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Toolkit 3: ICF Calculator – A tool to help you determine the size and shape of your ICF
Use this toolkit estimate the appropriate size and skill mix of your ICF. The toolkit covers both:
Structure: Determining the size and shape or your ICF to ensure that you have right quantity and mix of skills to delivery its outputs.
Sourcing: Deciding whether to make, buy or borrow those skills.
Remember that your ICF design should be:
Function-led, not role-led: Focus on ensuring all ICF functions are covered, rather than creating fixed job titles.
Flexible and scalable: Able to adapt to changes in contract phase, workload or emerging risks.
Integrated within the authority: Drawing on wider organisational expertise (e.g. legal, finance, estates).
Clearly accountable: With roles and responsibilities defined, documented and understood.Designing for resilience and scalability
When structuring your ICF, it’s important to build in the ability to adapt and endure. This is about how your ICF is designed not just how it is resourced. Consider how your structure will:
Maintain continuity during staff turnover or organisational change.
Retain institutional knowledge and support succession planning.
Scale up during high-risk periods (e.g. expiry, disputes, refinancing).
Access external or shared expertise when needed.
Evolve in response to contract performance and strategic shifts.
This design thinking sets the foundation for the sourcing decisions in Section 5.3.2.


When using the toolkit, keep the following in mind:
PFI contracts are typically high risk and high value. This should be reflected in your assessment of required capability.
When developing the ICF functions you may want to start with high-level functions and then break these down e.g. assurance might breakdown to include:
undertake sample checks on the help-desk report
undertake audit of cleaning
request maintenance documentation
Treat the output as indicative, not definitive. The toolkit provides a guide to help shape your thinking, not a fixed answer.
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	ICF function
	Tasks/activities
(what does this function involve in your context?)
	Skills needed (what expertise is required?)
	Volume/intensity
(how often/
intensively is 
this function needed?)
	Estimated FTE
(based on volume/
intensity)
	Sourcing approach
(make/buy/
borrow)
	Resilience/
scalability plan (How will you manage peaks, succession, etc?)

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 



	Summary item
	Details

	Total estimated FTEs
	 

	Core in-house roles
	 

	External/borrowed roles
	 

	Key resilience risks
	 

	Mitigation strategies
	 


Illustrative examples (not comprehensive) ICF Calculator table completed
	ICF function
	Tasks/activities
(what does this function involve in your context?)
	Skills needed
(what expertise is required?)
	Volume/intensity
(how often/
intensively is 
this function needed?)
	Estimated FTE
(based on volume/
intensity)
	Sourcing 
approach (make/buy
/borrow)
	Resilience/
scalability plan
(how will you manage peaks, succession, etc?)

	Commercial management
	Monitor payment mechanism, manage variations
	Commercial negotiation, financial modelling
	High (monthly)
	0.25
	Make 
(in-house)
	Access to external support for disputes

	Technical oversight
	Asset condition monitoring, lifecycle planning
	Building surveying, FM expertise
	Medium (quarterly)
	0.2
	Borrow (shared estates team)
	Use regional technical hub

	Governance and reporting
	Prepare board reports, manage stakeholder meetings
	Governance, communication
	Medium (monthly)
	0.3
	Make (internal PMO)
	Cross-trained team members

	Legal support
	Review contract clauses, support disputes
	PFI legal expertise
	Low (ad hoc)
	0.1
	Buy (external legal firm)
	Call-off contract in place
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