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Intelligent Client Function
Toolkit 1: ICF Context Mapping Worksheet 
This worksheet helps contract managers clarify the role and purpose of their intelligent client function (ICF) by mapping out the strategic and operational context of their PFI contract. It supports the design or review of an ICF that is proportionate, focused and aligned with organisational needs, both now and in the future.
How to use
Use this worksheet as part of Step 1 in the developing and operating your ICF process.
Complete it collaboratively with colleagues from legal, finance, estates and service delivery teams.
Refer to your contract management strategy (CM strategy), contract management plan (CMP) and governance documents.
Use the completed worksheet to inform the following steps of the developing and operating your ICF process.

	Context area
	Prompt questions
	Your response
	Example (schools PFI)

	Strategic intent
	What are the broader organisational goals and public service outcomes that the contract supports?
	
	The contract supports the council’s education. strategy and school estate sustainability goals.

	
	How does the CM strategy align with these goals?
	
	The CMS prioritises proactive lifecycle management and stakeholder engagement.

	
	What specific outcomes are you trying to achieve through the ICF?
	
	Improved service quality, reduced disputes, and readiness for expiry.

	
	Are there any strategic priorities or initiatives that the ICF needs to support?
	
	Supports initiatives like reducing carbon footprint and enhancing digital learning environments.

	
	Are there any anticipated changes in strategic priorities (e.g. sustainability, digital transformation)?
	
	A new council-wide digital strategy will require integration of smart building systems.

	Operational delivery
	What are the key roles and responsibilities defined in the CMP?
	
	Contract manager oversees day-to-day delivery – estates team supports lifecycle reviews.

	
	What processes and oversight mechanisms are in place to manage the contract?
	
	Monthly performance reports and meetings, quarterly risk reviews, annual benchmarking, change.

	
	What are the critical success factors for operational delivery?
	
	Timely maintenance, compliance with safety standards and stakeholder satisfaction.

	
	Are there any known operational challenges or areas for improvement?
	
	Limited internal legal support – inconsistent KPI reporting from PFI Co.

	
	Are there upcoming contract events (e.g. expiry, benchmarking, refinancing)?
	
	Expiry is within five years – asset condition surveys and legal review will be required.

	Governance expectations
	What are the reporting requirements for the ICF?
	
	Reports to the finance board quarterly – escalates issues to legal and finance.

	
	What assurance processes need to be fulfilled?
	
	Embedded in the council’s corporate risk and performance framework.

	
	What are the escalation routes for issues and decisions?
	
	Issues escalated to the legal team – decisions made by the finance board.

	
	How does the ICF fit within the broader governance structure of the organisation?
	
	Part of the council’s overall governance structure, reporting to the chief executive.

	Resource realities
	What is the current capacity of the ICF in terms of staffing and expertise?
	
	1 FTE contract manager, 0.5 FTE estates officer, ad hoc legal support.

	
	What budget is available to support the ICF?
	
	Budget allocated for contract management team but no wider or external support.

	
	Are there any constraints on resources that need to be considered?
	
	Limited budget for additional resources – reliance on existing staff. Contracting authority facing budget deficit.

	
	What external support or specialist expertise might be required?
	
	Legal advice on expiry clauses – technical support for asset condition surveys.

	
	How resilient is your current ICF structure to staff turnover or organisational change?
	
	Key roles are single points of failure – no formal succession plan in place.

	
	What plans are in place to scale up capability during high-risk periods?
	
	Plan to access shared legal services and external advisors during expiry phase.

	Contract performance
	How well is the contract currently performing?
	
	Generally compliant, but some recurring soft FM issues.

	
	Are there any performance issues that require more active management?
	
	Soft FM issues require more active management – lifecycle maintenance needs attention.

	
	What are the key performance indicators (KPIs) and how are they being tracked?
	
	Cleaning, maintenance and helpdesk response times – tracked via monthly reports.

	
	How does contract performance impact the focus and intensity of the ICF's activities?
	
	Performance issues increase the need for proactive lifecycle management and engagement.
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