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EXECUTIVE SUMMARY
Procurement related risk can occur at any stage of the procurement cycle, i.e. at the
planning, tendering, evaluation and award and contract management stages. Failure to
effectively manage these risks can result in the public body not achieving the objects of the Act,
including public confidence and value for money. Public bodies are therefore obliged to dedicate
efforts to identify and mitigate risks in their day-to-day operations and in the course of their
procurement activities. To this end, public bodies are required to have in place a systematic
process for evaluating and addressing the impact of risks in a cost effective way, and to have the
required human resource capability to identify and assess the potential for risks in the
procurement cycle.
Sections 3-5 of these guidelines identify a number or risks inherent in the procurement
cycle, provide useful definitions for risk and risk management in general, and detail a number of
categories of risk. Sections 6-8 cover the stages in the risk management process, the evaluation
of risk as well as risk mitigation and control strategies. Section 9 looks at the role of the
Procurement Officer in managing risk while Section 10 contains a set of examples of risk
management practices applied in public procurement processes, that readers can implement
directly into their operations.
With respect to procurement activities of all types, public entities are encouraged to
follow these key steps to mitigate the risks that are inherent in the procurement process.
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Section 1
Context and Background
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1. CONTEXT AND BACKGROUND
1.1 Purpose of these guidelines
The purpose of this general guideline is to provide public bodies and organisations using public
money (see list below) with guidance on how to manage risk in all aspects of the procurement
process.

1.2 Intended audience
These guidelines should be used by procurement and contract officers, or key public officers
responsible for the development of the procurement process, and the drafting of commercial and
contract management strategies, designed to facilitate procurement activities on behalf of the
Republic of Trinidad and Tobago.

LISTING OF PUBLIC BODIES
▪
▪
▪
▪
▪
▪
▪
▪
▪
▪
▪
▪

The Office of the President
Parliament
The Judiciary
A Ministry or a department or division of a Ministry
The Trinidad House of Assembly (THA) or a division of the THA
A municipal corporation
A Regional Health Authority (RHA)
A statutory body
A State-controlled enterprise
A service commission
A body corporate or incorporate, established by the President, a Minister or another
public authority, performing a function on behalf of the State
A body corporate or incorporate that uses public money
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1.3 Legal context and alignments
These guidelines should be read in conjunction with the Public Procurement and Disposal of
Public Property Act of 2015, as amended, (“the Act”), the Procurement Regulations, the
publications entitled Comprehensive Handbook on Procurement, Retention and Disposal of Public
Property and General Guideline: Procurement Portfolio Management as well as other related
general guidelines.
As may be applicable, a procuring entity may use these guidelines as a model for developing
its own special guidelines. In such instances, the public body is required to:
➢ Map all changes (inclusions, edits, deletions) against this model guide
➢ Subsequently submit a copy of its own special guidelines to the Office of
Procurement Regulation (“the OPR”) for review and approval

NOTE!

The OPR will grant approval for special guidelines prepared

independently by public bodies in accordance with the procedures outlined in the OPR
publication entitled
“Preparation of Special Guidelines and Handbooks for Approval”

1.4 The Trinidad and Tobago Procurement Procedure
The Trinidad and Tobago Public Procurement Procedures are derived from the objects of
the Act.

The objects of the Act are to promote
➢ the principles of accountability, integrity, transparency and value for money;
➢ efficiency, fairness, equity and public confidence; and
➢ local industry development, sustainable procurement and sustainable development
in public procurement and the disposal of public property.
As stated in Section 5 (1)
The Trinidad and Tobago Procurement Procedure is derived from the objects of the Act.
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1.5 Linkage to the Trinidad and Tobago Procurement Procedures
The Trinidad and Tobago Public Procurement Procedures are based on achieving the objects
of the Act throughout the procurement cycle, from project planning to project closeout. The
guidelines incorporate the principles of public procurement procedures to ensure general
compliance with Section 5 of the Act. Accordingly, the guidelines aim to inform the public body
on how to analyse and assess risks in order to make a value-added decision in the development
of the procurement process and contract management strategies with a view to achieving best
value while meeting organisational objectives.
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Section 2
Introduction

7
HGPL04 - 03-2021 - Version 1.0

General Guidelines – Management of Risks in Procurement

2. INTRODUCTION
Risk management is a fundamental aspect of the procurement process with which all
procurement officers and public officers interacting with the procurement function should be
familiar. All organisations, including public bodies, encounter internal and external factors that give
rise to uncertainties as to their ability to achieve their objectives.

NOTE!

Risk awareness should not be interpreted as an expectation that things

will go wrong but rather as being prepared for the fact that they may do so.

When carrying out whole-of-life costings, procurement professionals should be alert to the
risks associated with each stage of the product life cycle in order to minimise areas of concern. In
an effort to reduce risks in the procurement process, the procuring entity should allocate persons
to manage risks effectively.
It is generally accepted that procurement officers are under an obligation to understand the
objectives of the procuring entity and ensure that the procurement strategy is in line with these.
Therefore, risk awareness should be seen as a positive attribute as far as procurement
professionals are concerned.
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Section 3
Risks in Procurement
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3. Risks in Procurement
The management of risk, to the extent that it is possible, is the professional responsibility of
each procurement officer. Some measures to manage risk are based on the quality of the
procurement process applied across all activities, while other measures may target specific risks
inherent in certain categories of procurement. Understanding the main categories of risk arising in
the procurement process helps in the assessment of such risks as well as the development and
implementation of measures to mitigate those risks.
Major risks in procurement include the following:
➢
➢
➢
➢
➢
➢
➢
➢

Failure to secure ongoing supply critical to the organisation
Insufficient lead-time
Misrepresentation of facts by potential suppliers
Selection of inappropriate procurement strategy
Use of inappropriate evaluation criteria
Unethical practices
Breach of confidentiality
External factors such as natural calamity, unstable government, etc.

NOTE!

The likelihood and consequences of risks can be mitigated through

proactive planning, monitoring and other appropriate actions.

