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Intelligent Client Function
Toolkit 2: ICF Capability Diagnostic 
This toolkit helps contract managers assess the current maturity of their intelligent client function (ICF) and identify gaps and actions needed to enhance capability.
Use the table overleaf to review each ICF function to:
Assess its maturity using the following scale (or adapt to fit your needs):
l Red – not effective: Function is not being delivered or is critically weak. No resilience, high risk of failure.
l Amber – partially effective: Function is being delivered, but with gaps or fragility. May struggle under pressure or change.
l Green – effective and resilient: Function is clearly assigned, consistently delivered, and able to adapt or scale when needed.
Identify the current role holders responsible for each function.
Note any improvements required to strengthen delivery, resilience or scalability.

Refer to your completed Toolkit 1: ICF Context Mapping Worksheet to ensure your assessment reflects the specific context, risks and priorities of your contract.

The table includes a worked example (italic text) which you should delete before use.
	Function name
	Maturity rating (RAG)
	Current role holder(s)
	Gaps/actions needed

	Strategic leadership and governance
Provide strategic direction for the PFI contract, ensuring alignment with public service priorities.
Maintain effective governance structures to support decision-making, performance and risk oversight.
Oversee change management and ensure leadership continuity as the contract matures or nears expiry.
	Amber
	SRO is finance director
Contract manager provides day-to-day
	The finance director is the appointed SRO but has limited availability to engage on the project. With the need to make major changes to the building to support changes in operational needs, their engagement and the resurrection of the Senior Liaison Board will be important to increasing engagement with the PFI Co directors. To support this existing governance arrangements will need to be reviewed to ensure they support any major changes.

	Commercial and contract management
Manage the contract proactively, including variations, commercial negotiations and interpretation of terms.
Maintain a clear understanding of the financial model, payment mechanisms and obligations.
Ensure service specifications remain relevant and enforceable, adapting through formal variation processes.
	Green
	Commercial manager for commercial leadership
Contract manager for overall and operational leadership
	There is a small team (contract manager, assistant contract manager, commercial officer and finance officer) which is sufficiently capable and experienced to meet day-to-day needs.
To support the future needs of a major change, it will be necessary to review the capacity and capability of the team. This may include: the need for a construction project manager to provide specialist skills and additional capacity; and additional commercial support and training in contract change processes and commercial negotiation as this is presently limited due to very low volume of changes.

	Relationship and stakeholder management
Maintain a constructive and professional relationship with the PFI Co and key subcontractors.
Engage internal stakeholders (e.g. estates, finance, legal, service leads) to ensure alignment.
Include service users as a distinct stakeholder group to ensure their needs are reflected in service delivery.
Facilitate effective communication and issue resolution across all parties.
	Amber
	Contract manager
	Relationships with the PFI Co and subcontractors are generally professional and constructive, though time to respond to requests and a general reluctance to share information can cause frustration and delays.
This should be addressed in any event to improve ongoing service delivery to users and contract management efficiency. The major change may provide an opportunity to raise these as a means of delivering the changes with wider benefits.
Engagement with key users is limited and this impacts on day-to-day operations regarding addressing service failures and access spaces to undertake maintenance works. This will become more critical as we design and make the changes to the building. We will need to consider how this is addressed.

	Performance and service management
Monitor service delivery against KPIs and SLAs, ensuring consistent quality and compliance.
Apply payment mechanisms fairly and transparently, including deductions where necessary.
Use performance data to drive continuous improvement and accountability.
	
	
	

	Risk and issue management
Identify and manage operational risks, including service continuity and contract compliance.
Maintain a live risk register with clear ownership and mitigation strategies.
Lead on dispute resolution processes and escalation protocols.
	
	
	

	Financial oversight
Monitor unitary charge payments and ensure deductions and adjustments are correctly applied.
Track lifecycle and maintenance spend to ensure value for money.
Support financial planning for both ongoing operations and future transition.
	
	
	

	Asset and lifecycle management
Ensure the asset is maintained to contractual standards and remains fit for purpose.
Monitor and verify lifecycle works are delivered on time and to specification.
Coordinate with expiry planning to ensure asset performance is sustained through to handback.
	
	
	

	Capability and knowledge management
Maintain institutional knowledge and documentation to support effective contract management.
Ensure staff are trained and supported to manage complex long-term contracts.
Support succession planning, knowledge transfer and organisational resilience.
	
	
	

	Expiry and transition management
Lead early and structured planning for contract expiry, in line with IPA guidance.
Establish governance, resource plans and timelines for expiry and transition.
Carry out checks to confirm the condition and compliance of assets and services prior to handback.
Ensure contractual rights and obligations are fully understood and enforced.
Engage stakeholders to plan for future service delivery and continuity.
Coordinate legal, commercial and operational preparations for handback or transition.
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