




PFI Contract 
Management Guidance

Operational Document Stocktake 
Toolkit 2: Operational Document Checklist – A checklist to help to identify operational documents 
PFI Centre of Excellence
Published 2026 

[image: ][image: ]

	
	
	



1
[bookmark: _Toc204770461]Document Stocktake 
Toolkit 2: Operational Document Checklist
The checklist overleaf sets out operational documentation that you typically should receive or have access to during the contract. You may find that the names and contents of the documents on your PFI vary, so you may need to restructure this list, however it provides a useful reference point to ensure you are receiving the information required to manage the project, e.g. your monthly report is likely to cover several of the items below.
There is also some duplication with Toolkit 1, as the delineation between contract and operational is not always clear cut.
If you do not have a copy or access to this information you will need to check whether you have a right to access it. 
As a reminder the key questions to ask for each document are repeated below, noting that the ‘latest/conformed’ question is not included in the checklist as it is unlikely to be relevant here.

	Checklist question
	Explanation

	Do you have the document?
	Is it held in your records?

	Is it signed and dated?
	Does it have the necessary signatures and dates to confirm its legal validity?

	Is it complete (all parts/pages present)?
	Are all pages, schedules and annexes present?

	Is it the latest/conformed version?
	Does it incorporate all agreed changes and variations up to the 
present date?

	Is it up to date (reflects all recent changes)?
	Does it reflect all recent changes, amendments and variations?

	Is it accessible and readable?
	Can you open, view and use the document when needed?

	Is it named and catalogued clearly?
	Is it listed in your document register and named in a way that is clear and consistent?

	What format is it in and where is it stored?
	Is the document in paper or electronic format, and where is it currently stored (e.g. shared drive, archive, contract management system)?




	Ref
	Title
	Description
	Held
	Complete
	Up to date
	Accessible & readable
	Catalogued & named clearly
	Format & storage option
	Comments (including quality)

	Management

	1
	Operational Meeting Minutes and Actions
	Issued following meetings held on the project such as:
1. Liaison committee
2. Performance meetings
These serve as a key record of activity on the project and should have actions clearly identified with responsible owners.
	Y/N
	Y/N
	Y/N
	Y/N
	Y/N
	Paper Format
	Original and in poor condition

	2
	Change Tracker
	A full list of all changes to the project agreement confirming the status of each change, the dates requested and approved, and links to all supporting documentation. For example, deeds of variations, contract amendments, updates to plans, drawings, specifications, costings (as set out in the updated financial model) and other key schedules. It should also specify the type of change, the impact of the change, the value of the change, and its status. Sometimes known as a Change Control Log.
	
	
	
	
	
	
	

	3
	Insurance Report 
	Reports issued to enable the contracting authority to review project insurance costs and terms prior to agreement. It is usually provided annually (or whenever there is a change in the insurance prices or terms). These may also include a report on the results of the insurance premium risk-sharing mechanisms.
	
	
	
	
	
	
	

	4
	Insurance Premium Risk-Sharing Mechanism
	A mechanism which sets out how the parties have agreed to share the risk in the price of insurance premia over the contract period. The parties will usually share the risk of increases in premia and the benefit of decreases in premia over a certain threshold.
	
	
	
	
	
	
	

	5
	Benchmarking and Market Testing Reports
	Where your project provides for benchmarking and/or market testing, a complete set of reports should be maintained, benchmarking reports demonstrate, usually, soft FM services pricing in comparison to industry benchmarks. Market testing reports provide the results of any market test competition, where provided for in your contract.
Benchmarking and/or market testing often only applies to Soft FM services and is typically every five years.
	
	
	
	
	
	
	

	6
	Utility Reports (annual and monthly)

	These reports set out the detail of the energy performance of the project. These reports often include performance reports, including issues and opportunities for improvement in energy efficiency of the facilities. Where the project has an energy risk-sharing mechanism, the report should include the annual statement of overall usage and the allocated financial share between the parties in accordance with the agreed mechanism.
	
	
	
	
	
	
	

	7
	Business Continuity Plan 

	A document that outlines how the project will continue to operate during and after a disruption (e.g. change of a service provider or a supply chain issue). It focuses on maintaining essential functions and minimising downtime.
	
	
	
	
	
	
	

	8
	Emergency Response Plan (or Disaster Plan)
	A document agreed between the parties that sets out the planned course of action or preventative measures in relation to an emergency. This should cover an immediate, tactical response plan that addresses how to respond to specific emergencies to protect life, property and the environment. This will often involve multiple project parties, including end users.
	
	
	
	
	
	
	

	Finance

	9
	Unitary Charge Indexation Notices and Agreements
	Indexation notices and agreements refer to how the unitary charge is adjusted over time, based on inflation indices or other predetermined factors. 
	
	
	
	
	
	
	

	10
	Financial Statements (or Company Accounts)
	These are statements which summarise the cashflows of an organisation over a period of time, and the annual accounts must be filed with Companies House every year by UK companies.  They are usually publicly available.
	
	
	
	
	
	
	

	11
	Records of Finance Reconciliation Agreements
	These are documents that provide a summary and confirmation of financial transactions and agreements between parties involved in a PFI contract. They outline how finances, such as payments and costs, have been reconciled over time to ensure accuracy and transparency. These records are vital for maintaining proper financial oversight and accountability within the project.
	
