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EXECUTIVE SUMMARY 

Contract management is crucial to the success of not only the contract, but also the 

relationship between the procuring agency and the supplier/contractor. Contract 

management increases the likelihood that the supplier/contractor will meet the project 

requirements and lowers risk in contract implementation, improving the probability that the 

expected value for money will be achieved. 

Contract management encompasses all activities during the life cycle of a contract, 

starting with the establishment of the contract to its closeout and the acceptance of the 

supplies, works or services. This process requires an understanding of the contract’s major 

components, cognizance of delivery dates, disbursement dates and amounts (i.e., payment), 

terms and conditions, and end dates. Given that the primary aspect of contract management 

is oversight, those responsible for the process play a central role in determining whether a 

supplier/contractor is meeting requisite quality levels as well as performing tasks on time and 

within budget. Contract management can vary in complexity, based on the size and scope of 

the contract, and the contract’s audit requirements. 

The following illustration offers a high-level overview of the key stages in procurement 

contract management and monitoring.  

 

 

The management and monitoring of contracts may run into roadblocks in each stage of 

the process and the objective of these guidelines is to provide detailed and internationally 

Closeout of contract

Contract completion and closeout

Manage the contract

→Contract performance 
monitoring and control

→Change management
→Dispute management 

and resolution
→Financial 

management/payment

Establish the contract

Enable contract management
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applied practices and recommendations on how to avoid the most common pitfalls. The 

guidelines distinguish between the work that is required in the pre-award (upstream) and post-

award (downstream) periods, with focus on managing downstream activities. Recognising the 

need to deliver value for money, the focus is on demonstrating the benefits of good contract 

management and best practices designed to achieve this objective.  

Efficient contract management includes establishing communication channels and 

protocols, monitoring progress toward the delivery of contract deliverables, managing 

payments, controlling changes in the contract, measuring contractor performance, and closing 

out the contract. The individual chapters of these guidelines focus on the various stages of the 

contract management process and assist readers in identifying the key aspects and 

requirements of effective and successful contract management.   
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1. CONTEXT AND BACKGROUND 

1.1 Purpose of this guidelines 

The purpose of these general guidelines is to provide guidance to public bodies involved 
in the management and monitoring of procurement contract activities in the Republic of 
Trinidad and Tobago.  

 

 

 

 

 

 

 

 

 

1.2 Intended audience 

These guidelines should be used by all employees of public bodies that are involved in 

the management and monitoring of contract activities in the Republic of Trinidad and Tobago, 

during the planning, execution and final closeout of a procurement project. 

Section 6 the Act cautions public bodies that any procurement of goods, works or 

services, or the retention or disposal of public property that is not done in accordance 

with the Act, and any procurement contract or agreement that is not entered into in 

accordance with this Act shall be void and illegal. 

LISTING OF PUBLIC BODIES 

▪ The Office of the President 

▪ Parliament 

▪ The Judiciary 

▪ A Ministry or a department or division of a Ministry 

▪ The Trinidad House of Assembly (THA) or a division of the THA 

▪ A municipal corporation 

▪ A Regional Health Authority (RHA) 

▪ A statutory body 

▪ A State-controlled enterprise 

▪ A service commission 

▪ A body corporate or incorporate, established by the President, a Minister or 

another public authority, performing a function on behalf of the State  

▪ A body corporate or incorporate that uses public money 

 

Procurement contract= 

a contract concluded between a procuring entity and a supplier or a contractor. 

As defined by Section 4 of the Public Procurement and Disposal of Public Property Act of 

2015 as amended (“the Act”) 
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Contractors bidding for public sector contracts and subsequently executing works on 

public sector projects can also benefit from consulting these guidelines.  

1.3 Legal context and alignments 

These guidelines should be read in conjunction with the Act, the Procurement 
Regulations, and the publications entitled Handbooks for Procurement, Retention and Disposal 
of Public Property as well as the General Guidelines issued by the Office of Procurement 
Regulation (“OPR”).  

A procuring entity may use these guidelines as a model for developing its own special 

guidelines. In such instances, the procuring entity is required to: 

➢ Map all changes (inclusions, edits, deletions) against this model guide; 

➢ Subsequently submit a copy of its own special guidelines to the OPR for review and 

approval. 

 

 

1.4 The Trinidad and Tobago Public Procurement Procedures 

The Trinidad and Tobago Public Procurement Procedure is derived from the objects of 

the Act.  

 

 

 

 

 

 

1.5 Linkage to the Public Procurement Procedure 

The Trinidad and Tobago Public Procurement Procedures are based on achieving the 

objects of the Act throughout the stages of the procurement cycle from project planning to 

project closeout.  

NOTE! The OPR will grant approval for special guidelines prepared 

independently by public bodies in accordance with the procedures outlined in the OPR 
publication entitled  

“Preparation of Special Guidelines and Handbooks for Approval” 

The objects of the Act are to promote 

➢ the principles of accountability, integrity, transparency and value for money; 

➢ efficiency, fairness, equity and public confidence; and 

➢ local industry development, sustainable procurement and sustainable 

development in public procurement and the disposal of public property. 

As stated in Section 5 (1) 
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These guidelines provide a structured framework designed to mitigate the risks related 

to the achievement of the objects of the Act from planning the project to identifying the most 

suitable contractor, monitoring performance, ensuring payment in accordance with the terms 

of the procurement contract and ultimately closing out the project. 
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Section 2 
 

Introduction 
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2. INTRODUCTION 

The management and monitoring of procurement contracts will generally require the 
development of an appropriate and complex procurement strategy - except for projects 
defined as “low value, low risk”-, in the Annual Procurement Plan of the procuring entity 

 

Each agency is unique and the specific requirements of contracts may vary on a case-by-
case basis. The information in this guide is intended to provide generally applicable best 
practices and recommendations to ensure each procurement contract is planned, executed, 
monitored and closed out in a way that serves the best interest of the procuring entity. The 
guide provides a framework that procuring entities should use over the life of the contract to 
ensure that their contracting decisions are in the best interest of the procuring entity.  

Readers will find practical suggestions and best practices related to public procurement 
and disposal of public property, which are encouraged but not mandatory. Depending on the 
complexity of the contract in question, public entities should exercise reasonable business 
judgment when applying the recommendations and guidance provided in these guidelines. 
Recognising that the needs of each public entity and the requirements of each contract are 
different, the information in this guideline is intended to be applied flexibly, not mechanically. 

As identified in Section 4 of the Act, ‘procurement proceedings’ include the entire 
process of procurement from the planning stage, the soliciting of bids, the awarding of 
procurement contracts and contract management, to the formal acknowledgement of the 
completion of the procurement contract.  

 

2.1 What is Contract Management? 

 

 

 

 

 

NOTE! The term ‘contract’ as used throughout this section of the guidelines 

refers to contracts and other forms of agreement that derive from procurement 

proceedings, including framework and standing-offer arrangements as well as supplier 

panel/pre-qualification arrangements. 

 

Contract Management 

is the effective and efficient monitoring of procurement contract activities with the aim of 

ensuring that goods, works and services are delivered in a timely manner, at the agreed 

cost and in accordance with the specified requirements. 
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The above details are clearly established in the Terms of Reference (TOR) or the 
Specifications, developed in the pre-award stage of the procurement process. For details on 
Specifications and TORs, readers are encouraged to consult the OPR publication entitled 
General Guidelines – Developing Specifications. 

Contract Management encompasses all post-award tasks including performance 
monitoring, relationship management, risk management, contract administration and dispute 
resolution. The nature and extent of contract management shall vary between procurement 
contracts depending on the type, value and complexity of each contract.  

In the context of these guidelines, the process of managing and monitoring the 
procurement contract is referred to as ‘Contract Management’ and ‘Contract Administration’. 
Even though the terms are used interchangeably, it is useful to note that ‘Contract 
Management’ refers to the activities subsequent to the awarding of contract and also includes 
‘Contract Administration’ activities.  

 

2.2 Purpose of Contract Management 

The purpose of contract management is to ensure that all the parties of a legally binding 
agreement (i.e. a procurement contract) meet their respective obligations as efficiently and 
effectively as possible.  

 

 

 

 

This includes delivering the business and operational outputs required and providing 
value for money. Contract management is based on the idea that the contract is an agreement, 
a partnership with rights and obligations that must be met by both sides to achieve the goal. 
The process is not aimed at finding fault, but rather at identifying problems and finding 
solutions together.  

Managing the relationship between the supplier and the procuring entity, providing 
feedback to the supplier regarding its performance and dispute resolution, if necessary, are all 
integral parts of contract management. 

It is also recommended to develop an efficient contract management plan (”CMP”), 
which ensures that 

➢ the contract requirements are satisfied,  
➢ the goods and services are delivered in a timely manner,  

Procurement contract 

means a contract concluded between a procuring entity and a supplier or a contractor. 

As stated in Section 4 of the Act 
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➢ the financial interests of the procuring entity are protected, and  
➢ legal counsel is consulted where warranted.  

Contract management is usually positioned within the procurement and/or 
management/delivery function in an entity’s organisation and has significant upstream and 
downstream effects to an entity’s broader operations and finance groups.  

 
The foundations for effective and successful post-award contract management rely upon 

the careful, comprehensive and thorough implementation of the upstream or pre-award 
activities. During the pre-award stages, the emphasis should be on why the contract is being 
established and on whether the supplier will be able to deliver in service and technical terms. 
However, careful consideration must be given to how the contract will work once it has been 
awarded. The organisation’s high-level requirements should be carefully researched so that 
there is clarity of purpose from the outset. This will help to ensure clarity in all aspects of the 
procurement process. 
  

NOTE! Typically, an entity has multiple contracts that need to be managed in a 

consistent manner. Therefore, an integrated contract management programme should be 
implemented to increase contract standardisation and visibility across the entire 
organisation – ensuring that no contract expires unintentionally and all contracts are 
managed appropriately in order to deliver value for money. 
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The upstream (pre-award) and downstream (post-award) phases of contract management  
 

Source: The World Bank  
 
 

2.3 Benefits of Contract Management 

Effective contract management is critical for ensuring that the 
supplier/contractor/consultant and the procuring entity meet their contractual commitments 
with respect to time, cost, quality and other agreed requirements.  
 

The process requires systematic and efficient planning, execution, monitoring and 
evaluation to ensure that both parties fulfil their contractual obligations with the ultimate goal 
of achieving value for money (“VfM”) and the expected contractual results.  

 

↑ UPSTREAM ↑

• Good procurement planning- Accurate assessment of development needs and 
appropriate market research

• Comprehensive specifications- Good understanding of development needs 
which are accurately described in the requirements

• Right contract selection- Appropriate contractual mechanism, including terms 
and conditions and allocation of risk

• Careful supplier selection- Select supplier with the most appropriate attributes, 
capacities and capabilities

↓ DOWNSTREAM ↓

• Sound contract management plan- Practical, thorough plan that is proportional 
to the size, value, scope and complexity of the contract

• Proactive delivery management- Manage contract implementation 
systematically, with sufficient flexibility where required

• Good relationship management- Develop good communication, trust and 
understanding to ensure openness, accountability and trust

• Systematic administration- Full and accurate records to demonstrate efficient 
and effective delivery

• Ongoing monitoring & evaluation- Continuous, objective assessment of 
effectiveness, efficiencies, impacts, risks and value for money
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At a minimum, contract management involves:

tracking and monitoring cost, time, quality and deliverables; 

collaborating to improve performance and promote opportunities for ongoing 
innovation (e.g. value engineering in appropriate contracts); 

being clear on the roles and responsibilities of both the procuring entity and the
supplier/contractor/consultant; 

managing relationships with the supplier/contractor/consultant and key 
stakeholders; 

managing payments in accordance with agreed terms; 

being proactive throughout the duration of the contract to anticipate problems 
and issues before they arise; 

managing problems and issues as they arise quickly, effectively, fairly, and in a 
transparent manner. 

From the procuring entity’s perspective, effective Contract Management also:

mitigates contract risks;

ensures the supplier/contractor/consultant delivers upon its commitments; 

standardises contract management;

obtains best value for money during the life of the contract; 

manages supply risks for the duration of the contract; 

continually challenges to drive best value in contracts; 

ensures effective contracts that continue to deliver the requirements; 

demonstrates best procurement practice in the management of contracts; 

provides evidence to support any audits.

The term ’value for money’ includes the value derived from the optimal balance of 

outcomes and input costs on the basis of the total cost of supply, maintenance and 

sustainable use. 

As stated in Section 4 of the Act 
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As with any typical management plan, contract management primarily focuses on 
creating, performing and managing contracts across three key implementation phases:  

 

 
 

2.4 Process of Contract Management  

The following illustration depicts the full spectrum of the procurement cycle and shows 

the process of contract management as a sub-set, displayed in the orange textboxes. Readers 

are encouraged to consult the illustration for a better understanding of the various stages of 

contract management and their timing within the procurement cycle. 

The three key 
implementation phases

Contract planning 

- enables the successful 
performance of contracts

Contract performance 

- public entity engages the 
supplier/contractor/consult

ant following an agreed 
procurement process

Contract management 

public entity monitors, manages and 
evaluates outcomes from the 

performance of the 
supplier/contractor/consultant to 

ensure that contractual 
commitments are actually delivered 

and benefits are optimised
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Source: Basic Procurement Handbook 
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Contract Management Framework 
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3. CONTRACT MANAGEMENT FRAMEWORK OVERVIEW 

The Contract Management Framework is an essential element of the “fit for purpose” 

procurement approach and it helps ensure that contracts deliver the intended project 

outcomes and procurement objectives. A Contract Management Framework consists of three 

major components that cover the entire delivery cycle. The Framework therefore enables 

increased operational efficiency and effectiveness, through improved compliance, awareness, 

visibility and control over contracts. 

  

 

 

 

Source: The World Bank 

The tasks related to the three stages of Contract Management are captured in the 

following table. 

 

  

Contract Management Framework 

Plan 
Contract

Execute 
Contract

Manage 
Contract
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Contract Management Lifecycle Framework 

 

  

Contract Management 
Phase 

Capacity Functions 

 
 
 
 
 
 
 

Plan Contract 

Ensures organisation 
readiness to execute 
its contracts 
successfully. 
 

– Understand procurement 
needs 

– Identify ownership, approval 
and metrics 

– Define processes, standard 
terms and templates 

– Plan for risk mitigation 
 

Execute Contract 
 

Ensures timely and 
effective contract 
delivery. 
 

– Select contract template 
– Prepare contract draft 
– Undertake bidding, 

negotiation, etc. 
– Finalise and execute contract 
 

Manage Contract 

Ensures maximised 
benefit through 
continuous 
improvement, 
monitoring and 
evaluating outcomes. 
 