During the process of defining requirements, developing specifications and carrying out market
research, it is recommended that the procurement officer and other relevant staff develop a plan
to identify, analyse, evaluate and treat risk. In addition, risk management responsibilities should
be allocated and communicated to the staff involved so that they can be held accountable. In many
cases, the early identification of risk results in revisions to specifications and contract documents
prior to finalisation and issue.
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Section 4
Defining Risk and Risk Management
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4. Defining Risk and Risk Management
4.1 Definition of Risk
Risk can be defined as the probability of an unwanted outcome happening or the effect of
uncertainty on objectives. Probability is the measure of the likelihood that a given event or result
might occur. Uncertainty gives rise to risk, therefore any transaction or undertaking with an
element of uncertainty as to the future outcome carries an element of risk.

Uncertainty may arise from:
Variability
which involves a situation where one
measurable factor can take a range of
possible values. The uncertainty arises
because there are many possible ways a
situation could develop or turn out

Ambiguity
where uncertainty arises because the
information about a situation could be
interpreted in various ways

4.2 Definition of Risk Management
Risk Management involves understanding and analysing the nature of the risk involved;
calculating the possibility of the risk event occurring (looking at the frequency of similar events
occurring in the past); and calculating the impact or consequences of the risk event and developing
options to offset or reduce the risk.

Risk Management
means the identification, assessment, and prioritisation of risks followed by actions to
minimise the likelihood and/or impact of negative events or maximise the realisation of
opportunities.
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4.3 Definition of a Risk Event
A risk event is the actual occurrence of a possible event with negative consequences for the
given objective or the circumstances in which a hazard, threat or attack does in fact cause damage,
loss or harm. For example, if the stairs are a hazard and there is a risk of accident, the risk event is
someone falling down the stairs.
Risk events may be of different types and different degrees of severity, which gives rise to
different terminology. Please consult the following table for a categorisation of risk events.

Types of risk events
Shocks
Crisis

Disasters

Financial
crises:

a broad variety
of situations
involving the
sudden loss in
the nominal
value of
financial assets,
spikes in
government
debt,
recession, etc.

✓ unanticipated events which cause trauma and disruption to
an organisation. Example: the sudden death of a CEO or
Minister
✓ major events (anticipated or otherwise) which threaten to
cause significant damage or loss to an organisation, its
stakeholders or its reputation. Example: an environmental
disaster such as an oil spill or industrial action such as
employee strikes or work to rule. (See breakdown of crises
below)
✓ major natural or human-induced events (anticipated or
otherwise) which cause significant damage to the
infrastructure critical to the public body and therefore
significant disruptions to its operations. Example: war or
terrorism, floods, earthquakes, fires

Strategic
crises:

changes in the
business
environment
that call the
vialbility of the
public body into
question

Public
Relations
crises:

negative
publicity
damaging an
entity's
reputation
and
credibility
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4.4 The Importance of Risk Management
Generally speaking, the effective management of risk helps organisations to manage
innovation and improve performance by contributing to:
➢
➢
➢
➢
➢
➢
➢
➢

Increased certainty and fewer surprises
Better service delivery
More effective management of change
More efficient use of resources
Better management at all levels through improved decision making
Reduced waste
Innovation
Management of contingency and maintenance activities
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Section 5
Risk Categories
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5. Risk Categories
Risk management systems and priority risk areas will vary across sectors and industries.
However, any systematic approach to assessing and managing risk will generally involve
categorising risks as described in the following table:
Risk Category

Description
Strategic risk arises from the
vision and direction of an
organisation,
and
the
organisation’s positioning in a
particular industry, market or
geographic area

Examples
Markets,
competitors,
technology,
the
economy,
consumer needs, organistionlevel legal issues, mergers or
acquisitions

Operational risk arises from
functional, operational and
administrative procedures as
well as organisational strategies
pursued. They relate primarily to
an organisation’s production or
service delivery operations

Quality issues, health and safety
risks, technology vulnerabilities,
transportation and logistics,
weather events, fraud, suppliers
and supply security

Financial risk arises internally
from the financial structure of
the public body, and externally
from financial transactions with
other organisations. Financial
risks impact the public body’s
ability to trade profitably or meet
public service targets

Exchange rate and interest rate
risk, liquidity and cash flow,
profitability and viability, costs
and credit

Compliance risk

Compliance risk arises from the
need to ensure compliance with
laws, regulations and policy
frameworks, and the potential
damage incurred by the
exposure of non-compliant or
illegal activity by the public body

Company law, tax requirements,
employment law, environmental
regulation, ethics and internal
controls

Reputational
risk

Reputational
risk
is
the
probability of loss arising from
the damage or decline in the
public body’s reputation

Exposure of unethical, socially
irresponsible or environmentally
damaging activity by the public
body

Strategic risk

Operational risk

Financial risk
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Section 6
Stages in the Risk Management Process
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6. Stages in the Risk Management Process
According to the ISO 31000 (E) international standard, risk management entails “coordinated
activities to direct and control an organisation with regard to risk”. The process seeks to mitigate
the impact of the risk by reducing the:
➢ likelihood of its occurrence, and/or
➢ its consequences/impact
Whether in general or in a specific case, procurement officers should identify and analyse
all risk factors that are likely to occur during the life of a project, and then decide on the most
appropriate management response for each risk or combination of risks.

NOTE! Risk identification should be an ongoing process, as the public
body’s contractual risk profile may continually change, presenting new risks or turning
slight risks into potential crises.
In order to manage risk, the public body needs to first establish the context in which it is
operating. This entails:
➢ Having a clear understanding of its goals, objectives, values, policies and strategies
➢ Identifying the needs of its stakeholders
➢ Analysing the external and internal contexts that will have an influence on risks to the public
body
The external context refers to the external environment within which the public body operates.
It includes cultural, social, political, legal, regulatory, economic and environmental factors. The
internal context includes governance, organisational structure, roles and accountabilities, policies,
objectives and strategies, information systems, risk appetite and risk culture.
After the public body has taken the actions described above and has developed a thorough
understanding of its operating environment, it needs to develop criteria to evaluate the
significance of risk to which it may be exposed. These criteria enable the public body to rank the
different risks and decide the way they should be treated.
At this stage, it is also critical to define:
➢ The likelihood and consequences of potential risks
➢ The process of determining the level of risk
➢ The timing of risk mitigation measures if necessary
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6.1 Stages of the Risk Management Process
The stages in the risk management process are as follows:

1

2

3

4

5

6

• Identify the sources of risk
• Assess the probability and impact of potential risks
• Formulate risk management strategies
• Allocate accountabilities and resources for managing identified
risks
• Implement risk management
• Monitor, report, adjust

