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1 Purpose of the Report

1.1 This report provides the Council's management response to the findings and
recommendations of the Project Management Task and Finish Group (TFG). It sets out
where actions are already underway, where additional work is required, and how the
Council will embed a more consistent, disciplined and capacity-led approach to
managing projects.

2 Recommendations
2.1 That the Executive:

e Notes the findings of the Task and Finish Group.

e Agrees the management response and proposed actions set out in Section 6.
e Agrees that progress against the agreed actions is reported to Transformation
and Corporate Programme Board and reviewed by Internal Audit within the

timeframe suggested by the Task and Finish Group.

3 Implications and Impact Assessment

Implication Commentary
Financial: There are no financial implications arising directly from this
report.

Human Resource: There are no HR implications arising directly from this report.
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Legal:

There are no legal implications arising directly from this report.

Risk Management:

There are no risk management implications arising directly
from this report. The recommendations will ensure that project
management methodology and documentation is improved to

minimise risk.

Property: There are no property implications arising directly from this
report.
Policy: There are no policy implications arising directly from this report.

Positive

Neutral

Negative

Commentary

Equalities Impact:

A Are there any aspects
of the proposed decision,
including how it is
delivered or accessed,
that could impact on
inequality?

There are no equalities implications
arising directly from this report.

B Will the proposed
decision have an impact
upon the lives of people
with protected
characteristics, including
employees and service
users?

The proposed decision does not have any
impact upon the lives of people with
protected characteristics.

Environmental Impact:

There are no environmental impacts
arising directly from this report.

Health Impact:

There are no health impacts arising
directly from this report.
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ICT Impact: X It is suggested that the implementation of
the recommendations and of ongoing
service improvement plans will contribute
to an improvement in this area.

Digital Services Impact: | x It is suggested that the implementation of
the recommendations and of ongoing
service improvement plans will contribute
to an improvement in this area.

Council Strategy X It is suggested that the implementation of
Priorities: the recommendations and of ongoing
service improvement plans will contribute
to an improvement in this area.

Core Business: X It is suggested that the implementation of
the recommendations and of ongoing
service improvement plans will contribute
to an improvement in this area.

Data Impact: X It is suggested that the implementation of
the recommendations and of ongoing
service improvement plans will contribute
to an improvement in the way in which the
Council manages its data.

Consultation and The officers involved in the TFG’s work are named in Appendix
Engagement: B.

4  Executive Summary

4.1 The Task and Finish Group has undertaken a detailed review of project management
practice across the Council, including deep dives into Care Director v6 and iTrent Phase
1. Their report recognises that project management maturity has increased, supported
by the consolidation of project management expertise in the Projects Service, a fit for
purpose methodology, and improved project governance through Transformation and
Corporate Programme Board.

4.2 However, the review also highlights recurring issues, particularly regarding resource
planning, the management of suppliers, use of contractual levers, earlier definition of
scope, baseline and tolerances, and the need for a consistent approach to risk,
dependencies and change control.
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4.3

5

The Council welcomes the report. Many of the recommendations align with
improvements already underway, including the standardisation of documentation, the
use of clear benefits tracking, development of a central lessons-learned repository, and
modernisation of procurement and contract management training. This response sets
out how the remaining recommendations will be addressed.

Supporting Information

Introduction

5.1

5.2

A Task and Finish Group was established by the Scrutiny Commission, now the
Resources and Place Scrutiny Committee, to review the Council’s approach to major
project management, including detailed examinations of Care Director v6 and iTrent
Phase 1. Its report was presented to the Committee in March 2026.

This section reviews and responds to the 25 recommendations arising from the
Committee’s work, which were developed by the Task and Finish Group following the
evidence it considered. The Group’s report is provided in Appendix B and sets out its
objectives, the witness and documentary evidence examined, and its findings against
the agreed scope. The recommendations are included within that report. Appendix A
contains the covering report presented to the Resources and Place Scrutiny Committee.

