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A. GATEWAY REVIEW IN THE SCOTTISH GOVERNMENT
Background
The Gateway Review process emerged from the Treasury / Cabinet Office review of Civil Procurement in Central Government in 1999 (the Gershon Report) which recommended a common process for the strategic management of large, novel or complex projects at critical stages in the life-cycle.  The Office of Government Commerce (OGC) developed Gateway Review and remains responsible for further development and promotion of the process and principles and also protection of the trademarked Gateway ‘brand’.
...............................................................................................................................................

The Programme and Project Management Centre of Expertise (PPM-CoE)
The Scottish Government Programme and Project Management Centre of Expertise (PPM-CoE) was formed in September 2003 in response to a UK Government initiative that each Government Department should have a Centre of Expertise tasked with improving programme and project management within their organisation. In establishing its PPM-CoE the Scottish Government also tasked it with managing the OGC Gateway ReviewTM process. 
The key people within the SG in relation to Gateway Review are:
· Alyson Stafford, Director General for Finance, is the Scottish Government's Strategic Board Champion for Gateway Review;
· Alastair Merrill, Director of Scottish Procurement Directorate, is the Scottish Government's Assurance Director; 

· Paul Gray, Director General for Rural Affairs, Environment and Services, is the Scottish Government's Strategic Board Champion for Programme and Project Management, and;

· Charlie Fisher, Head of the PPM-CoE Team. 

The SG PPM-CoE was formally accredited as an authorised full-service OGC Gateway™ provider in January 2009, and is thus regarded by OGC as the sole authorised Gateway Review ‘Hub’ for Scotland. OGC Gateway™ is a Trade Mark of the Office of Government Commerce, and is used by the Scottish Government Gateway Hub with the permission of the Office of Government Commerce.
The PPM-CoE also leads for the Scottish Government in improving Programme and Project Management and supporting the development of a PPM profession. This UK initiative, led by OGC, was initiated in 2008 and will seek to ensure that Government Departments have a pool of professional programme and project managers available to delivery key public sector projects, thereby addressing a dependency on external resources.  
The PPM-CoE Team

Charlie Fisher heads-up the PPM-CoE Team. The Team's primary role is to manage the delivery of the Scottish Government's OGC Gateway ReviewTM programme.

The PPM-CoE Team also consists of 2 Programme and Project Support Managers, a Programme and Project Capability Manager and 2 Operational Delivery Support Officers.
The Programme and Project Support Managers engage with programmes and projects from various areas of the Scottish Government, Agencies, NDPBs, Health and Police Sectors. They agree and plan the Gateway Review process for each programme or project. The Operational Delivery Support Officers arrange the logistical arrangements that support the delivery of reviews.

The Programme and Project Support Managers also maintain the quality of the review process, ensuring alignment with OGC's Gateway ReviewTM Brand Principles.

The Programme and Project Capability Manager leads on initiatives that will improve programme and project management capability across the SG. 

Contact the PPM-CoE 

The Team is based at Victoria Quay, Area 3-G(N) and can be contacted via its mailbox at PPM-CoE@scotland.gsi.gov.uk. 
Further Guidance

Further guidance, including Gateway Review Key Document Templates, can be found at the PPM-CoE SG Internet website at 

http://www.scotland.gov.uk/Topics/Government/ProgrammeProjectDelivery
...............................................................................................................................................
B. GATEWAY REVIEW EXPLAINED
What is a Gateway Review?

It is a short, focused review of a programme or project.  It’s conducted on behalf of the project’s Senior Responsible Owner (SRO).  The reviews occur at key decision points in the project’s lifecycle and are carried out by a team of experienced practitioners, independent of the Programme or Project Team. 
What are the Benefits of a Gateway Review?
It is based on well proven techniques that lead to more effective delivery of benefits together with more predictable costs and outcomes.  The process provides assurance and support for the SRO in discharging their responsibilities by:
· identifying if adequate skills, business resources and experience are deployed on the programme or project; 

· ascertaining if all the stakeholders fully understand the programme or project status and the issues involved; 

· identifying any problems early to allow rectification (either immediately or prior to the next review); 

· identifying if the risks and associated mitigation and contingency are being managed; 

· indicating if the programme or project can progress to the next stage of development or implementation; 

· identifying if more realistic time and cost targets can be achieved; 

· identifying if a governance structure is in place and whether all those involved are clear about their roles & responsibilities; 

· improving knowledge, management and delivery skills among staff through participation in Review Teams; and 

· providing advice and guidance to Programme and Project Teams by fellow practitioners.
Who does it apply to?
The Scottish Government Gateway Review process applies to all organisations covered by the terms of the Scottish Public Finance Manual.

What does it apply to?

Gateway Review applies to all Mission Critical and/or High Risk projects that have a budget of £5 million in value or over (anything which meets the definition of Mission Critical being automatically considered as High Risk).  Gateway Review should also be considered for Mission Critical and/or High Risk projects that are non capital / acquisition or have a budget of less than £5 million in value.
Although originally devised for Procurement, ICT and Construction projects, the process is also applied to non-procurement projects and programmes; business change initiatives and policy delivery.