6.2 Risk Identification
Risk identification is the process of determining all the potential things that can go wrong
with an activity. If a risk is not identified, it cannot be evaluated and managed.
Risk identification should result in the development of a full set of risks based on the
events/factors that might influence the public body’s ability and/or capacity to achieve its
procurement objectives. The public body should identify risks that are under its control, as well as
those that are not. It is also critical at this stage to consider the consequences/impact that each
risk could have on the public body. When a risk is identified, a strategy is developed, having
considered all relevant commercial issues, such as specification, supply market and finance.
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NOTE! Risk identification should be an ongoing process, as the public
body’s contractual risk profile may continually change, presenting new risks or turning
slight risks into potential crises.
The OPR recommends using a Risk Register or risk log as a simple tool designed to record
risk. A Risk Register is a tool for documenting risks and actions to manage each risk. The Risk
Register is essential to the successful management of risk. As risks are identified, they are logged
on the register and actions are taken to respond to the risk. Please consult the following table for
an example of a given risk in the procurement planning process and the way it should be shown in
a risk register.
Sample Risk Register and Identified Risks
Risk Description

Probability
Rating

Impact
rating

Strategy/
Controls

Risk
Response

Action
Taken/Current
Status

Owner

Review

Date
updated

Understatement/overstatement
of the need
Insufficient
funding/unavailability of funding
Impractical timeframe
Misinterpretation of user needs
Resistance
users/union

from

end

Probity issues

6.3 Risk Assessment
The second step in the risk management process is to assess the risks identified. It is a
fundamental activity that helps in determining the overall strategy, individual plans for categories
of expenditure, sourcing and, if appropriate, strategic procurement. Risk assessment is a key skill
required of any procurement professional and it is necessary to minimise commercial exposure. It
can be a simple or a very formal process.
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Risks can be categorised into groups (see Risk Categories table on page 16), which is more
appropriate for high-value and high-risk projects such as civil works. This may involve following a
set procedure, working cross functionally with colleagues and brainstorming.

WARNING!

There are quite specific analyses to be undertaken at this stage

and failure to address all aspects can result in the rejection of the procurement by the
Accounting officer.

6.3.1 How to Conduct Risk Assessment
A simple risk or impact assessment can be performed by using a grid or risk map on which
threats and hazards can be plotted according to
 the likelihood of their occurrence and
 (b) the seriousness of their impact if they do occur
Risk Assessment Grid:
X axis= likelihood of occurrence
Y axis= impact/effect on the public body
Y

A
Unlikely/low
impact

B
Unlikely/high
impact

C
Likely/low
impact

D
Likely/high
impact

0

X
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Segment A will contain events that are not likely to happen and would have little effect if
they did. Such an event would be resistance from end users.
Segment B will contain events that are relatively likely to occur but will not have a major
effect. Such an event would be probity issues.
Segment C will contain events that are not likely to happen but would have a serious impact
if they did. Such events would be selecting an inappropriate supplier or product, or the
unwillingness of the supplier to accept the contract.
Segment D will contain events that are both likely to occur and exert a serious impact. Such
an event would be insufficient number of responses or no response from known suppliers.
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Section 7
Risk Evaluation
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7. Risk Evaluation
For risks to be managed efficiently, they need to be ranked and prioritised. The first step in
doing this is to score each particular risk, then assign a level of probability to it. A simple risk scoring
method that can be applied is the following:

Formula:
likelihood score X impact score
Users of this scoring method can simply allocate numerical scores for likelihood, from very low
(1) to very high (5), and impact from insignificant (1) to catastrophic (5). The combined score will
range from 1 to 25.
Probability is expressed as a percentage and consequences are expressed as a number,
ranging from 1-10 (1 being a negligible consequence and 10 being a catastrophic consequence).
For example, the risks identified in the risk register in Section 6.2 above will be scored as follows:
Scoring likelihood and impact
Risk

Likelihood

Impact

Overall Score

Understatement of the need
Insufficient funding/unavailability of funding

3
2

5
4

15
8

Impractical timeframe

3

3

9

Misinterpretation of user needs

1

1

1

Resistance from end users/union

1

1

1

Probity issues

1

5

5

 A risk score of 6 or less (low level of risk) would not justify mitigating action and any existing
controls should be reviewed to ensure they are not disproportionate.
 A risk score of 8-12 (medium level risk) should trigger a review of existing controls, and may
require the implementation of additional controls. If the item related to the particular risk
factor is recurring, it should be reviewed annually, in case of escalation.
 A risk score of 14-20 (high level risk) should trigger a review of existing controls and
mitigation planning. The issue may need to be escalated to a higher level or a risk
committee. If the item related to the particular risk factor is recurring, the score should be
reviewed at quarterly intervals.
 A risk score of 21 or above (maximum risk) should be a priority for high level mitigation or
avoidance planning and should be continuously reviewed
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Section 8
Risk Mitigation and Control Strategies
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8. Risk Mitigation and Control Strategies
Having assessed all the risks and identified those that require action, plans need to be
drawn up and responsibilities assigned to control and mitigate these risks. Risks then should be
allocated an owner, who is responsible for managing them, possibly with the help of other team
members
The allocation of risk should be dependent on the assessment of the likelihood and
consequence of the risk and then the identification of who is best able to control or manage the
risk in question. This is an important aspect of any significant procurement and so something in
which procurement professionals should be involved.
Risk management strategies will include ways to tolerate, treat, transfer and terminate
risks.

Severity

High

Transfer

Terminate
Likelihood

Low

Tolerate

Treat

Low

High

8.1 Risk Tolerance (accept)
If the assessed likelihood or impact of the risk is negligible (or there is no viable way to
reduce the risk), no further action may be required or justified at that moment. The risk may simply
be acknowledged and registered or it may be flagged for monitoring and periodic re-evaluation, in
case the likelihood or impact of the risk escalates.
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In either case, the rationale for risk acceptance should be clearly documented. Tolerance
may be an adequate response for low level risk, given competing demands for resources.

8.2 Risk Treatment (minimise, mitigate or control)
If the likelihood or impact of a particular risk falls in this category, those responsible are
advised to take active steps to manage the risk in such a way as to reduce or minimise its likelihood
or potential impact, or both. In relation to supply risk, this may involve measures such as: supplier
monitoring and performance management, codes of conduct, supplier certification or
prequalification, critical incident and/ or variance reporting and analysis, contingency and recovery
planning, etc.
Risk mitigation is designed to create an acceptable level of residual risk, although it also
incurs the costs of mitigation measures while the possibility of secondary risks may arise.

