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1.  This note is a short brief as requested to set out the background and structure of the P21 
Programme in England in advance of the meeting to be held on 20th May. 
 
PROCURE21(P21) PUBLIC FUNDING, CAPITAL BUILD PROGRAMME FOR THE NHS 

Background 
2.  P21 was developed by the Department of Health in response to Sir John Egan’s “ 
Rethinking Construction” report published in 1998.  The report stated that “ Projects are 
widely seen as unpredictable in terms of delivery on time, within budget and to the 
standards of quality expected”.  It also set a number of targets, amongst which, were to 
increase the number of projects completed on time and to budget, cut accidents, cut 
defects, reduce construction time. 
 
Structure 
3.  P21 is a National Framework that includes 8 of the largest construction companies ( 
Principal Supply Chain Partners(PSCPs), from which NHS organisations in England can 
appoint to deliver their capital schemes using common practices, principles and tools, to 
work in a partnering relationship. This helps to ensure that capital projects are built to a 
good standard and are delivered on time and within budget. 
 
4.  P21 is a partnership procurement method for publicly funded schemes.  It works 
alongside PFI and the NHS LIFT initiatives to deliver NHS facilities.  It was rolled out 
nationally in September 2003.  It brings collaborative working relationships into the NHS 
in the form of an integrated supply chain and a contract that encourages partnership 
working.  The contract between the NHS and the PSCP at project level is based on a 
Guaranteed Maximum Price (GMP), which is agreed prior to construction.  Any over run 
on cost not caused by a client change is borne entirely by the PSCP.  Value for money is 
achieved on projects locally, through and open and transparent process to build up project 
costs 
 
5.  P21 is structured in line with Treasury and the Office of Government Commerce best 
practice guidance on public sector procurement, it embodies the principles and standards 
that have been set for the public sector across Government.   
 
6.  A key benefit of the programme is that NHS organisations are able to select a preferred 
partner without the need to go through the OJEU process, this saves at least six months 
pre-construction.  It is an ideal procurement method for the NHS as it is able to engage 
quickly with the industry through a dedicated supply chain. 
 
Performance 
7.  The P21 Programme has successfully delivered over 200 capital projects amounting to 
over £1 billion. There is a further £1.7 billion worth of work in the pipeline, £0.5billion of 
this is already under construction. 
 
8.  P21 is delivering NHS health care facilities that are being completed on time and within 
budget, this has not always happened in the past in the NHS, through the traditional 
procurement of Treasury funded NHS capital projects.   
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9.  These indicators show a step change in performance when compared to reported figures 
in the NAO report “ Improving Public Services through better construction”, published in 
March 2005.  At that time, 63% of all public construction schemes were delivered on time 
and 55% were delivered to budget. 
 
Annex A sets out the performance on completed schemes over the last four years across 
the Key Performance Indicators.  
 
Ray Stephenson 
ProCure21 Programme Manager 
14 May 2008
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ANNEX A

KPI Measure 2004 2005 2006 2007

Client Satisfaction - Product % scoring 8/10 or better 88% 85% 86% 79%

Client Satisfaction - Service % scoring 8/10 or better 63% 70% 83% 57%

Defects % scoring 8/10 or better 88% 79% 86% 80%

Safety % achieving zero 
accident incident rate 86% 71% 86% 84%

Predictability Cost (GMP) % to budget or below 100% 97% 94% 93%

Predictability Time % on time or early 88% 91% 89% 84%

Number of Schemes in sample 16 33 37 45

Footnotes

3. Results based on an analysis of completed P21 Schemes over £1 million GMP.

Year on Year Performance

1. Year on Year performance is the % of schemes completed in each year meeting or exceeding the 
'Measure' identified.

2. Cost and time predictability takes account of the effects of client changes(compensation events).

ProCure 21 Key Performance Indicators - Year on Year 
Performance
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