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Pay.UK Limited  
Minutes of the Board meeting held on 20 May 2026 at 10:05 at The White Chapel Building, 10 
Whitechapel High Street, E1 8QS and via Teams  

Members  Attendees  

Mark Hoban (MGH) Pay.UK Chair David Chandler (DCh) Director of Finance (items 26/32 & 

26/33) 

Anna Bradley (AB) Senior Independent 
Director (SID) (until item 

26/40) 

Sam Cope (SC) Head of Regulatory Affairs (items 

26/37 & 26/39) 

Mark Brant (MB) Non-Executive Director 
(NED) 

David Crawford (DCr) Chief Strategy & Product Officer 

(items 26/38 & 26/40) 

Helen Crooks (HC) Independent NED (INED) Michael Ellis (ME) Chief Financial Officer (CFO) 

Sabrina Feng (SF) INED (except items 26/34 
to 26/38) 

Aaron Gallagher (AG) Deputy Company Secretary (item 

26/33) 

David Pitt (DP) Chief Executive Officer 
(CEO) 

Chris Greany (CGR) Director of Security & Technology 

(item 26/40) 

Ben Taylor (BT) NED Nicola Hamilton (NH) Head of Communications (item 

26/39) 

Lesley Titcomb (LT) INED Sharon Hill (SH) Director of People (item 26/36) 

Lars Trunin (LTR) NED  Justin Jacobs (JJa) Chief Policy & Engagement Officer 

(items 26/35, 26/37 & 26/40) 

Ajay Vij (AV) INED (except items 26/39, 

40, 42 & 43)  

Rebecca Jones (RJ) Head of Commercial and Strategic 

Finance (item 26/38) 

Peter Wyman (PW) INED (from item 26/36) Heather Lee (HL) Head of Stakeholder Engagement 

(item 26/39) 

David Pitt (DP) Chief Executive Officer 
(CEO) 

Lone Le Roux (LLR) Chief Risk Officer (items 26/35, 

26/36, 26/40 & 26/41) 

Ben Taylor (BT) NED Nicola Lipson (NL) Chief People & Culture Officer (item 

26/36) 

  David Morris (DMO) Chief Operating Officer (COO) 

  John Mowat (JM) Head of Policy and Public Affairs 

(item 26/39) 

  Olaitan Popoola (OP) Company Secretary (interim) 

  Dave Rich (DR) Head of Talent (item 26/36) 

  Louise Rebuck (LR) Deputy Company Secretary 

Apologies  Externals  

  Keith Douglas (KD) Vocalink CEO (item 26/41) 

  Naushad Ali (NA) BDO (item 26/33) 

 
26/29 Opening Business 
Quorum and welcome 

26.29.1 The Chair confirmed a quorum was present. 
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Conflicts of Interest 

26.29.2 The Chair reminded directors that they were required to declare their interests in relation to any 
proposed transaction or arrangement with Pay.UK. 

 
26.29.3 AV declared a potential conflict of interest arising from his employment with Equinix, which was 

participating in Vocalink’s procurement process for a tertiary data centre (TDC) supporting 
Pay.UK’s payment systems. AV confirmed that he had recused himself from all Equinix 

discussions and decisions relating to the bid and undertook not to disclose any confidential 
information belonging to Pay.UK. 

 

26.29.4 Members considered the nature of the potential conflict and whether AV should participate in 
discussions concerning Substitution and the TDC. Having noted AV’s commitment to recuse 

himself from all relevant discussions within Equinix, the members, excluding AV, agreed that he 

could participate in the discussions. 
 

26.29.5 There were no further declarations of interest to bring to the attention of the Board.  

 
Approval of minutes  

26.29.6 The minutes of the Board meeting and the Extraordinary General Meeting held on 25 March 2026 
were approved. 

 

Update on Actions 

26.29.7 Updates on the open actions were noted. 
 

Approvals since last meeting 

26.29.8 No matters had been approved offline. 

 
26/30 Committee reports 

Nomination & Governance Committee 

26.30.1 The Chair gave an update on the recruitment of the three NEDs. Interest from direct participants 

had been limited despite Pay.UK reaching out to them three times. Five candidates had been 

identified, including two from large organisations. Lloyds Banking Group (LBG) remained keen to 

appoint however had been unable to identify a suitable candidate.  

 

26.30.2 LTR queried whether there was a lower limit for the number of industry NEDs. The Chair advised 

that there was not however there would be parity between the INEDs and NEDs. At the Committee 

meeting it had been agreed that, if the candidates were not of the right calibre, the search would 

continue. 

 
26.30.3 Referring to the Modern Slavery Statement (MSS) the Chair stated that there had been a good 

conversation and the Committee had requested a clarification to reflect that supplier 

management controls were being embedded and continuously monitored. This change had been 

made and the Committee recommended the MSS to the Board for approval.  

