
SCOTTISH GOVERNMENT – GATEWAY REVIEW PROCESS

STAGE 2 - RISK POTENTIAL ASSESSMENT (RPA-2)

	Introduction

	You should already have completed an RPA-1 form for the programme or project.  If the RPA-1 form indicated that the programme or project is potentially Medium or High Risk you must now complete this form to make a more detailed assessment of the potential risk.  Section E explains how to complete this form and also gives a guide on any acronyms used in the form.


	Section A – Programme or Project Details

	A.1. Programme or Project Name.

	   

(Also note previous name if it has changed since last review)

	A.2. Programme or Project type. 
	(see section E.5 for guidance on programme and project descriptors)

	A.3. Programme or Project: Objectives and expected benefits.
	(Insert a short description of financial and non-financial benefits envisaged)

	A.4. The name of the Scottish Public Sector organisation responsible for the Programme or Project’s delivery.
	

	A.5. Lead SG Directorate and contact details. (where appropriate)
	Name:

Address:

Telephone No.     

Email:

	A.6. SRO contact details.
	Name:

Address:

Telephone No.     

Email:

	A.7. Programme or Project Manager details.
(If appointed)
	Name: 

Address:

Telephone No. 

Email:

	A.8. Primary contact point for administration of the SG OGC Gateway™ review.  
	Name:

Address:

Role: 

Telephone No. 

Email:

	A.9. If a programme – list the names of constituent projects. 

If a project - give name of the overarching programme. (if appropriate)
	

	A.10. Costs and Business Case stage.

(As defined in latest business case)
	Capital: £

Operational(Running costs): £

Whole life: £

Business Case Stage*:                                 (insert - Strategic, Outline or Full) 

	A.11. Expected duration (yrs) of programme or project.
	 

	A.12. Overall RPA-2 assessment                                                    (Derived from Section D)
	Low / Medium / High*                                         
(* delete as appropriate) 

	A.13. Date of Starting Gate (or equivalent policy assessment review).                         (if appropriate)
	Date:

	A.14. Approved By SRO.
	Name:                                                              Date:

	A.15. Confirmed by Programme or Project’s CO.
	Name:                                                              Date:

Role:

Email:                                                              Tel. No. 

	A.16. Noted SG PPM-CoE
	Name:                                                              Date:                                                      


	Section B – Consequential Impact Assessment

A strategic assessment of the consequential impact should the programme/project fail to deliver its objectives to time, cost or quality.

	Strategic Area
	
	Very Low
	Low
	Med
	High
	Very High
	

	B1. Political.
	No political impact likely.
	
	
	
	
	
	Major policy initiative or manifesto commitment.  Has high level of on-going Ministerial or political interest.  Likelihood of PAC or equivalent strategic body interest.

	B2. – Public.
	No public service impact.  No information security or environmental implications.  No interest from external pressure groups likely.
	
	
	
	
	
	Significant public interest, e.g. from related information security or environmental issues.  High degree of interest from pressure groups or media.  Involves unpopular or contentious change.

	B3. – Financial.
	Little or no exposure of public funds or additional financial burden.  No financial impact from environmental or social change.
	
	
	
	
	
	Very significant financial exposure of public funds, or additional financial burden.  Significant financial impact from environmental or social change.

	B4. - Operational business and commercial change. 
	Limited impact on the organisation’s administration, operations or staff.  No impact on third party organisations.  No changes to regulatory requirements.
	
	
	
	
	
	Rectifying high profile business problem.  Significant impact on business or staff.  Significant impact on external commercial markets, regulatory, trade or business burden.  Essential to fulfil legislative requirements.

	B5 – Dependencies.
	Stand alone programme or project.  No other programmes or projects rely on the outcomes or outputs from the programme or project.
	
	
	
	
	
	Other programmes or projects are totally dependent on this programme or project for their successful delivery. (ensure you list these, as appropriate, at A9).

	Overall Consequential Impact Assessment

	
	VL
	L
	M
	H
	VH
	

	B6 - Little or no impact on the public, political stakeholders, public finances, operational business or dependent programmes or projects.
	
	
	
	
	
	Very high impact on the public, political stakeholders, public finances, operational business or dependent programmes or projects.

