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1

INTRODUCTION

Background to the Project

1.1

1.2

1.3

1.4

Ambition North Wales (ANW) — formerly the North Wales Economic Ambition
Board (NWEAB) — is a partnership of the six Local Authoritiesin North Wales,
as well as Bangor University, Wrexham University, Coleg Cambria and Grwp
Llandrillo Menai. The private sector has also supported the partnership through
the North Wales Mersey Dee Business Council and the Business Delivery
Board.

Via delivery of Growth Deal projects, Ambition North Wales’s ambition is to
facilitate clean growth, supporting an uplift in GVA and the creation of a
significant number of new jobs through investing over £1bn in the local
economy with £240 million of the investment coming from Welsh Government
and UK Government through the North Wales Growth Deal.

A Portfolio Management Office (PMO or ‘the Operation’) has been established
to deliverthe Growth Deal on behalf of Ambition North Wales. The PMO is part
funded by the European Social Fund (ESF) — Priority Axis 5 Public Services
Reform and Regional Working. The ESF funds are managed by the Welsh
European Funding Office (WEFO) via the Welsh Government. The ESF project
runs from April 2019 - June 2023. (Note: an operational Logic Model has been

includedas Appendix|, with relevant commentary made throughoutthis report).

The Growth Deal aims to deliver projects under five key programmes, namely:
e Low Carbon Energy

e Digital Connectivity

¢ Innovation in High Value Manufacturing

e Land & Property

e Agri-food & Tourism

Evaluation Process

1.5

In August2022, The Innovation Partnership Ltd (TIP or ‘the Consultants’) was

successful with its tender to undertake Assessment of the ESF-Funded North



Wales Regional Growth Vision Enabler (NWGVE) Project. The Assessment
consisted of three primary Phases:

e Phase 1: Inception Report

e Phase 2: Mid-Term Evaluation Report

e Phase 3: Final Evaluation Report

1.6  Figure 1 outlines the staged methodology employed for the evaluation phases,
as agreed at the inception meeting of Phase 1. A blended approach of primary
and secondary research facilitated robust triangulation of information and

evidenced the causal relationship between intervention and impact.

1.7  The evaluation process adhered to GDPR/Cyber Essentials regulations and
followed evaluation guidance set by WEFO and all Government advice in
relation to ESIF funding and the impact of Covid-19.

Figure 1: Evaluation Methodology

Key:
Phase 1 only Phase 3 only
. All phases
1.8 ltispertinentat this juncture to note that the above methodology encompassed

agreed changes from the methodology as proposed in the Consultant’s initial

proposal, namely:



1.9

1.10

1.8.1 The original Stage 2: ‘Scoping Interviews’ was removed. It was agreed
that key evaluation personnel in terms of steering the evaluation were
present at the inception meeting and, as primary internal and external
stakeholders would be interviewed in-depth during Stages 5 and 6 of the
evaluation process, in order to minimise the time requirements on such
individuals and to avoid ‘survey fatigue’, scoping interviews were not
required at this stage.

1.8.2 It was agreed that Stage 4: ‘Comparative Review' should be brought
forward from Phase 3 of the evaluation to Phase 2 in orderto strengthen
the evidence base on which to assess distance travelled against the
base line position and to put the evaluation exercise on a firmer footing.

1.8.3 It was felt that a survey of project beneficiaries would notadd significant
value to the exercise, as the nature of the evaluation is around regional
collaboration and the main beneficiaries of thatwould be included in the
stakeholderinterviews. To thisend, resource was reallocated to facilitate
an increased number of interviews and a ‘deeper dive’ during the
stakeholder personal interview programme in Phase 2 (Stages 5 and 6).
All changes were agreed by the ESG at inception meeting stage.

1.8.4 For Phase 3, due to the relatively short amount of time between
submission of the Phase 2 report and undertaking the final evaluation
exercise, it was felt that a select number of personal interviews
encompassing Programme Managers and the PMO Head of Operations
would be most appropriate. A list of stakeholder consultees has been
provided as AppendixIl, with the GDPR-compliantTopic Guides used to
direct discussions (pre-agreed with the PMO Team and WEFO, provided
as Appendix lll.

The Phase 1 Inception Report, confirming the methodology and reporting
procedures, and identifying stakeholder groups for interview, was completed
and submitted to Ambition North Wales in August 2022.

The Phase 2 mid-term evaluation sought to ascertain progress and
performance against the pre-intervention baseline and provide an evidence
base for demonstrating distance travelled, establishing a basis for comparing

the situation before and afterintervention. Inferences as to the effectiveness of



1.1

the PMO and its ability to achieve its goals, and recommendations for future

activities were provided. The Mid-Term Evaluation Report (Phase 2) was
submitted to Ambition North Wales and WEFO and signed offin February 2023.

Following completion and sign-off of Phase 2, the Consultants met with

members of the PMO team to agree specific activities for Phase 3, as outlined

below:

Presentation of Phase 2 Results

It was agreed that the Consultants would deliver two presentations, :

The PMO Team - the Consultants delivered a PowerPoint presentation to
the PMO Team and Programme Managers on 13 February 2023 outlining
the key findings from the mid-term evaluation (Phase 2) exercise. Time was
allocated to allow feedback and to discuss/identify areas to be includedin
the proposed Action Plan.

Wider Stakeholders — At the time of completing this Phase 3 report, the
presentation to the wider stakeholdergroup was still to take place. Attendees
to be decided by Ambition North Wales butlikely to include members of the
regional partnership (local authorities, universities and colleges), leads of

the respective Boards and wider stakeholders interviewed during Phase 2.

Follow-up Interviews and Development of an Action Plan

Follow-up research questionsto be addressed in this Phase 3 report were
agreed between the Consultants,the PMO team and WEFO (topic guides
included as Appendix lll). An interview programme with PMO Programme
Managers and the PMO Head of Operations (Appendix Il) was undertaken,
with analysis of information obtained during the interview process provided
in Section 2 of this report.

Linkingdirectly to the key observationsand recommendationsdetailed in the
Phase 2 mid-term evaluation report, the Consultants worked alongside
members of the PMO Team to develop an Action Plan for ongoing PMO
activities. Observations/recommendations to be actioned were identified,
with associated activities outlined and prioritised (High Priority/Immediate
Start through to Low Priority/Long-Term). The Action Plan is provided in
Section 3 of this report.

Production of Case Studies



It was agreed that the Consultants will provide three case studies to showcase
the additionality brought about as a result of PMO operations to this point,
illuminating theimpact of PMO activities and bringingthe evaluationtolife. Case
studies were informed through follow-up telephone interviews or visits with
willing participants (PMO Team, Project Sponsors if relevant) and a review of
relevant desk material. Each case study was professionally prepared with
images and graphics (including all relevant logos), to be used either as
standalone documents or included in annual reports etc. Case studies have
been provided as Appendix IV of this report.

Follow-up Meeting with Cardiff City Region

Completion of the comparative review aspect in Phase 2 identified that
enhanced communications between the PMO and Cardiff City Region Teams
would be beneficial and, to this end, an official meeting was to be facilitated by
the Consultants as part of Phase 3. When the time came to progress such
activities, it was agreed between all parties that communications between the
PMO and Cardiff Teams were now regularand ongoing, negating the need for

an official ‘follow-up’ meeting as part of Phase 3.



2.1

2.2

INTERVIEW PROGRAMME ANALYSIS

For the purposes of this Phase 3 exercise, the Consultants held personal
interviews with four members of the PMO Programme manager group, and a

follow-up interview with the PMO Head of Operations.

The key findings from the interviews have been provided below under the
following themes:

e Current Project Status

e PMO Activities

e Cross Cutting Themes

e Action Plan/Future Activities

Current Project Status

2.3

24

It was acknowledged by all Programme Managers that there have been delays
to this point, with only one project, the Digital Signal Processing Centre, Bangor

University, getting to delivery stage at the time of completing this exercise.

