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Purpose of Document 
The purpose of this document is to define and develop the Purchase-to-Pay (P2P) process with practical application for the following two clustering arrangements. 
Single Customer Lead Cluster arrangements
Multiple Customer Leads Cluster arrangements. 
Objectives
A Purchase-to-Pay (“P2P”) process aims to streamline the end-to-end process of the Services delivered by the Supplier to facilitate payment. The P2P process runs from the point where the FM Service is instigated and Contracts are signed by the Contracting Authority and Supplier (i.e. purchasing) to the stage when invoices are paid to the Supplier (i.e. payment).
This P2P process for the different clustering arrangements gives a step-by-step guide through the purchasing processes from the point at which the Contracting Authorities join the FMCM Framework. The P2P process is demonstrated through a series of process flowcharts.  
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Purchase-To-Pay Processes
To ensure an efficient performance management and payment process, the following describes the Purchase-To-Pay process for both the single customer lead and multiple customer leads clusters.
As an overview, the chart below captures the end-to-end Purchase-to-Pay process for all clustering arrangements:

Fig I: Overview of Purchase-to-Pay Process for Clustering Arrangements
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The following sections describes the Purchase-To-Pay processes. These apply for single customer lead clusters.
Stage I: Prerequisite – Agreement of Payment Terms 
At the Further Competition workshop, held during tender preparation, each Cluster Department would have agreed the monthly payment which will be made to the Lead Cluster Department each month for the duration of the Contract. This will be determined for each Cluster based on the weightings criteria agreed amongst the Clusters. 
Each Cluster Department pays the Lead Cluster Department the fixed fee amount on the XNr Day of every Contract Month based on above agreed criteria.
The Lead Cluster Department or Cluster Department makes a balancing payment in the following month. This would account for Task Orders, Monthly Disbursements and Performance deduction for the previous month ‘n-1’.
Stage II: Purchasing
On completion of the procurement process, the preferred Supplier has been selected by a joint agreement amongst the Cluster Departments and FM Service Delivery commences. 
At this stage, the Supplier is expected to mobilise all the Services including the Helpdesk Service at the Commencement Date of the Call-Off Service in alignment with the Contract terms.
Stage III: FM Service Delivery
FM Service Delivery is the stage at which the Supplier commences with the delivery of both Planned and Reactive Maintenance Services (including all other related Service requirements according to Contract terms) to the Contracting Authority. This is described in the following steps:
Instruction to Work: Service users with each Cluster report all reactive requests via the Supplier’s Service Helpdesk and the service user is provided with a Helpdesk reference number to validate the job has been logged. The job can either be logged as the following;
Reactive Maintenance Service Request or  
Planned Maintenance Service: whereby the service request is merged with planned maintenance service if related and practicable to complete within required rectification period.
Attend and Fix: The Supplier attends the reactive request to determine the extent of works required in accordance with budgetary requirements and financial thresholds. For:
Reactive Maintenance Service value below Comprehensive Threshold:  The Supplier progresses directly to complete the service request.
Reactive Maintenance Service value above the Comprehensive Threshold: The Supplier will provide the Lead Cluster Department with the information as required for approval.  On approval, the Supplier should undertake the reactive works accordingly.
Reactive Maintenance Service for Emergency Works: The Supplier must attend and rectify the required works immediately and then report completion and costs, if they exceed the Comprehensive Threshold, via the Helpdesk as soon as practicable.   
Planned Maintenance Service:   The Supplier attends as per monthly schedule and undertakes required tasks along with the Helpdesk requests merged with the planned schedule.
Completion: On completion, the Supplier reports the Reactive or Planned Maintenance Works as completed and this is recorded onto the CAFM system.
Other than audits, this process is continuous for each given month and all works undertaken are recorded onto the Supplier’s CAFM system for the duration of the Contract. 
 NO
YES
Service Request (Planned or Reactive)
Supplier completes all maintenance service (Reactive and Planned) within agreed timescales 

Process led by Lead Cluster Department 
Process led by Supplier
 
Reactive Service
Planned Service
Request below Comprehensive Threshold
Supplier Attends Planned Works as per Schedule
Lead Cluster Department Approves and instructs Supplier to proceed with works
Request above Comprehensive Threshold

