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Glossary 

Acronym Definition 

Agreement 
The contract dated 16 January 2020 between the Directorate General for Structural Reform 
Support (DG Reform) of the European Commission on behalf of the Department of Public 
Expenditure and Reform, in accordance with the terms of the contract dated 16 January 2020 

Advisory Group Advisory group chaired by DPER to provide strategic direction and leadership to the Review  

AHBs Approved Housing Bodies 

AI Artificial intelligence  

AMPLA Australia Major Projects Leadership Academy  

Benchmarked 
Jurisdictions 

The three jurisdictions selected for the benchmarking exercise, being the United Kingdom, New 
Zealand and New South Wales (Australia) 

Capital Programme 
Delivery Capability 
Framework or 
‘Framework’ 

The Framework developed by EY to assist in defining the concept of capability relating to Capital 
Programme Delivery for the purposes of this Review (see section 4.4 and Appendix D) 

Capital Programme 
Delivery Capability 
Review or ‘Review’ 

The mandate given to EY to review the Irish Government’s capital project and programme 
delivery capability, with regards to the remit under the National Development Plan 

Supporting 
Excellence: Capital 
Programme 
Delivery Capability 
Review Report or 
‘Report’ 

The report drafted by EY to detail the findings of the Capital Programme Delivery Capability 
Review 

Capital Programme 
Delivery or 
‘Delivery’ 

As defined in section 3.2 of this report 

Capital Programmes 
or ‘Programmes’ 

Capital programmes and projects  

Centre of 
Excellence 

A ‘Centre of Excellence’ is a dedicated body charged with providing Capital Programme Delivery 
supports/ solutions 

CIRI Construction Industry Register Ireland 

CLG Construction Leadership Group (New South Wales, Australia) 

CSG Construction Sector Group (Ireland) 

CSO Central Statistics Office 

CSSO Chief State Solicitors Office  

CWMF Capital Works Management Framework 

DCC Dublin City Council  

DECC Department of the Environment, Climate and Communications  

DTCAGSM Department of Tourism, Culture, Arts, Gaeltacht, Sport and Media 

Decision Gates The Decision Gates as outlined in the Public Spending Code 

Delivery Entity(ies) 
or ‘Entity(ies)’ 

The range of public entities, such as Government Departments, Local Authorities, State Agencies, 
Devolved Agencies, Semi-States and approved independent bodies, responsible for Capital 
Programme Delivery in Ireland 

DoE Department of Education  

DHLGH Department of Housing, Local Government and Heritage 

DoH Department of Health  

DPER Department of Public Expenditure and Reform  
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Acronym Definition 

DoT Department of Transport 

GCCC Government Contracts Committee for Construction 

GMPP UK Government Major Project Portfolio  

Government The Irish Government 

HEA Higher Education Authority 

HSE Health Service Executive 

HSEC Health, Safety, Environment and Community 

ICNZ Infrastructure Commission New Zealand  

IGEES Irish Government Economic and Evaluation Service 

IIAF Infrastructure Investment Assurance Framework  

INSW Infrastructure New South Wales 

INZ Infrastructure New Zealand  

IPA Infrastructure and Projects Authority (United Kingdom) 

ISFU Infrastructure and Structured Finance Unit  (New South Wales Government Treasury) 

ITU Infrastructure Transactions Unit (New Zealand) 

IUK Infrastructure UK  

IW Irish Water  

LDA Land Development Agency 

MCC Mayo County Council 

MPA Major Projects Authority (United Kingdom) 

MPLA Major Projects Leadership Academy (United Kingdom) 

National Strategic 
Outcomes 

Project Ireland 2040 National Strategic Outcomes: Compact growth; Enhanced regional 
accessibility; Strengthened rural economies and communities; Sustainable mobility; A strong 
economy supported by enterprise, innovation and skills; High quality international connectivity; 
Enhanced amenity and heritage; Transition to a low carbon; climate resilient society; Sustainable 
water waste and other environmental resources 

NDFA National Development Finance Agency 

NDP or ‘National 
Development Plan’ 

National Development Plan 2018 - 2027 

NewERA New Economy and Recovery Authority 

NIO National Investment Office, Department of Public Expenditure and  Reform 

NSAI National Standards Authority of Ireland 

NSW New South Wales, Australia 

NTA National Transport Authority  

NTMA National Treasury Management Agency 

NZ New Zealand 

Objectives The five objectives as outlined in section 8.2, relating to a ‘preferred option’ 

OECD The Organisation for Economic Cooperation and Development 

OGP Office of Government Procurement 

OPW Office of Public Works 

Participating 
Entities 

A sample of national government entities with a remit to deliver capital projects and programmes 
as defined in Section 5.2  

PEP Project Execution Plan  
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Acronym Definition 

PM Project Management 

PMN Project Manager’s Network 

PMO Project or Programme Management Offices 

PPP Public Private Partnership 

PSC Public Spending Code 

PWC Public Works Contract 

Questionnaire 
The Capital Programme Delivery Capability questionnaire issued to 151 participants as part of 
the Review 

RIA Regulatory Impact Analysis 

RIAI The Royal Institute of the Architects of Ireland 

RVG Rijksvastgoedbedrijf (The Netherlands) 

RWS Rijkswaterstaat (The Netherlands) 

SME Subject matter expert 

SRSP or ‘Structural 
Reform Support 
Programme’ 

The SRSP is an EU programme that provides tailor-made technical support to all EU countries for 
their institutional, administrative and growth-enhancing reforms. From 2021 the SRSP will be 
replaced by the EU Technical Support Instrument (TSI) 

SRSS or ‘Structural 
Reform Support 
Service’ 

The SRSS previously co-ordinated the Europe Commission’s Structural Reform Support 
Programme. The Directorate-General for Structural Reform Support, (DG Reform) took over this 
mandate in January 2020  

State Irish state  

TII Transport Infrastructure Ireland 

TIP Transforming Infrastructure Performance (United Kingdom) 

UK United Kingdom 

  



Capital Project and Programme Delivery Capability Review January 2021 

5 
 

Table of contents 

Glossary ................................................................................................................................. 2 
Table of contents ..................................................................................................................... 5 
1. Overview ...................................................................................................................... 7 
2. Executive Summary ....................................................................................................... 9 

2.1 Introduction ............................................................................................................ 9 
2.2 Context and Background ........................................................................................... 9 
2.3 Methodology and approach ..................................................................................... 11 
2.4 Capability Challenges ............................................................................................. 12 
2.5 Potential solutions to Ireland’s capability challenges .................................................. 17 
2.6 Delivering solutions - options assessment ................................................................. 22 
2.7 Recommendation ................................................................................................... 24 

3. Introduction and scope ................................................................................................. 26 
3.1 Introduction .......................................................................................................... 26 
3.2 Scope ................................................................................................................... 26 
3.3 Limitations of scope ............................................................................................... 27 

4. Context and Background ............................................................................................... 28 
4.1 Overview of this Section ......................................................................................... 28 
4.2 Background to this Review ...................................................................................... 28 
4.3 Responsibility for Capital Programme Delivery in Ireland ............................................ 29 
4.4 Delivery capability .................................................................................................. 30 
4.5 Existing Government Supports ................................................................................ 30 
4.6 Delivery landscape for selected sectors .................................................................... 31 

5. Methodology ............................................................................................................... 33 
5.1 Overview of this section.......................................................................................... 33 
5.2 Sources of information ........................................................................................... 33 
5.3 Approach .............................................................................................................. 34 

6. Capability Challenges ................................................................................................... 36 
6.1 Overview of this Section ......................................................................................... 36 
6.2 Addressing and tailoring supports across organisations with varying capability ............ 37 
6.3 Supporting major Programmes ................................................................................ 43 
6.4 Applying industry expertise to governance and oversight ........................................... 48 
6.5 Attracting, retaining and developing people .............................................................. 50 
6.6 Ensuring collaboration ............................................................................................ 55 
6.7 Navigating macro constraints .................................................................................. 58 
6.8 Summary .............................................................................................................. 63 

7. Proposed solutions to Ireland’s capability challenges ....................................................... 64 
7.1 Overview of this section.......................................................................................... 64 
7.2 Supporting major Programme initiation ................................................................... 65 
7.3 Provision of central advice and supports to Delivery Entities ...................................... 67 
7.4 Developing an assurance function to support oversight of major Programmes ............. 68 
7.5 Implementing professional development programmes ............................................... 70 
7.6 Facilitating knowledge sharing and collaboration ....................................................... 72 
7.7 Central research, communication, innovation and advocacy ....................................... 74 
7.8 Conclusion ............................................................................................................ 76 

8. Options Assessment ..................................................................................................... 77 
8.1 Overview of this section.......................................................................................... 77 
8.2 The Options ........................................................................................................... 77 
8.3 Options Assessment ............................................................................................... 80 
8.4 Conclusion ............................................................................................................ 88 

9. Spotlight on Innovation ................................................................................................ 89 
10. Recommendation ......................................................................................................... 91 

10.1 Introduction .......................................................................................................... 91 
10.2 Recommendation ................................................................................................... 91 

Appendix A Questionnaire responses ................................................................................... 93 



Capital Project and Programme Delivery Capability Review January 2021 

6 
 

Appendix B Benchmarking international jurisdictions ............................................................ 94 
Appendix C Existing Government Supports ........................................................................ 108 
Appendix D Capital Programme Delivery Capability Framework ............................................ 115 
Appendix E References .................................................................................................... 125 
  



Capital Project and Programme Delivery Capability Review January 2021 

7 
 

1. Overview 

Ireland experienced a sharp retrenchment of capital spending following the 2008 financial crisis and 

the recent National Development Plan 2018 - 2027
1
 has since driven a marked increase in public 

capital expenditure and programme activity. The newly formed Government has reaffirmed its 
commitment to investment plans under the NDP which will act as an important economic stabiliser 
over the coming period.  As activity increases under the NDP, it is timely to review the capability of 
the public service in delivering upon the Capital Programmes contained within.   

The approach to delivering Capital Programmes across the public service varies depending on the 
sector and Entity. Sectoral policy is typically owned by Government departments at a national level 
and local authorities at a local level.  The responsibility for the delivery of Capital Programmes rests 
with a range of public Entities, such as Government departments, local authorities, state agencies, 
devolved agencies, semi-state companies and approved independent bodies.  This fragmented 
delivery approach has resulted in varying degrees of maturity across the State in relation to each 
Entity’s capability.   

Through the analysis conducted as part of this Review, we have identified that challenges relating to 
Capital Programme Delivery are experienced most acutely and prevalently by those Entities and 
sectors who have limited experience in substantial Capital Programme Delivery, or those who, 
through a hiatus of investment activity over a number of years, have had their expertise and 
resource base eroded. These Entities will be required to ramp up their capabilities significantly if 
they are to deliver the substantial Capital Programme assigned to them under Project Ireland 2040. 
Entities and public bodies providing specialist Capital Programme Delivery supports (such as the 
NDFA, NewERA, OPW, LDA and the Housing Agency) could be further invested in and appropriately 
resourced to develop the capacity to assist those Entities where required.    

Entities with a more consistent level of historic capital expenditure are likely to have a more 
established asset delivery function (such as Transport Infrastructure Ireland, National Transport 
Authority, Irish Water, Office of Public Works, Health Service Executive and larger local authorities). 
These Entities are likely to have a greater level of capability and each have a high degree of 
specialism within specific sectors or geographies. The capability within these Entities should be 
utilised by the State where appropriate.   

When assessing the maturity of programme capability a focus should be placed upon the sectors 
(and sector programmes) which do not currently have a singular asset delivery specialist but are 
forecasting increased activity and scale through their mandate under the NDP. These sector 
programmes may include housing, education, culture & heritage, telecommunications and certain 
climate related sectors such as retrofitting of the built environment, amongst others not covered by 
this Review.  Many of these sectors either do not have a specialist asset management/delivery entity 
or utilise a fragmented delivery structure where responsibility is dispersed across a large number of 
Entities.  While there is a need to balance the benefits of centralised synergies with local 
accessibility and knowledge, to successfully deliver on objectives within sectors where delivery 
responsibility is dispersed may require a greater focus and consistency in areas such as programme 
management, configuration management, control of risks and leveraging synergies.  Where there is 
no specialist asset entity, the requirement to build capability within the sector needs to be 
thoroughly considered. These sectors could build upon the experiences learned from other 
Programmes (such as water and transport) which have faced similar challenges in the past.  

The NDP consists of a broad portfolio of investments which can only achieve the Government’s 
objectives through a wide range of Entities all working together.  The scale of the NDP presents a 
significant opportunity for collaboration within the public service to leverage existing capability, 
achieve synergies of scale, develop the profession, co-ordinate responses to industry challenges, 
leverage data, achieve continuous improvement and adopt innovation. Advances in technology and 
innovative techniques highlight the need for the industry to develop a culture of innovation to 

 
1
 The NDP sets out investment targets over the next decade. 
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efficiently deliver future proofed assets. Significant work has been done to date on innovation by the 
Construction Sector Group ‘Innovation Sub-Group’ and this needs to be further built upon. 

When looking to other jurisdictions to understand how they have approached supporting and 
improving Capital Programme Delivery at a national portfolio level, it is evident that there are many 
potential national solutions and initiatives that could be of benefit to Ireland. This Report proposes 
several solutions which have been grouped within the following categories: 

1. Supporting major Programme initiation; 
2. Provision of central advice and supports to Delivery Entities; 
3. Developing an assurance function to support oversight of major Programmes; 
4. Implementing professional development programmes; 
5. Facilitating knowledge sharing and collaboration; and 
6. Central research, communication, innovation and advocacy. 

Given the fragmented delivery approach within Ireland and the existing Government supports being 
provided by various departments and agencies, the responsibility for delivering the proposed 
solutions is unclear. The question therefore arises whether structural changes are required to 
implement these initiatives. Learnings taken from other international jurisdictions and certain 
national sectors have also been considered within this Report.  

As Programmes within the NDP are already being delivered upon, there is a requirement for 
immediate action.  It is therefore recommended that a multi-stranded approach is taken by the 
Government which considers longer term solutions in parallel with near term initiatives which can be 
delivered within existing Government structures. 

The National Investment Office in the Department of Public Expenditure and Reform is the policy 
centre for public infrastructure development in Ireland, and therefore has a key role to play in 
implementing the recommendations in this report. In this regard, and in the context of the NDP 
review and reprioritisation, it is recommended that the NIO convenes an action team comprising of 
internal/external experts (Internal experts could include representatives from specialist entities such 
as the OPW, NDFA, OGP, etc.)  to tailor and set out a roadmap for implementation of the proposed 
solutions in more detail.  This action team should also consider how the NIO could configure a 
national infrastructure “backbone” that can more coherently support the industry within the public 
service.    
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2. Executive Summary  

2.1 Introduction 

EY has been engaged by the Structural Reform Support Service of the European Commission on 
behalf of the Department of Public Expenditure and Reform, to review the Irish Government’s capital 
project and programme delivery capability, with regards to the remit under the National 
Development Plan. The mandate of the Review includes: 

• Identifying existing capability challenges across the public service; 

• Identifying actions required to optimise the delivery of public capital investment informed by 
international practice; and 

• Recommending structures to support, develop and modernise the State’s delivery practices. 

Throughout this report we collectively refer to capital programmes and projects as ‘Capital 
Programmes’ or ‘Programmes’.    

The specific impacts of the global COVID-19 pandemic were not within the scope of this Review, and 
therefore, have not been specifically taken into account within the analysis.    

2.2 Context and Background 

2.2.1 Delivery capability 

Any organisation involved in Programme 
delivery must translate strategic intent into 
capabilities.  Whilst the definition of 
capability may vary depending upon the 
Programme type (sector, size, complexity, 
delivery model, delivery role, etc), there are 
common capability components which an 
Entity/Programme must address.  

In order to assist in defining the concept of 
capability relating to Capital Programme 
Delivery, EY has developed the ‘Capital 
Programme Delivery Capability Framework’ 
(see Figure 1).  The Framework sets out the 
core capability components, further detail 
on the components and definition of each of 
these capabilities has been provided in 
Appendix D.  

While there is no ‘one size fits all’ description 
of the stages of maturity, the Framework is 
supported by a description of five stages of 
maturity, which vary from ‘basic’ to 
‘leading’.   

Leading Delivery Capability may be summarised as: 

• Management are seen as exemplars, reinforcing the need and potential for capability and 
performance improvement.  

• People and team will be informed, committed, engaged and proactively seeking out innovative 
ways to achieve goals.   

• Processes and systems across all practices are in place and can be demonstrated through 
established behaviours, standards and procedures.  

Source: EY
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• Expert up-to-date practices and disciplines, mature behaviour and quantitative management (i.e. 
controlled using metrics and quantitative techniques).   

• A learning organisation, propagating the lessons learned from past reviews.  

• The team will focus on optimisation and will anticipate future capability requirements to meet 
delivery challenges.    

A summary description of the qualities that might adhere to each stage of maturity is also set out in 
Appendix D.  

2.2.2 Background to this Review 

Ireland experienced a sharp retrenchment of capital spending following the 2008 financial crisis. 
Significant cuts were applied to capital expenditure between 2009 and 2013 as public financial 
constraints took hold and capital allocations were reduced by over 62%, falling from €9.0 billion in 
2008 to a total capital allocation of €3.4 billion in 2013.  

In 2018, Project Ireland 2040 was launched which encompasses Ireland’s National Development 
Plan 2018– 2027 and the National Planning Framework. Project Ireland 2040 is the Government’s 
long-term overarching strategy to make Ireland a better country for its entire people and sets out 

ten National Strategic Outcomes
2
, built around the over-arching themes of well-being, equality and 

opportunity. The plan changes how investment is made in public infrastructure in Ireland, moving 
away from the approach of the past, which saw public investment spread too thinly and investment 
decisions that didn’t align with a well-thought-out and defined strategy.  Project Ireland 2040 has 
led to higher levels of public investment and the increase in capital expenditure is expected to 
continue. The new Government of June 2020 remains committed to the pipeline of public 
investment projects detailed in the National Development Plan and a review and reprioritisation of 
the NDP commenced in 2020.  The Government provided for a 2020 capital provision of €9.7 
billion, which is over 187% higher than that of the 2013 allocation. The overall capital allocation 
provided for 2021 is €10 billion, representing an increase of €1.8 billion (23%) over the original 

2020 capital provision of €8.2 billion
3
.   

Given that the National Development Plan is now two years into its roll-out and we have seen a 
marked increase in capital delivery activity across the country, it is timely to review the capability of 
the State in delivering the Capital Programmes contained within.   

The NDP covers a number of investment Programme types, each with their particular 
characteristics, for example: 

• Infrastructure projects to support transport, water, energy and communications; 
• Buildings and campuses to support education, health, security, culture and other State services; 
• Large scale housing delivery which represents a shift away from dependence on the private 

sector for housing delivery; and 
• Funding programmes in areas such as urban and rural regeneration/ development and 

retrofitting programmes. 

The approach to delivering Capital Programmes across the public service varies depending on the 
sector and Entity. Sectoral policy is typically owned by Government departments at a national level 
and local authorities at a local level.  The responsibility for the delivery of Capital Programmes rests 
with a range of public entities at a national and local level, such as Government departments, local 
authorities, state agencies, devolved agencies, semi-state companies and approved independent 
bodies referred to as ‘Delivery Entities’ or ‘Entities’ within this Report.  Each Entity is responsible for 

 
2

Source:  https://www.gov.ie/en/campaigns/09022006-project-ireland-2040/ 
3

 Source: http://databank.per.gov.ie/Expenditure.aspx?rep=GrossVH and DPER internal information 
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its own execution planning and delivery approach.  Figure 2
4
 below provides an overview of the 

Delivery Entities within selected sectors, for illustrative purposes.  

 

Figure 2: Overview of the Government Delivery landscape in Ireland across selected sectors 

 

2.3 Methodology and approach 

A key consideration in undertaking this Review was the insights and feedback from those who are 
directly involved in delivering Capital Programmes within the public service. The analysis 
underpinning the findings in this Report is based upon the following resources:  

• Consultation with subject matter experts in Capital Programme delivery (refer to section 5.2); 

• Consultation with a sample of senior representatives from Participating Entities with a remit 
under the NDP (refer to section 5.2);  

• Consultation with two national bodies (Irish Water and Transport Infrastructure Ireland), that 
were identified as having particular experience and knowledge in Capital Programme Delivery; 

• Capital Programme Delivery Questionnaire, which was completed by 75 representatives involved 
in Capital Programme Delivery across the public service; and 

• Consultation with public sector Capital Programme Delivery specialist bodies, within a selected 
sample of international jurisdictions, selected and agreed with the Advisory Group (refer to 
section 5.2).  

The following key activities were undertaken during this Review: 

 
4

 Department names have been updated in line with the Government formation as at June 2020.  
   HEA has a limited role in relation to higher institutes of education only. 
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• Development of a Capital Programme Delivery Capability Framework to assist in defining the 
concept of capability and enabling a consistent and comparable approach to engagements 
throughout the Review (refer to section 4.4);  

• Assessment of the capability challenges experienced by Delivery Entities, as informed by the 
Participating Entity consultations and the Questionnaire results (refer to section 6); 

• Benchmarking Ireland’s approach against selected international jurisdictions in the UK, New 
Zealand and New South Wales, Australia (refer to Appendix B); 

• Identifying potential solutions to address the capability challenges, as informed by solutions 
applied within the international jurisdictions (refer to section 7); 

• Identifying potential structural options which could enable the delivery of the proposed solutions 
and performed an assessment of each option (refer to section 8); 

• Recommending an approach and immediate next steps (refer to section 10). 

Each activity included in the above methodology was considered and discussed in detail with the 
Advisory Group. This approach ensured a consistent and comprehensive approach that would 
appropriately assess the relevant components of Capital Programme Delivery and deliver feasible 
potential solutions to the challenges identified.  

2.4 Capability Challenges 

While capability challenges will vary by sector and Delivery Entity, the purpose of this Review was to 
identify the challenges encountered in Capital Programme Delivery across the public service, which 
can be better supported through a structured approach at a Government portfolio level.  

Several challenges encountered are identified as follows: 

1 
Addressing and tailoring supports across 
organisations with varying capability  

4 
Attracting, retaining and developing 
people  

2 Supporting major Programmes  5 Ensuring collaboration 

3 
Applying industry expertise to 
governance and oversight  

6 Navigating macro constraints 

The above challenges are applicable to all Delivery Entities, however, it was evident from the Review 
that some of these challenges are more applicable to some Entities than others.  

1. Addressing and tailoring supports across organisations with varying capability 

This Review highlighted that many Entities are currently reviewing components of Capital 
Programme Delivery capability (including organisational structures, people, processes and systems) 
in response to or in anticipation of, increased activity. Each of the Entities have been independently 
appraising their capability without availing of central supporting guidance, and thus, there has been 
little consistency identified in relation to the approach being taken.  

One of the more salient Questionnaire results was in relation to programme execution plans, where 
37% of respondents felt plans were ‘Basic’ or ‘Developing’ in relation to analysing capacity and 
capability constraints across the project lifecycle.  Programme execution plans set out the strategy 
for managing a Programme, including the core competencies and processes required for success.   

Programme leaders are central to ensuring a successful delivery but require input and support from 
project delivery specialists and technical expertise. This review identified that certain core project 
delivery competencies such as the management of benefits, risk management, change control and 
quality assurance could be strengthened.  While many Entities communicated that they had access 
to the desired level of technical competencies, either in-house or procured from the private market, 
several Entities did communicate gaps in this regard, albeit there was not a common trend in 
relation to any one technical discipline.   
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Process and control frameworks ensure that everyone understands the necessary activities required 
to deliver a Programme and practices are applied consistently. Without mature processes being in 
place, there will be an over reliance on individuals to deliver activities successfully and this will 
result in inconsistent outcomes across a portfolio or Programme.  Mature processes will be 
supported by technology, tools and systems. The Questionnaire highlights technology, tools and 
systems as an area which requires development, with 51% of respondents stating that use of digital 
systems and technology was limited or very limited, and 52% stating that there were no plans to 

upskill staff to assist with implementing this in the future
5
. There were good examples of the use of 

digital systems and technology in Delivery by NTA, TII and the Department of Housing, Local 
Government and Heritage identified during the consultations, however, there was not a systemic use 
of digital systems, technology or digitisation of Programme information across the Entities. 

This Review also evidenced a large variation in the level of capability across Entities. Some Entities 
have strong capability and can demonstrate same, while others may have capability gaps. The 
systemic challenge across the public service is the fragmented approach and varying capability 
challenges. This needs to be better understood and addressed on an Entity and sector basis.    

This Review did provide some insights as to where the capability gaps are more likely to occur. It was 
apparent that the Entities with a more established asset management / delivery function and a 
consistent level of historic capital expenditure, were able to communicate a higher level of capability 
than those Entities operating in previously less active sectors. Entities such as Transport 
Infrastructure Ireland, the National Transport Authority, Irish Water, the Office of Public Works, the 
Health Service Executive and the larger local authorities can leverage existing organisational 
structures, processes, people and knowledge in meeting the increased activity. These Entities each 
have a high degree of experience and specialism within specific sectors or geographic locations.  
The capability within these Entities should be utilised where appropriate, however, their capacity to 
deliver on increased activity should also be considered. 

For Entities with a less established asset management/ delivery function, where capability gaps are 
identified they may not have the scale or the means to address them internally. When Entities opt to 
procure the expertise, they need to ensure that they remain an ‘intelligent customer’ with the 
necessary knowledge and experience to perform high quality execution plans and optimise the 
contracting, monitoring and governance of private suppliers and advisors. This may be the case for 
Government departments with a capital programme delivery responsibility, smaller local authorities 
and other smaller Entities/ bodies.  Government should consider how it can better support these 
Entities which could include utilising expertise within other Entities. The National Development 
Finance Agency and the Office of Public Works are two Government Entities with a specialism in 
Capital Programmes and work across sectors, the capability within the NDFA and OPW could be 
further utilised across Entities with a less established asset management/ delivery function, 
however, their capacity to deliver on increased responsibilities needs to be considered. 

 
5
 Source: Questionnaire 

| Digitalisation 

Digitalisation is both a sizeable opportunity and a challenge for Capital Programme Delivery. 
Digital design and modelling is increasingly being adopted in the commercial building sector 
driving quality standards, faster construction aided by off-site manufacture and enabling 
efficient adoption of increasingly complex energy management (heating, ventilation and work 
environment). These models become essential asset management supports in the operations 
phase of assets and their adoption requires utilisation by all stakeholders (public sector clients, 
designers, builders and operators). While some Delivery Entities have begun to leverage 
digitalisation, all of the Delivery Entities will need to further develop capabilities to harness 
digitalisation to realise efficiencies in Delivery and facilitate collaboration going forward. 
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2. Supporting major Programmes  

There are several sectoral programmes (i.e. housing, education, culture & heritage, 
telecommunications and certain climate action measures such as retrofitting of the built 
environment) within the NDP which represent a significant increase in scale and at present are being 
delivered through either: i) a less mature asset delivery function; or ii) through a fragmented 
structure where responsibility is dispersed across a large number of Entities. 

These sectors may experience challenges such as: i) limited/ stretched internal capability; ii) lack of 
consistency; iii) annual/ individual project focus; iv) fragmentation of the supply chain; and v) 
foregoing synergies of scale.  Other sectors have experienced similar challenges in the past and 
have addressed these through the development of new sector focused delivery structures (such as 
those at IW and TII).  These sectors identified the need for specialist programme management 
structures to achieve synergies of scale, drive performance across multiple projects, break down 
silos, provide specialised expertise, enable continuous learning, make technology readily available 
and embed a culture of innovation. 

Sectors which are gaining scale under the NDP should be reviewed to ensure structures and 
capabilities are in place which ensure outcomes are being maximised at project initiation.  Overall 
responsibility for programmes at a sector level may reside with a central Government department, 
therefore, expert assistance may be required to assist departments in undertaking such reviews.   

3. Applying industry expertise to governance and oversight 

The Approving Authority is defined within the Public Spending Code, as having ‘ultimate 
responsibility for the project’, which includes providing approvals at key decision gates, monitoring 
the project as it is implemented and reviewing whether the project should progress, should major 
developments occur that threaten the viability of the project.  The Approving Authority is typically 
the parent department or local authority unless otherwise designated. 

The consultation process suggested that governance structures are generally well established 
across the public service. Civil servants are experienced in fulfilling governance roles and 
programme teams are aware of their roles and accountabilities. However, the consultation process 
also provided a view that civil servants responsible for overseeing governance within the Approving 
Authorities are often not accredited in the area of Capital Programme Delivery, and are therefore 
somewhat reliant upon the expertise of the Sponsoring Agency to provide assurance that the 
Programme is being controlled, implemented in line with its remit and on track to deliver. It is 
important that the governance structures established allow for a clear separation between 
‘oversight’ and ‘delivery’, so that objective perspective and challenge can be brought to Capital 
Programme Delivery. This issue is likely to manifest itself in situations where Programmes are not 
performing to plan and it is important that senior officials have adequate supports to independently 
assess and address the risks presented.  

Programme steering or oversight groups are generally in place, however, there is no clear guidance 
on how they should be formed or their required composition to enable appropriate oversight and 
governance. More established processes/ guidance and support are therefore required around how 
steering groups are formed and the capability composition of these steering groups. Additionally, to 
provide those charged with governance with assurance that work is continually controlled and on 
track to deliver (in between approval gates), an integrated governance and assurance framework is 
required at a project and programme level.  A consistent approach by Approving Authorities to such 
frameworks was employed by some Entities such as TII and IW, but lacking in others.    

4. Attracting, retaining and developing people 

As activity increases under the NDP, successful outcomes will be dependent upon having people 
with the right skills and experience who are available across the Programme lifecycle. This Review 
suggests that there is an experienced cohort of Capital Programme Delivery professionals in the 
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public service (with concentrations in a number of specialist Delivery Entities), however, it was 
apparent that attracting, retaining and developing talent was a key challenge encountered.  The 
Capital Programme Delivery profession, including roles and competencies, is not well recognised 
within the public service.  Improving the identity of the profession is therefore an important first 
step in establishing a people strategy.  

Initiatives such as ‘providing a defined career path’, ‘greater recognition of professional 
qualifications and technical expertise’ and ‘implementing relevant and defined learning and training 
programmes’ were all identified as being required to support Entities who are seeking to attract and 
retain staff. Project management training and development specific to the industry is also a 
fundamental requirement for effective delivery. 

Additionally, Programme success is often attributable to visionary project leaders who set the tone 
and pace from the top. The consultation highlighted a general view that succession planning was a 
challenge, and this will be amplified by the increased activity being forecast. A focus on empowering 
the leadership of today and tomorrow is a critical consideration. 

As some Delivery Entities in certain sectors (housing, education, culture & heritage, amongst 
others) have not historically had a large volume of capital Programme delivery responsibility, the 
level of development of the Programme delivery professionals within these Entities is less mature 
than those sectors with specialist Delivery Entities who have developed their professionals through 
sustained investment Programmes (e.g. TII, NTA, IW, OPW). These Delivery Entities with less 
developed resources will therefore require focussed assistance in attracting and developing people if 
they are to successfully deliver on their respective remits. 

5. Ensuring collaboration 

A fragmented approach to Capital Programme Delivery across Government has resulted in silos 
forming, which prevents the sharing of information and knowledge. This lack of collaboration can 
impact on the efficiency of public investment decision-making due to a lack of robust information 
being available. While some information sharing does take place at an Entity level, it is vital to 
expand this across sectors and nationally, so that the full benefits of collaboration in relation to 
Capital Programme Delivery can be realised. Findings from both the consultation process and the 
Questionnaire, points to a need and appetite for increased collaboration across the public service.  

The OECD published a report in 2017 ‘Getting Infrastructure Right: a Framework for Better 
Governance’ which reported a key challenge in collaboration for public investment strategies across 
government; “even in situations where the actors involved clearly recognise the need for it. 
Transaction costs, competitive pressures, resource constraints, differing priorities and fears that the 
distribution of costs or benefits from co-operation will be one-sided, can all impede efforts to bring 
governments together. The national government holds a key strategic role in convening investment 
priorities, strengthening capacities of different levels of government involved in managing public 

investment, and ensuring sound framework conditions for governing public investment.”
6
   

There is an opportunity for the implementation of initiatives, aimed at improving the level of 
collaboration across sectors, breaking down silos between teams and engendering a focus on 
continuous improvement and consistency across the Capital Programme Delivery profession.  

6. Navigating macro constraints 

Capital Programmes are delivered within complex and continually changing environments that have 
many stakeholders and are required to navigate wider political, industry, legal and regulatory 
constraints. The majority of consultees referenced common macro challenges which they are 

 
6
 Source: Organisation for Economic Co-operation and Development (OECD), 2017, Getting Infrastructure Right: a Framework 

for Better Governance 
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seeking to overcome.  Delivery professionals must operate within the confines of macro 
environmental factors, however, they must also collaborate to seek solutions to the challenges 
presented and co-ordinate responses to support positive changes in the industry.  Some of the 
common macro challenges are summarised below under the following broad categories: 

• Private sector collaboration: When consultees were discussing significant risks to the successful 
delivery of Programmes, the majority of consultees referred to challenges which are either 
experienced within or through interaction with the private sector. These challenges include 
managing private sector capacity, providing the private sector with confidence to invest in 
innovation, achieving an appropriate balance of risk share and addressing legal disputes. An 
emerging trend from the private sector recognises that high quality projects delivered within 
budget are achieved in collaborative ‘one team’ arrangements. In these collaborative models, all 
parties are incentivised to pool expertise, enable truly integrated, cross-disciplinary co-operation 
and manage risks collectively. Such an approach would require a major cultural shift in the public 
sector.  

• Communications: The benefits generated by public sector Capital Programmes are derived 
through the demand and use by the end-user, usually being the general public. The consultation 
process highlighted the recognition of the importance of regular, structured communication with 
public stakeholders to ensure that Programme objectives are achieved. 82% of Questionnaire 
respondents believed that Capital Programmes would benefit from further supports in the area 
of ‘communications strategy and public relations’. The National Investment Office is active in the 
area of communications (e.g. NDP, Project Ireland 2040 and NIO Project and Programmes 
Tracker), however, communications could be expanded.  Best practice in this area is evident in 
the TII approach to major projects, with multiple public engagement stages as an integral part of 
the decision making process.  

• Other Macro Challenges: Material challenges communicated through the consultation process 
included issues with: 

► The planning process and appeals; 

► The absence of multi-annual funding commitments; 

► A high inflationary construction environment; and 

► Political pressure to accelerate delivery or release cost estimates. 