	Explanatory Notes (Completion mandatory)




	Section C1 – Strategic Profile Complexity Assessment

An assessment of the complexity factors that may affect the achievement of the programme/project objectives.

	
	
	Very Low
	Low
	Med
	High
	Very High
	

	C1.1 – Political.
	No political involvement.  Will not require any special handling or additional engagement.
	
	
	
	
	
	Multiple political interests requiring careful handling.  Political agenda changing, unclear direction or increasing opposition.  External political interests involved e.g. EU

	C1.2. – Public.
	No or very low public profile.  No change in public interest or service provision.  No interest from external pressure groups.
	
	
	
	
	
	Very high public profile, significant interest from public and/or from active pressure groups/media.  Complex external communications.

	C1.3 - Business Performance.
	No significant change to the organisation’s business.  No change to the operation of external bodies.  
	
	
	
	
	
	Very high business performance profile.  Changing demands or expectations of performance or staff or behaviours.  Significant increase in delivery status expected.

	C1.4 - Organisational objectives.
	No links to strategic targets or performance indicators.  Strategic status (portfolio position), mandate and objectives clear, stable and unlikely to change.
	
	
	
	
	
	Critical link to delivery of key strategic objectives / targets (please note these in the explanatory notes below).  Strategic status, mandate or objectives likely to change.

	

	
	VL
	L
	M
	H
	VH
	

	C1.5 - Strategic profile summary assessment.
	Strategic profile low and changes unlikely to threaten objectives.
	
	
	
	
	
	Strategic profile very high and changes highly likely to threaten achievement of objectives.

	[Note: Record summary assessment mark at C1.5 at Section C5 below] 
Explanatory Notes (Completion mandatory)




	Section C2 – Delivery Challenge Complexity Assessment

An assessment of the complexity factors that may affect the achievement of the programme/project objectives.

	
	
	Very Low
	Low
	Med
	High
	Very High
	

	C2.1 - Policy / Legal.
	No legal matters or legislation involved.  Policy and legal implications fully understood, aligned and stable.  Policy development assurance review undertaken.  [e.g. Starting Gate or equivalent].
	
	
	
	
	
	Affects complex, multiple or cross-border jurisdictions.  Legal, legislative or cross-organisational policy unclear or changes and challenges highly likely.  No policy development reviews undertaken.

	C2.2. - Security.
	No security or public data handling implications.
	
	
	
	
	
	Significant national security or public data handling issues or requirements

	C2.3 - Requirements for business change.
	Stable business, no significant changes envisaged to requirements.  Implications of wider strategic changes e.g. sustainability, carbon reduction initiatives, established.  Clearly defined, agreed measurable outcomes.  Limited change to business operations.
	
	
	
	
	
	Multiple, interdependent and complex requirements that are dependent on wider emerging or change initiatives e.g. sustainability.  Extensive change to business operations or additional information reporting requirements.  Significant unplanned changes to business requirements or outcomes likely to be imposed or required.

	C2.4 - Technology development, production and/or techniques.
	Involves no new or novel technology, development, implementation, production products, tools or techniques.  Extensive previous use of development or production techniques.
	
	
	
	
	
	First or extensive use of leading edge, novel or innovative technology.  High degree of design, build or implementation complexity or uncertainty.  Technology or methodology likely to be subject to major changes.

	C2.5 - Commercial & supplier delivery.
	Established contracts or existing frameworks to be used.  Commercial environment stable.  Experienced sector suppliers.  Single supplier or short supply chain.
	
	
	
	
	
	Complex or innovative commercial arrangements.  Supplier market limited and/or very specialist.  Multiple suppliers or complex/volatile supply or logistical chain.

	C2.6 - Financial provision.
	Funding from within organisation budgets, no influence from economic climate.  Supplier’s funding all in place.
	
	
	
	
	
	Complex cross-organisational funding arrangements.  Funding not agreed or not in place.  Third party or supplier funding not in place.  Economic conditions likely to affect funding options or availability.

	C2.7 - Governance and programme or project management.
	Straightforward and stable governance structure.  Recognised formal PPM methodologies in use.  Key post holders in place.
	