 

26.30.4 The Board approved the Modern Slavery Statement (MSS). 

 

LT, DMO, and ME left the meeting 
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26.30.5 The Chair stated that LT’s second term would conclude later in the year. The Nomination & 

Governance Committee had considered and recommended her reappointment for a further term. 

The Chair added that LT would succeed AB as SID.  

 

26.30.6 The Board approved LT’s reappointment as an INED effective from 1 January 2027 and 

appointment as SID. 

 

MGH left the meeting 

LT rejoined the meeting 

 
26.30.7 AB noted that MGH’s current term would end later in the year. The Nomination & Governance 

Committee had recommended his reappointment for a further three-year term. 

 

26.30.8 The Board approved MGH’s reappointment as a NED and Board Chair effective from 1 November 

2026. 

 
Remuneration Committee 

26.30.9 [Redacted – commercially sensitive]. 

 

MGH rejoined the meeting 

 

26.30.11 [Redacted – commercially sensitive]. 

 

DP left the meeting 

 

26.30.13 [Redacted – commercially sensitive]. 

 

DP, DMO and ME rejoined the meeting 

 

26.30.16 AB reported that feedback from the colleagues on the reward strategy and the results of the staff 

survey had been consistent. In both cases, there was strong interest in sharper performance 

management, stronger recognition of both good and poor performance, and a more 

differentiated reward approach. This would be a key focus of the further development of the 

reward strategy. DP added that Pay.UK should differentiate more clearly for high performers than 

it currently did. 

 

Audit Committee 

26.30.17 [Redacted – commercially sensitive]. 

 

26.30.18 LT added that BDO’s external audit had gone well and that the relationship remained strong. In 

line with corporate governance guidance, however, the audit contract would now be retendered. 

The current incumbents would be encouraged to participate, and the retender process would 

begin shortly. 

 

26.30.19 ME confirmed that the retender was being undertaken because the current auditor had held the 

role for ten years. It was noted that the candidate list was likely to focus primarily on second-tier 

firms, as there was no clear need to approach the Big Four and doing so could also raise 

independence considerations. 
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26.30.20 The Committee had reviewed the Investment policy and recommended it to the Board for 

approval. The Board approved the Investment policy. 

 
Risk Committee 

26.30.21 SF reported that the Risk Committee had held a strong and detailed discussion on cyber risk, 

dominated by the increasing pace, complexity and sophistication of attacks, driven in part by 

advances in Artificial Intelligence (AI) capability. [Redacted – commercially sensitive]. 

 

26.30.22 The Committee had reviewed the ransomware crisis response protocol, with particular focus on 

the role of the Board and decision-making. [Redacted – commercially sensitive]. 

 
26.30.23 [Redacted – commercially sensitive]. Members also discussed the potential value of a Board-level 

exercise and the need for communication arrangements that would enable the Board to make 

decisions by exception. A firmer plan would be brought back as part of the July discussion. 

ACTION: DP 

 

26.30.24 [Redacted – commercially sensitive] 

 
26.30.25 [Redacted – commercially sensitive]. SF added that the UK industry had the Cyber and 

Operational Resilience Stress Test (CORST) model. Managed by the Bank of England (BoE) and 

the Financial Policy Committee (FPC), this testing toolkit was used to evaluate the UK financial 

system's ability to respond to and recover from severe, systemic operational disruptions, such as 

massive cloud outages or cyberattacks. SF proposed that LLR provide a further update on this. 

ACTION: DP 

 

26/31 Chief Executive 

CEO report 
26.31.1 DP reported that data and AI were being increasingly used to strengthen resilience, including 

improving insight into outage risk and enabling earlier intervention. 

 
26.31.2 Progress on the Substitution exercise was noted, with alignment to Minimum Levels of Service 

and the bare metal rebuild expected to enhance resilience in a disruption. 

 
26.31.3 Delivery of strategic commitments remained broadly on plan, supported by ongoing 

reprioritisation through quarterly planning. The Executive continued to review strategy and OKRs 
regularly, with a full update to be brought to the next meeting. 

 

26.31.4 Discussions with industry on the future payment systems had been constructive and well 

received. DP emphasised the importance of encouraging participants to express their views 

clearly in both one-to-one and wider industry fora and noted the value of maintaining a holistic 
perspective as changes developed. DP added that this message needed to be communicated 
consistently at all levels, reflecting Pay.UK’s importance to the future landscape. 