...............................................................................................................................................
C. THE INDIVIDUAL GATEWAYS
Gateway Reviews are carried out in advance of the key decision points within a programme or project's lifecycle.  The key decision points within a project and the associated Gateways are:
Gateway 1 (Business Justification) 

This first Project Review comes after the Strategic Business Case has been prepared. It focuses on the project's business justification prior to the key decision on approval for development proposal.
http://www.ogc.gov.uk/documents/NEW_BOOK_1_APRIL.pdf
Gateway 2 (Delivery Strategy)
This Review investigates the Outline Business Case and the delivery strategy before any formal approaches are made to prospective suppliers or delivery partners. The Review may be repeated in long or complex procurement situations.
http://www.ogc.gov.uk/documents/BOOK_2_APRIL.pdf
Gateway 3 (Investment Decision) 

This Review investigates the Full Business Case and the governance arrangements for the investment decision. The Review takes place before a work order is place with a supplier and funding and resources committed.
http://www.ogc.gov.uk/documents/BOOK_3_APRIL.pdf
Gateway 4 (Readiness for Service) 

This Review focuses on the readiness of the organisation to go live with the necessary business changes, and the arrangements for management of the operational services.
http://www.ogc.gov.uk/documents/NEW_BOOK_4_APRIL.pdf
Gateway 5 (Operations Review and Benefits Realisation)
This Review confirms that the desired benefits of the project are being achieved, and the business changes are operating smoothly. The Review is repeated at regular intervals during the lifetime of the new service/facility.
http://www.ogc.gov.uk/documents/FINAL_BOOK_5.pdf
...............................................................................................................................................

There is one OGC Gateway specifically designed for applying to Programmes:

Gateway 0 (Zero) (Strategic Assessment) 

This is a programme-only review that investigates the direction and planned outcomes of the programme, together with the progress of its constituent projects. It is repeated over the life of the programme at key decision points.
The Scottish Government applies Gateway 0 to the delivery of programmes but it can also be helpful to apply this review to non acquisition / policy delivery projects.
...............................................................................................................................................

Intermediate Gateway Reviews  

Intermediate Gateway Reviews can be conducted between two 'Full' Gateway Reviews e.g. between Gateways 2 and 3. 

The SRO, in discussion with the PPM-CoE and the Review Team Leader (if necessary) can consider whether an interim review would add value.  Things that may determine whether an interim review would be helpful are e.g. the length of time to the next full review or other important decision points that will occur before the next review and on which the SRO would want independent assurance before committing to a course of action.
...............................................................................................................................................

Combined Gateway Reviews

Combined Gateway Reviews (e.g. a combined Gateway Review 1 and 2) are not usually recommended but can be conducted when a project has reached the point in its lifecycle where the latter Gateway would be the most appropriate but where there are issues worthy of analysis that would normally have been dealt with at a prior Gateway Review.  Combined reviews are not intended as a mechanism to skip individual reviews.
...............................................................................................................................................

Healthcheck Reviews

Healthcheck Reviews are similar to Gateway Reviews and are offered by the PPM-CoE where a programme or project:

· may have already started and progressed past the opportunity for say a Gateway 1 before engagement with the Gateway Review process, but be some way off the next appropriate Gateway; or,

· has passed beyond the point a Gateway 3 would be conducted; or,

· the programme or project risk level may not be felt sufficient to warrant a full Gateway, but it is felt there would be value from some form of project review being undertaken. 
Healthcheck Reviews generally use the same principles and processes as Gateway Reviews although there is normally more flexibility regarding the remit and scope of the review and subsequent report.
...............................................................................................................................................
Further Guidance

Guidance on the relationship of Gateway Review to other types of Review activity can be found at:  Annex 1 - Relationship to Other Types of Review 
D. THE GATEWAY REVIEW PROCESS 
How does the Gateway process start?

There are two main ways in which the potential need for a Gateway Review of a project or programme is identified:

· the PPM-CoE will agree with the senior management of a particular sector a potential list of programmes and projects that should then be assessed on a case by case basis whether they are suitable for the application of a Gateway Review; or,

· a SRO can also put their programme or project forward for assessment by contacting the PPM-CoE direct.

The Gateway Process then involves the following steps:
· Programme / Project Risk and Complexity Assessment;
· The Assessment Meeting;
· Planning the Review;
· Undertaking the Review;
· Reporting; and
· Feedback.
Figure 1 below provides an overview of the process and general timescales for each step.
Figure 1: Overview of the Gateway Review Process
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These steps are covered in greater detail in the following sections of this guidance.
...............................................................................................................................................

Programme / Project Risk and Complexity Assessment

When a new programme or project is identified the first step for the SRO is to review their programme or project against the Risk Potential Assessment forms (RPA 1 & 2) . The RPA 1 & 2 provide a standard set of criteria against which the SRO can assess the degree of risk associated with their programme or project.
The first stage is a short assessment form that helps the SRO to determine whether their project is likely to be of  Low, Medium or High profile/risk/complexity.  Those projects assessed as Medium or High then complete the more detailed second stage assessment and those projects with a Medium or High rating following the second stage will have a formal Assessment Meeting with staff from the PPM-CoE to determine whether Gateway Review support would be appropriate.
Further guidance on the definition of Programme / Project Risk can be found at
  Annex 2 - Definitions of Programme / Project Risk
The Risk Potential Assessment Forms 1 & 2 can be found here - http://www.scotland.gov.uk/Topics/Government/ProgrammeProjectDelivery/Gateway-Review/GatewayGuidance
When completed they should be returned to SG Programme and Project Centre of Expertise.

...............................................................................................................................................