Background

5.3

5.4

5.5

The Task and Finish Group reviewed the Council’s project management methodology,
the way procurement and contracting decisions are made, the pressures created by
limited resources and workforce capacity, the effectiveness of governance and
escalation routes, the causes of delivery failures and approaches to recovery, and the
lessons arising from both Care Director v6 and iTrent Phase 1.

Their report sets out 25 recommendations across procurement, resources, deliverables,
risk, governance and audit. These are outlined in the table below. Many of the cultural
and technical issues they identified reflect the themes highlighted in earlier reviews,
including the London Road Industrial Estate lessons-learned report.

The Council accepts all of the findings described below and recognises the need to
embed improved practice more systematically through stronger governance, better
training, clearer documentation and a more realistic approach to resource planning.

Procurement, contracts and supplier relationship management

Ref. | Recommendation Accepted? | Status

1. For all major projects, suppliers must be Yes Now reflected in
asked to confirm what project procurement
management methodology they will be documentation,
using. with suppliers

asked to set out
their delivery
approach and
project
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methodology at
tender stage for
major projects.

The Council must look 24 months ahead Yes A forward view of
to identify where software support key system
agreements for business critical systems contracts is being
are due to expire and procure developed through
replacements in good time to avoid service planning
unnecessary risk. and ICT oversight
to identify renewals
and replacements
earlier.
Before commissioning major IT projects, Yes This is being built
there should be a full evaluation of all into commissioning
potential procurement options. This should and project
be informed by the views of technical staff initiation, with
and other stakeholders who work with stronger upfront
existing systems and suppliers. Any options appraisal,
concerns raised should be captured in the technical input and
risk log, which should be passed to the clearer capture of
project team once procurement is risks before
complete. procurement
completes.
The Council should develop and maintain | Yes ICT sign-off is now
a live list of all IT systems and how they expected for all
are integrated. This must be consulted system
when procuring all new IT systems to procurements, and
ensure the necessary system compatibility work is underway
and functionality is specified and could be to strengthen the
delivered by the new supplier. Any live view of core
procurement of new IT systems should be systems and
signed off by the Council’s ICT Service integrations.
and the Project Sponsor.
Wherever possible, the Council should Yes The direction of

seek to adopt standard business
processes/working practices to avoid the
need for IT product customisation, since
bespoke changes can lead to unnecessary
delays, project costs and risks.

travel is
established
through current
project design, with
stronger challenge
to unnecessary
customisation and
greater focus on
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adopting standard
processes.

6 Contracts for new IT systems must require | Yes This expectation is
suppliers to provide complete systems being strengthened
(including all necessary middleware and through revised
technical integration software) and procurement and
associated product support for the life of contract
the contract. documentation for

critical systems,
particularly where
integration and
support
arrangements are
material.

7. Procurement timescales should factor in Yes Commissioning
the potential for slippages, or failure to timelines are being
secure a new contract or, in extremis, the reviewed to allow
need to restart the procurement process. more realistic lead-

in, contingency for
slippage, and
stronger alignment
between
procurement and
delivery planning.

8. As part of due diligence, financial checks | Yes Procurement and
must be carried out on all contracts for Commissioning are
business critical goods and services in developing a more
order to be assured of the providers’ consistent
financial viability. This needs to be done approach to
as part of the tender process, and at least supplier due
annually thereafter as part of routine diligence, including
contract management. This should be strengthened
done by an officer from Finance, Audit, or financial checks for
Procurement & Commissioning. critical contracts.

9. Contract payments should be aligned Yes Gateway and

clearly with project gateway review
success. Large pre-payments before
projects commencement should be
avoided. Final payments should be set at
an appropriate level to cover snagging

contract
documentation is
being tightened so
payment profiles
better reflect
delivery
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issues and incentivise providers to milestones,
complete in a timely manner. assurance points
and completion of
outstanding issues.