 
26.31.5 Members discussed the need for clarity on who would make the future Payment Systems 

Operator (PSO) decision and the criteria that would be applied. DP confirmed the decision would 
rest with Payments Vision Delivery Committee (PVDC), although no firm timetable had yet been 
set. The Chair noted that the consultation on infrastructure and a related paper on ecosystem 
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principles had taken longer than expected, and that consideration of the future PSO would follow 

once consultation responses had been received.  
 

26.31.6 DP stated that his focus remained on prioritisation and maintaining a holistic view across the 
ecosystem, including Mythos, controls, change activity and patching. In response to questions 

from the Chair on progress against strategic commitments, DP stated the Executive reviewed the 
strategy and OKRs weekly and that delivery remained broadly on plan. There was an ongoing 

need to re-prioritise work through quarterly planning to accelerate progress where possible, 
particularly in relation to rules, standards and digital work. DP undertook to bring the OKRs back 
to the next Board meeting. 

 
26.31.7 LT queried what external factors could impact the delivery of Pay.UK’s strategic commitments. 

DP cited issues such as Mythos and the implications of rolling out change in a way that made 

delivery simpler for participants. LT asked whether discussions within the RPIB suggested that 
other stakeholders saw particular value in delivering these commitments more quickly that had 
perhaps not been appreciated by Pay.UK. DP stated that, where value was clear, delivery should 

be made as simple and effective as possible and noted that implementation and rollout plans 
were being developed accordingly. 

 
26.31.8 HC reflected that, while communications and engagement had improved significantly, a more 

structured plan was still needed, including clarity on audience, channels, message consistency 

and delivery. Members agreed that this should be set out more clearly, with material available 

that could be referenced directly in the public domain. 
 

26.31.9 MB observed there was a clear theme being expressed among participants that change was not 

moving quickly enough, although the reasons varied by institution. Some were managing major 

integrations or internal resilience issues, while others remained committed to particular 
solutions that made alternative approaches more difficult. DP advised he would convene the 

largest seven participants for a focused discussion. He added that the upcoming Payments 

Engagement Forum would provide a further opportunity to reinforce the message and that 

attendees should be expected to communicate this clearly within their organisations. 
 

26.31.10 The Chair queried how reliance on participants relaying Pay.UK messages within their own 

organisations could be reduced, given the risk of inconsistency. LTR observed that messaging 

alone would not be sufficient unless Pay.UK also understood the incentives driving institutions 
and individuals, so that alignment could be achieved where possible. DP said the Board and 

Executive should remain clear and aligned in their communications, while recognising that not 
all interests could be brought into alignment. He added that progress was encouraging however 

further pace was needed, particularly where simpler rules and standards compliance could have 

wider ecosystem impact. 
 

26.31.11 The Chair requested that JJa and his strengthened team bring an update to the July meeting on 
how the stakeholder engagement and supporting communication would be delivered. ACTION: 

DP 
 

26.31.12 DP reported that engagement with Vocalink remained positive. Vocalink had delivered 
substantive changes over the previous weekend [Redacted – commercially sensitive]. 

 
DCh joined the meeting 
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26/32 Finance 

CFO report 
26.32.1 [Redacted – commercially sensitive] noting that Pay.UK could absorb inflationary pressures and 

that volume growth would offset increased Vocalink costs. 
 

26.32.2 Pay.UK would need to cover the build costs for Substitution [Redacted – commercially sensitive]. 

DCh added that Pay.UK had sufficient capital headroom to support this approach and expected 
greater certainty by 12 June, with a view to confirming final pricing in July. 
 

26.32.3 [Redacted – commercially sensitive] 

 
Key Performance Indicators (KPIs) 

26.32.5 The Board noted that the OKRs would be brought to the next meeting. 
 

AG joined the meeting 
 
26/33 Governance 
Insurance renewals 

26.33.1 OP stated that approval was sought for the renewal of the cyber insurance, commercial 

combined cover, and Business Travel and Personal Accident insurance, on the basis set out in the 

paper. The Board approved the renewal of these insurances, which would take place on 30 June 
2026, noting that the Procurement and Corporate Governance teams, working with Subject 
Matter Experts (SMEs) throughout the business, would finalise the terms, limits, coverage and 

pricing before the renewal date. Any material change to these would be brought back to the 
Board in due course.  

 

2025 Annual Report & Financial Statements 
26.33.2 AG advised that the external auditors, BDO, had been told that the Annual Report and Financial 

Statements were undergoing final checks and that no material changes were expected. 
 

26.33.3 LT confirmed that the Audit Committee had undertaken a detailed review and supported the 

proposed approval. 

 
26.33.4 In response to a question from the Chair, ME confirmed that the going concern assessment had 

been approved at the previous meeting and that there was nothing unusual in the representation 
letter. 

