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[bookmark: _Toc204770461]PFI Governance
Toolkit 1: Quick Governance Health Check
This toolkit supports Step 1: Clarify purpose and prepare for review. Use it to assess whether the foundational elements of governance are in place, reflect on strategic context and decide whether a full governance review is needed.
[bookmark: _Toc204767530]Quick governance health check
Use this checklist to assess whether the foundational elements of governance are currently in place.  It will allow you to determine whether there are any major gaps in governance.
	Governance feature
	Internal
	Contractual

	A governance board or equivalent oversight structure is active.
	· 
	· 

	Roles and responsibilities are clearly defined and documented.
	· 
	· 

	Delegated authority and decision-making routes are understood.
	· 
	· 

	Regular governance meetings are scheduled and attended.
	· 
	· 

	A risk register is maintained and reviewed.
	· 
	· 

	Performance is monitored and reported regularly.
	· 
	· 

	Change control processes are in place and followed.
	· 
	· 

	Issues are escalated and resolved through defined routes.
	· 
	· 

	Governance documentation (e.g. minutes, logs) is up to date.
	· 
	· 

	A governance board or equivalent oversight structure is active.
	· 
	· 

	Roles and responsibilities are clearly defined and documented.
	· 
	· 





Governance Context and Priorities
Use the table below to reflect on your strategic purpose for the contract which your governance arrangements need to support. Your contract management strategy will help you with this.
	Prompt
	Guidance
	Your response

	1. What are the current strategic priorities for this contract, as set out in the CM strategy?
	Consider service continuity, value for money, risk mitigation or preparing for expiry.
	

	2. What are the most significant risks or issues currently affecting the contract?
	Include operational, financial, reputational or contractual risks.
	

	3. How well are current governance arrangements supporting delivery of strategic priorities?
	Reflect on whether governance is enabling or obstructing progress.
	

	4. Are there any recent or upcoming events that may affect governance?
	E.g. disputes, refinancing, benchmarking, organisational change, expiry planning.
	

	5. What is the current phase of the contract?
	Choose from: Mobilisation/Steady State/Major Change/Distress or Dispute/Expiry.
	

	6. How would you describe the contract’s complexity?
	Consider service scope, financial scale, stakeholder involvement and risk profile: Low/Medium/High
	

	7. What level of governance oversight is appropriate?
	Match the scale and formality of governance arrangements to the contract’s complexity: Light Touch/Moderate/Intensive.
	

	8. Are current governance arrangements proportionate to the contract’s needs?
	Reflect on whether governance is too light, too heavy, or about right.
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Governance pain points log
Use the log below to capture any areas of the present governance arrangements that are not working as well as you would like. Two illustrative examples are included.
	Area
	Issue
	Impact
	Suggested fix

	Meetings
	Too frequent, not focused
	Time wasted
	Streamline agenda

	Roles
	Unclear escalation routes
	Delays in decisions
	Clarify RACI
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Use this section to reflect on your responses to the governance health check, context review and pain points log. The aim is to consider whether your current governance arrangements are broadly fit for purpose or whether a more detailed review is needed.
Reflect on the following:
Coverage: Are most of the core governance features in place? Are there any significant gaps?
Balance: Is there a healthy mix of internal and contractual arrangements?
Context fit: Do your current arrangements align with the contract’s phase, complexity and strategic priorities?
Pain points: Have you identified recurring issues or frustrations that suggest governance is not working as well as it could?
Before deciding how to proceed, you may wish to:
Share your findings with your team or board to validate insights and build consensus.
Revisit your contract management strategy if your reflections suggest misalignment between governance arrangements and strategic priorities.
Based on your reflections, decide whether to proceed with a full governance review (Steps 2–5):
· Proceed with a full governance review: Continue with Steps 2–5, using Toolkit 2, Governance Mapping Template and Toolkit 3, Governance Effectiveness Review, to map, assess, engage stakeholders and prioritise improvements.
· Undertake a light-touch review: Focus on a few key governance elements or known issues. Use selected parts of Toolkits 2 and 3 to guide a proportionate review.
· Target specific improvements only: Address clearly identified issues (e.g. meeting effectiveness, unclear roles) without a full review. Use the pain points log and assign actions directly.
· Pause and revisit later: If arrangements appear proportionate and effective, defer a full review. Revisit after a significant event or during annual planning.
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