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Foreword 

The social housing sector continues to operate within an increasingly complex and constrained 
environment, shaped by regulatory scrutiny, financial pressures, and heightened expectations 
from residents and stakeholders. Within this context, procurement and contract management 
must evolve beyond traditional administrative functions. They are now critical enablers of 
organisational performance, responsible for ensuring that services are delivered efficiently, 
risks are managed effectively, and value is consistently achieved across all areas of operation. 

Historically, contract management has been treated as a downstream activity, focused 
primarily on compliance and monitoring rather than strategic influence. This approach has 
limited the sector’s ability to fully realise the benefits of procurement, often resulting in missed 
opportunities for innovation, inefficiencies in service delivery, and reduced accountability. As 
organisations face increasing demands, there is a clear need to reposition contract 
management as a proactive, value-driven discipline. 

This article explores how organisations can transition from passive contract oversight to a 
more dynamic and structured approach, centred on lifecycle management, performance 
frameworks, and strategic supplier engagement. It examines the limitations of traditional 
models and sets out practical methodologies to embed continuous improvement, enhance 
governance, and align supplier performance with organisational objectives across housing 
services and asset management activities. 

A particular focus is placed on the role of commercial mechanisms and supplier relationship 
management in driving better outcomes. By adopting tools such as outcome-based KPIs, 
gainshare arrangements, and structured governance frameworks, organisations can create 
stronger alignment with suppliers, foster collaboration, and incentivise innovation. These 
approaches support more resilient supply chains and enable organisations to respond 
effectively to changing operational and market conditions. 

Ultimately, the transition to modern contract and supplier management represents a 
fundamental shift in mindset and capability. It requires investment in skills, systems, and 
governance, as well as a commitment to continuous improvement and strategic alignment. By 
embracing this transformation, social housing providers can strengthen performance, enhance 
service delivery, and ensure that procurement plays a central role in achieving long-term 
organisational success. 
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The Failure of Traditional Contract Management 

Traditional contract management within social housing has largely been characterised by a 
passive, document-centric approach, where contracts are treated as static artefacts rather 
than active commercial tools. Once awarded, contracts often receive limited ongoing attention 
beyond basic compliance monitoring, resulting in a disconnect between contractual intent and 
operational delivery. This approach fails to maximise value, as opportunities for performance 
improvement, cost optimisation, and innovation are not systematically identified or pursued. 

A key weakness of traditional models is their reliance on retrospective performance 
monitoring, where issues are identified only after they have materialised. Contract 
management activities frequently focus on reporting past performance rather than proactively 
managing future outcomes. This reactive approach limits the ability to address emerging risks, 
resolve issues early, and drive continuous improvement, resulting in persistent inefficiencies 
and underperformance across service delivery areas such as repairs and maintenance. 

The absence of clear ownership and accountability further undermines the effectiveness of 
contract management. Responsibility for managing contracts is often fragmented across 
departments, with limited coordination between procurement, operational teams, and finance 
functions. This fragmentation reduces oversight, weakens accountability, and creates gaps in 
performance management, allowing issues to persist without resolution and limiting the 
organisation’s ability to enforce contractual obligations effectively. 

In many cases, contract management is under-resourced and lacks the necessary skills and 
tools to operate effectively. Organisations may not invest sufficiently in contract management 
capabilities, resulting in teams focused on administrative tasks rather than strategic oversight. 
This limits the ability to analyse performance data, engage with suppliers, and implement 
improvements, reinforcing a cycle in which contracts deliver suboptimal outcomes without 
meaningful intervention or challenge. 

The consequences of ineffective contract management are significant, including cost 
overruns, inconsistent service quality, and increased risk exposure. Without active 
management, suppliers may default to minimum contractual requirements, with limited 
incentive to exceed expectations or pursue innovation. This results in a transactional 
relationship that fails to deliver value, undermining organisational objectives and reducing the 
overall effectiveness of procurement activities across housing services and programmes. 

Lifecycle Contract Management Models 

A lifecycle approach to contract management represents a fundamental shift from traditional 
models, recognising that value is created and sustained throughout the duration of a contract 
rather than at the point of award. This approach involves actively managing contracts across 
all stages, including mobilisation, delivery, performance optimisation, and close-out. By 
adopting a lifecycle perspective, organisations can ensure that contracts remain aligned with 
objectives and continue to deliver value over time. 

