Case Study:

Quilter: Enhancing Audit
KEY METRICS

___________________________________

• £45bn AuM
• 450,000 Clients
• 6,100 Adviser Firms

BACKGROUND

____________________________________________________
One of the UK’s leading wealth management businesses, Quilter,
started on its Platform Transformation Programme (PTP) in 2017,
with FNZ as the selected platform technology and business process
outsource provider. The complexities of such an undertaking are all
too apparent, as many in the industry have found.
Faced with increasing public scrutiny ahead of the company’s listing
on the FTSE under the Quilter brand, the board needed additional
assurance that the programme risks were fully under control and
that PTP would deliver the benefits promised in the business case.

"Altus have added significant strength to
our Internal Audit Auditing capability.
Their approach to auditing, coming from
solid experience of the business operation
itself, has been innovative and refreshing,
and a perfect complement to our team.”
Matt Burton,
Group Chief Internal Auditor

ALTUS ENGAGEMENT

___________________________________________________
Wealth Internal Audit (IA) sought a partner to support the application
of its existing Internal Assurance framework on PTP, and were keen
to supplement their team with subject matter expertise in key areas
such as platform operations and technology upgrades.
With a very strong reputation in UK Investment Platforms and Life &
Pensions delivering strategic, operational and technology solutions
to complex challenges, Altus was a natural choice to support Wealth
Internal Audit.
A series of targeted reviews were scheduled over the course of the
programme from planning, requirements and data migration to
testing, business readiness and implementation.

Find out more
www.altus.co.uk
+44 (0)1225 438 000
enquiries@altus.co.uk

APPROACH

_______________________________________________________________________________________________
Altus has conducted numerous business and technology reviews and audits
of change programmes in the sector. Our methodology emphasises what we
believe are the key elements of a successful audit, but is flexible enough to
allow simple integration with clients’ existing frameworks.

1. Planning
Introductions 2.
3. Desk Review/Preparation

Altus and Wealth IA quickly established ways of working, using each party’s
distinct skill set. We understand the pressure of programme delivery, a key
aspect of Altus’ approach is to maximise our existing knowledge of platforms
to minimise the time required from client managers and SMEs

Fieldwork 4.
5. Report

PLANNING

_______________________________________________________________________________________________
Working as one team, Wealth IA and Altus defined clear terms of reference
for each review, setting out the scope and objectives of the audit, before
engaging with the relevant programme management to gather intelligence on
the responsible workstreams, key contacts and current approach decisions.
Altus were able to utilise hands on experience of re-platforming programmes
as well as wider industry knowledge to highlight areas of particular risk that
needed more in-depth study during construction of the detailed scope for
each review.

PTP Assurance

Terms of Reference – Review of Planning
2. Scope of review
Area

Description

Fieldwork approach

Completeness and
alignment of programme
and workstream plans

• The adequacy, completeness and clarity of the plan
• Traceability of workstream plans to the overall programme plan
• Alignment of IT and business plans

Organise walkthrough of the process with
Rob

Assumptions and
estimates

• Assumptions management processes
• Consistency and accuracy of estimating processes across business and IT workstreams

Assumptions and dependency management
approach doc on confl (PC-Planning)

Clarity of critical path

• The transparency of the programme level critical path including processes for production,
tracking and reporting

Organise walkthrough with Rob

Dependency management
(intra-PTP workstreams
and external to PTP)

• Adequacy of processes for the identification and logging of dependencies
• Approach to review and tracking of dependencies

Resourcing of the plan

• The adequacy, and feasibility of resourcing of the plan down to task level (L3)

Alignment with agreed
mini-waterfall
delivery method, stage
gates and principles of
phase containment

• The alignment of plans to the mini-waterfall approach and the packages of work across the
lifecycle
• The use of stage gates at programme and workstream level to control package movement
between phases
• The controls in place to ensure phase containment is maintained

Dave Potter owning the CGP plan and the
dependencies around this  organise session
with him.

Use of contingency

• Availability of resource, cost and elapsed time contingency
• Risk/confidence based approach to the allocation of contingency

They are producing a naked plan.
Management will then apply a risk based
approach to cont at prog level. Approach
being bottomed out by Simon/Suky/Finance 
not complete.

