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28 JUNE 2021 

DEVELOPING A FRAMEWORK FOR RISK MANAGEMENT 

REPORT OF CARDIFF CAPITAL REGION DIRECTOR  

AGENDA ITEM 8 

Reason for this Report 

1. To inform key stakeholders, principally, Regional Cabinet of the work undertaken
by professional advisors, AON in respect of Risk Management for the Cardiff
Capital Region City Deal. To set out work to date by AON and CCR Office and
wider stakeholders, in the form of recommendations which relate to the
Investment and Intervention Framework and general implementation; and, key
‘Risk Appetite Statements’.

2. To position this work alongside work ongoing on the Investment Strategy – the
key framework emerging from and giving effect to the findings of the self-
evaluation review of the Investment and Intervention Framework. To further set
out how the implementation frameworks for both these key pieces of work are
mutually supportive and thus, must come together.

3. To advise that this integration and joining-up, must also have regard to the future
context of the transition to a Corporate Joint Committee (CJC) and therefore to
set out how this work will be progressed as part of an emerging Transition Plan
for the CJC and will become part of the suite of policies needed for the new
corporate entity.  This is important in ensuring resources are not duplicated and
that the work now remaining is positioned correctly and with future scope in mind.

4. In the interim to this more comprehensive work on bringing together a future-
proofed Risk Framework and Investment Strategy – to update the CCR Risk
Register and ensure it captures an overview of relevant risks and issues at this
time.

Background 

5. CCR commissioned AON in 2020 to independently assess and appraise its risk
environment and procedures and help create the pillars for a comprehensive risk
management programme. Priorities within this were cited as risk management
strategies, risk appetite levels, risk identification and risk assessment – all of
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which are critical to the process of providing robust assurance and demonstrating 
probity. 

 
6. Through a process of working with key stakeholders and holding interviews with 

partnership and advisory body participants; reviewing documentation, IIF 
processes and practical procedures, AON conducted and concluded their work. 
AON’s overall assessment is that evidence is available to support CCR using risk 
management approaches to make functional and investment decisions. “Our 
engagement highlighted that CCR’s approach to risk management is well 
adhered to and works well” and state that the purpose of the findings is to set out 
improvements and enhancements, aligned to best practice, in order that CCR 
can document robust arrangements in place and provide a firm foundation upon 
which to embed expanded principles. 

 
7. AON’s work has established a set of Priority Recommendations that relate to the 

Investment and Intervention Framework and a general set of supporting 
Implementation Recommendations that will help implement and embed risk 
management. The Priority Recommendations relating to the IIF relate to the 
following and are attached at Appendix 1: 

 
• decision-making processes and formally recording the IIF criteria and giving 

interpretations to the risk provisions set out; 
• risk evaluation within the SIFT process – incorporation of five core risk 

principles – ESG, Diversity and Inclusion, legal, financial and reputational; 
• risk weightings – review weightings in the SIFT screening process and 

reconfigure weightings to add the five core risk principles; and, 
• key person/ succession plan – setting out role requirements and ownership 

of areas, identifying current resource constraints and performance issues. 
 

8. The Implementation Recommendations more generally, also attached within 
Appendix 1 support: 
 
• risk recording and reporting – Risk Logs and Registers; 
• lessons Learnt – feeding forward and self-evaluation; 
• training – training plan to embed risk culture; 
• risk management and leadership – having risk champions; 
• monitoring and peer review – further supporting learning and self-

assessment. 
 

9. To complement this, AON with the CCR Office and stakeholders has developed 
a set of suggested Risk Appetite Statements which are enclosed at Appendix 2. 
These clearly set out risk thresholds in regards to high-appetite areas and that 
which CCR will proactively enable – as distinct from lower tolerances and what 
AON has determined to be ‘red lines’. These relate to core themes of Financial 
Risk; Diversity, Equalities and Inclusion; Reputation matters; ESG; Legal and 
Regulatory issues; and the wider Macro-risk environment. 

 
Future-proofing our Environment 
 
10. AON suggests that all this is drawn together into a comprehensive Core Risk 

Framework. However, given the scope of the recommendations in respect of the 
Investment and Intervention Framework, it is clear that the opportunity must be 



Page 3 of 6 

taken to link the Risk  Framework, with the emerging Investment Strategy (which 
will be the implementation part of the recent IIF Self-Evaluation Review) 
presented to Cabinet in March 2021.  These pieces of work are complementary 
and mutually reinforcing and thus, must come together. 

 
11. However, the importance of this integration and joining-up is further influenced 

by the future context of the transition to a Corporate Joint Committee (CJC) ahead 
of the statutory enactment date for CCR of 28 February 2022. 

 
12. Both pieces of work, therefore need not only be aligned and co-ordinated, but 

must be future-proofed in order to work optimally for the CJC and the broadened 
scope of operation (which will go beyond the narrow confines of City Deal). It is 
therefore suggested, that these pieces of work are progressed as part of the tasks 
and activities that will constitute part of an emergent CJC Transition Plan. This is 
important in ensuring the work is carried out in the right context and scope and 
with future factors and conditions in mind; and, in ensuring efforts and resources 
are not duplicated. The Transition Plan and creation of a Transition Board 
incorporating issues of timing, sequences, co-ordination and resources will be 
reported to Cabinet in due course and in line with the agreement of Vision, 
Functions and Governance Options.  

 
13. In the interim to this more comprehensive and future-proofed piece of work on a 

Risk Framework and Investment Strategy for the Cardiff Capital Region, the 
existing CCRCD Risk Register has been updated and is attached at Appendix 3. 
This takes into account the wider Macro-environment in which CCR operates, 
which not only underlines the importance of external influences such as policy 
factors i.e. CJCs, but also the criticality of operating in a post-EU exit and post-
COVID economy, putting recovery, resilience and wider global factors and 
headwinds clearly on the radar. In this way, some of the recommendations made 
by AON begin to feature and will begin to be introduced into core processes and 
procedures For example, updated risk logs are being prepared for all projects; 
work is being planned on Diversity and Inclusion with InnovateUK; the revised IIF 
investment strategy is in development and an enhanced framework for 
Programme Monitoring is being rolled out. 

 
Factoring Climate Change into Risks 
 
14. AON’s recommendations draw extensively on ESG. The macro-risk environment 

is also one in which the issues of climate change impact will be writ large. As 
work is developed on the core Risk Framework, CCR Office will further explore 
the potential to link environmental reporting with risk management and how this 
can be made a business norm through recommendations such as signing up to 
the Carbon Disclosure Project. Climate risks will pose significant financial and 
strategic challenges and will be an increasingly key consideration when it comes 
to investment decision making. Whilst many of the risks faced tend to focus on 
policy and legal changes, CCR also needs to examine the potential market, 
reputational and technology risks faced at the same time. Having regard to 
market forces and linking our risk environment to broader economic intelligence 
will be critical.  
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Financial Implications 
 
15. Risk management should be embedded and reviewed in all activities including 

financial management, governance and decision-making. This includes post 
project risk monitoring particularly in relation to financial investments. Where any 
recommendations relating to updating the risk management framework are 
accepted and result in ongoing financial implications, these will need to be 
managed within existing budgets. 

