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Gate Review Process

Introduction to the
Gate Review Process

Why Getting Programmes and Projects Right Matters

Good management and control of programmes and projects is essential to the successful
delivery of government objectives and protecting value for money. The Infrastructure and
Projects Authority’s (IPA) Gate Review process is designed to provide a realistic view on a
programme and project’s ability to deliver agreed outcomes to:

m  time;

m cost;

m  benefits; and

quality.
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The Gate Review Process

The Gate Review process gives independent guidance to Senior Responsible Owners (SROs),
programme and project teams and to the departments who commission their work, on how best
to ensure that their programmes and projects are successful. For projects and programmes

on the Government Major Project Portfolio (GMPP) review outcomes will be shared with the
Accounting Officers(AOs), HM Treasury (HMT)and Cabinet Office (CO) Leadership to further
support successful delivery.

This process is anchored to the Five Case Business Case Model and looks to examine
programmes and projects at key decision points in their lifecycle to provide assurance

that they can progress successfully to the next stage. Refer to the Government's Project
Delivery Functional Standards for more information on the project delivery lifecycle and key
decision points.

SROs and AOs should be aware of the extent and limitations of the various review processes
- for example, the fact that a Gate Review has taken place does not replace the need for

a full audit opinion on the effectiveness of risk management, control and governance in

the audited area.

The Gate Review Process as part of the Assurance Framework

Every public sector body will have its own structures and resources for carrying out internal
reviews, health checks and audits of their activities, including programmes and projects. The
Gate Review process provides a snapshot view of progress at a point in time and, therefore,
should be seen as complementary to these internal processes, and not a replacement for them.

Organisations should have in place an effective framework to provide a suitable level of
assurance for their portfolio of programmes and projects. This requires management to map
their assurance needs in an Integrated Assurance and Approvals Plan (IAAP) and identify the
potential sources for providing them. Public sector bodies are encouraged to ensure adequate
and timely coordination and sharing of information, including plans, between the various
internal review functions.

Further, none of these review processes is a substitute for a rigorous governance framework
in the organisation to manage key processes including business planning, investment
appraisal and business case management (including benefits management), programme and
project portfolio management, risk management, procurement/acquisition, and service and
contract management.
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Tailoring the Gate Review

m  The Gate Review Workbooks are published by the UK Government and provide guidance on:
m  The structure of each Gate Review;

m Theareas of investigation to be addressed by the Review Team; and

m  Examples of the evidence which would demonstrate to the Review Team the satisfactory
nature of responses to the various topics.

These topics and the examples of evidence should be regarded as indicative and not
prescriptive. The Review Team should consider whether additional or different topics need to
be addressed, and the evidence to be sought. Approaches may vary according to the context
of the programme and project. Supplementary quidance is provided for the following major
programme and projects types:

m Infrastructure;

m Transformation;

m Defence; and

m Digital/Information and Communications Technology (ICT).
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Using the Gate Review Workbooks

The questions and evidence captured in this workbook align to the Five Case Business Case
Model to ensure a consistent approach is followed throughout the Gate Review Process.

The Review Team should start with the core questions captured in this Gate Review Workbook,
and also review the specific programme and project type questions and make any amendments
as required to ensure the Gate Review is adapted based on the programme and project type.
Care should be taken not to adopt a tick box approach, as much attention should be paid to
actual progress as to the presence of products.
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Net zero and climate adaptation as part of the gate review
process

For the first time, the Gate Review Workbooks include tests for net zero and climate
adaptation. Although these are high level and have been defined as such to cater to a wide
range of project typologies, they are likely to be most applicable to infrastructure and
building projects.

For transformation, defence and digital/ICT we would expect review questions to be tailored
and aligned with the principles and spirit of these tests namely:

m very early consideration of climate mitigation and adaptation, biodiversity and
wider environmental targets and the incorporation of these in project definition and
option assessment,

m use of relevant Green Book and Supplementary Guidance,

m strategic alignment with departmental or sectoral strategies and plans as they
become available,

m consistent estimation, measurement and reporting of GHG emissions, where applicable
m proportionality in the application of relevant tests.

Please bear in mind this will be subject to periodic updates to reflect the latest available
Government and scientific guidance as well as departmental strategies and plans as they

become available.

We would greatly appreciate feedback from project teams regarding the coverage, relevance

and applicability of the tests at gateway.helpdesk@ipa.gov.uk.
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Gate 3 Review: About this
Gate Review Workbook

This Gate Review Workbook supports the
Government Gate 3 Review: Investment decision.
This Gate Review investigates the Full Business
Case(FBC)and the governance arrangements for
the investment decision to confirm that the project
is still required, affordable and achievable within

the proposed time. The Gate Review will also check
whether the implementation plans are robust.
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Investment Decision

The Gate 2 Review: Delivery Strategy reviewed the delivery strategy for achievement of the
project’s objectives:

m Foraprocurement project, it reviewed the procurement strategy before the organisation
invited proposals or tenders against the fully developed requirements specification; and

m Fororganisations with existing commercial arrangements, it reviewed similar information
and decisions about achievability, affordability and value for money.

To be reviewed at Gate 3: Investment Decision the project must have met the
below requirements:

m potential suppliers, partners and/or other delivery organisations (possibly including internal
units of the client organisation) have submitted their proposals or tenders.

m Anevaluation panel has analysed them on a‘like-for-like’ basis and recommended a
proposal(delivery solution) that:

m  meetsall of the needs of the clients and end-users;

offers the best value for money;

meets current government priorities of Net Zero; and

m Forinfrastructure projects, uses modern methods of construction.
This Gate 3 Review should come before placing a work order with a supplier or other delivery
partner, or at the preferred bidder stage and before the award of contract. The Gate 3 Review
confirms that the recommended investment decision is appropriate before the contract is
placed with a supplier or partner(or a work order placed with an existing supplier or other
delivery partner). It provides assurances on the processes used to select a supplier (not the
supplier selection decision itself). The Review will also assess whether:
m The process has been well managed;
m The business needs are being met;

m Boththeclient and the supplier can implement and manage the proposed solution; and

m Thenecessary processes are in place to achieve successful delivery to agreed time, cost
and quality after contract award (or equivalent).
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The Project Team and Review Team must be satisfied that due consideration has been given
to all the factors, including choices about proposed commercial arrangements with any
existing suppliers that offer value for money. A project will normally go through one Gate 3
Review, however, in some circumstances it may be necessary for a project to repeat the Gate 3
Review. For example:

For construction projects there may be a requirement for more than one Gate 3 Review when
the investment decision for the project is made or If there is a second investment decision
(such as for two-stage Design and Build) there may be a need for a first Gate 3 Review for the
contract award and a subsequent Gate 3 Review to confirm the investment decision based on
the construction price.

Similarly, for some IT-enabled and service enhancement projects there may be a need for a
first Gate 3 Review before a pilot implementation or initial design contract is undertaken, and a
subsequent Gate 3 Review to confirm the investment decision before full implementation.

NB: The terms supplier’, ‘bid, tender’, contract’etc. in the following sections should

be interpreted in the context of the nature of the delivery solution and the proposed
commercial relationship between the client organisation and the recommended delivery
partner organisation.
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Gate Review Process
Purpose of the Gate 3 Review
The purpose of the Gate 3 Review is to:
m  Confirm that the FBC and Benefits Plan now has the relevant information, confirmed by the
potential suppliers and/or delivery partners and benefit owners, including that the project

has the necessary funds and authority to proceed;

m  Confirm that the objectives and desired outputs of the project are still aligned with the
programme to which it contributes and/or the wider organisation’s business strategy;

m Checkthat all the necessary statutory and procedural requirements were followed
throughout the procurement/evaluation process;

m  Confirm that the recommended contract decision or procurement execution decision,
if properly executed within a standard lawful agreement (where appropriate), is likely
to deliver the specified outputs/outcomes on time, within budget, to quality and

provide value for money;

m  Ensure that management controls are in place to manage the project through to
completion, including contract management aspects;

m  Ensure thereis continuing support for the project;
m  Confirm that the approved delivery strategy has been followed;

m Confirm that the development and implementation plans of both the client and the supplier
or partner are sound and achievable;

m Check that the business has prepared for the development (where there are new
processes), implementation, transition and operation of new services/facilities, and that all
relevant staff are being(or will be) prepared for the business change involved;

m  Confirm that there are plans for risk management, issue management and change
management (technical and business), and that these plans are shared with suppliers and/

or delivery partners;

m  Confirm the project is delivering a Net Zero outcome - or explains why not;
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m Evaluation of actions taken to implement recommendations made in any earlier
assessment of deliverability;

m  Confirm that the project has considered lessons learned not just within the organisation,
but more broadly through engagement with others who have done similar projects;

m  Confirm that the technical implications, such as ‘buildability’ for construction projects;
and for IT-enabled projects, information assurance and security, the impact of
e-government frameworks (such as e-GIF, e-business and external infrastructure) have
been addressed; and

m Forconstruction projects, Confirm the project is using modern methods of construction
that drive efficiency.
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Assessment of the
Proposed Solution

Core Questions and Evidence

O T S S

General How realistic and Completed and internally agreed business
integrated is the case, setting out the cost over the lifecycle of
business case? the project.

