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Introduction and Scope  
 
We have completed an audit of South Holland District Council’s project management 
arrangements as part of the agreed audit plan for 2012/13.  Project Management is a 
crucial procedure for a council. All projects need to be carefully controlled to ensure 
they deliver the planned outcomes, are completed within the expected timeframes 
and within budget. 
 
Following high profile concerns raised around the Red Lion Quarter project, a 
Performance Monitoring Panel Task Group review took place that identified 
measures to address the weaknesses identified, including those relating to project 
management. The report and action plan recommended a management review over 
the project management process. 
 
Our audit has been completed while SHDC are still completing this review and will 
help to inform the council’s new arrangements.  
 
As part of our audit, we have also looked at the project management of two 
significant projects to ensure the procedures followed are robust. These projects are: 
 
� Holland Markets  
� Joint review of Environmental Health Services in Breckland Council and South 

Holland District Council 
  
These projects had already commenced when the new project management 
procedures had been agreed and were still underway at the time of the audit. 
 
Our review has considered the budget monitoring arrangements in place for these 
two projects. We have looked at the effectiveness of the financial management 
system for monitoring project spend against budget and how managers are using the 
system as part of our budget management audit. 
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Executive Summary  
 
 
Limited Assurance 
 
Our review has confirmed that management are taking positive steps to respond to 
the findings of the Scrutiny review of the Red Lion Quarter project. CMT have 
agreed a new Project Management Framework that sets out the roles and 
responsibilities of senior management, the Programme Board and Members. At 
present we cannot give a higher level of assurance as some processes are still 
being developed and others are not yet embedded. 
 
We identified areas where project management arrangements could be further 
strengthened: 
� Include clear responsibility within the governance framework for CMT to ensure 

all business cases have been appropriately ‘independently stress tested’ before 
approval 

� Ensure there is a timetable in place for completing review of guidance and 
providing staff with project management training. This is key to ensuring a pool 
of project managers is available 

� Add further guidance to the project management toolkit on areas such as 
stakeholder engagement and estimating project budgets 

� Develop a formal approach to sharing the lessons learnt on one project with 
others that are in progress 

 
To support the delivery of projects, the Council is to create a pool of fully trained and 
experienced project managers. The lead in time to develop staff, and future capacity 
issues could impact on the effectiveness of this approach. 
 
As the two projects we reviewed are currently in progress, we have not been able to 
follow the process through from end to end. Although we found that they have not 
utilised the current toolkit documents, overall we were able to confirm that 
appropriate project management principles are being followed  
 
 
 
Direction of Travel 
 

 
 
          Improving 
           
Management already have clear ideas around the actions 
needed to strengthen project management arrangements. 
These just need to be finalised and embedded. Our 
recommended improvements will contribute to this work.  
  

 
 
 
 
 
Other areas where improvements should be made include: 
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� Ensuring the projects listed on Performance Plus are up to date and introducing a 

‘gatekeeping’ mechanism through the Performance Board that controls the 
addition of new projects 

� Introducing a formal mechanism to determine what is a ‘significant’ project 
� Adding Impact Assessments to the project management process 
� Adding extra guidance to the toolkit on: 

o getting stakeholder feedback on a project 
o how to estimate costs for a planned project. 
o applying lessons learned from previous projects to current projects to avoid 

the same issues happening again 
� Ensuring a robust assessment is undertaken on allocating the project manager 

role: 
o considering costs to a project of using external project managers rather 

than in-house staff 
o the potential impact on day to day service delivery of pulling senior staff 

away from their job to be part of a pool of project management staff 
 
We found the following areas of good practice: 
 
� Agreed procedure in place for all projects to have a project board and a sponsor 
� A project management toolkit is available and is currently being refreshed and 

updated 
� Budget management process in place for monitoring the project spend over it’s 

lifecycle 
 
We would like to thank Ben Wood, Mark Stanton, Steve Udberg and Nigel Burch for 
their time and help during the audit. 
 
 
Management Response  

 

 

 
Recommendations 
 

 
No 

 
All to be completed by: 

High Priority  
 

5 1st April 2013 

Medium Priority 8 
 

3rd July 2013 

This is a balanced report that recognises the recent improvements that management 
is implementing to strengthen project management in the authority. The 
recommendations will help us embed the new arrangements and will assist 
measuring our progress. It also accommodates the need for a proportionate 
approach in doing so and we have welcomed the challenge and support of our 
colleagues in Audit Lincolnshire. 
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Findings, Recommendations and Agreed Actions  

 

 
No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

1 The new project management 
framework sets out clear governance 
responsibilities for CMT, member 
groups, programme and project 
boards.  
 