 

26.33.5 LTR highlighted a minor typographical correction. 
 

NA joined the meeting 
 

26.33.6 The Chair asked whether BDO wished to raise any matters with the Board before signing off the 
Annual Report. NA confirmed that there were none. 
 

26.33.7 The Board approved the 2025 Annual Report and Financial Statements and confirmed that they 
were fair, balanced and understandable and provided the information necessary for the 

Guarantors to assess the Company’s financial position, performance, and principal risks; and 
there was no relevant audit information of which the Company’s external auditors were unaware, 
and that all reasonable steps had been taken to ensure such awareness. 
 

26.33.8 The Board delegated authority to DP to sign the Letter of Representation. 
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26.33.9 The Board approved the 2025 Annual Report and Financial Statements Signatories. 
 

26.33.10 The Board approved the Annual General Meeting (AGM) Notice (15 July) and proxy forms. 
 

26.33.11 The Board endorsed the proposed re-appointment of BDO LLP as external auditor until the 
conclusion of Pay.UK’s 2027 AGM. 

 
NA, AG and DCh left the meeting 

 

26/34 Operations 
COO Report 

26.34.1 [Redacted – commercially sensitive]. He noted positive engagement with Bacs Approved Solution 

Suppliers and participants, and that Bacs 2.0 would strengthen oversight, assurance and 
controls. 
 

26.34.2 Rules and standards would move into a digital format, supported by a simpler compliance 
approach for wider use across the Central Infrastructure (CI).  

 

26.34.3 Pay.UK continued to work with UK Finance on Best Practice Standards (BPS) (a fraud claims 

management system), with EY coordinating actions. Discussions focused on contractual terms 
that would enable Pay.UK to take on BPS in due course. DMO noted that Pay.UK was not seeking 

to gold-plate the solution, however key hygiene factors had to be in place. Discussions with UK 

Finance continued, although access had now been obtained to most of the contract 

documentation, subject to some redactions. 
 

26.34.4 MB emphasised the need for clear communications with industry and for the right stakeholders 
to encourage UK Finance to support the work. 

 
26.34.5 DMO expected the Design Authority paper within one to two weeks. He did not expect it to disrupt 

current operations and noted that it was likely to be high level and open to interpretation. Pay.UK 
would consider its response once published. MB observed that progress could remain difficult if 

the paper lacked sufficient specificity. DMO added that it was intended to set broad guardrails for 
a wide audience, not just direct participants. 

 
26.34.6 [Redacted – commercially sensitive]. 

 

26.34.7 DMO noted that communications would need to be strengthened to accelerate participant 
adoption. Financial Market Infrastructure Directorate (FMID) was already aware of the readiness 

challenges and the specific circumstances in which the TDC would be used. 
 

26.34.8 Asked how Pay.UK would test appetite for rulebook simplification, DMO noted that the work had 
full traceability and would be piloted with a small group of supportive participants before wider 
rollout. LT suggested practical, low-cost examples would help make the case. DP added that 
simplification could save participants significant time and effort, though LT cautioned that 

proposals would be less persuasive if firms focused only on immediate implementation costs. 

 
26.34.9 BT asked how participants would engage with a digital rulebook and noted the potential role of 

AI tools. DMO noted that Pay.UK was seeking to remove ambiguity that had built up in compliance 
to the rules. DP added that the concept would need to be grounded in operational reality, using 
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anonymised data to show how obligations could be assessed and where issues arose, while also 

helping to refine rules where systemic risk was identified. 
 

SF left the meeting. 
 

26.34.10 DP observed it would be key to demonstrate ease of use and clear value for both regulators and 
participants. BT noted that his own team was seeking to build a scheme compliance agent and 

agreed that this would merit further discussion.  
 

26.34.11 DMO stated that the current 11 step Participant compliance process would be replaced shortly. 

LT strongly supported removal of the existing process and asked to be taken through the 
replacement model, noting the need to preserve principles of natural justice and the right of 

challenge. In response to a question from LTR, DP stated that the intention was to simplify the 

process rather than weaken assurance.  
 

26.34.12 [Redacted – commercially sensitive].  
 

26.34.13 MB noted that patching activity could also create unintended consequences and therefore 

required careful coordination.  
 

JJa and LLR joined the meeting 

 
26/35 Substitution 

26.35.1 [Redacted – commercially sensitive].  
 

JJa and LLR left the meeting 

PW, NL, DR and SH joined the meeting 

 
26/36 People and Culture 

Capability assessment 
26.36.1 DR gave a brief update on work to define the skills and capability needed to deliver the strategy. 

A baseline had been established for data, AI and cyber security. 

 
26.36.2 NL highlighted recruitment activity to strengthen permanent capability, including an offer for a 

Transformation Director. 
 

26.36.3 [Redacted – commercially sensitive]. 

