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ABSTRACT:

This Master’s thesis focuses on the prioritization of the public procurement assignments in the
case organization. The case organization is a municipality, the City of Jyvaskyla. The study prob-
lem in question occurs in the procurement service unit of the case organization when the work
order for the procurement assignments is planned. The procurement assignments are assigned
to the procurement service unit by other units in the case organization.

This study aims to answer to the research question: How to prioritize the public procurement
assignments? To answer the research question and define the research area explicitly, the fol-
lowing research objectives have been set: 1. To identify the relevant factors influencing on the
prioritizing 2. To identify the existing project portfolio selection methods 3. To evaluate the suit-
ability of those in the public procurement context. The literature review introduces municipality
as an operative environment, the public procurement in the municipality, and the project port-
folio selection process.

This Master’s thesis was conducted as a desk study. The data for the analysis was collected from
the documents of the case organization, from the reports concerning the previous research of
the project portfolio selection methods and from the applications of the methods.

The analysis was made in two parts. In the first part of the analysis, the relevant factors influ-
encing the prioritization of the procurement assignments were identified in the case organiza-
tion. The factors were categorized. Some were relevant for the prioritization process, other for
the timeline of the process or the prioritization criteria. In addition, the requirements for the
prioritization methods were identified.

In the second part of the analysis, the selected project portfolio selection methods were as-
sessed against the requirements identified in the first part of the analysis. The delimitation of
the number of the project portfolio selection methods was based on the framework introduced
in the study’s literature review. In the analysis the main decisive differences on these methods
were identified to be the scalability of the method and the format of the results. Based on the
assessment, three most suitable solutions for procurement assignment prioritization were the
Q-Sort, the Analytical Hierarchy Procedure and the Weighted Scoring Model.

The findings of this study are beneficial in the actual development of the public procurement
prioritization process in the case organization. The practical recommendations for the process
development and the definition of the criteria were given.
KEYWORDS: Municipality, Public procurement, Project portfolio management, Project port-
folio selection method, prioritization
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Terminology

Concept

Definition

Public Procurement

Public procurement refers to the process, in
which public authorities, such as municipali-
ties, purchase work, goods, or services. Public
procurement principles, rules and procedures
are set in the EU level and national laws and
regulations. Additional operative rules are set
at the organizational level in the municipali-

ties.

Public Procurement law

The Finnish Act on Public Procurement and

Concession Contracts (1397/2016)

Procurement services unit

Ateam in the case organization that is respon-
sible of conducting and supporting others in

the procurement activities.

Procurement assignment

In this study procurement assignment refers
to a public procurement task. In practise, an
assignment includes the tendering process. It
starts from the preparations of tendering, fol-
lows with a tendering procedure, and ends to

a contract signing.

Prioritization

The process for deciding the order of the task

according to the agreed criteria.

Project

“An individual or collaborative enterprise that
is carefully planned to achieve a particular
aim” (MOT Oxford Dictionary of English). In
this study it is compared to public procure-

ment assignments.

Project Portfolio

A range of projects in the organization. In this
study it is compared to a set of the procure-

ment assignments.




Project portfolio selection

Selecting a set of projects in optimal manner.
In the selection phase the projects are com-
pared to rank them, to create succession and

list the approved projects.

Project selection method

A procedure or a mechanism used for the pro-

ject portfolio selection process.




1 Introduction

Public organizations such as the municipalities are often criticized for being inefficient
and slow in their operations. This is usually the case when the public processes are com-
pared to the private sector actions and the hectic business life. However, there are sev-
eral peremptory factors slowing down the operations in the municipalities such as the
political decision-making and the regulatory systems. At the same time, there is a clear
demand to achieve transparency, excellent performance, and reasonable use of public
funds (Maceta & Berssaneti, 2019). This highlights the fact that these objectives can be
met only if the municipalities as organizations constantly improve and develop their pro-

cesses to improve efficiency.

The new public management approach has been developed from the 1990s onwards. It
targets to utilize the private sector management models to enhance the use of the re-
sources. (Salminen, 2011, pp.76-77) The traditional administrative, investment-intensive,
and bureaucratic management model has been developed towards concentrating more
on outputs, results, and efficiency. The new public management approach focuses in-
creasingly on costs and cost-effectiveness. This has opened the public organizations for
a new management mode influenced by the private sectors processes, tools, and work-

ing methods. (Virtanen & Stenvall, 2010, pp. 46-471, Maceta & Bercaneti,2019).

This study investigates the possibility to utilize a project portfolio management tool in
the municipality context. It concentrates to the puzzle how to prioritize procurement
assignments prioritization. The case organizations (City of Jyvaskyld) management prob-
lem occurs in the planning phase of the resource allocation. The divergence of the pro-
curement activities and decentralized responsibilities creates a complexity on prioritiz-
ing as the shared practices are absent. The aim of this study is to identify the factors
impacting the prioritization and the process. The study also investigates possibility to

utilize a project portfolio selection method as a solution for practical prioritization.
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1.1 Background and motivation of the study

The municipalities procure a wide variety of services, goods, and work. The process is
called public procurement as the municipalities use public funds and governance. The
public procurement process is strictly regulated. The public procurement law
(1397/2016) sets principles, rules, and procedures for tendering and contracting pro-
cesses. In addition, the law urges to conduct procurement activities in a systematic and

planned manner but does not give any practical guidelines for the planning.

This study concentrates on a practical problem in the case organization. The puzzle on
the prioritization of the procurement assignments occurs in the procurement process
before actual tendering process has started. In this phase of the process the execution
of the procurement assignments needs to be planned and resources allocated. The de-
cision to conduct a procurement is based on the annual budgeting process or on other
decision made by one of the municipality’s decision-making bodies. The list of the up-
coming procurement assignments is collected from the different units in the organiza-
tion. The work order of procurement assignments needs to be defined for the listed as-

signments based on agreed prioritization principles.

In this study a procurement assignment is considered to start from the preparation of
the tendering procedure and ending to the signing of the contract. The simplified pro-

curement timeline is presented in the figure 1.

Procurement assignment

I I

I ME Tenderin, Signing of the
need e 'gning Contract period
= procedure contract
recognized

Figure 1. Public procurement timeline.
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The case organization of this study is the City of Jyvaskyla. There are around 170 pro-
curement assignments conducted annually. The variety of the procurements in the mu-
nicipality is endless. For example, an assignment can contain a purchase of a tractor for
sports department, an innovative identification system for IT department, an electricity
contract for the whole organization, or an infrastructure contract for the municipality
infrastructure department. In the public organization the procurements vary, due to the
variation of the responsibilities and the nature of services. The challenge arises from the

different disciplines, objectives, processes, and technologies (Rajegopal et al., 2007, p.5).

From the prioritization point of view, the procurement assignments are difficult to com-
pare. First, the complexity and the amount of work needed for the procurement assign-
ments vary greatly. Some of the procurement assignments are contracts with a wide as-
sortment of the different product categories. Other procurement assignments can con-
tain already familiar and simple entities. On the other hand, procurement assignments
can include new purchased entities where the definitions and the requirements need to
be made. In the most extreme cases the procurement assignments are part of bigger

entirety, for example, an outsourcing of the service contracts.

Secondly, the nature of the procurement assignments varies. The purchases can be re-
lated to the daily activities that are mandatory to run in regular basis such as the food
supplies and other mandatory supplies for the organization. Other purchases are strate-
gically important or relate to the legal responsibilities and require a principal decision on
the political basis. Some of the procurement assignments can be forced to be purchased
or become topic of the day by the external conditions such as a change in the current
legislation. Also, the value of the purchase varies. The tendering processes are required
to conduct within given regulated procedures based on the legal thresholds of the pur-
chase entities. However, the value of the purchased entity does not present the criticality

of the assignment.
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Thirdly, as the extent and content of assignment varies, also the schedule and time-pres-
sure may vary. Constant flow of urgent procurement needs occurs in the organization.
There are also beforehand known renewal needs for the old contracts and already
planned procurements. The urgent needs can be related to the changing situations. For
example, like in the case of the protective equipment procurement in the beginning of
the covid-19 pandemic or a sudden contract termination by any of the contract parties.
The time pressure of the contract renewals occurs in the cases where requirement is
non-stop availability, for example, in a food service contract. In the optimal conditions,
the procurements are planned so that the timing of the tendering process is optimal

from the operative point of view and the market point of view.

A strategically important, otherwise critical, or challenging purchases and shared con-
tracts are listed in the case organization. Each of these are considered as individual pro-
curement assignment. The list of assignments should contain all assignments that are in
the annual planning cycle. This list is published as a procurement calendar in the munic-
ipality's website to inform the prospective tenderers and other interest groups about the
upcoming tendering competitions. For the case organization, it presents a list of tasks,

but it does not consider the prioritizing the work neither the available working resources.

The responsibility to conduct procurement lies in the unit that needs the purchase of the
procurement. In most of the cases, the procurement assignments are conducted in mul-
tidisciplinary co-operation. The procurement process requires co-operation with the ex-
perts that know the substance of the procurement and experts that know the proce-
dures of the procurement. This ensures a smooth process. The team participants
knowhow, previous experience about the public procurement process and about the
subject influences on the resource planning. The challenge on the procurement planning
and on the resource allocation is seen when the procurement service unit is shared ser-
vice for all divisions of the organization. The procurement professional's knowhow is
needed on almost every listed procurement assignment. This requires time management

from the procurement professionals.
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This is a case study concentrating on the City of Jyvaskyla, referred as the case organiza-
tion. A municipality is an incredibly diverse environment where each division includes
several service departments. Each of these service departments has their own objectives

and operative responsibilities.

In the case organization the range of purchased goods, services and works is diverse and
the procurement assignments vary in size, criticality, and complexity. In general, in the
municipalities the resources are limited and scarce. This is normal situation in every di-
vision, but it is especially seen in the administrative and the support functions such as
the procurement unit. The wide amount of the procurement assignments should be car-
ried out with scarce resources to deliver them. This causes challenge in the resource
allocation as the agreed logic for the prioritizing is lacking. Currently, the planning phase
of the procurement assignments does not provide sufficient information for the priori-
tizing and the resource allocation. The resource allocation is done by an intuitional deci-
sion made by an individual decision-making office holder. This is consuming for the de-
cision-makers (office holder) and creates unsatisfaction in the organization as the agreed
transparent process for prioritization is missing. The prioritizing and the resource alloca-
tion practices need to be developed to ensure efficient working and logical working order.

The effective management of the procurement activities will reduce the process costs.

This study aims to identify the factors influencing on the prioritization. In addition, the
possible practical solution is investigated through assessment of the project portfolio
selection methods. If the common way to evaluate will be agreed and shared model im-
plemented in future, it will be beneficial especially for the procurement services unit.
Needless to say, it provides also information throughout the organization for the re-
source allocation and other evaluation purposes. As this study enlightens only the rele-
vant factors and possible solutions of the prioritization process, the shared acceptable
framework for the prioritizing needs still to be developed and implemented in the case

organization.
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The procurement assignments have many similarities with the project world. For the
procurement assignment, including the procedure itself, there can be defined beginning
and end. The task is given to a group of professionals. This study concentrates on the
project portfolio selection methods with later defined delimitations. However, the
reader should notice that instead of selecting the procurement assignments or projects
(as these methods are originally intended), this study is looking method for the prioritiz-

ing. The method information is used for internal communication, planning, and prioritiz-

ing.

The topic is currently relevant as there are strategic developments ongoing at the case
organization and the national levels. The Report of the Financial Committee of the City
of Jyvaskyla (2021) has given recommendation to define how the operative activities
such as the procurement will be strategically managed. Additionally, the final report in-
cludes recommendation that one should evaluate and improve the effectiveness of the

public procurement.

At the national level, the new National Public Procurement Strategy has been released
in the autumn 2020 (Ministry of Finance, 2020). The strategy highlights the effectiveness
of the procurement activities and the importance of the strategic management in the
field of the procurement management. This has been recognized also as a development

need in the case organization by the Financial Committee of the City of Jyvaskyla.

The motivation of this study is based on a practical problem solving. The author is work-
ing in the case organization and struggles with this study’s research problem in daily ba-
sis. Even planning the organization’s operative actions is an important part of strategic
management, it is often left without or slight attention in the municipalities. The aim of
this study is to help the organization to increase the degree of systematic manners in its

actions in these specific settings.
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1.2 Research gap

There is a clear need for improved and more professional usage of the project portfolio
management in the public sector. The best practices from the private organizations
should be benchmarked and implemented in the public organizations where appropriate.

(Maceta & Bercaneti, 2019)

In the literature of the public procurement, the planning phase of the procurement pro-
cess seems to be overlooked. This pre-tendering phase is highlighted as a critical part of
the process, but the practicalities and the tools have not been widely researched. The

best practices for prioritizing are lacking.

The project portfolio management and the selection process are widely researched ar-
eas of the art, especially on the business side. However, through the extensive literature
search for this study, only few public sectors project portfolio management articles were
found. None of them are looking specifically the project portfolio selection methods that

is used in public procurement prioritization.

There seem to be a research gap in the public procurement field related to the procure-
ment assignment prioritizing and the project portfolio selection method utilization pos-
sibilities. This study focuses on exploring the application possibilities in the context of

the public procurement in the municipality.

Public
procurement
assignments

‘ Project

portfolio
selection
method

Prioritizing

Figure 2: The research gap.
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1.3 Research questions and objectives

This study concentrates on the problem of the public procurement assignment prioriti-
zation in the municipality. This qualitative case study is conducted as desk study to find

a relevant solution for the practical problem in the case organization.

Based on the problem discussions, the research questions are following:

1. How to prioritize the public procurement assignments?

To answer the question and define the research area explicitly, the following research

objectives are set:

1. To identify the relevant factors influencing on prioritizing.
2. Toidentify existing project portfolio selection methods.

3. To evaluate suitability in the public procurement context.

First objective is reached by revealing the factors influencing on the prioritizing. This
study investigates the information concerning the municipality, its decision-making, and

the literature of the public procurement to find the relevant determinants for the case.

Concerning the second objective, the interest concentrates on the project portfolio man-
agement and more precisely on the project selection methods. The previous research
concerning the project portfolio selection and the project management is investigated.
This study aims to clarify if any of the existing project portfolio selection methods could
be utilized for the public procurement prioritization. To meet the third objective the
methods will be selected in order to compare and analyse against relevant factors and

requirements.
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1.4 Delimitation of the study

Certain delimitations take place to clarify the scope of this study. The investigation of the
practical solution for the public procurement prioritizing has been delimited to the pro-
ject portfolio management methods and more precisely on the existing project portfolio
selection methods. Furthermore, this study does not evaluate the criteria for prioritiza-
tion even though the subject is linked to the research question in hand. This study does

neither propose any framework for the actual prioritization process.

