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Audit, Risk & Assurance Committee
Date 21 June 2018
Report title Investment Portfolio Governance Audit Update 

2018

Accountable Chief 
Executive

Deborah Cadman, OBE
Chief Executive of the WMCA
Deborah.Cadman@wmca.org.uk
Tel: 0121 214 7552

Accountable 
Employee

Sean Pearce, WMCA Director of Finance 
Tel (0121) 214 7936
Email Sean.Pearce@wmca.org.uk

Report to be/has been 
considered by

None

Recommendation(s) for action or decision:

The Audit, Risk & Assurance Committee is recommended to: 

1. Note the progress made to date against the original actions in the Internal Audit 
findings for [11.1 to 11.8].

2. Note timescales for completion of recommendations from Arcadis review [section 3].

3. Note the detailed review of Investment Portfolio governance and control processes 
under taken by Arcadis [Appendix 1].
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Purpose of Report

1. This report has been produced to provide in flight assurance to the Audit, Risk & Assurance 
Committee that progress has been made against the original recommendations in the Internal 
Audit review of Investment Portfolio Governance Arrangements for Programme Approval & 
Appraisal. It is set out in two parts, first a summary narrative on the progress made internally 
following the appointment to key senior posts within WMCA and the action plan developed as 
part of the audit and second a focused summary to provide a clear update on actions agreed.

Update on Assurance Framework and Governance Review and Timeframes

2. The development of actions to address key audit findings as well as the internal process to 
strengthen assurance on the Investment Programme has been supported by the 
Commissioning of Arcadis to support development of the Assurance and Governance 
Framework as well as Benefits Realisation alongside a wider maturity assessment of the 
Investment Portfolio. This was commissioned in two parts and will be reported to the 
Investment Board initially. Set out in the action plan above are those areas relevant to the 
Internal Audit Report review. 

3. The work has been commissioned in two phases, with the first focusing on confirming the 
current position and work required and Phase 2 delivering the key elements of that work .The 
outcome of phase one was to confirm that the WMCA Assurance Framework is suitable to 
deliver the assurance on the Investment Portfolio and that this needs to be enhanced and 
updated to reflect the changing nature of the programme. The Phase 1 work highlighted the 
development of an Investment Portfolio strategic direction, defined end to end process 
developments, how integrated programme management can be applied and opportunities to 
develop standardisation in the approval processes and efficient monitoring and measurement 
of cases put forward. This supported the development of strategic and operational risk 
management at all stages of programme. One key area that has developed since the Internal 
Audit Report is an increased level of performance management and support from the PMO 
function to help deliver governance and assurance processes across the Portfolio as 
recruitment to key posts has progressed and a restructure of the team approved.

4. This has all been supported by an improved level of reporting at a ‘Portfolio’ Level of the 
Investment Portfolio rather than solely a focused report on each Investment Decision at 
Investment Board and WMCA Board where key decisions are required at that level. 

5. Phase 2 of the review is currently being concluded with internal review prior to reporting into 
the Investment Board in July or September 2018 (the chair of the Investment Board will be 
changing given the AGM later this month). Key processes and guides will be strengthened to 
set out a high-level guide on securing funding from the investment portfolio and put forward a 
clear and simplified end to end process for an enhanced and effective governance structure. 
The outputs will ensure that there is alignment between WMCA and the delivery organisations 
on goals and requirement of the investment portfolio as well as setting out the WMCA structure 
to help delivery organisation secure funding through the governance process. 

6. Based on recommendation from the review of the Investment Portfolio Controls and 
Assurance, a draft document to define an enhanced governance and assurance framework 
has been agreed for internal consideration in June 2018 in line with the commitments provided 
to Audit, Risk and Risk Assurance Committee and an initial Portfolio Level Benefits Map 
created
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Strengthened & Defined Interfaces with Internal Teams and Agreed Terminology

7. To help embed the recommendations from the Arcadis review, internally it has been 
recognised that WMCA need to use clear and consistent terminology to support the 
governance and assurance arrangements for the Investment Programme. This will assist in 
supporting in the understanding of the various different boards and roles of complimentary 
teams in this operational environment across the wide group of stakeholders.

a. Consistent use of Project, Programme & Portfolio terminology
i. To help embed consistent and correct terminology. The Investment Programme 

will be correctly referred now to as the Investment Portfolio which contains a 
collection of Programmes and Projects.