The Assessment Meeting

Following the receipt and analysis of the RPAs, the PPM-CoE will then arrange an Assessment Meeting with the SRO and relevant members of their team. The Assessment Meeting allows the PPM-CoE and the SRO to:

· review and agree the risk level associated with the programme or project; 
· determine what stage the programme or project is at;

· assess which (if any) review would be most appropriate; 

· establish whether the programme or project is ready for review; 

· identify the required skill-set and experiences for the Gateway Review Team
· identify provisional dates for the Planning Meeting and the Review; and 
· consider other potential support options if review is not suitable.
If a full OGC Gateway Review is not considered appropriate due to issues on timing or risk and complexity, the PPM-CoE may suggest a Healthcheck Review is conducted instead.
A Gateway Review can usually be arranged within (8-10 weeks) of the Assessment Meeting. The PPM-CoE need this time to put together options for the Review Team membership, agree the membership with the SRO, and then determine mutually convenient dates for the Planning Meeting and the Review itself.  Once determined the PPM-CoE sends out calendar requests and Gateway administration support documentation.
Prior to the Planning Meeting the PPM-CoE provide the Review Team with the note of the Assessment Meeting (if not already done so as part of the Review Team recruitment process) and any relevant background information about the programme/project, e.g. a web link to a project website or other background paper.

...............................................................................................................................................

The Planning Meeting

The Planning Meeting is normally held no less than 2 weeks before the Review. This meeting is facilitated by a representative from the PPM-CoE and can take up to 3 hours in duration.  The Planning Meeting provides the opportunity for the review team to acquaint themselves with each other and the project, finalise the list of stakeholders they wish to meet, identify their documentation requirements and confirm the review logistics.
The first part of the meeting (normally lasting 45 minutes), which only the PPM-CoE and the Review Team attend, is often the first time the Review Team members will have met each other if it is a new Review. This part of the meeting allows the Review Team members to agree a Code of Conduct (see Annex 3 - The Gateway Review Team Code of Conduct) of how they will approach the review, agree an appropriate working pattern for the review days and discuss any initial issues emerging from pre-reading.
The Review Team are then joined by the Programme/Project Team for the rest of the meeting. The remainder of the Planning Meeting will normally include:
· the Review Team Leader presenting the Code of Conduct for agreement;

· the Review Team Leader or PPM-CoE representative providing an overview of the Gateway Review process (if necessary) ;

· the Programme/Project Team providing the Review Team with a briefing of the programme/project's background and its current position and main issues;

· the aims and purpose of the proposed Gateway are reviewed and the appropriate Gateway (i.e. 0, 1-5) is confirmed;

· identification of key stakeholders, from both within and out-with the programme or project structure, whom the Review Team would wish to interview;
· identification of key project documentation which the Review Team would wish to read before the Review; and,
· confirmation of any necessary administrative and logistical issues concerning Review location, hotel accommodation, catering requirements and equipment (e.g. projector/conference phones).
Following the Planning Meeting the RTL assumes responsibility for the remainder of the Gateway Review administrative process in liaison with the programme/project team, e.g. confirming the interview schedule, although any major issues should be raised with the PPM-CoE as necessary. The PPM-CoE will make final checks before the Review with the RTL and programme/project team to ensure documents are received and no issues remain.

...............................................................................................................................................

Undertaking the Review

The Gateway Review usually follows within 2-3 weeks of the Planning Meeting and is normally carried out over 3 days (4 days may be allocated for very major or critical programmes or projects). For a 3 day Review the first two days of the review are usually taken up with interviews and gathering evidence and the third day for drafting the report.
The Review Team begin by reviewing the key project documentation and preparing for the interviews with the key stakeholders (and relevant Programme or Project Team members). The SRO and the Programme or Project Manager (PM) are usually the first two stakeholders to be interviewed. The Review Team compare their findings with best practice and experience of other programmes or projects to create a short report that offers recommendations to the SRO designed to increase the programme or project's opportunities for success.
The Review Team will discuss 'Emerging Findings' at the end of each review day with the SRO (and, other key members of their team if they so wish). It is essential that an open and honest agenda and dialogue is maintained throughout the Gateway Review process. 'Emerging Findings' meetings are intended to enable the Review Team to share their early thoughts on the way the review is progressing and offers the SRO the opportunity to correct any misinterpretations or 'off track' thinking and to ensure there are no surprises within the Review Team's draft Gateway Report.
A Gateway Review can only be a snap-shot of the programme or project as it is at the point at which the review takes place. As such, recommendations are based on the evidence presented and on the interviews that take place.  The review process is intended to be supportive and forward looking and will take future plans into account but only as future intentions, rather than actualities.

...............................................................................................................................................

The Gateway Review Report and Delivery Confidence Assessment

The Gateway Review Report uses a Scottish Government template that records the:
· Programme or Project Background; 

· Purpose and Conduct of the Review; 

· Gateway Review Conclusion and Delivery Confidence Assessment; 

· Findings and Recommendations; 

· Previous Gateway Review Recommendations; 

· Next Gateway Review; 

· Distribution of the Gateway Review Report; 

· An appendix covering the purpose of the Gateway Review; 

· An appendix listing the Review Team membership and list of interviewees; and 

· An appendix containing a Summary of Recommendations.
The 'Gateway Review Conclusion' section of the report is where the Review Team provide a Delivery Confidence Assessment (DCA) statement.  DCA has been introduced by Office of Government Commerce into the Gateway Reporting process to provide a better means by which the Review Team can make a statement outlining their view of the likelihood of the project/programme delivering successfully. The DCA uses a RAG style indicator to provide an overall report status and Table 1 below details the definitions associated with the DCA outcome.
Table 1: Delivery Confidence Assessment

	Colour
	Criteria Description

	Green
	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 significantly

	Green /
	Amber
	Successful delivery appears probable however constant attention will be needed to ensure risks do not materialise into major issues threatening delivery.

	Amber
	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.

