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Foreword 

Procurement does not end when a contract is signed. Contract award marks the point at which 
commercial promises must become operational performance, measurable outcomes and 
sustained value. The period that follows determines whether months of sourcing activity 
deliver the expected benefits, or whether value leaks away through weak mobilisation, unclear 
governance, poor supplier management, uncontrolled change, or insufficient attention to risk, 
performance and eventual contract expiry. 

Effective contract management therefore demands the same discipline and judgement applied 
during sourcing. Mobilisation must establish readiness, governance must create 
accountability, and performance management must distinguish genuine delivery from 
reassuring reports. That discipline matters across the United Kingdom (UK) public and private 
sectors, where organisations increasingly depend on outsourced services, digital platforms 
and strategic partners, often under contracts that run for many years and underpin essential 
services. 

Strong lifecycle management also recognises that every contract will eventually change, 
expire or be replaced. Exit planning, knowledge transfer, asset recovery, financial 
reconciliation and lessons learned should not be left until the final weeks. They form part of 
good contract design from the outset. When procurement and contract management remain 
connected, organisations retain leverage, preserve institutional knowledge, reduce 
dependency and create a stronger evidence base for future sourcing and commercial 
decisions. 

The sections that follow examine the disciplines needed to manage contracts from mobilisation 
through performance, governance, risk, change, expiry and formal close-out. They also 
consider technology, ethics, supplier relationships, professional capability and the 
measurement of procurement success. Taken together, they present procurement as a 
continuous commercial lifecycle in which value must be protected long after competition ends 
and where learning from completed contracts should strengthen every procurement that 
follows. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Supplier Mobilisation and Implementation 

Supplier mobilisation converts an awarded contract into an operational service, making the 
period between signature and go-live commercially critical. According to the Government 
Commercial Function (GCF) Strategy 2026–29, the UK public sector spends more than £400 
billion a year on goods and services, meaning weak mobilisation can expose substantial value 
to avoidable delay, duplication, and service failure. The Sourcing Playbook expects sufficient 
mobilisation time and, where appropriate, phased implementation. 

A practical mobilisation plan should translate contractual promises into named activities, 
owners, dependencies and implementation milestones. Typical work includes transferring 
data, assets, licences, equipment, premises, inventories and incumbent knowledge; 
confirming information-security controls; establishing reporting systems; validating business-
continuity arrangements; and completing any employee transfer obligations. Each milestone 
should have measurable acceptance criteria, evidence requirements and escalation routes, 
allowing the customer to distinguish genuine readiness from optimistic progress reporting 
before operational responsibility formally transfers. 

Training is equally important because a technically complete transition can still fail if users, 
supplier employees or customer teams do not understand new processes. Training plans 
should cover systems, operational procedures, safeguarding, health and safety, security, 
contract administration and escalation responsibilities, with attendance and competence 
recorded. Communication should run in parallel, giving affected employees, service users, 
subcontractors, and stakeholders clear information about what changes, when they change, 
and where to report problems. 

Readiness reviews provide a disciplined checkpoint before service commencement. Rather 
than relying on percentage-complete reports, the review should test whether critical 
dependencies have actually been satisfied: systems work, data reconciles, assets are 
available, staff are trained, interfaces operate, contingency arrangements have been tested, 
and unresolved defects have agreed owners. For high-risk contracts, a conditional go-live, 
phased launch, or delayed transition may better protect continuity than accepting significant 
known deficiencies to preserve an original date. 

The Civil Service Pension Scheme shows both the value and the limits of milestone discipline. 
The National Audit Office (NAO) reported in June 2025 that Capita’s seven-year administration 
contract was worth £239 million, and that three missed transition milestones had led the 
Cabinet Office to withhold £9.6 million. Capita still struggled after go-live in December 2025, 
with £22.1 million of transitional support loans paid to over 3,900 members by August 2026. 

Establishing Contract Governance 

Contract governance defines who has authority to decide, challenge, approve and escalate 
throughout delivery. A sound structure normally separates strategic ownership from day-to-
day administration: a senior business owner remains accountable for outcomes, while a 
contract manager controls obligations, performance, risk, change and records. Finance, 
operations, legal, information security and technical specialists should join when required. 
Government contract-management principles specifically call for documented management 
plans, clear responsibilities and governance mechanisms aligned to contract complexity and 
risk. 

Meeting architecture should be deliberate, not habitual. Operational meetings may occur 
weekly or monthly to address delivery, incidents and immediate actions; commercial or 
performance reviews often work monthly or quarterly; and strategic boards can meet quarterly 
or biannually to consider outcomes, risk, innovation and future direction. Each forum needs 
terms of reference, decision rights, standing information and documented actions. Otherwise, 
meetings become reporting exercises while material decisions drift without accountable 
ownership. 

https://www.gov.uk/government/publications/introducing-the-government-commercial-function-gcf-strategy-2026-29/introducing-the-government-commercial-function-gcf-strategy-2026-29-html
https://www.gov.uk/government/publications/introducing-the-government-commercial-function-gcf-strategy-2026-29/introducing-the-government-commercial-function-gcf-strategy-2026-29-html
https://www.gov.uk/government/publications/the-sourcing-and-consultancy-playbooks/the-sourcing-playbook-html
https://www.nao.org.uk/press-releases/cabinet-office-must-improve-customer-experience-in-civil-service-pension-scheme/
https://www.nao.org.uk/work-in-progress/transfer-of-the-civil-service-pension-scheme-to-capita/


Reporting arrangements should convert contract data into management information rather 
than generate volume for its own sake. Dashboards should identify trends, exceptions, 
financial movements, risks, forecast demand, actions and benefits, with definitions agreed so 
both parties interpret measures consistently. Escalation routes should then set thresholds for 
moving an issue from operational teams to commercial leaders, executives or legal advisers. 
Clear escalation protects relationships because difficult issues follow pre-agreed governance 
rather than improvised personal intervention. 

The British Broadcasting Corporation (BBC) provides an established governance example. 
NAO work found that its strategic-contract arrangements used day-to-day operational 
authority, routes to executive escalation, quarterly performance and savings reporting, and 
annual reviews across a wider contract portfolio. In 2015-16, the BBC spent £464 million 
across 11 strategic contracts, equivalent to 12% of licence-fee income. The model shows how 
portfolio-level governance can share intelligence and benchmark performance across supplier 
relationships. 

Managing Supplier Performance 

Supplier performance management turns specification requirements into evidence about 
whether contracted outcomes are being delivered. Measures should combine key 
performance indicators (KPIs), service level agreements (SLAs), quality, timeliness, customer 
experience, compliance and commercial outcomes. The strongest measures are objectively 
defined, attributable and within the supplier’s reasonable control. Too many measures can 
obscure priorities, while poorly designed targets can incentivise technically compliant 
behaviour that delivers the wrong result or encourages optimising one measure at another’s 
expense. 