The mobilisation phase is critical in establishing the foundations for successful contract 
delivery. Effective mobilisation involves aligning expectations, confirming roles and 
responsibilities, and ensuring that systems, processes, and resources are in place to support 
delivery. Early engagement between procurement, operational teams, and suppliers is 
essential to clarify requirements, address potential risks, and establish collaborative working 
arrangements that support effective performance from the outset of the contract lifecycle. 

During the delivery phase, contract management should focus on continuous performance 
monitoring, proactive issue resolution, and ongoing engagement with suppliers. This requires 
structured governance frameworks, regular performance reviews, and clear communication 
channels. By maintaining active oversight, organisations can identify and address issues early, 
ensuring that contracts remain on track and that performance standards are consistently met 
across all service areas. 
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Performance optimisation is a key component of lifecycle contract management, involving the 
systematic identification and implementation of improvements over time. This may include 
refining processes, adopting new technologies, or adjusting delivery models to enhance 
efficiency and effectiveness. By embedding continuous improvement within contract 
management, organisations can ensure that contracts evolve in response to changing needs 
and market conditions, delivering sustained value throughout their duration. 

The close-out phase is often overlooked but is critical for capturing lessons learned and 
informing future procurement activities. Effective close-out involves evaluating contract 
performance, documenting insights, and ensuring that knowledge is transferred to relevant 
stakeholders. This supports organisational learning and enables the refinement of 
procurement strategies, specifications, and contract structures, thereby improving outcomes 
in subsequent procurement cycles. 

An example of lifecycle contract management can be seen in housing providers that have 
implemented structured review cycles for planned maintenance contracts, incorporating 
mobilisation reviews, quarterly performance assessments, and annual strategic reviews. This 
approach ensures that contracts are actively managed throughout their duration, enabling 
continuous improvement and delivering better outcomes for both organisations and residents. 

Performance Frameworks and Outcome-Based KPIs 

Performance frameworks are central to effective contract management, providing the structure 
for measuring, monitoring, and improving supplier performance. In a best-in-class model, 
these frameworks are designed to align supplier activity with organisational objectives, 
ensuring that performance metrics reflect desired outcomes rather than simply measuring 
inputs or processes. This requires a shift towards outcome-based KPIs that focus on the 
quality, efficiency, and impact of service delivery. 

Outcome-based KPIs enable organisations to assess performance more meaningfully by 
linking supplier activity directly to resident outcomes and asset performance. For example, 
rather than measuring the number of repairs completed, KPIs may focus on right-first-time 
rates, resident satisfaction, and long-term asset condition. This approach encourages 
suppliers to prioritise quality and effectiveness, aligning their incentives with organisational 
goals and improving overall service delivery. 

The design of performance frameworks must be underpinned by clear, measurable, and 
achievable metrics to ensure that expectations are transparent and enforceable. KPIs should 
be developed collaboratively with suppliers, reflecting both organisational priorities and 
practical delivery considerations. This collaborative approach enhances buy-in, improves 
understanding, and supports more effective performance management by actively engaging 
suppliers in defining and achieving performance targets. 

Regular performance monitoring and review are essential for maintaining accountability and 
driving improvement. This involves using structured reporting mechanisms, performance 
dashboards, and review meetings to assess progress, identify issues, and agree on actions. 
By maintaining a consistent focus on performance, organisations can ensure that contracts 
remain aligned with objectives and that suppliers are held accountable for delivering agreed 
outcomes across all service areas. 

Performance frameworks should also incorporate mechanisms for continuous improvement, 
encouraging suppliers to identify and implement enhancements over time. This may include 
innovation targets, efficiency improvements, or service enhancements, supported by 
appropriate incentives. By embedding continuous improvement within performance 
management, organisations can ensure that contracts deliver increasing value over time, 
rather than remaining static and unresponsive to changing needs. 