 
26.36.4 Members stressed the need for a clear, quantified view of capability gaps and associated risk, and 

queried whether delivery was being affected. It was noted that constraints also reflected 
prioritisation and capacity across the roadmap. DP added that the assessment considered the 

skills needed for future delivery and that, while AI training was underway across the business, 
some specific cyber capability gaps remained. 

 

26.36.5 Members expressed concern at the pace of progress and encouraged more decisive action, while 

maintaining appropriate control. DP confirmed benchmarking against the market was underway. 
HC raised the importance of leadership capability alongside technical skills. 

 
26.36.6 [Redacted – commercially sensitive] 

 
DR left the meeting 
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Colleague Strategy and Engagement 
26.36.7 NL briefly updated the Board on the colleague strategy event, noting Board attendance and the 

focus on behaviours. 
 

26.36.8 NL reported a 90% response rate to the colleague engagement survey, providing an early post-
transformation baseline. [Redacted – commercially sensitive]. 

 
26.36.14 Members discussed the importance of fostering a positive and inclusive culture and noted that 

survey comments had been analysed into key themes, which DP offered to share. It was 

emphasised that these themes should be linked to actions, pulse checks and the outcomes 
management expected to see. DP noted that the survey had deliberately been timed to provide 

a clearer post-transformation baseline once the organisation had stabilised.  
 

26.36.15 The Board supported the use of targeted follow-up, including pulse surveys, noting that 
improvements would take time and leaving the approach to management’s judgement. 

 
SH and NL left the meeting 

SC and JJa joined the meeting 

 

26/37 Regulatory Engagement Strategy 
26.37.1 JJa emphasised the importance of framing Pay.UK’s role in terms of the value delivered to the 

market, particularly in supporting resilience and enabling participants to meet their obligations 

through practical solutions. 

 
26.37.2 Pay.UK should position itself as a facilitator to the market, with confidence in its articulated view, 

and be prepared to challenge outcomes where appropriate. Positive feedback had been received 
on the cheques work published by Pay.UK in Q4 2025, with the authorities concluding that 

cheques would be maintained, and banks pleased that the analysis work was made available in 
the public domain. 

 
26.37.3 Members emphasised the importance of building trusted relationships with regulators, noting 

that engagement should not rely on regulators being embedded within Pay.UK’s internal 
processes. Members recognised the value of the existing strategy and requested clearer rationale 

for its refresh.  
 

26.37.4 LT noted that the engagement strategy remained centred on the Payment Systems Regulator 

(PSR) and should be updated to reflect its transition into the Financial Conduct Authority (FCA) 
and the implications for Pay.UK. She also asked whether Pay.UK’s relationship with FMID needed 

to evolve. 
 

26.37.5 SC noted that the relationship with BoE had changed significantly over the past 18 months, 
moving from a more distant and formal approach to one that allowed broader discussion outside 
formal meetings. This had enabled Pay.UK to communicate its needs more effectively and 
achieve better outcomes. He acknowledged LT’s point on the FCA, noting a degree of transition 

as PSR responsibilities moved across, and stressed the importance of maintaining strong 

engagement without becoming drawn into unnecessary detail. DP added that it was important 
to maintain a relationship with David Geale, despite the range of issues competing for his 
attention. He expected a separate lead for the PSR function to be appointed in due course. SC 
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also noted that Pay.UK was now better placed to engage with FMID outside formal supervisory 

channels, including on substitution and the future PSO. 
 

26.37.6 LT suggested that Pay.UK should push further to streamline the non-objection process and 
encourage a more commercially aware approach, noting that the Bank’s internal governance 

could be slow and that reducing reliance on formal non-objections would be important.  
 

26.37.7 AV asked how the engagement philosophy would translate into action and how success would 
be measured over time, including whether a reduction in objections would provide a meaningful 
indicator. MB agreed that success should be reflected in Pay.UK’s views being understood and 

echoed back in external discussions, while recognising that this would be difficult to capture 
through simple metrics and would require consistent engagement. JJa added that one indicator 

of success would be whether Pay.UK’s positions were reflected in RPIB papers and informed the 

ensuing debate. He noted that the annual risk review also provided some evidence of relationship 
quality, although the number of meetings alone was an imperfect measure. He added that 
regulatory engagement had been reduced significantly from the 300–400 meetings held in 2024, 

in line with the intention to focus on more effective interactions. 
 

26.37.8 Members discussed the importance of anticipating the wider political and regulatory context, 
including the implications of the next General Election, as a shift in approach from a future right-

of-centre government could affect the regulatory environment. Succession planning for the next 

Governor of BoE should also be factored into Pay.UK’s engagement approach, with a decision 

expected within the next 15 to 18 months. BoE was likely to seek practical, low-cost progress and 
that, in relation to the future PSO, Pay.UK should aim to reduce noise and present workable 
options. 

