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Contract Management Plan
Toolkit 2: Obligations Matrix
The obligations matrix is a practical tool that helps contract managers identify, track and manage the key contractual obligations and rights set out in the PFI contract. It provides a structured summary of what each party is required to do, when and under what conditions. This matrix supports the development and ongoing use of the contract management plan (CMP) by ensuring that obligations are understood and actively managed throughout the contract term. It helps contract managers:
Populate key sections of the CMP (e.g. governance, performance, risk, expiry).
Monitor compliance and identify missed or upcoming obligations.
Support continuity and onboarding by providing a clear reference point for responsibilities.
Inform governance meetings, performance reviews and expiry planning.
Obligations may be:
Time-based (e.g. monthly reporting, annual insurance renewals, expiry milestones), or
Event-based (e.g. triggered by a variation, refinancing, dispute or change in law).
The ‘Trigger/Frequency’ column in the matrix should clearly indicate the nature of each obligation. This distinction supports appropriate scheduling and monitoring.
Where possible, authorities are encouraged to maintain an electronic project diary or shared calendar that draws from the obligations matrix. This could be implemented using your IT systems calendar or a contract management system. It should include:
Recurring obligations (e.g. monthly reports, annual reviews)
One-off milestones (e.g. expiry planning start date)
Event-based triggers (e.g. refinancing, disputes)
To support this, the obligations matrix can be linked to Toolkit 3: Contract Calendar Template, which provides a structured format for building a contract-specific calendar or diary of obligations.
⚙️ How to build it
To develop the obligations matrix you will draw on the Contract Management Plan (Toolkit 1) and the output of the contract review (see contract review guidance. The obligations matrix provides a comprehensive record of contractual obligations, while the calendar distils this into a focused, action-oriented tool for day-to-day contract management.
The matrix should be treated as a live document and updated as the contract evolves, for example, following variations, benchmarking reviews or expiry planning milestones.
A suggested format is provided in the accompanying template and can be adapted to suit your project’s needs.



	Clause ref
	Obligation summary
	Responsible party
	Trigger/
frequency
	Due date/
milestone
	Dependencies/
linked clauses
	Implications if missed
	Follow-up action/notes

	e.g. Sch 5, 2.1
	Submit monthly performance report
	PFI Co
	Monthly
	5th of each month
	Payment mechanism
	Risk of overpayment or dispute
	Add to CMP Section 8

	e.g. Cl 18.5
	Provide asset handback plan
	PFI Co
	Two years before expiry
	01/04/2028
	Lifecycle plan, exit plan
	Risk of non-compliance at expiry
	Review with expiry team

	Cl 10.2
	Maintain insurance cover
	PFI Co
	Annual (time-based)
	01/01 each year
	Insurance schedule
	Financial exposure
	Confirm renewal

	Cl 15.4
	Notify contracting authority of refinancing
	PFI Co
	On refinancing event (event-based)
	N/A
	Gain share clause
	Missed financial recovery
	Add to risk log

	Cl 17.2
	Payment of the unitary charge
	Contracting authority
	Submission of invoice
	20 days from invoice submission
	Submission of invoice and supporting information and reports
	Interest payments
Impact on relationship
	Add routine payments to UC.
Ensure payment processes reflect timelines
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