= Abottom-up approach with underpinning
assumptions is taken and agreed to support
the overall outcome of the business case.
Dependencies consider the impact if
assumptions change.

= Thereistangible evidence that the Senior
Responsible Owner (SRO)and senior leaders in
the Department believe in the delivery model.

= Thereisevidence that the project still meets the
business need.

m Thereis consistency between the b cases - e.q.
risks in strategic case, commercial case and
management case are aligned.

= The business case is continually updated to take
into account any slippage and other changes,
including an impact assessment.

Gate 3 Review: Investment Decision | 15
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O S S

Strategic Is there a clear link
between the project
and the organisation’s
key strategic priorities,
including agreed measures
of success?

16 | Gate 3 Review: Investment Decision

The Full Business Case (FBC) strategic case is
aligned with wider organisational strategy.

Interviewees can consistently explain how the
project fits with organisational strategy and

can demonstrate the key strategic priorities.
Measures of success are agreed with the project
team/Governance, SRO, Department, HMT
(where required)

The FBC management case addresses benefits
identification and management.

The benefits realisation plan is consistent

with the wider project plan(e.g. milestones

are aligned).

List of critical interdependencies and evidence
on how projects/programmes keep track of
interdependencies and synergies. This should
also include a slippage impact assessment.

Comprehensive risk assessment.

Business continuity plans including rollback
arrangements.
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L S S

= The project should demonstrate:

23

Strategic

Strategic

How has policy and
strategic alignment,
including at a cross-
departmental network
or system level, been
considered for this
programme and project?

Has the project embedded
the National Infrastructure
Commission four
recommended design
principles?

m Carbon emissions
mitigation and
adaptation to
climate change;

= People-based
outcomes
and community
engagement;

= Localidentity
and improving
environment; and

m Therealisation
of economic,
environmental and
social benefits to
the population.

= Evidence of continual review of policy and
strategic alignment at a cross-departmental
network and system level.

m Evidence of NetZero in the strategic aims of
the project, the procurement strategy and
implementation, and a clear quantifiable
demonstration of the project’s contribution
to the Government's NetZero target.

= Evidence of continual review of policy and
strategic alignment at a cross-departmental
network and system level.

m Evidence of a clear strategy for business
change both in the organisation and
the supplier.

m Cleararticulation and evidence of how
the project links to priority outcomes at a
Department and Government level, as set out
in the Public Value Framework and agreed
through Outcome Delivery Plan.

m Use of Project Outcome Profile to
demonstrate the link between cross-
government priorities, department priorities
and project priorities and outcomes.

The project has embedded the four
recommended design principles as set out by the
National Infrastructure Commission.

Evidence of how the design principles have been
discussed at a senior level and embedded in
the project.
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O S = S

Economic Does the project have = The OBC should have been approved by the
a Greenbook compliant Department Investment Committee.
Outline Business Case m The draft FBC will be assessed along with the
(OBC)and a draft Full other products at the Gate and used by the IPA
Business Case (FBC)? to provide HMT with a view of the business cases
readiness for approval. The business case should
demonstrate:

= Benefits are thoroughly detailed in the
Economic Case with clear evidence of what
the project used as a measure e.g. good
practice’ to define benefits and a compelling
benefits case which includes optimism bias
and consideration of macroeconomic factors
e.g. inflation.

= Analysis on non-preferred options is
sufficiently rigorous to confirm that these
would not offer better value and stakeholders
have agreed the cost to end users
is affordable.

= The financial case demonstrates how a
whole life view of value (rather than just
upfront capex) has informed options
appraisal, design, option selection and
commercial strategy.

m The project can demonstrate adequate
approaches for estimating, monitoring and
controlling the total expenditure.

m The strategic case is aligned with wider
organisational strategy.

= The management case addresses benefits
identification and management. The benefits
realisation plan is consistent with the wider
project plan(e.g. milestones are aligned).

= The management and financial cases should
show the emergence of any new risks
which were not considered/cost/or under-
estimated at the OBC stage, but have come
to light subsequent to negotiations with
the Preferred Bidder. Also any new external
developments which may have occurred such
as a change in Economic or Political scene
which may render the project more difficult
to procure and execute.

m Every business case (strategic case)and
Project Execution Document should include
a section on scope. This should be baselined
and reviewed at each stage gate. Using the
same format to demonstrate changes to
scope, and the impact on cost and benefit
throughout the project lifecycle.
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O S = S

3.3

Economic

Economic

Is there an agreed benefits
realisation plan which

has been built using good
practice, and including
optimism bias?

Does the project have

a fully-costed, robust
evaluation plan to assess
whether the project has
successfully delivered its
stated outcomes?

Benefits are thoroughly detailed in the Economic
Case with clear evidence of what the project
used as a measure e.g. ‘good practice’to

define benefits.

A compelling benefits case which includes
optimism bias and consideration of
macroeconomic factors e.qg. inflation.

Analysis on non-preferred options is sufficiently
rigorous to confirm that these would not offer
better value for money and stakeholders have
agreed the cost to end users is affordable.

An internally approved FBC Management
case that sets out the high level benefits
realisation approach.

The benefits realisation plan is approved and
agreed with stakeholders (including wider
government, clients and suppliers) who

are still supportive of the projects Critical
Success Factors.

Assumptions that underpin benefit realisation
are documented, agreed with the relevant
parties and signed off.

Thought has been given to whether the
project can be split into phases designed to
deliver benefits earlier, learn lessons, and
mitigate key risks.

An updated, completed and agreed evaluation
plan to assess its stated outcomes.

The project has consulted with stakeholders
during evaluation and their acceptance of the
proposed solution is documented.
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O S S

4.1

Economic

Commercial

To avoid ‘loss of value’ -
Have the original intended
benefits been considered
as part of any change
control process (for
example by using a Project
Outcome Profile)?

Does the commercial
arrangement represent
value for money, with an
appropriate level of quality
over the whole life of

the project?

20 | Gate 3 Review: Investment Decision

The intended benefits are considered as part of
the change control.

Clear explanation of how benefits are calculated
on projects.

The change control procedures (both technical
and business) are defined, agreed and included in
the contract.

There is a well-articulated plan for implementing
change and plans for handling future change.

There is an updated and signed off change
trackerin place.

Evidence of a structured Change Control
approach for the project. This is to ensure
effective management due to the many external
stakeholders/decision makers/suppliers.

Use of Project Outcome Profile to demonstrate
the link between cross-government priorities,
department priorities and project priorities
and outcomes.

The commercial strategy has been tested and
socialised with the industry (e.g. evidence of
market soundings, use of EQls etc.)and approved
via the appropriate Governance structure.

The commercial strategy outlines clear
commercial objectives and the path to achieving
these, with clear evidence for how value for
money will be demonstrated throughout the
lifecycle of the project.

The project team can demonstrate that the
strategy supports a rational risk allocation
between the parties that is consistent with
the client's risk appetite and the supplier has a
comprehensive risk management plan including
political and market risks and clear mitigation
strategies outlined if the risks materialise. If
these have changed since the appointment of
a Preferred Bidder, the project team should
demonstrate how the overall risk profile,
including the affordability and Value for Money,
has changed.