It is pertinentto identify that Programme Managers believed thatthose projects
for which the Ambition North Wales “holds the reigns” are on track, with, for
example, a hydrogen project being undertaken underthe Low Carbon Energy
programme moving forward through the business case process as agreed with
the Board. Digital Connectivity (underwhich the DSP Centre at Bangoris being
delivered), has three other projects beingled by Ambition North Wales, with
one going for final approval shortly. The decision was taken to run two of the
three projects side-by-side as both are dependenton new digital infrastructure.

‘It just made good sense to do that and we can take those decisions when the

projects are managed by Ambition North Wales.”

Programme Managers identified that those projects that are capital-build, site-
specific projects have often been impacted by what could be termed “typical”
delays — consent issues, match-funding issues, cost-related issues, with
inflationary pressures in particular having a significant impact on project

delivery over recent times.



2.5

When pressed to identify what could be done to mitigate such issues,

Programme Managers commented that timelines, particularly in those projects

thatinvolve a capital build, are influenced by two primary issues:

Projects have, at times, set unrealistic timescales, which it could be argued
is a result of funders putting pressure on sponsors to show that they can
deliver. Things then get delayed and pressure is felt from
politicians/government, compounding the issue.

It was identified that the challenge with scheduling is that projects
applications are examined 18 monthsin advance and alot can change. It is
difficult to factor in unforeseen issues that regularly influence big capital
projects. It was commented that there is a degree of recognising that it is
extremely challenging to schedule capital projects and extremely
challenging to deliver with no delays. Timelines are put together by the
projects so ultimately funders are reliant on the projects coming up with
sensible schedules that have had expertinput when being determined.
“When we started on the Growth Deal journey, a lot of these projects were
at very early stages. We set out timelines for 20 projects, the vast majority
of which were years away from the start of construction. So, from the word
go we possibly made a rod for our own back and we’ve been playing catch-
up ever since. Combined with the macro-economic factors over the last few

yeatrs, it has been a very challenginglandscape in which to deliverprojects.”

Programme Managers also identified that delays have been caused by, for

example, reviews by Welsh Government, but that projects are now moving

forward and the focus is on picking up time where possible.

Overall, Programme Managers recognised limited progress to this point but

were confident that momentum is building. Examples from within specific

programmes include:

Low Carbon Energy currently has two OBCs (Outline Business Cases)
beingbroughtforward for partner-led projects andthe two projects on which
Ambition North Wales is leading have key milestones coming up, one being
establishing a competitive process to bring a partner on board (hydrogen
project), planned for June 2023.



e Land and Property project ‘Former North Wales Hospital in Denbigh’, a
Local Authority-owned project had issues and required an extra £3m of
funding to “fill the gap”. The team are now expectingan OBC by the end of
summer 2023, and a possible FBC (full business case) by the end of the
year, with demolition work on site beginning in early 2024. ‘Holyhead
Gateway’ is also progressing, with an OBC expected in late Autumn 2023,
and FBC early 2024.

PMO Activities
Logic Model

2.6

2.7

When asked about the Logic Model, the consensus was that the model is, for
the most part, still relevant in that it is well-structured and remains useful in
setting out the roles, accountability, and reporting functions in a robust way.
There was acknowledgement that, moving forward, adaptability may now be
more important than fixed processes and that the PMO must be responsive to
project requirements as the Growth Deal moves into a delivery phase where

more flexibility is needed.

Many external stakeholders revisited the Logic Model for the purposes of the
Phase 2 evaluation, with the majority commentingthatit remains fit-for-purpose
and relevant. There was recognition that increased flexibility within the model
will be advantageous as the Operation focuses on project delivery. In terms of
its relevance for the achievement of indicator outputs and long-term objectives.
Interviewees commented that the Operation is generally on track to deliver
everything that was set outin the Growth Vision Business Case and captured
in the Logic Model, but recognised there was a delay of approximately 12
months. During Phase 2, one stakeholder commented that:

“The Logic Model provides a focal point for what we do. We have now
developed good relationships with the Welsh Government and the Welsh
Office, who directly input info central government. What we are doing now is
demonstrating clear leadership on a lot of the Growth Deal activities. We have

established a real Centre of Excellence in terms of befter business case

10



development and we have a collective team of specialists, with greater

experience and ability.”

Performance Against Indicator Targets

Table 1: Progress Against Funding Indicator Targets

2.8

29

Since progress againsttargets was discussed in the Phase 2 mid-term report,
it can be seen that both the Project Management Framework and the Economic
Recovery Prospectus were signed-off in 2022 (July and October respectively),
with the Benefits Realisation indicator being claimed in December 2022 andthe
Carbon Biodiversity Methodology receiving RME approval on 25 January 2023
(both outputs claimed in the January 2023 quarterly submission to WEFO).

Performance against indicator targets has been an area of strength for the
Operation, with all indicator targets being achieved or, indeed, exceeded.
Discussions with the PMO Team regarding the two most recently signed-off
tools, i.e. Benefits Realisation and Carbon Biodiversity Methodology, idenftfy
that both tools are being used. The benefits realisation software is now being
used to report on project benefits. Each Programme has a benefits plan and
logic model and all projects that sit within a programme are required to align to

the relevant Benefits Realisation plan. The Carbon Biodiversity Methodology

11



will be applied to all of the Growth Deal projects. In order to gain a shared
understanding across the region, a supported learning programme has been
set up and offered to all partner organisations. The learning is focusing on
completing the assessments for selected current Growth Deal projects. The
PMO Team acknowledges that the second part of such training has been
delayed to ensure the projects are at the right stage to undertake the
assessments. This activity is now due to take place on 18 October 2023,
with 20 participantstakingpartin the training. Additionalfundinghasalsobeen

secured to do a second cohort which will likely take place later this year/early
2024.

Best Practice

2.10 When asked to identify best practice/added value provided by the PMO Team,

2.1

stakeholders, including Programme Managers, were able to highlight specific
areas in which they believed best practice had been developed but also
recognised that a lot of such work probably goes on “behind the scenes” and
should be promoted more.

“What stakeholders need to accept, and it is probably our fault for not letting
them know, is that we do more than what the common perception is. We need
to identify and promote consequential benefits. We need to be seen as a

resource for other communal activities across North Wales.”

It was also proposed that some of the best practice developed has been done
so through trial and error, with processes beingrefinedoutof learntknowledge.
For example, it was commented that:

“From 2019-2020, we spent a lot of time in a state of flux and did not have the

knowledge to produce sharp decision-making. This has changed.”

Stakeholders believed that the tools/methodologies developed by the PMO
team, with the possible exception of the Recovery Prospectus, remain highly
relevant, with several representing best practice. It was commented that the full
value of such tools will only be observed once the methodologies are

embedded and utilised, which will be when the delivery stage intensifies.

12



2.12

213

“We are bringing on board potentially four new projects, most of which have not
gone through the OBC process yet and this is where the methodologies will

come into play.”

The majority of interviewees identified the ‘Benefits Realisation’ and the
‘Carbon Emissions and Biodiversity’ work undertaken by the PMO Team to be

an area of best practice, with the work “needing to be recognised”.

One interviewee believed the Carbon Emissions and Biodiversity Methodology
to be a very ambitiousdocument, but ‘possibly the best in the UK, certainly best
practice”. The documentwas seen as critical to driving Net Zero requirements,

particularly in any projects that encompass construction of buildings.

It was asserted that such work has been identified as exemplar by the two
governmentsandthatitis importantto highlightthatthe work has assisted other
PMOs and Growth Deals.

“There is a risk that benefits realisation is an afterthought. | would be surprised
if any other Growth Deal has done as much work on benefits realisation as us.

The work that has been done is next level — certainly an area of best practice.”

“‘Such methodologies add value to the business cases and ensure that Well-
being of Future Generations (Wales) Act (WFGA) and Net Zero targets are
accommodated.”

It should be noted that one interviewee believed the Benefits Realisation work
to be a substantial part of the setup, but could possibly benefitfrom being more

agile, possibly lighter touch.

The Project Management Framework is viewed as robust and comprehensive,
a tool that is used internally and with the projects. One Programme Manager
commented that he believed other PMOs view the Framework as close to best
practice. One Programme Manager did believe that the Framework could
include a stronger risk evaluation element, which aligns with views putforward

by wider stakeholders in the Phase 2 evaluation report.