b. Strengthened compliance, appraisal and assurance arrangements

i. Arrangements within the Portfolio Management Office have been strengthened 
following the internal audit review to ensure compliance to WMCA Assurance 
Framework. Business Cases submitted by the Delivery Organisations need to 
ensure that they comply with the requirements specified in the Assurance 
Framework.

ii. Appraisal processes for assessing business cases have also been strengthened. 
A consistent set of questions are asked to assess all business cases submitted 
to Technical Appraisal Panel. This outcome along with the assurance review is 
submitted to the approvals boards prior to informing the decision making 
processes.

iii. An independent Programme Assurance team is established separate from the 
Portfolio Management Office. The independent team is able to challenge the 
business case submissions and ensure that compliance to agreed controls is 
being followed. The Programme Assurance team will also undertake a level of 
independent project/ programme assurance review based on a risk complexity 
model. This is complimentary to the operational and process compliance 
assurance undertaken by the Portfolio Management Office. 

c. Role & Responsibilities of the Delivery Organisations 

i. To help distinguish the roles and responsibilities of WMCA as a (part) funder of 
the Major Programmes/ Projects and a Delivery Organisation. A Delivery 
Organisation has not been defined as the organisation responsible for the project/ 
programme across the whole lifecycle from initiation to delivery. The Delivery 
Organisations will be either a constituent or non-constituent authority 
organisation, LEP or Transport for West Midlands. 

Additional Resources/ Appointments to support the delivery of the Investment Portfolio

8. In the lead up to the Internal Audit Review on Investment Portfolio in August 2017 there had 
been several personnel changes for posts related to the Investment Programme. 

9. At a Strategic Director Level, to help strengthen the governance arrangements for the 
Investment Portfolio ahead of the Arcadis review being concluded, the Director of Finance 
(Sean Pearce) was appointed in October 2018 who is overall accountable lead of the delivery 
of the Investment Programme. Julia Goldsworthy also joined WMCA as Director of Strategy 
and will ensure that the Investment Portfolio continues to be aligned to the SEP. 
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10. Most recently, a new post for Head of Strategic Programme Delivery has specifically be 
created to lead the Programme Management Office, HS2 Programme Delivery team and 
WMCA Project Management team. Specifically in relation to the Investment Portfolio, this 
postholder will be accountable for maintaining and operating the Investment Programme 
governance. The Head of Strategic Programme Delivery will be the lead officer responsible 
for the overall programme delivery and oversight for the Investment Portfolio and commences 
employment at the WMCA in early July 2018.
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Summary of Progress against Internal Audit Actions Quick Wins

11. Considerable progress has been made against the original internal audit recommendations:

Audit Action Owner Timescale Objective Status RAG
11.1 Assurance 

Framework 
and Project 
Approval

Director of 
Finance - 
Sean Pearce

December 2018

March 2018

Longer term objective
1. Governance,  Roles & Responsibilities 

and Assurance Framework Review

Quick Win
1. Implementation of Investment 

Programme Risk Register 
2. Investment Programme governance 

services support 
3. PMO will be accountable for Investment 

Programme records
4. PMO accountable for monitoring/ 

tracking risks/ change control requests 

The Longer Term action is on track in terms 
of the reviews currently underway. The 
intention remains that the outcome of the 
review is fully implemented by the target date.

The Actions referenced as Quick Wins have 
been implemented with the Risk Register 
having been developed internally being 
reported for the first time into the Investment 
Board in July or September 2018.

Governance Services support the democratic 
processes that include the Investment Board 
and WMCA Board with the West Midlands 
Development Capital Ltd supporting the 
Investment Advisory Group. 

AMBER/ 
GREEN

75% 
Complete

11.2 Governance 
of Technical 
Appraisal 
Panel

Director of 
Finance - 
Sean Pearce

December 2018

March 2018

Longer term objective 
1. Review membership, Review interface 

with performance group and embed 
green book best practice

2. How is CA gaining technical assurance?

Quick Win
1. TAP Attendance recorded 
2. Investment Programme governance 

services support 
3. TAP revised roles, sign off due diligence 

process for business case appraisal 

The Longer Term action is on track and forms 
part of the current review referenced in the 
previous section now being considered 
internally in June 2018.

Quick Win actions are implemented and 
Governance Services is specifically referenced 
above.

Specifically the ACD document has been 
revised to better support decision making.

AMBER/ 
GREEN

75% 
Complete
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4. ACD document development for action 
tracking 

11.3 Pre-Project 
Lifecycle 

Director of 
Finance - 
Sean Pearce

December 2018

March 2018 

Longer term objective – part of wider 
governance review 

Quick Win
1. Performance management group 

confirm process for evaluating change 
control requests and alignment to SEP 
priorities (prior to implementation of 
scheduling exercise) 

Quick Win action 1 has been implemented. 

