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SUMMARY IN SWEDISH  

Offentlig upphandling är förknippat med många problem. Ett av dessa är 
att det i upphandling sällan finns utrymme för innovationer, vad gäller till 
exempel produktionsmetoder eller själva konstruktionen, eftersom 
anbudsgivarna är begränsade till att prissätta en redan färdig lösning 
(Naoum, 2003). Vidare finns även riskrelaterade problem, i synnerhet i 
stora infrastrukturprojekt (Johansson and Nilsson, 2002). För att söka 
komma till rätta med problemen har ökat samarbete mellan beställare och 
leverantör efterlysts (Pesämaa et al, 2009). Som ett svar på kritiken införde 
EU-kommissionen år 2004 konkurrenspräglad dialog, som är ett nytt 
förfarande för offentlig upphandling.  Det implementerades i svensk 
lagstiftning den 15 juli 2010. Avsikten var främst att minska kostnaderna 
för offentlig sektor och att främja utvecklingen av ny teknik.  

Den här uppsatsen syftar till att undersöka vad konkurrenspräglad dialog 
har för möjlighet att förbättra offentlig upphandling. De största 
utmaningarna i tillämpningen av förfarandet ska också identifieras. 
Uppsatsen utgår från en omfattande litteraturstudie samt en studie av en 
verklig upphandling: Upphandlingen av Kvarnholmsförbindelsen.  Det var 
den första svenska infrastrukturupphandlingen där konkurrenspräglad 
dialog tillämpades. En bro och en tunnel stod i centrum för 
upphandlingen. Nacka kommun hade, i ett tidigare skede, tagit fram 
kompletta handlingar för en lösning. Det skulle dock visa sig att lösningen 
var både olämplig och kostsam. När konkurrenspräglad dialog infördes i 
Sverige valde kommunen att tillämpa det, med förhoppningen att 
marknaden skulle kunna finna en bättre lösning. Tre entreprenörer 
kvalificerade sig för att delta i upphandlingen. Tre dialogmöten hölls 
separat med var och en av dem. I dialogprocesesn uppmuntrades 
entreprenörerna att tänka kreativt, vilket ledde till att ett flertal innovativa 
idéer föreslogs. Nacka kommun kommenterade och anvisade hur 
respektive anbudsgivare skulle arbeta vidare. Det vinnande anbudet var en 
bågbro som var fördelaktig ur flera aspekter, beträffande bland annat 
kostnad, miljöhänsyn och risk.  

Konkurrenspräglad dialog visade sig fördelaktigt i den studerade 
upphandlingen. Förfarandet tycks stimulera framväxten av ny teknik, 
samtidigt som det dessutom kan vara ekonomiskt lönsamt. Det visade sig 
också att flertalet av de vanligaste farhågorna beträffande 
konkurrenspräglad dialog inte besannades. Två av dessa rörde 
likabehandlingen av anbudsgivarna och säkerställandet av transparens i 
upphandlingen. Inget av detta skapade några problem. Däremot 
påträffades andra utmaningar med upphandlingsförfarandet. Till exempel 
underströks vikten av att hitta en metod för hanteringen av risk i 
entreprenader. En annan utmaning är att utveckla ett sätt att planera 
infrastrukturprojekt med hjälp av konkurrenspräglad dialog och med en 
tidigare inblandning av leverantörerna än vad som förekommer idag. Då 
skulle både pris och utformning kunna optimeras, samtidigt som 
gestaltningen fortfarande tas i beaktande. Den verkliga svårigheten är här 
att göra detta utan att åsidosätta vare sig sekretessen eller medborgarnas 
rätt till inflytande i exploateringsfrågor. Vidare belystes vikten av en 
noggrann analys av den upphandlande enhetens önskemål. Planering och 
dokumentation är också centralt. Det möjliggör en tydlig översikt gällande 
informationsflödena under upphandlingen. Därigenom kan likabehandling 
av leverantörer såväl som transparens säkerställas. Slutligen är det viktigt 
att investera mycket tid och rätt resurser på genomförandet av en 
konkurrenspräglad dialog. Dessa parametrar utgör grunden för en lyckad 
upphandling.  
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SUMMARY 

Public procurement is associated with many problems. One of them is 
that it offers no room for innovation in terms of, for instance, 
construction techniques, since the suppliers are restricted to pricing a 
pre-defined solution (Naoum, 2003). Problems regarding risk handling, 
especially in large infrastructure contracts, have also been identified 
(Johansson and Nilsson, 2002). Moreover, increased cooperation 
between supplier and client in procurements has been sought (Pesämaa 
et al, 2009). A new procedure for public procurement was established by 
the European Commission and implemented in Swedish legislation on 
15 July 2010 to address these issues: Competitive dialogue. By enabling 
discussion between supplier and client, it was intended to increase the 
room for flexibility and cooperation in procurements. The procedure 
was also believed to have the ability to decrease the costs of the public 
sector as well as that of encouraging the development of technical 
innovations (The Legal, Financial and Administrative Services Agency of 
Sweden, 2010). However, competitive dialogue has been questioned. It 
has, for instance, been stated that transparency and equal treatment of 
suppliers, which are fundamental principles in public procurement, 
cannot be ensured in the application of competitive dialogue (Gunnehill, 
2007). Furthermore, it has been said that the procedure is so complicated 
and costly that it is at risk of excluding smaller suppliers and thereby 
restraining competition (Gunnehill, 2007). 

This thesis seeks to investigate whether competitive dialogue can address 
the problems of public procurement or the sceptics are right about the 
procedure not being up to standard. The thesis will also identify the main 
challenges of competitive dialogue. A literature review will be undertaken 
as well as an analysis of a real case: The procurement of the 
Kvarnholmen link. This was the first Swedish procurement of an 
infrastructure project, which applied competitive dialogue. The client, 
Nacka municipality, had developed a solution, which had proved to be 
inappropriate and expensive. When competitive dialogue was introduced 
in Sweden, the municipality decided to adopt it in the procurement, 
hoping that the market would develop a more suitable solution. 
Dialogues were carried out separately with three suppliers. The suppliers 
were encouraged to be creative and to find better solutions for the 
project. Several ideas were proposed. The client commented on them 
and indicated the direction to follow, after which the suppliers modified 
and improved their solutions. The winning tender was an arch bridge 
with cost and risk related benefits, as well as environmental ones. 

Competitive dialogue proved to be advantageous in the studied case. 
Technical innovations were developed and the cost for the client was 
decreased. Many of the apprehensions, such as those concerning equal 
treatment of suppliers and transparency, put forth in previous studies did 
not materialise during the procurement. Instead, some other challenges 
were encountered. For instance, the handling of economical risks in 
contracts is a major issue that needs to be addressed. Another challenge 
concerned the need to develop a model for the planning of infrastructure 
projects with the help of competitive dialogue, involving the suppliers at 
an even earlier stage. Furthermore, the case study emphasised the 
significance of careful documentation and planning. This enables 
transparency in the procurement and equal treatment of the suppliers. It 
is also essential to invest much time and resources on the 
implementation of a competitive dialogue. These practices form the basis 
for a successful procurement. 
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ABSTRACT 

Public procurement is often regarded as rigid, which is why competitive dialogue was 
implemented. It was also believed to give rise to technical innovations and to create 
beneficial buying conditions for the public sector. However, many people are sceptic 
of it, arguing that it does not meet the principles of equal treatment of suppliers and 
transparency. This thesis seeks to investigate the potential of competitive dialogue and 
to identify its main challenges. A study of Sweden’s first large infrastructure contract, 
the Kvarnholmen link, procured with competitive dialogue was therefore undertaken, 
as well as an extensive literature review. The results show that competitive dialogue is 
beneficial in several ways: It involves contractors at an early stage and encourages 
them to find the best solutions to the lowest price. The suppliers get to adapt their 
tenders to their competence and to take benefit from it. This is a model that seems to 
have a great potential to improve both public procurement and urban planning.  

Key words: Public procurement; Competitive dialogue; The Kvarnholmen link, 
Building contract; Infrastructure planning. 

INTRODUCTION 

Rigid, stiff, complicated and besides too complicated to be cost-efficient. 
Public procurement is associated with many problems. European 
Commission, 2005; Olausson, 2005; Gunnehill, 2007). One of them is 
that it often fails to meet the aims of the client, since the suppliers get to 
price a pre-defined solution with specified products (Naoum, 2001). 
Moreover, problems regarding risk handling have been identified, 
especially in large infrastructure contracts (Johansson and Nilsson, 2002). 
Moreover, increased cooperation between supplier and client in 
procurements has been requested (Pesämaa et al, 2009). Another critique 
concerns the negotiated procedure in particular. It does actually offer 
some flexibility, but limits competition (Hoezen and Hillig, 2008). 
Hence, there is a need for an improvement of public procurement. For 
this reason, an entirely new procurement procedure was introduced: 
Competitive dialogue. It was implemented by the European Commission 
in 2004 and it is thought to enable more flexible procurements, allowing 
the contracting authority to undertake dialogues with the tenderers, yet 
preserving competition. The idea is that the two parties will find the best 
solution together. The procedure can be applied in cases where the 
authority is unable to specify its needs or the legal or financial solution 
for the contract (European Commission, 2005). On 15 July 2010, the 
amendment was implemented in Swedish legislation (lag (2007:1091) om 
offentlig upphandling (LOU)) (The Legal, Financial and Administrative 
Services Agency of Sweden, 2010). 

No scientific articles with focus on competitive dialogue had been 
published at the time of the writing of this paper. Nevertheless, there are 
a few Swedish studies treating competitive dialogue. Gunnehill (2007) 
and Olausson (2005) have contributed to two of them, describing the 
procedure and analysing its applicability to public procurement. The 
common limitation of these theses, however, is that the amendment had 
not been implemented in Sweden when the studies were conducted. 
There are European studies and conference papers, some of which 
include experiences from cases of competitive dialogue. The authors of 
these are generally positive. Several of them seek for improvements to 
optimise the procedure. There are also people who are sceptic of 
competitive dialogue. It has been stated that transparency and equal 
treatment of suppliers, which are fundamental principles in public 
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procurement, cannot be ensured using competitive dialogue (Gunnehill, 
2007). Furthermore, it has been said that the procedure is so complicated 
and costly that it is at risk of excluding smaller suppliers and thereby 
restraining competition (Gunnehill, 2007). 

 In 2010, for the first time, it became possible to actually see how 
competitive dialogue works under Swedish conditions. Nacka 
municipality did, together with technical consultant ÅF, apply 
competitive dialogue in the procurement of a large infrastructure project: 
the Kvarnholmen link. It was the first Swedish infrastructure 
procurement with competitive dialogue and it will make out the case 
study of this thesis. 

This paper will, by means of literature and of the case, investigate if 
competitive dialogue can really address the problems of public 
procurement or if the sceptics are right. The main challenges of the 
procedure will also be identified. Moreover, the conclusions from the 
case study will be compared to the result of the literature review. Some 
lessons learned from the procurement of the Kvarnholmen link will be 
stated and analysed, hopefully to be used in future competitive dialogues. 

Aims and objectives 
The main aim of this thesis is to analyse competitive dialogue and to 
investigate its strengths and shortcomings. To reach the objective and to 
set the direction of this thesis, two questions have been stated: 

What are the lessons learned from the procurement of the 
Kvarnholmen link? 

What are the main challenges of competitive dialogue? 

METHOD  

Choice of method 
A combination of different methods was used to reach the aim of this 
study, in which a qualitative research strategy was adopted. The methods 
involved a literature review, an action research, interviews and a 
questionnaire. A case study design was also developed. The methods and 
the case study design facilitated the identification of the strengths and 
weaknesses of competitive dialogue. The suppliers’ ability to be 
innovative within the competitive dialogue process will also be 
investigated.   

