
 

 

 

PROJECT ASSURANCE REVIEWS 

DELIVERY CONFIDENCE   

GUIDE FOR REVIEW TEAMS 

 
How to use this guide 
 
This guide is intended for Review Team Leaders and Members who are about to conduct an 
assurance review, which includes an assessment of Delivery Confidence. It will also be of interest 
to Senior Responsible Owners (SROs) and Programme/Project teams preparing to be reviewed. 

 
What is Delivery Confidence? 

 
Delivery Confidence is the confidence in the project or programme’s ability to deliver its aims and 
objectives: 

●     within the timescales 
● within the cost envelope 
● and to the quality requirements including the delivery of benefits, both financial and 

non-financial 
● all as laid down in the most recent formally approved mandating document (e.g. PID 

or Business Case) 

 
Delivery Confidence reflects:  

● specific issues or risks that threaten delivery to time, cost and quality and jeopardise 
the delivery of benefits 

● the Review Team’s professional judgement of the likelihood of the project or 
programme succeeding even though there may be no definitively clear evidence 
either way 

● the resilience of the project or programme to overcome identified shortcomings or 
threats 

 
Delivery Confidence is influenced by: 

● a project or programme’s use of established best practice 
● generic indicators of project/programme health which are outlined in this guidance. 

  



 

 

 

Definition of Delivery Confidence 
 

The assessment of Delivery Confidence will be based on the following definitions: 
 

 Colour Criteria Description 

 
Successful delivery of the project/programme to time, cost and quality 
appears highly likely and there are no major outstanding issues that at this 
stage appear to threaten delivery.  

 
Successful delivery appears probable. However, constant attention will be 
needed to ensure risks do not materialise into major issues threatening 
delivery. 

 
Successful delivery appears feasible but significant issues already exist 
requiring management attention. These appear resolvable at this stage 
and, if addressed promptly, should not present a cost/schedule overrun. 

 
Successful delivery of the project/programme is in doubt with major risks or 
issues apparent in a number of key areas. Urgent action is needed to 
ensure these are addressed, and establish whether resolution is feasible. 

 

Successful delivery of the project/programme appears to be unachievable. 
There are major issues which at this stage do not appear to be 
manageable or resolvable. The project/ programme may need re-
baselining and/or overall viability re-assessed. 

 

Deriving a Delivery Confidence Assessment 
 
The Review Team should base their assessment of Delivery Confidence on the evidence they 
have gathered as part of the review. To assist Review Teams this guide includes descriptions of 
a number of indicators of project and programme health that should be considered in addition to 
the time, cost and benefits realisation dimensions. These indicators are not intended to be 
exhaustive. All projects and programmes are different and the Review Team should also take 
account of any major concerns, challenges, examples of best practice or other attributes that are 
unique to the project or programme when reaching their assessment.  
 
This guidance includes the RAG definitions for each of the elements or indicators that inform the 
Delivery Confidence rating. Definitions have only been given for Red, Amber and Green; Amber-
Red and Amber-Green can be used to reflect a status that lies in between.  Review Teams may 
find it helpful to informally “score” the different elements as part of their deliberations but they 
are not expected to record an individual RAG score for each of the elements. Review Teams 
should remember that the Delivery Confidence assessment is not a calculation and these 
elements are not the only factors that should be considered when making an assessment of 
Delivery Confidence. 

 
 
 
 



 

 

 
Delivery Confidence and a Project’s Life cycle 
 
Assurance reviews take place at different points in a project’s life and the Review Team will 
need to consider the relative importance of the individual aspects of Delivery Confidence given 
the stage the project has reached. When a project is being set up and has yet to complete its 
business case then the clarity of any scope, the viability of the governance structure and the buy 
in from ‘the top of the office’ may dominate the Delivery Confidence assessment. While those 
factors are likely to be some of the key determinants of success for any project, later in its life 
cycle the appropriateness of processes being used and the skills and capabilities available to 
the project will also acquire more weight. In the early life cycle stages, management processes 
such as planning, risk management, etc. are often being developed, and a full complement of 
skilled resources has yet to be recruited. 
 