Private suppliers of goods and services are critical to the delivery of all Exchequer-funded projects. 
Those charged with delivering large scale Capital Programmes, should manage their pipeline to 
consider market capacity and continue to seek procurement and contracting strategies which 
promote the realisation of mutual and sustainable value.  The recent establishment of the 
Construction Sector Group has started to address this challenge as it seeks to promote regular and 
open dialogue between Government and industry on the delivery commitments outlined in Project 
Ireland 2040. 
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2.5 Potential solutions to Ireland’s capability challenges 

Having regard to the challenges being experienced within the public service in relation to Capital 
Programme Delivery, a set of actions and initiatives have been identified and proposed which may 
serve as solutions to these challenges.  All of the proposed solutions are being delivered to varying 
degrees in other international jurisdictions which were benchmarked during this Review.  The 
potential solutions and initiatives are set out below under six categories: 

The Review has also identified a number of near term initiatives, or ‘quick wins’ that could be 
implemented in order to address Ireland’s capability challenges, as detailed in this section and 
section 7 of this Report. 

Rather than implementing the proposed solutions in a “one size fits all” approach across all sectors/ 
Entities involved in Capital Programme Delivery, the solutions should be considered as available to 
all sectors/ Entities, but would only be implemented where and if required. Entities that have more 
established asset management/ delivery functions would be expected to draw less on certain 
solutions (such as supporting major Programme initiation and advice and supports under solution 
2). These would include Entities such as TII, NTA, IW, OPW and the HSE, who each have a high 
degree of experience and specialism within their respective sectors.  

In contrast, sectors with less developed capability which do not currently have a specialist Delivery 
Entity but are forecasting increased activity and scale, would be expected to benefit most from 
leveraging all of the proposed solutions. This implies that a primary focus should be placed on 
providing the solutions to the sectors (and sector programmes) which do not currently have a 
specialist Delivery Entity but are forecasting increased activity and scale. Selected examples of such 
sectors include (but are not limited to) housing, education, culture & heritage, telecommunications 
and certain climate action measures such as retrofitting of the built environment.  

1. Supporting major Programme initiation 

Programme set-up is a key discipline and failure to commence with the right structures, people, 
processes and systems in place, is likely to result in major issues as Delivery progresses.   

The Review identified instances whereby large complex sectoral programmes are being delivered 
through a fragmented structure (education and housing) and significant bespoke 
programmes require Entities to develop a new set of capabilities (i.e. Retro-fitting, the National 
Broadband Plan, the New Children’s Hospital, Dalymount Stadium re-development and MetroLink).  

Maintaining a defined list of the major projects and programmes will assist in identifying Entities, 
programmes (particularly large complex sectoral programmes) and projects (particularly large 
bespoke projects) which could benefit from expert guidance, support and governance relating to 
programme initiation and execution planning (which includes developing an accurate and achievable 
brief). These will typically be the largest, most urgent, innovative and highest risk type of Capital 
Programmes. 

Where these Programmes are being delivered by Entities who have dedicated and mature 
asset delivery/ management divisions, they have the benefit of leveraging existing capabilities and 
may require less support.  These Entities should be utilised for Programme delivery where possible 

1 Supporting major Programme initiation  4 
Implementing professional development 
programmes  

2 
Provision of central advice and supports 
to Delivery Entities 

5 
Facilitating knowledge sharing and 
collaboration  

3 
Developing an assurance function to 
support oversight of major Programmes 

6 
Central research, communication, 
innovation and advocacy 
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(for example, OPW could be considered to deliver a complete Programme in relation to culture and 
heritage).   

Other Entities/ sectors may be required to build capability from the ground up and may require 
greater support. This may include reviewing the current state within the Entity/ sector and 
implementing new structures.    

Regardless, a significant commitment is required to ensure that the necessary components of 
Capital Programme Delivery capability are in place from the outset, and are managed across the 
project lifecycle.  There are examples of Entities which have developed significant Delivery 
capabilities within specific sectors which historically have had a more consistent level of activity. 
This expertise should be leveraged, where possible, to support other sectors with increasing scale of 
capital expenditure who are now experiencing similar challenges. For example, experience from 
sectors such as water and transport should be leveraged to assist the development of Delivery 
structures in other sectoral programmes. 

 

2.  Provision of central advice and supports to Delivery Entities 

In recognition of the varying capability across the Government, where some Entities may not have 
the scale or the means to address capability gaps internally, there is a requirement for the provision 
of Programme advice and supports. Entities need to ensure that they remain an ‘intelligent 
customer’ with the necessary knowledge and experience to produce quality execution plans and to 
optimise the sourcing, contracting, monitoring and governance of private suppliers and advisors. 
Where capability gaps are identified, these Entities may require a central support to assist them, 
such as: 

• Comprehensive programme advisory supports: The public service would benefit from having 
access to a range of expert supports across several competencies. Examples of where these 
supports could be benefitted from include: i) where capability gaps are identified but Entities do 
not have the scale or the means to address these gaps internally; and ii) where Entities intend to 
procure the expertise externally and require support to ensure the capability gap is mitigated 
until the external expertise is onboarded in full, to help run the successful procurement. 

In Ireland, while specific supports are available for certain projects and technical competencies 
(refer to Section 4.5), there is no central unit providing dedicated and comprehensive support for 
the Entities with a mandate to provide this function across the breadth of capabilities required.  
This central support could also be instrumental in disseminating best practice and innovation.     

• Expanded best practice guidance: Best practice guidance could be developed based upon 
several sources of information such as lessons learned/ peer reviews, wider industry trends and 
insights and international guidance.  Best practice documentation does exist in the form of the 
Public Spending Code and the Capital Works Management Framework, and this could be further 

 

| Near term initiatives for supporting major Programme initiation 

In parallel with the review of the NDP, there should be an exercise to identify a defined list of 
the major Capital Programmes.  For each of these Programmes, the initiation, set-up and 
execution planning should be considered by the Approving Authorities (who may require 
specialist support - see solution 3 below) to ensure that appropriate delivery capability is in situ.  
This should include the major sector Programmes which are currently being delivered through a 
fragmented structure, with responsibility dispersed across a large number of Entities.  These 
will typically be the largest, most urgent, innovative and highest risk type of Capital 
Programmes. These Programmes should be reviewed to ensure structures and capabilities are 
in place which ensure outcomes are being maximised. The identification of these Programmes 
will allow for clear and transparent accountability for their successful delivery. 
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developed to cover practices identified as being less mature, such as the management of 
benefits, risk management, change control and quality assurance. 

 

3.  Developing an assurance function to support oversight of major Programmes 

The Review highlighted that Approving Authorities could benefit from a specialist, comprehensive 
and independent function to support them in performing their duties and strengthen the assurance 
process. We have identified the following potential solutions which may strengthen the governance 
and assurance function of Capital Programme Delivery: 

► Supporting the oversight of governance: Provision of an expert advice and support function to 
Approving Authorities in relation to the governance oversight of Programmes. This may include: 

• Advising Approving Authorities on the structure and make-up of the governance structure for 
a particular Programme, including the relevant capabilities required;  

• Supporting Approving Authorities in reviewing project/ programme level governance and 

assurance frameworks, upon which the Approving Authority may partially rely upon
7
; and 

• Undertaking capability maturity assessments on Delivery Entities. 

► Accredit assurance reviewers: Individuals across both the public and private sector could be 
accredited as ‘Assurance Reviewers’ who have the necessary skills to provide independent and 

objective challenge
8
. Approving Authorities could then draw upon a panel of accredited 

reviewers to supplement the make-up of their Governance oversight team. Additionally, placing 
an accredited reviewer as an independent member on Programme level boards or steering 
groups could provide Approving Authorities with additional confidence in the programme level 
governance and assurance framework.  

► Capability maturity assessments: Approving Authorities could request capability maturity 
assessments be completed at an Entity, programme or project level, depending upon the 
circumstances.  This would identify capability requirements and what level of capability a 
specific Entity/ programme or project has, where the level of capability could be linked to the 
level of autonomy/ self-governance an Entity should have.  

 
7

 Note: NIO is already developing a new governance and assurance process for major project over €100 million, involving 
two external reviews (conducted by a panel of international experts in infrastructure delivery) of major projects at key points 
in the project lifecycle. This process has a target operational date of 2021 
8

Note: This is being done to an extent in certain Entities (including TII and IW) but needs to be rolled out across Government. 

 

| Near term initiatives for the provision of central advice and supports to 
Delivery Entities 

Where appropriate, specialist Delivery Entities such as OPW, NDFA and sector specialists (such 
as TII, NTA, IW, HSE etc.) could assist and share their expertise with other Entities in relevant 
sectors to address capability gaps or assist in procuring expertise externally. This would require 
investment to allow the Entities to develop the additional capacity required to perform this 
expanded role.   

The NIO could be mandated to provide a co-ordination function for Delivery Entities requesting 
assistance relating to Capital Programme Delivery. NIO could work with the Delivery Entities 
and other supporting agencies to match capability gaps with the correct supports that are 
available in the near-term. Entities that have concerns about their capability to deliver on their 
respective remits, should carry out (or seek assistance to carry out) a capability review to 
inform what support they will require. 
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4.  Implementing professional development programmes 

Our Review has identified challenges with regard to developing professionals, including the future 
Programme leaders. Whilst there is an expectation for each Delivery Entity to implement its own 
people and workforce planning strategies, many Entities do not have sufficient scale to dedicate 
resources to manage and plan specific development courses for Capital Programme Delivery 
professionals. We have identified the following potential solutions which may support the 
development of the profession: 

• Define roles and map competencies: In order to put in place development programmes, an initial 
step would be to define the Delivery roles in the public service and then map the required 
competencies/ capabilities against these. The Infrastructure and Projects Authority, UK has done 

something similar in its Project Delivery Capability Framework
9
. 

• Leadership development programmes: In the UK (Major Projects Leadership Academy) and New 
South Wales (Australia Major Projects Leadership Academy, based in Victoria), leadership 
development programmes for Capital Programme leaders are available to ensure a consistent 
approach to leadership, increasing trust, promoting succession planning and encouraging shared 
learning for all leaders. Ireland does not currently have a programme or support to develop the 
profession’s existing and future leaders and it is proposed that this solution be provided. 

• Industry specific learning and development programme and industry specific recruitment 
programme: Having defined the roles and assigning required capabilities, a training programme 
could be developed to encourage a consistent approach to the core competencies of a Capital 
Programme Delivery professional. The training programme could also consider latest 
technologies, trends and thought leadership, which will encourage innovation in the sector. The 
Commercial Skills Academy was established in 2019 by the OGP and is currently operating on a 
pilot basis only. This could be further developed and more widely rolled out. 

• Industry specific recruitment programme: A recruitment strategy could be implemented to 
attract people to the Capital Programme Delivery profession by providing a defined career path 
for new joiners with a dedicated experience and training route-map. 

 

 

 

 

 

 

 
9
 See: https://www.gov.uk/government/publications/project-delivery-capability-framework-for-civil-servants 

| Near term initiatives for developing an assurance function to support 
oversight of major Programmes 

Expanding the mandate and role of entities such as the NDFA and NewERA through additional 
investment, would be a short term solution to providing a dedicated assurance support for 
Approving Authorities. The NDFA and NewERA already have a recognised name in providing 
assistance to certain Government departments, including but not limited to advice on the 
governance of programmes. This would require investment to enable the additional capacity 
required to perform this expanded role.   
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5. Facilitating knowledge sharing and collaboration 

The scale of the NDP covers a broad range of cross-sectoral investment projects and programmes, 
which will require the Delivery Entities to work together, if the Government’s National Strategic 
Outcomes are to be achieved. The scale of the NDP presents significant opportunity to ensure that 
the public service collaborates in order to attain synergies of scale, learn from mistakes, achieve 
continuous improvement and adopt innovation. It is vital to expand collaboration across sectors and 
geographies, so that the full benefits of collaboration can be realised. 

• Facilitating a culture of collaboration: Promoting relationships and conversation across the 
Capital Programme Delivery profession will serve to create the sense of a peer group working 
together towards a common outcome. This may be achieved through the establishment of 
various cross sectoral, cross entity groups, such as: i) appointing a central ‘Capital Delivery 
Leader’ within each Entity; ii) leadership groups; iii) peer reviews to encourage collaboration and 
shared learning; iv) lesson learning to share the challenges and lessons learnt on Programmes; v) 
networks; vi) round tables; and vii) conferences. 

• Facilitating the ability to use and leverage data: Structures and supports should be put in place 
to facilitate Delivery Entities sharing and leveraging data in a seamless manner. Collaboration 
should also ensure that any information and data being collected is done so on a consistent and 
structured manner, that enables value to be derived by the Delivery teams. Identifying, collecting 
and managing data (such as inflation, budget risk premiums, etc.) through collaboration could 
help improve the overall reliability of the Programme outcome. Support in the use of digital 
software and systems, technology and digitalisation in general across Capital Programme 
Delivery, could be provided to facilitate the sharing of data across Entities and Government.  

 

| Near term initiatives for facilitating knowledge sharing and collaboration 

The NIO could promote collaboration, relationship building and information sharing across the 
profession through: 

► Appointing a central ‘Capital Delivery Leader’ within each Entity; 

► Leveraging existing networks, such as the Project Manager’s Network; 

► Establishing a number of leadership groups between the leaders of major capital 
projects and programmes; 

► Running a roundtable programme of events to discuss key challenges, themes and 
findings; and 

► Continuing to organise various Capital Programme Delivery conferences, such as the 
Infrastructure conference and the ‘InfraNet’ network. 

 

 

| Near term initiatives for implementing professional development 
programmes  

Leadership development programmes already exist in other jurisdictions and can be delivered 
by external providers. The NIO should procure a provider to establish a programme in Ireland. 

The Commercial Skills Academy could be further developed with additional investment and 
more widely rolled out. The Commercial Skills Academy could also be assigned the 
responsibility of defining a people database for all those with a delivery responsibility under the 
NDP, defining their roles and competencies and tailoring specific training modules to address 
any identified challenges. 
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6.  Central research, communication, innovation and advocacy 

Delivery Entities are lacking a central advocate that can increase their likelihood of success through 
generating strong public sentiment, enabling private sector collaboration, innovation and co-
ordinating responses to industry challenges. A central advocate could support those charged with 
Capital Programme Delivery to navigate the macro-environmental constraints and support the 
achievement of solutions and change, through the following activities: 

• Managing dedicated communication strategies to ensure the needs and concerns of 
stakeholders are sufficiently addressed and the successes of the Capital Programme Delivery 
sector are widely communicated. This could include taking a holistic view of all of the 
Programmes which are being implemented and the benefit realisation to Ireland. 

• Acting as a point of contact for private suppliers of goods and services, actively manage the 
pipeline to consider private market capacity and promoting contracting strategies which 
facilitate the realisation of mutual sustainable value. 

• Conducting research, analysing trends and coordinating responses to key issues and 
constraints faced by the wider industry and acting as an advocate to help bring about change. 

• Enabling innovation and digitalisation across the public sector by conducting research and 
promoting the use of innovation for information sharing and real time reporting. This function 
should leverage and/ or co-ordinate with the Construction Sector Group ‘Innovation Sub-
Group’ to maximise effectiveness and encourage the use of innovation within the Capital 
Programme Delivery industry. 

The recent work of the NIO and the CSG is recognised -  NIO in the area of communications 
(including the development of the NDP, Project Ireland 2040 and the NIO Project and Programmes 
Tracker) and the CSG in promoting regular and open dialogue between Government and industry. 
These initiatives could be expanded to become a comprehensive offering to address the areas set 
out above.  

 

2.6 Delivering solutions - options assessment 

The potential solutions and initiatives outlined in section 2.5 demonstrates there are many ways in 
which Capital Programme Delivery across the public service could be better supported. The 
subsequent question which needs to be answered is how the chosen solutions could be delivered and 
rolled out to the Entities involved.  

 

| Near term initiatives for facilitating central research, communication, 
innovation and advocacy 

Continue to pursue the ten National Strategic Outcomes, as well as tracking and publicising 
progress in the Project Ireland 2040 Annual Reports. The review and reprioritisation of the NDP 
is also a key development in terms of the continued communication with the private sector in 
relation to the Government’s capital investment plan. 

The CSG should also continue its work to further develop engagement across the industry in 
relation to key issues and themes, under a number of initiatives including:  

► Publishing a public service plan of commitments to address the issues being 
experienced by the private sector; 

► Implementing a regular programme of thought leadership and communications in 
relation to Capital Programmes Delivery in the public sector; and  

► Continuing to research the importance of innovation and digitalisation in Capital 
Programme Delivery and promoting its application in the industry. 
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The existing Government supports available in Ireland are fragmented and being provided by various 
departments and agencies. There is no dedicated ‘Centre of Excellence’ or Government Entity 
charged with aligning the State’s objectives across sectors; providing assurance to the Government 
regarding the delivery of the NDP; improving Programme Delivery performance across the public 
service; supporting the Entities through the provision of expert advice and assistance; co-ordinating 
responses to industry wide challenges; and bringing a focus on innovation to the industry. The 
responsibility for delivering the proposed solutions is therefore unclear.  

This differs to the UK, New Zealand and New South Wales, Australia, where the approach to 
supporting Capital Programme Delivery is largely concentrated within a single, dedicated national 
infrastructure body, such as INSW in Australia, ICNZ in New Zealand and the IPA in the UK. These 
bodies function as a ‘one stop shop’ for Capital Programme/ infrastructure delivery and are easily 
identifiable by anyone involved in the industry seeking support or guidance.  

The Netherlands presents a different approach, where there are two main Capital Programme 
Delivery bodies (RWS and RVG), who between them, deliver the majority of large Programmes in the 
country.  Local government (equivalent to local authorities, which are known as ‘Gemeenteraad’ or 
‘Raad’) and other government entities, do not normally deliver large Programmes. In this regard, 
RWS and RVG are very much asset management/ asset delivery focused and have consolidated the 
industry and profession within the public service. 

Alternative options have also been considered which were not necessarily observed in other 
jurisdictions, but rather in Ireland. Successful sector programmes have been established in sectors 
including water (e.g. IW) and transport (e.g. TII) in Ireland and an option (option 6) which draws on 
the relative success of these programmes is also considered in the option analysis. 

An assessment of the options available to the Government, in terms of structures to deliver the 
proposed solutions, has been undertaken, the detailed findings of which are included at section 8. In 
order to assess each option, a set of objectives for a preferred option were established, based on the 
solutions outlined in section 2.5 above. The seven options that have been identified and assessed 
are summarised below: 

Option Description summary 

1 

Do nothing/ develop delivery capability in each individual Delivery Entity: This option of ‘do nothing’ considers 
that all Entities and supports would continue to operate as they currently exist and a dedicated programme to 
deliver the solutions identified is not implemented. Delivery Entities would continue to deliver Capital 
Programmes within the environment of existing supports that are already offered across the public service. 

2 

DPER’s National Investment Office co-ordinates the solutions: This option considers that the solutions are 
delivered through DPER’s NIO. Under this option, NIO would coordinate the provision of the solutions (to the 
extent possible with existing resources) through existing Government supporting entities (NDFA, OGP, etc.). The 
assumption is that there would be no specific increase in investment made to the NIO or the supporting 
Government entities to support the programme of solutions identified. 

3 

NIO’s role and resources are expanded to coordinate and deliver the solutions: This option considers that NIO’s 
role and resources are expanded to co-ordinate and deliver the solutions. The assumption is that NIO would 
receive a material increase in resourcing to enable this. It is envisaged that the NIO would continue to utilise 
existing Government supporting entities to deliver certain solutions identified and these entities may also 
benefit from an increase in resources to enable the provision of assigned responsibilities. 

4 

An existing State agency delivers the solutions: This option considers that an existing State agency (such as 
the NDFA) is mandated and appropriately resourced to deliver the solutions and would receive significant 
resources to build their own internal capabilities. It is envisaged that NIO would continue to play a key role in 
relation to strategy and overall portfolio management of the NDP, but it would benefit from the support of a 
dedicated Centre of Excellence. 

5 
A new State agency is established to deliver the solutions: Option 5 would replicate Option 4 to an extent, 
however this option would be delivered by a new agency which is established, mandated and appropriately 
resourced to deliver the solutions. 

6 

Programmes are pooled together under ‘sector programme hubs’:  This option seeks to establish a sector 
programme hub for each sector (or a number of sectors, if required capabilities are similar), pooling together 
Programmes under a shared, sectoral PMO function, to better drive consistency in approaches, knowledge 
sharing, efficiencies of scale and leverage expertise within these sectors. A number of sector programme hubs 
are already in existence and identifiable across the various sectors such as IW in the water sector and TII in the 
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Option Description summary 

transport sector.  Assigning sector programme hubs with specific responsibilities would also create clear lines of 
responsibility in relation to Ireland’s largest and most urgent Capital Programmes. 

7 

Consolidate the sector to carry out Capital Programme Delivery through a small number of Delivery Entities: 
Option 7 considers that the delivery of Capital Programmes is consolidated into a small number (1-2) Delivery 
Entities. This option is based on the Netherland’s approach (see ‘Spotlight: The Netherlands – A Different 
Approach’ in Appendix B of this report), where all major capital projects and programmes are delivered by a 
handful of delivery focused entities. 

 
While this Report does not conclude on any one ‘preferred option’, it does assess the options (see 
section 8) in detail based on their ability to achieve certain defined objectives, their relative cost and 
their implementation risk. Further consideration and analysis will be required to be undertaken on 
the seven options detailed above in order to establish the best structural approach to addressing the 
challenges. 

2.7 Recommendation 

As activity increases under the NDP, Entities responsible for Capital Programme Delivery are likely 
to face significant capability challenges which will vary by sector and by Entity. Throughout this 
Review, it was apparent that Entities with a more established asset management/ delivery function 
and a consistent level of historic capital expenditure were able to communicate a higher level of 
capability. These Entities should be utilised for the delivery of Capital Programmes where 
appropriate and their capacity to deliver on increased activity should be considered. 

Within this Report, several challenges have been identified in relation to Capital Programme Delivery 
within the public service and initiatives which may serve as solutions to these challenges have been 
proposed. These solutions recognise that there is not a “one size fits all” solution and the need for 
supports and initiatives to be tailored to the Entity, sector and industry challenges. The 
implementation of each solution identified in section 2.5, and summarised below, should be further 
appraised with a focus on both ‘near term’ and ‘ longer term’ initiatives: 

• Supporting major Programme initiation: Supporting Approving Authorities to ensure that 
appropriate delivery capability is in situ for major Programmes. This should initially focus on 
the large complex sectoral programmes being delivered through a fragmented structure and 
significant bespoke programmes which require Entities to develop a new set of capabilities.  
These Programmes should be reviewed to ensure structures and capabilities are in place 
which ensure outcomes are being maximised.  

• Provision of central advice and supports to Delivery Entities:  In recognition of the varying 
capability across the Government, where some Entities may not have the scale or the means 
to address capability gaps internally, there is a requirement for the provision of Programme 
advice and supports. Where appropriate, specialist Delivery Entities such as OPW, NDFA and 
sector specialists (such as TII, NTA, IW, HSE etc.) could assist and share their expertise with 
other Entities in relevant sectors to address capability gaps or assist in procuring expertise 
externally. This would require central co-ordination and investment in certain entities to allow 
them to develop the additional capacity required to perform this expanded role.   

• Developing an assurance function to support oversight of major Programmes: Assisting 
Approving Authorities through a specialist, comprehensive and independent function to 
support them in performing their governance duties and strengthening the assurance 
process. 

• Implementing professional development programmes: Supporting the development of the 
public sector profession through defining roles, mapping competencies, implementing 
leadership development programmes, making available industry specific learning and 
implementing a recruitment programme.  

• Facilitating knowledge sharing and collaboration: Through promoting relationships and 
conversation across the profession and facilitating the ability to use and leverage data in a 
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seamless manner. Collaboration should also ensure that any information and data being 
collected is done so on a consistent and structured manner that enables value to be derived 
by the delivery teams. Support in the use of digital software and systems, technology and 
digitalisation in general across Capital Programme Delivery could be provided to facilitate 
data sharing and collaboration (internally within Entities and across Government) going 
forward. 

• Central research, communication, innovation and advocacy:  Support those charged with 
Capital Programme Delivery to navigate the macro-environmental constraints including 
communication strategies, private market interaction, analysing trends, coordinating 
responses to key issue and enabling innovation.  The work done by Construction Sector Group 
and its Innovation Sub-Group, should continue in earnest with a public-private agenda focused 
on addressing the ‘capabilities of the future’ needed to modernise the industry. NIO should 
work closely with the CSG to understand the changes which are required to enable innovation 
and modernisation in the construction sector and consider this as it supports Entities in the 
Delivery of the NDP. 

The existing Government supports available in Ireland are fragmented and being provided by various 
Entities and Government bodies. The responsibility for delivering the proposed solutions is therefore 
unclear. Based upon the options assessment, seven potential structural routes have been identified 
in the options assessment and discussed in detail. These options range widely and a more detailed 
exercise is required to appraise each of these options in detail and identify the optimal structural 
approach to deliver on the solutions identified. It was evident from the international benchmarking 
exercise conducted, that use of central Programme Delivery specialists was a common approach to 
sharing capability across public sectors in these jurisdictions. 

The NDP is currently being delivered upon and there is a requirement for immediate action. Given 
that the appraisal of solutions/ options and structural changes which may follow, may require 
significant time to implement, it is recommended that a multi-stranded approach be taken, with near 
term initiatives set out within this Report also considered with a view to implementing these (or 
variations of them) in a timely manner.  

The NIO in DPER is the policy centre for public infrastructure development in Ireland, and therefore 
has a key role to play in implementing the recommendations. In this regard, and in the context of 
the NDP review and reprioritisation, it is recommended that the NIO convenes an action team 
comprising of internal/ external experts (Internal experts could include representatives from 
specialist entities such as the OPW, NDFA, OGP, etc.) to tailor and set out a roadmap for 
implementation of the proposed solutions in more detail. This action team should also consider how 
the NIO should configure a national infrastructure “backbone” that can more coherently support the 
industry within the public service.   
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3. Introduction and scope 

3.1 Introduction  

EY has been engaged by the Structural Reform Support Service (now the Directorate-General for 
Structural Reform Support) of the European Commission on behalf of the Department of Public 
Expenditure and Reform, in accordance with the terms of the contract dated 16 January 2020. The 
mission of the SRSS is to provide support for the preparation and implementation of growth-
enhancing administrative and structural reforms by mobilising EU funds and technical expertise. 
DPER requested support from the SRSS concerning three components, being:  

• Public service innovation;  

• Strategic human resources management; and  

• National Development Plan capability review. 

The three areas form separate components of a single consultancy agreement. This Report 
concerns component 3 (National Development Plan capability review) only, the findings of which are 
presented herein.  

3.2 Scope  

The mandate given to EY is to review the Irish Government’s capital project and programme delivery 
capability, with regards to the remit under the National Development Plan. This includes the 
following: 

• Identify existing capability challenges within public bodies
10

; 

• Identify actions required to optimise the delivery of public capital investment informed by 
international practice; and 

• Recommend structures to support, develop and modernise the State’s delivery practices. 

This Review considers the delivery of Exchequer funded capital expenditure from the perspective of 
both Sponsoring Agencies and Approving Authorities as defined within the Public Spending Code.  

Capital expenditure can be grouped into portfolios, programmes or projects. Ultimately, they are 
integrated together to meet the Government’s ambition, being the remit under the NDP.  

It should also be noted that this Review maintains a focus on the ‘planning and implementation’ 
phase of the project lifecycle. For the purposes of this Review, this will together be referred to as 
‘Capital Programme Delivery’ or ‘Delivery’.  

Capital Programme Delivery in Ireland is carried out by a range of public bodies, such as 
Government departments, local authorities, state agencies, devolved agencies, semi-state 
companies and approved independent bodies. While capability challenges vary by sector, any Entity 
involved in Capital Programme Delivery must translate strategic intent into capabilities. The 
definition of capability will also vary depending upon the programme type (sector, size, complexity, 
delivery model, delivery role, etc.).  

This fragmented approach to Capital Programme Delivery across the public sector has resulted in 
varying degrees of maturity in relation to the capability of each Entity. For the avoidance of doubt, 
the purpose of this Review is to identify the challenges encountered by the Delivery Entities, which 
can be supported by a more structured approach from a Government portfolio perspective.  

 
10

Sector specific / Delivery Entity specific capability challenges which can vary by sector/Delivery Entity are outside of the 
scope of this Report. 
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3.3 Limitations of scope  

For the purposes of this Review, it should be noted that the following items have been declared as 
‘out of scope’ and as such, any related findings incidental to this Review that focus on these three 
topics, have not been included within this Report: 

• Procurement methods; 

• Commercial delivery models; and 

• Funding models.  

In addition to the out of scope items highlighted above, it should be noted that this Report considers 
Capital projects and programmes but does not consider capital project prioritisation. Furthermore, 
the purpose of this Review is not to analyse and/ or make recommendations with regard to 
macroenvironmental (i.e. political, legal and regulatory) for which delivery professionals within the 
industry must operate, however, the Review does consider how the Government can implement 
structures to support the public bodies in addressing these challenges.  

As outlined in Section 5, in order to inform the Review, consultations were carried out with 13 
Participating Entities. Whilst these consultations have provided valuable information to inform on 
the capability challenges faced by the public bodies, they have not assessed the specific capability/ 
capability challenges of each of the various Delivery Entities mandated with delivering the National 
Development Plan. This would require a more in depth study of each of the Delivery Entities, which 
is outside the scope of this Review. 

The analysis supporting this Review was undertaken between February 2020 and June 2020, and 
as such, the information reflects prevailing conditions present at this time, which are continuously 
subject to change. The specific impacts of the global COVID-19 pandemic were not were not within 
the scope of this Review, and, therefore, have not been considered as part of the analysis.  

Except to the extent that we have agreed to perform specified verification procedures, we did not 
verify the accuracy, reliability or completeness of the information provided to us. In addition, to the 
extent that as part of the engagement we use publicly available information or other third-party 
sources, we did not verify the accuracy, reliability or completeness of such information or sources. 
However, we will consider whether such information is, in general terms, consistent with other 
information that we use. 

Third parties who obtain copies of the Report should be aware that the Report may not be suitable 
for purposes, other than the specific purpose for which it was designed, and the interests of third 
parties may not have been anticipated.  
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4. Context and Background 

4.1 Overview of this Section 

The purpose of this section of the Report is to provide the background and context to the Capital 
Programme Delivery Capability Review. 

4.2 Background to this Review 

During the years 2009 - 2013, Ireland experienced a deep recession which impacted greatly upon 
levels of public investment in capital programmes. Significant cuts were applied to capital 
expenditure between 2009 and 2013 as public financial constraints took hold. Capital allocations 
were reduced by over 62%, falling from €9.0 billion in 2008 to a total capital allocation of €3.4 
billion in 2013. Following the economic recovery experienced in recent years, there is a renewed 
focus on capital investment by the Government and this has been evidenced in capital expenditure 
funding trends which are on an upward trajectory. The Government has provided for a 2020 capital 
provision of €9.7 billion, based on the revised estimate volumes and taking account of spending on 
various Covid-19 measures, which is over 187% higher than that of the 2013 allocation. The overall 
capital allocation provided for 2021 is €10 billion, representing an increase of €1.8 billion (23%) 

over the original 2020 capital provision of €8.2 billion
11

. 

Figure 3: Exchequer Funded Capital Expenditure 1994 - 2021 

 

Source: http://databank.per.gov.ie/Expenditure.aspx?rep=GrossVH and DPER internal information 

 

Project Ireland 2040 encompasses Ireland’s National Development Plan 2018– 2027 and the 
National Planning Framework. Project Ireland 2040 marked the first time that planning and 
investment have been explicitly linked in Ireland. It is the Government’s long-term overarching 
strategy to make Ireland a better country for its entire people. The plan changes how investment is 
made in public infrastructure in Ireland, moving away from the approach of the past, which saw 
public investment spread too thinly and investment decisions that didn’t align with a well thought-
out and defined strategy. The NDP sets ambitious investment targets for Ireland of €116 billion over 
a 10-year period. The recently established Government as of June 2020 have reaffirmed their 

 
11

 Source: http://databank.per.gov.ie/Expenditure.aspx?rep=GrossVH and DPER internal information 
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commitment to the NDP capital infrastructure and are also commencing a review and 
reprioritisation of the NDP in 2020 which was previously planned for 2022.  

Capital Programmes often have long gestation periods which require commitment, predictability and 
temperate decision making. However, as with all portfolios, the objectives and strategy in relation to 
the NDP should be periodically reviewed to ensure it remains aligned to overarching State policy and 
optimises the use of available resources. 

Following the selection and prioritisation of Programmes, effective and efficient delivery on a ‘value 
for money’ basis is critical to the overall success of the Programmes. Given that the NDP is now two 
years into its roll-out and we have seen a marked increase in capital delivery activity across the 
country, it is timely to review the capability of the State in delivering the Capital Programmes 
contained within and in turn identify areas where the Government can improve its approach.  

4.3 Responsibility for Capital Programme Delivery in Ireland  

There is a different approach to Capital Programme Delivery across the Government, depending on 
sector and Entity. Sectoral policy is owned by Government departments at a national level and local 
authorities at a local level. The responsibility for the delivery of such projects rests with a range of 
public Entities, such as Government departments, local authorities, state agencies, devolved 
agencies, semi-State companies and approved independent bodies.  

Each Entity is responsible for its own execution planning and delivery approach. Private suppliers of 
goods and services are critical to the delivery of all Government funded projects and utilised in 
varying degrees based upon the needs of the Delivery Entity. 

The Public Spending Code is one of the principal guidelines for the delivery of Capital Programmes 
in the public sector and introduces key roles, which are important in the context of this Review. 

• The Sponsoring Agency: Defined as having the ‘responsibility for evaluating, planning and 
managing public investment projects within the parameters of the Public Spending Code’. 

• The Approving Authority: Defined as having the ‘ultimate responsibility for the project’. The 
Approving Authority is the parent department unless this authority is otherwise delegated. 

The approach described above, where each Entity is responsible for its own execution planning and 
delivery approach, has led to a fragmented approach to Capital Programme Delivery in Ireland. This 
fragmented approach has resulted in varying degrees of maturity in relation to each Entity’s 
capability. Some Entities are specialist asset management/ Delivery Entities, and some have 
established asset management/ delivery divisions, others have much smaller or no specialised 
divisions.  

 



Capital Project and Programme Delivery Capability Review January 2021 

30 
 

4.4 Delivery capability 

Any organisation involved in Capital Programme Delivery must translate strategic intent into 
capabilities. Whilst the definition of capability may vary depending upon the Programme type 
(sector, size, complexity, delivery model, 
delivery role etc.), there are common 
components which these capabilities must 
address.  