Literature 
The literature reviewed mainly consisted of books interpreting Swedish 
procurement legislation. Parallel to this, LOU (The Swedish public 
procurement law) was referred. Several publications were also studied. A 
Swedish guide for competitive dialogue (The Legal, Financial and 
Administrative Services Agency of Sweden, 2010), helped in providing 
important guidance on the application of competitive dialogue. A review 
of competitive dialogue, published by Her Majesty’s Treasury of Great 
Britain (2010), was also examined. It provides several conclusions from 
the British use of the procurement procedure. Other publications used 
are directives from The European Parliament and The European 
Council. 

In addition, the literature reviewed included several scientific papers that 
were investigated to identify the main traits in the discourse on 
competitive dialogue. For instance, Gunnehill (2007) examines different 
legal matters within competitive dialogue and also the expectations and 
worries of people working with procurement. Several European studies 
and conference papers were also looked at, for example Losch (2007), 
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Nagelkerke et al. (2008) and Hoezen and Hillig (2008). They all treat 
competitive dialogue and provide in-depth-analyses of different aspects 
of it. Their common strength is that they include experiences from 
practical cases of competitive dialogues. Theses discussing other aspects 
of public procurement have also been studied.  

However, there is not much literature available on the practice of 
competitive dialogue. Neither are there any articles concerning 
competitive dialogue. Regarding books treating the procedure, there are 
British and American ones. Swedish books on competitive dialogue do 
not exist at this stage. This includes books from 2010 and onwards.   

Case study 
A case study was carried out in order to provide an in-depth-
understanding of the main features of competitive dialogue. The study 
examines Sweden’s first large infrastructure project procured with 
competitive dialogue: The Kvarnholmen link. It consists of a bridge, a 
rock tunnel, a bicycle path-bridge and some roads, which are planned to 
be built in Nacka, east of Stockholm. By focusing on a single case with a 
wider implication, insights could be gained, which would not have been 
obtained with the use of a larger number of cases. Furthermore, the case 
can be considered as a unique case. This is because it provides something 
in contrast with the norm (Denscombe, 2003), being the first 
procurement of its kind time being. In due course of time, though, there 
will be several similar cases. 

Action research 
An action research (also called participatory research) was carried out 
within the case study, in the sense that the researcher was not a silent 
observer but a participant (O’Brien, 1998). Executing an action research 
is a way of combining research and implementation, instead of dividing it 
into two separate steps (Denscombe, 2003). O’Brien (1998) describes 
action research as a problem that is resolved by a group of people, after 
which the members analyse the solution. There are several variants of 
action researches and they are united by some general steps: Plan – act – 
observe – reflect. The procurement of the Kvarnholmen link was only 
performed once, but the study of it more or less followed these steps. 
The procurement was followed for one year, which enabled a deep 
understanding of it as well as the possibility to see the outcome of it. 
What cannot be investigated yet is the construction phase. Almost all 
internal meetings were followed and documented. The project director, 
the project manager, the project engineer, the author of the thesis met 
once a week. Sometimes the procurement officer, the procurement 
expert or the communication analyst also participated. These meetings 
usually lasted for about three hours and constituted a basis for the 
direction of the procurement. Questions on how to forestall particular 
issues and how to best perform the steps of competitive dialogue were 
treated. In addition, answers to the suppliers’ questions were sent and the 
outcome of the dialogue meetings was discussed. All main questions and 
problems, which arose during the process are brought up and analysed in 
the thesis. The process is analysed from different aspects, of which the 
main ones are the research questions of the thesis. Moreover, the 
procurement is studied in light of the many problems that have been 
anticipated within competitive dialogue, according to the discourse. 
Conclusions are drawn and these are used to give advice regarding future 
use of competitive dialogue. 
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Interviews 
For an extensive understanding of the different aspects of the case study, 
interviews were conducted. The interviewees were sampled so that they 
would reflect how a procuring entity regards competitive dialogue. Those 
from the client’s side, which played a central part in the procurement and 
which agreed to be interviewed, were selected: The project manager from 
Nacka municipality, the project engineer and the communication analyst. 
Nacka municipality’s procurement officers, both participating in the 
project, were also interviewed. All these people contributed to the 
client’s view on competitive dialogue in general and on this procurement 
in particular. The questions were open and shared in advance, for the 
interviewees to be prepared. The interviews did not follow the pre-set 
questions strictly, but enabled an open discourse. 

Questionnaire 
To make the study more complete it is important to also include the 
viewpoint of the suppliers taking part in the procurement. They all 
agreed to answer a questionnaire, which was then sent to them. They 
were asked to complete the questionnaire before the result of the 
procurement was announced, so that this would not affect the suppliers’ 
view on the competitive dialogue. One tenderer did submit the 
questionnaire before the completion of the procurement; the two others 
did it afterwards. To facilitate comparison, the answers of the contractors 
are presented together (but separated) with the answers of the client. 

Scope 
There are several different issues and approaches within the matter of 
competitive dialogue that can be studied, for instance legal, economical 
and technical ones. However, in this thesis work there was a need for a 
scope to be defined. This thesis particularly looks at the case study from 
a process perspective. To strengthen the case analysis, the results from 
the case study were studied in view of the literature study. A comparison 
from several important aspects was then made. In addition, the questions 
put forward in the interviews and in the questionnaire were framed from 
the perspectives of the process and of the application of competitive 
dialogue.  

Delimitations 
The thesis is delimited in the sense that the economic aspects, though 
crucial, has been given less weight in this study. It needs to be 
investigated if competitive dialogue generates more beneficial buying 
conditions for the public sector than what is the case with traditional 
procurement. The long procurement process and the involvement of 
many experts, that competitive dialogue requires for sure is costly. It 
might nevertheless be compensated in the end by a lower price. Such 
investigations fall outside the scope of this thesis and should besides be 
performed by an economist. However, some overall conclusions 
regarding the cost of the procurement in the case study will be drawn. 

There are also methods that have been excluded, for example the study 
of court cases from other European countries. This could not be 
included in this context. The same applies to the study of other cases of 
competitive dialogues. 

This thesis does not seek to serve as a guide for the implementation of a 
competitive dialogue. Instead, it aims to evaluate the procurement 
procedure and to explore how it could be optimised. 
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Methodological limitation 
An action research has several benefits, such as the combining of theory 
and practice, but also limitations. One of them is the difficulty for the 
researcher to be detached in study of the case. The research is also 
restricted to what he or she considers permissible within the team or 
within the workplace (Denscombe, 2003).  

It finally needs to be mentioned that when this thesis is printed, the 
production phase of the Kvarnholmen link has not started. This is due to 
an ongoing legal appeal, whose outcome will be known by autumn 2012.  

RESULTS AND ANALYSIS  

Literature study 
In this chapter, fundamental information on public procurement and its 
basic principles, retrieved in the literature study, will be presented. 
Competitive dialogue will then be described, as well as the results of 
other studies discussing the procedure. 

Legislation 

The Swedish public procurement law, Lag om offentlig upphandling 
(LOU), defines public procurement as follows (translated): 

“Public procurement comprises the measures taken by a contracting 
authority for the purpose of awarding a contract or a framework 
agreement concerning goods, services and construction contracts” (2 ch. 
13 § LOU). 

Procurement is always a process, following a certain path (Fig. 1). The 
first part consists of an analysis where the need of the contracting 
authority and the method to fulfil this need is defined. If procurement is 
applicable, the procedure for it is to be chosen (Gertéll, 2010). There are 
several procurement procedures, but most of them will not be treated in 
this thesis.  

Then comes the part where the authority’s needs are to be established 
and according to them also an assessment model for tenders. The 
Swedish public procurement law states two ways of awarding the 
contract, either by choosing the most economically advantageous tender 
or the tender that has the lowest price (12 ch. 1 § LOU). The difference 
is that when the most economically advantageous tender is to be chosen, 
several parameters are taken into account, not only the price, which is 
the case with choosing the tenders with the lowest price. If several 
parameters will be evaluated, the model for it has to be clear enough, for 
the suppliers to understand what parameters will be evaluated, in what 
way and the respective weight of each parameter. It is also important to 
declare how the price of the tender will be calculated (Gertéll, 2010). The 
authority can choose to apply selective procurement. This includes pre-
qualification for tendering, meaning that only suppliers that fulfil certain 
requirements will be invited to tender. If this is applied, the requirements 
of course need to be defined (Sveman, 2009). 

A tender notice should then be published to obtain competition. For 
procurements with pre-qualification, an advertisement inviting suppliers 
to apply for tendering is sent to the official paper of the European Union 
and to Tenders Electronic Daily (TED). If the procurement does not 
contain pre-qualification, the tender documents also need to be 
published (Gertéll, 2010). 

Whether or not pre-qualification is applied, the suppliers have to meet 
the requirements of the contracting authority. If these are not met, the 
tenderer is excluded. The final tender evaluation is executed according to  
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the assessment model published in the tender documents. Only the 
specified parameters can be taken into consideration. It is therefore not 
allowed to add any aspects at this stage. No other information than the 
one declared for in the tender must be regarded. The evaluation should 
be performed in a strict and clear way. If the tender has obvious mistakes 
or if some information is unclear, the client is allowed to ask for 
clarifications though this possibility is limited (Gertéll, 2010). These 
modifications, however, must not lead to substantial changes in the 
features of the tender (Losch, 2007). 

Finally, the result of the tender assessment is presented to each of the 
tenderers in writing. This should include a justification for the decision. 
The suppliers that were not awarded the contract need to be given an 
explanation for the rejection. The contract is then signed, if the winning 
supplier does not withdraw for some reason (Gertéll, 2010). 

All communication and information regarding a specific procurement is 
comprised by strict secrecy (9 ch. 6 § LOU). 

The limitations of public procurement 

Traditional public procurement is often considered to be too strict and 
not offering enough flexibility. This, for instance, concerns the room for 
the suppliers’ own solutions and ideas for improvement of the pre-
defined solution, developed by the procuring entity. Many also find it 
complicated and therefore also costly, due to the need of resources 
(European Commission, 2005; Gunnehill, 2007). 

LOU prescribes that the most economically advantageous tender win the 
procurement, which in general implies that the price is the most 
important parameter. This kind of evaluation has been criticised for 
causing quarrels and hostility between contractor and client. This, in 
turn, would lead to delays, increased costs, lower quality and poor 
satisfaction from the client’s side, argue Pesämaa et al. (2009). They 
propose increased cooperation in the procurement to solve, or at least 
reduce, these problems, especially when it comes to complex contracts. 
The authors also suggest that partner characteristics be emphasised more 
in the tender evaluation. 

Naoum (2003) draws similar conclusions, stating that traditional 
procurement often fails to meet the client’s aims and the objectives of 
the project. The main reason, according to the author, is that the 
suppliers are to price a pre-determined solution with specified products. 

Fig. 1. General 
scheme for public 
procurement 
(Modified from 
Gertéll, 2010).  
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Suppliers sometimes quote a low price and exclude profit in order to win 
the procurement. This is generally followed by other claims to 
compensate the loss. Lowest price should not be the only criteria for the 
selection of supplier, Naoum states. Other parameters, such as 
environmental consideration and production methods, could also be 
included, he says. Moreover, Kadefors et al. (2007) state that the 
importance of the suppliers’ previous accomplishments has been proven 
limited.  

Hence, there is no absolute consensus regarding what parameters should 
be assessed, but most seem to agree that others than only price should be 
considered. According to Swedish procurement legislation, however, 
there are two means of electing the winning tender. Either the most 
economically advantageous tender or the tender with the lowest price 
could be selected. Awarding the most economically advantageous tender 
enables for other aspects to be taken into consideration.  

The evaluation model is independent of the procurement method. What 
LOU refers to, in this case, is procurement in general.  

