This document summarises the discussions held at the ICT Procurement Taskforce Stakeholder Roundtables, held in Sydney on 6 December 2016, Canberra on 13 December 2016, Melbourne on 30 January 2017 and Perth on 31 January 2017. Over 60 participants attended the roundtables.SUMMARY OF ROUNDTABLES 
SYDNEY (6 Dec 2016), CANBERRA (13 Dec 2016), MELBOURNE (30 Jan 2017), PERTH (31 Jan 2017)
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The document identifies key themes common to each of the roundtables, the problems identified by participants around the Government’s ICT procurement rules, culture and capability and some potential solutions identified by participants. The themes of culture and capability were found to be so integrally linked by roundtable participants that the discussion on these themes have been combined.
[bookmark: _GoBack]The roundtables provided high-level insights into a broad range of stakeholder views and experiences. Participants included people from technical, commercial and management roles, and from organisations including startups, small, medium and large businesses, those that had previously sold to government or are currently selling to government, those that had never sold to government, industry associations.
	
Key Themes

	1. The Government’s ICT procurement processes as seen as wasteful, complex and costly: Almost every industry participant could share direct personal experience and examples of waste, complexity and unnecessary costs. While participants understood that a competitive procurement process will necessarily impose some waste and cost, it was universally agreed that there is a lot of unnecessarily effort involved.
2. ICT procurement is focused on process, not outcomes, and that reduces the level of innovation that industry offers and agencies consider: Participants generally agreed that more ICT innovation would occur if procurement focused on outcomes not processes. RFTs need to articulate outcomes sought, rather than ask for a specific product. Tender templates don’t allow for innovation to be articulated or demonstrated. Procurement decisions are often made on the basis of what it will look like to auditors, rather than what will deliver the best outcomes.
3. The Government needs to be more transparent and open about both the outcomes and the inputs to ICT procurement: Many participants expressed concern at the perceived lack of overarching Government or agency plans on what its ICT needs would be on a year to year basis, or even a well-articulated strategic plan for digital, which prevented businesses from more effectively working with agencies to provide the needed goods and services. Some participants felt that tender processes and the outcomes needed more transparency, especially the basis on which decisions are made in the process.“There is no forward work plan of problems that need to be solved” Perth Roundtable Participant

4. Government takes a one-size-fits-all approach to tender processes, and that size doesn’t fit SMEs : Some SMEs/startups said that they had opted out of pitching because the Government’s tender processes are too complex, big and lengthy; agencies expect to hold SMEs/startups to contract conditions (e.g. price, resources, technology) from over a year ago. The process for contracts that are low risk/low value shouldn’t be the same – for smaller contracts, tender documents need to be simpler and shorter; the process needs to be faster. 
5. There is a lack of ICT & procurement capability and commercial nous: Government agencies may have the capability to follow the procurement rules, but often lack the strategic capability associated with assessing risk, assessing innovative solutions, articulating requirements and problem solving. If people have the technical capability to assess risk, then risk aversion becomes less of an issue because people understand the options and can make better purchasing decisions.  




	
Rules

	Participants were asked about their experiences with and views on the rules that govern the Government’s ICT procurement processes. Discussion was not only around the Commonwealth Procurement Rules (CPRs) and Framework, but also included agency-specific rules and intersecting policies such as the privacy and security regime. 
1. The system is complex – The experience of many participants was that the process of selling ICT goods and services to the Government was too complex; this was an especially common experience for SME participants, but even larger enterprises noted the difficulty in understanding and complying with the rules and processes.
2. The CPRs are straight forward, but operate in a complex environment – Some participants with experience selling to the Government found that the Commonwealth Procurement Rules are fairly simple and flexible, but this simplicity and flexibility is compromised by the significant additional rules that are applied by additional government and agency policies and practices.
3. Consistency in application – For those participants who had applied to sell to multiple agencies, their common experience was that the process of dealing with one agency rarely prepared them for dealing with the next; that despite the universality of the Commonwealth Procurement Rules, agencies applied them differently and introduced their own rules and requirements.
4. Burden of administration – Participants from large businesses noted that the rules caused a manageable cost of doing business, while SME participants noted the cost of complying with the rules can be a major disincentive for doing business with the Government.
5. The rules favour large, upfront and one-off procurements – Many participants expressed concern that the application of rules was done in a way that preferences upfront, one-off contracts, and do not allow for iterative and agile interactions. The rules are perceived as rigid and restrictive, and that they limit agencies’ ability to engage in innovation. It was suggested that rigid processes can destroy value for government.
6. Policy confusion and mixed message – Participants were unclear as to how the Government’s policy goals of growing Australian industry and innovation should or could interact with the core objective of the Commonwealth Procurement Rules to achieve value for money. Participants were unanimous that agencies apply a narrow definition of value for money to be ‘lowest cost’ at the expense of the other considerations e.g. innovation and flexibility.  
7. Panels –  Almost all participants expressed frustration at both their successful and unsuccessful experiences with government panel arrangements. Despite the significant cost, complexity and time required to join a panel, some participants found that it often did not result in enough business to justify the cost, and that there were many ways to subvert the panel process that made it ultimately unnecessary. Panels can also add to cost of doing business through sub-contracting, third party tenders, and duplication of effort (e.g. repeating the same information in an RFT as in the response to join a panel) which is often then reflected in the prices. Many participants, also thought panels were a mechanism for the status quo which ultimately favoured the incumbents. This was further exacerbated by the irregular refreshing of panels which was seen to lock out innovative SMEs."Panels are an excuse not to do things - they're convenient, it means agencies don't have to look any further” Perth Roundtable Participant











