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How your health service can identify, 

assess and manage probity risks in 

procurement  

Purpose  

Victorian health services are accountable for ensuring that 

probity is maintained in their purchasing, tendering and 

contracting activities. Important to this is the proactive 

identification, assessment and rating of probity risk in 

their procurement function, and the escalation of these 

risks where required.  

This guide is intended to assist health services to 

proactively identify, assess and manage probity risk in 

their procurement function and escalate these risks 

appropriately where required.  

For detailed guidance on ensuring probity in procurement, 

refer to:  

Guide to Ensuring Probity in Procurement Practice 

Application  

Health services should adopt a process to identify, assess 

and rate probity risks in the following circumstances:  

 when a new sourcing project is registered, or  

 when developing the Procurement Activity Plan, or  

 throughout the procurement process as more 

information becomes available and/or the 

procurement evolves 

Process for Managing Probity Risk 

Health services should develop their own internal 

processes for managing probity risks in their procurement 

function.  

A suggested process and tools and templates are set out 

below to assist health services in identifying, assessing 

and rating probity risks according to the requirements of 

the procurement.  

Health service may refer to this process to assist in 

developing internal processes that meet the specific 

requirements of the health service.  

Rate the risk

Identify probity risk

Develop mitigation 
strategies

 

1. Identifying Probity Risk  

Probity risks may arise in a range of circumstances. While 

different tools will assist in the identification of probity 

risk, health services need to take a broad approach to 

assessing probity risk taking into account a range of 

factors. Evaluation of risks needs to be an ongoing activity 

throughout the procurement process.  

One tool to assist in the identification of probity risk is the 

completion of a complexity assessment.  

Completion of the complexity assessment will categorise 

the procurement category or activity within one of the 

following four quadrants: transactional, leveraged, 

focused or strategic. There are different risks associated 

with each quadrant.  

Identifying the quadrant will assist with identifying high 

probity risk and the strategy required to mitigate the risk. 

Note, however, that while the complexity quadrant for 

a procurement activity may be transactional, there may 

still be a high probity risk.  

For examples of probity risks associated with each 

complexity quadrant, refer to Table 3: Examples of Probity 

Risks Associated with Each Complexity Quadrant.   

For detailed guidance on completing a complexity 

assessment refer to: Guide to Complexity Assessment

https://www.hpv.org.au/assets/HPP-3rd-Round-templates/Guide-to-Ensuring-Probity-in-Procurement-Practice.pdf
https://www.hpv.org.au/assets/HPP-3rd-Round-templates/Guide-to-Complexity-Assessment.pdf
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2. Rating the Risk  

Once a probity risk has been identified for a procurement 

category or activity, the risk should be rated to determine: 

 the level of probity oversight required for a particular 

activity; and  

 to determine early in the procurement process 

whether an independent advisor or auditor is to be 

engaged. 

HPV have developed a HPV Risk Analysis Tool to assist in 

determining the risk rating.  Once a risk rating is 

generated, this will rating should be transferred to a 

health services Procurement Activity Plan. 

The highest probity risk rating out of all the probity risks 

that comprise the procurement project will be the overall 

risk rating for the project. 

3. Developing mitigation strategies 

Where a probity risk has been identified and the risk 

evaluated, a risk mitigation strategy should be developed. 

There is a column on the HPV Risk Analysis Tool to record 

mitigation strategies. 

Health services should include a record of probity risks, 

risk ratings and mitigation strategies within each 

procurement strategy. Health services may also choose to 

record a summary of probity risk ratings and mitigation 

strategies within their procurement activity plan. 

The strategies set out below are examples of strategies 

that may be adopted to assist in the mitigation of probity 

risk in procurement. Depending on the extent and nature 

of the probity risk, as well as the capability of the health 

service to manage the risk, it may be appropriate for 

health services to seek the advice or assistance of a 

probity advisor and/or auditor to manage probity risk.  

HPV has a role to provide support and guidance to health 

services to assist in ensuring probity in procurement 

practice. This does not extend to auditing probity 

activities or providing probity advice in an official capacity 

(which should be provided by a probity advisor.) 