Johansson and Nilsson (2002) identify some problems concerning 
procurements of complex infrastructure contracts. The Swedish building 
sector is characterised by lower productivity than other industries, 
according to the authors. Competition is limited because of the small 
number of suppliers having the capacity of handling large contracts. To 
increase competition, a contract can be divided into several smaller ones. 
This. however, implies an increased need for coordination. 
Johansson and Nilsson (2002) also bring up economical risks as a 
problem in procurements. The larger the contract, the more difficult 
does it become for the tenderer to estimate the final costs. To avoid 
offering a price that is lower than the actual costs, the supplier adds a 
margin. Large insecurities, for example regarding rock quality, imply a 
large margin. This is called genuine contingency.  Providing 
comprehensive tender documents makes it easier for the suppliers to 
price the contract adequately, yet it is still difficult. The authors state that, 
irrespective of which supplier wins, genuine contingency can raise the 
costs for the client. 
The economic risk is also related to the size of the contract, according to 
Johansson and Nilsson (2002). Large projects are more difficult to 
predict and describe than small ones. Since the tender documents cannot 
comprise all aspects in detail, many issues have to be dealt with during 
the construction period. This does, in Sweden, often mean that the client 
has to pay. To sum up, a method for handling economical risks in large 
building contracts needs to be developed, according to Johansson and 
Nilsson. 

Negotiated procedure 

Negotiated procedure is defined by the Swedish procurement law, Lag 
om offentlig upphandling (LOU), in the following way: 

“Negotiated procedure regards a procedure in which the contracting 
authority invites selected suppliers and negotiates about the contract 
conditions with one or with several of the suppliers” (2 ch. 9 § LOU). 

Negotiated procedure implies negotiations with suppliers to obtain a 
final tender. It is to be used by way of exception (Gertéll, 2010). There 
are two variants of the process: With or without tender notice. The 
negotiated procedure can only be used if no bids, or only unsuitable bids, 
have been submitted in a traditional procurement or in a competitive 
dialogue. In that case, the contracting authority is allowed to discuss with 



Caroline Le Lann Roos TRITA LWR Degree Project 12:29 

 

8 

the tenderers and try to modify their bids to make them fit the needs of 
the authority. Only suppliers that fulfil the minimum requirements of the 
original tender documents can be invited to the negotiations. 
Furthermore, these requirements must not be changed. 

Another case where negotiated procedure can be applied is for example 
if the need of the authority can only be fulfilled by one single supplier, 
for example an artist (4 ch. LOU). This also applies if the procurement 
needs to be executed very urgently. This can for example be caused by 
floodings or epidemics (Gertéll, 2010). 

Competitive dialogue 

Competitive dialogue is a new procedure for public procurement that 
was introduced by the European Union 2004 (European Commission, p. 
1) and implemented in Swedish legislation on 15 July 2010 (The Legal, 
Financial and Administrative Services Agency of Sweden, p. 1). 

General description and aim 

The procurement can be applied within the classic sector (Falk, 2011), 
which implies public work contracts, public supply contracts and public 
service contracts. The Swedish public procurement law defines 
competitive dialogue as follows (translated): 

“Competitive dialogue is a procedure that all suppliers can request to 
take part in and where the contracting authority conducts a dialogue with 
the candidates who have been invited to take part in the procedure” (2 
ch. 9 b § LOU). 

Competitive dialogue contains elements from both procurement with 
pre-qualification and from the negotiated procedure. The procedure is 
envisaged to be flexible and to ensure sufficient competition, in order to 
create beneficial buying conditions for the public sector. It is believed 
that competitive dialogue might give rise to technical innovations, as it 
lets the market, instead of the authority, find the solutions. One of the 
main objectives of competitive dialogue is to satisfy the need of the 
contracting authority to discuss all aspects of the contract with the 
tenderers before the submission of the final tender. This especially 
regards procurements of complex contracts (The Legal, Financial and 
Administrative Services Agency of Sweden, 2010). 

The procedure is to be used by way of exception, meaning that 
traditional procurement, open or with pre-qualification, shall be applied 
if possible (Falk, 2011). The rigidity of regular procurement is considered 
as its main limitation (The Legal, Financial and Administrative Services 
Agency of Sweden, 2010). The number of complex contracts has risen 
over the years, which has caused the use of the negotiated procedure to 
rise correspondingly. This, however, limits competition and thereby the 
need for a new procurement procedure emerged (Hoezen and Hillig, 
2008).  

Application 

Competitive dialogue can be used when the contract can be considered 
”particularly complicated”, either technically, financially or legally. The 
client might know what result or function that is needed, but perhaps 
not what exact solution is the best one. In complicated cases, in 
particular, the procuring authority might not even be expected to have 
the competence to find any solutions. Instead, the market can be invited 
to find a solution for the client. If, on the other hand, the procuring 
entity is able to compile complete tender documents, competitive 
dialogue must not be applied, since it implies that competitive dialogue 
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would not be necessary in the case at hand (The Legal, Financial and 
Administrative Services Agency of Sweden, 2010). The definition of 
”particularly complicated” is yet to be accounted for in future case law. 
At the moment it is not completely clear in what procurements 
competitive dialogue is allowed to be applied (Losch, 2007). 

The principles of public procurement (described in 3.3) should all be 
respected in the application of competitive dialogue. Even if the exact 
outcome of the procurement is not known from the beginning, it is of 
great importance that the process is open and predictable for the 
suppliers (The Legal, Financial and Administrative Services Agency of 
Sweden, 2010). 

Procedure 

The process (Fig. 2) is similar to regular procurement. The main 
difference is the dialogue process, which can last a few months or more. 
Another difference is that the most economically advantageous tender 
should be selected instead of the tender with the lowest price 
(Nagelkerke et al, 2008). 

There are different alternatives to consider when planning the 
competitive dialogue. Pre-qualification can for example be used, but it is 
not necessary. Another issue is the choice of including a main tender 
(preferred solution). The authority then needs to develop tender 
documents, describing a solution. This solution can be very brief, and 
used as just a starting point for the dialogues. It could be also be used as 
the basis of a parallel procurement process, letting the suppliers tender 
on the preferred solution, just like in a regular procurement, before 
starting the dialogues. The dialogues are then executed as a way of 
evaluating the preferred solution, with the purpose of investigating if it 
can be improved. At the end of the dialogue phase, suppliers having their 
own solution prepare and submit it as an alternative tender. This means 
that each supplier can submit both an alternate tender and a main tender. 
All tenders, both main and alternative ones, are then to be evaluated 
according to the same evaluation model. 

The contracting authority can choose not to present a preferred solution 
and then include tenderers earlier in the process, starting from the 
beginning with the formulation of a solution. No preferred solution is 
then presented. The dialogue meetings can then start immediately and 
the ideas develop along the process. The meetings are conducted 
separately with each tenderer and require strict secrecy. The suppliers put 
forward proposals that are in accordance with the tender documents. 
Each proposal then receives feedback from the client. The idea is that 
the supplier will start by proposing a solution from a general perspective 
and together with the client eventually develop a solution, which is 
submitted as a final tender. The client should exclude inappropriate 
solutions along the process so that, in the end, the tenders from all the 
suppliers will have a high quality. 

In the negotiated procedure, discussions with suppliers are permitted 
only after the initial tender submission. In competitive dialogue, 
however, it is the opposite: Negotiations can only be executed before the 
submission of tenders. That is the main difference between negotiated 
procedure and competitive dialogue (Gunnehill, 2007). 
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Fig. 2. Process scheme of competitive dialogue. 

C O M P E T I T I V E   D I A L O G U E  
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Principles for procurement 
The Swedish public procurement law states some principles, stated by 
the European Union, for public procurement (translated): 

“Contracting authorities shall treat suppliers equally and without 
discrimination and undertake procurement in a transparent manner. 
Furthermore, the principles of mutual recognition and proportionality 
shall be fulfilled (1 ch. 9 § LOU).” 

“Contracting authorities should take into account environmental and 
social considerations in public procurement, if this is warranted (1 ch. 9 a 
§ LOU).” 

These principles are fundamental in all procurements and they often 
make the base in legal retrials of procurements, where justice seeks to 
find out if the contracting authority did abide by the principles or not 
(Gertéll, 2010). Since they are of such importance, they are explained and 
exemplified below: 

Equal treatment of suppliers means that all suppliers should be treated 
in the same way in all the stages of the procurement. For example, they 
should be given the same information at the same time (Gertéll, 2010). 

Non-discriminatory treatment of suppliers is a principle that gives 
suppliers from different countries of the European Union the same 
possibility of taking part in a procurement. Therefore, demands that 
exclude foreign suppliers cannot be made. An example of such a demand 
is the requirement of a domestic ecolabel (Gertéll, 2010). 

Transparency implies that public procurement shall be undertaken in 
an open and clear manner. All documents shall be comprehensible and 
available for all the suppliers simultaneously (Gertéll, 2010). 

Mutual recognition is to be furthered, meaning that certificates, 
diplomas et cetera issued by authorities in any European Union member 
country shall be valid in the procurement (Gertéll, 2010). 

Proportionality is to be furthered. This means that all demands put 
forward shall be relevant regarding the aim of the procurement. 
Consequently, requiring, for example, that suppliers have dual degree is 
not possible if this is not necessary in order to complete the task. The 
time limit for tenders, for example, also has to be reasonable according 
to what the procurement is concerning (Gertéll, 2010). 

Previous studies 

In studies of competitive dialogue, its disadvantages are often 
emphasised. The main concerns expressed are related to equality of 
treatment and secrecy. However, certain cases indicate that after the 
implementation of the procedure concerned actors have been optimistic 
about it. For example, this was noted in the experience from Denmark, 
where competitive dialogue was introduced in 2005 (Gunnehill, 2007). 
The author also mentions one of the main benefits with competitive 
dialogue, which is the early involvement of the market. The suppliers are 
regarded to have the best solutions and the latest technology, which can 
be taken advantage of when applying competitive dialogue. This is not 
possible to the same extent in traditional procurement. 

Equality of treatment  

Gunnehill (2007) and Olausson (2005) among others, have noted that 
there is a risk of the suppliers not being treated equally in competitive 
dialogue. This is because discussion and dialogue between supplier and 
client is enabled in the procedure. When all contacts are undertaken in 
writing, the information given by the client to the supplier is more easily 
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controlled. Competitive dialogue is based on dialogues between two 
active parties. This makes the fulfilment of an equal treatment of the 
suppliers a challenge where it is of great importance that no supplier 
receives more help than another. 

Secrecy 

Researchers have noted that many actors fear that the ideas of the 
suppliers might easily leak. (Gunnehill, 2007; Olausson, 2005; Hoezen 
and Hillig, 2008; Arts et al, 2006). The fear of so called “cherry picking” 
(meaning that authorities pick the best out of each tenderer’s solution) 
was substantial by the time of the introduction of competitive dialogue. 
Many suppliers still believe that this practice is extensive, whereas studies 
have shown that it is not. Contracting authorities have turned out to be 
very cautious in this matter, respecting secrecy, according to HM 
Treasury (2010). An issue related to this is the concern that suppliers 
would refrain from sharing their most innovative solutions for fear that 
they would be revealed to other suppliers (Losch, 2007; HM Treasury, 
2010). Suppliers have actually stated that they often wait until the end of 
the dialogue process before introducing their best ideas. The spreading 
of tenderers’ solutions is not at all rife. Despite this, many suppliers are 
concerned about it, which affects their behaviour in the dialogue process 
(HM Treasury, 2010). 

Complicacy of the procedure 

Another qualm is that competitive dialogue is too complicated and 
therefore not useful (Gunnehill, 2007). The review of HM Treasury 
(2010) confirms that the procedure requires significant amounts of 
external and internal resources on behalf of the contracting authority, but 
maintains that the introduction of competitive dialogue was successful. 
Most authorities studied by HM Treasury (2010) reported a need for 
increased competence, but several said that their resources were 
sufficient. The suppliers, however, had the opposite opinion. HM 
Treasury (2010) recommends some measures for the competitive 
dialogue to be successful despite its complexity:  

 Arranging training courses for employees within the public sector. 

 Employing a consultant for legal, financial and technical advice.  

 Setting an experienced person to lead the project. 