Reactive request requires more time, labour, materials, etc.
Supplier Fixes Reactive Request 
Supplier submits information to Lead Cluster Department for Approval 
Supplier downloads and collates performance information from CAFM for month ‘n’ and month ‘n-1’
Supplier submits performance information to Lead Cluster Department for Approval
Performance Information for insertion into KPI Model for Month ‘n’ and ‘n-1’

Process output
Emergency Works 
Emergency Works

Fig. II: FM Service Delivery Monthly Process



Stage IV: Performance Information Reporting
This stage includes the completion of the Key Performance Indicator (KPI) Model and involves the following steps: 
At the end of the first month ‘n’, the Supplier in a clustered arrangement submits to the Lead Cluster Department information relating to:
Contract Base Cost (i.e. Lump Sum Price)
Compensation Events
In addition to this, at the end of the second month and for subsequent months up to Contract expiry, the Supplier then collates and submits to the Lead Cluster Department all performance data for each previous month ‘n-1’ relating to: 
Task Orders (New Works)
Monthly Disbursements
This data will include any additional documents evidencing the completion of claimed works undertaken.
Supplier then inputs the performance data into the KPI model for each measure. 
The KPI Model automatically calculates the Supplier score for each Service measure and then produces an overall total Supplier score for each KPI measure chosen by the Cluster.
The Supplier submits the completed KPI Model for month ‘n-1’ to the Lead Cluster Department for:
Completion of the relevant sections of the KPI Model and 
Approval.
Stage V: Application for Review (1)
The Lead Cluster Department in collaboration with the other Cluster Departments will then review the KPI Model and either:
Approve the completed KPI Model and return to the Supplier with completed section for insertion into the Payment Mechanism Model or
Query the KPI Model and request for amendment or additional information to substantiate the submission. 
Stage VI: Payment Information Reporting 
Once the KPI Model has been approved, the Supplier then transfers the total KPI scores for each KPI measure into the Payment Mechanism Model.
Hints and Tips: Copy and paste the total Supplier score in Table 4 “Actual Deductions Table” of the KPI Model into Table 1 of the Payment Deductions Table of the Payment Mechanism Model.
The Supplier should then input all other parameters to the Payment Mechanism Model.  This then automatically applies the cluster-wide Performance deductions. This then calculates the overall monthly payment due the Supplier for each relevant month.
Hints and Tips: Complete the Paymech Calculator of the Payment Mechanism Model with the fixed payment information for month ‘n’ and the other information for previous month ‘n-1’ such as Task Orders, Monthly Disbursement costs.
Where Performance deductions are applicable for a given month ‘n-1’, the Payment Mechanism applies either the calculated Performance deduction or the Monthly Total Value at Risk to the Monthly payment; whichever is higher.
The Monthly payment is then calculated for Month ‘n’.
The Supplier must then submit the Payment Mechanism Model to the Lead Cluster Department for review.
Stage VII: Application for Review (2)
The Lead Cluster Department then reviews the submitted Payment Mechanism Model and approves for payment. This approval instigates a request for the Supplier to submit a monthly invoice.
If there is disapproval, the Lead Cluster Department returns the completed Payment Mechanism Model for amendment to address the related issue.
The Supplier effects the required changes and resubmits the Payment Mechanism Model to the Lead Cluster Department for approval.
Stage VIII: Payment 
After the Lead Cluster Department approves the Payment Mechanism Model, the Supplier submits the invoice for relevant month ‘n’ within XNr days of approval to the Lead Cluster Department.
The Lead Department Cluster then pays the Supplier for month ‘n’ within XNr of receipt of monthly invoice.
NO
YES
YES
YES
NO
YES
Lead Cluster Department Completes Model and Approves KPI Model for Month “n-1”
Supplier populates the KPI Model with the performance information for previous month  ‘n’ within X Days of Contract Start Date

Supplier submits completed Payment Mechanism for month “n” within X Days in month to the Lead Cluster Department for review and approval
Lead Cluster Department Approves Payment Report and Instructs Supplier to raise invoice for month “n”