	Amber / 
	Red
	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 whether resolution is feasible.

	Red
	Successful delivery of the project / programme appears to be unachievable. There are major issues on project / programme definition, schedule, budget required quality or benefits delivery, 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.


Previously, the report recommendations contained a RAG status but these are now categorised as:
Critical (Do Now) – To increase the likelihood of a successful outcome it is of the greatest importance that 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. Whenever possible Essential recommendations should be linked to project milestones e.g. before contract signature and/or a specified timeframe e.g. within the next three months. 
Recommended – The programme/project should benefit from the uptake of this recommendation.  If possible Recommended recommendations should be linked to project milestones e.g. before contract signature and/or a specified timeframe e.g. within the next three months. 

...............................................................................................................................................

Distribution of the Report

A draft review report is usually provided to the SRO on the afternoon of the last day of the Gateway Review. After the SRO has had a chance to read the report the Review Team and the SRO should discuss its contents. Over the following week the SRO and RTL will agree any drafting amendments before the RTL sends the 'final' report to the SRO and copies this to the CoE.
The CoE review all final reports to identify generic lessons learned and examples of good practice that can be shared, in non-attributable reports, with colleagues. The CoE sends and extract of the summary of recommendations to the SRO and relevant organisational /SG Accounting Officer - the latter is to provide a line of sight to senior management. An extract of report summaries is also issued, where appropriate, to the SG’s Director of Procurement, Chief Information Officer, or Deputy Director of Capital and Risk. The SRO should maintain an official record of how Gateway Review recommendations have been implemented or setting out reasons for not implementing any recommendation. This will be considered at the Planning Meeting of the next review to provide the Review Team with an update on the actions taken.
The SRO is responsible for implementing recommendations, taking remedial action and for further circulation of the report as necessary. The SRO also is responsible for considering any Freedom of Information Request for the Gateway Report – any request for the release of a Gateway report must be discussed with PPM-CoE..

...............................................................................................................................................

Review Feedback Process

Following the Review, the Assurance Director issues a Feedback Questionnaire to the SRO and the Review Team Leader and Members. This feedback process helps ensure that the Gateway Review process achieves and maintains a high standard of quality and where necessary improvements to the process can be identified.
...............................................................................................................................................

Timing of Subsequent Reviews

A Gateway Report should include a suggested timescale for undertaking the next review. The PPM-CoE will contact the SRO around 3-4 months before this suggested next review date to enquire about the readiness of the programme or project for a review and whether the programme or project scope and/or risk profile has changed significantly since the last Review. If there has been significant change, the PPM-CoE may request an updated Risk Assessment Form is completed and a further Assessment Meeting is held to re-consider the nature of the Gateway Review support required.
Once the need for a repeat review and its timing is agreed,  the PPM-CoE contacts the Review Team to "re-engage" them for this subsequent review and another Planning Meeting. A representative from the PPM-CoE will still attend the meeting, unless agreed otherwise by the RTL and SRO. 

The repeat review Planning Meeting should require less time than the 3 hour duration of the initial Planning Meeting, given that the attendees should now be familiar with the Gateway Review process and how the Planning Meeting operates. The main difference from the first Planning Meeting is that the programme or project team are expected to provide an update on the actions taken on the recommendations from the previous review report.
...............................................................................................................................................

Freedom of Information (FOI) request for Gateway Review Reports

The release and distribution of a Gateway Review Report is a matter for the programme or project’s Senior Responsible Owner.  Any request for the release of Gateway report must be discussed with PPM-CoE.
In-depth guidance on FOI can be found on the SG FOI Intranet site.
...............................................................................................................................................

Further guidance

Further guidance about the Process in relation to specific ‘Roles and Responsibilities’ can be found at  Annex 4 - Gateway Roles and Responsibilities . 
E. THE GATEWAY REVIEW TEAM 
Team Membership

The Review Team is made up of experienced practitioners, totally independent of the Programme or Project Team, who use their knowledge, skills and experience from a variety of backgrounds to identify the key issues that need to be addressed to help the programme or project to succeed.
The Review Team usually consists of an external Review Team Leader (accredited by OGC) supported by two or three Review Team Members drawn from various areas of the Scottish Government, its Agencies, NDPBs and other delivery sectors (such as the Scottish Health, Education and Police sectors).  The Review Team Leader will be at a peer level to the SRO.  The Review Team Members will have knowledge, experience and status commensurate with the programme or project they are reviewing.

The PPM-CoE aim to keep the same team together to carry out subsequent reviews across the lifecycle of the programme or project. However, there may be changes or additions to teams if the focus of the programme or project changes during its lifecycle.
...............................................................................................................................................

Review Team Costs

Normal arrangements for civil servant Review Team Members are that they should claim any appropriate Travel & Subsistence (T&S) from their "home" cost centre. However, where the RTM’s cost centre cannot meet such costs, or where the RTM requires over-night accommodation to fulfil their commitments to the review then such costs may be met by the project under review.

Review Teams are led by an external Review Team Leader and the Scottish Government’s Strategic Board have agreed that the cost of this external resource must be met by the project under review.  In some instances a review team may also have an external resource as a Review Team Member.  Requirements for this will be discussed with the SRO – but again, the cost of external resource must be met by the project under review.

External Review Team resources are sourced by the PPM-CoE from a specific External Resource Framework (ERF) to support the SG Gateway Review programme. The ERF has set fixed price day-rates - maximum of £990 per day, inclusive of standard SG T&S rates.

