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Best practice in Investment Committee Governance: 
“RAID Analysis” introduction

The process is:

1. Identification of all parties in the decision-making 
process

2. Listing of all major decisions expected to be taken

3. Mapping of each parties’ expected role in each decision

4. Circulation of proposed decision-making role to all 
decision-makers for comments

5. Finalisation and documentation of all parties’ role

6. Periodic review and refinement of RAID map

• Institutional Investment Committees (IC) have the ability 
to impact their institution’s investment performance in a 
material way through the quality of the committee 
members and their governance process. This note stems 
from our experience in observing our most effective 
investment committees over the past 15 years of Partners 
Capital’s history where the Partners collectively sit in over 
500 IC meetings per year.

• To communicate our learning on best practice for 
investment committee governance, we have deployed a 
decision-making mapping tool long used by business 
strategy consulting firm, Bain & Company.

• RAID analysis is a decision-mapping tool developed by 
strategy consulting firm, Bain & Company 20+ years ago.  

• The tool itself is only part of the process of establishing 
decision-making clarity.  The value of the tool is in 
highlighting with precision the role of each person or 
body involved in a decision.  It is also helpful in recording, 
without ambiguity, all parties’ roles in all major decisions.
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RAID Analysis:  User Guide

• RAID analysis is presented in a matrix of decision vs participant in the decision making process
-  each participant in the decision-making process is listed in each column
-  each decision is listed in each row

• The role of each participant is defined by the following 4 possible roles:

 R = Recommend.  This person recommends a decision to the decision-taker

 A = Approve.  This person has a power of veto the decision

 I = Input.  This person provides input and context to the decision

 D = Decide.  This person takes the decision, subject to input, recommendations and veto

• There generally should be only one participant in the decision-making process with the A, D or R.  There can be multiple “I’s” or 
inputs. 

• RAIDs is not a process for assigning responsibility for actions; it is just for decisions.  Separately, responsibility for various investment 
actions (e.g., manager monitoring, performance reporting) should be clearly assigned.
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RAID Analysis:  Example

Decision Board Investment 
Committee

Head of 
Investment 

Office

External 
Investment 

Adviser

1. Liquidity constraints 
for the XYZ  
investment portfolio 
(as specified in the 
IPS)

A D R I

• Under the normal advisory or 
discretionary relationship, Partners Capital 
or other External Investment Advisor 
would make a formal recommendation to 
the Head of Investment Office (which is 
Input to the overall decision) as to the 
appropriate liquidity for the portfolio 
(Input)

• The Head of the Investment Office would 
formally make a recommendation to the 
full Investment Committee  (IC) on liquidity 
limits. (Recommend)

• The Investment Committee would decide 
on the optimal liquidity (Decide)

• The Board would have final right of 
approval, with an effective veto (Approve)
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RAID Analysis:  Kings College Endowment Example 
Investment Strategy Decisions

Investment Strategy Decision Board Investment 
Committee

Head of Investment 
Office

External Investment 
Adviser

1. Membership of the Investment Committee / Sub Committee D I R -

2. Overall investment strategy and overarching investment 
philosophy A D R I

3. Selection of appropriate risk : return objectives for the 
portfolio A D R I

4. Determination of annual distributable amount (spending level) D R I -

5. Liquidity constraints for the Kings College investment portfolio 
(as per the IPS) A D R I

6. Foreign currency exposure targets A D R I

7. Use of leverage and derivatives at portfolio level to manage risk A D R I

8. Overall asset allocation A D R I

9. Conflict of Interest Policy A D R I

Notes:  
1. The External Investment Advisor formally “Recommends” on many matters to the Head of the Investment Office, although it is reflected here as just “Input” to the overall decision. 
2. The Board Chairman or other selected Director could be substituted for the Board in providing Approval (veto over) some of these decisions, where it may be impractical to reach the board 

in time for decisions, or where the Chairman is better suited to assess such decisions. 
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RAID Analysis:  Kings College Endowment Example 
Investment Implementation Decisions