1.5 Structure of the study

This study contains five main chapters. The beginning introduces the subject of this study
through the background and the problem discussion. The description about the research
gap is given and the delimitation and the research questions of the study are set. The
study continues by providing the literature review. The first part of literature investigates
the municipalities through strategic and decision-making lenses with focus on the public
procurement in the municipalities. The second part of the literature review concentrates
on the project portfolio management. There the project portfolio selection and the se-
lection methods are introduced. Through this literature review, the main factors influ-
encing on the prioritizing are summarized. After the literature review, the methodologi-
cal background is described. This chapter includes the research design, the data collec-
tion and the data analysis. It also includes the introduction of the City of Jyvaskyla as a
case organization. Also, the validity and the reliability of the study are assessed. The
analysis and the findings are presented in the fourth chapter. The closing chapter in-
cludes the discussion and the conclusions. Possible implications and the limitations are

elaborated in the end, and the suggestions for future research are discussed.
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2 Literature review

This chapter will introduce the key concepts relevant for this study. It is divided into three
distinct parts. The first part starts with interpreting the municipality as a public organi-
zation and its decision-making characteristics. The second part investigates public pro-
curement; first in general, then more specifically considering the procurement assign-
ments and the problem of prioritizing them. The third part familiarizes the project port-
folio management, concentrating on the project portfolio selection methods introduced

in the literature. The chapter is summarized in the end.

2.1 Municipality as a public organization

Municipality is “a district or town that has local government" (MOT Oxford Dictionary of
English 2022). In the Finnish Local Government Act (410/2015), the municipality has le-
gal obligations to provide services for its citizens. Over 500 legally binding duties arise
from the legislation (Kuntaliitto, 2016). Additionally, the municipalities carry out their
independently chosen additional tasks to serve their residents’ well-being (Ministry of
Finance, 2021). The governance, the decision-making process and the general strategy
work of the municipalities is directly influenced by the different legislative obligations.
At the same time, the legislative obligations are guiding the activities and the operations

in the municipality. (Kuntaliitto, 2016)

According to the Local Government Act (410/2015), the municipality should have a strat-
egy decision by the council of the municipality. By the Act the strategy needs to include:
1) promotion of the well-being of the residents, 2) practise to organize and produce ser-
vices 3) the service objectives laid down in the Acts, 4) ownership policy 5) human re-
source policy 6) the municipality’s residents opportunity to participate and to influence,
7) development of the living environment and the vitality of the area. The municipality
board shall lead the municipality according to the strategy. The mayor works under the

board acting as the operative leader. Each municipality defines its decision-making body
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for the operational matters in its administrative regulations. (Local Government Act

(410/2015))

In the municipality, the operations are characterized by the limited resources and con-
flicting targets of different units. The distribution of the operative work in municipalities
is commonly based on a matrix structure that is a combination of the functional and the
divisional structures. The work distribution is commonly agreed in the matrix organiza-
tion. The interfaces are challenging from the power and responsibility point of view, cre-
ating pressure on the decision-making process. (Virtanen & Stenvall, 2010, pp.150-151)
The interfaces between different units are problematic as some units are centralized and
other are decentralized. The communication between the different units is on a daily
basis but cultural and structural differences between them occur. (Virtanen & Stenvall,

2014, pp. 120,130)

2.1.1 Public management and the characteristics of the decision-making

Public and private organizations share many similarities. Organizations share the com-
mon generic challenges as managing external and internal activities, human factors, and
complex environments. This leads to the fact that most of the same management prin-
ciples and practicalities apply in the organizations in general. (Virtanen & Stenvall, 2010,
pp.35) Strategic planning has increased its importance in the public sector and in the
municipalities creating the transition in management towards more professionalized

practices. (Mantere et al., 2011, pp. 139-140).

However, there are several challenges when implying the strategic management theory
into public organizations. The public organizations differ in content from private ones
from value producing principles, environmental influences, utilizing resources and capa-
bilities (Johnson & Scholes, 2001, pp.5). The strategy of the public organization is influ-
enced by less market pressure, but there exists need to fulfil regulative and other re-

sponsibilities and take care of the public welfare. This is causing different kind of
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objectives when compared to private organizations (Johnson & Scholes, 2001, pp.17).
The organizational structure and political decision-making interest in the municipality

create complexity for strategic management (Virtanen & Stenvall, 2014, pp. 120,130).

In the management of the municipalities, one should consider both political and practi-
cal aspects in the decision-making (Mantere et al., 2011, p.149). According to Bozeman'’s
(1988, pp.14-30) study, there are defining differences as the public organizations are
generally directed from upper levels and political decision-making, whereas the private
sector actions and decisions are based mainly on economic conditions. Furthermore, in
the public sector, the influence of political decision-making is visible on responsibilities
and work contexts, timeframe, the roles of managers, stakes, and expectations. The time
frame is driven by external demand for change from political cycles and decision-making.
The role and visibility of managers vary according to their level pressured by the public
accountability, and this influences on activities. The stakes in a public organization are
related to the health, safety, and security of the public. The expenses and effects are

closely followed by the public.

The public organizations are often considered and criticized to be generally slow and
ineffective in processes and developments. In the municipality there are characteristic
factors influencing the operations such as regulations and political decision-making mod-
els. Three characteristics are emphasized in the public management: the units of an or-
ganization, the decision-making system, and accountability (Virtanen & Stenvall, 2010,
pp.35-39). However, the operations should be developed to work optimally with these
conditions. Process management requires ensuring quality, continuous process renewal,
and development. (Virtanen & Stenvall, 2010, pp.158) By developing the processes, the
organization can increase organizational productivity, economy, and efficiency. The com-
plexity in the process management occurs in the organization where the distribution of
work is not following the hierarchy based on the processes. (Virtanen & Stenvall, 2010,
pp.148-150) The critical success factors are proper planning and organizing which create

logical order for activities and performances. In addition, the internal communication is
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the key to the optimal outcome by supporting the identification and recognition of the

process. (Virtanen & Stenvall, 2010, pp.152-153)

As the strategic management is characterized by long-term objectives, execution, and
ensuring sufficient resources, the public management approaches the challenge by cre-
ating visions and strategies to achieve those. There are several factors in the public ad-
ministration causing challenges for the management when compared to the private sec-
tor; 1) managers influencing possibilities are limited 2) the operations in a the public
organization are based on openness and monitored by the media and the public audi-
ence 3) the legislation and the periodic characteristics of the organization as annual
budgeting, elected officials et cetera causes timely problems 4) the influence political
decision-making process. (Salminen, 2011, pp.90-91) In the public organizations the un-

clear and unmeasurable objectives are often causing problems.

2.1.2 Public procurement

The public procurement concerns the procurement of goods, services, or work against
compensation by the organizations using public funds. These organizations are for ex-
ample cities, municipalities, their consortiums, or other public unit described in the pub-
lic procurement law. (Kuusniemi-Laine, Takala, 2008, pp.1). The public procurement is
regulated by the national Procurement Law (1397/2016) that is forced by the procure-
ment directives of the European Union. The Finnish Act on Public Procurement and Con-
cession Contracts (1397/2016), commonly called The Public Procurement Law “seeks to
enhance efficiency in the use of public funds, promote high quality, innovative and sus-
tainable procurement, and safeguard equal opportunities for enterprises and other cor-
porations in providing goods, services, and public works contracts in competitive tender-
ing for the public procurement.” In addition, the law encourages to work in economically,
well planned manner and take into consideration practical entities. (Kuusniemi-Laine,

Takala, 2008, pp.3).
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The new National Public Procurement Strategy of Finland has been released in the au-
tumn 2020 (Ministry of Finance, 2020). The national strategy highlights the effectiveness
of the procurement activities and the importance of strategic management that requires
intensification in the municipalities. The key objectives are set to economic, social, and

ecological sustainability and innovativeness.

According to lloranta & Pajunen-Muhonen (2008, p. 427) the main difference between
the public and private procurement is the regulated tendering process. The root cause
behind the law and regulations are the requirements for transparency in the purchasing
activities concerning the public funds and equal treatment of the suppliers. Otherwise,
the same regularities apply to the public and private purchases as the market conditions,
the quality requirements, and the contractual responsibilities of the parties. The strict
rules for the tendering process highlight’s the need for longer-term planning and prepa-
ration in the public procurement. Even though the law and regulations guide the public
procurement procedures in a strict manner, failure is likely to happen, without proper
planning. Enough time for working with the tendering preparations needs to be ensured
to enable the sufficient specification for the purchased entity. (lloranta, Pajunen-

Muhonen, 2008, pp.54)

The public procurement as an upper-level process includes budgeting, planning of the
procurement activities accordingly and the actual execution. (Khan, 2018, p.1). The pub-
lic procurement requires long-term economic planning. This practical manner is realized
in the annual budgeting process but at the same time the planning should cover longer
time periods as many contracts are for a four-year period or for a non-fix-term. The effi-
cient use of the public funds can be enhanced by creating a procurement plan that would
be based on the procurement strategy of the organization. Long-term planning enables
the possibility to create bigger procurement entities, recognize the centralized procure-
ment needs and decrease the process costs. The main challenge for managing, develop-

ing, and planning the public procurement in the organizations is the operative
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fragmentation, lack of co-operation and poor availability of the procurement experts.

(Kuusniemi-Laine, Takala, 2008, pp.9-10).

The need for competence development seems to be even bigger in the public procure-
ment sector than in the private companies. In the public procurement is not sufficient to
just to understand the legal requirement but also the strategic understanding of the
commercial side is needed for successful execution. The public procurement is demand-
ing due to the regulated strict procedures. This causes different kind of demand for the
competencies than in the traditional bargaining business. Success in the public procure-
ment requires an understanding of the technical details, the economic factors, and the
strategic alignment in addition to the capability to apply law. (lloranta & Pajunen-

Muhonen, 2018, pp.255).

The operations in the public organizations should rely on the strategic outlines. The prac-
tical guidelines should be managed in a professional way. Kuusniemi-Laine and Takala
(2008, pp. 9-11) underline the planning of the procurement activities as one of the main
targets in the public procurement management. Unfortunately, a process such as plan-

ning and documentation still often need further developmentin the public environment.

One important aspect on the planning of the procurement activities is the risk assess-
ment. Municipalities are obligated by the Local Government Act (410/2015) to manage
the risks. The risk assessment should also consider financial, strategical, and operative
risks and other harms caused by the actions of the public organization in the public pro-

curement context (Pellinen et al., 2019).

2.1.3 Procurement assignments

The main groups of the public purchases are services, goods and work. Each of these
procurement types has own characteristics and requirements for the quality and con-

tracting. Those have been separated also in the public procurement law. The thresholds
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for the estimated monetary value of the contract are based on the public procurement
law and it determines the procedures taking place in each case. The law is applied when
the value exceeds the national or EU thresholds. Additionally, many public organizations
have their own practicalities set for the procurements under these thresholds. (Julkisten

hankintojen neuvontayksikko, 2020)

In this study, the procurement assignment is considered as a task generated from a pur-
chasing need. The procurement assignment includes a process starting from the prepa-
rations of tendering, the tendering procedure and it is ending to signing of the contract.
In the case organization the procurement assignment is generated when it is approved
and agreed to conduct as a procurement. In principle, the selection phase for the pur-
chases is already done in the budgeting phase during the previous year. However, some

of the purchases are part of the operating expenses and not visible in the budget as such.

Each procurement assignments have a responsible unit that is related to the budgeted
ownership. Some of the assignments are collectively owned as the expenses are covered
by several units needing the contract. For example, the procurement assignment can
contain a specific one-time purchase, for example a tractor. Or the procurement assign-
ment may fall upon several divisions of the case organization, for example property
maintenance services. Or the procurement assignment can include a contract agree-
ment that is generally beneficial such as the office equipment. The procurement varies
also by its length of time from a narrow brief period, to need for long contract agree-
ments. Some procurements include massive new developments. The value of the pro-
curement is calculated according to the whole contract period as defined in the Public
Procurement Law (1397/2016). However, the value of the purchase does not automati-

cally define the complexity of the assignment or time needed for completing it.

Occasionally, urgent procurement needs may occur and need to be fulfilled without plan-
ning. This kind of case might occur when some device or subject fails to work in the

assumed way. (Kuusniemi-Laine, Takala, 2008, pp. 61-62). According to the Public
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Procurement Law (1397/2016), the urgent procurement without tendering procedure
can be carried out only if the criteria set by the law are met. But in practise, many of the
cases can be predicted or the needs are reoccurring over time. So, the rush for the urgent
procurement could be avoided with proper planning. However, the urgent procurement

assignments do occur and should be taken into account in the resource planning.

2.1.4 Prioritizing the procurement assignments

Prioritization means “the action or process of deciding the relative importance or ur-
gency of a thing or things” (Oxford Dictionary of English, 2022). It requires evaluating the

relative merit of a set of objects. (Forman & Gass, 2001).

In the preparation work of the Public Procurement Law (1397/2016), it was stressed the
importance of organizing the procurement activities in a practical and rational way. It
can enhance efficiency, savings and create economical solutions. (Kuusniemi-Laine, Ta-
kala, 2008, p.2). One critical target of planning is to ensure the sufficient resource allo-
cation. In an optimal case the standardized planning process includes all the relevant
planning aspects such as the economical and resource planning that leads to the sched-

ule and individual detailed plan. (Kuusniemi-Laine, Takala, 2008, pp. 55).

By applying the planning and business intelligence principles to the public procurement
management can help to achieve efficiency. It can help also to enable other benefits in
the contract period thanks to thorough contract determination. The importance of the
planning phase is highlighted also through the fact that the public procurement law pre-
scribes to specify the contract terms already in the tendering phase. Careful preparation
of the procurement gives possibilities to concentrate on purchasing the effectiveness

instead of technicality. (Iloranta & Pajunen-Muhonen, 2018, pp. 378-380)

The relevance of the procurement assignment prioritizing is highlighted in such cases

where co-operation of several units is needed, and the contribution of the procurement
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service unit is required. The adequate knowhow should be ensured before starting the
preparations for the tender procedures. It requires organizing the possible co-operation
with the procurement professionals, and in some of the cases, this requires also out-

sourced resources. (lloranta & Pajunen-Muhonen, 2018, pp. 412)

2.2 Project portfolio and its management

A project portfolio refers to a range of projects in the organization. The project portfolio
is a group of projects conducted under the management of a particular organization and
are competing for scarce resources (Morris & Pinto, 2007, p. 4). The project portfolio
management is used in different kind industries and applications such as new product
development, construction projects, fundamental research, and so on. (Morris & Pinto,

2007, p. 94).

The successful and effective management in the organization can not only concentrate
on single projects at time but rather simultaneously on multiple projects as a larger en-
tity. (Morris & Pinto, 2007, p.1) According to the Project Management Body of
Knowledge PMBOK (Project Management Institute 2017) “The project portfolio manage-
ment aims to centralized management of one or more portfolios, which includes identi-
fying, prioritizing, authorizing, managing, and controlling projects, programs, and other
related work, to achieve specific strategic business objectives.” Another definition for
the project portfolio management is given by Rajegopal et al. (2007, p.11): “Project port-
folio management is the management of that collection of projects in which an organi-
zation invests to implement its strategy.” So, the portfolio is managed to reach the stra-
tegic goals (Maceta & Berssaneti, 2019). In practice, it is a constant process of defining,
planning, prioritizing, selecting, and updating the projects (Rajagopalt et al., 2007,
p.101).