 
Legal Implications  
  
16. There are no legal implications in this report. 
 
Well-being of Future Generations 
 
17. In developing the Plan and in considering its endorsement regard should be had, 

amongst other matters, to: 
 

(a) the Welsh Language (Wales) Measure 2011 and the Welsh Language 
Standards; 
 

(b) Public sector duties under the Equalities Act 2010 (including specific Welsh 
public sector duties). Pursuant to these legal duties Councils must in making 
decisions have due regard to the need to (1) eliminate unlawful 
discrimination, (2) advance equality of opportunity and (3) foster good 
relations on the basis of protected characteristics. Protected characteristics 
are : a. Age; b. Gender reassignment; c. Sex; d. Race – including ethnic or 
national origin, colour or nationality; e. Disability; f. Pregnancy and 
maternity; g. Marriage and civil partnership; h. Sexual orientation; I. Religion 
or belief – including lack of belief, and; 

 
(c ) the Well Being of Future Generations (Wales) Act 2015. The Well-Being of 

Future Generations (Wales) Act 2015 (‘the Act’) is about improving the 
social, economic, environmental and cultural well-being of Wales.  The Act 
places a ‘well-being duty’ on public bodies aimed at achieving 7 national 
well-being goals for Wales - a Wales that is prosperous, resilient, healthier, 
more equal, has cohesive communities, a vibrant culture and thriving Welsh 
language and is globally responsible.  In discharging their respective duties 
under the Act, each public body listed in the Act (which includes the Councils 
comprising the CCRCD) must set and published wellbeing objectives.  
These objectives will show how each public body will work to achieve the 
vision for Wales set out in the national wellbeing goals.  When exercising its 
functions, the Regional Cabinet should consider how the proposed decision 
will contribute towards meeting the wellbeing objectives set by each Council 
and in so doing achieve the national wellbeing goals. The wellbeing duty 
also requires the Councils to act in accordance with a ‘sustainable 
development principle’.  This principle requires the Councils to act in a way 
which seeks to ensure that the needs of the present are met without 
compromising the ability of future generations to meet their own needs.  Put 
simply, this means that Regional Cabinet must take account of the impact 
of their decisions on people living their lives in Wales in the future.  In doing 
so, Regional Cabinet must: 
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• look to the long term; 
• focus on prevention by understanding the root causes of problems; 
• deliver an integrated approach to achieving the 7 national well-being 

goals; 
• work in collaboration with others to find shared sustainable solutions; 
• involve people from all sections of the community in the decisions which 

affect them. 
 

18. Regional Cabinet must be satisfied that the proposed decision accords with the 
principles above. To assist Regional Cabinet to consider the duties under the Act 
in respect of the decision sought, an assessment has been undertaken, which is 
attached at appendix 4. 

 
Equality Act 2010 
 
19. In considering this matter, regard should be had, amongst other matters, to the 

Councils’ duties under the Equality Act 2010.  Pursuant to these legal duties the 
Regional Cabinet  must in making decisions have due regard to the need to (1) 
eliminate unlawful discrimination (2) advance equality of opportunity and (3) 
foster good relations on the basis of protected characteristics. Protected 
characteristics are: 

 
• age;                 
• gender reassignment;             
• sex;  
• race – including ethnic or national origin, colour or nationality; 
• disability; 
• pregnancy and maternity; 
• marriage and civil partnership; 
• sexual orientation; 
• religion or belief – including lack of belief. 
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RECOMMENDATIONS 
 
20. It is recommended that the Cardiff Capital Region Joint Cabinet: 

 
(1) notes the work of AON, CCR Office and wider stakeholders in respect of 

the recommendations and risk appetite statements to underpin a CCR 
Core Risk Framework;  

 
(2) acknowledges the join-up and integration needed with the emerging CCR 

Investment Strategy (which will implement the recent IIF Review) findings  
and further recognises the need to receive and positon this work within the 
transition process for CJC; 

 
(3) notes and endorses the update CCR Risk Register which, as far as possible 

begins to develop and incorporate key themes and issues identified within 
the AON work. 

 
 
Kellie Beirne 
Director, Cardiff Capital Region  
28 June 2021 
 
Appendices 
Appendix 1 AON Recommendations 
Appendix 2 AON Risk Appetite Statements 
Appendix 3 Updated CCR Risk Register 2021/22 
Appendix 4 Well-being of Future Generations Assessment 
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Risk Management Context

2

In order to meet its strategic objectives, CCR maintains a balance between creating an attractive commercial investment proposition and meeting its public 

policy requirements. A robust risk management programme, including risk appetite, risk identification and assessment supports these requirements and 

provides assurance to the accountable body.  

During our engagement with CCR we have found evidence that CCR use a risk management approach to make functional and investment decisions.  Such 

an approach informs the investment recommendations CCR makes to the Regional Cabinet and provides assurance about the evaluation of proposals in line 

with criteria which relate to the strategic objectives. Risk is considered through structured discussions following the Investment and Intervention Framework 

process ensuring input and advice is sought from a wide range of technical experts and stakeholders representing public, private and regional interests.

We have set out further detail of how the Framework currently operates in Appendix A. Our engagement has highlighted the CCR approach to risk 

management is adhered to and works well. In our opinion, with further support and the addition of some improvements aligned to best practice, CCR will 

have documented the robust arrangements in place and provided a firm foundation upon which to embed the expanded principles. 

We made some recommendations to guide CCR in further formalising and consistently embedding risk management across the organisation which will be 

essential to its evolution as the CCR investment portfolio grows.

We have divided our recommendations as follows: 

• Priority Recommendations (IIF) - enhancements to the investment framework, building on the work already done

• Implementation Recommendations - supporting CCR to implement and embed risk management 

CCR have a firm ambition to continue to improve and to ensure the implementation of risk management is effective, adopting a measured approach, that 

brings all stakeholders on the journey recognising the value it will bring.  

We would recommend CCR develops a phased implementation plan to deliver these enhancements in advance of the annual review in November 2021.  

Aon would be pleased to support CCR, if requested.    
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Priority Recommendations (IIF)

3

Key Finding Suggested Action

Investment Intervention Framework (IIF)

1. Decision making process – Key Criteria:

• Key decisions are made with consideration to the 12 Key Criteria 

(red and green) but they are not formally recorded in the process 

and are not consistently referenced/used   

 Provide short explanations that clarify the 12 key criteria to provide improved context for decision making e.g. 

more detailed definitions and inclusion of how they relate to the process beyond the framework document  

 Whilst decision making does show alignment to these, it is not consistently understood or referenced. It is 

essential to ensure they are understood by all stakeholders who have different knowledge levels, priorities and 

perspectives

2. Risk evaluation – SIFT:

• Risk evaluation of proposals are framed in general terms mainly 

relating to CCR objectives

• Risk scoring is undertaken, however there is a strong correlation to 

financial risks and a limited approach to wider risk types 

• General ‘house-keeping’ relating to risk scoring and formulation 

could be improved, however risk assessments are formally signed 

off

 Defining risk beyond Financial Risk is core to the framework’s success

 Incorporating the additional 4 core risk principles (ESG, Equality D&I, Legal, Reputational) in to the SIFT 

evaluation processes will create a more balanced assessment of all the risks which meets the needs, and reflect 

the values of, the wider social and regional stakeholders

3. Risk Weightings  Review weightings used in evaluating the SIFT screening process, undertake a formal process of challenge  

 Reconfigure the weighting so they are more representative and inclusive of the additional risk principles

 Agree the level of each weighting allocation to each principle risk

4. Key person - Dependency and Succession:

• Roles and responsibilities could be better articulated or mapped to 

key IIF processes

• Increased complexity increases responsibility for all stakeholders

• Maintaining culture and consistency is important to the strategic 

objectives

 Develop a succession plan with a view to early transition in order to upskill and transfer knowledge. Use role 

descriptions to help ensure CCR maintains strong resource across the 5 risk impacts

 Identify the requirements of all key roles as they apply to the 5 risk impact areas to ensure there is ownership, 

understanding and expertise in each area (e.g. Programme Board, Investment Panel, etc)

 Identify potential areas of resource constraint CCR with reference to potential increased levels of decision 

making and project outcome monitoring that will be required 

 With possible increased use and reliance on external specialist advisors, there is a need to ensure their 

selection is formalised, robust and adaptable to meet future needs

 Develop plan for monitoring the success of each specific third party relationship, including contingency to 

address and resolve any sub optimal performance issues
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Implementation Recommendations (1 of 3)
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Topic Suggested Action (Note – these steps follow the risk management framework approach to enable easy implementation)

Implementation of Risk Management  - When ambitious strategies combine with complex and demanding risk landscapes allocating appropriate time and resource can be extremely difficult.  

