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GATEWAY REVIEW SYSTEM 
The NSW Government applies Gateway Reviews to the procurement of infrastructure,
information technology, property, and goods and services. Through this, it aims to improve
procurement discipline and outcomes by encouraging better performance in project
planning, development and execution.
Gateway Reviews are essentially ‘peer reviews’ that assess whether the processes used in
developing and implementing a project is sound.
Reviews can consider an individual project or a program containing several projects.
Projects have a defined beginning and objectives that identify completion.
Programs consist of a group of projects that are considered together because they have
factors in common or interrelated developments, operations or service deliveries.
As programs develop, subsequent Reviews may focus on individual projects or continue to
be reviewed as a program. It is important that individual projects contribute to overall
program goals.
Projects could be grouped because of:
•

their similar or supporting service deliveries

•

similar governance requirements

•

common stakeholder or change management or similar risk profiles

•

similar planning, procurement or implementation timelines

Note that use of the term project in this workbook also covers a grouping of projects into a
program.
In practice, Gateway is the application of high level, structured reviews at critical points
(or gates) in the procurement process.
A small team of experienced procurement practitioners who are independent of the
project undertake each review. They consider the:

•

alignment of the project with agreed objectives

•

benefits and value for money offered

•

management processes adopted to attain the current stage.

At the conclusion of the review, a report is issued to the Project Sponsor. It indicates the
Gateway Review Team’s assessment on the state of the project. The report provides
recommendations on where further work may be required to improve aspects of the
project.
Ultimately, Gateway Reviews help provide Government and agencies with the
confidence that an appropriate level of discipline is being applied to the procurement
process.

Business Case Review Workbook

Page 4

Gateway Health Check
The Gateway Health Check complements the Gate Reviews by providing a ‘point in
time’ insight into areas of concern, which may impact completion of the next Gate
or project outcomes.
Gateway Health Checks are conducted (for example):

• on an interval basis (in particular where there is a long gap between Gates);
or,
• when there is a material change in operating environment or staff; or,
• at the specific request of the Project Sponsor of Government (Treasury or
INSW).
It should be noted that a Gateway Health Check neither replaces the need for
review at each Gate nor is it a substitute for robust project governance.
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P ROCUREMENT P ROCESS AND GATEWAY
NSW Procurement Steps

Gateway Reviews

This review provides confidence that the proposal is aligned with the
Government and Agency’s strategic plans and that the service need
identified warrants further consideration.

This review is based on the documentation available at this stage which
should support the identification of service need and the consideration
of the resources required to develop a preliminary business case.

This review assesses whether the proposal is aligned with
the Governme nt and agency’s strategic plans whether
This review assesses the robustness of the refined and scoped service
the service need should be addressed and whether the
need and whether the best value means of servicing that need is
best
value means of servic ing that need is proposed.
proposed.

Needs Analysis
Strategic

Planning

A preliminary business case is prepared to support
assessment of service needs, consideration of a broad
A preliminary
business casepreliminary
is prepared toestimates
support assessment
of and
range
of alternatives,
of costs
service needs,
of a broad range of alternatives,
benefits
and consideration
project timing.
preliminary estimates of costs and benefits and project timing.


Funding Approval

Project
Procurement Plan

Business Case

This review assesses the robustness of the business case.
It occ urs after the projec t has been defined and its
benefits and costs quantified, and before it is submitted
to the appropriate executive authority and/or central
government agency for approval.

This review confirms that a suitable Procurement Strategy
is selected to mee t the project objectives within the
budget and time constraints and that the project is
ready to proceed to the tender stage.

Pre Tender

Service Provider
Selection

Tender Evaluation

This review confirms that the recommended decision
appears appropriate, before a contract is entered into
and provides age ncy management with confidence that
the process used to select the proposed service provider
is robust.

Delivery

It is undertaken after tenders have been called and the
responses have been evaluated, but prior to the award of a
contract.

Contract
Management

Pre-Commissioning

Procurement
Evaluation

Post
Implementation

This review assesses the state of readiness to commission the
project and to implement the change management required.
It is held after a deliverable has been produced, but prior to its
use by a government agency.