 

– Maintain contract 
management system 

– Maintain compliance 
(compliance set up and 
compliance reporting) 

– Update contract and schedules 
as necessary to formalise 
agreed changes 

– Identify and manage risks 
– Proactively manage the 

relationship with 
suppliers/contractors 
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3.1 Contract Management Activities 

Contract management can be broadly grouped into three activities:  
➢ delivery management  
➢ relationship management  
➢ contract administration  

 
Other aspects include risk management and dispute resolution. The nature and extent of 

contract management vary between contracts depending on the nature, value and complexity 
of each contract. 

Typical Process of Contract Management 

 

Source: Chartered Institute of Procurement and Supply 

 
 

Delivery 
Management

Delivery 
management tasks: 

• Monitoring 
supplier/contractor 
performance in the 
delivery of goods, 
services, works 
within scope (quality 
and quantity), 

• Ensuring deliveries 
are on time and 
within the agreed 
price range

Contract 
Management

Contract 
management tasks: 

•Change control

•Cost monitoring

•Ordering

•Receipt and 
acceptance

•Payment procedures

•Budget

•Resources 
management and 
planning

•Reporting

•Asset management

•Progress monitoring 
& review

•Contract Close-out

Relationship 
Management

Relationship 
management tasks:

•Establishing working 
relationship 
between contractor 
and procuring entity

•Establishing nature 
of relationship 
management
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3.1.1 Delivery management  

This activity is a fundamental aspect of contract management 
as it ensures that orders correspond to the required quality and 
performance as stated in the contract. Basically, delivery 
management focuses on the supplier/contractor’s performance in 
the delivery of goods, services or works within scope (quality and 
quantity), on time and within the agreed pricing.  
 

The ability to measure the performance of the supplier/contractor - sometimes called 
“vendor rating” - and to provide feedback, is critical to successful contract management and 
supplier development. 

 

 
 
Delivery management may include checking the nature, quantity and quality of the:  

✓ goods supplied – on delivery and also, where appropriate, at the time of manufacture;  
✓ works carried out – including conformity with designs and drawings, quality of 

workmanship and materials;  
✓ services performed – including checking that required service levels and timescales are 

met.  
 

It is important to ensure that the actual criteria selected are not over-specified. They 
should be focused on issues such as those outlined above which have the most significant 
impact on the organisation. Note that the supplier/contractor will incur costs as it seeks to 
meet the criteria and it will seek to pass these on in the form of higher prices or charges.  
 

Once established, the requirements underpinning the performance measures should be 
the primary focus for contract management. They should form the framework within which 
information needs and flows, contract management teams, skills, processes and activities are 
developed and improved in conjunction with the supplier.  
 

Suppliers/contractors should always be motivated to improve their performance. 
Incentives, if used appropriately, will encourage improvement. Performance measurement 
results can be used to make informed decisions on the type and extent of incentives.  
 

Several factors can be used to measure supplier performance:  

NOTE! Performance measurement criteria covering all aspects of a 

contract should be designed to suit the requirements of the particular contract. These 
should be set out in the contract documentation to ensure suppliers/contractors are fully 
aware of both the measurement criteria and the related methodology before any contract 
is awarded. 
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➢ product quality - Mean Time Between Failure (MTBF), Mean Time to Repair (MTTR), 
percentage of delivery rejections, warranty claims  

➢ service quality using Service Level Agreements (SLA) – call-out time, customer service 
response time, performance against agreed delivery, lead times  

➢ commercial – costs are maintained or reduced, service improved.  
 

There are three aspects to performance measurement:  
❖ gathering factual, objective information from the 

supplier - usually obtained from IT systems  
❖ gathering feedback from users about the service received 

– typically through questionnaires, surveys, telephone or 
face-to-face enquiries  

❖ understanding the supplier’s own experience of dealing 
with the organisation 

 
Performance measurement should be carried out on a selective and prioritised basis, 

proportionate to the value and importance of the contract. Suppliers/contractors of high 
value, high risk goods and services should be monitored closely, even via frequent regular 
meetings. Security or bottleneck type goods and services of low value but of significant 
importance to the entity may require less frequent but regular monitoring. High value or 
volume and low risk items may need only quarterly meetings to ensure satisfactory 
performance monitoring.1 

 
3.1.2 Relationship Management 

Relationship management seeks to keep the relationship 
between the procuring entity and the supplier/contractor open and 
constructive, with the aim of resolving or easing tensions and 
identifying potential problems at an early stage as well as identifying 
opportunities for improvement. Relationships must be wholly 
professional throughout and must include a professional approach to 
managing issues and dispute resolution.  

 
It is primarily through the development of mutual trust and confidence that the other 

elements of success are created. As the supplier/contractor gains greater understanding of the 
entity’s business needs and style and develops a level of confidence and trust, it will be more 
willing to be proactive and innovative. It will bring forward improvements and savings , to the 
mutual benefit of both parties, share problems, plans and concerns, negotiate and confidently 
invest for the longer term. The entity benefits by gaining a greater understanding of the 

 
1 CIPS Knowledge Insights, ‘Contract Management Guide’  
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strengths and weaknesses of the supplier, enabling it to concentrate its management and 
development support in those areas. 

 

 
In other words, there are many factors, which can promote successful relationships, 

while others will have an inhibiting effect.  
 

Factors Promoting and Inhibiting Successful Relationships 
Factors ensuring successful relationships 

 
Factors inhibiting successful 

relationships  

✓ securing management level support for the 
contract  

✓ ensuring that the governance arrangements 
are robust and fair  

✓ openness and sharing of information  
✓ problem solving/ collaborative relationship 

approach 
✓ ensuring that the relationship between the 

parties has a peer-to-peer nature 
✓ ensuring that roles and responsibilities are 

clearly understood by all parties 
✓ ensuring that the necessary authority levels 

have been delegated  
✓ ensuring that escalation routes (for issues and 

disputes) are clear and understood  
✓ issues and disputes are addressed/resolved in 

a timely and effective manner  
✓ separating strategic matters from the day-to-

day service delivery issues  

 failure to prioritise 
managing the relationship  

 discourteous or offensive 
styles of communication  

 blame culture  

 failure to communicate 
information that is 
important to the other party  

 failure by either party to 
fulfil its contractual 
obligations  

 recourse to remedies in a 
manner not consistent with 
the contract  

 

NOTE! The style of relationship management is determined in the 

procurement strategy and may range from arms-length to some form of cooperative 
relationship, such as partnering or alliance contracting.  A primary consideration when 
deciding on a particular style of relationship management is the effective management of 
risks and opportunities. 
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✓ ensuring that appropriate attitudes and 
behaviour are practiced and displayed to 
facilitate positive and constructive interactions  

✓ clear communication of expectation of 
outcomes and sharing information at the 
appropriate levels (e.g. strategic, business and 
operational levels)  

✓ timely and effective change management in 
accordance with the contract  

✓ fair and consistent application of remedies as 
per the contract  

✓ timely payment for successful delivery  
✓ formal and methodical change management 

of the contract  
 

 
Source: The World Bank 
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4. CONTRACT ADMINISTRATION 

Contract administration covers the formal governance of the contract and any permitted 
changes to documentation during the life of the contract. This 
area of contract management ensures that the everyday 
aspects of making the contract run effectively are taken care 
of.2 
 

The importance of contract administration to the 
smooth running of post-award contract management should 
not be underestimated and should be resourced 
appropriately. This is one of the primary responsibilities of the 
Contract Manager.  

 
Whilst the level of significance and extent of the activity will vary according to the 

particular contract, one of the main areas critical to successful contract administration is 
contract maintenance and change control.  
 

Changes will almost inevitably occur during the lifecycle of a contract and managing 
these changes is a particularly important activity. As already mentioned, formal change control 
procedures should be designed and set out in the original contract documentation to avoid 
misunderstanding and ambiguity about roles, responsibilities and actions to be taken in any 
given situation. These change control procedures should be initiated at the earliest 
opportunity, post-contract award. They should include procedures to keep all contract 
documentation up to date and consistent so that all parties have a common view of the agreed 
changes.  
 

For particularly large contracts (i.e. high value, high risk) or where there are a number of 
SLAs in place, a formal document management system should be set up. The procedures need 
to be comprehensive but also flexible and straightforward and should cover such issues as:  
➢ how to request changes including additional requests towards the supplier  
➢ assessing the impact of any change, including contractual implications  
➢ prioritisation and authorisation levels  
➢ agreement methodology  
➢ controlling implementation  
➢ documenting changes  

 
Normal price variations in the contract often fall outside change control procedures and 

have their own method of proposal, assessment, evaluation and agreement.  

 
2 Sigma – Creating Change Together, Brief 22 Public Procurement, ‘Contract Management’ 
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A formal framework, defining responsibilities and reporting arrangements, should be 
designed and set out clearly in the contract documentation. The information called for may 
range from a complete suite of performance measurement reports to exception reporting.  

The design of the reports should reflect the need for flexibility in the type and detail of 
the information required during the contract period and the recipients’ possible need for 
access to greater detail. In addition, regular reporting – monthly or quarterly – may also be 
required.  
 

4.1 Stages of Contract Administration  

For the purpose of these guidelines, typically four (4) stages are identified as making up 
the contract administration process.  

 
Stages of Contract Administration 

 

 
 

4.1.1 Kick-off/Pre-performance Period  

It is recommended to conduct pre-performance conferences or project “kick-off” 
meetings involving all interested parties, especially for high-risk, high-value contracts. These 
meetings are important communication tools at the beginning of the contract performance, 
to discuss the roles and responsibilities for the entity and the supplier/contractor. They also 
provide an opportunity to review how performance will be evaluated, documented and 
reported and how best to set performance metrics. Having a thorough understanding of the 
standards of performance helps establish a positive relationship between the entity and 
supplier/contractor.  

Kick-off/pre-performance 
period 

Maintenance for the 
duration of the contract

Monitoring performance, 
documentation, record 

keeping
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There should be close communications, from as early as possible, between the procuring 
and the user departments, so that members of the contract team have a clear understanding 
of their authority, roles and responsibilities and the importance of communication and 
coordination. 

A typical sample of contract kick-off meeting checklist is included in Appendix 5, entitled 
Sample of Kick-Off Meeting Checklist. 

 

4.1.2  Ongoing Maintenance for the Duration of the Contract  

This is an important stage in the contract administration process and the contract 
manager plays a critical part in it, as he/she needs to ensure that all elements and planning 
tools that will guide the implementation are in place. 

 

As a default, the CAP should include all the critical elements and activities necessary for 
effective contract management and quality assurance. Additional information that should be 
documented in the CAP include:  

➢ Contract administration team members  

➢ Justification of solicitation source selection method  

➢ Scope of work or specifications that include deliverables  

➢ Contract goals 

➢ Pricing structure for the contract 

➢ Delivery terms and requirements  

➢ Potential contractual risks and assignment of risk levels  

➢ Key contract terms and conditions, including risk mitigation and information security  

➢ Contract monitoring methods  

➢ Performance measurement and acceptance criteria  

➢ Milestones for measurement (linked to payment terms)  

NOTE! The OPR recommends drafting a Contract Administration Plan 

(“CAP”) to document all aspects of the procurement process from the development of 
specifications to the contract closeout. The CAP is a tool developed in the pre-award stage 
of contract management to aid in contract administration and ensure that all activities are 
carried out effectively. 



General Guidelines – Management and Monitoring of Procurement Contracts 

 

30 
HGCM01 - 03-2021 - Version 1.0   

➢ Payment terms  

➢ Reporting method and frequency  

➢ Documentation required 

➢ Names of contract administration team members responsible for measuring 
performance, reporting, documenting files, payment, approval of change orders, 
contract closeout checklist, procedures and contract closeout files.  
 

4.1.3 Monitoring Contractor Performance, Documenting and Record-keeping  

Monitoring contract performance is a key function in the contract administration 
process, as it ensures that all involved parties are performing their duties in accordance with 
the contract.  

It is recommended to gather feedback about the service received and 
supplier/contractor performance, typically through surveys, telephone or face-to-face 
inquiries.   

Documenting and maintaining a contract file is a good practice to ensure that delivery is 
in line with contract requirements and issues are addressed in a timely manner. All contract 
performance issues should be properly documented and included in the official contract file. 
The contract file should also contain the essential record of contract award and performance 
as follows:  

Pre-award documents  
✓ Solicitation documents  
✓ All responses to bids or proposals  
✓ Copy of the contract, including all attachments and amendments  

 
Post-award to contract closeout documents (contract administration files)  

✓ Copies of all correspondence with the supplier/contractor  
✓ Notes from all meetings and verbal communications  
✓ Documentation of performance issues/complaints, Notice to Cure  
✓ Contract amendments  
✓ Documentation of deliverables  
✓ Payment records  
✓ Contract closeout documentation 

 
For more detailed information on how to handle contract-related documentation, 

readers are encouraged to consult the OPR publication entitled Guidelines for Record Keeping 
and Maintenance of Procurement Files (Document Management System). 
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5. REPORTING ON PERFORMANCE MONITORING 

Performance monitoring is a key function of proper contract administration that helps 
the procuring entity: 

1. confirm that supplier/contractor is performing all if its duties and obligations in 
accordance with the terms of the contract, and 

2. identify and address any developing problems or issues.  
 

The benefits of contract performance monitoring are manifold. The process may be 
viewed as a preventive function but also as an opportunity to determine the contractor’s need 
for technical assistance or as a valuable source of information concerning the effectiveness 
and quality of goods/services being provided.  
 

 
A sample contract monitoring worksheet is available in Appendix 3, entitled Sample of 

Contract Monitoring Checklist. 

5.1 Monitoring Programme 

Not all contracts will require extensive monitoring. The level of monitoring will depend 

on many factors including the value of the contract, the complexity of the goods/services being 

procured, the level of contract risk and the procuring entity’s experience with 

supplier/contractor.  

 

 

 

 

 

 

 
In order to gauge the appropriate level of monitoring, review the scope of works (“SOW”) 

and other contract terms, including supplier/contractor compliance requirements. Design the 
monitoring program to focus on contract requirements that are most important to the 

NOTE! The performance monitoring tools should be specified in the 

solicitation documents and included in the contract. Reporting and testing are examples of 

contract monitoring tools. Entities may not be able to enforce reporting or testing 

requirements that are not adequately documented in the contract. 

When determining what aspects of a contract or of supplier/contractor’s 

performance to monitor, consider the following questions: 

• How will the procuring entity know it is receiving the goods/services it paid for?  

• How will the procuring entity know that the supplier/contractor is complying with 
contract requirements?  

• How will the procuring entity know that the supplier/contractor’s performance 
under the contract is complete and the contract may be closed?  

 



General Guidelines – Management and Monitoring of Procurement Contracts 

 

33 
HGCM01 - 03-2021 - Version 1.0   

procuring entity. Generally, this means monitoring supplier/contractor’s progress on the SOW, 
including deliverables.  