The strategic importance of each project varies. There are several parameters influenc-

ing the project’s strategic importance and the evaluation is not always straightforward.
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(Morris & Pinto, 2007, p. 2-3) The projects should be linked to desired and realized strat-
egy. Successful project management requires delivering against the strategic objectives.
Okumus (2015) identified in his review the key influencing factors on the implementation
of the strategy: strategy formulation, uncertainty of operational environment, organiza-
tional structure, culture, operational planning, communication, resource allocation, peo-
ple, control, and expected outcome. In the context of this study and the project portfolio
management, the critical factors to be considered are especially the organizational struc-
ture, the operational planning, and the resource allocation. With scarce resources, the
municipality with complex structure need to concentrate on output, strategic alignment

and goals, and efficient use of resources (Stentoft et al., 2015).

Resource planning is a crucial part of the project portfolio management. Projects in the
organization require efforts of diverse inputs. The successful management of portfolio
requires optimal mix of the projects utilizing the resources in sound manner. Problems
might occur when each project is looked at individually without a realistic full picture of
workload and ongoing activities. Lack of management structure may lead to inefficien-
cies or even failures in the projects when the daily activities conflict with projects and

clear managerial management is lacking (Rajegopal et al., 2007, p.4).

The optimal investment of scarce resources and prioritizing the selected projects re-
quires comparable information about all projects (Rajegopal et al., 2007, p.3). As im-
portant as prioritizing is connecting the right capabilities to ensure the deliveries. The
aim of the project portfolio management is to balance between demand and supply of

the resources. (Rajegopal et al., 2007, p.107).

In all projects relates risks. Risk mitigation is critical part of the project portfolio manage-
ment. There are different kind of risks to be taken into account. Those can be related to
the schedule, value, costs, legal, political, environmental, and so on. The risk assessment
and the quantification are required for the risk evaluation. (Morris & Pinto, 2007, p. 95-

96).
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2.2.1 Project portfolio selection

One phase of the portfolio management is the project portfolio selection. In this phase
the projects are compared with aim to rank the projects to create succession and ulti-
mate selection. The researchers Archer and Ghasemzadeh are seen as the pioneers of
the portfolio selection research (Mohagheghi et al., 2019). They define the project port-
folio selection as “periodic activity involved in selecting a portfolio from a set of projects”

(Morris & Pinto, 2007, p. 94).

The project portfolio selection is widely researched within the last decades. The majority
of the studies concentrate on the R&D projects. (Mohagheghi et al., 2019). The first signs
of the project portfolio selection research are from 1950’s but the research of the field
has boosted during the last decades (Liesio et.al. 2021). The wide range of the project
portfolio selection methods has been introduced in the related literature, but many re-
main without proper theoretical background, or they are lacking evidence about the im-

plementation into practise (Flechas Chaparro et al., 2019).

The portfolio selection fundaments should base on overall consensus in the organization
and the justification of the selection should be transparent. The different interests and
the limited resources can create competition that can be brought down with a constant
and reliable process. It can be seen as a committee process where objectivity is the main
criteria (Morris & Pinto, 2007, p. 102). The ultimate goal of the process is to balance the

important factors and resources (Morris & Pinto, 2007, p. 98).

The project portfolio selection is periodic but same time a continuous process (Mo-
haghegni et al., 2019). The successful project selection requires a consistent process that

creates sufficient data for the organization. The data need to be available in an explicit
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format. The data providers and users need to be trained and their responsibilities clari-

fied to create accepted process and co-operation. (Morris & Pinto, 2007, p. 103-104).

According to Rajegopal et al. (2007, p.108) the main objectives of the project portfolio
management are firstly to select and prioritize the projects with the highest value and
secondly to ensure the balance of the projects all together. Each project is required to
be evaluated individually against the tactical criteria and the strategic objectives. The
value of the project and the selection criteria need to be customized for each organiza-

tion.

When the project portfolio is created according to the agreed process, it helps to create
a realistic view of the project pipeline. The process of selecting projects should aim to
assist the organization’s strategic orientation and the operational impact. The project
evaluation and selection process should be part of the organization's daily activities and
part of the strategy process. The optimal processes require time to develop, and even

then, the development should be continuous. (Martinsuo et al., 2003, p. 89).

Archer & Ghasemzadeh (1999) presented in their research that the number of stages in
the portfolio selection process should include several steps. The steps can utilize varied
selection methods to support the manager’s decision-making that can be used to facili-

tate strategy work in the operational planning. (Qehaja et al., 2017).

The project portfolio management is difficult if the criteria for project selection and pri-
oritization are missing or unclear. The projects can be incomparable due the variety. Ad-
ditional reasons for difficulties can be related to an insufficient project portfolio defini-

tion and missing strategic criteria. (Rajegopal et al., 2007, p.99).

The selection method’s criteria and importance have to be selected before entering the
selection process. A meticulous work on selecting the suitable method ensures the com-

parable data in future as the changes might cause confusion and opposition in the
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organization at the later phase. (Morris & Pinto, 2007, p. 104). Measures and scales are
utilized to create comparable information for the selection process. The evaluation of a
project varies according to the organization’s culture, the leadership model and the pro-
ject portfolios characteristics. (Martinsuo et al., 2003, p.89). There are several sufficient
ways to evaluate the project but the main requirement is that practices are comparable,
clear and easily understandable. The requirement for sustainable results is the reliable

data (Morris & Pinto, 2007, p.99).

In the case of large number of the projects, it might be relevant to group or divide the
projects in different pools (Kodukula 2014, p. 161). One way is to divide the projects into
three classes: 1) the must-do projects 2) the new business projects 3) the sustaining pro-
jects. Other way is to categorize the projects according to the importance: the mission-
critical ones, the highly desirable ones, and the desirable ones. Each class can have its
own set of criteria. (Cooper et al., 2001). Rajegopal et al. (2007, p.114) provide different
logic for the categorizing according to the time frame and the type: the strategic projects,
the administrative and tactical projects, the innovation projects and the future vision

projects.

2.2.2 Project portfolio selection methods

In this study the project portfolio selection method is considered as a procedure or
mechanism used for the project portfolio selection. In the literature also terms proce-
dure, approach and model are commonly used. This study uses a term selection method

in this context.

Archer & Ghasemzadeh (1999) propose in their study that a common process need to
be established to enable the accurate comparison of the projects. There are several ap-
proaches and methods developed for the project portfolio selection. Most of the existing
methods for the portfolio selection have been created for the development projects in

the commercial environment, new product development or investment portfolios. In
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1960’s the selection methods were mainly based on the numerical analysis. Over the
years the new methods have been developed for supporting the decision-making in dif-

ferent kind of organizations and project portfolios. (Flechas Chaparro, et al., 2019).

Archer & Ghasemzadeh (1999) acknowledge that there are currently over 100 different
techniques existing for the project selection. They also criticize many of them for not
being user-friendly, being irrelevant in the comparison to the existing data, ignoring the
risk assessment and the relations to other entities. Also, Cooper et al. (1999) highlight
the problematic nature of many selection methods being mathematically difficult to uti-
lize as those demand a huge amount of data, some of it not existing or unreliable. Those

methods often disregard the risk and uncertainties.

The selection methods can be roughly divided into the numeric and to the nonnumeric
ones (Meredith et al., 2006, p.44; Morris & Pinto, 2007, p.99). Those can be used at the
same time or separately. The numeric methods are usable if the available information is

precise. (Martinsuo et al., 2003, p. 91)

Due the fact that great number of the different techniques and methods are introduced
in the academic research, several taxonomies have been introduced to clarify the field.
Archer & Ghasemzadeh (1999) propose a three-phase framework to clarify the problem-
atic decision making in the project portfolio selection. They share the portfolio selection
in three stages: the strategic consideration, the individual project evaluation and the
portfolio selection. Each stage has several election methods proposed. Mohagheghi et
al. (2019) simplified the taxonomy by identifying in their literature review just two main

groups for the selecting methods: the optimization methods and the scoring methods.

2.2.3 Prioritization criteria

The characteristics of the projects has impact on their selection and prioritization. The

project prioritizing is a straightforward process if the evaluation can be based on a single
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criterion. Albeit this is often not the case, and the evaluation requires several criteria to
get the full picture. (Kodukula, 2014, p. 154). “A criterion is a standard on which a judge-
ment or decision may be based. The prioritization criteria established a tangible relation-
ship between the proposed work and strategies of the organization.” (Rajegopal et

al.,2007, p.160).

The criteria should be clear and understood by the organization so that the evaluation
of each project is consistent. The poorly defined criteria easily lead to disuse of the
method. (Cooper et al., 2001). The prioritization criteria need to be limited in number,
not overlapping, clear, measurable, consistent applicable, linked to the strategy and sup-
port the focus and domains. (Rajegopal et al., 2007, p.161). The competition between

projects will be eliminated by setting a shared criterion.

The collection of the prioritization criteria may contain key criteria and sub-criteria. Only
one criterion will not provide sufficient variation and decision-making support in the
project portfolio evaluation process. The criterion can be simple question with “yes” or
“no” answer. But criterion can include also range. The criteria are often related to the
project scope, the total investment, the required expertise and resources, the effective-
ness, the schedule, and the organization’s strategy (Morris & Pinto, 2007, p. 98). Or they
are related to the benefits, the costs, and the risks (Gardiner 2005, p.98). Maceta &
Berssaneti (2019) identified in their study seven main criteria categories: 1) external en-
vironment/stakeholders, 2) strategy, 3) financial, 4) internal processes, 5) project com-

ponents, 6) risks, and 7) social and environmental criteria.

The criteria can also have different importance and it can be described with weights. The
criteria and their weights should be designed to support the organization's mission, ca-
pabilities, and limitations. The consistent and commonly used criteria assure consistency

in the evaluation and prioritizing. It will also ease the comparison of the diverse projects.



33

2.3 Project portfolio selection processes in the public organizations

The benefits of the project portfolio management are generally acknowledged in the
public organizations and covered in the literature. However, the project portfolio selec-
tion and more precisely the utilization of the project portfolio selection methods in the

public procurement context seems not to be covered.

Maceta & Bercanetti (2020) studied in their research the differences between the public
and the private sector in the project portfolio management practices. According to the
findings, the traditional tools and the processes that private sector uses for project port-
folio management were utilized in the public sector. However, the project portfolio se-
lection the tools are not in use. The project selection is often based on the interest of
the politics or decision of the administration after the intuitive decision. The research
concerning development projects in the Danish municipalities indicated that the project
prioritization in many cases is done based on a subjective judgment. Most of the munic-
ipalities included in the research were lacking a collective portfolio management and the

prioritization process and were suffering from scarce resources. (Stentoft et al., 2014)

Martinsuo and Dietrich (2002) have conducted a case study for the City of Espoo con-
cerning the project management framework. The study reviewed the public sector and
the project portfolio management frameworks and techniques. The study aimed to iden-
tify the possible modification need for process. It was conducted as a case study concen-
trating on the IT projects. The main findings were related to the portfolio management
capabilities but the study also investigated the project portfolio selection, criteria, and
their relative importance. The data was gathered in a workshop where the participants
ranked the three most important selection criteria. The relative importance of each cri-
terion was calculated based on points divided by the points of the most important eval-
uated factor. (Figure 2.) The most important criteria were identified to be link to the
strategy, benefit of the project, the resources needed, risks, link to the other projects

and impact to the stakeholders.
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Link to Strategy | 1.00
Benefit ] 1,00
Resources Needed [ 0,96
Risks [ ] 0.44

Link to OtherProjects [ 022
Stakeholders [ ]0.1

0,00 0,20 0,40 0,60 0,80 1,00

Figure 3: Criteria and weights of IT-project portfolio selection in the City of Espoo (Martinsuo
and Dietrich 2002).

2.4 Summary of the literature review

The first part of the literature review outlined the municipality and its decision-making
characteristics is influencing the public procurement. Generally, the literature about the
procurement and more precisely on the public procurement highly concentrates on the
tendering process, covering the suppliers, and outcomes of the sourcing processes ra-
ther than the planning phase. Albeit the literature of the public procurement highlights
the importance of the planning, it does not consider the puzzle of prioritizing the work
in the complex environment. This problem can be recognized to be an organization spe-
cific in the terms of the structure of the organization, the variety of the dimensions and

shared values.

In the municipality, as a public organization, many factors influence the operations and
prioritizing of the activities. There are requirements set by different legislation, respon-
sibilities and obligations based on the chosen strategy. The periodic characteristics are
created through the annual budgeting. The public welfare through health, safety and

security are the most important drivers when not forgetting the risks involved.

The literature review revels the main factors that influence the public procurement prac-

ticalities in the municipality context. As those are generally recognizable, it leaves
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unknown the criticality or priority order of those factors. More precisely, it is unclear

how to emphasise those in a practical manner in the operations and processes.

The second part of the literature review concentrates on the project portfolio manage-
ment. The main intrest is on the project portfolio selection as a subprocess. Those prac-
tices have been recognized as success factors for the organizations when utilizing the
scarce resources. Also, those practices ensure that the activities are in line with the or-
ganization’s strategy. The project portfolio selection should support the objectives and
goals of the organization. At the same time the selection process should consider the
available resources and other impact factors. The risk control, optimizing scheduling and
resources can be seen as the main targets of the project portfolio selection. As such,

those apply to the procurement assignment prioritization.

The project portfolio selection methods are widely researched area with many applica-
tions. The taxonomy of the selection methods is trying to conceptualize the field of the
selection methods. However, the number of the methods is great and field disordered.
Many of the selection methods are intended for a new product development purposes
or other commercial needs. As such they are irrelevant for this study. Only few sources
indicated that the project portfolio selection methods have been used in the public or-

ganizations and none them indicated the use in the public procurement context.



36

3 Methodology

This chapter elaborates the methodology of this study. The selected research strategy is
asingle case study. It will be conducted as a desk study to identify a solution to a practical
problem in the case organization. In the first part of this methodology chapter, the re-
search design is initiated. Following with the case organizations, the City of Jyvaskyla,
presentation including a more detailed case description. The data collection is described
in the third section. This leads to the description of the data analysis in detail. Lastly, the

validity and reliability of this study is discussed.

3.1 Research design

Research can be characterised as a systematic data collection with a systematic interpre-
tation against the defined question in hand. From the business and management fields
can emerge a demand for research that rises from the practical basis. As such it can be
called as applied research. (Saunders et al., 2007, p.5) The research design describes,
how the research questions in hand will be answered (Saunders et al., 2007, p.131). It is
a plan of the research process, including the objectives, the methodology and the tech-

niques to be used (Krishnaswami & Satyaprasad, 2010, p.40).

The aim of this study is to investigate how to prioritize procurement assignments. The
first objective is to identify the relevant influencing factors for prioritizing. The second
objective concentrates to identify the project portfolio selection method suitable for the
case. The third objective is to evaluate those as the possible practical solutions. This
study tries to find the practical solution how prioritize the procurement assignments by

analysing the suitability of the different project portfolio selection methods.