	
	
	
	
	Complex or multi-faceted governance or management structures.  Governance, management structures or key post holders likely to change.


	C2.8 - Stakeholders.
	Single stakeholder community, fully bought-in.  No expected change in stakeholder environment or from agreed requirements and outcomes.
	
	
	
	
	
	Complex stakeholder community  Stakeholder environment volatile or with significant external change factors.

	C2.9 - Dependencies.
	Stand alone, no or few dependencies on or for other programmes or projects.  All statutory approvals or authorisations in place
	
	
	
	
	
	Complex dependency relationships with other projects or organisations.  Significant external statutory authorisations or approvals e.g. legislation, financial approvals, planning consent, remain outstanding or require explicit management  Dependencies changing or conflicting; coordination increasingly challenging

	C2.10 - Change and implementation.
	Single or co-located programme or project and supplier teams; single site delivery - no conflicting internal business change issues to affect change.  Simple acceptance and transition issues.  No “big bang” delivery.  Change and benefits management fully embedded.
	
	
	
	
	
	Complex national or international delivery environment.  Changing or uncertain implementation, cultural or physical challenges to changes likely or expected.  Implementation likely to be ‘big bang’.  Complex testing and transition issues.

	

	
	VL
	L
	M
	H
	VH
	

	C2.11 - Delivery Challenge summary assessment.
	Challenges to delivery are very low and change unlikely to threaten objectives.
	
	
	
	
	
	Very high degree of challenge, changes highly likely to threaten achievement of objectives.

	[Note: Record summary assessment mark at C2.11 at Section C5 below] 

Explanatory Notes (Completion mandatory)




	Section C3 – Capacity & Capability Complexity Assessment

An assessment of the complexity factors that may affect the achievement of the programme/project objectives.

	
	
	Very Low
	Low
	Med
	High
	Very High
	

	C3.1 - Programme / Project team.
	Fully resourced and skilled team.  Stable team, no recruitment issues, specialist support (e.g. commercial, legal) in place or available when required.  Experienced with similar change or technology projects.
	
	
	
	
	
	Personnel resources or funding not available when required.  Significant resource changes likely leading to skill gaps or disruption to key posts.  No previous experience with similar change or technology.

	C3.2. - Stakeholders and organisation.
	Fully resourced and skilled, available when required.  Open to (and complies with) change.  Common and accepted priority across an engaged stakeholder community.
	
	
	
	
	
	Key resources or skills lacking or unavailable when required.  Changing environment.  Business priority low, inconsistent or changing.  Significantly differing priorities between stakeholder groups.

	C3.3 - Suppliers (internal and external).
	Experienced, strong and stable market or suppliers.  Supplier resources skilled and available, with ongoing support and commitment.
	
	
	
	
	
	Weak or overstretched market -unlikely to meet demand.  Suppliers unable to sustain support, either withdraw or cannot meet requirements.

	C3.4 - Strategic leadership and business culture.
	Good capacity, continuity and experience in leadership roles.  No unforeseen organisational pressures.  Open culture for change, no staff or TUS concerns.
	
	
	
	
	
	Strategic leadership subject to change.  No previous responsibility for or direct experience of change of similar magnitude or complexity.  A challenging cultural, staff or workload environment.

	

	
	VL
	L
	M
	H
	VH
	

	C3.5 – Capacity and capability  summary assessment.
	Capacity and capability in place and change unlikely to threaten objectives.
	
	
	
	
	
	Significant capacity or capability issues.  Changes highly likely to threaten achievement of objectives.

	[Note: Record summary assessment mark at C3.5 at Section C5 below] 

Explanatory Notes (Completion mandatory)




	Section C4 – Scale Complexity Assessment

An assessment of the complexity factors that may affect the achievement of the programme/project objectives

	
	
	Very Low
	Low
	Med
	High
	Very High
	

	C4.1 - Time.
	Timescales not challenging, no external drivers.  No imposed changes expected to agreed schedules.  Contingency available and tested business continuity plans.
	
	
	
	
	
	Schedules very challenging. Immovable or imposed deadlines.  Major changes to timescales likely to occur.  Very limited or no contingency or contingency options available.