8.3 Transfer of Risk (spread)
When a procuring entity transfers the risk, it is shifting responsibility to another party, usually
the supplier. There are also cases when the procuring entity shares part of the risk in an agreed
manner contractually. Transferring risk may require that some form of insurance, such as
professional indemnity insurance for consulting services, be taken out to cover the risk, but this is
not without some cost.
In the event that insurance is taken out by the supplier, it is important that the procurement
officer checks whether the insurance is adequate to protect the procuring entity from any claims.
In managing risk, it is important to understand the extent to which a party has control over
the particular risk and the ability to do something about it. Responsibility for each risk should be
allocated according to the ability each party has to manage the risk. Initiatives that make a party
responsible for risks over which it has no control are likely to lead to dispute and additional costs
in terms of time or money. In fact, such “risk avoidance” leaves the risk in place, when it is in the
interest of the procuring entity that it be managed.
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8.4 Terminate Risk (avoid)
If the risk associated with a particular project or procurement is too great, and cannot be
reduced, the organisation may consider not investing/ engaging in the activity. So, for example, the
decision to outsource a core function to a country which has unstable foreign markets may be
considered too risky. Termination avoids unacceptable risk but is not always possible. In addition,
such approach may lead to a loss of opportunities and portfolio synergies.
Treating or mitigating risk is often explained in terms of the application of controls. The
following diagram offers an overview of such control procedures.

•health and safety
regulations
•supplier ethical
policies, monitoring
and staff training
•supervision of
protective equipment

•separation of duties
•supervision
•approvals and
authorisations
•reputation
management

vendor rating
•project reviews
•accident reporting
•customer and
supplier attitude
survey
•audit

Preventative
controls

Directive
controls

Detective
controls

Corrective
controls
legal or contractual
remedies
•liquidated damages
clauses
•insurances
•crises management
•disaster recovery plans

➢ Preventative controls are designed to limit the possibility of a negative outcome being
realised.
➢ Directive controls are designed to ensure that a desired outcome is achieved.
➢ Detective controls are designed to identify when an undesired risk event has occurred. They
will usually be part of monitoring and review processes.
➢ Corrective controls are designed to mitigate the effect of undesirable outcomes once they
have occurred.
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At this stage in the risk management process, it is recommended to complete the following
table:
Sample risk register with risk mitigation and control strategies
Risk Description

Probability
Rating
3

Impact
rating
5

Strategy/
Controls
Transfer/
preventati
ve

Insufficient
funding/unavail
ability of funding

2

4

Treat/
preventati
ve

Impractical
timeframe

3

3

Misinterpretatio
n of user needs

1

1

Resistance from
end users/union

1

1

Tolerate/
preventati
ve
Treat/
preventati
ve
Treat/
preventati
ve

Probity issues

1

5

Understatement
/overstatement
of the need

Terminate/
directive

Action Taken/Current
Status
Analyse need accurately
and use functional and
performance
specifications
Obtain approvals before
undertaking,
confirm
availability of funding
prior to inviting bids
Improve
forecasting,
planning
and
consultation with users
Improve consultation
with users, obtain clear
requirements
Ensure user or union
involvement in planning
and other stages of the
procurement
Implement best practice
policies, guidelines and
practices;
maintain
ethical practices

Owner

Review

Date
updated

User

User/Finance

User

Procurement

User
and
Management

Procurement
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The following table provides some examples of typical procurement related risks and how
the likelihood and consequence can be mitigated:
Examples of risk and mitigation strategies
POTENTIAL RISK

MITIGATE LIKELIHOOD

Late delivery

•
•

Poor quality

•
•
•
•

Non-performance

•
•

Liquidated damages
Proactive contract
management
Pre-shipment inspection
Use of product standards
Develop clear
specifications
Develop clear evaluation
criteria
Qualification criteria
Quality assurance

Contingency plan
Proper planning
Keep buffer/emergency stock
Refuse to accept delivery

Cancel purchase order

Warranty terms
Performance bond

Poor after sales
service

•

Damage in transit

Packaging specifications

Bankruptcy of
supplier

Financial eligibility

•

MITIGATE CONSEQUENCE/IMPACT

Insurance
Termination of contract or
relationship

30
HGPL04 - 03-2021 - Version 1.0

General Guidelines – Management of Risks in Procurement

Section 9
The Role of the Procurement Officer
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9. The Role of the Procurement Officer
The duties of procurement officers may vary depending on the type of organisation they work
for, however, some of the key aspects of the responsibilities with respect to risk management are
general across the board, as follows:
➢ Identify and promote the business need for risk management in procurement
➢ Identify the person/entity within the public body that is/should be responsible for risk
management
➢ Work with the responsible person/entity to analyse and assess the risks
➢ Inform himself/herself sufficiently about the supplying organisation(s) and the persons
involved to make discretionary judgments about the balance of probability of the supplier
causing or allowing risks within their own control to materialise
➢ Make a value-added input to commercial decisions by leading a commercial risk assessment
in the development of commercial strategies
➢ Be fully conversant with a range of contract strategies that can be applied when setting up
contracts to achieve best value in meeting organisational objectives.

NOTE! Where there is no-one identified as “responsible” for risk management,
the procurement officer should communicate probable risks to colleagues, for example,
the person who deals with the external customer, the budget holder or finance director.

