Steinfeld (2018), in developing a Public Procurement Body of knowledge emphasises the importance of this standardisation within procurement roles. This suggests that the views and experiences of personnel in the DF and DOD are reflective of those identified by the wider academic community.
Staffing of procurement roles
Data analysis suggested the staffing of procurement appointments was, and continues to consume a significant proportion of time for interviewees. A high level of concern was expressed regarding the lack of a minimum tenure in procurement appointments and that this is having a disadvantageous impact on the procurement process. There was uniform frustration among DF and DOD interviewees regarding the ability of the organisation to staff and retain qualified and experienced personnel in procurement appointments for suitable durations. This frustration appeared to be the overarching issue that respondents wished to see addressed. Indeed, it was suggested by a number of interviewees that the challenges in filling procurement appointments were negatively influencing the delivery of procurement projects. It was common for there to be more than one project lead during the lifecycle of a procurement, this is unusual in general terms. Consequently, it must be acknowledged that the demands placed on the organisation combined with the dynamic and responsive nature of the DF and DOD has a significant influence on stability in the procurement sphere. Such findings concur with those of McCue and Pitzer (2000) who opined that purchasing organisations face conflicting demands when faced with an ever-decreasing pool of resources. This suggests that, from the wider perspective, the DF and DOD are similar to other public organisations regarding resourcing of procurement; however, the mechanism by which this situation arises is unique. The observations of interviewees suggest the human resource and duration aspects of procurement appointments is incoherent with standard timelines for procurement processes/lifecycles. As such, two key elements of the process are disjointed meaning that the organisation’s focus can gravitate away from procurement to the human resource challenges. 
Procurement Experience

This research found procurement experience was an important competence and noteworthy for many interviewees. Several respondents alluded to the value of having both qualified and experienced personnel filling procurement roles. The acquisition of equipment, goods and services has become increasingly complex; Albano, Snider and Thai (2013) have established this. There was an understanding of this sense of complexity among interviewees, who displayed an awareness of understanding these multifaceted challenges and the difficulties in managing them. The DF and DOD have to navigate this increasingly complex space to deliver procurement projects, however, increased mobility in the DF and DOD lessens the opportunity to gain in depth experience in this area. Such an outcome was anticipated and reflects the findings and observations of Ashill and Jobber (2014) who contend that experience is a factor in the decision-making process. Additionally, this finding also conforms to the concept of competence suggested by Gammelgaard & Larson, (2001) who believe that experience is a pillar of competence. The roadmap for many task solutions is to identify the requirements of the task, collate information and derive a decision based on the available information and the assessment of the team involved. If the experience of the team is limited, it can be suggested their ability to advise is constrained, which may have a negative impact on the project. The value of this research is that it has identified this challenge regarding experience within the DF and DOD, its findings are underscored by previous research of Gammelgaard & Larson, (2001). This research fills a gap in the area of Defence Procurement in smaller military organisations, which have not been as well researched as larger military entities. The implication of this finding is that the status of the procurement role, the value of experience and the planning of staff appointments should be more closely reconciled going forward within the DF and DOD.
Procurement planning has become a significant activity in the DF and DOD and is undertaken throughout the year. A key driver of procurement planning is capability development; the DF and DOD must ensure that the capability to deliver a wide range of services is continuously available. This focus on capability development has helped to sharpen the focus on procurement planning. The ability to plan is greatly enhanced by knowledge and experience, consequently the value of experience cannot be understated. 

4.8 Discussion Conclusion

This research has established that procurement in the Defence environment is challenging and complex, which consequently has an impact on the delivery of procurement services. The current hybrid model is effective, but opportunities for greater efficiencies exist where a reconfiguration of the organisational structure is implemented. The impact of regulatory frameworks, such as EU Directive 2009/81/EC (the Defence and Security Directive) at many different levels was telling, many respondents identified compliance as a key focus. The lack of professionalisation of the function was noted as an area of concern for many interviewees, whilst the impact of technology did not feature strongly in the research findings. Overall, the research findings have illuminated the current procurement process in the DF and DOD, highlighted opportunities for advancement of the procurement function and provided a benchmark for scholarly discourse as well organisational planning.

This study established that opportunities exist for the professionalisation of procurement within the DF and DOD. Such a development could be achieved through a multifaceted approach involving education and training, development of a dedicated procurement stream and the elevation of the status of the role. The findings are consistent with scholarly contributions by McCue, Thai, Albano, Ashill and Jobber, and Gammelgaard & Larson. The findings of this study can be appropriately nested with those of Klijn, Koppenjan, and Termeer; in their 1995, Theoretical Study of Management Strategies in Policy Networks, which identified the concept of network management as a means to deliver effective outcomes. This theory can be considered an appropriate foundation for such development.

5 Concluding Thoughts on the Contribution of this Research, its Limitations and Suggestions for Further Research

5.1 Main Findings and Implications for Research Questions

Below is a summary of the main findings and their implications from this research project.

Findings:

· Finding 1: The current hybrid procurement model is effective, but with enhanced resources, future procurement processes/models in the DF and DOD could become more efficacious.
· Finding 2: A positive disposition towards the professionalisation of procurement as a workstream was identified and the study’s participants reported that this would have a positive impact on the procurement process. 
· Finding 3: The standard of training and education provided to personnel employed in procurement roles varied across the DF and DOD and could be standardised in several procurement areas. Gaps in these areas have created additional challenges within the procurement process.

· Finding 4: The lack of a minimum tenure in procurement appointments is having a disadvantageous impact on the procurement process.

· Finding 5: Procurement experience is an important competence and the value of having both qualified and experienced personnel filling procurement roles was established.

Implications of Findings for Research Questions:

Finding 1:

· The resourcing of the procurement model/system is a significant issue requiring a more focused assessment of staffing, education and training, and experience. Sufficient confidence exists in the current model for it to remain in place but not without a substantial realignment of resources. Challenges, which exist within the current procurement system, can be addressed through the allocation of appropriate resources. 

· Any future procurement model/system must be appropriately resourced and in particular must ensure the issues of staffing, education and training, and experience are adequately addressed. Any future procurement model/system must be built around upon these pillars.

Finding 2:

· While the current procurement model/system is assessed as effective, this finding displays a commitment on the part of procurement staff to develop the procurement function further and a genuine interest in advancing it to the professional level.

· The procurement function cannot evolve further without a significant change in approach and professionalisation of the function should be considered as part of any future re-configuration. 

Finding 3:

· The level of education and training has an impact on the effectiveness of the procurement process, with more beneficial outcomes seen in areas where education and training were prominent.

· Education and training should be viewed as a cornerstone and key enabler in the procurement function and should be built into a wider induction and continuing professional development structure as part of any future procurement model/system.

Finding 4: 

· For DF and DOD interviewees this issue has affected their experience negatively and dominated the agenda. Staffing impacts the viability of any undertaking, like education and training this is a pillar issue, which has considerably contributed to the resourcing challenges, and has degraded the effectiveness of the current procurement model/system.

· This issue should be addressed as a priority were any change in current procurement model/system to be developed. Resolution of this issue should be a priority and will facilitate stabilisation of the procurement function going forward.

Finding 5: 

· Where experienced procurement staff were based, effectiveness of procurement outcomes were enhanced making experience an important component of the procurement process/system.

· In the design of any future procurement process/system, the capacity to develop and retain experienced staff should be considered as a primary mechanism in conjunction with education and training to maintain the stability of the procurement function.

5.2 Summary of the differences between findings and literature

Finding 1:

· The divergence of approaches to procurement training and education reported by DF interviewees and those employed in the private sector. 
· The finding challenges the work of Thai (2001) who suggests the requirement for an appropriately educated cohort of personnel in procurement roles. The implication of this finding is that approaches to procurement are not uniform throughout various organisations, both public and private, and the same value is not always placed on educational qualifications consistently. 
· This research highlights the importance of exploring a variety of organisations and contexts when examining best practice, cognisant of the unique requirements that a military organisation has within procurement. 
· It is important to understand that whilst each organisation is different, best practice can be effective in different configurations and consequently a wide variety of approaches should be considered. 
5.3 Recommendations

A number of recommendations for future research emerged from the findings of this study; these recommendations span both the academic and practical spheres. The purpose of these recommendations is to better understand the procurement processes and to enhance procurement outcomes. Procurement in the DF and DOD is worthy of further research and the interface between theory and practice presents several opportunities for further exploration. Listed below are recommendations for further research and also practical recommendations.

Academic:

1. Consider the influence of the current staffing approach to procurement within the DF and the DOD on the procurement process itself in light of procurement best practice. This could potentially take the form of a longitudinal study.

2. Identify the appropriate standards of public procurement education and training necessary to be implemented by the DF and DOD, which would facilitate enhanced procurement processes by comparison with international best practice.

3. Investigate the optimum ‘appropriate period’ of tenure within procurement along with what constitutes ‘appropriate experience’ for a procurement officer. 

Practical

1. Develop Directorates (Senior Management Office) of Capability Development and Procurement that will be responsible for development and procurement of capability across all three services (Air Corps, Army and Naval Service). Both directorates should have representation from service and corps and DOD Subject Matter Experts (SME) to streamline capability and procurement processes in common areas. 

2. An opportunity exists to set the procurement function within the DF and DOD on a more solid footing by creating a specialist work stream that facilitates a specific career path for procurement professionals through education, training, continuous professional development and on-the-job experience along with opportunities for career advancement. 

3. Develop tiered professional education in conjunction with external institutions to include both general and specific areas, for example, training on EU Directive 2009/81/EC (the Defence and Security Directive).

4. The provision of set periods of service within procurement, for example, three years.

The issues of greatest impact and which have, in many ways, become constraining factors are those of staffing and training. Both issues were of significant concern to interviewees and it can be posited that both matters are foundational elements upon which any successful procurement process must be constructed. The current human resource model in the DF and, to a lesser extent DOD, revolves around transience in order to develop a broad range of experience and skills among all personnel. A not insignificant cause of this transience emanates from international commitments to peace support operations, which is generally a biannual commitment. This creates a challenge for the military, as there can be a requirement to reconstitute members of a procurement team frequently. Additionally, the recently enacted civil service mobility programme facilitates greater movement within the DOD thus creating further challenges. In order to enhance the procurement process to its full potential concerted efforts will have to be made to minimise the impact of mobility on this role. From a training perspective an opportunity exists to standardise and provide a tiered system of basic training for all procurement professionals, such training not only provides an opportunity for knowledge enhancement but also the development of an experience exchange where personnel who hold similar expertise in the profession can engage and collaboratively solve problems.  

5.4 Value of the study 

Military organisations throughout the world vary in size, scope and structure. The roles that they undertake differ significantly and reflect the cultural and political environments in which they operate. Whilst the Irish Defence Forces are comparable with many other military organisations, the unique requirements of Irish Defence Procurement and the limited volume of research on procurement in the Irish Defence Forces makes this study valuable. Contributing to scholarly discourse is both perceptive and invaluable in informing the debate on the unique nature procurement in the Defence Sector. This study could be a useful foundation to inform future planning for procurement. Having identified significant points of interest this research has the potential to be used as a basis to address issues raised in the area of Irish Defence procurement. The effective operation of the procurement function is the desired end state with this research making an informed contribution to the process as a whole. 

5.4 Value of the Research Method 

The importance of the research methodology employed in this project cannot be understated; the qualitative methodologies used here facilitated the detailed investigation of a topic and enabled a holistic contribution to scholarly discourse to be made. Having considered several options it became clear that structured options for data collection would not have provided a rich and holistic overview of the procurement process. The selection of the semi-structured interview methodology with an expert group was a deliberate choice. It was very effective as it enabled participants to qualify their views by providing context, experience and opinion. This would not have been possible if other methods were employed and would not have yielded such a rich pool of data. The nature and quality of the data collected facilitated the use of thematic analysis. This method allowed for the integration of the general strands of responses provided together with views formed based on participants’ experiences of both the procurement process and the organisation of this work stream. The theoretical freedom provided by Braun and Clarke’s Thematic Analysis (2006) facilitated a detailed and complex account of the entire procurement process and yielded a very rich pool of information. The value that this methodology brought to the research analysis justified its selection.

5.5 Limitations of the study 

Each military organisation is unique and reflective of the cultural and political environments in which they operate. Whilst many military activities and processes are replicated worldwide and procurement processes are broadly similar, there is a dearth of literature that considered the procurement practices in the DF and DOD. Consequently, the limited quantity of research, which would facilitate comparisons between current procurement processes within the DF and the DOD with those of similar military organisations, was a significant limitation of this study.  This was also an issue in regard to historical literature on previous procurement practices within the DF and the DOD. With regard to this piece of research, the lack of available literature that could be used to compare the current procurement processes in similar organisations, as well as historical literature on the DF and DOD was a significant limitation. While some literature relating to military procurement was available, a significant proportion related to larger organisations with very different procurement structures. This research literature provided a basic level of useful information but constrained the scope of the literature review stage.    

This study was conducted in the midst of the Covid-19 pandemic. This pandemic has seriously affected every aspect of life since early 2020, and the DF and DOD were and remain heavily involved in the national response. The impact of the pandemic on this study was two-fold; firstly, the availability of personnel to complete interviews was greatly restricted due to operational commitments and the requirement for DF and DOD staff to work remotely. This delayed the interview process in some cases. Secondly, the Covid-19 pandemic may have had an influence on the actual procurement process itself. The business-as-usual approach had given way to pandemic impact management that involved both a change in priorities as well as coordinating delayed deliveries due to the global environment. This may have altered the perspectives of some of the participants. Globally, procurement and supply chains adapted to the enforced change and, as such, the snap shot of procurement in the DF and DOD identified in this research may be from a disrupted period and not reflective of procurement processes during non-pandemic times. This could be considered as a limitation to the study.

5.6 Researcher Biases

This research dissertation focussed on procurement processes in the DF and DOD. Despite being a serving member of the DF, it is essential that the author undertakes the role of impartial observer and researcher and does not allow personal experience to influence the course of independent investigation of the facts. Having been an end user of procured equipment, goods and services, the author would have formed a view of the credibility as well as the logic of the DF and DODs’ approach to procurement. Having had the opportunity to work in the finance area, the author developed a unique understanding of the challenges and demands that are placed on procurement staff. Through the research process, the author remained aware of the impact of his previous experience on this body of work. A conscious effort was made to examine the topic from the perspective of an unbiased researcher.

5.7 Personal Reflection

This research project has been very valuable from a personal development perspective. It has provided an opportunity to rigorously interrogate a topic in the areas of procurement and supply chain management. This journey allowed me to consider the impact of the educational and practical strands, which contribute to, in my case, research on the status of public procurement in a public sector organisation in Ireland. The benefit of this examination is that it has enabled a deeper understanding of many areas of the procurement process that will enable me to develop a more informed approach to the execution of future procurements. It has facilitated reflection on the interface between theory and practice. The value of research in general cannot be limited to a set of results, rather it stimulates critical reflection, constructive debate and rigorously developed contributions that continuously add to scholarly contributions and inform practice. Having undertaken this research journey, I am of the view that I have developed both academically and personally, which will remain a longstanding advantage to me in the pursuit of both my academic and practical goals. 
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Appendices
APPENDIX A – ROLES OF THE IRISH DEFENCE FORCES AND DEPARTMENT OF DEFENCE
Roles of the Irish Defence Forces (DF)

The DF can trace its origins back to 1913 (DF, 2021) with the foundation of the Irish Volunteers. It evolved into the National Army in 1922 and in 1946 the Naval Service evolved from the Coastal and Marine Service which was established in 1923 (DF, 2021). Today the DF is made up of two distinct groups; the Permanent Defence Force (PDF) and the Reserve Defence Force (RDF). The DF is further divided into three branches; the Army, the Air Corps (PDF only) and the Naval Service. The organisation is further segregated into nine Army based Corps, one Air Corps and one Naval Service. Significant management activity including that of procurement is undertaken at Corps and Service level. Between the three branches they deliver a suite of primary and support services to the government, the 2015 White Paper on Defence drafted by the GOI (2015, p. 59) outlines the roles the DF undertakes:

“Roles of the PDF:

1. To provide for the military defence of the State from armed aggression;

2. To participate in multi-national peace support, crisis management and humanitarian relief operations in accordance with Government direction and legislative provision;

3. To aid the civil power – meaning in practice to assist, when requested, An Garda Síochána, who have primary responsibility for law and order, including the protection of the internal security of the State;

4. To contribute to maritime security encompassing the delivery of a fishery protection service and the operation of the State’s Fishery Monitoring Centre, and in co-operation with other agencies with responsibilities in the maritime domain, to contribute to a shared common maritime operational picture;

5. To participate in the Joint Taskforce on Drugs interdiction;

6. To contribute to national resilience through the provision of specified defence aid to the civil authority (ATCA) supports to lead agencies in response to major emergencies, including cyber security emergencies, and in the maintenance of

essential services, as set out in MOUs {Memorandum of Understanding} and SLAs {Service Level Agreements} agreed by the Department of Defence;

7. To provide a Ministerial air transport service (MATS);

8. To provide ceremonial services on behalf of Government;

9. To provide a range of other supports to government departments and agencies in line with MOUs {Memorandum of Understanding} and SLAs {Service Level Agreements} agreed by the Department of Defence e.g. search and rescue and air ambulance services;

10. To contribute to Ireland’s economic wellbeing through engagement with industry, research and development and job initiatives, in support of government policy;

11. To fulfil any other tasks that Government may assign from time to time.

Roles of the RDF:

1. To augment the PDF in crisis situations;

2. To contribute to state ceremonial events.”

The DF is managed on a day to-day basis by the Chief of Staff, the most senior military Officer in the organisation and reports to the Minister for Defence regarding military matters. The organisation while distinct is nested in the DOD for administration and management purposes. Administration of expenditure of a delegated proportion of public funds is managed through the DF with ultimate (Accounting Officer) responsibility resting with the Secretary General of the DOD. 