Therefore consistency in approach is critical to effective risk management. This is best delivered through leadership, planning and coordination.  The following recommendation seek to support 

appropriate improvements to support CCR overcome these complexities.

1. Risk Recording 

and Reporting 

(Risk Registers)

Risk registers are an important management tool.  There are two key elements to consider in relation to their development, firstly the format and structure 

and secondly the content.  Please note the former can improve the quality of the latter.  The following guidance is designed to ensure CCR’s risk registers 

are as relevant, meaningful and user-friendly as possible whilst delivering the expected level of value.

Risk register to include the following additions:

 Risk registers must contain the right information in the simplest format.  It is important not to be needlessly repetitious, each articulation should follow the MECE 

principle, that is to be mutually exclusive and collectively exhaustive – no two risks could convey the same information.  

 The Risk Registers would benefit from aligning the articulated risks to the specific business objectives they would have a material impact on were they to 

materialise.  This would enable business planning processes to quickly consider the associated risk profile, as well as determine what actions are being taken that 

might reduce the impact of risk on a specific strategic goal or priority.  This could be achieved by the inclusion of an additional column where the effected 

objective could be included either in full or in codified form 

 Separate and distinct articulations of Risk, Cause and Impact:

• Within CCR’s registers there is a single narrative relating to the risk referred to as Risk Description.  This approach of having a single narrative, although not 

wrong does not align to best practice, it can and in many cases does, lead to a blending and therefore a confusion between the risk, the root cause and the 

consequence.  Keeping these three areas discreet within the Risk Register will provide a grater degree of clarity and will enable the linking of controls to be 

much more effectively done.  It is recommended there is a separate column for Risk Description, Risk Causes and Risk Consequences (Impacts as used by 

CCR)

 Controls designed and developed towards specific reduction of either the cause or impact or both

 Consultative approach gains buy-in

 Ensure effected stakeholders are involved in the process early and are informed of their role and responsibility in relation to risk, control and action ownership

 Consider early how the effectiveness of the action will be monitored in the immediate and longer term

 Are existing controls having the desired / expected effect, and if not why not

 Development and application of key performance/ risk/ control indicators

 Risk owner to be named, involved and delegated to where appropriate

 When articulating Current Controls and Proposed Management Actions it would be useful to include an expected date of completion for that specific action and 

where possible a responsible person included by name

• A powerful tool for the improvement of controls and their impact upon risks is the assessment of both their Effectiveness and their Improvement Potential.  

Additional columns can be included in the risk register to complete this assessment

 Progress and review points should be agreed and adhered to

 Acknowledge links to reporting requirements where appropriate

 Inclusion of a Heat Map that clearly shows inherent vs residual risk
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Implementation Recommendations (2 of 3)
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Topic Suggested Action

2. Communication To continue to improve the enterprise wide risk culture Aon recommend appropriate risk focused knowledge sharing and communication processes are 

developed using a “lessons learnt” approach – a “Communication Plan” (CP).

A formal risk management CP, to be jointly applied for both internal and external use where appropriate, should be developed.

Effective risk management requires engagement from staff across CCR, the Local Authorities, and External Advisors. Communication on the risk management 

strategy, policy and processes is essential to ensure a consistent approach to the management of risk

A Communication Plan will ensure knowledge is effectively shared and transferred across CCR, and will be linked to, and complement, the existing work undertaken 

by Suzanne Chesterton.  The primary risk management factors that need to be communicated include within CCR are:

 The vision, mission and policy for risk management - The risk management framework and supporting processes (IIF)

 Objectives and benefits of risk management within CCR 

 Roles and responsibilities for managing risk

 Remit and role of those colleagues with risk management responsibilities

3. Training Development and implementation of a training plan for all applicable stakeholders to enable the consistent and accurate use of the framework and to 

improve the risk management culture within CCR.

Risk management training should be tailored to the audience and to the IIF.  All training should be targeted and include fit for purpose messaging relevant to the 

audience. There should be an emphasis on the risk management approach being a pragmatic approach.  A training program might be as simple as taking time, once 

every few months, to read up on some aspect of risk management within CCR, or it may require organised training through face to face sessions facilitated by CCR 

colleagues. In all cases CCR should monitor and document any training that takes place

4. Risk 

Management 

Leadership 

CCR has a good understanding of risk management and responsibility is divided across the executive team. However this does create pressure on those individuals 

to develop and monitor the risk management strategy in addition to the other responsibilities (which is acute when ‘bandwidth’ is stretched).  

CCR is keen to ensure that it maintains a culture of risk understanding, responsibility and ownership at all levels of the organisation. Developing risk champions is 

one way to achieve this, supported by training and education of stakeholders. Ensuring all colleagues responsibilities for risk management are set out and 

understood is important aspect of this.

In our opinion, there is also merit in CCR considering the benefits of creating a specific ‘Risk and Resilience Manager’ role (an example role description can be found 

in Appendix B). This could help to support the executive team by delegating the day to day development and management of the framework as it evolves. This would 

leave the management team to drive the cultural focus around delivery of objectives in line with the framework.  The use of a Risk Champion network may also be 

considered that would enable real time identification of issues, risks and possible close calls.  CCR Risk Champions would undertake the following responsibilities:

 Communicate the benefits of risk management and the risk framework across their specific area 

 Help facilitate the risk management process and risk reporting procedures across both CCR and projects?

 Help ensure commitment of key stakeholders is obtained and maintained

 Share best practice within CCR

A significant advantage of a formal approach to resourcing risk management is the ability to set the role, responsibilities, objectives and performance for the role
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Implementation Recommendations (3 of 3)
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Topic Suggested Action

Cont.

5. Monitoring and peer 

review

 Ensure regular monitoring, review, management and control of risk and the risk management framework, examples as follows:

• Monthly – top strategic and/or operational risks that have a significant material impact were they to materialise e.g. those that are assessed as outside 

of appetite  

• Quarterly – top risks that whilst not being outside of appetite are of critical concern, and where there is strong need to reduce their risk score to a level 

that is appropriate and acceptable 

• Annual – undertake a full review of all risks that are logged on the register, seek to remove those that are not assessed as material and/or those that 

are no longer relevant as they relate to historic matters

• 3-5 years – Undertake an comprehensive independent review of the risk management framework and policy 

 Monitoring the risk profile is achieved by the identification of key indicators for each risk. Effective monitoring of key indicators will detect any significant 

changes that may impact CCR’s strategic goals and objectives, and provide an early warning

 Decide what key features of approved projects to be monitored:

• The risk assessment identifies a number of risks

• Prioritising the risk to be monitored

• Define the required frequency for monitoring and reporting

 Risks to be reviewed following any material change

 A formal mechanism for escalating risks is developed and embedded

 Regular communication on 'risk status' is distributed to key stakeholders and interested parties

 Risk Management should be a standing agenda item in Board meetings and the discussion documented

 The CCR Board receive formal annual reports on the effectiveness of the risk management framework (where possible delivered by a 3rd party with expertise 

in the field of Enterprise Risk Management)

 Where risk materialise the associated risk assessments are adjusted, and following a formal review 'lessons learned’ are published and communicated
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Recap of activities & progress to date 

2

Activity Detail Date:

Preliminary discovery session: Discovery session completed and planning of interviews commenced January 

Documents and data: Collated and reviewed existing documentation, data and other information

held in relation to the programme framework

January / 

February 

Background interviews: Conduct semi-structured interviews to review and capture the

risk management steps taken to identify and mitigate risks. Covering the full lifecycle 

of the programme from the inception/scope/qualification criteria of projects through to 

the post execution and performance monitoring

February / 

March

Principal Risk SME interviews: Undertook interviews with SME’s to agree risk features, definitions and parameters of 

the key principal risk areas:

• Financial

• DE&I 

• Reputational

• ESG

• Legal

April 

Workshop / challenge and 

consolidation session: 

Session to review CCR principal risk and draft appetite statements April 19th

Submission of redrafted Appetite 

statements: 

Amended appetite statements submitted to CCR for review April 27th



Observations and 
Findings

3
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Summary of Interviews – Setting context 
Aon have identified some areas which could further enhance the process for CCR to consider/agree.