	C4.2. - Budget.
	Budgets within delegations and local control.  Costs relatively small to overall organisational programme or project spend.  Budgets agreed and stable.  Appropriate financial management systems established.  Change management system in place.
	
	
	
	
	
	Budgets outside organisational spend delegations.  Cost estimates subject to significant pressures from ongoing or expected change.  Costs are significant, relative to the organisation’s programme or project spend.  Financial management system not in place or audited.  Cross-organisational / multi-faceted funding with complex financial control and reporting.

	C4.3 - Benefits.
	Benefits relatively small.  Benefits easily and clearly defined, owned, measurable and achievable.  No expected changes which might increase scale of benefits.
	
	
	
	
	
	Magnitude of benefits significant.  Complex realisation challenges.  Changing benefits management environment or realisation responsibilities.  Benefits achievability in doubt.  Difficult to measure.

	C4.4 - Quality.
	Quality requirements clear, easily achievable and stable.
	
	
	
	
	
	Quality targets extremely challenging, likely to change significantly or hard to achieve.

	

	
	VL
	L
	M
	H
	VH
	

	C4.5 – Scale summary assessment.
	Small scale changes unlikely to threaten objectives.
	
	
	
	
	
	Very large scale, changes highly likely to threaten achievement of objectives.

	[Note: Record summary assessment mark at C4.5 at Section C5 below] 

Explanatory Notes (Completion mandatory)




	Section C5 – Complexity Assessment Summary

(Insert  the marks allocated for each of the four summary assessments from Sections C1-C4 above)

	Complexity Areas Summary Assessments


	VL
	L
	M
	H
	VH

	Profile. (C1.5)

	
	
	
	
	

	Delivery challenge. (C2.11)

	
	
	
	
	

	Capacity and capability. (C3.5)


	
	
	
	
	

	Scale. (C4.5)

	
	
	
	
	

	C5.1 - Overall Complexity Assessment

	
	
	
	
	


	[Note: Overall summary assessment mark at C5.1 above to be used in Section D] 

Explanatory Notes (Completion mandatory)




	Section D - OGC GatewayTM Risk Potential Assessment
(Plot overall summary assessments from B6 and C5.1 and mark with a X in grid below to give an overall assessment – the area your X falls within is indicated as Low, Medium or High)


	(From Section B6)

Overall Consequential Impact

Assessment

	Very High


	
	
	
	
	

	
	High


	
	
	
	
	

	
	Medium


	
	
	
	
	

	
	Low


	
	
	
	
	

	
	
Very Low


	
	
	
	
	

	
	
	Very Low
	Low
	Medium
	High
	Very High

	(From Section C5.1)

Overall Complexity Assessment
     

	Transfer the overall Risk Potential Assessment above (  LOW / MEDIUM / HIGH  ) to box A.12 on the front page of the RPA-2.




	Section E- About this form and  what to do next


	1. Who should complete the RPA-2 assessment?

	This RPA-2 form should be completed by the SRO for those programmes or projects that have been assessed as being potentially Medium or High Risk in their Complexity or Strategic Importance through the Stage 1 - Risk Potential Assessment form (RPA-1).  This RPA-2 should be completed as early in the life of the programme or project as possible.


	2. What is the RPA-2 for?

	The form provides a standard set of high-level criteria for assessing whether a programme or project must be supported with the Scottish Government’s OGC Gateway™ review process.

This assessment is an indicator of risk potential and is not a risk analysis model.  However, it can be used as input to a more comprehensive risk analysis of a programme or project.  This assessment may enable discussion about the risks and responsibilities you have for delivery and that the programme or project has in respect of visibility, reporting and assurance in a wider portfolio management context.  The assessment may also help the programme or project to identify areas where specific skill sets, commensurate with the level of complexity, may be required.


	3. Who will use the information provided in this RPA-2?

	In accordance with the Data Protection Act 1998 - It is intended that the data collected via this form will be used by the Scottish Government for its own purposes and also to inform other areas of Government business.  The data may also be used to make you aware of services, advice and guidance. Issues related to the use of personal data within this form should be addressed to the Centre of Expertise for Programme & Project Management on 0131 244 3953 or by e-mail to PPM-CoE@scotland.gsi.gov.uk


	4. Is the information contained in the RPA-2 releasable under FOI?

	[to be checked!!!!]