10. | Contracts for critical services should Yes Further work is
include exit clauses to facilitate the planned to develop
handover of work and the onboarding of practical exit
the new supplier at the end of the contract. guidance and
The professional service rates should be strengthen
clearly stated in the contract for exit handover
services to be provided by the supplier. In requirements for
many cases, the project/contract manager critical contracts
will be agreeing the detailed exit plan and systems.
within a certain time period of contract
signature, so it may be useful to develop
guidance on this.

11. | In addition to all project managers, all Yes Mandatory contract
Managers at Service Lead and above management
should have contract management training training is being
as part of their induction, with refresher developed jointly
training every three years thereafter. across Projects
Service Leads should ensure there is a Service,
documented service review of all major Procurement and
contracts under their purview at intervals Legal, with an
according to Recommendation 8 above. expectation that

this becomes part
of management
induction and
refresh.
Project resources
Ref | Recommendation Accepted? | Status
12. | Cost benefit analysis should be Yes Projects Service is

undertaken over the lifetime of projects to
inform decisions about delivery
mechanisms. Similarly, there should be
detailed up-front planning, mapping and
costing of resources to inform the
decision about whether to deliver projects
using internal or external resources. A
clear risk statement must be presented to

using stronger
resource and
pipeline planning,
with business cases
expected to set out
capacity, delivery
options and the risks
of resource
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the Project Board and Senior Leadership commitment more
Team of resource commitment before clearly.
approval of project commencement.

13. | Data ownership risk must be fully Yes Risk ownership and
recorded in project and handed over to handover
business on go-live. Full mitigation of the expectations are
data loss risk must be adhered to at all being reinforced
times. through project

documentation,
particularly for data
migration, data
guality and post go-
live accountability.

14. | All major projects must make use of Yes RACI matrices are
RACI matrices to: now part of the
¢ |dentify who is Responsible for fstandqrd approach

delivery of each task. or major projects
. : and are being
e Clarify who is Accountable for
decisions or delegations related to che_cke(_j 'Fhro_ugh
that task. project mmapon and
e Specify who must be Consulted gateway review.
before decisions are made about the
task.
¢ |dentify who needs to be kept
Informed of progress.

15. | Staff, who need to manage major Yes This is recognised
projects or be significantly engaged on as a live challenge.
these projects should not be asked to do Expectations are
this on top of business-as-usual activity. being strengthened
Instead, staff should have their that significant
substantive roles backfilled to allow them project roles must
to focus on any major projects they are be matched by
managing, or external project backfill, external
management support should be bought support, or agreed
in. If this is not possible, then reduction in BAU
consideration should be given to what demands.
activities can be paused/scaled back for
the duration of the project.

16. | Single points of failure should be avoided | Yes Corporate teams,
where an individual member of staff is particularly ICT, are
the sole subject matter expert within the beginning to identify
organisation. and mitigate single

points of failure
through succession
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planning, knowledge
sharing and use of
external specialist
support where
needed.

17. | All projects must be properly scoped at Yes Scope definition has
the outset, with all West Berkshire been strengthened,
Council actions and dependencies fully with clearer initiation
detailed. The scope must be signed off requirements, earlier
by all services that are key to delivery of involvement of
a project, and resources must be delivery services
allocated to tasks prior to project plans and stronger sign-off
being signed off. expectations before

plans are baselined.

18. | Under the detailed project planning Yes Dependency
process, project dependencies must be mapping is being
identified, mapped, monitored and embedded more
reported to the Project Board to highlight consistently through
the implications of amending project delivery planning
timescales. Delays in the delivery of and governance
major projects must be taken into reporting, with
account when planning future staff workload
workloads. implications

increasingly

considered where

slippage occurs.
Project deliverables

Ref | Recommendation Accepted? | Status

19. For each project, there must be a clearly Yes Stangiard
stated set of requirements that must be requirements and

outcomes

achieved in order for the project to be
considered successful. Consideration
should be given to use of the MoSCoW
technique when defining these
requirements.

The MoSCoW method is a prioritisation
technique. It is used in software
development, management, business
analysis, and project management to

documentation is
being introduced at
project initiation, with
MoSCoW
prioritisation
increasingly used to
define minimum
viable delivery.
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reach a common understanding

with stakeholders on the importance they
place on the delivery of

each requirement.