Ensuring competition 

The perception that competitive dialogue is complicated and requires 
more resources than other types of public procurement will, according to 
some studies, discourage small and medium size suppliers from taking 
part in it. If this is true, competition is at risk of being restrained (HM 
Treasury, 2010; Hoezen and Hillig, 2008). On the other hand, 
competitive dialogue enables the supplier to tailor the tender to the 
specific resources of the company, which probably is advantageous for 
small suppliers. In traditional procurement, the tender has to fit the exact 
requirements of the contracting authority (Yussuf Hassen, personal 
communication, 2012). Furthermore, Hoezen and Hillig (2008) highlight 
that the greatest strength of competitive dialogue is the possibility of 
addressing complex contracts and being able to do it without 
superseding competition. In the negotiated procedure, the element of 
competition is fairly limited, the authors argue. 

Obviously there are different opinions concerning the possibility of 
ensuring competition within competitive dialogue. There are, 
nevertheless, measures that could increase competition: 
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 Reimbursing bid costs (HM Treasury, 2010). Yet, the rewards offered 
by contracting authorities are often too small to stimulate any 
participation. The amount of money has to be rewarding to actually 
have an effect (Hoezen and Hillig, 2008). 

 Ensuring a transparent, efficient process with a consistent timetable. 
This would probably increase the general interest for participating 
in the procurement (HM Treasury, 2010). 

 Providing a supplier’s guide might facilitate participation for all 
companies, including the smaller ones (HM Treasury, 2010). 

 Down-selecting suppliers not to keep them in the process for longer 
than what is necessary (HM Treasury, 2010). 

Flexibility 

Losch (2007) states that competitive dialogue mainly will be used in cases 
where negotiated procedure mainly has been applied. Henceforth, some 
fear the fact that competitive dialogue offers less possibility of discussion 
between the two parties after tendering, compared to negotiated 
procedure. Negotiated procedure enables discussion for the adaptation 
of the tenders to the requirements of the client. Competitive dialogue 
only allows the client to ask for clarification of the tenders. On the other 
hand, the need for discussion after tendering might be smaller in 
competitive dialogue, because of the dialogues themselves, according to 
Gunnehill (2007). This is also indicated by HM Treasury (2010).  Besides, 
negotiated procedure is to be used only under certain circumstances. 
These circumstances are generally other than those permitting the use of 
competitive dialogue (Falk, 2011), which implies that there is no overlap 
between the two procedures. Per-Olof Andersson, senior procurement 
expert at Nacka municipality, (2012) confirms this fact. The negotiated 
procedure is to be used only in exceptional cases, for example when 
procurement has not lead to any acceptable tender or in cases of urgency 
(Hoezen and Hillig, 2008). 
The possible difficulties of stating the tender evaluation model early in 
the procurement is discussed by Hoezen and Hillig (2008). They 
summarise that the nature of competitive dialogue is such that deciding 
award criteria upfront might be difficult, which is why they question 
whether this is at all possible. The authors state that, during the dialogue, 
the contracting authority will learn how its requirements can be 
effectively met. Only then will it be possible to determine the parameters 
and their respective weight for selecting the most economically 
advantageous tender. 
Nagelkerke et al. (2008) compare the flexibility of the negotiated 
procedure with the flexibility of the competitive dialogue and conclude 
they are relatively equal during the procurement. After tender 
submission, the flexibility offered by the competitive dialogue is however 
limited. The authors suggest some measures to increase it: 

 Allowing small adjustments (beyond clarification) in the final tenders. 

 Omitting the identification of the exact evaluation model until later in 
the dialogue process. Instead, Nagelkerke et al. (2008) suggest that 
the essential parameters be published, either with a ranking list or 
with their weighting factors expressed in margins with minimum 
and maximum levels respectively. This is a possibility that is rarely 
employed by contracting authorities. It is advantageous because of 
the flexibility it offers. Both the possible solutions and the 
requirements of the authority might change in the extended 
dialogue process. On the other hand, Per-Olof Andersson (2012), 
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senior procurement expert at Nacka municipality, says that this is 
very delicate and can lead to complications, since it provides room 
for deliberately adapting the tender evaluation model to make it fit a 
specific tender.  

 Enabling the submission of variants, meaning tenders that do not 
fulfill the initial requirements set by the contracting authority. This 
allows tenders that are not anticipated but economically appealing. 
On the other hand, the comparison of tenders might be obstructed. 
The submission of variants is however not permitted, which is 
something that Nagelkerke et al. (2008) regret. 

Early contractor involvement 

Nagelkerke et al. (2008) discuss different ways of involving contractors 
early in complex infrastructure contracts. So called early contractor 
involvement is applied in the Netherlands (among other countries) and 
can be combined with competitive dialogue. The country’s traditional 
procedure for infrastructure development is similar to the methods 
practiced in Sweden. Several decisions are made long before contractors 
are involved. The final location of for example a road, and the detailed 
design of it are determined in the route determination/ EIA 
(environmental impact assessment) process, which is an extensive 
process that involves many different authorities. The decisions made in it 
are legally binding and must, in principal, not be changed. This implies 
that possible solutions from future suppliers might have become 
impossible to implement. For this reason, early contractor involvement 
was introduced. The authors indicate that it can encourage innovations, 
as the suppliers are given more acting space. It might also help save time 
and money, since several procedures are run parallel instead of in a 
sequence. 

Early contractor involvement can be undertaken in two ways, either by 
parallelisation or by interweaving. Parallelisation implies a tender 
procedure which runs parallel to the route determination/ EIA 
procedure with no exchange of information among them. Interweaving 
means that the tender procedure is interwoven with the route 
determination/ EIA procedure, with a constant exchange of 
information. The authors believe that the combination of early 
contractor involvement and competitive dialogue can help stimulate the 
innovative power of the suppliers.  

Innovations 

There are different opinions regarding the ability of competitive dialogue 
to stimulate contractors to come up with innovations. Nagelkerke et al. 
(2008) state that competitive dialogue does stimulate innovations. The 
main incentive for this would, according to the authors, be a need to be 
efficient during the contract period and the possibility to win the 
procurement. In other words do the suppliers profit from finding good 
solutions. Hoezen and Hillig (2008), on the contrary, mean that there is a 
conflict between equal treatment and the principle of non-disclosure of 
the suppliers’ confidential information. This would result in hindrance of 
innovation, since the client is prevented from sharing the best solutions 
with all participants. Instead of being able to let all the contractors tender 
for a solution which would be combined from the different suppliers’ 
tenders, the client has to accept the solution of one supplier, say the 
authors. This is due to the obligation for secrecy. Apart from this, the 
authors mean that the chances for good solutions are high since the 
suppliers can base their tender on their own specialism and avoid works 
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from which they have little experience. Finally, Bröchner (2010) finds 
that the way of undertaking the procurement has no significant effect on 
the tendency to innovate. 

In the case study of this thesis, some additional conclusions on the room 
for innovations in competitive dialogue will be drawn. 

Case study: The procurement of the Kvarnholmen link 

Description of the project 

Kvarnholmen is an islet in the area of Nacka, east of central Stockholm 
(Fig. 3). It is an old industrial area but is now under intense urban 
development. Residences for 5 000 people are to be built within the next 
10 years. Nacka municipality, in general is also growing fast. In total, it 
has 90 000 inhabitants. Today, one has to travel via a detour of 5 
kilometers if going from Kvarnholmen to central Nacka. This is why the 
municipality sees the Kvarnholmen link as an important matter. The 
connection will stretch from Kvarnholmen towards central Nacka (Fig. 
4). A 195 meter long bridge will be built over Svindersviken, from 
southeastern Kvarnholmen to Ryssbergen, an ancient woodland about to 
become a natural reserve. The bridge will connect to a 310 meter long 
rock tunnel leading to a road towards route 222, Värmdöleden, and 
central Nacka. Connecting roads and a bicycle path-bridge are also 
included in the project (Nacka municipality, 2011).  

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

Fig. 3. Kvarnholmen in the red circle (Hitta.se, 2012). 
 



Caroline Le Lann Roos TRITA LWR Degree Project 12:29 

 

16 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Choice of procurement procedure 

The Kvarnholmen link was procured with competitive dialogue due to 
its complexity. Furthermore, municipalities do not normally build 
bridges and tunnels, as does the Swedish Transport Administration. 
Nacka municipality is therefore not an experienced client when it comes 
to that kind of infrastructure. Moreover, the technical complexity was so 
high that the technical consultant could not assure that the chosen 
solution was the best at hand. For these reasons, competitive dialogue 
was chosen for the specification of the client’s needs. The suppliers were 
believed to have much knowledge regarding what solutions are suitable, 
mainly because of their experience of calculating and minimising 
production costs.  

In 2009, an architectural competition for the aesthetic configuration of 
the new bridge was carried out. At the time, it was believed that the 
geologic conditions of the southern bridge abutment were good. No 
foundation problems were expected. Rundquist arkitekter AB won the 
competition with a gold metallic steel bridge, whose cost they had 
estimated to 300 million SEK.  

Fig. 4. Map 
showing the 
future location of 
the Kvarnholmen 
link (Nacka 
municipality, 
2009). 
 

Fig. 5. Definition of needs. 
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Later on, it was realised that the rock quality in fact was extremely bad. 
One of the two bridge abutments was planned to land by the water’s 
edge on the south side, which was discovered to be geologically 
problematic. This would imply very large cost increases in the 
production phase, no matter if the supplier would be informed of the 
geological problems or not. The client is always responsible for the rock 
quality in building contracts.  

When competitive dialogue was implemented into Swedish legislation, 
and thereby became an alternative, Nacka municipality decided to apply 
it. This was a way of investigating if a less costly, but still qualitative, 
solution could be developed.   

Nacka municipality  undertook the procurement together with ÅF (Fig. 
5). Since competitive dialogue was introduced in Swedish legislation very 
recently, it was completely new to all the members of the project 
management. The procurement was realised by studying the available 
literature and discussing, with much help from the procurement entity of 
Nacka municipality.  

Pre-qualification 

A tender notice, which described the project in general but without 
including tender documents, was published. Pre-qualification (Fig. 6) was 
to be applied and three suppliers would be invited to participate in the 
dialogue and to tender. Nacka municipality had set up a number of 
demands, which had to be fulfilled for the supplier to be invited to tender: 

 A specific level of liquidity had to be obtained.  

 None of the supplier’s representatives must be sentenced for bribe, 
fraud or money laundering for example.  

 The above demands needed to be fulfilled also for possible 
cooperation partners. These also had to be named.  

 The supplier was demanded to have a yearly turnover within civil 
construction of at least 500 million Swedish crowns (SEK), the last 
three years.  

 A system for quality assurance needed to be applied by the supplier. 

 The application had to be complete since LOU does not allow 
subsequent changes of it. 

 The supplier needed to have experience of producing a steel bridge 
longer than 100 meters and of a tunnel longer than 250 meters. 
Both projects were to comprise of more than 100 million SEK. 

 The staffing and the experience of each person and of the company 
were to be reported. 

 Documents certifying the fulfilment of the above demands were to 
be attached to the application. Regarding the implemented projects, 
references were demanded. These would be contacted and asked to 
assess the result from different aspects: Quality, economy and time.  

 

The assessment would result in points. Finally, the three suppliers with 
the most point would be invited to participate in the competitive 
dialogue. Seven suppliers asked to take part in the procurement and out 
of them, five actually got the same number of credits. This lead to 
selection by the drawing of lots, which is allowed in LOU but of course 
not optimal. 
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Main tender 

As stated earlier, a bridge design had already been produced, conceptual 
design documents were established. Architect Henrik Rundquist had 
developed the configuration of the bridge (Fig. 7), for which technical 
consultant ELU had produced the conceptual design documents. 
Technical consultant Ramböll had done the same for the tunnel (Fig. 
11), the bicycle path-bridge and the connecting roads and was also the 
coordinating consultant. Since the gold-metallic bridge was already 
designed, complete tender documents existed. It was decided that these 
would be the material for the main tender, in discourse sometimes called 
the preferred solution. The suppliers, which were invited to take part in 
the procurement, were hence asked both to submit a main tender and an 
alternative tender.  