The PPM-CoE will normally undertake the issue of SEAS Purchase Orders and formal contract award letters for the engagement of External Advisers, plus the subsequent checking of submitted invoices and payment processing on SEAS. For organisations not on SEAS, invoices will be checked for accuracy and then forwarded onto the programme or project team for direct payment.
...............................................................................................................................................

Becoming a Review Team Member
What skill-set do I need? 
Within the Scottish Government you’ll be Head of Branch or above (typically C Band or SCS).  If you are working in an Agency, NDPB or other type of public organisation you are probably a Director or Head of a specific operation or delivery function. You’ll have good management experience of operational delivery, programme management or project management.  Alternatively, you may be a professional adviser working in Construction, ICT, Procurement or Finance, in which case your professional technical skills and experience will be important. 
The PPM-CoE encourage applications for Review Team membership from a wide variety of organisations and managerial and professional backgrounds.  
What commitment am I making? 

The initial commitment required from Reviewers is to participate in a 1 day workshop at which the Gateway Review process is explained in detail with opportunities to role-play the different elements of the process.
Trained Reviewers are appointed to an appropriate programme or project after the PPM-CoE check with them, and the project that they are being invited to review, that there are no conflicts of interest. Reviewers work as a team (typically 3 in a team) and must be independent of the project being reviewed.
In general, Reviewers are asked to set aside 4 days per review. This allows time for background reading, attending a ½ day Planning Meeting and then conducting the review itself (normally 3 days). There are 5 Gateways that a typical project could go through in advance of key decision points of the project's lifecycle. Depending on the project under review it may pass through a couple of Gateways within a 12 month period. Programmes are subject to Gate 0, and again may be subject to more than one review within a 12 month period.
Gateway Review participation should be recognised as an opportunity to gain further experience of programme and project management disciplines and should be reflected in performance and development appraisal reviews.
If you are approached to take part in a review, please ensure that you are able to meet the obligation being placed upon you. You should also notify the PPM-CoE if you change post, location, leave the service etc. in order to keep the Reviewer database up to date.
...............................................................................................................................................

How do I apply? 

The Gateway Reviewer Application Form provides more details on the type of skills and experience required. This form can be downloaded from the PPM-CoE Intranet site or by requesting a form from the PPM-CoE - please contact the PPM-CoE at our mailbox at CoE@scotland.gsi.gov.uk. 
...............................................................................................................................................

F. ANNEXES

Annex 1 - Relationship to Other Types of Review

A Gateway Review should be held before key decision points in the lifecycle of a project. The Review Team is made up of independent experienced practitioners (from a variety of backgrounds) who bring their knowledge and skills to bear to identify the key issues that need to be addressed for the project to increase its prospects of having a successful delivery. Each review is conducted on a confidential basis for the SRO and ownership of the report rests with the SRO. Reviews take place throughout the project with the aim of assisting the Project (or Programme) Team to improve delivery.
How does a Gateway Review differ from: 
Audit Review

Internal Audit (Audit Services) provides an independent and objective assurance to Accountable Officers on the efficiency and effectiveness of risk management, control, and governance arrangements within their portfolio of responsibilities.  Detailed findings from individual Audit Reviews are issued, in the form of a formal report, to the senior manager of the relevant business area (usually, but not always, at Branch Head level).  The report contains an action plan of agreed recommendations with target dates for their full implementation.

Peer Group Review

In the Scottish Government a Peer Group Review process has been developed for ICT projects to complement the Gateway Review process.  ICT Peer Group Reviews are carried out by members of the ICT functional specialism.  The PPM-CoE will direct Medium Risk ICT projects to the ICT Peer Group Review. The ICT Peer Group Review is administered through SG Information Services and Information Systems (ISIS).
Self Assessment Review

Low Risk projects should have a Self Assessment Review carried out by the Project Manager, presented to the SRO and Project Board (or other decision making authority) and maintained as part of the official record. This may be no more than expected Project Management reporting.  In the Scottish Government a Self Assessment Review process is being considered by the PPM-CoE to aid Project Managers of Low Risk projects.
...............................................................................................................................................

Annex 2 - Definitions of Programme / Project Risk
A Mission Critical Programme or Project is one that, regardless of size, value or complexity, delivers:

· outputs that directly support the delivery of a major policy outcome; or

· an internal business change that supports the administration of the Scottish Government or a major public sector organisation e.g. an Agency or major funded body.

A High Risk Programme or Project is one that typically displays some or all of the following characteristics:

· a novel or untested approach to delivery;

· lack of experience of similar project delivery;

· a complex matrix of project interdependencies;

· a significant impact on the public and other organisations;

· a business criticality and/or political sensitivity; or

· a significant resource commitment.

A Medium Risk Programme or Project is one that typically displays some or all of the following characteristics:
· a previously tested approach to delivery;

· a structured delivery team with some relevant experience;

· a well defined project with clear and uncomplicated boundaries;

· some impact on the public and other organisations;

· an important but non-critical business support function and/or some political sensitivity; or

· some degree of resource commitment.

A Low Risk Programme or Project is one that typically displays some or all of the following characteristics:

· a routine and well-tested approach to delivery;

· an experienced delivery team;

· clear project boundaries with little or no interdependency on other projects;

· minimal external impact on the public and other organisations; or

· limited resource requirements.
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Annex 3 - The Gateway Review Team Code of Conduct
The Code of Conduct is agreed between the Review Team at the start of the Planning Meeting; it is written down and discussed with the Programme or Project Team when they join the Planning Meeting.

It is a ‘Statement of Principles’ which the Review Team specifies to ensure a consistent professional approach in interactions with all individuals they will encounter throughout the review, along with their dealings and attitude to the review.