The term MOSCOW itself is

an acronym derived from the first letter of
each of four prioritization categories: M

- Must have, S - Should have, C - Could
have, W - Won't have.

solutions for critical systems, or moving a
critical system from a server-based
solution to a hosted platform at the same
time as undertaking a complex change /
upgrade are considered to be excessive
risks and should be avoided.

20 | Large projects should be completed in Yes Phased delivery is
phases, with business-critical aspects already being used
delivered first. more deliberately on

larger programmes,

with greater focus on

sequencing critical

outcomes first and

reducing

implementation risk.
Risk management

Ref | Recommendation Accepted? | Status

21. | All major projects must have risk Yes Projects are now
registers that are kept updated and expected to maintain
reported to the relevant project board on internal risk registers
a regular basis. This must not be and report them
delegated to the supplier. routinely through

project boards rather
than relying on
supplier-owned logs.

22. | For ICT projects, adopting new/unproven | Yes This learning is

informing current ICT
practice, with
stronger challenge
where projects
combine major
change, hosted
platform moves or
unproven solutions in
critical services.
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Project governance and decision-making

Ref | Recommendation Accepted? | Status

23. | All projects must define tolerances around | Yes Time, budget and
time (project milestones), budget and resource tolerances
resources at the outset, and these must are now expected
be the central focus for RAG progress as part of project
reporting. Any deviation (or risk of baselines, with
deviation) from baselined tolerances must exceptions
be reported as project exceptions and escalated through
options to either accept the deviation or to project boards and
take another option must be recorded in corporate
the Project Board Decision Log. governance routes.

24. | Change logs must be used to track all Yes A standard change
modifications to a project's scope, log has been
schedule, budget, or deliverables, adopted and is
documenting the "what, when, who, and being embedded
why" for each alteration. The Change Log across major
should indicate whether the project needs projects to improve
to be re-baselined. Every change should traceability of
be analysed for any deviation this may or decisions, scope
will cause to the agreed tolerances (see movement and re-
Recommendation 23). baselining where

required.
Audit
Ref | Recommendation Accepted? | Status
25. | Itis recommended that Internal Audit Yes This will be built into

should undertake a further review 18
months after this report has been
considered by the Executive. This would
establish whether the accepted Task
Group recommendations have been
implemented, and whether they have
been effective in addressing the identified
concerns. A summary of the findings
should be reported to the Governance
Committee.

the forward internal
audit plan following
Executive
consideration, with
reporting back to
Governance
Committee and
corporate
programme
governance.
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Proposals

5.6 The proposed management response to these recommendations is set out below.
Procurement, contracts and supplier management

The Executive accepts recommendations 1-11.

Actions already taken or underway include:

« Procurement Strategy refresh, including strengthened market engagement, supplier
checks and commercial risk analysis.

« Early sight of expiring contracts via a forward plan aligned to service planning cycles.

« Strengthened contract management expectations for all project managers and
Service Leads, with mandatory training being developed jointly by Procurement,
Legal and Projects Service.

« Arequirement for Projects Service and ICT signoff on all IT system procurements,
ensuring compatibility and architectural integrity.

e Revised gateway documentation and pathway to mandate clear alignment between
contractual milestones and payment schedules.

New actions will include:

o Developing practical guidance on exit planning for ICT systems and other critical
contracts.

« Establishing an annual financial viability check cycle for suppliers of critical systems,
aligned to Procurement’s forward plan.

2. Project resources
The Executive accepts recommendations 12—18.

This area is a known structural challenge given the size and capacity of the organisation.
Actions underway include:

« Creation of a resource and pipeline tracker within the Projects Service to support
delivery and pipeline planning and identify capacity pressure points.

e Stronger scoping requirements before project approval, including a clearer statement
of constraints, staff availability and required skillsets.

