
CSM Roles & Responsibilities 

Route 3 contracts require a structured governance model, clearly defined
responsibilities, and proactive supplier engagement. 

These contracts usually involve essential services, large budgets, complex
performance requirements, reputational exposure, or financial/operational risk.

Managing the supplier contractual relationship requires a discrete set of
responsibilities and activities. An organisation should consider how to ensure that:

roles and responsibilities are clear
the relationship is championed at senior levels in the Organisation and supplier
organisations
information sharing is encouraged
concerns about relationships, from either party, can be discussed frankly
the relationship allows for long-term strategic issues as well as day-to-day
delivery issues to be considered

These considerations should be built into the commodity/service specification and/or
the terms and conditions of the contract.

The Contract Manager should be engaged early in the process. This will ensure they
engage early with stakeholders and determine the appropriate contract service level
requirements and Key Performance Indicators. Service level and Key Peformance
Indicators (KPIs) requirements should have been included in the tender
documentation.

Governance Structure

Open or close  

Recommended Governance Tiers

1. Organisation Board/Senior Management Team

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/csm-roles-responsibilities


2. Senior Responsible Owner (SRO) / Contract Owner
3. Contract Manager (Operational Lead)
4. Commercial / Procurement Team
5. Technical / Service Leads
6. Finance Lead
7. Risk & Assurance / Legal
8. Supplier Relationship Manager (if formal model used)
9. Contract Users / Operational Stakeholders

10. Supplier-side Contract Manager

This structure supports accountability, escalation, transparency, and
effective decision-making.

Roles and Responsibilities

Open or close  

Organisation’s Board / Senior Management Team

Board / Senior Management sponsorship is critical to the success of an embedded
Contract and Supplier Management approach.

The Board / Senior Management Team should take the ultimate strategic ownership
of business critical strategic supplier(s). They should be fully committed to improving
contract performance collaboratively with those suppliers.

 

Senior Responsible Owner (SRO) / Contract Owner

Overall accountability for contract outcomes.

Responsibilities

Approves contract management strategy, KPIs, scorecards, and risk plans.
Ensures compliance with Scottish Procurement Finance Manual (SPFM) and
organisational governance.
Chairs senior-level reviews (monthly/quarterly/biannual).
Approves significant variations, extensions, or commercial decisions.

https://www.gov.scot/publications/scottish-public-finance-manual/


Ensures adequate resources for effective contract management.
Acts as escalation point for significant performance or financial risk.
Provides reports to Executive Team or Board.

 

Contract Manager (Day-to-Day Lead)

Primary role for managing supplier performance and ongoing activities.

Responsibilities

Develops and maintains the contract management plan.
Manages KPI reporting, Balanced Scorecard and performance reviews.
Oversees delivery of services against specification/SLA.
Ensures continuous improvement and value-for-money initiatives.
Maintains the contract risk register and ensures mitigating actions.
Manages contract variations, change control, and compliance.
Coordinates quarterly contract meetings and performance boards.
Ensures accurate documentation and audit trail.

In addition, every contract should be managed by a nominated member of staff
(‘contract manager/contract management officer’). In a collaborative setting,
organisations should determine which organisation will take the lead in managing
the contract. An organisation should ensure that there is clarity about the distinction
between:

contract management (the responsibility of the organisation)
service management (the responsibility of the supplier)

The Contract Manager should have the mind-set to exceed rather than meet
required goals. They will, deal with a constantly changing set of requirements. They
need excellent communication and stakeholder management skills. They should be
the principal owner of the supplier relationship and contract performance. They will
be responsible for business-to-business relationships, contract management
performance and contract management competencies, including:

monitoring contract and supplier performance against KPIs and other specified
performance indicators (in partnership with contract management contributors

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard


and end users).
monitoring ‘take-up’ and spend through the Framework or Contract
managing any reactive/unplanned issues which arise in relation to the
contract(s)
communication of performance and efficiency gains as a result of MI analysis
drafting and issuing supplier or customer surveys where appropriate
chairing and managing performance reviews with the supplier. This includes
end user feedback, and disseminating outcomes
managing any major performance issues and complaints
facilitating and championing supply chain innovation, continuous improvement
initiatives and best practice
managing Framework Agreement variations, and communicating outcomes
managing the extension of any optional extension periods (and/or the re-tender
process and the supplier Exit Strategy)
providing guidance and advice to end users as necessary
MI validation

 

Procurement / Commercial Team

Provides strategic commercial assurance and compliance oversight.

