Project Program and Portfolio Management in easy steps
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Gateway 0: strategic investment review of the program to review and confirm:
	Ref
	Activity
	Date

	
	The program objectives contribute to the strategy of the organization

	

	
	The business case is sound and the program is affordable

	

	
	Key stakeholders understand the scope of the program and support it

	

	
	The program’s potential to succeed in the context of the organization’s delivery plans and other programs and projects
	

	
	The arrangements for program governance and links to constituent projects

	

	
	The arrangements for identifying and managing program and project risks

	

	
	Adequate human and financial resources are provided

	

	
	Plans for the current and next phase are realistic and properly resourced

	

	
	Progress to date against plans, expected outcomes, the business case and benefits management plan
	

	
	Planned outcomes are still achievable

	

	
	Any changes in scope or value have been properly agreed and the business case has been reviewed and revised if necessary
	

	
	Key stakeholders are still confident that outcomes will be achieved when expected
	

	
	Major risks been identified and risk management plans are in place for them together with contingency plans and a business continuity plan
	

	
	Lessons from similar programs been considered

	

	
	Funds are available to continue the program and it is still affordable

	

	
	Required human resources are available, suitably skilled and committed to undertake the work
	

	
	Plans to progress the program are realistic and achievable

	

	
	Appropriate management controls are in place

	

	
	The business case is established and being maintained to keep it up-to-date
	

	
	A benefit management plan is active and benefits are being tracked and reported
	





Gateway Review Checklist
Gateway 1: Benefits Justification is the first review of a project, to assess and confirm:
	Ref
	Activity
	Date

	
	The business case is complete and consistent with organizational standards and guidelines
	

	
	There is a clear and agreed understanding of the business objectives and how they will be delivered
	

	
	Critical success factors are documented together with how they will be measured or quantified
	

	
	The business case has examined a range of options for the solution and delivery of the business needs
	

	
	Whole-life costs and benefits were analyzed for all options

	

	
	If there is one clear best option or if several options could meet the business needs
	

	
	The process used for selecting the preferred option was robust and the option of doing nothing has been considered
	

	
	The preferred delivery option meets organizational and departmental objectives and standards
	

	
	Assumptions and dependencies (both internal and external) affecting the project have been identified and assessed
	

	
	If a stand-alone project, is there is an opportunity to integrate it with any other project or program
	

	
	The project organization has been considered and is there an overall project management process in place
	

	
	All of the project stakeholders have been identified and their needs established and understood
	

	
	The stakeholders support the preferred option, including the recommended delivery approach and methods
	

	
	There are suitable processes in place to identify, assess and manage current, anticipated and emerging risks
	

	
	The risks for each of the options have been evaluated and the risks for the preferred option have been fully assessed
	

	
	Opportunities for risk transfer have been considered

	

	
	Risk management costs and time implications have been included in the cost and time estimate or as a contingency
	

	
	If the project is large or innovative this has been considered in the risks along with the option of decomposing the project into sub-projects
	

	
	The project is ready to move onto the next stage

	

	
	There is a realistic plan and schedule in place for the next stage of the project, which takes account of statutory and approval lead times
	

	
	There is a project organization in place for the next stage of the project with agreed roles and responsibilities and the necessary resources 
	

	
	There is an up-to-date operational risk log in place

	





Gateway Review Checklist
Gateway 2: Delivery Strategy is the second review of a project, to assess and confirm:
	Ref
	Activity
	Date

	
	All options (internal and external) for delivering the required solution have been evaluated
	

	
	The client fully understands the business objectives and the suppliers are likely to understand them
	

	
	Project deliverables are accurately reflected in the requirements and the project team have complied with all relevant policies and guidelines 
	

	
	If a procurement, the selected procurement strategy has been defined and endorsed and there is an adequate knowledge of potential suppliers
	

	
	Any factors that could impact on the procurement strategy been addressed
	

	
	The procurement approach will facilitate communication and cooperation between all parties and any other related projects and programs
	

	
	The business case continues to demonstrate business needs and contributes to the organization’s strategy
	

	
	The projected costs are within budget and the key stakeholders support it

	

	
	The organization is realistic about its ability to achieve a successful outcome
	

	
	There is a clear definition of the total project scope

	

	
	The risks and issues relating to the business change are understood and there is a plan to address them
	

	
	The stakeholders support the project and the organization is fully committed to it
	

	
	Stakeholders agree with and understand the benefits of the project and there is a benefits realization plan in place for evaluating the benefits
	

	
	Major risks and issues have been identified, understood, evaluated and taken into consideration in determining the delivery strategy
	

	
	There are risk management plans in place 

	

	
	All issues raised have been or are being resolved

	

	
	The project is under control and the reasons for any deviations have been established, together with any necessary actions to prevent recurrence 
	

	
	Any assumptions which were made at earlier reviews have now been verified
	

	
	There is a realistic project plan in place and the schedule is reasonable, achievable and compliant with relevant policies and guidelines
	

	
	Activities for the next stage of the project been defined and allocated

	

	
	The project has the necessary resources with appropriate skills and experience
	





Gateway Review Checklist
Gateway 3: Investment Decision is the third review of a project and firm costs for the remainder of the project should now have been established. The purpose of this review is to assess and confirm:
	Ref
	Activity
	Date

	
	If the suppliers (internal or external) have proposed alternatives or options beyond the requirements specification, these have been assessed
	