The contract reflects standard terms and
conditions and an appropriate allocation of risk
with evidence of Government Legal Services
(GLS)review and further legal and Crown
Commercial Services (CCS)and Government
Commercial Function (GCF) support.

There has been input from wider commercial
functions outside of the project to test/validate/
confirm approach e.g. Departmental commercial
teams, CCS or GCF (Complex Transactions).
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O S S

Commercial

4.3

Commercial

Is there evidence the = The project should demonstrate:

supplier’s fundingis allin
place? Is the project able
to demonstrate there is
little or no exposure of
public funds or additional
financial burden?

Have suitable stakeholders,
business and end user
representatives been
involved and have they
approved the tender
evaluation report and

draft contract?

= That the supplier's fundingis all in place,
with little or no exposure of public funds or
additional financial burden.

= Thatall required resources and associated
client-side funding is in place or will be once
the FBC is approved by HMT.

= Funding for the Project has been approved
in the Spending Review by the Department’s
Finance Director.

m The Project and HMT have been in dialogue
about the full business case and HMT are
ready for the review of the final FBC.

= CO controls have been sighted on the draft
FBC and the project has satisfied the CO
controls teams’' commercial and technology
spend control requirements.

Appropriate stakeholder involvement in marking
the tenders(e.g. business representation).

Clear tender evaluation report that has
been reviewed and approved by appropriate
stakeholders.

Draft contract ready with evidence of
consultation with GCF (plus GLS or CCS
as required).

Stakeholder engagement should be included
in the Project Execution Document and
demonstrate:

m Akey list of stakeholders, and statement of
their needs and support for the project.

= Stakeholders'roles and responsibilities,
and their potential influence on the project,
defined and agreed.

= End-users for the project identified.

= Evidence that the decision-making process is
inclusive of all the relevant stakeholders and
is both efficient and effective.

= Results of consultations documented as
part of project stakeholder engagement/
communications strategy.

m [If the project traverses organisational
boundaries, there are clear governance
arrangements to ensure sustainable
alignment with the business objectives of all
organisations involved.
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O S = S

45

4.6

4.7

4.8

Commercial

Commercial

Commercial

Commercial

Commercial

Are the service
management plan,
administration and
service level agreements
complete and is the client
ready for delivery and
implementation?

Are the sector suppliers
experienced? Is the project
able to demonstrate the
supplier resources are
skilled, available and that
they get the right support?

Is supplier resilience
considered from a cross
government perspective
or just from a project
perspective?

Is there a reliance on
one contractor?

Is there a contractin

place to support the
equipment, asset or
service? - Operations

and maintenance with
appropriate KPIs to provide
through life support to

the capability?

22 | Gate 3 Review: Investment Decision

Operating parameters are updated as needs
change and documented in change control.

Service Level Agreements(SLAs).

Service delivery measured against those
parameters.

Measures to address poor/non-performance are
proving effective.

Acceptance criteria for key
milestones are agreed.

A resource model from the client side setting
out the number of resources and the associated
skills that will deliver the work.

Clear communication has taken place with the
client and supplier throughout the lifecycle of
the project.

The client and the supplier have been involved in
the development of the plan so are aware of the
timescales for implementation, transition and
operation of the project itself.

Regular communication takes place between
the sponsoring department and the project to
understand the supplier resilience and wider
implications in the market to assess whether
there are any other risks that the project should
take into account.

Taken with other departmental commitments, do
the contractual arrangements create an undue
reliance on one supplier?

Set of clear KPIs to measure performance to
support the capability or asset. KPIs should be
aligned with the Critical Success Factors of the
Project as set out in the SOC.
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L S S

4.10

Commercial

Commercial

Are the procurement
needs aligned to the
contracting strategy?

Has the project team
recognised the need for
contracts to be sufficiently
flexible, especially for

‘first of its kind' or long-
term projects?

Does the project
understand how the
project sits within the
overall portfolio of the
government? Does the
project have a good
understanding of what this

means for the supply chain.

Contract plus input from Government Legal
Service (GLS)/Government Commercial Function
(GCF) on contract preparation.

Rigorous approach to commercial terms/
contracts e.g. pricing/methodology such

as fixed price, cost plus, New Engineering
Contract (NEC).

A suitable contract management plan has been
prepared and the project is ready to operate
contracts once awarded.

A tender evaluation planisin place.

Appropriate market consultation has been
performed and the centre has been consulted on
any associated risks.

The market capacity has been understood
and appropriate actions taken (i.e. request of
additional funding, delay project, permission
to explore subsidies/funding to support the
supply chain).
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O S = S

Finance Does the project have The project can demonstrate that:
acomprehensive m It has a comprehensive financial
financial management management process in place and risk/
process in place? contingency calculations have been included

in the budget and show that the baseline
has an appropriate allowance for risk/
contingency.

= Anappropriate cost baseline including
an assured, resource loaded schedule
that demonstrates cost by component
in accordance with the project work
breakdown structure.

m Costsare within current budgets,
whole-life funding is affordable, supported
by stakeholders, and committed by
departmental Finance and HM Treasury.

= How it has been calculated and that it is
appropriate for the lifecycle stage - Cost Risk
Assessment (QCRA)/Revolving Credit Facility
(RCF)/optimism bias.

m Evidence that optimum bias has been
factored into the overall project.

= Risks should be presented as a range rather
than a single-figure estimate, i.e. an estimate
at both the P50 and P80 levels.

= Abottom-up approach on how the risk/
contingency allowance is calculated.

= Where risks cannot be reduced, the
costs of managing these risks are
separately identified and included as a risk
allocation provision.

= Analysis undertaken of the effects of slippage
in time, cost, scope or quality.

5.2 Financial Is the evaluation based on = The Financial Case of the FBC demonstrates how
whole-life value for money, a whole life view of value (rather than just upfront
taking account of capital, capex) has informed options appraisal, design,
maintenance and service option selection and the commercial strategy.
costs and does it: = The project can demonstrate adequate

= allow us to balance approaches for estimating, monitoring and
financial factors controlling the total expenditure on projects.

against quality and
security of delivery?
m take account of
business criticality
and affordability?

= demonstrateitis
business driven?

24 | Gate 3 Review: Investment Decision
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L S S

5.4

5.5

Financial

Financial

Financial

Are all resources and
internal funds (the ‘client-
side budget’)in place?

How has the project
approached cost
baselining?

Does the financial case
consider, where applicable,
potential changes to the
financial model due to
carbon pricing or other
changes in the cost of
financing(e.q. risk of
stranded assets)?

Profiled budget in place showing opex/capex
expenditure that has been approved, including:

= Budget provision
= Resource provision agreed

= Subsequent years' expenditure included in
programme or project budgets

m Authorisation/approval process for payments
to suppliers

m Process for expenditure reporting and
reconciliation

= Insurances established by suppliers
where required.

An assured, resource loaded schedule that
demonstrates cost, scope, schedule and risk
are aligned.

The schedule holds a good level of detail and
should specify the cost, risk, schedule and scope
elements by cost component in accordance with
mandated work and cost breakdown structures.

Interviews with schedule and cost leads to
understand the impacts of delays.

Critical path explored to understand pinch
points and how associated cost impacts have
been modelled.

May have undertaken Quantitative Schedule Risk
Analysis (QSRA)and an appropriate allowance
for risk/contingency is in place as part of the
baseline cost.

Risks are presented as a range rather than a
single-figure estimate, i.e. an estimate at both
the P50 and P80 levels.

A bottom-up approach on how the risk/
contingency allowance is calculated is in place.

Evidence that the financial modelling has
considered, where relevant, implications of
future changes in the carbon pricing or other
financing costs due to, but not limited to, climate
(e.g. stranded assets) or other such systemic risk
implications.
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O S S

Management Has (or/and will) the project m The benefits strategy details the principles
follow the principles of of benefit focused announcementsi.e., when
making benefits-focussed cost and schedule are announced they are
announcements? expressed as a range that has narrowed as the

project progresses through delivery. These
should include environmental, climate and
social benefits.

= Where practical, communication of project
benefits should include reference to how the
project contributes to the SDGs.