Based on the available literature and objectives of this study, the research design was
established. This study contains a qualitative research design and it is conducted as a
single case study. The selection of the research design was based on the assumption that

the existing academic research and the available information concerning the case
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organization will provide a sufficient amount of applicable information to answer the
research questions and the problematic nature of this study. Additionally, the selection
of the research design was influenced by the limited time and scarce resources available

for this study as a master thesis.

In this study the qualitative research method was chosen to answer the research ques-
tions. The qualitative data is non-numeric data and as the numbers are missing the qual-
itative data is based on words. The qualitative data requires classification into categories

and conceptualisation to understand meanings (Saunders et.al., 2007, pp.470-472).

The abductive research approach is used in this study. The abductive approach is an it-
erative process where the theory is used to interpretate the findings from qualitative
data but the is also data compared to the theory. The data is collected to explore the

possibilities, to test, and to create hypothesis. (Saunders et al., 2019, p. 153).

Desk research concentrates to study the existing research material and to compare it to
the case on hand. The main data sources of this study are the existing academic literature
and reports, and the documentation from the case organization. All the data is from

publicly available sources.

The data analysis will take place in two phases. First, the factors that influence the public
procurement assignment prioritizing in the case organization will be investigated. Sec-
ondly, the suitability of the project portfolio selection methods will be evaluated in the
context of this study through the prioritizing lenses. This will help to compress the group
of the suitable project portfolio selection methods. Then the feasibility of each of the

selection methods will be assessed.
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3.2 Presentation of the case organization

The City of Jyvaskyla is the seventh biggest city in Finland with 144 473 residents
(31.12.2021). It is located in south central Finland. It serves as a capital of the region
(Keski-Suomi). Jyvaskyla has regional responsibilities to operate the centralized service

units as the rescue department and the environmental health services.

The operations of Jyvaskyld have been divided into four main divisions: 1) city admin-
istration, 2) social and health services, 3) education, culture, and sports and 4) urban
planning and city infrastructure. In addition, the City of Jyvaskyla has subsidiaries con-
centrating on the facility services, the catering services, and the rescue services. (The
City of Jyvaskyla, 2021). In the City of Jyvaskyla, the political decision-making body in-
cludes the city council, the city board, the committees, and the sub-committees (Figure
1) that are composed of the elected representatives. They approve the strategy, annual
budgeting, and the most important initiatives. The practicalities are run by the executive
team, and in addition, each division has its own administrative decision board that de-

cides the operative level activities.
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Figure 4: The decision-making body in the City of Jyvaskyla (adapted from the Organization of
the City of Jyvaskyla, 2021).

In the City of Jyvaskyla the procurement service unit works as a supportive unit under
the city administration. The team includes nine positions. The main responsibilities are
leading the procurement strategy in the organization, administrating the general shared
purchasing contracts and support the organization in the procurement processes and
assignments. In 2021 there were 170 procurement assignments conducted in the City

of Jyvaskyla. The values of the procurement assignments vary from thousands to millions
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of euros. The list of the upcoming procurement assignments is generated and updated
in the organization on a regular basis. Each unit will add their procurement assignments
needs for the coming year. In the list of upcoming procurement assignments, it is re-
quired to report the object, type, threshold level, planned schedule and responsible unit
concerning each of the procurement entities. In addition to given information, additional
data that impacts the priority is already known in planning phase: estimated value, re-
lated risks, criticality in relation to the public welfare, health, safety, security, strategic
importance, pressing need, object relation to the other entities. As an example, the list

of the procurements is attached to this study (Appendix 1.).

The procurement service unit works in a hybrid model in the organization. The hybrid
model is a combination of the decentralized and centralized procurement (Khan, 2018,
p.11). In the case organization the hybrid model means in practise that the centralized
procurement service unit is responsible of the strategic procurement management and
the shared contracts in the organizational level. In addition, the procurement service
unit gives procurement expert support for other units with the procurement assign-
ments. The centralized co-ordination aims to increased efficiency through consistency
and reliability. In addition, it enables the economy of the scale in the larger volumes

where the users or needs are spread around the organization. (Khan, 2018 p.13-14).

According to the Procurement Strategy of the City of Jyvaskyla (Hankintojen linjaukset
2021-2024), procurements are based on a wide co-operation within the organization.
The co-operation includes the operational responsible person, the supportive units, the
procurement steering group, the executive team and the administrative decision boards.
Each division is responsible to conduct their own procurements according to the pro-
curement plan. There is a procurement steering group in the organization that has re-
sponsibility to prepare the procurement operating principles, collecting the 3- year pro-
curement plan and to evaluate the strategic procurement entities and to co-ordinate the

co-operation in the procurement activities through the organization.
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The Procurement Strategy of the City of Jyvaskyla (Hankintojen linjaukset 2021-2024)
highlights the importance to identify the strategically important procurements. This
should be done by interpreting the importance of the different kind of procurements in
comparison to the organizational objectives and responsibilities. The strategic im-
portance is based on the impacts of the procurement instead of the monetary value. For
example, the strategic importance can emerge from the significant impact on the citizens,
environment, the regional commercial activities, or the internal activities of municipality.
The strategic importance can also arise from the recognized risks, criticality to the service
production of the municipality, the emergency planning or from the extensive public in-
terest. The strategic importance requires case-by-case evaluation according to the com-
monly agreed specification by identifying the special characteristics of the assignment in
the case. The essential success factor is consistent practices. The comprehensive and

regular planning ensures economical procurement activities with the high quality.

3.3 Data collection

The data collection technique is determined to answer the research questions (Saar-
anen-Kauppinen & Puusniekka, 2006). In this desk study the data is collected from dif-
ferent documents and reports by the author. The data used in this study has been pub-

licly available and no ethical restrictions for its use exists.

In order to identify the relevant factors impacting the procurement assignment prioriti-
zation in the case organization (the first objective of the study), the data was collected
from the following documents of the case organization: the Strategy of the City of
Jyvaskyla (Kaupunkistrategia 2022), the Financial Statement of the City of Jyvaskyla
(Tilinpaatos 2020), the Report of the Financial committee of the City of Jyvaskyla
(Taloustoimikunnan raportti, 2021), the Guidelines for Procurement of the City of
Jyvaskyla (Hankintaohje 1.1.2019 lukien) and the Procurement Strategy of the City of
Jyvaskyla (Hankintojen linjaukset 2021-2024).
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To identify and analyse the project portfolio selection methods (the second and third
objective), the main sources of data were the academic reports and literature concerning
the project portfolio management. The selection of the data sources was made based
on extensive review on the existing research sources. The data was collected from the
research reports as secondary data. The written reports and the research sources pro-
vided an extensive review of the existing project portfolio selection methods, their utili-
zation and the assessment in the different contexts and applications. According to Saun-
ders et al. (2017, p.259) the advantage of the secondary data is its coverage and com-
parisons. But at the same time, controlling the data quality is difficult and there can be
difficulties on the availability. Saunders et al. (2107, p.263) describe the problem of eval-
uating the quality of the data. During this study many of the originally identified sources
proved to be unsuitable for the research question in hand. However, in this case the data
for this study was easily available. The reports covered wide timespan, were diversely
international and from the different fields of the applications. However, the information
was scattered in small details in the different reports. It required a time-consuming re-

view of several reports.

The data concerning the applicable project portfolio selection methods were delimited
due the enormous number of the solutions available. The limitation was done based on
the discretionary decision. This was done to outline the research scope to reasonable
entity for the master thesis study and to focus on the specific part of the process. Many
of the project portfolio selection methods are incompatible when assessing the procure-
ment assignment and/or unable to create information for the prioritization purposes.
The solutions using a mathematical programming were excluded due the complex nature,
understandability, knowhow, and the lack of the author’s resources and expertise. The
methods supporting the strategic consideration in the selection, and one’s that were
considering economic factors, were excluded. This was done because the fact that the

strategic consideration and the economical evaluation should be done already in the
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budgeting phase for the procurement assignments, not when prioritizing. The same rea-

soning applies to the individual project evaluation for the approval purposes.

3.4 Data analysis

The data analysis concentrated on the research question how to prioritize public pro-
curement assignments. To answer the question, the analysis was divided in two parts.
The first part of the analysis concentrated on the relevant factors influencing the public
procurement assignment prioritizing. The relevant factors were collected from the doc-
uments of the case organization and were interpreted to understand the impacts for the
procurement assignment prioritization process. Based on the identified factors also the

requirements and needs for the prioritization method were identified.

In the second part of the analysis the identified requirements were compared against
the project portfolio selection methods. The analysis aimed to find out if any of the pro-
ject portfolio selection methods can be utilized in public procurement prioritization.
Based on the data collection and the delimitations, the set of the project portfolio selec-
tion methods was compared and analysed. The analysing of the suitable project portfolio
methods was done as a feasibility test. The test contains an assessment against the prac-
tical properties required from the method. The selection of the requirements was based

on the authors analyse of the case organization.

3.5 Validity and reliability

Validity, reliability, and generalisation of the study are evaluated to reflect the quality of
this study. The validity evaluates if the proficient and thoroughness of the research leads
to the correct findings and conclusions. Reliability considered the possibility to get simi-
lar kind of findings in a repeated study with the same methodology. (Saunders 2007,
p.149).
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Validity considers if the analysis and its findings are accurate. When considering the op-
erational activities used in this study, the validity of the findings is relevant to be evaluate.
The sources of the data collection and analysis were carefully selected. The factors influ-
encing on the decision-making in the municipality context are widely researched and are
seen as generally approved facts. The interpretations concerning the case organization
suffer from single researcher’s view and interpretation. However, there were no novel
findings discovered in the first part of analysis, the validity can be confirmed. For the
second part of the analysis, in terms of validity, this study lacks verification. The validity
of this desk study is based on the authors judgement. Previous examples to utilize the
project portfolio selection methods in the public procurement prioritization were not
found in the literature review. This shows the presented solution to be novel. The rele-
vant factors may be overlooked. This poses a risk to end up with too simplistic conclusion.
However, the author’s opinion on these methods is that they are suitable for the use and
provide the solution to case in needed depth. To increase the validity, the detailed feasi-
bility study of the project portfolio selection methods is enclosed the attachments of this

study for future validations.

Saunders (2007, p.151) refers to the external validity when considering the generalisa-
tion of the results in another research environment or situation. This study considers the
municipalities generally as similar environments. However, there might be a risk on the
validity and generalisation of the study as it is conducted only based on a single case.
With one case study it is not possible to generalize as such. The adequate single case
research can provide information beyond the case but the findings cannot be generalized
as such. (Saaranen-Kauppinen & Puusniekka, 2006). The results of this study cannot be
applied directly to other organizations as the findings are based only on one organization.
However, the results can be applied to similar organizations when the characteristics are

comparable.
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The reliability of the study should be considered through the repeatability of the study.
This study is a qualitative analysis-based study. The reliability of the study is under risk
as the project portfolio concept in the public procurement environment is a novel con-
cept. The possibility to researcher’s error and bias is relevant. The author has a role in
the case organization as a procurement manager. There for it is possible that author’s
insight and assumptions concerning the research topic might cause error or bias. Accord-
ing to Saunders (2007, p.144), the role as a practitioner-researcher in a familiar organi-
zation is both beneficial and risky. For the insider-researcher, the complexity is well-
known. But at the same time, one’s influences and opinions take easily over the profes-
sional research attitude. The authors own expertise and judgement is used in this em-
pirical case study to reflect the findings. However, the setting and its risks should be
taken into consideration. Throughout the research, the aim has been to ensure as objec-

tive view as possible to avoid any interference of authors assumptions on the results.

Another risk for the reliability in this study emerges from the fact that author is only
single researcher. It is possible that if the same study would be conducted by a different

researcher, the results might be different due the individual perspectives.
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4 Analysis and findings

This study aims empirically investigate, how to prioritize the public procurement assign-
ments as a case study. The first part of the analysis concentrates on the first research
objective to identify the relevant factors impacting the prioritization of the public pro-
curement assignments. It is analysed by investigating the document of the case organi-
zation and categorizing the found data. The second part of the analysis answers the sec-
ond and third research objectives. Those objectives relate to the project portfolio selec-
tion methods identification and evaluation. In the second part of analysis the project
portfolio selection methods are delimited and assessed. The aim is to find out if any of

those can be utilized for prioritizing the procurement assignments.

4.1 Factors influencing on the prioritization

When investigating the prioritization of the procurement assignments, it is crucial to un-
derstand the relevant factors influencing the process in the case organization. First, the
prioritizing of the procurement assignments is considered as process in the municipality
environment. Then, the relevant factors of the public procurement and those impacts
the prioritization are taken into account. These two dimensions are examined in the case
organization context. Finally, the identified factors are categorized and refined. Those
factors will be reflected to the practical process of prioritizing the procurement assign-

ments.

Public welfare, including health, safety, and security is in the heart of municipality. A
wide range of different service areas exists in the case organization (The City of the Jy-
vaskyld, Organization 2021). Some areas and activities have a clear link to public welfare,
other have not that obvious relation. When considering the procurement assignments
in the daily operations, the link to public welfare might be even more difficult to recog-
nize. However, the procurement assignment’s relation to public welfare is something

that should be considered as a high priority in the actual prioritization process.
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In addition, municipality has also other organizational obligations and responsibilities.
The procurement assignments that are related to obligations and responsibilities can be
seen as second group of priority. The order of importance should be clearly emphasized
in the prioritization of the procurement assignments either in the criteria or other way

in the process.

The influence of the legislation on the prioritization of the procurement assignments can
be viewed through the obligations set on the legislation. For example, a municipality has
obligations by law to organize some services. On the other hand, the legislations guide
the operations and might cause timely pressure for conducting some tasks in timely
manner. This applies to all municipalities, and as such, to the case organization as well.
An example of this could be the IT-system needed to fulfil the requirements set in law
for human resource management or the requirements of the Procurement Law to pur-
chase only after the tendering process. Either way, a municipality should operate ac-
cording to law and these compelling reasons need to be considered as one criterion in

the prioritization.

Each municipality should have strategy according to the Local Government
Act(410/2015). The case organization has its own strategy (the Strategy of the City of
Jyvaskyla 2022). Prioritizing the operations should strongly rely on the strategic fit. How-
ever, the link between the procurement assignments and the strategy and its objectives
is not always clearly visible. The strategic procurements are mentioned in the Procure-
ment Strategy of the City of Jyvaskyld (2021). The problem on determining the defini-
tions of the strategic procurements remains unsolved. However, the definition of the
strategic procurement should be same one than used for the prioritization. The strategic
fit of the procurement assignment and its priority through that should be evaluated in
the planning phase. The reliable process should include commonly agreed principles for
the prioritization. This creates requirement for the prioritization method to enable trans-

parent assessment of the procurement assignment.
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In the case organization the political decision-making influences the procurement assign-
ments mainly in two ways. The major make-or-buy decisions in the municipality context
normally concerns services, whether those are produced as an own service or purchased
as an outsourced one. In the cases where the political decision is required, the decision
defines the existence, extent and schedule of the procurement assignments. In addition,
the political decision-making influences on realization and timing of many projects. The
procurement assignments are often in relation to bigger entities or projects. How these
political decisions reflect to prioritization of the procurement assignment related, should
be defined in the prioritization process. The procurement assignments requiring the po-
litical decision are often important ones but uncertain to be carried out. Those should
be evaluated as any other assignment. But the process should register the uncertainty

of this kind of assignment somehow.