This review assesses whether the delive rables defined in
the business case have been or will be achieved. It also
ensures learnings from the project have bee n identified
and communicated to improve procure ment processes.
A Post Implementation Review is held when the outputs and
outcomes of a project can be assessed. This may be
appropriate 1-2 years subsequent to a building’s occupation or
periodically during the course of long term contracts.
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Health Checks

It is undertaken after a discrete project has been defined and
approved, but before any commitment to a procurement
methodology contracting system, or market approach.

GATEWAY FRAMEWORK
This workbook provides a framework to conduct the Business Case Gate Review. It is
based on considering the project against seven success factors, which are constants
throughout the procurement process:
1.

Service Delivery

2.

Affordability and Value for Money

3.

Sustainability

4.

Governance

5.

Risk Management

6.

Stakeholder Management

7.

Change Management

Indicators have been developed for each key success factor to assist the Gateway
Review Team in considering a project. The Gateway Review Team is encouraged to
expand this list of indicators to reflect the specific characteristics of the project if required.
It is intended that the Gateway Review Team use existing project documentation and
interview project stakeholders to gather information for the indicators. When this is
completed, each of the factors is rated to provide the project team with a snapshot of the
project.
These ratings, as well as any observations or recommendations the Gateway Review Team
make, are detailed in a report that is submitted to the Project Sponsor.

RED

It is the Gateway Review Team’s opinion that this aspect poses a significant
risk to the project and must be clarified or addressed before further
consideration of the project is made.

AMBER

It is the Gateway Review Team’s opinion that this aspect indicates a minor 
risk to the project and must be clarified or addressed as part of proceeding 
to the next stage of the project. 

GREEN

It is the Gateway Review Team’s opinion that this aspect has been given
adequate consideration as not to jeopardise the success of progressing to
the next stage of the project.

These ratings, as well as any findings or recommendations a review team may have, are
then compiled in a report. A report template is provided on page 18.
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BUSINESS CASE GATE PURPOSE 
The Business Case Review is undertaken after a project has been defined and its benefits
and costs quantified. The Gateway Review occurs before the Business Case is submitted
to the appropriate executive authority and/or central government agency for approval.
This allows the project team to incorporate any recommendations from a review into the
submission.
The Business Case describes the work to be done and what the project or program will
deliver if funding is approved. The essence of the business case is the achievement of
beneficial service outcomes, not the procurement of services.
The business case presents a range of options and supports the preferred option for
procurement. Final estimates of the cost and benefit of the options and their timing
is also included. The business case should also consider the governance structure
for the project, how the project risks will be managed, stakeholder and change
management.
The main question the review seeks to answer is:
“What evidence is there that the proposed project is ready to be considered for funding
approval?” Specific questions the Business Case Review will address at each of the seven
key success factors include:
1.  Service Delivery

Will the proposed project, on completion, achieve the
service objectives and fulfil the identified need(s), which
are consistent with Government policy and the agency’s
strategic services plan?

2.

Are there sufficient resources (financial, physical and
human) to deliver the project? Will the expenditure of
these resources provide value for money over the project’s
life?

Affordability and 
Value for Money 

3.  Sustainability

Have the social, economic and environmental impacts of
the project been identified and dealt with?

4.  Governance

Have the activities required to ensure a successful project,
including resource allocation, time management and
process management been addressed?

5.

Have major project or procurement risks been identified
and an outline risk management plan been developed?
Does it include the risk of the project not being funded
(either in part of in full)?

Risk 
Management 

6.  Stakeholder
Management

Have the stakeholders been identified and their views 
considered in the development of the project? 

7.

Have the changes that are necessary to achieve the
project’s service outcomes been identified and a plan
outlined to assure their realisation?