6.2 Management Is there alignment of the m TheProject should demonstrate it has a fully-
outcomes of the project costed, robust approved evaluation plan (to
and has this been agreed assess whether the project successfully delivers
by key stakeholders? its stated outcomes at Gate 5). The project has

consulted with stakeholders on the evaluation
plan and their acceptance of the proposed
solution is documented. The Project should
demonstrate a clear understanding of:

m Business objectives stated and Specific,
Measurable, Agreed, Realistic and Timely
(SMART), and meet the business needs of the
organisation.

= The outcomes to be delivered which
are soundly based, with leading and
lagging indicators.

= What constitutes success, and the critical
success factors.

= How the required quality of performance will
be measured.

= Risks, dependencies, constraints which may
impact the project outcomes. Each should
have clear owners.

= Contingency plans.

= Evidence of approval by key stakeholders.
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O S = S

Management

Does the project have a
deep understanding of
the live service operation,
service management and
supplier management
approach, and have plans
to stand up the required
capability as part of

the project?

The project can evidence:

That it has considered and planned for entry
into service with due consideration for the
end user perspective and that there is clarity
on who is accountable for making decision
go/no-go decisions.

A clear approach to transition, traced through
to the Management Case.

Clear evidence on supplier responsibilities for
commissioning, testing and go live.

An operator exists who will become the
project lead through the stages of testing,
commissioning and entry into service. This
operator should be embedded into the
planning for this stage of the project from
the outset.

It has used Information, Technology
Infrastructure Library (ITIL) or other Service
Management methodologies to ensure that all
elements of the service are in place with the
required processes, engagement, operating
hand books, Service Level Agreements
(SLAs)and commercial management.

Anintelligent client function.

The change control procedures (both
technical and business)are defined, agreed
and included in the contract.

There is a well articulated plan for
implementing change and plans for handling
future change.

There is an updated and signed off change
trackerin place.

The exit and disposal/decommission of the
existing service (if replacement) have been
built into the business case and plan and the
required discussions are in progress with
existing suppliers.
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Management Is there arobust delivery
strategy in place and has
this been agreed by key
stakeholders?

6.5 Management Is there an effective
governance structure with
clearly aligned goals and
incentives?
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The Project should demonstrate a clear delivery
strategy showing:

= Evidence that key factors influencing the
delivery strategy have been identified and
impact assessed. E.q. risk appetite, lessons
learned from previous projects/phases,
market conditions.

= Evidence that these factors have been taken
into account in the design of the chosen
delivery strategy.

m Efficiency and predictability of the delivery
process has been considered, with a process
in place for addressing the impact of any
deviation from the plan and timetable, and
plans for two-way communications with
stakeholders and suppliers.

= Endorsement by the Dept, Cabinet Office
and HMT. Clear documentation of sponsoring
department, HMT, Cabinet Office alignment
and areas of disagreement. Evidence
that these tensions are understood
and manageable.

m Business continuity and future exit,
handover and transition strategies have been
considered at a high level.

Evidence of approval by key stakeholders.

A clear Governance ‘Responsible’, ‘Accountable’,
‘Consulted’and ‘Informed’ RACl is in place.

Formal Project Portfolio Management (PPM)
methodologies are in use.

The project should demonstrate that it has
adequate leadership which includes a definitive
SRO and Programme, and Project Directors
(where the projects are of a certain size and
complexity). The governance framework

should be clearly outlined with a clear owner for
the project.

An SRO appointment letter must be in place.

The SRO must demonstrate that they are
undertaking their responsibilities as required in
relevant policy initiatives.
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6.7

6.8

6.9

6.10

Management

Management

Management

Management

Management

Does the project have an
effective Sponsor function
in place? Is the project
able to demonstrate the
interface and roles and
responsibilities between
the SRO/Sponsor/
Accounting Officer (AO)
(Arms Length Body (ALB)/
Department)?

Does the project have
resources with, where
required, the appropriate
skills and experience?

How is the project
managing the risks overall
including in relation to
resource constraints and
overall market capacity?
This is particularly relevant
for novel technology.

Does the project
management team

have a clear view of

the interdependencies
between projects, the
benefits, and the criteria
against which success
will be judged?

Is the delivery body ready
to stand up and move
into delivery?

Defined Sponsor requirements that can be
traced through to the scope used to drive the
project baseline.

Interviewees show a consistent understanding
of respective responsibilities and healthy tension
between sponsor and delivery team.

Signed Osmotherley letter in place.

Governance structure (including terms of
reference) with clearly aligned goals and
incentives.

Formal Project Portfolio Management (PPM)
methodologies are in use.

There is a clear understanding of the capabilities
required for the delivery phase of the project,

in particular those required to manage the
supply chain.

Detailed risk register and risk management plan.

The project has a robust Quantitative Risk
Assessment (QRA)in place to ensure that
accurate risk registers can be compiled.

Evidence that the risk register is used in
appropriate governance forums.

Risk owners, mitigating actions are captured,
updated and signed off.

Risk appetite should be considered in context
of departmental strategy with clear mitigation
measures and residual risks.

Evidence that no insurance or other
hedging strategies are incorporated in the
calculation of risk.

List of critical interdependencies and evidence
on how projects/programmes keep track of this.

Evidence that the project has the right capacity/
capability to deliver the project, covering a wide
range of skills.

Matured governance, the right people in the
leadership (capability and experience) and
evidence that they are working well together.

A delivery RACI between the supplier and the
organisationisin place.

Evidence that contract managers are in place
who understand the contract.
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6.1

6.12

6.13

Management

Management

Management

Are there business
contingency and
continuity arrangements
and plans that aim to
minimise the impact

on the business in the
event of major problems
during implementation
and rollout? Has this
been approved by key
stakeholders.

Is the organisation ready
for business change?

Does the reporting and
reporting structure
support robust and timely
decision making?
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Risk assessment.

Business continuity plans including rollback
arrangements.

Data security plan and strategy is in place.
Evidence of approval by key stakeholders.

Staff are well prepared and trained.

Evidence plans for business preparation and the
operational phases are in place.

The Project should demonstrate that it has a
detailed understanding of the impact it will
have on the business and a detailed plan for the
business change that will be required to deliver
the project outcomes.

Evidence that a change impact assessment has
been completed to ensure that the change is not
going to stretch the organisation too far.

Evidence of comprehensive management of
reports and the use of technology where possible
to improve information over time.

A mature suite of interconnected reports are
maintained where content and insights are
identifiable across the suite.

Reports are received by the right individuals/
boards or groups to facilitate timely
decision-making.

Reports are continually reviewed, focussed to
support key organisational decision making and
strategy and evolve as improved information or
technology becomes available.

Reports should highlight progress to date,
whether the current work scope is likely to be
completed to plan, prevailing risks and issues and
any decisions or direction required.

Reporting should include commentary on the
level of risk to successful delivery that remains in
the programme.

Planned vs actual expenditure/ activity up to FBC
has been in line with previous plans.
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6.14

6.15

6.16

Management

Management

Management

Is the project founded upon
realistic timescales, taking
account of statutory lead
times, and showing critical
dependencies (including
external)such that any
delays can be handled?

Is there an implementation
plan with clear milestones
and handover phases
identified?

Is there an
implementation strategy?

Does the monitoring and
evaluation plan include

all necessary indicators
and methods of collection
and analysis?

Key planning assumptions documented and
signed off.

Parallel risks included to cover if key
assumptions are flawed.

Interviewees have a consistent understanding of
the schedule challenges.

Clear path to delivery with limited dependencies.
Risk allowance included for any key assumptions.

No imposed changes expected to the
agreed schedule.

The supply chainis incentivised to
deliver on time.

Assess the adequacy of the time for testing,
commissioning and system integration.

Key handover criteria defined in
construction contracts.

Signed off implementation strategy that is
aligned with contractual requirements for
key suppliers.

Evidence that the monitoring and evaluation plan
includes indicators to capture in a meaningful
way the economic, social, environmental

and climate benefits of the initiative. For
climate mitigation and adaptation, projects
canrefer to the most recent CCC list of key.
indicators for adaptation and mitigation or

to their departmental and wider Government
commitments and relevant metrics on
sustainability, climate mitigation, adaptation or
the environment.

Evidence that a system and processes are in
place to monitor, report and use GHG emissions
data from project implementation stages

such as PAS2080 or similar as advised in the
Construction Playbook.