The monitoring programme should also include monitoring tools that will identify the 
following issues:  

 
➢ Whether the procuring entity is receiving the goods/services in accordance with the 

contract, including: 
✓ Confirming the procuring entity does not receive a lower quantity of 

goods/services than required by the contract;  
✓ Confirming the procuring entity does not receive the wrong goods/services 

 
➢ Whether the procuring entity is accurately charged for the goods/services, including: 

✓ Confirming allowable supplier/contractor expenses are not used for non-
allowable costs (i.e. gifts, etc.);  

✓ Confirming supplier/contractor accurately reports its progress on providing the 
goods/services  

➢ Whether the supplier/contractor makes satisfactory corrections to the goods/services 
identified as not meeting contract requirements  

➢ Whether supplier/contractor protects procuring entity’s assets 
 

In addition, those responsible for monitoring should consider the impact that the 

contract payment methodology will have on the monitoring programme. For example, if 

payment is based on a firm fixed-price (a specific amount of money for a unit of the 

goods/services), it is not necessary to verify supplier/contractor’s expenses since 

supplier/contractor’s expenses are not relevant to this type of contract. Under a firm fixed-

price contract, the procuring entity should ensure that:  

➢ The invoiced quantity of goods/services equals the actual quantity received;  
➢ The invoiced quantity and price are the same as the contract quantity and price;  
➢ The goods/services meet or exceed contract specifications.  

 
If the contract is a cost reimbursement contract (procuring entity pays 

supplier/contractor’s cost plus a percentage of overhead and profit), the procuring entity 
should consider including in its monitoring programme specific tools to monitor the following:  

➢ Were the invoiced goods/services actually purchased by the supplier/contractor?  
➢ Were the invoiced good/services used by supplier/contractor to fulfil the contract?  
➢ Were the goods/services necessary and reasonable to fulfil the contract?  
➢ Did the goods/services meet contract quality and quantity specifications?  
➢ Was the procuring entity charged for the goods/services more than one time (for 

example, in both overhead and profit)?  
➢ Were the goods/services included in the supplier/contractor’s budget approved by the 

procuring entity?  
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The procuring entity should review the contract to see how the costs are reimbursed. 

Many contracts require that all costs provided by the supplier/contractor and approved by 

the procuring entity in writing be included in the original budget. In some cases, the contract 

may specify that certain costs (such as the purchase of a vehicle or the use of a 

subcontractor) require approval by the procuring entity prior to purchase. 

 

5.2 Monitoring Tools  

The procuring entity should establish clear requirements so that both the procuring 
entity and the supplier/contractor personnel understand the evaluation criteria for each 
contract requirement. It should also be communicated which contract requirements will be 
monitored. The most common monitoring tools include site visits and desk reviews.    
 

5.2.1 Site Visit  

Contracts that are complex or have a high degree of risk may 
require visits to the supplier/contractor’s facilities. Site visits may be 
used to verify that the supplier/contractor’s performance complies 
with the contract schedule and other contract requirements (for 
example, dedication of sufficient resources and appropriately qualified 
personnel for the performance of the work). Site visits help emphasise to the 
supplier/contractor the importance the procuring entity places on the contract and provide 
enhanced communication between the procuring entity and the supplier/contractor.  

 
Site visits may be comprehensive (full scope) or limited to particular issues (limited 

scope). Full scope site visits are typically scheduled visits to the supplier/contractor’s place of 

business. These inspections focus on risk assessment and cover a broad range of contract 

compliance and performance issues. Limited scope site visits typically focus on a specific 

problem. Examples of some typical reasons for considering a limited scope site visit include 

the following:  

➢ The supplier/contractor is responsible for administering funds from two sources 
and one funding source has flagged serious problems with the way the 
supplier/contractor used the funds.  

➢ Other suppliers/contractors have failed to comply with a particular contract 
requirement and there is an indication this contractor might also have failed to 
comply.  

➢ Inconsistencies in invoices are identified and clarification from supporting 
documents is necessary.  

➢ The supplier/contractor has proposed a corrective action plan for a contract 
compliance problem, but the institution is not certain the proposed solution will 
resolve the problem.  
 

To perform a site visit, the procuring entity should:  
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a. Develop a comprehensive and objective site monitoring 

checklist that:  
i. Focuses on desired contract outcomes, but also includes 

contract compliance requirements. Site monitoring 
criteria should reference the applicable contract 
requirement.  

 
ii. Assists the procuring entity in assessing supplier/contractor performance 

consistently. For example, minor or inconsequential non-compliance should be 
identified. A list of supplier/contractor non-compliance and errors should be 
compiled that will be considered minor or inconsequential. Also, identify 
contract compliance areas where monitors may exercise judgment.  

 
iii. Specifies the number of items or documents that will be reviewed to evaluate 

each element of the monitoring checklist. Do not disclose specifics of sample 
sizes or the monitoring checklist to the supplier/contractor. For example, the 
procuring entity may indicate it will review invoices and supporting documents, 
but should not disclose the specific dates of the review.  

 
iv. Allows the site monitor to focus on the highest risk areas of the monitoring 

checklist.  
 

b. Establish standards, procedures and documentation requirements. Related tasks 
include:  

 
i. Describe the standards, procedures and 

documentation required for the site monitor to bypass 
an area of the monitoring checklist. For instance, the 
checklist may specify that if the site monitor 
determines – in concurrence with the contract 
manager - that no errors in contract reporting have been noted for the past two 
years, the site monitor may omit the contract reporting portion of the 
monitoring checklist for the current site visit. The site monitor must document 
the justification for omitting the contract reporting portion of the checklist on 
the site monitoring checklist by including the following note “No problems 
identified in the previous two years - not monitored this year.”  

ii. Allow space on the checklist (or on a separate document) to record results of 
the site visit. For instance, if the monitoring checklist requires review of invoices 
for five months, then the documentation should include the identification of 
the months monitored and the results of the review for each month.  
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c. Document sampling and population  
 

i. Ensure the population is complete by including all 
files relevant to the contract. The supplier/contractor 
should never be the one to select the samples for 
review.  

 
ii. If the supplier/contractor submits the names of the clients as part of the normal 

expenditure draw, then the sample can be selected from the client list. Ensure 
that the procuring entities on the list are paid for by the institution.  

 
iii. If the supplier/contractor cannot locate the sample item selected, it may or may 

not indicate a problem. Before agreeing to substitute an alternate file, consider 
the circumstances of the “lost” sample item and determine if the explanation 
is reasonable or if the site monitor suspects that contractor did not want the 
site monitor to see the file. 

 

 
In addition, when deciding about the specifics of a site visit, procuring entities should 

consider the following:  
 

➢ Review specific contract requirements to determine if these merit site 
monitoring.  

 
➢ Look for items that fall just below an amount requiring additional approval.  

 
➢ Consider the issues that the supplier/contractor has had in the past or what is 

likely to cause problems for this supplier/contractor. Are parts of the contract 
new to the supplier/contractor? For example, the supplier/contractor may be 
providing the same services but to a different population during this contract.  

 
➢ What types of items do not need to be monitored and why. For example, if the 

supplier/contractor uses an information database that the procuring entity 
tested under previous contracts, then the risk associated with that database 

NOTE! Modify the site monitoring checklist for each 

supplier/contractor and each contract. While there will be standard items the 

procuring entity will review for all supplier/contractors, each supplier/contractor and 

contract should be reviewed for specific site monitoring requirements unique to that 

contract or supplier/contractor. 
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may be low and may not need to be reviewed this year, provided there were 
no changes or upgrades to this database.  

➢ Has another procuring entity or another department of the same procuring 
entity conducted a site visit? If so, the institutions or departments could 
coordinate and conduct only one site visit.  

 
d. Site Visit Reports  

 
The site visit report is a written record of the site visit and should be 

retained in the procuring entity’s contract file. A copy of the report or a 
summary may be sent to the supplier/contractor.  
 

Even if the supplier/contractor corrects a problem detected during 
the site visit while the site monitor is at supplier/contractor’s facilities, the site monitor is 
obligated to include the problem in the site visit report. The notation in the site visit report will 
remind the site monitor to follow up on the problem at future visits to confirm the problem 
has indeed been corrected.  

 
The findings of any particular site visit should be included in the risk assessment and 

contract requirements of the next procurement. If the site monitor or contractor/supplier 

recommends changes for the next procurement, the recommendations should be included in 

the site visit report.  

 

5.2.2 Desk Review 

A desk review includes a review of reports submitted by the 
supplier/contractor to the procuring entity. A desk review should include:  

 
a. Comparison of the supplier/contractor’s actual performance 

against contract requirements to confirm supplier/contractor is performing in 
accordance with the contract requirements.  
 

b. Comparison of supplier/contractor’s actual expenditures with the budget approved 
by the procuring entity to confirm the supplier/contractor adheres to the approved 
budget.  

 

c. Comparison of the current reporting period with prior reporting periods to identify 
any unexplained trends and determine whether the supplier/contractor is 
performing work in a significantly different manner during this reporting period 
than during the prior reporting period.  
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d. Comparison of the supplier/contractor’s reports with reports from other 
contractors performing similar work.  

 

e. Comparison of relationships between key components of the reports such as:  
i. Cost per unit of goods/services against percentage of fees charged to the 

contract;  
ii. Change in variable costs for each unit of goods/services and reported salaries 

against the contract staffing plan.  
 

f. Comparison of the report with known elements of the supplier’s/contractor’s 
operating environment to determine, for example, if a weather emergency in the 
supplier/contractor’s geographic area increased the cost of supplies or caused a 
temporary reduction in units of goods/services provided.  

 
5.2.3 Expenditure Documents Review 

This is an additional monitoring tool used to review supplier/contractor invoices and 

expenditure to determine if the rates and services are the same as the ones allowed by the 

contract. It also helps to determine whether the supporting documents such as cost reports, 

third party receipts for expenses, detailed client information, etc., adequately support the 

request for payment.  

If the supplier/contractor consistently provides incorrect invoices and/or the supporting 

documents fail to support the request, the procuring entity must flag it accordingly and initiate 

the necessary proceedings, such as commencing the dispute resolution process etc. 

 

5.3 Use of Contract Monitoring Findings  

A procuring entity should design the monitoring program to include appropriate follow 
up on contract monitoring findings. Monitoring reviews, audits and investigations should be 
routinely used to:  

➢ Ensure that the supplier/contractor takes corrective action;  
➢ Identify common problem areas for training opportunities;  
➢ Improve future procurement activities.  

 

 

NOTE! Follow-up is essential since problems will not correct themselves through 

identification and reporting alone. Follow-up helps to bring supplier/contractor back into 
compliance with contract requirements.  
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Contract monitoring findings should also be used to improve the contract requirements 
for future procurement activities. Unnecessary constraints or inadequate specifications should 
be noted to avoid incorporation into future solicitations.  
 

5.4 Monitoring by Third Parties  

In some instances, the obligation to monitor the progress of a contract is assigned to 

another supplier/contractor. This is also referred to as “independent oversight”. For highly 

technical work, third-party experts may perform monitoring services independently or in 

conjunction with the procuring entity.  
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6. REPORTING ON CONTRACT PERFORMANCE 

6.1 Manage performance (establish KPIs) 

Implementing performance management activities is a 
fundamental element for delivering the expected value from 
contracts. Improving the process for capturing and reporting 
relevant performance criteria will deliver greater value for the 
procuring entity.  
 

 
As part of the contract management plan development, the Contract Manager will need 

to determine if any additional measures are necessary to track performance. Key components 
of an effective performance management approach are:  
➢ development of appropriate/effective KPIs aligned with contract objectives  
➢ setting up clear/suitable targets  
➢ defining the monitoring and reporting processes.  

 
The following table provides detailed examples of KPIs a procuring entity may wish to 

consider as part of its approach. 

Detailed Examples of KPIs 

Key Performance Area KPI Description KPI Measurement 

1) Delivery a) On-time 
Delivery  

Provide contractually 
obligated deliverables 
and outcomes on 
agreed dates  

• On time delivery of 
contractually obligated 
deliverables as per 
mutually agreed plans  
 

b) Documentation 
of deliverables  

Information is managed 
(shared, stored and 
communicated) in line 
with expectations 
defined in contract or as 
agreed between the 
parties  

• Deliverables uploaded 
to knowledge system 
according to agreed 
timeframe.  
• Supporting/ working 
documents uploaded 
(templates, weekly 
status reports, minutes 

NOTE!  Key Performance Indicators (“KPIs”) to be measured in the 

framework of the contract should be identified before the contract is signed. Both parties 
will need to agree: what KPIs will be measured, how they will be measured, who is 
responsible for tracking performance and how frequently. This should be incorporated into 
the contract.  
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of meetings, training 
manual, project progress 
etc.)  

2) Support a) SLA 
performance  

Successfully meets 
contractual 
requirements relating 
to agreed SLAs.  

• Number of SLA 
breaches, based on 
contractually agreed 
limits (e.g. 
service/hardware calls 
are completed on time)  
 

b) SLA 
documentation  

Information is managed 
(shared, stored and 
communicated) in line 
with expectations 
defined in contract or as 
agreed between the 
parties  

• Deliverables uploaded 
to knowledge system 
according to agreed 
timeframe.  
• Supporting/ working 
documents uploaded 
(templates, weekly 
status reports, minutes 
of meetings, training 
manual, project progress 
etc.)  
 

3) Quality a) Delivery quality  Product/service meets 
quality acceptance 
criteria  

• Number of deliveries 
that have met 
acceptance criteria (e.g. 
number of defects, 
functionality of 
application, User 
Interface)  
 

b) Supplier/ 
contractor 
personnel  

Teams are made up of 
members with expertise 
relevant to entity’s 
business including input 
from Subject Matter 
Resource (SMR)  

• Number of people 
proposed, rejected or 
replaced due to 
performance issues or 
not meeting the 
expectations  
• Number of key project 
resources leaving and 
joining for the contracted 
services  
 

c) Customer 
satisfaction  

Level of satisfaction 
received from service 

• Rating received by 
service recipients/ 
business users  
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recipients/ business 
users  

 

4) Partnership 
& 
Innovation 

a) Relationship  Committed to building 
and maintaining 
effective relationships 
with senior executives.  