Responsibilities

Advises on governance, contractual interpretation, and commercial risk.
Oversees contract variations, ensuring legal/commercial compliance.
Supports annual contract reviews and strategic supplier assessments.
Ensures adherence to Procurement Journey requirements.
Provides market intelligence and benchmarking for Route 3 suppliers.
Supports re-tendering and transition planning.
Escalates issues involving non-compliance, breach, or poor Value For Money
(VFM).

 

Technical / Service Leads

Ensures the service delivered meets required operational standards.

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/benchmarking


Responsibilities

Monitors technical KPIs (e.g., quality, service levels, system availability)
Reviews technical incidents, root cause analysis, and supplier proposals
Approves technical changes, solution upgrades, or configuration
Confirms delivery of milestones, outputs, and deliverables
Provides expert advice in performance review meetings
Ensures security, data protection, and health & safety compliance

 

Finance Lead

Ensures financial governance and cost control.

Responsibilities

Verifies supplier invoices, reconciliations, and financial performance
Tracks budgets, forecast spend, and identifies cost variances
Oversees financial risk (e.g., indexation, inflationary impact)
Assesses gainshare, efficiency savings, or cost-avoidance proposals
Supports financial viability assessments of the supplier

Ensures compliance with finance regulations and the Scottish Procurement
Finance Manual (SPFM)

 

Risk, Assurance & Legal

Provides corporate oversight and risk assurance.

Responsibilities

Supports contract risk assessment and escalation
Ensures compliance with legal, regulatory, and statutory obligations
Reviews serious incidents, conflicts of interest, and audit findings
Advises on disputes, breaches, or termination scenarios
Ensures appropriate approvals for major variations

https://www.gov.scot/publications/scottish-public-finance-manual/
https://www.gov.scot/publications/scottish-public-finance-manual/


 

Supplier Relationship Manager 

Used in mature organisations or for strategic suppliers.

Responsibilities

Manages strategic partnership relations beyond day-to-day operations
Facilitates innovation, improvement, and long-term planning
Supports relationship health checks and strategic alignment reviews
Provides insight to category strategies and portfolio management

 

Contract Users / Operational Stakeholders

Front line staff who use or receive the service.

Responsibilities

Report issues, risks, or non-compliance in service delivery
Participate in user feedback, testing, or acceptance processes
Monitor operational performance that cannot be seen centrally

Stakeholders/end users contribute to contract and supplier management process by:

supporting and championing supply chain innovation, continuous improvement
initiatives and best practice
facilitating the validation of end user feedback on contract and supplier
performance
contributing data to allow the  monitoring of supplier performance against KPIs
and other specified performance indicators
contributing to performance reviews with the supplier
participating in the annual performance review
operational management of compliance, supply, demand and payment at a
local level
managing supplier relationships relating specifically to operational issues
providing contract/supplier performance data to contract management
contributors



referring supplier performance issues to the Contract Manager
leading, supporting and championing supply chain initiatives

 

Supplier-Side Contract Manager

The supplier’s accountable representative.

Responsibilities

Ensures contractual commitments are delivered
Provides performance data, KPIs, and improvement plans
Manages issue resolution and escalations
Ensures appropriate governance and resourcing on the supplier side
Leads corrective actions and service improvement initiatives

Key Responsibilities Across the Contract Lifecycle

Open or close  

Contract Mobilisation (0–6 months)

Confirm roles, governance, and escalation routes
Set up KPI dashboards and or balanced scorecard and reporting
Validate staffing, resourcing, and readiness plans
Baseline performance and risks
Ensure alignment with relevant commodity strategies and/or tender documents
as appropriate

 

Business-as-Usual Delivery

Monthly operations meetings.
Quarterly performance review meetings
Annual strategic review
Continuous improvement and corrective action plans
Audit compliance checks

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard


 

Contract Variations and Change Control

Transparent documentation
Impact assessments (cost, legal, risk)
Approval workflows
Communication to all stakeholders

 