An example Code of Conduct may quote the following ‘Statement of Principles’:
“We will:

· endeavour to Add Value;
· be Open & Honest, Constructive and Positive; 

· demonstrate a Collaborative Approach;
· hold Confidential Interviews and Discussions;
· deliver a Confidential Report;
· respect each other, the Interviewees and the Project Team;
· engage a 2 Way Learning Process; and
· agree an appropriate working pattern for the review days”.
...............................................................................................................................................

Annex 4 - Gateway Roles and Responsibilities
This section of the guidance covers what the roles and responsibilities are of those  involved in the Gateway Review process:
Senior Responsible Owner (SRO)
Programme / Project Manager
Programme / Project Team
Review Team Leader (RTL)
Review Team Member (RTM)
Assurance Director (GRD)
Programme and Project Management Centre of Expertise.


...............................................................................................................................................

Senior Responsible Owner (SRO) 
Gateway Review Responsibilities:

Start Up:
· arrange for the completion of the Risk Potential Assessment forms (RPA);

· commission the review by contacting the PPM-CoE to discuss needs; and

· show support for the review throughout the process.

Assessment Meeting:

· attend the Assessment Meeting(s) with the PPM-CoE, the Assurance Director (GRD) (if appropriate) and the Programme or Project Manager;

· discuss the level of risk indicated by the RPA and help determine the appropriate support (e.g. Gateway Review, Healthcheck, Peer Group Review, etc);

· agree with the PPM-CoE the skills profile of the proposed Review Team Members; 

· agree potential dates for the appropriate support; and following the Assessment Meeting

Planning Meeting:

· liaise with the Review Team Leader (RTL) prior to the Planning Meeting to introduce each other or to touch base prior to a subsequent Planning Meeting;

· review the Gateway Review support documents prior to attending the Planning Meeting;

· attend the Planning Meeting(s) and provide a synopsis of the project to the Review Team (supported by the Programme or Project Manager);

· for subsequent Planning Meetings provide an update on any actions taken (or not taken) on previous recommendations given by the Review Team; and

· ensure all key project documentation and/or any necessary information is made available to the Review Team (following the Planning Meeting).

Undertaking the Review:

· ensure good working relations between the Review Team and the Programme or Project Team;

· take part in review interviews (usually the first interview); and

· be available to the Review Team throughout the review but in particular at the end of each review day to discuss ‘Emerging Findings’.

Reporting:

· take receipt of the draft report;

· meet the Review Team to discuss the content of the draft report;

· take receipt of the final report from the RTL within 1 week following the review;

· circulate the report to relevant parties(*);

· take receipt of the Gateway Review Recommendations summary from the Assurance Director (GRD); 
· retain the summary as an official record of how Gateway Review recommendations have been implemented;

· take receipt of a Feedback Questionnaire from the GRD; and

· provide feedback on the Gateway Review process to the GRD following receipt of the feedback sheet.

* The outcome of Gateway Reviews of Mission Critical and High Risk projects should be reported to Accountable Officers, who should in turn inform the relevant Minister/s if a review identifies serious deficiencies or difficulties (including probable failure to meet the planned budget) within the project, so that decisions can be taken as to whether these are readily capable of resolution or if the project should be suspended or cancelled.

SROs must not however rely on Gateway Reviews to indicate if their project or programme is in difficulty; the Gateway Report represents a “snapshot” at a point in time and is only one of a number of sources of information which helps SROs to evaluate performance e.g. regular monitoring reports from Project Managers. Responsibility for consulting Ministers if there are serious concerns about the planned budget or viability of a project lies with Accountable Officers and SROs, not with a Review Team.
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Programme / Project Manager
Gateway Review Responsibilities:

Start Up:

· assist the SRO to complete the RPA (if requested); and

· agree the date and logistics of the Assessment Meeting with the PPM-CoE.

Assessment Meeting:

· attend the Assessment Meeting(s);
· discuss the level of risk indicated by the RPA and help determine the appropriate support (e.g. Gateway Review, Healthcheck, Peer Group Review);

· help agree potential dates for the appropriate support;

· following the Assessment Meeting discuss with the SRO the proposed Review Team prior to the SRO agreeing membership with the PPM-CoE; and

· provide the PPM-CoE with any requested key documents prior to the Planning Meeting.

Planning Meeting:

· agree the date and logistics of the Planning Meeting with the PPM-CoE;

· consider in advance of the Planning Meeting who the likely Review interviewees may be and inform them of the review period when known;

· brief their Project Team on the remit of the review (prior to the Planning Meeting);

· review the Gateway Review support documents prior to attending the Planning Meeting;

· attend the Planning Meeting(s) and support the SRO with the programme or project synopsis to the Review Team;

· assist the SRO in informing the Review Team on the actions taken on recommendations made at previous reviews (when attending subsequent Planning Meetings); and 

· provide the Review Team with the additional documentation requested at the Planning Meeting (following the Planning Meeting).