• Number of no shows of 
supplier senior 
executives in steering 
committee meetings etc.  
• Number of dedicated 
supplier account 
management visits  
 

b) Flexibility & 
responsiveness  

Demonstrates 
willingness and ability to 
respond to non-
forecasted demand and 
ensure timely response 
to sourcing 
requirements  

• Number of requests 
met without raising 
change requests. 
• Timely response to 
sourcing and ad-hoc 
requirements 
 
 

c) Continuous 
improvement 
and innovation  

Improved processes, 
products and services 
that are credible and 
implementable. 
 New product 
development (services) 
and innovative ideas for 
discussion and strategic 
decision making  
 

• Number of 
improvement and 
innovation 
recommendations that 
are accepted  
• Adherence to supplier 
development plan  
 

5) Governance 
& Risk 

a) Governance  Adheres to 
supplier/contractor 
performance 
management principles 
and meets 
requirements for 
governance  

• Number of missed 
deadlines for inputs 
(agenda and pre-reads) 
and outputs (reports)  
• Actions closed from 
previous review meeting 
as per agreed timeline  
• Disputes resolved 
amicably as per dispute 
resolution framework  
 

b) Risk 
management 
compliance  

Understands and 
adheres to 
requirements for risk 
management. 
Establishes and 

• Risks are 
communicated as part of 
the governance process. 
Project and supplier 
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implements adequate 
controls to mitigate 
risks.  

related risks tackled with 
effective mitigation plans 

c) Contractual 
compliance  

Successfully meets legal 
contractual 
requirements and 
statement of work 
specification  

• Number of contractual 
breaches identified  
 
 

6) Financial a) Invoicing  Contractually compliant 
with the time and 
quality for the 
submission of invoices  

• On time submission of 
invoices with supporting 
documents as agreed  
• Number of invoice 
errors identified in the 
past period  
 

b) Cost 
transparency  

Supplier/contractor 
ensures transparency in 
its cost breakdowns  

• Cost (invoices, financial 
proposals) 
documentation  provided 
with a detailed 
breakdown of activities, 
services, products, 
quantities, etc.  
 

c) Travel spend  Amount spent on travel  • Amount spent on travel  
 

d) Price 
reduction/ 
discount/ 
saving 
opportunities  

Price reductions/ 
discounts/ savings are 
consistently applied  

• Number of instances of 
price reductions/ 
discounts/ savings and 
the respective amount  
• Identified volume 
discounts and other 
price-reducing options  
 

e) Penalties  Financial penalties 
applied due to non-
compliance to SLA, 
delivery schedule, 
product quality, etc.  

• Number of instances of 
financial penalties 
applied and the amount  
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f) Change 
requests/ 
Contract 
amendments  

Number and value of 
change requests/ 
contract amendments 
initiated since the 
previous scorecard or 
over the reporting 
period  

• Total number of change 
requests raised/ contract 
amendments, value & 
scope of each change 
request/ contract 
amendment  
 

 

6.2 Manage performance (review performance measurements)  

It is necessary to review the validity of performance measurements during the lifecycle 
of the contract. Performance measurements may require updating for a number of reasons, 
including:  
➢ a clearer understanding of how the contract works  

➢ significant organisational change at either party  

➢ a change in Government (including direction and focus)  

➢ modification or introduction of new legislation or government policy  
 

The following key factors need to be considered when conducting periodic reviews of 
performance measurements:  
❖ Can the key performance indicators be objectively measured? If not, can the contract be 

varied to ensure performance is measurable?  

❖ Are the measurements ‘SMART’ – Specific, Measurable, Actionable, Realistic and Time-
based?  

❖ Does the performance review process drive better contract outcomes, or is it 
performance management for performance management’s sake?  

❖ Is the data readily available or will additional methods need to be implemented?  

❖ If there are instances of underperformance, is there an agreed process for addressing 
the poor performance or escalating continued performance issues?  

 

 

 

 

NOTE! If necessary, amend the current contract through the contract variation 

process to include the updated KPIs. 
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6.3 Manage performance (monitoring) 

The procuring entity should collect performance data based on KPIs 

in the contract management plan. These should be based on regular 

contract performance reports submitted by suppliers/contractors to the 

procuring entity, in accordance with their contract obligations. Obtaining 

regular feedback from suppliers/contractors about any concerns they have 

regarding stakeholder behaviour will help early identification of any 

internal issues that might affect the supplier/contractor’s performance or ability to provide 

the best quality of service.  

 

Key contract stakeholders need to be aware of the contract deliverables and KPIs in order 

to provide feedback on a regular basis. The procuring entity should establish a reporting 

process that is appropriate for the contract based on its value and risk (see table below for 

guidance).  

Suggested Reporting Processes for Performance Monitoring 

Performance monitoring - reporting 
 

 Routine 
contracts 

Leveraged 
contracts 

Focused 
contracts 

Strategic contracts 

Establish contract 
reporting process  

Optional Required Required 

Frequency  By exception Quarterly Monthly / Bi-monthly 

Audience   
Key users  
Supplier  

 

 
Contract owner  
Supplier/contractor  
Contract users  

 

 
Contract owner  
Supplier/contractor 
Contract users  

 

 

The procuring entity is obligated to complete a value/risk assessment in order to classify 

the contract based on its value and risk/strategic importance. This will help the procuring entity 

identify whether a contract management checklist or contract management plan is required 

for the contract. Where a contract management plan is required, understanding the value/risk 

assessment of the contract will decide the approach to contract management, with areas of 

focus to be captured in the draft contract management plan. A copy of the value/risk 

assessment for the contract should be kept with the contract records (or as part of the contract 

management plan). 
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The Value/ Risk Assessment shown in the following figure classifies contracts based on 

their value and risk. The matrix will help Contract Managers to identify the key activities to 

focus on for a particular contract.  

Value/Risk Assessment Matrix 

 

 

  

 

 

As shown in the illustration, contracts can be classified as either routine, leveraged, 

focused or strategic. High value/high risk contracts will require significant effort to manage, 

while others may only require a “light touch” approach where selected activities are 

performed. 

 

  

FOCUSED 
CONTRACTS

STRATEGIC 
CONTRACTS

ROUTINE 
CONTRACTS

LEVERAGED 
CONTRACTS

Value/Risk 
Assessment Matrix
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Classification of Contracts Based on Value/Risk Assessment 

 

Routine 

Low value, low risk contracts. Usually 
transactional in nature. A ‘light touch’ 
approach is recommended (i.e. doing the 
minimum).  

 
Leveraged 

 

 

‘Leveraged’ and ‘Focused’ contracts are 
usually either of higher value or higher 
risk than routine contracts. These 
contracts will require a contract 
management plan, but judgment can be 
exercised as to which aspects of the 
contract require more focused 
management. For example:  

• the priority for managing high-risk 
contracts will be to focus on contract 
management activities that help 
minimise risk (e.g. closely monitoring 
performance against KPIs, regular 
reporting and meetings with the 
supplier etc. to pro-actively address 
any issues about performance)  

• for high-value/ low risk contracts, the 
focus will be on how to leverage the 
value as much as possible (e.g. 
monitoring spend, leakage, 
application of rebates, volume 
discounts etc.).  

 

 

Focused 
 

 

Strategic 

Strategic contracts are high value and 
high risk to the entity. These contracts 
require the highest amount of rigour and 
attention to manage. Experienced 
contract managers should be allocated to 
these contracts. Detailed contract 
management plans are required. 

 

 

In terms of frequency of meetings, regular contract performance review meetings should 

be conducted, in accordance with the guideline detailed in the following table.  
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SUGGESTED FREQUENCY OF MEETINGS TO REVIEW CONTRACT PERFORMANCE 

 Routine contracts Leveraged 
contracts 

Focused 
contracts 

Strategic Contracts 

INFORMAL REVIEW 
MEETINGS 

 

As required Recommended quarterly Recommended monthly 

FORMAL REVIEW 
MEETINGS 

Optional Required 
Bi-annually or annually 

Required 
Quarterly or bi-annually 

RECOMMENDED 
ATTENDEES 

Procuring Entity 
Key users (optional) 
Supplier/Contractor 

Procuring Entity 
Key users 

Supplier/ Contractor 
 

Procuring Entity 
Administrator  

Key users 
Supplier/ Contractor 

 
At a minimum, contract performance review meetings should:  

➢ be chaired by the procuring entity (contract owner and/or contract manager) 
➢ address issues openly and honestly  
➢ be based on facts and data  
➢ avoid hidden agendas  
➢ record and communicate meeting results, measures and actions  
➢ share relevant points with key stakeholders.  

 

6.4 Manage underperformance 

In case of contract performance issues, it is the 
responsibility of the procuring entity to initiate discussions with 
the supplier/contractor to resolve them. Where there is a 
possibility that the performance issues may result in 
unsatisfactory outcomes for users, a formal performance 
management process should be undertaken as described below. 
  

Formal discussions should take place between appropriate customer personnel (i.e. the 
contract manager, legal, procurement etc.), identified subject matter experts (i.e. finance, 
safety and environment) and the supplier. The objective of these meetings is to: 

➢ discuss the specific non-compliance and/or performance issues  
➢ provide the under-performing party with an opportunity to discuss their performance  
➢ agree on measures to address performance issues, including timeframes for 

implementation and document a performance improvement plan (if required)  
➢ agree the dates of performance reviews  
➢ discuss the need for sending a formal letter to the supplier.  
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All underperformance discussions should be documented in writing through meeting 
minutes, file notes or follow-up email correspondence. This will provide the necessary 
evidence for potential contract disputes and contract termination.  

 

 

Underperformance must not be overlooked for the sake of the relationship. Clear, 

solution-focused communication that leads to improved performance will support the 

professional working relationship between all parties.  

  

NOTE! Performance monitoring activities should increase during the 

period agreed for performance improvement. Communication with the supplier and 
key stakeholders should be maintained on a regular basis to address any issues or 
concerns at the operational level.  
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Section 7 
 

Payment against Contract Deliverables 
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7. PAYMENT AGAINST CONTRACT DELIVERABLES  

As per the terms and conditions governing the procurement contract, the procuring 

entity is obligated to ensure that payments are made in a timely manner to the 

supplier/contractor for the tasks completed- Furthermore, the entity must ensure it does not 

cause undue cost to the supplier/contractor by an unreasonable management of that financial 

obligation. 

 
 

 

 
 
 
 

 
 
 
 
 
 
 
 

 
 
 
 
Source: UN Procurement Practitioner Handbook 

 
The process of payment against contract deliverables in the framework of supply  

contracts should be set out in the contract terms and conditions.  
 

In practice, a set of conditions need to be fulfilled before the procuring entity’s obligation 
to make a payment in relation to contract deliverables arises. The following illustration gives 
an overview of these conditions. 
 
 
 
 

Responsibility 
of Procuring 

Entity

Process payments due 
according to the contract 
and upon certification of 

requisitioner, if required in 
the contract.

Review financial 
implications of contract 

changes, in terms of 
original costs/outputs and 

available budget.

Liquidate financial 
securities – release bid 

bonds, performance 
bonds, advance 

payment bonds once 
the reason for 

requesting them has 
become moot.
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Note that the supplier/contractor must promptly supply or re-supply any part of the 

goods, works and/or promptly perform or perform again, any part of the services that are 

certified by the procuring entity as not having been supplied and/or performed in accordance 

with the contract. The procuring entity may, without limiting any other rights it may have, 

defer payment for that part of the goods, works and/or services until the procuring entity is 

satisfied that the goods, works and/or services have been supplied or re-supplied and/or 

performed or performed again, in accordance with the contract. 

The following chart provides, at a minimum, what a correctly rendered invoice or an 

undisputed claim for payment submitted by the supplier/contractor must consist of: 

 

 

 

 

 

 

 

 

Supplier/contractor has delivered to the procuring 
entity the deliverables in full.

Supplier/contractor has provided the procuring entity 
with a correctly rendered invoice or an undisputed 

claim for payment.

The procuring entity has certified that the deliverables 
specified in the correctly rendered invoice or claim for 

payment have been supplied and/or performed in 
accordance with the contract.

Procuring entity 
releases 
payment



General Guidelines – Management and Monitoring of Procurement Contracts 

 

54 
HGCM01 - 03-2021 - Version 1.0   

Contents of a Correctly Rendered Invoice or Undisputed Claim for Payment  

 

Upon receipt of a correctly rendered invoice or an undisputed claim for payment, the 

procuring entity may require the supplier/contractor to provide additional information or 

documentary evidence to enable the procuring entity to determine whether the 

invoiced/claimed amount is payable. 

The procuring entity will make the payment within an agreed and stipulated timeframe 

after the supplier/contractor has submitted to the procuring entity a correctly rendered 

invoice or an undisputed claim for payment and if additional information or evidence required 

by the procuring entity in accordance with the conditions of contract is accepted by the 

procuring entity.  

A typical payment against deliverables process flow map is attached in Appendix 2 

entitled Process Flow – Payments against Deliverables. 

  

A correctly 
rendered invoice 
or an undisputed 

claim for 
payment must 

contain

purchase order number 
and item numbers 
pertaining to that 
purchase order (if 

applicable)

description of goods, 
works and/or 

services and the 
name of the 

procuring entity (if 
applicable)

any discounts 
given

itemised list of
expenses 
claimed contract 

number

for services rendered
on a time basis:

records of time spent 
by individuals 

involved in the 
services and verified 

by the 
supplier/contractor

sufficient details to allow 
the procuring entity to 
assess progress against 

milestones (if applicable)
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Section 8 
 

Dispute Management and Resolution 
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8. DISPUTE MANAGEMENT AND RESOLUTION 

Contract management planning should include an agreement on 
the procedure to follow to resolve disagreement between parties 
regarding responsibilities and the interpretation of the contract. 

Chances are that differences of opinion will arise among qualified 
professionals in the course of contract execution. Claims/requests for 
change are part of any normal contract execution and the procedure to 
review and escalate them when necessary should be established at the beginning. There 
should be an agreed upon procedure for escalating the concern to a higher level of authority. 
Nonetheless, the contract should indicate which party is responsible for a given decision, and 
the other party should respect that responsibility. 

 

Experienced parties to a contract will anticipate claims and disputes and recognise that 
they are not necessarily indicative of incompetence or ill-will, but merely reflect the fact that 
human foresight, planning, and performance are not perfect. Since it is difficult to avoid the 
injection of personalities into disputes, disputes should be resolved promptly, before they 
fester and infect the entire contractual relationship. 

In the following sections of this chapter we have assembled the general steps applied in 
the dispute resolution process. However, nothing described here will supersede the terms of 
the contract with respect to dispute resolution (such as provisions governing escalation 
process, mediation, etc.). 

 

  

NOTE! The parties must not allow disagreements and disputes to prevent the 

execution of the contract. They must commit themselves to the amicable resolution of 
the inevitable disputes that will arise between them. Contract claims and disputes 
cannot be avoided entirely, but most often they can be resolved effectively, fairly, 
without rancour and recourse to litigation. 
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General Process Flow Map in Dispute Resolution 

 

Source: Utah Division of Purchasing and General Services3 
 

 
3 Utah Division of Purchasing and General Services, Contract Administration and Monitoring Guide 

 

 

Meeting Strategy 

If a meeting is necessary, the procuring entity should prepare a plan and consider how to conduct the 
meeting, the desired result, the minimum acceptable result, likely responses, etc. 