In order to assist in defining the concept of 
capability relating to Capital Programme 
Delivery for the purposes of this Review, EY 
has developed the ‘Capital Programme 
Delivery Capability Framework’.  

The Framework sets out common 
components across Capital Programmes that 
are applicable to Delivery capability. An 
appraisal of Delivery capability can be 
undertaken by considering each of these 
components relative to a specific 
Programme. Further detail on the 
components and definition of each of these 
capabilities has been provided at Appendix 
D.  

It is also vital to assess the maturity of 
these components across the different 
Delivery Entities. There is no ‘one size fits all’ description of the stages of maturity for each 
component of Delivery capability, as this will vary depending on the Delivery Entity in question. 
Some Entities may only require a ‘basic’ maturity in certain components of Delivery capability, 
whereas others, by nature of the complex Programmes or structures within which these 
Programmes are delivered, may require ‘established’ or ‘leading’ capabilities in these areas.  

An example of ‘leading’ Delivery capability within an Entity, in accordance with the Capital 
Programme Delivery Capability Framework, can be summarised as follows: 
• Management, people, processes and systems across all capabilities are in place and can be 

demonstrated through established behaviours, practices, standards and procedures.  

• Characterised by expert up-to-date disciplines, mature behaviour and quantitative management 
(i.e. controlled using metrics and quantitative techniques).  People and team will be informed, 
committed, engaged and proactively seeking out innovative ways to achieve goals.   

• Considered by peers to be leading in the field of Delivery. A learning organisation, propagating 
the lessons learned from past reviews. Management are seen as exemplars, reinforcing the need 
and potential for capability and performance improvement. The team will focus on optimisation 
and will anticipate future capability requirements to meet delivery challenges.    

Further detail, describing an Entity’s level of capability (five stages of maturity, which vary from 
‘basic’ to ‘leading’) with regard to the components of the Framework is provided at Appendix D. 

4.5 Existing Government Supports 

In performing this Review, it is important to understand the delivery landscape available in Capital 
Programme Delivery (refer to section 4.6) within the public sector in Ireland, as well as the existing 
Government supports that are available to Entities.  

The existing Government supports that are available to Capital Programme Delivery Entities include 
services provided by public bodies, codes, directives and frameworks, sectoral networks and forums, 
and training bodies. We set out in Figure 4 below an overview of the existing Government support 
services relating to Capital Programme Delivery.  
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Figure 4: Capital Programme Delivery Capability Framework 
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The list of public body supports contained overleaf is not comprehensive, and represents only a 
handful of public bodies providing Programme Delivery capability supports or advice in technical 
disciplines, governance or project delivery (NDFA for Public Private Partnerships, OPW for the built 
environment and OGP in respect of procurement). This is in contrast to other jurisdictions such as 
Australia, UK and New Zealand where more comprehensive Capital Programme Delivery supports 
are provided by one single state entity.  

Further detail on the existing Government supports mentioned overleaf is provided at Appendix C.  

  Figure 4: Overview of the existing Government support services relating to Capital Programme Delivery 

 

4.6 Delivery landscape for selected sectors 

In order to consider the challenges being experienced across Government, it is important to 
consider the Delivery landscape which exists for the different Entities and the sectors in which they 
operate and deliver Programmes. During the course of this Review, consultations were conducted 
with Entities in the following sectors: land transport; housing; water; culture; education; health and 
telecoms. Below in Figure 5, we briefly summarise the Delivery landscape for each of these sectors. 
This is not a comprehensive summation of the landscape but rather a simplified illustration of the 
current environment pertaining to Capital Programme Delivery. 

The approach to delivering Capital Programmes across the public service varies depending on the 
sector and Entity. Sectoral policy is typically owned by Government departments at a national level 
and local authorities at a local level.  The responsibility for the delivery of Capital Programmes rests 
with a range of Entities at a national and local level, such as Government departments, local 
authorities, state agencies, devolved agencies, semi-state companies and approved independent 
bodies. Each Entity is responsible for its own execution planning and delivery approach. Figure 5 
overleaf illustrates the delivery landscape relating to certain sectors covered by this Review. 

As is evident from Figure 5, a number of sectors lack a singular specialised Entity or Entities which 
provide programme management and support for major Capital Programmes. These ‘sector 
programme hubs’ where they are present, act as sectoral centres of excellence, assisting and 
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supporting Entities delivering sector Programmes who may lack experience in Capital Programme 
Delivery but have been charged with Delivery under the NDP.  

Figure 5: Overview of the Government Delivery landscape in Ireland across selected sectors
12

 

 

 
12

 Department names have been updated in line with the Government formation as at June 2020.  
   HEA has limited role in relation to higher institutes of education only. 
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5. Methodology  

5.1 Overview of this section 

The purpose of this section is to provide an overview of the methodology undertaken in performing 
the Capital Programme Delivery Capability Review.  

5.2 Sources of information 

To support our analysis throughout this Review we have utilised information from the following 
sources:  

1. Consultation with subject matter experts, selected and agreed with the Advisory Group, 
including: 

1 Oxford Global Projects 

2 A specialist advisor on health infrastructure 

3 National Development Finance Agency 

4 The Organisation for Economic Co-operation and Development 

5 
Action Team 10 on project and programme management under the ‘Our Public Service 
2020’ framework 

6 EY experts in Australia, Ireland, Australia and New Zealand 

2. Consultation with a sample of senior representatives from Participating Entities with a remit 
under the NDP, selected and agreed with the Advisory Group, including: 

1 Department of the Environment, Climate and Communications 

2 Department of Tourism, Culture, Arts, Gaeltacht, Sports and Media  

3 Department of Education  

4 Department of Health 

5 Department of Housing, Local Government and Heritage 

6 Department of Transport 

7 Dublin City Council 

8 Health Service Executive 

9 Higher Education Authority 

10 IT Sligo 

11 Mayo County Council 

12 National Transport Authority 

13 Office of Public Works 

3. Consultation with two national bodies, that were identified as having particular experience and 
knowledge in Capital Programme Delivery, including: 

1 Transport Infrastructure Ireland 

2 Irish Water 
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4. A Capital Programme Delivery Capability Questionnaire, sent to a selection of 151 senior 
representatives, programme directors and project managers within the Participating Entities and 
other selected Delivery Entities involved directly in Capital Programme Delivery in the public sector. 
In total, 94 responses were received, being 75 fully complete responses and 19 partially complete 
responses. Further detail with regards to the questionnaire response is available at Appendix A. 

5. Consultation with public sector Capital Programme Delivery specialist bodies, within a selected 
sample of international jurisdictions, selected and agreed with the Advisory Group including: 

1 United Kingdom: Infrastructure and Projects Authority 

2 Australia : Infrastructure New South Wales 

3 New Zealand: Infrastructure Commission New Zealand and Infrastructure New Zealand 

4 
The Netherlands: Ministry of Infrastructure and Water Management and its executive 
agency Rijkswaterstaat 

A reference list of publicly available information and materials utilised when performing the Review 
is included in Appendix E.  

5.3 Approach 

Using the information obtained from the sources as referenced in Section 5.2, EY developed an 
approach to the Review, which included undertaking the following activities: 
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Throughout the Review, the Advisory Group, formed to provide strategic direction to the Review, has 
provided expert oversight and guidance to EY and the NIO, to ensure the objectives are fully 
achieved.  

Third party information has been used to inform this Review, however, we have not verified the 
accuracy of this information. EY has applied its own knowledge and analysis to the information 
received.  
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6. Capability Challenges 

6.1 Overview of this Section 

Whilst it has previously been acknowledged in this Report that capability challenges vary based on 
sector and Delivery Entity, the purpose of this section is to identify the common challenges 
encountered in Capital Programme Delivery across the public service, which can be better supported 
through a structured approach at a Government portfolio level.  

The challenges have been identified through: 

• Consultation with a selected sample of senior representatives from Entities with a remit under 
the NDP (refer to section 5.2 for further information) 

• Questionnaire with a sample of 151 representatives from Entities with a remit under the NDP 
(Further detail with regards to the Questionnaire responses is available at Appendix A)  

The information provided from the above sources has been objectively appraised and EY has applied 
its own knowledge and analysis to this appraisal.  

The challenges have been categorised as follows, each of which is outlined and explored in more 
detail within this section: 

 

The above challenges are applicable to all Delivery Entities, however, it was evident from the Review 
that some of these challenges are more applicable to certain Entities, than others. For the Delivery 
Entities who have historically had limited scale in Capital Programme Delivery, yet are anticipating 
increased activity under the NDP, challenges 1-4 are particularly problematic. For more established 
specialist Delivery Entities, these challenges may be less of an issue, however, the challenges around 
‘Ensuring collaboration’ and ‘Navigating macro constraints’ will be challenges shared by all Delivery 
Entities. 
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6.2 Addressing and tailoring supports across organisations with varying 
capability 

6.2.1 Introduction 

The responsibility for Capital Programme Delivery in Ireland rests with a wide range of Delivery 
Entities including departments, local authorities, state agencies, devolved agencies, semi-state 
companies and approved independent bodies. This has led to a fragmented approach to Capital 
Programme Delivery across Government, both by sector and Entity. 

This section outlines common challenges identified in relation to the varying capability and the 
requirement for tailored supports.   

6.2.2 Capability challenges 

The NDP represents a marked increase in the value and volume of Capital Programmes to be 
delivered by Government. Responsibilities under the remit of the NDP require many Delivery Entities 
to scale-up their organisational capability and capacity. Programme set-up is a key discipline and 
failure to commence with the right people, processes and systems is likely to result in issues during 
Delivery.  

Throughout the consultation process it was apparent that many Entities are currently reviewing 
components of Capital Programme Delivery capability (including organisational structures, people, 
processes and systems) in response to, or in anticipation of, increased activity. Each of the Entities 
has been independently appraising their capability, without availing of central supporting advice or 
guidance, and thus there has been little consistency identified in relation to the approach being 
taken.  

The consultation process indicates that there is varying capability across Entities. Some Entities 
have strong capability and can demonstrate same, while others may have evident capability gaps. 
The capability challenges vary by sector and Entity and they need to be better understood and 
addressed on this basis. 

Within this section, we consider and evidence the challenge of ensuring consistency in relation to 
organisational capability of Entities to deliver their respective Programmes and have grouped our 
findings within the following organisational capability categories:  

• Programme Initiation and Execution Planning;  

• Capital Programme Delivery competencies; 

• Technical Competencies; and  

• Processes Systems and Technology.  
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6.2.2.1 Programme Initiation and Execution Planning 

Programme set-up is a key discipline and failure to commence 
with the right people, processes and systems in place is likely to 
result in major issues as Delivery progresses. This is the case 
for all Programmes, but in particular, large bespoke projects 
and complex sector programmes. Project execution planning, 
which includes developing an accurate and achievable project 
brief at the outset of Delivery, is vital to get right from the 
beginning in order to achieve quality and avoid disputes. During 
the consultation, the majority of consultees stated that 
initiation planning was undertaken, however there was limited evidence provided to demonstrate a 
detailed and consistent approach. One of the more salient Questionnaire results was in relation to 
programme execution plans, where 37% of respondents felt that programme execution plans were 
‘Basic’ or ‘Developing’ in relation to analysing capacity and capability constraints across the project 

lifecycle.
13

 

As the volume and value of Programmes increase, there should be an expectation that people, 
processes, systems and structures also need to be reviewed to ensure the necessary components 
of Capital Programme Delivery capability are in situ. In the absence of planning procedures, which 
includes processes to identify capability constraints, the people charged with governance cannot 
acquire the necessary assurance regarding the successful delivery of the relevant Capital 
Programme.  

6.2.2.2 Capital Programme Delivery Competencies 

Some of the common skills/ competencies required for the management of Capital Programmes are 
summarised below:  

• Programme management 

• Project management 

• Risk and issue management 

• Quality management 

• Performance management 

• Change control and variations 

• Stakeholder management and communication 

• Benefits management 

Throughout the consultations, there was a consensus regarding the need for strong programme and 
project managers. The Questionnaire also indicated that core capabilities within some Delivery 
Entities could be strengthened, with capability gaps being identified across all of the programme 
delivery disciplines (see Figure 6 below indicating most capabilities developed to a limited/ moderate 
extent).  
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 Source: Questionnaire 
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and capability constraints 
across the project lifecycle. 
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Figure 6: Capital Programme Delivery Questionnaire: Section 3 – Q3 

The results of the Questionnaire demonstrate the variability of capability based upon the 
respondents’ experience.  While the root cause behind these capability gaps needs to be better 
understood and addressed on an entity-by-entity basis, the Review provided some insight, as 
follows: 

• Entities with a lower level of historic capital expenditure often stated that they are unable to 
access the level of in-house expertise that they desire, as they do not have the scale to warrant 
employing people with desired competencies and experience; and  

• Increased activity creates challenges to deliver Capital Programmes based on the existing 
resource capacity. 

6.2.2.3 Technical Competencies 

To ensure successful, timely and quality delivery of a Capital Programme, a robust approach to 
project and programme management and oversight of workstreams is required. Programme leaders 
(directors and managers) are central to ensuring a successful end Delivery but require input and 
support from technical expertise throughout the project lifecycle. Some of the common technical 
competencies for Capital Programme Delivery are summarised below in Table 1: 

Table 1: Common Technical Competencies 

Technical competencies 

• Architecture • Regulatory and HSEC • Planning  

• Engineering • Technology and innovation • Procurement 

• Quantity Surveying • Legal • Commercial  

• Construction • Dispute resolution • Financial 

Through the consultation process, many Entities communicated that they had access to the desired 
level of technical competencies, either in-house or procured from the private market. However, 
several Entities did communicate gaps in this regard. Some relevant comments (paraphrased) 

during the consultations
14

 are set out below. 

 
14

 Source: Consultation with the Participating Entities 
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Relevant view (paraphrased) from the consultations:  

 

[REDACTED] 

The results of the Questionnaire set out in Figure 7 suggest a situation with varying degrees of 
capability across all the core technical competencies based upon the experience of the 
Questionnaire respondents.   

Figure 7: Capital Programme Delivery Questionnaire: Section 3 – Q4 

 

 

The root cause behind these capability gaps needs to be better understood and addressed on an 
entity-by-entity basis. Members of a Programme team should have appropriate access to technical 
supports. Where resources cannot be sourced internally, it may be possible to source these from 
other specialist Government entities or through external consultants.  

It is commonplace for a number of competencies to be procured directly from the private market, on 
a project-by-project basis. In this situation, the key challenges include: 

• Building capability within the Programme team to ensure that the Delivery Entity is an ‘intelligent 
customer’, with the necessary knowledge and experience to optimise the sourcing, contracting, 
monitoring and governance of private suppliers and advisors;  

• Ensuring the right level of expertise is available throughout the project lifecycle, particularly 
during the early stages of execution planning, to optimise strategies, designs and delivery plans; 
and  

• Creating a ‘common purpose’ across the internal and external components of the Programme 
team and allocating accountability across the project lifecycle. For example, design experts 
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should ensure their designs are delivered upon and any changes are implemented in a controlled 
manner, which does not jeopardise the quality of the outcome. 

Relevant Questionnaire response quote
15

: 

 

[REDACTED] 

6.2.2.4 Processes, Systems and Technology 

Defined processes enable a single set of strategic documents that describe how the Programme will 
achieve its outcome. They ensure timely information, systemic control, consistent reporting and 
facilitate good decision-making.  

Any Programme must define the core processes and operations which deliver an integrated process 
and controls framework. This ensures that everyone understands the necessary activities and 
practices are applied consistently. The knowledge gained by the Programme from its process and 
product metrics will enable it to understand the causes of variation, and therefore optimise its 
performance.  

Through the consultation process, there was generally limited communication of detailed 
frameworks and process maturity. Many consultees referenced the Capital Works Management 
Framework (CWMF) as the process guidance which they would follow but did not communicate 
detailed and tailored procedures/ processes that were designed to underpin the guidance provided 
by the CWMF.  

Without mature processes being in place, there will be an over reliance on individuals to deliver 
activities successfully and this will result in inconsistent outcomes across a portfolio or Programme.   
The fragmented nature and lack of consistency in approach makes it difficult to comment on the 
process maturity of individual Delivery Entities. Weaknesses need to be better understood and 
addressed on an entity-by-entity basis.  

Mature processes will also be supported by technology, tools and systems. Consultees 
communicated several tools and technologies that were being utilised to support Capital Programme 
Delivery, but a consistent application was not identified during the consultation process. 

The Questionnaire highlights 
technology, tools and systems as an 
area which requires development, with 
51% of respondents stating that use of 
digital systems and technology was 
limited or very limited, and 52% 
stating that there were no plans to 
upskill staff to assist with 

implementing this in the future
16

. 

There were good examples of the use of digital systems and technology in Delivery by TII and 
Department of Housing, Local Government and Heritage identified during the consultations, 
however there was not a systemic use of digital systems, technology or digitisation of Programme 
information across the Entities. 

Digital design and modelling is increasingly being adopted in the commercial building sector driving 
quality standards, faster construction aided by off-site manufacture and enabling efficient adoption 
of increasingly complex energy management (heating, ventilation and work environment). These 

 
15

 Source: Questionnaire responses 
16

 Source: Questionnaire 

51% of Questionnaire respondents felt that the use of 

digital systems and technology was limited or very 
limited 

52% of Questionnaire respondents said that there 

were no plans to upskill staff and implement digital 
systems and technology for the future delivery of 
Programmes 
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models become essential asset management supports in the operations phase and their adoption 
requires utilisation by all stakeholders (public sector clients, designers, builders, and operators). 

It is widely acknowledged that digitalisation is both a sizeable opportunity and a challenge for 
Capital Programme Delivery, and that all of the Delivery Entities will need to further develop 
capabilities in the use of digital systems and technology to realise efficiencies in Delivery and 
facilitate effective collaboration (see capability challenge 5). 

6.2.3 Conclusion 

Responsibilities under the remit of the NDP require many public bodies to scale-up their Delivery 
capability and capacity in the organisation. A structured and consistent approach should be taken 
during the programme initiation phase to ensure the right people, processes and systems are 
embedded within the Delivery Entity from the outset. The people charged with governance cannot 
acquire the necessary assurance regarding the successful delivery of the relevant Capital 
Programme in the absence of planning procedures to identify capability constraints and investment 
to address these.  

The fragmented nature and lack of consistency in approach makes it difficult to comment on the 
maturity of individual Delivery Entities. However, there is evidence of a large variation in the level of 
capability across Entities. Some Entities have strong capability and can demonstrate same, while 
others may have capability gaps. The systemic challenge across the public service is that capability 
challenges will vary by sector and Entity. This needs to be better understood and addressed on an 
Entity and sector basis.    

Through this Review, it was apparent that the Entities with a more established asset management/ 
delivery function and a consistent level of historic capital expenditure were able to communicate a 
higher level of capability than those Entities operating in previously less active sectors. Entities such 
as TII, NTA, IW, OPW, HSE and the larger local authorities are able to leverage existing 
organisational structures, processes, people and knowledge in meeting the increased activity. These 
Entities each have a high degree of experience and specialism within specific sectors or geographic 
locations.  The capability within these Entities should be utilised by the State where appropriate. 

For Entities with a less established asset management/ delivery function, where capability gaps are 
identified, they may not have the scale or the means to address them internally. When Entities opt 
to procure the expertise, they need to ensure that they remain an ‘intelligent customer’ with the 
necessary knowledge and experience to perform high quality execution plans and optimise the 
contracting, monitoring and governance of private suppliers and advisors.  This may be the case for 
Government departments with a capital programme delivery responsibility, smaller local authorities 
and other smaller Entities/ bodies. Government should consider how it can better support these 
Entities which could include utilising expertise within other Entities. The National Development 
Finance Agency and the Office of Public Works are two Government Entities with a specialism in 
Capital Programmes and work across sectors, the capability within the NDFA and OPW could be 
further utilised across Entities with a less established asset management/ delivery function, 
however, their capacity to deliver on increased responsibilities needs to be considered. 

Digitalisation is both an opportunity and a challenge for Capital Programme Delivery, and all 
Delivery Entities will need to further develop capabilities in digitalisation in order to realise 
efficiencies in Delivery and facilitate collaboration going forward. 
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6.3 Supporting major Programmes 

6.3.1 Introduction 

Within any portfolio there will be a cohort of projects and programmes which represent higher 
complexity and may not fall naturally within the remit of existing Entities and/or delivery structures. 
These are typically the largest, most urgent and highest risk Capital Programmes. The NDP is no 
different, and as such, large Capital Programmes called out as part of this strategy require those 
charged with responsibility to develop and tailor new teams, governance structures, processes and 
systems to ensure successful delivery. This section also outlines capability challenges identified in 
relation to maximising the outcome from sector programmes of scale. 

6.3.2 Capability Challenges  

The consultation process presented instances whereby bespoke projects were identified, which may 
not sit naturally within any one Delivery Entity, and require bespoke execution planning to ensure 
the right processes, systems, organisational design, people and governance arrangements are in 
situ.   

Where these projects are being delivered by Entities who have dedicated and mature asset 
delivery/management divisions, they have the benefit of leveraging existing knowledge and 
expertise in relation to the planning, set-up and execution of these projects. Other projects may not 
have access to this prior experience, and will be required to build capability from the ground up.  
Regardless, a significant commitment is required to ensure that the necessary components of 
Capital Programme Delivery Capability are in place from the outset, and are managed across the 
project lifecycle. Project teams may require support in specific areas to increase the likelihood of a 
successful outcome, however bespoke projects are likely to experience bespoke challenges, and 
therefore this will need to be considered on a project-by-project basis.   

Similarly to above, there are several sectoral programmes within the NDP which represent a 
significant increase in scale and at present are being delivered through either: i) a less mature asset 
delivery function; or ii) through a fragmented structure where responsibility is dispersed across a 
large number of Entities. These sectors may experience challenges such as: i) limited/ stretched 
internal capability; ii) lack of consistency; iii) annual/ individual project focus; iv) fragmentation of 
the supply chain; and v) foregoing synergies of scale. Other sectors have experienced similar 
challenges in the past and have addressed these through the development of new sector focussed 
delivery structures (such as those at IW and TII). While there is a need to balance the benefits of 
centralised synergies with local accessibility and knowledge, in order to successfully deliver on the 
objectives of these sectors, there is a need for specialist programme management structures to 
achieve synergies of scale, drive performance across multiple projects, break down silos, provide 
specialised expertise, enable continuous learning, make technology readily available and embed a 
culture of innovation. 

Within section 4.6, we noted the fragmented nature of Capital Programme Delivery within the State, 
which has led to varying degrees of capability across Entities. We also noted that Entities with more 
established asset management/ delivery function and a consistent level of historic capital 
expenditure, were able to communicate a higher level of capability than those Entities operating in 
previously less active sectors. Such Entities included TII, NTA, IW, OPW and the HSE. These Entities 
each have a high degree of experience and specialism within specific sectors. This implies that a 
primary focus should be placed upon the sectors (and sector programmes) which do not currently 
have a specialist asset delivery entity but are forecasting increased activity and scale. Selected 
examples of such sectors include (but are not limited to) housing, education, culture & heritage, and 
certain climate action measures such as retrofitting of the built environment.  

While these sectors do currently have programme management structures in place, the most 
mature programme management not only focusses on monitoring, reporting and governance, but 
also on driving performance through breaking down silos, providing expertise, educating others, 
making technology available, enabling innovation and facilitating synergies of scale.  
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Within Ireland, there are some examples in sectors where the creation of a new programme 
structure has served to reduce fragmentation and benefit the overall programme. Two case studies 
have been included on the following pages which summarise the rationale behind, and the eventual 
outcomes of, programme management structures that were implemented by Irish Water and 
Transport Infrastructure Ireland in recent years, within the water and transport sectors respectively. 
Given the challenge identified, similar structures could potentially benefit other sectors. 

Figure 8: Irish Water Case Study
17

 

Irish Water  

Challenges/Constraints encountered 

Irish Water was incorporated in 2013, following the Government’s examination of the provision 
of water services in Ireland in 2011. The strategy, management and delivery of water 
programmes had previously been undertaken at a local level by each local authority. The findings 
indicated that the creation of a national water utility body would offer increased efficiencies in 
water services and allow better capability to plan for future delivery also. IW has been 
responsible for the operation of public water services, including capital delivery relating to water 
infrastructure, since 2014. 18 The first capital investment plan for 2014 to 2016 estimated that 
€1.77 billion was required to deliver on the objectives. This significant plan for delivery, tasked 
to an organisation still in its infancy, required a considered approach to the delivery of the capital 
programme. A number of key challenges/ constraints were identified by IW early on in the 
process: 

1. Fragmentation of the supply chain: Suppliers had little to no ‘buy-in’ to the delivery process 
and there was limited collaboration or engagement with IW. Contracts to deliver would often 
be disrupted or delayed significantly due to litigation claims or disputes, leading to projects 
not meeting their original timelines. 

2. Capability challenge: Stretched resourcing and unfamiliarity with previous capital 
programmes of this scale, meant that staff both within IW and in the local authorities had 
difficulty in managing their day jobs, along with the project management elements of 
delivery. 

3. Annual and individual project focus: Projects were reviewed annually and on an individual 
basis, oftentimes overlooking the benefits that could be achieved through economies of scale 
or a multi-annual approach. In this way, outlining a future forecasted pipeline for delivery 
was constrained and difficult to communicate to the private sector.  

 
17

Source: EY analysis and interpretation based upon consultation notes and publicly available information. 
 
18 Source:  https://www.water.ie/support/questions-and-answers/why-has-irish-water-been-set-up/ 

https://www.water.ie/support/questions-and-answers/why-has-irish-water-been-set-up/
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Solutions implemented  

Following the identification of the above mentioned challenges, IW reviewed their approach to 
capital delivery and realigned it to better suit the nature of the projects and programmes they 
were delivering. This included the following changes: 

1. A centralised Project Management Office as established within IW, responsible for the 
design, contract, governance and reporting over a specific project/ programme. This 
PMO offers support, assistance and guidance to the project directors/ managers. The 
establishment of this PMO served to enable greater oversight and transparency over 
IW’s asset delivery function at any one time, and to plan future capital delivery from a 
national perspective, enabling efficiencies and effective prioritisation where required. 
Additionally, the PMO provides key portfolio management and reporting functions, 
which generate monthly management reports across the programme. This is based on a 
single, customised programme management system, Primaverra, and is backed by 
required business processes. The assets investments function is also critical, as this 
tracks the overall programme budget, updates the project costing tool and provides an 
informed view to management on whether delivery is on target, in terms of time and 
cost, and keeps the broader project pipeline updated.  

2. Projects were packaged together, where appropriate, to be delivered as multi-annual 
frameworks or programmes of work, and were presented to the market in this way. This 
created scale and a future pipeline of work for potential bidders. This was necessary to 
increase interest from the market, and thus create greater competition between bidders, 
which would serve to competitively impact the pricing of the final bids received. This 
approach also drives positive contractor behaviour by incorporating KPIs, that enable 
the monitoring of performance and allow poor performing entities to be removed from 
frameworks.   
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Figure 9: Transport Infrastructure Ireland Case Study
19

 

Transport Infrastructure Ireland  

Challenges/Constraints encountered  

Specifically, in relation to the delivery of roads related infrastructure and capital projects, 
delivery was carried out by the Local Authorities. The approach to delivery of these capital 
projects tended to be specific to each Local Authority, and lacked consistency. As a result, there 
was an absence of oversight over the suite of road related capital projects and programmes 
being delivered by Government at any one time.  

 

 

 
19

 EY analysis and interpretation based upon consultation notes and publicly available information. 
 

Solutions implemented 

TII implemented a number of initiatives to assist in developing a consistent approach to the 
delivery of capital projects, as well as creating efficiencies and economies of scale. As part of 
TII’s overall strategy for the management and implementation of the national roads programme, 
a number of project offices were established within the local authorities across the country. 
These project offices are staffed by Local Authority personnel, with salary and other operating 
costs being financed in full by TII. The project offices carry out a number of functions, including 
the following: 

1. Act as ‘Centres of Excellence’ for knowledge and learnings relating to the national roads 
programme. The staff working within the project offices have developed in-depth knowledge 
of planning, contract management and dispute resolution from their experience and provide 
guidance and advice to various project/ programme managers where required. Through the 
network of the project offices, information sharing can take place across projects/ 
programmes, regardless of geographic location.  

2. Provide consistency of approach to project design. Staff within the Local Authorities 
develop the design for smaller projects in-house. These designs are all aligned and 
consistent due to standardised design specifications and Health & Safety requirements that 
have been developed and circulated by TII amongst the various Local Authorities. 

3. Provide support in relation to project management. TII have developed tailored project 
management guidelines in relation to the national roads programme. These guidelines 
detail a number of internal peer review points throughout the project delivery lifecycle, as 
well as information on how and when to agree the relevant budget and deliverables for each 
project. The project office is familiar with these guidelines and available to provide further 
guidance and support, where required.  

4. Provide a national level of oversight and perspective to capital project delivery planning, 
rather than regional or county level focus. 

5. Through the establishment of the project offices and centralised management, a 
programme of capital projects was created and various synergies and efficiencies were 
realised. The role of the ‘Centres of Excellence’ or project offices is equally important in 
providing a standardisation of approach, through the development of project delivery 
handbooks, etc. 
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The OECD published a report in 2017 ‘Getting Infrastructure Right: a Framework for Better 
Governance’ which reported a key challenge being collaboration for public investment strategies 
across government: 

“Even in situations where the actors involved clearly recognise the need for it, transaction costs, 
competitive pressures, resource constraints, differing priorities and fears that the distribution of 
costs or benefits from co-operation will be one-sided, can all impede efforts to bring governments 
together. The national government holds a key strategic role in convening investment priorities, 
strengthening capacities of different levels of government involved in managing public investment, 
and ensuring sound framework conditions for governing public investment.”   

Implementing programme structures is a method of overcoming the challenges identified by the 
OECD on a sector basis and in relation to the largest and most urgent sector programmes. Mature 
programme structures will realise benefits of scale and create large multi-annual frameworks which 
will increase interest from the market, create greater competition between bidders, encourage 
investment from private companies and enable innovation.  

During the consultations, the following relevant views (paraphrased) relating to programmes were 
shared: 

 

[REDACTED] 

 
89% of respondents to the Questionnaire believed that further 
support by ‘providing technical and project delivery support 
through advice’ would benefit projects and programmes to a 

moderate, large and very large extent
20

. While the responses 
consider project delivery support for all Programmes, they also 
highlight the challenge (and need for support) for Entities 
delivering bespoke projects and programmes. 

 

6.3.3 Conclusion 

There are several sectoral programmes (i.e. housing, education, culture & heritage, 
telecommunications and certain climate action measures such as retrofitting of the built 
environment) within the NDP which represent a significant increase in scale and may be delivered 
through either i) a less mature asset delivery function, or ii) through a fragmented structure where 
responsibility is dispersed across a large number of Entities. 

These sectors may experience challenges such as i) limited/stretched internal capability, ii) lack of 
consistency, iii) annual/individual project focus, iv) fragmentation of the supply chain, and v) 
foregoing synergies of scale.  Other sectors have experienced similar challenges in the past and 
have addressed these through the development of new sector focused delivery structures (such as 
those at IW and TII). These sectors identified the need for specialist programme management 
structures to achieve synergies of scale, drive performance across multiple projects, break down 
silos, provide specialised expertise, enable continuous education, make technology available and 
embed a culture of innovation. 

  

 
20

 Source: Questionnaire 

89% of Questionnaire 

respondents believed that 
further support by ‘providing 
technical and project delivery 
support through advice’ would 
benefit projects and 
programmes to a moderate, 
large and very large extent 
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6.4 Applying industry expertise to governance and oversight  

6.4.1 Introduction 

The Approving Authority is defined within the PSC, as having ‘ultimate responsibility for the project’, 
which includes providing approvals at key decision gates, monitoring the project as it is implemented 
and reviewing whether the project should progress should major developments occur that threaten 
the viability of the project. As with any investment using public funds, the Approving Authority must 
ensure benefits are realised, risk is minimised and that maximum value for money is achieved. The 
Approving Authority is typically the parent department or local authority unless otherwise 
designated.  

This section outlines challenges identified in relation to the governance oversight function for 
Capital Programmes.   

6.4.2 Challenges 

Governance requires a balance between rigorous scrutiny and timely decision making. The 
consultation process suggested that governance structures are generally well established across the 
public service. Civil servants are experienced in fulfilling governance roles and programme teams 
are aware of their roles and accountabilities. However, the Review did highlight areas where 
governance oversight and assurance could be improved. 

The consultation process provided a view that civil servants responsible for overseeing governance 
within the Approving Authorities are often not accredited in the area of Capital Programme Delivery, 
and are therefore somewhat reliant upon the expertise of the Sponsoring Agency to provide 
assurances that the Programme is being controlled, implemented in line with its remit and on track 
to deliver. It is important that the governance structures established allow for a clear separation 
between ‘oversight’ and ‘delivery’, so that objective perspective and challenge can be brought to 
Capital Programme Delivery. This issue is likely to manifest itself in situations where Programmes 
are not performing to plan and it is important that senior officials have adequate supports to 
independently assess and address the risks presented. 

Programme steering or oversight groups are generally in place, however, there is no clear guidance 
on how they should be formed or their required composition to enable appropriate oversight and 
governance. More established processes/ guidance and support are therefore required around how 
steering groups are formed and the capability composition of these steering groups. 

To address this issue, several departments are seeking to implement new governance structures, 
some of which include the formation of oversight groups containing members from across the public 
and private sector to assist them with the oversight of governance. Sourcing the right members with 
the appropriate skills and experience for these committees, together with achieving commitment 
and accountability will be important to achieve.  

A number of relevant views (paraphrased) expressed during the consultation
21

 are set out below.  

 

 

 

 

 

 

 
21

 Source: Consultation with the Participating Entities 
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[REDACTED] 

 
The consultation process also highlighted a recognition 
that arrangements established to oversee the governance 
and delivery of Capital Programmes should not replicate 
the programme structures themselves. However, the 
necessary governance oversight that is required will 
depend upon the capability of the Delivery Entity and the 
complexity/ scale of the Programme.   

Effective oversight therefore requires a capability 
assessment of the Delivery Entity and the review of 
integrated governance and assurance strategies to ensure 
programme governance is adequate.  We did not identify a 
consistent approach by Approving Authorities in assessing 
capability of Entities under their remit, nor the use of 
integrated governance and assurance frameworks.  While the PSC sets out some key principles in 
relation to the oversight of capital investment, it does not include detail with regards to ‘best 
practice’ for integrated governance and assurance frameworks. A consistent approach by Approving 
Authorities to such frameworks was employed by some Entities such as TII and IW, but lacking in 
others.    