 

26.37.9 The Chair stated that Pay.UK should avoid giving the impression that its relationship with FMID 
was fully settled and should distinguish more clearly between engagement with FMID and with 

the wider BoE. Different parts of the Bank responded to different forms of engagement, with 

some more receptive to strategic discussion and others to risk-based arguments. He added that, 

given the pressures on David Geale, Pay.UK should consider how best to maintain the attention 
of other key contacts by continuing to offer value through data and insight. 

 

26.37.10 AB observed that regulatory relationships were often shaped by individuals and could change as 

personnel moved on and suggested that Pay.UK should consider how far those relationships 
could be future proofed on both sides. The Chair added that one distinctive contribution Pay.UK 

could make was the insight it derived from its data, including its ability to monitor the quality and 
frequency of change and patching across a subset of customers in a way that FMID could not 

access elsewhere. 

 
SC left the meeting 
DCr and RJ joined the meeting 

 

26/38 Payment Systems/ Commercial priorities in transition planning and supporting PVDC 
delivery 

26.38.1 RJ raised the need to determine how the costs of the new Vocalink contract and associated 
central infrastructure changes should be recovered from industry and to frame clearly both the 

future industry discussion and the contractual steps required. ME noted that the relevant risks, 
including market disruption risk, had already been identified and should be reflected in the 
overall approach. 

 



PUBLIC 

Page 11 of 15 
 

Classification: Confidential. ©Pay.UK 2026 

26.38.2 RJ stated that Pay.UK was contractually committed to meet its cost obligations to Vocalink 

through to 2033. Options to bring forward payments and build reserves or buffers had been 
considered, and it was recognised that increases would be challenging in the current 

environment and would require contractual variation. She added that the matter was being 
discussed at the Commercial Sub Group (CSG) to build alignment and with the authorities to 

secure their support. 
 

26.38.3 Members discussed whether the industry conversation should begin from the premise that the 
change would proceed and focus on securing agreement to the funding approach. They 
considered the risk that, if no action were taken, a shrinking participant base could leave 

remaining users exposed to a disproportionate share of the residual contract costs. Options 
discussed included collecting funds earlier to build a buffer or reserve, potentially on an 

insurance-style basis, while recognising the difficulty of determining the appropriate amount to 

collect and the likelihood that intervention would be required well before any last-man-standing 
scenario arose. 

 

26.38.4 Members discussed the timing and framing of engagement with industry and the authorities, 
noting the need to protect Pay.UK’s position while avoiding unnecessary complexity or 
confusion. It was recognised that, although the earliest contractual termination point would be 
2030, decisions on future pricing and any buffer or reserve mechanism would need to be 

progressed well in advance, potentially from 2028. Participants were already aware of the broad 

contractual position through earlier engagement and that the issue was becoming increasingly 

prominent in industry discussions. They agreed that the conversation should continue to be 
developed through CSG, alongside parallel engagement with the authorities and through RPIB, 
with further work to refine the available options and identify areas of common ground with 

industry. 

 
26.38.5 MB observed that, whatever happened with the new infrastructure arrangements, participants 

could remain liable for the costs of the current contractual obligations to Vocalink. ME added that 

the immediate focus was on understanding the options permitted by existing contracts and 

laying the groundwork for contractual changes that would create greater flexibility for the future. 
 

26.38.6 JJa noted the need to be clear whether this was a scenario that would require regulatory 

intervention. PW observed that there was a limited window of around 12 months to resolve the 

issue and suggested that, if agreement on new contracts could not be secured, a fallback could 
be to seek agreement to two pricing structures. While participants were currently on a broadly 

level playing field, that position was likely to change over time. 
 

26.38.7 AB questioned why this issue needed to be addressed now and highlighted that the solution 

needed to be identified within a timetable that worked for Pay.UK. She added that the Board 
should be clear that this outcome could not be allowed to occur and should not shy away from 
stating its position, given directors’ duties. LTR added that finding a solution was also in 
participants’ interests. 

 
26.38.8 Members stressed the need for active engagement with participants and the authorities to shape 

a solution that was workable for industry while recognising that the contractual liability to 
Vocalink rested with Pay.UK. The Chair stated Pay.UK should play an active role in facilitating the 

discussion in a timely manner. Members agreed that participants would need clear facts, a range 
of options and a very clear message, including clarity on the contractual backstop and why it was 
in everyone’s interests to avoid that outcome. AB added that Pay.UK should shape the discussion 

more proactively, including through direct engagement beyond CSG. JJa cautioned against 
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assuming that views expressed in committee discussions necessarily reflected the positions of 

participant organisations more broadly. 
 