Discuss with contractor and develop a Written Plan of Action 

Identify the problem to the contractor and discuss resolution. Frequently, what may appear to be a 
problem can be resolved by providing the contractor with information. The resolution (Notice to Cure) 

shall be in writing. 

Evaluate 

The contract administrator should review all the facts in conjunction with the requirements and terms 
and conditions of the contract. The contract administrator should then confer with the programme 
manager (and management and budget, if necessary) to determine the appropriate course of action. 

Research Facts 

Once the problem is identified, the contract administrator must review the contract to confirm that 
the issue is a part of the contract. If the issue is not covered by the contract, the procuring entity 
cannot expect the supplier/contractor to perform outside the agreement. 

Identify the Problem 

The procuring entity should obtain all the information regarding the potential problem from all 
relevant sources, including the project manager, representative customers and the 
supplier/contractor.
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Many contractual disagreements stem from ambiguities in the language of contracts. 

For this purpose, the procuring entity should follow commonly accepted rules developed by 

judges and arbitrators to resolve ambiguities in contract language.  

8.1 Basic rules 

When drafting supply contracts, procuring entities should consider the following basic 
rules to avoid ambiguities in contract language: 

 

 

8.2 Additional rules 

For the purposes of resolving ambiguous language, the basic rules apply first. When the 
basic rules fail to provide an answer, the following additional rules apply: 

➢ The intent of the parties. If the words themselves do not resolve the ambiguity, the 
procuring entity should find evidence as to the intent of both parties when they 
entered into the contract. For example, evidence may be found in the minutes of the 
pre-proposal meeting. If resolution is not evident, consider circumstantial evidence. 

➢ The circumstances. If evidence of the intent of the parties is not available, examine the 
surrounding circumstances. Arbitration proceedings may hold a contracting party to 
interpretations that it held, or at least did not challenge, prior to the dispute. 

Respect the established order of 
precedence of documents

Apply dictionary definitions to 
everyday words and a legal 
dictionary for legal terms

Apply standard trade or technical 
definitions to technical words, 

unless the context or usage 
indicates a different meaning

Define words in accordance with 
the contract definition

Presume that the same word used 
in different places means the same 

thing

Do not interpret or define contract 
language in such a way as to 

render it meaningless or to render 
the rights and obligations of one 

party unrealistic

Interpret the contract as a whole 
and, wherever possible, 

consistently

Where public interest is affected, 
apply an interpretation that 

favours the public

When conflict occurs between two 
sections of the contract and no 
directions to the contrary exist, 

assume that:

-hand-written text takes precedence 
over typed text

-typed text takes precedence over pre-
printed text on a standard form

-specific clauses take precedence over 
general clauses.
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➢ Ambiguous language in a contract is interpreted against the party who drafted it. 
Likewise, an ambiguity in the supplier/contractor’s proposed technical approach, 
incorporated into the contract, would be interpreted against the supplier/contractor. 

➢ If the ambiguity is obvious, and the non-drafting party does not request clarification 
before contract award, then that party would be viewed as having the last opportunity 
to correct the ambiguity. In this case, the interpretation is against that non-drafting 
party.  

 
Before escalating a dispute, procuring entities are encouraged to consider using the 

following steps to achieve effective dispute resolution: 

 

8.3 Mediation 

Mediation involves the intervention of an impartial third party (mediator) to solve a 
contract dispute.  

 

 

depersonalising 
issues

recognising 
that contract 
documents 

are not perfect

keeping larger 
objectives in 

mind

willingness to 
make 

reasonable 
compromises

focusing on facts

NOTE! The mediator, the mediator’s fees and the mediation rules must be 

mutually agreed upon by the parties in writing. In the absence of such an agreement, 
within an agreed duration from receipt of a notice of dispute, the parties must agree 
to share the costs associated with the mediation in equally between them.  
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Notwithstanding the existence of a dispute, each party is obliged to continue to perform 
its obligations under the contract where practicable. 

 

8.4 Escalation process 

Each dispute is different and requires a different process to solve. Contractual 
disagreements and disputes can be solved using the following escalation process. 

Escalation Process 

 

At each stage in the escalation process, the procuring entity should seek legal guidance 
and approval. 

 

8.5 Arbitration  

Arbitration is the last recourse in dispute resolution. Arbitration, like 
court litigation, is time-consuming and costly. In arbitration, parties agree to 
submit their dispute to a panel of persons who will follow the same laws that 
would have been applied by regular courts. However, arbitrators can use 
simplified procedures, conduct the arbitration in the language of choice of 
the parties, and need not be judges or even lawyers. 

End user and/or 
requisitioner discuss an 
amicable solution and 

implement it promptly.

The procuring entity 
reviews the situation and 
enforces the contractual 

terms.

Arbitration

WARNING! No one can ever be entirely sure of the result of an 

arbitration. An arbitration rarely yields a truly satisfactory resolution and it sours 
commercial relationships. For these reasons, it is to be avoided whenever possible. 
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The arbitration process is more formal than ordinary negotiations between the parties 
(who may be represented by attorneys), but it is less formal than court proceedings.  

The cost of arbitration is shared evenly between the parties to the dispute. The location 
of the arbitration panel is a country that can enforce the decision of the arbitration panel. 

Each party to the dispute will appoint an arbitrator and the two chosen arbitrators will 
then select a third panel member. The parties in dispute will then prepare their case and 
present it to the arbitration panel. After careful review of all facts the arbitration panel makes 
a decision.  

 
8.6 Contract Change 

Managing documentation is especially important in the event of a dispute, the 
assessment of damages, and for justifying contract termination.  
 

Contract changes are inevitable. Anticipated amendments such as contract prices, time 
of performance, extension and renewals, or other terms deemed appropriate should be built 
in the contract provisions.  
 

The importance of having a change management process in place cannot be overstated. 
A good practice for handling unforeseen amendments effectively should follow these 
principles:  

 
➢ Only changes that are within the general scope of the original contract should be 

accepted;  
➢ Changes should be in accordance with the terms of the contract;  
➢ Only changes that are due to legitimate unforeseen circumstances should be allowed;  
➢ Written determination should be required prior to amending the contract;  
➢ Changes need to be evaluated in terms of their effect on the scope, schedule and 

budget of the contract;  
➢ Formal, written approval of all changes should be required prior to the change taking 

effect.  
 

 
  

NOTE! Poor or non-performance should never be accepted. That is why 

documenting problems is critical when requesting a cure. The process for managing 
issues arising in relation to contracts and how claims and disputes are addressed should 
be set out in the contract terms and conditions.  
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Section 9 
 

End of the Contract/Contract Closeout 
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9. END OF THE CONTRACT/CONTRACT CLOSEOUT  

Managing the closeout of the contract is the final phase in contract administration. The 
objective of the closeout phase is to ensure that the contracting authority is satisfied with the 
delivery of the goods, works, and services that it has purchased. Closeout will frequently tie in 
with post-contract review and the improvement of the whole procurement process. 

This phase provides an opportunity to assess how well the procuring entity’s contract 
and procurement teams have performed on the project as well as to review what lessons have 
been learned. 

 

A contract may not necessarily be considered concluded when the actual physical work 
has been completed or the goods have been delivered. The actual end of the contract may be 
the end of any warranty, retention or defects liability period or the completion of all legal, 
administrative and managerial tasks. However, there are several stages to be covered before 
that point is reached. Not all of them will be necessary with every procurement exercise, and 
contracting authorities must select a process that meets the particular requirements of the 
contract in question.  

 

9.1 The risks of failing to perform contract closeout 

Failure to properly implement a contract closeout process entails a number of risks, of 
which the most prominent are:  

➢ Open contract obligations and liabilities 
➢ Significant financial exposure 
➢ Contractual claims 
➢ Operational impacts if transition is not properly managed4 

 
Entities are encourages to follow the procedure described below during the final review 

of the contract to ensure that all the necessary steps in the closeout process are completed. 

1. Joint inspection of the completed requirement.  

 
4 Queensland Government Procurement Contract Management Framework 

 

NOTE! Documenting the history of the contract from the planning stage to 

contract completion, consistently reviewing contractor performance and promptly 
evaluating challenges and successes are recommended steps. 
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2. Snagging list: During the inspection, a “snagging list” should be 
prepared. Snags are minor deficiencies that do not have a 
major impact on the functionality of the finished requirement 
or service delivery. The snagging list is issued where realistic 
dates are agreed for the resolution of the snags. 
 

3. Final documents completed and stored: With any procurement, but particularly for 
works contracts, it is vital that complete records are kept of all the diagrams, 
specifications, lists, data files, drawings and documents 
that describe the requirements in the original contract and 
any agreed changes to them, as well as the characteristics 
of what has actually been provided. 
There are two reasons for this requirement:  

a. the end user must be able to manage any 
actions necessary under the warranty, retention or 
defects liability period;  
b. the contracting entity must have a full set of information about the 
detailed design and specifications to ensure that the goods, works or services are 
properly maintained. If any modifications are subsequently required, full 
information is available on which to base the amended design. Where applicable, 
note statutory requirements to maintain detailed records for the lifetime of the 
goods, works or services until final decommissioning. 
 

4. Commissioning and testing completed: Where necessary, commissioning and testing 
should form an integral part of the close-out process. The goal is to 
eliminate initial problems in operation and ensure that it is fit for 
the purpose for which it was originally specified. For complex 
projects, an independent commissioning engineer may be 
employed to undertake this process with both parties. 
  

5. Handover/Procuring entity acceptance: This is a formal procedure 
for accepting the finished requirement and documentation should 
include all the testing and commissioning data, operation and 
maintenance manuals, as well as drawings.  
 

6. Warranty, retention or defects liability period: The terms and 
conditions of the contract will include a provision for a warranty, 
retention or defects liability period. This period will vary depending 
on the requirement and the specifications issued by the procuring 
entity. However, where applicable, it will include the replacement 
of faulty parts or corrective action, as specified in the contractual 
document.  
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7. Final accounts agreed and payments made: Prior to declaring a 
contract finished, the parties are to agree on the final accounts 
and settle all outstanding payments. 
 

8. Issue of final certificate: Where appropriate, a final certificate confirming the 
completion of the project will be issued.  
 

9. Release of any performance bonds, retention monies or other forms of security. 
 

10.  Formal end of contract.  
 

 

For a more comprehensive list of close-out tasks, please refer to Appendix 6 entitled 
Sample of Contract Close-out Checklist.  

9.2 Post-contract performance review and continuous improvement 

The purpose of a post-contract review is to assess whether the procurement has 
delivered the benefits for which it was initially conceived. It is also an opportunity to record 
lessons learned, capitalise on best practices and appraise the performance of the project 
management team for future reference. 

The performance review essentially consists of measuring the performance of the goods, 
works and services procured against the quoted, specified and agreed criteria. As already 
pointed out, measurement is a vital part of the contracting process, but it is nevertheless 
sometimes forgotten once a contract has been completed and procuring entities have moved 
on to another project. With a large procurement activity, a post-contract review is always an 
appropriate tool. Continuous improvement involves looking at past procurement processes 
and at the goods, works and services purchased and identifying areas for improvement.  

 

  

NOTE! At the conclusion/expiry of the contract, the procuring entity 

must formally close the contract according to the agreed terms and conditions. 
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The following process map should be considered when finalising a contract: 

Process Map for Finalising a Contract 

 

Source: Department of Housing and Public Works, Queensland Government 

verify all deliverables/works have been completed (technical and financial completion) 

verify contractual requirements have been effectively met 

complete and verify handover of deliverables (where relevant)

obtain all final reports, documentation and clearances from the supplier 

make arrangements in regard to warranties available under the contract 

settle any outstanding claims 

confirm all contractual obligations have been fulfilled and the supplier has submitted all 
outstanding invoices 

terminate all access arrangements (e.g. rights to site, premises and systems) 

demobilisation and transition of staff 

complete the close-out checklist 

prepare a final account statement indicating all amounts owed by or to each party, 
including claims. The final account statement will be sent to the supplier/contractor for 

acceptance and following agreement all outstanding amounts will be paid and claims 
settled. 

for some contracts, the procuring entity must issue a Final Completion Certificate to 
formally recognise the completion of the works, that all contractual obligations have 

been fulfilled.
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Section 10 
 

Role of Contract Manager  
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10. ROLE OF CONTRACT MANAGER 

Good practice in contract management requires knowledgeable and competent persons 
capable of providing supervision services for every high-value, high-risk contract. For small, 
routine contracts of low-value and low-risk, this may be one person, who has a portfolio of 
contracts to manage. For large, complex, high-value, high-risk contracts this is normally an 
entity within the organisation. A good Contract Manager needs to have the appropriate range 
of qualifications, skill mix and experience and able to multi-task as illustrated below: 

 
 

Contract Manager Responsibilities 
 

 
Source: The World Bank 

 

The following table gives a snapshot of some key skills a good Contract Manager is 

expected to have.  

 

 

 

 

Monitor and 
measure 

outputs/outcomes

Organise contract 
administration and 

record keeping

Control changes 
and contract 

variations

Control payments 
for successful 

delivery

Analyse 
reporting

Report to 
governance 

group

Prioritise risk 
management

Provide 
relationship 

management
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Key Skills of a Contract Manager 

Feature Relevance 

Technical competence:  
Thorough knowledge and understanding of the 
subject matter and all aspects of the contract (e.g. 
technical specifications, terms of reference, 
conditions of contract, remedies etc.) and full 
understanding of their interdependencies (e.g. how 
to read the bills of quantities in conjunction with 
the technical specifications, the method of measurement and the drawings 
etc.)  

 
 
 
 

Critical 

Leadership skills:  
Self-motivated, focused, confident, thrives under 
pressure, calm, decisive, cooperative, politically savvy, 
personal integrity, diligent, honest, team management.  

 
 

Critical 

Implementation skills:  
Organised, efficient, pro-active, can think outside the 
box, devoted to the success of the project/contract, 
resourceful, results focused, risk management, 
problem solving, conflict resolution.  

 
 
 

Important 

Interpersonal skills:  
Articulate, approachable, persuasive, good verbal and 
non-verbal communication, listening skills; emotional 
intelligence, courteous.  

 
 

Important 
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Section 11 
 

Potential Pitfalls  
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11. POTENTIAL PITFALLS  

Although there is a broad range of reasons for failures in contract management, not 
having the fundamentals in place is often a major factor for poor performance.  

 
Common Causes of Poor Performance 

 

 

Source: The World Bank 

 

Insufficient planning prior to the transition from award of contract to 
contract execution phase

Poor communication

Insufficient resources (capacity and/or capability) 

Inadequate governance and/or confusion of responsibilities

Poor decision making

Vulnerability to fraud and/or corruption

Ineffective risk identification and mitigation
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Good contract management practice demands timely identification and management of 

issues. The following table depicts examples of causes of poor practice and their 

consequences.  