Roles of the Department of Defence (DOD)

The DOD provides assistance to the DF in several areas, both elements work closely on Defence matters and enable the delivery of Defence outputs. Their roles (DOD, 2019) are laid out hereunder.
“The primary role of the Department of Defence is to support the Minister as head of the department and in particular to provide policy advice and support on Defence matters, including assistance with policy formulation and the implementation of policy as directed by the Minister. The civil element also has a number of specific roles which include:

· the management of legal, regulatory and litigation policy and related matters on behalf of the Minister

· the management of the department's human resources and industrial relations

· the coordination of the delivery of security, emergency and community services by the Defence Forces
In addition, the civil element provides liaison between the Defence Forces and other government departments, public authorities, the EU and public representatives.

Policy in respect of overseas operations, in furtherance of Ireland's commitments in the area of international security and peacekeeping, is also coordinated by the civil element which, jointly with the military, has an important strategic responsibility in relation to emergency planning coordination and oversight.

Civil servants discharge financial managements and audit functions in connection with the Secretary General's role as Accounting Officer and provide administrative support services to the Defence Forces, including pay administration, the management of major procurement and infrastructural programmes and the management of lands used by the military. There is a significant degree of delegation of financial authority to the Defence Forces, particularly in the area of the procurement of goods and services.

Finally, the civil element is responsible for the administration and granting of military pensions and has a range of responsibilities in relation to Civil Defence and the Irish Red Cross Society.”

The DOD is managed on a day to-day basis by the Secretary General, the most senior civil servant in the organisation and reports to the Minister for Defence regarding policy matters. Administration of expenditure of the non-delegated proportion of public funds is managed through the DOD Contracts Branch with ultimate (Accounting Officer) responsibility resting with the Secretary General of the DOD.

APPENDIX B – Interview Briefing Notes
1. Preliminaries:

a. Many thanks for agreeing to be interviewed regarding my research dissertation on current and future procurement practices in the DOD and DF. Please ensure that you have received and read the Plain Language Statement and also received, read and signed the informed consent form in relation to this research dissertation. If you have any questions regarding these matters or the overall process please do not hesitate to ask.
b. The interview will take no longer that 60 minutes from start to finish, questions will be open-ended and interviewees are asked to express their views in a candid manner noting that all contributions will be anonymised.
c. Please find below some brief information regarding the procurement process and practices. This will help to inform and provide perspective to the interview.

2. Procurement Models and Irish DOD and DF Practices: 

a. In accordance with the academic literature (Kanepejs and Kirikova, 2018) on procurement there are three distinct categories of procurement:

i. Centralised Procurement Model 

ii. Decentralised Procurement Model

iii. A Hybrid Procurement Model

b. It is contended that the DF and DOD operates a hybrid model of procurement currently executed primarily through the various Subhead Holders in the DF via the delegation of funds instrument and Contracts Branch in the DOD.

c. The DF and DOD engages with the Office of Government Procurement (OGP) across a wide variety of spheres (both mandatory and voluntary arrangements) aggregating demand for certain equipment/supplies and services with other public sector organisations. In addition, and due to the unique and individual demands of the DF and DOD bespoke procurement is conducted for a suite of equipment/supplies and services to enable defence activities to be delivered.

d. One of the major oversight bodies for both the DF and DOD is joint civil/ military Higher Level Planning and Procurement Group (HLPPG), (DOD, 2016), which examines proposed spends over €500,000 with a HLPPG Working Group (WG) examining spends over €300,000. 

3. Other Procurement Processes: 

a. Australian Defence Forces
The Australian Defence Forces (ADF) have approximately 59,095 full time personnel (Australian Department of Defence, (ADOD) 2021a). The ADF conducts its procurement activities through the Capability Acquisition and Sustainment Group (CASG) which is nested within the ADOD. ADF personnel hold key positions within the CASG (Australian Department of Defence, 2021b), in land, sea and air capability development. It is the responsibility of CASG to meet the ADF materiel demands (ADOD, 2021c). 

b.  British Armed Forces

The British Armed Forces (BAF) have approximately 156,600 personnel (House of Commons Library, 2021). The BAF conducts its procurement activities through the Defence Support and Equipment Agency (DE&S) which is embedded within the Ministry of Defence. This organisation is sub-divided into several divisions and has a mix of military and civilian personnel. The DE&S Agency works with key stakeholders in the BAF to develop and deliver capability development projects. 
c.  Swedish Armed Forces

The Swedish Armed Forces (SAF) have approximately 22,000 full time personnel (SAF, 2021). They conduct procurement activities through the FMV, the Swedish Defence Materiel Administration which is based within the Swedish Ministry of Defence. The FMV provide expert knowledge, guidance and support throughout the procurement process. They are responsible for provision of materiel and services to the SAF.

4. Views on Procurement Structures:

a. Centralised Procurement:

i. Albano and Sparro (2010, p. 2) observed “demand aggregation or centralized public procurement, when appropriately designed, may help reduce purchasing costs considerably.”
ii. Ates (2014) has cited Damanpour (1991) who suggested that the concept of centralisation restricts communication and has a negative impact on innovation.
b. Decentralised Procurement:
i. The concept of decentralised procurement is effective and logical; local corporate knowledge enables buyers to take advantage of localised special offers and stocks can be more effectively managed.
ii. Chiappinelli (2017, p. 2), asked whether “such a prevailing decentralization practice in procurement systems is justifiable on economic grounds”.
c. Hybrid Procurement:
i. Kanepejs and Kirikova (2018) suggested that the hybridisation process is derived in part from the evolution and advancement of business and, in particular, procurement practices in both academia and industry.
ii. In their review of literature Glock and Hochrein (2011) noted Williamson’s seminal Transaction Cost Approach and his view that the configuration of an organisation is rooted in (amongst other concerns) a mechanism to minimise the transaction costs within a specific process.

Appendix C-Interview Questions  

	SER
	QUESTION

	Preliminaries

	1
	At what level of the organisation are you employed regarding Procurement and what Branch do you work in? 

	2
	Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

	3
	Do you think that procurement is afforded sufficient status as a key enabler for the organisation, if not, why not?

	4
	Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?  

	Current Procurement Practices

	5
	How was the current procurement policy formulated? Can you explain, in your view, does the current Organisational Procurement Model impact the delivery of Procurement Policy Objectives and on a wider scale the strategic objectives of the organisation?

	6
	Within the current procurement model how effective, in your view, are the accountability structures? If an opportunity arose to change these structures, would you do so and in what way?

	7
	From a senior management perspective how effective are the current technology platforms at facilitating the procurement process and enabling key stakeholders to make key decisions on procurement projects?  

	8
	Is the effectiveness of the procurement process examined, by whom and was the effectiveness impacted by the current procurement model?

	9
	How is risk managed in the current procurement model and in your view is the risk management element effective? 

	Future Procurement Practices

	10
	Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view would be the most effective model for Public Procurement in the DF, going forward and why? 

	11
	Should the current model change would this impact on accountability arrangements and if so, how?

	12
	What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

	13
	Do you believe that technology will be a contributing factor to future assessments of procurement models and if so why? Additionally, if so, what is the major factor that makes technology such an enabler?

	14
	From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 


Appendix D – Plain Language Statement 

I. Introduction to the Research Study

Research Study Title: Procurement in the Irish Defence Forces and Department of Defence: An Exploratory Study.
University: Griffith College, Graduate Business School.
Principal Investigator: Dr Garrett Ryan.
Researcher Name: Adrian McGettigan.
Email: adrian.mcgettigan@student.griffith.ie

II.  Details of what involvement in the Research Study will require
  This project involves taking part in semi-structured interviews.  The interview responses will be recorded, and seek to gather information on your experience of public procurement in the Defence Forces and Department of Defence. Questions are directed towards your thoughts on the options for public procurement in the Defence Forces and Department of Defence. I estimate the interviews will take no longer than 60 minutes to complete. 
III.
Potential risks to participants from involvement in the Research Study (if greater than that encountered in everyday life)
 I do not anticipate any risk to participants as a result of participation in this Research Study.
IV.
Benefits (direct or indirect) to participants from involvement in the Research Study

The objective of this Research Study is to gain new knowledge that will enable a deeper understanding of public procurement systems in the Defence Forces and Department of Defence. This study may, therefore, be of benefit to you by providing you with the opportunity to contribute to the body of knowledge on public procurement in the Defence Forces and Department of Defence so that you and or society may benefit.
V.
Advice as to arrangements to be made to protect the confidentiality of data, including that confidentiality of information provided is subject to legal limitations 

Every effort is made to ensure the confidentiality of the participant. Participant names will not be recorded in the study findings, as all participants will be assigned a code. Where used, recorded interviews/survey data will be downloaded to a password-controlled computer, typed transcripts/survey results are held within password-controlled documents. Participant biographical details and or mention of other persons will be omitted in the final report. Confidentiality of information provided is subject to legal limitations.  

VI.
 Advice as to whether or not data is to be destroyed after a minimum period 

Audio tapes will be destroyed on the successful completion of this research in full compliance with GDPR regulations.  
VII. Statement that involvement in the Research Study is voluntary

Involvement in this Research Study is voluntary. Participants who decide to take part may withdraw from the Research Study at any point. There will be no penalty for withdrawing before all stages of the Research Study are complete.

If participants have concerns about this study and wish to contact an independent 

person, please contact: 

Dr. Garrett Ryan
MSCIB Programme director
Graduate Business School
Office: A109
Griffith College
South Circular Road, Dublin 8, Ireland
Phone:  + 353 1 416 3324
Email: garrett.ryan@griffith.ie
Website: www.griffith.ie  
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Appendix F – Interview Transcripts

NOTE ON INTERVIEW TRANSCRIPTS

The following transcripts have been anonymised, information regarding interviewee names specific roles and entities was provided in the interviews but was redacted to maintain the anonymity of the participants.

INTERVIEW QUESTIONS – INTERVIEW 1

Adrian: I just want to confirm with you before we start, that you received an informed consent form and a plain language statement that you have read, signed and understand both.

Response: That’s right Adrian, I have those, signed those and they are here in front of me I have read them properly, thank you.

Adrian: Ok, so we will move straight into the interview.  The interview itself relates to procurement activities both current and potential future activities in the Defence Forces and the DOD.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

My background is business.  I have a degree in Commerce.  I have a Masters in Supply Chain Management which I find very valuable for managing the supply chain.  With regard to specific Public Procurement Training, no I haven’t done externally accredited courses in procurement but I have done in-house procurement courses which have allowed me work the inventory modules and the procurement modules of our REDACTED based system which is the REDACTED. So yeah absolutely Supply Chain Management qualifications and the Commerce Degree I find invaluable in the day-to-day basis from running numbers and again looking at procurement I was lucky enough having analysed specifically public procurement in completion of my own masters.

2. Do you think that procurement is afforded sufficient status as a key enabler for the organisation, if not, why not?

Yes it would from my perspective it’s something that is often overlooked in that it’s obviously a critical enabler and getting staff is a challenge, a perennial challenge to get the right people in the right portfolio and they are there for a sufficient amount of time to build up the expert knowledge to allow them to do the job.  A lot of money at stake, the REDACTED budget is running to close on €20 million and it needs to be treated in a very adult and professional fashion.  So, yes it is a key enabler.  At times it is a challenge to get people within the organisation trained to the appropriate level and then retained in their positions for an appropriate length of time.  So we upskill people and unfortunately we have people who are very mobile and transient in our organisation, too much so for procurement I would contend.

3. Would you see staffing and professional training as being the key issues?

Absolutely, from my perspective I would like to see people immediately trained on arrival into their post with professionally accredited courses, best practice, industry best practice, public procurement courses and I would also then like a commitment that I would be able to retain these people in post for I would contend a minimum of 24 months to allow them to give VFM, Value For Money, with regard to their training and their expert knowledge that they would have built up.

4. How was the current procurement policy formulated? Can you explain, in your view, does the current Organisational Procurement Model impact the delivery of Procurement Policy objectives and on a wider scale the strategic objectives of the organisation?

We have a, you mean the delegated instruments or, (Yes). As I said I sit on top of REDACTED which is delegated part of the defence vote, broken down between pay and pensions and other spend.  Within the non-pay and pensions section of the defence vote that is sub-divided into different allocations and mine is REDACTED.

5. In terms of the current organisation procurement model, do you think that the model which is in operation at the moment would meet the procurement objectives of the organisation?

The current model which we use in regard to the HLPPG and the HLPPG working groups as a financial management tool there is now good oversight in that there is no one delegated sub-head which can spend in excessive of €300,000 before going to the HIPPG working group or €500,000 regarding the HLPPG so there is very good financial oversight but the questions remains on whether the procurement initiatives actually represent value for money or whether they are the most appropriate goods and services to be buying in the market place.  Yes there is good oversight in the management tools and mechanisms but whether the appropriate experts are involved in the actual procurement because of the stove piped nature of our procurement I would have issue with.

6. Would you see that potentially an alternative model would be more effective in delivering procurement outcomes for the organisation given the diverse nature of equipment, services and materials that we consume?

For a significant basket of our procurement we look towards the OGP and rightly so, the Office Government Procurement.  For day-to-day routine consumable biros, pens, tables, chairs, food, bed linen that’s perfectly suitable.  There are also obviously certain bespoke items that are in the military domain that are not available through the OGP so the DF still needs to retain a procurement capability.  From my view and my understanding the procurement is as I said before stove pipes so each of the different sections from travel and freight services or engineering or transport etc. all have procurement functions embedded and there is a duplication of skillsets whereby multiple representatives of the DF are going to the market place either EU Journals or discreet tender competitions or indeed on sole supplier basis.  Given the unique nature of the Defence Forces and the ability of the Defence Forces to actually bypass EU public procurement rules.  There is however, I would suggest, a significant duplication of effort and too many people in the procurement function at the moment.  That’s a challenge and a challenge when we come back to my previous statement relating to manpower and the inability of the organisation to keep key procurement trained personnel in posts for 24-36 months.

7. Within the current procurement model how effective, in your view, is the accountability structures? If an opportunity arose to change these structures, would you do so and in what way?

As I said before the accountability structures are tight.  We have EDP, forecasted equipment development plans, major equipment’s are identified up the procurement line towards the REDACTED.  I would say that the Ad-hoc nature of public procurement in the Defence Forces domain has now been rescinded and any large capital items are flagged well in advance, up to 5 years for the EDP and further out that’s an iterative document that’s updated quarterly.  There is good controls but again to reinforce the point that I made earlier control and oversight is not the same as having expert procurement skills embedded in the organisation.  We can have a lot of people looking at whether the procurement is good or bad but it may be sub-optimal if we have people who are not aware of the rules and regulations actually conducting the procurement at the coal face.

8. If an opportunity arose to change these structures, would you do so and in what way?

There are multiple procurement cells within the Defence Forces working across the range of sub-heads and by in large the expert knowledge is the same.  The product could be very different from an armoured car to a bus to a shovel to a tender document for the building of a gym but the requirement to understand public procurement the public procurement rules and adhere to public procurement guidelines I would contend remains the same.  A lot of these procurement projects could be managed centrally all be it with expert knowledge plugging in as required.  If you are buying a tank you get the armour experts in, if you are building/designing a gymnasium you get the engineers in, if your buying loaves of bread you get the catering and nutrition people in and they would help identify your statement of requirement but after that the management would be with the experts who are buying and procuring on a 52 weeks a year as opposed to what we have now which is some ad-hoc procurement of very significant projects which isn’t happening a lot and the expert knowledge maybe isn’t what it should be in the different stove pipes.