Process:

1. Decision making is in accordance with local Government Act, CCR constitutions and delegation agreement in line with best practice.

2. Application assessments (legal, finance and governance etc.) do not have to follow a linear approval process, more lateral. Use of/ reliance on advisors may challenge 

alignment (e.g. processes, philosophy and culture).

3. Broad understanding that there is an ‘upside’ and a ‘downside’ to risk taking – however possibility that documents/ process doesn’t make this overtly clear.

4. The steps taken to reduce the impact of risk are effective, however the process is not formalised, therefore the potential for inconsistency and challenges around 

implementation are heightened.

5. CCR Investment and Intervention Framework review undertaken to ensure clarity of purpose, aims, objectives and desired outcomes of the portfolio completed in 

November 2020 and output reviewed by Regional Cabinet in December 2020.

6. Ongoing monitoring and reporting of investments is key to gaining working knowledge of the relationship between risk management activities (vetting) and outcomes. 

7. There was an isolated example reported of investment summary papers being inconsistent.  The challenge identified relates to communication of the key messages.   

Lessons were identified and addressed.

Perception of CCR brand:

1. DE&I should be given increased prominence within internal structures and investment selection programme – opportunity to increase maturity.

2. Articulation of CCR’s purpose could be better aligned to all outcomes esp. non-financial outcomes.

3. Reputation is managed more by ‘default than by design’. Partnership as important as investment decisions so it could be given more prominence.

4. Not spending / allocating funds is a key risk which could impact the strategic objectives.  

5. Everything CCR do should reflect their values e.g. economic inclusion and levelling up, future generations and an enabler of inward investment.  These drive decision 

making. 

Success / Outcomes:

1. There is a consensus that CCR should be comfortable taking risks – acceptance there needs to be a balance across the entire portfolio to meet CCR’s objectives through 

financial and non-financial (intangible) benefits. CCR is clear it there is limited value if they just ‘hit the target but miss the point’.

2. Intangible outcomes – A key feature is demonstrating the value relating to projects where repayment is threatened but the risk is outweighed as it is considered an 

‘enabling investment’ – CCR support of these projects is critical. 

3. Need to focus on doing things right rather than quickly. However this aspiration needs to be balanced with “no decision” crea ting inertia and a barrier to success. 

4. Support viability gap fund – some requests may be unviable to commercial lenders. This may be a differentiator as CCR supports investments that may otherwise not be 

financed which creates opportunity. However CCR will avoid decisions that create a perception or reputation for providing cheap or easy finance.

5. A key objective is for investment decisions is to be a catalyst for region wide transformation.  The risk management framework should provide transparency and 

confidence in the decision making process and drive positive outcomes. 

4



Cardiff Capital Region City Deal | Aon Global Risk Consulting | June 2021

Proprietary & Confidential

Implementation 
• The Corporate Risk Framework provides an overarching structure and sets the tone for the role of risk management.  Included within this is the 

identification of both internal and external risk factors.  These may be thought of as those risks which CCR’s can positively influence, mitigate or create 

opportunity as against external risk factors that can impact on its objectives and may inform outcomes. 

• The internal factors relate to the five principal risk themes set out below. The external Macro Risks include Post COVID-19 economic impact, Brexit etc. 

These form the basis of corporate decision making and will inform the investment decision making framework.

• The CCR Investment and Intervention Framework (IIF) assesses individual applications in line with CCR’s 12 key criteria but will have regard to the 

internal and external risk factors.

5

Investment and Intervention Framework (IIF) 

Investment Process

SIFT
Monitoring 

& Review
AmendApproval

Corporate Policy and Risk Strategy Framework - CCR

Financial 

ESG/Climate DE&I 

Reputational Legal 

External : Macro Risk FactorsInternal : Principal  Risk Factors 

Brexit 

ClimateCOVID-19

Economy Social 

Aggregated/ Portfolio Risk Individually Assessed Risk 
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Draft Appetite Statements 

6

Risk Pillar: Draft Risk Appetite statements (High/Low)

1. Financial 

Risk:

Loss of capital 

on an 

investment, 

non-

repayment, 

loss of equity, 

inability to 

recycle equity.  

High appetite (enable):

1. CCR will prioritise long-term investments that act as a catalyst to attract further inward investment in line with CCR strategic

objectives. 

2. CCR will independently review investment decisions and will, where possible and appropriate, try to promote and endorse activities 

that are inline with the evergreen investment principles. Notwithstanding this, CCR’s decisions are made on the basis of its entire 

investment portfolio, meaning it maintains appetite to support structural investment where this will deliver the strategic objectives 

including, economic inclusion and levelling up across the region.

3. CCR has no appetite to act as a commercial lender but CCR will ensure investments are in line with commercial, financial, regulatory 

and legal requirements. In doing so, it does not seek to overlay onerous/ aggressive commercial terms as part of its decision making 

or implementation requirements. 

4. The strategic risk management policy sets a robust framework to support investment decisions. CCR accept that as the portfolio 

grows, the aggregated risk profile changes which will mean there will be an evolution of the framework through the lifetime of CCR 

and conducted as part of the monitoring and review process.

5. CCR is willing to accept both short and long-term sub-optimal outcomes from investments in pursuit of its  objectives. There is 

appetite to take decisions that may not deliver a pure financial/commercial return where there is high potential to achieve non-

financial benefits (“seed funding”, establish clusters, economic inclusion, future generation, sustained inward investment). 

6. CCR has appetite to take decisions across its three principal funds (Innovation, Infrastructure and Challenge) to create conditions that 

develop regional identity (especially an a diverse and inclusive region of excellence).  

7. CCR has high appetite to develop opportunities that leverage finance and drive investment (where commercial lenders would not step 

in) to be enabler towards long term objectives whilst ensuring value for money

8. CCR want and expect value for money. CCR’s evaluation of the individual opportunity’s financial and non financial merits against its 

objectives is key to its risk appetite. 

‘Redlines’:
• Short term investments which hold limited prospect to attract additional investment or provide concurrent benefits to the region.

• Investing that doesn’t provide for wider transformational regional growth. 
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Risk Pillar: Draft Risk Appetite statements (High/Low)

2. Diversity, Equality and 

Inclusion:

Reflecting demographic 

differences in a group of 

people, creating an 

environment that supports 

and encourages all 

stakeholders, giving 

particular attention to and 

elevating the voices of 

those from 

underrepresented 

backgrounds.

High appetite (enable):

1. DE&I is more than a theoretical aspiration it guides and informs the way CCR is internally managed and the investment 

decisions it makes*.

2. CCR will seek opportunities and promote activities that advocate for people and/or communities with protected 

characteristics.  

2. CCR places high value on the role that DE&I has in achieving success through tangible (e.g. financial returns) and non-

tangible benefits (e.g. accsess to talent, innovation, good risk management, performance and productivity).  

3. CCR will make decisions with a focus on social economic equality e.g. living wage, access to education or accessible 

and diverse jobs.

4. CCR has a high appetite to invest in sectors that promote DE&I positive jobs and skills etc.

5. CCR has appetite to take responsible decisions that create a positive and potentially disruptive force in promoting DE&I 

across the region. CCRs decisions seek to turn aspirations in to reality by reducing inequality and by promoting the 

relationship between diversity and success. 

6. CCR has high appetite to support investments that enable its objectives to met through engagement with new 

audiences/demographics and  reduce DE&I barriers of entry into the region. CCR has an appetite to take a higher level 

of risk where this supports a change in behaviour and mindset.

7. All applications are assessed for DE&I economic inclusion, leadership routinely reviews data, takes actions and tracks 

progress. CCR has high appetite to invest in partners that demonstrate a high level of DE&I maturity e.g. leadership in 

their owned organisations is diverse or shows evidence of reduced inequality (e.g. gender pay gap). CCR retains 

appetite to work with organisations that have less DE&I maturity where they undertake commitments to increase DE&I 

maturity to set targets to reduce inequality.

