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Preface

We are pleased to share the CATS RVM methodology with you. This methodology
provides both an overview and a complete elaboration of the processes by which con-
tract performance can be realized and verified in a way that continuously contributes
to realizing the contract objectives as optimally as possible. The letters RVM reflect the
scope: realization and verification management. Parties use realization and verification
management to ensure that the contract performance fulfills their business needs. This
sometimes goes beyond the performance agreed in the written contract.

Contracts give shape and substance to the collaboration between client and supplier.
Wherever there are contracts, there is some form of contract management. Organiza-
tions that have properly organized the management of those contracts can rest assured
that they will realize the intended added value of the contracts as optimally as possible.
Societal, technological, and social developments cause those responsible for providing
a service, a product, or a project, to increasingly have to deal with contracts that are
becoming increasingly complex. In addition, these contracts cannot be regarded in iso-
lation, but are often part of complex chains.

The CATS CM methodology for contract management helps organizations to get a max-
imum grip on the realization of the objective that they aim to achieve by entering into
an external relationship. The wide-spread market recognition of the added value of this
methodology has resulted in organizations becoming aware of the contribution of con-
tracts to their organizational goals. Contract management has therefore become a rele-
vant discipline and area of attention within the whole business.

This also increases the demand to define and structure roles adjacent to the contract
manager with a scalable standard way of working. The CATS RVM methodology defines
the role responsible for realizing and/or verifying the performance in a contract: the
realization and verification manager. In this book we elaborate on this role that oper-
ates at the intersection of service management and project management on the one side
and contract management on the other side. On the one hand by fully elaborating the
interfaces with the contract management process, and on the other hand by making
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XV

the connection between the deliveries agreed in the contract and common processes
within service management and project management. These processes are referred to in
this book as delivery management processes. Just as when we developed the CATS CM
methodology, flexibility, scalability, and practical applicability were our starting point.

Several years have passed between the release of version 4 of the CATS CM methodol-
ogy in February 2020 and the first release of this methodology. Certainly, the world has
not stood still since then and there are things that could also be added to the CATS CM
methodology. Where possible, we have already included these in this book. This has led
to minor adjustments. The most notable adjustment is the more detailed phasing of the
activities that are conducted as preparation before the start of the contract execution.

We believe that the field of contract management, including the professionalization of
the role of others than the contract manager in that field, will continue to develop in the
coming years.

This book could not have been written without the progressive vision that the founders
of this CATS CM methodology, Jan van Beckum and Gert-Jan Vlasveld already had
more than 15 years ago. This has laid the foundation for further development by us
in version 4 of the methodology, but also for this CATS RVM methodology. We are
grateful to them for that. We thank Mark Smalley for his contribution in translating
the Dutch version of the methodology into English. In addition, this book would have
looked different without the critical eye and contribution of Arjen van Berkum.

We wish you an enjoyable read.
Linda Tonkes, Richard Steketee

October 2023
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Introduction

Collaboration in a changing world

Change is nothing new. It is continuous and timeless. Technological and social changes
rapidly follow one another, triggering organizations to quickly change their objectives
and how they achieve them. Organizations no longer operate by themselves. Both sup-
pliers and clients work with an increasing number of other organizations. And where
there is collaboration, contracts are created to define that collaboration. There is increas-
ing awareness that the total value of an organization’s contracts is more than the sum of
those contracts.

Contract management

This awareness has led to growing attention for contract management in recent years.
How an organization can draw up and execute agreements and at the same time, with
the necessary attention and flexibility, realize the organizational goals is a continuous
area of focus in the boardrooms of organizations. Whether it concerns the realization
of a mission or the fulfillment of the obligations that laws and regulations impose on
organizations.

Changing form of outsourcing

The ever faster changing world and the increased level of outsourcing have already had
an impact on business operations. But in addition to these developments, the form in
which organizations outsource services is also changing. Clients often no longer simply
purchase time and materials and then take care of the entire delivery internally. Less
and less frequently, contracts prescribe exactly which activities a supplier must perform
for the organization. Contracts increasingly focus on the result of the activities, the out-
put, and sometimes only on the desired contribution to the organizational goals, the
effect. The design of, and control over, the activities is left to the expertise of the supplier.
This presents organizations with new challenges.
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XVI

Project management and service management

There is increasing dependence on the supplier for the quantity and quality of the deliv-
ery, and the client is taking on a coordinating role in which it must integrate deliveries
from different suppliers in order to achieve its goals. The supplier, in turn, has to deal
with an increasing number of different delivery processes at clients, where interfaces
must be sought at an individual client level, without losing their own overarching con-
trol.