However at the time of the audit, 
these responsibilities had only just 
been agreed by CMT and so we 
could not confirm that the groups will 
operate as expected. 
 

Ensure that all groups are clear on 
governance arrangements and 
their roles and responsibilities as 
defined within the project 
management framework.  
 
CMT should periodically review 
arrangements in place to ensure 
they are working effectively. 

It is intended that the newly 
created Programme Board will 
provide the quality assurance 
role and update CMT that the 
governance arrangements are 
operating as expected and the 
roles and responsibilities are 
embedded. 

Medium Ben Wood, 
Business 
Development 
Manager 
 
3rd July 2013  

2 The scrutiny report on the Red Lion 
Quarter project recommended that 
the council’s project management 
system include a policy that allows for 
business plans to be ‘independently 
stress tested by professionally 
qualified persons’.  
 
This assessment is a key element in 
the project management process and 
ensures the business case is realistic. 
 
This is not referred to in the proposed 
governance arrangements.  
 
 

The project management 
framework should set out when an 
‘independent stress test’ is 
appropriate – we suggest for 
significant projects. 
 
CMT should have the 
responsibility to assess whether 
this requirement has been 
adequately met. 

Agree that CMT have the 
responsibility to assess that an 
appropriate level of stress 
testing has been satisfactorily 
conducted. This will be 
completed for all future 
significant projects from this 
point onwards. 

High Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

3 The current project management 
toolkit does not include a process for 
or guidance to advise project staff on 
stakeholder consultation.   

The project management toolkit 
should include guidance to project 
management staff around 
stakeholder engagement. This 
should clearly state when 
stakeholder engagement is 
required, how to identify who 
stakeholders are as well as 
methodology for conducting it.  
 
Stakeholder engagement should 
also be covered in the training that 
staff receive. 
 

The project sponsor is 
responsible for deciding 
appropriate stakeholder 
engagement requirements in 
the early stages of the project. 
The methodology will be 
updated to include information 
on this. 
 
 
Training will have a section on 
stakeholder engagement. 
 
 

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 

4 Key to the success of a project is an 
experienced and trained project 
manager. The agreed process for 
appointing a project manager is to be: 
 
� select from within the team 

conducting the project, if 
experience and capacity allows 

� assess availability of an officer from 
the pool of project managers that 
SHDC is to create 

� appoint external staff to manage 
the project 

 
Where officers are project managers 
and continue to deliver the ‘day job’, 
capacity issues may arise that impact 

Ensure there is a robust 
mechanism for assessing the 
most appropriate appointment as 
project manager, including: 
 
� Costs of an external project 

manager 
� Capacity of internal staff to 

deliver project and operational 
role.  

 
There should be a procedure built 
into the toolkit and included in the 
guidance to allow the project 
managers to quickly and easily 
escalate any issues they may 
have to the Project Board. 

Agreed. This will be a role for 
the project sponsor. This will 
be built into the project 
management procedure 
documentation. 

High Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

on both the project and service 
delivery. 
  
In addition, capacity issues and 
training needs may result in a shortfall 
in the number of staff within the 
organisation that can provide the 
skills required. The council may be 
heavily reliant on external staff, which 
will increase project costs.  
 

 

5 At present there is no Impact 
Assessment completed for projects. 
This process allows project teams to 
evaluate the effect that their project 
will have on staff, the local 
community, the local economy and 
the environment. 
 

This assessment should be 
undertaken for all projects that the 
authority decides are "significant".  
 
 
 
 
 
 
The requirement should be 
included within the guidance and 
discussed in the training. 
 

Within the current Committee 
report template there are 
sections to be completed that 
would match an Impact 
Assessment’s requirements. 
These sections will be 
reviewed to assess if they 
meet these requirements. 
 
The training and guidance will 
be updated to include this.  

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 
 

6 Training and guidance available to 
staff is currently being updated. HR 
have been asked to provide a new 
training schedule for staff but due to 
other commitments they are unable to 
provide this until the end of the year.  
 

Management should agree a 
timetable for delivery of training 
and guidance documentation. 
 