13



214 Asidentifiedin the Phase 2 report, the Recovery Prospectus was viewed by all

stakeholders as ‘of its time’ but highly relevant at that time. The Recovery

Prospectus may have been superseded by new economic challenges, but it

was highly relevantin its time.

Consequential or ‘Unintended’ Benefits

2.15 Over and above the methodologies developed by the PMO team, interviewees

believed the added value provided by the team, including sector-specific

examples, included:

Five-Case Business Model Expertise — Programme Managers identified
that the Team has built understanding in this area and can share that

knowledge with the various stakeholders and government.

“This has created better know-how and practices — we have raised the bar.
Within our projects, we need to take this through to economic benefits -

employment, GVA and wellbeing.”

Facilitation of Engagement with Industry — the example provided related
to the energy sector specifically, identifying that the role of the PMO team
has “regionalised” discussions on the energy sector, fillinga gap in the
process.

“Pre-PMO there wasn'’t a regional forum to discuss/consider energy — you
can’t deal with energy locally; it has to be regionally/nationally in terms of
infrastructure.” It was believed that, through the structures putin place with
the Programme Boards, a platform has been created for significantly more
regional partner working/collaboration. It was recognised that such activity
is intangible in nature and difficultto measure — bringing people together,
the snowball effectetc. — but interviewees believed that such activity can be
directly attributed to the work of the PMO Team and what has been done
through the programmes.

It was identified that the PMO is now leading on significant strategic
energy deliverables for the Region, steering the Regional Energy
Strategy anddelivering Local Area Energy Plansforall the Local Authorities,
under a project manager/coordinator role on their behalf.

‘Because we set up the PMO and because we did a good job with the

energy programme, Government views us as a delivery vehicle for getting

14



2.16

217

stuff done in North Wales. Therefore, the PMO has added a huge amount
of value in the energy space, with significant stakeholder engagement

encompassed within such activities...at a programme and a project level.”

Promotion of the Digital Sector — Programme Managers believed the
PMO to be “the go-to people on digital for the whole of North Wales”.
Through the Digital programme, technology is put on the agenda for local
leaders. It was commented that the Team has lifted the bar on whatcan be
done digitally, over and above that over the Growth Deal.

Programme Managers believed that the PMO gives stakeholders, be they
businesses, otherregions etc, a “touch point’, i.e. stakeholders know they
have someone that they can contact to get a regional perspective on the
relevant sectors, which can facilitate the right introductions, the right
discussions. One interviewee commented that this is a significant benefit of
the PMO and that:

“If you tried to quantify some of the partnerships/collaboration we have
enabled simply by existing and making those introductions, you would
probably find that we have leveraged more investment from such activities
than we have through the Growth Deal projects. Because you can’t measure
this, or broadcast it as it is often sensitive information, it gets missed. This
benefit needs to be stressed — we provide an entry point for the region and
things happen from there.”

Interviewees acknowledged thereis a needto properly define the consequential
benefits of PMO activities and to better promote such impact to regional
stakeholders:

“What stakeholders need to accept, and it is probably our fault for not letting
them know, is that we do more than what the common perception is. We need
to identify and promote consequential benefits. We need to be seen as a

resource for other communal activities across North Wales.”

The Consultants believe that there is the potential for significant consequential
impact from PMO activities as a result of a widening role for the PMO in
deliveringat the regionallevel. This scenariowas identified duringthe mid-term

evaluation review and could encompass consolidated services which each of

15



2.18

the LAs could access, with the PMO Team being a strategic representative for
the issues of the Region. The future role of the PMO could potentially be a
centralised economic delivery arm for the Local Authorities, but mission creep
would need to be carefully monitored.

When asked if they believed the PMO provides value for money (VfM), it was
the view of the majority of interviewees that it has but it would possibly be
difficultto justify to this point. All interviewees, however, believed that VM will
become more evident and will be significant, when a critical mass of projects
enter the delivery phase.

Cross Cutting Themes and WFGA

2.19

2.20

2.21

When establishing how to allocate European Structural Funding, one
consideration isthat the interventions should seek to integrate economic, social
and environmental outcomes, consistent with the Welsh Government’s central
organising principle of sustainable development and contributing to the
outcomes of the Cross Cutting Themes (CCTs). The aim of the CCTs is to
improve the quality and the legacy from each operation supported by the
Structural Funds and to add value to the programmes as a whole. The CCTs
require action in multiple fields and are embedded within the design and
delivery of all operations. The three CCTs are:

e Sustainable Development (SD)

e Equal Opportunities, Gender Mainstreaming (EO&GM) note: the Welsh

language also falls under this CCT in Wales

e Tackling Poverty and Social Exclusion (TP&SE)

The first two of these CCTs are mandatory under EU Regulations. Tackling
Poverty and Social Exclusion has been included as an additional CCT in line
with the key commitments of the Welsh Government set out within its Tackling

Poverty Action Plan.

Specific ‘case level indicators’, are also assigned to the project, requiring the

NWGVE project to report narratively on how it addressed such themes:

16



Table 2: NWGVE Case Level Indicators

Relevant CCT Case Level Indicator

SD e Resource efficiency measures

EO&GM e Actively supporting speakers of the Welsh language
CCT General e Developing/engaging CCT Champions

2.22 Indiscussion with the CCT Champion forthe PMO Team, it was confirmed that

all case-level indicators had been achieved by the Phase 2 stage evaluation,

and claimed by July/October 2021. The following table provides evidence

against each case-level indicator:

17



Table 3: NWGVE Case Level Indicator Activity

CCT level Future Generations and

Welsh Language Impact
Assessment

Equality Impact

Activity Evidence Assessment

Cross Cutting Themes

indicators Assessment

e Gwynedd's Welsh Language

e All project documentation Policy. I
- e Person Specifications of key
produced bilingually roles
o No of Welsh essential posts .
. e (Case study / Video case
recruited study
. * Supporting Welsh businesses & e Training undertaken by the
Actively Culture . .
. team . . e Yes- Promotion via
supporting | e Team Welsh Language awareness Additional h - e Yes, positively e Contributestoa ‘ob avplications and
speakers of session. Provided opportunitiesto | ° | Eo:ﬂ. to ﬁa m:mon_m: impacts the Welsh thriving Welsh ﬁmﬁmmqﬂﬂ Welsh
the Welsh for staff. value achieved throug Language Language g .
procurement and speakers in Wales

Language e Support provided through
Gwyneddtotheteamto encourage
staff to become more proficient in
Welsh. Time and support given to
staff who register. Welsh buddy
system.

producing bilanguage
material, there is a high
proportion of Welsh
Speakers within the
team. Six out of nine
members of the leadership
team are Welsh Speakers

e Provide details on the
travel reduction relatingto | e Flexible working

e Home working and continued use
of virtual meetings has reduced

. . home working and virtual environment and
Resource carbon footprint through reduction .
. . L ) meetings culture removes ,

efficiency in travel. This will continue where . e Globally responsible

. . e Copy of Green Dragon barriers for any
measures possible throughout the operation .

. . award person that is unable

and is adopted as good working . .
e Reducing the need print, to travel

practise across the region.

digitalisation of records.

18



CCT level
indicators

Activity

Evidence

Equality Impact
Assessment

Future Generations and

Cross Cutting Themes
Assessment

Welsh Language Impact

Assessment

Green Dragon awarded for the
office space building.

Sharing of resources via Share
Point creates efficiency within the
region. It also supports
collaboration with partners allows
sharing of best practises to be
disseminated and adopted
reducing the need to print.

Ensure it meets WEFO
standards.

Electronic digital signatures
adopted

Accessto green car scheme
Team challenge - Commute
to work via public
transport.

Developing
/ engaging
CCT

champions

Spot light session for CCT's ensure
objectives are embedded front and
centre for projects

Eco Plan incorporate into the Team
Charter:

Equalities Act 2010

Future Generations act 2015
Impact Assessment: (equality,
environmental assessment,

Welsh language assessment) which
articulates into deliverable activity.

Team Charter

Wellbeing: Supporting
each other. Looking after
your physical and mental
health : Team Step
Challenge, MIND
fundraising.