It is feasible to organize the delivery of products or services for each contract, but this is
part of a larger set of processes with which an organization manages its deliveries. We
often refer to these processes as service management processes and project manage-
ment processes. The changes in the form of outsourcing require specific attention to be
paid to how contracts fit into the existing project management or service management
processes at both client and supplier. This immediately makes the coordination of the
interfaces between those processes important.

Realization and verification management

The strategic need for well-designed, structured, and scalable contract management has
been clear for some time. Where this strategic need is increasingly also becoming an
operational need, for the sake of the continuity and the ability to change of the business
processes, the worlds of contract management, project management and service man-
agement come together. Realization and verification management manages the opera-
tional collaboration and alignment of the business processes affected by the contract:
How do parties realize the contractual agreements and how do they verify that these
agreements have been fulfilled?

The CATS RVM methodology

There are many methods and ways of working available in the market for service man-
agement and project management. CATS CM is the best practice for contract manage-
ment. CATS RVM enables organizations to structurally align the two. The terms used
in CATS RVM have been formulated in such a way that they can be applied to the most
commonly used methods for service management and project management.
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PART |

A VISION ON THE PROACTIVE
MANAGEMENT OF CONTRACT DELIVERIES;
REALIZATION AND VERIFICATION
MANAGEMENT

The history of delivering products and services goes back as far as humanity itself. We
cannot do everything ourselves, and depend on others for some of the things we use.
This applies to people as individuals, but also in business environments. Clients and
suppliers need each other to realize their objectives. Clients buy products and services,
suppliers deliver them. Together they make agreements about the performance of the
supplier, which consists of the delivery of products and/or services, and the compen-
sation by the client, which often consists of a financial component. Clients’ obligations
also comprise the preconditions to be set up for the delivery of the performance. Organ-
izations often document these agreements in a contract, a written agreement. This is
important for the clarity and transferability of agreements but is also useful when devi-
ations occur. Sometimes someone does not keep to the agreements and sometimes there
is a difference of opinion about the substance of the performance or the compensation.
This creates a dispute. A written contract helps contract parties, but certainly also an
independent third party, to resolve the dispute properly. This importance of contracts
has been recognized for centuries. The oldest known contract dates back more than
4,300 years. In fact, documenting agreements was so important that writing was partly
developed for it. A written contract makes it easier to realize the agreements and verify
the realization of the agreements.

In today’s world, a situation in which a client can buy everything needed for a certain
process from one supplier is usually no longer the case. In a modern complex society,
services increasingly contain a multitude of links, with multiple parties and countless
dependencies. Every organization is dependent on others to a greater or lesser extent.
For a relatively simple situation think of activities such as cleaning, where the cleaning
staff may be employed by the organization itself, but where the organization purchases
the cleaning products from a supplier; or the sale of clothing by a clothing wholesaler
to its clients. In more complex situations, for example, parts of the IT organization may
be outsourced to different suppliers, who in turn are dependent on their own suppliers.

Wherever delivery takes place between organizations, they realize and verify the deliv-
ery and the preconditions for that delivery. In doing so, they make use of the agreements
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2 Contract management in project management and service management - the CATS RVM methodology

that they initially documented in a contract, and the additions and changes to those
agreements that they make during the execution of that contract. Managing contracts,
like managing deliveries, should therefore be an integral part of business operations.

This book refers to the various elements of a delivery as the delivery chain. This deliv-
ery chain consists of activities arising from contracts and a company’s own activities.
It is of course part of the larger total end-to-end supply chain that includes organiza-
tions beyond the scope of the delivery chain. Dependencies in the delivery chain, can
cause disruptions at the beginning of that chain to ripple down to where the delivery
to the end user takes place. An example is the situation where the delayed availability
of an approval label for a seat belt leads to production backlogs in the seat belt factory,
as a result of which the assembly line in the car factory eventually has to be stopped
and the clients receive their car later. Client and supplier must therefore not only make
agreements about the delivery itself, but also about the way in which they manage the
processes that ensure that the delivery runs smoothly and continues to run smoothly.