Delivery Confidence is not an assessment of theoretical deliverability in isolation  
 
The Review Team may consider that the project’s aims are quite capable of being achieved and 
may even have seen examples of similar projects that have succeeded. The Delivery 
Confidence assessment is about whether the project, as constituted and on its current trajectory, 
is likely to achieve a successful outcome. When making their Delivery Confidence assessment 
Review Teams are not expected to consider every scenario that might affect a project’s 
progress but to reasonably extrapolate from the project’s past progress, current status and 
declared plans whether a successful outcome will be achieved. For example, if the review team 
considers that a project is likely to fail but that superhuman (and currently unplanned) efforts 
might salvage it, then their Delivery Confidence rating will be Red and the report should include 
appropriate recommendations designed to increase the likelihood of success. When forming 
their view of Delivery Confidence, Review Teams should consider the project as they found it 
and prior to the implementation of any recommendations included in their report.  
 
Delivery Confidence is a holistic view  
 
The Guidance in this document contains considerable detail about the many dimensions that 
could be used to assess a project. It is important that these are not used in isolation and that 
Review Teams consider the overall coherence of the project and the way in which the various 
components or levels fit together. It is possible for Delivery Confidence to be quite low for a 
project that has many areas of excellence that are nonetheless sadly out of step with each 
other. When a project is part of a wider programme, lack of coherence between the project’s 
aims and progress and the higher-level programme’s vision can jeopardise the likelihood of 
either achieving success. 
 
Delivery Confidence and assurance review recommendations 
 
The aim of any assurance review is to help ensure the project/programme achieves a successful 
outcome and many recommendations will naturally focus on immediate priorities. The Review 
Team should ensure that they also include appropriate recommendations to address key issues 
they have identified to help the project/programme achieve a successful outcome in the longer 
term. Each recommendation must be assigned a priority rating based on the following 
definitions: 
 

 
 



 

 

 
Critical (Do Now) – To increase the likelihood of a successful outcome the  
programme/project should take action immediately 
 
Essential (Do By) – To increase the likelihood of a successful outcome the 
programme/project should take action in the near future 
  
Recommended – The programme/project should benefit from the uptake of this 
recommendation 
 

Wherever possible Essential and Recommended recommendations should be linked to project 
milestones or a specific date. 
 
The Delivery Confidence assessment is not directly linked to the level of priority given to all or 
any of the individual recommendations. It is therefore possible for a Review Team to have a very 
high level of confidence in the project’s ability to deliver and assign it an overall Delivery 
Confidence rating of Green, while at the same time identifying one or more recommendations 
that are very important and need to be actioned immediately.  
 
Elements of Delivery Confidence 
 
The following sections contain guidance on the key aspects of Delivery Confidence: 
 
Time  
 
This reflects the confidence that the project or programme will achieve its declared End Date:  

 

Colour Criteria Description 

 The project/programme is on or ahead of schedule. 

 The project/programme is behind schedule but has realistic plans to 
recover. 

 The project/programme is behind schedule and is likely to be delivered 
late. The project or programme plan is likely to require re-baselining. 

 
 
 
 
 
 
 
 
 
 
 



 

 

 
Total Project/Programme Costs  
 
This assessment should be based on the figures quoted in the Outline/Final Business Case as 
drawn up in line with Treasury Guidance: 

 

Colour Criteria Description 

 The project/programme costs are on or below budget. 

 The project/programme costs are over budget but with realistic plans to 
recover. 

 The project/programme costs are likely to be over budget to a degree that 
re-baselining will be necessary. 

 
Benefits (Financial and Non-Financial) 

 
This reflects the confidence that the project or programme will realise, or deliver, its intended 
benefits. For the (rare) projects whose scope is to only deliver capability and where the delivery 
of benefits is covered in a different part of the programme, or is deemed to be the responsibility 
of BAU, this element may focus on the quality of the outcome: 

 

Colour Criteria Description 

 The Project/Programme is confident of delivering benefits. 