The Procurement Act 2023 applies in England, Wales and Northern Ireland, with some 
provisions adapted for devolved Welsh and Northern Ireland bodies, and to reserved 
procurement in Scotland; devolved Scottish authorities generally remain under Scottish 
legislation. Where it applies, section 52 generally requires at least three published KPIs before 
entering into a public contract worth over £5 million, excepting frameworks, concessions, light-
touch contracts and certain utilities contracts. 

From 1 January 2026, where those statutory KPIs apply, contracting authorities must assess 
performance at least once every 12 months and, on termination, publish the information 
through a contract performance notice under section 71. This creates a stronger link between 
operational performance and future procurement decisions, because published serious 
breaches or persistent failure can contribute to discretionary exclusion assessments. Contract 
managers therefore need evidence that is accurate, proportionate and sufficiently 
contextualised to withstand external scrutiny. 

Performance dashboards should present current results alongside targets, trends and root 
causes. A red, amber and green status is useful only when underlying data explain what has 
changed and why. Reviews should challenge recurring failure, examine forecast performance 
and distinguish supplier-caused problems from customer dependencies. Where performance 
falls short, corrective action plans should specify the deficiency, responsible owner, actions, 
completion dates, evidence of recovery and consequences if improvement does not occur 
within the contractual timescale. 

The Home Office’s Asylum Accommodation and Support Contracts show both the reach and 
the limits of financial levers. NAO analysis found that the contracts use nine KPIs reported 
through ten measurements, including a target of at least 98% for several requirements. 
Between September 2021 and August 2024, service-credit points for accommodation 
underperformance averaged 3% of the maximum, and by 31 March 2025 deductions totalled 
£4 million, under 1% of supplier revenue. 

Continuous improvement should sit beyond basic compliance. Once stable performance is 
established, reviews should examine process simplification, automation, demand reduction, 

https://www.legislation.gov.uk/ukpga/2023/54/section/52
https://www.legislation.gov.uk/ukpga/2023/54/section/71
https://www.nao.org.uk/wp-content/uploads/2025/05/home-offices-asylum-accommodation-contracts.pdf


sustainability, productivity and service redesign. Contract terms can require improvement 
plans, gainshare mechanisms or innovation proposals, but incentives should be balanced so 
savings do not degrade service quality. Government guidance encourages regular review of 
innovation opportunities and benchmarking, reflecting the principle that a well-managed 
contract should improve during its life rather than preserve its position. 

Supplier Relationship Management 

Supplier relationship management (SRM) determines how customer and supplier behaviours 
support, or undermine, contractual outcomes. Not every supplier warrants the same level of 
attention. Transactional suppliers providing low-risk, substitutable goods may require efficient 
ordering and performance control, while strategic suppliers delivering critical, complex or 
difficult-to-replace services need deeper governance, executive attention and joint risk 
management. Segmentation should therefore consider expenditure, operational criticality, 
market concentration, switching difficulty, innovation potential, dependency and the 
consequences of supplier failure. 

Strategic relationships require collaboration without weakening commercial discipline. Joint 
working can include shared objectives, improvement workshops, open risk registers, co-
designed transformation plans and structured innovation pipelines. However, collaboration 
should not blur contractual accountability or create informal commitments outside approved 
change processes. Executive engagement is most valuable where senior sponsors can 
remove organisational barriers, align investment decisions and resolve issues beyond 
operational authority. The relationship should remain evidence-led, with constructive 
challenge available to both parties. 

Central government’s Crown Representative model demonstrates portfolio-level SRM. 
Introduced in 2011, it gives government focal points for strategic suppliers so departments can 
communicate a more coherent customer view, identify savings and address cross-cutting 
risks. The July 2026 list included major technology, outsourcing, engineering and defence 
suppliers such as Accenture, Babcock, Capita, Microsoft, Serco, Sodexo and Vodafone, 
showing that strategic relationship management increasingly extends across multiple 
contracts rather than remaining confined to individual agreements. 

The National Health Service (NHS) has applied a similar approach. In 2025, the Department 
of Health and Social Care, NHS England and the Cabinet Office launched a strategic supplier 
relationship programme covering 15 health suppliers and appointed four Health Crown 
Representatives. The programme aimed to use the NHS’s scale to strengthen partnerships, 
unlock additional value, and manage risk. These programmes can drive innovation and 
leverage, but require careful management of competition, confidentiality, and supplier 
dependency. 

Dependency deserves particular attention because a successful strategic relationship can 
gradually make switching harder. Contract managers should monitor spend concentration, 
proprietary technology, intellectual property, data portability, specialist skills, subcontractor 
reliance, and exit costs. Mitigations can include open standards, escrow arrangements, dual 
sourcing, retained in-house capability, documented knowledge transfer and tested exit plans. 
The objective is not to weaken collaboration, but to ensure that partnership does not become 
lock-in that erodes leverage or resilience. 

Contract Financial Management 

Contract financial management protects value after award by ensuring payments reflect 
authorised orders, contractual prices and verified delivery. Where organisational controls 
require them, raise purchase orders before commitment, match them to receipts and invoices, 
and code them to the correct contract and budget. Invoice verification should test quantities, 
rates, milestones, tax treatment, approved variations, service credits and evidence. 
Segregation of duties reduces the risk that one individual can order, receive and authorise 
payment unchecked. 



Payment discipline matters throughout the economy. Department for Business and Trade 
statistics show large UK businesses paid suppliers in an average of 32 days during 2025, 
while 15% of invoices were paid late, down from 25% in 2018. Under section 68 of the 
Procurement Act 2023, most public contracts contain implied terms requiring payment within 
30 days of receiving a valid, undisputed invoice, or by a later invoice due date. 

Pricing mechanisms also require active control. Index-linked adjustments should use the exact 
contractual index, reference period, formula and caps; volume bands should be recalculated 
when demand changes; and rebates, credits, discounts or gainshare should be claimed when 
thresholds are reached. A contract can appear operationally successful while leaking value 
through missed credits or inaccurate indexation. Financial reconciliation should therefore 
compare invoiced, committed and forecast expenditure against contractual entitlements and 
the approved business case. 

Open-book costing can be valuable where prices depend on underlying cost, risk sharing or 
complex transformation, giving access to labour, subcontractor, overhead and profit data for 
validation. Earlier NAO research found such information available in only 31% of sampled 
government contracts. Payment discipline remains equally important: the Fair Payment Code 
gives Gold status where at least 95% of invoices are paid within 30 days, reinforcing liquidity 
as part of sound contract management. 

Managing Contract Risk 

Contract risk management should continue after signature because risk changes with 
demand, markets, technology, regulation and supplier circumstances. A live risk register 
should identify causes, consequences, likelihood, impact, owners, controls, and contingency 
actions, with governance reviewing material risks. The customer must also monitor its own 
obligations because delayed approvals, inaccurate forecasts or unavailable assets can create 
supplier failure partly generated by the customer. Strong risk management combines 
operational evidence, commercial data and external intelligence. 

