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This toolkit provides template terms of reference (ToR) for key governance meetings and a template for capturing minutes and actions. These templates are designed to help PFI contract managers establish clear, consistent and purposeful meeting structures that reflect good practice in contractual governance.
Terms of reference Templates
There are templates for four of the most common PFI governance meetings at Appendix 1.
	Meeting title
	Core purpose
	Suggested frequency

	Contract Liaison Board
	Strategic oversight, long-term planning and consideration of significant changes.
	Annually

	Management Meeting
	Medium-term performance review, governance effectiveness and risk management.
	Quarterly

	Finance & Commercial Meeting
	Financial performance, payment mechanisms and commercial risk review.
	Quarterly

	Operational Review Meeting
	Day-to-day service delivery, performance monitoring and issue resolution.
	Monthly


Each template outlines the core components of a well-functioning governance meeting, including:
Meeting purpose and frequency.
Roles and responsibilities of attendees.
Authority levels and escalation routes.
Standing agenda items.
Risk and performance oversight mechanisms.
The templates are structured to reflect different levels and areas of governance and can be tailored to suit the specific needs, structures and contractual arrangements of your project.
These templates are not prescriptive. They are intended as a starting point to support proportionate and effective governance, and should be adapted to reflect your contract’s complexity, phase and strategic priorities.
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Minutes and actions log template
At Appendix 2 is a standardised template for recording meeting minutes and tracking actions across PFI governance meetings. It supports transparency, accountability and continuity by ensuring that decisions, discussions and follow-up actions are clearly documented and accessible.
The template is designed to be used across all governance meetings and can be adapted to suit the frequency, formality and scope of each meeting. It provides a consistent format for capturing:
Meeting attendance and apologies.
Agenda items and discussion summaries.
Decisions made and actions agreed.
[bookmark: _Toc204767536]Ownership, deadlines and status
This template is intended as a starting point. It can be tailored to reflect your contract’s governance structure, reporting requirements and internal documentation standards.


Appendix 1: Common PFI meeting ToRs
Contract liaison board – terms of reference template
The table below provides a suggested format and example content for ToR for a contract liaison board. The content includes both illustrative text (which may be used as-is) and guidance notes (in italics or brackets) to help you tailor the template to your project.
	Section
	Details

	Meeting title
	Contract Liaison Board

	Purpose
	To provide strategic oversight, review long-term contract performance and consider significant contractual changes.

	Frequency
	6-monthly.

	Version
	Draft 0.1 → Final v1.0. 
(update versioning as changes are made)

	Review date
	[Insert the next formal review date – see final row of the table]

	Approved by
	[Insert approving bodies or persons]

	Approval date
	

	Chair
	Named individual or rotating role between parties.
(agree based on governance structure)

	Deputy chair
	Optional.

	Minute taker
	Contracting authority team administrator.

	Core attendees
	Contracting authority: Senior responsible owner, contract manager.
PFI Co: Lead director(s), general manager (may be from the management services provider).
Service provider: Regional director, general manager.

	Additional attendees
	Contracting authority: Commercial manager
PFI Co: Commercial manager, management services provider director.
Service provider commercial manager.
Sponsoring department representative.

	Quorum
	At least one senior representative from each party and the SRO must be present.
(or define alternative minimum attendance requirements)

	Administrative arrangements
	Meetings will be scheduled [24] months in advanced.
Agenda and papers will be issued [7] days before the meeting.
Formal minutes will be taken, including actions and decisions. Minutes will be circulated within [X] working days.

	Standing agenda items
	Health and safety compliance.
Full-year review of contract performance (financial, operational, compliance).
Review of asset management and lifecycle costs.
Review of disputes and resolution outcomes.
Strategic planning for the year ahead.
Benchmarking performance against other PFI projects or industry standards.
Review of innovation and continuous improvement initiatives.
Review of contract change and oversight of major changes.
Reassessment of risk allocation and contractual obligations.

	Authority levels
	Endorse strategic direction and long-term planning proposals.
Refer major decisions to own governance as required by delegation limits of each organisation.
(refer to your organisation’s scheme of delegation or governance framework)

	Escalation and reporting
	This is the highest level of contractual governance. Unresolved issues will be escalated to relevant internal boards or chief executives of each organisation as required. 