The procurement was therefore more or less divided into two parallel 
processes. When the result from the pre-qualification was known, the 
suppliers were to work on their main tender and after a couple of 
months submit them. The suppliers had the possibility to send their 
questions by e-mail, which is the same approach as in traditional 
procurements. Nacka municipality answered the questions which were 
related to the main tender. When the main tenders were submitted they 
were not opened, but locked in, so that the municipality’s representatives 
would not be affected by their content.  After the submission of the 
main tenders, the actual competitive dialogue began. From this moment, 
the suppliers were allowed to ask questions regarding the alternative 
tenders. 

Fig. 6. Pre-
qualification. 

Fig. 7. Steel bridge, seen from below, by Henrik Rundquist (Nacka 
municipality, 2009). 
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              Indicative tender    Preliminary tender    Final tender 

 

 

 

 

Fig. 8. Overview of the different tenders in the procurement of the Kvarnholmen link. 

 

Alternative tenders 

When it came to the alternative tenders (see Fig. 8), the suppliers were 
encouraged to disregard the main tenders and to focus on finding new 
solutions. For the competition with the main tender to be as fair as 
possible, it was of great importance that the client did not know about 
the main tenders. This was why they were locked in after having been 
submitted. 

Apart from the alternative tender, a so called indicative alternative tender 
was also to be submitted. The deadline for this was the same day as the 
main tender and would include the overall solutions proposed by the 
tenderer as well as a rough estimation of the price. It could be one 
solution or more. An approximate price was also requested. The ideas 
having been put forward in the indicative tender were to be discussed in 
the dialogues. 

One week before the submission of the final, alternative tender, the 
suppliers were asked to send in a preliminary tender. The idea of this was 
to ensure that the final tender really met all the formal requirements, so 
that there was no risk of unnecessary disqualification.  

Dialogue meetings 

Three dialogues (Fig. 9) were conducted separately with each of the three 
tenderers, for the sake of secrecy. All of them took place at the ÅF head 
office in Stockholm. The participants from the client side were more or 
less the same in all meetings (Table 1).  

 

 

 

 

Role Description 

Project director Leads the project together with the project manager. 

Project manager Leads the project together with the project director.  

A project engineer  Coordinates the project. 

Procurement experts  Legal experts, specialised in public procurement. 

Technical experts  
Experts within rock engineering, bridge construction 
and road design. Discusses technical aspects with the 
suppliers.  

A communication analyst 
Ensures efficient communication between supplier 
and client. 

The author of this thesis 
Assists the project management as well as performs 
the action research. 

 
 
 
 

Main tender Alternative tender 

Table 1. Client’s participants in the dialogue meetings 
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Fig. 10. Future 
tunnel (Nacka 
municipality, 2009). 

 
 
 
 
 
 
All meetings followed the same strict pattern and were organised in the 
same way. The project director or the project manager lead the meeting 
and began by informing about the aim of the dialogues. It was also 
ensured that all participants had signed the secrecy agreement. Those 
who had not previously signed did so before the meeting proceeded. In 
the first dialogue, the principles for public procurement according to 
LOU were presented. Some rules for the dialogues were also presented. 
The same person (the author of the thesis) acted as a secretary during all 
meetings. One person from the client and one from the tenderer to 
revise the minutes of meeting were also elected. Within a couple of days 
after the meeting the record would be sent to and attested by the 
tenderers, and finally signed. The records, like all documents regarding 
the procurement, were protected by the procurement secrecy. 
Communication before and between the dialogues was conducted as 
written questions answered by the client. The answers were discussed 
during the dialogues and the tenderer had the possibility to ask further 
questions. 
Nacka municipality emphasised a few issues which would be in focus of 
the suppliers’ work. One challenge was to find solutions that would be 
more adapted to the geologically weak area. Another challenge was to 
minimise to contract’s impact on the sensitive Ryssbergen area. 
In the first dialogue, the supplier presented its indicative tender, which 
was submitted one week prior to the start of the dialogue phase. The 
client’s representatives asked questions regarding the tender and could 
also tell what solutions were not suitable. The suppliers did also ask 
questions. Distinction was made between general respectively specific 
questions. The answers to the general questions were considered as 
information, which all tenderers had the right to know, with respect to 
the principle of equal treatment of suppliers, according to LOU. The 
specific questions were related to the alternative tender and the supplier’s 
own solutions. The meeting participants agreed on what questions 
should be treated as separate respectively general ones. The answers to 
the general questions would be sent to all tenderers.  Some of the 
questions could not be answered on the spot. Instead, they were 
answered in writing a few days later. Everything was documented. Both 
the tenderer and the client had the possibility to ask for a separate 
session at any time during the dialogues. One or two separate sessions 
were normally conducted during a meeting. The participants from Nacka 
municipality were all the time carefully controlling what was said to each 
 
 
 
 
 
 
 
 
 
 
 

Fig. 9. Dialogue 
phase. 
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 supplier, since the slightest mistake could ruin the whole procurement. 
The project management met once a week during the whole process, 
communication and strategies, among others, were discussed. 
The second and the third dialogue, respectively, did not include any 
general presentation of competitive dialogue or of the legal aspects. The 
meetings focused on the solutions which had been processed and 
improved by the tenderer. The dialogues were intended to result in one 
final solution which was considered the best one. This solution would 
make out the final tender.  

Outcome of the dialogues 

All suppliers proposed ideas (Fig. 11) that in some way would improve 
the contract, either by optimising the technical solutions or by making it 
cheaper.  

One of the suppliers, B (Strabag), ended up by providing a tender that 
consisted of a new version of the main alternative, with only the price 
having been changed. The price was lowered, compared to supplier B:s  
main tender, which was handed in five months earlier. In the indicative 
tender, supplier B did come up with an alternative bridge and 
improvements regarding the tunnel. However, some of these ideas were 
not suitable, according to Nacka municipality. The bridge foundation, 
for example, was partly situated in the water. This was not allowed. 
Concerning the remaining ideas, which were appropriate ones, supplier B 
did not want to bear the risk.. During the whole process, the project 
management stressed that any new solution proposed by the tenderer 
must include the responsibility for its risk. All solutions, for which the 
tenderer did not agree to bear the risk, were refused by the municipality. 

 The other two suppliers had various ideas regarding both the bridge and 
the tunnel. The same issue with bearing risks emerged for one of these 
suppliers, C (Bilfinger Berger). The other, supplier A (Veidekke), found it 
evident that the supplier, which comes up with an idea is responsible for 
the risk of it. C eventually decided to bear the risks for its solutions. 

A:s final tender consisted of a simple and, according to the evaluation 
team, not so elegant bridge. In contrast to the original bridge, this bridge 
was straight. Nacka municipality had asked A to style the bridge and to 
improve its aesthetic, which is why A involved an architect, which 
among others gave it a red colour. A also chose to propose a 
prolongation of the rock tunnel which both would be cheaper and 
decrease the tunnel’s environmental impact.  

C proposed three different bridge types. According to the preferences of 
Nacka municipality C developed their ideas and eventually tendered an 
arch composite bridge. They also proposed some solutions for the 
tunnel, among other things a similar prolongation of it as the one that A 
came up with.  

 

Fig. 11. 
Tendering. 
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Tender evaluation  

The evaluation of all tenders (Fig. 12) was made according to a strict 
evaluation model, which was presented in the tender documents. The 
tenders were given points according to different aspects (Tables 2-5), 
after which the scores were weighted (Table 6). The most economically 
advantageous tender was to be elected, which is not necessary the same 
as the cheapest tender. This means that the price was not the only  

parameter considered, even if it was fundamental, with a weight of 70 %. 
It was difficult to win the procurement with a tender that did not have 
the lowest price, but it was still possible. 

  

 

Table 2. Calculation of credits for the price of each tender (Nacka municipality, 2011). 

Table 3. Template for evaluation of best solution (Nacka municipality, 2011). 

Fig. 12. 
Evaluation of 
tenders. 
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Table 5. Template for evaluation of environmental consideration  
(Nacka municipality, 2011). 
 

Table 4. Template for evaluation of  tetenderer’sorganisation (Nacka 
municipality, 2011). 
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For the evaluation to be as objective as possible, it was made in a very 
strict way, with different juries assessing the tenders and giving them 
credits. The price was hid until the scores were complete1. In this case, 
the time invested in developing the assessment model did pay. Most 
procurement team members agree that the parameters, and their relative 
weight, turned out to be the ones which would lead to the tender, which 
best fulfilled the requirements of Nacka municipality. Some 
modifications could possibly have improved the model, but overall it was 
an accurate one. 

The parameter best solution was given the weight 15 %. This term 
included design and maintenance. Tender’s organisation was given the 
weight 5 % and implied the competence and experience of the supplier’s 
key professionals. It was divided into tunnel, bridge and total. 
Environmental consideration was given a weight of 10 % and was 
divided into environmental consideration during the construction period 
respectively afterwards.  

The results from the tender evaluation (Tables 7 and 8) show a very 
small spread in quoted price (9,5 million SEK) between suppliers B and 
C, which could be interpreted as a result of competition. It could also 
indicate leaks, making the price levels converge. A:s alternative tender 
was, nevertheless, much more expensive, around 45 million SEK higher 
than the winning tender. This may be taken an indicator for a well-kept 
secrecy.  

Table 7. Result of tender evaluation: Main tender. The tender with the 
lowest price is marked in grey (Nacka municipality, 2012). 
 

 Supplier Price [SEK] 
Design and 
maintenance 

Organisation 
Environmental 
consideration 

A 347 122 096 8 0 6 

B 299 980 000 8 8 6 

C 304 410 139 8 2 6 

 

 
Table 8. Result of tender evaluation: Alternative tender. The tender with the 
lowest price is marked in grey (Nacka municipality, 2012). 

 

 Supplier Price [SEK] 
Design and 
maintenance 

Organisation 
Environmental 
consideration 

A 298 574 000 4 0 10 

B 263 000 000 8 8 6 

C 253 504 424 5 10 10 

 

 

 

                                                      
1 By secrecy reasons, no details from the tender evaluation will be accounted for 
here. 

Table 6 Weighting of parameters (Nacka municipality, 2011).  
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Winning tender 

Supplier C, Bilfinger Berger, won the procurement with their composite 
arch bridge (Fig. 13-14) and a tunnel that is similar to the original one, 
but whose rock tunnel is prolonged. The tender got high scores in the 
tender evaluation and was offered at a lower price than the other tenders: 
253 million SEK (~27,2 million EUR).  

This tender has several benefits. Not only is the bridge considered as 
beautiful by many. The foundation of it is furthermore advantageous. 
The construction of the arch bridge has a foundation that firstly is 
significantly smaller than the original one. This reduces the 
environmental impact. Secondly, the bridge is founded in a way that 

Figure 13. Winning tender (Bilfinger Berger, 2011). 

Figure 14. Winning tender (Bilfinger Berger, 2011). 

Figure 15. 
Contract. 
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completely avoids the worst rock. This reduces the economic risk that 
Nacka municipality would have had to take if the main alternative would 
have won. This huge advantage could, however, not be included in the 
tender evaluation, since the assessment model did not include such a 
parameter. This did appear as problematic. The question is though if it 
would at all have been possible. That is something for future researchers 
and authorities to determine. 

In addition to this, the winning tender implies a prolonged rock tunnel, 
compared to the main alternative, which Nacka municipality thought 
would reduce the environmental impact. This is particularly beneficial 
because of Ryssbergen’s high sensitivity. The need for excavation is 
decreased because of this, which protects a great part of the forest above 
and reduces noise and traffic during the construction time. 

The main tender with the lowest price cost 300 million SEK (supplier B). 
This sum gives a hint of what the main alternative (the golden steel 
bridge) would have cost, had traditional procurement been used instead 
of competitive dialogue. In other words, applying this procurement 
procedure may have resulted in a cost saving of almost 50 million SEK. 
To this, a very large decrease in economic risk needs to be added. This is 
due to the beneficial foundation of the winning arch bridge. Hence, the 
high costs of the competitive dialogue seem to have paid.  

What is also interesting is that the second best alternative tender was 
identical with the main tender, but had a lower price: 263 million SEK. 
The price abatement was enabled by the dialogue process, which gave 
the supplier in question new information. This proves that the more 
information that is given to the contractors, the more accurate becomes 
the final price. 