‘Redlines’:

• Supporting any investment that contradict CCR’s DE&I principles, values and philosophy.

• Tolerating any internal activities that contradict CCR’s DE&I principles, values and philosophy. 

• Investing in sectors or proposals that maintain DE&I barriers 

* Reference, Davis, N & Furlong, C (2019) ‘Deeds Not Words’ Summary 
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Risk Pillar: Draft Risk Appetite statements (High/Low)

3. Reputational:

The threat to the 

profitability, 

sustainability or 

achievement of 

strategic 

objectives  of 

CCR that is 

caused by 

unfavourable 

public perception 

of the 

organisation or 

its products

or services. 

High appetite (enable):

1. CCR will review and manage activities both internally and externally to ensure decisions are not taken that result in excessive 

exposure to the loss of reputation. 

2. CCR has a high appetite for activities and investments that strengthen stakeholder confidence in its processes and personnel,

these include:

• UK and Welsh Government and ten participating Local Authorities

• Commercial partners 

3. CCR do not seek short-term returns at the expense of our long-term reputation and consider reputational risks when initiating 

changes to our strategy and/or approach to our investment decisions.  

4. All partners are expected to exhibit similar standards to CCR e.g. accountability to high standards of conduct with a principled

approach to legal and regulatory compliance, which are integral to our culture and values.

4. CCR has high appetite for individual investments where CCR assesses additional significant societal and/or strategic benefits

could be realised (in the knowledge that there is potential for CCRs objectives not to be met in full leading to a risk this may attract 

a level of negative perception).

5. CCR seeks to be an enabler, creating long-term improvement across the region as a whole. CCR emphasise the importance of its 

portfolio view of investment risk. Individual investments may not succeed fully and result in negative reaction. However CCR will 

review these outcomes against the whole portfolio to ensure they maintain ability to deliver on CCR’s strategic objectives. 

Engagement and communication provides context for decision making  and CCR will clearly communicate the steps taken to 

identify, assess and control risks where it is known to exist.  

6. CCR has an appetite actively promote CCR “brand” or purpose  which create the conditions for commercial interest and inward 

investment into the region.  

7. CCR recognise that the pooling of talent, ideas and scrutiny across the 10 local authorities provides it with the scope to increase 

collective appetite for risk because it aligns to wider strategic objectives (positive community impact).

‘Redlines’:

• Sectors that display poor attitudes and practices to social impact (economic inclusion, DE&I etc) which would undermine public 

perception in CCR.

• Tolerating any behaviour, either internally or within partner organisations, that contradicts policies and principles, and which will 

lead to a negative impact on reputation.

• Allowing an aggregation of risks within the portfolio that would prevent CCR from achieving its objectives or create fundamental

loss of confidence and/or distrust in CCR’s ability to meet its objectives.



Cardiff Capital Region City Deal | Aon Global Risk Consulting | June 2021

Proprietary & Confidential

Draft Appetite Statements Cont.

9

Risk Pillar: Draft Risk Appetite statements (High/Low)

4. Climate Change & ESG:

ESG: Environmental, Social, and 

Corporate Governance refers to the 

three central factors in measuring 

the sustainability and societal 

impact of an investment in a 

company or business. Analysis of 

these criteria is thought to better 

determine the future financial 

performance of companies.  An 

important component of 

Environmental, is consideration of 

Climate Change.

Climate Change: Refers to the risk 

associated with a change in global/ 

regional climate patterns, in 

particular a change apparent from 

the mid to late 20th century 

onwards and attributed largely to 

the increased levels of atmospheric 

carbon dioxide produced by the use 

of fossil fuels. 

High appetite (enable):

1. CCR recognise Climate Change risk at both the macro and programme level, and the importance of it informs

how we make a decisions at a corporate and individual investment level. At a programme level Climate Change

risk is incorporated in to CCR’s responsible investing policy and forms part of the decision making process within

the IIF. In perusing our objectives we do not make decisions that are detrimental to planetary eco-systems

2. CCR make decisions and carry out activities that positively affect our region on ESG related issues. The

importance of ESG principles and the role they play in achieving CCR’s societal (including DE&I), financial and

reputational objectives is key to CCR’s strategy. CCR has a high appetite to invest in partners who demonstrate

strong commitment to these values

3. CCR recognises there will be differing levels of ESG maturity in our investment applications. CCR do not

automatically exclude applications with lower levels of maturity. CCR has a higher appetite for investment

opportunities that promote positive practices and ensure values are considered because it provides opportunity

for long-term and sustained growth across the region

4. CCR has a high level of appetite to partner with organisations that either promote or by association create a

positive impact on the environment both locally and more widely (e.g. climate change, protection of water, waste

prevention and recycling, pollution/contamination reduction, carbon capture / carbon reduction or neutrality etc.)

5. CCR has high appetite for social transformation and to partner with organisations that actively support and

promote social cohesion and integration, and prioritise and support consumer responsibility, health and safety,

human rights and community and positive working practices in line with CCR’s key objectives. Investments are

assessed for their potential societal impact

6. CCR has a high appetite to work with and invest in partners with robust Governance structures and an

embedded and mature risk management culture. In particular it has high appetite to work with organisations with

strong DE&I leadership credentials

7. CCR will seek to put investment in to subsidiary funds, that are managed by professional fund managers and

advisors (e.g. Premises Fund) – as part of investment strategy. ESG principles will be central to these funds. Any

appointed fund managers will be required to ensure consistent application of CCR principles. This approach will

enable the most appropriate and sector specific implementation of ESG principles

‘Redlines’:

• CCR are fully committed to the ‘Wellbeing of Future Generations Act’ – policy and legal prerogative and do not

have appetite to invest in sectors or programmes that conflict with these goals.

• CCR have no appetite to work with partners who behave or advocate in a manner that contradicts ESG values.
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Risk Pillar: Draft Risk Appetite statements (High/Low)

5. Legal & 

Regulatory:

Failure to meet 

legal liabilities and 

obligations that 

may occur in the 

course of doing 

business due to 

negligence in 

compliance with 

laws

And/or 

regulations.

High appetite (enable):

1. CCR only has appetite to conduct its corporate and investment objectives where they do not contravene applicable law including 

(but not limited to): Subsidy Control Regime, Local Government Act, Welsh Government Grant Funding Terms, HM Treasury 

requirements, Procurement Law and Compliance Law.

2. CCR has a high appetite for supporting partners that undertake a process of ‘self scrutiny’, challenge and probity.

3. CCR has appetite as a corporate body to advocate for change where there is potential ambiguity in current legal and regulatory 

requirements – or where antiquated laws and/or regulations my stifle forward thinking or innovation which could limit its strategic 

objectives. 

4. CCR has appetite to openly and transparently challenge or take specialist expert advice to make recommendations on changes, 

improvements or alternatives to regulatory and legal barriers that could impact achievement of its strategic objectives. For CCR

this means it will  ‘Seek to challenge and change where appropriate – it won’t just accept historic norms’  as it evaluates 

opportunities to meet its transformational and long-term objectives. Future critical investment may require new structures that ‘out-

dated’ laws and regulations do not make provision for.

5. CCR will support partners in their endeavours to be proactive in the face of changing or adapting legal and regulatory 

requirements. 

6. CCR will take decisions on investments based on the requisite professional legal advice appropriate to the specific nature of the 

application.  The level of legal & regulatory impact will be assessed on a case-by-case basis. CCR attach greater importance to 

partners that are seeking to be innovative and transformative that may require new regulatory models.   

‘Redlines’:

• CCR will not undertake any activity that could be construed either internally or externally as being legally unclear or as being an 

attempt to circumvent due process and legal requirement. 

