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Gateway 1: 

Approved Project Mandate

Project Sponsor discusses project idea with 

Directorate Programme Manager

Directorate Programme Manager 

checks project database 

and identifies relevant programme

Project Sponsor drafts Project Mandate in liaison with 

Programme Manager

Programme Board reviews project portfolio and 

identifies potential gap

Programme Manager checks database and drafts 

Project Mandate

Define project outputs 

and contribution to programme objectives 

Evaluate project against each area 

High level review of timescale, cost, funding, risk, 

impact, stakeholders

Risk and Impact Assessment

Corporate Considerations

Strategic Fit

Review by corporate lead officers 

via Directorate Programme Manager

Review and challenge strategic fit in relation to other 

potential ways to meet programme objectives

Directorate Programme Manager identifies Project 

Category

A B C D

Gateway 2: 

Approved Project Proposal

Ensure strategic and operational fit

Identify links and dependencies 

between programmes

Consultation with Members and other high level 

stakeholders as required

· Clear, measurable objectives

· Weighted evaluation criteria

· Defined project options

· Realistic cost estimates

· Product / output definition

· Timescales and stages

· Resource requirements

· Funding plan

· Project team / structure

· Risk review

· Stakeholder analysis

· Member involvement

· Partnership arrangements

· Governance, reporting, approvals

Consultation & Engagement

Delivery Planning

Options Appraisal

Value for Money analysis

Gateway 3: 

Approved Business Case

Confirm resource availability

Ensure appropriate approvals

· Project development budget

· Project team established

· Project and stage plans

· Project controls and quality plan

· Reporting systems

· Communications plan

· Risk register and issues log

Project Initiation Document

Gateway 4: 

Project Start-Up
Approval by Directorate Programme Manager reported 

to Programme Board

Establish and brief Project Board      A

C

D

A

B

A

B

C

D
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Implement, monitor, maintain and update project 

management toolkit:

· Project plan

· Budget(s)

· Resources

· Quality plan

· Risk register

· Issues log

· Communications plan

       Routine review of TLRA
Progress

Summarise tasks completed since last report; detail 

tasks not completed with explanation and revised 

completion date

                    Traffic Light Report (TLR)

Outputs / Benefits

Confirm that the project is still on target to deliver its 

agreed outputs/benefits and highlight any concerns 

arising.

Risks and Issues

Summarise existing significant (red) risks and issues 

and progress in implementing controls; detail any 

new risks and issues

Budget (Capital and Revenue)

Detail approved budget(s),committed expenditure, 

forecast total expenditure, and explain any variance

Resources

Note any non-financial resource issues

Communications and Engagement

Highlight key activities and any concerns 

Reports

Note any reports submitted or due

Next steps

Tasks to be completed before next report

Overall Status

Brief general overview and commentary

Programme Dashboard

(compiled by Programme Manager)

            Routine review of TLRB C

Feedback to project manager 

Escalate outstanding issues

    Routine reporting to DMT onlyD

Review TLR by exceptionA

A

B

C

A B C

Review TLR by exception

· Business Case

· Value for Money

· Project performance against PID

· Risks and Issues

· Budget and resources

· Communications

· Next stage plan

Stage Review

Programme Highlight Reports

(compiled by Programme Manager 

in liaison with Programme Director)

Gateway 6: 

Project Closed

C

D

Approved Stage Review

Confirm still need for project outputs

Confirm ongoing viability of project

(including availability of resources)

Confirm project still represents VfMC

· Project performance against PID

· Achievement of objectives

· Final budget reconciiliation

· Lessons learned

· Follow-on actions, e.g. training

· Post-project review date

End Project Report

   Confirm ready for next stageA

Ongoing strategic and operational fit

Review links and dependencies 

between programmes

Consultation and approvals as required

A

B

C
A

B

As stage review for projects in difficulty (outwith 

agreed tolerances) 

or failing to report

Project Review
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