Lessons learned from the case study 

In this chapter, the most important conclusions I drew from the 
procurement of the Kvarnholmen link will be presented. Generally, it 
turned out that most of the conclusions from the case study were other 
than those put forth in the previous scientific studies. 

The planning of infrastructure projects 

The procurement raised the question of how to best plan infrastructure 
projects. An important issue was the land use plan and the long process, 
which lead to it. The danger is a conflict between competitive dialogue 
and the fact that land construction plans need to be anchored among the 
citizens and their aim is to make urban planning transparent. The idea 
with the dialogue meetings is that solutions should be excluded along the 
way in the dialogue process. However, this requires that the project 
management really has mandate to take such decisions, which is delicate 
in a municipality. The planning officers need to make room for 
alternative solutions in the land use plan. There is an important balance 
between the citizens’ request for predictable urban planning and the 
space for innovations within competitive dialogue. The question is how 
it can be elaborated to make the best out of competitive dialogue.   

The politicians are those who take the final decision and they need to 
balance between design and cost. The plan process had come up with a 
certain solution, which was approved by the citizens. This is delicate.  
Before rejecting the decision to build a golden steel bridge, politicians are 
interested in how large savings can be made by doing this. However, the 
client has no information about the cost of the original bridge and 
tunnel, since they cannot see the main tenders that each of the supplier 
has submitted. Neither can the client know what each of the alternative 
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tenders will cost at the end of the competitive dialogue process. In the 
connection of the Kvarnholmen link, the suppliers did not offer any 
price until the submission of the final tender. Therefore, they are unable 
to find out the saving potential, which in fact is necessary information 
for taking the decision. A granite wall can be used to exemplify this. One 
supplier proposed that the granite be replaced by some artificial material 
that looked almost like granite. To approve this proposal, one has to 
know how much money can be saved by doing this.  

Another, more general, problem related to this, regards the architectural 
competition. In the procurement of the Kvarnholmen link, conducting 
the architectural competition at an early stage turned out to be 
unnecessary. At the time of the competition, very little information 
about the geologic conditions on site was known, for example. This was 
one of the reasons why the bridge that won the competition turned out 
to cost around 100 million SEK more than what was stated at the time 
for the designing of the bridge. However, it was elected partly for its low 
price. This is problematic and it points to the fact that the architect is not 
obliged to actually keep the budget, and has no incentive to do so, which 
a supplier has. Therefore, it is somehow inappropriate to let the architect 
more or less govern the final result and thereby also the final cost of the 
project. 

The combination of competitive dialogue and early contractor 
involvement has been discussed in Nagelkerke et al. (2008). This may be 
an alternative for an early involvement of the market actors. In 
infrastructure projects. Perhaps the architectural competition could also 
be included, by the suppliers, in the competitive dialogue. The evaluation 
of the design would then be conducted when the tenders are assessed. 
The design aspects would be interweaved and evaluated together with 
other important aspects, instead of forming a rigid framework for the 
whole project. 

The inclusion of a main tender 

The suppliers were involved relatively late in the Kvarnholmen link 
project, which definitely had advantages. The greatest one was that a 
large part of the job already was done, since a solution was already 
designed. Even if this solution was not satisfying, it gave the project a 
direction from the beginning, which shortened the dialogue process. It 
lasted for four months, while a dialogue process with three tenderers and 
no main alternative is estimated to take around 80 weeks (The Legal, 
Financial and Administrative Services Agency of Sweden, 2010). 
Furthermore, the client does not have to pay for the same designing 
three times (if there are three tenderers). That is if the client reimburses 
bid costs, which was the case in the Kvarnholmen link procurement. 
Another advantage is that there is a “backup” solution, if the suppliers 
fail to find appropriate solutions or if nobody or too few actually tender.  

Including a preferred solution does bring complications. First, both the 
client and the contractors were limited by the main tender. The general 
viewpoint was that this alternative was hard to outperform.  

In the procurement of the Kvarnholmen link, the idea was that it would 
be difficult, but possible, to defeat the main tender. All tenders were to 
be compared in the pre-defined assessment model, but the main tender 
was already given high scores, for example 4 out of 6 points regarding 
the design. For this comparison to be possible, the tenders had to be 
comparable.  
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The above problem can be exemplified by an issue regarding a smoke 
shaft going from the tunnel upwards. Nacka municipality had, before the 
start of the procurement, discussed whether the shaft should be included 
in the tender documents or not. Both the main and the alternative 
tenders were to be evaluated according to the same model, which is why 
it was essential that it be done in an equal way. All suppliers proposed 
the removal of the shaft leading away the smoke from the tunnel in case 
of a fire.  This lead to the municipality re-evaluating the need for the 
shaft and it turned out that the shaft was not actually necessary. 
However, removing it would prevent a comparison of the alternative 
tenders with the main tenders, since the tenders without the shaft would 
be cheaper. Nacka municipality had to refuse all solutions without the 
shaft, to enable fair competition. 

Moreover, all procurements have to be transparent in compliance with 
LOU. The prerequisites specified in the tender notice must therefore not 
be changed. Some supplier might theoretically have resigned from taking 
part in the procurement because of its content. What could be changed, 
though, are the requirements of the tender documents, which were 
distributed only among the pre-qualified suppliers. But this is only 
possible if the tenderers involved approve the change, appropriately in 
writing.  

The choice of including a main tender or not is obviously essential, 
because of its impact on the procurement.  

The limiting impact of the tender documents 

In the procurement studied, the importance of formulating the client’s 
needs in a well contemplated way was evident. Particularly indicating 
some aspects for the tenderers to focus on while developing their 
solutions appeared useful. The documents published in the public tender 
notice are fixed and must not be substantially changed. Such 
modifications could change the possible set of participating suppliers. 
Even if it turns out in the dialogues that the needs of the contracting 
authority can be met by altering the pre-defined requirements, this is not 
permitted. It is important to bear this in mind when formulating the 

tender notice. Losch (2007) states the following: “The dialogue phase is 
as broad as the definition of the authority’s needs in the descriptive 
documents allows it to be.” Henceforth, she argues that broadly defined 
needs should not be in need of being changed if thoroughly prepared. 

Distribution of risk 

The suppliers in the procurement studied turned out to be unexpectedly 
unwilling to take risks. They willingly came up with innovative solutions 
but generally wanted Nacka municipality to bear the risk. All tenderers 
taking part in the dialogue did for example propose that the rock tunnel 
be prolonged, since they judged that this was possible and would save 
money. It would also save trees in the sensitive Ryssbergen area, as the 
size of the shaft for the concrete tunnel would diminish. Only one 
supplier was, however, willing to bear the risk for this proposal in the 
beginning of the procurement. The other ones were not willing to do 
this at first, even if the winning tenderer ended up by accepting to bear 
the risk. The remaining tenderer argued that the client should also be 
willing to bear the risks of the new solutions, and not only the supplier. 
The risk, in this case, means the economical responsibility, should there 
be any problem with the construction. 
This approach permeated the dialogue process and is problematic for 
competitive dialogue in general. The interest of the contracting entity is 
generally not to increase its risk taking, but to give the market a chance 



Competitive Dialogue in Practice 

 

 29 

to find qualitative solutions. Nacka municipality wanted the cost for the 
supplier’s risk to be included in the final price of the tender, for the total 
cost of the project to be predictable to a large degree. If competitive 
dialogue is to be successful, the risk issue must be solved. Nagelkerke et 
al. (2008) proposes that the risk be allocated to the part which best can 
bear it. In the dialogue, the client and the contractor would then estimate 
the different risks. Then, according to the degree of risk born by the 
supplier, a fictitious price is added to or subtracted from the tender. 
However I find it hard to see how this could be implemented in another 
way than how Nacka municipality wanted it in the Kvarnholmen link 
project. Nevertheless, it is possible that the proposed way of allocating 
risk would suit kinds of procurements other than infrastructural ones. 
Adequate resources 

In the procurement of the Kvarnholmen link, it turned out that 
involving legal expertise is important. Complicated questions often arose, 
since both the procurement procedure and the contract was complex. 
The process would have been more efficient, had the required expertise 
been available when needed. This was also something that some of the 
interviewees brought up. On the other hand it must also be said that 
many of those who took part in the dialogues did not have enough legal 
knowledge, especially in terms of LOU and competitive dialogue. Hence, 
a lesson learned is that the complexity of competitive dialogue requires 
more than technical expertise from the people involved. This both 
concerns consultants and people from the contracting authority. Finally, 
it is recommended to let an independent project organisation lead the 
procurement. This leads to an easy decision-making and to an efficient 
process. 
Cost of a competitive dialogue procurement 

It is undeniably so that the application of competitive dialogue is costly. 
A lot of people are involved during a considerable time. In the 
procurement studied, it is beyond all doubts so that the investments did 
pay, which is an important result. The total cost for it is estimated to 4,4 
million SEK, including the reimbursement for bid costs to the two 
suppliers that did not win the contract. The implementation of a 
procurement that applies the traditional procedure normally costs 
around 1 million SEK. This should be compared to the total saving 
made in the procurement. The price of the winning tender should be 
compared with the price for the tender that would have won the 
procurement, had competitive dialogue not been used. This gives a total 
saving of 46,5 million SEK2 thanks to the application of competitive 
dialogue. 

If competitive dialogue also reduces the risk for correctional and 
additional works3 during the contract (Per-Olof Andersson, personal 
communication, 2012) the calculation looks even better. In the 
Kvarnholmen link case the risk was reduced. Probably up to 80 million 
SEK was saved because of this, according to the estimation of Nacka 
municipality. 
Equality of treatment  

The concerns about difficulties in treating tenderers equally in 
competitive dialogue are understandable and in a sense just. Although  
oral communication is a necessary component of the dialogue process, it  
makes competitive dialogue a challenge.  Transparency and equality of 

                                                      
2 299 980 000 SEK - 253 504 424 SEK = 46 475 576 SEK  

3 Ändrings- och tilläggsarbeten (ÄTA) 
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treatment are essential parameters that must permeate the whole process. 
It is important to be very strict during the dialogue and to carefully think 
about what one says and which tender it concerns. For this reason it is 
advisable to let the tenderer speak and not to ask questions about 
solutions that the tenderer is not bringing up during the conversation. It 
might be helpful to have the tender in question in front of you, 
preferably in a digital version. All papers concerning the supplier or its 
solution must be destroyed at the end of the dialogue. However, it is 
likely that contracting entities will get used to this as competitive 
dialogue becomes more common. 

The secrecy is strict when it comes to the circulation of the solutions of a 
tenderer. There are however uncertainties regarding this. Another issue 
of concern is the definition of cherry-picking, which is not permitted in 
public procurement. Suppose that a supplier proposes a minor change in 
the construction that would save a lot of money. The solution is not at 
all new. It is in fact very common, but was not considered in the actual 
project. The client considers this a good idea and would like to 
implement it. During the construction phase, small changes can be made 
according to the wish of the client, as long as the changes do not 
substantially change the tender. This is a practice that is commonly used. 
This raises some questions that, from a legal point of view, are in need of 
being straightened out: Would it be allowed for the client to ask the 
winning supplier, whoever that is, to realise the proposed modification? 
Or would this be considered as cherry-picking? This might be something 
for future case law to tell.  

Timetable 

As mentioned earlier in this thesis, it is beneficial to abide by the 
timetable. This facilitates the supplier’s participation in the procurement, 
as it helps making the process transparent. However, the timetable, as 
well as the last day of tender submission, quite often needed to be 
changed in the procurement of the Kvarnholmen link. This emphasises 
the significance of planning and of establishing a realistic timetable. 

Tender evaluation 

The choice of evaluation model has to be made very carefully, since it 
will have a huge and definitive impact on the outcome of the 
procurement. This especially concerns procurements where the 
competition between submitted tenders is close, which was the case in 
the procurement of the Kvarnholmen link. In this case, the chosen 
evaluation model seemed to be the most suitable one, apart from some 
details. There might be other situations where the assessment model is 
even harder to define.  

