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Contract and Supplier Management - Key Steps Document

These steps should guide staff through what to expect and what their responsibilities are at each stage. 

This should help staff avoid missteps such as unapproved extensions or inadequate monitoring. 

Please note that the activities listed below are comprehensive and for most contracts do not all have to be applied. Contract managers should make sure that the CSM activities used are proportionate and relevant to the contract that they are managing.  


1. Before the Contract Starts

	Suggested Responsibilities/Considerations
	Why it is Important



	· understanding requirement specification/contract scope and deliverables


· confirm roles and responsibilities



· review contract documents, KPIs and reporting requirements
· involvement of procurement
· risk assessment
· financial checks


	· it’s the bridge between procurement and delivery
· ensures both buyer and supplier understand what’s been agreed, what needs to happen next, and how performance will be measured

· prevents confusion or misalignment once the contract goes live
· makes sure the supplier is ready to deliver as promised from day one

· confirms pricing structures, invoicing processes, and performance measures are clearly understood
· avoids costly misunderstandings, disputes, or delays later in the contract
· reduces operational disruption when switching from an outgoing supplier or starting a new service




2. Contract Award / Handover

	Suggested  Responsibilities/Considerations
	Why it is Important

	· ensuring documentation is correct and accessible (contract, terms, annexes)
· contract handover—who does what – complete a contract handover document (a template can be found at the bottom of the page for you to use)
· ensure contract documentation is accessible.
· complete handover checklist (a checklist document can be found at the bottom of the page for you to use).
· once the handover is complete, responsibility for day-to-day performance management sits with the contract manager, with procurement available for advice and escalation.
	· avoids gaps in knowledge or responsibility
· transfers all key documentation, risks, decisions, and supplier commitments to the contract manager
· makes sure everyone understands the contract’s intent, scope, and deliverables before work starts
· establishes who will manage, monitor, and approve key activities
· confirms reporting, meeting structures, and escalation routes
· ensures the right oversight mechanisms are in place from day one (e.g., performance reviews, KPI tracking)
· sets up systems for invoicing, reporting, risk logs, and performance data
· confirms all insurances, financial checks, and onboarding requirements are complete
· makes sure the contract is stored in the right system and accessible to relevant teams
· reduces the likelihood of early-stage delivery problems or compliance failures



A CSM Handover document and a CSM Handover Checklist are available for you to use, these can be found at the bottom of the Route 1 CSM Procurement Journey page.


3. Monitoring and Reporting

	Suggested Responsibilities/Considerations
	Why it is Important 

	· for low-risk contracts, monitoring may simply be occasional check-ins and good recording-keeping. Before continuing, consider how much management your contract needs.
· schedule regular performance meetings (agree frequency of reporting – e.g. monthly, quarterly etc.)
· what performance data should be tracked (cost, time, quality, supplier risk etc).
· track KPIs, SLAs, and delivery milestones.
· record issues and actions taken.
· maintain accurate records for audit
· consider how to capture benefits / savings / sustainable outcomes achieved
	· ensures continual oversight
· allows identification of trends or issues early
· confirms that the supplier is delivering the goods, works, or services as specified in the contract — on time, to the right quality, and within budget
· highlights early if there are any deviations, delays, or performance shortfalls
· keeps both parties accountable to the agreed Key Performance Indicators (KPIs) or Service Level Agreements (SLAs).
· without monitoring, you’re managing on assumptions — not evidence
· regular reports provide clear data on performance, costs, and outcomes
· enables managers to make informed decisions about renewals, extensions, variations, or corrective actions
· creates an auditable trail showing how performance was managed and value was achieved
· confirms that payments are linked to actual performance and outcomes
· encourages suppliers to focus on continuous improvement and efficiency
· regular reporting and performance reviews create open communication channels.
· encourages collaboration, transparency, and shared problem-solving
· builds trust and helps maintain a positive working relationship — even when issues arise
· demonstrates that the organisation is managing contracts responsibly, in line with policy, audit, and statutory requirements (e.g. procurement regulations, public spending controls)
· provides assurance to senior management and auditors that contracts are being managed effectively
· enables tracking of trends over time — spotting patterns in performance data and identifying opportunities for improvement
· encourages innovation and better value through lessons learned and supplier feedback





4. Variations / Extensions / Amendments

Variations (changes to requirements) and extensions to the contract should be exceptional, not routine.

Contract variations should only be permissible where changes do not significantly alter the original contract’s scope, value or duration.

A significant change could be to the:
· contract scope;
· contract value;
· contract duration.

If a proposed change is significant (change in scope, large value increase, much longer duration) then you may need to conduct a new procurement exercise.

If a significant change to the contract is proposed, you must contact your local Procurement Function or Centre of Expertise for advice on how to proceed before making changes.

	Suggested  Responsibilities/Considerations
	Why it is Important

	· Is the variation/ extension or amendment permitted?
· process to follow - all changes must follow formal change control procedures
· procurement must be involved in significant amendments
· escalation should be earlier for high-risk/strategic suppliers, and proportionate. Please refer to Route 2 or Route 3 for more detailed guidance, if required.
	· variation, extension, or amendment changes the terms of a legally binding agreement
· proper management ensures changes are authorised, documented, and compliant with procurement and governance rules
· prevents disputes or claims later about what was or wasn’t agreed
· without a formal process, even small changes can invalidate parts of the contract or create ambiguity
· public sector organisations must show that all contract changes are fair, transparent, and traceable
· clear records of variations support audit, governance, and reporting requirements.
· demonstrates accountability for decision-making and use of public funds
· A structured variation process creates documented evidence of:
· what changed and why
· who approved it;
· when it was implemented
· the impact on cost, scope, and delivery.
This is vital for governance, risk management and lessons learned.



A Contract Variation Request Form is available for you to use and can be found at the bottom of the Route 1 CSM Procurement Journey page.



5. Dispute Resolution / Termination / Contract Exit


	Suggested Responsibilities/Considerations
	Why it is Important

	· escalate issues early to procurement or legal
· follow dispute resolution procedures set out in the contract
· document the exit strategy/reasons
	· ensures staff know what to do when things go wrong
· avoids delay or avoidance of necessary action
· every contract sets out obligations, rights, and remedies for both parties
· having a clear dispute resolution and termination process ensures the organisation can enforce those rights lawfully if things go wrong
· prevents informal, inconsistent, or unlawful actions that could lead to legal claims, damages, or reputational harm
· proper procedures protect both the buyer and supplier — ensuring fairness and due process
· disputes or terminations are moments of high risk
· a structured process helps the organisation stay in control, following a calm, documented, and compliant approach rather than reacting under pressure
· ensures key stakeholders (legal, finance, governance) are engaged early
· quick, well-managed resolution of issues helps avoid service disruption or cost escalation
· enables timely negotiation or corrective action before problems worsen
· if termination is unavoidable, ensures a smooth and cost-effective exit, minimising penalties or loss 



A CSM Exit Strategy Template is available for you to use at the bottom of the Route 1 CSM Procurement Journey page.
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