Process led by Supplier
MONTH 2 ONWARDS: Supplier Populates the KPI Model with the Performance information for previous month ‘n-1’  
Supplier transfers the performance deductions for month ‘n-1’ into the KPI Model into the Payment Mechanism Model
Lead Cluster Department Pays Supplier for month “n”


Process led by Lead Cluster Department
Automated Process
The KPI Model Automatically Calculates the Supplier Score for Insertion into the Payment Mechanism Model
Supplier Submits the Completed KPI Model to the Lead Cluster Department for Completion of Relevant Section and Approval
The Payment Mechanism Model Automatically Calculates the Monthly Payments for Month ‘n’
NO
Supplier raises invoice and submits to Lead Cluster Department 
Supplier is paid for month ‘n’
 
Process output

Is this Month 1?
Decision 

Fig III:  Performance and Payment Reporting with Approval Process for Month ‘n’
Stage IX: Internal Monthly Recharge
The Lead Cluster Department then distributes to each Cluster Department, the apportioned monthly Performance deductions as determined for each Cluster based on weightings criteria agreed amongst the Cluster at the Further Competitions workshop.
These Performance deductions for each Cluster Department are applied to the apportioned monthly recharge cost paid to the Lead Cluster Department. 
Each Cluster Department also reimburses the Lead Cluster Department the outstanding monthly payment due for month ‘n’.
 Each Cluster Department Reimburses the Lead Cluster Department with their Proportion of Compensation Events, Task Orders, Monthly Disbursements and Performance Deductions in Month ‘n-1’ and Month ‘n-2’

Lead Cluster Department to Request Payment from Each Cluster Department for Compensation Events for month ‘n-1’ and Task Orders, Monthly Disbursements and Performance Deductions for Month ‘n-2’
Process led by Each Cluster Departments
 
The Cluster Department Agrees Weightings Criteria during the Further Competition Workshop
 
Process led by Lead Cluster Department
Each Cluster Department pays the Lead Cluster Department an agreed fixed price on the XNr Day of every typical month ‘n’
Lead Cluster Department Approves Payment Report and Instructs Supplier to Raise Invoice for Month “n”
 
Repeated on a Monthly Basis

Fig. IV:  Process for Allocating Monthly Payments for each Cluster Department 
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The following sections describes the Purchase-To-Pay processes. These apply for Multiple Customer Lead Clusters.
Stage I: Prerequisite – Agreement of Payment Terms 
At the Further Competition workshop as held during tender preparation, each Department within the Multiple Customer Leads Cluster would have agreed that monthly payments will be made by each Cluster Department directly to the Supplier for each month for the duration of the Contract. 
Each Cluster Department pays the Supplier directly on the XNr Day of every Contract Month.
This monthly payment would account for Task Orders, Monthly Disbursements and the Performance deduction for the previous month ‘n-1’.
Stage II: Purchasing
On completion of the procurement process, the preferred Supplier has been selected by a joint agreement amongst the Cluster Departments and FM Service Delivery commences. 
At this stage, the Supplier is expected to mobilise all the Services including the Helpdesk Service at the Commencement Date of the Call-Off Service in alignment with the Contract terms.
Stage III: FM Service Delivery
FM Service delivery is the stage at which the Supplier commences with the delivery of both Planned and Reactive Maintenance Services (including all other related Service requirements according to Contract terms) to the Contracting Authority. This is described in the following steps:
Instruction to Work: Service users with each Cluster report all reactive requests via the Supplier’s Service Helpdesk and the Service user is provided with a Helpdesk reference number to validate the job has been logged. The job can either be logged as 
Reactive Maintenance Service Request or  
Planned Maintenance Service: whereby the service request is merged with planned maintenance service if related and practicable to complete within required rectification period.
Attend and Fix: The Supplier attends the reactive request to determine the extent of works required in accordance with budgetary requirements and financial thresholds. For:
Reactive Maintenance Service value below Comprehensive Threshold:  The Supplier progresses directly to complete the service request.
Reactive Maintenance Service value above the Comprehensive Threshold: The Supplier will provide each Cluster Department with the information as required for approval.  On approval, the Supplier should undertake the reactive works accordingly.
Reactive Maintenance Service for Emergency Works: The Supplier must attend and rectify the required works immediately and then report completion and costs, if they exceed the Comprehensive Threshold, via the Helpdesk as soon as practicable.   
Planned Maintenance Service:   The Supplier attends as per monthly schedule and undertakes required tasks along with the Helpdesk requests merged with the planned schedule.
Completion: On completion, the Supplier reports the Reactive or Planned Maintenance Works for each Cluster Department as completed and this is recorded onto the CAFM system.
Other than audits, this process is continuous for each given month and all works undertaken are recorded onto the Supplier’s CAFM system for the duration of the Contract. 
 