	Risk management
	The group will review strategic risks, ensure updates to the contract and corporate risk registers, and escalate significant risks.

	Review of terms of reference
	To be reviewed every two years, or when membership or scope changes. Updates should be agreed by all parties and recorded in the meeting minutes.
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The table below provides a suggested format and example content for ToR for a management meeting. The content includes both illustrative text (which may be used as-is) and guidance notes (in italics or brackets) to help you tailor the template to your project.
	Section
	Details

	Meeting title
	Management Meeting

	Purpose
	To review medium-term contract performance, assess governance effectiveness, and manage strategic and operational risks.

	Frequency
	Monthly

	Version
	Draft 0.1 → Final v1.0. 
(update versioning as changes are made)

	Review date
	[Insert the next formal review date – see final row of the table]

	Approved by
	[Insert approving bodies or persons]

	Approval date
	

	Chair
	Named individual or rotating role between parties. 
(agree based on governance structure)

	Deputy chair
	Optional.

	Minute taker
	Contracting authority team administrator.

	Core attendees
	Contracting authority: Contract manager, service manager, commercial manager.
PFI Co: General manager, commercial manager.
Service provider: General manager, commercial manager.

	Additional attendees
	Contracting authority: Technical, finance and other leads.
PFI Co: Technical, finance and other leads.
Service provider: Technical, finance and other leads.

	Quorum
	At least one representative from each party and the contracting authority’s contract manager must be present. 
(or define alternative minimum attendance requirements)

	Administrative arrangements
	Meetings will be scheduled [24] months in advance.
Agenda and papers will be issued [7] days before the meeting.
Formal minutes will be taken, including actions and decisions. Minutes will be circulated within [X] working days.

	Standing agenda items
	Health and safety compliance.
Review of KPIs and overall contract performance.
Identification of performance trends, systemic issues or recurring problems.
Review of compliance with legal, regulatory and contractual obligations.
Strategic planning for the next quarter (e.g. improvement initiatives, innovation opportunities).
Resource planning (e.g. staffing, project timelines).
Risk register updates and review of mitigations.
Discussion of governance structures and their effectiveness. 
Review of relevant legislative or regulatory changes.

	Authority levels
	Approve recommendations for operational improvements within delegated limits. 
Endorse reports or proposals for escalation. 
Review and recommend changes to governance arrangements. 
(refer to your organisation’s scheme of delegation or governance framework)

	Escalation and reporting
	This meeting reports into the Contract Liaison Board as defined in the governance structure.
Unresolved issues will be escalated to the Contract Liaison Board. 

	Risk management
	The group will review strategic and operational risks, ensure updates to the contract risk register and escalate significant risks.

	Review of terms of reference
	To be reviewed every two years, or when membership or scope changes. Updates should be agreed by all parties and recorded in the meeting minutes.
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The table below provides a suggested format and example content for ToR for a financial and commercial review meeting. The content includes both illustrative text (which may be used as-is) and guidance notes (in italics or brackets) to help you tailor the template to your project.
	Section
	Details

	Meeting title
	Financial and Commercial Meeting

	Purpose
	To review financial performance, payment mechanisms, commercial risks and contractual compliance.

	Frequency
	Monthly.

	Version
	Draft 0.1 → Final v1.0.
(update versioning as changes are made)

	Review date
	[Insert the next formal review date – see final row of the table]

	Approved by
	[Insert approving bodies or persons]

	Approval date
	

	Chair
	Named individual or rotating role between parties. 
(agree based on governance structure)

	Deputy chair
	Optional.

	Minute taker
	Contracting authority team administrator.

	Core attendees
	Contracting authority: Commercial manager, finance lead.
PFI Co: Commercial manager, finance lead.
Service provider: Commercial manager, finance lead.

	Additional attendees
	Contracting authority contract manager, PFI and service provider general managers

	Quorum
	At least one representative from each party and the contracting authority’s finance lead must be present. 
(or define alternative minimum attendance requirements)

	Administrative arrangements
	Meetings will be scheduled [24] months in advance.
Agenda and papers will be issued [7] days before the meeting.
Formal minutes will be taken, including actions and decisions. Minutes will be circulated within [X] working days.