Deliveries are often managed by service management processes or project manage-
ment processes. Service management is the discipline that deals with the processes that
ensure the proper delivery of products and/or services to users. This can be to internal
departments or external clients. To be successful, service management must oversee the
entire delivery chain, so that it has as much certainty as possible that the delivery meets
the qualitative and quantitative agreements. In addition to the delivery to internal users
or external client, this also includes delivery of services or products that is conducted
by suppliers. When there is an external client or a supplier involved, the delivery chain
includes deliveries through contracts. It therefore means not only checking whether
delivery complies with the agreements, but also proactively managing the interfaces
in the entire delivery chain to prevent disruptions and quality problems and adjusting
deliveries when necessary. Service management is therefore responsible for the entire
delivery chain and checks whether the delivery is complete and in accordance with the
standards and quality requirements desired by the organization or agreed with the users
or end client. Figure 0.1 visualizes this.

Clients Organization Suppliers

( Service management

Internal
department

Client « Supplier

=

| department

Internal

department ST

Y'Y

UiiRS

Figure 0.1 Service management and the delivery chain
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Part] A Vision on the proactive management of contract deliveries; realization and verification management 3

Where project management is about the delivery of a product or service, it often has a lot
in common with service management. In that case, project management is responsible
for the delivery and the delivery chain, which must ensure that the project is completed
on time, with the desired quality, and within the budget. Service management’s focus
is on the continuity and quality of the day-to-day services. The focus of project man-
agement is on achieving a specific result within a set time and budget. When contracts
are part of the service or the project, the agreements often go beyond these operational
deliveries. The focus of contract management is on ensuring that the contract contrib-
utes to the successful realization of the organizational goals. This includes all aspects of
the contract, such as the delivery itself, solving ambiguities and problems, and imple-
menting changes.

The above means that contract management and service management or project man-
agement are linked at the point where deliveries cross organizational boundaries, such
as the purchase of a service or the sale of a product. Realization and verification man-
agement takes place at the intersection between service management or project manage-
ment on the one hand and contract management on the other.

This discipline is responsible for the substantive delivery of services and products and its
management, and ensures realization of the performance and verification of the perfor-
mance realized. Realization and verification management exists at both the supplier and
the client. The realization and verification manager at the supplier side checks whether
the client has arranged the agreed preconditions for a proper delivery and ensures that
their own organization delivers as agreed. It is the other way around for the client. It’s
realization and verification manager ensures that the supplier can conduct the delivery
correctly and monitors the supplier’s performance.

This book describes the CATS RVM methodology for realization and verification man-
agement. In Chapter 1, this part elaborates on the way in which service management,
project management and contract management interact by means of realization and
verification management. Chapter 2 provides key definitions as a foundation for the rest
of this book. Chapter 3 places contract management and realization and verification
management in the broader context of organizational control. The CATS Control Model
is used to map the strategic, tactical and operational playing field around contract man-
agement and realization and verification management in an organization. The chapter
also discusses the success factors for contract management and realization and verifi-
cation management, and provides an overview of, and interaction with adjacent policy
areas. To conclude this part, Chapter 4 describes the different phases that a contract and
a service or project go through in their respective life cycles and life spans, and how a
contract and a service or a project interact.
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Deliveries in relation to
CATS CM and CATS RVM

The contract management methodology CATS CM enables organizations to proactively
realize their contract objectives and therefore to contribute to the organizational goals.

In a world in which changes follow each other in rapid succession and end-to-end supply
chains have more and more links, reactive contract management, in which one waits to
see what happens and then reacts to it, is often no longer an appropriate option. Organ-
izations that only look at a contract when problems arise with the delivery, the financial
aspects, or other agreements, lag behind. CATS CM was developed for proactive and
scalable contract management so that organizations extract the envisioned value from
contracts in a way that fits their context.

The delivery of performance, in the form of products and services, is the domain of
service management or project management. This increasingly requires the use of con-
tracts to meet a specific need of the organization. When this is the case, service manage-
ment or project management at the client side will make use of that contract, creating
an interface with contract management. As a result of this development, suppliers are
also dealing with an increasing number of contracts, which they in turn execute with
their own service management and project management. The contracts discussed in this
book relate to the business-to-business delivery of products and services.

Realization and verification management takes place at the interface between contract
management on the one hand, and service management and project management on
the other, see Figure 1.1. Realization and verification management is responsible for the
realization of the delivery of the agreed performance (and the required preconditions
for, and management of that delivery) and monitors the performance delivered by the
other party.
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Contract
management

. Realization and
Service management

Project management

verification
management

Figure 1.1 Realization and verification management domain

11 THE CATS CM AND CATS RVM CONTEXT

To realize as much value as possible from contracts, proactive contract management
and realization and verification management are required. The contract manager and
the realization and verification manager anticipate expected changes and problems.
Reactive contract management and realization and verification management result in
organizations not realizing a large part of the value of the contract. This applies, for
example, to the supplier who believes that they have delivered a good performance, but
where the client is dissatisfied. Or for the client who purchases products or services from
a supplier that are not (any longer) necessary for business operations. Proper execution
of proactive contract management requires a common reference framework that enables
the organization to perform contract management in a controlled manner.