9. How is risk managed in the current procurement model and in your view is the risk management element effective?

The Defence Forces part of public Ireland is risk-adverse and it doesn’t get itself involved in the likes of hedging for fuel, if you take Ryanair or Aer Lingus they will hedge their fuel bill at the start of the year, we don’t do that.  Our risk is we are a risk adverse organisation when it comes to procurement and rightly so and ditto with inventory management.  On one end we only buy what we need and we have to always comply with public procurement rules but on the other end of the supply line we mitigate against risk by ensuring that we have enough stock on hand to cover all eventualities.  We are risk adverse when it comes to procurement and we are dealing with public monies and we must comply with public procurement guidelines and rightly so but we are risk adverse with regards to stockite of what we call strategic stock holdings on the other end of the inventory supply line.  Sometimes we will buy parts expecting that they will never be used, we will buy some strategic parts for our armoured vehicles on an expectation that they will never be used and they will be held up to the obsolesce of the vehicle but there is a requirement on behalf of the state to hold these items until the vehicle goes out of service.  There is quite a contrast in that risk, it’s a risk management piece, risk adverse to risky procurement but accepting of risk in regard to stockite of strategic stock holding items. 

10. Should the current model change would this impact on accountability arrangements and if so, how?

The most obvious benefit of centralising or streamlining procurement process is that you would centralise the expert knowledge but that you would also break down the stove pipes so that you would have an organisational view across many different devolved sub-heads of what is being procured.  Unfortunately the current system does allow for duplication of procurement in certain instances and different sub-heads can procure items.  Engineers can buy hammers for their tradesmen and mechanics in transport can buy them for mechanics so there is that obvious duplication which would be avoided.  The benefit towards oversight is that there would be a narrower pillar of knowledge looking at where the monies have gone.  It would be much easier to manage the span of the money.

11. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

At the essence of everything that we do training and compliance to industry best practice has to be at the core of what we do.  If we understand public procurement practices, best practices external to the DF and we can implement those then they are going to positively impact on how we do our business, which is going to positively impact on VFM.  I think it’s important to identify whole of life costs because as we know the most economically advantageous tender  with regard to a procurement initiative may not be the most efficient or provide the most value for money on the whole of life costs.  It could be very cheap to buy and very expensive to maintain.  When we look at procurement as a function to the whole of life cost, I think it’s incredibly important. Conformance to regulatory objectives again, the only way that we can guarantee that we have conformance to regulatory objectives is by training, proper training, upskilling and making sure that we are a standard picture of how we do our business.  Everybody should have a standard baseline of knowledge and as part of public Ireland spending taxpayers money it should behove us as users of state finances to be at least in line with best practice and we should I would contend be exemplars and go so far as to train other government departments in public procurement.

12. Do you believe that technology will be a contributing factor to future assessments of procurement models and if so, why? Additionally, if so, what is the major factor that makes technology such an enabler?

Certainly there is an opportunity with regards to procurement and again when I speak about procurement we must have an eye to our supply lines and our whole of life costs and our through put and consumption of product so if we have an integrated inventory management system which is automatically tracking it with minimum quantity reorder points it should  take out a lot of the man power from some of these procurements  if we set up our procurement correctly.  Absolutely we should embrace procurement where we can take the people out of the mundane repetitive process we should do that and if it means we can generate reports on the whole of life costs that can only be a positive thing.

13. You would see releasing of personnel from restrictive mundane duties as the major factor that would make technology be an enabler?

Absolutely, yes. We need to have a full picture of what is going on so we should be able to generate reports, understand where the monies are being spent and we should have the key nucleus of skilled highly skilled people, preferably people who aren’t being considered for overseas.  It’s a post that could easily be civilianised in the Defence Forces allowing that greater continuity of labour in that cell.

14. From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 
I think in offering a guide to how other militaries are doing their business there is certainly merit in looking at New Zealand it’s often touted as a comparable military to our own.  British Armed Forces obviously considerably larger but they have a quite good and streamlined military procurement processes.  Again the FMV, the Swedish Military is worth considering.

I want to thank you very much for your time and your insights into the procurement processes both current and potential future process.  I will revert back to you with the typed transcript in a number of days and we can review and discuss as required.

INTERVIEW QUESTIONS- INTERVIEW 2

Just before we start, I’d like to ask you to confirm that you have received a plain language statement and also signed the informed consent form.

Response: Yes I have a received a plain language segment and yes I have signed the consent form.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement area?

No, I haven’t conducted public procurement training, however I would consider it important in the area where I work.

2. Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?

We have a process in place which works to a point, so I could argue that it could be done better.

3. Within the current procurement model how effective, in your view, is the accountability structures? 

There is a robust accountability governance structures in place, so I don’t see any issues with accountability and governance particularly conducted at the various levels of governance that we have in place whether it’s the HLPPG, in relation to internal audit and other in relation to the area where I work as well so there are robust structures in place.  But I do think we are balanced the wrong way.  We are more focused on the governance model than the actual procurement model.

4. If an opportunity arose to change these structures, would you do so and in what way?

Yes.  There might be an opportunity in relation to the current commission on defence as part of our structures we have, even though REDACTED have a niche responsibility in the area of Logistics.  What we would like to see is an expanded role particularly in the area of supply chain.  Currently we have a system where individual Directorates with a budget report directly to the HLPPG in relation to the expenditure of their budgets which is fine, but we don’t have a holistic approach to the whole procurement of the whole life cycle of the process and that’s an area that we need to improve on.  So REDACTED proposal is to set up a procurement cell within this branch or this area in order to provide oversight and guidance in the area of procurement.  Not to take responsibility for procurement away from individual Directorates but to provide oversight and guidance to make sure that we are all working in as complimentary a manner as possible and also in the area of prioritisation and to make sure that there is coherence across the procurement cycle.  What I mean by that is that if a large scale project is being purchased in the naval service to ensure that that’s in line with what we are doing in the army.  For example the REDACTED – is going to be purchased at a cost of €200+million.  We have to ensure that if a stated aim is to move the army capability from point A to point B, we have to make sure that that vessel is future proof that it can move our anticipated future needs as well as our current needs and that’s where I talk about coherence to minimise stove piping in relation to procurement.  So now I’m going to anticipate a question but its centralised control but decentralised execution.

5. Is the effectiveness of the procurement process examined, if so by whom and was the effectiveness impacted by the current procurement model?

I would say the it is, the current effectiveness is impacted by the current model because the Defence Forces doesn’t necessarily bring, it brings products on an individual basis, procurement process on an individual basis, the HLPPG, so I think there is a layer missing underneath which would actually prioritise and to examine in greater detail the cost benefits of each procurement process.

6. How is risk managed in the current procurement model and in your view is the risk management element effective?

There is a robust risk management within the Defence Forces and the Defence Organisation but like anything there is no such thing as perfection, obviously it could be improved on and it’s a question of I think we are not looking at the risk, the future risk if we don’t purchase or develop a procurement model that is responsive to the needs of the Defence Forces.  Any public procurement takes time and it has to because we are spending public money but it’s a question that we need to develop a procurement cycle and this is where the cell comes in, to identify future needs 5-10 years out and that’s one thing we are failing at.  So if we know a project, we need to assign each piece of kit, for want of a better word, a notional life cycle and say if we give a REDACTED is going to last for 10 years, we need to be able to identify that after 5 years were going to start a process to either replace, upgrade or say if the actual capability is still ok.  That needs to be done as early as possible to make sure that come the day that that kit becomes obsolete, it has already been replaced at an appropriate level.  Either replaced or enhanced capability.

7. Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view would be the most effective model for Public Procurement in the DF, going forward and why?

Respondent: Is this an option between centralised, de-centralised and hybrid?

Adrian: Yes Sir.

I will go back to what I referred to before.  It’s kind of a hybrid model where there is centralised, I wouldn’t even say centralised control, centralised oversight and de-centralised execution.  The model should be adaptive enough that you are able to pull in when you are talking about large scale projects, that you are able to pull in key stakeholders from across the area to consider the full implications of the process.  I will use a REDACTED as an example.  You are going to purchase a REDACTED, is the second line, third line, fourth line maintenance capabilities existing?  REDACTED. These are things you have to consider.  If we are moving to REDACTED that will require investment in other areas both at home and overseas.  That is why it has to take a wider approach looking at procurement process.  At the same time we don’t over centralise the process that everything moves through the same area because that will cause long jams so it’s a situation that we still could probably look at where we have a raising the bar of what elements a sub-head can spend within their own process as opposed to brining everything to HLPPG.  It’s an ok bar at the moment, I think it’s what €300,000 that you have to bring to a working group but the question if procurement expands it might not be suitable.  It’s a question of not that we wait and see but we have to anticipate that if we are going on larger scale procurement, in order to, because of a capability cap, that we might have to look at that threshold that we currently have.

8. Should the current model change would this impact on accountability arrangements and if so, how?

No, I think we look at the models and if we design a procurement cell it fits in with our current existing governance structures.  That shouldn’t be too hard to do because as I said every REDACTED, you have oversight from another principal officer as well.  I think the governance model is ok.  I don’t think that needs to change but any procurement model that we adapt will have to fit in with the current governance model.

9. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

It can only have a benefit.  I’ll give you an example, what I’m going to call the professional corps, Engineers and Ordnance, where they have longevity in appointments and you can see the benefits when they approach a project to procurement because they have expertise in place for a significant period.  If we look at some the other areas where they are more reliant on line officers an awful lot of procurement appears new to that person but is not necessarily new.  It’s a question that we waste time training people in how to do procurement and they are not long enough in the job to develop the expertise to obtain value for money.  So obviously enough the more professional we make it, the better oversight we have the better value for money that we will get.

10. From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 
We are going to be heavily involved in the Financial Management Shared Services Protocol going forward and we are one of the largest inventory holders in the State.  We do need to engage with the Office of Government Procurement as required but at the same time there has to be a realisation that we have certain core responsibilities and needs that cannot be governed by OGP.  It has to be a flexible enough arrangement that, I’ll use the analogy green goods/white goods, if we are buying white goods similar to computers, vehicles of non-military standard, buildings, whatever, tables, that could all be sourced through the OGP, however, we still need the core expertise if we are buying green goods i.e. military spec in order to maintain the full life cycle and full cost of such a purchase.

Adrian: That concludes the interview so I want to thank you very much for your time and your insights, it’s very much appreciated. 

INTERVIEW QUESTIONS – INTERVIEW 3

Adrian: I just want to confirm before we start that you have received a plain language statement, an informed consent form and interview notes.

Response: Yes.

Adrian: And that you have signed the informed consent form.

Response: Yes.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

Yes, I did the public procurement course with Jan in, actually the name of the company is escaping me now, its (Adrian: Greenvale), Greenvale that’s the one yes.  So, I did two courses with Greenvale, one with Greenvale as they are now and one was a European public procurement course when Greenvale were their previous name.  I can’t think of that name at the moment (Adrian: Achilles), Achilles that’s the one yes. I did two courses with them.  They were two 1-week long courses. So I think the public procurement course, the second one that I did with Greenvale with Jan was much more valuable, it laid out all of the public procurement process, the notes were excellent I thought, I still refer to them, I have them in my office, I pull them out every time I go to do a procurement, understand of the values, the lengths of time, the type of questions, how it’s scored all of that kind of thing.  I found it quite good.  I think if I was to do this role any longer I would need to do or we should aspire to do the Post-Graduate Certificate in Public Procurement.  Some more of my colleagues have done that over the years and I think they found that very valuable.  I think it’s up to a 6-month part-time course but I do believe they found that very valuable and I think that as part of CPD it would be very very good to and useful for us all to do that the longer we stay in these type of roles.

2. Do you think that procurement is afforded sufficient status as a key enabler for the organisation, if not, why not?

I think procurement is a misunderstood function within the Defence Forces I suppose it is not afforded sufficient status because it has in my view from a governance procedure it has very good structures with the HLPPG, the working group, the HLPPG proper and so on, REDACTED so I think from a standards point of view it definitely is given sufficient status however, I think the broader knowledge within the Defence Forces of how procurement occurs and the length of time it takes to do it correctly is misunderstood.  A lot of the time people have the opinion that things can be bought quickly and sure can’t we just buy it and the answer is no.  So I think as an organisation the status is ok at the high level but in the broader sense I think the organisation is lacking knowledge on how procurement is meant to take place.

3. Can you explain, in your view, does the current Organisational Procurement Model impact the delivery of Procurement objectives and on a wider scale the strategic objectives of the organisation?

No, I don’t think it does.  I think the model works, I definitely think that the model works.  It does deliver the procurement objectives and the strategic objectives of the organisation.  Just my own opinion, I think sometimes the strategic objectives of the organisation are not necessarily lined up and I think that hinders it more than the actual procurement model.  I think the strategic objectives often change and I think different purchasing elements, so maybe this is part of the model, I think different sub-heads, they are not all joined up at the moment in the sense that REDACTED, there isn’t a jointness to the procurement across them so REDACTED.  I think we miss that sort of jointness and I think that might be changing slightly with the Research and Training Innovation Cell that’s setup and I think that will bring together the jointness aspect of it, in sort of a, we have to do this for REDACTED and so on so I think that will comes but I think that it’s not fully there at the moment.

4. Within the current procurement model how effective, in your view, is the accountability structures? 

To be honest I’m not sure, I know for example if REDACTED was put under audit last year and there was a number of recommendations that came out of it.  We are working hard to ensure that they are met.  REDACTED followed up on them.  I think were effective.  I’ll be honest I don’t think I’ve been around long enough to fully know if they are truly effective if you know what I mean.

5. If an opportunity arose to change these structures would you do so and in what way?

I think what I would do in terms of accountability, I think one of the weaknesses of the Defence Forces, is also a strength obviously is that because we move around so often is that inherently creates issues around accountability.  I think if you’re in a procurement role you should be there for a period of time.  You should be guaranteed to be in that role for a period of time 2-3 years or whatever the acceptable time is.  I think that would help accountability.

6. How is risk managed in the current procurement model and in your view is the risk management element effective?

My understanding of the risk management in terms of the procurement model, when we go looking for HLPPG, you have the strengths, weaknesses, opportunities and threats built into that and you have to examine and tease them out at that level.  I know from our own REDACTED perspective built into our tenders we have the risk management planning process as well where we are looking at our systems, were seeing the age of the system, the risk to REDACTED and all our planning processes are built around that and minimising risk to users.  I personally think that it is effective, could it be better, possibly.  I think the only way to make it better is to put more resources behind it.  Certainly from our own point of view I don’t think there is enough people involved in procurement.  It’s the same small number of people and ultimately sometimes I suppose things can slip and then the risk, not all risks are identified and that in itself can create risk further down the line.

7. Should the current procurement model change to one of those that was outlined in the briefing notes? Would this impact on accountability arrangements and if so, how?

So your talking about the centralised, decentralised and hybrid model and just to be clear the decentralised model is where at the moment it’s mainly centred around but if it was passed out to the different field units and things like that is it?

Adrian: At a DF and DOD level, there is an element of control exercised at the 

Interviewee: You are talking about as in the budget is fully devolved?

Adrian: Yes.

Interviewee: Ok, so actually the REDACTED budget is a fully devolved budget and there is limited oversight from an REDACTED budget perspective.  We obviously have to follow the HLPPG process and go through that way so we don’t avoid that but in terms of the budget it is fully devolved REDACTED.  We are de-centralised, I suppose maybe we are considered a hybrid model because our budget is fully devolved and we only go to HLPPG from a governance perspective.  I suppose we fit more closely to the hybrid model.  I don’t think, my own person on it is that from an accountability point of view it works well because REDACTED, we go through all of our procurement thought processes with them, there has never been a case where they don’t agree with us, they challenge us on it so I think that’s a good think.  We then present the HLPPG where again we are further scrutinised by non-technical people and again its usually around the procurement process, the method, the reasoning behind it as opposed to the actual solutions, again I think it’s good.  How does it impact accountability?  I think it works well, I think sometimes the processes and procedures don’t always get translated down but I think that comes more to the fact that there is a high turnover in procurement, in the procurement personnel.  The knowledge transfer doesn’t always happen as it possibly should.  I think from a decentralised or hybrid model we are hybrid model and I think accountability works well in my opinion.

8. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

I think like anything anywhere where there is additional training so you understand what the laws are, the rules, the procedures, how you can write tenders more effectively to get what you want, how you evaluate tenders more fairly.  I think any of that type of training absolutely increases the outcome for the organisation and the individuals doing it.  It protects them because they are more likely to follow the procedures correctly and there is more accountability because if audits come there is less likely to be errors.  Of course it is always likely to be some errors, its human nature at the end of the day.  I think any training would benefit performance and conformance to regulatory objectives.