Where relevant, projects are encouraged to draw
on existing SDG indicators (if closely aligned and
fit for purpose).

Where indicators are being developed for
monitoring the project, there should be a
consideration of how these indicators can be
disaggregated by key characteristics(age,
sex, geography, disability) where relevant, in
order to support the SDG principle of Leave
No One Behind.

Gate 3 Review: Investment Decision | 31


https://www.theccc.org.uk/publication/research-to-update-the-evidence-base-for-indicators-of-climate-related-risks-and-actions-in-england-adas/
https://www.theccc.org.uk/publication/research-to-update-the-evidence-base-for-indicators-of-climate-related-risks-and-actions-in-england-adas/
https://www.theccc.org.uk/publication/reducing-uk-emissions-2020-progress-report-to-parliament/
https://www.bsigroup.com/en-GB/our-services/product-certification/product-certification-schemes/pas-2080-carbon-management-in-infrastructure-verification/
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/941536/The_Construction_Playbook.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/941536/The_Construction_Playbook.pdf

Gate Review Process

L S = S

6.17

6.18

6.19

6.20

Management

Management

Management

Management

Does the project have a
robust reporting process?

Does the project have all
of the required products
in place, and approved,
required for this gate?

Does the project have
the capability to deliver
the project?

Does the project have
proper controls that
hold the project team to
account for timely and
quality delivery?
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The project should demonstrate a mature suite
of interconnected reports are maintained where
content and insights are identifiable across the
suite. Reports are continually reviewed, focussed
to support key organisational decision making
and strategy and evolve as improved information
or technology becomes available. Benchmarking
plays a key role in recommended decisions and
options based on analytics.

The Project should demonstrate plans and
processes are in place to publish key cost,
schedule and performance data for each stage of
the project delivery lifecycle.

The project should have all of the required
products produced, and approved by the Project
Board before coming to the gate.

Refer to the Project Documentation section for a
summary of the products required.

The project should demonstrate that it has
the right resources with the right experience
including a bottom-up resource model with
underpinning assumptions that supports the
delivery of the plan.

The Project should demonstrate evidence of
robust resource estimation and planning and
resource allocation to ensure delivery of the

project objectives.

The Project Execution Document should set out:

m The overall programme controls (progress
tracking, risk management, issue
identification and resolution, impact
assessment)are defined.

= Interdependencies between other
programmes and projects defined, with
adequate plans for managing them.

m For collaborative programmes,
accountabilities and governance
arrangements for different organisations
defined and agreed.

m Partiesin the delivery chain identified and
an approach to them working together
established.

m Processes to manage and record key project
information and decision-making.

m Clear governance structure with a
RACI in place.
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6.21

6.22

6.23

Management Does the project
have a clearly defined
architecture?

Management Does the project have
mechanisms in place to
learn lessons?

Management Does the project have an
in-depth understanding of
risk, and is there a process
to identify, assess, allocate,
manage and monitor
current, anticipated and
emerging risks and issues?

Project & Programme business cases and
Project Delivery Documents should include
a project structure and business case
structure that shows:

m The perimeter of the programme and its
respective Projects.

m All business cases that will be included in
the project.

= How costs and benefits will be tracked
and aggregated from Projects to the
overarching Programme.

Approved programme/project and business case
structures will be reviewed at each gate, any
changes must be clearly demonstrated and must
have gone through formal change controls.

The project should demonstrate that it has
conducted a lessons learnt exercise pre-gate
3 and learnt lessons from other recent similar
projects across UK gov and help inform its
business case and delivery approach.

The project should demonstrate that thereis a
mechanism in place to learn lessons from its own
delivery regardless of the stage in the project
delivery lifecycle.

This mechanism should lead to Project Board
reports on lessons learnt when appropriate
action is taken. Lessons should also be provided
to the Department Portfolio Office for inclusion in
Portfolio system learning.

Risk management processes are outlined in
the RAID Log.

Project risks are identified through engagement
with stakeholders and articulated in terms

of serierty, proximity and likelihood with
comprehensive mitigating actions and

residual risks articulated in the risk tab of the
projects RAID log.

The risk register should show risks relating to the
strategy, economics, commercials, financials
and management (focusing on deliverability) of
the project. Each business case that is produced
should include the relevant risks in the relevant
case and show how the risk has changed since
the last Gate.
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6.24 Management Has the project used
robust planning and
estimation techniques?

6.25 Management Have programmes u
and projects defined
an integrated plan for
undertaking assurance and
approvals (IAAP)? .

2.26 Management Does the project have u
an adequate Project/
Programme Management
Office (PMO) capability?
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Planning and estimation techniques include:
Analogous estimation, Parametric estimation,
Delphi method, 3 Point Estimate, Expert
Judgment, Published Data Estimates, Vendor Bid
Analysis, Reserve Analysis, Bottom-Up Analysis,
and Simulation.

Projects should demonstrate objectives,
planning assumptions, constraints, activities and
quality plans alongside schedules. Deliverables
and milestones should be defined and agreed

for all stages. Detail should be high for the
immediate next stage.

The Programme/Project should demonstrate
that it is controlling its schedule, and the impact
of delays on benefits and cost. The schedule
should be baselined at each business case stage
and changes to the baseline should be reflected
in the costs and benefits of the project.

A defined and integrated plan for undertaking
assurance and approvals in place, is regularly
reviewed, updated and maintained, with a plan to
do so until closure.

Assurance measures to include:

m ‘Critical friends’ to the project(e.qg. internal
audit, procurement, specialists and/or
peer reviewers co-opted onto the Project
Board)appointed.

= Health-checks and/or policy reviews
incorporated into plans.

= 2nd Line of defence assurance through the
Department Portfolio Office.

= Gate assurance through the IPA.

The project should demonstrate that the PMO
is maintaining the integrity of the business
cases(programme and project level), managing
the collation and escalation of risk, issues,
dependencies, constraints, and reporting at
project level.

Projects and programmes are expected to
demonstrate that they have a project office in
their project organisation.
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Infrastructure Specific Questions and Evidence

O T S S

1.2

1.3

2.1

General

Strategic

Strategic

Economic

Is the project planning
to publish a summary

of its business case in
line with requirements
set out in the National
Infrastructure Strategy?

How are off-site
construction methods
being applied in this
programme and project?

How has the project
explored opportunities for
incorporating emerging
digital and manufacturing
technologies, such as
Artificial Technology (Al)
and smart sensors?

Has the project completed
a Project Outcome

Profile to assess how the
programme/project will
contribute to government’s
priority outcomes as

set out in the Public

Value Framework?

All Government Major Project Portfolio (GMPP)
infrastructure and construction projects must
publish a summary of their business case within
four months of receiving final approval from HMT

Project team demonstrates the use of digital
technologies and standardisation of assets e.g.
the adoption of best

practice from the manufacturing sector, such as
off-site construction.

Evidence that off-site construction methods
have been considered by the project team.

Evidence of consideration for the use of
emerging digital and manufacturing technologies
in their work.

A completed Project Outcome Profile e.q.
productivity, carbon emissions, regional increase
in GVA etc.

A defined plan for driving performance across the
lifecycle with well-articulated, measurable Key
Performance Indicators (KPIs)to track progress.

A defined approach that describes the interfaces
with the Supply Chain and how performance

of the Supply Chain will be measured

and monitored.

Articulated how the project fits into the SNAP
model (System, Networks, Assets, Projects) for
Infrastructure and how benefits are realised
across departments and other stakeholders such
as local authorities, combined authorities etc.

Peer reviewed economic models should

be in place which underpin the projects

benefit forecasts.

Earned value reporting should be embedded.

A project risk register should exist. The project
Quantitative Cost Risk Analysis (QCRA) should

be reqularly updated to provide an up to date
contingency drawdown curve to support monthly
progress meetings.
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3.2

3.3

Commercial

Commercial

Commercial

How is the supply chain
being incentivised to

use emerging digital

and manufacturing
technologies to achieve
for example increased
productivity and whole life
requirements?

What operational
performance and contract
management system will
be employed as the asset
goes into service?

How will the supplier
ensure that the facility
is safe to operate

and maintain?
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Demonstrating the use of collaborative
business models.

Integrated supply chain management practices
creating skilled jobs in manufacturing and
digital design.