Wellbeing consultant
commissioned to provide
the team with valuable
skills to look after
themselves (self-care)
Project Impact Assessment
Portfolio A

Incorporating all
team members.
Ensuring there is a
understanding and
acceptance of
equality within the
team and the public.
Development of IIA
to ensure all projects
consider the impacts
against Equalities

Healthier

Wellbeing considered

at project level and
monitored through
delivery.

Included as part of
the lIA.

Opportunity for the
CCT Champion to
host a spotlight
session for the PMO
team. This has been
added this to the
Action plan.

19




2.23 The Consultants acknowledge that strategic contribution to the mainstreaming

of CCTs and delivery of Well-being Goals is explicitly outlined in

tools/methodologies developed by the PMO, the Benefits Realisation

Framework and Carbon Emissions and Biodiversity Methodology in particular:

The Benefits Realisation Strategy (claimed January 2023) begins by
identifying that, “explicitin the aim of the Growth Deal is the ambition of
inclusive growth, growth that delivers a more vibrant, sustainable and
resilient economy in North Wales in line with the Wellbeing of Future
Generations (Wales) Act 2015 and the Prosperity for All Economic
Action Plan."” and identifying the importance of agreeing the economic,
social and otherimpacts thatmay be generated as aresult. The Strategy
outlines Theories of Change for each Growth Deal programme, with a
series of Pro Formas developed by the PMO that identify specific theme
approaches to monitoring and evaluation in relation to identified
outputs, potential impacts and positive equality actions; and a general
approach to monitoring and evaluating Community Benefits and
Social Innovation realisation given the cross cutting nature of both
objectives and extensive variation in the benefits that could emerge. Full
and thorough use of such tools by project managers/sponsors will
properly record contribution to CCTs and the Goals of the WFGA.

By its very nature, the Carbon Emissions and Biodiversity Methodology
(claimed January 2023) will mainstream the Sustainable Development
CCT and facilitate material contribution to the Goals of the WFGA, not
least ‘A Healthier Wales’ and ‘A Globally Responsible Wales’.

The Methodology is designed to guide Growth Deal projects in North
Wales to improve biodiversity and reduce operational and embodied
carbon impacts from the outset of a project, through the development of
the business case, and into the running of the project. Each of the
Growth Deal projects are required to work towards the following targets:

o Zero operational carbon — when operational the projects will not emit
more greenhouse gases than they absorb

1 https://gov.wales/sites/default/files/publications/2019-02/prosperity-for-all-economic-action-plan.pdf

20



e 40% less embodied carbon — which will cutthe carbon created when

the projects are builtand when they are decommissioned

o 10% net benefitfor biodiversity — which means improved biodiversity
than before the project.

The PMO team has worked with Arup (experts in sustainable development
in the built environment) to create a methodology that gives practical, step-
by-step guidance to help Growth Deal projects consider emissions and
biodiversity at every stage. The Methodology works alongside the Green
Book and Better Business Case approaches committed to in the Growth
Deal Governing Agreement 2 (GA2). To help project teams make the
assessments as they progress through the business case stages, the PMO
team has devised a series of straightforward template forms — proformas —
for each of the three types of assessment, each supported by guidance
within the main body of the methodology:

1. Business case assessments: teams can use one-page business case
proformas to show how they’'ve considered carbon and biodiversity
impacts and benefits in their strategic, economic, commercial, financial,
and management cases. The questions are like checklists to guide
project managers where to consider emissions and biodiversity within
the project business cases.

2. Carbon assessments (CA): all infrastructure projects generate carbon
emissions. These assessments help teams plan how to minimise them.
The proforma templates take them from early stages (long-and-short-list
stages), through to creating a baseline assessment,and then minimising

emissions during procurement, design and implementation.

3. Biodiversity assessments (BA): If a project has biodiversity impacts,
these assessments help teams plan how they’ll mitigate them. The
proforma templates start at the early stages (long-and-short-list stages),
through making a biodiversity metric calculation and then minimising

biodiversity impacts during procurement, design and implementation.

Red-Amber-Green (RAG) assessments are utilised early on in the assessment
process, with assessment becoming more detailed as project design firms up.

“If costs can be assessed then carbon can be assessed similarly.”
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2.24

2.25

2.26

2.27

The Consultants are also aware that a ‘Social Value Platform’ which will
measure achievement against social value is being developed. Through the
procurement process, the PMO team will seek to address inequalities and
suppliers will be required to demonstrate social value within their tender
applications, allowing social value contributions to be assessed and scored.
Any jobs created as part of this process will be entered into the system along
with the profile of the successful applicant: age, home postcode, protected

characteristics, county, Welsh language job type.

The Consultants believe the combination of the tools identified above provides
a comprehensive mechanism to assist Growth Deal projects in both adhering
to, anddeliveringagainst, CCT and WFGA objectives. This opinion was shared
by stakeholder interviewees who commented that both strategies are explicit
about how projects should be considering and planning how they will deliver
against such ambitions from the early stages.

Interviewees acknowledged that CCT delivery is notalways the main priority for
businesses delivering projects, so being as prescriptive as possible here is
worthwhile.

“When we do our OBCs for projects, we go through all the Well-being Goals
and we challenge projects to analyse how they can contribute to those. When
we take business cases forward to the Board, they are accompanied by impact

assessment reports that encompass WFGA goals etc.”

The WFGA was recognised as potentially the most important overarchingdriver
fora Welsh Growth Deal, needingto be consideredfrom the top level, i.e. when
the overall Growth Deal portfolio business case was put together. To this end,
it was commented that strategic consideration was given to how projects would
deliver, and what would be putin place to deliver, against the WFGA Goals.
Cascading down fromthere to the project level, one of the key elements of the
business case is for projects to identify how they are delivering against the

Goals, so in all strategic cases there will be an explanation of whatthe project
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2.28

2.29

2.30

isdoingin this area. You then have the impact assessments which have explicit
sections on WFGA Goals.

‘l have to point out the sustainability agenda is something that is novel. It will
be difficult to start with, but there is no more willingness and understanding of
delivery. This is the way things need to be done in the future, so it needs to be

adopted.”

Programme Managers recognised that, as with other areas of the PMO Team’s
role, significantevidence of contribution to CCT and the goals of the WFGA will
be seen when projects reach the delivery phase and, as such,they were unable
to provide significant evidence of CCT delivery to this point:

‘Across all categories, until project delivery, we cannot claim any of this
(contribution to WFGA goals) or any net consequential benefits. As projects

unfold, there will be tangible benefits, which will be recorded and promoted.”

Some anecdotal examples of contribution to specific WFGA goals were
provided, i.e. work around telemedicine and ensuring GP practices work in
secure networks (A Healthier Wales), and “We set out to design and construct

quality networks, which add to resilience.” (A Resilient Wales).

It was recognised that projects in, for example, the Low Carbon Energy
Programme, have the potential to deliver against the majority of WFGA goals
and it was recognised that monitoring and recording of such evidence will be a

critical activity when applicable.

Programme-specific challenges were identified by Programme Managers, for
example, oneof the thingsthathas been challengingforthe energy programme
is that there are a lot of stakeholders that see it as a decarbonisation
programme, whereas it is an economic growth programme that focuses on

decarbonisation of the energy system.

“This has been an interesting dynamic to work through because what we've had
fo do at times is explain that we’re not here to deliver decarbonisation projects

that don'’t also have a significant economic benefit. The KPIs are around
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2.31

investment and jobs and we are delivering projects in tidal, hydrogen etc that
deliver jobs, whereas solar farms that deliver carbon reductions but little

economic benefit are not applicable.”

It was identified by interviewees that more can always be done in this area.
Within the Programme Manager cohort interviewed for the purposes of this
evaluation, the importance of the Welsh language was frequently cited in
interviews, buttwo interviewees could notidentify who the CCT Champion was
forthe PMO team.

“Going forward, we need to ensure we are transformative. We also need better
alignment and buy-in to both regional and national strategies. On occasions,
we may be accused of losing site of the WBFGA, which is something we need

to address.”

