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Effective Sponsorship and Scrutiny:    
Making the Difference!

Tony Hargraves
Head of Sponsorship, Scrutiny & Sanctioning

AWE plc
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Context

ÅA provider of nuclear security products and 
services to the UK Government

ÅSafety, Security, Regulators 

ÅEstablished in 1951, MoD GOCO since 1993

ÅParents: Jacobs, Lockheed Martin, and Serco

ïMoD has the goldenshare

ÅManufacturing, Engineering, Science

ÅLarge, long term programmes and projects
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1995-2025

£ 
Investment  

in  AWE

ÅFalling Demand

ÅIncreasing Demand

ÅAgeing Supply

ÅCapability Gaps

ÅNew Investment

ÅCulture Shock 

Our Challenge

http://www.istockphoto.com/stock-photo-11340573-disintegrating-barn.php
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The Investment Management 
Capability Change Programme

ÅProcesses and method

ÅTools and techniques

ÅRoles, responsibilities & competences 
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Investment Management Process

Choosing 
the right 
solution

Delivering  
the 

solution 
right

Realising 
the 

Benefits

http://www.istockphoto.com/stock-photo-2733950-planting-a-sapling.php
http://www.istockphoto.com/stock-photo-4160374-wood-basket-with-red-apples.php
http://www.istockphoto.com/stock-photo-7829849-apples-with-water-drops-xxl.php
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Choosing the right solution & 

developing the business case

Source: Dilbert
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Front End: 0 - 2: Studies
Choosing the right solution & developing the business case

Problem/ 
Opportunity

wŜǉΩƳǘǎ

Feasibility

IA

Options

Delivery  
- Back End

Gate 0

Gate 0.5

Gate 1

Gate 1.5

Gate 2

Sponsor

Delivery Manager

AWE Sanction Gate

Initial

Main

MoD Investment Approvals Board Gate

http://www.istockphoto.com/stock-photo-7829849-apples-with-water-drops-xxl.php
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Back End: 2 - 6: Realisation
Realising the solution and the benefits

Design

Establish

Realise 
Benefit

Commission

Close

Gate 3

Gate 4

Gate 5

Gate 6

Delivery Managers

Sponsor

AWE Sanction Gate

http://www.istockphoto.com/stock-photo-4160374-wood-basket-with-red-apples.php
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Roles, Responsibilities, 
Accountabilities and Competences
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Roles, Responsibilities 
& Accountabilities

ÅSponsor 
ïSenior Responsible Owner (SRO)
ïStudy Manager
ïBusiness Change Manager (BCM) 

ÅProgramme Manager

ÅDelivery (project) Manager

ÅSolution Architect

ÅCommercial Manager

ÅProgramme/Project Accountant

ÅThe Scrutineer 

http://www.istockphoto.com/stock-photo-1111488-four-linked-business-hands.php
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Sponsorship ςin a nutshell

ü Cost effectively solve the problem

ü Champion initiatives 

ü LŘŜƴǘƛŦȅ ǘƘŜ ǊƛƎƘǘ ΨǇǊƻƧŜŎǘΩΦ

ü Build, challenge and argue the 
requirements and business case

ü Ensure ALARP, BPEO & VfM

ü Secure funds and sanction

ü Support the delivery team

ü Manage key stakeholders

ü Ensure benefits are real, realisable 
andrealised

The AWE sponsorôs main aim is to:
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Sponsorship Competences
ÅStrategy setting 

ÅBenefits management

ÅBusiness case development

ÅScope & Requirements mgt

ÅPlanning & control

ÅProgramme management

ÅOptioneering

Å Investment appraisal

ÅTechnical data evaluation

ÅNegotiating

ÅEstimating

ÅCost control

ÅConfidence modelling

ÅCommunications & Influencing

ÅProcurement

ÅRisk management

ÅStakeholder mgt

ÅSystems analysis & design

ÅBusiness change

ÅThrough life mgt

Underpinned by knowledge of core business, coaching 

and a portfolio of process, guides and training courses 

http://www.istockphoto.com/stock-illustration-6949390-following-the-process.php
http://www.istockphoto.com/stock-photo-5793898-multi-tasker-businessman-four-arms-cellphone-laptop-computer-briefcase-on-white.php
http://www.istockphoto.com/stock-photo-3529457-corporate-army-knife.php
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Options & Investment Appraisal

ÅALARP, BPEO & VfM

ÅWLC NPV

ÅCOEIA

ÅAffordable

ÅEstimates
ïCost, Time, Risk, Benefits

ï3PE

ïPrecision v Accuracy

ïBeware of Monte Carlo outputs!
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Sanctioning & Scrutiny

Investment Sanction
üLƴŎǊŜƳŜƴǘŀƭ ŦǳƴŘƛƴƎ ŀǘ ΨƎƻκƴƻ-ƎƻΩ ƎŀǘŜǎ ōŀǎŜŘ ƻƴ 

maturity/readiness and risk

Pre-Sanctioning Scrutiny
üINAR, multi-disciplines, SMEs
üICE, IBR 
üProportionate geared to risk, value and urgency

MoD Approvals
üMulti-tiered reviews with rigorous scrutiny
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Results so far:

ÅSeveral successful major investments
ïProjects completed on time and to budget 

ïBenefits realised

ÅSignificant value added to our programme:
ïōȅ !²9Ωǎ ǇŀǊŜƴǘǎΣ aƻ5Σ IƻƳŜ hŦŦƛŎŜ 

ïand by our Supply Chain

ÅAWE capability now substantially stronger

http://www.istockphoto.com/stock-photo-5432192-back-to-school-xl.php
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Lessons Learned

ÅΨ!Ǌǘ  and {ŎƛŜƴŎŜΩ ƻŦ 
business & benefits
ÅProcess
ÅProportionality
ÅSponsors andPMs
Åwƻōǳǎǘ ΨŦǊƻƴǘ ŜƴŘΩ
ÅRun studies as projects 
ÅOptimism bias 
Å{ŎǊǳǘƛƴȅ ΨǎǿŜŜǘ ǎǇƻǘΩ 
ÅIt is OK to STOP 
ǇǊƻƧŜŎǘǎΧΦΦ

ÅPractical risk 
management
ÅOptions appraisal
ÅQuantified benefits
ÅLǘΩǎ ǘƘŜ ōǳǎƛƴŜǎǎ ŎŀǎŜΣ 

stupid!
ÅMaturity 
ςwalking the talk

ÅChange, despite doing 
ƛǘ ŦƻǊ ȅŜŀǊǎ ΧΧΦ 
- Cultural and organisational 

change is still not easy!

http://www.istockphoto.com/stock-photo-281452-back-to-school-ii.php
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Next Steps 

VContinuous capability improvement

VProportionality

VWhole Life

VFinancial authority levels

VAWE sponsorsô inter-working with MoD

VScrutiny - little, often and earlier 
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In Conclusion
Å Sponsorship really is key for:
ï Championing change

ï Driving for & delivering real quantified benefits

ï Determining the right solution

Å Project Management is key for:
ï Managing the studies and delivering the solution right

Å Front End focus is essential to:
ï Understand the problem/opportunity & get the requirements right

ï Explore, understand, size and model the options 

ï Determine the right solution

ï Articulate and sell in a business case
Åcompelling, complete, crisp, credible, coherent

Å Independent scrutiny is an extremely powerful lever
ï but gear to capability, complexity, risk, value and performance

Effective Sponsorship and Scrutiny really can make the difference!