The various procurement techniques can make a substantial contribution to the work of the
procurement officer, for example, supplier appraisal or tender evaluation can minimise the risk of
using unsuitable suppliers or contractors. Procurement officers should seek to challenge
assumptions and encourage colleagues to manage risks.
Where there is little interest, the procurement officer should take responsibility for all
significant procurement risks and document these accordingly, by assessing a new yet significant
supplier's financial standing, taking references, etc. Such initiative should help build trust and
professionalism within the organisation.
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Section 10
Examples of Risk Management in the
Procurement Process
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10.Examples of Risk Management in the Procurement Process
As previously explained, there are risks in each phase of the procurement process, and there
are organisational and commercial measures that can be taken to mitigate those risks.
Examples of typical risks, possible consequences and actions that can be taken at each stage
are listed in the tables below.
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A. Planning a procurement activity
RISK
Understatement/
overstatement of
the need

POSSIBLE CONSEQUENCES
•
•
•

Insufficient
funding/
unavailability of
funding

•

Impractical
timeframe

•

•
•

•
•

Misinterpretation
of user needs

•

•
•
•

Resistance from
end users/union

•

Probity issues

•
•
•
•

Purchase of unsuitable
product or service
Money wasted or greater
expense
Need not satisfied

ACTION
•
•
•

Delay in making the purchase
Additional costs for re-tender
Loss of supplier confidence,
resulting in increased bid
prices and reduced
competition
Inadequate responses from
bidders
Reduced competition
Delivery schedule not met

•

Totally unacceptable
purchase or most suitable
product or service not
selected
Time lost
Increased costs
Possible downtime
Delays

•

Increased procurement costs
Misuse of resources
Most suitable product not
obtained
Unethical conduct

•
•

•
•

•

Analyse need accurately
Use functional and performance
requirements
Consideration of life-cycle cost
analysis at the financial planning
stage
Obtain appropriate approvals
before undertaking process
Improve planning
Confirm availability of funding
prior to inviting bids
Improve forecasting, planning and
consultation with users
Improve communication with
potential bidders
Improve consultation with users
Obtain clear statement of work
and definition of need

•

Ensure user/union involvement in
planning and other stages of the
procurement

•

Implementation of best practice
policies and guidelines
Maintain ethical environment
Improve training of personnel
Put suitable controls and reviews in
place
Consider using a probity advisor
Improve communication with
potential tenderers

•
•
•
•
•
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B. Requirement definition
RISK
Narrow definition or
commercial
specification (e.g.
use of brand name)
Definition of
inappropriate
product or service

POSSIBLE CONSEQUENCES
•
•

•
•
•
•

Fewer alternatives
Most suitable product
or service may not be
obtained
Increased costs
Need not satisfied
Time lost
Increased costs

ACTION
•
•

•
•
•

Biased or restrictive
specifications/TOR/
SOW

•

Inadequate
specifications/TOR/
SOW

•

•

•
•
•

Inadequate supplier
responses
Claims of unfair or
unethical dealings

•

Significant variety in
offers
Insufficient responses
Offer of goods/services
that do not meet needs
Difficult to evaluate
competing offers

•

•

•
•

Define the specification in terms of
required outputs
Use functional and performance
specifications
Ensure specification is consistent with
needs analysis
Improve market knowledge
Use functional and performance
specifications
Use functional and performance
specifications
Implement a control mechanism to
review specification before release
Be familiar with requirements
Use functional and performance
specifications
Use an Expression of Interest or
Request for Information to clarify
requirements
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C. Selecting the procurement strategy
RISK
Failure to identify
potential sources

POSSIBLE
•

Inadequate or
inappropriate supplier
response

ACTION
Improve procurement planning
processes
Improve market research/use supplier
rosters
Seek industry participation
Use an Expression of Interest or
Request for Information
Improve implementation of
procurement policies, guidelines and
practices
Improve solicitation documents and
clearly identify the evaluation criteria in
RFPs/IFBs
Provide staff with appropriate training
and experience

•
•
•
•

Selection of
inappropriate
method

Need to seek offers
again
Possible cost variations
Failure to obtain value
for money

•
•
•

•

•

•

D. Preparation and issuance of solicitation documents
RISK

POSSIBLE CONSEQUENCES
•

Use of inappropriate
evaluation criteria

•

Inadequate or
inappropriate results
Not achieving best value

ACTION
•
•
•

Terms and conditions
unacceptable to
suppliers

Loading of costs in offers
Many qualifications to
bids/proposals
Having to modify terms
and conditions
Too few bids

•
•
•
•

•
•
•

•

Provision of
inadequate
information

•
•
•

•

Loading of costs in offers
Variations in offers
Having to provide
clarifying information,
causing delays in tender
closing
Additional costs

•

•
•
•

Important clauses left
out

•

Public body not
protected

•

Ensure evaluation criteria is relevant to
project/procurement
Consider implications of evaluation
criteria
Seek offers again and incur extra
management effort
Select appropriate documentation for
purchase type (i.e. goods, services)
Assess and allocate risks appropriately
Develop commercially acceptable terms
and conditions in line with market
practice
Provide staff with appropriate tender
planning and procurement skills
Ensure staff have appropriate
procurement planning and
documentation training and experience
Standardise key aspects of solicitation
documents
Review solicitation documents prior to
issuance
Ensure evaluation criteria contain the
critical factors on which assessment of
tenders will be based
Consider the specific procurement when
drafting
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Documents too large
or complicated

•

Important areas may be
overlooked and not
addressed

•
•

Group information in sections to avoid
oversight
Place most important information at the
beginning of the document

E. Clarifications and receipt of offers
RISK

POSSIBLE CONSEQUENCES

Failure to
adequately
address
inquiries from
bidders
Actual or
perceived
favouritism in
providing
information
Actual or
perceived
breach of
confidentiality

•

Insufficient
number of
responses

•

•
•
•
•

•
•

•
•
•

No response
from known
quality suppliers

•
•

Claims of unfair
practices
Offers with
qualifications
Withdrawal of offers

ACTION
Implement standardised procedures for
responding to inquiries
Respond in a timely manner to all queries
Ensure all clarifications/answers to inquiries are
issued to all bidders at the same time

•
•
•

Supplier complaints
Withdrawal of offers

•

Supplier complaints
Withdrawal of offers

•

Need to undertake
process again
Increased costs
Delayed delivery
Poor value for money
due to limited
competition

•

Reduced competition
Increased costs of
products or services

As above
Answer inquiries in writing and provide copies
to all potential bidders
• Ensure that all potential bidders are provided
with any changes to solicitation documents
•

Establish formal security procedures
Train staff in their obligations
• Perform regular audits and reviews of security
processes
• Advise bidders of security measures
•

Use appropriate strategy for advertising
solicitation (i.e. open, international,
competitive)
• Provide potential bidders with advance notice
of solicitation requests
• Improve solicitation documentation and
specifications/TORs/SOWs
• Allow sufficient time for bidders to respond
• Actions as above for insufficient number of
responses
• Improve market research
• Review specifications or conditions of contract
• Seek feedback from known suppliers on their
non-response
• Develop strategies such as on-time payments
and vendor relationship management, top
position the public body as a valued client.
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F. Evaluation
RISK