• CCR will not tolerate any action that contradicts legal and regulatory frameworks (International/ UK/ Welsh) either internally or 

within partner organisations.
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Risk Pillar:

Macro Risk:

External risk 

factors that will 

require CCR to 

adapt, shape 

and respond or 

to mitigate 

impact on 

objectives; 

these risks may 

create 

opportunities to 

CCR to deliver 

outcomes

1. Adverse impact of external macro risks that could affect the ability to meet CCR objectives. These risks may include (but are not

limited to):

• Brexit

• Climate Change

• Economic downturn (especially linked to post COVID-19 period)

• Criminal cyber activity

• Future health crisis/pandemic

• Political change/unrest

• Terrorism

• Activism

2. CCR will horizon scan to review these risks in order to improve our ability to withstand widespread or macro uncertainty through

decision making and preparedness.

3. CCR has appetite to make strategic decisions to limit the impact from such risks and prioritise decisions that create a positive net

outcome for the region. This presents an opportunity to invest in specific areas to counter the impacts or foreseen consequences of

macro risks

Policy 

statement:

CCR will horizon scan and monitor emerging risks as part of the risk management policy framework. CCR will work closely with our

political stakeholders, investment partners, fund managers and external advisors and adapt its risk management policy framework to 

ensure it takes account of these risks. 

In addition CCR will ensure any specific risk management and resiliency plans that are necessary to mitigate or otherwise respond to 

these risks is in place.
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CARDIFF CAPITAL REGION CITY DEAL: ILLUSTRATIVE SUMMARY OF REVISED CORPORATE RISK REGISTER (JUNE 2021) 

SECTION 1:  KEY STRATEGIC/ MACRO RISKS (SUMMARISED) 

Ref. Risk Description Potential Impact Risk 
Owner 

Inherent Risk 
Likelihood / 
Impact 

Current Controls Residual Risk 
Likelihood / 
Impact 

Proposed 
Management 
Actions 

1. Delivering growth 
programme amidst an 
altered post-COVID 
environment 

COVID-19 pandemic leads 
to significant economic 
recession that impacts the 
region and certain sectors 
are disproportionately 
impacted 

Baseline against which 
assessments of GVA growth 
and projections made at 
start of City Deal is affected 

Change in emphasis – 
wellbeing and local wealth 
building may be at odds with 
top-down targets 

Regional 
Cabinet 

High/ medium 
likelihood – 

high/medium 
impact 

Preparation and 
approval of 
COVID-19 priority 
set, delivery of key 
components of 
which are 
underway 

Delivery underway 
of Post COVID 
local wealth 
building challenge 
fund 

Establishment of 
Economic 
Intelligence Unit 

Opportunity to re-
profile baseline at 
start of Gateway 2 

Medium/ medium Implementation of 
measures in-line   
COVID-19 priority 
set  document 

National 
Evaluation Panel 
process for Phase 
2 Gateway 
Review 

Review of 
economic 
intelligence 

Enhanced 
approach 
implemented to 
Programme 
Monitoring 

2. Impacts of climate 
change on economic 
growth and 
development 
programmes and the 
need to factor climate 
considerations into 
investment decisions 

Traditional economic growth 
models could run counter to 
climate awareness and 
climate control objectives 

Regional 
Cabinet, CDO 

Investment 
Panel 

High/Medium 
likelihood / high 

impact 

Adoption of CCR 
Energy Strategy 
and 
Implementation 
Priorities 

Proactive work 
around STEP 
Fusion/ digital 
energy twin and 
challenge fund 
projects for LEV 

Medium/ high Prospect of a CJC 
structure will 
provide integration 
of tools and levers 
need to embed 
approach to 
climate 

Development of 
Risk Framework 
and Investment 
Strategy which 
enshrines issues 
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Adaption of climate 
aims into 
Investment 
Strategy  
 
ESG principles 
adopted in Risk 
Framework 

3. City Deal Office 
Resources, Staffing 
and Capacity falls short 
of what is required to 
deliver on wider City 
Region agenda 
 
 
 
 
 
Sufficient preparedness 
for evolution to a new 
corporate entity 

City Deal is rapidly morphing 
into City Region. The 
resources needed to deliver 
at scale will be different with 
more complex issues and 
challenges to respond to 
 
The advent of CJC 
legislation cause for scale-
shift in relation to building 
region-wide institutional 
capacity 
 
 

Regional 
Cabinet 

CDO 
LAs/Programme 

Board 

High impact/ 
medium 

likelihood 

New structure in 
place with 10 
permanent staff 
members and 
wider fixed term 
post structure 
 
CJC roadmap 
drawn up and 
timely decision 
making to allow for  
comprehensive 
transition 
 
CJC governance 
options, functions 
and resources to 
be considered by 
Cabinet 
 
£250K support 
resources secured 
from WG to help 
with transition 

Medium/Medium-
Low 

Continual 
development of 
core team 
 
Leveraging wider 
resources and 
inputs from 
stakeholders 
 
Building business 
case and business 
plan for the CJC 
 
Area of focus in 
annual Audit Plan 
by Audit Wales 

4. Entry to Gateway #2 
will bring new 
evaluation processes 
and requirements 

Having successfully passed 
gateway 1, it is clear that 
there will be a new process 
for Gateway 2 with a deeper 
focus on evaluation and 
impact for which CCR needs 
to be prepared – with strong 
project delivery underway 

Director and 
CDO team 

Medium/Low 
impact/ low 
likelihood 

Enhanced process 
for programme 
monitoring and 
highlight reports in 
place 
 
Risk framework in 
development 

Medium-
Low/Low 

Work with UKG 
and WG to 
contribute to co-
design of 
frameworks 
 
Invoke more self-
evaluation reviews 
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Revised 
investment 
strategy underway 
to reflect lessons 
learnt and core 
purpose 
 
Programme Board 
to take stronger 
role in monitoring 
local-led delivery 

 
Use resources of 
economic 
intelligence unit to 
commission deep 
dive Economic 
Impact 
Assessments  

5. Regional Investment 
Framework for Wales 
and focus of 
implementation of SPF 
and LUF and ability to 
effectively manage 
relations across levels 
of government  

The new frameworks for 
regional investment will be 
managed and led direct by 
UKG and local bodies. This 
creates a disconnect with 
RIW – but an opportunity to 
work with government to 
ensure investment is 
maximised in CCR 
communities.  
 
Managing relationships 
across government and 
building positive and 
pragmatic arrangements will 
be key to success 
 

Regional 
Cabinet and 

CDO and LAs 

Medium/Medium Working with UKG 
and WG as the 
‘space in between’ 
to build 
relationships  
 
Demonstrating 
enabling capacity 
of CCR – 
Investment 
Prospectus, input 
into policy 
formulation and 
‘looking both ways’ 
to maximise 
investment into 
Wales and UK 

Low/Low Building 
relationships and 
reputation as 
pragmatic 
enablers 
 
Publication of 
Investment 
Prospectus 
 
Joining-up funds 
and co-funding 
frameworks to 
bring all sources 
of investment 
together to deliver 
impact 
 
Build relationships 
with new UKG 
team in Wales and 
work alongside – 
co-branding and 
strong 
partnerships 
 
Continue to build 
strong relations 
with WG and 
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regional teams to 
co-brand and 
leverage 
partnerships 

6. Western Gateway as a 
new partnership 
venture of cross-
country and cross-
border significance, 
does not deliver for 
CCR and areas of 
combined economic 
geography 
 
 
 
 
 

Western gateway is a new 
high profile partnership 
venture bringing together 
two regions and aspects of 
inter-linked economic 
geography. There is support 
for WG and CCR is playing a 
key role. However, the 
support needs to be 
widespread and the work of 
Western Gateway backed 
with meaningful activity and 
impactful delivery 

Regional 
Cabinet 

Medium/Medium-
Low 

CCR high level 
participation in 
Western Gateway 
 
Specific inputs 
developed around 
innovation, global 
outlook and 
infrastructure 
 
Vice Chair of 
Western Gateway 
is a CCR cabinet 
member – bringing 
important political 
leadership 