 
The Project/Programme is experiencing some issues in ability to deliver 
benefits but the situation is recoverable. 

 Benefits delivery is at serious risk. 

 
 
Aims and Scope 

 
The Aims and Scope indicator considers: 

 
● The boundaries of the project/programme in terms of processes, functional areas and 

organisations 
● What is included in the scope of the project/programme and what is not 
● The definition of outcomes and benefits, with tangible measures and an 

understanding of the evidence required by which success will be judged – this will 
normally include timescales 
 
 



 

 

 
● The degree of clarity, stability and understanding by stakeholders of the above as a 

solid foundation for the project/programme  

 
This aspect should include an assessment of how well defined the Vision is and the stage of 
development of the overall design, e.g. target operating model and technical architecture. The fit 
between the project or programme’s aims and any wider departmental aims should be 
considered, as should the translation of policy into a delivery project: 

 

Colour Criteria Description 

 
The project/programme scope is well defined and stable. 
Project/programme Aims are well defined with clear Critical Success 
Factors (CSF). 

 
The project/programme scope is unstable and attention should be given to 
this area. Project/programme aims are also varying/suffering from a lack of 
clarity and definition. 

 
The project/programme scope is unclear and not supported by a change 
control process. Project/programme aims and CSFs are not defined. 

 
Governance 
 
The Governance indicator considers: 

 
● Whether the project/programme has appropriate decision making processes and 

structures in place with defined responsibilities 
● Whether mandates at all levels exist so there is clarity over who is responsible for 

what, and who accounts to whom for what 
● Whether decisions are being made at the appropriate level in accordance with 

mandates 
● Whether project/programme Governance arrangements are evolving as the 

programme matures to reflect varying stakeholder requirements and emerging needs 
● Whether project/programme Governance is linked with the Governance 

arrangements within the parent or target business 

  

Colour Criteria Description 

 

An effective and clear governance structure has been implemented, which 
is setting direction and actively managing major project/programme issues 
on a regular basis.  All appropriate stakeholder groups are represented 
within the process. 

 

A governance structure has been implemented, setting direction and 
actively managing major project/programme issues on a regular basis.   
Not all stakeholder groups are represented within the structure, and or the 
structure is not entirely clear. 

 
No governance structure is in place, or the existing governance structure is 
ineffective, e.g. too few stakeholders are represented/poor attendance/the 
governance structure is unable to resolve project/programme issues. 



 

 

 
 
Skills and Capabilities 

 
The Skills and Capabilities indicator considers the overall level of skills and capabilities in place 
within the project/programme now, as well as their projected availability in the future. Specifics 
include: 

 
● The skills, capabilities and experience required at the various stages of the 

project/programme, 
● The numbers of people already on the team compared with those required, 
● The capability of suppliers to deliver what is required to time and quality, 
● The availability of appropriate capabilities, either by direct employment or through 

third parties, such as consultants. 

 
The focus of this indicator is whether the skills and capabilities are in place or not – there may 
be a linkage with financial resources available to provide those skills, or if there are shortages, it 
may be due to a lack of available skills in the overall market.  
 
This aspect will include the skills, capacity and capability of the SRO, Programme Director, 
Project Manager etc. as well as the capacity and commitment of resources that are not part of 
the formal project team, for example, Board members and specialist resources that might be 
external to the project: 

  

Colour Criteria Description 

 
The project/programme is fully resourced, and there are no major skill 
gaps on any of the work streams. 

 
There are shortages of skills and resources that may cause issues for the 
project in terms of schedule or quality. 

 
There are significant skills shortages, or lack of resources that are 
impacting very significantly on project schedule or delivery quality. 