Undertaking the Review:

· be available to the Review Team throughout the review;

· inform the agreed interviewees of the review period as soon as dates are known with a view to agreeing their date and time of interview;

· timetable stakeholder interviews for the Review Team;

· provide each interviewee with a copy of the supporting Gateway guidance notes;

· build time into the review / interview timetable for the Review Team to discuss ‘Emerging Findings’ with the SRO at the end of each review day;

· build time into the review / interview timetable for the Review Team to hand over the draft report to the SRO in the last afternoon of the review;

· build time into the review / interview timetable for the Review Team to meet the SRO to discuss the report (after the SRO has had a chance to read it) in the last afternoon of the review;

· organise the domestic arrangements for the review (e.g. car parking (if possible), refreshments & lunches for the Review Team, a room for interviews (set up informally if possible), a room for the Review Team to work in, entry to the building for a Review Team Member if a non-SG security pass holder, provide any requested IT equipment, etc.);

· ensure all interviewees are present for their allocated interview time;

· take part in review interviews; and

· be available to the Review Team throughout the review and to the SRO at the end of each review day to discuss ‘Emerging Findings’ with the Review Team (if invited).
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Programme / Project Team 
Gateway Review Responsibilities:
Assessment Meeting:

· attend the Assessment Meeting/s (if requested); and

· assist the PrgM / PM to provide any key documentation requested by the PPM-CoE prior to the Planning Meeting.

Planning Meeting:

· be briefed by the PrgM / PM on the remit of the review (prior to the Planning Meeting);

· attend the Planning Meeting/s (if requested); and

· assist the PrgM / PM to provide the Review Team with additional key documentation and/or any necessary information (following the Planning Meeting).

Undertaking the Review:

· assist the PrgM / PM with the timetabling of review interviews;

· assist the PrgM / PM with organising the domestic arrangements for the review;

· assist the PrgM / PM with managing the interviewees in particular ensuring they reach the Review Team for their allocated interview time; and

· take part in review interviews (if requested).
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Review Team Leader (RTL) 
Gateway Review Responsibilities:

Start Up:

· review a copy of the Assessment Meeting note and any other key background documentation sent by the PPM-CoE prior to the Planning Meeting.

Planning Meeting:

· contact the Review Team Members (RTMs) prior to the Planning Meeting to introduce each other and to ensure their preparedness (or to touch base prior to a subsequent Planning Meeting);

· liaise with the SRO prior to the Planning Meeting to introduce each other or to touch base prior to a subsequent Planning Meeting;

· attend the Planning Meeting and take responsibility for the remainder of the Gateway Review process thereafter; 

· develop a Code of Conduct with the other Review Team Members at the start of the Planning Meeting(s) and relay this to the Programme or Project Team when they join the Planning Meeting;

· consider with the PPM-CoE the remit of the Review and confirm the appropriate Gate to be carried out (if appropriate), discussing this with the Project Team when they join the Planning Meeting(s);

· provide an overview of the Gateway process to the Programme or Project Team during the Planning Meeting and explain the remit of the review the programme or project is about to go through; and

· ensure that the set ‘Review Dates’ are still achievable. 

Undertaking the Review:

· read the project documentation prior to the review;

· contact the other RTMs prior to the review to ensure their readiness;

· prepare for, then carry out, the review interviews;

· offer all interviewees a briefing on the Gateway process 
· discuss ‘Emerging Findings’ with the SRO at the end of each review day;

· offer pragmatic recommendations to the Programme or Project Team; 
· ensure an overall report Delivery Confidence Assessment is entered into the review report;

· decide on the recommendations to be made prior to producing the review report (and their associated status); and

· propose (in the review report) when the next review should take place and what Gateway is appropriate.

Reporting:

· deliver the draft report to the SRO on the final day of the Review and provide the SRO time to consider before discussing the draft Report with the SRO;
· discuss and agree any final drafting changes with the SRO;
· ensure that the SRO and PPM-CoE receive a final copy of the report within 1 week after the review;

· take receipt of a Feedback Questionnaire from the GRD following receipt of the final report at the PPM-CoE; 
· provide feedback on the Gateway Review process to the GRD following receipt of the feedback sheet; and
· destroy all project and report documentation in their possession following each Gateway.




Participation Note
If the SRO or a Project Team Member seeks advice from a RTL following a review it may invalidate the RTL’s independence for successive Gateways for that particular programme or project. RTLs should not take advantage of their position to proffer advice or assistance to SROs and Programme or Project Teams. The RTL may however direct the SRO or Project Team to the PPM-CoE.  The PPM-CoE may be able to offer assistance or direct the SRO or project team to someone who could help.
Freedom of Information (FOI) Note

Gateway Reviewers are required to dispose of the Gateway Review Report (drafts and final versions) and all supporting programme or project documents immediately following the delivery of the final Report to the SRO (for each Gateway undertaken).

If a Gateway Reviewer receives a request for information from a Gateway Report (either verbally or in writing) they should advise that “Gateway information is not generally published or disclosed and that it is for the SRO to decide how, when and with whom they share the information” and refer the ‘requester’ to the SRO of the relevant programme or project.

The SRO should decide on access to the Gateway Report on a case-by-case basis, taking into account all public interest arguments. 
...............................................................................................................................................

Review Team Member (RTM) 
Gateway Review Responsibilities:

Start Up:

· review a copy of the Assessment Meeting note and any key project documentation sent by the PPM-CoE prior to the Planning Meeting.

Planning:

· attend the Planning Meeting(s);

· develop a Code of Conduct with the other Review Team Members at the start of the Planning Meeting(s);

Undertaking the Review:

· read the key programme or project documentation sent prior to the review;

· liaise with the RTL prior to the review to confirm readiness;

· prepare for, then carry out, review interviews;

· assist the RTL when discussing ‘Emerging Findings’ with the SRO at the end of each review day;

· assist the RTL in the compilation of findings, recommendations, conclusions and overall Delivery Confidence Assessment; 
· assist the RTL in the drafting of the review report; and

· assist the RTL to determine when the next review should take place and what the next Gateway should be.
Reporting:

· assist the RTL when discussing the draft report with the SRO;

· take receipt of a Feedback Questionnaire from the Assurance Director following receipt of the final report at the PPM-CoE; 
· provide feedback on the Gateway Review process to the GRD; and

· destroy all project documentation in their possession following each Gateway.