NO
YES
Service Request (Planned or Reactive)
Supplier completes all maintenance service (Reactive and Planned) within agreed timescales 

Process led by Lead Cluster Department 
Process led by Supplier
 
Reactive Service
Planned Service
Request below Comprehensive Threshold
Supplier Attends Planned Works as per Schedule
Each Cluster Department Approves and instructs Supplier to proceed with works
Request above Comprehensive Threshold

Reactive request requires more time, labour, materials, etc.
Supplier Fixes Reactive Request 
Supplier submits information to each Cluster Department for Approval 
Supplier downloads and collates performance information from CAFM for month ‘n’ and month ‘n-1’
Supplier submits performance information to each Cluster Department for Approval
Performance Information for insertion into KPI Model for Month ‘n’ and ‘n-1’

Process output
Emergency Works 
Emergency Works

Fig. V: FM Service Delivery Monthly Process 




Stage IV: Performance Information Reporting
This stage includes the completion of the Key Performance Indicator (KPI) Model and involves the following steps: 
At the end of the first month ‘n’, the Supplier in a clustered arrangement submits to the each Cluster Department information relating to:
Contract Base Cost (i.e. Lump Sum Price)
Compensation Events
In addition to this, at the end of the second month and for subsequent months to Contract expiry, the Supplier then collates and submits to each Cluster Department all performance data for each previous month ‘n-1’ relating to: 
Task Orders (New Works)
Monthly Disbursements
This data will include any additional documents evidencing the completion of claimed works undertaken.
Supplier then inputs the performance data into the KPI model for each measure. 
The KPI Model automatically calculates the Supplier score for each Service measure and then produces an overall total Supplier score for each KPI measure chosen by the Cluster.
The Supplier submits the completed KPI Model for month ‘n-1’ to the each Cluster Department for:
Completion of the relevant sections of the KPI Model and 
Approval.
Stage V: Application for Review (1)
Each Cluster Department will then review the KPI Model and either:
Approve the completed KPI Model and return to the Supplier with completed sections for insertion into the Payment Mechanism Model or
Query the KPI Model and request for amendment or additional information to substantiate the submission. 
Stage VI: Payment Information Reporting 
Once the KPI Model has been approved, the Supplier then transfers the total KPI scores for each KPI measure into the Payment Mechanism Model.
Hints and Tips: Copy and paste the total Supplier score in Table 4 “Actual Deductions Table” of the KPI Model into Table 1 of the Payment Deductions Table of the Payment Mechanism Model.
The Supplier should then input all other parameters to the Payment Mechanism Model.  This then automatically applies the Performance deductions for each Cluster Department. This then calculates the monthly payment due the Supplier for each relevant month.
Hints and Tips: Complete the Paymech Calculator of the Payment Mechanism Model with the fixed payment information for month ‘n’ and the other information for previous month ‘n-1’ such as Task Orders, Monthly Disbursement costs.
Where Performance deductions are applicable for a given month ‘n-1’, the Payment Mechanism applies either the calculated Performance deduction or the Monthly Total Value at Risk to the Monthly payment; whichever is higher.
The Monthly payment is then calculated for Month ‘n’.
The Supplier must then submit the Payment Mechanism Model to each Cluster Department for review.
Stage VII: Application for Review (2)
Each Cluster Department then reviews the submitted Payment Mechanism Model and approves for payment. This approval instigates a request for the Supplier to submit a monthly invoice for each department.
If there is disapproval from any Cluster Department, the affected department(s) return(s) the completed Payment Mechanism Model for amendment to address the related issue.
The Supplier effects the required changes and resubmits Payment Mechanism Model to the specific Cluster Department for approval.
Stage VIII: Payment 
For each approved Payment Mechanism Model, the Supplier submits the invoice for the relevant month ‘n’ to each Cluster Department within XNr days of approval.
Each Cluster Department then pays the Supplier for month ‘n’ within XNr days of receipt of monthly invoice.
 








