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HHow to do a P3 
(in 1500 easy steps)



What is the process?
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First: 

Is it a good project?

Good projects make good P3 projects

The P3 procurement process cannot save a bad project idea! 



Public Asset Types Delivered via P3
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While most P3s in the United
States have been revenue-
based (toll roads) the P3
model as worked well in the
social infrastructure space.

Governments just need to be
prepared to work with the
private sector to identify
good projects and agree to a
long-term partnership.



P3 Public Engagement Opportunities
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What is the Process?

?
• Can you do 

this?

?
• Does 

anyone 
want this?



What is the Process?

?
• How 

should you 
do this?

?
• Can you 

afford 
this?



What is the Process?

?
• Is there  

interest in 
the market?

?
• Did you find 

the right 
partner?



• RFQ document issued inviting teams to submit qualification credentialsIssue RFQ

• Shortlist or prequalify teams chosen based on qualification criteriaShortlist or Prequalify Proposers

• RFP documents released including project agreement and technical requirements Issue RFP

• Proposers develop comprehensive technical and financial proposals.Proposal Period

• Preferred proposer chosen based on evaluation criteria included in RFPSelect Preferred Proposer

• Negotiate final terms and conditions with preferred proposerNegotiations

• Preferred proposer executes project documents (commercial close) and closes 
project financingCommercial & Financial Close

Procurement Process

One of the key drivers for the successful development of a P3 project is a defined, properly structured procurement process that
encourages private sector companies to bring forward their best people and ideas. The key stages of the P3 process include:



Contract Documents

Project 
Agreement

Reference

Program

Codes/Mandates

Policy

Instruction to 
Proposers

‘Deliverable’

Master Plan
Review Procedures
Environmental
Sustainability
D&C Specs
Central Plant Specs
Commissioning
O&M Requirements
Handback

Specifications

Contractual Landscape



Public Agency Owner
• May be required to pay private partner a fixed fee over 

term; Fee may be subject to incentives or deductions based 
on performance

• Monitors private partner’s performance for term of contract
• Owner of project
Concessionaire (Private Partner)
• Responsible for financing, design, construction, 

operations and maintenance
• May be responsible for future capital improvements 
• May pay public agency owner an up-front fee for 

concession 

Lenders
• Provide debt financing to 

the concessionaire

Contractors, Consultants 
Suppliers, & Operator

Investors
• Provide equity 

investment

Lenders Technical Advisor(s)
• Provide technical advisory 

services to lenders 

P3 Structure 



• Issue RFQ – 30-60 days
• Shortlist or Prequalify Proposers – 30-45 days
• Issue RFP – 60-90 days after RFP issued
• Proposal period – 3 to 6 months
• Select Preferred Proposer – 30-60 days
• Negotiations – 30-60 days
• Commercial/Financial Close – 60-90 day

Typical Durations for a Procurement



CRITICAL 
POINTS TO 
REMEMBER



• “What are we trying to do here”
• Public Sector habits: quality, no risk, specificity, low price
• Private Sector wants: payment certainty, capped risks, transparency, 

full public/political buy-in
• P3 procurement and negotiation:

• Focus on performance (rather than specificity)
• Priceable risks
• Reliable payment stream
• Reduced political risk – think statutory solutions before the start!
• Partner attitude
• Chance at the upside

• Guiding principles lead to procurement best practices

Thoughts on Procurement



• Industry Days; RFIs
• Qualifications
• Draft Documents with Proposal instructions
• Hard look at regulatory, conventional requirements
• Industry Review during Procurement, with one-on-ones
• ATC process (there are others)
• Separate financial and technical evaluations
• Stipends (are they needed for the project?)

More Thoughts on Procurement



Procure: 12 to 24 months

Lessons Learned

Procure: 12 to 24 months



Lessons Learned

• Establish clear goals and success 
criteria

• Develop a strong program with 
clear output specifications

• What do you want the partner to 
do?

• What risk will you assume?

• Benchmark costs and establish 
targets

• Evaluate Financing strategies 

Know what you want

• Real Estate and Development 
Advisory

• Capital formation strategies and 
analysis

• Legal and legislative

• Public procurement process expertise

• Expertise in complex evaluation and 
contract negotiations

• Design and construction oversight

• Communication and public outreach

Get the right advisors Have a clearly defined process

• Transaction structure including financing 
considerations 

• Attainable schedule and milestones identified

• Clear goals, expectations & evaluation criteria 

• Clearly defined design process

• Clearly defined performance specifications

• Construction oversight

• Ensure transparency and accountability in 
process

• Communication plan for internal and external 
stakeholders



P3 Public Engagement Opportunities



Contact:

T: 516-277-2950

E: readytowork@aiai-infra.org

W: AIAI-Infra.org

Questions & Answers

Together, we move P3s forward.