Action Plan/Future Activities

Action Plan

2.32 The Action Plan produced as a result of conclusions/recommendations made

in Phase 2 of this exercise has been included in Section 3. Comments made
during discussions on sections of the Plan have been accommodated in the

Plan and summarised below:

e Risk assessment — it was acknowledged thatrisk is managed both by the
PMO/Programme Managerteam in the projects managed by Ambition North
Wales, and by the project managers in those run by the Sponsors. What is
requiredis ensuring there is space to discuss risk at the project Board level
anddeciding— “are there risks here that need to be escalated to Programme
Board level? Is there mitigation that we as the Growth Deal can help with?”
It was identified that, going forward, programmes will ask projects to provide
a worst-case scenario schedule, which is a risk-adjusted schedule,
particularly pertinent for capital build projects. If the worst then happens
regarding consenting, regarding costs, such a scenario will have been
planned for. “This is a change in terms of our reporting to Government.”

e Streamlining the Five-Case Model — “Over the last three years, we've
done a lot on this, so for smaller projects BJCs (more concise, for projects
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less than £4m). ultimately the Treasury’s Green Book Std is whatwe need
to comply with.” Programme Managers recognised that issues are being
encountered as suppliers are only keeping quotes open for a matter of
weeks now, so spending two or three months on a FBC is now problematic.
Managers identified thatwork hasbeen doneon streamlining the review and
approvals process, with a methodology developed that allows fast-tracking
of FBC approval provided that projects don’t fall outside of agreed
thresholds, i.e. if you have an OBC and you have gone out to market and
got quotes, provided there is no change in benefits, scope or costs within a
10% margin above or below, the FBC will be fast-tracked because the OBC
has already been done in detail and essentially nothing has changed. If
things change significantly during procurement, the FBC is taken through a
more thorough process.

“One of the failings to date is that we have been fairly rigid in the way we
have applied our processes, promoted the five-case business model and
responded to local issues/concemns. We would all accept that more
flexibility, given the vast range of projects and partners we seek to serve,
would have benefited the PMO and lessened time delays. We have to

accept we are working with real-world projects.”

It was felt by some interviewees thatlessons learnt are around guidance of
the five-case business plan and ensuring projects are aware of the next
stages andwhatis required from them. It was feltthat a shortertime agenda
could be pushed for,as long as the Team is “carrying” the beneficiaries and
they understand what is required.

Impact of the CJC — it was commented that the PMO is well-staffed and
has a budget, which the CJC is/does not as it currently stands. Programme
Managers believed that the CJC has a differentagenda, butit has notgone
unnoticed thatexamination of how the two teams can be brought together
is ongoing.

“This is for the greater good of the Region. | think we can have a balanced
profile. The outside world will look at a single entity.”

Procurement — it was identified that the PMO Team has promoted the
importance procedures, which are adopted by the Programme managers

and the Project Sponsors. It was recognised that one area of improvement
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here could be better accommodation of the social side and consequential

benefits.

Role Going Forward

2.33

2.34

2.35

In terms of the PMO Team'’s future role and influencing policy development,
Programme Managers were keen to identify that the Growth Deal journeyis still
at the very early stages and delivery of projects must remain a priority for the

foreseeable future.

‘Let’s be clear. We are only in delivery on one project. Next five years, the
primary goal will be getting as many of these projects into delivery as possible.
Once projects are into delivery, we've shown that the PMO can add real value
supporting other strategic areas of work on behalf of the region or on behalf of
individual Local Authorities, and we’re already doing that in energy, in digital as

well. | don’t see why this won’t continue to be the case.”

“Going forward, we need to be more flexible, predicting issues that projects may
face, alerting them and aiding them to bring projects back on track. When | first
saw the projects, | could not perceive the difficulties/delays we would
encounter. Let us take that knowledge into the next round and learn/benefit

from it”

It was also commented that there is a need to encourage project stakeholders
to think ahead, plan more efficiently and make changes in the environment
There are also opportunities to link projects together, seeking economies of

scale where possible.

“‘We now have institutional intelligence, which we should go on to exploit

wherever possible.”

Whilst ensuring that focus remains on project delivery within the short- to
medium-term, interviewees did acknowledge that, resource permitting, there is
the potential for the PMO to provide significant input/influence into

policy/strategy, and that this would be highly beneficial for the Region.

“All the consultations that come through on policy and big strategic projects, we

don’t have the time to provide input. If we had a bit more resource to do this, to
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have regional influence here would be incredible. | think there will be more
capacity to do this when the projects are in the delivery phase. This would need

the buy-in of the partnership obviously because we are speaking on behalf of
10 organisations.”
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3 ACTION PLAN

WEFO EVALUATION FINAL REPORT: ACTION PLAN

The purpose of this document is to map out the actions required to take forward the recommendations from the Mid-Term
Evaluation report. The recommendations are split into themes, namely ‘building capacity and skills’, “maximising value and

7

impact of public funds’ and ‘fostering relationships and growing collaborations ‘with the overarching aim to enable efficient
regional delivery.

WH-O (Welsh European Funding Office) Bvaluation: Action Plan %

ONGONG
COMPLETE

KEY AIM: ENABLING REGIONAL DELIVERY
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OUTPUTS /

RECOMMENDATIO RESPONSIB COST/
N AIM TASK ILITY RESOURCE PROGRESS STATUS OUTCOMES DEADLINE | SIGN OFF
1. BUILDING CAPACITY AND SKILLS
Commission
accredited
training for Risk
PMO staff — Training
identify where materials
Upskill PMO | traini ill b £420 PP
Need for psKl raining witt be All key PMO staff to
(Programme procured (plus
enhanced , attend 3-day , .
risk Management Programm trainer training course Risk trained Head of
1.1 Office) in risk Possibly list e and expenses 8 ' PMO staff Complet .
assessment | . e . . Operation
. identification, | staff required Project and Rate) e May 23
as project o ] Staff to take exam s (HVE)
. mitigation to attend Officers .
delivery . and gain
Famos U and training and Avg. costs accreditation
ps Up management. | identify/ adjust based on '
timelines 12
attendees
Staff to attend = £673.75
and gain
accreditation
Incorporate PMO Staff Staff have the
risk Key staff to time necessary skills to
. . . Managed
management | implement risk | Programm | undertake implement .
. . . . risks, funders Head of
learning as management e reviews in enhanced risk .
. ) ) . assured that , Operation
1.2 part of learning as part | Managers | line with assessments. This risks are Ongoing s (HVE)
project of project / Project training. will continue to be
. . . . managed
planning and planning and Managers | Agree risk implemented as effectivel
project project delivery managem projects progress ¥
delivery ent plan at into delivery
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13

Programm

Include e and
‘worst-case Project
scenario’ risk- Boards
adjusted
schedule in
reporting to
Government
Utilisation of
CELOXIS to
aid risk
management
P”o«_n_m Seek ?:Qm to 19 officers from .
training to deliver a . Regional
roject teams supported across the region Capacity in
pro) PP ) have attended a U. .<
. and partner learning , Emission
Project .. supported learning
organisations Programme . Assessment.
Sponsor . ) ) training programme .
. to effectively | that will upskill Benefits
training to . ) to work through .
implement and train Shared Realisatio
understand .. . Carbon Assessments .
the Carbon participants in . . understandin n Lead
the Regional 1-3 (SOC (Strategic
. Assessment Carbon . g of the . (Growth
complexity . partner £42,000 Outline Case)) April 24
) ) Methodology. Emission ) Methodology Deal
in applying officers
Assessment. L approach Programm
the carbon . Further training is
Build a shared e
assessment ) L planned for ,
understandin Commission Project Manager)
methodolog ) September to . .
g of applying | consultants to delivered in
y . . complete Carbon ) i
the deliver training. line with 40%
Assessment 4 (OBC
methodology. . . less carbon
. (Outline Business i
Greater Look at options ambition

capacity and

to deliver a

Case)
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resilience simplified
across our version —
partners in subject to
this area. adequate
funding
availability.
Propose a
streamlined
approval route
for Full Business
. Reduced
Case (FBC) to Streamlined FBC .
Accelerate ) time to
. ensure final process approved by
the Five- ] ) commence
. investment the Economic . .
Case Reduce time . Head of . delivery Economic
. decisions can ) Ambition Board for .
Business taken to . Operation N/A . phase. May 23 Ambition
be made ina projects that have
Case approve FBC . S . Board
Apbroval timely and not changed in Costing for
PP effective scope from OBC .m
process project
manner. approval. . .
remain valid
Seek approval
from the board
on the process
Upskill and Share business Collate learnings and
collaborate .
. case best best practice Templates
with partners . Programm . : .
. practise. information. shared with
to gaina e . Head of
PMO Staff new projects . .
shared Managers . : April 24 | Operation
. Document the ; Time Produce an during
understandin , / Project . L0 s (HVE)
dos and don’ts exemplar file for application
g of the . Managers .
. of business case business cases. process.
Business .
submissions
Cases
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standard
required.