Investment Implementation Decision Foundation Board Investment 
Committee

Head of Investment 
Office

External Investment 
Adviser

1. Level of resource in internal investment office D R I I

3. Internal investment staff remuneration (ex CIO) A I D -

4. Internal CIO/Head of Investment office remuneration D R - -

5. Selection of an external Investment Adviser (OCIO) A D (+R) I -

6. Individual Asset Manager selection and redemption - A D R

7. Annual rebalancing of the portfolio - A D R

8. Selection of the Custodian - A D R

9. Tactical asset allocation (within the IPS target range) - A D R

10. Selection and modifications to performance benchmarks - A D R

11. Investment strategy and portfolio construction within each 
asset class - A D R

12. Day-to-day portfolio management decisions  (not covered 
above) - A D R

Notes:  
1. The above example reflects the normal “advisory relationship” in contrast to a discretionary relationship. For example, in a discretionary relationship, the external advisor would usually be 

deciding (D) on managers selected or redeemed. 
2. In many cases, the Investment Committee may still want to inform the Board of these decisions before they are implemented, where they may have valuable input.  But in most cases, we 

assume that the IC members have sufficient expertise and knowledge and the full Board need not be involved. 
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Disclaimer

This material has been issued by Partners Capital LLP, which is 
authorised and regulated by the Financial Conduct Authority of 
the United Kingdom (the “FCA”), and constitutes a financial 
promotion for the purposes of the rules of the Financial 
Conduct Authority.  This material is being provided to clients 
of Partners Capital on the condition that it will not form a 
basis for any investment decision by or on behalf of clients 
and that Partners Capital LLP shall not be a fiduciary or 
adviser with respect to recipients on the basis of this material 
alone. The risk warnings contained in this material should be 
read in conjunction with the risk warnings contained in 
Document E in Partners Capital’s  client account opening 
documentation and with the specific risk warnings listed in 
the offering memorandum or other relevant documentation 
relating to any investments referred to herein. If you have not 
received the aforementioned documents, these additional risk 
warnings can be provided on request.

This material is for your private information, and we are not 
soliciting any action based upon it. This report is not an offer 
to sell or the solicitation of an offer to buy any investment. 
The material is based upon information that we believe to be 
reliable, but we do not represent that it is accurate or complete, 
and it should not be relied upon as such. Opinions expressed 
are our current opinions as of the date appearing on this 
material only. We do not undertake to update the information 
discussed in this material. We and our affiliates, officers, 
directors, managing directors, and employees, including 
persons involved in the preparation or issuance of this 
material may, from time to time, have long or short positions 

in, and buy and sell, the securities, or derivatives thereof, of 
any companies mentioned herein. Whilst every effort is made 
to ensure that the information provided to clients is accurate 
and up to date, some of the information may be rendered 
inaccurate by changes in applicable laws and regulations. For 
example, the levels and bases of taxation may change. 

Partners Capital Investment Group, LLP is not a tax adviser and 
clients should seek independent professional advice on all tax 
matters. The content herein is for informational purposes only, 
including any content related to the tax implications or outcomes 
of any investment program, and is provided with the 
understanding that Partners Capital is not offering or rendering 
tax or other professional advice. Accordingly, in no event will 
Partners Capital be liable for any loss or damage including, 
without limitation, indirect or consequential loss or damage, 
or any loss or damage whatsoever arising from adverse or 
unintended tax consequences. Any reference to taxation relies 
upon information and regulations currently in force. The tax 
treatment of investment actions depends upon the individual 
circumstances of each client and the content herein may not 
take into account those circumstances in their entirety. 

Where this material refers to or describes a Non-Mainstream 
Pooled Investment (“NMPI”) the communication of this 
material is made only to and/or is directed only at persons 
who are of a kind to whom an NMPI may lawfully be 
promoted by a person authorised by the FCA, which includes, 
but is not limited to, (i) professional investors and (ii) high net 
worth and sophisticated retail investors, (where the investor 
would meet the criteria enabling them to hold a current 

certificate evidencing such high net worth or sophisticated 
status). This material is not addressed or disseminated in such 
a way that it is likely to be received by a retail client and if you 
think you have received this material in error you should 
notify us immediately.

This material may contain hypothetical or simulated 
performance results. If it does, such results which have 
certain inherent limitations. Unlike an actual performance 
record, simulated results do not represent actual trading. 
Also, since the trades have not actually been executed, the 
results may have under- or over-compensated for the impact, 
if any, of certain market factors, such as lack of liquidity. 
Simulated trading programs in general are also subject to the 
fact that they are designed with the benefit of hindsight. No 
representation is being made that any client will or is likely 
to achieve profits or losses similar to those shown. 

This material may also contain actual past performance 
results. Past performance is not a reliable indicator of future 
performance. This material may also contain forecasts. 
Forecasts are not a reliable indicator of future performance.

All securities investments risk the loss of some or all of your 
capital and certain investments, including those involving 
futures, options, forwards and high yield securities, give rise 
to substantial risk and are not suitable for all investors.
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