« Introduction of RACI matrices as standard for all major projects, with compliance
monitored at gateway reviews.

e Increased use of external specialist support where internal capacity or subject-matter
expertise is insufficient, as delivered through the Mosaic programme.
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Further actions will include:

« Strengthened expectations in business cases about backfilling or pausing BAU
activity when significant project roles are required.

o Development of a process for assessing and mitigating single points of failure,
particularly in ICT.

e A consistent method for mapping dependencies and reflecting them in project
delivery plans.

3. Project deliverables
The Executive accepts recommendations 19-20.
Actions:

e Mandating the use of a standard baseline of “requirements and outcomes” schedule
at initiation.

e Incorporating MoSCoW prioritisation into stage gate documentation to support clear
definition of minimal viable product and phased delivery.

4. Risk management
The Executive accepts recommendations 21-22.
Actions:

o Mandate risk management templates for projects, requiring an internal corporate risk
register and prohibiting supplier-owned risk registers as the sole mechanism.

e Requiring active risk review at every project board meeting and escalation of red
risks within Tier 1 projects to Transformation and Corporate Programme Board.

« Specific guidance for ICT projects on hosted platforms, major upgrades and adoption
of unproven or first-of-type systems.

5. Project governance and decision-making
The Executive accepts recommendations 23-24.
Actions:

« Tolerances for time, budget and resources now form mandatory project baselines,
with exceptions escalated through the governance hierarchy.

« A standard change log has been adopted, with requirements for version control,
decision records, and assessment of cumulative deviation against tolerances.

o Stage gates have been refined to emphasise challenge, evidence and assurance
rather than procedural compliance.
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6. Audit

The Executive accepts recommendation 25.

Actions:

6.1

7.1

7.2

7.3

8.1
8.2
8.3

Internal Audit will schedule a follow-up review 18 months after Executive
consideration of this report.

Audit findings will be reported to Governance Committee and shared with
Transformation and Corporate Programme Board.

Other options considered

No alternative options were considered, as the report responds to the findings and
recommendations of the Task and Finish Group and sets out the Council’s management
response.

Conclusion

The Executive welcomes the work of the Task and Finish Group and recognises the
depth and seriousness of the review that has been undertaken. The findings provide a
clear and evidence-based assessment of both the progress that has been made in
strengthening project management practice and the areas where further improvement
is required. Management agrees that some of the issues identified are longstanding and
that addressing them requires sustained attention, consistency of approach and a
realistic assessment of capacity and capability.

Many of the recommendations align closely with changes that are already in progress,
including the consolidation of project management expertise, strengthened governance
arrangements, improved procurement planning and clearer expectations around risk,
tolerances and accountability. The report reinforces the direction of travel and provides
additional clarity on where practice needs to be embedded more consistently across the
organisation.

Management is clear that improving how major projects are scoped, resourced,
governed and delivered is essential to reducing risk, supporting staff and securing better
outcomes for residents. The actions set out in this response are intended to ensure that
learning from past projects is applied systematically, rather than on a case-by-case
basis, and that progress is subject to ongoing scrutiny and assurance.

Appendices
Appendix A — Equity Impact Assessment
Appendix B — Task and Finish Group cover report

Appendix C — Task and Finish Group full report
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Subject to Call-In:

Yes: [ ] No: [X

The item is due to be referred to Council for final approval ]
Delays in implementation could have serious financial implications for the Council ]
Delays in implementation could compromise the Council’s position: ]

Considered or reviewed by Scrutiny Commission or associated Committees, Task Groups
within preceding six months

Item is Urgent Key Decision []

Report is to note only []
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Equity Impact Assessment

Section 1. Summary details

Directorate and Service
Area

Resources- TCI

What is being assessed
(e.g. name of policy,
procedure, project, service
or proposed service
change).

Management response to the Project Management Task and Finish Group (TFG) report, including
strengthened governance, procurement, project resourcing, and risk management arrangements.

Is this a new or existing
function or policy?

Existing function. This proposal strengthens and standardises current project management practice across
the Council.

Summary of assessment

Briefly summarise the policy
or proposed service change.
Summarise possible
impacts. Does the proposal
bias, discriminate or unfairly
disadvantage individuals or
groups within the
community?