The CATS CM methodology aims to manage the contract execution in such a way that
the organization realizes the quantitative and qualitative contract objectives. This means
that the contract execution is continuously aligned with the contract objectives and that
the contract objectives remain aligned with the organizational goals. In this way, the
performance delivered and the other agreements from the contract always contribute to
the organizational goals and add value. During the drafting of the contract, the contract
creation, the methodology provides support in establishing the appropriate contractual
agreements. This enables the contract manager to perform contract management opti-
mally. The CATS CM methodology is therefore relevant throughout the entire life cycle
of a contract, and is based on the principle that contract management must be effective
and efficient.

An organization must decide how the activities within the organization are structured.
The way of working has to suit the organization and the costs of execution must out-
weigh the benefits. This applies just as much to contract management and realization
and verification management as to other activities. CATS CM and CATS RVM use the
CATS Control Model as a means to organize the control of contract management at
strategic, tactical and operational levels. Figure 1.2 shows the CATS Control Model.
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Strategic:
Contract Policy

Tactical:
Contract Control

Operational:
Contract Processes

Figure 1.2 The CATS Control Model

The starting point is the Contract Policy at a strategic level, in which the organization
lays down the policy for contracts and therefore also contract management, together
with the preconditions and budget. At the tactical level, Contract Control, the organ-
ization selects the methods and techniques to be used and translates the policy into
workable and efficient processes and supporting systems. The Contract Processes form
the operational level. At this level, the organization ensures that there are well-trained
employees with the right attitude, supported by adequate systems, who execute pro-
cesses related to contracts, and monitors the implementation of the process to ensure
quality. The contract management process and the realization and verification manage-
ment process are part of these contract processes. In the procurement or sales processes,
the organization at this level ensures that it enters into contracts that can be managed
properly. Chapter 3 describes the CATS Control Model in more detail.

Contract management is about all agreements in a contract, in which the agreements
about the performance, usually in the form of deliveries, take an important place. In the
CATS CM methodology, the realization and verification manager is responsible for this
agreed performance. The contract manager deals with all other contractual agreements
and is involved in the agreed performance when the realization deviates from what has
been agreed. The CATS CM methodology focuses on the role of the contract manager
in the contract creation, and the contract management process. This book elaborates
the role of the realization and verification manager and the realization and verification
management process in its own methodology. CATS RVM discusses activities that are
necessary to realize, verify and manage the agreed performance. That performance can
consist of all kinds of deliveries, such as a one-off product delivery, an ongoing service,
or a project result.

In addition to a good understanding of the deliveries and the delivery processes, the
realization and verification manager must also understand the processes that manage
the deliveries. This book refers to these processes as “delivery management processes”.
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8 Contract management in project management and service management - the CATS RVM methodology

In practice, depending on the type of delivery, delivery management processes are often
called service management processes or project management processes.

Service management is a broad field of expertise. It is concerned not only with the
deliveries themselves, but also with designing the services that the organization pro-
vides, managing the service life cycle of those services, and agreeing on the services
and their delivery. This book focuses on those parts of service management that relate
to the delivery between client and supplier and all aspects that play a role in this. These
aspects always include the continuity and quality of the deliveries. The handling of per-
formance disruptions, if contracts do not (or cannot) deliver what has been agreed, is
also an immediately conspicuous aspect. In addition, it is important to properly process
changes in the agreed deliveries or delivery processes. Changes may be due to the desire
of one of the parties to deliver in a different way, or due to factors in the environment
that necessitate changes. This may involve, for example, changes in legislation and reg-
ulations, but also an unexpectedly sharply changing demand or changing technological
possibilities. It is important to have an overview of all components required to conduct
the delivery and to ensure that they are available in sufficient quantities. Finally, ade-
quate planning is required to ensure execution of future deliveries. The same points
apply to project management.