9. Do you believe that technology will be a contributing factor to future assessments of procurement models and if so, why? 

I suppose the technology speeds up the procurement process and makes it more accurate.  With e-tenders, there is a big drive to move towards electronic tendering as opposed to sending in written submissions.  It makes it a lot more accountable in that it’s immutable in that you can’t, once its put into an electronic tender box it can’t, nobody can say that it didn’t arrive or somebody can’t say well I did send it in time because it’s immutable it’s there or its not there.  It makes it more efficient, people aren’t printing out documents, I think from that point of view the technology will certainly make it better.

10. What is the major factor that makes technology such an enabler?

I suppose it’s just speed and convenience.  That you have all of your documents there when you need it.  I know in terms of when you create purchase orders it doesn’t matter where you are the authorisation chain, if that’s the right word, they can be anywhere, they don’t have to be in one place to sign off on things, they can be in Donegal, they can be in Cork, they can be in Galway, REDACTED so they don’t have to be together.  It makes it more flexible and saves a lot of time. 

11. From your experience are there any other areas in public procurement that are relevant to consider to meet the organisational requirements? 
To be honest I don’t know if I have anything to answer that other than what we have already spoken about.  I’m not really aware.  Well maybe one thing I didn’t mention was around the OGP frameworks.  They are from a REDACTED perspective, there is about 20 OGP frameworks, some of them are very relevant to us and they are very useful others are not useful at all but we still have to go through the OGP process to eliminate them whether they are useful or not.  That does take up time and I think that can slow us down if they are not relevant but you still have to go through the process of eliminating that tendering option.

Adrian: I want to thank you very much for your time.  I will type up the transcript and I will make a copy available and we can go through it if you have any questions or issues.  Again thank you very much for your time and we will finish the interview now.
INTERVIEW QUESTIONS- INTERVIEW 4

Adrian: I just want to confirm that you’ve received a copy of the plain language statement, the informed consent form and interview notes.

Response: I have indeed.

Adrian: And that you have signed and understand the informed consent form.

Response: Yes.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

Yes I have completed Public Procurement Training.  I completed Public Procurement Training, I did the Cert in the IPA back in 2013 I think and have worked more or less in procurement ever since.  I have also done some complimentary courses which are not necessarily strictly public procurement but including Greenbelt in Lean Supply Chain Management, I have also done a Masters in Supply Chain Management in the intervening period.

2. Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?

I suppose in short my answer to that would be no.  If we look at organisational capability for the Defence Forces and the capability development model that we use is the DOTMILFI {Doctrine, Organisation, Training, Materiel, Leadership, Education, Personnel, Facilities and Infrastructure} process.  At the moment we do not have a capability development process within the organisation.  It was discussed in the White Paper 2015 and bringing in a REDACTED was discussed and that would be the overall driver for or it would be the consequential driver for procurement down the line.  It would allow the organisation to procure either overall capabilities or sub-components of capabilities to allow it to achieve what it is trying to achieve overall.  Without that you get ad-hoc procurement, REDACTED which aren’t necessarily focused and aren’t focusing both the organisations resources and its time, effort and energy into the projects and the procurements which will give it the greatest bang for buck as such.  So, I think really that is one of the most critical pieces that is deficient in our organisation within the procurement process.  REDACTED.  We have you could say 12.5% of a capability developing process which was executed within the equipment development process but we have left out the other aspects of the doctrine, the training, the organisation, the personnel, it’s not all tied together, it’s not all brought together to give a holistic view of the what the organisation would need in order to achieve the capabilities that it wants to.  So, I think that is that capstone piece that is missing which I won’t say undermines the viability of all our procurement but it certainly undermines the overall process and the overall effect of what we are trying to achieve.  Senior management within the higher level planning and procurement group in which they contribute to I think that does provide a certain degree of efficaciousness to the procurement process particularly from a decision making audit trail as to the expenditure of public monies and how decisions are reached and the capturing of those decisions in a codified way in order to, I suppose, on a reflective basis allow the tax payer to be reasonably assured that public procurement processes and methodologies were employed in each individual procurement in relation to is value for money being achieved, was the requirement investigated and was due diligence done on that and you know, how and why decisions were made.  It does provide that but again that’s focused on the individual procurements, the individual procurement projects that are done and again how efficacious are those individual procurement processes in achieving the organisations overall or strategic overarching objectives.  I think that’s the piece that we are missing.

3. Within the current procurement model how effective, in your view, is the accountability structures? 

Like I say I think there are accountability structures there.  The HLPPG is a very good example of that.  I think it’s probably worthwhile in looking at the accountability structures and how and what they are.  If we are talking about accountability structures for the tax payer in order to identify and understand how decisions are made, I think we do reasonably well, particularly with the Higher Level Planning and Procurement Group and also with the Working Group.  Also within the documentation trail in order to achieve that between business cases and adherence to public procurement rules I think the organisation does excellently.  But I think again in the broader scope of how an individual project is organised or sorry the procurement piece is done, I think there is definitely scope for us to improve.  The accountability of who is sponsoring a project, who brings it to the HLPPG, who looks for approval to go ahead with a specific procurement, that’s captured very well but the downstream implementation of that is lacking somewhat within our organisation.  REDACTED.  We don’t have a formalised project management structure although some moves have been made in the last while to bring that in and we don’t have an overarching plan as to what happens post we decide that we are going to buy something.  Obviously from procurement we are really looking for from that decision the execution of the public procurement, whether that be through a competitive or some other process be that sole supplier or government-government, to its introduction to service and you know we are reliant on setting up individual project managers and senior leaders who go through a degree of flux and change themselves where individual projects can get lost, there overall importance to the organisation and the organisation strategic objectives and strategic aims can vary from person to person so again we don’t have a formalised system of tracking those post we make a decision to expend public funds.  So justification for expending public funds I think is actually quite good but the process to get to that point and that process of actually making that decision the implementation and tracking thereafter and accountability thereafter I think is very ad-hoc and I think our system and our organisation has a long way to go in order to improve on this.

4. If an opportunity arose to change these structures, would you do so and in what way?

I think yes, I can’t say what I have said and then say I wouldn’t change it.  Like I say I think our process up to the point of deciding to expend public funds is relatively ok.  I would like to see an agreed and joint, both civilian and military, project management approach and more importantly and particularly from a strategic level a programme management approach that we would have individual programmes which would fall out of our capability development process so bringing your capability development process as your capstone piece out of that falls out individual programmes and from those individual programmes fall out individual projects and that there is a tracking and a monitoring system which brings us from the organisations senior leaders coming up with a strategic vision and a strategic plan to a roadmap and an action plan how that strategic plan will be implemented and would be affected to the fallout individual programmes which would constitute procurement pieces in order to support those and how they are tracked and managed and how there accounted for and implemented down the line.
5. Is the effectiveness of the procurement process examined, by whom and was the effectiveness impacted by the current procurement model?

Is the effectiveness of the procurement process examined, I suppose at a certain degree that would be above my pay grade.  How much of a review is carried out by the SMC {Strategic Management Committee} about what, how has there procurement function achieved what they had set out and in what timelines and has it produced the results which they had A) intended or B) are satisfied with.  I suppose I don’t get to see that, I certainly haven’t heard of it but so I’m afraid it is either not happening or the details of it are not shared with me.  By whom, I mean at my level I look at procurements within an individual sub-head.  I see what was planned within given years and I report on that and the level of achievement within that.  But again there is no codified process or procedure for me to infill these to say a capability development process and say programme A, B and C.  Programme A is 80% of where we thought it would be or where we planned it to be, process B is at 110% of where we thought it would be and process C is at 40% of where we thought it would be and you know there reasons so there is no reporting structure for me to feed into in the achievement of that other than the I tell my boss, he tells his boss and again whether that is reviewed by the higher level SMC, I suppose it’s either not or I don’t hear about it.  Was the effectiveness impacted by the current procurement model, the effectiveness I suppose with public procurement model that we or the procurement model that we currently have in the organisation is a hybrid model.  I work with a REDACTED so that becomes somewhat less of a concern in relation to the procurement model that is actually employed.  However the hybrid nature of those procurements, the procurement function, the non-devolved procurement function within the civilian Department of Defence is inherently reliant on REDACTED in order to specify well A) define a requirement, B) to specify how that requirement both functionally and technically needs to perform in order to facilitate that procurement and then to carry out the subsequent assessment you know at the various different public procurement processes, be that reviewing of an offering of a sole supplier or PPQ, IT or RFT level, they are inherently reliant on that.  So, the hybrid model REDACTED really only comes into it during those stages and I suppose at no stage has that impeded any particular project or plan occurring. The centralised, I suppose we work a little more centralised in relation to our procurement but that centralised one issue that is associated with it is maybe a lack of a full understanding of the downstream implications of particularly projects not occurring or not occurring within set timeframes and that level of separation or segregation does have certainly negative impacts operationally in terms of delivery of product and its consequential delivery of capability to the individual soldier on the ground who delivers it for the Irish State.  So there is certainly that disconnect does have an impact and anything that lessens that, we have good relations, we brief on a regular basis and we have consistent contact in order to highlight those but again without embedded functions you know, sometimes the perception at least can arise that maybe your message is not fully understood or fully appreciated. You also, I will just say one last thing, also from our side we may also not have a holistic view of the demands on the centralised function and we also may not have a holistic view of the problem sets or the decisions or the decision sets which shape how they come or how they the progress of each or the implementation of each individual procurement process.  So I suppose that level of disconnect within a centralised function without embedded personnel you know leads to at least a degree of misunderstanding, confusion in relation to where things are, why they are where they are and you know you would assume and it is an assumption because I haven’t tested it elsewhere that efficacy could be improved through a more joined relationship.

6. How is risk managed in the current procurement model and in your view is the risk management element effective?

Risk is something that is dealt with within the public procurement function.  I would say it is kind of intrinsic to the function in and of itself.  We do SWAT analysis that’s at its most basic core component we look at SWAT and I suppose that’s really where we identify certain risks.  We don’t have a formalised risk management function embedded within or what you would consider a risk management function embedded within the public procurement model and again it is but it would be wrong to say that it does not occur.  It is present and its present there both in the culture that has developed in the production of business cases and in the practice of individual particularly senior leaders, you know, verifying and questioning cases for procurement that come before them and again like I said within the culture where its vetted at various stages, people have a risk, I suppose part of the difficulty is we don’t have to my mind really, a defined risk appetite and that risk appetite as I’m sure you can appreciate may be different for different projects so, like I say the management of the risk is inherent, it does occur, it doesn’t occur in a standalone piece rather is I suppose is a theme that runs throughout the process.  Is the risk management element effective, it depends to give a politicians answer.  It works in some processes differently than others and I suppose there is two ways to argue this, you can say that risk is born out by any of the failures that you’ve had and say you know any of the procurement processes that have fallen through that haven’t functioned as they were designed.  I personally think that’s a one-sided view of risk and it doesn’t give a full appreciation of the effect of risk that because if risk is, if your tolerance to risk is the absolutely lowest level acceptable you may not get any procurement processes wrong however you fail to review the impact of slowed or deferred, delayed or declined action and its consequential impact on output of the organisation. And, that is maybe where a more formalised risk process might improve but again this comes down to culture and this comes down to senior leaders and what their level of ambition is for the organisation and also the timescales appropriate.  Sometimes I suppose the risk management processes that have developed within the organisation are a function of a large number of different considerations and some of them have developed through difficulties on the military side where, you know, REDACTED are trying to achieve projects in condensed timelines primarily due to the lack of long-term action plans and road maps and project timescales as our turnover rate within individual jobs is shorter than standard procurement timelines for individual projects and therefor your reliant on an individual who has developed a degree of competence within a particular area who has the appropriate motivation to undertake a procurement process and achieving that before they leave their job and somebody else comes in and has to relearn.  I suppose procurement processes by their nature, procurement projects by their nature probably your looking in the realm from identification and defining of requirement to implementation and entry into service invariantly your looking at a 3-5 year period and job turnover within our organisation, I would, just from my own personal experience probably comes in at the 18-24 month period so therefore we’re trying to condense procurement to timescales which develop risk and we have an organisation particularly on the civilian side who are trying to defray that risk, have identified the problem with us trying to I suppose railroad things through and REDACTED and what we are left is a degree of stagnation so I suppose really what I’m trying to say is its complex, it’s difficult to identify what the perfect solution would be and I think it requires a degree or work and examination on both sides in order to maybe, I’m not saying you will come up with a perfect system but to iterably improve what A) an understanding of what acceptable risk is and what the implications of risk and how that risk might manifest and what’s appropriate for our organisation going forward for procurement.

7. Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view would be the most effective model for Public Procurement in the DF and the wider Defence Organisation, going forward and why?

I believe the hybrid model is the most appropriate model.  I believe that because procurement needs to take place at multiple levels within our organisation.  I’m working at a strategic level within procurement and I deal with the requirements of that strategic level.  I have, so essentially, I’m looking at the introduction or procuring of capability but that capability has got to be maintained and it’s got to be sustained and that’s, there fundamentally different procurement skill sets and decision sets that have to reside within the organisation.  Centralised procurement might give you better outcomes in relation to the procuring of capability but my personal perception is it will give you dis-improved outcomes with regard to the maintenance and the sustainment of that capability.  I won’t have a proper appreciation for, you know, how value for money can be achieved through the procuring of oils, greases and lubricants through multiple vendors within a geographical area because I just don’t have and I think it’s very difficult for a centralised procurement function to have knowledge like that and to have expertise and retain expertise like that.  It’s much more easier for a devolved procurement function to do that.  Similarly with a completely devolved procurement function you get stove piping of requirement.  You get, you lose the holistic view of what capability development is trying to do, how that capability development is trying to achieve the political policy that is in place and you know, you, I feel that you will get dis-improved outcomes from either one or the other so again I think the hybrid model is the most appropriate model.  Now the staffing, structure and organisation of the hybrid model I think within our organisation, I think we could make significant advances in improving that.

8. Should the current model change would this impact on accountability arrangements and if so, how?

Should the current procurement model change, I would say no.  We need to retain the procurement model as I said and I therefore you could argue that there would be no impact on accountability.  Now, I however think you should change how we’ve implemented the staffing, the structure and the accountability for all the reasons I previously stated and to I suppose, try and achieve a much more efficacious execution of public procurement and a greater appreciation of the organisations, from the organisations perspective of what’s required in public procurement and how it will be achieved. 

9. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

Public procurement training is critical.  You cannot work, cannot, I would say you should not work in procurement if you have not been trained within a formalised public procurement process and a public procurement education programme.  The reason why I say that is public procurement has a specific, you know it has very specific requirements both legislative from supranational-the EU level to national and regulatory requirements both from national regulation, supranational regulation and also our own internal organisational regulation level.  So, you have to get formalised training in order to appreciate that and in order for the organisation to ensure that anyone it has employed within a public procurement function A) can competently carry out their tasks and roles, B) that in the event that they don’t carry out their tasking roles that it is a failure of that individual rather than a failure of the organisation, a systemic failure of the organisation to put the right person in the right job, so I think it’s absolutely critical that people receive public procurement training.  In relation to and I think that covers those four objectives that people A) have an appreciation and understanding and also that they develop the processes, procedures and the processes and procedures in order to adhere to policy to achieve value for money.  To understand A) what right looks like in relation to procurement outcomes and B) how to achieve that and also that they hit the relative conformance and regulatory requirements and you know, they need to have that understanding, they need to have that appreciation and they need to know what right looks like to order to be able to A) implement it within given procurements and B) to evolve that procurement function within the organisation to iterably improve and change those four areas and to ensure that the organisation doesn’t stay still but continues to improve on how it delivers its procurement. 