	Capability & Culture

	Capability refers to the abilities, skills and competencies required to perform a role while culture refers to unwritten practices like attitudes, habits, values, biases, and beliefs. Roundtable conversations to do with capability overlapped into culture and vice versa. 
Roundtable discussions focused around four areas of the Commonwealth’s culture and capability:
Discussions amongst participants at the roundtables identified four main areas of concern with the Commonwealth’s procurement culture and capability:“Government doesn’t have the capability to manage multi-part solutions. That is why there is an overreliance on primes (contractors)”
Sydney Roundtable Participant


1. The process reinforces box ticking – all participants agreed that agencies are often too focused on following the procurement process instead of ensuring that the outcomes from of the procurement are optimal. The perception was that this is often lead to an aversion to risk and uncertainty, which prevents agencies from adapting agile methods of delivery projects and, as some participants identified, creates perverse incentives by failing to reward good outcomes.
2. Fragmentation of experiences – participants who had sold to government had experienced a high degree of ‘stovepiping’ within agencies; each area of the procurement process working separately and with little collaboration, leading to lost time and opportunities.
3. Capability varies between agencies – participants felt that overall procurement capability varied greatly across the APS, but those participants with cloud and security interests felt there was specific capability gaps in relation to these areas, leading to extensive delays of accreditations for products and a lack of willingness to adopt new technologies.
4. Culture embedded as practice – participants felt that the APS conducted procurement in particular ways not because of an in-depth understanding of the rules but because that is the practice that had been ‘handed down’. It felt thought it was an approach that had become ingrained in the public service in much the same way that “no one ever got fired for buying IBM”.   
5. Not valuing capability and skills – participants felt that the APS did not sufficiently value procurement and contract management skills well enough to retain good people. Participants identified examples of variability in their dealings with the Australian Government because of staff turnover and the use of voluntary redundancies. Participants felt that project management capability had been severely depleted and this was seen in the overreliance on prime contractors. 










	Around the country



	2016
Sydney – 13 participants
Canberra – 15 participants


	2017
Melbourne – 18 participants
Perth – 16 participants

	
	


Melbourne 30 Jan 2017
· “Everyone talks about agile, but when they do procurement it’s all about fixed prices and fixed times” 
· “Need to reconsider how risk is being assessed – large companies continue to fail in the government space – yet they continue to win contracts” 

Sydney 6 Dec 2016
· “If there are multiple pathways, there is less focus on the minutiae of rules. Performance management then becomes outcomes focused”
· “Processes are weighted towards predetermined outcomes”

Perth 31 Jan 2017
· “The open source policy needs to be reconsidered. Public servants devalue opportunities by not opening up the code.”
· “The government needs to access the capacity out in the rest of the country where costs are lower”
 

Canberra 13 Dec 2016
· “There is a lack of leadership and clarity from the government regarding what they want from procurement and where the digital agenda is going”
· “What will be different this time?”






	Recommended solutions from Roundtable Participants



Participants offered many potential solutions to the problems identified during the roundtable discussions. 
New pathways 
The costs to doing business with government through existing processes are often too great for SMEs to introduce innovative solutions. New pathways should:
· Be simpler with a more expansive value for money definition;
· Allow consideration of innovative proposals outside of scope in tender documentation;
· Promote initiatives to bridge the gap between agencies to reduce duplication;
· Encourage greater consideration of SMEs located outside of Canberra where the cost structures are lower;
· Issue outcomes based challenges to permit more opportunities to collaborate with government; 
· Be less prescriptive around liability and share risk with a startup/SME;  and
· Establish a pathway from proof of concept to ongoing business. 

New rules 
Changing the procurement rules to focus on the delivery of outcomes, and not the following of process, will help empower agencies to go beyond rules and explore alternate solutions. Some suggested changes included:
· Breaking up of large contracts into smaller component pieces, and therefore increase opportunities for SME participation; is this rules? Or culture? 
· Increasing data and transparency of Government ICT spend and projects to help drive performance; 
· Quarantine a proportion of ICT budgets to trialing new solutions from innovative startups/SMEs;
· Greater guidance around open source and cloud but also greater performance monitoring of their progress; and
· Increase the local SME content in procurement and link to CIO performance agreements.


New capability
Rebuild APS capability to work with industry and level the playing field. Getting the right capabilities can reduce the reliance on prime contractors and build a more outward facing culture to try new things. Suggestions include:  
· Build greater capability of agile methods in government;
· Uplift procurement skills to be consistent across government; 
· Introduce private sector skills and experience via an 18F style initiative to drive cultural change;
· Emphasize more market experience; 
· Amend the internal incentives to reward engaging with risk and innovation; and
· Professionalise ICT procurement to reduce the churn of staff and build experience.
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