Delivery management processes are important to deliver a product or service on time
and according to the agreed quality requirements. Delivery management is responsible
for this from the beginning to the end of the delivery chain. If there is a contract with a
client or a supplier in the delivery chain, contract management comes into play. Within
contract management, the role of realization and verification manager is responsible
for the proper delivery of the agreed performance in a contract. The activities that are
conducted for this, including the organization of the delivery and the connection with
delivery management processes, are activities that belong to the domain of realization
and verification management.

1.2 SERVICE MANAGEMENT AND CONTRACTS

An organization conducts activities to achieve its goals. These activities can be regarded
as a form of service, with which the organization provides services or products. Service
management is responsible for that delivery. The starting point of the service are the
organizational goals, derived from the mission and vision of the organization, and the
preconditions in the form of laws and regulations. It makes little difference whether the
user of that delivery is an internal department an external client, or whether the ser-
vice is provided on the basis of a legal obligation, such as the issue of building permits
by a municipality. The organization must provide a good description of the delivery in
advance; often this is done in consultation with the future users of the service. It is then
up to service management to design and implement the service or product, ensure that
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1 Deliveries in relation to CATS CM and CATS RVM 9

agreements with the users are made, and deliver the service or product as agreed. This
can be performed in a very structured way, with a process in writing, but also through
ad hoc steps.

Nowadays almost every delivery relates to one or more contracts. After all, it is almost
impossible to perform a service completely independently. This would mean that an
organization conducts all of the activities itself, but also that all materials needed for
those activities are made in-house. Contracts therefore play an important role in deliv-
ery. With the increasing specialization, we see that organizations have more and more
activities conducted by suppliers, use suppliers’ systems, or use (semi-) finished pro-
ducts from suppliers in the provision of services. To ensure the continuity and quality
of its own services, an organization needs contracts that clearly describe the division of
responsibilities and how both parties monitor those agreements and intervene in the
event of deviations.

If the organization provides its services to external clients, then it not only has one or
more contracts for services and products that it purchases, but there are also sales con-
tracts with clients. Service management must ensure that the delivery chain, including
the contracts, is properly aligned. Contract management and realization and verifica-
tion management play an important role in this when it concerns contracts.

Every service starts with a need. It makes a difference whether this concerns a pur-
chase contract or a sales contract. With a purchase contract, there is a need within the
organization for a certain service or a certain product. That need is necessary to enable
a service or product that the organization provides internally or externally. The organi-
zation may add limited value and deliver the service or product almost unchanged to an
external client, but in many cases service management combines services and products
from multiple contracts with its own efforts to enable external delivery. In that case, the
contract follows from the service to be provided and it is a precondition to be able to
provide the service to one or more internal or external clients.

In Figure 1.3 a need for a service within the organization arises (1). Subsequently, service
management designs the service, and it is decided to have (part of) that service provided
by a supplier (2), this creates a contract (3) in which the need for the service and the need
for the delivery are included as performance.

From the supplier’s perspective, the basis of the delivery is also a need, but almost always
the client’s need. When it comes to a specialized delivery, where a very specific service
or product is realized for the client, then the needs of the client and the way in which
this is specified in the contract are leading. It is a different situation when a supplier pro-
vides standard services or products. In this case, the supplier conducts market research
as to which products and services can be sold successfully and under what conditions.
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1 2 3
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Figure 1.3 Purchase contracts and deliveries

Service management develops the service based on that expected need. Standard con-
tract clauses can be drawn up on this basis.

In Figure 1.4, in the first situation, the client requires a specific delivery that is tai-
lor-made by the supplier (1). Both parties define the specifications for the delivery as
the agreed performance in a contract (2). It is up to service management to organize the
service and the associated delivery in such a way that it can meet the agreements (3).
In the second situation, the supplier has conducted market research and based on this,
defined an expected need in the market (4). Service management develops a standard
service that can meet that need (5) and the organization draws up a standard contract
for it (6) which it submits to the clients as the agreement.

1 3
Need for
delivery
Client > Service
o)
e
\J
Contract
Expected
need for a 4
service
: o
e
Y) 6

Contract

Figure 1.4 Sales contracts and deliveries

Whatever the delivery looks like when it crosses the boundaries of the organization, the
collaboration between contract management on the one hand and service management
on the other is crucial.

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



1 Deliveries in relation to CATS CM and CATS RVM 1

B 1.3 PROJECT MANAGEMENT AND CONTRACTS

Much of what was said in the previous section about service management also applies
to project management. Projects can even be seen as a form of delivery. An important
element of project management is that it aims to deliver a specific result within a speci-
fied timeframe and with specified resources. A project forms a temporary organization
with a specific goal. Just as with service management, a project manager often uses one
or more suppliers to realize the project result. It is possible to conduct a project with
only the organization’s own resources, but in practice there is often a need for specialist
knowledge and resources that are not available within the organization.