Regular consultation with supply chain and
delivery partners.

Evaluation of available systems and input
(including sign off) from the SRO and appropriate
governance received.

Evidence of performance indicators.
Operations and maintenance requirements have

been appropriately incorporated into sponsor
requirements.

Information on how the assets are being
satisfactorily maintained, especially the *hidden’
ones such as mechanical and electrical systems.

Plans for the delivery of maintenance over the
lifecycle of the asset.

Clear plans to meet or exceed sustainability
targets met or exceeded.

Plans and methodology for assessing customer/
stakeholder experience and satisfaction.
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Financial Are cost estimates robust The cost estimates are underpinned by a
and benchmarked? How bottom-up approach supported by a clear set
has the programme/project of signed off assumptions. The Project should
assured themselves that demonstrate how the original Cost Model
the baseline is credible and compares to the estimates submitted by the
how is this implemented? bidders and the Preferred Bidder.

= The project should demonstrate that cost
estimates have been built up using a number of
planning and estimating techniques and cost
benchmarking. The cost range should be wide at
this gate with QCRA at PS0.

m Forthelargest schemes, itis expected to see
independent assurance on the processes used
to derive cost estimates plus benchmarking
to validate against national/ international
comparators.

m Regqular reports are produced which detail
S curves and the project’s spend profile, the
reports should also detail risks and proposed
contingencies.

= Atopdown benchmarking exercise has been
completed to validate the cost estimate.

= There may be benchmarking between suppliers
on the scheme or benchmarking between similar
national/ international comparators. May include
unit cost comparison (e.g. £/ km or per asset
e.g. viaducts).

= A’bottom-up’benchmarking exercise has been
carried out to validate the key rates & pricing.
This should also consider indirect costs e.g.
overall project management/ oversight.

5.1 Management What is the approach m Evidence that the project and its objectives are
to whole life cycle continually reviewed as well as evidence that the
performance management contractors are reviewed.

of the assets being built
and contractors delivering
the project?
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Management Is the project planning to
enter service cautiously
andisit clear whois -
accountable for making the
decision to commission?

5.3 Management Planning regimes - m
have the impact of
planning/ consents been -

appropriately reflected in
the schedule?

5.4 Management For transport projects, m
do plans go beyond the
construction of the
civil works?
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Clear approach to transition, traced through to
the Management Case.

Clear evidence on supplier responsibilities for
commissioning, testing and go live.

May consider technical assurance to confirm gap
analysis has taken place.

An operator exists who will become the

project lead through the stages of testing,
commissioning and entry into service. This
operator should be embedded into the planning
for this stage of the project from the outset,

a good example being that of the West Coast
Partnership vis a vis the testing, commissioning
and handover of HS2.

The end user perspective is considered when
making decisions.

Service entry has been considered from early in
the life cycle.

There are appropriate resources/capabilities in
place to start this phase.

Comprehensive plan detailing considerations for
planning regime and consent.

Planning permissions/ consents included in
the timeline.
Sufficient time allowed for approvals.

Performed OSRA, clear pinch points are
identified. The risks informing the critical path
are understood.

Evidence of plans for e.g. rolling stock, system
integration, commissioning, concession/
franchise appointment, phased introduction
including key pinch points for operations like
timetable changes.
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5.6

Management

Management

Commissioning - has
the project planned
from right to left to
consider the impact

of the commissioning
regime (particularly from
regulators)to ensure
safety and readiness

for operation?

Have the results of the
surveys, trials, tests and
pilots been evaluated? Do
they show positive results?

Comprehensive plan detailing commissioning
regimes (where appropriate).

Evidence that data security is being delivered
inline with Government Digital Services (GDS).

Surveying is a particular key for construction
works (i.e. regular site surveys, ground condition
surveys, environmental/ asbestos surveys).

Surveying reports should demonstrate

trial testing has taken place and shows
positive results.

Lessons learned, identified and evidence that
the approach has been varied where previous
problems have arisen.

Transformation Specific Questions and Evidence

O e

1.1

1.2

Strategic

Strategic

Do people and staff own
and advocate the vision?
And are they strongly
motivated to achieve
shared outcomes?

What is the impact on

the customer experience
and journey? How has this
been assessed?

Case studies from project employees.
Feedback from the project team.
Feedback from users impacted by the changes.

Criteria, principles, prioritisation etc., can be
traced back through the vision.

Do those impacted understand how and why
their roles/services will change.

A plan to understand how customer/user
experience and journey can be measured.

Positive employee engagement/results of
surveys i.e. customer satisfaction surveys.
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Strategic How well is the
project collaborating
across boundaries?

1.4 Strategic Does the project have

a clear view of the

outcomes and benefits
that they are targeting?

15 Strategic Is there sufficient

operational experience

in the leadership team
for the transformation
and throughout the
delivery teams?

1.6 Strategic Is the proposed

design realistic?
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The project is actively working across
departments, government, private sector, third
sector to meet outcomes.

Regular stakeholder analysis leading to building
of relationships and refining delivery models
as aresult.

Change plans/operating models align across the
department, government
Joint decisions being made?

Roles reflect the need for collaboration across
boundaries?

Collaborative behaviours displayed at all levels?

The solution has been validated through
collaboration with relevant stakeholders
(citizen or use).

Decisions, designs etc., has been changed on the
basis of stakeholder feedback.

The outcomes and benefits have each been
trialled, tested and piloted.

The Project should be able to demonstrate that
the benefits and options are robust, and not
resting on preconceived notions.

Evidence that the leadership team is supportive
of the change.

Evidence that the leadership team has the
required operational leadership experience.

The Project is able to demonstrate that the
design has been tested by operational elements
of the business and operational SMEs to ensure
it is robust.

There is evidence that testing has been done
prior to full delivery.

Any updates to the design are clearly reflected
in overall updates to time, cost and benefit
projections.
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2.2

3.1

3.2

Economic

Economic

Financial

Financial

Are the benefits and
regulatory requirements
clearly defined and
being used to prioritise
the development and
delivery of capabilities to
the business?

What is the quick wins or
early benefit approach?
How effective has this
been to date?

Is the project delivering
releasable savings or
service improvements?
If releasable savings
how are they ensuring
they are met?

How is the project
managing uncertainty
and how has contingency
been approached in the
financial model?

Is there too much reliance
on technology, have risks
of failure been identified
and mitigating activities
putin place or at least
identified and costed
including risks related to
security, cyber-attack and
specialist resourcing?

Evidence of ‘good practice’ e.g. what they used
to define benefits, compelling benefits case
(including optimism bias):

a. Benefits are clearly stated.

b. Initial plan for realising and evaluating
delivery of benefits, showing costs offset
(e.g. improved quality of service and/or
savings over the project’s expected life).

c. Critical success factors for the project are
still valid, and agreed with stakeholders.

A comprehensive plan outlining where and how
efficiency savings will be made.

An assessment of the change resource and
capital needed to deliver the plan is completed.

An assessment of the BAU resource required just
to keep operating is completed.

Are the plan and savings clearly tied to the
detailed design and overall vision.

Financial forecasts have been adjusted to
take into account iterative working cycles. An
iterative approach has been used for financial
planning and the management of benefits.

There is quantification of outputs from
each iteration of their financial planning and
management of benefits - In agile software
development Story Points can be used.

There is an application of rules around the cost
of an iteration. For example, each iteration is

a fixed time period, uses a fixed team size and
produces a fixed number of Story Points as
outputs. So productivity is fixed. Implementation
of these measures serve to install some level

of control and certainty around the iterations.

In turn they can feed into more certain financial
planningin an iterative context.

Technology failure risks are built into the
risk register.

Risks regarding cyber-attacks and changes to
technology used by the department are built into
therisk register.

Wider consideration for funding of ongoing
improvements and maintenance of the service
after go-live should be in place at this stage.
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4.1

4.2

Financial

Management

Management

Are the impacts on

other teams, the wider
department and broad
stakeholder groups
accounted for and costed?

Has the project used

the 7 lenses approach to
frame the Transformation
conversation? Does the
project understand its
maturity level? Is there a
realistic improvement plan
and is it being actioned?

How is the user
perspective being
considered?
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Impact assessments agreed at the right level.

Articulation of how transformational change
aligns with the wider strategy.