This approach above where capability assessments are carried out could also remove duplication 
and streamline the governance process for Programmes.  A number of relevant views (paraphrased) 

expressed during the consultation
22

 in relation to this are set out below: 

 

[REDACTED] 

 

6.4.3 Conclusion 

The consultation process indicated that the majority of civil servants responsible for overseeing 
governance within the Approving Authorities are often not accredited in the area of Capital 
Programme Delivery and do not have readily available access to industry experts to support them. 
This may limit the appropriate level of independent expert scrutiny of Programmes.  

By placing greater focus on the level of capability within the Entity responsible for Delivery, together 
with an integrated governance and assurance framework at the programme level, the governance 
oversight function could be streamlined while providing necessary assurance to those charged with 
governance that work is controlled, on track to deliver and aligned with policy. A consistent 
approach by Approving Authorities in this regard was lacking.   

As outlined in section 4.5, there are several central government supports currently available to 
Approving Authorities in relation to Capital Programme Delivery but they are not being consistently 
utilised and/ or are applied in a more peripheral role.   

  

 
22

 Source: Consultation with the Participating Entities 

The Infrastructure and Projects 
Authority in the UK defines 
Governance as comprising of 
‘authorising, directing, empowering 
and overseeing management’, and 
assurance is defined as ‘the 
systemic set of actions necessary to 
provide confidence to senior leaders 
and stakeholders that work is 
controlled, on track to deliver and 
aligned with policy’.  
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6.5 Attracting, retaining and developing people 

6.5.1 Introduction 

Delivering a Capital Programme requires professionals with specialist skills, qualifications and 
experience who are available at the right time throughout a Programme’s lifecycle. While the people 
responsible for Capital Programme Delivery may have varying backgrounds, they all require a set of 
common skills and experience which should be continually updated. Additionally, Programme 
success is often attributable to visionary project leaders who set the tone and pace from the top. 

This section outlines common challenges identified in relation to attracting, retaining and 
developing the people responsible for delivering Capital Programmes.   

6.5.2 Challenges 

Throughout the Review, there was a consistent emphasis on the importance of people, specifically 
having the right people, with the right competencies, who are available at each phase of a 
Programme.  

A number of relevant views (paraphrased) expressed during the consultation
23

 are set out below: 

 

[REDACTED] 

 

Within this section we summarise the related challenges under the below headings: 

• Enhancing recognition for the Capital Programme Delivery specialism;  

• Attracting and retaining talent;  

• Developing people; and 

• Investing in leadership. 

6.5.2.1 Enhancing recognition for the Capital Programme Delivery specialism 

Several professionals that we consulted with expressed a view that there is a lack of understanding 
within the public service of the specialist nature of the Capital Programme Delivery profession. In 
this regard, the consultation process produced some consistent themes and views, including:  

• Lack of awareness that success depends on having the appropriate specialism at all levels across 
the team to successfully manage and deliver a Capital Programme; 

• The profession is often grouped with the more general ‘programme and project management 
competency’, which does not accurately reflect the unique nature and complexities associated 
with delivering high value Capital Programmes, within complex environments; and  

• Restrictions regarding public sector recruitment policies and limited career progression/ 
opportunities for specialists within this industry. 

The majority of consultees did not see themselves as part of a wider, cross-sector peer group of 
Capital Programme Delivery professionals, despite having similar responsibilities and ultimately 
working towards a common outcome for Government, which is to achieve the objectives of the NDP. 
This lack of identity for the profession was also corroborated through the process undertaken during 
this Review, where the population of individuals across the public service with a responsibility for 
Capital Programme Delivery was not readily available.  

In order to implement a strategy to attract, retain and develop staff (discussed in more detail below), 
the first challenge to overcome is recognising and defining the profession within the public service. 

 
23

 Source: Consultation with the Participating Entities 
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This includes defining the specialist roles (including competencies and skillsets), the identification of 
the peer group of Capital Programme Delivery professionals, and understanding areas requiring 
development.  

Considerable work has been undertaken to map out the competencies and roles associated with 
general programme and project management by the ‘Action 10 Team’, who are charged with the 
action to “Embed programme and project management” under the ‘Our Public Service 2020’ 

framework to further develop Ireland’s public service
24

. These guidance documents are extremely 
useful in defining job profiles and associated competencies for those in project management. 
However, the consultation process suggests that they do not encapsulate the specialisms and 
specifics required by Capital Programme Delivery profession.  

6.5.2.2 Attracting and retaining talent 

80% of respondents to the Questionnaire are confident that the 
professionals required to deliver responsibilities under the NDP exist 
within their respective organisations. Further to this, 67% of 

respondents are confident that these people can be retained. 
25

 

While this could be considered encouraging, it does also highlight that 
there may be Entities which do not currently have, or may not be able 
to retain the people and skillsets required. This was corroborated 
through views (paraphrased) from the consultations and 

Questionnaire
26

, set out below. 

 

[REDACTED] 

Over 30% of respondents to the Questionnaire were not confident that 
the people with the required skills and experiences can be retained in 
their organisations to deliver their respective Capital Programmes. This 
coupled with Questionnaire responses relating to the ability of Entities 
to attract people with the required skills and experiences from the 
public service (just 54% confident or moderately confident) or the 
private sector (just 47% confident or moderately confident), indicates a 

common challenge.
27

  
Several suggestions were raised by Consultees in relation to initiatives 
to support the attraction and retention of people which were also 
corroborated by the results of the Questionnaire. The Questionnaire 
identified that ‘providing a defined career path’ would be the most beneficial initiative for Entities 
looking to attract and retain staff (75% of respondents – see Figure 10 below). Other initiatives 
included ‘greater recognition and importance of professional qualifications and technical expertise’ 
and ‘implementing relevant and defined learning and training programmes’ and ‘providing 
opportunities for secondments’, (all evident in Figure 10 below).  

 
24

 Source: ops2020.gov.ie/actions/innovating-for-our-future/project-management/ 
25

 Source: Questionnaire 
26

 Source: Consultation with the Participating Entities/ Questionnaire responses 
27

 Source: Questionnaire 

80% of 

Questionnaire 
respondents believe 
that the professionals 
required to deliver 
responsibilities under 
the NDP exist within 
the organisation. 

46% Questionnaire 

respondents are not 
confident that Entities 
can attract people with 
the required skills and 
experiences from the 
public service. 
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 Figure 10: Capital Programme Delivery Questionnaire: Section 3 – Q6 

6.5.2.3 Developing people 

Leading practice equips people with the skills and knowledge required to be effective. The long 
gestation and impact periods associated with Capital Programmes drives an impetus for Delivery 
professionals to be up-to-date with market trends, tools, technologies and user behaviour, to ensure 
that the solutions implemented are future proofed.  

During the consultations Consultees expressed a desire to 
learn and keep their skills current, but many did not view 
their organisations as ‘learning organisations’, with 28% of 
Questionnaire respondents stating that the training 
programmes to develop the skills and knowledge to 
perform their roles for Capital Programmes within their 
organisation, are limited or very limited.  

As alluded to in Section 6.3.2.2, the lack of a clearly 
defined Capital Programme Delivery skillset hinders the 
ability to provide specialist and tailored development to the people within the Delivery Entities to 
improve their ability to carry out their responsibilities.   

Whilst an exhaustive exercise was not undertaken, the information received through this Review 
suggested that common competencies which may require strengthening across the public service 
include: 

• Benefits management: Benefits are the measure of the outcome that the programme is seeking 
to achieve; every decision made should be challenged to ensure that they are coherent with that 
outcome. An approach to the management of these benefits should be implemented to ensure a 
disciplined approach to identifying, monitoring and realising benefits. Capital programmes are 
often interrelated, and benefits are maximised through the delivery of more than one project. For 
example, housing projects require transport networks and utilities infrastructure to be in place 
before it can realise their desired benefits. Structured benefits management is therefore critical 
for a joined-up approach to monitoring success. 

• Risk management (including applying risk premiums to budgets): Risk management practices 
increase the predictability of a project by providing a common method for identifying, analysing, 
mitigating and reporting risk. Careful attention should be given to forecasting the costs of a 
proposal whilst considering potential risks and  project maturity which may impact deliverability. 
Early warning signals and the visibility of risks to project delivery can minimise the impact on 
long term performance.  

28% of Questionnaire 

respondents believe that the 

training programmes to develop the 

skills and knowledge to perform 

their roles for Capital Programmes 

within their organisation, are limited 

or very limited. 
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• Change control/variations: Effective change control practices ensure only beneficial or 
necessary changes to the baseline project are implemented. The impact of a change should be 
assessed in terms of impact on the business case, objectives, benefits, scope, resources, time, 
cost, quality and risk. In the event of a dispute arising that may threaten to suspend or derail the 
delivery of a project/programme, having expertise and capability regarding dispute resolution 
within the project/programme team is essential.  

• Quality & Contract management: Private suppliers of goods and services are critical to the 
delivery of all Exchequer-funded programmes. Regardless of the delivery and contracting 
methods the ultimate risk will always sit with the Government, as Exchequer-funded capital 
programmes provide benefits to the wider public and society. Whilst mechanisms and protections 
should be contractually embedded, there should also be proactive assurance measures put in 
place to ensure products or services bought are of the appropriate quality, including on-site 
quality assurance. 

• Programme management: Programme management provides a framework for implementing 
strategies and initiatives to enable government to achieve outcomes and benefits of strategic 
importance. It includes planning, delegating, monitoring and control of all aspects of a 
programme and the motivation of those involved to achieve the defined objectives within the 
constraints of time, cost, quality, scope, benefits and risk. Mature programme management not 
only focuses on monitoring, reporting and governance, but also on driving performance through 
breaking down silos, providing expertise, educating others, making technology available, 
enabling innovation and facilitating synergies of scale.  

• Technology / innovation: Advances in technology and innovative techniques highlights the need 
for the industry to develop a culture of innovation to efficiently deliver future proofed assets. The 
‘Building Innovation’ report released by the CSG in June 2020 identified the following initiatives 
as key to achieving this: 1) enable investment in innovation and technology in order to spur the 
next wave of growth based on a foundation of digital adoption, by both clients and contractors; 
2) the need for ongoing regulatory reform of public procurement, environmental, labour and 
other areas in order to streamline and assist in achieving competitiveness and sustainability; and 
3) the need to increase certainty and visibility of the pipeline of project opportunities in order to 
provide the industry with the confidence to invest and individuals to choose a career in the built 
environment.  

Specifically, in relation to point 1 above on innovation, the ‘Building Innovation’ report has identified 
seven ‘Technology and Innovation’ related actions which will require detailed collaboration, planning 
and co-ordination by the CSG and the wider industry in order to deliver. A dedicated ‘Innovation Sub-
Group’ has also been established to ensure focus and progress on this area and a number of 
designated ‘Action Leaders’ have been assigned within the Sub-Group to agree a collaborative 
approach that will be employed within the Sub-Group and the wider CSG, to ensure best practice and 

speed in reaching the seven actions identified.
28

 

The Commercial Skills Academy was established in 2019 by the OGP29 and is currently operating on 
a pilot basis. It is seeking to implement a development programme for the Capital Delivery 
profession. Feedback through the consultation process suggests that this has been well received 
across the industry in the public service and should be developed and more widely rolled out. 

6.5.2.4 Investing in leadership 

Project success is often attributable to visionary project leaders who set the tone and pace of the 
Programme from the top, while creating alignment throughout the organisation. Leaders should be 
committed, engaged and proactively seeking out innovative ways to achieve goals.  

 
28

 Source: https://www.gov.ie/en/publication/827c7-construction-sector-group-building-innovation/ 
29

 Source: https://ogp.gov.ie/commercial-skills-academy/  
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Most consultees expressed confidence in the Capital Programme 
Delivery leaders in their respective organisations. However, 47% of 
respondents to the Questionnaire believe that the programme leader 
competency is inconsistent across the public service.  

From the consultation process, it was evident that there is limited 
development and training of Capital Programme leaders. While some 
Programme leaders are participating in leadership development 
programmes in the UK, there is no consistent development programme 
or plan in place for leadership development in Ireland. 

The consultation also highlighted a general view that succession planning was an issue due to the 
under-activity within the respective sectors/ Entities over recent years. This is supported by the 

following comments (paraphrased) from the consultations
30

 with the Entities: 

 

[REDACTED] 

6.5.3 Conclusion 

As activity increases under the NDP, successful outcomes will be dependent upon having people 
with the right skills and experience who are available across the Programme lifecycle. While this 
Review suggests that there is an experienced cohort of Capital Programme Delivery professionals in 
the public service, it was apparent that attracting, retaining and developing talent was a key 
challenge encountered.   

The profession, including roles and competencies, is not well recognised within the public service.  
Improving its identity is therefore an important first step in establishing a people strategy in relation 
to Capital Programme Delivery.  

Initiatives such as ‘providing a defined career path’,  ‘greater recognition and importance of 
professional qualifications and technical expertise’ and ‘implementing relevant and defined learning 
and training programmes’ would be beneficial in supporting Entities who are seeking to attract and 
retain staff. 

Additionally, Programme success is often attributable to visionary project leaders who set the tone 
and pace from the top. The consultation highlighted a general view that succession planning was a 
challenge which will be amplified by the increased activity being forecast. A focus on empowering 
the leadership is a critical consideration. 

As some Delivery Entities in certain sectors (housing, education, culture & heritage, amongst 
others) have not historically had a large volume of capital project delivery responsibility, the level of 
development of the Programme delivery professionals within these Entities is less mature than 
those sectors with specialist Delivery Entities who have developed their professionals through 
sustained investment programmes (e.g. TII, IW, OPW, etc.). These Delivery Entities with less 
developed resources but key NDP remits will therefore require focused assistance in attracting and 
developing people if they are to successfully deliver on their respective remits. 

  

 
30

 Source: Consultation with the Participating Entities 
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6.6 Ensuring collaboration 

6.6.1 Introduction 

The NDP covers a broad range of cross sectoral investment projects and programmes, which will 
require the  Delivery Entities to work together, if the Government’s National Strategic Outcomes are 
to be achieved. The scale of the NDP presents a significant opportunity to ensure that the public 
service collaborates in order to attain synergies of scale, leverage existing capability, learn from 
mistakes, achieve continuous improvement and adopt innovation. To achieve this, the Delivery 
Entities across the public service must collaborate and collectively contribute their expertise.  

This section outlines capability challenges identified in relation to collaboration across the people 
and Entities with a responsibility under the NDP. 

6.6.2 Capability challenges 

Sharing knowledge and information is the foundation stone of 
collaboration. It is apparent from the consultation process that the 
fragmented nature of Capital Programme Delivery in Ireland has created 
silos, which limit the extent to which collaboration takes place. While 
collaboration takes place in individual Entities and to a limited extent 
across specific sectors, it is much less commonly seen at a national level. 
The Questionnaire demonstrated that whilst 50% of respondents believe 
there is a lot of information sharing within their respective Entity, only 

23% believe there is a lot within their sector and just 5% believe there is a lot nationally
31

.  

Furthermore, 92% of respondents to the Questionnaire felt 
that ‘analysing and sharing performance data’ could benefit 
from further support, and 96% felt that ‘sharing knowledge/ 

peer reviews’ would benefit from further support
32

. This 
clearly demonstrates a strong desire for greater sharing and 
collaboration across the Entities/public service.   

Consultees acknowledged a number of knowledge sharing structures that are currently in place at a 
strategic level, such as the Project Ireland 2040 Delivery Board and Co-ordination Group and 
general project/programme management initiatives being co-ordinated by the Action 10 Team under 

Our Public Service 2020
33

. However, there are fewer Capital Programme Delivery specific 
collaboration structures in place at the day-to-day project/programme delivery level, which would 
benefit those involved at the ‘coal-face’ of Delivery.  

The consultation process also highlighted that where information sharing does exist, it is on an 
informal basis and is largely dependent on relationships that exist because of certain individuals and 
their contacts, rather than at a systemic level.  

Reservations were communicated regarding the effectiveness of formal or written information 
sharing, due to the public nature of their role and commercial sensitivities of the Programmes. 
There is a need for more sectoral engagement groups across Capital Programme Delivery to be 
formed, in order to allow contracting authorities to share information in a conducive environment. 

We have outlined some relevant views (paraphrased) from the consultation
34

 with the Entities 
relating to the use of informal/formal networks for collaboration: 

 

 
31

 Source: Questionnaire 
32

 Source: Questionnaire 
33 See: https://www.ops2020.gov.ie/actions/innovating-for-our-future/project-management/ 
34 Source: Consultation with the Participating Entities 
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[REDACTED] 

 
There was a clear response in the Questionnaire in relation to the variety of forums which would be 
beneficial to consider with strong support for formal, informal, sector specific forums, as 
demonstrated in Figure 11. 

Figure 11: Capital Programme Delivery Questionnaire: Section 2 – Q3 

 

Collaboration should also ensure that any information and data 
being collected is done so in a consistent and structured 
manner that enables value to be derived by the delivery teams. 
The consultation process highlighted little evidence that this 
approach was being widely employed. This was corroborated 
through the Questionnaire, where 55% of respondents believe 
that the level of capability for utilising knowledge gained from 
processes to optimise wider programme performance, was only 

‘Basic’ or ‘Developing’
35

.  

Through the consultation process, there was a general view that private sector companies had 
access to greater levels of information and data as they were involved in projects across various 
sectors, which the public sector representatives were not. When asked about the benefit of having 
access to an increased availability of information regarding market developments and private 
suppliers, 54% of respondents answered that this would be beneficial to a large extent or to a very 
large extent. Depending on the data, the right level to implement such collaboration structures may 
be at either a programme or national portfolio basis. 

As investment ramps-up, capacity will be a constraint and public sector projects will compete against 
each other, on a national, sectoral and Entity level. Results from the Questionnaire confirmed that 
‘the prioritisation of people between competing projects’ was seen as one of the biggest challenges 

 
35

 Source: Questionnaire 
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to attaining the right team by Capital Programme Delivery professionals. Through employing 
collaboration, secondments and mobilisation initiatives, this issue could be overcome. Moving a 
recognised ‘star performer’ project or programme manager into a role could set the tone and pace 
of a certain Programme from the top, while also creating alignment throughout the organisation and 
helping to deal with peaks and troughs in activity. 

6.6.3  Conclusion 

A fragmented approach to Capital Programme Delivery across Government has resulted in silos 
forming, which prevents the sharing of information and knowledge. This lack of collaboration can 
impact on efficiency of public investment decision-making due to a lack of robust information 
available. While some information sharing does take place at an Entity level, it is vital to expand this 
across sectors and nationally, so that the full benefits of collaboration in relation to Capital 
Programme Delivery can be realised. Findings from both the consultation process and the 
Questionnaire, points to a need and appetite for increased collaboration across the public service.  

There is an opportunity for the implementation of an increased number of initiatives, aimed at 
improving the level of collaboration across sectors, breaking down silos between teams and 
engendering a focus on continuous improvement and consistency across the Capital Programme 
Delivery profession. This can be done through an increased focus on insights sharing/ lessons 
learned, peer reviews, networks, roundtables and conferences, among various other opportunities. 
Increased and more effective use of digitalisation will be required to enable greater collaboration 
across Government. 
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6.7 Navigating macro constraints 

6.7.1 Introduction 

Capital Programmes are delivered within complex and changing environments with many 
stakeholders, requiring the navigation of wider political, industry, legal and regulatory constraints. 
Success requires strong public sentiment, private sector collaboration, and a co-ordinated response 
to industry challenges. 

This section outlines capability challenges identified in relation to navigating macro constraints. 

6.7.2 Capability challenges 

The majority of consultees referenced wider political, industry, legal and regulatory challenges 
which they are seeking to overcome. Many of these challenges were common across consultees and 
sectors, however there appeared to be a lack of any co-ordinated action to pursue potential 
solutions. There was a general consensus that central and co-ordinated support for the industry 
could assist delivery professionals in navigating these challenges. These challenges are summarised 
below within the categories of:  

• Private sector collaboration; 

• Communications; and 

• Other macro challenges. 

6.7.2.1 Private sector collaboration 

When discussing significant risks to the successful delivery of Programmes the majority of 
consultees referred to challenges which are either experienced within or through interaction with 
the private sector. Programme leaders have the responsibility of cultivating a shared sense of 
purpose amongst their teams, of which the private sector is a critical component. Some of the 
related issues identified through the consultation process are summarised below: 

• As the number of public sector Capital Programmes begins to increase, it becomes more 
challenging to generate the same level of interest from the private sector and to ensure 
competitive tension is achieved across projects. Private companies need to mirror the increase in 
public investment made by the Government within their organisations, in order to build the 
capability and capacity required internally to deliver upon these mandates. However, they are 
unlikely to commit to this investment until they have certainty and commitment in relation to a 
future pipeline of work. Some of the challenges in achieving this include the absence of multi-
annual exchequer funding commitments and Delivery Entities with less scale being unable to 
group projects/programmes together to form more attractive work packages (related to 
capability challenge 2: supporting major Programmes).  

Relevant Questionnaire response quote
36

: 

 

[REDACTED] 

 

  

 
36

 Source: Questionnaire responses 
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Relevant view (paraphrased) from the consultations
37

: 

 

[REDACTED] 

 

There is a recognition that not all risks are capable of being fully assessed, priced or absorbed by the 
private sector, and that such risks must be managed collaboratively. While the standardisation of 
contracts was perceived as being positive, the use of the Public Works Contracts available under the 
CWMF is providing a constraint to acting upon innovative risk-sharing strategies. While derogations to 
the PWC can be requested, it was generally perceived that this is difficult to achieve and that there is 
not widespread understanding regarding the benefits of other internationally recognised forms of 
contracts, which can better incentivise a common outcome.  

     Relevant Questionnaire response quote: 

 

[REDACTED] 

Relevant view (paraphrased) from the consultations: 

 

[REDACTED] 

• An emerging trend from the private sector recognises that high quality projects delivered within 
budget are achieved in collaborative ‘one team’ arrangements. In these collaborative models, all 
parties are incentivised to pool expertise, enable truly integrated cross-disciplinary co-operation 
and manage risks collectively. Such an approach would require a major cultural shift in the public 
sector.  

• Public procurement rules present a challenge in factoring in past performance of private 
contractors, when evaluating the award of future contracts, and also have a tendency to put a 
higher emphasis on the upfront costs of projects as opposed to the capability and suitability of 
private contractors.  

• The broad landscape of builders, contractors and specialist sub-contractors can oftentimes be 
difficult to navigate and gain assurance that a minimum level of competency and quality 
standards are being met by contractors. The establishment of the Construction Industry Register 
Ireland (CIRI) in 2014 was aimed at solving this issue through assisting users of construction 
services when selecting a contractor, whilst also professionalising the construction industry. 
Construction entities can be CIRI registered, providing they comply with strict eligibility criteria 

and high standards,  and are searchable through the CIRI online register
38

. Registration with CIRI 
is currently on a  voluntary basis, however there is appetite in the market for this to be made 
mandatory for all contractors.   

• The combination of the above, together with the inclusion of the ‘Standing Conciliator’ clauses, 
has led to a ‘claims culture’ emerging in the construction industry, where delivery focus is 
distracted by contractual and legal disputes, as opposed to being incentivised to achieve a 
common outcome.  

 
37

 Source: Consultation with the Participating Entities 
38

 Source: https://www.ciri.ie/index.php/faqs  
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The Questionnaire supported a general agreement that better engagement with the private sector 
would lead to improved Capital Programme Delivery (see Figure 12 below). 

Figure 12: Capital Programme Delivery Questionnaire: Section 5 – Q5 

 
 
 
Private suppliers of goods and services are critical to the delivery of all Exchequer-funded projects. 
Those charged with delivering large scale Capital Programmes should manage their pipeline to 
consider market capacity and continue to seek procurement and contracting strategies which 
promote the realisation of mutual and sustainable value. The recent establishment of the 
Construction Sector Group has started to address this challenge as it seeks to promote regular and 
open dialogue between government and industry on the delivery commitments outlined in Project 
Ireland 2040. The CSG recently published a report in June 2020, titled ‘Building Innovation’, which 
focused on the solutions required to encourage innovation in the construction sector. 

6.7.2.2 Communications 

The benefits generated by public sector Capital Programmes are 
derived through the demand and use by the end-user, usually being 
the general public. The consultation process highlighted the 
recognition of the importance of regular, structured communication 
with public stakeholders to ensure that Programme objectives are 
achieved. While consultees recognised the good work in the area of 
communications (e.g. NDP, Project Ireland 2040 and NIO Project and 
Programmes Tracker), there were some concerns that the negative 
publicity that has surrounded a limited number of recent Capital 
Programmes has impacted the level of skepticism and negative 
sentiment experienced by other Capital Programmes. This is more 
challenging to manage at an individual programme level. Generally, there is a sense that there is an 
absence of a voice for the industry and promoting the importance of Capital Programmes and 
successful Delivery. 

 

82% of Questionnaire 

respondents believe 
Capital Programmes would 
benefit from further 
supports in the area of 
‘communications strategy 
and public relations’ to a 
moderate, large or very 
large extent. 
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   Relevant view (paraphrased) from the consultations:
39

: 

 

[REDACTED] 

 
The importance of regular and structured communications with stakeholders is apparent in the 
Questionnaire results, where 82% of respondents believed that Capital Programmes would benefit 
from further supports in the area of ‘communications strategy and public relations’ to a moderate, 

large or very large extent
40

.  

The defined benefits of a public sector Capital Programme form the foundation for the strategic 
rationale and ultimate measurement of success. These benefits are often best realised through the 
implementation of co-ordinated, cross-sector strategies. Consultees also felt that Capital 
Programmes were often judged based upon the cost and delivery timelines alone and not the 
benefits generated. Therefore, communication strategies should be considered which highlight the 
benefits generated by Capital Programmes.  

The delivery of infrastructure and capital projects is often inter-dependent. For example, the 
benefits of a new housing development will be directly linked to the provision of transport networks, 
utilities and ‘placemaking’. Whilst this must be considered during the 
strategy and planning phase, the monitoring of success should also 
be a key priority area, focusing on the combined benefits of the 
overall investment. Benefits management was consistently 
highlighted throughout the consultation and Questionnaire as an 
area which lacks maturity and capability (see graphic to right, 
indicating same). A structured, national approach to benefits 
management could be further explored. 

6.7.2.3 Other Macro Challenges 

Other challenges communicated through the consultation process included planning, annual funding 
allocations, political, economic and environmental concerns.  

• Planning process and appeals: Issues in relation to the impact that the planning process has on 
timelines, particularly regarding the rights to judicial review for environmental authorisations 
raised by serial objectors, who are not directly affected by a specific Programme, and 
permissions required where Programmes are included within local area plans, create difficulties 
for critical timelines.  

• The absence of multi-annual funding commitments: The absence of multi-annual funding 
commitments by Government causes challenges to running efficient procurements and providing 
the private market with certainty of project/programme pipeline for the future.  

• A high inflationary environment (particularly construction): Due to the long timelines, Delivery 
Entities need access to cost management mechanisms/techniques for managing construction 
price inflation, as a contributor to total project/programme cost.  

• Political: Delivery Entities come under political pressure to accelerate delivery or release cost 
and timeline estimates, prior to finalising the budgeting process and generating reliable, robust 
figures. 

 
39

Source: Consultation with the Participating Entities 
40

 Source: Questionnaire 
41

 Source: Questionnaire 
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6.7.3 Conclusion 

Capital Programmes are delivered within complex and continually changing environments that are 
required to navigate wider political, industry, legal and regulatory constraints. Delivery professionals 
must operate within the confines of macroenvironmental factors, however, they must also 
collaborate to seek solutions to the challenges presented and co-ordinate responses to support 
positive changes in the industry. 

The Review has identified challenges in the areas of private sector collaboration (diminished interest 
in Programmes pipeline due to capacity constraints/difficulties in utilising and developing 
collaborative approaches to Delivery); communication (absence of a voice/advocate for the industry 
in promoting the importance of Capital Programmes and highlighting successful Delivery); and other 
macro elements (planning process, committed multi-annual funding, political and high inflationary 
environment) which need to be addressed to ensure the NDP Programmes can be successfully 
delivered. 

The consultation process highlighted the important work done by NIO to date in the area of 
communications, including the development of the NDP, Project Ireland 2040 and the Project and 
Programmes Tracker and also the planned review of the NDP by the new Government. The NIO has a 
communications team and strategy in place, which liaises with other capital spending departments.  
However there is scope for this remit to be expanded further, as the consultations process has 
highlighted the need for an increased focus on benefits generated and success stories of Capital 
Programmes, to inform public infrastructure users and build strong public sentiment.  

Private suppliers of goods and services are critical to the delivery of all Exchequer-funded projects. 
Those charged with delivering large scale Capital Programmes, should manage their pipeline to 
consider market capacity and continue to seek procurement and contracting strategies which 
promote the realisation of mutual and sustainable value. The recent establishment of the CSG has 
started to address this challenge as it seeks to promote regular and open dialogue between 
government and industry on the delivery commitments outlined in Project Ireland 2040. 
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6.8 Summary 

While capability challenges will vary by sector and Delivery Entity, this Review identifies common 
challenges encountered in Capital Programme Delivery across the public service, which can be 
better supported through a structured approach at a Government portfolio level. Several challenges 
encountered are identified as follows:  
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7. Proposed solutions to Ireland’s capability challenges 

7.1 Overview of this section 

In section 6, we highlighted capability challenges being experienced within the public service in 
relation to Capital Programme Delivery. The purpose of this section of the Report is to introduce and 
describe a number of actions and initiatives that have been identified and which may serve as 
solutions to the common challenges identified.  

These solutions have been developed based upon the following: 

► Our assessment of the existing Capital Programme Delivery environment in Ireland and the 
challenges faced; 

► The consultations with Participating Entities and selected national bodies; 

► The consultations with SMEs; 

► The Questionnaire findings and suggestions by respondents; and 

► The benchmarking of international jurisdictions in comparison to what is currently being done in 
Ireland (see Appendix B). 

As set out in section 5 (Methodology), our approach included benchmarking the current Delivery 
supports available in Ireland against selected international jurisdictions. The current available 
supports in Ireland differ greatly to those in the three jurisdictions selected for the benchmarking 
exercise (the United Kingdom, New Zealand and New South Wales, Australia), where the approach to 
carrying out and/ or supporting Capital Programme Delivery is largely concentrated within a single, 
dedicated national infrastructure body, such as INSW in Australia, ICNZ in New Zealand and the IPA 
in the UK. These bodies function as a ‘one stop shop’ for Capital Programme/ infrastructure delivery 
and are easily identifiable by anyone involved in the industry seeking support or guidance. Appendix 
B sets out more detailed information on the supports provided by these bodies. 

As delivery of the NDP is underway and as it is recognised that the proposed solutions will take 
some time to further appraise and implement, a number of near-term initiatives have been 
identified as part of each of the wider potential solutions presented. These interim solutions are 
included at the end of each solution sub-section, within section 7 of this Report.  

The proposed solutions detailed have been grouped under a number of relevant headings, as 
follows: 
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Rather than implementing the proposed solutions in a “one size fits all” approach across all sectors/ 
Entities involved in Capital Programme Delivery, the solutions should be considered as available to 
all sectors/ Entities, but would only be implemented where and if required. Entities that have more 
established asset management/ delivery functions would be expected to draw less on certain 
solutions (such as supporting major Programme initiation and advice and supports under solution 
2). These would include Entities such as TII, NTA, IW, OPW and the HSE, who each have a high 
degree of experience and specialism within their respective sectors.  

In contrast, sectors with less developed capability which do not currently have a specialist Delivery 
Entity but are forecasting increased activity and scale, would be expected to benefit most from 
leveraging all of the proposed solutions. This implies that a primary focus should be placed on 
providing the solutions to the sectors (and sector programmes) which do not currently have a 
specialist Delivery Entity but are forecasting increased activity and scale. Selected examples of such 
sectors include (but are not limited to) housing, education, culture & heritage, and certain climate 
action measures such as retrofitting of the built environment.  

7.2 Supporting major Programme initiation 

Programme set-up is a key discipline and failure to commence with the right structures, people, 
processes and systems in place, is likely to result in major issues as delivery progresses.   

The Review identified instances whereby large complex sectoral programmes are being delivered 
through a fragmented structure (Education and Housing) and significant bespoke 
programmes require Entities to develop a new set of.  

Maintaining a defined list of the major projects and programmes will assist in identifying Entities, 
programmes (particularly large complex sectoral programmes) and projects (particularly large 
bespoke projects) which could benefit from expert guidance, support and governance relating to 
programme initiation and execution planning (which includes developing an accurate and achievable 
brief). These will typically be the largest, most urgent, innovative and highest risk type 
of Capital Programmes. 

Where these Programmes are being delivered by Entities who have dedicated and mature 
asset delivery/management divisions, they have the benefit of leveraging existing capabilities and 
may require less support. These Entities should be utilised for Programme delivery where possible 
(for example, OPW could be considered to deliver a complete programme in relation to Culture & 
Heritage).  Other Entities/Programmes may be required to build capability from the ground up and 
may require greater support, this may include reviewing the current state within the 
sector/Programme and implementing new structures.    

Regardless, a significant commitment is required to ensure that the necessary components of 
Capital Programme Delivery Capability are in place from the outset, and are managed across the 
project lifecycle.  There are examples of Entities which have developed significant Delivery 
capabilities within specific sectors which historically have had a more consistent level of activity. 
This expertise should be leveraged, where possible, to support other sectors with increasing scale of 
capital expenditure who are now experiencing similar challenges. For example, experience from 
sectors such as water and transport should be leveraged to assist the development of delivery 
structure in other sector programmes.  

• Programme Initiation planning: Programme set-up is a key discipline and failure to commence 
with the right structures, people, processes and systems in place, is likely to result in major 
issues as delivery progresses. Project execution planning which includes developing an accurate 
and achievable brief is vital to get right at the outset to achieve quality and avoid disputes. 
Entities, programmes and projects could benefit from expert guidance and support relating to 
execution planning and set up at initiation. This could be of particular benefit in the following 
circumstances: 

► High complexity projects facing bespoke challenges and requiring tailored planning to ensure 
successful delivery; and 
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► Sectoral programmes with significant scale, which are being delivered through a fragmented 
structure. These programmes require mature programme management structures and may 
benefit from expert guidance and support. 

While the Programme teams should identify capability requirements and request support where 
needed, this support could also be linked to the ‘Capability maturity assessments’ set out in 
section 7.4.  There could also be a requirement for all major projects and programmes to avail of 
a central, expert support to provide additional assurance that these priority Programmes have 
undertaken initiation planning in order to ensure the right structures, people, competencies and 
processes are in place from the outset. 