Financial distress requires active monitoring rather than reliance on the supplier’s position at 
tender stage. Government guidance notes that supplier financial health can deteriorate 
suddenly through litigation or lost contracts, or gradually through weakening profitability. In 
England and Wales, 23,938 registered company insolvencies occurred during 2025, while one 
in 190 companies on the effective register entered insolvency. Contract managers should 
monitor accounts, covenant indicators, credit information, payment behaviour, restructuring 
signals and material corporate announcements. 

Carillion remains a powerful warning about concentration and continuity risk. At liquidation in 
January 2018, it had around 420 UK public-sector contracts, while the government estimated 
an insolvency loss of £148 million. Public-sector revenue had been about £1.7 billion in 2016. 
The lesson extends beyond financial ratios: customers need tested contingency plans, 
subcontractor visibility, asset and data access, step-in arrangements where appropriate, and 
practical knowledge of how critical services would continue after sudden supplier failure. 

Operational and supply-chain risk now includes heightened geopolitical and logistics 
exposure. Office for National Statistics (ONS) data from late July 2026 showed that 29% of 
UK businesses with ten or more employees were concerned that international conflict would 
affect supply chains over the following year, while 20% cited shipping disruption. Among 
businesses reporting supply-chain concerns, 52% expected sourcing costs to be affected, and 
47% expected transportation costs to be affected. 

Businesses must also manage cyber and information-security risk throughout the supplier 
lifecycle. The 2025/26 Cyber Security Breaches Survey found that 43% of UK businesses 
identified a breach or attack during the previous 12 months, rising to 65% of medium and 69% 
of large businesses. The National Cyber Security Centre (NCSC) recommends contractual 
security requirements, supplier reporting, proportionate audit rights and assurance measures, 
alongside controls that extend to relevant subcontractors. 

https://www.gov.uk/government/statistics/large-businesses-payment-practices-and-performance-statistics-2025/large-businesses-payment-practices-and-performance-statistics-2025-commentary
https://www.gov.uk/government/statistics/large-businesses-payment-practices-and-performance-statistics-2025/large-businesses-payment-practices-and-performance-statistics-2025-commentary
https://www.legislation.gov.uk/ukpga/2023/54/section/68


Business continuity arrangements should describe how critical services are sustained during 
outages, cyber incidents, supplier failure, workforce shortages or infrastructure disruption. 
Plans need named owners, invocation criteria, recovery priorities, dependencies and tested 
communication routes. Exercises should test realistic scenarios rather than confirm that a 
document exists. Where continuity depends on subcontractors, cloud platforms, logistics 
providers or specialist personnel, the customer should understand those dependencies and 
the supplier’s own recovery assumptions. 

Risk review should finally connect to commercial action. A worsening risk may justify additional 
assurance, revised stock levels, tighter reporting, financial remediation, diversification or 
activation of contingency plans; it should not automatically produce punitive behaviour. 
Conversely, repeatedly recording a risk without changing controls creates false assurance. 
Good contract management links early warning indicators to defined intervention thresholds, 
ensuring that emerging threats are escalated while there is still time to protect service 
continuity and value. 

Managing Contract Changes and Variations 

Contract change is inevitable in many long-term arrangements, but uncontrolled change is 
one of the fastest routes to lost value. Every proposed variation should identify the business 
need, scope, cost, schedule effect, risk allocation, performance consequences and approvals 
required. A central change register should show requests from initiation to closure. Suppliers 
should not treat informal operational discussion as authority to proceed unless the contract 
permits it, because retrospective regularisation weakens budgetary control and negotiating 
leverage. 

In public procurement, change control must also satisfy the applicable legal regime. The 
Procurement Act 2023 governs procurements commenced on or after 24 February 2025, while 
contracts awarded under the Public Contracts Regulations 2015 or other earlier legislation 
generally remain subject to those rules when modified. Contract managers must therefore 
confirm both the governing regime and the territorial position before approving any variation, 
because the legal tests and publication duties differ materially. 

Under section 74 of the Procurement Act 2023, a public contract may be modified under a 
Schedule 8 permitted ground, where the change is not substantial, or as a below-threshold 
modification. A below-threshold change must not increase or decrease the estimated value by 
more than 10% for goods or services or 15% for works; aggregated below-threshold changes 
must remain below the applicable procurement threshold, and the scope must not materially 
change. 

Transparency can be required before the change takes effect. Section 75 generally requires 
a contract change notice before modifying a public contract, subject to exemptions that include 
certain changes within 10% of contract value for goods or services, 15% for works, or 10% of 
the maximum term. Those exemptions do not make an otherwise unlawful modification 
permissible, so, as government guidance confirms, section 74 permissibility and the separate 
publication duty must be considered independently. 

Pricing adjustments should be tested as rigorously as original bids. Additional requirements 
can attract disproportionate rates where competitive tension has disappeared, so customers 
should use contractual rate cards, benchmarking, should-cost analysis, open-book evidence 
or targeted negotiation. Scope creep often begins with individually minor requests that 
accumulate into material cost and workload. Aggregating change data by cause, value and 
business owner helps identify whether the original requirement, operating model or 
governance is generating recurring avoidable variations. 

The Thameslink Programme illustrates why change information must reach decision-makers 
quickly. NAO reporting found that design changes at London Bridge contributed to cost 
increases that contractor reporting and Network Rail’s contract management did not 
immediately expose. Network Rail subsequently strengthened design-change management 

https://www.legislation.gov.uk/ukpga/2023/54/section/74
https://www.legislation.gov.uk/ukpga/2023/54/section/75
https://www.gov.uk/government/publications/procurement-act-2023-guidance-documents-manage-phase/guidance-contract-modifications-html


and cost forecasting. The lesson is straightforward: change control is not merely a signed 
variation form; it requires timely visibility of cumulative operational and financial consequences 
before commitments become difficult to reverse. 

Managing Poor Supplier Performance 

Poor supplier performance should be addressed early, consistently and with evidence. 
Contract managers first need to determine whether the issue is a one-off defect, recurring 
service failure, serious breach or customer-caused problem. Performance records should 
identify the contractual requirement, actual result, impact, chronology and supporting data. 
Informal discussion may solve minor problems, but repeated or material failure should move 
into the contract’s formal mechanisms so expectations, deadlines and potential consequences 
are unambiguous. 

Improvement notices and corrective plans should state what must improve, by when, who 
owns each action and how recovery will be demonstrated. Measures should be specific and 
objectively verifiable, with review dates matching operational urgency. Escalation can then 
move from operational management to senior governance if milestones are missed. Apply 
financial remedies such as service credits, liquidated damages, or withheld payments only 
where the contract permits and the relevant factual conditions are satisfied. 

The Procurement Act 2023 has increased the wider significance of documented public-sector 
underperformance. From 1 January 2026, specified serious breaches and failures to improve 
can require a contract performance notice, generally within 30 days of the relevant trigger. 
The exclusions regime also contains discretionary grounds relating to sufficiently serious 
breach and poor performance. Contracting authorities therefore need fair evidence, proper 
opportunities for improvement and accurate records, because contract-management 
decisions may affect a supplier’s future position. 