	5. How to complete the RPA-2 Form

	Section A - captures basic information about the programme or project.  Most boxes are self-explanatory.  In box A.2 please use one of the following descriptors for the programme or project type:
· Policy Implementation;

· Transport Infrastructure;

· Utility Infrastructure;

· Building/Property General Construction;

· ICT Infrastructure; 

· ICT enabled business change; 

· Other Acquisition, or

· Other/multifaceted.
Section B & Section C are completed in the same way.  Section B comprises 5 Strategic Areas (B1-B5).  Section C comprises 4 sub-sections (C1-C4).  In each strategic area / sub-section there are 5 columns covering assessments from Very Low (VL) to Very High (VH).  Alongside each strategic area / sub-section are statements that correspond with the extremes of VL and VH.  Using your knowledge and judgement (supported as appropriate by your programme or project team) consider each strategic area / sub-section and mark an X in the column that best indicates the level of Impact (strategic area) or Complexity (sub-sections) associated with that particular topic.
At the end of each Section (or sub-sections in Section C) is a summary assessment.  You should use this summary to record the overall assessment for that particular section (or sub-section).  There is no ‘formula’ for calculating this summary – you should take a holistic view when determining the overall assessment.
Section C5 - ‘Complexity Assessment Summary’ takes the summary outputs from Section C1 to C4 and allows you to determine an overall summary for Section C.  Again, there is no ‘formula’ for calculating this summary – you should take a holistic view of the summary results from Section C1-C4 in arriving at an overall assessment.  Record it at C5.1.

Section D - records the summary results from Section B and C and gives an overall RPA for your programme or project.  Plot the overall results from Sections B and C on the respective axis in the table in Section D by marking an X in the appropriate cell where the respective assessments intersect.  This now gives an overall indication of the associated RPA for the programme or project.  Your X will lie in an area of the table that is either High (Dark Shaded), Medium (Light Shaded) or Low (no-shading).  This overall RPA should be recorded at Box A.12 on the front page of the RPA-2 form.
You must now agree your overall assessment with your CO for the programme or project.  Both you and your CO must record your agreement in boxes A.14 and A.15 on the front page of the RPA-2.


	6. What do I do with the completed form?

	If Box A-12 indicates a Medium or High Risk – send the completed form to the SG’s PPM-CoE at PPM-CoE@scotland.gsi.gov.uk.  The SG’s PPM-CoE will note receipt of the RPA-2 on Box A.16 of the form and arrange an OGC Gateway™ Review Assessment Meeting for the programme or project.

The completed form will be reviewed as part of the Assessment Meeting.  The outcome of the meeting may mean that a programme or project assessed as Medium Risk in the RPA-2 is re-categorised as High Risk (or vice-versa).  The SG’s policy is that all High Risk programmes and projects must be supported by with OGC Gateway™ Review 

Where, as the result of the Assessment Meeting your programme or project remains (or is re-assessed as) Medium Risk you should consider what other forms of internal assurance process should be used to help you track and ensure the successful delivery of its outcomes or objectives.
If Box A-12 indicates a Low Risk - you should ensure that your programme or project conducts regular self-assessments to ensure it is on track to successfully deliver its outcomes or objectives.


	7. Who can I contact about completion of this form?

	If you wish to discuss any aspects of this form or its completion please contact the SG’s PPM-CoE on 0131-244-(7480), (4960) or (4961).


	8. Acronyms used in the form

	PPM-CoE
	Programme and Project Management Centre of Expertise

	CO
	Countersigning Officer

	EU
	European Union

	NDPB
	Non Departmental Public Body

	PAC
	Public Audit Committee

	PPM
	Programme and Project Management

	RPA
	Risk Potential Assessment

	SG
	Scottish Government

	SRO
	Senior Responsible Owner

	TUS
	Trade Union Side


Scottish Government OGC Gateway™ Review





HIGH





Organisational Review Process





MEDIUM





Self-Assessment Review Process – Referencing Common Indicators for Success





LOW
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