The support could also include supporting initiation planning and collaboration across different 
sectors/ Entities who are required to co-deliver on some of the larger/ more strategic sector 
programmes and bespoke projects. 

There are examples of Entities which have developed significant Delivery capabilities within specific 
sectors which historically have had a more consistent level of activity. This expertise should be 
leveraged, where possible, to support other sectors with increasing scale of capital expenditure who 
are now experiencing similar challenges (i.e. housing, education, culture & heritage and certain 
climate action measures such as retrofitting of the built environment). For example, experience from 
sectors such as water and transport should be leveraged to assist the development of delivery 
structure in other sector programmes. 

ICNZ, IPA and INSW all provide advisory services, supports and assistance with execution planning 
to ensure capital projects and programmes are set up for success from the outset. While the NDFA 
could provide services of this nature, it does not have a dedicated service offering which is widely 
publicised or utilised within the public service outside of PPPs.  

In such cases where there is a proposed sector programme which is not currently situated in an 
Entity with appropriately mature programme management structures, Entities which could 
potentially deliver the programme should be considered for housing/ delivering these programmes 
and resourced appropriately (e.g. Culture & Heritage sector programme could potentially be 
considered for delivery by OPW). Where there is not a natural home for the programme, then 
programme initiation support should be considered to develop the programme structures and 
capabilities in the subject Entity.  

A number of initiatives suitable for improving programme initiation planning that can be 
implemented in the near term are included below: 

 

 

| Near-term initiatives for supporting major Programme initiation  

In parallel with the review of the NDP, there should be an exercise to identify a defined list of the 
major projects and programmes. For each of these programmes, the initiation, set-up and execution 
planning should be considered by the Approving Authorities (who may require specialist support - 
see solution 2 (section 7.3) below) to ensure that appropriate delivery capability is in situ.   

This should include the major sector Programmes which are experiencing an increase in scale where 
delivery responsibility is dispersed across a large number of entities. 

These will typically be the largest, most urgent, innovative and highest risk type of Capital 
Programmes. These Programmes should be reviewed to ensure structures and capabilities are in 
place which ensure outcomes are being maximised.  Through the identification of these 
Programmes, clear accountability can be assigned for their successful delivery. 
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7.3 Provision of central advice and supports to Delivery Entities 

In recognition of the varying capability across the Government, where some Entities may not have 
the scale or the means to address capability gaps internally, there is a requirement for the provision 
of Programme advice and supports. Entities need to ensure that they remain an ‘intelligent 
customer’ with the necessary knowledge and experience to produce quality execution plans and to 
optimise the sourcing, contracting, monitoring and governance of private suppliers and advisors. 
Where capability gaps are identified, these Entities may require a central support to assist them. 

• Comprehensive programme advisory supports: This Review proposes varying degrees of 
capability across all the core technical competencies of Capital Programme Delivery and suggests 
that the public service would benefit from having access to a range of expert supports across 
several competencies. Examples of where these supports could be benefitted from include: 

► Where capability gaps are identified but Entities do not have the scale or the means to 
address these gaps internally, these should be identified during the initiation phase and 
could be supported through a central advisory and support service; and  

► Where Entities intend to procure the expertise externally, advisory services could be utilised 
to support the procurement and ensure that the capability gap is mitigated until the external 
expertise is on boarded in full. 

The IPA in the UK provides advice and supports which cover most aspects of major infrastructure 
delivery from project initiation through to delivery. The IPA’s expert teams give specialist advice, 
provide practical tools and make specific recommendations to help improve the chance of 
successful delivery of these projects and programmes.  

In Ireland, while specific supports are available for certain projects and technical competencies, 
there is no central unit providing dedicated and comprehensive support for the Entities with a 
mandate to provide this function across the breadth of capabilities required. This central support 
could also be instrumental in disseminating best practice and innovation.      

• Expanded best practice guidance: Competencies and processes identified as being less mature 
during this Review include initiation planning, benefits monitoring, risk management, change 
control and quality & contract management. Best practice guidance could be developed based 
upon a number of sources of information such as lessons learned/ peer reviews, wider industry 
trends and insights and international guidance, and provided to various Delivery Entities as 
required.  

In the UK, the IPA has developed a route map which consists of a series of best practice guidance 
documents in relation to the delivery of programmes and projects. Modules include Project 
Initiation Route map guidebook, Organisation Design and Development, Risk Management, 
Governance, Procurement, and Execution Strategy. 

Best practice documentation does exist in the form of the Public Spending Code and the Capital 
Works Management Framework. However, this could be further developed to cover practices 
identified as being less mature as outlined above. 

► Leverage capability of specialist Delivery Entities to provide advice/ support: Where 
appropriate, specialist Delivery Entities such as OPW, NDFA, the Housing Agency and the Higher 
Education Authority could assist and share their expertise with other Entities in relevant sectors 
to address capability gaps or assist in procuring expertise externally.   
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A number of initiatives suitable for addressing varying capability across the Government and 
providing Programme advice and supports that can be implemented in the near term are included 
below: 

 

7.4 Developing an assurance function to support oversight of major 
Programmes 

The Approving Authority has ‘ultimate responsibility for the project’ per the PSC and the 
governance and oversight role it performs must strike a balance between rigorous scrutiny and 
timely decision-making. The consultation process highlighted that Approving Authorities could 
benefit from a specialist and comprehensive function to support them in performing their duties and 
strengthen the assurance process.  We have identified the following potential solutions which may 
strengthen the governance assurance function of Capital Programme Delivery:  

• Supporting the oversight of Governance and performing an assurance role: Provision of expert 
advice and support to Approving Authorities in relation to the oversight of governance. This may 
include: 

► Advising Approving Authorities on the structure and make-up of the governance structure 
for a particular Programme, including the relevant capabilities required;  

► Supporting Approving Authorities in reviewing project/programme level governance and 
assurance frameworks, upon which the Approving Authority may partially rely upon; 

► Undertaking capability maturity assessments on Delivery Entities; and 

► Providing specific tailored advice on other related matters as required. 

The consultation process highlighted the view of many respondents that civil servants 
responsible for overseeing governance are often not accredited in the area of Capital Programme 
Delivery, and do not have readily available access to industry experts to support them. This may 
limit the level of independent expert challenge of capital programmes. Governance oversight 
could also place more reliance on integrated governance and assurance frameworks embedded 
at the programme level to ensure work is controlled, on track to deliver and aligned with policy.  

Infrastructure Commission New Zealand, the Infrastructure Projects Authority, UK and 
Infrastructure New South Wales provide assistance to those charged with providing governance 
over programmes, to ensure they are appropriately monitored to deliver successful outcomes. 
The IPA has developed a route map which includes detailed guidance in relation to best practice 
governance and carries out maturity assessments of the delivering entities, the outcome of 

 

| Near-term initiatives for the provision of central advice and supports to 
Delivery Entities 

Where appropriate, specialist Delivery Entities such as OPW, NDFA and sector specialist (such as TII, 
NTA, IW, HSE etc.) could assist and share their expertise with other Entities in relevant sectors to 
address capability gaps or assist in procuring expertise externally. This would require investment to 
allow the Entities to develop the additional capacity required to perform this expanded role.   

The NIO could be mandated to provide a co-ordination function for Delivery Entities requesting 
assistance relating to Capital programme Delivery. NIO could work with the Delivery Entities and 
other supporting agencies to match capability gaps with the correct supports that are available in 
the near-term. Entities that have concerns about their capability to deliver on their respective 
remits, should carry out/ seek assistance to carry out a capability review to inform what assistance/ 
support they will require. This would require significant additional investment into the NIO and other 
entities to ensure it has the capacity to perform this expanded role. 
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which impacts the level of autonomy/ self-assurance that UK government entities have when 
delivering programmes. 

In Ireland, Approving Authorities may have access to certain expertise to support them in 
carrying out their functions but there is not a comprehensive and dedicated support system 
available. 

• Accredit assurance reviewers: Individuals across both the public and private sector could be 
accredited as ‘Assurance Reviewers’ who have the necessary skills to provide independent and 
objective challenge. Approving Authorities could then draw upon a panel of accredited reviewers 
to supplement the make-up of their Governance oversight team. Additionally, placing an 
accredited reviewer as an independent member on programme level boards or steering groups 
could provide Approving Authorities with additional confidence in the programme level 
governance and assurance framework. This may expedite the time it takes to pass the various 
key decision gates under the PSC. 

This need has already been recognised by many Approving Authorities who are seeking to form 
an oversight group containing members from across the public and private sector to assist them 
with the oversight of governance. Each of these Approving Authorities is having to complete this 
exercise of identifying the capability gaps and sourcing relevant support individually rather than 
there being a centralised approach to establishing this pool of oversight members. It is also 
understood that certain Entities (including TII and IW) are doing this to an extent, but this needs 
to be rolled out across Government. 

INSW maintains a panel of assurance reviewers of differing skills, subject matter resources, 
experiences and capabilities that are available for assuring capital projects and programmes. 
While ICNZ does not have a formal governance role, it generally has a commercial advisor who 
sits on the project board to ensure the appropriate governance of the capital project. In the IPA, 
the assurance reviewers are generally project directors in government entities and for that 
reason they are referred to as ‘peer reviews’. 

• Capability maturity assessments: Approving Authorities could request capability maturity 
assessments be completed at an Entity, programme or project level, depending upon the 
circumstances. This assessment could be linked to funding and governance requirements in order 
to give them weight with the Entities.  

The fragmented approach to Capital Programme Delivery across the public service and the 
increased activity driven by the NDP has resulted in a large number of Entities with significant 
responsibility for delivery of Capital Programmes, many of which are seeking to scale-up their 
delivery capability and capacity. Requiring a capability maturity assessment for each Delivery 
Entity will enable better decision making at a portfolio level and provide those charged with 
governance over portfolios, programmes and projects with confidence regarding deliverability. It 
is important that these maturity assessments also include Entities with significant programme 
management responsibility for sectors of scale and large bespoke projects.  

In the UK, capability maturity assessments are carried out on Delivery Entities; the outcome of 
these impact the level of autonomy/ self-assurance that entities have when delivering 
programmes. This is also beginning to be deployed within New Zealand.  

In Ireland, there is not currently a structure in place for maturity assessments to be undertaken 
but they may have been carried out by the Approving Authorities on occasion.  
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In addition to the long term solution of developing an assurance function to support governance 
and provide assurance, accredit assurance reviewers and carry out capability maturity 
assessments, a number of initiatives that would be suited to be implemented in the near term are 
included below: 

 

7.5 Implementing professional development programmes 

Delivering a Capital Programme requires people with the appropriate skills, qualifications and 
experience. The profession within the public service lacks identity. Our Review has identified 
common challenges with regard to developing professionals, including the future leaders. Whilst 
there is an expectation for each Delivery Entity to implement its own people and workforce planning 
strategies, many Entities do not have sufficient scale to dedicate resources to manage and plan 
specific development courses for Capital Programme Delivery professionals. We have identified the 
following potential solutions which may support the development of the profession and provide a 
clear career path for Delivery professionals:  

• Define roles and map competencies: In order to put in place development programmes, an initial 
step would be to define the Delivery roles in the public service and then map the required 
competencies/ capabilities against these. This would include defining roles for different types of 
Delivery professionals grouped into categories such as leadership (project director, project 
manager), project delivery specialists (resource managers, risk managers, etc.) and technical 
roles (quantity surveyors, architects, IT specialists, etc.). 

The Infrastructure and Projects Authority, UK has done something similar in its Project Delivery 

Capability Framework
42

 which describes the job roles, capabilities and learning for all government 
Delivery professionals across the UK government. 

• Leadership development programmes: Leaders play a critical role in the delivery of capital 
programmes through fulfilling a number of responsibilities, making important decisions and 
setting the tone from the top. The best leaders should be proficient technically, possess strong 
general management skills, be at the cutting edge of innovation and continually update their 
skills through training and development.  

Leadership needs to be consistent across the public service and succession planning is a critical 
issue due to the under-activity within the respective sectors over recent years. Ireland does not 
currently have a programme or support to develop the profession’s existing and future leaders. 

 
42

 See: https://www.gov.uk/government/publications/project-delivery-capability-framework-for-civil-servants 

 

| Near-term initiatives for developing an assurance function to support 
oversight of major Programmes 

While the NDFA’s function is primarily focused on PPP projects and financial advisory, it also 
has expertise across many aspects of Capital Programme Delivery and provides assistance to a 
number of Government departments, which includes the governance of programmes. NewERA 
also has a recognised name in providing assistance to certain Government departments, 
including but not limited to advice on governance of programmes. In the near term, the 
mandate of the NDFA and potentially NewERA could be expanded to include a dedicated 
assurance support for Approving Authorities which could seek to address some of the solutions 
outlined above.  The support should consider the recommendation set out in section 10.2. This 
would require significant additional investment, to ensure the entities have the capacity to 
perform this expanded role and may require the addition of capability components (such as 
architecture, digitalisation, climate, etc.). The nature and scope of these temporary assurance 
function would need to be carefully considered. 
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In the UK (MPLA) and NSW (AMPLA), leadership development programmes for capital 
programme leaders are available to ensure a consistent approach to leadership, increasing trust, 
promoting succession planning and encouraging shared learning for all leaders. 

• Industry specific learning and development programme: By defining roles and assigning 
required capabilities, a training programme could be developed to encourage a consistent 
approach to the core competencies of a Capital Programme Delivery professional. The training 
programme could also consider latest technologies, trends and thought leadership, which will 
encourage innovation in the sector.  

There is a need within the public service to invest more into attracting talent and developing 
people. Capital Programme Delivery competencies need to be enforced and consistently applied, 
shared learning and a tailored programme will also increase the sense of a profession within the 
public service.  

In the UK, the IPA through its ‘Project Delivery Capability Framework’ 
43

 describes the job roles, 
capabilities and learning required for all Government project delivery professionals across the UK 
Government.  

The Commercial Skills Academy, established in 2019 by the OGP44  ,  has been well received 
across the industry in the public service and should be further developed and more widely rolled 
out. 

• Industry specific recruitment programme: A recruitment strategy could be implemented to 
attract people to the Capital Programme Delivery profession by providing a defined career path 
in Capital Programme Delivery for new joiners with a dedicated experience and training route-
map. The operation of a secondment programme would also act to motivate employees with an 
interest in learning new applications for their skills and have the dual benefit of helping the public 
service to collectively manage activity peaks and cross-fertilise knowledge across Entities. 

As Capital Programme volume ramps-up under the NDP, the Entities need to scale-up their 
delivery capability and capacity. Recruitment can be difficult and competition between public 
bodies was identified as a significant challenge. A recruitment training programme could support 
the industry within the public service and increase collaboration. This currently does not exist in 
Ireland. 

In the UK the ‘Civil Service Fast Stream’
45

 is a leadership development programme providing a 
variety of opportunities to new entrants to build professional project skills whilst playing an 
active role in some of the most significant projects. From an Irish context, Irish Water is one of 
the semi-state entities which has established a graduate programme to develop capital project 
talent, the benefits of which could be explored at a more holistic level. Furthermore, RIAI runs a 
programme with architecture graduates in the OPW, DE, Mayo County Council and the Housing 
Agency. 

In addition to the long term solution of implementing a wider professional development 
programme, including defining roles, mapping skills and having a targeted recruitment 
programme in place, a number of initiatives that would be suited to be implemented in the near 
term are included below: 

 

 
43 

Source: https://www.gov.uk/government/publications/project-delivery-capability-framework-for-civil-servants 
44

 Source: https://ogp.gov.ie/commercial-skills-academy/  
45

 Source: https://www.faststream.gov.uk/  

https://www.faststream.gov.uk/
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7.6 Facilitating knowledge sharing and collaboration 

The NDP covers a broad range of cross-sectoral investment projects and programmes, which will 
require the  Delivery Entities to work together, if the Government’s National Strategic Outcomes are 
to be achieved. The scale of the NDP presents significant opportunity to ensure that the public 
service collaborates in order to attain synergies of scale, learn from mistakes, achieve continuous 
improvement and adopt innovation. It is vital to expand collaboration across sectors and 
geographies, so that the full benefits of collaboration can be realised. We have identified the 
following potential solutions which may facilitate knowledge sharing in relation to Capital 
Programme Delivery and collaboration amongst Delivery Entities: 

• Facilitating a culture of collaboration: Promoting relationships and conversation across the 
profession will serve to create the sense of a peer group working together towards a common 
outcome.  

A fragmented approach to Capital Programme Delivery across Government has resulted in silos 
forming, which prevents the sharing of information and knowledge. While some information 
sharing does take place, it is vital to expand this further across sectors and geographies, so that 
the full benefits of collaboration in relation to Capital Programme Delivery can be realised. This 
may be achieved through the establishment of various cross-sectoral, cross -entity groups, such 
as: 

► Appointing a central ‘Capital Delivery Leader’ within each Entity: This is a method 
undertaken by the IPA currently. This Review evidenced that Delivery professionals in the 
public service are not maintained and communicated with as a profession. 

► Leadership groups: INSW have established a Construction Leadership Group, which aims to 
drive reform across Government in the delivery of infrastructure projects.  

► Peer Reviews: The UK’s IPA body facilitates peer reviews of programmes and projects to 
encourage collaboration and shared learning.  

► Lessons Learned: INSW through its ‘Trends and Analysis Report’, shares the challenges and 
lessons learnt on Programmes with which it is involved. Similarly, the IPA does extensive 
research into addressing capital project delivery issues and challenges. 

► Networks: INZ has established networks for emerging talent and women in infrastructure.  

 

| Near term initiatives for implementing professional development 
programmes 

Leadership development programmes already exist in other jurisdictions and can be delivered 
by external providers. The NIO should procure a provider to establish a programme in Ireland. 

The Commercial Skills Academy is targeted at the Capital Programme Delivery industry and has 
been well-received. The Commercial Skills Academy could be further developed and more 
widely rolled out. Its responsibilities could also be expanded to include: 

a) the development of a database for people with a delivery responsibility under the NDP;  

b) defining capital projects and programmes roles and competencies; and  

c) tailoring specific training modules to address identified challenges. 

This would require significant additional investment into the OGP to ensure it has the capacity 
to perform this expanded role. 
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► Roundtables: INSW run a roundtable programme known as the ‘Infrastructure Co: Lab’, to 
help improve Public Sector service delivery by discussing the key findings of the annual 
‘Trends and Analysis Report’, and workshopping the various responses. 

► Conferences: INZ organise the ‘Building Nations’ conference, which is the most important 
infrastructure conference in New Zealand. 

The Project Ireland 2040 Delivery Board and Co-ordination Group currently exists at a strategic 
level but does not facilitate operational collaboration across the profession. There are limited 
dedicated networks/forums for sharing information or collaborating across the public service at 
an operational level. It was acknowledged during the consultations that NIO had recently 
delivered a conference for the industry which was well received. NIO has also recently 
established a public sector infrastructure network called ‘InfraNet’, which held its inaugural 
webinar in July of this year, and plans to run further network events a number of times each 
year.   

• Facilitating the ability to use and leverage data: Structures and supports should be put in place 
to facilitate Delivery Entities sharing and leveraging data in a seamless manner. Collaboration 
should also ensure that any information and data being collected is done so on a consistent and 
structured manner that enables value to be derived by the delivery teams. Identifying, collecting 
and managing data (such as inflation, budget, risk, premiums, etc.) through collaboration could 
help improve the overall reliability of the Programme outcome. 

Support in the use of digital software and systems, technology and digitalisation in general 
across Capital Programme Delivery could be provided to facilitate data sharing and collaboration 
(internally within Entities and across Government) going forward. 

Recent research carried by the Construction Sector Group in their report titled ‘Building 
Innovation’ has highlighted ‘innovation and digital adoption’ as being one of three important key 
themes which will impact Capital Programme Delivery in Ireland. Particularly, promoting a 
culture of innovation and digital adoption amongst SMEs and smaller sub-contractors, who may 
not otherwise have the knowledge or resources in this area, was identified as having potential to 
deliver efficiencies and positive trends in Delivery. It will be vital that the Government seeks to 
engage this cohort of the market and assist and encourage them in upskilling and investing in 
innovation and capabilities, in order to encourage the collection and sharing of data, where 
appropriate.  

INSW and the IPA have developed a database as a resource for project teams to help capture key 
project information and allow benchmarking and analysis. This type of data solution is not 
currently available in Ireland. 

A number of initiatives suitable for facilitating and increasing knowledge sharing and collaboration 
in the near term are included below: 
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7.7 Central research, communication, innovation and advocacy  

Capital Programmes are delivered within complex and continually changing environments. The 
majority of consultees referenced wider political, industry, legal and regulatory challenges which 
they are seeking to overcome. Many of these challenges were common across consultees and 
sectors, however there appeared to be a lack of any co-ordinated action to pursue potential 
solutions. Delivery Entities are lacking a central advocate that can increase their likelihood of 
success through generating strong public sentiment, enabling private sector collaboration, 
innovation and co-ordinating responses to industry challenges.  

• Central advocate for the Industry: A central advocate could be provided to support those 
charged with Capital Programme Delivery to navigate the macro-environment constraints and 
support the achievement of solutions and change. This could be achieved through the following 
actions: 

► Managing dedicated communication strategies to ensure the needs and concerns of 
stakeholders are sufficiently addressed and the successes of the Capital Programme Delivery 
sector are widely communicated. This could include taking a holistic view of all of the 
Programmes which are being implemented and the benefits realisation to Ireland. 

► Acting as a point of contact for private suppliers of goods and services, actively manage the 
pipeline to consider private market capacity and promoting contracting strategies which 
facilitate the realisation of mutual sustainable value. 

► Conducting research, analysing trends and coordinating responses to key issues and 
constraints faced by the wider industry and acting as an advocate to help bring about 
change. 

► Enabling innovation and digitalisation across the public sector by conducting research and 
promoting the use of innovation for information sharing and real time reporting. This 
function could leverage and/ or co-ordinate with the CSG ‘Innovation Sub-Group’ to maximise 
effectiveness. 

INZ regularly promotes the infrastructure industry and the importance of same through 
published thought leadership pieces and reports. ICNZ investigates and responds to key issues in 
the capital delivery/infrastructure sector and investigates any emerging trends. These reports 
form part of an ongoing conversation between the public and private sector on how to 
collectively lift performance relating to capital project/infrastructure delivery. 

 

| Near term initiatives for facilitating knowledge sharing and collaboration 

The NIO could promote collaboration, relationship development and information sharing across the 
profession through: 

► Appointing a central ‘Capital Delivery Leader’ within each Entity: This is a method undertaken 
in the UK by the IPA currently. This Review evidenced that Delivery professionals in the public 
service are not managed, developed and communicated with consistently as a profession. A 
Capital Delivery Leader network could then be developed to create a peer group and lead 
collaboration initiatives.  

► Leveraging existing networks: Existing networks such as the Project Managers’ Network could 
be leveraged to develop a sub network of Delivery professionals. 

► Leadership groups: Form networks between the leaders of major capital projects and 
programmes. 

► Roundtables: Run a roundtable programme to help improve delivery by discussing key 
challenges, themes and findings. 

► Conferences: Organise specific Capital Programme Delivery conference, to supplement the 
Infrastructure conference and InfraNet gatherings organised by the NIO currently.  
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In New South Wales, Australia, they have engaged with and published a ‘10 Point Commitment to 
the Construction Industry’, which is a commitment by the NSW Government’s Construction 
Leadership Group and its member agencies, to help improve the capability and capacity of the 
construction sector which will ultimately improve the likelihood of success for the NSW 
Programmes. 

While Ireland has started making headway in this space, additional developments could be made 
to meet the benchmark set by the International Jurisdictions. The publication of Project Ireland 

2040 and the NDP, the NIO’s
46

 project tracker, the Construction Sector Group
47

 and Government 
Contracts Committee for Construction are all related initiatives for improving the dialogue 
around Capital Programme Delivery between the public and private sector and providing greater 
pipeline transparency.   

Increasing and enhancing central research, communication, innovation and advocacy in relation 
to Capital Programme Delivery can be commenced in the short term through a number of 
actions, as below.  

 

  

 
46

 Source: https://www.gov.ie/en/publication/6db7c4-investment-projects-and-programmes-tracker/  
47

 Source: https://www.gov.ie/en/policy-information/cae030-construction-sector-group/ 

 

| Near term initiatives for facilitating central research, communication, 
innovation and advocacy 

Under Project Ireland 2040, continue to pursue the ten National Strategic Outcomes, which are built 
around the over-arching themes of wellbeing, equality and opportunity, as well as tracking and 
publicising their progress in the Project Ireland 2040 Annual Reports. The review and 
reprioritisation of the NDP is also a key development in terms of continued communication with the 
private sector in relation to the Government’s Programmes investment plan. 

Continue the work of the Construction Sector Group to further develop engagement across the 
industry in relation to key issues and themes: 

► Publishing a public service plan of commitments to address the issues being experienced by the 
private sector; 

► Implementing a regular programme of thought leadership and communications in relation to 
success stories and lessons learned. This can be done in conjunction with other industry events 
such as the infrastructure conference and InfraNet events; and 

► Continuing to research the importance of innovation and digitalisation in the Capital Programme 
Delivery and promoting its application in the industry.  
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7.8 Conclusion 

It is evident from the number of potential solutions and initiatives identified in this section that 
there are many ways in which Capital Programme Delivery across the public service could be better 
supported. The initiatives identified are summarised below: 

     

The subsequent question which needs to be answered and further assessed is how the chosen 
solutions could be delivered and rolled out to the Entities involved in Capital Programme Delivery.  

The options available to the Government in terms of implementing and rolling out the potential 
solutions identified in the preceding pages are explored further in section 8 (Options Assessment).  
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8. Options Assessment  

8.1 Overview of this section 

The existing Government supports are being provided by various departments and agencies. There 
is no dedicated ‘Centre of Excellence’ or Government entity charged with: aligning the State’s 
objectives across sectors; providing assurance to the Government regarding the delivery of the NDP; 
improving Programme Delivery performance across the public service; supporting the Entities, 
through the provision of expert advice and assistance; co-ordinating responses to industry wide 
challenges; and bringing a focus on innovation to the industry. The responsibility for delivering the 
proposed solutions is therefore unclear.  

This differs to the Benchmarked Jurisdictions (the United Kingdom, New Zealand and Australia (New 
South Wales), where the approach to carrying out and/or supporting Capital Programme Delivery is 
largely concentrated within a single, dedicated national infrastructure body, such as INSW in 
Australia, ICNZ in New Zealand and the IPA in the UK. These bodies function as a ‘one stop shop’ for 
Capital Programme/infrastructure delivery and are easily identifiable by anyone involved in the 
industry seeking support or guidance.  

The Netherlands presents a different approach, where there are two main capital project delivery 
bodies (RWS and RVG), who between them deliver the majority of large capital projects in the 
country. Local government (equivalent to local authorities, which are known as ‘Gemeenteraad’ or 
‘Raad’) and other government entities do not normally deliver large capital projects. In this regard, 
RWS and RVG are very much asset management/ asset delivery focused and have consolidated the 
industry and profession within the public service. 

Alternative options have also been considered which were not necessarily observed in other 
jurisdictions, but rather in Ireland. Successful sector programmes have been established in sectors 
including water and transport in Ireland and an option (option 6) which draws on the relative success 
of these programmes, is also considered in the option analysis. 

In this section of the Report, we assess the options available to the Government in terms of a 
structure to deliver these potential identified solutions. In order to appraise each option, a set of 
objectives for a preferred option (see section 8.2) have been established, based on the solutions, 
identified in section 7.  

8.2 The Options 

Having regard for the relevant Government supports that are already in place in Ireland, seven 
options have been identified as set out below. The options are further described and assessed in 
section 8.3 (Options Assessment): 

1. Do nothing: This option of ‘do nothing’ considers that all Entities and supports would continue 
to operate as they currently exist and a dedicated programme to deliver the solutions identified 
is not implemented. Delivery Entities would continue to deliver Capital Programmes within the 
environment of existing Government supports that is already offered across the public service. 

2. DPER’s NIO coordinates the solutions: Option 2 considers that the solutions are delivered 
through DPER’s NIO. Under this option, the NIO would co-ordinate the provision of the solutions 
(to the extent possible with existing resources) through existing Government supporting entities 
(NDFA, OGP, etc.). The assumption is that there would be no specific increase in investment 
made to the NIO or the supporting Government entities to support the programme of solutions 
identified. 

3. DPER’s NIO’s role and resources are expanded to co-ordinate and deliver the solutions: 
Option 3 considers that NIO’s role and resources are expanded to co-ordinate and deliver the 
solutions. The assumption is that NIO would receive a material increase in resourcing to enable 
this.  
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It is envisaged that the NIO would continue to utilise existing Government supporting entities to 
deliver certain solutions identified and these entities may also benefit from an increase in 
resources to enable the provision of assigned responsibilities.  

As the NIO sits within central Government, the resources it can access/ source will be 
constrained by the employment policies and practices within the civil service. It may therefore 
have difficulty developing required specialisms to fully implement a ‘Centre of Excellence’. NIO’s 
status as a unit within DPER will also provide limitations to the perceived independence and 
objectivity of the function, which would negatively impact the proposed assurance, knowledge-
sharing and central research, communications, innovation and advocacy solutions.  

Legislative updates are required to provide each entity with the powers and mandate to fully 
deliver their allocated solutions would be more difficult to achieve under this structure. 

4. An existing State agency delivers the solutions: Option 4 considers that an existing State 
agency (such as NDFA) is appropriately mandated and resourced to deliver the solutions and 
would receive significant resources to build its own internal capabilities.  

It is envisaged that the NIO would continue to play a key role in relation to strategy and overall 
portfolio management of the NDP, but it would benefit from the support of a dedicated Centre 
of Excellence. The selected State agency would act as the first point of contact for all Entities 
involved in Capital Programme Delivery, but remain closely aligned with other Government 
entities involved in the strategy and planning of capital projects and programmes (e.g. NDFA, 
OGP, NIO, etc.). If the relevant support or service is not directly provided by the selected State 
agency, they will direct to and co-ordinate with the appropriate Government support. 

The role of the support body would be to provide additional support, leverage existing sectoral 
capability (IW, TII, OPW, HSE, etc.) and co-ordinate the solutions, rather than to replace the 
Capital Programme Delivery capabilities that currently exist within certain Entities. Some 
Entities, particularly those who have in depth experience in Capital Programme Delivery, may 
express concerns that the support body’s role will duplicate their existing capabilities in house. 

The selected State agency would provide independence and objectivity and legislative powers 
of the entity would need to be extended and its new objectives communicated and promoted 
across the industry. 

As delivery of the NDP is in progress, the timeline to establish such a structure and the 
implementation risk of doing so would be a disadvantage to the immediate delivery of the 
proposed solutions. However, some of these could potentially be delivered by the NIO in the 
interim. 

5. A new State agency is established to deliver the solutions: Option 5 would replicate that set-
out for Option 4 above, however, Option 5 would be delivered by a new agency which is 
established and appropriately mandated and resourced to deliver the solutions.  

Similar to Option 4, the timeline to establish such a structure and the implementation risk of 
doing same would be a disadvantage to the immediate delivery of the proposed solutions. 
However, some of these solutions could potentially be delivered by the NIO in the interim. 

6. Programmes are pooled together under ‘sector programme hubs’: Option 6 considers in 
greater detail the varying capability of the certain sectors with regard to Capital Programme 
Delivery who, as it stands, have underdeveloped structures and capabilities in place to deliver 
the sector programmes under their remit.  

Delivery Entities within certain sectors have established scale, expertise and experience in 
delivering complex capital programmes involving multiple Delivery Entities, with defined 
processes and established methodologies in place. These Entities (IW and TII are examples) are 
recognised throughout the industry as ‘sector programme hubs’ and generally regarded as 
having a high level of capability and expertise in Capital Programme Delivery.  

This option seeks to establish a sector programme hub for each (or a group of) sector 
programmes (where the structures are currently underdeveloped), pooling together identified 
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programmes requiring similar capabilities under a shared PMO function to better drive 
consistency in approaches, knowledge sharing, efficiencies of scale and leverage and grow 
expertise. Unlike Option 7 detailed below, these sector programme hubs, would establish a hub 
for each of the main sectors, in order to provide the required specialist capabilities for each of 
the specific sectors, and would not consolidate all Capital Programme Delivery into a limited 
number of Delivery Entities (see Option 7), but rather drive and co-ordinate delivery of 
programmes within the relevant hubs. Sectors which could be considered for the establishment 
of sector programme hubs include housing, education, culture & heritage, telecommunications 
and certain climate action measures, such as retrofitting of the built environment. Under such 
an option, an entity such as NIO would be required to co-ordinate the roll-out and 
implementation of the solutions for Entities that may fall outside of the sector programme 
hubs. 

7. Consolidate the sector to carry out Capital Programme Delivery through a limited number of 
Delivery Entities: Option 7 considers that the delivery of Capital Programmes is consolidated 
into a limited number (1-2) of existing specialist Delivery Entities. This option is based on the 
Netherland’s approach (see ‘Spotlight: The Netherlands – A Different Approach’ in Appendix B 
of this Report), where all major capital projects and programmes are delivered by a handful of 

delivery focussed entities. The premise of this option
48

 is that these delivery focused entities 
become sector orientated Centres of Excellence and other Government departments, agencies 
and local authorities have the appropriate Delivery capability for delivering less complex and 
small capital projects and programmes. Under such an option, an entity such as NIO or one of 
the consolidated Delivery Entities would be required to co-ordinate the roll-out and 
implementation of the solutions. 

Note:  Within section 7, the near-term initiatives to be undertaken include a review of the major 
sector Programmes which represent scale and are currently being delivered through a fragmented 
structure, with responsibility dispersed across a large number of Entities. These Programmes may 
require more specialist and sustainable delivery structures. As the scope of this Review did not 
include a detailed or specific analysis of structures required at sector level, we cannot at this stage 
make recommendations to this effect.  However, the options assessment undertaken within this 
section remains relevant to the Government’s ongoing approach to the identification, appraisal, 
implementation and support of sector programmes and structures.  

This section of the Report does not seek to identify solely one ‘preferred option’, but rather assess 
the identified options on the basis of a number of specific objectives that would pertain to a 
preferred option: 

1. Ability to strengthen governance and provide an objective and independent assurance function 

2. Ability to professionalise industry and deliver development programmes 

3. Ability to provide comprehensive and specialist programme advice and support 

4. Ability to provide knowledge sharing and collaboration 

5. Ability to provide centre of excellence for research, advocacy and communications  

 
48

 One variation to this would be for the consolidated Delivery Entities to provide support and advice to smaller entities, as 
required, which has happened on occasion in the Netherlands. 
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8.3 Options Assessment 

Option 1 – Do Nothing 

Objective How this option meets the Objective  

Strengthen 
governance and 
provide an objective 
and independent 
assurance function 

Governance of Programmes would continue to be carried out by the Approving Authority 
and complemented by DPER technical reviews (depending on the capital project cost) at 
key ‘Decision Gates’ under the Public Spending Code.  