His Majesty’s Revenue and Customs (HMRC) provides a clear historical example of measured 
intervention. Under its Concentrix tax-credit contract, the supplier met only 104 of 242 
applicable monthly performance indicators between November 2014 and September 2015. In 
July 2015, only 4.8% of calls were answered within five minutes against a 90% target. HMRC 
reduced commission payments by £3.5 million and ultimately agreed early termination after 
concluding that service risks outweighed the arrangement’s benefits. 

Termination should remain a controlled last resort unless safety, legality or continuity requires 
faster action. Before ending a contract, the customer should assess contractual rights, cure 
periods, exit costs, replacement capacity, data and asset recovery, employee implications, 
subcontractors, litigation risk and service continuity. Section 78 of the Procurement Act 2023 
also implies specified termination rights into public contracts where statutory termination 
grounds apply, but contractual breach rights and the facts still require careful legal analysis. 

Managing Disputes and Claims 

Disputes are cheaper and less disruptive when identified before positions harden. Early 
warning should capture disputed invoices, ambiguous specifications, responsibility for delays, 
rejected deliverables, change valuation, intellectual-property issues, and competing 
interpretations of risk. The contract manager should preserve correspondence, meeting 
records, instructions, programme data and financial evidence while maintaining normal 
service wherever possible. A clear issue log can distinguish operational disagreements that 
can be resolved quickly from formal claims requiring commercial or legal escalation. 

Negotiation should normally start at the lowest level with authority to resolve the issue, 
escalating only when necessary. Where direct negotiation stalls, mediation can provide a 
confidential, non-binding process that helps parties explore settlement while retaining control 
of the outcome. Arbitration may offer a private binding determination where the contract 
provides for it, while litigation provides judicial resolution and public precedent but can be 
slower, more expensive and more adversarial. Contract wording determines available routes. 

https://www.legislation.gov.uk/ukpga/2023/54/section/78


The Nuclear Decommissioning Authority (NDA) Magnox contract demonstrates both the cost 
of disputes and the value of disciplined settlement. After the High Court found the procurement 
outcome wrongly decided, the NDA agreed legal settlements totalling £97.3 million, while the 
NAO estimated the failed procurement had cost taxpayers more than £122 million. The NDA 
later renegotiated arrangements, avoided further litigation and maintained delivery while 
planning an orderly transition to a new model. 

Maintaining a workable commercial relationship during a claim is often economically rational. 
The NDA’s revised Magnox arrangements supported £2.72 billion of decommissioning work 
before the contract ended in 2019, while an estimated £20 million termination cost formed part 
of the negotiated exit. The case shows why dispute strategy should consider continuity, 
leverage, settlement value and transition together. Winning a legal point can still be a poor 
outcome if essential services deteriorate during the process. 

Contract Renewal, Extension or Re-procurement 

Treat contract end as a strategic decision point rather than an administrative diary entry. Well 
before expiry, the customer should review whether the requirement still exists, whether 
demand or policy has changed, whether performance remains acceptable and whether the 
current delivery model still represents value. Future options may include expiry, extension, re-
procurement, insourcing, aggregation, disaggregation or redesigned outcomes. Starting early 
preserves negotiating leverage and gives the market sufficient time to prepare credible 
alternatives. 

Do not assume an extension simply because the incumbent is performing adequately. The 
decision should test price competitiveness, service quality, innovation, risk, switching cost and 
market capacity, using internal and external market evidence where appropriate. Government 
Functional Standard 008: Commercial (GovS 008) expects organisations to benchmark prices 
against the market and comparable public-sector arrangements. Where an extension option 
exists, customers should verify that exercising it remains lawful, contractually valid and 
economically preferable to competition. 

For contracts governed by the Procurement Act 2023, an extension may constitute a 
modification and must satisfy section 74 or an applicable statutory route. Increasing or 
decreasing the contract term by more than 10% of the maximum term on award is defined as 
a substantial modification, unless a permitted modification ground applies. Contracts procured 
under earlier legislation remain subject to legacy modification rules, reinforcing the need to 
establish the governing regime before deciding to extend. 

Market testing should examine supplier capacity, technological change, new entrants, 
alternative commercial models and current pricing before the organisation becomes 
dependent on an incumbent proposal. Re-procurement also requires sufficient time for 
business-case approval, market engagement, tendering, evaluation, standstill (where 
relevant), mobilisation, and transition. The Sourcing Playbook requires any decision not to 
extend to be taken far enough in advance to allow re-procurement, rather than letting deadline 
pressure dictate commercial strategy. 

Benchmarking is particularly valuable where switching is costly. Contractual benchmarking 
clauses can compare rates and service against relevant peers, while open-book data can test 
cost movements and margins. However, benchmarking should not replace competition where 
the market has materially changed. An incumbent may offer operational familiarity, but 
repeated unchallenged extensions can weaken leverage, reduce innovation and create 
technical or data lock-in, especially where customer knowledge has migrated to the supplier. 

Automatic renewal therefore needs active governance. Private-sector contracts may lawfully 
contain renewal mechanisms, while public-sector extensions must additionally remain within 
procurement law and the original contractual architecture. Track renewal dates, notice 
periods, and approvals in a contract-management scheduler, with decision points set months 
in advance. The objective is deliberate continuity, not accidental continuation: every extension 

https://www.gov.uk/government/publications/the-sourcing-and-consultancy-playbooks/the-sourcing-playbook-html


should have a documented rationale showing that performance, affordability, market 
conditions, risk and future requirements were consciously reassessed. 

Planning for Contract Expiry 

Manage contract expiry as a planned commercial event, not a date that suddenly appears in 
the final quarter. Cabinet Office guidance recommends beginning exit planning around 12 to 
18 months before larger contracts end, with a draft exit plan created at award and reviewed at 
least annually. Early planning preserves options, exposes dependencies, identifies resource 
needs and gives the organisation time to choose between re-procurement, insourcing, 
extension or service cessation. 

An effective exit plan should map every activity needed to transfer responsibility safely. This 
includes data extraction, asset inventories, licence transfers, intellectual property, records, 
employee information, security credentials, equipment, premises and outstanding supplier 
obligations. Responsibilities should be divided between the customer, outgoing supplier and 
any incoming provider, supported by milestones, acceptance criteria and a joint risk register. 
The plan should also address what happens if the replacement procurement or mobilisation 
slips. 

Knowledge transfer is particularly important where specialist capability has migrated to the 
incumbent supplier. Organisations should identify critical processes, system configurations, 
technical documentation, supplier contacts, operating procedures and tacit knowledge well 
before expiry, then require structured handover and verification. Digital contracts need 
additional attention to data formats, interfaces, administrator access and portability. Retaining 
sufficient internal expertise reduces dependency and gives the customer the ability to 
challenge both outgoing and incoming suppliers effectively. 