Examples of causes of poor contract management practice 

Cause Consequence 

Failure to plan 
The procuring entity and 
supplier/contractor fail to adequately 
plan for the transition to contract 
implementation.  
 

- Chaotic start where adequate arrangements 
are not in place to support implementation.  

 

Poor specifications 
The procuring entity’s requirements 
are poorly specified, and the 
contractor’s assumptions are not 
checked.  

- The contractor does not understand the 
nature and quality of the goods, works or 
services required.  

- The contractor’s delivery is inconsistent with 
the procuring entity’s requirements, and the 
intended benefits, outputs or outcomes are 
not realised.  

- Difficult to manage the contract  
 

Inappropriate choice of contract 
The contract terms and conditions 
are inappropriate for the type of 
procurement.  

- The terms and conditions fail to provide a 
suitable contractual framework, allocation of 
risk, or appropriate remedies to best resolve 
issues that arise.  

- The respective obligations and 
responsibilities of the procuring entity and 
supplier/contractor may be inadequate.  

 

Inadequate resourcing and poor 
decision making 
Inexperienced contract management 
team (unfamiliar with the technical 
specifications, terms of reference 
and/or conditions of contract, as well 
as with standard contract monitoring 
methods, systems and/or tools).  
The delegations and responsibilities 
for making decisions are not clear.  
 

- Understandings between the procuring 
entity and the supplier/contractor differ on 
how to best deliver, implement and monitor 
the contract.  

- Progress is slow – even stalled.  
- Contract management is poor, issues are not 

resolved and can build up until they become 
bottlenecks 

- The supplier/contractor is not held to 
account.  

- Misunderstandings and disagreements arise. 
- Too many issues are escalated 

inappropriately.  
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- The relationship deteriorates and becomes 
unworkable.  

- The supplier/contractor fails to deliver, and 
the procuring entity fails to notice.  

- Decisions are not made at the right time, if at 
all. Staff who have no authority make 
decisions. Decision-making is inconsistent.  

- Where the procuring entity fails to 
adequately perform their part of contract 
management, the supplier/contractor may 
take control, resulting in unbalanced 
decisions that are not always in the procuring 
entity’s interests.  

Lack of readiness for 
implementation 
Lengthy approval process of 
contracts.  
Outstanding land acquisition issues.  
Delays in making advance payments.  

- Delays in contract effectiveness and 
contractor mobilisation  

 

Poor contract supervision and 
monitoring 
The contract’s context, complexities 
and dependencies are not well 
understood.  
The procuring entity fails to monitor 
and measure the delivery and 
performance of the 
supplier/contractor.  
The procuring entity fails to monitor 
and manage related risks (e.g. 
operational, financial, commercial, 
political, environmental, social).  
Failure to enforce the contractual 
requirements and contractual 
remedies  
Parties focus on delivery 
arrangements rather than the 
potential for improvement and/or 
innovation. 

- The procuring entity can’t assess whether it’s 
getting full delivery and value for money, 
including quality results, that it requires and 
expects.  

- Failure to achieve contractor performance in 
accordance with the contract  

- Opportunities are missed to improve 
efficiencies, value for money and 
performance (value engineering and 
innovation).  
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Section 12 
 

Fit-for-Purpose Contract Management 

  



General Guidelines – Management and Monitoring of Procurement Contracts 

 

75 
HGCM01 - 03-2021 - Version 1.0   

12. FIT-FOR-PURPOSE CONTRACT MANAGEMENT  

The scope of contract management activities (resources, time and 
effort) applied to manage a contract should be proportional to the value, 
size, scope, complexity, duration, risk, and strategic importance of the 
contract. One size does not fit all. 

In the case of low-value/low risk goods or equipment, routine 
purchase for off-the shelf goods, a meeting clarifying the expected 
contract management actions, communicated verbally in person or by telephone or email, 
shall be sufficient to ensure agreement by both parties on the monitoring activities. 

Where contracts are for high value/high risk projects with complex specification, long 
duration, it is advisable to set up a contract management team. The team should comprise of 
subject matter experts, a procurement unit and a project manager. The end user and the 
supplier/contractor shall agree on contract management activities and convene regularly in 
order to track implementation activities and resolve issues encountered during the 
implementation period. 

 

12.1 Supply positioning  

A significant factor in designing a fit-for-purpose contract management strategy is 
identifying how critical or important the goods, works, and services are to the public entity. 
This in turn will define the approach taken to build a relationship with the supplier/contractor. 
For example, the provision of hospital facilities and services in an at-risk district will be more 
critical to secure than the procurement of office consumables (paper and pens) for a public 
entity.  
 

A useful tool to help this analysis is the “supply positioning matrix”. This model is 
designed to assist public entities in ranking their procurements in order of importance, based 
on the value of the contract (including life-cycle costs, if applicable), and the level of agency 
vulnerability (impact and consequences) if the supplier/contractor fails to deliver. The supply 
positioning matrix can be used at various phases in the procurement process, from the 
planning and market research phase to contract management. 
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Supply-Positioning Matrix 

 

 

 

Source: The World Bank 

  

STRAGETIC SECURITY

Focus: securing supply

Low-cost purchases

Strategically important

Shortage of reliable suppliers

STRATEGIC CRITICAL

Focus: close collaboration with 
supplier/contractor

High-cost specialist

Very few suppliers/contractors

TACTICAL ACQUISITION

Focus: purchasing efficiency, best price

Routine purchases

Low-value/low risk

Many potential suppliers/contractors

TACTICAL PROFIT

Focus: improving costs savings, drive VfM

High-cost low-risk purchases

Many potential suppliers

Supply-
positioning 

matrix
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For a better understanding of the impact of the supply-positioning matrix on a procuring 

entity’s approach to contract management, please consult the following table. 

Explanation of the Supply-Positioning Matrix 

Source: The World Bank 

 

 

  

Quadrant 

 

Contract Management (CM) 
approach 

Contract agreement 

Tactical acquisition 
(low value-low risk) 

- Brief CM plan 
- Minimum attention 
- Fixed price or 

formula 
- Look to rationalise 

- One-off contract or 
purchase order 

- Framework 
agreements 

- E-purchasing 
- Procurement cards 

Tactical profit 
(high value-low risk) 

- Short CM plan 
- Drive value for 

money 
- Use leverage through 

bulk 
purchasing/volume 

- Short-term contract 
- Ongoing active 

sourcing for 
competitive price 

Strategic Security 
(low value-high risk) 

- Detailed CM plan 
- Ensure supply 
- Long term contract 
- Contingency 

planning 

- Build reserve of 
stocks (where 
appropriate) 

- Consider alternative 
products to minimise 
risk 

Strategic critical 
(high value-high risk) 

- Detailed CM plan 
- Closely manage 

supply 
- Balancing the control 

of costs with 
managing risk 

- Medium/Long-term 
contract 

- Contingency 
planning in event of 
failure. 



General Guidelines – Management and Monitoring of Procurement Contracts 

 

78 
HGCM01 - 03-2021 - Version 1.0   

 

 

 

 

 

 

 

 

 

Section 13 
 

Best Practices in Contract Management 
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13. BEST PRACTICES IN CONTRACT MANAGEMENT 

Several key steps can be taken to enable successful contract execution as well as ensure 

successful follow-on contracts. The following table highlights some of the leading practices in 

contract management that procuring entities may wish to consider when developing a 

Contract Management programme for either a specific project or multiple activities. 

Contract Management Leading Practices 

Key Area Leading Practice 

People 

1. Organisation has identified contract management 
champions. 

2. Contracts can be segregated based on department 
ownership, vendor types, and spend 

3. Contract administrators within all relevant functional 
groups and aligned enterprise-wide 

4. Specific contract information made available to pre-
authorised resources. 

Performance 

1. Contract renewal process is performed in a timely manner, 
identifying all required resources prior to the renewal date. 

2. Implemented contracts are reviewed to verify compliance 
with changing regulatory environment 

3. Periodic meetings are held with top level vendor officials 
and buyers to discuss vendor performance 

4. Customer satisfaction surveys are used to evaluate vendor 
performance. 

Process 

1. Contracting process is streamlined through use of risk-
assessed templates and standard contracting language. 

2. Creation of vendor contracts is integrated with vendor 
selection, verification and performance measurements. 

3. Purchase Order templates are pre-populated with 
approved suppliers and corresponding supplier profile data. 

4. Standardised process for contract creation across the 
business and processes are standardised companywide. 

Policy 

1. Terms and conditions are specific to each contract type 
2. Vendor reporting requirements are reviewed to identify 

potential compliance issues 
3. There are both standard procedures and defined roles and 

responsibilities for implementing, monitoring, and 
enforcing contract compliance 

4. Common procurement data definitions should be 
established across the company 



General Guidelines – Management and Monitoring of Procurement Contracts 

 

80 
HGCM01 - 03-2021 - Version 1.0   

Technology 

1. Contract information is automatically integrated with 
vendor information contained in the master file. 

2. Contract obligations and contract compliance are clearly 
visible 

3. System functionality includes ability to scan images of 
required documents and attach to master contract. 

Source: The World Bank 

 

13.1  Contract Management Matrix 

The Contract Management Best Practices Matrix pools the internationally accepted 
contract management best practices. The matrix contains a number of best practices in several 
key contract management areas and may be used to improve existing procedures and 
implement new ones. The matrix is intended to assist procuring entities with organising 
contract management programmes and leveraging technology, metrics, training and lessons 
learned for the purpose of minimising risks throughout the supply chain.5 
 

Contract Management Matrix 
COMPONENT POOR AVERAGE BEST PRACTICE 

Processes   No standard 
processes for 
contracting or 
compliance 
management. 

 

 Results in 
labour-intensive 
processes, 
duplication of 
effort and 
poorly written 
solicitations and 
contracts. 

 

 No contract or 
solicitation 
document 
templates. Every 
contract or 
solicitation 

 Contract 
processes are 
defined at the 
division level but 
are sporadically 
followed. 

 (Sporadic 
compliance 
enforcement) 

 

 Contract 
templates utilised 
sporadically or 
limited 
availability of 
templates. 

 

 Limited formal, 
repeatable 
process for 
consistent 

✓ Contracting 
process 
standardised 
institution-wide. 

 
✓ Proactive 

compliance 
enforcement. 

 
✓ Formal templates 

utilised for all 
solicitations and 
contracts. 

 
✓ Formal, 

repeatable 
process (e.g., 
project 
management 
methodology) for 
consistent 

 
5 University of Texas System Administration, Contract Management Handbook 
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document looks 
different. 

 

 No formal, 
repeatable 
process for 
consistent 
solicitation 
development. 

 

 Contract 
managers not 
involved from 
“cradle to 
grave” 

 

 No effort to 
capture lessons 
learned and 
best practices 

 

 No structured 
business 
planning 
process to 
determine 
sourcing and re-
solicitation 
strategy 

 

 No contracting 
processes that 
overlap with 
existing project 
management 
practices are 
defined 

solicitation 
development. 

 

 Contract 
managers 
assigned after 
award is made. 

 

 Undocumented 
“lessons learned” 
and “best 
practices” 
incorporated into 
processes. 

 Limited planning 
to determine 
solicitation 
efforts, re-
solicitation 
strategies 

 

 Contracting 
processes that 
overlap with 
existing project 
management 
practices are 
defined but are 
sporadically 
followed. 

solicitation 
development. 

 
✓ Contract 

managers are 
involved in 
writing 
solicitation, 
negotiating 
contract, 
managing 
contract and 
contract close-
out. 

 
✓ Active collection 

of “lessons 
learned” and 
“best practices” 
are leveraged for 
continuous 
improvement. 

 
✓ Active, formal 

business planning 
process. 

 
✓ Standardised 

institution-wide 
contracting 
process  is 
comprehensively 
integrated with 
existing 
standardised 
institution-wide 
project 
management 
practices. 

Organisation   No structured 
contract 
management 
group.  

 

 Contract 
decisions made 
and contracts 

 Contract 
managers 
assigned not 
always the person 
with the expertise 
or knowledge.  

 

✓ Contract 
managers within 
each division 
possess technical 
and/or 
programmatic 
expertise and 
knowledge or 
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managed by 
divisions/person
nel not in the 
know 

 

 No coordination 
between 
divisions 
involved in the 
procurement 
and contracting 
process. 

 

 Supporting team 
members 
(financial, legal, 
and purchasing, 
etc.) are not 
available to 
assist the 
contract 
manager.  

 

 No involvement 
of the end 
user/customer 
as subject 
matter expert 
during 
solicitation 
requirements 
gathering.  

 

 No executive 
support and 
involvement.  

 Contracting 
decisions 
coordinated at 
division level, but 
not consistently.  

 

 Sporadic 
coordination 
between contract 
manager, legal, 
procurement, etc.  

 

 Supporting team 
members 
(financial, legal, 
and purchasing, 
etc.) for any given 
contract assigned 
“ad hoc”.  

 

 Limited 
involvement of 
the end 
user/customer as 
subject matter 
expert during 
solicitation 
requirements 
gathering.  

 

 Executive support 
but limited 
involvement.  

 

have expertise 
and knowledge 
readily available 
to them.  

 
✓ Contracting 

decisions involve 
all relevant 
parties.  

 
✓ Coordination and 

input from all 
relevant divisions 
to minimise risk 
and maximise 
compliance.  

✓ Contract 
management 
team members 
remain engaged 
through entire 
process – same 
staff assigned. 

 
✓ Active 

involvement of 
the end 
user/customer as 
subject matter 
expert during 
solicitation 
requirements 
gathering.  

 
✓ Executive support 

and active 
involvement.  

Technology   No contract 
repository or 
very basic 
automated 
folders for 
contract 
storage.  

 

 Contracts 
repository 
supported at 
division level by 
basic storage 
system with little 
to no reporting 
capabilities.  

 

✓ Contract 
automation 
system that is 
searchable and 
allows for the 
uploading, 
monitoring and 
automated 
reporting of 
contracts.  
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 Manual 
compliance 
reviews. 

 

 Developing high-
level reports 
with quality 
contract 
information is 
non-existent or 
is very labour 
intensive.  

 Limited ability to 
track compliance. 

 

 High level reports 
have to be 
manually created 
from contract 
status reports or 
contract 
repository.  

✓ Independent and 
formal 
mechanisms in 
place to track 
compliance for 
contract 
managers.  

 
✓ Amendments can 

be approved, 
uploaded, and 
tracked online. 

Performance 
Metrics  

 No involvement 
from contract 
manager or 
division when 
developing 
deliverables/SO
W.  

 

 Poorly written, 
unclear or 
immeasurable 
deliverables and 
unclear 
performance 
metrics, 
remedies or 
incentives.  