Share with project
leads to use as a
reference and guide
as to the standard
required.

Partner
training for
Five-Case
Business
Cases

Communica
tion
strategy
update

Partners build
expertise in
producing
Better
Business
Cases.

Map out a
fully detailed
communicati
on plan with
actions, roles

and
responsibiliti
es

Provide training

details and

encourage

partners to
attend.

PMO to offer
drop-in
sessions.

Share best
practice

Feedback and

improvement

suggestions.

2. MAXIMISING VALUE AND IMPACT WITH PUBLIC FUNDS

Review of current
communications.
Update target
audience and
communication

channels.

Create a

communications
plan with updated
information to

Programm
e
Managers

Senior
Operatio
ns
Officer

PMO Staff
Time

PMO Staff
Time +
Communic
ations
Budget
£30,000

Head of Operations
(HVE)

Survey undertaken
to understand how
effective
stakeholder see the
current
communications and
seek ideas for
improvements.

e Replaced weekly

update with

monthly update.

Quality
Business
Cases

Less
clarifications
required

Business
Cases
approved
quicker

Promotion of
Growth Deal
opportunities
and
achievement
s

Increased
engagement
and reach

April 24

April 23

Portfolio
Director /
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ensure key This is for
messages have immediate
the desired Growth Deal
impact. Stakeholders.
e Produced new
Create a

communications
activity timeline

quarterly update
for wider general
public

Created a
communications
plan:

e Mapped out
communications
activity for the
next 12 months.
Ensure flow of
publications to
maximise impact.

Sharing of
best
2.2 practice
between
projects

Sharing of
information
between
other City
and Growth
Deal groups

Representation
on regional City
and Growth Deals
PMO group.

Project
comparison
across Growth
Deals.
Understand
where there are

Portfolio
Director
/
Program
me
Manager
S

Staff Time
to attend
meetings

Attendance at
Scottish and Ireland
Growth Deals
groups, shared
progress and
learning of benefits
realisation.

Present to PMO
working group any
findings.

Shared
learning

Ongoing

Portfolio
Director /
Head of
Operations

33




common
indicators and
alignment.

Explore funding

Successfully selected
for Welsh
Government pilot
scheme.

Potential candidates

Additional Additional :
Increase ca m_n__mw:wo and training invited to apply for a Ca _m_M“m Portfolio
pacity opportunities to Sara £24,000 12-month pactty March Director /
VASH procuremen support . .
. support with Jones WG Grant placement in 24 Head of
t capacity | procurement Work .
. procurement Procurement and . Operations
officer . experience
tasks Social Value.
Date set to interview
candidates.
Recruit placement.
3. FOSTERING RELATIONSHIPS AND GROWING COLLABORATIONS
Ensure Impact All projects are Project plans
Program . . L .
Mapping of Assessments are me required to submit in line with
. completed and an lIA (Integrated WBFGA,
CCT’sinto : . . Manager ..
roicts Embed CCT’s | submitted with s/ Impact Assessment) equalities act Review Head of
prol within the OBC and FBC. ; . with their OBC and and Welsh Operations
(Welsh Project | Staff Time March .
Growth Deal FBC. Language Act / Ambition
Language/S . Manager 24
e projects Ensure Impact Board
ustainability . s/ . . . .
. reporting system ) Projects will report Higher profile
/Equalities) . Project . .
is set up to achievements of Wellbeing
Sponsors . -
capture progress against CCT (Cross objectives
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3.2

against any
relevant
indicators

Cutting Themes)
related indicators
within the Impact
reporting system

Cross Cutting Theme
Champion to host a
spotlight session for

PMO team
Host an event
Draw on the . .
. with the Private Event held -
Private .
Sector to focus conclusions and
Sector . .
. on Private Sector recommendations
expertise to . . . .
Greater full Investment Staff time incorporated into Plan in place
. y + Investment Strategy. to achieve
collaboratio | understand . .
. . Commission a £15,000 the Portfolio
n with the regional . ) ) . Jun 24 }
. . consultant to Business Preparing a brief to investment Director
Private investment . -
lead on the Delivery commission target for the
Sector landscape. )
investment plan Board consultant Growth Deal
Finali in consultation
inalise : . .
Investment with the Business Consultant Savilles
Delivery Board awarded contract
Strategy .
(Private Sector)
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4.1

Conclusions

The following conclusions have been drawn from the evidence provided

during the stakeholder interview programme:

Current Status — Stakeholders recognised thathaving only one project
in the delivery phase at this pointis behind schedule. Delays have been
caused by a variety of identified reasons but there is confidence that
momentum is starting to build, not least in those projects that are
managed by the Economic Ambition Board, the hydrogen-related
project being delivered under Low Carbon Energy, for example.
Progress Against Targets — Performance againstindicatortargets has
been an area of strength for the Operation, with all indicator targets
being achieved or, indeed, exceeded. Since progress against targets
was discussed in the Phase 2 mid-term report, it can be seen that the
Benefits Realisation indicator was claimed in December 2022, with the
Carbon Biodiversity Methodology receiving RME approval on 25
January 2023 (both outputs claimed in the January 2023 quarterly
submission to WEFO).

Best Practice — it was commented that a lot of best practice developed
by the PMO team goes unnoticed, and a significant amount is built
through learntknowledge, i.e. process now more streamlined as a result
of continuous improvements.

Best Practice —tools and methodologies developed by the PMO Team,
particularly the Benefits Realisation and Carbon Emissions and
Biodiversity work, are recognised as ambitious but possibly UK-leading.
It was identified that other PMOs view the Project Management
Framework as close to best practice.

Consequential Benefits — wider impact of the PMO Team'’s role is
evidenced through in-depth knowledge of the five-case business model
anddissemination ofthatknowledge to project partners, ‘regionalisation’
of discussions for vertical sectors, notleast Energy, with the PMO now
seen as a manager/coordinator by Local Authoritiesfor delivery of Local

Energy Plans, and perception of the PMO team as a ‘touch point’ within
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the region, developing partnerships and collaborations within the
discrete programme areas.

Unintended Benefits — there was acknowledgement within the
interviewee cohort that there is a need to properly define the
consequential benefits of PMO activities and to better promote such
impact to regional stakeholders

Cross Cutting Themes/WFGA — CCT mainstreaming and WFGA
Goals are a crucial aspect of the Benefits Realisation and Carbon
Emissions and Biodiversity methodologies, which challenge projects to
plan how they will deliver against such ambitions from the early stages.
It was commented that the methodologyis highly prescriptive, with good
use of templates and pro formas, providing as much help to the
individual projects as possible, whilst emphasising the importance of
CCT andWFGA contribution. The Consultants believe such tools will be
beneficial in relation to getting projects to deliver such ambitions.
Cross Cutting Themes/WFGA — Programme managers recognised
that, as with other areas of the PMO Team’s role, significantevidence
of contribution to CCT and the goals of the WFGA will be seen when
projects reach the delivery phase and, as such, they were unable to
provide significant evidence of CCT delivery to this point. It was
recognised that projects in, for example, the Low Carbon Energy
Programme, have the potential to deliver againstthe majority of WFGA
goals.