The Inland Revenue showed the value of structured transition when its £3 billion Acquiring 
Strategic Partners for the Inland Revenue (ASPIRE) contract replaced arrangements with 
Electronic Data Systems (EDS) and Accenture in 2004, with Capgemini as principal supplier. 
After HMRC’s creation in 2005, Fujitsu’s former Her Majesty’s Customs and Excise services 
joined ASPIRE in April 2006. The NAO reported that the transfer completed without service 
loss, with procurement and transition costing £75 million. 

Expiry planning also needs to protect service continuity during the overlap between suppliers. 
Incoming teams may require access to premises, systems, staff and data before the 
incumbent leaves, while the outgoing supplier must continue meeting existing service levels. 
Contingency arrangements should cover delayed mobilisation, incomplete handover and 
disputed assets. The strongest contracts therefore treat exit as a managed transition with 
measurable obligations, rather than assuming cooperation will emerge naturally once 
termination dates approach. 

Contract Close-Out 

Contract close-out confirms that delivery has genuinely finished and that neither party is 
carrying hidden obligations into the future. The contract manager should verify completed 
deliverables, accepted milestones, warranty requirements, unresolved defects, final reports 
and any continuing confidentiality, intellectual-property or data-protection duties. Closure 
should occur only when evidence shows contractual requirements are satisfied or formally 
waived through authorised governance, rather than because operational teams have stopped 
using the supplier. 

Financial reconciliation is equally important. Match final invoices against authorised purchase 
orders, approved variations, service credits, rebates, retention, indexation, and previous 
payments, while keeping outstanding claims and disputes visible until resolved. Clear accruals 
and commitments only when justified. For larger arrangements, a final commercial account 
can provide a single agreed position on money owed, credits due and liabilities retained, 
reducing the risk of later duplicate payment or unanticipated claims. 

https://www.nao.org.uk/reports/hm-revenue-customs-aspire-the-re-competition-of-outsourced-it-services/


Assets, information and access rights also require positive recovery. Equipment, keys, 
passes, devices, documents, customer data, software credentials and intellectual property 
should be checked against agreed registers and return requirements. Crossrail illustrates the 
scale of records management: the programme generated around 15 million pieces of 
documented information and more than 17,000 contractor certification packages. Without 
disciplined information control, closing a complex contract can leave substantial evidence 
scattered across suppliers and project teams. 

Public-sector closure has an additional transparency dimension. Under the Procurement Act 
2023, contracting authorities generally must publish a contract termination notice under 
section 80 when a public contract ends, including expiry or completion, subject to specified 
exemptions. Cabinet Office guidance expects final performance assessment where 
applicable, settlement of outstanding disputes, final payments and retention of an auditable 
termination record. Formal closure should combine operational, financial, legal, information-
management and transparency requirements in one controlled process. 

Supplier Performance Review at Contract End 

A final supplier performance review should convert years of operational evidence into a 
concise, balanced assessment. It should examine delivery against KPIs, service quality, cost 
control, responsiveness, innovation, risk management, compliance, social-value 
commitments and behaviour during difficult periods. The purpose is not simply to assign a 
score at expiry; it is to preserve organisational knowledge about what worked, what failed and 
how confidently the supplier could perform similar requirements in the future. 

Performance history should be supported by evidence, not impressions formed during the final 
months of delivery. Dashboards, service credits, complaints, audit findings, incident records, 
change logs, financial reconciliations and improvement plans can reveal whether performance 
was consistently strong or repeatedly recovered only after escalation. Context matters as well: 
separate customer-caused delays and external disruption from supplier-controlled failure, 
ensuring the closing assessment is fair enough to support future commercial decisions. 

For qualifying public contracts, the Procurement Act 2023 makes some performance 
information externally significant. Contract performance notices can record assessment 
against published KPIs and specified serious breaches or failures to improve, creating an 
evidence base that other contracting authorities may consider when assessing poor-
performance exclusion grounds. Final reviews therefore need disciplined fact-checking, 
proportionate language and clear audit evidence because an inaccurate closing judgement 
can affect both the customer and supplier beyond the original contract. 

Strengths should be captured as carefully as weaknesses. A supplier may have introduced 
valuable automation, improved resilience, stabilised a failing service or collaborated 
constructively during an emergency even where other areas underperformed. Recording 
those capabilities helps future sourcing teams distinguish between structural weaknesses and 
contract-specific difficulties. It can also reveal which incentives, governance arrangements or 
technical requirements encouraged better outcomes, allowing proven approaches to be 
reproduced rather than lost when personnel change. 

Supplier feedback should form part of the closing conversation. The supplier can identify 
unclear specifications, slow approvals, duplicated reporting, unrealistic demand forecasts, 
poor change control or governance behaviours that increased cost without improving 
outcomes. This does not require the customer to accept every criticism, but mature 
procurement functions treat suppliers as a source of market intelligence. Comparing internal 
and supplier perspectives often exposes process problems that would otherwise be repeated 
in the next competition. 

The completed review should then feed directly into sourcing strategy, due diligence and 
market engagement. It may support stronger participation conditions, revised KPIs, different 
pricing mechanisms, greater diversification, or a changed relationship model. Equally, 
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consistently strong delivery may justify retaining effective features of the existing arrangement. 
Contract-end assessment becomes valuable only when the evidence is accessible to future 
teams and influences decisions rather than being archived as a ceremonial end-of-contract 
report. 

Lessons Learned and Continuous Improvement 

Lessons learned should test whether the procurement achieved the outcomes originally 
promised, not merely whether the process was completed correctly. Teams should compare 
the approved business case, sourcing strategy, tender assumptions and mobilisation plan with 
actual cost, service, risk and stakeholder outcomes. Differences need explanation: some 
benefits may have been overstated, while others may have emerged unexpectedly. Reviewing 
the entire lifecycle prevents procurement lessons from being reduced to narrow observations 
about tender documentation or evaluation mechanics. 

Crossrail created one of the strongest UK examples of systematic learning from a major 
programme. Its Learning Legacy has shared detailed material on commercial management, 
information systems, assurance and delivery, while the programme’s quality dataset records 
25,232 non-conformance reports. Those records transform defects into reusable evidence 
rather than isolated project problems. The wider lesson for procurement teams is that 
structured data can make organisational learning more objective, searchable and useful 
across future contracts. 

Benefits realisation should be examined with the same rigour as expenditure. Anticipated 
savings, productivity gains, service improvements, revenue benefits, risk reductions and social 
outcomes should be compared with actual results and the reasons for variance documented. 
Where benefits failed to materialise, teams should identify whether the cause lay in unrealistic 
assumptions, supplier performance, demand changes, poor implementation or weak internal 
ownership. That distinction determines what should change when the requirement returns to 
market. 