A project manager can use contracts in various ways within their project. This may
involve hiring people, purchasing services and products, or purchasing partial results.
It is also possible that a supplier becomes responsible for the entire project result. In all
those cases, contract management and the associated realization and verification man-
agement become involved.

B 1.4 SERVICE MANAGEMENT, PROJECT MANAGEMENT AND
REALIZATION AND VERIFICATION MANAGEMENT

In their role, the realization and verification manager is responsible for ensuring that the
performance is delivered in accordance with the agreements made in the contract. For
the supplier, this means organizing that the delivery takes place under the right condi-
tions, and for the client, it means organizing that the delivery is monitored, and organiz-
ing the necessary preconditions for delivery. The delivery management processes, in the
form of service management processes or project management processes, are of great
importance here. The service manager and the project manager are therefore often also
the ones who have the role of realization and verification manager for the contracts that
are part of their service or project.

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Definitions

For realization and verification management and contract management, as for any
other field, it is essential to agree on the terminology used. Such a common, organiza-
tion-transcending conceptual framework provides structure, prevents confusion, and
enables good collaboration within the organization, but also within contracts.

The use of a term that someone else does not know gives the other person the opportu-
nity to ask what it exactly means. Using a term that someone else also knows, but defines
differently, can lead to problems. The best case, when both parties assume that the other
has the same definition as themselves, is a misunderstanding that can be discovered
and corrected in time. In more unfavorable cases, people do not recognize this and start
work confidently, only to discover, after a while, that the objectives have not been real-
ized, because the other person has not done what was expected.

This chapter defines contract management, realization and verification management,
service management, project management, and delivery management, as the foundation
for the rest of this book. The definitions lead to a demarcation of the processes that fall
under each of these domains, and to the interfaces between these domains. This also
translates to the roles of contract manager, realization and verification manager, service
manager and project manager. This chapter provides a brief definition of these roles;
Chapter 6 elaborates on them further.

21 CONTRACT MANAGEMENT AND REALIZATION AND
VERIFICATION MANAGEMENT

Realization and verification management emerges from contract management based on
CATS CM, which is why this chapter first describes what contract management entails
and then discusses realization and verification management.
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14 Contract management in project management and service management - the CATS RVM methodology

The term ‘contract management’ consists of two parts, contract and management, which
this section considers separately before discussing the definition of contract manage-
ment itself.

Contract

Legislation in different countries gives the term ‘contract’ definitions which, although
differing in nuances, have much in common. This common foundation is expressed in
the following definition:

A contract is a written agreement, the result of a multilateral legal act, in which one or more
parties enter into an agreement with one or more other parties.

A verbal agreement has often as much legal validity as a written agreement. However,
a written agreement is necessary for contract management. Without documentation
of the agreements, in whatever form, it is virtually impossible to manage those agree-
ments properly. In addition, a verbal agreement is often not very detailed and is based on
shared prior knowledge among the parties making the agreement. A verbal agreement
is also difficult to register and transfer within the organization. What happens if the
person who made the verbal agreement leaves the organization?

The exact form of the written document is less important: it could be a napkin with
signatures, a signed paper document, or a digital document that has been signed elec-
tronically. It is important to be able to prove in a court of law that the other party has
agreed. A signature, provided that an authorized person signs it, provides that evidence.

A contract must be a legal act between multiple parties. This means that the agreement
has legal effect. If there is a dispute, the parties must be able to take it to court, unless
a different method of dispute resolution has been agreed in the agreement. Contract
management can only be applied to a limited extent to internal contracts. In the event
of a conflict between different parts of the same (larger) organization, going to court is
virtually impossible. Senior management makes its own decision regarding the solution.
In this case, various agreements in the contract can simply be ignored or adjusted.

This book considers only those contracts in which the realization and verification man-
ager has a role. This is the case when the contract results in a delivery. As a rule, a
non-disclosure agreement or a framework agreement does not contain any performance
to be delivered, but only consists of other types of contract clauses. Of course, these
types of contracts must be taken into account where necessary, but they do not contain
any performance to be realized or verified.

Management
Management is the generic term for the planned achievement of set goals, and for
adjustments when internal or external factors threaten the realization of those goals. So,
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2 Definitions 15

management ensures the proper execution of the activities of the organization. Exam-
ples of management activities are managing risks, managing operations on a daily basis,
resolving issues, and implementing changes.