 
Key Processes 

 
The Processes indicator considers how well key project/programme processes are established 
including: 

 
● Programme and project planning, progress monitoring and reporting 
● Risks and Issues management 
● Benefits management 
● Communications 
● Dependency management 
● Procurement  

 
 
 



 

 

 
 
 
Reviews should consider where the project or programme complies with established best 
practice in programme and project management, while respecting the fact that the unique needs 
and environment of each project may require individual approaches and additional custom made 
processes. Furthermore, the review should take into account the life-cycle stage when 
assessing the processes: at an earlier stage, processes may not necessarily be fully developed 
and implemented. The effectiveness, appropriateness and maturity of the processes should be 
considered, as should the existence of other project assurance mechanisms. 
 
Risk and issue management, as a process, is included in this indicator. However, the actual 
risks facing the project/programme can potentially fall across all and any of the indicators: 

 

Colour Criteria Description 

 
Processes fully established in line with best practice and being carried out 
with a high degree of confidence and effectiveness. 

 
Processes only partially established and needs attention and resources to 
bring up to the required standard. 

 Processes not established – major work is needed to set these up. 

 
Dependencies 

 
The Dependencies indicator considers: 

 
● The major external factors upon which the project/programme depends, and over 

which it may have little or no ability to manage directly, for example legislation, third 
party activities (e.g. Trade Unions) or other major initiatives in other Government 
Departments 

● The overall complexity of the project/programme in involving other agencies 

 
The relative priority given to the project/programme in the Department, the fit with the 
Department’s objectives and the support at Board and Ministerial level should be considered 
along with the project/programme’s approach to the management of the wider stakeholder 
community. This Indicator is a reflection of major risk factors impacting on the 
project/programme from external sources. It is fully recognised that some such external 
dependencies may well be not manageable by the programme: 
 
 
 
 
 
 
 
 
 



 

 

 
 
 

Colour Criteria Description 

 

All project/programme dependencies have been identified. Communication 
channels have been put in place to deal with any changes to plans that 
affect any of the dependent parties. There are no dependencies that will 
impact successful delivery of either this programme or a dependent 
programme. 

 

There are issues, which may delay, or cause material changes due to a 
dependency on an external party.  These issues are identified and can be 
resolved through procedures already in place. Although the programme 
dependencies are identified, plans are not integrated with external parties 
or other dependent projects. 

 
External dependencies threaten successful delivery of the project and there 
is no plan to resolve them. Project/programme dependencies have not 
been identified. 

 
Business Readiness to Change 

 
The Business Readiness indicator considers the readiness and capability of the parent or target 
business to manage and support the change, ensuring any required new processes are defined, 
the affected parts are ready, willing and able to utilise the new processes and systems. This is 
essentially the ability to work the business change through the organisation(s)/system(s) to 
deliver the long term benefits and includes activities such as: 

 
● The impact of changes and the risks involved have been analysed and are actively 

being managed, 
● Any required new or changed processes have been defined or plans exist to do this, 
● Stakeholders and staff are actively preparing for the transition. Business Change 

Plans have been built and are being executed, 
● The appropriate communications and training are being provided, 
● Incentives are being provided to business staff to realise the change. 

 
The project’s approach to all aspects of benefits management should be considered including 
any plans for transition management and the extent to which they include responsibility for 
benefits realisation and monitoring after the project has closed and for embedding the project 
outcomes in business as usual: 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 

 
 

Colour Criteria Description 

 

 
The framework of activities detailed are underway and on track. 

 

 
Issues exist in this area but these issues are manageable.  If the issues are 
addressed, this area should not cause difficulties for the project.  

 
There is little or no evidence of significant progress to establishing the 
required framework. Immediate attention to this is required if long term 
benefits are to be achieved through business change 

 
 

For further information and guidance:  
 
Email: Gateway.Helpdesk@ipa.gov.uk 
Web:   https://www.gov.uk/government/organisations/infrastructure-and-projects-authority 
 

mailto:Gateway.Helpdesk@ipa.gov.uk
https://www.gov.uk/government/organisations/infrastructure-and-projects-authority

