
WHY IS IT SO HARD TO INNOVATE IN / BY PUBLIC 
PROCUREMENT? LET’S TALK ABOUT SOLUTIONS!
PROF. LEENTJE VOLKER – EXCHANGE VISIT KTH DD 05-10-2022
CHAIR OF INTEGRATED PROJECT DELIVERY - GROUP OF CONSTRUCTION MANAGEMENT & ENGINEERING

DEPARTMENT OF CIVIL ENGINEERING & MANAGEMENT - UNIVERSITY OF TWENTE, THE NETHERLANDS

1



§ Full Profession at the University of Twente since 2019
§ ‘Quarter maker’ of the Chair of Public Commissioning in Delft from 

2012-2018
§ PhD on decision making processes of clients during tenders in 2010
§ Positioned in the Department of Civil Engineering & Management
§ Since the beginning involved in the ProcSIBE via Anna Kadefors

WELCOME!



MEET THE IPD GROUP!
ABOUT 15 FTE WORKING ON INTEGRATIVE ENGINEERING SOLUTIONS FOR REAL WORLD PROBLEMS



§ The Integrated Project Delivery (IPD) research group envisions sustainable 
and resilient infrastructure through integrated project delivery

§ We facilitate change in project practices related to innovative approaches for 
asset management, risk management, value management & project management

§ We advance policies, frameworks and tools to manage multi-actor processes, e.g. 
related to public procurement and citizen participation 

§ We elaborate socio-technical and integrative scenarios for individual transitions
and interconnected systemic societal challenges

§ We co-create interdisciplinary mission-oriented networks and ecosystems in 
which public and private actors pursue innovation in the construction industry

VISION & STRATEGY IPD GROUP
CONTRIBUTING TO SOCIETY BY STIMULATING INTEGRATIVE PRACTICES IN INFRASTRUCTURE



INTERDISCIPLINARY RESEARCH ON TWO RESEARCH LINES
RESILIENT & VALUE BASED INFRASTRUCTURE 

A - Resilient infrastructure systems B - Value-based project & programme delivery



EXAMPLE 1: CHANGING ROLES & ROUTINES
ADAPTING FROM PROJECTS TO PROGRAMMES (PHD LYNN VOSMAN)

Vosman, L., Deken, F. & Volker, L.(2022). Interorganizational governance structures of 
long-term programmatic infrastructure collaborations. ARCOM conference.
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Aim: Project transcending innovation to be more efficient and effective

Context: Maintenance programmes at six different client organizations
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Coenen, T. B. J., Visscher, K., & Volker, L. (submitted). A systemic perspective on transition 
barriers to a circular infrastructure sector. Construction Management & Economics.

EXAMPLE 2: ROLE PROCUREMENT IN TRANSITIONS 
A MIS ANALYSIS OF SYSTEMIC BARRIERS TOWARDS A CIRCULAR ECONOMY  (PHD TOM COENEN)



EXAMPLE 3: PROJECT COLLABORATION IN PRACTICE 
INTERPLAY FORMAL MECHANISMS AND RELATIONAL NORMS (PHD ANNA NIKULINA)

Nikulina, A., Volker, L., & Bosch-Rekveldt, M. (2022). The interplay of formal integrative mechanisms and 
relational norms in project collaboration. International Journal of Project Management, 40(7), 798-812.



IT IS ALL ABOUT INNOVATION
TRANSFORMING SOCIETY & CREATING VALUE FOR PEOPLE

CrossWalk (2017)

CHANGE FOR THE 
GREATER GOOD



• Construction sector needs to adopt and become more resilient
• Challenges are major: e.g. NL: 50% circular in 2030, 100% in 2050
• Can a client act as a driver for construction sector reform?
• What are public responsibilities in driving transitions?
• Can innovation be a strong catalyst for SDGs?

àOur focus: Innovate by changing supply chain collaborations via 
procurement

RELEVANCE OF CLIENT ROLE IN INNOVATION
WE ARE ALL AWARE THE ISSUES



PUBLIC AND PRIVATE VALUE FOR MONEY
CONNECTING DIFFERENT VALUE FRAMES

Source: Boyd, D., & Chinyio, E. (2008). Understanding the construction client. Oxford: Blackwell.

Kuitert, L., Volker, L., & Hermans, M. H. (2018). Taking on 
a wider view: public value interests of construction clients in 
a changing construction industry. Construction 
Management and Economics, 37(5), 257-277. 