Contract management
The following definition of contract management within CATS CM is based on the defi-
nition of contract and the definition of management:

Contract management is the realization of the intended contract objectives by, during the
execution phase of a contract, proactively monitoring fulfillment of all contractually established
responsibilities, obligations, procedures, agreements, conditions and rates, resolving all
ambiguities, contradictions and omissions, managing all contract-related risks, and implementing
all desired changes to the contract, and preparing for these activities prior to the execution
phase.

Realization and verification management

In addition to managing the contractual agreements, it is also important to manage the
delivery agreements within the contract and within the organization. The RVM meth-
odology defines realization and verification management, which focuses specifically on
this, as follows:

Realization and verification management is the realization of the intended contract objectives
by, during the execution phase of a contract, proactively realizing and verifying all performance
stipulated in the contract, managing all performance-related risks, organizing and managing all
delivery processes, and coordinating applicable delivery management processes between client
and supplier, and preparing for these activities prior to the execution phase.

The definitions show that contract management and realization and verification man-
agement, based on CATS CM and CATS RVM, focus on the execution phase of the
contract. This does not mean that contract management and realization and verification
management have no role in the drafting of the contract, the contract creation. On the
contrary, a well-drafted contract forms an important part of the basis for successful con-
tract management and realization and verification management. When drawing up the
contract, the organization includes the principles and conditions for achieving optimal
contract management and realization and verification management during the execu-
tion phase in the agreements.

Both contract management and realization and verification management are a set of
activities that must be executed in a process-based manner. This means planning how
the contract management and realization and verification management should be car-
ried out, measuring how the execution is progressing at regular intervals, and adjust-
ing and improving contract management and realization and verification management
where necessary.
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2.2 CONTRACT MANAGER AND REALIZATION
AND VERIFICATION MANAGER

CATS CM and CATS RVM use roles to assign the tasks and responsibilities arising
from the contract. These roles are described in detail in Chapter 6, but for a good under-
standing, here is a brief definition of the contract manager role and the realization and
verification manager role.

The tasks and responsibilities for these two roles emerge from the division that CATS
CM and CATS RVM makes in the contract provisions. These are divided into two
groups: Work To Be Done (WTBD) and All Other Contract Matter (AOCM).

Work To Be Done is the defined set of services, performances or products that will be
delivered by the supplier, sometimes supplemented with the agreed way of working. This
also includes the matters that the client must arrange to enable the supplier to deliver.

All matters that do not fall under Work To Be Done are part of All Other Contract
Matter. This always includes the agreements on financial compensation, the agreements
on how to act if Work To Be Done is not delivered as agreed, the agreements on inter-
action and collaboration between both parties, but also the applicable general purchase
or delivery conditions.

This distinction is also the basis for the definition of the roles of contract manager and
realization and verification manager.

The contract manager is the operational role that focuses on All Other Contract Matter and, on
behalf of the contract owner, is responsible for monitoring and managing the execution of the
contract on a day-to-day basis.

The realization and verification manager is the operational role that, on behalf of the contract
owner, is responsible for realizing the delivery of the Work To Be Done and determining the extent
to which the delivery corresponds to what has been agreed in the contract.

2.3 SERVICE MANAGEMENT AND PROJECT MANAGEMENT

Service management

Service management is responsible for developing the services or products of the organ-
ization. These can be used internally as well as delivered to external clients. The delivery
can be services that are offered for a longer period of time. It can also be services or
products that are one-off and are made for a specific request from a client. When organ-
izing the delivery, service management ensures that the organization is able to deliver
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the desired service or product to the internal or external client. Service management
makes agreements with internal delivery teams and suppliers to achieve an integrated
delivery process. This also includes agreements regarding delivery management. Take,
for example, the delivery and installation of a new production machine purchased from
a supplier. The substantive delivery consists of making and delivering the various parts
of the machine, placing the machine, and connecting it to necessary facilities and sys-
tems and to any other machines. The organization has working agreements and pro-
cesses to carry out the work for all those activities. Delivery management is determined
by delivery-specific processes and generic processes. An example of a delivery-specific
process is the way of checking whether everything has been delivered, and the machine
has been properly assembled and connected. In addition to delivery-specific processes,
there are generic management processes that apply to each type of delivery, for example:
m The disruption process, if the parts of the machine are not delivered on time, are
defective, or if the machine breaks down within the warranty period;
m The change process, if the client wants changes after the machine has already been
ordered;
m The complaint process, if the client has a complaint about the failure to resolve dis-
ruptionsina timely manner;
m Processes for planning service technicians who resolve disruptions.