(following completion of the
assessment).

The proposal relates to internal governance, processes and project delivery methodology rather than a direct
change to services. No direct adverse impact on individuals or groups with protected characteristics has
been identified. The changes are expected to have an indirect positive impact by improving the consistency,
reliability and quality of project delivery, reducing the risk of service disruption and supporting more effective
design and implementation of services. Potential indirect risks (e.g. changes to prioritisation or resourcing)
are mitigated through strengthened governance, oversight via Transformation and Corporate Programme
Board, and requirements for equality considerations to remain embedded in project-level decision making.

Completed By

Gabrielle Mancini

Authorised By

Date of Assessment

2/6/26
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Section 2: Detail of proposal

Context / Background

Briefly summarise the
background to the policy or
proposed service change,
including reasons for any
changes from previous
versions.

The Task and Finish Group reviewed the Council’s approach to project management, identifying recurring
issues in areas such as resource planning, procurement, risk management and governance. The
management response sets out actions to address these findings and improve consistency and discipline
in project delivery

Proposals

Explain the detail of the
proposals, including why this
has been decided as the best

course of action.

The proposals include: standardisation of project management documentation and methodology;
strengthened governance and oversight arrangements; improved procurement and contract management
practices; clearer resource planning and use of RACI principles; and enhanced risk and change control
processes.

Evidence / Intelligence

List and explain any data,
consultation outcomes,
research findings, feedback
from service users and
stakeholders etc, that supports
your proposals and can help to
inform the judgements you
make about potential impact
on different individuals,
communities or groups and our

Evidence is drawn from the Task and Finish Group report, case study reviews of major projects, internal
audit findings, and lessons learned from previous project delivery.
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ability to deliver our climate
commitments.

Alternatives considered /
rejected

Summarise any other
approaches that have been
considered in developing the
policy or proposed service
change, and the reasons why
these were not adopted. This
could include reasons why

doing nothing is not an option.

Doing nothing was not considered appropriate due to identified weaknesses and associated risks. Partial
implementation was discounted on the basis that inconsistent application would not address systemic
issues in project delivery.




Equity Impact Assessment

Section 3: Impact Assessment - Protected Characteristics

SlElEelse Any actions or SHlia Timescale and
Characteristic No Positi N : D . £l ANy d owner* (*Job o
Impact ositive | Negative escription of Impact mitigation to reduce Title monitoring
negative impacts Organisa;tion) arrangements

Age No direct impact None

- - identified.
Disability 0 0 No dl_r_ect impact None

identified.

Gender No direct impact None
Reassignment = - identified.
Marriage & No direct impact None
Civil [] O identified.
Partnership
Pregnancy & No direct impact None
Maternity O O | identified.
Race No direct impact None

- - identified.
Sex No direct impact None

- S | identified.
Sexual No direct impact None
Orientation - O | identified.
Religion or O O No direct impact None

Belief

identified.
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Section 3: Impact Assessment - Additional Community Impacts

Additional community Action
impacts No Any actions or owner Timescale and
Impact Positive | Negative | Description of impact | mitigation to reduce monitoring
P negative impacts (*Job Title, | arrangements
Organisation)

Rural communities No direct impact None
= O | identified.

Areas of deprivation No direct impact None
O O Jidentified.

Displaced No direct impact None

communities - - identified.

Care experienced No direct impact None

people U O | identified.

The Armed Forces O O No direct impact None

Community

identified.
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Section 4: Review

Where bias, negative impact or disadvantage is identified, the proposal and/or implementation can be adapted or
changed; meaning there is a need for regular review. This review may also be needed to reflect additional data and
evidence for a fuller assessment (proportionate to the decision in question). Please state the agreed review timescale for
the identified impacts of the policy implementation or service change.

Review Date N/A

Person Responsible for
Review

Authorised By

EDI employee related EQiA’s should now be sent to Human Resources hrenquiries@westberks.qgov.uk.
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