Learning must also travel beyond the people who managed the contract. Procurement 
communities, category teams, commercial boards, project offices and contract managers 
should share concise findings through playbooks, templates, training and sourcing reviews. 
The NAO’s commercial lifecycle guidance emphasises that lessons should feed promptly into 
wider strategy and planning. Without a mechanism for organisational reuse, knowledge 
disappears when employees move roles, and the same avoidable mistakes can recur across 
unrelated procurements. 

Continuous improvement closes the loop by converting lessons into changed practice. A 
recurring evaluation weakness might prompt changes to assessor training; repeated 
mobilisation failures may trigger mandatory readiness reviews; unmanaged supplier 
dependency may lead to stronger exit clauses and knowledge-transfer requirements. 
Improvement should therefore have named owners, deadlines and evidence of 
implementation. A lessons-learned register with no resulting action is historical 
documentation, whereas a controlled improvement programme changes how future 
procurement decisions are actually made. 

Measuring Procurement Success 

Procurement success should be measured by the value created across the full lifecycle, not 
simply by whether an award was completed on time. Given the scale of public-sector 
procurement expenditure, even small improvements in commercial performance can have 
significant financial and operational consequences. A balanced scorecard should therefore 
combine cashable savings, cost avoidance, service quality, risk reduction, sustainability, 
supplier performance and stakeholder outcomes, preventing a single headline saving from 
obscuring deterioration elsewhere. 

Savings remain important, but their calculation needs discipline. Cashable savings reduce 



expenditure against a credible baseline, while cost avoidance prevents forecast spending from 
occurring and should be reported separately. Volume changes, specification reductions, 
deferred purchases and market movements can otherwise be mistaken for procurement 
performance. Finance validation, documented baselines and benefit owners improve 
credibility. The same principles apply in private-sector procurement, where purchasing gains 
need to translate into margin, cash flow or business capability. 

Value for money extends beyond lowest price. Section 12 of the Procurement Act 2023 
requires contracting authorities carrying out covered procurement to have regard to value for 
money, maximise public benefit, share information and act with integrity, alongside 
considering barriers faced by smaller suppliers. Performance measures should therefore test 
whole-life cost, quality and public outcomes together. A cheaper contract that creates 
disruption, claims, excessive management effort or weak resilience may deliver poor value 
overall. 

Service improvement provides another essential measure. Reduced waiting times, fewer 
defects, faster repairs, increased availability, improved customer satisfaction, and higher first-
time resolution can all demonstrate procurement value when linked to an agreed baseline. 
Attribute performance carefully, because procurement rarely creates outcomes alone. 
Operations, policy, technology and suppliers may all contribute. Well-designed measures 
distinguish contractual contribution from wider organisational change while still showing 
whether sourcing decisions improved service delivery. 

Risk reduction is measurable when you define the starting exposure. Procurement may 
diversify single-source supply, increase cyber assurance, strengthen financial safeguards or 
remove obsolete equipment. The Sourcing Playbook treats suppliers earning over £50 million 
annually, more than half from public-sector work, as public-sector dependent suppliers that 
may be required to provide resolution planning information. Such controls belong alongside 
savings because their value lies in failures that never materialise. 

Sustainability and social value should likewise be measured through contract-specific 
outcomes rather than broad corporate claims. Procurement Policy Note (PPN) 002 already 
required central government to apply a minimum 10% social value weighting where relevant. 
Its replacement, PPN 026, published in August 2026, applies to in-scope procurements 
commenced from 1 January 2027, requiring at least 10% for contracts from £1 million and 
20% from £5 million, focused on jobs and skills. 

Stakeholder satisfaction provides the final reality check. Budget holders, service users, 
operational teams, and suppliers experience procurement differently, so structured feedback 
can reveal whether the process was accessible, commercially sensible, and capable of 
supporting delivery. Satisfaction should not replace objective evidence, because demanding 
governance can be unpopular while still necessary. Combined with financial, operational, risk 
and supplier measures, however, it shows whether procurement has created value that the 
organisation can actually recognise and sustain. 

Technology Across the Procurement Cycle 

Technology now connects almost every stage of procurement, from demand identification and 
market engagement to tendering, contract management and expiry. Electronic procurement 
systems can standardise approvals, automate workflows, store audit trails and reduce manual 
rekeying, while source-to-contract platforms link sourcing events, evaluation, contracts and 
supplier information. Their value depends on disciplined data architecture: automating 
inconsistent processes or unreliable master data can make errors happen faster and be harder 
to detect, rather than creating genuine control. 

Public procurement has become more digitally transparent since the Procurement Act 2023 
took effect on 24 February 2025. The Find a Tender service operates as the central digital 
platform for regulated notices and supplier information, allowing opportunities to be searched 
without charge and supplier details to be reused. The platform also supports notices across 
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the procurement lifecycle, turning transparency from an award-stage requirement into a 
continuing stream of structured information about procurement and contract activity. 

Contract management systems can bring obligations, renewal dates, KPIs, variations, risks, 
insurance certificates, notices and payment information into one controlled environment. 
Automated reminders reduce the chance of missing extension deadlines or price-review 
dates, while dashboards help senior managers identify exceptions across a portfolio. 
Integration with finance and purchasing systems can expose off-contract expenditure, 
duplicate invoices and unused commitments. The strongest implementations combine 
technology with clear ownership, data standards and disciplined user behaviour. 

Spend analytics adds another layer of commercial intelligence by combining supplier, 
category, transaction and contract data. It can identify fragmented expenditure, price variance, 
concentration risk, duplicate suppliers and opportunities for aggregation or renegotiation. 
However, analysis is only as reliable as coding and supplier-master quality. Organisations 
should therefore treat data cleansing, classification and governance as continuing 
procurement responsibilities. A visually impressive dashboard built on incomplete transactions 
can create more confidence than the underlying evidence deserves. 

Artificial intelligence (AI) is expanding quickly across the wider UK economy and procurement 
is likely to follow. ONS research published in July 2026 found that around 35% of businesses 
with ten or more employees were using at least one AI technology, up from roughly 12% in 
late 2023. Procurement uses can include specification analysis, market research, spend 
classification, risk detection, contract review, supplier queries and drafting routine commercial 
documentation. 

Automation does not remove the need for professional judgement. Cabinet Office guidance 
on AI transparency encourages central government organisations to identify relevant supplier 
use of AI. At the same time, the UK Government AI Playbook and September 2026 AI Risk 
Management Toolkit emphasise governance, security, data, accountability and risk treatment. 
Procurement teams should validate outputs, protect confidential information, preserve human 
approval for material decisions and avoid allowing opaque tools to determine evaluations or 
supplier treatment without defensible oversight. 

Governance, Ethics and Transparency Throughout the Cycle 

Procurement governance should make ethical behaviour operational, not aspirational. Clear 
delegated authority, segregation of duties and documented approvals reduce the opportunity 
for one individual to specify, select, order, receive and approve payment without challenge. 
Controls should be proportionate to value and risk, while maintaining an audit trail from need 
identification through award, contract change and closure. Strong governance protects 
suppliers and buyers by demonstrating that decisions were made consistently and for 
legitimate reasons. 