Fig VI:  Performance and Payment Reporting with Approval Process for Month ‘nNO
YES
YES
YES
NO
YES
Each Cluster Department Completes Model and Approves KPI Model for Month “n-1”
Supplier populates the KPI Model with the performance information for previous month ‘n’ within X Days of Contract Start Date

Supplier submits completed Payment Mechanism for month “n” within X Days in month to the Each Cluster Department for review and approval
Each Cluster Department Approves Payment Report and Instructs Supplier to raise invoice for month “n”


Process led by Supplier
MONTH 2 ONWARDS: Supplier Populates the KPI Model with the Performance information for previous month ‘n-1’  
Supplier transfers the performance deductions for month ‘n-1’ into the KPI Model into the Payment Mechanism Model
Each Cluster Department Pays Supplier for month “n”


Process led by each Cluster Department
Automated Process
The KPI Model Automatically Calculates the Supplier Score for Insertion into the Payment Mechanism Model
Supplier Submits the Completed KPI Model to the Each Cluster Department for Completion of Relevant Section and Approval
The Payment Mechanism Model Automatically Calculates the Monthly Payments for Month ‘n’
NO
Supplier raises invoice and submits to Each Cluster Department 
Supplier is paid for month ‘n’
 
Process output

Is this Month 1?
Decision 
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At the end of each Contract year for the duration of the Contract Period, both the Single Customer Lead and Multiple Customer Leads Clusters will provide Crown Commercial Service (CCS) Board with an annual submission of all completed Key Performance and Payment Mechanism Models for:
 Single Customer Lead Cluster: The Lead Cluster Department will submit 12Nr completed Key Performance Models and 12Nr completed Payment Mechanism Models for each month for each Contract year.
Submission must be made on the XNr day (or the 3rd Wednesday) of the last month of the each Contract Year.
Multiple Customer Leads Cluster: Each Cluster Department will submit 12Nr completed Key Performance Models and 12Nr completed Payment Mechanism Models for each month for each Contract year.
Each Submission must be made on the XNr day (or the 3rd Thursday) of the last month of the each Contract Year.
Crown Commercial Service (CCS) will provide feedback to both the Single Customer Lead and Multiple Customer Leads Clusters on the outcome of the Benchmarking exercise 
[bookmark: _GoBack]Fig. VII:  Process for Providing Annual Benchmarking Information to CCS Completed Key Performance Indicator Models
CCS provides Feedback to both the Single Customer Lead and Multiple Customer Leads Clusters of the Outcome of the Benchmarking Exercise
Crown Commercial Service (CCS) Acknowledges Receipt of Models and Undertakes Annual Benchmarking Exercise
Process led by CCS
 
 
Process led by each Cluster Department
Completed Payment Mechanism Models
Lead Cluster Department Submits 12Nr Completed Key Performance Indicator and Payment Mechanism Models to the Crown Commercial Service (CCS) on X Day (or 3rd Wednesday) of the Last Month of each Contract Year
 
Repeated on an Annual Basis
Each Cluster Department Submits 12Nr Completed Key Performance Indicator and Payment Mechanism Models to the Crown Commercial Service (CCS) on X Day (or 3rd Thursday) of the Last Month of each Contract Year
 
Process Output
 
 
Process led by Lead Cluster Department




Purchasing


Service Delivery


Performance Reviews


Invoicing


Monthly Reporting


Payment










19
image1.png
£ON
Crown
Commercial
Service