Change 
Management 
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DOCUMENTATION
Along with the Business Case, the Review Team will need to review all relevant
project documentation. This includes documentation that provides for the context,
planning and delivery priorities of the project.
The information is commonly found in documents such as:

Business Case Gate Documents
•

Business Case

•

Financial Appraisal

•

Economic Appraisal

•

Feasibility/Options Study

•

Value Management Report

•

Financial Plan

•

Benefit Realisation Register

•

Asset Strategy

•

Project Management Plan

•

Project Cost Estimate (Public Sector comparator If prepared for Private
Sector financing)

•

Environmental Impact Assessment/Statement

•

Outline Change Management Plan

•

Outline Stakeholder Management Plan

•

Outline Risk Management Plan

•

Supporting studies, such as demographics, demand analysis, dilapidation
reports, geotechnical reports, quantity surveyor estimates, feasibility
studies, utilisation reports etc.
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BUSINESS CASE – REVIEW INDICATORS 
1.

SERVICE DELIVERY

The Review needs to consider whether the proposal will achieve the desired outcome(s)
and/or fulfil identified need(s).
Indicators to consider include:

•

A need for the proposed or continuing service (the case for 
change) has been clearly demonstrated. 

•

The service needs and proposed level of service are clearly 
defined. 

•

The scope, scale and requirements of the project have been 
properly identified and are realistic, clear and unambiguous. 

•

The agency has demonstrated that the project in its proposed 
form will meet the identified service needs. 

•

The proposed service aligns with the Government’s 
priorities/objectives. 

•

There has been a comprehensive assessment and analysis of all 
reasonable, feasible alternative means of meeting the need other 
than by procurement. 

•

Criteria for measuring the success of the project, and the benefits 
to be delivered have been defined, quantified and target dates 
assigned for achievement of benefits and successful service 
delivery. 

Comments:

RATING

RED
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GREEN

2.

AFFORDABILITY AND VALUE FOR M ONEY

Affordability considers whether adequate resources will be available to achieve the
proposal.
Value for money considers all factors relating to a proposal including experience,
quality, reliability, timeliness, service, capital costs, opportunity costs, whole of life
costs, to meet the agency’s requirements and Government’s social and economic
policies.
It is essential that a project demonstrates that will provide value for money through
the economic/financial appraisal.
Achieving value for money ensures that funding decisions are made having regard
to costs, the appropriateness, efficiency and effectiveness of service delivery
mechanisms.
Indicators to consider include:

•

The appropriate analysis has been undertaken i.e. a financial 
and/or economic appraisal. 

•

The analysis conforms to the relevant NSW Government 
guidelines. 

•

The project has been defined appropriately for analysis. It has 
not been disaggregated or overly aggregated. 

•

There has been a reasonable analysis of a range of alternative 
options (including a realistic base case) undertaken. The 
alternatives are reasonable and offer a similar level of service 
delivery. Where an option has not been evaluated an 
explanation is provided. 

•

The expected benefits have been identified, quantified (where 
possible), validated and accepted by the Project Sponsor. They 
are considered realistic and most likely to be achieved. 

•

All costs throughout the life of the project have been identified, 
quantified (where possible), validated and included in the 
analysis. 

•

Contingency allowances appear to adequately cover risk 
management strategies 

Review indicators for Affordability and Value for money indicators
are continued on next page.
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2.

AFFORDABILITY AND VALUE FOR M ONEY (CONT’D )

•

The assumptions underlying the analysis are clearly articulated.

•

The appropriate discount factor has been used.

•

Sensitivity analysis of the results to varying critical parameters is 
included. 

•

Funding options have been considered and where appropriate
the business case is to be submitted to central agencies for
funding approval.

•

The economic and/or cost/benefit analysis support the recommended
option i.e. the option has the greatest net benefit or is the most cost
effective if the project benefits are equivalent.

•

The Project contingency management approach is outlined.

Comments:

RATING

RED

Business Case Review Workbook 

AMBER

Page 12

GREEN

3.