Low/Low Continue to 
engage with 
Welsh 
Government, 
liaise across UKG 
and via the APPG 
 
Contribute to IER 
 
Support for the 
Programme Office 
and Secretariat 
via Newport 
Council 

7. Post-Brexit trade 
relations and global 
Wales outlook 

Denigration of EU relations – 
Horizon and business and 
R&I/ R&D impact 

Regional 
Cabinet/ CDO 
and partners 

Medium/ – 
Medium/ 

Horizon Europe 
association 
membership has 
been secured by 
UKG 
 
Welsh Government 
has fully funded 
cost of ERASMUS 
 
Continue to work 
via Business 
Council to 
understand any 
issues 
 
UKG Dept for 
International Trade 
Hub coming to 
Cardiff Central 
Square as part of 

Medium/Low - 
Low 

Build relationships 
with new UKG 
Hub in Cardiff 
 
Support and 
participate in 
MIPIM 2022 
 
Support and 
participate in DfIT 
Global investment 
Summit 
 
Support and 
attend COP 26 
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UKG presence in 
Wales 

8. CCR Investment 
Prospectus fails to 
secure traction and 
delivery 

CCR has produced a 
comprehensive Investment 
Prospectus –Prosperity in 
our Place. This must deliver 
impact for CCR – but 
requires CCR to be its own 
entity to secure and leverage 
investment direct 

City Deal Office High/Medium - 
Medium 

Work to establish 
pipeline of SIPF 
bids-  
announcements 
due soon 
 
Contact 
established with 
UK Infrastructure 
Bank 
 
Participation in 
Kalifa Review – 
Fintech Wales 
 
150 applicants to 
Fintech Foundry 
 
Contributions 
shaping UKG 
Innovation Strategy 
 
Board 
Memberships in 
region growing at 
UKRI level 
 
Evidence to Hendy 
Review – 
Connecting Union 
 
 
 
 

Low/Low SIPF outcomes to 
be known soon 
 
Cluster framework 
being built with 
two key team 
appointments 
 
Meeting with UKG 
SOS and Welsh 
Govt ministers 
quarterly 
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SECTION 2:  KEY OPERATIONAL AND PROGRAMME LEVEL RISKS (SUMMARISED) 

Ref. Risk Description 
 

Potential Impact Risk 
Owner 

Inherent Risk 
Likelihood / 
Impact 

Current Controls Residual Risk 
Likelihood / 
Impact 

Proposed 
Management 
Actions 

1. Business Plan Delivery 
 
 

Approved projects are not 
delivered or are delivered 
late/above budget, leading to 
City Deal targets not being met 
in full. 
 
Regarding the SIPF CS 
Connected project, there is a 
risk around the delivery model 
and execution of the Front of 
House and balancing state aid 
and procurement requirements 
with the need to deliver on the 
bid and optimise the potential 
of the cluster. 
 

Regional 
Cabinet / 
Director/ 
LAs and 

CDO 

High/medium-
high/medium 

Regular progress 
reports to 
Investment Panel 
and Programme 
Board Regional 
Cabinet with key 
Risks and Issues 
being captured and 
escalated in a timely 
manner 
 
Enhanced approach 
to programme 
monitoring 
 
Deep dives into 
specific projects and 
reviews – Metro 
Plus 
 
Engagement of 
Local Partnerships 
to support 
independence of 
work 
 
Legal review, 
options and 
advisory work 
ongoing. 

Medium/Medium Ongoing review of 
the effectiveness 
of programme and 
project reporting, 
whilst ensuring risk 
registers and 
issues logs are in 
place and 
operating 
effectively 
  

3. Individual project impacts 
due to global market 
conditions including 
supply chain availability 
and cost increases 

Evidence suggests cost hikes 
associated with ‘direct’ 
projects as a result of global 
commodities pricing, exchange 
rates and supply-demand 
issues. This is particularly 

Director and 
CDO Team 

High/High Regular briefings 
and sharing 
information and 
data with UKG 
 

Medium-
high/medium-

high 

To keep the issue 
high on agenda 
with peers and 
government 
colleagues – whilst 
trends and global 
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Ref. Risk Description 
 

Potential Impact Risk 
Owner 

Inherent Risk 
Likelihood / 
Impact 

Current Controls Residual Risk 
Likelihood / 
Impact 

Proposed 
Management 
Actions 

prevalent in relation to local 
transport schemes and 
housing. 

Escalation of risk 
processes 
 
Informing relevant 
Portfolio lead 
 
Increased scrutiny 
and trend recording 
and monitoring 
 
 

supply chain 
issues. 

2. 
 
 

Ensuring continued 
quality deal flow 

Failure to attract or unlock 
significant social-economic 
projects within the region that 
may lead impact on the City 
Deal’s ability to meet its 
targets in full 
 

Investment 
Panel  

Director 

High/high Ongoing review and 
monitoring of levels 
/ quality of 
proposals in the 
pipeline and how 
these translate to 
City Deal targets 
being achieved  
  
Developing market 
calls around certain 
sectors – digital 
 
More self-origination 
commenced 

Medium/medium Emergent revised 
investment 
strategy  
 
Market call 
development 
underway 
 
Development of 
subsidiary fund 
offers opportunity 
to build product if 
successful 

3. Governance & Effective 
Decision Making 
 
 

Failure to ensure appropriate 
governance arrangements are 
in place leading to ineffective 
decision making 
  

 Director / 
Accountable 

Body 

High/Medium - 
Medium 

JWA in place which 
includes details of 
delegations and 
scopes of decision 
making.  Legal input 
(internal/external) 
secured as part of 
the approved IIF 
process 
 
Gateway review and 
Audit Wales reviews 

Medium/low – 
medium/low 

Ongoing of review 
arrangements, 
Annual 
Governance 
Statement and 
Internal and 
External audit 
reviews 
 
Self-evaluation 
becomes the norm 
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Ref. Risk Description 
 

Potential Impact Risk 
Owner 

Inherent Risk 
Likelihood / 
Impact 

Current Controls Residual Risk 
Likelihood / 
Impact 

Proposed 
Management 
Actions 

reflect well on 
current procedures 
with self-evaluation 
identifying ongoing 
lessons learnt and 
improvements  
 

4. Financial Affordability 
 
 

Risk of approved Financial 
Affordability Envelope being 
breached 
 

 Director / 
Accountable 
Body 

 

Medium/medium JWA in place which 
includes details of 
approved envelope 
IIF process requires 
business case 
development which 
captures wholelife 
project costs, 
regular finance 
reports to 
Investment Panel, 
Regional Cabinet 
and 10 LA Partners  
 

Low/low Ongoing of review 
arrangements, 
Annual 
Governance 
Statement and 
Internal and 
External audit 
reviews 

5. Funding Terms & 
Conditions 
 
 

Non-compliance with approved 
UK/Welsh Government 
funding T&Cs leads to grant 
clawback and/or cessation of 
further funding 
  

Director / 
Accountable 

Body 

Medium/medium Embedded within 
the IIF process and 
documentation are 
the requirements of 
funding T&Cs and 
appropriate 
compliance checks 
at each approval 
stage 
  

Low/low Ongoing of review 
arrangements, 
Annual 
Governance 
Statement and 
Internal and 
External audit 
reviews 

6. Effective Audit & 
Assurance 
 
 

Non-compliance with approved 
UK/Welsh Government 
requirements that could lead to 
grant clawback and/or 
cessation of further funding.  
Potential reputational damage, 

 Director / 
Accountable 
Body / Audit 
Wales 

Medium/medium 5yr rolling 
programme of 
internal audit, 
annual external 
audit plan, joint 
scrutiny function 
and preparation of 

Medium-
low/medium/low 

Ongoing of review 
arrangements, 
Annual 
Governance 
Statement and 
Internal / External 
audit reviews and 
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Ref. Risk Description 
 

Potential Impact Risk 
Owner 

Inherent Risk 
Likelihood / 
Impact 

Current Controls Residual Risk 
Likelihood / 
Impact 

Proposed 
Management 
Actions 

reducing CCR’s ability to 
support new funding streams  
 

the Annual 
Governance 
Statement 

Joint Scrutiny 
Programme of 
work  
 
Invoke ‘company 
secretary’ style 
role 

7. Effective succession 
planning arrangements 
to ensure continuity and 
flow across advisors, 
partnerships and key 
stakeholders 

Need for a succession and 
continuity plan for next 
gateway period and to manage 
transitions seamlessly to avoid 
mass impact 

Director/ 
CDO 

High/medium Review of all major 
partnerships and 
advisory bodies 
 
Changes to Terms 
of References as 
appropriate  

Medium/medium Critical need for 
succession and 
continuity plan 
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Name of the Officer completing the evaluation: 

Kellie Beirne 

Phone no: 07826 919286 
E-mail: kellie.beirne@cardiff.gov.uk

Please give a brief description of the aims of the proposal 
A Risk Framework for CCR. 