Conflicts of interest now carry explicit statutory duties for covered procurement under the 
Procurement Act 2023. Contracting authorities must take reasonable steps to identify and 
keep actual and potential conflicts under review, mitigate unfair advantage or disadvantage 
and prepare a conflicts assessment before specified notices are published. The regime also 
addresses perceived conflicts. Declarations should therefore be revisited when personnel, 
bidders, advisers or ownership structures change rather than treated as a form completed 
once. 

Fraud prevention requires both transaction controls and behavioural awareness. The Public 
Sector Fraud Authority reported £1.7 billion of detected fraud and error across central 
government in 2023/24 outside the main tax and welfare systems, with procurement among 
the business areas accounting for the majority by value. Effective responses include supplier 
verification, purchase-order controls, invoice matching, data analytics, whistleblowing routes, 
rotation of sensitive duties and investigation procedures that preserve evidence while avoiding 
premature conclusions. 



Anti-bribery controls apply across public and private procurement. Under section 7 of the 
Bribery Act 2010, a relevant commercial organisation can commit an offence where an 
associated person bribes another intending to obtain or retain business or an advantage, 
subject to the statutory defence concerning adequate prevention procedures. Since 1 
September 2025, large organisations also face the Economic Crime and Corporate 
Transparency Act 2023 failure-to-prevent-fraud offence where its statutory conditions are met. 

Transparency completes the governance framework by allowing decisions to withstand 
scrutiny. Public bodies must meet statutory publication requirements, while private 
organisations benefit from disciplined internal records of specifications, approvals, 
evaluations, negotiations, variations and supplier performance. Transparency does not mean 
releasing commercially sensitive information indiscriminately; it means controlling legitimate 
confidentiality without obscuring accountability. Ethical procurement is strongest when 
decision-makers assume their reasoning may later need explanation to auditors, boards, 
suppliers or courts. 

The Role of Procurement Professionals Throughout the Cycle 

The modern procurement professional is increasingly a strategic adviser rather than an 
administrator of competitions. Requirements need to be challenged before they reach the 
market: should demand be reduced, standardised, aggregated, outsourced, insourced or 
redesigned? Commercial advice should connect organisational strategy with market capability 
and affordability, ensuring sourcing decisions solve the underlying problem. In the public 
sector, the responsibility is substantial because procurement choices shape essential 
services, infrastructure, local economies and public trust. 

Market expertise allows procurement professionals to translate external conditions into 
commercial strategy. They need to understand competition, supplier economics, capacity, 
technological change, inflation, supply-chain dependencies and barriers to entry rather than 
relying on historic tender lists. Preliminary market engagement can test whether specifications 
are realistic and contractual risk is genuinely transferable. Strong market knowledge also helps 
recognise when apparent savings are unsustainable because suppliers have priced below 
viable delivery cost or accepted unmanageable obligations. 

Negotiation remains a core capability, but its purpose extends beyond securing a lower initial 
price. Procurement professionals negotiate risk allocation, payment structures, indexation, 
liabilities, service levels, intellectual property, change mechanisms, incentives and exit 
arrangements. Effective negotiators understand the organisation’s alternatives and the 
supplier’s commercial drivers, allowing them to trade variables rather than demand 
concessions. The best agreement remains workable during delivery while protecting value 
when circumstances change. 

Risk management has also become inseparable from procurement. Professionals increasingly 
assess supplier financial health, cyber exposure, geopolitical dependencies, modern slavery, 
business continuity, fraud, data security and concentration risk alongside conventional 
commercial issues. Their role is not to eliminate every risk, which is rarely possible, but to 
allocate, mitigate and monitor it intelligently. Risk transferred contractually to a supplier lacking 
the capability or balance sheet to absorb it may return later as failure or higher pricing. 

Relationship management and contract management complete the professional lifecycle. 
Procurement should remain connected after award, helping operational colleagues interpret 
contractual rights, manage changes, benchmark value and resolve disputes. The GCF 
strategy describes around 6,000 people working in commercial roles and approximately £90 
billion of annual spend managed directly by the function. That scale reinforces why 
professional capability must extend well beyond tender execution into delivery, performance 
and transition. 

Capability investment reflects that wider remit. The government’s Contract Management 
Capability Programme, operating since 2018, reported more than 35,000 baseline 
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accreditations and over 1,000 technical accreditations by 2026. Procurement professionals 
therefore work increasingly as part of multidisciplinary commercial teams alongside finance, 
legal, digital, operational and project specialists. Their distinctive contribution is maintaining 
commercial coherence from need through market engagement, sourcing, negotiation, supplier 
management, benefits realisation and eventual exit. 

Common Procurement Cycle Failures 

Many procurement failures begin before suppliers are invited to bid. Poorly defined 
requirements produce ambiguous pricing, excessive clarification and later variations, while 
weak market research can create specifications that few suppliers can meet. Excessive focus 
on headline price may reward bids that are commercially fragile or expensive across the 
lifecycle. The NAO emphasises effective competition and strong commercial preparation 
because weak early decisions are hard to correct once contractual commitments are made. 

Weak evaluation creates a different risk. Vague criteria, inconsistent assessor reasoning, 
inadequate moderation or poorly evidenced scoring can produce the wrong supplier and 
increase challenge risk. Evaluation should test the characteristics that matter during delivery 
rather than rewarding polished tender writing detached from operational capability. 
Procurement teams also need clear records explaining material decisions, because outcomes 
that cannot be reconstructed later are difficult to defend, even when evaluators acted in good 
faith. 

Award does not cure weaknesses created earlier. Poor mobilisation can delay benefits, 
contract neglect allows performance and value leakage to accumulate, and weak change 
control can turn a competitively priced contract into an expensive arrangement. HMRC’s later 
experience with ASPIRE illustrates dependency: the NAO estimated in 2014 that lifetime 
spending would reach £10.4 billion, against £4.1 billion used to evaluate Capgemini’s bid, both 
in 2013-14 prices, as scope grew and extensions followed. 

Failure to plan for expiry completes the cycle of avoidable problems. Organisations that wait 
until the final months may discover that data cannot be extracted easily, expertise has 
disappeared, assets are disputed, or there is insufficient time to run a credible competition. 
The result can be an unnecessary extension, weakened negotiation or service risk. Effective 
procurement requires control at every stage: requirement, market, competition, mobilisation, 
management, change, performance, transition and closure are commercially connected. 

From Transactional Procurement to Lifecycle Management 

Transactional procurement treats success as obtaining a compliant purchase order or 
awarding a contract. Lifecycle management asks a more demanding question: did the 
organisation obtain and retain the intended value from the requirement until final closure? That 
shift changes procurement priorities. Market strategy, pricing, risk, mobilisation, performance, 
change, relationships and exit become connected decisions rather than separate 
administrative tasks, with commercial ownership continuing after competition ends and before 
the next sourcing exercise begins. 