Governance oversight provided would not be further strengthened through assurance 
solutions identified, such as maturity assessments, dedicated assurance supports and 
accredited reviewers. 

As assurance would be completed by the Approving Authority (complemented by DPER 
technical reviews), an actual and/or expert assurance function would not be achieved. 

Professionalise 
industry and deliver 
development 
programmes  

There is currently limited Government support providing development of the industry and 
its professionals (notable exception being the Commercial Skills Academy which is in a 
pilot phase). This objective would not be achieved. 

Provide 
comprehensive and 
specialist programme 
advice and support  

There are several existing Government supports available for certain project and technical 
competencies. However, existing supports are fragmented, are not comprehensive across 
all competencies and are currently not being utilised consistently across the public service. 
This objective would only be achieved to a limited extent. 

Provide knowledge 
sharing and 
collaboration 

There is limited knowledge sharing taking place across the public service. 

Centre of excellence 
for research, 
advocacy and 
communications 

NIO currently maintains the NDP pipeline of projects and programmes (Projects and 
Programmes Tracker). The CSG is established to bring together those involved with capital 
spending in the Government, along with representatives of key construction industry 
bodies. Project Ireland 2040 has established a strategy and represents an industry 
communication. There is, however, no Centre of Excellence providing comprehensive 
supports, including the potential solutions proposed. 

As NIO is located within DPER, this would also impact the effectiveness of this function, 
given the perceived level of independence and objectivity of a central Government body 
carrying out this role. This objective would only be achieved to a limited extent. 

Relative cost The current approach to Capital Programme Delivery is expected to be the lowest relative 
cost. 

Implementation risk Implementation risk is low as there are no structural changes occurring. 
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Option 2 – DPER’s NIO co-ordinates the solutions  

Objective How this option meets the Objective  

Strengthen governance 
and provide an 
objective and 
independent assurance 
function 

Governance of capital projects would continue to be carried out by the Approving 
Authority and DPER (depending on the capital project cost) at key Decision Gates under 
the Public Spending Code. Other assurance solutions such as maturity assessments, 
assurance supports, and accrediting reviewers would be difficult to achieve under this 
option without an appropriately resourced, expert and independent body with necessary 
powers to perform its duties.  

As assurance would be completed by the Approving Authority (complemented by DPER 
technical reviews), an actual and/or perceived expert assurance function would not be 
achieved. 

Professionalise 
industry and deliver 
development 
programmes 

There is currently limited Government support providing development of the industry 
and its professionals (notable exception being the Commercial Skills Academy which is in 
a pilot phase), However, through NIO co-ordination with wider Government support, 
additional solutions could be developed (e.g. capability framework, functional training 
provided by other more capable Delivery Entities) which would contribute towards 
achieving this objective. NIO would be challenged to fully develop a programme and 
create a greater sense of a profession under this option without significant further 
investment. This objective would be achieved to a limited extent. 

Provide comprehensive 
and specialist 
programme advice and 
support  

There are several existing Government supports available for certain projects and 
technical competencies. However, existing supports are fragmented, are not 
comprehensive across all competencies and are currently not being utilised consistently 
across the public service. This objective would only be achieved to a limited extent 
without the creation of a Centre of Excellence which has the scale to develop 
comprehensive solutions.  

Provide knowledge 
sharing and 
collaboration 

There is limited knowledge sharing taking place across the public service. The NIO could 
continue to develop structures but this could only be achieved to a limited extent without 
further investment. 

Centre of excellence 
for research, advocacy 
and communications 

NIO currently maintains the NDP pipeline of projects and programmes (Projects and 
Programmes Tracker). The CSG is established to bring together those involved with 
capital spending in the Government, along with representatives of key construction 
industry bodies. Project Ireland 2040 has established a strategy and represents an 
industry communication. There is however no Centre of Excellence providing 
comprehensive supports, including the potential solutions proposed. The NIO could 
develop its role but this could only be achieved to a limited extent without further 
investment. 

Relative cost This option would be expected to be relatively low cost (second lowest) as there is no 
material increase in spend in the NIO or other Government support entities. 

Implementation risk As there is no new Entity being formed or major restructure taking place, this is a low to 
medium risk. 
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Option 3 – DPER’s NIO role and resources are expanded to co-ordinate and deliver the solutions 
Objective How this option meets the Objective  

Strengthen 
governance and 
provide an objective 
and independent 
assurance function 

Governance of capital projects would continue to be carried out by the Approving Authority 
and technical reviews by DPER (depending on the capital project cost) at key Decision Gates 
under the Public Spending Code.  

The other assurance solutions would need to be delivered by another existing Government 
entity (ies) that can demonstrate expert and independent objectivity. However, this (ese) 
entity (ies) may lack the required legislative powers to fully deliver solutions and may lack the 
identity of a Centre of Excellence. This objective would be achieved to a moderate extent. 

Professionalise 
industry and deliver 
development 
programmes  

Through NIO co-ordination with additional resourcing, most of the related solutions could be 
delivered. However, as the NIO sits within central Government, the resources it can access/ 
source will be constrained by the employment policies and practices within the civil service. It 
may therefore have difficulty developing required specialisms to fully implement a Centre of 
Excellence and would be reliant on other Government entities and external consultants to 
support the provision of these supports. This may then somewhat dampen the effectiveness of 
the development programme. Notwithstanding this, it is estimated that this objective could 
largely be achieved.  

Provide 
comprehensive and 
specialist 
programme advice 
and support  

Under this option, as NIO’s resources would be constrained by their skillset/ experience given 
employment policies/ practices in the civil service. Even if we assume that it could co-ordinate 
the activities of existing Government support entities with additional resources, it would be 
difficult to see how a Centre of Excellence for providing Capital Programme Delivery support 
and advice could be fully achieved with all the desired benefits of centralised expertise and 
experience. This objective would be achieved to a moderate extent. 

Provide knowledge 
sharing and 
collaboration 

Assuming sufficient professional resources are available in NIO and other relevant existing 
Government support entities, the proposed solutions could be achieved to a moderate extent.  

However, as NIO sits within DPER, the function may lack perceived independence, which may 
discourage full transparency and sharing of information. This objective would be achieved to a 
moderate extent. 

Centre of 
excellence for 
research, advocacy 
and 
communications 

With additional resourcing, the related solutions (including those already achieved i.e. the 
development of an infrastructure strategy and pipeline) under this objective could be partially 
achieved. This would consider a marked increase in research into Capital Programmes/ 
infrastructure challenges and solutions to same, and the promotion of the infrastructure 
industry in Ireland. However, the solution would lack the desired benefit of centralised 
expertise and experience through a body of specialists.  

Another area of weakness under this option is that a central Government department support 
may be perceived by the market as offering less specialism and may be influenced by changes 
in Government (as such, less independent/ objective). This objective would be achieved to a 
moderate extent. 

Relative cost 

 

This option is estimated to be of average cost, relative to the other options as there would be a 
cost of expanding the role and resourcing of DPER’s NIO (and other relevant Government 
support entities).  

Implementation risk 

 

There is a medium implementation risk associated with this option, as detailed below: 

• There would be risks in expanding the role within the constraints of a Government 
department (issues attracting and retaining talent, encroaching on the role of other 
existing support entities, Delivery Entities, etc.) and this may not be entirely 
successful. 

• Achieving alignment, ‘buy-in’ and co-ordination of the delivery of the solutions across 
multiple entities is a difficult task and this would need to be done during the delivery 
of the NDP. 

• There is a limited number of appropriately skilled and experienced professionals in 
the Capital Programme Delivery industry, and there may be difficulty in sourcing/ 
developing sufficient resources to provide the solutions through NIO and other 
existing State agencies. 

• The NIO has a well-established role and remit already, to drive value-for-money 
through project appraisal and selection. It may be difficult to encourage other entities 
in the Capital Programme Delivery space to accept and embrace the NIO’s new role. 
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Option 4 - An existing State agency delivers the solutions 

Objective How this option meets the Objective  

Strengthen 
governance and 
provide an 
objective and 
independent 
assurance function 

Assurance of Capital Programmes at key Decision Gates could be completed by the existing 
State agency. However, the Approving Authority would continue to have a fundamental and 
important role in providing assurance, particularly for capital programmes which are less 
complex/smaller in scale. 

Other assurance solutions such as maturity assessments, project support, governance, placing 
advisors on project boards and maintaining reviewer databases/ panels could be achieved under 
this option. 

Professionalise 
industry and deliver 
development 
programmes  

Through an existing State agency with appropriately skilled resources, the solutions could be 
delivered and this objective would be achieved.  

Provide 
comprehensive and 
specialist 
programme advice 
and support  

If appropriately skilled resources were sourced for an existing State agency to provide project 
delivery support and advice, it is estimated that this objective could be achieved. How it 
collaborates with other entities and the supports that are already provided would need to be 
carefully approached. 

Provide knowledge 
sharing and 
collaboration 

Assuming sufficient professional resources are available, this objective, which includes solutions 
such as the development of best practice processes etc., could be achieved. 

Centre of 
excellence for 
research, advocacy 
and 
communications 

Through an existing State agency with appropriately skilled resources, most of the solutions 
could be delivered and the objective would be achieved. 

Relative cost 

 

This option would be expected to be of average cost, relative to other options as:  

• There would be a monetary cost of expanding the role and resourcing of an existing 
State agency and this needs to be considered and estimated; and 

• While difficult to estimate the cost, it is estimated that the restructuring cost would be: 
less than the cost of setting up a new State agency to deliver the solutions (Option 5) or 
consolidating the sector (Option 6); and broadly similar to the cost of Option 3 given 
both options consider an increase in resourcing/ investment to provide the solutions. 

Implementation risk 

 

There is a medium to high implementation risk associated with this option, as detailed below: 

• Expansion of the role of the existing State agency and the implementation of the 
solutions having regard for existing support/ capabilities is a complex task, as 
legislative powers of the existing State agency would need to be extended and there 
may be resistance and/ or complications to same. 

• Expanding the role and resourcing of the existing State agency could take a number of 
years and this would be done during the delivery of the NDP. 

• There is a limited number of appropriately skilled and experienced professionals in the 
Capital Programme Delivery industry, and there may be difficulty in sourcing/ 
developing sufficient resources to provide the solutions through the existing State 
agency. 
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Option 5 – A new State agency is established to deliver the solutions 

Objective How this option meets the Objective  

Strengthen governance 
and provide an objective 
and independent 
assurance function 

Assurance of Capital Programmes at key Decision Gates could be completed by the new 
agency. However, the Approving Authority would continue to have a fundamental and 
important role in providing assurance, particularly for capital programmes which are less 
complex/ smaller in scale. 

Other assurance solutions such as maturity assessments, project support re: 
governance, placing advisors on project boards and maintaining reviewer databases/ 
panels could be achieved under this option. This objective would be achieved. 

Professionalise industry 
and deliver development 
programmes  

Through a new State agency with appropriately skilled resources, the solutions could be 
delivered, and this objective would be achieved. 

Provide comprehensive 
and specialist programme 
advice and support  

If appropriately skilled resources were sourced for a new State agency to provide project 
delivery support and advice, it is estimated that this objective could be achieved. How it 
collaborates with other entities and the supports that are already provided would need 
to be carefully approached. 

Provide knowledge 
sharing and collaboration 

Assuming sufficient professional resources are available, this objective, which includes 
solutions such as the development of best practice processes etc., could be achieved. 

Centre of excellence for 
research, advocacy and 
communications 

Through a new State agency with appropriately skilled resources, the solutions could be 
delivered.  

Relative cost 

 

This option would be expected to be the joint second most costly relative to the other 
options as:  

• There would be significant cost in establishing a new State agency with the role, 
remit and resourcing to deliver the solutions; 

• Information campaigns and relevant trainings/ inductions would have to be run 
for relevant staff in other Entities and agencies involved in Capital Project and 
Programme Delivery, in order to assist in permeating an understanding of what 
the new agency’s role and mandate will be; and 

• This cost is estimated to be less than the cost of consolidating the sector. 

Implementation risk 

 

There is a medium to high implementation risk associated with this option, as detailed 
below: 

• The establishment of a new State agency and the coordination of doing this 
between the agency itself, the NIO and other state agencies and Entities, is a 
complex task and could require the uncoupling of various supports provided by 
other state agencies. 

• Developing the role and resourcing of the new State agency could take a 
number of years. 

• Co-ordinating the delivery between NIO and the new State agency, and 
delivering the current pipeline of Capital Programmes that are in train, while 
the new State agency’s role is under development, could pose some difficulty. 

• The new Government entity will require buy-in and investment from the senior 
levels of the various other Delivery Entities, in order for its role and remit to be 
successfully adopted and accepted. This may take some time to be fully 
accepted and there may be some opposition to same at the outset.  

• There is a limited number of appropriately skilled and experienced professionals 
in the Capital Programme Delivery industry, and there may be difficulty in 
sourcing sufficient resources to provide the solutions through a new agency. 
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Option 6 - Programmes are pooled together under ‘sector programme hubs’ 

Objective How this option meets the Objective  

Strengthen governance 
and provide an 
objective and 
independent assurance 
function 

The Approving Authority would continue to have a fundamental and important role in 
providing assurance to its respective projects. However, day-to-day management and 
governance of the relevant sector programmes would be the responsibility of the PMO 
function within the sector programme hub, therefore providing independent expert 
oversight and assurance at a project level through robust governance structures. The 
sector programme hub would work closely with the respective Sponsoring Agency and 
Delivery Entities, ensuring a standardised, sectoral approach to Capital Delivery. This 
would enable an improved consistency and quality of delivery and will facilitate assurance 
of the relevant programme for the Approving Authorities. This objective would be 
achieved under this option.  

Professionalise 
industry and deliver 
development 
programmes  

As there would be a number of sector programme hubs, each deploying a sector based 
PMO function, each one could implement a standard approach to training, support and 
professional development (having regard for differing sector capability requirements). In 
order to standardise development programmes and co-ordinate this across Government 
and the sector programme hubs, a body such as NIO would still need to be mandated to do 
this. Assuming this is done, it is estimated that this objective would be largely achieved. 

Provide comprehensive 
and specialist 
programme advice and 
support  
 

Under this option, sector programme hubs will co-ordinate sector programmes through 
Sponsoring Agencies (agencies and/ or local authorities) who will have to develop the 
required specialist (sector) and generalist capability, where the required capability is not 
present. However, once this has been established and provided it can be retained, this 
would  remove the need for advice and support. However, other Delivery Entities whose 
programmes / projects are not being delivered through sector programme hubs would be 
left unassisted. This objective would be achieved to a moderate extent. 

Provide knowledge 
sharing and 
collaboration 

This objective has the ability to be largely achieved. The sector programme hubs can 
collate relevant data and metrics from within their specific sectors and real time data 
sharing could be achieved across sectors. Furthermore, the bringing together of 
programmes into hub will also naturally stimulate more sharing of information. There 
would be a requirement for high levels of co-ordination (which NIO could assist with) in 
terms of sharing knowledge and lessons learnt cross-sectorally between sector 
programme hubs and Delivery Entities. NIO would be required to co-ordinate and drive 
cross-collaboration across all of the Delivery Entities, including the sector programme 
hubs. 

Centre of excellence for 
research, advocacy and 
communications 
 

With additional resourcing, the related solutions (including those already achieved i.e. the 
development of an infrastructure strategy and pipeline) under this objective could be 
achieved, utilising an expanded NIO liaising closely with the sector programme hubs.  

Sector programme hubs could input in terms of research and advocacy in relation to major 
sectors, however, a central coordination body (such as NIO), would be needed to 
coordinate.   

Relative cost 

 

This option allows for a sector specific, non-heterogenous structure to deliver the 
solutions best required on a sectoral level. 

This option leverages existing Entities that are identified as operating sector programme 
hubs and builds upon their approach and ways of working.  

This option would be expected to be the joint second most costly, relative to other options 
as:  

• There would be a monetary cost in identifying and establishing the sector 
programme hubs in less developed sectors; 

• There would be a monetary cost in expanding the role and resourcing of the 
existing identified sector programme hubs, in order for them to assist in the 
establishment of new sector programme hubs; and 

• While difficult to estimate the cost, it is estimated that the restructuring cost 
would be: less than the cost of setting up a new State agency to deliver the 
solutions (Option 5) or consolidating the sector (Option 7); and broadly similar to 
the cost of Options 3 and 4 given these options consider an increase in 
resourcing/ investment in existing entities to provide the solutions. 

Implementation risk 

 

There is a moderate implementation risk associated with this option, as detailed below: 

• Significant restructuring of existing Government Delivery Entities. The co-
ordination of doing this between these Delivery Entities and the NIO is an 
extremely complex task. 

• Developing the role and resourcing of the designated new sector programme 
hubs could take a number of years. 
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Option 6 - Programmes are pooled together under ‘sector programme hubs’ 

Objective How this option meets the Objective  

• There is a limited number of appropriately skilled and experienced professionals 
in the Capital Programme Delivery industry, and there may be difficulty in 
sourcing/ developing sufficient resources to provide the solutions, particularly if 
similar and duplicate skills/ resources are required in a number of sector 
programme hubs. 

• Delivering the current pipeline of capital projects and programmes that are in 
train, while the sector programme hubs are being established and begin to ramp 
up their intervention could cause some delays to progress.  
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Option 7 – Consolidate the sector to carry out Capital Programme Delivery through a limited number of Delivery 
Entities 

Objective How this option meets the Objective  

Strengthen governance 
and provide an 
objective and 
independent assurance 
function 

The Approving Authority would continue to have a fundamental and important role in 
providing assurance to their respective projects. However, they would continue to face the 
same challenge of achieving independent/ objective assurance of Capital Programmes. 
However, Approving Authorities would have the benefit of relying on an entity with 
significant experience and capability and could partly rely on Programme level governance 
and assurance frameworks. This objective would be achieved to a moderate extent.  

Professionalise 
industry and deliver 
development 
programmes  

As there would be a small number of consolidated Delivery Entities, each one could 
potentially take its own approach to training, support and professional development. 

There could be challenges in aligning the vision, prioritisation and implementation of the 
solutions across a number of entities which could also lead to continued inconsistencies 
and misalignment of Delivery. Notwithstanding this, it is estimated that this objective could 
largely be achieved. 

Provide comprehensive 
and specialist 
programme advice and 
support  
 

In principle, if the sector was consolidated, the requirement for support and advice would 
not exist, as all complex and large capital projects and programmes would be delivered by 
the consolidated Delivery Entities.  

If appropriately skilled resources were sourced for the consolidated Delivery Entities, it is 
estimated that this objective would either a) not be required or b) be achieved, assuming 
the consolidated Delivery Entities provide support to other entities as required.  

This objective would largely be achieved under this option.  

Provide knowledge 
sharing and 
collaboration 

If the sector was consolidated and there were just a few specialists Delivery Entities, the 
requirement for sharing best practice and insights could be achieved. This, however, 
would not be without its challenges as it would require high levels of co-ordination (which 
NIO could potentially assist with) and alignment in terms of structures and 
implementation. This objective would be achieved. 

Centre of excellence for 
research, advocacy and 
communications 
 

With additional resourcing, the related solutions (including those already achieved i.e. the 
development of an infrastructure strategy and pipeline) under this objective could be 
partially achieved utilising an expanded NIO liaising closely with the consolidated Delivery 
Entities. However, the solution would lack the desired benefit of centralised expertise and 
experience through a body of specialists.  

Another area of weakness under this option is that central Government department 
support (particularly in the area of research and communication of the pipeline) may be 
perceived by the market as offering less specialism and may be influenced by changes in 
Government (less independent/ objective). 

Relative cost 
 

This option is expected to be the least cost effective as there would be a large monetary 
cost in consolidating the sector (either using existing entities or establishing new delivery 
entities), which although difficult to quantify, is estimated to be greater than any of the 
other options. 

Implementation risk 
 

There is a high implementation risk associated with this option, as detailed below: 

• Significant restructuring of existing Government Delivery Entities. The co-
ordination of doing this between these Delivery Entities and the NIO is an 
extremely complex task. 

• Developing the role and resourcing of the consolidated Delivery Entities could 
take a number of years. 

• Delivering the current pipeline of capital projects and programmes that are in 
train, while the existing capability is being consolidated, could pose some 
difficulty. 

• There is a limited number of appropriately skilled and experienced professionals 
in the Capital Projects and Programme Delivery industry, and there may be 
difficulty in sourcing/ developing sufficient resources to provide the solutions, 
particularly if similar and duplicate skills/ resources are required in a number of 
Delivery Entities. 
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8.4 Conclusion 

Seven potential options for delivery of the solutions to the identified capability challenges have been 
assessed in this section. While this Report does not conclude upon any one ‘preferred option’, it 
does assess the options in detail based on their ability to achieve certain defined objectives, their 
relative cost and relative implementation risks. 

Further consideration and analysis is required to be undertaken on the seven options detailed above 
in order to establish the best structural approach to addressing the challenges. 

In section 10, we set out a recommendation based on the options assessment outlined in this 
section and the wider Review findings overall. 
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9. Spotlight on Innovation 

A focus on innovation is vital to the success and relevance of any organisation. Innovation in the 
context of Capital Programme Delivery is no different. The continuous changes in consumer 
behaviour and technology require assets to be future proofed. Ever evolving designs and materials 
can constantly alter delivery methods to allow more sustainable and multi-functional versions of the 
Programme, than was initially envisioned. 

The civil engineering and construction sector as a whole, has often been slower to adopt innovative 
technology and ways of working. Common themes arising from the private sector in relation to 
innovation barriers on public sector programmes include (but are not limited to) the following: 

• Construction firms having limited access to a long-term perspective in regard to project 
pipelines, and thus a tendency to develop a project-to-project mentality;  

• Insufficient incentives set by Government to invest in innovation and a parallel pressure of the 
profitability of the construction market itself; and  

• Contracting approaches to design, which mean that technical design risks rest with the 
contractor during the construction process.  

The importance of innovation is already recognised by the Public Sector. In a recent report prepared 
by DPER and the Construction Sector Group in June 2020, titled ‘Building Innovation’, a number of 

actions to increase innovation, and subsequently output, in the construction sector were identified
49

 
which included the following: 

1. Increase investment in innovation and technology and thus increase digital adoption by both 
Government and private sector contractors within the construction sector; 

2. Implement regulatory reform relating to public procurement, the environment, labour and 
others to help streamline construction sector outputs, and promote competitiveness and 
sustainability; and 

3. Create visibility and certainty over the Government’s strategy and project pipeline for the 
construction sector, in order to encourage industry to make investments in infrastructure and 
technology now for the longer-term opportunities in this sector.  

In recent research conducted by EY, which focused on a strategy for embedding innovation across 

the Irish public service
50

, an ‘Innovation Framework’ was developed. This framework segmented the 
Government’s ambition for advancements in innovation across the public sector into four key 
priorities, with interlinked goals (as detailed below in Figure 13 overleaf). While this research 
focused on innovation for the Irish public service as a whole, the priorities and goals are relevant in 
the context of Capital Programme Delivery also.  

 

 

 

 

 

 

 
49

 Source: Construction Sector Group: Building Innovation, June 2020 
50

 Source: Making Innovation Real - Strategy for embedding innovation across the Irish Public Service, DPER, 2020 
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Figure 13: Innovation Framework Priorities and Goals and Capital Programme Delivery 

 
 

As discussed in section 6.5.2.3, following the release of a publication by the CSG in June 2020, the 
‘Building Innovation’ report, a dedicated ‘Innovation Sub-Group’ has been establish in order to take 
charge over the seven ‘Technology and Innovation’ related actions that were identified in the report. 
This Sub-Group has been established to ensure focus and progress on the area of technology, 
innovation and digital adoption across the construction industry. The ‘Building Innovation’ report 
drew upon a wide-ranging survey and consultation, international benchmarking process and an 
economic analysis of causes of productivity trends in the construction sector in Ireland. 
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10. Recommendation 

10.1 Introduction 

Within this Report we have reviewed a number of challenges identified within the public service in 
relation to Capital Programme Delivery and identified potential initiatives which may serve as 
solutions to the challenges.   

Based on the options assessment in section 8, seven options were analysed and assessed on the 
basis of their ability to achieve the defined objectives, the relative cost and relative implementation 
risk of each.  

10.2 Recommendation 

As activity increases under the NDP, Entities responsible for Capital Programme Delivery are likely 
to face significant capability challenges which will vary by sector and by Entity. Throughout this 
Review, it was apparent that Entities with a more established asset management/ delivery function 
and a consistent level of historic capital expenditure were able to communicate a higher level of 
capability. These Entities should be utilised for the delivery of Capital Programmes where 
appropriate and their capacity to deliver on increased activity should be considered. 

Within this Report, several challenges have been identified in relation to Capital Programme Delivery 
within the public service and initiatives which may serve as solutions to these challenges have been 
proposed. These solutions recognise that there is not a “one size fits all” solution and the need for 
supports and initiatives to be tailored to the Entity, sector and industry challenges. The 
implementation of each solution identified in section 2.5, and summarised below, should be further 
appraised with a focus on both ‘near term’ and ‘ longer term’ initiatives: 

• Supporting major Programme initiation:  Supporting Approving Authorities to ensure that 
appropriate delivery capability is in situ for major Programmes.  This should initially focus on 
the large complex sectoral programmes being delivered through a fragmented structure and 
significant bespoke programmes which require Entities to develop a new set of capabilities.  
These Programmes should be reviewed to ensure structures and capabilities are in place 
which ensure outcomes are being maximised.  

• Provision of central advice and supports to Delivery Entities:  In recognition of the varying 
capability across the Government, where some Entities may not have the scale or the means 
to address capability gaps internally, there is a requirement for the provision of Programme 
advice and supports. Where appropriate, specialist Delivery Entities such as OPW, NDFA and 
sector specialists (such as TII, NTA, IW, HSE etc.) could assist and share their expertise with 
other Entities in relevant sectors to address capability gaps or assist in procuring expertise 
externally. This would require central co-ordination and investment in certain entities to allow 
them to develop the additional capacity required to perform this expanded role.   

• Developing an assurance function to support oversight of major Programmes: Assisting 
Approving Authorities through a specialist, comprehensive and independent function to 
support them in performing their governance duties and strengthening the assurance 
process. 

• Implementing professional development programmes: Supporting the development of the 
public sector profession through defining roles, mapping competencies, implementing 
leadership development programmes, making available industry specific learning and 
implementing a recruitment programme.  

• Facilitating knowledge sharing and collaboration: Through promoting relationships and 
conversation across the profession and facilitating the ability to use and leverage data in a 
seamless manner. Collaboration should also ensure that any information and data being 
collected is done so on a consistent and structured manner that enables value to be derived 
by the delivery teams. Support in the use of digital software and systems, technology and 
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digitalisation in general across Capital Programme Delivery could be provided to facilitate 
data sharing and collaboration (internally within Entities and across Government) going 
forward. 

• Central research, communication, innovation and advocacy: Support those charged with 
Capital Programme Delivery to navigate the macro-environmental constraints including 
communication strategies, private market interaction, analysing trends, coordinating 
responses to key issue and enabling innovation. The work done by Construction Sector Group 
and its Innovation Sub-Group, should continue in earnest with a public-private agenda focused 
on addressing the ‘capabilities of the future’ needed to modernise the industry. NIO should 
work closely with the CSG to understand the changes which are required to enable innovation 
and modernisation in the construction sector and consider this as it supports Entities in the 
Delivery of the NDP. 

The existing Government supports available in Ireland are fragmented and being provided by various 
Entities and Government bodies. The responsibility for delivering the proposed solutions is therefore 
unclear. Based upon the options assessment, seven potential structural routes have been identified 
in the options assessment and discussed in detail. These options range widely and a more detailed 
exercise is required to appraise each of these options in detail and identify the optimal structural 
approach to deliver on the solutions identified. It was evident from the international benchmarking 
exercise conducted, that use of central Programme Delivery specialists was a common approach to 
sharing capability across public sectors in these jurisdictions. 

The NDP is currently being delivered upon and there is a requirement for immediate action. Given 
that the appraisal of solutions/ options and structural changes which may follow, may require 
significant time to implement, it is recommended that a multi-stranded approach be taken, with near 
term initiatives set out within this Report also considered with a view to implementing these (or 
variations of them) in a timely manner.  

NIO is the policy centre for public infrastructure development in Ireland, and therefore has a key role 
to play in implementing the recommendations. In this regard, and in the context of the NDP review 
and reprioritisation, it is recommended that the NIO convenes an action team comprising of 
internal/ external experts (Internal experts could include representatives from specialist entities 
such as the OPW, NDFA, OGP, etc) to tailor  and set out a roadmap for implementation of the 
proposed solutions in more detail. This should also consider how the NIO should configure a national 
infrastructure “backbone” that can more coherently support the industry within the public service.    
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Appendix A Questionnaire responses 

[REDACTED]
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Appendix B Benchmarking international jurisdictions 

Overview of this section 

In order to assess the potential solutions to the challenges related to Capital Programme Delivery, as 
identified in section 6 of this report, a benchmarking exercise was conducted against selected 
international jurisdictions.  

The objective of the benchmarking exercise was to identify supports and initiatives relating to 
Capital Programme Delivery Capability, both currently in place and those planned/proposed for the 
future, in each of the international jurisdictions selected. 

The three jurisdictions selected for the benchmarking exercise were agreed with DPER and are the 
United Kingdom, New Zealand and New South Wales (Australia). We provide further rationale for the 
selection of these jurisdictions below. 

The supports in the Benchmarked Jurisdictions are compared to the relevant supports currently 
available in Ireland, so as to identify where gaps in Capital Programme Delivery Capability, and thus 
potential solutions, exist. 

New South Wales, Australia  

Australia has been at the forefront of infrastructure investment over the last two decades, having 
completed some of the largest capital projects during that time. Its stable economy and sustained 
investment in infrastructure have resulted in a relatively mature and experienced infrastructure 
market. Australia is divided into six states, with each state government principally responsible for 
the delivery of its own infrastructure and public services. For the purposes of the international 
benchmarking exercise, New South Wales has been selected. NSW has eight government 
departments with each department being responsible for agencies, offices and entities under their 
remit.  

New Zealand  

New Zealand has been selected as it has political, economic and geographic similarities to Ireland. 
NZ has been required to significantly ramp-up capital investment in reaction to earthquakes 
experienced in Christchurch and has therefore recently faced similar challenges to Ireland, in 
relation to scaling capacity and capability to deliver on increased activity.  

United Kingdom 

The UK is Ireland’s closest neighbour and through a shared economic and political history, also 
shares many similar characteristics (common law legal system and similar political structure in 
terms of government departments, agencies and local authorities). Furthermore, there is a common 
consensus internationally that the UK is generally advanced in terms of the capital project delivery 
profession.  
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Summary of the Benchmarked Jurisdictions 

The below table summarises the Capital Programme Delivery Capability supports in place, within 
each of the Benchmarked Jurisdictions, and in Ireland. For summary purposes we have grouped the 
supports using the nature of their objective and provide further detail within the following sub-
sections.  

Table 2: Summary of international benchmarking exercise 

Support NSW NZ UK IRL 

Strategy & pipeline ✓ ✓ ✓ ✓ 

Specialist procurement and delivery unit  ✓  ✓ ✓* 

Central programme advice and support unit ✓ ✓ ✓ ** 

Assurance function ✓ ✓ ✓  

Knowledge sharing and collaboration structures ✓ ✓ ✓  

Best practice and documented guidance ✓ ✓ ✓ ✓ 

Development programmes ✓  ✓  

Central research, communications, innovation and 
advocacy 

✓ ✓ ✓ *** 

 
* The National Development Finance Agency procures and delivers PPP projects and certain 
Exchequer-funded projects on behalf of the Department of Education only.  

**There are Government supports available in regard to Capital Programme Delivery, but these are 
provided by numerous State bodies and not centralised in one location.   

*** The Communications Team in the NIO in DPER are responsible for strategic communications 
around the delivery of Project Ireland 2040. 

New South Wales, Australia
51

 

Similar to Ireland, government departments, agencies and businesses (akin to semi-state 
companies) typically deliver capital projects. Infrastructure New South Wales, which sits within the 
Department of Premier and Cabinet, was established in 2011, to provide independent advice to 
assist the NSW government in identifying and prioritising the delivery of critical public 
infrastructure. It is our understanding that INSW was an election promise following a period of 
underinvestment in infrastructure, despite a large increase in the state’s population. INSW’s principle 
supports (and other relevant supports available in NSW) are set out below under the relevant 
support headings. 

Maintenance of strategy & pipeline  

• Infrastructure strategy development: INSW is responsible for the development of a 20-year 
state infrastructure strategy which is updated every five years. 

• Pipeline: INSW is committed to transparency of its project pipeline and maintains a live pipeline 
of all NSW government projects to provide industry with the required information to enable 
planning and resourcing for these projects. The criteria for being included in the pipeline are: 1) 

project has a minimum expected capital cost of AUD $50m (EUR €31m)
52

; 2) covers transport, 
health, education, justice, sports and culture sectors; and 3) are expected to come to market in 
next 3-5 years. 

 
51

 Sources: http://www.infrastructure.nsw.gov.au/ and consultation with INSW 
52

 All currency conversions are calculated as per the rates available on 03.09.2020 

http://www.infrastructure.nsw.gov.au/


Capital Project and Programme Delivery Capability Review January 2021 

96 
 

Specialist procurement and delivery unit  

• INSW’s ‘Projects NSW’ is a specialist unit within Infrastructure NSW that was established in late 
2015 to manage the procurement and delivery of nominated priority infrastructure projects. 
Project NSW delivers capital projects (including PPPs) which either need to be independent from 
the NSW state government or a specific department, or in cases where the capital project 
delivery capability is not present in the entity which is planning to deliver the capital project. 

Central programme advice and support unit  

• Advice and support to entities: INSW provides commercial, governance and procurement advice 
and support to government entities delivering infrastructure projects. 

• Advice and support to NSW government/ Premier: One of INSW’s primary roles is giving 
guidance to the NSW government/ Premier by providing rigorous and independent expert advice 
to prioritise infrastructure investments and ensure infrastructure investment decisions are 
informed by robust assessment, independent assurance, and long-term planning (this is covered 
in other supports detailed below). 