The nature of the procured goods, services and work differ greatly. Otherwise, the pur-
chased entities and values vary. For each procurement assignments the importance and
the effectiveness should be evaluated. Another way to consider the relevance of the pri-
oritization is the criticality of the procurement in question. The judgement of the criti-
cality and nature of the procurement is related to the results and impacts of the con-
ducted procurement entities. The timeline is impacted by the relationship of the pro-
curement subject with other purchased entities or projects. For example, the timeline in
the procurement of the preliminary assessment of IT-system impacts on the timeline of
the actual IT-system. Another viewpoint to the prioritization is the economic efficiency.
The budgeting is normally done annual basis. That creates timely pressure for some of
the investments. In addition, there are several risks related to procurement activities.
For example, the financial risks may be relevant in time context as the commercial mar-

kets are influencing the availability, the pricing, or other terms of the contract.

When the actual subject of the purchase in the case organization is examined, the con-
tractual situation of the purchased entities influences on the upcoming procurement as-

signments and timelines. By the Procurement Law (1397/2016), the purchases beyond
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the thresholds are obligated to be purchased according to the outcome of the tendering
process. Many purchased entities have regular demand. This causes time pressure for
the renewal of the old contract or a totally new contract through the tendering process.
These are considered as the new procurement assignments. These predetermined tim-

ings should be managed within the prioritization process.

The prioritization of the procurement assignments should also consider the risks. The
risks can relate to procurement assignments in many ways for example in relation to
public welfare, the actual tendering process, or economy. As in every organization, also
in the case organization, the economy influences the operations. The annual budgeting
is not a directly determinant factor on the prioritization of the procurement assignments.
But it influences the point of time when certain expenses need to be enrolled. In the
case organization the annual budgeting follows certain timetable (Financial statement

2020).

In the case organization the new procurement assignments occur throughout the year
which causes puzzle for the planning and resource allocation. This creates clear require-
ment for the process. The process needs to be reproduceable as the urgent and new
assignments occur outside the planning cycle. The renewal of the procurement assign-
ment prioritization is needed in a regular basis. As the list of assignments is always wider
than the usable resources are able to conduct, some of the assighnments are postponed.
This means that the assignments will be included repeatedly in the prioritization process
and the list of the procurement assignments is changing. These factors elicit a require-

ment for scalable and reproducible method.

In the City of Jyvaskyla exist a wide range of different service areas (The City of Jyvaskyla,
The Organization 2021). Each unit has their own responsibilities and objectives, that re-
guire attention and creates pressure on the shared resources and planning practicalities.
The operative fragmentation and lack of co-operation creates place for development and

need for commonly agreed way of prioritizing the assignments. When thinking the
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organizational structure and distribution of the work, additional requirements for the
process and the method can be identified. The selected method needs to be simple to
introduce, implement and construct. A complex organization with different objectives
creates requirements for the method. The method should be adaptable for usage of both
groups and individuals. The results from method should provide reliable results. This can

be ensured through transparent evaluation, which can be reviewed.

Many of the factors identified influences the requirement for the method used for the
prioritization. The needed information versus available information of the procurement
assignment can also be delimiting factor in the method selection. This compatibility
should be ensured in the selection of the method. The organization should define the
most critical factors that will be evaluated. The detailed information should be provided

to each procurement assignment by the responsible unit.

Based on the analysis about the influencing factors in the case organization, following
practical requirements are identified for the prioritization method: user-friendliness, us-
ability, reusability and continuous assesment, reliability, scalability, compatibility, and
suitability. The requirements are explained in more detailed manner in the following ta-

ble (Table 1).
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Table 1: Requirements for the prioritization method.

Requirement

Explanation

User-friendliness

User-friendliness is defined in terms of the sim-
plicity of the method and the ease of under-
standing, implementing, and using it.

Usability

Usability is evaluated in actual application con-
text; how easy the evaluation is to conduct.

Reusability and continuous assessment

Reusability as a requirement means that contin-
uous assessment should be possible as the new
assignments will be added to the list constantly.
The process should be able to conduct in a prac-
tical manner at least several times in a year, so
that some of the same objects may stay on the
list.

Reliability

Results based on the prioritizing needs to be re-
liable and acceptable in the organization. The re-
liability is associated with the commonly agreed
criteria and reliability of the decision makers.

Scalability

Method should be scalable as there is a need to
compare and prioritize up to 200 different as-
sighments at the same time.

Compatibility

The compatibility of the method is viewed
through the needed information for the method
versus the information available.

Suitability

The suitability of the method and its results are
evaluated in the defined case context.

4.2 Suitability of the project portfolio selection methods

The finding of the first part of analysis showed that there are many factors that influence

the prioritization of the procurement assignments in the case organization. When look-

ing into the portfolio selection methods as practical applications, those identified factors

help to delimit and define the group of the possible candidates.

First, the analysis narrows down the possible project portfolio selection method candi-

dates. The delimitation is based on the three-phase framework of the project portfolio

selection methods introduced by Archer & Ghasemzadeh (1999). The framework in-

cludes first a strategic consideration, then an individual project evaluation and finally a

portfolio selection. The methods mentioned for the portfolio selection phase are
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relevant as this study aims to compare different assignments and how to prioritize them.
In the portfolio selection phase several projects are compared simultaneously through
the selected method. In the portfolio selection phase Archer & Ghasemzadeh (1999)
recognized following categories of the methods: ad-hoc approaches, comparative ap-
proaches, scoring models, portfolio matrices and optimization models. In the analysis
the categories through example methods are introduced. The methods included from

each category are listed in Table 2.

Table 2: The category lists of the project portfolio selection methods included in this study.

Categories of the Methods Example Methods

Forced ranking

DICE

Q-Sort

Pairwise comparison
Comparative methods Analytical hierarchy procedure
Dollar metric

Standard gamble

Unweighted scoring model
Weighted scoring model
Portfolio matrices BCG analysis

Optimization models -

Ad-hoc approaches

Scoring models

The factors that influence the prioritization and the interpretations in the case organiza-
tion context were analysed in the previous chapter. Those analysis helped to identify the
requirements for the project portfolio selection methods. The analysis is done as a fea-
sibility study containing an assessment against the following practical requirements:
user-friendliness, usability, reusability and continuous assessment, reliability, scalability,
compatibility, and suitability. The requirements are explained in a more detailed manner

in the Table 1. (p.51).

The following analysis present the method categories and the example methods. Each
method is first shortly introduced and then evaluated against the identified require-
ments. The analysis consists of the highlights of the main strengths and weaknesses of
each method. The full evaluation of each method can be found attached at the end of

the study (Appendix 2.).
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Ad-hoc approaches
Ad hoc approaches are generally simple and crude methods. These methods are devel-
oped to identify the champions. The Forced Ranking- method and the DICE Framework

are introduced below as examples of the Ad-hoc approaches.

In the Forced Ranking- method the objects are compared against each other and ranked
in order by the decision-makers. The ranks of all the decision-makers are calculated to-
gether for each object. The total rank sum determines the final order of the objects.

(Kodukula, 2014, p. 157). The Table 3 presents an example of ranking four projects.

The Forced Ranking is a simple method but bigger amount of the project lines might
cause difficulties and requires precision from the decision-makers. The biggest downside
of this method is that it does not define the criteria that the evaluation is done against.
That creates uncertainty concerning reliability of the results as the evaluation is based
on an individuals' intuition. This kind of ranking requires also wide understanding from
the decision-makers of all objects. Another difficulty occurs with the reusability. The con-
tinuous process is not possible as the ranking of one object influences the ranking of
other projects. The scalability of the evaluation exists but the process is heavy and re-
quires a total renewal every time the assessment is needed. The Forced Ranking does
create ranking order that could be used as a prioritizing order, albeit some objects may

get same rank.

Table 3: An example of the Forced Ranking- method.

3 2 2 11 3
1 3 3 8 2
4 4 4 14 4
2 1 1 7 1
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DICE Framework is originally created for the companies' transformation projects. The
DICE stands for the following factors: project duration, performance integrity, the com-
mitment and effort. The scores for each factor are given in score 1-10. The lower score
is better. (Sirkin et al., 2005). The DICE Framework as such is not applicable for the prior-
itizing purposes as the assessed factors (DICE) are not relevant for the procurement as-

signments and for the prioritization.

Comparative methods

In the comparative methods the objectives are set first, then objects are compared
against the objectives and finally the benefits of the objects are evaluated. The process
enables the succession of the projects that are included in the portfolio. The comparative
methods enable the usage of the different kind of criteria: qualitative, quantitative, and
general judgement. (Archer’s & Ghasemzadeh, 1999). Following methods are presented
as examples: Q-Sort, the Pairwise Comparison, the Analytical Hierarchy Procedure, the

Dollar Metric and the Standard Gamble.

The Q-Sort is originally developed for the psychological evaluations to explore complex
problems. In the project portfolio context, it is used to analyse alternative options. The
evaluation is strongly dependent on the decision-maker’s perspectives and opinions. The
sorting requires several rounds of evaluation and discussions. For the ranking, the ob-
jects are written in cards and sorted in piles. Each decision-maker does their own assess-
ment by prioritizing the objects. This might require several steps. The pile is first divided
in two piles and then further to reach the precise order. All the results are condensed in
the table for discussions. The iterative process is reproduced until the final order is
reached with consensus among the decision-makers. (Previte et al., 2007; Silvius et al.,

2017).

The weakness of Q-Sort is seen in the time-consuming process that requires active par-
ticipation from the decision-makers. The process is easy to understand and implement

as the decision-makers give their scores. Reliability can be reached through the fact that
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the evaluation is based on group opinion through the discussions and iteration. The pro-
cess is required to renew when new objects appear. The method is suitable for the pri-

oritization, but the evaluation more numerous objects is time-taking and demanding.

In the Pairwise Comparison each object will be compared to all other objects one by one.
The pair is always rated 0 or 1. The value 1 is the higher in the priority. In this case the
total rating defines the ranking. (Kodukula, 2014, p. 157). An example about the Pairwise

Comparison is given in Table 4.

In the Pairwise Comparison the evaluation is done in an evaluation group of the decision-
makers or by a single decision-maker. In both cases, the decision-makers should have a
wide understanding and knowhow of all the objects so that a reliable ranking would be
possible. This method is simple to conduct with few objects but time consuming for a
comparison of larger number of objects. The end result is applicable for the prioritizing
purposes. Complications may occur in the case of the objects getting same total score
and same rank number. However, the Paired Comparison can be reproduced between

the objects sharing the same position.

Table 4: An example of the Pairwise Comparison.

1 1 1 3

0 0 0
1 1 2
1 0 1

Dollar Metric is a paired comparison method with value for the preference also called
the graded pair comparison. The preferred alternative is additionally rated in predefined

numerical scale. (Bech et al., 2007).
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The Dollar Metric comparison has the same difficulties in reliability and scalability as the
Pairwise Comparison. The difference occurs in the results as they are more accurate level

and informative to the prioritization.

Analytical Hierarchy Procedure can be used in an evaluation of a multi-objective case.
The process requires the criteria hierarchy with allocated weights to start with. The ob-
jects are compared against the criteria. For example, in the scale 1 to 5. Value 1 presents
low importance with weight 0 and value 5 high importance with weight 1. The result for
each object is calculated by multiplying the evaluated weight by the weight of criteria
and then summed up. (Pinto 2010 p. 78-80). The final weight gives the rating. The Ana-
lytical Hierarchy Procedure is suitable for the situations such as product selection, policy
decisions and prioritization. (Fohrman & Gass, 2001). An example about Analytical Hier-

archy Procedure- model is given in Table 5.

The Analytical Hierarchy Procedure is more complex than other comparative methods.
It is still easy to understand and conduct. Before starting, the process requires definition
for the criteria, hierarchy, and weights. The evaluation can be made together as a group
or so that each decision-maker’s final values are calculated together. The evaluation
does not need data as such but the evaluation requires understanding of the criteria and
knowing the project in hand. The evaluation against each criterion is visible. It makes the
evaluation more open and transparent. The final results are suitable for ranking and as

such for the prioritizing.
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Table 5: An example of the Analytical Hierarchy Procedure (adapted from Pinto 2010).

Hierarchy | Criteria 1 Criteria 2 Criteria 3 Total
level 1 0,50 0,25 0,25 1

1 Poor Fair Poor Good Excellent 0,658
2 Good Good Very good Poor Good 0,285
3 Excellent  Excellent Excellent Excellent Excellent 1
4 Poor Poor Poor Poor Poor 0

Project 1 as Example: =0*0,15+0,1*0,36+0%*0,1+0,3*0,16+1*0,25= 0,36+0,048+0,25

In the Standard Gamble the pairwise comparison is done between the different out-
comes in an uncertain situation. The traditional example is from the health sector. In the
example the patient can choose from the different treatment options that lead to differ-
ent outcomes. The first alternative gives two possible outcomes; returned normal health
or immediate death. The second alternative gives chronic state. (Gafni 1994). An exam-

ple about the logic of the Standard Gamble is given in the Figure 5.

The Standard Gamble is suitable only with few options that are alternative for each other.

It is not scalable and it does not give the prioritizing order as result.
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Success
(probability 90%)

Alternative 1
Failure

Starting point (probability 10%)

Alternative 2

Figure 5: An example of the Standard Gamble (adapted from Gafni 1994).

Scoring Models

In the Scoring Models the object is considered against multiple criteria. The scoring can
be based on both numerical and non-numerical measures. (Morris, Pinto, 2007, p.101).
In addition, the scoring can be conducted with or without weight. In this method the
weight presents the importance of the criteria. The pre-selected evaluation criteria
should be based to the type of the project portfolio and the organizational needs. Gen-
erally, the Scoring Models are simple, easy, and commonly used for ranking the projects.
However, the successful model requires thorough work to identify the appropriate crite-
ria and weights to fulfil the commonly agreeable priorities and objectives. (Kodukula,

2014, p. 148). Below is presented the Unweighted and Weighted Scoring Models.

The Unweighted Scoring Model is a simple and easily understandable method. Reliability
increases with the transparency of the criteria and evaluation. The model is easily scala-
ble for a larger number of objects. New objects can be evaluated in any time and added
to the summary. This impacts the ranking of the other objects but does not require the
evaluation of each line again. The end result is applicable for the prioritizing purposes.
Table 6 shows an example of the Unweighted Scoring Model. The scale is between 1 to

10, so that the higher the score, the more attractive the project is.
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Table 6: An example of the Unweighted Scoring Model.