Contract Risk Management

Maintain a live risk register.
Risk scoring aligned with organisational frameworks
Track mitigations and assurance actions
Escalate red-rated risks promptly

 

Supplier Relationship Management (SRM)

Relationship mapping (operational, tactical, strategic)
Health checks or relationship assessments
Joint improvement or innovation workshops
Annual contract and supplier balanced scorecard

Typical Meeting Structure

Open or close  

Monthly Operational Meeting

KPI review
Incidents, issues, and progress
Short-term actions

 

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard


Quarterly Performance Review

Full balanced scorecard
SLA performance
Financial performance
Change proposals
Risk and compliance

 

Annual Strategic Review

Value-for-money assessment
Market comparison
Business continuity and resilience
Innovation and sustainability review
Long-term planning

Documentation Requirements

Open or close  

Medium/ high-value, medium/high-risk contracts should maintain:

Contract Management Plan
KPI dashboard and/or Balanced Scorecard
Risk Register
Issue Log and Action Tracker
Change Control Register
Supplier Performance Reports
Governance plan
Relationship Maps

You will find below a complete Roles & Responsibilities RACI Matrix and a
detailed Contract Governance Framework tailored for medium/high-value,
medium/high-risk contracts in the Scottish public sector.

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard
https://www.procurementjourney.scot/additional-resources/risk-management


Everything is presented in clean, reusable formats that you can lift into
documentation, frameworks, business cases, governance packs, or
commodity/service strategies.

RACI Matrix – Medium/High-Value, Medium/High-Risk Contract &
Supplier Management

This matrix is available to download at the bottom of the page and use/amend as
appropriate.

Roles included:

SRO – Senior Responsible Owner / Contract Owner
CM – Contract Manager (day-to-day lead)
PT – Procurement/Commercial Team
SL – Service/Technical Lead
FIN – Finance Lead
R&A/LEG – Risk, Assurance & Legal
SRM – Strategic Supplier Relationship Manager (if applicable)
SU – Contract Users / Operational Stakeholders
SUP – Supplier-side Contract Manager

RACI stands for Responsible, Accountable, Consulted, and Informed. 

It is a project management tool used to clarify roles and responsibilities within a
project:

Responsible: The person or team who actually does the work
Accountable: The individual who is answerable for the correct and thorough
completion of the task
Consulted: Those whose opinions are sought; typically, subject matter experts
Informed: Individuals who need to be kept updated on progress or decisions
but do not actively contribute to the task

RACI Matrix 

Activity / Responsibility SRO CM PT SL FIN R&A/LEG SRM SU SUP



Develop & maintain Contract
Management Plan A R C C C C C C C

Set KPIs, SLAs & Balanced Scorecard A R C C C C C C I
Monthly performance monitoring I R C R C I C C R
Quarterly performance review A R C C C C R I R
Annual strategic review A R C C C C R I R
Approve contract variations A R C C C R C I R
Manage day-to-day supplier relationship I R C C I I C C R
Strategic relationship management A C C I I I R I R
Risk register ownership & updates A R C C C C C I C
Issue/incident management I R C R C C I I R
Financial monitoring & invoice approval I C I I R I I I R
Audit compliance & evidence A R C C C R I I R
Change control management A R C C C R C I R
Business continuity & disaster recovery
assurance A R C R C R I I R

Stakeholder communication A R C C I I C R I
Re-tendering & exit planning A R R C C C C I C
Contract close-out activities A R C C C C C I R

R = Responsible | A = Accountable | C = Consulted | I = Informed

Contract Governance Framework

Open or close  

This framework is suitable for medium–large public bodies. It can be applied to
any Route 3 contract.