10. From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 
I think staffing and structure are critical and I, given the very specific nature of public procurement requirements we have, I’m open to correction on this, I think there are REDACTED, all of different size and scope and processes and procedures.  By, you know, and also no defined training or at least individually defined training requirements within those.  I would like to see, you know, and I suppose I’m trying to avoid that military fetish of, you know, having everything to be uniform and appreciating that there is no point having a sub-head of €20 million having the exact same staff and structure as a sub-head €1/2 million but that there’s an understanding of what are the minimum requirements of personnel who are going to carry out certain functions both in terms of formal education and organisational training.  What are the processes, rules and procedures that each individual procurement function is following both in terms of SOP {Standard Operating Procedure}, you know, certain elements, particularly military finance have tried to streamline those and I think good work is being done on that, that should continue particularly with the DCOS {Deputy Chief of Staff} Support Instruction it certainly assists that and you would like to see that to continue to evolve and finally which is a fundamental issue within our organisation, the staffing of it.  Public procurement is a distinct skillset, it requires personnel of a particular approach who have particular expertise, particular knowledge and experience and rotating them every 18 months is not feasible.  I think what you have or you will find or what you have found if you were to do cross section of the organisations procurement function you will find an older cohort of individual on a particular contract type with a particular view point or perspective on their role within the organisation, probably happy enough with where they are, probably satisfied to inhabit where they are and stay there but that is a dying breed within the organisation and particularly if you look at the age profiles within people within the organisation that their going to be gone soon enough and their going to be replaced with people with dis-improved pension entitlements, dis-improved or within a advancement process which requires them to move much more and we will not be able to retain people like we have done within those procurement functions because they just won’t meet the requirements, REDACTED.  Do we have some form of public procurement stream in which people can do a public procurement role, get recognised for the achievement of that role and not be dis-advantaged when it comes to career progression further on down the line, particularly with regard to retention of those individuals.  And also finally on the structure piece.  Given that I think the hybrid model is best, the functioning or how a hybrid model functions needs to be investigated by the organisation and really needs to be kind of, what is the most efficacious way of implementing a hybrid model function and my personal point of view is that the optimal structure will include embedding of Defence Force personnel within the Department of Defence within the procurement function there and civilian personnel within elements of the Defence Forces both at a strategic level perhaps within say for example my office and certain other large devolved sub-heads who could and they would provide critical longevity and capacity within devolved sub-heads, you know, people who don’t have to go on duty, who don’t have to go overseas, who don’t have to go on career courses, who don’t have to be pulled away for different military functions and can provide a degree of corporate knowledge throughout.  So, I think again, that mixing, anything which can lessen the divide, lessen the disconnect and greater the appreciation and understanding of both sides I think will improve the outcomes of the procurement function.

Adrian: I want to thank you very much for your time.  I’ll type up the transcript and I’ll meet you again and we can go through the transcript and you have any questions on it we can discuss them then.  Thank you and that concludes the interview.
INTERVIEW QUESTIONS- INTERVIEW 5

Adrian: Just before we begin I’d like to ask you have you received a plain language statement, informed consent form and interview notes?

Response: Yes I have.

Adrian: And, have you signed the informed consent form?

Response: Yes I have.

1. Have you completed any Public Procurement Training and do you find it valuable in discharging your duties in the procurement role?

Public Procurement Training, I would say just in-house training that Military Finance have done.  We’ve done a couple of information’s from IPA {Institute of Public Administration} have come in and lectured us on government procurement etc. and I’ve also completed the REDACTED resource management course but that would be it as public procurement training.

2. Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?

I would say at the senior management level which I suppose I’m working at there is a couple of areas that have improved.  The High Level Planning Procurement Group and the Working Group are very good governance tools.  A monthly meeting that we bring forward to rubberstamp all procurement but the process is in place there for, well at least the Infrastructure Development Plan and the Equipment Development Plan which have recently come into focus.  Now these, when used correctly by the Military and the civilian side can definitely lever our organisational capability but how they are being fed into by the sub-heads at the ground level or the White Paper at Strategic level needs a certain amount of refining I would say especially in the case of a Capability Development Cell so I would say the tools that we have available yes but there needs to be more leverage in capability development as in to plot the way forward to give the foresight as to what we need in order to effectively leverage organisational capability.

3. Within the current procurement model how effective, in your view, is the accountability structures? 

I would say that they are very good, very detailed.  REDACTED. So I would say the accountability structures are very good and very well followed here.

4. If an opportunity arose to change these structures, would you do so and in what way?

As in accountability wise?

Adrian: Yes.

No I don’t think so.

5. Is the effectiveness of the procurement process examined, by whom and was the effectiveness impacted by the current procurement model?

REDACTED. If all the procurement was done according to EU and Irish Regulations and under correct governance models are in place and that feeds into the governance committee which I’m a member of that meets quarterly, the DCOS Support in charge and if the audits or any of the results from these come out and we set about remedying them and rectifying them.

6. How is risk managed in the current procurement model and in your view is the risk management element effective?

I would say risk is, in the current procurement model, is managed pretty well.  There’s a certain risk aversion REDACTED because there is a lot of complex procurements going on that we need to maybe to take the lead on.  But we can’t be controlled by it but we need to be respectful of it I would say

7. Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view would be the most effective model for Public Procurement in the DF, going forward and why?

I’m looking at your sheet of paper here and from my bit of study beforehand, I would say that the hybrid procurement model is good.  Centralised procurement would not really suit because of the diversity of all the different sub-heads delegated, non-delegated, the subject matter expertise, as it is there is nearly too much centralised control in that a lot of REDACTED the subject matter experts are in the sub-heads and that needs to be respected.  There is a lot of capabilities and knowledge and experience now in the sub-heads, especially some of the more technical sub-heads like the REDACTED the more we do it the more experience we can get and we can see that take for example in REDACTED.  A lot more items that should have been procured under REDACTED have been given to REDACTED to procure like the REDACTED and additional money has been given with that sub-head to do it so that would to me be a hybrid model where there is that element of centralised control because they are the accounting officers so they want to make sure that it is done correctly but it also gives the subject matter expertise down to the sub-heads who know what they have to buy because at the moment REDACTED and that needs to be examined with outside help or an expansion of REDACTED needs to be looked into especially as we move forward into National Development Plan and also in the Commission on Defence if there is additional spending we can just about spend what we have at the moment so the capabilities to spend more than that and the capacity to spend more than that is questionable without outside help I would say or without expansion REDACTED.

8. Should the current model change would this impact on accountability arrangements and if so, how?

That just feeds into my previous answer that I would yes there needs to be, especially at the centralised REDACTED the equipment that we need in the Defence Forces as we move forward and as hopefully the budgets increase their gone through a huge staff rotation at the moment so they have lost a lot of their experience and their corporate knowledge so we’re working with them.  REDACTED.  That needs to be done more because I noticed that the more items, say the big picture projects like the REDACTED.  The more that starts off at a joint level really, civilian-military at the very start doing the easier that is to, REDACTED through all the gateways that it has to go through HLPPG, project managing etc. So without the surprises of bringing something to the table that REDACTED know nothing about you have to start them off earlier, the capacity has to increase and we have to have some form of consultants we can’t be scared of them but we don’t have the capabilities ourselves that whether retired members or procurement experts, they have to be available to us to help us buy and procure and manage the procurements later on and we can’t be scared, we can’t sort of circle the wagons and say no we can do it ourselves we don’t need this outside help.  There has to be maturity there and we have to admit we need help because as I said earlier we just about have the capability to buy what we need with the budget now.  As that budget increases and we get into the bigger picture items like REDACTED that’s when we start moving into the public sector spending code we definitely need more consultant’s help I would say.

9. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

Yes, it would undoubtedly help.  It would be a huge benefit. It would benefit every single area that you mentioned, it would feed into the policy and help change our policy because personnel now in REDACTED rewrite the DCOS support instructions and REDACTED are getting more involved in that so the policy behind how we do our procurement.  Value for money obviously the more experience the more corporate knowledge you have the better you get at the tendering process the better value for money and the better project manager afterwards.  The procurement outcomes feeds into that too, conformance, regulatory objectives, yes, I would say professional training and where I see professional training is confidence building too.  The more professionally competent we can be in the Defence Forces in delegated sub-heads, REDACTED, we know how to do procurement, REDACTED.  Plus for us and it would build up that compatibility and co-operation and confidence building measures between the two sides I would say. REDACTED.

10. And finally, from your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 
I would say, I’m not sure if this is correct or not but as we move into the bigger picture we definitely need to start looking at the bigger policy like the National Development Plan.  How we fit into that, luckily enough we have people who were involved working with outside agencies, the National Treasury Asset Management etc. and they understand where the National Development Plan sits strategically similarly the public sector spending code.  We can’t use that as a tool against us to stop procurement.  It has to be there for a reason and it can’t be used as a risk adverse and REDACTED.  We just have to get to know it and to move it forward.  The other areas I would say that we have to, let’s see, public procurement, National Development Plan and capability development of course, yes.  There has to be a joint cell set up with civilian-military aspect as how to correctly procure the capabilities needed, the capability developments and it has to sit on policy, it has to fit into policy.  It can’t be bottom fed up, it can’t be just replacement or it can’t be according to the White Paper, it also has to be out there for what are the requirements, what are the threats, what’s the policy, the doctrine going forward like capability development feeds around the DOTMILFI yet the D of doctrines is first.  So we need to know what the organisation looks like in the doctrine organisation training and then we do the procurement and we buy the capabilities moving on.  So, for me that’s key.  What is the doctrine of the organisation and what is the capability development because at the moment capability development solely falls under the Equipment Development Plan, not under Capability Development Plan, it’s a replacement of existing capabilities or any capabilities that just happen to be mentioned by the White Paper.  There the things that are going to be procured.  Anything else is going to be a struggle for us until we have a joint capability development board.
Adrian: Ok, I want to thank you for your time.  I will type up the transcript and I’ll get you a copy of the transcript and we can go through it and if you have any questions you can let me know. Thank you very much for your time, I appreciate it.

Response: Thank you
INTERVIEW QUESTIONS- INTERVIEW 6
Adrian: I just want to confirm that you got a plain language statement, an outline of the interview, some interview notes and you have an informed consent form.

Response: Yes I do yes, I confirm all of those things Adrian.  Good morning to you to.

Adrian: And you signed the informed consent form.

Response: Yes I did.

Adrian: Excellent so we will move straight into the interview.

1. Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?

When you mean organisation capability do you mean military capability?  Is that what you mean Adrian just to clarify in relation to that?  Or do you mean in terms of the organisation that it should be a different structure? I’m not quite sure in terms of…

Adrian: So, military capabilities, the capability of the Defence Organisation to deliver its stated goals and targets.

Well if I was to answer this quite honestly no.  It’s not.  The procurement process is not understood REDACTED, ok.  They don’t realise what is actually involved in terms of the whole life cycle from cradle to grave in terms of getting your specification, your technical aspects from the input of the engineering people or whoever would be involved in that and then also in terms of the development of your specifications to the market place which is basically to your supplier base and then all that’s involved in the commercial management of the supplier once you have a contract in place and then the financial administration and report in governance arrangements that are required so your cradle to grave process is actually not understood REDACTED.  REDACTED think it’s just a case of just issuing a purchase order and off you go, you know, or that you don’t have to run a competition that you can just buy things just off the shelf like we are running a sweet shop essentially.  So, I think there is a serious piece missing in terms of capability planning from a strategic point of view in terms of military capability and assessment.  Strategic assessment and analysis are required now under the public spending code guide, I don’t know if your familiar that there is another lair of administration that has come in in front of the public spending code with effect from December 2019.  The public spending code DPER {Department of Public Expenditure and Reform} published a guide to evaluating, planning and managing public investment and a significant requirement now for anything that’s in excess of €10 million for a strategic assessment report to be done.  A lot of this is actually to do with capability assessment, capability planning but also determining projects as to whether they are actually feasible or requiring a lot of how shall I say it to enable the decision making people within the system so that would be let’s say at the moment it’s the HLPPG group or various level senior management level.  There is a lack of awareness of the actual depths that are required to enable decision making for something to be procured.  In terms of the actual level of the information that is required to go into these types of analysis now REDACTED and it needs to from an organisational point of view, put structures in place to enable the approving authority which is basically the sanction authority which is the HLPPG for the public spending code to actually have more of a process there to enable the necessary approval so there is a lack of skillset organisationally and in the Department but also within the Defence Forces REDACTED. But this requires a resource, there is no point in these people have documentation or being issued, the resources and the structure have not been put in place to enable capability development. REDACTED. So, in terms, I have an issue with the you know in terms of the roles and responsibilities but also in terms of the structures as well.  The structures are not supporting the procurement function in terms of the decision making at the start so there not.  A lot of that is actually being left to procurement personnel which is totally inappropriate because we have too much, we don’t have a resource or the skillsets as well.  The capability planning, determining what is actually procured should be more of a joint effort at a different level organisationally from a strategic point of view as well and when I mention strategic there should be a better longer term planning.  We have equipment development plan that we have set up there REDACTED so the capabilities plan should actually let’s say determine what your maritime capabilities are, what your land based capabilities are, what your maritime are, you know, REDACTED  From my area it’s actually really really challenging trying to work in that space with the lack of structures, the lack of resources, the lack of skillset, there organisation. How does that sound?

Adrian: Yes absolutely, again very comprehensive and covering a significant raft of areas and issues.  We’ll move onto the next question.

2. Within the current procurement model how effective, in your view, are the accountability structures? 

Right ok, so let’s talk about this and actually just something strikes me if I might go back to it again ok, to the previous question in relation to training. Ok, so within the current procurement model I would say there are accountability structures, one of the things, ok, and I will give you some information in relation to this there is an EU Commission recommendation which was issued a number of years ago, talking about the various tools and supports and skillsets that are required to enable the procurement function in organisations in member states, ok.  One of the things in terms of accountability, to be able to actually account for something you actually need systems and tools to enable you to do that from a corporate governance point of view. At the moment and this is something I would mention my team working in doing contracts registers and collating information ok, REDACTED and it should be one tool and system to enable, there should be contracts management system, electronic contracts management system in place linked to the database from a financial point of view, ok, to enable contracts management to leverage procurement opportunities and purchasing arrangements as well from a strategic point of view, but also to enable reports to be produced from an accountability point of view.  Now, you’re probably looking at this, are you in terms of the accounting officer, I’m not sure but that wouldn’t, that’s not a lever here it really needs to step back a level.  Systems and tools are not effective, REDACTED So you ask then if an opportunity arose to change these, what do you mean by structures, do you mean by the Accounting Officer, is that what you’re asking there?

Adrian: Ok so in terms of the question there, primarily I suppose it revolves around the procurement model in general but that would encapsulate the appointment of Accounting Officer for example that would be a part of it but it would be a more general question.

Yes, well if I was to answer that then it’s neither here nor there really at the moment everything needs to be strengthened ok, by systems and tools being put in place and regardless of who would actually have the responsibility at the end of the day it’s neither here nor there it’s the same job that has to be carried out so I don’t think the structures will change it’s the systems and tools that need to be strengthened and need to be changed REDACTED.  The EU Commission recommendation recommended ICT systems to be put in place by member states so this is something there is an opportunity here for the Defence Organisation, I mean between the Department of Defence and the Defence Forces IT people to put a system in place to enable more centralised accountability because there is that at the moment there is actually governance in relation to this stuff REDACTED.  It’s not an effective way to do business so there is actually a need to change that process, if you know what I mean.  Not necessarily structures, it’s the process really and it would need more resources as well put in.  From a procurement officer, compliance role, there should be a particular person who is just that role and function and nothing else to do so they will be a role in on policies or role in on documentation, standardisation of training for everybody involved with the procurement function.  Ok so that’s my spiel on that one, is that ok?

Adrian: Yes, absolutely.  Moving on then.

3. Is the effectiveness of the procurement process examined, by whom and was the effectiveness impacted by the current procurement model?

Ok, so in relation to this then, my understanding of what you’re asking here is the effectiveness of the procurement process examined?  Do you mean by procurement compliance because that’s really in terms of the effectiveness or is it more so are you getting what you actually asked for from the market, but that’s more a marketplace thing in terms of you know how you actually go about buying things?

Adrian: So it would be a mix of both but primarily I understand that you probably would have more information on the compliance end of it.

Yes so from procurement compliance ok to really be able to enable procurement compliance and enable governance reform, there are some reform issues going on at the moment being pushed at central government level in relation to green procurement and your social, environmental causes in procurement as well and reporting mechanism to do that that’s just by way an example.  To do that you really need the structure to be centralised so you do, that means everybody, somebody at the centre pushing that out and co-ordinating that as well ok. In terms of the procurement model, ideally there should be a bigger cohort of personnel in it, the structure should be bigger, there should be more people working in conjunction with civilian people in it rather than, I will give you an example ok, if we were to start something in the morning in relation to REDACTED, from experience, there is a significant lack of skillsets in some areas of the Defence Forces because of the churn of personnel.   The staff don’t understand procurement some of them REDACTED.  So we will experience significant, I suppose, challenges in going trying to do a procurement in an area such as that where the various corps with input to that, REDACTED. So our experience is that people are actually, the people that are inputting to the specifications are actually working in silo they are not de-conflicting things.  REDACTED.  Now, REDACTED would not have that skillset but it is quite clear to me as well is that that’s lacking as well in terms of the people who have input into the specification.  So if you are to really actually look at this properly, for every piece of equipment that you’re going to we really should be getting an independent expert in where that skillset is not there.  Another issue as well that I have is actually in terms of procurement from the specification and the contracts management and all of that is the churn of personnel on projects.  REDACTED With changes in mobility but also it’s just resource constraints as well.  It’s not ideal to have churns of people for multi-annual projects that are complex and you’re dealing with suppliers, you’re dealing with commercial arrangements because the market will the suppliers will exploit that and do.  So, just in terms of from an effectiveness point of view, there is better ways of doing this and I would think that the people who are involved in basically procurement and by procurement it’s not just doing your tender document it’s the art of the process as well, that there needs to be some training for REDACTED and I know in other jurisdictions they all have to do some procurement modules as part of their various professional training, I’d certainly think that there is scope for that there.  That people have a better understanding of what your project is if your ever involved in a military project and with military procurement project.  Does that make sense?  