5 8 7 21 3
7 10 9 27 2
1 5 2 13 4
2 10 g 31 1

The Weighted Scoring Model is also simple and easily understandable method. Before
using the method, the process requires definition for the criteria and weights. The
weighting of the criteria enables the emphasis of the certain criteria and more precise
total scores for the ranking of multiple objects. Otherwise, the Weighted Scoring Model
has the same benefits and downsides as the Unweighted Scoring Model. Table 7 presents
an example of the Weighted Scoring Model. The scale is between 1 to 10. The higher the
score, the more attractive the project is. Each score per criteria is multiplied according

to the selected weight to get the total score.

Table 7: An example of the Weighted Scoring Model.

5 8 7 5,85
7 10 9 7,65
5 1 5 2 2,65
10 2 10 9 6,55

Project B example calculation (1*0,1)+(7*0,4)+(10*0,25)+(9*0,25)=0,1+2,8+2,5+2,25 =7,65

Portfolio Matrices

In the Portfolio Matrices the project evaluation is made in a graphical representation
where the projects are placed in the matrix. The dimensions of the matrix need to be
defined. (Archer’s & Ghasemzadeh, 1999). The Boston Consulting Group (BCG) Matrix is

presented as an example of the Portfolio Matrices.

N B P W
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The BCG Matrix is more widely known as a growth share matrix developed by the Boston
Consulting Group. It is a portfolio planning technique where objects are divided into stars,
guestion marks, cash cows and dogs. This method is widely used in the portfolio evalu-
ation of the products. (Madsen, 2017). Example about the BCG Matrix is given in the

Figure 6.

The BCG Matrix and other portfolio matrices suffer from a narrow viewpoint as the di-
mension allow normally only two options to evaluate against. The evaluation is too sim-

plified for a complex prioritizing puzzle and the reliability suffers easily.

High Low

High

Question mark

Low
- !eﬂr’

Figure 6 : An example of the BCG Matrix.

The Optimization Methods

The Optimization Methods are based on the maximal benefit with the defined objectives.
These models often include mathematical programming. (Archer’s & Ghasemzadeh,
1999). These two characteristics are not relevant in this case study. The optimization

methods are excluded from this study. The models are not presented further.
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4.3 Findings

In this study, the question about how to prioritize the procurement assignments, was
addressed. First, the factors that influence the prioritization of the public procurement
in the case organization was investigated. Then, it was explored, how the identified re-

guirements are met in the selection of the project portfolio selection methods.

When considering the factors that influence on prioritization of the procurement assign-
ments in the case organization, following finding were made. In the municipality level
there are several factors as public welfare, legislation, obligations and responsibilities,
strategy, political decision-making, risks, organizational structure, and distribution of the
work. In addition, the factors were examined especially from the public procurement
point of view. The additional factors that should be considered in prioritization process
relate to law, budgeting, procurement nature, entity, value, and relation to other entities.
When considered in practical level, the factors can be differentiated and categorized to
influence more precisely on the process, the method used for the prioritizing or the as-

sessment of the actual priority of the assignments.

The prioritization process is greatly influenced by the organizational structure and the
distribution of the work. The co-operation between the service areas and the shared
service functions create demand for the prioritization of the assignments. The extent of
the organization also creates the requirements for the prioritization method. The as-
sessment should be transparent and the method easy to understand. Many of the iden-
tified factors impact the timeline of the prioritization process. This should be taken into
account when developing the framework in later stages. AlImost all the factors identified
should also be registered in the assessment of the priority. The strategic fit, obligations
by the legislation, the risks and the relation to other project should increase the priority.
Those can be set as a criterion or taken into account otherwise in the prioritization pro-

cess.
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In this study, the project portfolio selection methods as a practical solution to answer
the research question, how to prioritize the procurement assignments, was investigated.
The identified factors impacting the prioritization of the procurement assignments in the
case organization helped to identify the requirements for the selection methods. When
the delimited group of the project portfolio selection methods were evaluated, it was
discovered that the main limiting requirements seem to be the scalability and the format

of the results.

To the requirements that were set, following three methods seem to be giving the best
response: the Q-Sort, the Analytical Hierarchy Procedure, and the Weighted Scoring
Model. The Analytical Hierarchy Procedure and the Weighted Scoring Model share many
similarities. The main difference is the details of the criteria. The Analytical Hierarchy
Procedure considers more on the criteria levels that supports the complex evaluation
needs. These both methods are possible to conduct without teamwork. The information
can be given by the responsible person or several persons separately as the scores are
visible also afterwards for the others to re-assess it if needed. The Q-Sort is a different
kind of method from the process point of view. In the Q-Sort the prioritization requires
an iterative groupwork and an active participation of the decision-makers to define the

outcome.
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5 Discussion and conclusions

This chapter contains the discussion, the concluding remarks, the managerial implica-
tions, and the limitations. In the end, the recommendations for the future research are

presented.

5.1 Discussion

The literature supports the idea of utilizing the formal process in the prioritization pro-
cess. A formal and monitored project portfolio management and its processes improve
the quality of the decision-making and increase the possibility to success (Maceta &
Berssaneti, 2019). In the public procurement, the success is often considered as a ten-
dering procedure that have been conducted without any appeal to the Market Court.
Instead, the success should be evaluated through the real results, the impacts and effi-
ciency of the contract period. In the public procurement the best result is possible to
gain only through careful preparations. This requires planning. In practice, it means that
the best competences and enough time are allocated for the task. With the scarce re-

sources this requires prioritization of the procurement assignments.

As mentioned already in the background discussion, the procurement assignment in the
case organization varies greatly on difficulty and laboriousness. This causes a puzzle in
the prioritization, how to compare the different assignments and define the ranking. The
ultimate aim is to improve comparability and create common rules that different parties
can approve the results. This study concentrated on establishing the main factors and
proposing the suitable method. The definition of the priority and criteria remains to de-

fined later in the case organization.

The in-depth literature review outlined the municipality as environment where the pub-
lic procurement process is conducted. Both the municipality specific factors and factors

rising from the procurement process should be taken into consideration in the
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prioritization process. The analysis of the main factors that influence the public procure-
ment practicalities in the case organization were mainly similar to ones identified in the
literature review. As the literature review showed, the operations of the municipality
are strongly directed by its position as a public organization where the regulations out-
line activities. In addition, the municipality sets themselves obligations and responsibili-
ties. The strategy of the municipality should emphasize the central objectives and goals.
The strategy is created to guide operations in long-term. At the same time, the political
decision-making influences the course of actions and their timelines. At the root of the
operations is the public welfare that arouse from the public interest, expectations, and
accountability. When previously mentioned factors are looked from the case organiza-
tion point of view, those all are identifiable and should influence the prioritization of the

procurement assignments.

As recognized also in the literature review, the organization structure and distribution of
the work is sometimes challenging in a matrix organization. Generally, the organizational
structure, distribution of work and existing resources was defined as highly influencing
factors to the public organization’s decision-making. This seems to apply also on the case
organization. But in addition, those are also the main factors creating the demand for
the prioritization process. In the matrix organization can exist objectives, which might be
conflicting when considered in operational level. This creates a puzzle for the resource

allocation in the shared service units.

The factors particularly relating to the public procurement should be also included in
consideration on the prioritization of the procurement assignments. The literature re-
view reveals that the main characteristic for the public procurement is its regulated na-
ture. The regulation outlines the procedures by giving the timeline for the actual tender-

ing procedure.

The main factors influencing the public procurement practicalities were identified in the

analysis and were verified in the literature review. The identified factors are generally
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recognizable. So it is relatively easy to acknowledge that those factors should be taken
into consideration in the prioritization. However, the actual problem how to capitalize
the factors in actual prioritization still exists. The factors need to be put in a practical
context, as those impact differently on the actual priority of assignments, the timeline

of the process and the method used for the prioritization.

The organizational structure and distribution of the work can be seen as the main reason
for the demand for prioritization of the procurement assignments. The process influ-
ences many units and persons in the organization. They might not necessarily see the
need for the prioritization as they consider only their own procurement assignments.
When developing the actual practical framework for the process, this should be acknowl-
edged. The process should be simple, light to conduct and commonly agreeable. The
prioritization process is not one-time activity, whereas there is constant need for priori-
tizing new and ongoing projects. The successful process needs shared rules and practises

for the schedule and the protocols that are redactable for sudden urgent activities

The timeline of the prioritization process should be linked to other timelines in the or-
ganization. In the case organization exist already the procurement strategy that could be
used as a foundation for the prioritization process. The main process can be fixed to the
annual clock of the procurement planning that is described in the Procurement Strategy
of the City of Jyvaskylad (2021). The Procurement Strategy defines the responsibilities of
the Procurement Steering Group. The Steering Group could also take charge of the veri-

fication of the prioritization process.

The selection of the method used for the prioritization is probably the most straightfor-
ward part of this case. Albeit, it needs to be taken into account that the project portfolio
selection methods should be considered as supporting decisions, not as decision-making

tools (Archer & Ghasemzadeh 1999).
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The relevant alternative methods were identified. The Q-Sort, Analytical Hierarchy Pro-
cedure and the Weighted Scoring Model are all possible solutions to the case in hand.
The Analytical Hierarchy Model can be recommended be used for the procurement as-
signment prioritization in the case organization. The strength of this method lies in the
hierarchy of criterion. The hierarchy enables the selection of several criteria and different
emphasis for each. From the process point of view, the assessment of individual assign-
ments can be made by responsible person or unit. The final ranking can be verified by
the decision-makers or the Procurement Steering Group as the evaluation can be exam-

ined afterwards.

Meredith et al. (2006, p.44) highlights that no selection method can present the complex
reality of the organizational situation and the project environment. The methods provide
only guiding information for the decision-making process, where decisions are made by
the people. The continuous development and learning are important aspect in the way
of creating the method. The method should support the current organizational situation

and strategy instead of making bureaucratic and constrained new process phase.

In the heart of the prioritization are the criteria defining what does the organization
value. However, setting the criteria for the public procurement assignments is not that
simple matter. There are also other impacting factors that should influence the final rank-
ing as identified in the analysis. Choosing the right criteria is the most challenging part

of the prioritization. This will remain as a task of the case organization to define.

5.2 Conclusions

The research question of this study, how to prioritize the public procurement assign-
ments, is answered in the scope defined in the beginning of this study. This study aimed
to identify what is needed to take into consideration when prioritizing the public pro-
curement assignments. The relevant factors that influence on prioritizing in the case or-

ganization were investigated. In addition, this study identified the existing project
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portfolio selection methods and evaluated the suitability in the public procurement con-

text. Regarding the findings the following conclusions are taken place.

The identified relevant factors impacting the prioritization are generally recognizable
and acknowledgeable. The analysis show that those factors influence differently on the
prioritization of the procurement assignments as some relate to the actual process,

some create requirements for the selected method, and some give input for the criteria.

The portfolio selection methods delimitation was based on the framework introduced in
the academic literature. The suitability of selected methods was evaluated in the public
procurement prioritizing in case organization context. The requirements definitions were
based on the analysis of the relevant factors in the case organization context. The main
decisive differences of these methods were identified in the scalability and in the format
of the results. Three most suitable solutions are the Q-Sort, the Analytical Hierarchy Pro-

cedure, and the Weighted Scoring Model.

As a conclusion, the findings of this study can be utilized in the actual development of
the public procurement prioritization process in the case organization. Recommenda-
tions for the process development and the definition of the prioritization criteria were

given in the discussion part of this study.

5.3 Managerial implications

The main managerial implication of this study is the project portfolio selection methods.
Due to the big number of different techniques and methods for the project portfolio
selection introduced in academic research, several taxonomies have been introduced to
clarify the field. This study introduced two different ways of grouping the selection meth-
ods. However, the complexity and confusion are created through the different classifica-
tions and definitions. The terminology is confusing, whereas some researchers evaluate

an induvial project with the selection method, others consider the portfolio as an entity.
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This will cause a puzzle for any practitioner seeking for an applicable project portfolio

selection method.

During the study, several managerial implications were recognized in the relation to this
practical case study. In practise, the most challenging part of developing the prioritizing
process will be the definition of the fitting criteria and their weights. Those need to be
agreeable throughout the organization. The criteria need to be specific enough to create
difference between the assignments but at the same time general enough to be able to

evaluate different kind of assignments.

Another implication considers the actual prioritization process. For the wide-ranging
pool of the procurement assignments, the information for the prioritization should be
produced in the same format for each procurement assignment as the information
needs to be comparable. In the optimal case, the information would be provided in
agreed format by the responsible persons. When applied in the selected method, the

results would be in an understandable and easily agreeable format.

The transparency and reliability requirements for the process cannot be highlighted
enough. Those should be taken into account when defining the practicalities of the pro-
cess. The framework for the prioritization of the procurement assignments should define,
will the evaluation be done by individuals or group and who approves it. In the case of a
group, the defining the sufficient number of the decision-makers is critical. These re-
guirements relate also to the selection of the prioritization method. Some methods base
the assessment on intuition or opinions without any transparency, where others rely on
a group work. Some methods can be conducted in the way that the evaluation against
criteria can be reviewed. The information and opinion behind the result should be visible
and transparent. The procurement steering group can act as a decision-making body for
the procurement assignment prioritization. But the group members should have enough

information to support the evaluation.
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In the case organization the long-term planning of the procurement assignments is lack-
ing. The challenge in the planning of the procurement assignments occur due the many
decisions depending on budgeting. The long-term planning suffers also about budgeting
process which is done only in annual basis. In addition, each unit has probably their own
planning practises. It does not cover and consider the full organization entity. That causes

the planning puzzle in the shared services.

Based on the previously mentioned implications, it is recommended carefully implement
a uniformly applied process across all procurement assignments and units in the case
organization. The implementation process could include workshops together with the
key stakeholders in order to involve the participants. The most suitable criteria and

weights need to be agreed as well as the practises for the process and its governance.

5.4 Limitations

The main limitation of this study is related to the previous narrow research made con-
cerning the project portfolio selection methods used for the prioritization in the public
sector. Especially lack of the comparative cases in relation to the public procurement

assignments.

Another limitation concerns the narrowness of the study. This study concentrates only
to the process in the municipalities. The actual analysis is based on a case study of one
such organization. For a generalized result, it would have been interesting and fruitful to

compare the practicalities to other organizations.

The thesis faces time limitations. The original practical problem in the case organization
will require still further work to realize a framework. This study provides a starting point.
The development of the comprehensive prioritization process will require still develop-
ment of the actual framework. The best possible outcome from the case organization

point of view would require involvement of the key persons in workshop to reach the
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mutual understanding about prioritization principles and criteria. The shared develop-

ment project would also increase the commitment to the valuation process.

This study concerned only the procurement assignments. The delimitation was set be-
cause the variety of the assignments and projects in the municipality are wide. The def-
initions nor the prioritizing factors are comparable. The public procurement has its own
characteristics with its regulated nature and complexity of the assignments that influ-

ence on the prioritization and the resource allocation.

5.5 Recommendations for the future research

This study concentrated only on the project portfolio selection methods with clear de-
limitations. This leaves open many possibilities for the future research. In the methods
could exploited other solutions, as an example, mathematical programming. One clear
research area could be the prioritization criteria for prioritization as a case study. An-
other research objective could be distinguishing the suitable process and the framework
for the assignment prioritization. Maceta & Berssaneti (2019) highlight that the deploy-
ment of the process requires defining the structure and flow of the process and estab-
lishing the governance. The future research could also investigate the results of such

implemented process and evaluate the possible further development needs.