The structured management of the processes specific to the delivery and the alignment
with generic processes requires a holistic approach. This approach is not only necessary
in the execution of the delivery. It is inextricably linked to the preparation during the
design of the delivery and its implementation. These points form the basis for the defi-
nition of service management:

Service management is the set of activities necessary for the design, implementation, and
execution of the delivery of services or products to an internal or external client according to the
agreements made.

The definition of service management leads to the following definition of the service
manager role:

The service manager is the role responsible at the operational level for designing, implementing,
and delivering services or products according to agreements made.

Project management

Deliveries come in all shapes and sizes. An organization can deliver a service or product
continuously, at different times, or just once. In the latter case, there may be a project.
A project is a special way of delivering a service or product. It is a time-limited set of
activities to make or realize something with a predetermined result and with predeter-
mined means.
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This definition of a project leads to the following definition of project management:

Project management is the whole of activities required for planning, preparing, executing, and
completing a set of activities in a controlled manner to deliver the agreed result within the agreed
time and within the agreed budget.

The definition of project management leads to the following definition of the project
manager role:

The project manager is the role responsible at the operational level for planning, preparing,
executing, and completing activities to deliver the agreed result within an agreed time and
budget.

The specific delivery process for a project is different from that for an ongoing service,
but the generic management processes are very similar to service management.

There is a reciprocal relationship between service management and project management.
On the one hand, a project is a form of service that the service manager can describe in
their product service catalog. The service manager is then responsible for ensuring that
a delivery organization is in place that is able to execute project assignments. During
the execution of a project, project management is responsible for delivering that project
result. On the other hand, the project manager can use service management processes
that service management has implemented, as part of the project.

It is important to mention that in order to perform service management or project man-
agement, there does not have to be a contract. There is also service management or
project management when products, performances or services are delivered within the
organization without the involvement of other parties. This situation rarely occurs in
practice. An external party is often involved on the supplying or receiving side.

Delivery management

During the performance of the service or the delivery of the product, three different
types of processes are important:

B the processes specific to the delivery itself, the delivery processes;

B operational delivery management processes;

B tactical delivery management processes.

The definition of delivery management is as follows:

Delivery management is the set of generic activities used to manage and control project-based or
continuous service or product deliveries in the short and long term.
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The delivery management processes are highly dependent on the delivery process. On
the one hand, this delivery process is influenced by the substance of the delivery. The
provision of cleaning services has to be managed in a completely different way than the
construction of a tunnel. On the other hand, a provision of a comparable service can
take different forms. For example, staff and materials can be purchased for the afore-
mentioned cleaning service, but it is also possible to place the execution entirely under
the responsibility of the supplier and to focus on the result, the output, of the cleaning
activities. Given the specific nature of all delivery processes, this book does not deal
with this from a methodological point of view but limits itself to examples of delivery
processes. For delivery management processes, this book only discusses those processes
that are relevant to the contract and related to the delivery of the service.

The operational delivery management processes are those generic processes that ensure
that daily delivery takes place as undisturbed as possible. These processes relate to the
following components:

m Disruptions, whereby (imminent) disruptions to deliveries are addressed and
resolved, the cause is investigated, and measures are taken to prevent a recurrence of
the disruption.

m Changes, where necessary changes to the deliveries are carried out in such a way that
the deliveries are hindered as little as possible.

B Assets, which keeps track of all assets that are available and deployed to make deliv-
eries possible and ensures that those resources are and remain in good condition.

®m Orders/requests, with which the user of the service can initiate certain deliveries as
far as they are within the agreements, for example having an office cleaned extra after
a company party.

The tactical delivery management processes are the generic processes that must guar-

antee continuity in the longer term. These processes cover the following components:

m Planning, ensuring that the deployed resources match the requested deliveries. This
means that problems should not arise because there are too few resources available,
but also that there is no large surplus that entails excessive costs.

m Fallback, which arranges for procedures to be in place in the event of calamities to
still realize a basic level of deliveries if this is necessary as agreed. Of course, these
procedures also need to be tested from time to time.

m Compliance, which ensures that the deliveries and delivery process comply with
internal and external laws and regulations.

m Complaints, which handles user complaints, thereby improving the quality of deliv-
eries and the delivery process, and increasing client satisfaction.
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