Adrian: Yes

Just in terms of equipment planning then I want to talk about that a little bit as well.  It’s been driven by the bottom up REDACTED which is not the way to actually be able to plan.  In terms of planning procurement we should be able to pipeline our projects in a more effective manner, REDACTED.  This is a huge issue for us in terms of trying to manage the portfolio if procurements that are required for primarily if you were to look in military capability and operational point of view where the priorities are with the resource for delivery and implementation of procurement matching that then with the financial envelope that’s available given that it’s a shifting spend on a yearly basis which is absolutely really really challenging to deal with and even though we have an equipment plan and all of that done out it doesn’t account for every piece of procurement that is required to be done such as REDACTED is all of those things which there is hundreds of them that are required to be procured.  So it’s not the full picture from a planning point of view to enable assessment or examination of the procurement effectiveness in the current model.  Does that make sense to you Adrian?

Adrian: Yes, absolutely.  So we will move onto the next question.
4. How is risk managed in the current procurement model and in your view is the risk management element effective?

From the point of view of risk, it certainly, it’s not something that’s at the top of the list.  It’s there in terms of anybody whose doing the procurement themselves, the actual physical procurement in terms of the tender documents and all that everybody is very conscious in terms of the risk of something from a legal point of view or the marketplace challenging that.  Obviously that’s to fore in terms of the level of support and input when we’re doing the projects but in terms of organisationally the risk in terms of procurement is not understood in the organisation in terms of the resources that are required to be able to implement that and the skillset for the people that are involved, not just from REDACTED but also in terms of the people that are inputting the VAT.  The professional competency and this leads me back to your question number two there, the skillset are there are not where they should be in terms of the risk I see is a significant risk in terms of being able to deliver procurement requirements of the organisation REDACTED.  That’s just in terms of my own view on that there.  So, just I don’t know if that’s understood by you there.  REDACTED involved in the various steps from cradle to grave of procurement and I mean from when you actually start the specification to when you go to the market to when you actually arrange your, they think there’s a perception once you have a contract in place that’s it off you go do something else.  REDACTED I could tell you how much I actually have under commercial management at the moment, the significant number in terms of the contracts if you just bear with me I could actually tell you the actual figures at the moment. REDACTED.  The real risk once you have a project up and running is that it goes pear shaped in terms of what you’re not going to get, what you actually get delivered, did you get something else or that there’s huge cost overruns and all the reputation issues that goes with that REDACTED.  So that is not understood in the system so it’s not and it is another risk that is actually not understood.  In terms of like procurement is cradle to grave in the organisation, if I was to compare up to other areas within procurement in Local Government, in the Office of Government Procurement, in the Education procurement all those people do that are involved in procurement in terms of the resource that has been allocated to them they are only involved in putting the contractual arrangements in place. REDACTED, they are not involved in doing any commercial management or project management and they are not involved in doing the financial administration or the reporting on the projects which they are putting arrangements in place for.  So in terms of risk REDACTED, respect the risk as we are stretched to  the limit in terms of the resource that we have and in terms of the delivery and implementation of the procurement requirements for the Defence Forces REDACTED.  

Adrian: Ok

I’m being quoted now.  That’s a lot to say now but I actually do, that was in my view.  REDACTED.

Adrian: Yes.  So just moving on to question 7 REDACTED.

5. Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view would be the most effective model for Procurement in the DF and the Defence Organisation, going forward and why?

From the point of view of, I suppose, compliance and ensuring basically what you get is what you ask for as well and that you don’t have cost overruns, you have value for money as well it certainly needs to be, the procurement function organisationally needs to be centralised for this more bespoke type arrangements that are in place.  But also for your non-competitive procurement say the REDACTED there needs to be a practice there so that needs to be managed centrally.  It also needs to be resourced as well and looked at from a more professionalization of that organisation function. What I mean is similarly to REDACTED people the way they have an industrial relations stream, so that doesn’t exist at the moment so you basically have people moving in and out all the time but because it’s so bespoke and it’s very technical and tricky and requires certain levels of skillsets and competencies not just from a knowledge base but also practitioner level as well it needs basically to be given more weight organisationally.  Going forward I would think the systems then, REDACTED there needs to be support for ICT tools put in place to enable more effective organisation, oversight and conformance of corporate governance arrangements, they need to be put in place. I wouldn’t see it needs to be different in terms of like the Accounting Officer function it would make no difference whether it was the Chief or {inaudible}, the fact is the job still needs to be done in the same way.  The outcome would be the same whoever it is and it would need to be staffed by more stable employee base if you know what I mean.  Like your REDACTED people are all just REDACTED we don’t move out of REDACTED.  It’s a professional work area and it’s not being viewed as that organisationally at the moment, unlike the HSE, the Local Government and the Education procurement service because there all just doing that and nothing else.  Does that make sense?

Adrian: Yes absolutely yes.  Moving on to question 8 so.

6. Should the current procurement model change would this impact on accountability arrangements and if so, how?

Now if you’re asking here if the REDACTED was to get the Accounting Officer arrangement, it makes no difference in terms of the fact is the functions would still need to be discharged.  I wouldn’t see that working so I wouldn’t because it would mean then that the REDACTED needs all those staff to do that as well you know, so he would be able to have to account for the money if you know what I mean.  He would still have to go for the PAC {Public Accounts Committee} like the guards, it’s the same thing regardless so it is so, the model I would think should still stay the same but we need in terms of the skillsets within there and the resources so your professional competencies and also REDACTED in terms of the way we are currently structured and supported organisationally and there needs to be more cohesion there with more people, Defence Forces personnel embedded organisation with the Civil Servants and perhaps then bringing in external experts then, independent experts as required as well for certain procurements where the skillsets might not necessarily be there within the Defence Organisation.  Does that make sense?

Adrian: Yes absolutely REDACTED, yes.  So just moving onto question 8 then.

7. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

Well, professional training is an essential requirement in relation to, from a procurement law and practice in terms of the policies as well from a procurement point of view then from a regulatory point of view.  Value for money then has all to do with public spending code training, I think that should be another area within the organisation, I don’t think it should be the procurement function should be involved in that.  That has to do with the, I mean generally now that’s what I’m talking about, in terms of the value for money the staff should all be included in your strategic assessment, in your decision making and all of that but they should be aware of the people who are doing the commercial management in relation to the value for money as well.  In terms of managing the contracts so there’s no variations to contracts, huge variations to contracts, cost over runs and things like that so that’s from your value for money point of view but the procurement outcomes then that has to do with basically the specifications that you put in the first place to actually what you wanted, will it deliver what you want at the end.  That’s the really important bit there, the professionalisation of that would require your better skillsets there but there are some there already but just more strengthening of that.  There is no point in doing any of this if your teams are changing all the time.  If you are investing in people professionally, if your changing the team all the time, you know you’re not going to get the levels of experience and knowledge and the skillset there to, you know, keep that at the level it should be at, if you know what I mean?

Adrian: Yes

The conformance and regulatory objectives that’s basically procurement compliance, you know your compliance with public spending code, these things again, there all connected really, I wouldn’t break them down.  Again the fact that skillset there is only as good as the staff that are and the level of experience that they have actually in an area because it takes years to get to certain levels from a practitioner point of view in terms of procurement and commercial management arrangements.  That doesn’t happen at the moment when staff are being moved on the civil side but also on the Defence Forces side as well.  There is too much churn of people in these roles and it needs to be recognised that it’s a professional area, it requires dedicated professional people to be in place and the skillset to be built up over periods of time with sufficient people for succession planning put in place on both sides.  The people that are inputting to what needs to be purchased but also in terms of the people that are actually doing the procurement and then in terms of the commercial management skills as well and the financial administration.  All of these are {inaudible} in terms of the overall objection which is basic and effective procurement process from the start of the cycle, cradle to grave.

Adrian: Yes

Does that make sense?

Adrian: Indeed it does yes, absolutely.  And just finally then with question 9.
8. From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements? 
Now, I’m not sure what you mean by this question, {inaudible} relevant consider to meet the organisational requirements.  It’s really I suppose, the one thing I would have mentioned there, two things. The professionalisation of the function ok and I don’t mean just doing procurement, I mean the actual people that are in-putting it as well like your REDACTED, that sort of stuff as well, that’s not there ok.  Your engineer expertise and input to what you’re buying, the professionalisation of people being involved in procurement as well and REDACTED some level of training is required there so it is from my experience.  There is also then in terms of the skillset to manage the project, that is something that can only be built up over time, with the churn of people that’s not a good idea.  You can’t churn people between when you start a project to the end of a project, not ideal, it’s not good governance so it is in terms of a management a multimillion project which is actually quite, you know, there bespoke projects and need a high level hands on management of them so it’s a huge risk organisationally.  In terms of the systems and tools then these are things that need to be put in place immediately {inaudible} governance and organisational requirement.  In terms of that I mean to ensure that you know what’s happening so in terms of procurement outcomes, in terms of value for money but also in terms of the procurement law and practices to ensure that there is procurement compliance, that there’s not non-compliance with procurement law.  So at the moment these things are not there in the system and it needs to be linked to a financial system, any system that’s put in place needs to be able to link with the financial system so from a reporting point of view all you have to do is just press a button.  REDACTED.

Adrian: Ok.  

I think it would be useful if I sent you that EU Commission document if you don’t have a copy of that Adrian?  I can email that to you if you’re not aware of it?

Adrian: Absolutely, yes, absolutely.

So I would just like to thank you for your time with the interview and what I’ll do now is I’ll stop the recording, type up the transcript, when I get the transcript typed up I will send you a copy and we can talk through it if there’s any questions or issues.  So again, I would just like to thank you very much for you’re time this morning and I’ll be in contact with you with the transcript.
Response: That’s great Adrian, you’re more than welcome. 

INTERVIEW QUESTIONS – INTERVIEW 7

Adrian: So, just before we start, I’d like to ask you have you received a plain language statement, informed consent form and interview notes.

Response: Yes

Adrian: And have you signed the informed consent form?

Response: Yes

Adrian: And you are happy you understand the, everything associated in relation to the interview.

Response: Yes.

Adrian: Ok so we will begin.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

I have completed a Masters in Economic Science and Policy Analysis with the Institute of Public Administration.  I have also completed a specific training module with Public Affairs Ireland in relation to the public spending code. I have also completed some E-tenders training with EU Supply and certainly I think training is invaluable in this area to I suppose give me the insights into the theoretical best practice and specifically in relation to public sector procurement.  The integration of it with Defence Forces regulations is also vital particularly REDACTED where we publish the DCOS Support Instruction which provides the governance framework and I suppose the implementation of public procurement guidelines into Defence Forces practices.

2. Do you think that procurement is afforded sufficient status as a key enabler for the organisation, if not, why not?

I think so.  I think absolutely, I’ve worked in this area for almost 10-years now beginning at the warehouse element of supply chain I suppose forecasting demand requirement. Since then we have had a number of value for money reviews with REDACTED in relation to stock management.  We’ve also had, I suppose we’ve come out of the recession of 2008/2009, were back in again with large increase capital expenditure and what you see is we’ve got better enablers in terms of the Infrastructure Development Plan and the Equipment Development Plan which are 5-year plans for capital expenditure. We also have specific training for procurement personnel and even in the Covid environment we’ve also changed that into virtual training for instance last year we had and expert from the IPA and external consultants from KPMG who conducted specific training.  However, it is getting bigger and bigger and based on the National Development Plan Review it’s quite clear that a blended approach may be required in order to deliver the Development Plan.

3. How was the current procurement policy formulated? 

I suppose when you look at it in terms of capital expenditure and current expenditure.  In terms of capital expenditure the revised public spending code was published in 2019 set out a new 6 stage process and it is our responsibility REDACTED to implement that into our own policy framework.  It’s a large body of work particularly for projects in excess of €100 million and in excess of €10 million.  The new requirement for a strategic assessment report for example the multi-role vessel project REDACTED to conduct external evaluation of our project from an appraisal perspective.  So we have included that in our DCOS Support Instruction, the new 6 stage process and we are now beginning to implement it.  I suppose one of the issues we see with it is the implementation of the sectoral guidance specifically, to define and delineate responsibilities between the sponsoring agency and the approving authority.  REDACTED so I think that’s one of the big products that will be required in the next 3 years in order to improve our governance framework.  In terms of the current expenditure procurement guidelines, they have been fully integrated into Defence Forces procurement activities for a number of years.  We have specific roles and responsibilities for sub-head managers and they are articulated in our governance framework.  There is also specific responsibilities for sub-head holders for instance procurements between under €5,000 over €5,000 but beneath €25,000, in excess of €25,000 and also procurements then that require for publication on OJEU {Offical Journal of the European Union} so I think we have really institutionalised our procurement, I suppose best practice into our governance framework and then on top of that we go out then and conduct inspections in order to ensure that there is compliance at sub-head level.  We are also subject to internal audit reviews, there’s always added value to improve our systems and then we I suppose extrapolate that across the sub-heads for instance in terms of centralised procurement now is one we hope to have centralised procurement training, sorry the procurement of training for the organisation REDACTED So I think that’s the key points there.

4. Can you explain, in your view, does the current Organistaional Procurement Model impact the delivery of Procurement Policy objectives and on a wider scale the strategic objectives of the organisation?

I suppose the White Paper on Defence outlines the 10-year procurement plan.  The reorganisation in terms of delivering military capabilities, all our large procurements in excess of €100 million are articulated in that document for example, REDACTED and then other projects.  We’ve then put them into our Equipment Development Plan and Infrastructure Development Plan to give us the, I suppose the plans to deliver on procurement activities.  That’s from strategic perspective. Could you just clarify the second element to that question? 

Adrian: Ok so I will repeat the question again. Can you explain, in your view, does the current Organistaional Procurement Model impact the delivery of Procurement Policy objectives and on a wider scale the strategic objectives of the organisation as a whole?

So then I suppose getting down into the model of procurement that we have.  The HLPPG or High Level Planning and Procurement Group is a key enabler of delivering those White Paper projects.  REDACTED, this is where the key business gets done in terms of fact checking and validity checking business cases.  REDACTED here completes the business cases in terms of all procurements in excess of the thresholds however, I suppose, integrating that into the new public spending code is difficult in the view that there is a governance requirement and then that there is also, I suppose, a buyer requirement so for instance, REDACTED have the largest capital budget in terms of buying equipment but they are also part of the approval process and then I suppose in terms of our overall capability development piece there is a requirement to develop business cases in advance of going to procurement.  The market analysis piece for instance and also capability testing so our current processes rely on regulations whereby there’s REDACTED and I suppose sometimes the product when they complete those kind of assessments, the product that comes, requires tailoring then in order to get it procurement ready.  So perhaps there’s an argument for engaging procurement personnel earlier in the process so that specifications can be developed and we can build a work plan in order to deliver projects and this will be key in terms of delivering the National Development Plan moving forward.  Also supporting it with IT developments, financial management shared services for instance is developing, REDACTED but in terms of compliance and managing projects there is a requirement for greater investment in IT to support our personnel in delivering high quality procurements that offer value for money, ones that are economical, efficient and effective which is key requirement of public spending.

5. Within the current procurement model how effective, in your view, is the, or are the accountability structures? 

I think we are extremely effective.  If you look at the front page of the appropriations account for instance in terms of Defence you REDACTED.  And while in Defence we have certain unique ones where the Defence Directive for instance is utilised REDACTED I think we got very robust governance framework with robust control measures and a controlled environment has been tested in the Covid environment and we are also compliant in this environment.  I suppose the challenge for us REDACTED is to maintain that level of good governance and best practice moving forward.  So there will be a requirement to build a capacity and capabilities across the organisation in order to continue to deliver value for money.