In addition, the solutions for the prioritization of the procurement assignment could be
investigated from other sources in academic research. From the prioritization and the
resource allocation point of view, this study examined only workable solutions from the
project management research. There are probably theories existing in other sciences or
on the other application fields. The industrial engineering and the human resource man-
agement could have suitable solutions. On another hand, the different application pos-
sibilities for the prioritization process could be interesting to investigate. For example,
the IT- projects benefit from the similar prioritization approach and there seem to be

already more practices in use.
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As final remark, it would be interesting to study the prioritization practises of other Finn-
ish cities as well as other European cities. Apart from the municipalities, also other public
organizations have similar procurement assignments, so the applicability of the process

or existing practises could be studied also in those.



72

References

Alarcén L., Ashley, D., (1998). Project management decision making using cross-impact
analysis. International Journal of Project Management. 16(3), 14-152.

https://doi.org/10.1016/50263-7863(97)00045-8

Archer, N. P. & Ghasemzadeh, F. (1999). An integrated framework for project portfolio
selection. International Journal of Project Management. 17(4), 207-216.

https://doi.org/10.1016/50263-7863(98)00032-5

Baroto, M. B., Arvand, N., & Ahmad, F. S. (2014). Effective Strategy Implementation. Jour-
nal of Advanced Management Science. 2(1), 50-54.
https://doi.org/10.12720/joams.2.1.50-54

Bech, M., Gyrd-Hansen, D., Kjaer, T., Lauridsen, J. & Sgrensen, J. (2007). Graded pairs
comparison - does strength of preference matter? Analysis of preferences for
specialised nurse home visits for pain management. Health Economics. 16(5),

513-529. https://doiorg.proxy.uwasa.fi/10.1002/hec.1159

Benaija, K. & Kjiri, L. (2015). Hybrid approach for project portfolio selection based on the
business strategy and the scoring model. 5th International Conference on Inno-
vative Computing Technology, INTECH. 2015. 106-111.
https://doi.org/10.1109/INTECH.2015.7173476

Berman, E. M. (2006). Performance and Productivity in Public and Nonprofit Organiza-
tions. (second edition). Routledge.

Bozeman,B. (1987). All organizations are public: bridging public and private organiza-
tional theories. Jossey-Bass Inc.

Cooper, R., Edgett, S. & Kleinschmidt E. (2001). Portfolio management for new products.
(second edition). Basic Books.

The Financial Statement of the City of Jyvaskylad. (2020). Retrieved 2021-8-15 from

https://www.jyvaskyla.fi/talous-ja-strategia/seurantaraportit-ja-

tilinpaatos/tilinpaatos-2020

Flechas Chaparro, X., de Vasconcelos Gomes, L., Tromboni de Souza Nascimento, P.
(2019). The evolution of project portfolio selection methods: from incremental

to radical innovation. Revista de Gestdo. 26(3), 212-236.


https://doi-org.proxy.uwasa.fi/10.1016/S0263-7863(97)00045-8
https://doi.org/10.1016/S0263-7863(98)00032-5
https://doi.org/10.12720/joams.2.1.50-54
https://doi-org.proxy.uwasa.fi/10.1002/hec.1159

73

Gafni, A. (1994). The standard gamble method: what is being measured and how it is
nterpret. Health services research. 29(2).207-224.

Gardiner, P. (2005). Project management. A strategic planning approach. Palgrave Mac-
Millan.

The Guidelines for Procurement of the City of Jyvaskyla. (2021) Jyvaskyldn kaupungin
hankintojen linjaukset 2021-2024. Retrieved 2022-09-13 from

https://www.jyvaskyla.fi/sites/default/files/atoms/files/hankintojen lin-

jaukset 2021-2024.pdf

lloranta,K. & Pajunen-Muhonen, H.,(2008). Hankintojen johtaminen. Tietosanoma Oy.

lloranta, K. & Pajunen-Muhonen,H. (2018). Hankintojen johtaminen. Tietosanoma Oy.

Johnson, G.& Schols, K. (Eds.). (2001). Exploring public sector strategy. Pearson Educa-
tion Ltd.

Julkisten hankintojen neuvontayksikko (2020, 21. October). Mikd on julkinen hankinta.

https://www.hankinnat.fi/mika-julkinen-hankinta/mika-julkinen-hankinta

Khan, Naushad. (2018). Public Procurement Fundamentals: Lessons from and for the
Field. Emerald Publishing Limited.

Kodukula, Prasad S. (2014). Organizational Project Portfolio Management: A Practition-
er's Guide. ). Ross Publishing.

Kuntalaki. 410/2015 The Local Government Act. Finlex. Retrieved 2022-12-10
https://www.finlex.fi/fi/laki/alkup/2015/20150410#0idp446973424

Kuntaliitto. (2016). Kunnan johtamisen viitearkkitehtuuri. Retrieved 2021-05-08 from

https://www.kuntaliitto.fi/julkaisut/2016/1769-kunnan-johtamisen-viiteark-

kitehtuuri
Kuusniemi-Laine, A., Takala, P. (2008). Julkiset hankinnat - Kdsikirja. Edita Publishing Oy.
Laki julkisista hankinnoista ja kayttooikeussopimuksista. 1397/2016. Act on Public Pro-
curement and Concession Contracts (2016). Finlex. Retrieve 2022-10-03 from

https://www.finlex.fi/fi/laki/alkup/2016/20161397

Liesio,)., Salo,A. & Keisler,J., (2021). Portfolio decission analysis: Recent developments

and future prospects. European Journal of Operational Research. 293(3), 811-825.


https://www.jyvaskyla.fi/sites/default/files/atoms/files/hankintojen_linjaukset_2021-2024.pdf
https://www.jyvaskyla.fi/sites/default/files/atoms/files/hankintojen_linjaukset_2021-2024.pdf
https://www.kuntaliitto.fi/julkaisut/2016/1769-kunnan-johtamisen-viitearkkitehtuuri
https://www.kuntaliitto.fi/julkaisut/2016/1769-kunnan-johtamisen-viitearkkitehtuuri

74

Maceta, P. & Berssaneti, F. (2019). Comparison of project portfolio management prac-
tices in the public and private sectors in Brazil: Characteristics, similarities, and
differences. International Journal of Managing Projects in Business. 13(7), 1405-
1422.

Martinsuo, M., Aalto T. & Artto K. (2003). Projektisalkunjohtaminen. Tuotekehitysprojek-
tien valinta ja strateginen ohjaus. Metalliteollisuuden kustannus Oy.

Martinsuo, M. Dietrich, P.H. (2002). Public sector requirements towards project portfolio
management. Paper presented at PMI® Research Conference 2002: Frontiers of
Project Management Research and Applications, Seattle, Washington. Newtown
Square, PA: Project Management Institute.

Mantere, S., Suominen, K. & Vaara, E. (ed.) (2011). Toisinajattelua strategisesta johtam-
isesta. Helsinki: WSQY pro oy.

Meredith, J. & Mantel, S. (2006). Project management. A managerial Approach. John
Wiley & Sons Pte Ltd.

Ministry of Finance. (2020, 9. September). Kansallinen julkisten hankintojen strategia

2020. Retrievd 2021-04-20 from https://julkaisut.valtioneuvosto.fi/han-

dle/10024/162418

Ministry of Finance. (2021, 5. May ). Local government’s duties and activities. Retrieved

2021-04-18 from https://vm.fi/en/local-government-s-duties-and-activities

Mohagheghi, V., Mousavi, S., Antucheviciené, J. & Mojtahedi, M. (2019). Project portfo-
lio selection problems: a review of models, uncertainty approaches, solution
techniques, and case studies. Technological and Economic Development of Econ-

omy. 25(6): 1380- 1412. https://doi.org/10.3846/tede.2019.11410

Morris, P., Pinto J. (Eds.)( 2007). Project Program & Portfolio Management. John Wiley
& Sons.Inc.

Okumus, F. (2015). Towards a Strategy Implementation Framework. International Journal
of Contemporary Hospitality Management. 13(7), 327-338.
https://doi.org/10.1108/09596110110403712

The organization of the City of the Jyvaskylda. (2021) Retrieved 2022-10-12 from

https://www.jyvaskyla.fi/organisaatio



https://julkaisut.valtioneuvosto.fi/handle/10024/162418
https://julkaisut.valtioneuvosto.fi/handle/10024/162418
https://vm.fi/en/local-government-s-duties-and-activities
https://doi.org/10.1108/09596110110403712

75

Pellinen, J., Voutilainen, V., Sippola, K., Matto, T. & Rautiainen, A. (2019). Riskien hallin-
nan kaytdannot Suomen suurimmissa kaupunkikonserneissa. Kunnallisalan kehit-

tamissaatid. Retrieved 2022-11-09 from https://kaks.fi/wp-content/up-

loads/2019/06/pellinen-ym-riskien-hallinnan-kaytannot-suomen-suurimmissa-

kaupunkikonserneissa-1.pdf

Previte, J. Pini, B. & Haslam-McKenzie, F. (2007). Q Methology and Rural Research. So-
siologia Rurals. 47(2), 135-147. https://doi-org.proxy.uwasa.fi/10.1111/j.1467-

9523.2007.00433

Pinto J. (2010). Project management: Archiving competitive advantage. Prentice Hall.

Project Management Institute. (2017). A Guide to the Project Management Body of
Knowledge (PMBOK® Guide) (sixth edition). Project Management Institute.

Qehaja, A. B., Kutllovci, E., & Pula, J. S. (2017). Strategic management tools and tech-
niques usage: A qualitative review. Acta Universitatis Agriculturae et Silviculturae
Mendelianae Brunensis. 65(2), 585-600.
https://doi.org/10.11118/actaun201765020585

Rajegopal, S., McGuin P. & Waller J. (2007). Project portfolio management. Leading the
corporate vision. Palgrave Macmillan.

The Report of the Financial Committee. (2021, 9. March). Taloustoimikunnanraportti:
Onko Jyviskyldlld varaa sopeuttaa vai olla sopeuttamatta?

Retrieved 2021-5-21 from https://www.jyvaskyla.fi/sites/default/files/at-

oms/files/talousraportti2021.pdf

Saaranen-Kauppinen, A. & Puusniekka, A. (2006). KvaliMOTV - Menetelmaopetuksen
tietovaranto. Yhteiskuntatieteellinen tietoarkisto. Retrieved 2022-10-17 from

https://www.fsd.tuni.fi/menetelmaopetus

Saaty,T. (2013). The modern science of multicriteria Decision making and its practical ap-
plications: The EHP/ANP approach. Operations Reseach. 61(5), 1101-1118.

Salminen, A. (2011). Julkisen toiminnan johtaminen: Hallintotieteen perusteet (third edi-
tion). Edita Publishing Oy.

Saunders, M. (2007). Research Methods for Business Students. (fourth edition). Pearson

Education UK. ProQuest Ebook Central.


https://doi-org.proxy.uwasa.fi/10.1111/j.1467-9523.2007.00433.x
https://doi-org.proxy.uwasa.fi/10.1111/j.1467-9523.2007.00433.x
https://doi.org/10.11118/actaun201765020585
https://www.jyvaskyla.fi/sites/default/files/atoms/files/talousraportti2021.pdf
https://www.jyvaskyla.fi/sites/default/files/atoms/files/talousraportti2021.pdf
https://www.fsd.tuni.fi/menetelmaopetus

76

Silvius, G., Kampinga, M., Paniagua,S. & Mooi,H.(2017). Considering sustainability in pro-
ject management decision making; An investigation using Q-methodology. Inter-
national  Journal of  Project  Management. 35(6), 1133-1150.
https://doi.org/10.1016/j.ijproman.2017.01.011.

Sirkin, H., Keenan, P. & Jackson, A. (2005). The hard side of change management. Harvard
Business Review. 83(10).108-158.

Stentoft, J., Freytag, P. V., & Thoms, L. (2014). Portfolio management of development
projects in Danish municipalities. International Journal of Public Sector Manage-

ment. 28(1), 11-28. https://doi.org/10.1108/1JPSM-03-2014-0047

The Strategy of the City of Jyvaskyla. (2021)

Retrieved 2021-5-21 from https://www.jyvaskyla.fi/talous-ja-strategia/kau-

punkistrategia
Vaara, E., Whittington, R. (2012). Strategy-as-Practice: Taking social Practices Seriously.

Academy of Management Annals. 6(1).
Virtanen, P. (2009). Projekti strategian toteuttajana. Tietosanoma Oy.
Virtanen, P.,, Stenvall, J. (2014). Alykds julkinen organisaatio. Tietosanoma Oy.

Whittington, R. (1996). Strategy as Practise. Long range planning. 29(5), 731-735.


https://doi.org/10.1108/IJPSM-03-2014-0047
https://www.jyvaskyla.fi/talous-ja-strategia/kaupunkistrategia
https://www.jyvaskyla.fi/talous-ja-strategia/kaupunkistrategia