A practical example can be seen in organisations that have introduced balanced scorecards 
for repairs and maintenance contracts, combining operational metrics, resident feedback, and 
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financial performance. This holistic approach provides a comprehensive view of performance, 
enabling more informed decision-making and supporting the delivery of high-quality, resident-
focused services across housing portfolios and operational environments. 

Commercial Mechanisms (Gainshare, Painshare, Open Book) 

Advanced commercial mechanisms play a critical role in aligning supplier behaviour with 
organisational objectives, enabling procurement to move beyond transactional relationships 
and create shared value. Mechanisms such as gainshare, painshare, and open-book 
contracting provide a framework for collaboration, transparency, and mutual accountability, 
ensuring that both parties are incentivised to achieve optimal outcomes and address 
challenges collectively throughout the contract lifecycle. 

Gainshare arrangements allow organisations and suppliers to share the benefits of efficiency 
improvements, cost savings, or enhanced performance. By linking financial rewards to 
measurable outcomes, these mechanisms encourage suppliers to identify and implement 
improvements that deliver value. This creates a positive incentive structure in which both 
parties benefit from success, fostering a collaborative approach to contract management and 
continuous improvement across service delivery areas. 

Painshare mechanisms complement gainshare by allocating responsibility for 
underperformance or increased costs, ensuring that risks are shared fairly between parties. 
This encourages suppliers to manage risks proactively and maintain high performance 
standards, as they are directly accountable for the consequences of underperformance. By 
balancing incentives and accountability, painshare arrangements support more effective risk 
management and reinforce the importance of delivering agreed outcomes. 

Open-book contracting enhances transparency by providing visibility into suppliers’ cost 
structures, enabling organisations to understand pricing and identify opportunities for 
improvement. This approach supports more informed decision-making, allowing procurement 
to challenge costs, optimise processes, and ensure that pricing reflects actual delivery 
requirements. Open-book models also build trust, as both parties operate with a shared 
understanding of costs and performance drivers. 

The successful implementation of these mechanisms requires robust governance, clear 
definitions of performance metrics, and effective data management. Organisations must 
ensure that mechanisms are designed appropriately, with clear rules, thresholds, and 
measurement criteria. Without this clarity, there is a risk of disputes or unintended 
consequences, undermining the approach’s effectiveness and limiting its ability to deliver 
value. 

An example of effective use of commercial mechanisms is long-term maintenance contracts, 
where open-book arrangements are combined with gainshare incentives to reduce reactive 
repairs by improving planned maintenance. This approach aligns supplier behaviour with 
organisational objectives, encouraging proactive asset management and delivering 
measurable improvements in cost efficiency and service quality over time. 

Managing Variations, Risk and Change 

Effective management of variations, risk, and change is essential for maintaining contract 
performance and ensuring that outcomes remain aligned with organisational objectives. 
Contracts within social housing operate in dynamic environments, where requirements, 
market conditions, and asset needs evolve. A structured approach to managing change 
enables organisations to respond effectively while maintaining control over cost, quality, and 
delivery outcomes across housing services and programmes. 

Variation management is a critical component of this process, requiring clear procedures for 
identifying, assessing, and approving changes to contract scope or delivery. Without robust 
controls, variations can lead to cost escalation, scope creep, and reduced value. Best-in-class 
organisations implement structured variation processes, ensuring that all changes are 
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justified, documented, and evaluated for their impact on cost, performance, and risk before 
approval is granted. 

Risk management must be embedded throughout the contract lifecycle, with clear 
identification, allocation, and monitoring of risks. Contracts should allocate risks to the party 
best able to manage them, supported by appropriate mitigation strategies and contingency 
planning. This requires ongoing engagement with suppliers, enabling organisations to identify 
emerging risks and implement proactive measures to address them before they impact 
delivery or performance. 

Change management processes should also incorporate mechanisms for continuous 
communication and collaboration between parties. Regular engagement ensures that 
changes are understood, agreed upon, and implemented effectively, reducing the likelihood 
of disputes and keeping both parties aligned. This collaborative approach supports more 
effective contract management, enabling organisations to adapt to changing conditions while 
maintaining strong relationships with suppliers. 