LIKELY CONSEQUENCES

Failure to observe
effective evaluation
procedures

•
•
•

Failure of offers to
meet needs

•
•
•

Failure to identify a
clear winner leading
to selection on
subjective grounds
Selecting an
inappropriate
supplier

ACTION

Inconsistency in
evaluation of offers
Possible complaints
from bidders
Subjective not
objective evaluation of
offers

•

Need to re-tender
Additional costs
Delay in delivery

•

•
•
•

•
•

•

Claims of unethical
and unfair behaviour
from bidders

•

•

Failure of supplier to
fulfil the contract

•
•
•
•

Selecting
inappropriate
supplier/product

•

Failure to meet the
client’s or user
department’s need

•

•
•
•

•

Provide staff with appropriate evaluation
training and experience
Improve evaluation processes
Perform regular audits of evaluation
procedures
Ensure that Evaluation Committee members
declare any conflicts of interest
Improve market research
Improve tender documentation
Ensure that specifications/TORs/SOWs are
clearly stated and understandable
Ensure that evaluation criteria are
appropriate, well defined and measurable

Improve evaluation criteria and procedures
Reject offers from unacceptable suppliers
Perform financial, technical and company
evaluations before awarding contract
Procurement Review Committee to review
tender and selection process prior to
awarding contract
Provide staff with appropriate tender
evaluation, financial and technical skills
training and commercial expertise
Ensure users are involved in the
evaluation/selection process
Improve technical evaluation procedures
and train staff as appropriate
Procurement Review Committee to review
tender and selection process prior to
awarding contract
Reject unacceptable offers
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G. Contract finalisation and issuance
RISK
Not matching the
expectations of
buyer and supplier

•
•
•

POSSIBLE
CONSEQUENCES
Contract disputes
Delivery delays
Cost variations

ACTION
•

•
•
•

Deadlock on details
of agreement

•
•
•

Failure to secure
mandatory
conditions

•
•
•
•

Unfair or onerous
requirements on
the supplier in the
contract
conditions

•
•

Failure to reflect
the terms offered
and agreed in the
contract

•
•

Inadvertently
creating a
contract without
appropriate prior
approval

•

•

Delays in delivery
Need to restart
procurement
Possible cost of legal
action
Inability to finalise
contract
Delays in delivery
Possible variations in
cost
Inefficiency and
misuse of resources
Contract disputes
Invalidity of contract
Legal action
Poor working
relationship with the
supplier
Contract disputes
Legal action
Poor working
relationship with the
supplier
Increased expense
to negotiate out of
the contract and
paying damages
Committing other
associated work
before main
contract exists or
falls through

•
•

•

•
•
•

Improve communication, including
ensuring that general conditions of
contract form part of the RFQ/IF
B/RFP
Record minutes of any negotiations prior
to contract signing
Clarify all ambiguities prior to contract
signing
Investigate better ways of sharing risks
Distinguish between essential and nonessential goals and requirements for
negotiations
Distinguish between essential
requirements and others before
negotiating
Consider variations in the contract
Refuse the offer
Provide negotiators with adequate
training
•
•
•

•
•

•

•

Negotiate on commercial terms
Terms should be fair and reasonable
Ensure that negotiators are
adequately trained and experienced

Check final draft of contract with
successful bidder
Keep records of all negotiations and
agreements
Establish procedure to ensure that
appropriate approval is obtained prior to
contract signature
Provide staff with adequate training
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H. Negotiations
RISK
Not matching the
expectations of
buyer and tenderer

POSSIBLE CONSEQUENCES

ACTION

Contract disputes
Delivery delays
Cost variations
Reduction in value for
money
Purchase of less
suitable product
Inefficient use of
resources

•
•
•
•
•
•

•

•

•
•
•

Deadlock on details
of agreement

•
•
•

Unfair or onerous
requirements on
the tenderer in the
contract conditions

Failure to adhere to
the terms set forth
and agreed in the
contract

•
•
•

Contract disputes
Legal action
Poor
supplier/customer
relationship

•
•
•

Expense of negotiating
out of the contract and
paying damages
• Committing to other
associated work prior to
main contract existing
•

Inadvertently
creating a contract
without the
delegate’s prior
approval

Delays in delivery
Need to restart
procurement
Possible cost of legal
action
Invalidity of contract
Legal action
Poor
supplier/customer
relationship

•
•

•
•
•

Improve communication, including
ensuring that Conditions of
Contract form part of the Request
for Tender
Provide staff with training in
contract planning and
management
Define terms carefully
Record each party’s obligations
Clarify all ambiguities before
signing the contract
Look at alternatives to share risk
Distinguish between essential
and non-essential goals and
requirements
Adequate training and support
Negotiate commercial terms
Terms should be fair and
reasonable

Check final draft of contract with
successful tenderer
Keep records of all negotiations
and agreements

•
•

•
•

Put procedure in place to ensure
delegate’s approval obtained first
Provide negotiators with adequate
training
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I.

Contract management
RISK

Variations in price
and foreign
exchange

POSSIBLE CONSEQUENCES
Cost overruns

•

ACTION
•
•

Unwillingness of
the supplier to
accept the
contract

•

Failure of either
party to fulfil the
conditions of the
contract

•

•

•
•
•

Delays in delivery
Need to restart
procurement

•

Contract disputes
Failure or partial failure to
satisfy needs
Delays
Legal action

•

•

•
•
•
•

Inadequate
contract
administration

•
•
•
•
•

Commencement
of work by the
supplier before
contract is signed

•
•

Unauthorised
increase in scope
of work

•

Loss or damage to
goods in transit

•
•
•

•
•

•
•

•

Potential liability to pay for
unauthorised work
Possibility of legal action
for perceived breach of
contract
Unanticipated cost
increases
Contract disputes

•

Failure to meet
liabilities of third
parties (e.g.
royalties or thirdparty property
insurance)

Cost increases
Failure of contract
Full benefits not achieved
Delivery of unsatisfactory
product
Contract/supply disputes