Appendices

77

Appendix 1. The list of the procurement assignments

Retrieved 2022-9-21 from https://www.jyvaskyla.fi/hankinnat/avoimia-ja-tulevia-

tarjouspyyntoja
Kilpailutus (Procure- | Tyyppi | Taso Suun- Yksikké (De- | Yksikko (Unit)
ment assignment) (Type) | (Level) niteltu partment)
julkaisu
(Sched-
ule)
Avosairaanhoidon (ml | Palvelu | EU Mar-22 Sosiaali-  ja | Sosiaali- ja ter-
OmakSs) puhelinpalvelu terveyspalve- | veyspalvelut,
lut tarvikkeet
Energiakatselmukset Palvelu | Kansal- Mar-22 Tilapalvelu Energia
2022 linen
Henkiloston osaamisen | Palvelu | Kansal- Mar-22 Hen- Hen-
kehittaminen linen kilostopalve- | kilostopalvelut
lut
Heindlammen asuinka- | Urakka | Kansal- Mar-22 Lilkenne-  ja | Rakentaminen,
tujen ja vesihuollon linen viheralueet tarvikkeet, ura-
saneeraus kat
Joukkoliikenteen Palvelu | EU Mar-22 Lilkenne- ja | Muu
lilkenndinti viheralueet
Jaahallien ja tekojdiden | Palvelu | EU Mar-22 Kulttuuri- ja | Huoltopalvelut
kylmalaitteistojen hu- liikunta
olto ja kunnossapito
Katuvalaistuksen ra- | Palvelu | Kansal- Mar-22 Liikenne- ja | Rakentaminen,
kennusurakka linen viheralueet tarvikkeet, ura-
kat
Kotihoidon tukipalvelut | Palvelu | EU Mar-22 Sosiaali-  ja | Sosiaali- ja ter-
terveyspalve- | veyspalvelut,
lut tarvikkeet
Liukkaudentorjuntama- | Tavara | Kansal- Mar-22 Lilkenne-  ja | Rakentaminen,
teriaalien  (hiekka,se- linen viheralueet tarvikkeet, ura-
peli) hankinta kat
Muuttopalvelut Palvelu | EU Mar-22 Kilpailut- Ajoneuvo- ja
tamispalvelut | logistiikkapalve-
lut
Pukkalan alueen katu- | Urakka | Kansal- Feb-22 Kaupunkira- Rakentaminen,
jen saneeraus 1. vaihe linen kenteen toim- | tarvikkeet, ura-

iala

kat
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Saynatsalon  kirjaston | Tavara | Kansal- Mar-22 Kulttuuri- ja | Kalusto, Kalus-
kalusteet linen liikunta teet
Talvihoidon val- | Palvelu | Pienhank- | Mar-22 Kaupunkira- Asiantuntija- ja
vontapalvelut inta kenteen toim- | suunnit-
iala telupalvelut
Tapahtuma- ja har- | Tavara | Kansal- Mar-22 Konsernihal- | IT-laitteet,
rastekalenteri linen linto ohjelmistot ja -
palvelut
Uimahallien kemikaalit | Tavara | Kansal- Mar-22 Kulttuuri- ja | Puhtaanapidon
linen liilkunta palvelut ja
tarvikkeet
Vaajakoski-Jyska Urakka | Pienhank- | Mar-22 Liikenne-  ja | Rakentaminen,
alueelle uusi inta viheralueet tarvikkeet, ura-
koirapuisto kat
Vesinaytteiden  ndyt- | Palvelu | Kansal- Mar-22 Kulttuuri- ja | Asiantuntija- ja
teenotto-, kuljetus-, ja linen lilkunta suunnit-
tutkimuspalvelut telupalvelut
Videoiden ja podcas- | Palvelu | Kansal- Mar-22 Kilpailut- IT-laitteet,
tien tekstittaminen linen tamispalvelut | ohjelmistot ja -
palvelut
Ateriakuljetuspalvelut Palvelu | EU Apr-22 Kylan kattaus | Ajoneuvo- ja
logistiikkapalve-
lut
Kehdvihredan opasteet | Urakka | Pienhank- | Apr-22 Kaupunkira- Rakentaminen,
ja asennus inta kenteen toim- | tarvikkeet, ura-
iala kat
Paikallisliikennek- Urakka | Kansal- Apr-22 Kaupunkira- Rakentaminen,
eskuksen saneeraus ja linen kenteen toim- | tarvikkeet, ura-
laajennus iala kat
Psykologipalveluiden Palvelu | EU Apr-22 Sosiaali-  ja | Sosiaali- ja ter-
kilpailutus terveyspalve- | veyspalvelut,
lut tarvikkeet
Ulkovalaistuksen Urakka | Kansal- Apr-22 Lilkenne- ja | Rakentaminen,
keskussaneeraukset linen viheralueet tarvikkeet, ura-
2023 kat
Tourujoen kunnostusu- | Urakka | EU Apr-22 Lilkenne- ja | Rakentaminen,
rakka viheralueet tarvikkeet, ura-
kat
Sisdilma- ja | Palvelu | Kansal- Apr-22 Tilapalvelu Asiantuntija- ja
kuntotutkimukset linen suunnit-
telupalvelut
Tyoturvallisuusriskien- | Palvelu | Kansal- Apr-22 Konsernihal- | IT-laitteet,
ja vaarojen kartoitus- ja linen linto ohjelmistot ja -
raportointijarjestelma palvelut
Vaajakosken kirjaston | Tavara | Kansal- Apr-22 Kulttuuri- ja | Kalusto, Kalus-
kalusteet linen liikunta teet
Valaisinvaihdot 2/2023 | Urakka | Kansal- Apr-22 Lilkenne- ja | Rakentaminen,
linen viheralueet tarvikkeet, ura-
kat
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Geosuunnittelu, Palvelu | EU Vuonna Tilapalvelu Rakentaminen,
puitesopimus 2022 tarvikkeet, ura-
kat
Hammashoitokoneet Tavara | Kansal- Vuonna Sosiaali-  ja | Sosiaali- ja ter-
linen 2022 terveyspalve- | veyspalvelut,
lut tarvikkeet
Hammastekniset tyotja | Tavara | EU Vuonna Sosiaali-  ja | Sosiaali- ja ter-
uniapneakiskot 2022 terveyspalve- | veyspalvelut,
lut tarvikkeet
Hissien ja nostolaittei- | Palvelu | Kansal- Vuonna | Tilapalvelu Huoltopalvelut
den huolto- ja kunnos- linen 2022
sapito
Hotellimajoittuminen Palvelu | Pienhank- | Vuonna Kilpailut- Muu
Jyvaskylan  keskustan inta 2022 tamispalvelut
alueella
Kaupungin arkiston dig- | Palvelu | Kansal- Vuonna Paatoksen- Muu
itointipalvelun  hank- linen 2022 teon tuki
inta
Kallionlouhintaurakka Urakka | Kansal- Vuonna Lilkkenne- ja | Rakentaminen,
linen 2022 viheralueet tarvikkeet, ura-
kat
Kiinteistonhoidon Palvelu | Kansal- Vuonna | Tilapalvelu Huoltopalvelut
palvelut linen 2022
Kiinteistopalvelujen Palvelu | Kansal- Vuonna | Tilapalvelu Asiantuntija- ja
laadunohjauksen ja kil- linen 2022 suunnit-
pailuttamisen kon- telupalvelut
sultointipalvelut
Kodinkoneet Tavara | EU Vuonna Kilpailut- Muu
2022 tamispalvelut
Kotoutumispalveluiden | Palvelu | Kansal- Vuonna Sosiaali-  ja | Sosiaali- ja ter-
jalkihuoltonuorten liik- linen 2022 terveyspalve- | veyspalvelut,
kuvan tuen palvelut lut tarvikkeet
Kustannussuunnittelu, | Palvelu | EU Vuonna Tilapalvelu Rakentaminen,
puitesopimus 2022 tarvikkeet, ura-
kat
Lastensuojelun jalkihu- | Palvelu | EU Vuonna | Sosiaali- ja | Muu
ollon tukiasumisen 2022 terveyspalve-
palvelut lut
LVIA-suunnittelu, Palvelu | EU Vuonna Tilapalvelu Rakentaminen,
puitesopimus 2022 tarvikkeet, ura-
kat
Maanrakennus-, piha- | Urakka | Kansal- Vuonna Tilapalvelu Rakentaminen,
ja vihertyot linen 2022 tarvikkeet, ura-
kat
Paa- ja arkkitehtisuun- | Palvelu | EU Vuonna | Tilapalvelu Rakentaminen,
nittelu, puitesopimus 2022 tarvikkeet, ura-
kat
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Rakennesuunnittelu, Palvelu | EU Vuonna Tilapalvelu Rakentaminen,
puitesopimus 2022 tarvikkeet, ura-
kat
Sprinklerihuolto Palvelu | EU Vuonna | Tilapalvelu Huoltopalvelut
2022
Suun terveydenhuollon | Palvelu | EU Vuonna Sosiaali-  ja | Sosiaali- ja ter-
ostopalvelu 2022 terveyspalve- | veyspalvelut,
lut tarvikkeet
Sahkosuunnittelu, Palvelu | EU Vuonna Tilapalvelu Rakentaminen,
puitesopimus 2022 tarvikkeet, ura-
kat
Turvajarjestelmatoimi- | Palvelu | Kansal- Vuonna | Tilapalvelu Huoltopalvelut
tukset (huolto ja linen 2022

yllapito)
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Appendix 2. The feasibility study of the project portfolio selection meth-

ods

The analysis contains assessment against the following properties:

Properties required from the method:

User-friendliness/ Ease of use: Simplicity, Easy to understand and implement
Usability: Easy to conduct

Reusability and continuous assessment: Continuous assessment must be possible as
new assignments are added to the list

Reliability: The evaluation needs to be reliable and acceptable (commonly agreed crite-
ria and/or reliable decision makers group)

Scalability: Need to be able to compare prioritize up to 40 different assignments
Compatibility: Data available versus needed

Suitability: Result suitability for defined case — prioritizing list of assignments

Forced ranking

User- friendliness: Simple method, which is easy to explain and take into use.
Usability: Relatively easy to conduct. The great number of lines might cause challenge
and requires precision

Reproducibility: Continuous assessment not possible as the ranking of one assignment
influences other assignments ranking

Reliability: The evaluation is based on individuals' intuitive evaluation without given
agreed factors. As the assignments are originally from different functions the decision-
makers should represent different functions or be commonly reliable.

Scalability: The great number of assignments is possible to evaluate, but the decision-
makers should have a wide understanding of all assignments, so that reliable ranking
would be possible.

Compatibility: The needed data is not defined, however each decision-maker's evalua-
tion should be based on some assessment

Suitability: The result is applicable for prioritizing purposes. The only complication can
be identified if some assignments will get the same total score and get the same rank
number.

DICE Framework (project duration, performance integrity, the commitment and ef-
fort)

User-friendliness: Simple method, easy to explain and consider.

Usability: Relatively easy to conduct.

Reproducibility: Continuous assessment possible as each project gets own score
Reliability: The assessment of the factors based on decision makers intuitional estima-
tion, which could cause lack of confidence in results.

Scalability: The great number of assignments is possible to evaluate. However, the
score would not provide a wide range of variation and several assignments could end
up having the same score.
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Compatibility: The needed data is not defined, nor do the ready concepts on assessing
the factor exist.

Suitability: The assessed factors (DICE) are not relevant for procurement assignments
for prioritizing point of view. Even if the effort was high and integrity poor, the high
score would not mean lower prioritize.

Q-sort

User-friendliness: Relatively simple, but process is time-consuming for decision makers
and requires meeting time for discussions

Usability: The first part is easy to conduct as the decision prioritizes the projects. The
discussion requires time, and a workshop needs to be arranged.

Reproducibility: The process is required to renew, when new objects appear. The time-
consuming process need to be planned to reserve time from decision-makers
Reliability: The evaluation is based on the opinions of the decision-makers. However,
the process requires only one knowing the object deeply as the process includes dis-
cussions to get the results

Scalability: The process is scalable, but more projects require more time for processing
Compatibility: Actual data is not needed for the method, however one of the decision-
makers need to have deeper understanding about the object

Suitability: Suitable for prioritizing. Time-consuming process requires active participa-
tion from decision-makers.

Paired comparison

User-friendliness: Simple method, easy to explain and consider.

Usability: Easy to conduct. Based on pairing of all comparative assignments, requires
certain moment for evaluation as the result might change.

Reproducibility: Continuous assessment not possible as the ranking of one assignment
influence on others

Reliability: The evaluation must be done in an evaluation group, where shared opinion
needs to be found. As the assignments are originally from different functions the deci-
sion-makers should represent different functions or be commonly reliable. The deci-
sion-makers should have a wide understanding of all assignments, so that reliable
ranking would be possible.

Scalability: The great number of assignments is possible to evaluate. But difficult and
time-consuming method for comparison of larger amount of objects

Compatibility: The needed data is not defined, however each decision-maker's evalua-
tion should be based on some assessment

Suitability: The result is applicable for prioritizing purposes. The only complication can
occur in the case of assignments getting the same total score and same rank number.
However, paired comparisons can be reproduced between assignments sharing the
same position.

Dollar Metric (Graded Pair Comparison)
User-friendliness: Simple method, easy to explain and consider.
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Usability: Easy to conduct. Based on pairing of all comparative assignments, requires
certain moment for evaluation as the result might change. The evaluation of the value
for each might be difficult.

Reproducibility: Continuous assessment not possible as the ranking of one assignment
influence on others

Reliability: The evaluation must be done in an evaluation group, where shared opinion
needs to be found. As the assignments are originally from different functions the deci-
sion-makers should represent different functions or be commonly reliable. The deci-
sion-makers should have a wide understanding of all assignments, so that reliable
ranking would be possible.

Scalability: The great number of assignments is possible to evaluate. But difficult and
time-consuming method for comparison of larger amount of objects

Compatibility: The needed data is not defined, however each decision-maker's evalua-
tion should be based on some assessment

Suitability: The result is applicable for prioritizing purposes. The only complication can
occur in the case of assignments getting the same total score and same rank number.
However, paired comparisons can be reproduced between assignments sharing the
same position.

Analytic Hierarchy Procedure

User-friendliness: Simple method, easy to explain and consider.

Usability: Easy to conduct.

Reproducibility: Continuous assessment is possible

Reliability: The result is based on evaluators opinion about project against criteria. The
evaluation against each criterion is visible, which makes the evaluation more open and
transparent.

Scalability: Possible to compare many objects.

Compatibility: The criteria must be defined in the organization. The evaluation does not
need data as such, but evaluation requires understanding of the criteria and knowing
the project in hand.

Suitability: The results are suitable for ranking and as such for prioritizing.

Standard gamble

User-friendliness: Simple

Usability: Easy to conduct. As based on comparing different outcomes
Reproducibility: The process can be ongoing as each project is evaluated individually.
Reliability: The evaluation must be done in an evaluation group, where shared opinion
needs to be found. As the assignments are originally from different functions the deci-
sion-makers should represent different functions or be commonly reliable. The deci-
sion-makers should have a wide understanding of all assignments, so that reliable
ranking would be possible.

Scalability: Not scalable

Compatibility: Not compatible as assignments results are not comparable or alterna-
tive solutions

Suitability: Not applicable in this context, creates solution between few options
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Unweighted scoring method

User-friendliness: Simple method, easy to explain and consider.

Usability: Easy to conduct.

Reproducibility: The process can be ongoing as each project is evaluated individually.
The rank of individual project may change when new assignments are evaluated.
Reliability: Transparent result. The evaluation of individual assignment can be done by
the person responsible against commonly agreed criteria. The evaluations are then col-
lected in summery where the final ranking occurs.

Scalability: Easily scalable

Compatibility: The comparable criteria need to be defined, so that information is avail-
able

Suitability: The result is applicable for prioritizing purposes.

Weighted scoring method

User-friendliness: Simple method. The method is easy to explain and take into use, but
requires definition of criteria and weights

Usability: Relatively easy to conduct.

Reproducibility: The process can be ongoing as each project is evaluated individually.
Reliability: Transparent result. The evaluation of individual assignment can be done by
the person responsible against commonly agreed criteria. The evaluations are then col-
lected in a summary where the final ranking occurs.

Scalability: Easily scalable

Compatibility: Challenge in finding the comparable criteria and deciding the weights.
Suitability: The result is applicable for prioritizing purposes. The weighting can help to
emphasize the selected criteria and more precise total scores for ranking of multiple
projects.

Portfolio matrices group (including different methods)

User-friendliness: Simple

Usability: The method is too simple in prioritizing context as the segmentation of as-
signments is difficult. The axels enable only two factors to be considered
Reproducibility: New evaluation can be made anytime

Reliability: The evaluation is based on the opinions of the decision-makers. The deci-
sion-makers should have a wide understanding of all assignments, so that reliable
ranking would be possible.

Scalability: Possible to evaluate many assignments. However, the differences in result
are not accurate

Compatibility: Too simplified, for the complex prioritizing challenge

Suitability: The result is not applicable for prioritizing purposes