This is key to ensuring officers are 
aware of what is expected and 
that projects are managed 

There is still no defined date 
for when the training and 
guidance will be provided but 
the pool is expected to be 
running in Q4 2012/13. A 
review date for audit to check 
progress has been set up for 

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

The toolkit for staff is also currently 
being revised and updated to match 
the framework that was agreed by 
CMT. This includes the project 
management site on SHINE. 
 

effectively. February 2013. February 2013 

7 The project framework refers to 
‘major’, ‘large’ and ‘small’ projects 
and sets out the route a ‘significant’ 
project should follow. 
 
There is no clear definition of what is 
defined as a "significant" project and 
what is a standard project. Currently 
this is decided by CMT, but is a 
judgement on individual projects 
rather than through a defined and 
agreed method. 
 

To provide consistency, a scoring 
system could be adopted. 
 
We have provided details of the 
approach used by Lincolnshire 
County Council. This allows 
projects to be ranked by criteria 
such as cost, impact on the local 
area and estimated time to 
completion.  
 

Agreed. The scoring 
processes that are followed at 
LCC and Breckland will be 
reviewed. The Programme 
Board will then agree and 
adapt the process to allow a 
consistent methodology for 
SHDC.  

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 

8 Performance Plus holds details of the 
Council’s projects for monitoring and 
reporting. Discussion with officers and 
review of the list of projects 
established that a number of these 
are not in fact projects and are just 
day to day pieces of work. 
 
We understand that the Programme 
Board is to review the list of projects 
at the next meeting and remove 
everything that is not a project.  

To ensure consistency, the 
Programme Board should approve 
the addition of projects to 
Performance Plus. 
 
 

Agreed. Between December 
and March the projects listed 
on Performance Plus will be 
reviewed and re-categorised. 
 
The Programme Board will 
then perform a gatekeeper role 
for all future pieces of work 
when deciding which section 
of Performance Plus to add 
them to. 

High Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

9 There is no guidance in the toolkit to 
help managers to develop realistic 
project budgets. If a project is 
significantly underestimated, it may 
become overspent or a project might 
have to be abandoned partway 
through. 
 

Guidance should be available to 
project management staff as part 
of the toolkit. This should also be 
a part of the training provided. 
 
Management should consider the 
role CPBS Business Partners 
could play in providing advice on 
setting project budgets and 
signing off that budgets are 
realistic. 
 
For ‘significant’ projects, it may be 
appropriate for sign off by S151 
Officer. 
 

We will reinforce the message 
that managers engage CPBS 
Business Partners at an early 
stage so that the financial 
implications for any project are 
clear in the Finance section of 
the committee report.  
 
Business partners will also 
support projects and set up 
appropriate systems to allow 
the project's budget to be 

managed effectively. 
 
Training and guidance will be 
updated to include sections on 
project budgets. 
 

High Mark Finch, 
Section 151 
Officer 
 
Review current 
situation on 1st 
April 2013 

10 There is a project evaluation 
document that is completed when a 
project ends. This has a lessons 
learnt section that allows the team to 
highlight any good practice or 
problems that occurred over the 
course of the project. The information 
could then be applied to other 
ongoing projects.  
 
The evaluation document is currently 
passed to the Programme Board but 
there is no formal process to examine 

Consider adding a more formal 
procedure to assess lessons 
learnt and how they could be 
applied to the role of the 
Programme Board. 
 
 
Completed evaluation documents 
should also be made available to 
other project management staff. 

Agreed. The Programme 
Board will complete this role. 
They will capture the 
information and will pass to 
Scrutiny Committee on a six 
monthly basis. 
 
A section will be added to 
Performance Plus to allow 
project teams to see lessons 
learnt. 

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

and apply the lessons learnt at this 
time. 
 

11 We could not identify evidence to 
confirm the project for Joint Review of 
Environmental Health Services in 
Breckland and SHDC was formally 
agreed at CMT. 
 
We recognise that management are 
receiving updates on the progress of 
this project. 
 

All significant projects should be 
signed off by CMT and this 
agreement should be minuted and 
retained.  
 
To provide a complete record, we 
recommend that a copy of this 
minuted agreement is also 
retained with the project 
documentation. 
 

Agreed. This was a one off 
and the correct procedure will 
be followed in the future. 
 