Some obvious conclusions can be drawn from the tender evaluation: 

 Finding independent people, able to make objective decisions, for the 
tender evaluation is very difficult. Generally, one can say that many 
of those having worked with the main alternative (sometimes for 
several years) had difficulties not to favour it.  

 Specialists with no involvement in the procurement should make the 
tender evaluation. Those who have taken part in the dialogues, the 
project management, must however ensure transparency. This 
means that the requirements of the contracting authority should be 
clear throughout the whole process. This is of uttermost 
importance. No “new” sub-criteria can be included in the 
evaluation phase, no matter how important they might be. In other 
words it is too late to introduce other aspects than those which 
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have been in focus during the dialogue phase. The project 
management knows the requirements of the procuring entity very 
well and what was said in the dialogues, by both the client and the 
suppliers. The need for the involvement of project management 
members can be exemplified by regarding the assessment of the 
environmental consideration of the tenders in procurement of the 
Kvarnholmen link. In the dialogues the client had been focusing on 
the importance of protecting the Ryssbergen area, why the suppliers 
had focused on this when developing their solutions. For this 
reason, it was essential that this was valued in the final assessment.  

 Finally, the assessment model should have included a larger number 
of possible grades. As an example, the aesthetic configuration of the 
solutions could be given either 0, 1, 4 or 6 credits. At the time of 
the evaluation it became obvious that all the discrete numbers from 
0 to 6 should have been possible for the suppliers to obtain. This 
would have made the evaluation fairer. Since the complete 
assessment model was published in the tender documents, the 
number of grades could not be changed, for the sake of 
transparency.  

Interviews and questionnaire 
Interviews (appendix 1) were conducted in the final phase of the 
procurement of the Kvarnholmen link with some of the key members in 
the client team: Project manager, project engineer, procurement experts 
and the communication analyst. The result from the interviews is 
presented below, sorted according to the aspect of competitive dialogue 
being discussed.  

To broaden the analysis of the procurement, the participating suppliers 
were also invited to share their views. They were sent a questionnaire, to 
be filled out before the outcome of the procurement was known. They 
had the possibility of sending the answers afterwards, but were asked to 
write the answers before. Two suppliers used this possibility. The 
contractors’ answers are also declared below. 

 Prior knowledge required for the implementation of a competitive dialogue 

Client: All interviewees thought that implementing competitive dialogue, 
being the most complex procurement procedure, requires a lot of 
knowledge about and experience from public procurement. 
Furthermore, the Kvarnholmen link case was complicated in a technical 
way. To be able to discuss with the suppliers, the client needs to have the 
same technical knowledge as them. This requires the participation of a 
lot of specialists during a long time. 

Suppliers: Both the suppliers mean that competitive dialogue mainly 
requires a competent client team, especially when it comes to technical 
and legal skills. It is important that the client has its own technical 
knowledge to be able to evaluate the solutions proposed by each 
supplier. Having to trust the consultants may result in low productivity, 
since consultants tend to defend their own solutions, according to one 
supplier. 

The possibility of including a main tender in the procurement 

Client: The general view is that the inclusion of a main tender has both 
advantages and disadvantages. On the one hand the main tender can act 
as a key, which can be used would the dialogue process fail. It 
significantly shortens the process and gives it a direction. One of the 
interviewees says that starting from a main tender is necessary. It would 
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be very hard to present a budget to the politicians otherwise, he 
continues.   

On the other hand, both the client and the suppliers are at risk of being 
limited by the main alternative. Most agrees that this was the case in the 
procurement, mainly because all participants thought that the main 
alternative was qualitative.   

Still, the impression is that it was successful to include the gold metallic 
steel bridge in the procurement. 

Suppliers: The suppliers are of different opinions in this matter. One of 
them means that the inclusion of a main tender is necessary, for the 
process to be efficient. The problem with this, however, is the limiting 
impact of the main tender. The other supplier would prefer a 
competitive dialogue without any main tender. Instead, the client could 
develop some overall draughts on which the suppliers could base their 
solutions.  

Successful aspects of the procurement  

Client: More or less the same issues come up in all the interviews: The 
communication was efficient and the collaboration was good, both 
within the group and with the contractors. The participating suppliers 
were dedicated and creative. Generally, all the people involved in the 
procurement have been willing to make the absolute best out of it, says 
one person that is interviewed. Another one says that the right resources 
and the right amount of time was reserved for the project 

Suppliers: The suppliers seem to be relatively satisfied with the 
procurement. Planning was made in a good way, says one, who also 
mentions that the support regarding competitive dialogue in itself was 
good. The other supplier writes that most things were good, apart from 
what is brought up in the next question. 

Less successful aspects of the procurement  

Client: Several of the team members mention collaboration problems 
with the Nacka municipality unit for urban planning4. A connected 
problem was the land use plan, which generally was thought of as too 
rigid to suit the competitive dialogue. A common view is that the 
architectural competition was held too early and that this resulted in a 
number of limitations.  

Several people think that the procurement experts should have been 
more present, since competitive dialogue is both complex and new. One  
interviewee was of the opinion that the legal knowledge of the specialists 
was too low. It is important to have basic knowledge about competitive 
dialogue, he means.  

Some views on the performance of the dialogues did also appear. They 
should be performed more strictly and the client should speak with “one 
voice”, said one person, meaning that the client should be clear and 
consistent in its communication. Another person reminds about the 
importance of being friendly and creating a nice atmosphere. This 
facilitates good cooperation. This person, as well as another one, also 
thought that the client should have shared more of its knowledge about 
the project, since this would have made the outcome even better. 

Finally, one interviewee thought that the client was too slow answering 
the suppliers’ questions. Many people were involved and they did not all 
physically work at the same office. In addition, they were working with 

                                                      
4 Planenheten. 
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other projects. The organisation must be dedicated to the project, says 
the same person. He also recommends a digital project place, so that 
there does not have to be so much of e-mailing and calling, which is 
inefficient. 

Suppliers: Both suppliers mention defensive technical consultants as the 
main problem in the procurement of the Kvarnholmen link. This limited 
creativity, according to the suppliers. In addition, one of the suppliers 
writes that the process was inefficient and lasted too long. This was 
costly and a misuse of resources, the supplier means. Three months 
would have been enough. 

The possibility of treating all suppliers equally and creating transparency in 
competitive dialogue 

Client: Everybody agrees that it is possible, also in competitive dialogue, 
to treat the suppliers in an equal way. One person states that this is no 
more difficult than in traditional procurement. The others indicate that 
competitive dialogue requires more strictness regarding the information, 
which is spread to each supplier. Documentation is essential. It is also 
advisable that the same people take part in all the dialogue meetings, to 
make the meetings as similar as possible, somebody says. All 
interviewees mean that it is definitely also possible to create transparency 
in competitive dialogue. Most of them also remind about all the 
suppliers’ equal possibility to ask questions. Asking many, and also 
adequate questions, means that the contractor receives more help. 

Suppliers: None of the contractors believes that equal treatment of 
suppliers is difficult to obtain in competitive dialogue. The possibility of 
creating transparency is also very good, say both suppliers. 

The advantages of competitive dialogue 

Client: The advantage, which came up in all the interviews, is the 
possibility of involving the suppliers in the process. They are the experts 
and they are also able to provide a realistic price for the works. This can 
lead to a lower price and a better product than what is possible in 
traditional procurement. Yussuf Hassen, project manager, mentions 
increased competition as another advantage of competitive dialogue (see 
Previous studies). That, according to him, is due to the flexibility of the 
procurement procedure: More contractors can participate since it is 
possible to adapt the tender to the specialism of the company, instead to 
being forced to go out for tasks, which do not lie within the supplier’s 
field of competence. In addition, more suppliers might be interested in 
taking part since they get to play an essential role in the development of 
the project. 

Suppliers: The main advantages that were mentioned was cost-
effectiveness  and the possibility for the suppliers to take benefit from 
their specific experience and resources. To sum up, the contractors 
believe that competitive dialogue can lead to qualitative solutions.  

The disadvantages of competitive dialogue 

Client: All interviewees refer to the large amount of resources required 
for the performance of a competitive dialogue. Some of the team 
members also mention the challenge considering the non-disclosure of 
confidential information. The number of people involved and the 
duration for their involvement increases the risk for spreading of the 
wrong information. What is also mentioned is the increased risk for 
appeal, since the suppliers often invest a lot of time and resources in 
their participation.  
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Suppliers: The large demands regarding time and resources is the most 
important disadvantage of competitive dialogue, say the suppliers. Both 
the contractors as well as the client need to invest a lot to be able to 
implement the procedure. 

The ability of competitive dialogue to encourage innovation and to stimulate the 
development of new technical solutions 

Client: The majority of the team members are convinced that competitive 
dialogue does stimulate the rise of technical innovations. One of them, 
however, does not agree. He means that most ideas, which emerged in 
the procurement of the Kvarnholmen link were not new, but rested on 
existing solutions. Had the main alternative not been a part of it, the 
suppliers would have been less limited and maybe found better solutions. 
The more the contract is worth, the more innovations can be expected, 
he says. Yet another person reminds that the procuring entity needs to 
be open-minded for innovations to evolve. The client is the one to set 
the limits, in other words. 

Suppliers: One supplier is convinced that competitive dialogue results in 
the development of innovations if correctly used, meaning that a 
competent client is required. The other contractor is more sceptical, 
saying that mostly existing technique will be used to find solutions.   

 The ability of competitive dialogue to conduce to an efficient use of resources for 
the public sector. 

Client: The team members definitely believe that competitive dialogue is 
economically beneficial, at least for large projects. Even if resources are 
required during the process, it pays at the end. Moreover, the costs for 
correctional and additional works should be smaller using competitive 
dialogue, says one interviewee. The application of the procedure in small 
projects would be waste of money, says some.   

Suppliers: The contractors do not believe that competitive dialogue 
necessarily would be more cost-effective than other procedures for 
public procurement.  

Discussion on how the experience from the procurement could be employed in 
future procurements with competitive dialogue 

Client: Everybody agrees that the experience from the procurement of 
the Kvarnholmen link should be taken into consideration in early stages 
of future competitive dialogues. Here are some lessons learned: 

 A clear and independent project organisation is necessary.  

 The contract needs to be complex to make the best out of the 
competitive dialogue.  

 It is important to realise a market survey before introducing the 
procurement. 

 Finding the right people to participate is essential. Not only must they 
be very competent, they also have to be as objective and open-
minded as possible and willing to find innovative solutions.  

DISCUSSION  

Despite the many sceptical voices on competitive dialogue, the 
experience from the procurement of the Kvarnholmen link is very 
positive. Most of the misgivings concerning the procedure were not 
materialised in the application of it. This was also one of my conclusions 
from the literature review: Once having experienced competitive 
dialogue, people tend to think that it involves benefits. Competitive 
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dialogue could be a success if undertaken in a structured and careful way. 
Furthermore, it turned out that the main challenges of the procedure 
were different in the case study from those mentioned in previous 
studies.  

It has to be bore in mind, however, that these results regard a specific 
procurement. They ought to be applicable to similar ones, meaning 
procurements of infrastructure projects. Additionally, a wider application 
could presumably be made, involving procurements of other products. 
The general traits of the analysis seem to be valid for most competitive 
dialogues. 

Obtaining equal treatment of all the suppliers and transparency was 
easier than what many of the researchers anticipated, despite the oral 
contact. The challenge regarding these fundamental principles remains 
larger than in procurements where all contact is undertaken in writing. 
The suppliers that answered the questionnaire, however, see no problem 
at all when it comes to these issues. The case study showed that it is 
possible to perform competitive dialogue in a fair way. By being strict, 
and also restrictive, with what is said during the dialogue it is possible to 
control the information that is given. Documenting the dialogues is also 
useful, especially for transparency. It has to be said here, that a supplier 
asking the “right” questions can get a lot more valuable answers than a 
supplier who is not committed to the procurement. All suppliers have 
equal possibility of asking questions. This was pointed out by several of 
the interviewees from the client’s side.  