KPIs & metrics

• Adequacy of KPIs and metrics in place to monitor:
• progress against plan
• plan completeness
• confidence in the plan

PB packs for completeness and progress,
confidence tracker on confl.

Programme control
processes to track and
maintain plan integrity
going forward

• Adequacy of programme control processes in place to track and maintain plan integrity
going forwards. To include:
• Change control
• Plan variances
• RAID management

Approaches for change control and plan
variances on confluence  we will also see
them in demo from Rob. RAID management is
Deirdre.

Seeing this in workshops for both IT and
business, also see the dep appraoch doc.
External deps  Rob and Suky talking to
Paul Watkins on bottoming these out
Resourcing of plans will be to L3  not
ready for L3 yet. L2 is to
output/deliverable.
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FIELDWORK

_______________________________________________________________________________________________
Altus consultants used their operational experience of investment platforms
along with Altus industry reference models, to identify a broad and coherent
set of programme documents to review and assess for quality and
alignment.
For fieldwork interviews a joint team of Wealth IA specialists and Altus
consultants attended, each covering their area of expertise. This approach
reduced the impact on the PTP team, allowing them to continue delivery.
Altus consultants attended workshops and governance forums, feeding back
to the wider team on emerging risks and the implication of decisions.

REPORTING

_______________________________________________________________________________________________
Targeted Review 2: Data Migration Assurance Heatmap
Overall Migration Governance,
Approaches and Methods

Assurance Assessment

Delivery
Oversight

Formal reporting and any associated actions plans were agreed with
programme management based on the findings of each review.

PTP – Reviews

Plan Construction

As PTP was an in-flight programme, reporting of any concerns was
conducted in near real time to programme management. This allowed any
course corrections to be taken promptly and engendered a ’no surprises’
relationship with programme management, providing actionable outcomes.

Assurance was conducted on agreed actions to ensure any residual risks
were controlled, ensuring a meaningful difference to the programme.

Rationale for Assurance Assessment

Phased Adviser Migration

Further analysis needs to be done to assess the risk profile of ops risk vs. delivery risk to
justify that PAM1 (size and coverage) provides sufficient risk mitigation and confidence for
PAM2.

Core Data Migration Processes

The selection of FNZ to have end to end responsibility for the ETL process appears to be a
sensible choice.

Data Migration of In-flight Transactions

Inflight requirements have been locked down to a specific date/time of month.

Migration Testing and Reconciliation

The overall migration testing approach is still to be finalised, so could not be assessed as part
of this review.
The selection of senior stakeholder from the business for audit & reconciliation is still to taken
place, this will play a key role in the business having confidence in migration.

Data Migration Governance Framework

The governance structure of the migration workstream has been updated in line with the PTP
Governance Structures.

Progress Reporting

The decision points when contingency scenarios can be initiated need to be clearly communicated and
their status monitored.

Completeness of Migration Plans and
Alignment to Soft Launch Plans

PTP standard processes were used to create a single programme plan covering soft launch and
migration.

Robustness of Assumptions and Estimates

The FNZ migration plan is still to be finalised, so could change the estimates on which the overall
plan is based.

Clarity of Critical Path

The migration plan has been baselined with no elapsed time contingency despite a number of key
underlying plans and approaches not having been completed.
Contingency scenarios have been created to give options should certain conditions arise that
would impact delivery. These options need to be assessed to ensure the impact they have on the
overall risk profile of the programme is understood before they are selected.

Plan Maintenance, Dependency and Resource
Management

A similar process were used to those for Soft Launch planning to ensure that all dependencies
were captured for migration.

Phase Containment and Stage Gating

The use of gating need to continue to be monitored as part of audit action: 2018-WM-005, TR3  Plan,
Programme Control
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"Altus has been critical to the audit work that my team has undertaken, on one of the largest
transformations in the Group’s history. They have worked as an integral part of the team, bringing
strong platform operations and transformation expertise that has greatly added to the depth of our audit
findings and recommendations”.
Clive Benham, Head of Audit, IT & Change
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