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Six key success factors explained: 

1. Position the Assurance team correctly: “on side, objective and influential” 

 

Not many of us take criticism well, and not all of us deal with criticism in the same way.  Accepting there are issues 

in your programme, promoting them and ensuring they are addressed isn’t something that comes easily to most. 

 

 Assurance must be seen as a trusted partner and certainly not ‘big 

brother’.  

 Attempts to embed Assurance directly into the programme delivery team 

often ends up with them ‘going native’, providing insufficient challenge.  

 The team needs to maintain a high level of objectivity and 

independence. 

 There is often a shortfall in the ability of team members to effectively sell 

the benefits. They need influence, intelligence and gravitas to make the 

difference. 

 

2. Focus on what’s important: Don’t just ‘tick the boxes’, apply intelligence and take a flexible approach 

 

Sorting the A team is easy, team members will likely do the right things and do them well.  Assuring the B team is 

much more difficult.  And of course, every project and programme has a different set of challenges whether 

that’s team and stakeholder capability, the complexity of the landscape or the technical difficulty of the change 

itself.  

 

 We all know that Assurance should be outcome based, not just a ‘tick in 

the box’.  Some programme teams spend so much attention on meeting 

the control standards the real drivers are sometimes ignored. 

 Assurance teams needs to morph (as does their approach) to fill the ever 

moving gap between the team’s delivery capability and the required 

capability for a successful outcome. 

 And teams need to recognise emotions significantly impact the way 

many decisions are reached and Assurance has to pick up on these 

aspects too. 

 

3. Maximise Assurance value: timing and targeting your reviews 

 

You might ask the question “how do we maximise the value of the Assurance function?” but a better way of 

looking at this would be to understand how to maximise the value from your whole change function and the part 

Assurance needs to play in delivering that goal.  

 

 Client evidence from over 15 years of assuring programmes tells us 

Assurance is most effective at the outset of the programme. But a lot of 

organisations have real difficulty in recognising projects that have 

started. 

 Determining the right solution usually depends on (1) state of play, (2) 

visibility to senior management; (3) recognition of the business case for 

Assurance.  

 Clients who effectively analyse benefits vs the costs apply Assurance 

further down the portfolio stack, improving the performance in their mid-size programmes, not just the mega-

programmes. 
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4. Independence: Avoid politics and maintain a good field of vision 

 

Programmes are split up into manageable parts headed by individuals accountable for delivery of their part, so 

Assurance must provide a holistic view to guarantee full insight.  

 

 The Assurance team must be free from encumbrance.   

Internal assurance functions and supply side externals especially can be 

compromised by internal politics, hierarchy and agendas.  

 Assurance needs to be self-governing and seen to be independent and 

beyond political games.   

 Additionally, delivery stakeholders will be more open and honest with on-

side independent assurers, often it’s a cathartic, therapeutic process and 

provides significantly more insight and intelligent analysis. 

 

5. Work to a system, Measure success and act accordingly 

 

Assurance value is a function of the upshift in the effectiveness and efficiency of the projects it touches: the 

money saved, the pulling forwards of benefits, the reduction in time to market, end customer benefits, and how 

brands can differentiate themselves vs the cost of delivering the Assurance assignment. 

 

 Our clients are building their ability to contrast and compare performance 

across all their programmes.  It requires an assurance model that works for 

all types of project, all methodologies and all stages in the life cycle.  

 Clients use a Confidence Measure and via a quick calculation of spend 

and benefit, the level of risk.  And when clients use the post remedy 

Confidence Measure, they see the potential upshift and will nail the 

remedial activities.  

 

6. Identifying and fixing root cause 

 

Assurance objectives read something like ‘identify the shortfalls in a project, prioritise the issues/ risks and work with 

the delivery teams to agree actions to remedy’. There is a higher objective: identify the actions to eradicate root 

causes. 

 

 First step: identify the remedies that fix the shortfalls.   

 Ask enough intelligent and open questions to triangulate the problem and 

analyse the root cause.  Without this view you are in danger of putting out 

fires and not addressing real problems.  
 When clients benchmark root causes and outcomes across the portfolio 

they start to identify generic themes applicable to the whole organisation.  

In Summary:  

Most organisations now have a few options as to how they will assure their programmes: using consulting 

powerhouses such as Deloitte/Accenture, or specialists like Pelicam, their own internal assurance function, co-

sourced internal/external teams, or just borrowing top performers from their own transformation ranks.   

They all have pros and cons.  

The most important consideration is their ability to deliver on the six key success factors: 

 

1. Build an influential function: independent but on side and success oriented. 

2. Take a flexible approach: every assurance assignment is different, so act with intelligence. 

3. Sort the ‘triggers’ for assurance by understanding the assurance business case.  

4. Maintain independence and your field of vision. 

5. Create measures of success and the ability to benchmark. 

6. Focus on root causes and ways to fix across the board. 

To find out more about setting up a successful assurance function contact Peter on p.mayer@pelicam.com or 

call Peter on +44(0)7974084333. 
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