Future Activities — Short- to medium-term activities must continue to
focus on delivery of the Growth Deal projects. Once the delivery phase
is up and running, interviewees did acknowledge that, resource
permitting, there is the potential for the PMO to provide significant
input/influence into policy/strategy, and that this would be highly

beneficial for the Region.
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Appendix I: Logic Model

Annex B — Logic Model

Issues

The aims/objectives
of the programme
are:

Individual
aim/objective

Activities

Intended Results

In order to address the

aims and objectives we will

accomplish the following
activities:

All of the
programme’s desired
results

Key questions or issues
within the aim/objective

Data/information
required to measure
the success in
answering the
questions

List of specific data or
information and its
location

Outputs, outcomes and
impact

To what extent, how well,

what was the quality of, cost

justification etc

Counts of events, groups,
times represented in

groups. Case studies of
events

Lists of groups, workshop,
conferences. Attendance
lists, membership lists,
minutes of meetings

To facilitate
regional
collaborative
working -

to provide a change
in building regional
capacity; to enable
closer working with
the Welsh
Government’s Chief
Regional Officer;
and to deliver the
emerging policies
and be aligned to
Regional Economic
Frameworks.

e Collaborative
working

e Further develop the

partnership approach in

place through the
NWEAB and the
Executive Group

e Develop a partnership
with WG and UKG

e Sharing resources
e Regional working
e Cultural change

= Do the current
arrangements provide
suitable leadership,
control, engagement,
expertise, decision
making and
accountability?

= |s there consistency
and clarity on their
roles and
responsibilities?

= What works well/not
so well?

= Membership / TOR

= No of meetings
attended

= Quarterly annual
reports

= NWEAB Board
minutes - Public

= Executive Group -
PMO

= WG & UK Gov - PMO

e Partnership
approach through
the NWEAB to
provide strategic
direction and
outcomes

e NWEAB to lead on
regional decisions

e Team North
Wales Approach

e Regional Decision
making

e Greater resilience

e How effectively has
the PMO engaged with
stakeholders?

e How well does this
work? Is their voice

= Stakeholder survey
/ interview

= NWEAB Board
minutes - Public

= Executive Group -
PMO

= WG & UK Gov - PMO
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Issues

Activities

Intended Results

heard and are they
visible?

e Are stakeholders able
to influence
outcomes/decisions?

= Quarterly / Annual
reports

e Pooling resources at

aregional level

e Work collaboratively on
a shared programme of
work

Better use of
existing resources
Maximise impact
whilst minimising
financial burdens
Other sources of
funding secured

o . Have the aims,
objectives and
practises as set out in
the WEFO business
plan been achieved?

e Are there gaps,
innovative ideas and
best practise?

e Have they achieved
their intended

= Desk based
research to provide
comparative
analysis against
baseline landscape

= Amount of other
funding secured

WEFO Business plan
Minutes of meetings

= Business Delivery
Board

= NWEAB Board

= Executive Group

= WG & UK Gov
Workshops and events

= RSP

= Transport

including social media,
website

Extended "reach"
and engagement
Growing profile

the supply chain fully
informed on progress
and opportunities?

= |s this being done
effectively, is there
more/less that is
needed?

= |s the format
accessible, appropriate
and readily
understood?

= No. of engagement
events hosted

= No newsletters sent

= No Publications

objective? = RET
e Have there been any
significant changes or
lessons learnt?
e Regional e Communications Plan e Streamlined = Are stakeholders, = No of views on Mailing list
communication e Use of platforms messaging potential investors and | website = Business Delivery

Board
= RSP
= Transport
= RET
= NWEAB Board
= Executive Group
= WG & UK Gov
= Project Sponsors
= Community
= Supply Chain
= Potential investors
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Issues

Closer working with
the Welsh
Government’s Chief
Regional Officer

Activities

Intended Results

e Develop a partnership
with WG Chief Regional
Officer and team.

e Partnership
working
e Assurance review

e How effectively has

the PMO engaged with

WG?
e Are the project

assurance reviews well

received?

e Are all
recommendations
actioned effectively
and timely?

e No of PAR reviews

= Recommendations

Collaboration with
WG on the Regional
Economic
Framework

o Define and develop a
Regional Economic
Framework

e Host Workshops and
Seminars with key
stakeholders

e Work collaboratively on
a shared programme of
work to achieve the REF

e Regional
Economic
Framework for
North Wales

¢ Influence and
inform national
policies and
interventions —
Regional
Recovery
Prospectus

e Shared priorities

e How effectively has

the PMO engaged with

WG and wider
stakeholders?

e How well does this
work? Is their voice
heard and are they
visible?

e Are stakeholders able

to influence

outcomes/decisions?

e No of workshops
held

e Regional
representation at
workshops

o Feedback analysis

To provide a
regional resource to
oversee the
implementation

and delivery of the
initial phase of
projects which
make up the
Growth Vision

e Establish a Portfolio

Management Office

e Recruit suitably
qualified staff to the
PMO

® PMO staff to receive on
Better Business Cases
training

e Team North
Wales Approach

¢ 'Place-based'
integration at a
regional level

e Approved project
FBC

e Project
Management
Framework

= |s the resource

sufficient to effectively

deliver the Growth
Deal?

= Does it align to the
future long-term
outcomes?

= Are there any gaps,

Technical, Operational,
Systemic, Adaptive and
Influencing capacities?

o Staff interviews

= |nternal external
audits
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Issues

Activities

Intended Results

= Are there
opportunities to
develop?

e Prepare and deliver
5 Case Business
Models

Undertake 5 case
business model training
Develop Programme
and Project Business
Cases utilising the
Better Business Cases
Methodology

e Trained PMO in
Better Business
Case
methodology

e Successful
delivery of the
projects and

Is the resource
sufficient to effectively
deliver the Growth
Deal?

= No of staff trained

programmes
e Deliver the North Executive Officers e Collaborative = How effective are the [=No of Integrated =
Wales Growth Group to lead on working processes, tools and Impact Assessment
Vision refreshing the North e Develop a methods that have completed
Wales Growth Vision pipeline of been developed? = No of project

Develop an economic
baseline

Develop and deliver the
Growth Vision
Programmes and
Projects

projects to
deliver the North
Wales Growth
Vision
e Benefit
Realisation
(Long term impact
not included in
Interim Evaluation.)

What measurable
outcomes, both
intended and
unintended, occurred?
How much of these
outcomes can be
attributed to the
intervention?
= Are these being
utilised?
= How will these assist
the future delivery of
the Growth Deal?

positively impacting
social value and
contributing to NET
Zero

= Case study

e Refresh the North
Wales Growth
Vision

Understand and
evaluate the evidence
to inform the refreshed
Growth Vision

e WG and the
NWEAB working
in the same

= Are stakeholders,
potential investors and
the supply chain fully

e No of views on
website

e No. of engagement
events hosted
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e Develop an economic
baseline

e Host Workshops and
Seminars with key
stakeholders

direction towards
a shared ambition
Joined up vision
for the North
Wales Economy
New brand and

informed on progress
and opportunities?

= |s this being done
effectively, is there
more/less that is
needed?

website = |s the format
accessible, appropriate
and readily
understood?
Delivery of aclear |e Adopta delivery model Successful = Do the current e No of successful = Reporting structure

model for portfolio,
programme and
project governance

based on best practice
approach as set out in
the 'Government
Functional Standard
Gov S002: Project
Delivery'

e Develop and establish a
delivery structure
consisting of
Sponsoring Group,
Portfolio Board,
Programme Board and
Project Board

programme and
project delivery
Portfolio,
Programme and
Project
Governance
Model GA2
Agreement

arrangements provide
suitable leadership,
control, engagement,
expertise, decision
making and
accountability?

= |s there consistency
and clarity on their
roles and
responsibilities?

= What works well/not
so well?

gateway reviews

* No of SOC/OBC/FBC

approved.

= PAR / IAAP

= Minutes of meetings -

decisions
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Appendix ll: Example Topic Guides
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PMO Team Topic Guide

North Wales Regional Growth Vision
Enabler (NWGVE) Project Evaluation —

Phase 3 PMO Team Topic Guide

02/05/2023
Version: 0.1
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INTRODUCTION

This topic guide has been designed by The Innovation Partnership Limited
for use with Portfolio Management Office (PMO) for Phase 3 of the evaluation
of the North Wales Economic Ambition Board (NWEAB), funded under ESF

Priority Axis 5: ‘Public Services Reform and Regional Working’.
The interviewer will reiterate that:

e Thisinterview can be conducted in English or Welsh.

e Allresponses will be treated in the strictest of confidence, anonymised in
reporting, and will comply with all GDPR/data handling requirements.
Responses will not be shared with anybody, including PMO staff.

e Interviews are scheduled to last circa 1 hour.