SUSTAINABILITY 

In considering sustainability, the review needs to look at whether the
project/program will meet the need(s) of the present without compromising
the ability of future generations to meet their needs.
Indicators to consider include:

•

•

•
•
•

•

The social impacts of the project have been documented and
assessed as contributing to Government policy directions. Social
impacts can include workforce diversity; local employment;
employee well-being and corporate governance practices.
The economic impacts of the project have been documented 
and contribute to Government policy directions. Economic 
impacts can include economic development; local industry 
participation; regional and state employment and the 
involvement of small to medium enterprises. 
Consideration has been given to the requirements of regulators
and suppliers.
The agency has demonstrated that the environmental impacts of
the project have been documented and can be successfully
managed.
The consumption of natural resources including water, energy,
and scarce materials has been minimised and recycled materials
have been used wherever possible.
The business case addresses the requirements of the relevant 
policies for buildings, fleet, waste, recycling and purchasing. 

Comments:

RATING

RED
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GREEN

4.

GOVERNANCE

This factor assesses whether the activities required to ensure a successful project, including
resource allocation, time management and process management have been addressed.
Indicators to consider include:

•

Issues raised at the Strategic Gateway Review (if undertaken) 
have been resolved and the recommended actions completed. 

•

The proposal is supported by the agency CEO.

•

Studies such as value management studies and feasibility studies 
demonstrate that a range of options have been considered and 
analysed. These studies support the preferred option to 
implement the project. 

•

The cost of managing procurement has been budgeted for and 
funds are available and/or identified. 

•

The appropriate expertise for the project team has been 
identified and is available. 

•

Roles, responsibilities and accountabilities have been allocated 
to project team members including the Project Sponsor, Project 
Steering Committee, Business Owner, and Project 
Director/Manager. 

•

Plans to manage the development phase of the project are 
realistic. 

•

The period anticipated for the project and its milestones appear 
achievable. 

•

Responsibility has been assigned for the management and 
reporting of benefits to be delivered by the proposal. 

•

The agency has demonstrated its capability and capacity to 
establish the proposed project governance structure identified in 
the proposal. 

•

Major project parameters are reassessed throughout the project 
and decisions to proceed with the project are reviewed to avoid 
implementing a project with a negative net benefit 

Comments:

RATING
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GREEN

5.

RISK MANAGEMENT

This factor considers if a structured methodology for identifying, analysing and managing
potential risks is being applied.
Indicators to consider include:

•

Major risks associated with all stages of the project have been
identified and assessed.

•

An outline risk management plan has been developed.

•

Contingency allowances appear to adequately cover risk
management strategies

•

The outline risk management plan includes all identified major risks;
assesses the likelihood and impact of each; and proposes
reasonable management/mitigation measures

•

Appropriate stakeholders have been consulted in drafting the risk
management plan

•

The risk assessment favours proceeding with the project.

•

The project risks are visible at the appropriate level of
management

•

The risk management process is linked to the Agency’s risk
management framework

Comments:

RATING

RED
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GREEN

6.

STAKEHOLDER MANAGEMENT

The review needs to examine whether the exchange of information with stakeholders is
being adequately managed and that their concerns are being addressed.
Indicators to consider include:

•

All stakeholders have been identified, and their opinions reviewed
and documented.

•

A hierarchy of stakeholders has been developed, taking into
account both their ability to influence the project and the extent
to which the project will affect them.

•

Relevant stakeholders generally accept the project.

•

Stakeholder views have been considered in developing the
project.

•

A strategy for managing stakeholder expectations and
communications with stakeholders has been developed.

•

For multi-agency proposals, other agency contributions,
responsibilities and commitments have been identified and
agreed.

Comments:

RATING

RED
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GREEN

7.

CHANGE MANAGEMENT

Change management is the task of managing the change resulting from the project, both
inside and outside the managing agency, in a structured and systematic fashion so that
the project is implemented efficiently and effectively.
Indicators to consider include:

•

Change that would be necessary to implement the project has
been assessed and documented, included in the proposal costs
and included in the budget.

•

Affected organisations and/or business units have confirmed that
the impacts of change are manageable.

•

The managing agency has an established process for developing
a change management program.

•

The proposal identifies the scale and extent of change and
business process reform required.

•

The managing agency has demonstrated in its project governance
and implementation plans that it is committed to achieving the
required level of change and business process reform identified in
the proposal.

•

The proposal outlines how current business/work practices will be
enhanced/improved and/or changed as a result of the proposal’s
implementation.

•

Processes to review and determine business process reform are
planned and documented.