	
	
	
	
	
	

	
	Performance

	12
	Performance, Availability and Deductions Reports
	Reports recording performance against the required standards, including deductions applied to the unitary charge for failure to meet contractual performance or availability obligations as defined in the output specification and other terms of the contract, service points accrued, and any mitigations agreed.
	
	
	
	
	
	
	

	13
	Annual Service Reports
	Annual report overview of the previous year’s service performance. These reports may also include, where relevant, any third-party use and annual service improvements (which may assist a contracting authority in demonstrating compliance with its best-value obligations).
	
	
	
	
	
	
	

	14
	Monthly Performance Report and Supporting Evidence.
	The report required to be provided every month during the service period of a contract to demonstrate how the PFI Co is performing the services under the contract.  It is usually required to report key activities and contract compliance; the extent to which performance standards are being met in the preceding contract month across all services, and forecasts activities for the forthcoming month.
This may include supporting evidence such as helpdesk, health and safety, damage and vandalism, incidents and staffing reports.
	
	
	
	
	
	
	

	15
	Mitigation Requests Log
	A log of all the mitigation requests received from PFI Co for relief from payment mechanism consequences. This log should set out the date the request was received, the evidence to support the request, the outcome and the deadline for relief. 
	
	
	
	
	
	
	

	16
	Helpdesk Report
	The core data from the helpdesk to evidence performance against KPIs, providing a status update on all open and ongoing tasks and all the tasks closed within a particular monitoring period (usually a contract month). This should evidence if a KPI has passed or failed and should enable a contract manager to validate the monthly service performance and availability of facilities. Often delivered as an integral part of the monthly performance report.
	
	
	
	
	
	
	

	Health and safety

	18
	Health and Safety Compliance Report
	Commonly procured annually by PFI Co from an independent expert and shared with the contracting authority to demonstrate the level of health and safety compliance on the project, with respect to the services.
	
	
	
	
	
	
	

	19
	Duty Holder Matrices
	This is a structured document or tool used to assign and clarify responsibilities for health and safety and statutory compliance within an organisation. It identifies who (the duty holder) is legally accountable for specific compliance areas, such as fire safety, asbestos management, water hygiene and accident reporting, based on relevant legislation.
	
	
	
	
	
	
	

	20
	CDM Plan (Current Works)
	This plan is a document that outlines how health and safety will be managed during any works undertaken during the services period. It includes risk assessments, consultation processes, and organisational arrangements for planning and managing maintenance and works activities.
	
	
	
	
	
	
	

	21
	Joint Project Risk Assessment
	A collective assessment conducted by various stakeholders to identify and evaluate risks associated with specific hazards, such as fire safety, water management or the presence of asbestos. The joint-party nature of the assessment means that all relevant parties collaborate to ensure a comprehensive understanding of risks and agree appropriate mitigation strategies.
	
	
	
	
	
	
	

	Statutory compliance and assets

	22
	Statutory Compliance Records
	Documentation that verifies that all necessary statutory tests and compliance checks have been conducted to meet legal and regulatory requirements, ensuring safety and functionality.
	
	
	
	
	
	
	

	23
	Planned Preventative Maintenance (PPM) Schedule
	The schedule developed by PFI Co (and updated annually) for undertaking statutory and other planned preventative maintenance to ensure the assets are maintained to the contract standard.
	
	
	
	
	
	
	

	24
	Maintenance Records
	Logs detailing all maintenance activities performed on assets, including dates, types of work completed and any associated costs.
	
	
	
	
	
	
	

	25
	Backlog Maintenance Reports
	A tool used to monitor and manage all outstanding maintenance activities that have not yet been completed, presenting an overview of deferred or overdue maintenance tasks.
	
	
	
	
	
	
	

	26
	Defects Schedules and Reports
	Lists and documentation of defects identified in the assets from the initial construction or refurbishment period identified during a defects liability period on your contract, including those that have been remedied. These records serve to highlight ongoing issues and track the history of repairs.
	
	
	
	
	
	
	

	27
	Condition Survey(s) 
	Detailed evaluations conducted (often by an independent surveyor) to assess the physical state of assets and their compliance with industry and contractual standards. In PFI projects, these are often undertaken regularly throughout the service period, and the results of these surveys will identify any deficiencies or required remedial works and will inform lifecycle and expiry planning. Whichever organisation commissions a survey throughout the contract period, the results of the survey should be available to the contracting authority.
	
	
	
	
	
	
	

	28
	Lifecycle Models
	A financial tool (updated regularly) used to project the costs and timelines associated with the maintenance, upgrades, and replacement of assets over their useful life.
	
	
	
	
	
	
	

	29
	Lifecycle Plans
	Plans (annual and five-yearly projections) usually prepared by the hard FM contractor (in conjunction with PFI Co) detailing the proposed asset and equipment replacements to take place over the period to which the plan relates. Often this details the next year and forecasts over the following five years (on a rolling five-year basis).  The term ‘lifecycle plan’ incorporates both the annual lifecycle plan and the five-yearly lifecycle plan.
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