The change elements of the project(comms,
training, etc.) properly costed and accounted for
with appropriate attention paid to them in the
business case.

Run costs of these changes and other Operating
Model changes have been properly budgeted for.

Evidence that the project makes use of the 7
lenses (vision, Design, Plan, Transformational
Leadership, Collaboration, Accountability
and People).

Evidence the project has used the Maturity
Matrix tool to assess and determine the degree
of maturity of its transformation.

The project has set out and has a good
understanding of its clear strengths and
weaknesses as a result of applying the maturity
matrix. Improvement plans are in place if
required and are actioned.

Projects early onin the lifecycle can decide to
prioritise and focus on the Vision, Design and
Plan first, instead of focussing on all 7'lenses’.

Stakeholder communication plan and
stakeholder maps include user engagement.

There is consistency in messaging to users,
regular events/meetings are facilitated to drive a
coherent approach.

Users understand what is required of them and
where they could access help.

There is evidence that the Design Authority (or
equivalent)is operational and is playing a key
role in ensuring that user perspective continues
to be core to the project and that core design
principles are not breached as things are
changed and adapted.
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A

4.5

4.6

Management

Management

Management

Management

What new stakeholders
come into play as the
Target Operating Model
(TOM)changes asa
consequence of the digital
transformation? What is
the planned approach for
engaging with these new
stakeholders?

Does the TOM
reflect the vision?

Has the Project
considered different
ways to deliver the
TOM and assessed
options robustly?

Does the detailed
delivery timetable and
plan account for the
combination of BAU work
during transition and
protecting BAU work?

Stakeholder management plan should be in place
to understand which stakeholders are required
for the TOM. The plan should detail the approach
to engaging with these stakeholders and the
most effective form of engagement

There should be evidence that Business
Stakeholders are engaged, understand and are
brought into the change journey.

The TOM shows that the right people are in place,
the processes (underpinned with the technology
solution) are described, evidence the culture
supports this.

There should be evidence that the Project has
taken into consideration the time required to
adapt to the new system.

There should be a clear people plan with clear
dependency mapping between people and
technical elements (which has been validated
with key stakeholders).

Evidence that the design is well rounded e.g.,
equal detail for technical and people elements
rather than focusing particularly on areas that
the design/ project team are strongest on.

Evidence that the Project Team can clearly trace
the design decisions back to the vision.

Evidence that the design decisions align to
priorities and principles driven from the vision.

Evidence that the Project has identified
opportunities to deliver early benefits in the
order of delivery.

Evidence that the Project is looking to iterate
and improve as they go and gain real world data.

The Project is able to demonstrate that the
detailed level delivery timetable accounts for
BAU work during transition.

The plan should differentiate between
immovable and flexible targets. Keeping
flexibility in order to adapt the plan to emerging
changes in the design vs maintaining key
milestones and managing more immoveable
targets such as people moves.
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Defence Specific Questions and Evidence

L T e S

Economic Are benefits to the UK = Internal agreements are in place where required
industry identified and does between other parts of Defence and/or other
the military capability align parts of Government.
with industrial strategies? = Wider UK benefits are identified

and communicated with the wider
government bodies.

2.1 Commercial Have the technical m Evidence that the risks are understood and there
integration risks been is appropriate contingency should they manifest.
adequately scoped
and managed?

Do the risks of procuring new
bespoke equipment really
outweigh the benefits of
pursuing lower risk, off-the
shelf options?

2.2 Commercial Are the necessary = Evidence that the right agreements and
international agreements still treaties are in place and still valid to support the
in place for the acquisition international partnerships e.g. Foreign Military
of military equipment Sales. The documentation to support these
from overseas? agreements should be readily available from the

Project Team.

Digital/ICT Specific Questions and Evidence

O N = S

1.1 Strategic How have requirements Functional and non-functional requirements are
(both functional and non- defined and prioritised (e.g.MOSCOW).
functional)been identified 5 A proad range of stakeholders have been
and prioritised? Are consulted on the identification and prioritisation
the functional and non- of requirements.

functional requirements
achievable inside the
scope/ affordability
envelope of the project?

m Security standards are clearly defined
and proportionate to the nature of the
activity required.

m Activities are in place to ensure that the
requirements and their prioritisation is reviewed
and adjusted on an ongoing basis.

= Therequirements are reflected in the
procurement.

= The business case isin line with the documented
requirements i.e. confirmation that non-
functional requirements are achievable within
the financial envelope.
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O N S

2.1

3.1

4.1

4.2

4.3

Strategic

Economic

Financial

Management

Management

Management

What is the impact on
the customer experience
and journey? How has this
been assessed?

Has the benefits
management approach
been flexed to
accommodate the use of
emerging technologies?

Does the project budget
include security as a
specific item?

If Agile, how has the
governance of the project
been adapted to support
agile delivery? Have the
boundaries for the aqgile
teams been defined, with
appropriate controls?

Is the project developed
and managed to ensure
it aligns to the agreed
design or Minimum
Viable Product?

If Agile, are project team
members trained in
Agile and are they able to
operate within an Agile
methodology?

A plan to understand how customer experience
and journey can be measured.

The project makes use of flexible technology
components and platforms to create an
environment where emerging technologies can
be used and integrated at scale.

Technology standards are in place to protect the
user (benefits).

Best practice with regards to the specific
emerging technology has been shared.

Security is a separate line in the budget.

The estimate for security is a bottom-up
approach and appropriate assumptions are in
place to support the build-up of the budget.

Defined governance to support the project team
has been rolled out and established. This is to
ensure agile delivery is supported.

The boundaries for an agile team should be
defined and agreed with the SRO. This should
be communicated to the wider team. To support
this, appropriate controls are in place to enable
the agile teams to deliver at pace.

A high level design has been completed and
approved by the appropriate stakeholders and is
under document change control.

The high level design includes architecture
principles that provide the project with the
boundaries within which they are able to operate.

The High level design defines the Minimum
Viable Product to a sufficient level of detail to
support the Product Owner objectives and quide
the project.

A design authority is established with a clear
‘terms of reference’and process for impact
assessing any changes to the high level design or
Minimum Viable Product.

Clear RACI in place.

Training provided to the project team members
where necessary to ensure they are able to
deliverin theirrole.

An Agile methodology is clearly documented and
accessible to all team members.
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O N ™ S

4.5

4.6

4.7

4.8

4.9

Management

Management

Management

Management

Management

Management

How is the project
applying Government
Digital Services (GDS)
Design Principles?

How is the project
complying with the
GDS Technology Code
of Practice?

How is the project
following the GDS
Service Standard?

Data/information
migration -isthere a
clear plan for migrating
data/information into/
from the solution at
inception/cut over?

How has the testing
plan been developed
and approved? Does it
appropriately address
the risks and is it

fully resourced?

Does the project have a
multidisciplinary teamin
place that has a range of

skills to successfully build

and run a digital service?
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Clear explanation of how the project has
approached these design principles.

GDS assessment that principles are
being applied.

This should be documented as part of the
Business Case or spend approval controls.

Close engagement with GDS.

Clear explanation of how the project has applied
the Service Standard requirements.

GDS assessment that Service Standard
is being met.

Data Strategy, which includes a Data migration
plan, data migration scripts and plans for data
integration and data sharing.

Approved end to end testing plan should be
agreed and in place covering both functional and
nonfunctional requirements.

Test plan covers Operational Acceptance Testing
(OAT), User Acceptance Testing (UAT), system
integration testing, data testing, plus non-
functional aspects such as penetration testing,
disaster recovery and performance.

Severity ratings are defined and used
consistently.

Tolerances are defined e.g. for number of
defects, severity or use of workarounds (e.g.
cannot go live with Sev 1defects). May need to
cover both positive and negative testing.

The testing is taking place in line with the
planned approach (i.e. consistent coverage with
no significant omissions).

In the Beta phase the team is capable of
demonstrating that they have the skills and
capabilities in place to make frequent iterations
based on regular user testing.
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f e love lee

410

5.1

Management

Other - Data

Is the project operating
at amanageable

pace to achieve the
planned sprints?

Accuracy and quality of
data/information - is the
data/information within
the outputs and within
associated systems of
records/documents
accurate/of good quality?
(Timely, of an appropriate
granularity etc.)