The outputof this part of the exercise will be a co-produced (TIP/PMO) Action
Plan.

1.1 Interviewee:
Name
Position
Email
Tel

2.1 In relation to the conclusions/recommendations outlined in the evaluation
report, whatactions need to be incorporated into the co-produced Action Plan?
(Note: ensure interviewee has a copy of the standalone executive summary
document)

Key findings/Recommendations/Conclusions from Mid-term report:
Management & Implementation:

Enhanced risk assessment as project
delivery ramps up to set out the level of
confidence in timescales and how
delays/changesimpactthe schedule and cost
of a project

Processes, Tools and Methods developed
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Short/Long-list of back up projects — This has
been addressed with replacement project
process

Business  case development/approval
process complex — Streamline process, roll
out Five-case business model training to all
Project Sponsors

Carbon Emissions & Biodiversity
Methodology — too complicated — in some
cases unrealistic. Addressed roll out of
training across the region.

Collaborative Regional Working
Impact of the CJC (Corporate Joint
Committees)

Management & Governance
Speeding up delivery of projects

Greater collaboration with private sector

Capacity
Procurement

Funding to deliver the Growth Deal

Communication
Transfer of knowledge between projects

Updated plan with actions/roles and
responsibilities

CCT's & Project progress
Benefits realisation risk notachieving outputs
and outcomes.

CCT approach to incorporating into project
delivery — lIA completed for each project
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3.1 Can you identify examples of best practice from the delivery of the PMO to this
point?

3.1.1 If yes, how/why (potential outcomes) should they be shared with colleagues,
stakeholders and beneficiaries?

3.2  Which interventions (tools/methodologies) employed so far have been
successful? (Probe: why and for whom?)

Tools Processes Methods claimed

Project Management Framework

Recovery Prospectus

Benefits Realisation
(plan/framework/reporting)

Carbon Emissions and Biodiversity
methodology

Otherinterventions

3.2.1 How andwhy (possible outcomes) willthe PMO sustain such interventions until
the end of operations?

3.3 Do you believe the PMO has delivered Value for Money?

Yes No .

3.3.1 If yes, please provide examples and evidence:
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3.4
3.4.1

34.2

3.4.3

344

What have been the:

Consequential benefits of the PMO role to date:

Benefits as a result of activities not planned at the start of operations:

Additional impacts:

Additional groups/sectors engaged:

41  What activities should the PMO be delivering more of and why?
4.2 What activities should the PMO be delivering less of and why?
5.1  How isthe operation performingin terms of delivery and mainstreamingof CCT

as setoutby WEFO, includingthe case-level indicators outlined below? (Probe:
encouraging sustainable development, addressing Equality & Diversity
challenges — what worked well/what didn’t, how were issues addressed?)

e Actively supporting speakers of the Welsh language
e Developing/engaging CCT Champions
e Resource efficiency measures
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5.2 How has the team contributed to the following goals of the Well Being and
Future Generations (Wales) Act, 20157

5.2.1 A Prosperous Wales:

5.2.2 A Resilient Wales:

5.2.3 A More Equal Wales:

5.2.4 A Heathier Wales:

5.2.5 A Wales of Cohesive Communities:

5.2.6 A Wales of Vibrant Culture & Thriving Welsh Language:

5.2.7 A Globally Responsible Wales:

6.1 How does the role of the PMO feed into future programme development?

6.2 How does the role of the PMO feed into future policy development?

6.3 Whatotherregional/national activities couldthe PMO deliver/linkto in the short-
term?
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6.4

Any other observations, suggestions or recommendations:
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Programme Manager Topic Guide

North Wales Regional Growth Vision
Enabler (NWGVE) Project Evaluation —

Phase 3 Programme Managers Topic Guide

02/05/2023
Version: 0.1

51



INTRODUCTION

This topic guide has been designed by The Innovation Partnership Limited
for use with the Programme Manager Team for Phase 3 of the evaluation of
the Ambition North Wales PMO Team, funded under ESF Priority Axis 5:
‘Public Services Reform and Regional Working’.

The interviewer will reiterate that:

e Thisinterview can be conducted in English or Welsh.

e Allresponses will be treated in the strictest of confidence, anonymised in
reporting, and will comply with all GDPR/data handling requirements.
Responses will not be shared with anybody, including PMO staff.

e Interviews are scheduled to last circa 1 hour.

1.1 Interviewee:
Name
Position
Email
Tel
21 Please provide an update on progress within your programme area: (Probe:
number of projects approved and current status of projects, if delays have
occurred, please provide reasons/contextfor those delays/barriers to progress)
3.1 Can you identify examples of best practice from the delivery of the PMO to this

point? (Probe: marketing, communications, applicant/team
support/development)
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3.2  Which interventions (tools/methodologies) employed so far have been
successful? (Probe: why and for whom?)

Tools Processes Methods claimed

Project Management Framework

Recovery Prospectus

Benefits Realisation
(plan/framework/reporting)

Carbon Emissions and Biodiversity
methodology

Other interventions

3.3 Do you believe the PMO has delivered Value for Money?
Yes No -

3.4 What best practice has been developed in the engagement with your sector
since the start of the Programme?

3.5 What have been the unintended benefits/consequential impacts of the PMQO’s
role to date?

41  Howisthe operation performingin terms of delivery and mainstreamingof CCT
as setoutby WEFO, includingthe case-level indicators outlined below? (Probe:
encouraging sustainable development, addressing Equality & Diversity
challenges — what worked well/what didn’t, how were issues addressed?)

e Actively supporting speakers of the Welsh language
e Developing/engaging CCT Champions
e Resource efficiency measures



How has the PMO’s role contributed to the following goals of the Well Being
and Future Generations (Wales) Act, 20157:

A Prosperous Wales:

A Resilient Wales:

A More Equal Wales:

A Heathier Wales:

A Wales of Cohesive Communities:

A Wales of Vibrant Culture & Thriving Welsh Language:

A Globally Responsible Wales:

In relation to the conclusions/frecommendations outlined in the evaluation
report, from a Programme Manager's perspective, whatactions would you like
to see incorporated into an Action Plan for future PMO activity? (Note: ensure
interviewee has a copy of the standalone executive summary document)

Management & Implementation:

Enhanced risk assessment as project delivery ramps
up to set outthe level of confidencein timescalesand
how delays/changes impactthe schedule and cost of
a project

Short/Long-list of back up projects — This has been
addressed with replacement project process



Business case development/approval process
complex — Streamline process, roll out Five-case
business model training to all Project Sponsors
Carbon Emissions & Biodiversity Methodology — too
complicated — in some cases unrealistic. Addressed
roll out of training across the region.

Impact of the CJC (Corporate Joint Committees)

Speeding up delivery of projects
Greater collaboration with private sector
Procurement

Funding to deliver the Growth Deal

Communication

Transfer of knowledge between projects

Updated plan with actions/roles and responsibilities
CCT’s & Project progress

Benefits realisation risk not achieving outputs and
outcomes.

CCT approach to incorporating into project delivery —
IIA completed for each project

5.2 How does the role of the PMO feed into future programme and policy
development?

5.3  Any other observations, suggestions or recommendations:
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Appendix lll: Stakeholder Consultees

Name Position ‘ Organisation
Hedd Vaughan- Head of Operations Portfolio Management
Evans Office, ANW
Robyn Lovelock Agri-food and Tourism/ Innovation Portfolio Management

in  High-Value Manufacturing Office, ANW
Programme Manager

Stuart Whiftfield Digital Programme Manager Portfolio Management
Office, ANW

David Matthews Land & Property Programme Portfolio Management
Manager Office, ANW

Henry Aron Energy Programme Manager Portfolio Management
Office, ANW
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Appendix IV: Case Studies

Provided under separate cover.
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