 

 

 

 

Table 2. Strategies to Mitigate Probity Risk  

Probity Risk Strategy 

Ensure all documentation is managed to minimise risk 

Conduct probity and conflict of interest (COI) training prior to the 
process commencing or very early in the process for all staff that will 
be associated with the sourcing project 

Ensure evaluation panel members/ reference group members are 
clear on responsibilities with respect to probity, COI and 
confidentiality  

Develop a stakeholder management plan and a communications plan 
to ensure open and clear communications to minimise probity risk 
due to misinformation 

Ensure COI’s are completed and registered and if required, a COI 
management plan is in place 

Review probity risk assessment on an ongoing basis throughout 
procurement event and reclassify the risk where appropriate 

Appoint a probity advisor and possibly a probity auditor 

Contact HPV Process Improvement team for recommendation on 
approach 

If there is an essential requirement that the sourcing activity is 
independent of any undue influence, request that HPV take 
responsibility for the sourcing event by conducting the process 

More information 

Related documents and templates are available on the 

HPV website. 

For access contact the HPV Process Improvement team at 

processimprovement@hpv.org.au. 

Table 1. Probity Risk Ratings 

Procurement 
Project 

Probity Risk 
Probity 
Risk 
Rating 

Project 
Probity Risk 
Rating 

Cleaning 
services 

Conflict of interest High High 

Project scope Medium 

Inadequate 
membership of 
Reference Group 

Medium 

Facilities 
management 

Long term 
incumbent 

Medium Medium 

https://www.hpv.org.au/assets/HPP-3rd-Round-templates/Risk-Analysis-Tool.zip
https://www.hpv.org.au/assets/HPP-3rd-Round-templates/Risk-Analysis-Tool.zip
mailto:processimprovement@hpv.org.au
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Table 3. Examples of Probity Risks Associated with Each Complexity Quadrant 

Table 2 above suggests possible mitigation strategies that health services may adopt to manage probity risks in procurement. The strategy that is appropriate in each circumstance will depend 

on the probity risk identified.  

Quadrant Characteristics Potential Probity Risks 

Transactional “Off the shelf” goods or services. 

Low criticality to business. 

Competitive market. 

Insufficient consideration to conflict of interest due to low value, especially by Reference Group. 

Process not well managed as category seen as low risk. 

Tender to favour incumbent to minimise timeline. 

Poor compliance to gifts policy due to low risk.  

Leveraged Commoditised goods/services. 

Low criticality to business. 

Competitive market. 

Procurement will be material to the market but may not impact the competitive landscape. 

Insufficient consideration to conflict of interest 

Suppliers more inclined to try and influence decision due to size of contract. May be poor 
compliance to gifts policy. 

Category is usually high volume of low to medium value items therefore change in supplier 
requires significant challenge which may favour the incumbent. 

Due to value of contract supplier will build close relationship with sourcing and contract 
manager. 

Focused Complex or specialised requirements or specifications. 

Intellectual Property (IP) is an important part of arrangement. 

Medium to high criticality to business. 

Interruption to supply chain has serious consequences. 

Maintenance could be critical to item. 

Limited competition. 

Contract manager or operations build close technical relationship with supplier around IP and 
specialist nature of goods or services therefore increasing risk of conflict of interest issues. 

Specifications may be based on current goods or services rather than output requirements. 

Over reliance on incumbent supplier as some processes or arrangements with supplier have not 
been documented or not included in an agreement. 

Strategic Complex or specialised requirements or specifications. 

IP is an important part of arrangement. 

Often involves joint development, improvements and process.  

High criticality to business. 

Interruption to supply chain has serious consequences. 

Significant spend creates leverage in market but some limitation to competition due to 
specialist nature of the goods or services. 

Contract manager or operations build close technical relationship with supplier around IP and 
specialist nature of goods or services increasing risk of conflict of interest issues. 

Specifications or requirements have changed to be more specialist in nature due to the close 
working relationship with the supplier.   

Over reliance on incumbent supplier as some processes or arrangements with supplier have not 
been documented or not included in an agreement. 

Suppliers more inclined to try and influence decision due to size of contract. May be poor 
compliance to gifts policy. 

 