The use of data and analytics enhances the management of variations, risk, and change, 
providing insights into trends, performance, and potential issues. By analysing data on 
variations, organisations can identify patterns, assess root causes, and implement corrective 
actions. This supports more informed decision-making and enables continuous improvement, 
reducing the likelihood of recurring issues and enhancing overall contract performance across 
service delivery areas. 

An example of effective change management can be seen in organisations that have 
implemented formal change control boards for major contracts, bringing together 
procurement, operational, and supplier representatives to review and approve variations. This 
structured approach ensures that changes are managed transparently and consistently, 
supporting better outcomes and maintaining alignment with organisational objectives 
throughout the contract lifecycle. 

Supplier Segmentation (Strategic / Critical / Transactional) 

Supplier segmentation provides the structural foundation for effective relationship 
management, enabling organisations to differentiate engagement based on value, risk, and 
strategic importance. Without segmentation, procurement efforts are often inefficiently 
dispersed, with insufficient focus on suppliers that materially influence service delivery and 
asset outcomes. A structured approach ensures that attention, governance, and resource 
allocation are proportionate, supporting more effective management of complex supply chains 
within social housing environments and operational contexts. 

Strategic suppliers are those whose performance directly impacts organisational objectives, 
including major contractors delivering planned works, compliance services, or development 
programmes. These relationships require active executive engagement, long-term planning, 
and collaborative performance management. Procurement must ensure alignment of 
objectives, transparency of performance, and shared accountability for outcomes. This level 
of engagement supports innovation, investment, and stability, enabling suppliers to contribute 
meaningfully to asset performance and service delivery over extended periods. 

Critical suppliers, while important, typically operate in areas with alternative providers, albeit 
with some constraints on switching. These relationships require structured oversight, including 
regular performance reviews, contractual enforcement, and risk monitoring. The focus is on 
maintaining consistent performance and managing delivery risk, rather than deep 
collaboration. Effective management ensures that service standards are met without over-
investing in relationship management, preserving procurement capacity for more strategically 
significant engagements. 

Transactional suppliers operate in low-risk, low-complexity areas where services are 
standardised and easily substitutable. In these cases, procurement should prioritise efficiency, 
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using streamlined processes, standard contracts, and minimal governance. Automation and 
catalogue-based procurement can further reduce administrative burden. This approach 
ensures that resources are not unnecessarily allocated to low-impact relationships, allowing 
procurement teams to focus on areas where value can be materially influenced and improved. 

Segmentation must remain dynamic, reflecting changes in organisational priorities, market 
conditions, and supplier performance. A supplier initially classified as transactional may 
become critical due to market contraction or increased dependency, while strategic suppliers 
may be downgraded if performance declines or alternatives emerge. Regular reassessment 
ensures that segmentation remains relevant and that procurement strategies continue to align 
with evolving risks, opportunities, and operational requirements across housing services. 

Governance Structures and Review Cadence 

Effective governance structures underpin successful supplier relationship management, 
providing mechanisms for monitoring performance, escalating issues, and maintaining 
strategic alignment. Governance must be structured, proportionate, and aligned to supplier 
segmentation, ensuring that oversight reflects both risk and value. A well-designed 
governance framework enables consistent management across contracts while allowing 
flexibility to address the specific characteristics of different supplier relationships and service 
categories. 

At the highest level, strategic governance forums bring together senior representatives from 
both organisations to review performance, discuss long-term objectives, and address systemic 
issues. These forums are essential for maintaining alignment, resolving complex challenges, 
and driving continuous improvement. They provide a platform for open dialogue, enabling both 
parties to address risks, share insights, and agree on actions that support long-term value 
delivery and service performance across housing portfolios. 

Operational governance operates at a more granular level, focusing on day-to-day 
performance, service delivery issues, and contractual compliance. Regular meetings, 
supported by structured reporting and performance dashboards, enable organisations to 
monitor progress, identify trends, and implement corrective actions. This ensures that issues 
are addressed promptly and that performance remains aligned with expectations, reducing 
the risk of escalation and supporting consistent service delivery across operational 
environments. 

The design of review cadence is critical to the effectiveness of governance. Strategic suppliers 
may require monthly operational reviews and quarterly strategic meetings, whereas 
transactional suppliers may require only periodic monitoring. Establishing a clear and 
consistent cadence ensures that engagement is purposeful and avoids both under-
management and excessive administrative burden. This balance is essential for maintaining 
efficiency while ensuring that critical relationships receive appropriate attention. 