 

 Compliance and 
performance 
measured 
sporadically or 
inconsistently  

 Deliverables/SO
W developed by 
legal or 
purchasing offices 
with minimal 
input from 
contract manager 
or division.  
 

 Unclear 
distinction 
between 
specifications, 
requirements and 
deliverables and 
performance 
metrics and 
associated 
remedies or 
incentives.  

 

 Compliance and 
performance 
measured 
quarterly (less 
often than 
monthly).  

✓ Division and/or 
contract manager 
solely responsible 
for developing 
deliverables with 
input from Legal, 
Procurement, etc.  

 
✓ Clear distinction 

of well-developed 
deliverables and 
performance 
metrics as well as 
associated 
remedies or 
incentives.  

 
✓ Compliance and 

performance 
measured 
consistently (at 
least monthly).  

Supplier/ 
Contractor 
Relations  

 Improper or 
excessive 
communication 
with 
suppliers/contra
ctors 
immediately 

 Communication 
with 
suppliers/contrac
tors during the 
solicitation.  

 

✓ Properly routed 
communication 
with potential 
suppliers/contrac
tors during the 
solicitation.  
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preceding and 
during an active 
solicitation.  

 

 Little to no 
communication 
between 
contract 
manager and 
suppliers/contra
ctors during an 
active contract 
term.  

 

 No clear lines of 
communication 
of contract 
issues or dispute 
resolution.  

 Sporadic 
communication 
between contract 
manager and 
suppliers/contrac
tors during an 
active contract 
term.  

 

 Contract issues 
improperly 
reported and/or 
resolution 
sporadically 
enforced.  

✓ Frequent 
communication 
between contract 
manager and 
suppliers/contrac
tors pertaining to 
all aspects of 
contract, 
including issues, 
technical 
assistance and 
overall progress 
of the work.  

 
✓ Dispute 

resolution or 
contract issue 
procedures 
clearly defined.  

 
✓ Advanced notice 

of upcoming 
solicitation 
posted on the 
office’s web site. 

Fiscal   Contract 
manager has 
little or no fiscal 
oversight 
capabilities.  

 

 No contract 
manager 
monitoring or 
written log of 
payments to 
suppliers/contra
ctors. 

 

 No 
communication 
between 
Accounts 
Payable and 
contract 
manager.  

 Contract manager 
approves 
payments.  

 

 Contract manager 
keeps copies of 
approved invoices 
in contract file.  

 

 Contract manager 
communicates 
with Accounts 
Payable when 
there is a 
problem.  

✓ Contract manager 
approves all 
invoices, budget 
changes or fiscal 
amendments.  

 
✓ Contract manager 

keeps a written 
payment log of all 
payments and 
deliverables 
associated with 
each payment.  

 
✓ Contract manager 

routinely 
interacts with 
accounts payable 
office regarding 
all fiscal contract 
matters, disputes, 
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non-payment, 
etc.  

Legal   Terms and 
conditions 
required by 
applicable laws 
are not 
present.  

 Some terms and 
conditions 
required by 
applicable laws 
are not present 
or regularly 
updated.  

✓ All terms and 
conditions 
required by 
applicable laws 
are included in 
the contract and 
regularly 
reviewed and 
updated by 
relevant staff  

Training   Contract 
manager 
and/or 
purchasing 
staff do not 
have training.  

 Purchasing staff 
has certification 
required, but 
contract 
managers are 
not trained.  

✓ Contract 
managers 
and/or 
purchasing staff 
are trained.  

Source: University of Texas System Administration
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GLOSSARY OF TERMS 

Terms Meaning 

Accountability 
allows an interested party to ensure that the objectives are being 
achieved. 

Accounting Officer 
a person responsible for ensuring that the financial business of the State 
for which he/she is responsible is properly conducted and that public 
funds entrusted to his/her care are properly safe guarded. 

Act 
the Public Procurement and Disposal of Public Property Act, 2015, as 
amended 

Agreement 
a negotiated and typically legally binding arrangement between parties 
as to a course of action. 

Annual Procurement 
Performance Report 

a monitoring mechanism performed on contract delivery progress and 
close-out.  

Annual Procurement Plan 

the requisite document that the procuring entity must prepare to 
reflect the necessary information on the entire procurement activities 
for goods and services and infrastructure to be procured that it plans to 
undertake within the financial fiscal year. 

as-built’ 
as-built drawing is a revised set of drawings submitted by a contractor 
upon completion of a construction project. As-built drawings show the 
dimensions, geometry, and location of all components of the project.  

Asset Management 
the process of ensuring that a company's tangible and intangible assets 
are maintained, accounted for, and put to their highest and best use  

Buyer 
a person that is responsible for identifying and procuring the goods and 
services that an organization requires. 

Codified the arrangement of laws or rules into a systematic code. 

https://investinganswers.com/node/5121
https://investinganswers.com/node/5121
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Terms Meaning 

Commissioning 

Project commissioning is the process of assuring that all systems and 
components of a building or industrial plant are designed, installed, 
tested, operated, and maintained according to the operational 
requirements of the owner or final client 

Competitive Dialogue 
a procedure where an organisation is able to conduct dialogue with 
suppliers/contractors with the goal of developing suitable alternative 
solutions. 

Confidentiality the state of keeping or being kept secret or private. 

Contract Award 
The process of officially notifying a tenderer that they have been 
selected as the preferred provider for a specific contract. 

Contract Management 

to ensure that all parties to the contract fully meet their respective 
obligations as efficiently as possible, delivering the business and 
operational outputs required from the contract and providing value for 
money. 

Contract Price 
The contract price is the price for the goods or services to be received 
in the contract. The contract price helps to determine whether 
a contract may exist. 

Control Activities 
actions established through policies, procedures, guidelines and 
directives.  

Control Environment set of standards, process and structures.  

Defects liability Period 
A defects liability period is a set period of time after a construction 
project has been completed during which a contractor has the right to 
return to the site to remedy defects 

Direct Contracting 
a procuring entity may also opt to purchase directly from one, or where 
feasible, more than one supplier or contractor without competition 
where circumstances dictate. 

Director of Public 
Prosecutions 

the office or official charged with the prosecution of criminal offences. 
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Terms Meaning 

Disposal of Public Property 
includes the transfer without value, sale, lease, concession, or other 
alienation of property that is owned by a public body. 

Efficiency achieving procurement objectives within reasonable time and cost. 

Emergency Procurement 

to consider an urgent and unexpected requirement where the 
conservation of public resources is at risk. Where an emergency exists, 
procuring entity may pursue procurement contracts without complying 
with formal competitive bidding requirements. 

E-purchasing 

Electronic purchasing (e-purchasing), automates and extends manual 
buying and selling processes, from the creation of the requisition 
through to payment of the suppliers. The term e-purchasing 
encompasses back-office ordering systems, e-marketplaces and 
supplier websites. 

Equity all suppliers/contractors have a fair chance of winning the contract. 

Evaluation 
the opening and assessing of bids to identify the preferred provider for 
the project. 

Expression of Interest 
a serious interest from a buyer that their company would be interested 
to pay a certain valuation and acquire the seller’s company through a 
formal offer. 

Fairness 
an even playing field, where all suppliers/contractors are treated 
equally. 

Fixed price 

the price of a good or a service is not subject to bargaining. The term 
commonly indicates that an external agent, such as a merchant or the 
government, has set a price level, which may not be changed for 
individual sales. 

Framework Agreement 

an agreement or other arrangement between one or more procuring 
entities and one or more contractors or suppliers which establishes the 
terms, in particular the terms as to price and, where appropriate, 
quantity, under which the contractor or supplier will enter into one or 
more contracts with the procuring entity during the period in which the 
framework agreement or arrangement applies. 

Goods items you purchase such as furniture, laptops et cetera. 
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Terms Meaning 

Ineligibility List the removal of a supplier/contractor from the procurement database. 

Integrity avoiding corruption and conflicts of interest. 

Internal Control Framework 

a process, effected by the public body’s board of directors, 
management and other personnel, designed to provide reasonable 
assurance regarding the achievement of objectives relating to 
operations, reporting and compliance. 

Invitation to Bid 
a request from the procuring entity inviting providers to submit a 
proposal on a project for a specific goods, works or services. 

Junior Procurement Officer 
a person whose job involves buying low value, low risk goods, works 
and services. 

Legally Binding 

Common legal phrase indicating that an agreement has been 
consciously made, and certain actions are now either required or 
prohibited. For example, a lease for an apartment is legally binding, 
because upon signing the document, the lessor and the lessee are 
agreeing to a number of conditions. 

Letter of Acceptance a formal indication of a successful offer for the project. 

Limited Bidding 
to enable a procuring entity to engage a limited number of suppliers or 
contractors. 

Local Industry Development 

activities that serve to enhance local capacity and competitiveness by 
involvement and participation of local persons, firms and capital market 
and knowledge transfer during the conduct of the programme of goods, 
works or services that are being procured. 

Long term contract 
a contract of more than five years in duration. A long-term contract is 
a contract to perform work for another over an extended period of time 

Market Analysis 
to understand how the supply market works, the direction in which 
the market is going, the competitiveness and the key suppliers within 
the market. 

Mean Time Between 
Failures (MTBF)  

is the predicted elapsed time between inherent failures of a system, 
during normal system 
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Terms Meaning 

Mean Time to Repair (MTTR)   
is a basic measure of the maintainability of repairable item. It represents 
the average time required to repair a failed component or device 

Mobilization 

Mobilisation refers to the activities carried out after the client has 
appointed the trade contractors, but before the trade contractors 
commence work on site. It is a preparatory stage during which the 
majority of activities are managed by the construction manager 

Named Procurement Officer  
a person that leads an organisation’s procurement department and 
oversees the acquisitions of goods, works and services made by the 
organisation. 

Non-Governmental 
Organization 

any non-state, non-profit, voluntary organisation. 

Open Bidding 
an invitation to bid that is advertised either nationally, regionally or 
internationally. 

Parliament 
is the arm of the State entrusted with the responsibility of making laws 
for good governance, and providing oversight of the Government or 
Executive. 

Payment terms  
Payment terms are the conditions under which a vendor completes a 
sale. The payment terms cover. When payment is expected. Any 
conditions on that payment. Any discounts the buyer will receive 

Performance Bonds 

A performance bond, also known as a contract bond, is a surety bond 
issued by an insurance company or a bank to guarantee satisfactory 
completion of a project by a contractor. The term is also used to denote 
a collateral deposit of good faith money, intended to secure a futures 
contract, commonly known as margin. 

Procurement the acquisition of goods, works and services. 

Procurement and Disposal 
Advisory Committee 

to ensure procurement activities including the disposal of public 
property are conducted in line with accepted professional purchasing 
practices and appropriate rules and regulations. 

Procurement Proceedings 

in relation to public procurement, includes the process of procurement 
from the planning stage, soliciting of tenders, awarding of contracts, 
and contract management to the formal acknowledgement of 
completion of the contract. 
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Terms Meaning 

Procuring Entity a public body engaged in procurement proceedings. 

Public Body 

ranging from Ministries to the Tobago House of Assembly (THA), 
Municipal Corporations, Regional Health Authorities, Statutory Bodies, 
State Enterprises, Service Commissions, Parliament, State-owned 
Enterprises, Non-Governmental Organizations, the Judiciary and the 
Office of the President.  

Public Confidence trust bestowed by citizens based on expectations. 

Public Money money that is received or receivable by a public body. 

Public Private Partnership 
Arrangement 

an arrangement between a public body and a private party under which 
the private party undertakes to perform a public function or provide a 
service on behalf of the public body. 

Public Procurement Review 
Board 

a Board to review decisions made by The Office of Procurement 
Regulation. 

Request for Information 
to obtain general information about goods, services or providers and is 
often used prior to specific requisitions for items. 

Request for Proposals 
the Request for Proposals to be prepared by the Procuring Entity for the 
selection of Consultants. 

Request for Quotation 
to invite suppliers into a bidding process to bid on specific products or 
services. 

Retention (public property) the continued possession, use or control of goods. 

Retention (works) 

is a percentage of the amount certified as due to the contractor on an 
interim certificate, that is deducted from the amount due and retained 
by the client. The purpose of retention is to ensure that the contractor 
properly completes the activities required of them under the contract 

Risk  
the potential for failures of a procurement process designed to 
purchase services, products or resources. 

Risk Assessment 
a dynamic and iterative process of identifying, analysing and assessing 
risks.  
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Terms Meaning 

Scope of Works 
the detailed communication of requirements for civil or building design 
and/or construction works. 

Senior Procurement Officer 
a person whose job involves buying high value, high risk goods, works 
and services. 

Service Level Agreements 
(SLA) 

A service-level agreement is a commitment between a service provider 
and a client. Particular aspects of the service – quality, availability, 
responsibilities – are agreed between the service provider and the 
service user 

Services 
the work to be performed by the Consultant/Contractor pursuant to the 
Contract. 

Short-term contract 
  

Temporary contracts. Similar to fixed-term, temporary contracts are 
offered when a contract is not expected to become permanent. 

Socio-Economic Policies  

environmental, social, economic and other policies of Trinidad and 
Tobago authorised or required by the Regulations or other provisions of 
the laws of Trinidad and Tobago to be taken into account by a procuring 
entity in procurement proceedings. 

Solicitation 
seeking information from supply market participants including in the 
case of pre-qualifications.  A solicitation more usually involves seeking 
bids to supply goods, services or works. 

Specifications 
a clear, complete and accurate statement of the description and 
technical requirements of a material/item/service. 

Stand-Still Period 
the period from the dispatch of a notice as required by the Act, during 
which a procuring entity cannot accept the successful submission and 
suppliers, or Consultants can challenge the decision so notified. 

State-Owned Enterprises 
a business enterprise where the government or state has significant 
control through full, majority, or significant minority ownership. 

Supplier Performance 
Management 

a business practice that is used to measure, analyse, and manage the 
supplier’s performance to cut costs, alleviate risks, and drive continuous 
improvement. 
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Terms Meaning 

Supplier Registration 

the first step in our process of building and enhancing a global supplier 
community. The information you provide about your company will be 
used to source potential opportunities so be sure to enter as much 
detail about your capabilities as possible. 

Supplier Relationship 
Management 

the systematic approach of assessing suppliers' contributions and 
influence on success, determining tactics to maximise suppliers' 
performance and developing the strategic approach for executing on 
these determinations. 

Sustainable Development 
the developmental projects that meet the needs of the present without 
compromising the ability of future generations to meet their own 
needs. 

Sustainable Procurement 

a process whereby public bodies meet their needs for goods, works or 
services in a way that achieves value for money on a long-term basis in 
terms of generating benefits not only to the public body, but also to the 
economy and wider society, whist minimising damage to the 
environment. 