Legal action
Damage to the
organisation’s
professional reputation

Delays in delivery
Liability disputes

Agree on prices and the basis of
prices
Determine the basis and formula
for calculating variations
Seek legal redress if nonacceptance causes loss
Negotiate the concerns of the
supplier but retain integrity of the
contract
Ensure good contract
administration and performance
management
Include clear and reasonable KPIs
Hold regular inspections/ meetings
and ensure progress reports
Ensure all staff know
responsibilities and conditions
Ensure and maintain good record
keeping and documentation
Maintain up-to-date procedures
and practices
Ensure all staff are adequately
trained and experienced in contract
management
Work with the suppliers and
contractors to enhance contract
performance
•
Ensure that contract is signed
by both parties prior to any work
being authorised
•
Ensure all contracts and
amendments are in writing

Ensure all contract amendments
are issued in writing
• Record all discussions and
negotiations
• Confirm instructions in writing
• Check that all obligations are
covered in the contract
• Check that supplier has adequate
insurance upon signature of
contract
• Agree on responsibilities
•
Implement appropriate safety
standards and programs
•
Include appropriate packaging
instructions in specification
•
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•
•

Fraud

Unfair
practices/breaches
of the Act

•
•

Misuse of resources
Legal action
Disruption to
procurement activities
Loss of public confidence
Contract suspension by
the OPR
Cancellation of contract
by the OPR
Challenges from bidders

•
•

Agree on insurance cover for
supplier to provide
Accept delivery only after
inspection
Maintain an ethical environment
Follow and maintain fraud control
procedures
Ensure proper procedures of the
procurement process in
accordance with the Act
Ensure ethical conduct is
maintained by procurement
officers throughout the process
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GLOSSARY OF TERMS
Terms

Meaning

Accountability

allows an interested party to ensure that the objectives are being
achieved

Accounting Officer

a person responsible for ensuring that the financial business of the
State for which he/she is responsible is properly conducted and that
public funds entrusted to his/her care are properly safeguarded

Act

the Public Procurement and Disposal of Public Property Act of 2015, as
amended

Agreement

a negotiated and typically legally binding arrangement between parties
as to a course of action

Annual Procurement
Performance Report

a monitoring mechanism performed on contract delivery progress and
close-out

Annual Procurement Plan

the requisite document that the procuring entity must prepare to
reflect the necessary information on the entire procurement activities
for goods and services and infrastructure that it plans to undertake
within the financial fiscal year

As-built

as-built drawing is a revised set of drawings submitted by a contractor
upon completion of a construction project. As-built drawings show the
dimensions, geometry and location of all components of the project

Asset Management

the process of ensuring that tangible and intangible assets are
maintained, accounted for and put to their highest and best use

Buyer

a person that is responsible for identifying and procuring the goods and
services that an organization requires

Codified

the arrangement of laws or rules into a systematic code
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Terms

Meaning

Commissioning

project commissioning is the process of assuring that all systems and
components of a building or industrial plant are designed, installed,
tested, operated and maintained according to the operational
requirements of the owner or final client

Competitive Dialogue

a procedure where an organisation is able to conduct dialogue with
suppliers/contractors with the goal of developing suitable alternative
solutions

Confidentiality

the state of keeping or being kept secret or private

Contract Award

the process of officially notifying a bidder that they have been selected
as the preferred provider for a specific contract

Contract Management

the process of ensuring that all parties to the contract fully meet their
respective obligations as efficiently as possible, delivering the business
and operational outputs required from the contract and providing value
for money

Contract Price

the price for the goods or services to be received in the contract.
The contract price helps to determine whether a contract may exist

Control Activities

actions established through policies, procedures, guidelines and
directives

Control Environment

set of standards, processes and structures

Defects Liability Period

a set period of time after a construction project has been completed
during which a contractor has the right to return to the site to remedy
defects

Direct Contracting

refers to the option of a procuring entity to purchase directly from one,
or where feasible, more than one supplier or contractor without
competition where circumstances dictate

Director of Public
Prosecutions

the office or official charged with the prosecution of criminal offences
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Terms

Meaning

Disposal of Public Property

includes the transfer without value, sale, lease, concession, or other
alienation of property that is owned by a public body

Efficiency

achieving procurement objectives within reasonable time and cost

Emergency Procurement

to consider an urgent and unexpected requirement where the
conservation of public resources is at risk. Where an emergency exists,
the procuring entity may pursue procurement contracts without
complying with formal competitive bidding requirements

E-purchasing

electronic purchasing (e-purchasing) automates and extends manual
buying and selling processes from the creation of the requisition to the
payment of the suppliers. The term e-purchasing encompasses backoffice ordering systems, e-marketplaces and supplier websites

Equity

all suppliers/contractors have a fair chance of winning the contract

Evaluation

the opening and assessing of bids to identify the preferred provider for
the project

Expression of Interest

a serious interest from a buyer that their company would be interested
to pay a certain valuation and acquire the seller’s company through a
formal offer

Fairness

an even playing field where all suppliers/contractors are treated equally

Fixed price

the price of a good or a service is not subject to bargaining. The term
commonly indicates that an external agent, such as a merchant or the
government, has set a price level, which may not be changed for
individual sales

Framework Agreement

an agreement or other arrangement between one or more procuring
entities and one or more contractors or suppliers, which establishes the
terms, in particular the terms as to price and - where appropriate quantity, under which the contractor or supplier will enter into one or
more contracts with the procuring entity during the period in which the
framework agreement or arrangement applies

Goods

items purchased
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Terms

Meaning

Ineligibility List

the removal of a supplier/contractor from the procurement database

Integrity

avoiding corruption and conflicts of interest

Internal Control Framework

a process effected by the public body’s board of directors, management
and other personnel, designed to provide reasonable assurance
regarding the achievement of objectives relating to operations,
reporting and compliance

Invitation to Bid

a request from the procuring entity inviting providers to submit a
proposal on a project for specific goods, works or services

Junior Procurement Officer

a person whose job involves buying low-value, low-risk goods, works
and services

Legally Binding

common legal phrase indicating that an agreement has been
consciously made and certain actions are now either required or
prohibited

Letter of Acceptance

a formal indication of a successful offer for the project

Limited Bidding

a process that enables the procuring entity to engage a limited number
of suppliers or contractors

Local Industry Development

activities that serve to enhance local capacity and competitiveness by
involvement and participation of local persons, firms and capital market
as well as knowledge transfer during the conduct of the programme of
goods, works or services that are being procured

Long-Term Contract

a contract of more than five years in duration. A long-term contract is
a contract to perform work over an extended period of time

Market Analysis

a process designed to understand how the supply market works, the
direction in which the market is going, the competitiveness and the key
suppliers within a specific market