§ Public procurement = 
the acquisition of works, supplies or 
services by government or public 
organizations from the market or another 
outside body, while simultaneously creating 
and safeguarding public value from the 
perspective of their own organization

MATURING IN PUBLIC PROCUREMENT
DEFINITION & SEVEN DEVELOPMENT PHASES

Grandia, J. & Volker, L. (Eds) (in press) Public Procurement – Theory, Practices and Tools, Palgrave Publishers



§ Prepare: Explore & Initiate
§ Purchase: Tender & Assess
§ Perform: Implement, Execute & 

Extend

§ Learning occurs when closing the
cycle

§ Not focused on project-based
organizations

PROCUREMENT FROM A PURCHASE PERSPECTIVE
3P MODEL: PREPARE - PURCHASE - PERFORM

Grandia, J. & Volker, L. (Eds) (in press) Public Procurement – Theory, Practices and Tools, Palgrave 
Publishers



SOUNDS EASY: JUST ‘DESIGN’ THE PROJECT TENDER 
CONNECTING STAKEHOLDERS & PROJECTS BY PROCUREMENT

PROJECTACTORS

TENDER DESIGN

Steering 
committee

Tender  
board

Project 
team

Project 
characteristics

Context:
• Governance
• Stakeholders
• Project

management

Tender brief

Process procedure

Stakeholder involvement

Decision process

CONTRACT



§ Different innovation project 
types

§ Different TRL levels
§ Different initiatives, 

tendering methods and 
client-contractor relations

GUIDELINE FOR PROCURING INNOVATION IN PROJECTS
PHD BART LENDERINK

Lenderink, B., Boes, J., Halman, J. I. M., Voordijk, H., & Dorée, A. G. (2022). 
The development of a typology and guideline for selecting innovation-
encouraging procurement strategies in civil engineering. Innovation: The 
European Journal of Social Science Research, 1-35. 
doi:10.1080/13511610.2022.2094898



LET’S NOT FORGET PROCUREMENT IS SENSEMAKING
PHD THESIS VOLKER 2010

Reading
the decision task

Searching
for a match

Writing 
the decision process

Aggregating 
value judgements Motivating

the decision

Volker, L. (2010). Deciding about Design Quality - Value judgements and decision making 
in the selection of architects by public clients under European tendering regulations. 
Leiden: Sidestone Press/Delft University of Technology.



ACKNOWLEDGING CONFLICTS AND PARADOXES
PROCUREMENT STRATEGIES BASED ON SYNTHESIS AND SEPARATION



§ Writing the decision process

HOW TO SELECT OUR PARTNERS?
WHAT ORGANIZATIONAL DECISION PROCESSES DO WE NEED TO TAKE

•Political 
responsibilities

•Social interests
•Control process

•Profitability 
motives

•Outcomes



HOW CAN WE SATISFY OUR NEEDS?
ARE WE PROCURING A SERVICE OR A WORK?

REFERENCE 
DESIGN

SUPPLYING 
FIRM

PROFESSIONALS

PROPOSAL

Dream



SEARCHING FOR A MATCH
HOW TO COMPARE OPTIONS THAT ARE HARD TO COMPARE?

REFERENCE 
DESIGN

Reality 
check

BID 1 - $ A

BID 5 - $ EBID 4 - $ DBID 3 - $ C

BID 2 - $ B



AGGREGATING VALUE JUDGEMENTS
COMPARING ‘OBJECTIVE’ VALUES THAT ARE OFFERED SEEMS EASY

≠?Technical 
assessment

REFERENCE 
DESIGN

DESIGN 
OPTIONS



MOTIVATING THE DECISION 
WE SHOULD NOT IGNORE PROFESSIONAL VALUES IN A POLITICAL ENVIRONMENT

Conflicts due to 
different worlds

Conflicts due to 
public context



A CENTRAL QUESTION IN PREVIOUS RESEARCH:
à TO WHAT EXTENT DO COLLABORATIVE PROCUREMENT MODELS STIMULATE

EFFICIENCY AND INNOVATION OF INFRASTRUCTURE PROJECTS AND
PROGRAMMES? 

Procurement strategy:
Delivery system
Incentive system
Partner selection
Collaboration model

Collaboration:
Scope
Depth
Duration
Intensity

Project
performance:
Efficiency
Innovation

Project- and contextual characteristics: 
Complexity, Uncertainty, Frequency, Specificity, etc.