The same, more or less, applies for the secrecy. Many people did fear 
that the client would pick the best out of each tenderer’s solution. This 
practice is rare, which was mentioned earlier in this thesis. Nevertheless, 
the risk for disclosure of confidential information certainly is large in 
procurements where many people are involved during an extensive 
period. If the client is careful with the handling of confidential 
information, the largest risk for leakage is probably from the contractors 
and their sub-contractors. 

Competitive dialogue has been criticised for not offering enough 
flexibility, since the room for changes after the submission of the final 
tenders is very small. It is true that the negotiated procedure is more 
flexible after the tender submission, but lack of flexibility was not a 
problem in the procurement of the Kvarnholmen link. The final tenders 
had been developed and adjusted during the whole dialogue process. 
Furthermore, preliminary tenders were submitted, which gave the client 
a chance to check that they were complete and that no information was 
missing. Hence there was no need for further discussion. This is also 
what Gunnehill (2007) supposed: Because of the dialogue itself, the need 
for discussion after tendering might be smaller. The case study does, in 
fact, show that competitive dialogue is very flexible. 

Also when it comes to the tender evaluation model, competitive dialogue 
has been regarded as rigid. Creating a possibility for small adjustments of 
the tender evaluation model in a later stage of the procurement has been 
proposed in a previous study. However, the results from the case study 
indicate that there is no real need for it. It certainly is important to put a 
lot of effort on the identification of the client’s needs and on the 
elaboration of the assessment model. If this is done, it seems feasible to 
develop an adequate model that would not have to be modified. 

In the procurement studied, there was a wish for having the possibility to 
value a decrease of the client’s risk, which the winning tender did. Since 
this risk was not a parameter in the evaluation model it was not possible 
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to include it. On the other hand, it is questionable whether it at all would 
be possible to include and assess the client’s risk. This would require that 
the cliental risk of each tender has to be quantified, which may 
impossible to do in a fair way that all suppliers would accept. This issue 
needs to be addressed. 

Some have raised concerns that competitive dialogue would be too 
complicated to be useful. The procedure is complex, especially when 
undertaken for the first time. The Kvarnholmen link procurement sets as 
an example of how important it is that all the participants, including 
technical consultants, understand competitive dialogue. This was pointed 
out by many of the interviewees, both from suppliers and client. Letting 
people with long experience of public procurement lead the project is 
advisable. This was also recommended by HM Treasury (2010). 
Involving a lawyer is crucial. Being careful, investing resources and 
learning how to implement a competitive dialogue is also important. As 
the procedure gets more and more common, procuring entities will build 
up competence within the field. Then it might also take less resources, 
since the procurements can be executed more easily. However, the 
complexity of competitive dialogue is no more than moderate, why it is 
not a reason for avoiding the procedure.  

Another fear concerning competitive dialogue is that the demand of time 
and resources would discourage small and medium size suppliers from 
taking part in it. It is true that a participation in a competitive dialogue is 
costly, especially if many different solutions are developed and 
elaborated. On the other hand, bid costs can be reimbursed. In addition, 
competitive dialogue has the advantage of enabling for the suppliers to 
find solutions which they are specialised in and which fits their specific 
competence. Traditional procurement does not have this possibility. All 
the suppliers that asked to participate in the procurement of the 
Kvarnholmen link were larger ones. This might have been due to the 
requirement of resources. It might also have been due to the size of the 
contract. Future use competitive dialogue will hopefully tell if the 
procedure does discourage smaller suppliers or not.  

If the procuring authority manages to include also small suppliers, 
competitive dialogue might have the ability to increase competition in 
infrastructure procurements. A large number of suppliers were interested 
in taking part in the Kvarnholmen link procurement. A reason for this 
may have been the flexibility of competitive dialogue, and the room for 
own solutions. Johansson and Nilsson (2002) identify low productivity 
and insufficient competition as the main problems of Swedish 
infrastructure projects. If the project is divided into several contracts, 
competition is increased since the small size of the contracts enables the 
participation of smaller suppliers as well as larger ones. On the other 
hand, the need for coordination does also increase. Competitive dialogue 
might have the potential to address these problems.  

Johansson and Nilsson (2002) discuss genuine contingency as well. I 
believe that competitive dialogue can decrease it, since all technical 
aspects are carefully analysed, and in many cases improved, in the 
dialogues. The procedure also implies the contractor getting a lot of 
information, which helps the contractors setting an adequate price. A 
contractor that actually bears the risk for its solutions is likely to make a 
more adequate cost estimation than would a consultant with no risk 
responsibility. In addition, the risk for correctional and additional works 
decreases if the supplier is willing to bear the risk and prices this in the 
procurement. That way, the costs for the procuring entity become more 
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reviewable, which is especially beneficial in politically governed 
organisations. Besides, the contractor is experienced when it comes to 
the cost of building contracts. Competitive dialogue may therefore imply 
a more correct pricing of contracts. The knowledge of the suppliers, not 
only regarding costs but also when it comes to solutions, was seldom 
fully taken advantage of. One of the strengths of competitive dialogue is 
the early involvement of the contractors. All of the interviewees did 
actually mention this advantage. It might even be so that competitive 
dialogue is the method for handling economical risks in building 
contracts that Johansson and Nilsson (2002) requested. 

Furthermore, it can be stated that competitive dialogue most likely does 
encourage the rise of technical innovations. This conclusion is drawn 
from the case study and the related interviews, in light of the literature 
review. The contractors have the chance to earn money from finding the 
solutions fitting them best. This must be one of the most beneficial 
starting points for innovations. There does not seem to be any conflict 
between equal treatment and the principle of non-disclosure of the 
suppliers’ confidential information, despite the fear for this that was 
described in previous studies. Neither does there seem to be a problem 
that the client is not allowed to combine different tenders. These are at 
least the conclusions from the procurement of the Kvarnholmen link, 
where the suppliers showed much interest in optimising the technical 
solutions. 

One of the main issues that the Kvarnholmen link procurement did 
identify was the problem of carrying out an architectural competition 
before involving any contractors. There are, on the one hand, advantages 
of including a main tender that is so well designed that it can act as a 
solution would the competitive dialogue fail. This was also the opinion 
of one supplier, whereas the others found it completely unnecessary to 
involve a main tender. It is likely that an even better alternative for the 
development of infrastructure projects can be elaborated from the 
competitive dialogue. Early contractor involvement is interesting, but has 
limitations. Henrik Öhrnell, project director of the procurement of the 
Kvarnholmen connection (2012), means that involving a supplier at a 
very early stage can be problematic. During the design phase, the scope 
of the project can sometimes change very much. Should this happen, the 
client would only have one single supplier to negotiate with. This would 
in fact limit competition. Arts et al. (2006) make similar reflections, also 
discussing changes in the scope. 

Furthermore, the elaboration of this new model for infrastructure 
planning must be done bearing the land construction plan process in 
mind. Otherwise, the democratic aspect is at risk of being set aside. The 
design aspects could for certain be evaluated within competitive 
dialogue. Architects would then be involved in the development of the 
tenders, whose aesthetic configuration would be assessed in the tender 
evaluation, together with other parameters, such as price and 
environmental consideration. Arts et al. (2006) explain that, when 
contractors are involved at an early stage, they tend to take the opinion 
of the public into consideration when developing their ideas, since this 
increases their chances of winning the contract.  

However, there are two possible challenges that can be identified here. 
One is the democratic one. Non-disclosure of the contractors’ solutions 
is crucial for keeping suppliers willing to both participate in the 
procurement and to share their best solutions. This principle must in 
some way be combined with the land construction plan process, whose 
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purpose is to involve citizens in the urban planning. The environmental 
impact assessment (EIA) must also be taken into consideration. These 
aspects are as important as the one concerning secrecy. Perhaps would it 
be possible to keep secrecy while elaborating tenders, developing the 
EIA and the land construction plan. Then after tender submission, the 
main traits of each tender could be published in an exhibition, where the 
citizens can give input to the tender evaluation. The different 
consultative bodies may also be involved here. Then, the final tender 
assessment can be executed, with consideration taken to the opinion of 
the public and of the involved authorities. This idea is similar to what 
Arts et al. (2006) propose. They discuss that information be exchanged at 
certain stages of the procedure, so called “knots”. This would enable 
decision-making. 

However, there are many issues having to be elaborated regarding this 
proposal: Is this solution democratic enough? In what extent do citizens 
need to be invited to say their opinion? Is this model respecting the 
principle of transparency? Does it respect the principle of non-disclosure 
of confidential information? This would be something for future studies 
and procuring entities to find out.  

CONCLUSION  

What are the lessons learned from the procurement of the Kvarnholmen 
link? 

The fact that architectural competitions are problematic and that urban 
planning could be improved is, for certain, not new but remains one of 
the main experiences from the procurement of the Kvarnholmen link. 
The case study proved that competitive dialogue can be very useful if 
applied correctly and if the application is motivated. It seems likely that 
the procedure can be used as a method for the improvement of urban 
planning, especially when it comes to the planning of infrastructure 
projects. The main reason for this is that it involves suppliers at an early 
stage, with maintained competition. Nevertheless, competitive dialogue 
showed to be so economically beneficial in the case study that this alone 
would be a reason to keep applying it, at least when it comes to large 
contracts. 

Another finding is the huge importance of a careful identification of the 
client’s need as well as planning of the procurement. Documentation of 
the whole process is important to ensure equal treatment of suppliers 
and transparency. It is also essential to put a lot of time and resources on 
the implementation of a competitive dialogue. These practices form the 
basis for a successful procurement.  

What are the main challenges of competitive dialogue? 
The many fears concerning competitive dialogue, put forward in 
previous studies, did not materialise in the Kvarnholmen link 
procurement. Instead, some other issues appeared. 

It seems like competitive dialogue does encourage the rise of technical 
innovations. The circumstances are very beneficial for this: The suppliers 
have the chance to adapt their tenders to the knowledge and experience 
of the company. This is not possible in traditional public procurement. 
Additionally, the suppliers can really profit from finding good solutions. 
In other words, there is a strong incentive for innovations. However, one 
question needs to be solved. That is the handling of risk, which remains 
a challenge. In the beginning of the dialogues, some suppliers were 
unwilling to bear the risk for their solutions. It would be optimal, 
though, to make the contractors bear these risks and to price this, just 
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like an assurance for the procuring entity. A minimised risk taking and 
predictable expenses are desirable in politically governed organisations, 
such as municipalities. Furthermore, would it be beneficial if there was a 
comprehensive method for handling economical risk in building 
contracts. This specifically concerns the client’s risk, which is not 
included in the tender price. In the procurement studied, this was not 
possible because of the fix evaluation model. Maybe it is not possible at 
all to quantify or assess such a risk in a fair way. Nevertheless, this 
something that has to be cleared out. 

The issue of risk handling seems like the main issue concerning 
competitive dialogue. Additionally, there are a few other challenges, 
more directly connected to the application of competitive dialogue. One 
of them is the limiting impact of the tender documents. What is stated in 
them cannot be changed in a later stage of the procurement. For a useful 
and efficient dialogue process, it is important not to produce tender 
documents that are so detailed that they are at risk of limiting the room 
for flexibility too much. However, the tender documents still have to be 
informative so that the suppliers understand the need of the procuring 
entity. This balance makes competitive dialogue a challenge.  

Finally, finding the right people to involve in the procurement is a 
challenge. The technical experts do not only have knowledge about 
technology. They do need knowledge about competitive dialogue, in 
order to perform efficient dialogues. What it more, is that they have to 
be willing to find the best solutions for the project. This is especially 
difficult if there is a main tender included in the procurement, since that 
can hinder the participants from thinking freely and being innovative. 

PROPOSALS FOR FURTHER STUDIES  

Three possible research areas were identified in this thesis: 

 Elaborating a model for the use of competitive dialogue in urban planning 

without setting aside neither secrecy nor democracy. 

 Developing a more specific way to handle risk in public procurement, 

especially in competitive dialogue. 

 Comparing the results from the procurement of the Kvarnholmen link with 

future applications of competitive dialogue in infrastructure projects. 
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