Clarity of roles and responsibilities is equally important, ensuring that accountability for 
supplier performance is clearly defined. Contract managers, procurement professionals, and 
operational stakeholders must work collaboratively, with defined ownership of governance 
activities. This reduces duplication, enhances coordination, and ensures that issues are 
addressed effectively. Organisations that lack clear accountability structures often experience 
fragmented management and inconsistent outcomes across supplier relationships. 

Driving Innovation and Continuous Improvement 

Supplier relationship management provides a critical mechanism for unlocking innovation, 
enabling organisations to harness supplier expertise to improve service delivery and asset 
performance. Traditional procurement approaches often constrain innovation through rigid 
specifications and limited engagement, whereas a strategic SRM model creates space for 
suppliers to contribute ideas and improvements. This requires a shift towards more flexible, 
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outcome-focused contracts that encourage innovation and reward value creation across 
housing services. 

Embedding continuous improvement within supplier relationships requires clear expectations 
and structured processes. Organisations must establish mechanisms for suppliers to propose 
enhancements, supported by governance frameworks that assess, approve, and implement 
them. This may include formal innovation pipelines, joint improvement plans, and regular 
review sessions focused on identifying opportunities to improve efficiency, enhance quality, 
and reduce costs across service delivery and asset management activities. 

Incentivisation plays a key role in driving innovation, ensuring that suppliers are rewarded for 
delivering measurable improvements. Mechanisms such as gainshare arrangements or 
performance-based incentives align supplier interests with organisational objectives, 
encouraging proactive engagement in improvement initiatives. Without such incentives, 
suppliers may lack motivation to invest in innovation, particularly where benefits are not 
directly realised within existing contractual arrangements or pricing structures. 

Collaboration is fundamental to effective innovation, requiring strong relationships, trust, and 
open communication between organisations and suppliers. Joint workshops, co-design 
sessions, and shared problem-solving approaches enable both parties to identify and 
implement improvements more effectively. This collaborative model contrasts with traditional 
transactional relationships, fostering a culture of partnership and shared responsibility for 
outcomes across housing services and the supply chain. 

A practical example can be seen in organisations that have worked with suppliers to 
standardise components and processes within planned maintenance programmes, reducing 
variation and improving efficiency. By collaborating with suppliers to redesign delivery models, 
these organisations have achieved cost savings, improved quality, and enhanced consistency 
across housing stock. This demonstrates the value of integrating innovation and continuous 
improvement within supplier relationship management frameworks. 

Managing Risk, Resilience and Financial Health 

Managing risk within supplier relationships is a critical function of SRM, particularly in a sector 
characterised by financial pressures, regulatory requirements, and operational complexity. 
Effective risk management requires a proactive approach, identifying potential issues before 
they impact delivery and implementing mitigation strategies. This involves continuous 
monitoring of supplier performance, market conditions, and organisational dependencies to 
ensure that risks are understood and managed effectively across all categories of spend. 

Financial health is a key indicator of supplier resilience, particularly in sectors such as 
construction and maintenance, where margins are often constrained. Regular financial 
assessments, including analysis of accounts, credit ratings, and cash flow, enable 
organisations to identify early warning signs of distress. Proactive engagement with suppliers 
can support mitigation efforts, whether through revised payment arrangements, workload 
adjustments, or contingency planning, to ensure continuity of service delivery. 

Supply chain resilience also depends on the structure and diversity of the supplier base. Over-
reliance on a small number of suppliers increases vulnerability to disruption, particularly in the 
event of contractor failure. Procurement strategies should therefore support the development 
of a balanced supply chain, incorporating a mix of large contractors and smaller providers to 
enhance flexibility and capacity. This approach reduces concentration risk and supports more 
resilient service delivery. 

Risk management must be embedded within governance processes, ensuring that risks are 
regularly reviewed, updated, and acted upon. Risk registers, performance data, and market 
intelligence should inform decision-making, enabling organisations to respond dynamically to 
changing conditions. This integrated approach ensures that risk management is not treated 



9 
 

as a separate activity but is fully aligned with supplier relationship management and contract 
performance oversight. 