§ Broad collaboration scope important for efficiency and innovation – if teams and organisations 

match

§ Good collaboration improves ability to deal with project dynamics – if no time pressure 

§ Co-location and open book increases speed and quality of decisions – if costs and benefits are in 

balance

§ Increase of innovation potential by extending collaboration at start or end of construction cycle –

if right incentives

§ Private financing can increase efficiency due to (financial) robustness of solutions – but radical 

innovation lags behind

§ Internal integration contributes to LCC perspective – if supported internally

CONCLUSIONS 10 PROCSIBE CASES
COMPLICATED PUZZLE: ONLY X IF Y

Eriksson, P. E., Volker, L., Kadefors, A., Lingegård, S., Larsson, J., & Rosander, L. (2019). 
Collaborative procurement strategies for infrastructure projects: a multiple-case study. 
Proceedings of the Institution of Civil Engineers - Management, Procurement and Law, 
172(5), 197-205. doi:10.1680/jmapl.19.00016



BUT HOW THEN? THERE ARE MAJOR CHALLENGES AHEAD…
CIRCULARITY, CO2 REDUCTION, CLIMATE CHANGE, DIGITALIZATION, EQUITY ETC.

AP News (2018)

WE ARE LIVING NOT IN

AN ERA OF CHANGE

BUT IN A CHANGE 

OF ERA Jan Rotmans, 2019 



WILL IT BE ENOUGH TO ORGANISE INTERACTION IN 
EARLY PHASE AND CREATE A LEARNING CYCLE?
CONNECTING PLANNING, PROCUREMENT AND PROJECT MANAGEMENT

Partner selection 
(purchase)

Negotiation
Sensemaking

Project execution 
(perform) 

Trust
Understanding

Project success 
(benefit)

Performance
Satisfaction

Project initiative 
(prepare)

Intentions
Ambitions

Hoezen, M., & Volker, L. (2015). The importance of procurement negotiations for project success. IPMA Projectie Magazine (01), 2-8.

Inspired by new study of Per Erik, Johan & Malena on innovation needs at Trafikverket



OR SHOULD WE TURN OUR THINKING AROUND?
TALKING ABOUT PUBLIC-PRIVATE BUSINESS CASES FROM A VALUE PERSPECTIVE

Value proposition 
(partner selection)

(perform) 

Negotiation
Sensemaking

Value capture 
(project execution)

(purchase) 

Trust
Understanding

Business case 
(project success)

(prepare)

Performance
Satisfaction

Value creation 
(project initiative)

(benefit)

Intentions
Ambitions

Inspired by new study of Per Erik, Johan & Malena et al on innovation needs at Trafikverket, based on Hoezen, M., & Volker, L. (2015). 
The importance of procurement negotiations for project success. IPMA Projectie Magazine (01), 2-8 & Bos-de Vos, M. (2018). Open for 
business: project-specific value capture strategies of architectural firms. (PhD thesis). Delft University of Technology, Delft.



Central value
proposition

Everybody has to contribute, 
everybody captures value

Coopetition
collaboration between

competitors

Balance formal and
informal governance

Relations are not always contractual

Heterogenity
Substantial diversity of 
actors involved, outside

industry

CREATING VALUE-BASED ECOSYSTEMS
COLLABORATION AROUND SHARED VALUE PROPOSITIONS

Vosman, L., Coenen, T. B. J., Volker, L., & Visscher, K. (under review). 
Collaboration and innovation beyond project boundaries: exploring the 
potential of an ecosystem perspective in the infrastructure sector Construction 
Management & Economics.



SO LET’S TALK ABOUT SOLUTIONS!
WHAT ARE YOUR IDEAS?

www.willbrattcounselling.com/



§ Changing the field: 

à legal interventions, change agents, experimental fieldlabs?

§ Thinking outside procurement boxes:

à private led circular business cases, innovation partnerships?

§ Learn and turning in a project-based industry: 

à programmes, portfolios, ecologies?

§ Teaching the future procurement and project professional: 

à life long learning, public private communities of practice?

POSSIBLE DIRECTIONS FOR IDEAS
IMPLICATIONS FOR FUTURE (ACTION) RESEARCH



THANK YOU FOR LISTENING!
QUESTIONS? PLEASE CONTACT ME: L.VOLKER@UTWENTE.NL

Persson, R. (2015)

mailto:L.Volker@utwente.nl