	
	The proposed solution will deliver the business needs described in the business case and the proposed solution is still within budget
	

	
	The client and supplier are prepared for the development, implementation, transition and operation of any new services
	

	
	Any technical implications of the proposed solution have been assessed
	

	
	The project and the business have resources available with the appropriate skills and experience to achieve the intended outcomes
	

	
	The project is still justified now the full costs have been established
	

	
	The project is still required and the proposed way forward fully meets the business needs 
	

	
	The most appropriate option has been selected and the proposed solution represents good value
	

	
	The client is realistic about their ability to manage the change
	

	
	There is an agreed plan for the realization of anticipated benefits
	

	
	Suitable stakeholders, business and user representatives have approved the proposed solution (and draft contracts if relevant)
	

	
	Risk and issue management plans are up-to-date
	

	
	All major risks and issues from this stage have been resolved
	

	
	Arrangements are in place to minimize risks to the business in the event of major problems during implementation
	

	
	Any contracts reflect the standard terms and conditions and the required level of risk transfer
	

	
	The project is under control and that the reasons for any deviations have been established 
	

	
	If any assumptions were made at earlier reviews they have been verified 
	

	
	Departmental procurement and technical procedures and processes have been followed
	

	
	The working relationship between client and supplier is likely to succeed
	

	
	All resources and internal funds are in place
	

	
	The supplier’s project, risk and management plans are adequate and realistic
	

	
	The client’s plan reflects the supplier’s plan and vice versa
	

	
	The long-term contract, administration plan and performance measurement processes are complete
	

	
	All the mechanisms and processes are in place for the next stage
	

	
	The service management plan, administration and service level arrangements are complete
	

	
	There is an acceptance or commissioning strategy and an implementation strategy
	





Gateway Review Checklist
Gateway 4: Readiness for Service is the fourth review of a project and is to assess and confirm:
	Ref
	Activity
	Date

	
	The developed solution is ready for implementation and the business is ready to implement it 
	

	
	Commissioning plans have been developed and are in line with the organization’s policy and industry best practice
	

	
	All necessary testing has been performed to the end user’s satisfaction 
	

	
	The Senior Responsible Owner is ready to approve implementation
	

	
	There are feasible and tested contingency and reversion arrangements in place
	

	
	The project is still required and still meets the business needs and objectives of the relevant users and stakeholders
	

	
	The business case is still valid
	

	
	If there have been any changes that affect the business they have been reflected in the business case
	

	
	The organization is ready for the business change and it can implement the new services and maintain existing services 
	

	
	There are appropriately skilled and experienced human resources available
	

	
	The project is under control and the reasons for any deviations have been established
	

	
	The delivered service meets all acceptance criteria
	

	
	The project is on track and running to plan and budget
	

	
	All stakeholder issues have been addressed
	

	
	All testing and commissioning, acceptance and transition procedures are complete
	

	
	All parties have accepted the commissioning or test results and any required action plans
	

	
	There are workable and tested contingency and reversion plans for implementation and operation
	

	
	The client and supplier have agreed on the implementation plans
	

	
	Any changes to the contract have been forecasted, accurately recorded and approved and the contract has been effectively managed and enforced
	

	
	There is a training plan and curriculum and it has reached the necessary stage for implementation
	

	
	Risk and issue management plans are up-to-date and any risks and issues have been properly managed
	

	
	If there are any unresolved issues, the risks of implementing rather than delaying, pending resolution have been considered
	

	
	All project elements are ready for service and the client is ready for the new ways of working
	

	
	Processes are in place to manage performance and measure and report on benefits
	

	
	Ongoing operation and maintenance arrangements are in place and there is a process in place for post-implementation reviews
	





Gateway Review Checklist
Gateway 5: Benefits Realization is the fifth review of a project. It will follow the implementation of the project solution and should assess and confirm:
	Ref
	Activity
	Date

	
	The service or facility is operating as specified and change management, risk management and relationship management are effective
	

	
	Training and support is adequate and the training material and program have been delivered and are kept up-to-date
	

	
	Governance and contractual relationships are satisfactory and there are plans for continued contract management
	

	
	In the light of the implemented and operational solution that the business case is still valid
	

	
	The business benefits, as set out in the business case and benefit management plan, have been realized 
	

	
	The users are satisfied with the operational service 

	

	
	All governance and stakeholder issues have been addressed

	

	
	If the supplier could deliver a better service for the same price or if maintenance costs could be reduced
	

	
	The organization has benchmarked its processes by comparing them with other similar organizations
	

	
	The organization is setting realistic targets for continuous improvement from this service 
	

	
	The organization has performance assessment to cover all aspects of the contract and these demonstrate evidence of success 
	

	
	The organization has implemented an effective process for identifying lessons learned, applying them and sharing them across the organization
	

	
	There has been a review of how well the project was managed and that the results have been fed back to the organization 
	

	
	That suppliers are encouraged to learn from experience

	

	
	There is an ongoing need for further provision of this service, and if so, its likely scope
	

	
	If there are any major issues with the current contract that could affect the approach to re-tendering for the service in future
	

	
	If re-tendering will be straightforward or is there a danger that the client is now locked in
	

	
	Arrangements have been made to ensure a smooth hand over at the end of the contract
	

	
	What the predicted condition of any assets will be at the end of the contract period
	



Gateway five may be repeated as necessary until full benefits realization is completed.