• PPP advisory unit (NSW Government Treasury): The NSW Government’s Treasury has a unit 
known as Infrastructure and Structured Finance Unit which specialises in providing commercial 
and financial advice to government on procuring services enabling infrastructure with a capital 
cost over AUD $100m (EUR €62m) across all sectors and agencies. The ISFU is responsible for 
the following: 1) ensuring that all PPP projects in NSW comply with the requirements of the NSW 
PPP guidelines; 2) promoting and ensuring best practice PPP procurement processes; and 3) 
supporting government agencies with all aspects of planning, procuring and managing PPP 
contracts. 

Assurance function  

• Governance structure advice at project outset: INSW advises on the appropriate governance 
structures at the outset of capital programmes. 

• Project assurance: Reviewing and evaluating proposed major infrastructure projects (with value 
of AUD $10m (EUR €6m) and above) by government agencies and government businesses, 
including project monitoring, regular project reporting, expert and independent gateway reviews 
and health checks. INSW is in the process of developing a training programme for its assurance 
reviewers. 

• Assurance reviewer panel: INSW maintains a panel of assurance reviewers of differing skills, 
subject matter resources, experiences and capability to be available for assuring capital projects 
and programmes. The reviewers chosen to assure a particular project are selected based on the 
project characteristics and complexity.  

Knowledge sharing and collaboration structures  

• Sharing of project information: INSW is developing a ‘Business Case’ database as a resource for 
project teams and the broader NSW Government that will help them meet the challenges raised 
in their ‘2018 Trends and Analysis Report’, which is an annual report outlining key findings, 
challenges and lessons learnt from previous projects which INSW has been involved in, through 
its assurance function53. The ‘Business Case’ database will capture key project information and 
allow benchmarking and analysis. 

• Challenges identification and lesson learning: The annual ‘Trends and Analysis Report’, as 
mentioned previously, highlights challenges and lessons learnt from previous projects and 
additionally includes information generated during the Infrastructure Investment Assurance 
Framework process. This report is held on a centralised platform so all government agencies can 
access it and learn from it. 

 
53

 Source: http://www.infrastructure.nsw.gov.au/media/2283/ec_insw_trends-and-analysis_summary_v08.pdf 
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• Roundtables: In July 2019, Infrastructure NSW began a 12-month round table programme 
(Infrastructure Co:Lab) to help improve public sector service delivery by discussing the ‘Key 
Findings’ in the ‘2018 Trends and Analysis Report’ and workshopping responses. Held every two 
months, the sessions involve representatives from government agencies and Infrastructure NSW. 

Best practice and documented guidance 

• Business Case Toolkit: The Business Case Toolkit is one of the key capability-building initiatives 
undertaken by INSW to support NSW government entities in developing business cases. The 
Toolkit was created to simplify the initiation and overall development of business cases for 
projects and includes the provision of best practice guides.  

• Standard documentation: It is our understanding that INSW (and other government entities) 
provide some standard documentation (e.g. standard contracts, etc.) for capital project delivery.  

Development Programmes 

• Capability framework: INSW also has a capability framework which sets out the capability (soft 
skills) required for capital project leaders. 

• Leadership development programmes: The NSW government sends senior project leaders to the 
Australia Major Projects Leadership Academy (based in Victoria) to develop the leadership 
capability of capital project professionals.  

Central research, communications, innovation and advocacy  

• Research: INSW advises the NSW government on how to plan, fund, deliver and maintain 
infrastructure. Through its Trends and Analysis Report, it shares the challenges and lessons 
learnt on various projects with which it is involved. 

• Advocating for and promotion of infrastructure industry: In New South Wales, advocacy for the 
infrastructure industry in the public sector is primarily done through the Construction Leadership 
Group (CLG), of which INSW is a leading member. 

• The Construction Leadership Group: The CLG aims to drive reform across government in New 
South Wales, in the development, procurement and delivery of infrastructure projects. All of the 
key NSW government agencies engaged in the delivery of the large long-term pipeline of 
infrastructure investment are represented on the CLG. The CLG’s current focus is on: 

► Extending commercial principles and practices across all major infrastructure projects  

► Standardising contracts for linear, built and small projects  

► Developing practical measures to reduce planning and utility-related risks  

► Supporting smaller contractors to understand their contractual risks and entitlements  

► Monitoring and rewarding high performing contracts  

► Driving further roll-out of skills and diversity programs  

► Working with industry to develop a culture standard  

► Boosting government’s workforce capability through the AMPLA programme, which is run in 
the State of Victoria 

► A ten-point commitment to the construction sector: The CLG member agencies have jointly 
committed to a range of steps to help improve the capability and capacity of the construction 
sector. In the ten-point plan published in June 2018, the CLG made a number of specific 
commitments to the construction sector.  

• Government communication strategy for infrastructure projects: In New South Wales, INSW 
communicates the importance of its proposed capital projects in a number of ways:  
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► Having a 20-year strategy (discussed below) which sets out INSW’s future infrastructure 
needs and looks beyond the current projects and identifies policies and strategies needed to 
provide infrastructure that meets the needs of a growing population and a growing economy. 

► Through INSW’s annual report it highlights the activities (assurance, advice, etc.) it is 
involved in and associated achievements, and summarises milestones and challenges 
encountered on capital projects, thus keeping the public informed of infrastructure 
developments. 

► Publishing business case summaries for large capital projects so that the public can view the 
proposed benefits of same.  

► Publishing its Trends and Analysis Report which outlines the challenges experienced on 
capital projects and lessons learnt to be applied to future projects. Educating the public 
about the issues at hand can counteract some of the negative publicity which can sometime 
surround capital projects and often cause challenges. 

New Zealand 

New Zealand is experiencing/ has experienced many issues relating to capital project delivery which 
Ireland is currently experiencing (skilled labour shortage, rising construction costs, capital project 
delivery capability challenges), and has historically suffered from a lack of co-ordinated national 
planning.  

In New Zealand, the government structure is similar to that of Ireland with departments, agencies 
(known as Crown Entities), state companies and local authorities responsible for the delivery of 
capital projects.  

As New Zealand only recently established a national infrastructure body, Infrastructure Commission 
New Zealand, in late 2019 it is a particularly interesting and relevant jurisdiction to include in the 
exercise.  

ICNZ was established to help improve how New Zealand co-ordinates and plans its infrastructure and 
improve efficiency in infrastructure spending in New Zealand. ICNZ was formed after a challenging 
period in New Zealand which followed an initial infrastructure boom after the earthquake in 
Christchurch in 2011 when a number of the main national construction contractors suffered 
insolvency issues and/or left the infrastructure space. There was also a perception that there was 
poor public procurement practice in government. Many of the commercial advisors in ICNZ would 
have been staff members of New Zealand Treasury’s PPP delivery/ advice unit, Infrastructure 
Transactions Unit. ITU was transferred to ICNZ upon its establishment.   

New Zealand also has an organisation known as Infrastructure New Zealand which ‘promotes best 
practice in national infrastructure development through research, advocacy and public and private 

sector collaboration’.
 54

 Members come from diverse sectors across New Zealand, including equity 
owners, service providers, public sector agencies, and major infrastructure users. INZ is seeking to 
address a number of challenges including developing strong leadership and effective governance 
across and within infrastructure sectors, advocating for a co-ordinated long-term and national 
infrastructure development strategy, and seeking to reform a complex regulatory and environmental 
approval processes to recognise the importance of strategic infrastructure investment. 

Below, we have set out a summary of the supports available in New Zealand under the relevant 
headings: 

Maintenance of strategy & pipeline  

• Strategy: ICNZ is developing a 30-year infrastructure strategy to replace the government’s 
current 30-year plan. 

• Pipeline: In order to provide a more visible pipeline of work, to enable the infrastructure/ 
construction industry to plan ahead and enable co-ordination (smoothing the market, enhancing 

 
54

 Source: https://infrastructure.org.nz 

https://infrastructure.org.nz/
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use of resources, capability and capacity), ICNZ is developing processes to maintain a public 

pipeline of work
55
.  

Specialist procurement and delivery unit  

• New Zealand does not have a specialist government unit which procures and/ or delivers capital 
projects on behalf of government entities. ICNZ’s approach is to spread its influence by having 
one advisor from ICNZ on the project boards of large capital projects. 

Central programme advice and support unit 

• Provision of advice and support: This is available to government agencies, local authorities and 
others to procure and deliver major infrastructure projects. The nature of support provided 
depends on the size, complexity and risk of the project and the procurement capability of the 
party(ies) involved. The commercial advice that ICNZ provides includes: 

► Delivery and procurement support: Supporting agencies in any aspect of a major 
infrastructure project from the preparation of a business case, through to market 
engagement, procurement, negotiation and/or project delivery, including through the 
provision of embedded commercial and procurement expertise. This is typically for 
infrastructure projects with a total cost of ownership in excess of NZ$50m (EUR €28m). 

► Public Private Partnerships: The New Zealand Public Private Partnership (PPP) Programme 
is co-ordinated by ICNZ. As part of its role, it is responsible for the following: i) developing 
PPP policy and processes; ii) assisting agencies with PPP procurement; iii) the Standard 
Form PPP Project Agreement; and iv) monitoring the implementation of PPP projects. 

Assurance function  

• Governance structure advice at project outset: ICNZ advises on the appropriate governance 
structures at the outset of a capital project or programme, under the premise of setting the 
project up for success. 

• Project board participation to ensure appropriate governance: While ICNZ does not have a 
formal governance role, it generally has a commercial advisor who sits on the project board to 
ensure the appropriate governance of the capital project. ICNZ generally takes this approach to 
ensure the proper governance of projects, which it advised is key to capital project success. 

• Business case assessments: ICNZ does not have a formal assurance role like the Infrastructure 
and Projects Authority (IPA) in the UK and INSW, however, under its remit government entities 
are requested to involve ICNZ in the assessment of their capital projects’ business cases, where 
they are in excess of NZ$50m (EUR €28m). 

Knowledge sharing and collaboration structures  

• Standard documentation: ICNZ advised that it is in the process of developing standard 
documentation/ templates (e.g. standard contracts, business cases templates, etc.) to be used by 
government entities.  

• Infrastructure networks: Infrastructure New Zealand runs two networks: The Emerging Talent 
Network; and Women’s Infrastructure Network. 

Best practice and documented guidance 

• Best practice guidance: ICNZ provides advice on infrastructure procurement and delivery, 
including best practice procurement processes and documentation for major infrastructure 
projects. To date ICNZ has published best practice guidance on areas including COVID-19 
Construction Management, Project Governance, and Market Engagement. 

 
55

 Note that ICNZ does not prioritise the projects in the pipeline, rather it includes the information relating to relevant 
projects submitted by contributing agencies 
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Development programmes  

• While there is currently no central development programmes available, ICNZ communicated 
during consultation that this an area which they intend to investigate further. 

Central research, communications, innovation and advocacy  

• Research and advocacy from ICNZ: ICNZ also involves itself in investigating and responding to 
key issues in the infrastructure sector. Through the publication of ‘Reports and Think Pieces’ it 
identifies current issues, good practice, potential solutions or opportunities for improvement. For 
example, it has recently input to a paper titled ‘Delivering on the service promise: 25 years of 
Public Private Partnerships in Australia and New Zealand (April 2020)’ and ‘Lifting Our Gaze 
(2020)’ which focusses on exploring the role of infrastructure investment as a catalyst for 
delivering wider public outcomes for New Zealand. 

• Infrastructure New Zealand: INZ’s role is primarily in the area of advocacy and promotion of the 
infrastructure sector. Below we set out its main supports in this area: 

► Submissions/ advocacy (primary role): Submitting to a wide variety of public consultation 
processes is a core part of INZ’s advocacy work. Recently this has included submissions on 
the legislation and policies being developed (e.g. by the Land Transport (Rail) Legislation Bill) 
and letters to government ministers. 

► Media and promotion of infrastructure industry: Through regular media releases and 
leadership publications and research, INZ promotes infrastructure investment and achieving 
value for money in infrastructure projects. Examples of some of the recent thought 
leadership pieces published/ co-published by INZ include ‘Unlocking the value of data’, 
‘Building Regions’, ‘Creating value through procurement: a report into public sector 
procurement of major infrastructure projects’. 

► Infrastructure Conference (Building Nations): INZ organises the most important 
infrastructure conference in New Zealand. 

► Infrastructure trips/ delegations: It organises large international trips for delegations of 
entities, from both the public and private sectors, who are working in the infrastructure 
industry. The delegation was due to visit Dublin in March of this year, until the emergence of 
the Covid-19 pandemic.  

The United Kingdom
56 

The UK has a similar structure of government to that observed in Ireland in terms of departments, 
agencies and local government. All of these entities are involved to a greater or lesser extent in the 
delivery of capital projects. In the UK, large capital projects and programmes are most commonly 
started, approved, funded and overseen by a sponsoring departments/ sponsors (similar to 
Approving Authority). Capital projects are normally delivered through arms-length bodies in a range 
of forms (collectively termed ‘delivery organisations’), most commonly via agencies or public 
corporations.  

Since the turn of the last decade, there has been a focus on the development of supports for the 
successful delivery of capital projects/ improved project delivery capability within the UK 
government. This was demonstrated first by the establishment of Infrastructure UK in 2010, to 
support major infrastructure projects involving public sector capital (role included supporting 
delivery organisations, including PFI/ PPP delivery); and then in 2011, when the Major Projects 
Authority was established with a mandate to oversee and assure the largest government projects.  

The Infrastructure and Projects Authority was formed in 2016 by the merger of IUK and MPA, and 
since its formation, has been focused on the development of Capital Programme Delivery Capability 
across the UK government. According to its Annual Report on Major Projects 2018-19, it ‘strives to 
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 Source: https://www.gov.uk/government/organisations/infrastructure-and-projects-authority 
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build the best-performing project system of any Government in the world’57. The IPA works to 
ensure projects are delivered efficiently and effectively, and to improve performance over time. Its 
main responsibilities are as follows: i) reducing risks and complexities; ii) developing skills and 
capabilities of those who deliver projects; and iii) overseeing the project lifecycle from policy, 
initiation and financing to independent assurance. 

Below we outline the main supports available through the IPA in the UK, under the relevant 
headings. 

Maintenance of strategy & pipeline  

• Maintaining a National Infrastructure Pipeline: The IPA maintains the ‘National Infrastructure 
Pipeline’ which shows a comprehensive, forward-looking assessment of the planned investment 
in UK economic infrastructure, across both the public and private sectors. The purpose of the 
pipeline is to give an overview of what, when and where planned infrastructure will be built. This 
in turn provides certainty to the construction sector supply chain to support capacity planning, 
visibility of potential finance opportunities for investors and transparency for the wider business 
community and general public about how the infrastructure they rely on is being maintained and 
improved. It also provides a strong evidence base to inform analysis of future skills demand, 
inflationary drivers and investment profiles in sectors and regions. The pipeline is updated every 
two years. 

• Analysing capital project pipeline and impact on construction sector capacity: The IPA is 
beginning to analyse the impact of proposed major capital projects on the availability and cost of 
construction workers, the deliverability of these projects, and ways to schedule projects and/ or 
develop construction capability to maximise value for money. 

Specialist procurement and delivery unit  

• IPA does not generally deliver capital projects but has done so by exception in the past, therefore 
this is not a systemic support. 

• IPA’s approach focusses on improving project delivery by providing its expertise to support and 
assure individual projects, as well as creating a strong government project delivery system that 
enables good project delivery. This is discussed further below. 

Central programme advice and support unit  

• The IPA provides advice and support to delivering organisations which are part of the 
Government Major Project Portfolio (see below).  

Government Major Project Portfolio  

This portfolio contained 125 projects with a total whole life cost of £448 billion as per its 2019-

20 Annual Report
58

. These projects are the largest, most innovative and highest risk capital 
projects and programmes delivered by the UK government. 

• Advice and supports include most aspect of a major infrastructure delivery from initiation 
through to delivery. The IPA’s expert teams give specialist advice, provide practical tools and 
make specific recommendations to help improve the chance of successful delivery of these 
projects and programmes.  
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 Source: 
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/817654/IPA_AR_Majo
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• The IPA also provides assistance with execution planning and initiation to ensure projects and 
programmes are set up for success. Early engagement is encouraged, as this is when the advice 
provided has most influence. 

Assurance function  

• Maturity assessments: The IPA carries out maturity assessments on the delivering entities. The 
outcome of these assessments impacts the level of autonomy/ self-assurance that entities have 
regarding capital project management (e.g. Ministry of Defence has high capability in delivering 
large scale, high monetary value capital projects, therefore only the largest of its capital projects 
are assured under the Government Major Projects Programmes, with self-assurance carried out 
by the ministry). 

• Governance structure advice at project outset: The IPA advises on the appropriate governance 
structures at the outset of a capital project or programme. 

• Independent scrutiny and assurance: Projects on the GMPP receive independent scrutiny 
and assurance from the IPA and are required to provide quarterly data returns on delivery 
progress. This data is used to monitor portfolio progress with risks and insights shared with 
departments and government.  

• Panel of assurance reviewers: 

► The IPA maintains a panel of assurance reviewers of differing skills, subject matter 
resources, experiences and capability to be available for assuring capital projects/ 
programmes. The reviewers are selected to assure a particular project, based on the project 
characteristics and complexity. 

► In the IPA, the assurance reviewers are generally project directors in government entities 
and for that reason they are referred to as ‘peer reviews’. 

► The assurance reviewers receive training and are accredited to be reviewers.  

Knowledge sharing and collaboration structures: 

• Lesson learning: The IPA works closely with departments such as the Department for Transport 
in the UK, undertaking internal analysis on recent projects to prevent similar problems occurring 
in the future. These lessons learnt are shared across government through publications and other 
mediums.  

• Insights and challenge dissemination: IPA regularly share insights and challenges from the 
capital projects and programmes which it advises on, delivers and/ or assures. 

• Networks to facilitate learning: IPA uses ‘federated academies’ and regional networks to 
facilitate shared learning across departmental and geographic boundaries. 

Best practice and documented guidance  

• Setting standards: The ‘Government Functional Standard for Project Delivery’
59

 developed by the 
IPA, sets out a standard/ expectations for the direction and management of portfolios, 
programmes and projects across government, ensuring value for money and the successful, 
timely and cost-effective delivery of policy and business objectives. The IPA is working with 
departments to help them embed the standard across departmental portfolios and to develop 
and share best practice across the project delivery community. Examples of recent best practice 
sharing includes the publication of ‘Best Practice in Benchmarking’ which was first published in 
March 2019. 

• Project Initiation Routemap was developed by the IPA in collaboration with industry and 
academics from the University of Leeds and the Infrastructure Client Group and is intended to 
provide a tool for public and private sector infrastructure providers when setting up projects and 
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programmes. The routemap consists of a series of guidance documents (modules include general 
Project Initiation Routemap guidebook, Organisation Design and Development; Risk 
Management; Governance; Procurement; and execution strategy). 

• Guidance: The IPA also publishes guidance on such topics as PFI/PPP finance, benchmarking, 
project and programme management, etc.  

Development programmes  

• Graduate Recruitment: The ‘Civil Service Fast Stream’ is a leadership development programme 

operated in the UK Civil service
60

. Project delivery ‘Fast Streamers’ are provided with a variety of 
opportunities to build professional project skills, whilst playing an active role in some of the most 
significant capital projects being delivered at that time. 

• Sets guidelines on the capability requirements for project and programme professionals: The 
IPA through its ‘Project Delivery Capability Framework’ describes the job roles, capabilities and 
learning for all government project delivery professionals across UK government. This also 
includes a career pathway, a set of competencies required for each role and signposts for the 
development of capital project professionals.  

• Functional training: The IPA provides functional training to individual entities. 

• Capital project leadership development programmes: The Major Projects Leadership Academy 
(MPLA) is a government initiative run through the Oxford Saïd Business School to improve the 
delivery of UK Government major projects, through senior leadership development. MPLA 
participants are ‘Senior Responsible Owners’ and ‘Project Directors’ from the Government Major 
Projects Portfolio. During the programme, participants continue to work full time on their 
projects so they can apply their learning directly to the workplace and contribute their issues and 
insights back to the academy. 

• Accredited training for assurance reviewers: As mentioned previously, the IPA runs accredited 
training for assurance reviewers. 

Central research, communications, innovation and advocacy  

• Research into infrastructure sector challenges: IPA does extensive research into addressing 
capital project delivery issues and challenges. 

Transforming Infrastructure Performance
61

:  

TIP (published in December 2017) is the UK government’s plan to increase the effectiveness of 
investment in infrastructure by improving productivity in the way entities design, build and 
operate assets.  

TIP was put in place to address three core issues/ challenges:  

1. Prioritising investment in the right projects: so that infrastructure investment contributes 
to economic growth.  

2. Improving productivity in delivery: productivity gains could be achieved through the 
adoption of digital and manufacturing technologies, the transition to new collaborative 
business models and better integrated supply chain management practices 

3. Maximising the overall benefits of infrastructure investment: IPA recognises that 
advances in technology provide new opportunities to enhance the performance of existing 
assets and future-proof the design of new infrastructure through increased integration 
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between networks and across sectors. IPA also sees opportunities to enhance performance 
using smart sensors, artificial intelligence and data. 

TIP is a long-term plan to address the above challenges through a series of four grouped 
measures: 1) Benchmarking for better performance; 2) Alignment and integration; 3) 
Procurement for growth; and 4) Smarter infrastructure.  

 
• Government communication strategy for infrastructure projects: Through the publication of its 

annual report, the IPA communicates some of the successes and challenges encountered on the 
capital projects with which it is involved through detailed case studies. The IPA also highlights 
developments and improvements in processes and other ongoing initiatives relating to capital 
projects.  

Ireland 

Capital Programme Delivery in Ireland is carried out by a range of public entities, such as 
department’s, local authorities, state agencies, devolved agencies, semi-state companies and 
approved Independent Bodies. The Public Spending Code provides a guide to the evaluation, 
planning and management of public investment projects in Ireland and also sets out the relevant 
roles for delivery. As per the PSC, responsibilities are divided between the Sponsoring Agency, who 
has primary responsibility for delivery of the project/programme, and the Approving Authority, who 
has ultimate responsibility for the project/programme, including governance and accountability. 

Unlike the Benchmarked Jurisdictions detailed in this section, Ireland does not have a dedicated 
national infrastructure body assigned to support and oversee the State’s public infrastructure 
investment programme.  

The Irish Government has a number of dedicated supports and guidance resources available across 
a range of locations, for those involved in Capital Programme Delivery to leverage and utilise as 
required. These supports include state bodies, codes, directives and frameworks, sectoral forums 
and networks, and standards and training bodies, to name a few.  

Furthermore, although these supports provide very relevant and applicable advice to those involved 
in Capital Programme Delivery, in some cases, the supports are not packaged as so and can be 
difficult to locate for those looking for assistance or guidance. There is no ‘matrix’ or ‘hub’ currently 
available that could consolidate these supports into a single location or resource relevant to Capital 
Programme Delivery.  

Below, we have set out a summary of the supports available in Ireland under the relevant headings: 

Maintenance of strategy & pipeline  

• Maintenance and publication of a capital project pipeline: the National Investment Office in 
DPER co-ordinates reporting on the NDP and drives reforms in relation to areas such as project 
appraisal and selection. The NIO tracks capital projects and programmes to be delivered by 
Delivery Entities over the period of the NDP. The ‘Investment Projects and Programmes 

Tracker’
62

 is used by Government to track the portfolio of projects with estimated costs above 
€20m in the pipeline at present and is a key tool in overseeing the progress of the NDP. 

Specialist procurement and delivery unit  

• Delivery specialist unit: The National Development Finance Agency procures and delivers PPPs 
referred to it by state authorities (with certain exceptions such as transport related PPPs) within 
the project parameters set out by the Sponsoring Agency. The NDFA also does direct 
procurement of certain Exchequer-funded projects on behalf of the Department of Education. 

 
62
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Central programme advice and support unit  

• Economic analysis: The Irish Government Economic and Evaluation Service
63

 can advise and 
assist Entities on how to conduct their economic appraisal as part of the appraisal plan, required 
under the PSC.  

• Financial and commercial advice: The NDFA can provide financial and contract management 
advice in relation to PPPs and provides advice in relation to other programme delivery models/ 
projects which are referred to it. NewERA is a State entity comprising of experts in accounting, 
actuarial, commercial, economic and financial which sits within the NTMA. NewERA provides 
financial, commercial and governance advice to Government Ministers in relation to certain State 
Companies under their remit, this may include certain capital programmes. NewERA does not 
typically provide capital programme specific advice, nor does it advise non-Government 
Departments.  

• Legal advice: The Chief State Solicitor’s Office can support project and programme delivery 
through providing advice on commercial contracts to Delivery Entities and by providing specialist 
solicitor services in public procurement and commercial law to the OGP.  

• Procurement advice: The Office of Government Procurement has an established set of 
framework agreements and contracts through which Delivery Entities can procure goods and 
services. This enables Entities to reduce the time and cost associated with procurement by 
leveraging facilities that have already been competitively and compliantly tendered. The OGP 
does not typically provide specialist procurement advice to Delivery Entities in relation to major 
Capital Programmes.  

• Design and Maintenance advice: The Office of Public Works advises the Government principally 
in the disciplines of property and estates. OPW can provide support and advice to Delivery 
Entities through their Architectural and Property Maintenance Services Divisions.  

Assurance function  

• Assurance is provided by each of the Approving Authorities, whom generally do not avail of a 
specialist function for support. In the case of projects estimated to cost over €100m, a technical 
review at certain decision gates is performed by DPER.  

Knowledge sharing and collaboration structures  

• Project Ireland 2040 Delivery Board: This board consists of departmental secretary generals 
that meets regularly in relation to Project Ireland 2040. The objective of this board is to provide 
strategic direction and leadership and to oversee the implementation structures and process 
being followed in the delivery of the Project Ireland 2040 strategy by Government.  

• Project Manager’s Network (PMN): This is a network which includes members from various civil 
and public service organisations that have an interest or association with project management. 
However, this is not focused specifically on Capital Programmes.  

Best practice and documented guidance  

• Capital Works Management Framework: The CWMF is a structure that has been developed to 
deliver the Government’s objectives in relation to public sector construction procurement 
reform. It consists of a suite of best practice guidance, a standard suite of contracts and generic 
template documents.  

• Public Spending Code: DPER’s Public Spending Code is a guidance document for the evaluation, 
planning and management of public investment projects. It sets out the minimum rules and 
procedures to be adhered to by all Delivery Entities and imposes obligations at all stages of the 
project lifecycle.  
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• Parent Departments are expected to produce sector specific, detailed documentation or 
templates to assist Delivery Entities within their remit.  

Development programmes  

• Training: The Commercial Skills Academy was established in 2019 by the OGP
64

 and is currently 
operating on a pilot basis only. The purpose of the Commercial Skills Academy is to provide 
training for public service managers to gain an understanding of key issues, commercial skills, 
and best practice approaches for effective project delivery throughout the entire lifecycle of the 
project. 

Central research, communications, innovation and advocacy  

• Communications: In Ireland, the communications strategy for infrastructure and Capital 
Programmes is relatively immature, compared to New South Wales and the UK. However, recent 
positive developments include: 

► Project Ireland 2040 – the National Development Plan (NDP) and the National Planning 
Framework: Launched in February 2018, these documents comprise a long-term, 
overarching strategy document for how public investment in infrastructure should happen in 
Ireland. 

► As previously mentioned, the ‘Investment Projects and Programmes Tracker’ is an important 
communications channel used by Government to communicate progress relating to Project 
Ireland 2040 investments taking place throughout the country. 

► A Communications Team has been set up within the NIO to provide strategic communications 
on the delivery of Project Ireland 2040. 

► Annual reports on the progress of Project Ireland 2040 are published by DPER along with a 
suite of Regional Reports which give a detailed overview of the public investments which 
have been made throughout the country. 

• Private sector engagement: The CSG
65

 is a body established to bring together those involved 
with capital spending in the Government, along with representatives of key construction industry 
bodies. The CSG was established with the aim of promoting regular and open dialogue between 
Government and industry on the delivery commitments outlined in Project Ireland 2040.  

• Research: The Central Statistics Office
66

 can provide statistics and other relevant information to 
project delivery professionals that may inform their relevant project’s business case.  

• Construction sector challenges: The Government Contracts Committee for Construction
67

is a 
forum comprising representatives from the main capital spending bodies and departments with 
a significant involvement in public sector construction related activities. The main purpose of 
the GCCC is to discuss public sector construction related issues and provide expert advice and 
technical input into the development of public sector national construction procurement policy.  
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Spotlight: The Netherlands – a different approach 

Included below is a brief overview of Capital Programme Delivery in the Netherlands. The 
Netherlands has not been included as one of the Benchmarked Jurisdictions, but their approach to 
delivery has been researched and included below, as an alternative example to the other 
Benchmarked Jurisdictions.  

The Netherlands – a different approach to Capital Programme Delivery
68

 

Large capital projects in the Netherlands tend to be delivered by specialist delivery entities, 
usually based in the sector to which the infrastructure relates. Local government (equivalent to 
local authorities, which are known as ‘Gemeenteraad’ or ‘Raad’) does not normally deliver large 
capital projects. In this regard, there are two main capital project delivery bodies, who between 
them, deliver the majority of large capital projects in the country: 

1. Rijkswaterstaat which has over two hundred years’ experience, is responsible for the design, 
construction, management and maintenance of the main infrastructure facilities in the 
Netherland. Under its remit is the development and management of the national road 
network, the national waterway network and water systems. In recent years, RWS has also 
begun to be involved in supporting infrastructure projects relating to the sustainable 
environment (examples include: solar highway projects, hydrogen infrastructure and refilling 
stations, litter management projects) 

2. Rijksvastgoedbedrijf which manages the delivery responsibility for capital projects in sectors 
including the following: justice, airports, defence, ministerial offices, ports, tax offices, listed 
buildings and historical monuments, museums and palaces. 

As RWS and RVG are very much asset management/ asset delivery focused and directly deliver 
most large capital projects (including PPPs) and programmes in the country, they have 
consolidated the industry and profession within the public service and are Centre’s of Excellence 
in their field. Netherlands is not directly comparable with the other jurisdictions being 
benchmarked, however, it is beneficial to consider as it brings a different perspective to Capital 
Programme Delivery. 
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Appendix C Existing Government Supports 

A myriad of Government supports are available to those involved in Capital Project and Programme 
Delivery. However, these supports are scattered across various locations and formats, including 
state bodies, codes, directives and frameworks, sectoral forums and networks and standards and 
training bodies, to name a few.  

As is evident from the Questionnaire (Section 8, Q2), there is some confusion within the industry 
around knowing which Government agency to turn to for support or advice: 

• 13% of respondents answered ‘No’, and said that it was not clear who to turn to for advice or 
support when required. 

• 17% of respondents answered ‘maybe, in certain circumstances’. 

Creating a directory of these supports and/or bringing them together in one place would provide 
greater clarity and accessibility to the numerous supports that are already in place that many 
individuals do not benefit from currently.  

Government Offices/Agencies 

The first layer of support that Government Departments and Statutory Agencies can utilise to assist 
with Capital Programme Delivery are state bodies. Depending on the Government Department and 
the specifics of the individual project and programme, the following support may be available from 
Government Offices/Agencies: 

• Procurement – Office of Government Procurement 

• Legal Advisory – Chief State Solicitor’s Office 

• Financial advisory, PPP Procurement and contract management – National Development Finance 
Agency 

• Design – Office of Public Works 

• Research - Central Statistics Office 

• Communications/ technical reviews - National Investment Office, DPER 

Below is an overview of how each of these state bodies may be able to provide assistance in Capital 
Project and Programme Delivery.  

Office of Government Procurement 

The Office of Government Procurement operates as an office of DPER and was established to lead 

on the Public Reform Programme
69

 by:  

• Integrating procurement policy, strategy and operations in one office 

• Strengthen spend analytics and data management 

• Securing sustainable savings 

The OGP has an established set of framework agreements and contracts through which government 
departments can procure goods and services. This enables government departments to reduce the 
time and cost associated with procurement by offering facilities that have already been 
competitively and compliantly tendered.  

The OGP also has responsibility, in conjunction with the GCCC for advising on and implementing 
government construction procurement policy. This policy is implemented through the Capital Works 
Management Framework which is discussed further in the ‘Codes, Directives, and other frameworks’ 
layer of the support available to government departments. 
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Chief State Solicitor’s Office70 

The Chief State Solicitor’s Office provides litigation, advisory and conveyancing services to 
government departments and offices and to certain other State Agencies.  

The advisory division within the CSSO can support project and programme delivery through: 

• Advising on commercial contracts to government departments and offices; and 

• Specialist solicitor services in public procurement and commercial law to the OGP.  

National Development Finance Agency71 

The National Development Finance Agency is a division of the National Treasury Management 
Agency (‘NTMA’). The NDFA can assist government departments to deliver their projects and 
programmes through providing the following services: 

• Financial advice in terms of optimal financing of public investment projects, with a capital value 
of more than €75 million, to maximise the value for money of the project. The capital value 
requirement is not absolute and the NDFA may provide advice on certain projects below €75 
million. 

• Procurement and delivery of Public Private Partnerships referred to it by State Authorities (with 
certain exceptions such as transport related PPPs) within the project parameters set out by the 
sponsoring department/agency. These PPPs are handed over to the Sponsoring Department 
once the asset is operational.  

• Contract management and support services on the operation and maintenance of certain 
operational PPPs. 

• Procurement of certain Exchequer-funded projects on behalf of the Department of Education. 

New Economy and Recovery Authority72 

NewERA is a state-entity comprising of experts in accounting, actuarial, commercial, economic and 
financial which sits within the NTMA. NewERA provides financial and commercial advice to 
government ministers in relation to certain State Companies. On specific request by a Government 
Minister, NewERA may also provide financial and commercial advisory services to other State bodies 
or assets. 

The Office of Public Works73 

The Office of Public Works is made up of five divisions with the primary function of supporting in the 
implementation of government policy. The OPW advises the Minister for Public Expenditure and 
Reform and the Minister of State at that department, principally in the disciplines of property 
(including heritage properties) and flood risk management.  

Both the Architectural and Property Maintenance Services Divisions can support government 
departments in relation to their capital projects and programme delivery, providing the following 
services:  

• Architectural Division - Provides comprehensive architectural design services to ensure that 
government and other Public Bodies are provided with design excellence, construction and 
support services that are of the highest standard. 

• Property Maintenance Services - Responsible for maintaining the value and condition of the 
State’s property portfolio. 
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Central Statistics Office74 

The Central Statistics Office’s primary purpose is to impartially collect, analyse and make available 
statistics about Ireland’s people, society and economy. The statistics enable:  

• Decision making at a national level – The provision of independent information and knowledge 
enables government departments to understand key changes taking place, assisting in evidence-
based decision making when setting and implementing policy. The statistics also support the 
development of the strategic assessment and business case for capital projects.  