•

Agreed business changes have been incorporated into
procurement processes.

•

Processes to manage change and benefit realisation over the
project life cycle have been determined.

Comments:

RATING

RED
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GREEN

GATEWAY REVIEW REPORT TEMPLATE 

Project:

Title

Sponsor Agency:
Gateway Review:
Status of Report:
Project Sponsor:
Review Dates:
(Planning/Interview/Report)

Gateway Review Team:
Gateway Manager:
Estimated Total Cost:

Business Case Gate

Background
The aim of this project is
The driving force for the project is
The proposed benefits of the project are
current position of the project in relation to the Gateway Review Process is at the Business
Case stage.
This is the second Gateway Review to be undertaken on the project. A Strategic Gateway
Review was undertaken in

Conduct of the Review
A Business Case Review of was carried out on at
The Gateway Review Team consisted of
•
•
•
The review considered if sufficient procurement discipline is being applied to the
development of the proposed project providing recommendations, where appropriate, on
improving opportunities.
The people interviewed by the Review Team are listed in Appendix A.
The documents reviewed by the Review Team are listed in Appendix B.
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Findings of the Gateway Review Team
The findings include the Gateway Review Team’s rating for each factor based on the
following scale:

RED

It is the Gateway Review Team’s opinion that this aspect poses a significant risk
to the project and must be clarified or addressed before further consideration of
the project is made.

AMBER

It is the Gateway Review Team’s opinion that this aspect indicates a minor risk to
the project and must be clarified or addressed as part of proceeding to the next
stage of the project.

GREEN

It is the Gateway Review Team’s opinion that this aspect has been given
adequate consideration as not to jeopardise the success of progressing to the
next stage of the project.

The Gateway Review Team’s findings and observations in relation to each of the prescribed
review topics are as follows:

1.

Service Delivery

The Review indicated that the need for the project in its proposed form had / had not been
demonstrated and the project scope and objectives have / have not been defined and
agreed.
•
The Review Team consider the service delivery aspects of the project to be
Red/Amber/Green.

2.

Affordability and Value for Money

The Review indicated that the procurement project has / has not been demonstrated to be
affordable in terms of “life cycle” costs and offering value for money by producing benefits
in excess of those of other options for the total life cost.
•
The Review Team consider the Affordability and Value for Money aspects of the project to
be Red/Amber/Green.

3.

Sustainability

The Review indicated that the fiscal, social, economic and environmental impacts of the
project have / have not been demonstrated and documented and represent the option
less likely to deplete financial, community and natural resources.
•
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The Review Team consider the Sustainability aspects of the project to be
Red/Amber/Green.

4.

Governance

The Review indicated that a realistic and clear project management plan has / has not
been developed, including resourcing, funding, programming and accountability.
•
The Review Team consider the Governance aspects of the project to be
Red/Amber/Green.

5.

Risk Management

The Review indicated that an outline risk management plan has / has not been developed
and the risk assessment favours / does not favour proceeding with the project.
•
The Review Team consider the Risk Management aspects of the project to be
Red/Amber/Green.

6.

Stakeholder Management

The Review indicated that stakeholders and their views have / have not been considered
and that a suitable strategy for stakeholder communications has / has not been
developed.
•
The Review Team consider the Stakeholder Management aspects of the project to be
Red/Amber/Green.

7.

Change Management

The Review indicated change resulting from the project has / has not been assessed and
the need for change management has / has not been recognised and accepted.
•
The Review Team consider the Change Management aspects of the project to be
Red/Amber/Green.

Other Matters
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Conclusions and Recommendations
Based on documentation reviewed and interviews conducted, the Gateway Review Team
recommends that additional work be considered on the following aspects of the project:
1.
2.
3.
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APPENDIX A:

REVIEW INTERVIEWEES

The Reviewers are grateful to the following people that gave generously of their time
at the interviews. Their contribution assisted the Reviewers in coming to an
understanding of the project and the path that led to its formulation.

Person
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Agency

Project Role
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APPENDIX B:
Document Title
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DOCUMENTS REVIEWED
Author

Date of Publication
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