Long-Term Partnerships vs Tactical Procurement 

The distinction between long-term partnerships and tactical procurement reflects a 
fundamental strategic choice in how organisations engage with their supply chain. Long-term 
partnerships provide stability, enabling suppliers to invest in workforce, systems, and 
innovation. This approach supports improved performance, reduced costs, and greater 
alignment with organisational objectives, particularly in areas such as planned maintenance 
and compliance, where continuity and consistency are critical to achieving desired outcomes. 

However, long-term partnerships must be actively managed to ensure continued value and 
avoid complacency. Mechanisms such as benchmarking, performance reviews, and periodic 
market testing are essential for maintaining competitive pressure and ensuring suppliers 
remain focused on delivering value. Without these controls, there is a risk that long-term 
arrangements become inefficient, with declining performance and reduced incentive for 
improvement over time. 

Tactical procurement offers flexibility, enabling organisations to respond to short-term needs, 
specialist requirements, or market opportunities. This approach can be effective in certain 
contexts, particularly where demand is unpredictable or highly specialised. However, over-
reliance on tactical procurement leads to fragmentation, increased costs, and reduced supplier 
commitment, undermining the benefits of strategic supplier relationship management and 
long-term planning. 

A balanced approach is therefore required, combining the strengths of long-term partnerships 
with the flexibility of tactical procurement where appropriate. Procurement strategies should 
be tailored to the characteristics of each category, ensuring that engagement models support 
both stability and adaptability. This enables organisations to optimise value while maintaining 
the ability to respond to changing requirements and market conditions across housing services 
and asset programmes. 

Transforming Contract and Supplier Management in Social Housing 

Traditional contract management in social housing has historically operated as a passive, 
compliance-focused function, treating contracts as static documents rather than dynamic 
commercial tools. This approach creates a disconnect between contractual intent and 
operational delivery, limiting opportunities for value creation. Without proactive oversight, 
organisations fail to identify efficiencies, drive innovation, or optimise performance, resulting 
in underutilised contracts that do not fully support strategic objectives or service delivery 
outcomes. 

A fundamental weakness of traditional models lies in their retrospective nature, where 
performance issues are identified only after they occur. This reactive approach constrains the 
ability to manage risk, resolve emerging issues, and deliver continuous improvement. 
Fragmented ownership across departments further weakens accountability, while limited 
investment in capability and tools restricts effective oversight, reinforcing inefficiencies and 
preventing contract management from functioning as a strategic organisational discipline. 

Lifecycle contract management offers a structured alternative, recognising that value is 
created throughout the contract duration rather than at award. By actively managing 
mobilisation, delivery, optimisation, and close-out phases, organisations can maintain 
alignment with objectives and respond to evolving requirements. This approach embeds 
continuous improvement, strengthens governance, and ensures that lessons learned inform 
future procurement, ultimately enhancing long-term performance and organisational learning. 

Performance frameworks and commercial mechanisms are central to this transformation, 
aligning supplier activity with organisational goals. Outcome-based KPIs shift focus towards 
service quality, resident outcomes, and asset performance, while mechanisms such as 
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gainshare, painshare, and open-book contracting incentivise collaboration, transparency, and 
accountability. Together, these tools enable more effective performance management, 
encourage innovation, and ensure that both organisations and suppliers are aligned in 
delivering measurable value. 

Supplier relationship management further strengthens this model by enabling differentiated 
engagement based on supplier importance and risk. Structured governance, clear review 
cadences, and collaborative approaches to innovation and risk management support stronger, 
more resilient supply chains. By balancing long-term partnerships with tactical flexibility, 
organisations can optimise value, enhance service delivery, and ensure that procurement 
operates as a strategic function that drives sustained organisational success. 

Additional articles can be found at Procurement and Supply Chain Management Made Simple. 
This site examines procurement and supply chain management issues to help organisations 
and individuals improve the quality, efficiency, and effectiveness of their product and service 
supply, delighting customers. ©️ Procurement and Supply Chain Management Made Simple. 
All rights reserved. 
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