Sprints are planned with appropriate effort
limits applied.

Agile working arrangements are documented
and include a delivery plan.

Resource plans/capacity charts exist and
accurately reflect the commitments from all
team members.

Tools and processes for measuring and
correcting data quality.

Master data catalogues, clear ownership of
master data domains and rules/processes on
CRUD (create, read, update, delete).

Evidence of data management, governance and
security considerations.
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Project Documentation

The areas of investigation together with examples of evidence should be available before

the Gate Review starts. The information is likely to be found in the documents and products
suggested below, but may be located in other programme or project documents or elsewhere in
the organisation's documentation system:

m A Greenbook compliant Outline Business Case (OBC) approved by the Departmental
Investment Committee and HMT.

m Adraft Greenbook compliant Full Business Case (FBC) which has been reviewed by the
business stakeholders and agreed in principle subject to the addition of the costs of the
winning supplier(s) once the procurement(s) have finished ahead of submission for internal
investment committee approval and HMT submission.

m  AProject Execution Document (PED) which includes the following:

m  Theoverall project scope, objectives and intended delivery outcomes
(including project plans);

m The overall programme controls (progress tracking, risk management, issue
identification and resolution, impact assessment);

m The overall governance and structure of the project (including roles
and responsibilities, Terms of References, resourcing plan and a work
breakdown structure);

m  Communication and stakeholder strategy and plan;

m Interdependencies between other programmes and projects defined, with adequate
plans for managing them;

m Forcollaborative programmes, accountabilities and governance arrangements for
different organisations defined and agreed:;

m Partiesinthe delivery chain identified and an approach to them working
together established;

m Processes to manage and record key project information and decision-making;
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m Approachto assessing and piloting the proposed delivery outcomes;

m  Anassessment of the market attractiveness of the project, including outcomes of any
business, commercial or technical benchmarking;

m Benefits management strateqy;

m  Contingency plans;

m Detailed planning;

m  Project quality plans;

m Security management and disaster recovery plans;
m  Performance management plan;

m Assurance documentation; and

m  Benefits Strategy.

Stakeholder Map which visually represents all of the people who can influence the project
and how they are connected.

Risk, Assumptions, Issues and Dependencies (RAID) log which includes the Risk Register
(with risks categorised by the 5 case business case model and baselined at each gate with
updates showing changes since the last gate), an Issues Register, a Dependencies Register,
an Assumptions Register, a Decisions Register, a Constraints Register. Each register
should reference the other, and should show which level in the project structure an item
relates to, and if it has beenincluded in Project Board reporting, or escalated.

Lessons learned register.

Project financial tracker, which can demonstrate the following:

m  Acomprehensive financial management process in place and risk/contingency
calculations included in the budget and show that the baseline has an appropriate
allowance for risk/ contingency.

m  Anappropriate cost baseline has been established and includes an assured, resource

loaded schedule that demonstrates cost by component in accordance with the
project work breakdown structure.

Gate 3 Review: Investment Decision | 49



Gate Review Process

m That costs are within current budgets, whole life funding is affordable, supported by
stakeholders, and committed by Dept. Finance and HMT.

m  Planning Products which include a: Resource Plan; High Level Plan and Work Breakdown
Structure; and Schedule.

m Benefits Realisation Plan which outlines all of the required activities needed to achieve the
planned benefits. It should identify the timeline, tools and resources necessary to ensure
the benefits are fully realised overtime and include the associated assumptions and how
each benefit will be achieved.

= A Commercial Strategy and Plan that set out the Project’s vision and objectives that align
with the Project’s overall strategy and financial plan. The commercial strategy and plan
should include: Commercial Model, Roadmap for delivery; Required resources and targets.

m  The Project should supply the last three months of Project Executive Reporting
and Board Papers.

m The contract between the department and the supplier(s).
= Spend control forms.

m  Advice received from Government Legal Department, Government Digital Service and
Government Commercial Function.

m Tender Evaluation Report which includes a comprehensive evaluation plan and
scoring method for the procurement with the right representation from the business
in the evaluation.

m Operating Model (TO BE and AS IS): The project should document their ‘As-Is"and ‘To-Be’
ways of working. By doing this, they demonstrate that it has a detailed understanding of the
current business operation and detailed target operating model which has been approved
by business stakeholders.

m Business Requirements Document: The business requirements associated with the
delivery of the Target Operating Model (TOM) should be documented in a Business
Requirements Document (BRD). This document should be approved by the key stakeholders
in the business areas that are changing.

m Contract Management and Service Management Plan which outline how the live service

operation will work, the target operating model, the role of the supplier{s)and how the
suppliers will be managed in live service.
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Test Commissioning Plans which demonstrate that all new system/ service/ business

process testing and commissioning procedures are completed. It should include the Test
Strategy and Plan.

Business Change Management Documents: The approach to business change should
be articulated in a Business Change Management document and updated for this
gate which sets out:

m The business forums which are being used to take the business through
the change journey.

m  Theuserneeds.

m The businessrequirements.

m Impact assessment approach.

m  Cut-over management approach.

m Change checklist.

m  (Go-no-go decision processes.

Procurement Strategy which outlines the planned approach of cost-effectively procuring
the services of a preferred supplier, taking into consideration several elements and factors

such as the timeline for procurement, the funding and budget, the projected risks and
opportunities, among others.

Integrated Assurance and Approval Plan.

Last quarterly GMPP return.

Note: only required if changes have been made since the last review. If changes have been
made, evidence of change control is required.

m  Accounting Officer Assessment.
m Risk Potential Assessment.
= Signed SRO Appointment Letter.

m Business and technical policies.
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Supporting Guidance

m Gate Review Book: A Workbook for each Gate Review provides detailed questions and
evidence points to support each review. The workbooks can be downloaded from the
IPA Assurance Toolkit on GOV.UK

m HMT Green Book: Appraisal and Evaluation in Central Government - and
supporting supplements

m HMT Orange Book: Management of Risk, Principles and Concepts

m |PA Assurance Toolkit

m Treasury Approval Process for Projects and Programmes

m  Project Delivery Functional Standards

m |PA Principles for Success

m TheArt of Brilliance

m Project Initiation Routemap

m /Lens of Maturity

m  Accounting Officer Assessment

m Therole of the SRO

m  Achieving NetZero

m  UN Sustainable Development Goals

m Modern Methods of Construction

m Resilient Infrastructure Systems

m National Infrastructure Commission (NIC) principals

m Transforming Infrastructure Performance

m  Project Outcome Profile
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https://www.gov.uk/government/collections/infrastructure-and-projects-authority-assurance-review-toolkit
https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
https://www.gov.uk/government/publications/orange-book
https://www.gov.uk/government/collections/infrastructure-and-projects-authority-assurance-review-toolkit
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/567908/Treasury_approvals_process_guidance_final.pdf
https://www.gov.uk/government/publications/project-delivery-functional-standard
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/901126/IPA_Principles_for_Project_Success.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/815350/The_Art_of_Brilliance_-_COMPLETE.pdf
https://www.gov.uk/government/publications/improving-infrastructure-delivery-project-initiation-routemap
https://www.gov.uk/government/publications/7-lenses-maturity-matrix#:~:text=The%207%20Lenses%20maturity%20matrix,into%205%20levels%20of%20maturity.
https://www.gov.uk/government/publications/accounting-officer-assessments
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/818147/The_Role_of_the_SROc_online_version_V1.0.pdf
https://www.gov.uk/government/publications/achieving-net-zero-carbon-emissions-through-a-whole-systems-approach
https://www.un.org/development/desa/disabilities/envision2030.html
https://www.gov.uk/government/publications/modern-methods-of-construction-working-group-developing-a-definition-framework
https://nic.org.uk/app/uploads/Anticipate-React-Recover-28-May-2020.pdf
https://nic.org.uk/studies-reports/design-principles-for-national-infrastructure/#:~:text=Design%20Principles%20for%20National%20Infrastructure%2C%20developed%20by%20the%20Commission's%20Design,%2C%20people%2C%20places%20and%20value.
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/664920/transforming_infrastructure_performance_web.pdf
https://www.gov.uk/government/collections/the-green-book-and-accompanying-guidance-and-documents
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