Definition of a robust change control process 
is underway.  This also forms part of the 
overall Assurance review currently underway

Governance arrangements have been 
developed to consider Change Requests 
currently and they are reviewed by CA 
representatives on the Investment 
Performance Management Group and require 
sign off by the Investment Board dependent 
on value.

A process for approving Programme Change 
Control requests is being operated with 
Change Requests at a portfolio level forming 
part of the scheduling work.

GREEN

100% 
Complete

11.4 Project 
Appraisal, 
Scoring & 
Evaluation 

Director of 
Finance - 
Sean Pearce

December 2018

June 2018

March 2018 

Longer term objective – part of wider 
governance review 

Medium Term – review of DEIM

Quick Win
1. Development of TAP checklist
2. Operational improvements for TAP 

meetings to strengthen due diligence 

The Longer Term objective is currently on 
track and incorporate into the review 
referenced above.
Quick Win actions 1 & 2 have been 
implemented.

Appraisal documentation is now utilised for all 
projects which ensures that consideration is 
given to projects alignment to SEP and this is 
scored accordingly.

AMBER/ 
GREEN

75% 
Complete
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Review of DEIM is being considered as part of 
wider Governance Review aligned to the work 
on Benefits realisation.

11.5 Business 
Case 
Governance

Director of 
Finance - 
Sean Pearce

December 2018 Longer term objective – part of wider 
governance review 

This is a longer term objective and part of the 
scope of current review scope. 

N/A

11.6 Local 
Assurance 
Process

Director of 
Finance - 
Sean Pearce 

March 2018 Quick win
1. PMO to ensure that documentary 

evidence is obtained in all instances 

Quick Win action 1 has been implemented.

Process has been updated to request 
documentary evidence.  Details of evidence 
are provided in the individual Assurance 
Covering Documents for each project

GREEN

100% 
Complete

11.7 SEP Board Director of 
Finance - 
Sean Pearce 

December 2018

July 2018

Longer term objective – part of wider 
governance review to understand the role of 
SEP Board 

Quick Win
1. Establishment of benefits realisation 

role 
2. Economic Intelligent Unit to support 

scheduling exercise

Quick Win action 1 has been implemented.

Scheduling work is currently underway though 
Mayor and Constituent Authority Leaders and 
an update will be provided once this work has 
been completed. Full reporting of the current 
position with regard to future approvals is 
provided to the WMCA Investment Board. 

AMBER/ 
GREEN

75% 
Complete

11.8 Monitoring & 
Evaluation 
Plan

Director of 
Finance - 
Sean Pearce

December 2018

March 2018

Longer term objective – part of wider 
governance review 

Quick Win
1. Need to confirm that all FBC have 

submitted their monitoring and 
evaluation plans

Quick Win action 1 has been implemented.

The PMO now checks to ensure that all 
documentation required as part of FBC, 
including monitoring & evaluation plans, is 
provided

Further strengthened by use of appraisal 
documentation. This is being applied to the 3 
Programmes that have reached FBC.

GREEN

100% 
Complete
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Assurance Provision to ARAC

12. The longer term actions from the Internal Audit date were given a target date of 
implementation of December 2018 due to the Arcadis Review. Phase 1 of the Arcadis Review 
identified any issues and areas for improvement around the governance, process and the 
operational team structure (output is attached). Phase 2 has now been produced in draft form 
to share with the Investment Board in the first instance in July or September 2018. Phase 2 
further details recommendations of how issues can be addressed as highlighted in Phase 1. 
Task & Finish groups are also to be set-up to prepare action plans for each of the 
recommendations. It is the expectation that Task & Finish activity concludes in July 2018 and 
then an implementation plan is developed. 

13. A follow-up internal audit would be independently undertaken by the internal audit team to 
confirm that the actions from the internal audit have been implemented. The findings of the 
audit would be shared with Audit, Risk & Assurance Committee. 

Conclusion 

14. Progress being made against the Internal Audit Report is on track with key work currently 
underway through a review commissioned to be delivered alongside internal resource. The 
appointment of the new Head of Strategic Programme Delivery will reinforce the leadership 
in this area and working together with the PMO Manager, the Team Manager for Project 
Management and the HS2 Growth Manager the plan continues to be to deliver the 
improvement programme in full to support the Investment Portfolio Internal Audit Review and 
wider aspirations of the Combined Authority for the Programme.