 
The draft committee report 
where the project was agreed 
will be signed off by CMT and 
retained with the project 
documentation. 

Medium Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 

12 The risk register for the 
Environmental Health Services review 
has not been updated since 
November 2011.  
 
Regular review of risks is a key part of 
managing a project. 

The Programme Board should 
advise all projects that their risk 
registers must be kept up to date. 
  
We recommend the Programme 
Board reviews a sample of risk 
logs as an ongoing process to 
ensure that they have captured all 
appropriate risks and that they are 
being kept up to date. 
 

Agreed. This reminder will be 
passed through to teams. 
 
 
Agreed. This will be added to 
the Programme Boards 
responsibilities to provide 
assurance that the task is 
being completed and project 
teams will be made aware of 
this. 
 

High Ben Wood, 
Business 
Development 
Manager 
 
Review current 
situation on 1st 
April 2013 

13 Review of the 2 projects sampled 
confirmed project management has 
followed Prince 2 principles, but the 
documentation used by the project 
groups differed to those held in the 

The Programme Group should 
decide if other templates can be 
used rather than the standard 
ones provided in the toolkit.  
 

Agreed. SHINE will be 
updated to accommodate the 
new framework. The projects 
will vary in size so we would 
expect the process to be 

Medium 
 

Ben Wood, 
Business 
Development 
Manager 
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No Findings 

 
Recommendations 

 
Agreed Actions 

 
Priority 

 
Responsibility 
& Timescale 

toolkit on SHINE.  
 
 

If the toolkit documents are to set 
a framework rather than be 
mandatory, there should be a 
review process in place to ensure 
the alternative documents contain 
sections for all of the required 
information and are therefore fit 
for purpose. 
 

scalable. One area that will be 
mandatory will be milestone 
reports that will be required at 
key stages of the projects 
lifecycle and monitored 
through the performance plus 
system. 

Review current 
situation on 1st 
April 2013 
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Low Priority Advisory Comments 
 
The following items are advisory comments arising from the audit, which management may wish to consider implemented to 
improve the system or performance. 
 

 
No Findings 

 
Advisory Comment 

1 The documented process flow for project management 
states that a Project Sponsor can give approval to their own 
project.  
 
 

Ensure that guidance makes it clear that self approval is not 
appropriate for ‘significant’ projects. 
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Assurance Definitions
1
 

Full Assurance 
 
 

Our critical review or assessment on the activity gives us a high level of 
confidence on service delivery arrangements, management of risks, and 
the operation of controls and / or performance. 
 
The risk of the activity not achieving its objectives or outcomes is low. 
 
As a guide there are a few low risk / priority actions arising from the 
review. 

Substantial Assurance 
 
 

Our critical review or assessment on the activity gives us a reasonable 
level of confidence on service delivery arrangements, management of 
risks, and operation of controls and / or performance. 
 
There are some improvements needed in the application of controls to 
manage risks. However, the controls are in place and operating 
sufficiently so that the risk to the activity not achieving its objectives is 
medium to low. 
 
As a guide there are low to medium risk / priority actions arising from the 
review.  

Limited Assurance 
 
 

Our critical review or assessment on the activity identified some 
concerns on service delivery arrangements, management of risks, and 
operation of controls and / or performance. 
 
The controls to manage the risks are not always being operated or are 
inadequate. Therefore, the risk of the activity not achieving its objectives 
is medium to high. 
 
As a guide there are medium and a few high risk / priority actions arising 
from the review.   
 
Our work did not identify system failures that could result in any of the 
following: 
- damage to the Council’s reputation 
- material financial loss 
- adverse impact on members of the public 
- failure to comply with legal requirements 

No Assurance 
 
 

Our critical review or assessment on the activity identified significant 
concerns on service delivery arrangements, management of risks, and 
operation of controls and / or performance. 
 
Our work identified system failures that could result in any of the 
following: 
- damage to the Council’s reputation 
- material financial loss 
- adverse impact on members of the public 
- failure to comply with legal requirements 
 
The controls to manage the risks are not being operated or are not 
present. Therefore the risk of the activity not achieving its objectives is 
high. 
 
As a guide there are a large number of medium and high risks / priority 
actions arising from the review. 

 

                                                 
1 The assurance opinion is based on information and evidence which came to our attention during 
the audit.  Our work cannot provide absolute assurance that material errors, loss or fraud do not 
exist. 