Terms of Reference 

the Terms of Reference that explains the objectives, scope of work, 
activities, and tasks to be performed, respective responsibilities of the 
Procuring Entity and the Consultant, and expected results and 
deliverables of the assignment. 

The Office of Procurement 
Regulation 

a body corporate established pursuant to an Act of Parliament, namely 
the Public Procurement and Disposal of Public Property Act, 2015. 

Transparency appropriate information is placed in the public domain. 

Treaty a formally concluded and ratified agreement between countries. 

Two-Stage Bidding 
a procurement method where submission of proposals takes place in 
two (2) stages, where the technical and financial proposals are 
submitted separately. 

Value for Money 
the value derived from the optimal balance of outcomes and input costs 
on the basis of the total cost of supply, maintenance and sustainable 
use. 

Warranty Claims 
Customer’s claim for repair or replacement of, or compensation for 
non-performance or under-performance of an item as provided for in 
its warranty document 
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Terms Meaning 

Works the construction and engineering works of all kinds. 
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APPENDIX 1 - Preparing a Contract Management Plan  

Why plan?  
Planning is an important step to ensure that what is procured will be delivered. It 
provides clarity on how, when, where and by whom a contract will be implemented, 
monitored, managed and administered. A Contract Management Plan (“CMP”) provides 
a structured and systematic approach.  
 
When to plan?  
The procuring entity begins the development of the CMP as early as possible in the 
procurement process. Preferably, the plan is to be completed when signing the contract. 
In practice, it may be promptly thereafter.  
 
How to plan?  
The CMP should be fit-for-purpose. This means that the level of detail and length of the 
document should be proportionate to the scope, value, risk, complexity and duration of 
the contract. A typical format for the CMP is referenced in OPR publication entitled 
General Guidelines Procurement of Works.  
Typically, a CMP will cover some, if not all of the following: 

1. contract management roles and responsibilities (ensure that each party has 
established the necessary authorisations and delegations for its personnel at 
the beginning of the contract as this is an important prerequisite to ensuring 
that all contracting decisions are valid and enforceable);  

2. list of key contacts (e.g. the names and contact details of the key contacts for 
the entity and the supplier/contractor);  

3. contract management system;  
4. governance structure;  
5. contract documents (including key contractual terms and conditions);  
6. key milestones (including the critical path);  
7. Key Performance Indicators (KPIs) and a description of the standards or 

measurement process, if relevant;  
8. key contract deliverables (identified and properly described, and updated to 

account for change orders during the execution of the contract);  
9. reporting requirements (types of reports, times, contents etc.) and lines of 

reporting;  
10. payment procedures consistent with contractual provisions;  
11. record keeping requirements and procedures;  
12. audit or independent assurance requirements;  
13. change management or contract variation procedures;  
14. issues management and escalation;  
15. key contractual remedies;  
16. risk management plan;  
17. stakeholder engagement plan;  
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18. communication plan;  
19. insurance coverage, if required;  
20. guarantees and/or securities, if applicable;  
21. price adjustment formula and circumstances, if applicable;  
22. interface management (between contractors), if applicable;  
23. contract closure procedures 
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APPENDIX 2 - Process Flow – Payment against Deliveries 

Payment against Deliverables Process Flow Map 
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APPENDIX 3- Sample of Contract Monitoring Checklist 

It is the responsibility of each procuring entity to ensure all contractual obligations are 

met and contract monitoring is documented. Each contract is unique, and the procuring 

entity may modify this tool as required to meet its particular circumstance.  

Item # Contract Monitoring Entity Documentation Yes/No 

1. Contract:  
Contract number/ 
effective 
date/contractor 
name/purchase order 
number.  

Contract #: _____________________ 
Contract Effective Date: ___________ 
Contractor Name: ________________ 
Contract Renewal Options?  
Purchase Order #: ______________ 

Yes / No  

2. Entity Contract 
Administrator: 
Name/title/contact 
information of the 
person responsible for 
ensuring all contractual 
obligations are met. 

Name: 
___________________________ 
Title: Phone #: 
____________________ 
Email: 
___________________________ 

Yes / No 

3. Monitoring Procedures/ 
Methodology: Written 
documented contract 
monitoring 
procedures/methodolo
gy. 
 

Entity has a written contract 
monitoring procedures  

Yes/No  

4. Delivery:  
Delivery date specified 
in the contract/date of 
delivery.  
 

Contract specified delivery date:  
Date agency received item(s) 
Full or Partial Delivery  
Delivery in Accordance with Contract  

 
 
Full/Partia
l  
Yes/No  

5. Acceptance: Item(s) 
delivered were in 
accordance with 
contract specifications.  

Items delivered were accepted (met 
contract specifications)  
Latent material defects  

Yes/No  
 
Yes/No  

6. Warranty:  
Item(s) warranted in 
accordance with 
contract.  
 

Warranty work was required  
If so, warranty was performed in 
accordance with the contract  
 

Yes/No  
Yes/No  

7. Invoice:  Invoice matched purchase order price 
If no, invoiced more or less than PO  

Yes/No  
More/Less  
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Item # Contract Monitoring Entity Documentation Yes/No 

Invoice price mirrored 
purchase order price.  

8. Default of Contract:  
Contractor held in 
default of contract 
and/or debarred.  
 

Was the contractor held in default?  
Was a contractor complaint form 
provided to the entity?  

Yes/No 
Yes/No  

9. Reports:  
All reports required by 
the contract were 
provided 
timely/accurately/presc
ribed manner.  
 

Contractor reports were provided by 
the required due date 
Contractor reports were accurate 
(when initially submitted)  
Contractor reports were in the 
prescribed manner  

Yes/No  
 
Yes/No  
 
Yes/No 

Source: Utah Division of Purchasing and General Services 
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APPENDIX 4 - Sample of Contract Procuring Entity/Administrator File Checklist 

It is the responsibility of each procuring entity to ensure all contractual obligations are 

met and contract monitoring is documented. This checklist serves as a tool to assist the agency 

during that process.  

Department: _  
Completed By: _  
Contract Number: _  Contract Start/End Date: _  
Name of Contractor: _  
Contract Manager:  
 

Contract Management Activities YES NO N/A 

General     

Does the contract file contain a copy of the signed, executed current 

contract?  

   

Does the contract file have a copy of all attachments listed in the 

contract?  

   

Does the contract file have all amendments, modifications?     

Does the contract file indicate a copy of the insurance policy was 

obtained and is on file?  

   

Does the contract file contain any necessary licenses, certifications, etc.?     

Does the contract file contain all warranty information?     

Does the contract file contain a list of contractor submittal requirements?     

Does the contract file contain a list of all information furnished to the 

supplier/contractor?  

   

Does the contract file contain a list of government furnished property or 

services?  

   

Does the contract file contain all general correspondence related to the 

contract?  

   

Does the contract file contain originals of all contractor data or report 

submittals?  
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Contract Management Activities YES NO N/A 

Timeline     

Has a contract monitoring timeline been developed for all activities 

required under the contract? This might include but is not limited to: dates 

for completing and submitting reports to the Project Manager and/or 

Administrative Offices.  

   

Project Monitoring     

Has a Project Plan been developed, based on contract specifications or 

other applicable project or programmatic requirements?  

   

Does the contract file have all notices to proceed, to stop work, to correct 

deficiencies, or change orders?  

   

Does the contract file have all letters of approval pertaining to such 

matters as materials, the supplier/contractor’s quality control programme, 

prospective employees, and work schedules?  

   

Does the contract file have the records/minutes of all meetings, both 

internal and external? Include sign-in sheets and/or agendas?  

   

Does the contract file have all monitoring reports, contract manager’s 

status to supervisor, site visits, desk reviews, and expenditure 

documentation reviews? 

   

Does the contract file have all records of complaints and supplier/contractor 
disputes?  

   

Fiscal Monitoring     

Has a plan been developed to do periodic monitoring of contract pricing 

(PO etc.)?  

   

Does the contract file have all backup documentation for 

supplier/contractor payment or progress payment and copies of any 

audits?  
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Contract Management Activities YES NO N/A 

Does the contract file have all supplier/contractor invoices, information 

relative to discount provision for prompt payment, letters pertaining to 

contract deductions or fee adjustments?  

   

Ensure the contract authorised total dollar value has not been exceeded     

Corrective Action Plan     

Has a Corrective Action Plan been developed to deal with any contract 

issues that might arise between the supplier/contractor and the procuring 

entity?  

   

Reporting     

Have periodic reviews been set up within this contract to discuss spend, 

customer service, pricing issues, billing and invoicing, etc.? 

   

Does the contract file have all routine reports required by the contract 

such as sales reports, pricing schedules, approval requests, inspection 

reports, etc.?  

   

Contract Close-out     

Determine that the supplier/contractor has satisfactorily performed all 

required contractual obligations.  

   

Conduct post contract evaluation and contract close-out procedures. 

Ensure process is documented. 

   

List of Stakeholders     

Does the contract file contain the names and contact information for all 

major stakeholders in this project? 

   

Source: Utah Division of Purchasing and General Services 
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APPENDIX 5 - Sample of Kick-off Meeting Checklist 

<Insert Date and Time>  

<Insert Location> 

<Insert Conference Number and Access Code, if applicable> 

 

Topic  

Goal and Objective for the meeting   

Review of Agenda   

Introductions   

Entity Team and their roles (point of contact for Contractor)   

Communication Protocol   

Implementation Timeline  
a. Decisions or obstacles impacting timeline  
b. Factors to be considered  
c. Due dates for gathering & definition of requirements (if applicable)  
d. Impact on other agencies/divisions/units (if applicable)  
e. Specific Contractor implementation tasks  
f. Specific Entity implementation tasks  

 

 

Data Flow  
 
a. System of record for data  
b. Determine data points and flow for end receipt  
 

 

Functionality and Informatics Considerations: (if applicable)  
 
a. Telephonic Enrolment  
b. Web-Portals  
c. Access to the Entity’s offices and equipment  
 

 

Structure and frequency of future meetings  
 
a. Format  
b. Duration  
c. Onsite at Entity or remote  
 

 

Financial and Performance Monitoring Considerations   

a.  Requirement for periodic evaluation reports of contractor performance 
and/or progress reports be furnished to the purchasing office 

 

b.  Maintenance manuals, parts lists and as-built drawings have been obtained 
prior to authorisation of final payment or as required by contract terms  

 

c.  A clear understanding of all supplier/contractor supplied warranties or 
bonding commitments  
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Topic  

d.  The need to advise the purchasing office if changes to the contract, follow-
up maintenance or other services, etc. may be required  

 

e.  Acceptance and approval of the receipt of goods and services and 
documenting the contractor’s invoices for approval of payment  

 

Be sure the user has encumbered funds to pay for services that overlap fiscal 

years.  

 

Provide a copy of the contract and any subsequent changes to accounts payable 

for invoicing/payment action verification.  

 

Establish and plot critical contract performance milestones required of 

supplier/contractor (e.g. checklist, progress reports or other written deliverables).  

 

Compile a tracking report on payments made against the contract.   

If the contract is renewed, be sure price and all other requirements are based 

upon conditions of the basic contract.  

 

If supplier/contractor’s performance or delivery is unsatisfactory, issue a 

Procurement Complaint Form, Cure or Termination notice (as appropriate).  

 

If performance and payment bonds are required, be sure copies have been 

obtained and validity verified by confirming with surety underwriter prior to start 

of work. 

 

Source: Utah Division of Purchasing and General Services 
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APPENDIX 6 - Sample of Contract Closeout Checklist 

It is the responsibility of each procuring entity to ensure the work under a contract has 

been completed and the contract is ready for closeout prior to final payment. This checklist 

serves as a tool to assist the procuring entity during that process. Each contract is unique and 

the procuring entity should customise the checklist as required to meet its particular 

circumstance. The contract file should contain all necessary documentation at the time of 

closeout. Absent specific provisions in a contract to do so, final payment should never be made 

until all work is complete and all deliverables are received and accepted. 

Contractor Name: 
 
__________________________
__________________________ 

Contract Number: 
 
______________________ 

Project Completion  
Date: 
________________________  

Person Completing Checklist: 
 

 

Project Title/Name: 
_________________________________ 

Task  Yes No NA Date 

Completed 

Administrative Issues      

The contract administration files are reviewed      

The central file is complete, organised and conforms to 

regulations governing contract administration as specified by 

the procuring entity.  

    

The supplier/contractor has notified the agency that all work 

required by the contract is complete  

    

The supplier/contractor has complied with all contractual 

terms and conditions  

    

All file documents have been signed with the original 

signatures. This includes invoices, vouchers, letters to 

contractor, memoranda, official correspondence etc.  

    

All final determinations have been completed.      

All optional provisions have expired.      

All time extensions have expired.      

All change orders and modifications, have been signed, 

defined and included in the central file.  

    

Monitoring      

All monitoring issues have been resolved      

The monitoring plan updated, and documentation of all 

monitoring requirements accurately reflects the status of all 

monitoring activities as outlined in the monitoring plan.  
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All entity specific required approvals have been received.      

The supplier/contractor has complied with all contractual 

terms and conditions.  

    

Deliverables      

All contract deliverables have been received, reviewed, and 

accepted including all required reports 

    

Final Property Close Out      

The property inventory report has been received from the 

supplier/contractor  

    

All Government –owned property, real or person, either 

furnished by the government or acquired by the 

supplier/contractor for the account of the Government has 

been accounted for  

    

Final Security Close Out (if applicable)      

There has been a Disposition of all Classified Material 

(Proprietary, Trade Secrets, Sensitive, Confidential, Personal  

/Privacy) generated to or accessed by the supplier/contractor 

in the performance of the contract.  

    

Final Patents Closeout (if applicable)      

Final New Technology (including: invention, patents, and 

copyright) disclosure report received  

    

Report affirming that no technology, inventions, patents or 

copyrights resulted from the contract  

    

Final Payments and Invoices      

All disallowed payments, performance, deliverables, or 

suspended costs been resolved.  

    

All reconciliation has been completed in conjunction with a 

financial report verifying all payments have been paid  

    

Refunds, rebates, and/or credits have been annotated in the 

file.  

    

The contract file contains a record of all payments made to the 

supplier/contractor.  

    

All excess funds, such as un-liquidated obligations have been 

verified and the de-obligations of funds have been 

accomplished, if required?  

    

Final invoice has been received, reviewed, accepted and paid.      

 

Contract Completion Statement      

After final acceptance and final payment has been made, a 

Contract Completion Statement is prepared and issued 

officially stating that the contract is complete in its entirety, 
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except for any warranty periods and may be closed and 

properly archived.  

Contractors Performance Report      

A Contractors Performance Report has been prepared, if 

applicable 

    

Source: Utah Division of Purchasing and General Services 