Mean Time Between
Failures (MTBF)

the predicted elapsed time between inherent failures of a system,
during normal system

Mean Time to Repair
(MTTR)

a basic measure of the maintainability of repairable item. It represents
the average time required to repair a failed component or device
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Terms

Meaning

Mobilisation

refers to the activities carried out after the client has appointed the
trade contractors, but before the trade contractors commence work on
site. It is a preparatory stage during which the majority of activities are
managed by the construction manager

a person in charge of an organisation’s procurement department and
Named Procurement Officer overseeing the acquisitions of goods, works and services made by the
organisation
Non-Governmental
Organization

any non-state, non-profit, voluntary organisation

Open Bidding

an invitation to bid that is advertised either nationally, regionally or
internationally

Parliament

the arm of the State entrusted with the responsibility of making laws
for good governance and providing oversight of the Government or
Executive

Payment terms

the conditions under which a vendor completes a sale. The payment
terms cover when payment is expected, any conditions on that
payment, any discounts the buyer will receive

Performance Bond

also known as a contract bond, is a surety bond issued by an insurance
company or a bank to guarantee satisfactory completion of a project by
a contractor. The term is also used to denote a collateral deposit of good
faith money, intended to secure a futures contract, commonly known
as margin

Procurement

the acquisition of goods, works and services

Procurement and Disposal
Advisory Committee

a body set up to ensure that procurement activities, including the
disposal of public property, are conducted in line with accepted
professional purchasing practices and appropriate rules and regulations

Procurement Proceedings

in relation to public procurement, include the process of procurement
from the planning stage, soliciting of tenders, awarding of contracts,
and contract management to the formal acknowledgement of
completion of the contract

Procuring Entity

a public body engaged in procurement proceedings
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Terms

Meaning

Public Body

ministries to the Tobago House of Assembly (THA), municipal
corporations, regional health authorities, statutory bodies, service
commissions, Parliament, state-owned enterprises, non-governmental
organisations, the judiciary and the Office of the President

Public Confidence
Public Money

trust bestowed by citizens based on expectations
money that is received or receivable by a public body

Public Private Partnership
Arrangement

an arrangement between a public body and a private party under which
the private party undertakes to perform a public function or provide a
service on behalf of the public body

Public Procurement Review
Board

a board set up to review decisions made by The Office of Procurement
Regulation

Request for Information

formal request designed to obtain general information about goods,
services or providers. It is often used prior to specific requisitions for
items

Request for Proposals

formal request prepared by the Procuring Entity for the selection of
Consultants

Request for Quotation

formal request inviting suppliers to a bidding process to bid on specific
products or services

Retention (public property)

the continued possession, use or control of goods.

Retention (works)

a percentage of the amount certified as due to the contractor on an
interim certificate, that is deducted from the amount due and retained
by the client. The purpose of retention is to ensure that the contractor
properly completes the activities required of them under the contract

Risk

the potential for failure of a procurement process to purchase services,
products or resources

Risk Assessment

a dynamic and iterative process of identifying, analysing and assessing
risks

Scope of Works

the detailed communication of requirements for civil or building design
and/or construction works
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Terms

Meaning

Senior Procurement Officer

a person whose job involves buying high value, high risk goods, works
and services

Service Level Agreements
(SLA)

a commitment between a service provider and a client. Particular
aspects of the service – quality, availability, responsibilities – are agreed
between the service provider and the service user

Services

the work to be performed by the Consultant/Contractor pursuant to the
Contract

Short-term contract

a temporary contract. Similar to fixed-term, temporary contracts are
offered when a contract is not expected to become permanent

Socio-Economic Policies

environmental, social, economic and other policies of Trinidad and
Tobago authorised or required by the Regulations or other provisions of
the laws of Trinidad and Tobago to be taken into account by a procuring
entity in procurement proceedings

Solicitation

seeking information from supply market participants, including in the
case of pre-qualifications. A solicitation usually involves seeking bids to
supply goods, services or works

Specifications

a clear, complete and accurate statement of the description and
technical requirements of a material/item/service

Stand-Still Period

the period from the dispatch of a notice as required by the Act, during
which a procuring entity cannot accept the successful submission and
suppliers or consultants can challenge the decision so notified

State-Owned Enterprise

a business enterprise where the government or state has significant
control through full, majority, or significant minority ownership

Supplier Performance
Management

a business practice that is used to measure, analyse and manage the
supplier’s performance to cut costs, alleviate risks and drive continuous
improvement

Supplier Registration

the first step in the process of building and enhancing a global supplier
community. The information provided about a company will be used to
source potential opportunities
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Terms

Meaning

Supplier Relationship
Management

the systematic approach of assessing suppliers' contributions and
influence on success, determining tactics to maximise suppliers'
performance and developing the strategic approach for executing on
these determinations

Sustainable Development

developmental projects that meet the needs of the present without
compromising the ability of future generations to meet their own needs

Sustainable Procurement

a process whereby public bodies meet their needs for goods, works or
services in a way that achieves value for money on a long-term basis in
terms of generating benefits not only to the public body, but also to the
economy and wider society, whilst minimising damage to the
environment

Terms of Reference

set of terms that explains the objectives, scope of work, activities and
tasks to be performed, respective responsibilities of the Procuring Entity
and the Consultant, and expected results and deliverables of the
assignment

The Office of Procurement
Regulation

a body corporate established pursuant to the Public Procurement and
Disposal of Public Property Act of 2015

Transparency
Treaty
Two-Stage Bidding or TwoEnvelope System
Value analysis

Value for Money

appropriate information placed in the public domain
a formally concluded and ratified agreement between countries
a procurement method where submission of proposals takes place in
two (2) stages, with the technical and financial proposals being
submitted separately
can be used to optimise reliability, availability and maintainability
requirements during requirement analysis and equipment design.
Consideration can be given to possible upgrades and avenues for
upgrading equipment and software. It can define what additional or
enhanced capability is, or may be, required. The timeframe for
implementing the upgrade and information required to evaluate the
bids received may be included in the request for bids
the value derived from the optimal balance of outcomes and input costs
on the basis of the total cost of supply, maintenance and sustainable
use
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Terms

Meaning

Warranty Claims

a Customer’s claim for repair or replacement of, or compensation for
non-performance or under-performance of an item as provided for in
its warranty document

Works

construction and engineering works of all kinds
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