6. If an opportunity arose to change these structures, would you do so and in what way?

I would be, based on some of the research that we have conducted at my level, I would be an advocate for developing capacity and capability within the organisation but not ripping up our current format with the HLPPG.  I think there is resource challenges in the procurement sphere.  If we were to, if I was to add value I suppose it’s just to develop some of the projects that are in train in terms of that sectoral guidance piece, in terms of the capital expenditure.  Defence is unique within the public sector and I think we need to have a unique set of guidelines at the strategic level in order for sub-heads to more, I suppose deliver value for money.  I think the Defence Funding Review that is currently being completed in conjunction with the Capability Development Cell, I think that will also help in terms of bringing forward projects, market almost ready to go to market so that instead of having a shopping list we are developing capabilities really from an early stage.  So a REDACTED is essential for a 10-year, 15-year plan.  I think the Commission on Defence will also be extremely important in terms of what capabilities we need to deliver but also I suppose, there is a piece on the disposal side.  If we are developing new capabilities we will also have to have a look at some of the other capabilities and is there a disposals piece here as well that we could greater utilise.  REDACTED.

7. How is risk managed in the current procurement model and in your view is the risk management element effective?

Certainly I think the HLPPG process that we have in place manages risk very effectively.  It’s a two stage process where key decision makers approve requests for tender and request for contract, particularly on those projects in excess of €1 million and projects in excess of €100 million which are now going into that public spending code space where there will be requirement for external review at each stage and decision points and gates along the procurement process where early intervention can occur, where costs can be managed.  I think there will be a better focus on appraisal at the start so we will have a better view of whole life cost of procuring large capabilities.  I think, you know, we have a great model in place at the moment to be expanded upon in the implementation of public spending code.

8. Should the current model change would this impact on accountability arrangements and if so, how?

I think with a revised public spending code there may be requirement to change accountability issues at certain levels.  I think ultimately the Accounting Officer remains the accountable person from a government perspective.  I suppose it’s outside my scope to comment on changing that.  I think that there could be greater clarity around the roles and responsibilities which would strengthen our governance, you know particularly at, you know, setting out implementation plans and capability development plans is very difficult for, sometimes you could look at our approach and say it’s a bottom up approach rather than a top down approach to capability development whereby sub-head managers, let’s say across it whether it’s REDACTED, have a look,  conduct their own market analysis and then bring forward ideas.  Perhaps we should have greater alignment from a strategic level, you know, utilising our REDACTED, newly published Defence Strategy Statement and again the publication of the Work of the Commission on Defence will really set out where we are going or what we are doing.  However, I think we can learn from a process perspective from the likes of capability, REDACTED European model of procurement or from the REDACTED procurement model and maybe looking at utilising some other agencies to help us with those large scale technical procurements.  And also a greater use of OGP, the Office of Government Procurement in terms of using available frameworks where we can get that expertise required in order to fast-track projects.

9. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

REDACTED.  As I said last year we focused on the revised public spending code and the appraisal piece, the year before it was the governance piece and we also conducted some practical E-tenders training.  I suppose what we are finding within the Defence Forces in procurement space like the rest of the Defence Forces is that there is a high turnover of Defence Forces personnel.  Historically that would have been augmented by large civilian staff but those civilian employees have not been replaced as well in certain sub-heads REDACTED.  What we do find is some good practice has been established in some of the sub-heads where there is that blended approach to Defence Forces personnel, civilian employees and when required consultants.  In REDACTED we also have Defence Forces personnel, Defence Forces civilian employees and what you find is that tends to strengthen the corporate knowledge within the organisation so that when you do invest in training and development of personnel that that is not lost.  Procurement is such a difficult space that the training is only one piece of it, experience is the next and training and experience are both required to develop our personnel.  I suppose what you find is that sub-heads where there is inexperienced personnel that aren’t, you know, supported is that REDACTED does have to support those sub-heads a bit more in terms of explaining procurement guidelines and again that may reduce some sub-heads ability to deliver as quickly and as to high a quality as others.  But in terms of Defence Forces the sub-heads with larger capital expenditure have well experienced personnel and I think moving forward maybe setting down timelines like 3 years for personnel in staying in a sub-head and develop that experience over time will continue to deliver value for money but the key point is that the Defence Forces does deliver on value for money and that’s been proven both in internal and external reviews of late.

10. Do you believe that technology will be a contributing factor to future assessments of procurement models and if so, why? 

Certainly I think that there is greater digitalisation across the public sector as a whole for instance there is also developments in terms of appropriations account and from an accounting perspective moving from a cash based to an accruals based and I suppose when one looks at procurement models it’s important to look at whole life costs and therefore when one is reviewing the model it’s quite possible that those reviews will include more up to time, real time data.  I think there is a requirement for project management tools, procurement management tools, inventory management tools and also to be integrated.   I think we need an integrated solution within the Defence Organisation so that decision makers can have real time access to data and shape the procurement process and make interventions as required and manage costs more effectively and then ultimately if those reviews are going to, if those models are going to be subject to review that data can also be used in forming those reviews.

11. Additionally, what is the major factor that makes technology such an enabler?

REDACTED 

12. From your experience are there any other areas in public procurement that are relevant to consider to meet the organisational requirements? 
Could you repeat the question please?

Adrian: From your experience are there any other areas in public procurement that are relevant to consider to meet the organisational requirements? 

I think we have to emphasise that the Defence Forces is unique within the Public Sector.  Defence in particular, I think it’s an area that’s particularly under researched in terms of the capital project size, you know, if you’re talking about education or if you’re talking about you know transport and roads it’s very easy to see the benefits of your investment in terms of bypasses for instance or increased student allocation but in terms of Defence, I think we have to accept that capability is the output and not how often that output is actually utilised.  It’s a contingent capability and to factor that into the appraisal piece in terms of, you know, internal rate of return, some of them are just not applicable, you know, multi criteria analysis is probably the most applicable so developing that specific appraisal piece for Defence would be really helpful but also explain that to Government and Central Government in terms of DPER, in terms of where does the money go and what does it do and effectively what it does is make our personnel more effective.  REDACTED.  So capability has to be accepted as the output, we want to be at the high end of it but you know at a Central Government level there may be requirement to look at capability packages as a wider part of Europe or as part of the UN REDACTED and then tailor our budget and procurement plans to factor in to an overall military capability.

Adrian: Ok, I want to thank you very much for your time.  I will type this transcript up and when it’s completed I’ll give you a copy of the transcript and we can go through it and if you have any further questions we can sit down and discuss

Response: Yes

Adrian: Ok so thank you very much.
INTERVIEW QUESTIONS – INTERVIEW 8

Adrian: So, just confirm that you’ve been provided with a plain language statement and an informed consent form?

Response: You just broke up there Adrian for the key second.  I did I received both, yes I received both and I’ve read both and I understand both.

Adrian: And you’ve signed the informed consent form?

Response: Yes I’ve signed, yes I have indeed.

Adrian: Excellent.  We will move straight into the interview.

1. Have you completed any Procurement Training and do you find it valuable in discharging your duties in the procurement role?

I don’t have any formal procurement qualifications. It might seem a little bit bizarre to those outside the organisation, but in many roles within the organisation we don’t have the Heads of Department or Executives might not necessarily have any formal education in that line of business we would do a lot of cross training within the Organisation REDACTED so I don’t have any formal procurement training or qualifications it’s very much learned knowledge.

2. What type of procurement model would be employed in your Organisation?

So again I suppose to give a little bit of context, we are obviously, our head office is based in REDACTED so we have quite an amount of buying power I suppose from the fact that we have almost REDACTED so a number of items that we procure would be procured using our buying power from our overall group.  But I would describe it I suppose as a professional procurement model or maybe it is professional in that we have it very, it’s very structured and we have put a lot of processes in place I suppose to make sure that we carry out tenders in an efficient and proper manner and we also use the, we’ve started using some E-Tendering platforms as well so it is a very structured.  From time-to-time we do deviate from that and I will give the example from Covid last year when we needed to be very dynamic and think on our feet if you like REDACTED just to simply provide what was required for the business to operate.  So I would suggest it is a professional model with myself heading it up and then with a team of 10 people with various levels of experience.

3. Just to develop that slightly, would that I suppose entail, would you consider the model to be centralised, hybrid or would it be devolved to the local.  So would for example a local leadership element have certain aspect of autonomy or is everything centrally procured?

No we have autonomy to order at any point we can set up our own buying conditions.  The quality of what we procure and the price is central to the decision so if we give an example that there are certain items that we certainly can’t deviate from so the international group have decided as an example the REDACTED store across the entire group are of a particular standard, quality and size so as REDACTED we can’t deviate from that. However, there are a multitude of other options for other areas of the business that we can decide that we can do our own thing and we procure that.  Especially around the service in our stores for example the maintenance of our stores, the REDACTED in our stores and so on, is all locally agreed, nationally agreed, tendered services.

Adrian: Ok, that’s great, thank you very much for that.

4. Does the model impact the way in which individual business units conduct their business? 

It would do, so what we’re trying to do, every aspect of and this is a work in progress but we have certainly gotten much better at it so anything that is procured for REDACTED that isn’t for resale, should come through the procurement team in head office which I head up.  So right through from, we have REDACTED centres so any equipment or any services required at any of the centres comes through my department and the same for across the REDACTED that we have on the island.  So it does effect as an example, a specific example, if our HR team decide they want to run a new virtual training programme and they need to get a new provider, well rather than they going working on that themselves they simply come to my team with the scope of what they’re looking for and we build a tender and issue the event across whatever number of potential solution providers and then aware it.  So we try as much as possible to avoid rogue tenders happening outside of our control so we try to control everything centrally.

5. What factors were/ are taken into account when formulating the procurement policy?

If I understand the question correctly I think it’s most importantly we need to be agile as regards a business and we don’t want it to be too, while it does need to be structured so the tender needs to follow certain steps, NDA’s round 1, round 2, tender meetings, award and so on, we need to be agile and delivering value and not just value in the sense of money but value in the sense value for money in the quality of service.  So it’s not just simply all about the lowest cost there’s a huge part of that is the service that’s provided and the overall value for money of the contract rather than just simply cost.  So it’s not just simply an exercise in getting the cheapest which might be by the opinion of others in some of the tendering parties might expect that if they tender the lowest price they’ll win, that’s not always the case.

6. Has your organisation been able to engage and leverage suppliers as a result of the model of procurement that your organisation employs?

I think we have, we enjoy and sometimes we forget this, we enjoy a unique position in the fact that we have quite a number, in Ireland REDACTED obviously is significant but then from an international point of view the fact that we’ve got the buying power or the buying conditions that the REDACTED offer obviously leaves us in a very strong position with their suppliers.  But the way we do in nationally for the international contracts, yes the approach we take does drive value absolutely and it’s important I suppose that we do follow, if I give an example, we tendered something for REDACTED quite recently which is quite a big service.  REDACTED, a significant contract, significant contract for the providers involved but it’s a significant contract for ourselves as well and a cost to the business and we ran that tender and the way in which we ran it we delivered savings of probably 15% on the previous tender and that was with the use of the E-Tendering platform and adding a very driving value by I suppose having 3 rounds across the tender from round 1 to tender meetings to round 2 to round 3 and so on.  So I think we definitely are driving value by the way we are approaching it.  It’s not by any means are we perfect, there are things we can improve but certainly we are driving value in the way we do approach things.
7. What is your view on professional training of personnel involved in the procurement role and does it provide increased value?

It absolutely does and I said at the start that we are a unique organisation, I believe we are in one sense that we very much multi-functional teams is kind of a core of what we do so there is severals within the organisation that maybe started out as a REDACTED and now are working in our logistics team or somebody that might well have started in our logistics team that now is head of sales so we have a lot of, a lot of I suppose integration across all the different teams and it’s understanding the business.  However, about 2 years ago I started a process within the procurement team of getting some formalised training for the team members because quite a number of my team would have come from roles either in store or as a REDACTED managers and we wouldn’t have had any formal procurement I suppose training or qualifications.  We have done that now, last year put a spanner in the works in that we’d done, we’d an eight, six module course with a company with a procurement specialist called REDACTED and we only go to the third session and then with the Covid and so on the sessions while you could do them virtually it just wasn’t, I didn’t feel it benefited, I felt that we wouldn’t get the benefit from them so were kind of 50% of the way through a formalised training albeit there isn’t at the end of it there won’t be any formalised certification or accreditation but it’s just really a starting point a first step I suppose in getting people trained from I suppose a procurement standpoint not just a business standpoint.

8. What in your view is the single most important aspect of the procurement process from an organisational perspective and from your perspective?

I think clarity, being able to validate the costs at the end, a robust a robust tender at the end regardless of the decision you should be able to prove that you’ve driven value and that’s value in the broader sense that it’s not simply cost that it’s value for the business so cost validation is the one we have we run several tenders and have several difficult conversations when it comes to signing contracts with our Director you get to the stage you put together your tender summary and you’ve got preferred and you’ve got number 2 and number 3 and plenty of number 3’s is the one that’s the cheapest, the question is well why aren’t we going here and then you need to explain the bigger picture and building strategic partnerships with companies as well is an important consideration so for us in the retail industry there are certain very important areas of our business that we need to make sure that we have strong relationships that they keep the show on the road, keeping the doors open, keep the tills dinging if you like so it’s not just simply a race to the bottom sum,  I think that’s very important as well but delivering value in the true sense of value not just simply bottom line cost is very very important and being able to validate that in a simple summary at the end of a big tender I think is important.

Adrian: Ok, so that concludes the interview, I’d like to thank you very much for taking the time and sharing your insights with me.  What I’ll do now is I will type up the transcript and I’ll send it on to you and if you have any further questions we can discuss it after you’ve had a chance to review the transcript.  So again, I’d like to take the opportunity to thank you for providing me with such a valuable insight and I’ll be in contact with the transcript.  So thank you very much.

Response: Thanks
INTERVIEW QUESTIONS – INTERVIEW 9

Adrian: I just want to confirm before we start that you have received a plain language statement, an informed consent form and interview notes.

Response: I have Adrian yes.

Adrian: And that you’ve signed the informed consent form.

Response: Signed today yes.

Adrian: Ok, so we’ll move straight into the first question in the interview.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

Yes, I completed a Certificate in Public Procurement through the IPA.  I did a Diploma in Quality Management a number of years ago in Bolton Street and it’s key and I’ll refer to this through a number of the, in a number of the questions today.  It is key to carrying out and as you say discharging the duties in the procurement role to have that understanding and the basis for procurement.

2. Do you think that at senior management level the procurement process is being employed effectively to leverage organisational capability?

Yes I suppose I’ll answer that from REDACTED, it’s a devolved sub-head.  I would say yes it gives an efficient and effective financial management system which is very very important and from REDACTED perspective obviously from a capabilities and planning perspective and from a technical oversight perspective, it is very very important as well.

3. Within the current procurement model how effective, in your view, is the accountability structures?  

From sub-head holders perspective there is a requirement, a very important requirement, to have clear reporting arrangements at all levels where responsibility for the formation or the financial management has been assigned.  That’s key in the documentation that is given out from {recording paused}.

Resume:

Adrian: Within the current procurement model how effective, in your view, is the accountability structures?  

Yes, Adrian, obviously as a sub-head holder there is a requirement for that sub-head holder to have clear reporting arrangements say at all levels of procurement and obviously where responsibility for financial management has been assigned it is clear that you have to abide by those financial management systems that you reference in question {2}.

4. If an opportunity arose to change these structures, would you do so and in what way?

Yes, when you look at this from a procurement from the sub-head holders perspective, there are certain guidelines that are derived from government and that’s where these are coming from, such as the DCOS Support instructions, the delegation what they call the letter of delegation for sub-head holders and for Directors which is, that gives you very very clear guidelines of what you have to do regards your financial management, your accountancy, your auditing and so be it.  And every year those documents and you see I have a number of these document here on the table, they have to be adhered to, they have to be signed and whether I would change any of them I think from a sub-head REDACTED perspective those financial management systems are in place for a reason and I know over the last number of years there are multiple layers now of auditing and so on.  I wouldn’t at this point.  I don’t see them having a, from REDACTED perspective, they don’t slow down the process, they don’t inhibit the process if anything they progress the process.  There’s people know that those financial management systems are in place and they have to be adhered to.

5. Is the effectiveness of the procurement process examined, by whom and was the effectiveness impacted by the current procurement model?

The way I would say this is obviously internally we have our own audit procedures and they are adhered to.  The audits occur every so often, whether they’re at local level, REDACTED.  Also I find it when people are doing apart from that which I find very robust, apart from that when people are doing various courses and I try and have all the people in my Branch, they have some level of procurement, whether it’s Public Procurement or Defence Force Procurement or say a Degree and Masters Level.  You find that even by talking to those people they will scrutinize our systems and obviously see where we’re doing, we’re trying to achieve best practice but where there may be a certain level of deficiency and from talking to them as well, they can outline and I think that’s a good thing.  People need to have their systems reviewed, ok not totally by an outside source but definitely from a source that let me say is inside and outside at the same time.

