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(Bid / Funding Offer)

Go / No-Go

No-Go

BAU

Project

Go

Go

Execution Lessons 
Learned

Corporate 
Process

SAF Process

M&E

Monitoring: 
Performance & 

Financial

Operational 
Services & 
Contract 

Management Evaluation:
End of Year 

Activities

Processes include: 
Annual Business Plan, Financial Regulations, Delegations 
and Procurement Regulations and the Constitution.

Examples include:
Annual Review of Year, Year End 
Performance, Year End Financial Outturns, 
which feed into Annual Governance 
Statements, Annual Accounts, Annual 
Conversations, Grant Reporting 
Requirements.

Does it meet 
Corporate Aims 
& Objectives?

External 
Funding 
Process

Is it Budgeted/
Funded?

NoYes

Yes
(Delegated to SRO)

No

Considerations include: 
Annual Business Plan, Financial Regulations, 
Delegations and Procurement Regulations 
and the Constitution.

For Approvals Levels refer to page 18

Each Directorate develops an Annual Business Plan, based on the CA’s 
aims and objectives.  

https://beta.wmca.org.uk/what-we-do
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Develop 
Annual Plan

Submit Plans 
for Projects/

Schemes

Add to 
Directorate 

Plans

Develop PID
Update 
Activity 
Register

Approve PID

Development 
of Business 

Case 

External Funding 
Application 

Register

Review External 
Funding 

Application 
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Feedback/More information

Approved



SAF Development Phase
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Add new project to the 
Directorate Activity 

Register
No

Is Project 
ready to be 
developed?

Agree timelines 
for 

development 
and approval 

Contact CoE to 
provide details of 
project/scheme

Yes

Meet with CoE to 
agree correct 

Business Case and  
Observation 

Report timelines

Meet with CoE
to agree Appraisal 

Report and 
approval timelines

Provide timeline to 
approval

Develop and 
Submit Business 

Case

Revise / Submit 
Business Case

No action until 
ready to develop

Engage with Legal, 
Finance and 

Procurement teams

Assurance 
Observation 

Report

Business Case 
Maturity 

Assessment

Endorse Business 
Case to proceed to 

approval

Complete Risk and 
Investment 

Appraisal report

Update Business 
Case and write 
Cover/Board 

Report

Approvals 
Process



SAF Approvals Phase
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<£1m

Is it Investment 
Programme?

No

Record Decision 
and notify all 
stakeholders

Approval 
Outcome

Approval 
Outcome

Yes

Submit Business 
Case Paperwork for 

Approval

Submit High Level 
Risk Summary



SAF Approvals Phase
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£1m - <£5m

Approval 
Outcome

Attend designated 
sign-off meeting to 
present Business 

Case

Record Decision 
and notify all 
Stakeholders

Is it Investment 
Programme?

No

Advise at 
designated sign-

off meeting 

Yes

Attend 
designated sign-
off meeting to 

present findings

*The Designated Sign-off 
Meeting decision makers are 

the appropriate Executive 
Director, Monitoring Officer 

and S151 Officer.

*The Designated Sign-off Meeting decision makers are the appropriate Executive Director, 
Monitoring Officer and S151 Officer.



SAF Approvals Phase
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Review Project 
Paperwork and 

provide guidance to 
Investment Board

Approval 
Outcome

Attend Investment 
Panel to present 

Business Case

Record Decision 
and notify 

all Stakeholders

Upload Risk and 
Investment report to 

Modern.gov

Upload Project 
paperwork onto 

Modern.Gov

Attend 
Executive Board 

to present 
findings



SAF Approvals Phase
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£20m+

Review Project 
Paperwork and 

provide guidance to 
Investment Board

Review Project 
Paperwork and 

provide guidance to 
WMCA Board

Attend Investment 
Panel to present 

Business Case

Record Decision 
and notify 

all Stakeholders

Upload Risk and 
Investment report to 

Modern.gov

Upload Project 
paperwork onto 

Modern.Gov

Attend 
Executive Board 

to present 
findings

Approval Outcome
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£20m +<£1m £1m - <£5m £5m - <£20m

Assurance

Executive 
Director
Approval

Approval at 
designated sign-

off meeting* 

Investment 
Panel

Feedback

Investment 
Board

Approval

WMCA Board
Approval

>£20m only

Risk & Appraisal Risk & AppraisalAssurance AssuranceRisk & Appraisal

*The Designated Sign-off Meeting decision makers 
are the appropriate Executive Director, Monitoring 
Officer and S151 Officer.



WMCA Single Assurance Framework Change Control Process v2.1
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WMCA Project 
Team

Appraiser to complete 
pre-reading of previous 
Business Cases / Change 

Requests / Funding 
Agreements

Complete WMCA 
CRF and required 

appendices

Engage with 
Executive Director, 

WMCA FBP and 
WMCA Legal to 
complete CRF

Engage with Project 
SRO, Finance, Legal 

to feed into CRF

External Project 
Team

Submit CRF and 
appendices to PAA to
ProgrammeAssurance
andAppraisal@wmca.

org.uk

Risk and 
Investment 
Appraisal 

completed

Appraiser sends CRF 
with comments and 
recommendations

to Project Team

Update CRF and 
Appendices

Submit updated CRF and 
Appendices 

(and Business Case  if required) 
to 

ProgrammeAssuranceandApprais
al@wmca.org.uk

WMCA Approvals 
Process

Project Team 
identify need for 
Change Request

Inform
ProgrammeAssurance
andAppraisal@wmca.

org.uk

Send link to WMCA 
CRF

Appraiser assigned to 
Change Request and 

sends Timeline of 
Approval Decision to 

Project Team 

Appraiser determines if a 
full or partial Business 

Case update is required

Rewrite full or 
partial Business 

Case

Yes

No No updates 
requested by 

Appraiser

Updates 
requested 

by Appraiser

PAA: Programme Assurance & Appraisal Team
CRF: Change Request Form
FBP: Finance Business Partner
SRO: Senior Responsible Owner