26.38.9 [Redacted – commercially sensitive].  
 

26.38.10 Members agreed that Pay.UK should communicate the nature of the challenge, and the shape of 
a potential solution, clearly and constructively with participants and the authorities. 

 
RJ and DCr left the meeting 
SC, JM, NH, HL and SF joined the meeting 

 
26/39 Future Payments Vision 

26.39.1 JJa stated that the paper set out emerging thinking on the future PSO structure, distinguishing 

between consumer-facing schemes and infrastructure. The Bank of England was expected to 
decide within the year who would operate future payment systems. Pay.UK should support the 
Bank to maximise its objectives and deliver its work.  
 

26.39.2 Pay.UK’s thinking was based on its lived experience and, rather than go out with a fixed position, 

JJA confirmed that Pay.UK would seek feedback and challenge. An update would be brought to 
Board after engaging with stakeholders. ACTION JJa  
 

26.39.3 SC highlighted the need for all forms of money to be equally robust and how a single PSO 

operating these would deliver benefits of operation with greater efficiency, overseeing the rules 
with a single rulebook, enabling a single liquidity pool, overseeing the supplier relationship and 

managing and operating the messaging layer. Pay.UK had the foundational capabilities required 

to be the single PSO and recognised that the future multi money operation would require it to 
augment its capabilities, specifically in digital assets.  
 

26.39.4 Members considered how much of the future forms of money would be technically new as multi-

money payments would effectively all be different payment types but interoperable.  
 

AV left the meeting  
 

26.39.5 DMO highlighted the challenge in interpreting the Design Authority consultation paper. The 
diagrams in the paper indicated that the thinking for the future payment systems was similar to 

that of the NPA with a single core and interfaces for different types of money and that there would 

be interoperability between settlement and also liquidity. Only on provision of additional detail 
and further specificity would it be clear whether there would be any difference to what was at the 

core of the current payment systems.  
 

26.39.6 Members considered cryptocurrency, how value would convert between the cryptocurrency and 

the CI and the associated operational implications. JJA noted that, in a blockchain context, 

interoperability would depend on the support and structure of liquidity pools, underpinned by a 
consistent set of rules and standards across both digital and non-digital environments. The Chair 

added that Pay.UK would need to be confident in its ability to engage in this space, including 
establishing the credibility to contribute meaningfully to these discussions.  
 

26.39.7 AB noted two potential positioning approaches: either building on Pay.UK’s existing role or 
positioning the organisation as a core component within a wider integrated future model. This 

reflected a strategic choice between actively seeking a central role in the new structure or 
framing Pay.UK as part of a broader ecosystem. JJa observed that the likely direction would be 
the consolidation of existing entities and capabilities (e.g. Open Banking and the Delivery 



PUBLIC 

Page 13 of 15 
 

Classification: Confidential. ©Pay.UK 2026 

Company), with the focus shifting away from legal structures towards how capabilities would be 

combined effectively. AB emphasised that Pay.UK should present a strong proposition based on 
the breadth of capabilities it already managed, positioning itself as integral to integration rather 

than requiring activity to be brought into it.  
 

26.39.8 The Chair noted that articulation of what Pay.UK did differently was not clearly set out, for 

example how some vertical components, such as Bacs, FPS and ICS, mapped to infrastructure or 
consumer-facing layers. If Pay.UK’s future role would be to run infrastructure or, as rules and 
standards authority, then how these roles were fulfilled now and how they extended across the 

infrastructure and schemes needed to be articulated with precision as it would change how 
Pay.UK talked about its current systems.   
 

26.39.9 The Board agreed that further work was needed to sharpen this position, including whether 
Pay.UK’s future role would be as an infrastructure operator, a provider of rules and standards, or 

a combination of both. This required greater precision on current capabilities and how these 
extended across the proposed “stack”.  
 

26.39.10 DP highlighted that while Pay.UK already had a strong skillset in rules and capabilities there were 

open questions around the extent of its role in consumer-facing services, such as CASS, and 

responsibility for fraud management and control.  
 

26.39.11 Members agreed that the paper should explicitly reflect Pay.UK’s role in the ecosystem, 

particularly in relation to setting rules and standards, managing high transaction volumes, and 
ensuring interoperability across systems. This included responsibilities for fair access, financial 

and operational resilience, and oversight of innovation.  
 

26.39.12 SC stated that the next layer of thinking needed to be added into the paper. JJa observed that it 

would be helpful for Pay.UK to provide thought leadership on the interoperability of Central Bank 
Digital Currency, Tokenised Deposits, Stablecoin and the existing payment systems. This would 

give context and substance rather than giving the perspective that Pay.UK provided rules and 
standards now and so should continue to do so in the future. Members discussed how Pay.UK 

would deliver interoperability in a multi-money world today. SC proposed that the paper should 
set out the problem simply and how Pay.UK would solve it. MB added that the starting point of 

some people’s thinking that Pay.UK would not play a part in the future payments vision needed 
to be taken into consideration.  
 