Purpose of the Governance Framework

To ensure:

clear accountability
robust risk management
transparent performance monitoring

https://www.procurementjourney.scot/additional-resources/risk-management


value for money
compliance with Scottish Public Finance Manual (SPFM), Procurement Journey,
and internal governance
strong supplier relationships while maintaining commercial discipline

 

Governance Structure 

Roles included:

SRO – Senior Responsible Owner / Contract Owner
CM – Contract Manager (day-to-day lead)
PT – Procurement/Commercial Team
SL – Service/Technical Lead
FIN – Finance Lead
R&A/LEG – Risk, Assurance & Legal
SRM – Strategic Supplier Relationship Manager (if applicable)
SU – Contract Users / Operational Stakeholders
SUP – Supplier-side Contract Manager

 

Strategic Governance

Senior Responsible Owner (SRO)
Accountable for contract outcomes, risk exposure, financial stewardship and
overall compliance.
Chairs the Annual Strategic Review Meeting.
Approves major variations, renewals, extensions, or commercial settlements.
Provides updates to Audit & Risk Committee, Board, or Executive Team.
Annual Contract Review Board

Participants:
SRO (chair), SRM (if used), CM, PT, FIN Lead, SL, R&A/Legal, Supplier’s senior
representative.

Outputs:

https://www.gov.scot/publications/scottish-public-finance-manual/


Strategic performance report
Value-for-money assessment
Innovation and improvement roadmap
Re-contracting or extension decision

 

Tactical Governance

Quarterly Performance Board

Participants:
CM (chair), PT, SL, FIN Lead, R&A/Legal, SRM, Supplier Contract Manager.

Purpose:

Review Balanced Scorecard results
Review SLAs/KPIs, incidents, complaints, quality measures
Assess risk register, financial position, and mitigation progress
Track contract variations and change requests

Outputs:

Quarterly performance pack
Improvement action plans
Updated risk and issues log

 

Operational Governance

Monthly Operations Meeting

Participants:
CM, SL, PT (as needed), SU representatives, Supplier Ops Lead.

Purpose:

Day-to-day performance review
Operational issues and incident review
User feedback

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/variations-extensions-amendments


Short-term action logging
Verification of KPI data

Outputs:

Monthly KPI dashboard/balanced scorecard
Issue/action log updates

Key Governance Documents

Open or close  

Below are some suggested documentation that you should keep on record when
managing Route 3 - high value, high risk contracts:

1. Contract Management Plan (CMP)
Roles and responsibilities
Governance structure
KPIs & reporting
Risk & contingency
Change control
Escalation routes

2. Performance Management Framework
KPI definitions
Data requirements
Scoring & weightings
Balanced scorecard

3. Contract Risk Register
Strategic and operational risks
Controls and mitigation
RAG scoring
Owner and review frequency

4. Issues & Actions Log
5. Change Control Register
6. Financial Monitoring Sheet

Budget v. actual
Forecasting
Invoice validation

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/csm-roles-responsibilities
https://www.procurementjourney.scot/additional-resources/risk-management
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/variations-extensions-amendments
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/dispute-resolution-termination-contract-exit
https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/balanced-scorecard


Indexation tracking
7. Business Continuity & Disaster Recovery Assurance Checklist
8. Stakeholder Communication Plan
9. Exit & Transition Plan

CSM Meetings

Open or close  

The below table provides an example CSM meeting plan, this can be downloaded at
the bottom of the page and amended as required to suit your contract.

Roles included:

SRO – Senior Responsible Owner / Contract Owner
CM – Contract Manager (day-to-day lead)
PT – Procurement/Commercial Team
SL – Service/Technical Lead
FIN – Finance Lead
SUP – Supplier-side Contract Manager

 

Meeting Frequency Led By Focus
Daily/Weekly Check-ins
(optional for high risk) As required CM /

SUP Live operational issues

Monthly Operations
Meeting Monthly CM KPIs, incidents, actions

Service/Technical Review Monthly/Quarterly SL Technical compliance,
security, testing

Quarterly Performance
Board Quarterly CM Performance, risk,

financials, change control

Commercial & Finance
Review Quarterly PT/FIN

Financial performance,
benchmarking, contract
changes

Annual Strategic Review Annually SRO Strategic direction, VFM,
future planning

https://www.procurementjourney.scot/route-3/contract-and-supplier-management/monitoring-and-reporting/benchmarking


Meeting Frequency Led By Focus
Additional Senior
Escalation Meetings Ad hoc SRO/PT Breach or critical incident

 

 

Any documents you need are listed below

RACI Matrix 

(file type: xlsx)

Meeting Plan Example Template 

(file type: xlsx)

https://www.procurementjourney.scot/sites/default/files/RACI%20Matrix.xlsx
https://www.procurementjourney.scot/sites/default/files/Meeting%20Plan%20Example%20Template.xlsx