6. How is risk managed in the current procurement model and in your view is the risk management element effective?

Well I think I’ll refer, going back to the DCOS Support Instructions again.  They are detailed, they manage risk to a large extent by abiding by his and the REDACTED procedures, I was going to say guidelines but there not guidelines they’re actually procedures that will basically, they give a robust auditing and implement good practice, let me put it like that.

7. Considering policy, VFM, procurement outcomes and conformance/regulatory objectives which in your view wold be the most effective model for Public Procurement in the DF, going forward and why?

Yes, if you look at the Public Procurement Guidelines and I just checked these up, the Revised EU Public Directives permit four tendering procedures.  Obviously open, restricted, competitive and negotiated.  And obviously because of the official journal of the EU the OJEU, a competitive process is the basic principles of procurement.  So you have to have some type of competitive process.  Now, obviously because of the nature of the business we’re in it’s a restricted process that we would adhere to REDACTED.  Now, there may be, there may be, I would definitely say from a negotiated procedure where you do get in and discuss and I know for certain bigger procurements that does happen.  But I think it’s an area that we don’t, we possibly could use to our benefit in the longer term.  Again, the restricted process you could say well its restricted isn’t that enough but at the end of the day when we’re trying to get a product that meets our technical specification the more information that you can give to the perspective tenderers I think that’s what we all want.  And maybe by having verbal communication and again that’s, those negotiated procedures, they are tailored in such a way that information is given out but I think the suppliers get a lot from that and that’s one example I would just use there.

8. Should the current model change would this impact on accountability arrangements and if so, how?

I think with the systems that we have, I don’t think that accountability arrangements can’t really change. We’re still going to the Deputy Chief of Staff’s procedures in place, the instructions won’t change, they might change in reference to the type of tendering procedure, but at the end of the day that dotting the I crossing the T, they’re going to be in place.

9. What effect if any, do you believe increasing the professional training of personnel involved in procurement would have on policy, VFM, procurement outcomes and conformance/regulatory objectives and why?

Yes, I think one of the constraints with procurement is you just can’t step into procurement and expect to be running tenders.  The only real way you get experience is in this business is by running competitions but to have an understanding and training in procurement to do that without having that training you’re really running or paddling upstream very very slowly.  I think from the organisational risk, from the Directorates risk approach and from the person himself or herself they need to have that training. As a minimum, now this is just as a minimum to be able to run these competitions and possibly looking at the valuations and so on, it’s not an individual it’s a team effort and I think that’s very very important here that we have the number of people and that’s where having your plans in place not just from the inventory management or from the procurement perspective but for the personnel, to try and have people in place rather than waiting for someone to leave and then they go look for somebody to fill that appointment because I found that definitely in the procurement REDACTED usually those officers will look at that appointment for 3 years so at this point I’m looking at 2 years I’m really trying to find applicants who may have an interest and then get them on courses so that when the other person leaves, at least there’s someone ready to step in.  And that’s where I find the greatest gap at the moment is in our system is that we don’t have experienced personnel, we’ve a number of people who start doing courses and expect them to run contracts but it’s very very difficult for everybody concerned.

10. From your experience are there any other key areas in public procurement that are relevant to consider to meet the organisational requirements?

Yes, at the moment we are, we operate in a Public Procurement system, it’s a very as I said, it’s a restricted tendering process.  Are there other methods and mechanisms out there that we possibly could utilise, and I think looking at other countries, particularly the Australians, the New Zealanders where they use a co-operative mechanism so basically a co-operative mechanism is your using not just one point of the spear when it comes to procurement, similar to where we have worked in the past with the OGP.  So the OGP would run a competition, we would have our own inputs into that competition from our own specifications but from a public service performance they would run it say for the likes of the Defence Forces, for An Garda Siochana, Prison Service and so on, so your using, your using great, like experience person who is dealing with that bespoke competition with your input.  So it’s a very good from a value and efficiency system it’s very good and usually you’re dealing with somebody who has a lot of experience in that particular area or procurement field.  Also I would say from an outside country perspective so from an international perspective, the likes of co-operative system, such as the REDACTED, they use their experience for routine procurements and the bespoke procurements can be left to our own personnel to procure.  The other side of that then is, it doesn’t have to be about a procurement of an item, it could be for services or for the likes of research and data because if you’re an international organisation who is doing procurement you will also have a lot of data build up so even if we whatever reason we can’t use that type of organisation for co-operative procurement we possibly could use it for co-operative research i.e.  delivery of their research and data to assist us in doing very very technical specifications.  I think that’s a very important role going forward because Ireland is a country, it’s a very small country, very small population, we usually only do these bespoke competitions every number of years and that’s where industry moves on, science moves on, research moves on and to tap into that research, through these organisations is very very important to get the best product on the market.

Adrian: Ok, so that concludes the interview.  I just want to thank you for taking the time and thank you for your inputs, I greatly appreciate them.  So what I will do now is I will stop the recording and I will then go back and type up the transcript, provide you a copy of the transcript and we can go through the transcript at some point in the future.  So thank you.

Response: Best of luck with the course.
INTERVIEW QUESTIONS – INTERVIEW 10

Adrian: So, I just want to confirm before we start that you’ve received general information regarding the research and also an informed consent form and that you have signed the informed consent form.

Response: Good morning Adrian, I have indeed.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the procurement role?

I have done a very short course in procurement with PAI {Public Affairs Ireland} it was an 8 day course and I completed it in December 2020.  REDACTED that’s the only formal training that I have received so far in public procurement.  However, I am hoping to do the Advanced Diploma in Procurement Law in the next academic year.

2. What type of procurement model does your organisation operate?

The REDACTED have a centralised procurement model for REDACTED common categories of goods and services.  

3. How does the procurement model provide value to the customers?

Well I suppose the procurement model allows REDACTED to save money and have expertise from the REDACTED on a number of fronts.  One I suppose is the economies of scale, the REDACTED is bulk buying on behalf of the REDACTED for example for goods and you know that’s a huge saving, they work to get the best value for money for REDACTED but the other side of it is REDACTED are also saving money on not carrying out a procurement process themselves, there saving money by having a legally robust procurement process in place.  For example, the REDACTED puts in place framework agreements, generally we have around REDACTED framework agreements and so REDACTED would draw down goods or services from those framework agreements and that’s there procuring goods and services in a legally robust manner with obtaining the best value for money possible.

4. Has your organisation been able to engage and leverage suppliers as a result of the procurement model that’s employed?

Well absolutely, I mean, you know we’re going out to the market for the best value for money available and you know value for money being obviously one element it’s also ensuring that the best quality that’s available, you know, has to be considered, it’s not just price, you know, it’s not just price on its own.  So yeah, our framework agreement for example set out clearly what’s required and then for example, in mini-competitions for example REDACTED will have gone out to tender and they will have sort of pre-qualified a number of REDACTED on the framework and they will have committed to certain rates that they will not go above, certain ceiling rates REDACTED.

5. How does your organisation engage with customers to ensure that the customer requirements are met?

That’s done in a number of ways and one of the ways in which it is done is through REDACTED. So that would be one way.  So I would be in constant contact with procurement officers to try and get them to plan their procurements.  There’s also what’s called category councils in the REDACTED centralised procurement model so for example each category has a category council so REDACTED as an example would have a category council and the category council is made up of representatives from the REDACTED that would use these goods or services so for example from REDACTED so he would be able to speak I suppose on behalf of REDACTED so that’s the kind of the strategic end of things so there’s the portfolio strategic engagement with key players and then there’s the REDACTED kind of on the ground strategic engagement and then we also have we deliver procurement officer forums where we reach out REDACTED and we give I suppose a forum of different speakers and different pieces of key information that we feel are relevant to REDACTED.

6. Do you see planning as an effective tool for enabling value added procurement in your organisation and from your customer’s perspective?

Absolutely, absolutely like even as an example REDACTED. If you had looked at it altogether you might be able to get better rates if you’re looking to plan all of the work from a strategic point of view and look what are your requirements over the year over the four years rather than do it in kind of a piecemeal you would imagine that that is just going to get better savings in the long run.

7. What is your view on professional training of personnel involved in procurement, does it provide increased value? 

I would think so yes.  As a personal view I would think most definitely.  The more informed you are especially about the legal consequences of not, you know, running your procurement properly or planning your procurement properly.  I think sometimes REDACTED, kind of only see the tender part of the process rather than the amount of planning that goes in, the amount of work that goes in afterwards if something, you know, for example if you’re looking at value for money and sometimes they might say oh we can get cheaper prices ourselves, yes but have you factored in how long that’s going to take, how you know, when you’re doing your value for money justification for the C and AG, when you haven’t used a framework that is in place and available, you know there’s a lot more than just the cost of the procurement, there’s you know, potential legal challenges, there’s potential delays, how many people does it take to do that procurement and all of that extra cost.

8. What in your view is the single most important aspect of the procurement process from the organisational point of view of the OGP?

It’s planning and engagement at an early stage.  It’s not leaving things to the last minute and then saying we don’t have time to REDACTED we need to go out to market ourselves because we haven’t time to wait for, you know, for the goods or services to be available.  It’s a plan in advance and engage in advance with us well then you know it just makes the process a lot easier and you know it’s not kind of been done on the spot.

Adrian: Thank you very much for your time and your valuable insights.  So, what I’m going to do now is I’m going to stop the recording and after this I’ll type up a transcript and I will send you the transcript and you can go through it and if you have any questions or you want to discuss any aspects of it with me you can let me know, that’s no problem.  Again, thank you very much for your time and I’ll be in contact with the transcript.

Response: You’re very welcome Adrian.
INTERVIEW QUESTIONS – INTERVIEW 11

Adrian: I just want to confirm you’ve received a plain language statement and an informed consent form, and that you’ve signed the informed consent form?

Response: Thanks Adrian, a pleasure to do it.  I’ve received all the information and I haven’t physically signed but I consent to the consent form and I’ll do a follow up with signing of it. 

Adrian: Ok, thank you very much and we will move straight into the interview.

1. Have you completed any Public Procurement Training and did you find it valuable in discharging your duties in the various jobs that you’ve had?

Yes, it’s a good question, so initially back in 2010 I was in REDACTED and staff rotated, they left and I was left with not very skilled staff so at the time I was undergoing training, a Certificate in Public Procurement so I really relied on that training to bring me through procurement competitions and found it invaluable, so that was my first piece of training, that Certificate in Public Procurement.  So a follow on from that a couple of years later specifically in procurement was the Kings Inn Course Diploma in Public Procurement Law, this was much more legal based, that again was very beneficial particularly running more complex procurements.  Other training has hugely been supportive of working in procurement, particularly the Masters in Procurement in DCU and the projects associated with that and a CIMA Qualified Management Accountant.  The whole area of procurement and financial management relates back to the core elements of the CIMA course in terms of financial management and spend management.

2. From your experience, in general terms how does the procurement model employed by an organisation impact on service delivery?

It depends on the organisation but how procurement is done can really have a big impact on how the business operates.  If you look at Defence and equipment and acquisitions of Military Defence then it’s an integral part to the operation of Defence for example the boots you’re wearing have to be procured, the vehicles people are driving in have to be procured, the food that people eat has to be procured so it really has a huge impact and within the wider public sector I think it’s misunderstood how big an impact it has because public sector rarely brings in any funding so their just spenders. So their spending under public procurement so procurement and the State it’s a huge part of what the State does.  Other organisations manufacturing companies, pharmaceutical, of course you know they know procurement, they know how to develop products and their procurement cycles so yes procurement is very much a key part of the overall value chain in a business.

3. Where do you see the greatest challenges in terms of compliance and how does that fit in with the selection of procurement model for any particular organisation?

Compliance for public procurement is at a high bar so it’s challenging for all organisations.  Where is it particularly challenging? Its particularly challenging with large projects, the skills are often lacking in state bodies, public sector, semi-state to bring through large projects.  There isn’t proper training, often boards just don’t have the skills on those boards, hence you know, you have problems with the likes of the Children’s Hospital, lack of governance.  So the challenge I suppose in relation to education, training and experience and having the right people in the right places to ensure that procurement is done effectively.

4. In terms of the provision of professional services in your organisation generally to external clients, how well is the procurement process understood both in the public and private Sector and what are the major difficulties around the procurement process? 

The difficulties do relate to experience, knowledge, training.  Procurement within say the State, generally people stay within the same area and they do procurement in that area and they don’t develop say a fully trashed out career in procurement so you know where their bringing experience from this, this, this department and then they’ve worked in another department.  It generally doesn’t happen that way.  They generally get stuck in a place that they’re not getting a career progression through procurement.  There generally isn’t a Director level of procurement so it’s not seen as the best place to develop your career to become say an REDACTED, you know, if you’re going down that line.  So I think that’s a challenge.  I think that in the future you know you will have more awareness in the public sector of upskilling but then there is also the area of the Office of Government Procurement, there established, they take a central view, there’s elements of that that are very very challenging actually to organisations, it {inaudible} approach to it, it might be, it can be a challenging relationship there with the Office of Government Procurement.

5. How well in your view is the procurement process understood particularly by senior management in both public and private organisations and does this understanding or otherwise impact the level of service delivery?

It can be for, in organisations both Public and Private, just the, senior people just mightn’t be aware of the rules, particularly in Public the requirement for transparency, the process and where there is not support for that, then you know, hoops can be skipped and compliance is sometimes not as good.  So, if there is not a professional finance structure in place or procurement structure then it certainly can lack and the files won’t be good, the auditing won’t be good of those procurement files and the whole thing absolutely stems from the top so if you have your senior people at the top with maybe knowledge and skills of procurement, better if they have a background in it, then your gonna see a more proactive procurement approach.

6. From your experience is procurement seen a specific stream in public and private organisations and in your view would the status of the procurement role impact on outcomes?

Yes, that’s a good question.  It is seen differently in organisations, you know, in a hospital environment for example it’s seen as very operational, you know, you’re just bringing in goods and services to keep the hospital going, so it’s quite operational.  In large State Bodies such as the National Transport Authority it’s seen as very strategic, it’s related to bus connects programme, related to large infrastructure metro, next generation ticketing, transfer in information systems and services, so very high degree of knowledge and requirement to do things properly.  So, yes definitely the way it sits can be very different in organisations, depending on what that organisation is about like I go back to the example of the hospital, you know, the hospital in some cases, hospitals or the HSE are not set up efficiently for public procurement.  The HSEs annual report point to this where they only have a percentage of their spend under control, that they know what their spending their money on.  This is hugely problematic from a financial control perspective, from an auditing perspective, from a governance perspective and from a tax payer’s perspective.  But you know, there’s a reason it’s like that.  The hospitals are independent or a lot of them and you know they probably are in a lot of cases doing the right thing, they’re just not doing it in the right way and the systems and the IT systems are not set up to support that so it’s hard to track it and you know where as a State Body such as the NTA, that’s set up from the get go to consolidate and deliver contracts on behalf of all the transport operators, so it has a much greater emphasis on the public procurement process

7. What is your view on professional training of personnel involved in procurement, does it provide increased value? 

I mean my view is we have a licence to drive a car but you don’t have a licence to spend money.  You know, it’s something that deserves training, certification and it’s completely lacking in the State and it’s lacking in the private sector.  I turned to CIMA many years ago because I felt that it was lacking, I’d get better training through the CIMA programme, professional accounting body.  And I think that anyone looking at procurement training would do well to look at accountancy institutes and how well they’re developed.  They’re there for over a hundred years most of them, it’s a different level of training and I think that procurement would be to aspire to that sort of profession to that chartered institutes.

8. What in your view is the single most importance aspect of the procurement process from an organisational perspective?

Value for money, delivering it, if it’s the State, the client is the tax payer, {inaudible}.  Value for money is what procurements about, it’s not about immediate cost savings, it’s about being strategic and ensuring that delivering on value for money in terms of risk, in terms of economy, efficiency, the effectiveness of what you’re doing and that’s the job of procurement.

Adrian: So that brings us to the end of the interview.  Again I just want to thank you for taking the time and for providing some very interesting insights into the procurement process.  What I’m going to do now is I’m going to stop the recording and once we finished the recording, I’ll type up a transcript, I’ll get it sent to you in the next few days and if you have any questions we can discuss them again at that point.  

Response: Excellent, before you stop the interview Adrian, I’d just like to take the opportunity for thanking you for making contact with me, I wish you every success in your additional training and I also note that this training is very beneficial and I’m always available if you need to follow up on anything.

Adrian: Ok, so thank you.
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