26.39.13 BT noted that the definition of the “CI layer” (thin vs thick) would be critical to Pay.UK’s credibility 

and positioning. Members emphasised the need to articulate clearly how Pay.UK’s current role 

as PSO translated into the future model, without over-prescribing the outcome. Pay.UK should 

position itself as the future PSO for core infrastructure in a multi-money environment, while 

recognising that how this was articulated externally would be a separate challenge. Members 

highlighted the need for Pay.UK to demonstrate a clear understanding of emerging 

developments, such as Stablecoin, to engage credibly with stakeholders.  
 

26.39.14 The Board also noted that, while some network services may be best delivered centrally, others 

(e.g. data sharing) could enable market-led solutions, with clarity needed on where Pay.UK 
should play.  
 

26.39.15 DP highlighted Pay.UK’s existing strength in rules and standards and the potential to extend this 
across the ecosystem, with further consideration required on Pay.UK’s role in consumer-facing 
services, including switching and fraud. It was noted that centralised delivery could remain 

appropriate for certain functions, such as account switching, however broader questions 
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remained on structure and whether a single or federated model would best support a consistent 

user experience.  
26.39.16 DP stated that the Executive felt that Pay.UK had the skills and capabilities to run the future 

payment systems and asked Board if it was confident that Pay.UK wanted to be the PSO for the 
Central Infrastructure in a multi-money world.  
 

26.39.17 Members discussed whether the paper should set out an objective position or a balanced 
assessment of options, noting some ambiguity between describing the future model and 
advocating for Pay.UK’s role. LT emphasised the importance of intellectual rigour and coherence 

before moving to external positioning.  
 

26.39.18 The Board agreed that Pay.UK should set out a clear, evidence-based view, drawing on its 

experience, while avoiding over-reach. This should include articulating the case for and against 
different models, recognising wider market and policy challenges (including investment 

incentives and consumer outcomes).  
 

26.39.19 DP stressed the need for a clear and confident position, balancing ambition with realism to avoid 
being marginalised. The Board broadly supported a strong role for Pay.UK in core infrastructure 

(resilience and central functions), with openness on wider ecosystem design.  
 

26.39.20 Members agreed that Pay.UK should anchor its position in PVDC objectives, particularly 
interoperability, rules and standards, and enabling innovation, while being clear on where 

responsibilities could sit with others (e.g. consumer-facing schemes). On consumer-facing 
services, the Board noted that existing services should remain with Pay.UK in the near term, while 

the future model (particularly A2A and potential competition with card schemes) required further 
clarity, including governance and operating structure.   
 

26.39.21 Members considered the number of entities that could be stood up to run the future payment 
systems and noted that there was an opportunity to review and refresh some of the current 

complexities. It was likely that stakeholders would prefer consolidation and a simpler structure. 
 

26.39.22 Members agreed that, for continuity, consumer-facing elements should remain with Pay.UK at 
the centre. The paper should set out the challenges and options without taking a firm position on 

matters such as A2A.  

 
NH, HL, JM and SC left the meeting 
LLR joined the meeting 

 

26/40 Risk Deep Dive 

26.40.1 LLR stated that the Principal Risks had been updated to reflect both internal and external context, 

with no material increase in exposure. 
 

26.40.2 [Redacted – commercially sensitive]. 

 
AB left the meeting 

 

26.40.6 [Redacted – commercially sensitive].  
 

AV rejoined the meeting 

 

26.40.11 [Redacted – commercially sensitive]. 
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CGR, JJa and DCr left 

KD joined the meeting 
 

26/41 Vocalink 
26.41.1 KD noted that Vocalink had matured significantly over the past three to four years while 

continuing to deliver critical services. Vocalink’s 2030 strategy focused on protecting core 
services, strengthening resilience and creating optionality through an access layer to support the 

wider ecosystem and delivery of the National Payments Vision. 
 

26.41.2 [Redacted – commercially sensitive]. 
 

AV left the meeting. 
 

26.41.13 [Redacted – commercially sensitive]. 
 

26.41.16 Vocalink reaffirmed its commitment to supporting Pay.UK and continuing to invest in resilience, 

capability and the future evolution of the payments ecosystem. 
 

KD left the meeting 
 

26/42 Closing Business 

26.42.1 The date of the next meeting and the forward agenda planner were both duly noted. 
 

26/43 Any Other Business 
26.43.1 As there was no further business the Chair thanked all present and closed the meeting at 16:26. 

 