Participation Note
If the SRO or a Programme or Project Team staff member seeks advice from a RTM following a review it may invalidate the RTM’s independence for successive Gateways for that particular programme or project. RTMs should not take advantage of their position to proffer advice or assistance to SROs and Programme or Project Teams. The RTM may however direct the SRO or Project Team to the PPM-CoE.  The PPM-CoE may be able to offer assistance or direct the SRO or project team to someone who could help.
Freedom of Information (FOI) Note
Gateway Reviewers are required to dispose of the Gateway Review Report (drafts and final versions) and all supporting programme or project documents immediately following the delivery of the final Report to the SRO (for each Gateway undertaken).

If a Gateway Reviewer receives a request for information from a Gateway Report (either verbally or in writing) they should advise that “Gateway information is not generally published or disclosed and that it is for the SRO to decide how, when and with whom they share the information” and refer the ‘requester’ to the SRO of the relevant programme or project.

The SRO should decide on access to the Gateway Report on a case-by-case basis, taking into account all public interest arguments. 
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Assurance Director (GRD) 
Gateway Review Responsibilities:

The GRD will:

· assist SROs (along with the PPM-CoE) to evaluate the scale of risk associated with their programme or project following receipt of the Risk Potential Assessment forms 1 & 2;

· agree which programmes or projects should be supported by Gateway Review;

· attend ‘Mission Critical’ Programme or Project Assessment Meeting(s) (if appropriate);

· receive a copy of each final Gateway Report;

· forward a Gateway Review Recommendations summary to the SRO following the review; and request feedback from the SRO and Review Team following the review.

Start Up:

· discuss the programme or project needs with the PPM-CoE; and

· agree if the programme or project could be supported by Gateway.

Assessment Meeting (if appropriate):

· attend Assessment Meeting(s) with the PPM-CoE, the SRO and the PrgM / PM (if appropriate);

· agree the appropriate level of support (e.g. Gateway Review, Peer Group Review) with the PPM-CoE;

· agree with the SRO and PPM-CoE the profile of the Review Team membership; and

· help the PPM-CoE define a Review Team to propose to the SRO.

Reporting:

· receive a copy of the final report;

· receive a Gateway Review Recommendations summary from the PPM-CoE following receipt of the final report 

· issue the Gateway Review Recommendations summary to the SRO and the AO;

· receive a Feedback Questionnaire from the PPM-CoE following the review

· issue the Feedback Questionnaire to the SRO and Review Team;   

· receive and review the feedback provided on the Gateway Review process from the SRO and the Review Team following receipt of returned feedback sheets; and

· forward copies of returned feedback sheets to the PPM-CoE for their review.
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Programme and Project Management Centre of Expertise
Gateway Review Responsibilities:

Start Up:

· receive the RPA from the SRO;

· discuss the programme or project needs with the SRO and GRD; and

· if the GRD agrees the programme or project could be supported by Gateway agree the date and logistics of the Assessment Meeting with the Project Manager.

Assessment Meeting:

· arrange and attend the Assessment Meeting(s) with the GRD (if appropriate), the SRO and the PrgM / PM;

· discuss the level of risk indicated by the RPA and help determine the appropriate support (e.g. Gateway Review, Peer Group Review);

· present the proposed support to GRD for agreement;

· obtain project information from the PrgM / PM to agree the profile of the proposed Review Team Membership;

· agree potential dates for the appropriate support;

· produce a note of the Assessment Meeting; 

· check with the PrgM / PM about any available key project documentation for issue to the Review Team prior to the Planning Meeting (including any relevant interdependent documents); and

· agree the Review Team membership with the SRO following the Assessment Meeting.

Planning Meeting:

· agree the date and logistics of the Planning Meeting with the PrgM / PM;

· propose, before setting, Review Dates with the Project Team and the Review Team;

· provide the Review Team with a copy of the Assessment Meeting note and any key project documentation (supplied by the Programme or Project Team) prior to the Planning Meeting;

· provide the Programme or Project Team and Review Team with supporting Gateway Review documents;

· arrange and facilitate the Planning Meeting; for subsequent Planning Meetings the PPM-CoE may ask the RTL to facilitate; and

· provide the PrgM / PM with Gateway Review  administrative support guidance documents and support and advice prior to the review commencing.

Undertaking the Review:

· check that the key documents requested by the Review Team at the Planning Meeting are sent to the Review Team sufficiently in advance of the review; and

· be available to support the Review Team and the Programme and Project Team throughout the review period.

Reporting:

· take receipt of a final copy of the Gateway Review report (from the RTL) within 2 weeks following the review
· check that the correct template format  has been used;

· identify any possible project follow-up support actions

· note the indicative timings for the next proposed Gateway;

· forward a copy of the final report to the GRD for review following receipt;

· prepare the Summary of Recommendations and Feedback Questionnaires for the GRD to issue to the SRO and the AO following receipt of the final report; and

· receive and review copies of the feedback provided on the Gateway Review process from the SRO and the Review Team.
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An Overview of the Process

Potential Review need emerges. Risk Potential Assessment Form sent to SRO

CoE arrange Assessment Meeting (ASM)

CoE source and propose Review Team membership & key dates 

CoE arrange Planning Meeting & issue papers

RT read key docs and prepare for interviews

CoE send Summary of Rec.s to SRO and AO

RPA

 ASM

Prepare Review 

Planning Meeting

Undertake Review

Final Report
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