	Standing agenda items
	Review of outstanding commercial issues.
Review of active changes (change log).
Review of applications for payment and invoicing for variable works.
Review of financial deductions under performance and unavailability mechanisms. 
Financial impact of agreed variations and adjustments to the unitary charge. 
Review of financial risks and mitigation actions. 
Review of aged debt and payment disputes (if applicable).

	Authority levels
	Approve financial adjustments within delegated limits. 
Recommend escalations for unresolved financial issues. 
Endorse financial reports or feasibility assessments for higher-level review. 
(refer to your organisation’s scheme of delegation or standing financial instructions)

	Escalation and reporting
	This meeting reports into the management meeting as defined in the governance structure.
Unresolved issues will be escalated to the Management Review Meeting.

	Risk management
	The group will review financial and commercial risks, ensure updates to the contract risk register, and escalate significant risks.

	Review of terms of reference
	To be reviewed every two years, or when membership or scope changes. Updates should be agreed by all parties and recorded in the meeting minutes.
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This template provides a suggested format and example content for ToR for an operational review meeting. It is intended to support consistent and effective contractual governance between PFI parties.
The content includes both illustrative text (which may be used as-is) and guidance notes (in italics or brackets) to help you tailor the template to your project.
	Section
	Details

	Meeting title
	Operational Review Meeting

	Purpose
	To review day-to-day service delivery, monitor performance and address operational issues.

	Frequency
	Monthly.

	Version
	e.g. Draft 0.1 → Final v1.0.

	Review date
	[Insert the next formal review date – see final row of the table]

	Approved by
	[Insert approving bodies or persons]

	Approval date
	

	Chair
	Name or role; may rotate between parties.

	Deputy chair
	Optional.

	Minute taker
	Assigned in advance.

	Core attendees
	Contracting authority: Contract manager, service manager.
PFI Co: General manager.
Service provider: General manager, service leads, helpdesk lead.

	Additional attendees
	Contracting authority: Technical, Finance, Legal.
PFI Co: Compliance manager.
Service provider: as required.

	Quorum
	At least one senior representative from each party and the contracting authority contract manager must be present. 
(or define alternative minimum attendance requirements)

	Administrative arrangements
	Meetings will be scheduled [24] months in advance.
Agenda and papers will be issued [7] days before the meeting.
Formal minutes will be taken, including actions and decisions. Minutes will be circulated within [X] working days.

	Standing agenda items
	Health and safety compliance.
Review of key performance indicators (KPIs) and service level agreements (SLAs).
Operational issues and service failures.
Action tracking and issue resolution.
Review of the contract risk register.
Review of variations or service delivery changes.

	Authority levels
	Approve operational changes within delegated limits.
Refer unresolved issues or proposals to higher governance levels.
Financial decisions within limits defined in the contract or standing financial instructions

	Escalation and reporting
	This meeting reports into the management meeting as defined in the governance structure.
Unresolved issues will be escalated to the Management Review Meeting.

	Risk management
	The group will review financial and commercial risks, ensure updates to the contract risk register, and escalate significant risks.

	Review process
	To be reviewed every two years, or when membership or scope changes. Updates should be agreed by all parties and recorded in the meeting minutes.




Appendix 2: Meeting minutes and action log
	Meeting title
	[e.g. Operational Review Meeting]

	Date & time
	[DD/MM/YYYY, HH:MM]

	Location
	[e.g. online/hybrid/room name]

	Chair
	[name or role]

	Minute taker
	[name]



Attendance record
	Name
	Organisation
	Role
	Status 

	
	
	
	Attended/apologies/deputised



Minutes and action log
	Ref
	Agenda item
	Discussion summary/notes
	Action/decision
	Owner
	Due date
	Status

	1
	
	
	
	
	
	



Status definitions
	Status
	Meaning

	Not started
	Action agreed but not yet initiated.

	WIP
	Work in progress and on schedule.

	Paused
	Work paused due to funding, approvals or other constraints.

	Completed
	Action completed and outcome embedded.


Document management
Save each meeting’s minutes with a clear file name and version control.
e.g. DD-MM-YYYY_OperationalReview_v1.0.docx
Store in a shared location accessible to all relevant stakeholders.
Review and update the action log at each meeting.
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