Connecting sourcing and contract management is central to that model. Tender commitments 
must become measurable contractual obligations, evaluation assumptions should inform 
mobilisation, and contract managers need visibility of why risks, prices and service levels were 
agreed. Equally, operational experience should flow backwards into category strategy and 
future specifications. Cabinet Office contract-management principles emphasise effective 
handover from sourcing into management because value negotiated during competition can 
be lost when implementation teams do not understand the deal. 

Lifecycle management also changes how value is measured. Initial savings remain relevant, 
but the organisation tracks whole-life expenditure, benefits, supplier performance, service 
outcomes, change, risk, innovation and exit costs throughout delivery. Variance becomes an 
early management signal rather than an end-of-contract surprise. This is particularly important 
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for long-duration services where volumes, technology and policy can change materially after 
award, making the original tender price only one component of eventual economic 
performance. 

The approach requires collaboration across organisational boundaries. Procurement cannot 
manage lifecycle value alone; finance validates savings and budgets, operations own service 
outcomes, legal advisers support contractual interpretation, technical teams test solutions and 
senior owners make strategic decisions. Suppliers also hold information needed to improve 
delivery. Governance should connect these perspectives while retaining clear accountability. 
Lifecycle management succeeds when commercial decisions are integrated into normal 
management rather than delegated entirely to procurement after problems arise. 

Ultimately, procurement becomes a continuous process of defining need, testing markets, 
contracting, learning and adapting. Closing one arrangement should create better data, 
stronger market knowledge, and clearer requirements for whatever follows. The March 2026 
Contract Management Playbook reflects this direction by treating delivery outcomes as 
dependent on disciplined post-award management. Procurement maturity is therefore visible 
not in the number of competitions completed, but in sustained value, resilience and learning 
across successive commercial cycles. 

Summary – Managing Procurement from Need to Contract Close-Out 

The procurement cycle begins with understanding a genuine organisational need, but its 
success is determined much later. Good procurement converts demand into a commercially 
workable requirement, tests the market, selects an appropriate sourcing route, evaluates 
suppliers fairly and establishes a contract that can actually be managed. Each decision 
creates consequences for the next stage. Weak requirements distort evaluation, weak 
evaluation complicates mobilisation, and weak mobilisation often becomes expensive contract 
management rather than disappearing after award. 

Contract award should therefore be viewed as a transition point rather than the finish line. 
Mobilisation converts promises into operating capability; governance establishes 
accountability; performance management tests whether outcomes are achieved; and supplier 
relationship management determines how effectively both parties respond to change. 
Financial control, risk management and disciplined variation procedures protect the 
commercial position throughout delivery, ensuring value agreed during competition is not 
quietly lost through unmanaged invoices, dependency, scope growth or poor performance. 

Public procurement now reinforces that lifecycle perspective through the Procurement Act 
2023. The regime places explicit emphasis on value for money, public benefit, transparency 
and integrity, while introducing wider publication and supplier-performance mechanisms 
across contract delivery and termination. With public-sector procurement spending exceeding 
£400 billion annually, stronger lifecycle management extends well beyond individual contracts. 
Small improvements in competition, performance, risk and transition can translate into 
substantial economic and service benefits. 

Technology increasingly supports that control. Electronic sourcing, contract repositories, 
spend analytics, supplier-management platforms and AI can reduce administration and reveal 
patterns that manual processes miss. Yet technology does not replace commercial judgement, 
ethical governance or reliable data. Decisions affecting competition, supplier treatment, risk 
and public money still require accountable human oversight. Digital procurement should make 
the cycle more visible, consistent and evidence-led rather than simply reproducing weak 
processes through faster software. 

The final stages are equally strategic. Expiry planning protects continuity, contract close-out 
recovers assets and resolves liabilities, final supplier assessment preserves performance 
evidence, and lessons learned improve future sourcing. The commercial cycle therefore feeds 
back into itself: each completed contract should leave the organisation better informed about 
demand, markets, supplier capability, pricing, risk and implementation. Where that knowledge 



is captured and reused, procurement becomes an accumulating organisational capability 
rather than a sequence of disconnected competitions. 

Lifecycle procurement ultimately requires professionals to think beyond transactions and 
manage value from need to close-out. Savings matter, but so do service improvement, 
resilience, sustainability, ethical conduct, supplier performance and stakeholder confidence. 
The strongest procurement functions connect strategy, market knowledge, contracting and 
delivery through one continuous commercial discipline. That approach gives public and private 
organisations a better chance of securing not merely a defensible award, but durable value 
that survives implementation, change and eventual transition. 

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

Further Reading 

Legislation 

• Procurement Act 2023 – full text. The primary source for the regime discussed 
throughout. 

• Key sections of the Act referred to in the article:  

o s.12 – covered procurement objectives 

o s.52 – key performance indicators 

o s.68 – implied payment terms 

o s.71 – assessment of contract performance 

o s.74 – modifying a public contract 

o s.75 – contract change notices 

o s.78 – implied right to terminate 

o s.80 – contract termination notices 

• Bribery Act 2010, s.7 – failure of commercial organisations to prevent bribery. 

Government guidance and policy 

• The Sourcing Playbook. Chapter 13 covers expiry, extension, transition and 
termination, and was updated on 30 September 2026. 

• Introducing the Government Commercial Function Strategy 2026–29. Source of the 
£400 billion, £90 billion and 6,000-person figures. 

• Procurement Act 2023 guidance: contract modifications. 

• PPN 026: The Social Value Model. Applies to in-scope procurements from 1 January 
2027. 

• Crown Representatives and strategic suppliers. The current list. 

• AI Playbook for the UK Government. 

• National Cyber Security Centre – supply chain security guidance. Sets out 12 
principles for controlling supplier cyber risk. 

• Find a Tender service. 
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National Audit Office case studies 

• Civil Service Pension Scheme administration (June 2025). Covers the £239 million 
Capita contract and the £9.6 million in withheld transition payments. 

• Transfer of the Civil Service Pension Scheme to Capita. This investigation is still in 
progress. 

• The Home Office’s asylum accommodation contracts (May 2025). 

• HMRC: ASPIRE – the re-competition of outsourced IT services (2006). 

• Managing and replacing the Aspire contract (2014). Source of the £10.4 billion and 
£4.1 billion figures. 

• Investigation into the government’s handling of the collapse of Carillion (2018). 

• Investigation into HMRC’s contract with Concentrix (2017). 

• Progress report: Terminating the Magnox contract (2020). 

Statistics 

• Large businesses’ payment practices and performance statistics 2025. From the 
Department for Business and Trade. 

• Company insolvency statistics, December 2025. Source of the 23,938 insolvencies 
figure. 

• Cyber Security Breaches Survey 2025/2026. 

• Cross-Government Fraud Landscape Report 2022/23 and 2023/24. From the Public 
Sector Fraud Authority. 

Lessons learned 

• Crossrail Learning Legacy. 
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