• Provision of an accurate view of Ireland’s economic and social performance through the provision 
of statistics and indices. 

Irish Government Economic and Evaluation Service
75

 

The IGEES is an integrated cross-Government service, which provides analysis on the economics and 
value for money aspects of public policy making. IGEES supports the Government in progressing 
policy challenges such as economic growth, social exclusion, enhanced service delivery and better 
policy design. 

National Investment Office, DPER 

NIO, DPER (formerly the Investment Projects and Programmes Office, DPER ) was established to 
support the implementation of the NDP and drive strengthened business case and project appraisal. 
It’s growing role includes: 

• Technical reviews at PSC decision gates; 

• Maintaining the Programmes Tracker; 

• Communications with the industry through publications (the NDP, Project Ireland 2040 and NIO 
Project and Programmes Tracker) and events (conferences for the Capital Programme industry); 
and 

• Co-ordinating networks (a public sector infrastructure network called ‘InfraNet’). 

Codes, directives and other frameworks 

The second layer of support that is available are codes, directives and other frameworks which 
Government Departments and Statutory Agencies can use. These codes support project and 
programme delivery by providing guidelines on obtaining maximum value for money from projects, 
project governance requirements, and procurement directives. The following codes, directives and 
other frameworks provide this support:  

• Public Spending Code 

• Code of Practice for the Governance of State Bodies 

• Public Procurement Guidelines for Goods and Services 

• Capital Works Management Framework 

Below is an overview of each of these codes, directives and other frameworks and how they can 
support in Capital Project and Programme Delivery. 

Public Spending Code76 

The Public Spending Code: A Guide to Evaluating, Planning and Managing Public Investment is a 
guide published by DPER which sets out the value for money requirements for the evaluation, 
planning and management of public investment projects in Ireland. It is one of the principal 
documents to be considered in the delivery of capital projects in the public sector. 

 
74

 Source: https://www.cso.ie/en/aboutus/whoweare/ 
75

 Source: https://igees.gov.ie/about-us/  
76

 Source: https://www.gov.ie/en/publication/public-spending-code/ 

https://www.gov.ie/en/publication/public-spending-code/


Capital Project and Programme Delivery Capability Review January 2021 

111 
 

The principal focus of the code is the obtainment of maximum value for money through disciplined 
project evaluation, preparation and implementation. The Public Spending Code’s intended audience 
includes public officials developing capital projects and programmes to be funded by public monies; 
public officials reviewing and approving capital projects and programmes to be funded; and anyone 
delivering capital projects and programmes funded by public monies. 

The PSC introduces several key concepts and roles, which are important in the context of the 
National Development Plan capability review. These have been briefly summarised below. 

The Public Spending Code life cycle 

The stages of the Public Spending Code life cycle which according to the PSC, are necessary to take 
the proposal from concept to completion and evaluation, are set out below. The Project life cycle 
builds in a number of key Approving Authority Decision Gates for projects. 

The Project life cycle stages: 

1. Strategic Assessment 

2. Preliminary Business Case 

3. Final Business Case 

4. Implementation 

5. Review  

6. Ex-post Evaluation 

The Sponsoring Agency 

The Sponsoring Agency is defined as having the ‘responsibility for evaluating, planning and 
managing public investment projects within the parameters of the Public Spending Code’. The 
Sponsoring Agency may be a Government department, local authority, State agency, higher 
education institute, cultural institution or other state body.  

The Approving Authority 

The Approving Authority was known as the Sanctioning Authority in the previous Public Spending 
Code. Per the PSC, the Approving Authority ‘has ultimate responsibility for the project’. As 
mentioned above, the Approving Authority assesses proposals at key Decision Gates in the Project 
Lifecyle. 

Code of Practice for the Governance of State Bodies77 

The Code of Practice for the Governance of State Bodies (2016) is designed to ensure that both 
commercial and non-commercial State Bodies meet the highest standards of corporate governance 
by providing a framework for the application of best practice in respect of oversight, reporting 
requirements and appointment of board members. The code is split into a suite of documents 
comprising of the main code and more detailed documents setting out the code requirements, as 
summarised below: 

1. Code of Practice for the Governance of State Bodies; 

2. Business and Financial Reporting Requirements; 

3. Audit and Risk Committee Guidance; 
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4. Remuneration and Superannuation; and 

5. Board Self-Assessment Evaluation Questionnaire. 

Public Procurement Guidelines for Goods and Services78 

The Public Procurement Guidelines for Goods and Services are a set of guidelines to promote best 
practice in the application of public procurement rules. The guidelines which were updated in 
January 2019 set out the procurement procedures to be followed by Government departments and 
State bodies under national and EU rules when procuring goods and services. The procurement 
rules and procedures contained in the guidelines are a transposition of the three EU procurement 

Directives
79

. The guidelines essentially set the rules and thresholds for public officials developing 
capital projects and programmes to be funded by public monies, therefore, public officials must be 
acutely aware of them when delivering projects and programmes.  

Capital Works Management Framework80 

The CWMF is a structure that has been developed to deliver the Government’s objectives in relation 
to public sector construction procurement reform. Government departments must use the CWMF to 
procure and deliver public works projects that fall under the Exchequer-funded element of the NDP. 
The CWMF consists of a suite of best practice guidance, standard contracts, and template 
documents. This suite forms four pillars that support the CWMF: 

• Pillar 1 - Public Works Contracts: There are ten forms of Public Works Contracts, each of which 
is appropriate in different circumstances. 

• Pillar 2- Standard Conditions of Engagement: There are two standard conditions of engagement 
which include associated invitations to tender, forms of tender and schedule, model forms and 
arbitration rules.  

• Pillar 3 - Standard Forms for Cost Planning & Cost Control: These are a set of template forms 
for cost planning and cost control of building projects and civil engineering projects and can be 
utilised at different stages in the delivery process of a project. 

• Pillar 4 – Guidance Notes & Glossary: The guidance notes provide a comprehensive suite of 
documents to facilitate the implementation of the government’s reforms in construction 
procurement. 

Public Service Project Management Handbook81 

The Public Service Project Management Handbook was published in December 2019 and is built on 
the existing Civil Service Project Management Handbook, and proven project management 
frameworks. The purpose of this was to build on the work completed on project management as part 
of the Civil Service Renewal Plan, and to ensure consistency between the civil and public service, 
whilst incorporating best practice from the field of project management.  

The handbook assists project managers in two ways: 

• To support managers by giving them an easy reference guide to the core principles and 
methodologies of project management 

• To promote a standardised and consistent approach to the governance of project management 
across the public service. 

 
78

 Source: https://ogp.gov.ie/public-procurement-guidelines-for-goods-and-services/ 
79

 Source: Directive 2014/24/EU on public procurement (goods, services and works); Directive 2014/25/EU on procurement 
by entities operating in the Utilities Sector, i.e. the water, energy, transport and postal services sectors; and Directive 
2014/23/EU on the award of Concession contracts 
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 Source: https://constructionprocurement.gov.ie/capital-works-management-framework/ 
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 Source: https://www.ops2020.gov.ie/app/uploads/2020/01/20191210_OPS-2020-Action-10-Public-Service-Project-
Management-Handbook.pdf 

https://ogp.gov.ie/public-procurement-guidelines-for-goods-and-services/
https://constructionprocurement.gov.ie/capital-works-management-framework/
https://www.ops2020.gov.ie/app/uploads/2020/01/20191210_OPS-2020-Action-10-Public-Service-Project-Management-Handbook.pdf
https://www.ops2020.gov.ie/app/uploads/2020/01/20191210_OPS-2020-Action-10-Public-Service-Project-Management-Handbook.pdf


Capital Project and Programme Delivery Capability Review January 2021 

113 
 

Public Financial Procedures
82

 

The Public Financial Procedures  are published and maintained by DPER and detail the principles of 
Government accounting and how they are applied in the day-to-day operations of Government 
Departments and Offices. They also outline the essential features of financial management. 

Specific sectoral forums or networks 

Project Manager’s Network
83

 

The PMN includes members from various civil and public service organisations that have an interest 
or association with project management. The PMN was established in 2016 with a remit to promote 
the practice of Project Management within the Civil Service, later including the public service also. 
The PMN hosts four conferences per year, at which new initiatives in Project Management and 
previous case studies in civil and public service project management are presented and discussed. 

The PMN also facilitates a PMN Forum, which is a closed group and enables PMN members to share 
ideas and seek advice from other PMN members. 

Government Contracts Committee for Construction
84

 

The GCCC is a forum which was established to comprise representatives from the main capital 
spending bodies and departments with a significant involvement in public sector construction 
related activities. In order to draw on the considerable experience in procurement within the public 
sector, the Committee also includes bodies from outside the central government sector. The GCCC 
works closely with the OGP and it provides the functions of Chair and Secretariat. The main purpose 
of the GCCC is to: 

• Discuss public sector construction related issues  

• Provide expert advice and technical input into the development of public sector national 
construction procurement policy. 

Construction Sector Group
85

 

The CSG brings together representatives of key construction industry bodies, as well as senior 
representatives of government departments and agencies who are charged with responsibilities 
relating to the delivery of capital project and programme/infrastructure. The Secretary General of 
DPER chairs the group and it reports to the relevant minister.  

The CSG was established with the aim of promoting regular and open dialogue between government 
and industry on the delivery commitments outlined in Project Ireland 2040, specifically how they 
can ensure a sustainable and innovative construction sector is maintained to the greatest extent 
possible. The CSG recently published a report in June 2020, titled ‘Building Innovation’, which 
focused on the solutions required to encourage innovation in the construction sector.  

InfraNet
86

 

InfraNet is the public sector infrastructure network developed by DPER. The purpose of InfraNet is 
to provide a forum to critically examine public investment governance, reforms and innovations, as 
well as offering an opportunity to engage with experts in public sector and delivery bodies to share 
best practice, issues and solution. 

 
82

 Source: https://govacc.per.gov.ie/wp-content/uploads/2012/06/Introduction.pdf 
83

 Source: https://www.ops2020.gov.ie/actions/innovating-for-our-future/project-management/network/  
84

 Source: https://ogp.gov.ie/minister-donohoe-launches-review-of-procurement-policy-for-public-works-
projects/#:~:text=Government%20Contracts%20Committee%20for%20Construction%20(GCCC),sector%20national%20constr
uction%20procurement%20policy.  
85

 Source: https://www.gov.ie/en/policy-information/cae030-construction-sector-group/  
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Source:  https://www.gov.ie/en/campaigns/09022006-project-ireland-2040/  

https://www.ops2020.gov.ie/actions/innovating-for-our-future/project-management/network/
https://ogp.gov.ie/minister-donohoe-launches-review-of-procurement-policy-for-public-works-projects/#:~:text=Government%20Contracts%20Committee%20for%20Construction%20(GCCC),sector%20national%20construction%20procurement%20policy.
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https://ogp.gov.ie/minister-donohoe-launches-review-of-procurement-policy-for-public-works-projects/#:~:text=Government%20Contracts%20Committee%20for%20Construction%20(GCCC),sector%20national%20construction%20procurement%20policy.
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The inaugural webinar event took place in July 2020 and covered a review of the state-of-play in 
Ireland’s public construction sector and how the sector is managing to return-to-work as Ireland 
recovers from Covid-19.  

Training and standards bodies  

National Standards Authority of Ireland
87

 

The NSAI are Ireland’s official standards body and are accountable to the Minister for Business, 
Enterprise and Innovation. The NSAI are responsible for the setting of standards and issuing of 
certification in the quality and safety of goods and services, particularly: 

• Assisting businesses in correctly applying and using standards within their work 

• Developing new standards where required 

• Issuing certification to products, services and organisations for compliance with recognised 
standards. 

Commercial Skills Academy (as part of the OGP)
88

 

The Commercial Skills Academy was established in 2019 by the OGP and is currently operating on a 
pilot basis. The key mandate for the Commercial Skills Academy is to enhance the commercial 
delivery capabilities of key spending Government Departments and Public Bodies, through a focused 
training programme for public service managers, focusing on a number of key areas such as: 

• An understanding of the key issues that arise in delivery of projects and programmes 

• Provision of associated commercial skills to tackle/ mitigate these issues 

• Presentation of best practice approaches for effective project delivery throughout the entire 
lifecycle of the project.  

 
87

 Source: https://www.nsai.ie/about/our-services/ 
88

 Source: https://ogp.gov.ie/commercial-skills-academy/ 
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Appendix D Capital Programme Delivery Capability 
Framework 

The Capital Programme Delivery Capability Framework sets out common components across 
projects/programmes that are applicable to delivery capability. An appraisal of delivery capability 
can be undertaken by considering each of these components relative to a specific 
project/programme and will ensure that a shared understanding and interpretation of delivery 
capability is given to all readers. The capability will depend upon the maturity of the people, 
behaviour, processes, systems and tools employed in relation to a specific project or programme.  

Figure 16: Capital Programme Delivery Capability Framework 

 

Source: EY 

A more detailed description of each component of the Capital Programme Delivery Framework is 
provided below.  

Collaboration 

• An active approach to collaboration is borne from an organisation’s or individual’s desire to share 
knowledge, information or approaches to facilitate the achievement of an end-goal.  

• Collaboration breaks down barriers between organisations and creates open and multi-way 
communication.  

• An organisation that promotes effective collaboration has a ‘learning culture’ and may invest in 
the creation of various forums, networks groups that facilitate the sharing of information and 
ideas across organisational layers. Organisations can also invest in technology that can assist 
and enable ease of collaboration such as knowledge sharing platforms or messaging sites.  

• At the crux of it, collaboration is an approach to assisting anyone find and access the 
information, knowledge or assistance they require, regardless of the location.  
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Macroenvironment 

• The macroenvironment comprises the various political, legal and regulatory factors present 
within the wider environment that influence upon Capital Project and Programme Delivery.  

• This includes the Government mandate at that particular time, the state of the economy, the 
various legal constructs in place for contracting with the private sector and the 
construction/development regulations, among others.  

• The macroenvironment extends beyond a particular Department/agency/entity and refers to the 
holistic climate in which a specific project/programme must operate.  

Stakeholder Management  

• Public capital investment has many stakeholders and operates within a complex and multi-
layered macroenvironment.  

• The general public are a key stakeholder to any capital projects or programmes and managing 
their concerns, as well as expectations, is a critical element to the ultimate delivery success of 
any project/programme.  

• Equally, it is important to engage regularly with and manage the private sector stakeholders, who 
can constitute a core element of the delivery team to varying degrees, based upon the needs of 
the delivering Entity.  

• The depiction of previous capital projects or programmes can, in some cases, serve to create 
negative public or political sentiment in relation to any future delivery. In this way, managing the 
media and public relations aspects of a particular project or programme can be a critical element 
to its legacy.  

Project/Programme leadership and organisation culture 

• Project/programme leaders play a critical role in the delivery of capital projects/programmes 
through fulfilling a number of responsibilities: ensuring that the solution fulfils government 
policy, value for money is achieved, assurance reviews are undertaken, approvals are received, 
and the best decisions are made, whilst taking into account changes to the overall political, 
social, environmental, or technological context and prevailing risk. 

• Leaders should be: 

• Committed, engaged and proactively seeking out innovative ways to achieve goals 

• Proficient technical project/programme managers and leaders of temporary organisations 
with general management capabilities 

• Continually updating their skills through training and development in order to remain 
relevant. 

• Peer to peer relationships, networks and cross-government connections should be developed 
among project/programme leaders to share knowledge and best practice across Government. 

• Project/programme leaders also have the responsibility of cultivating and maintaining an 
appropriate culture amongst their project/programme teams. They should ensure that regardless 
of where people are sourced from, their project/ programme team is built with a shared sense of 
purpose and common culture.  

• Project/programme leaders should endeavour to ensure that an effective organisation structure 
is in place, and that efficient reporting lines are established for informed and timely decision 
making. This responsibility rests substantially with senior management levels and may not be 
within the control of the project/programme leadership. Capital Programme Delivery Capability is 
the product of an organisation’s wider structure and culture, including the existence of any 
project or programme management offices that may be in place. It is also related to an 
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organisation’s strategic management process which dictates how it delivers upon its many goals, 
including those dependent on capital projects/programmes. 

• Project/programme leaders should also ensure there are clear roles and responsibilities assigned 
to all members of the project/programme team.  

Project Execution Planning  

• A comprehensive and well thought out brief, such as a project execution plan or ‘PEP’, developed 
in the early stages of project/programme planning is vital in ensuring a solid starting point for 
delivery.  

• The PEP is the governing document that establishes the processes and procedures to execute, 
monitor, and control a project/programme.  

• It is vital that the PEP is clear in demonstrating how the intended outcomes of the 
project/programme contribute to the overall Government and sectoral policy governing the 
project/programme.  

• The PEP leverages various expertise to critically assess the inception and progression of a 
project/programme, including the design and development of an execution strategy.  

• The process behind developing a PEP should determine what outcome the project/programme is 
seeking to achieve and challenge every decision made so that they are coherent with that 
outcome.  

• A comprehensive PEP should set out the strategy to ensure: 

• An effective organisational structure  

• Required capabilities, including project team competencies, are available across the project 
life cycle 

• Appropriate design parameters and delivery models are in place 

• Cross-Government forums are established with other State entities with which the project 
has a strategic dependency 

• Key stakeholders are identified and communication/engagement plans implemented 

• Key private suppliers are identified and contracting methods designed which instil the 
importance of certain shared and common outcomes, and incentivise the creation of mutual 
value 

People and skillsets 

• A project/programme is a temporary organisation created to co-ordinate, direct and oversee the 
implementation of a common outcome.  

• Delivering a capital project/programme requires people with the appropriate skills and 
experience who are available at the right time throughout a project’s lifecycle. Government 
entities need to attract, retain, reward and develop these people. 

• Members of a project/programme team should feel confident and competent in their abilities and 
should have the appropriate access to various tools and training materials to upskill or educate 
themselves where required. There should be established training programs to develop the skills 
and knowledge of individuals, with access to latest market knowledge and innovative ways to 
achieve goals. 

• Where resources cannot be sourced internally or attained through recruitment, it may be 
possible to source people from other specialist Government entities, or through external 
consultants. 

• A HR strategy should be developed and implemented which includes resource scheduling, on 
boarding, induction, training, mentoring, performance management and succession planning. 
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This strategy should cover the whole delivery team whether internally, externally or privately 
sourced.  

Contracting strategy and management 

• Private suppliers of goods and services are critical to the delivery of all Exchequer funded 
projects/programmes. Early consideration of potential delivery models, procurement methods 
and contracting strategies can lead to better outcomes.  

• Internal project/programme teams should be ‘intelligent customers’ and ensure that the 
necessary knowledge and experience exists to optimise the sourcing, contracting, monitoring 
and governance of private suppliers.  

• Delivery teams should determine the most appropriate delivery model selected based on careful 
and knowledgeable analysis of the relevant project/programme characteristics and risks, and in 
line with Government policy.  

• Contracting strategies should promote the realisation of mutual and sustainable value. Vendor 
selection, contracting model configuration and incentivisation frameworks should be aligned with 
the project/programme outcomes. Mechanisms and protections should be in place to ensure 
products or services bought are of the appropriate quality, represent value for money and can be 
delivered within an acceptable level of risk.  

• Where private suppliers provide a critical element of the overall project/programme capability, it 
is essential to ensure that engagement with the preferred private suppliers commences at an 
early enough stage of the project life cycle and all practices should be integrated into the design, 
management and governance of the associated contract/relationship.  

Governance structures, roles and responsibilities 

• An integrated governance framework provides project owners with assurance that the 
appropriate structures, resources and processes are in place to track progress, manage risk, 
secure value, strengthen accountability and enable successful delivery against target objectives. 

• A structured environment should be established which includes integrated governance forums, 
co-ordinated management structures, escalation paths, clear approval levels and fit-for-purpose 
reporting.  

• Governance functions should be capable of providing informed, expert and objective scrutiny. 
Effective and efficient reporting should be in place to ensure accurate, targeted and insightful 
information is available to inform timely decision making. 

• A structured governance and management environment provides managers across the 
project/programme team with clarity on their role, responsibilities and accountability, and also 
equips them with the information they need to manage risk.  

• Leadership positions and responsibilities around critical tasks (such as integrated programme 
management, delivery co-ordination and communication with the Contractors) should be clearly 
defined.  

• The governance environment should consider dependencies and relationships between third 
parties and the programme's critical path (including advisors, contractors and strategic 
partners). Private supplier selection and contracting should ensure that governance and quality 
assurance practices are embedded right across the project/programme. Governance structures 
should extend from the top layer of management, right down to the detailed project level, and 
should promote and monitor the use of quality assurance practices across each of these levels.  

• Regardless of the delivery and contracting methods, the ultimate risk will always sit with the 
Government, as Exchequer funded capital projects/programmes provide benefits to the public 
and society. It is therefore critically important that risk management is considered across the 
project/programme in its entirety, including the length and breadth of the supply chain. 
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Processes, systems and tools 

• Defined processes enable a single set of strategic documents that describe how the 
project/programme will achieve its outcome. They ensure timely information, systemic control, 
consistent reporting and facilitate good decision making.  

• Any organisation must define the core processes which underpin operations to deliver an 
integrated process and controls framework which ensure that everyone understands the 
necessary activities and practice is consistently applied.  

• Process groups should be established and owners identified with responsibility for maintaining 
and improving processes. Processes may need to change throughout the project lifecycle or to 
consider changing external factors.  

• The knowledge gained by the project/programme team from the various processes, systems and 
tools in place will provide metrics to enable the team understand causes of variation and 
therefore optimise overall project/programme performance.  

• An organisation may establish a PMO, either at enterprise or programme level, in order to 
centralise project/programme management responsibility.  

• Appropriate tools and systems should be in place to facilitate: 

• Information management and communications e.g. email, SharePoint/ server, IT support for 
management access, etc. 

• Project management and planning, including the scheduling of tasks and the identification of 
interdependences e.g. Microsoft Project 

• Reporting, whereby systems, tools and visualisation packs should be designed and 
implemented to ensure efficient periodic reporting and performance management 

• Technical disciplines, including engineering, architecture, financial and health, safety, 
environment and community practices, which may require specific tools and systems to 
enable these components of Capital Project Delivery to be correctly carried out 

• Learning and knowledge sharing, where technology and tools (such as guides) can be used 
to facilitate learning of processes and practices and also to distribute knowledge acquired  

• Development of strategies and consistent approaches, such as guides and methodologies 
which can be used by leadership and project management team members to inform them 
how to approach and overcome certain issues and challenges which will be encountered  

Technical Disciplines 

Most capital projects/programmes require technical services to design, plan and implement delivery. 
Technical services will be required throughout the project lifecycle and are often required early 
within the lifecycle in order to optimise strategies, designs and delivery plans. Some of the common 
technical disciplines for Capital Project Delivery are summarised below.  

Architecture, Engineering and Quantity Surveying  

• Most capital projects/programmes require architecture, engineering and quantity surveying 
services to mobilise best value technical capability. These technical services establish the scope, 
objectives and proposed model for how the asset will be optimised during project delivery.  

This capability should expand the focus of the functions from a narrow, technical, ‘design-only’ 

perspective, to an end-to-end asset management life cycle view. Developing clear approaches to 

design, testing, commissioning, maintenance and decommissioning requirements throughout the 

project life cycle will ultimately reduce cost and improve performance against objectives. 
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Construction 

• Most capital projects/programmes require construction services to optimise activity, sequence 
delivery and undertake workforce planning. Construction services should establish the scope, 
objectives and proposed model for how construction will be optimised during delivery to improve 
delivery times, manage costs and maximise safety performance.  

• Establishing a framework for construction governance across the project and asset lifecycle 
(including interface management between construction work units, engineering and other 
functional teams) will reduce the risk of conflict during delivery, resulting in less variations and 
shortened construction cycle times. 

Financial Management 

• Throughout the project life cycle, careful attention should be given to forecasting the costs of a 
proposal, whilst considering potential risks and project maturity, which may impact deliverability.  

• Cost management parameters and processes should be set early in the process and then 
monitored on an ongoing basis. Different cost forecasting tools can be applied which should seek 
to address the increased risk of inaccuracies in the early stages of a project life cycle. 

• Financial management ensures the efficient and effective management of money (funds) to 
accomplish the objectives of the project/programme, including any subsequent in-life or running 
costs. The financial management framework should be defined, including assigning financial 
accountabilities to various stakeholders, and financial reports should be provided to decision 
makers in a timely manner. 

• Implementing appropriate financial budgeting and monitoring practices ensures that managers 
are provided with the necessary information to undertake their roles. 

Regulatory and HSEC  

• Managing regulatory interactions, along with health, safety, environment, community (HSEC) 
requirements across the project/programme, is critical to optimising the operational and 
reputational risk profile. A standardised and consistent approach should be developed which 
leverages leading HSEC practices to support a healthy workforce, a safe and sustainable 
environment, a positive community presence and effective regulatory interactions. 

• Effective management of HSEC and legal interactions ensures the agenda and priorities of the 
project/programme are clearly communicated and well understood by all stakeholders. This 
should lead to reduced industrial disputes and safeguard continuity of production. 

Technology and innovation 

• The need for innovation in the public service is of paramount importance for governments and 
public service organisations. Factors such as increased globalisation, disruptive technology, 
changing political and economic landscapes, all result in new challenges for governments.  

• To address and respond to these challenges, project/programme teams must acquire different 
ways of thinking, alternative solutions and innovative approaches. A culture of innovation should 
be embedded in all projects. This can be achieved through innovation strategies, leadership 
enablers, skills, capabilities and competency frameworks.  

Climate and sustainability 

• Capital projects/programmes will underpin Ireland’s progress in meeting its climate change 
targets. The way we meet our country’s needs for power, heat, travel and land use, and our 
associated consumption pattern of natural resources will need to change. In addition, 
infrastructure is vulnerable to climate change and ensuring long term resilience through 
proactive adaptation planning is critical.  

• Understanding the changing environment, what is required of us to achieve our climate change 
targets as a country and the use of tools and analysis to understand the vulnerability of existing 
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infrastructure, should be considered and factored into the planning of all future capital 
projects/programmes.  

Legal 

• Having access to legal advisors that are well experienced in the various legal requirements and 
implications of project delivery is vital. Being aware of the legal impact of contracts and 
agreements before they are put in place, allows for a clearer understanding of expectations and 
associated responsibilities for all involved parties.  

• Regular interaction and communication with legal advisors will allow the project/ programme 
team to foresee any potential speed bumps that may arise throughout the course of project 
delivery, putting in place an appropriate mitigation plan if necessary. 

Dispute resolution 

• In the event of a dispute arising, that may threaten to suspend or derail the delivery of a project, 
having expertise and capability regarding dispute resolution within the project/programme team 
is essential.  

• Having an approach to dispute resolution, either through arbitration, mediation or other 
alternative dispute resolution methods, will in many cases enable the issue at hand to be 
resolved outside of the court. This approach, where possible, will save time, money and enable 
privacy for the involved parties. 

• Additionally, dispute resolution outside of the courts can neutralise an issue in its infancy rather 
than amplifying it, allowing for the continuance of a strong and supportive working relationship 
between the concerned parties.  

Project and Programme Delivery Practices 

In order to ensure the successful, timely and quality delivery of a capital project/programme, a 
robust approach to management and oversight of the various workstreams contributing to overall 
delivery is required. Some of the common practices for tracking and monitoring the progress of 
capital projects are summarised below:  

Project/Programme management 

• There should be a single point of contact for both internal and external stakeholders which 
provides centralised administrative oversight and ensures project/programme delivery across the 
various practices.  

• This function should oversee that operations are progressing according to plan. This will include 
oversight of process implementation, effective change control and the management of gating 
processes across the project life cycle.  

• Standardised processes for performance reporting and analysis should be developed, ensuring 
timely, accurate, targeted and insightful reports are available to inform management decision-
making and enable strategic analysis to be undertaken to identify risks and opportunities. 

• An enterprise programme level PMO may be established for the above purposes, and to deal with 
overall project management.  

Risk and issue management 

• Risk management practices increase the predictability of a project/programme by providing a 
common method for identifying, analysing, mitigating and reporting risk across the 
project/programme. Early warning signals and the visibility of risks to project delivery can 
minimise the impact on long term performance. 

• Regardless of the delivery and contracting methods, the ultimate risk will always sit with the 
Government, as Exchequer-funded capital projects/programmes provide benefits to the wider 
public and society. Any performance and/or quality issues will ultimately impact the general 
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public, therefore it is critically important that risk management is considered across the 
project/programme in its entirety. 

• A structured approach should be taken to manage risks within agreed tolerances and to develop 
a single and aggregated view of the project-wide risk profile. An effective project/programme 
reporting and escalation framework provides decision makers with critical insights and visibility 
of the aggregated project-wide risk profile. It also provides key performance information to 
enable timely management response and effective risk mitigation. 

Quality management 

• Quality practices determine the degree to which outputs or solutions (whether product, person, 
process, service and/or system) meet expectations and requirements. The quality management 
strategy should define and establish the quality control processes and include quality assurance 
reviews.  

• Embedding quality controls in the end-to-end process drives operational excellence and ensures 
that quality in the project/programme is a controlled day-to-day activity and applied throughout 
the project life cycle. Verification and validation should be continuous and may be iterative in 
nature with the solution, design and other requirements evolving as work progresses.  

• A quality assurance framework includes a range of systemic, independent project audits in line 
with a defined audit strategy, process and plan. Quality assurance ensures project/programme 
wide quality standards, excellence and accountability and provides leadership with confidence in 
quality project delivery. 

• The methodology or process for undertaking work should be defined and appropriate to the 
outputs. People should be trained, briefed and competent to undertake the work assigned to 
them. 

• As stated in section 6.3, regardless of the delivery and contracting methods, the ultimate risk 
will always sit with the Government, as Exchequer funded capital projects/programmes provide 
benefits to the public and society. Quality assurance practices must therefore be embedded 
across the project/programme in its entirety, which includes monitoring the physical quality of 
works on site. 

Performance management 

• An effective assessment of performance requires defining performance metrics, or key 
performance indicators (KPIs), implementing information management plans and establishing 
standardised processes for reporting.  

• Performance metrics must be carefully selected against desired outcomes and defined to ensure 
reported performance data provides genuine insight and promotes effective decision-making.  

• Information management plans provide specifications of key data characteristics such as data 
source, extraction frequency, calculation rules, units, automation, reporting formats, reporting 
frequency and distribution groups.  

• Standardised processes for performance reporting and analysis ensures timely, accurate, 
targeted and insightful reports are available to inform management decision making and enable 
strategic analysis to be undertaken to identify risks and opportunities. 

Change control and variations 

• Delivering capital projects/programmes takes time and must be delivered within a continually 
changing environment. Changes may originate from any stakeholder, policy maker, executive 
management, end-users or supplier. Alternatively, a change might result from a risk or issue 
which cannot be resolved. Effective change control practices ensure only beneficial or necessary 
changes to the baseline project are implemented. 

• Change requests should be recorded, identified and defined. The impact of a change should be 
assessed in terms of impact on the business case, objectives, benefits, scope, resources, time, 
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cost, quality and risk. An implementation plan should be developed, prior to receiving approval, 
to document the results of implementing the change. All decisions should be communicated to 
the key stakeholders and any interested parties.  

Stakeholder management and communication 

• A stakeholder is any individual, group or organisation that can affect, be affected by, or perceive 
itself to be affected by a project/programme. Stakeholders should be identified, and their 
interests and expectations understood.  

• Stakeholder engagement and a dedicated communication strategy will ensure the needs and 
concerns of stakeholders are sufficiently addressed in order to enable the project/programme 
objectives to be met.  

• A plan should be developed defining how to engage with stakeholders in a co-ordinated and 
appropriate way. The engagement plan should be implemented, monitored and updated. Regular, 
structured communication ensures interactions with stakeholders are effective and likely 
to contribute to the overall successful delivery of the project/programme. 

Benefits management 

• The relevant stakeholders’ expectations regarding the benefits to be realised should be 
understood by the team developing the solution. An approach to the management of these 
benefits should be implemented to ensure a disciplined approach to identifying, monitoring and 
realising benefits.  

• Each discrete benefit should be assigned to a benefit owner who has responsibility for 
forecasting and monitoring. Benefits should be reassessed throughout the duration of the work, 
as new benefits may emerge as the work progresses and relevant expectations may change. 
Benefit trigger points should be included in any project/programme plans. Once triggered, actual 
benefits realisation should be tracked against the plan.  

Delivery capability level of maturity 

In addition to the detailed description of each component of the Capital Programme Delivery 
Framework provided above, we have also included a description of the varying stages of maturity 
that may be used to describe an Entity’s level of capability with respect to the Framework 
components. There is no ‘one size fits all’ definition to each of the five stages of maturity, and this 
will vary across Delivery Entities and Programmes. This can be dependent on the experience levels 
of the project team, the availability of resources, the priority of a particular project, etc. For 
example, a level 5 of maturity may not be applicable to every type of project.   

A high level definition of each of the 5 stages of maturity is provided below:   

 

1. Basic Management, people, processes and systems across most capabilities are in 
place but based upon individuals' competencies rather than project-wide 
knowledge and capability.  

2. Developing    Management, people, processes and systems across all capabilities are in place 
and can be demonstrated by reference to initiatives, methodologies or ways of 
working. 

3. Established    Management, people, processes and systems across all capabilities are in place 
and can be demonstrated through established behaviours, practices, standards 
and procedures. 

4. Advanced    Management, people, processes and systems across all capabilities are in place 
and can be demonstrated through established behaviours, practices, standards 
and procedures 

Characterised by expert up-to-date disciplines, mature behaviour and 
quantitative management (i.e. controlled using metrics and quantitative 
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techniques).  People and team will be informed, committed, engaged and 
proactively seeking out innovative ways to achieve goals.  

Use of peer reviews to better understand how processes can be improved and 
thereby eliminate possible weaknesses. 

5. Leading Management, people, processes and systems across all capabilities are in place 
and can be demonstrated through established behaviours, practices, standards 
and procedures. 

Characterised by expert up-to-date disciplines, mature behaviour and 
quantitative management (i.e. controlled using metrics and quantitative 
techniques).  People and team will be informed, committed, engaged and 
proactively seeking out innovative ways to achieve goals.  

Considered by peers to be leading in the field of capital project delivery. A 
learning organisation, propagating the lessons learned from past reviews. 
Management are seen as exemplars, reinforcing the need and potential for 
capability and performance improvement. The team will focus on optimisation 
and will anticipate future capability requirements to meet delivery challenges.   
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