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Introducing the Combined Authority

• Established in 2014

• Work closely with the private sector 

through the Leeds City Region 

Enterprise Partnership (LEP) and in 

partnership with local councils

• Operate the Metro network of bus 

stations, travel centres, public 

transport information and tendered 

bus services across West Yorkshire

Craig Taylor
Head of PMO

West Yorkshire Combined Authority

Craig.Taylor@westyorks-ca.gov.uk

Our Vision

“For the Leeds City Region to be recognised globally as a place with a strong, 

successful economy where everyone can build great businesses, careers and lives 

supported by world-class transport, housing and digital connectivity.”

3

4



17/06/2019

3

About Leeds City Region 

The facts

Northern capital

• £64.6 billion economy – the biggest 

contributor to the Northern Powerhouse

Innovation capital 

• UK’s largest regional finance centre

• More manufacturing jobs than 

anywhere in the country 

Human capital  

• 1.4 million workforce – largest and 

fastest growing in the North 

Transport capital 

• At the centre of the UK, within one 

hour’s drive of 7 million people

Our Combined Authority family

Our brands: Our core partner councils: 
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What we do

Four key priorities:

• Boosting productivity – helping businesses to grow and bringing 

new investment into the region to drive economic growth and 

create jobs

• Enabling inclusive growth – ensuring that economic growth 

leads to opportunities for all who live and work in our region

• Delivering 21st Century transport – efficient transport 

infrastructure that makes it easier to get to work, do business and 

connect with each other

• Clean Growth –initiatives making businesses more productive 

and households better off as well as contributing to reductions in 

emissions

Underpinned by a strong focus on delivery, ensuring the right projects are 

delivered on time and within budget.

Funding
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Spend

Delivery Directorate

Ensuring the delivery of a £200 million per annum portfolio of 250+ projects and 

programmes:

• Growth Deal funding including Transport Fund (target spend of £105 million 

in 19/20 and £516 million in total by March 2021)

• Leeds Public Transport Investment Fund (target spend of £72m original target 

in 19/20 and £173.5 million by March 2021)

• Other programme funding (Ultra Low Emission Vehicles, CityConnect, Local 

Transport Plan Integrated Transport Block and National Productivity Investment 

Fund, Broadband, Warm Homes, Growing Places Fund, Corporate Projects etc.)

Planning for future programmes (e.g. new Growing Places Fund, Transforming Cities 

Fund, Future Mobility programme, potential support to Shared Prosperity Fund)
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Portfolio Management Office (PMO) 
and the 

Portfolio Information Management System (PIMS)

The PMO

The PMO is a small team of 12 and is responsible for:

• Ensuring that all our programmes and projects adhere to 

the Assurance Framework

• That the necessary systems and processes are in place to 

consistently manage funding effectively and ensure the 

successful delivery of the outcomes

• Clear reporting to Government and the Combined 

Authority, enabling informed decision making
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The Assurance Framework

Draft 
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Benefits Realisation Reports

Stage 1, 2 and 3 Guidance and Templates
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Full 

Business 
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Full Business 

Case (FBC)

with final costs

Outline 
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Full
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Updated Full 
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Control Areas

• Risk and Issue Management

• Outputs, Outcomes and Benefits 

Realisation

• Cost Management

• Planning and Scheduling

• Change Control and Exception 

Management

KEY:           Decision Point                Key Decision Point (CA Approval Required)                Key Decision Point

Strategic 

Assessment 

Review
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M

O

Stage 3: Delivery and Evaluation

Delivery Close and 

Review

Activity 7Activity 6

76

Benefits 

Realisation

Monitoring and Reporting, PIMS

Benefits Realisation Plan

SOC

The Problem

• Reliance on a varied array of systems

• Lots of data – located on the existing networks in lots of 

different places 

• Out of date information about how all our projects and 

programmes are doing, including project outputs and 

benefits, risks, issues, costs and progress

• Lack of understanding of the Assurance Framework.

• Difficult to share information with partners therefore 

making full collaboration difficult

• Duplication of effort

• Difficult to get the portfolio overview we needed
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Our Approach

• Set up as a project

• Came through our assurance framework

• As part of the OBC all options were carefully considered and 

the strategic, economic, commercial, financial and 

management cases proved

• Benefits were clearly outlined and value for money shown

• Major transformational change so governance, stakeholder 

management and engagement was key

The Solution

• Concluded that SharePoint, MS Project Online and Power BI 

was the most appropriate and beneficial platform as we are a 

Microsoft organisation and therefore integrates with our existing 

Microsoft Office 365 installation and it gave us the flexibility to 

configure around our Assurance Framework

• We wanted a company that understood the difference between 

portfolio management and regular project and programme 

management, as well as the importance of our Assurance 

Framework 

• Our Microsoft partner gave us a list of a number of partners 

who specialise in SharePoint and MS Project Online 

implementations - so we put a specification together and went 

out to tender
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The Solution

Programme Dashboard

Project Status Update

Risks & Issues Tracking

Payment Claims

Cost Forecast

Document Share

Portfolio Reporting

Funding Governance

Claims Approval

Stage Gate Governance

Lessons Learnt

Portfolio Administration

The Benefits

Collaborative platform  

• All partners can access PIMS in a way that is relevant to them very straight-

forwardly (including on mobile devices). All you need is an internet 

connection as it is cloud based

• One version of the truth - accurate up to date information to make informed 

decisions

• All information we have about all of our programmes and projects is 

consistent and saved in one secure place

Customised functionality

• Configured around our assurance framework to include information on 

project outputs and benefits, risks, issues, costs and progress

• Allows partners to claim funding more readily than they used to.

• Huge time-saving in how the claims are processed 
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The Benefits

Dashboards provide insights into the projects, programmes and funding streams 
that previously did not exist

Power BI allows dashboards and reports to be easily configured to meet ours 
and partners needs – and they look good!

Makes us more much easier to work with and we are adding value

The information is driving a much more focussed and strategic conversation 
across all parts of the region

We are saving time and costs by becoming more efficient, accurate, timely and 
transparent

The PMO still has the same number of staff as before but now we can 
concentrate more on influencing and delivering greater value to our partners

The Benefits

Transparency and a full audit trail

Efficiency - reduced manual data input and manipulation.

Enables partners to use the information to produce their own project and 
programme reports

Provides a robust foundation for ongoing performance measurement, 
assurance and strategic reviews

Enables greater control over project documentation, including robust version 
and change control

Enables high visibility on progress and of issues and challenges that are 
developing
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Challenges and Lessons Learned

• IT project – we were clear on what outcomes we required but 

not always the detail – some iterations were required

• We are a PRINCE2 organisation. An agile project management 

methodologies may have been more appropriate 

• Be less optimistic with regards timescales

• Work closely with your stakeholders early on to ensure all 

requirements are captured up front and are achievable – buy in

• Ensure time is built in to work with your developer on site 

during development – to build relationships and understand 

requirements

• Don’t underestimate how long the initial data input will take

Success Factors

Cloud
Microsoft 

Cloud

Not 
dependent on 
local desktop

Highly 
functional

Highly 
configurable

Extensible 
(embedded 
claims app)

Power BI
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Any Questions?

Case Study on Our Website

programframework.com/case-studies
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Free Seminar - Join Us July 10 in the City

•

•

•
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