Proposal: Risk Framework Date Future Generations Evaluation form completed: 28 June 2021 

1. Does your proposal deliver any of the well-being goals below?  Please explain the impact (positive and negative) you expect, together
with suggestions of how to mitigate negative impacts or better contribute to the goal.

Well Being Goal Does the proposal contribute to this goal? 
Describe the positive and negative impacts. 

What actions have been/will be taken to 
mitigate any negative impacts or better 

contribute to positive impacts? 
A prosperous Wales 
Efficient use of resources, skilled, 
educated people, generates wealth, 
provides jobs 

The report is not a proposal as such but the 
underpinning structures needed to reinforce and 
evolve the programme 

This work adds to the theme of ongoing self-
evaluation and ensuring the ongoing development 
of systems and processes to match programme 
evolution. 

A resilient Wales 
Maintain and enhance biodiversity and 
ecosystems that support resilience and 
can adapt to change (e.g. climate 
change) 

Discrete objectives feature as part of this work 
around carbon reporting and the risk of climate 
change and how to adopt back office practices and 
procedures that talk to this. 

ESG framework, risks focused on ED&I and Carbon 
Disclosure Project. 

A healthier Wales 
People’s physical and mental 
wellbeing is maximized and health 
impacts are understood 

N/A N/a 

A Wales of cohesive communities The report aims to provide a framework that imprints 
the need for risk assessment at heart of our work in 

Future Generations Assessment Evaluation 
(includes Equalities and Sustainability Impact Assessments) 
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Well Being Goal Does the proposal contribute to this goal? 
Describe the positive and negative impacts. 

What actions have been/will be taken to 
mitigate any negative impacts or better 

contribute to positive impacts? 
Communities are attractive, viable, 
safe and well connected 
 

order that the best decisions are made at all times, 
in the public and community interest. 

A globally responsible Wales 
Taking account of impact on global 
well-being when considering local 
social, economic and environmental 
wellbeing 
 

The macro risk environment is as important as the 
programme one and this is documented throughout 
the work 

As the work progresses on CJCs – opportunity will 
be taken to draw work together with that ongoing 
around the future Investment Strategy. 

A Wales of vibrant culture and 
thriving Welsh language 
Culture, heritage and Welsh language 
are promoted and protected.  People 
are encouraged to do sport, art and 
recreation 
 

Issues of place will be strongly reflected in the Core 
Risk Framework 

.  

A more equal Wales 
People can fulfil their potential no 
matter what their background or 
circumstances 
 

Having robust and progressive processes and procedures 
for decision making and evaluating impact of interventions 
is critical and our efforts in this regard must be continually 
reinforced and developed. 

ESG focus, ED&I and macro risk of climate change 
and climate reporting. 

 
 
2. How has your proposal embedded and prioritized the sustainable governance principles in its development? 
Sustainable Development 

Principle  
Does your proposal demonstrate you have met 

this principle?  If yes, describe how.  If not explain 
why. 

Are there any additional actions to be taken to 
mitigate any negative impacts or better 

contribute to positive impacts? 
Balancing short term 
need with long term 
and planning for the 
future 

The macro risk environment is captured alongside programme 
level risk focus 

There will be a need to look longer-term and ensure the 
risk framework is capable of applying to the new 
corporate environment, rather than being single 
programme specific. 
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Sustainable Development 
Principle  

Does your proposal demonstrate you have met 
this principle?  If yes, describe how.  If not explain 

why. 

Are there any additional actions to be taken to 
mitigate any negative impacts or better 

contribute to positive impacts? 
Working together 
with other partners to 
deliver objectives  

The framework will underpin the operation of CCR and its 
partners across all layers of government.  

 

Involving those with 
an interest and 
seeking their views 

Engagement with multiple stakeholders spanning various different 
panels, stakeholder groups and advisory boards has informed this 
process. 

 

Putting resources 
into preventing 
problems occurring 
or getting worse 

The purpose of the framework is to contribute to future 
proofing the CCR operating environment 

Second phase of work underway mapping end to end 
processes 

Considering impact 
on all wellbeing 
goals together and 
on other bodies 

The core risk framework will establish red-lines, risk appetite 
statements and an action plan to strategically manage risk 

 

 
 

3. Are your proposals going to affect any people or groups of people with protected characteristics?  Please explain the impact, the 
evidence you have used and any action you are taking below.  

Protected 
Characteristics  

Describe any positive impacts your 
proposal has on the protected 

characteristic 

Describe any negative impacts 
your proposal has on the 
protected characteristic 

What has been/will be done to 
mitigate any negative impacts or 

better contribute to positive 
impacts? 

 
Age The proposal is about an underpinning risk 

framework and will not have a direct impact. 
However, the provision it will provide for, will all 
contribute to an environment where difference is 
celebrated and ESG, inclusion and diversity all 
become embedded parts of the operating 
environment  

None arising at this time.  
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Protected 
Characteristics  

Describe any positive impacts your 
proposal has on the protected 

characteristic 

Describe any negative impacts 
your proposal has on the 
protected characteristic 

What has been/will be done to 
mitigate any negative impacts or 

better contribute to positive 
impacts? 

 
Disability As above As above  
Gender 
reassignment 

As above  As above  

Marriage or civil 
partnership 

As above As above  

Pregnancy or 
maternity 

As above    

Race As above   
Religion or Belief As above    
Sex As above.  .  
Sexual Orientation As above   
Welsh Language As above  Not at this time but the situation will be 

kept under review. 
 

 
4. Safeguarding & Corporate Parenting.  Are your proposals going to affect either of these responsibilities?   
 
 Describe any positive impacts your 

proposal has on safeguarding and 
corporate parenting 

Describe any negative impacts 
your proposal has on safeguarding 
and corporate parenting 

What will you do/ have you done 
to mitigate any negative impacts 
or better contribute to positive 
impacts? 

Safeguarding  Not directly relevant –however, building the 
future economy should have a profoundly 
positive impact on ability to safeguard the 
future of our residents 

  

Corporate Parenting  Not directly relevant – however building 
strength in the economy should create 
opportunities for all of the young people 
entrusted in our care 
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5. What evidence and data has informed the development of your proposal? 
 

• IIF data and evidence 
• Stakeholder interviews 
• IIF and Industrial Growth Plan 
• IIF Review 

 
6. SUMMARY:  As a result of completing this form, what are the main positive and negative impacts of your proposal, how have 

they informed/changed the development of the proposal so far and what will you be doing in future? 
 
The main positives are to do with a more professional approach to risk and embedding key principles of ED&I, ESG and sustainability. This will be an 
ongoing approach but it is clear that as the city deal transitions into a city region – the approach needs to flex and develop to be fit for future requirements. 

 
7. MONITORING: The impacts of this proposal will need to be monitored and reviewed. Please specify the date at which you will 

evaluate the impact, and where you will report the results of the review. 
 
The impacts of this proposal will be evaluated on:  As part of CJC Transition work and planning 
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